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List of Abbreviations

B2B — Business-to-business

BHP — BHP Group Limited

CBAM — Carbon Border Adjustment Mechanism

DRI — Direct reduced iron

ESG — Environmental, social and governance

GHG — Greenhouse gas

IEA — International Energy Agency

PESTLE — Political, economic, social, technological, legal and environmental

R&D — Research and development



Introduction
This report critically evaluates the macro-environment affecting BHP Group Limited and considers how the company could develop a commercially credible lower-emissions marketing position. It uses PESTLE to identify external pressures, then examines natural, political/legal and technological factors in greater depth. Ansoff’s Matrix and Porter’s generic competitive strategies inform growth and positioning options, while the extended marketing mix translates recommendations into practical activities. Finally, a professional reflection evaluates the decisions, limitations and learning arising from the analysis. Recommendations remain conditional on evidence of customer demand, technical suitability, and financial viability (Dawes, 2018; Bright and Cortes, 2019).
Task 1: Marketing Environment Analysis
1.1 Company context and environmental priorities
BHP Group Limited (BHP) is a diversified mining company with major iron ore and copper operations and developing potash assets. Its scale, infrastructure and established industrial relationships support its competitive position, but the transition towards lower-emissions production also depends on decisions beyond its direct control. Mining operations consume energy and water and affect land and biodiversity, while customers’ processing of minerals generates additional value-chain emissions. These impacts require different responses because BHP can manage its own operations more directly than customers’ technologies. A credible marketing position must therefore distinguish measured operational performance from future outcomes that depend on industry collaboration (BHP, 2024; BHP, 2026).
1.2 PESTLE overview and selection rationale
PESTLE considers political, economic, social, technological, legal and environmental influences on organisational strategy (CIPD, 2025). All six factors affect BHP through commodity demand, investment conditions, community expectations, technological change and regulatory requirements. This report concentrates on three connected areas: the natural environment, political and legal influences, and technological developments. These were selected because environmental constraints affect mining continuity, regulations shape market access and reporting, and technology influences whether lower-emissions supply is achievable. Economic and social issues remain relevant and are considered where they interact with these priorities (BHP, 2024; IEA, 2025; OECD, 2023).





Table 1. PESTLE overview: external macro-environmental forces affecting BHP
	Factor
	Macro-level pressure
	Implication for BHP

	Political
	Trade tensions and critical-mineral policies
	Assess policy and supply chain exposure.

	Economic
	Commodity prices and capital costs
	Test downside demand and margin scenarios.

	Social
	Community expectations and Indigenous rights
	Strengthening engagement and social licence

	Technological
	Electrification and lower-emissions steelmaking
	Pilot technical solutions

	Legal
	Permits, disclosure and trade rules
	Verify obligations and claims.

	Environmental
	Climate, water and biodiversity
	Prioritise resilience and transparent data.


Source: Adapted from BHP (2024a; 2025), IEA (2025) and OECD (2023).
1.3 Natural environment
Climate change, water scarcity, extreme weather and biodiversity pressures influence BHP’s ability to operate and supply industrial customers reliably. Disruption to mining sites and transport routes can increase costs, making resilience an important commercial consideration. Water competition and rehabilitation requirements may also restrict expansion even where demand for transition minerals is growing. These pressures create incentives for better environmental management, but improvement does not automatically justify higher commodity prices. BHP should therefore assess environmental performance alongside supply reliability, affordability and community expectations (BHP, 2024; World Bank, 2020).
Water scarcity varies between mining locations, so BHP should avoid relying on company-wide claims that conceal local risks. Asset-level assessments of drought exposure, water use and recycling could improve planning. Extreme rainfall can also disrupt transport and raise costs. Customers value dependable delivery alongside environmental credentials. BHP should therefore combine transparent reporting with practical resilience measures (BHP, 2024; OECD, 2023).





Environmental credibility also depends on the quality of evidence presented to buyers and investors. Generic claims about ‘green’ minerals risk obscuring differences between mine-level emissions and downstream processing impacts. BHP should communicate the boundaries of its assessments, disclose material trade-offs and seek appropriate independent assurance. Location-specific climate and water risk assessments could strengthen planning and help explain operational constraints. However, improved reporting and resilience measures can increase short-term expenditure without guaranteeing a commercial premium (BHP, 2024a; OECD, 2023).
1.4 Political and legal macro-environment
Governments and regulators influence BHP through mining permits, emissions reporting, carbon pricing and trade policy. The European Union’s Carbon Border Adjustment Mechanism (CBAM) applies to specified imported goods, including certain iron and steel products, rather than automatically covering raw iron ore. Its significance for BHP is therefore partly indirect, through downstream customers’ changing emissions-accounting needs and purchasing decisions. It would be misleading to promise that documented mineral inputs automatically exempt buyers from CBAM obligations. BHP should provide auditable information while seeking jurisdiction-specific legal advice before making compliance or tariff-saving claims (European Parliament and Council, 2023; European Commission, 2026).
Political support for critical minerals can encourage investment, but changes to trade restrictions and permitting conditions create uncertainty. Legal compliance is necessary for market access, yet it does not by itself establish meaningful product differentiation. BHP must distinguish mandatory reporting from optional services that customers value. This requires accurate claims and an understanding of relevant product categories and national rules. A cautious approach can reduce reputational and legal risks while supporting customer confidence (BHP, 2026; OECD, 2023).
1.5 Technological macro-environment
Mine electrification, renewable electricity and alternative steelmaking processes may reduce emissions and change customer requirements. Direct reduction and electric smelting could influence the mineral specifications demanded by steel producers (BHP, 2024; IEA, 2024). However, their commercial adoption depends on infrastructure, energy prices, suitable feedstock and equipment maturity. BHP cannot determine these conditions independently, making premature large-scale investment risky. Collaborative trials could test technical suitability and generate evidence before broader commitments.
Technical feasibility should not be confused with commercial viability. A process that works in a pilot may still be costly when electricity, financing or logistics are considered. BHP should assess lifecycle costs, emissions boundaries and customer readiness alongside engineering results. Marketing teams could then communicate verified benefits rather than 

broad sustainability labels. This approach links innovation to measurable customer value while limiting overconfidence about transition timescales (IEA, 2024; BHP, 2024).
The relationship between technology and customer demand also requires careful timing. Steel producers may experiment with lower-emissions processing routes without committing immediately to commercial-scale purchases of different feedstocks. If BHP invests ahead of proven demand, it may incur costs before buyers are ready to adopt new specifications. Conversely, waiting too long could reduce opportunities to participate in technical partnerships. The appropriate response is to use joint trials, milestones and customer commitments to inform investment decisions. This creates a link between technological developments and marketing strategy while recognising that BHP does not control the pace of industrial adoption. (IEA, 2024; IEEFA, 2024).
1.6 Critical synthesis
The three selected macro-environmental forces interact rather than operate separately. Water and climate pressures may increase operating costs, while legal disclosure makes environmental impacts more visible. Technological advances offer possible responses, but their success depends on wider infrastructure and investment conditions. Economic volatility and community expectations can further delay implementation despite supportive long-term trends. BHP should therefore prioritise measurable progress and reliable information over unqualified claims that all customers will reward lower-emissions materials (IEA, 2025; OECD, 2023).
The central opportunity is to become a dependable technical and supply partner for industrial customers adapting to these pressures. The principal risk is investing in differentiated products before customer demand and technical readiness have been demonstrated (IEEFA, 2024). BHP should assess prospective customers’ requirements and funded transition plans without treating these buyer considerations as a separate micro-environmental analysis. This preserves the report’s macro-environmental focus while explaining the implications for marketing decisions. A staged, evidence-led strategy offers flexibility under uncertainty (BHP, 2024a; IEEFA, 2024).
Task 2: Strategic Growth and Competitive Positioning
2.1 Ansoff Matrix: assessing growth options
Ansoff (1957) developed the Ansoff Matrix, which identifies four growth strategies: market penetration, market development, product development and diversification. Dawes (2018) critically examines the model and highlights limitations in how these growth strategies are classified. For BHP, selective product development and market development could support growth in lower-emissions markets, provided customer demand and technical feasibility are demonstrated.




Table 2. Ansoff Growth Matrix applied to BHP
	Market
	Existing products
	New or modified products

	Existing markets
	Market penetration: maintain reliable supply and contracts
	Product development: test modified specifications and assured product data

	New markets
	Market development: reach suitable industrial or geographical segments
	Diversification: enter unfamiliar product–market combinations.


Source: Adapted from Ansoff (1957), as discussed by Dawes (2018).
2.2 Porter’s generic competitive strategies
Porter’s Generic Competitive Strategies define cost leadership, differentiation and focus as three techniques to achieve competitive advantage (Bright and Cortes, 2019). BHP’s mining activities are large-scale, with cost competitiveness driven by operational efficiency. BHP might also pursue selective differentiation, however, by supplying industrial clients with validated environmental information and trustworthy mineral specifications. This strategy could help BHP attract customers seeking greener supply chains. But extra services mean extra expenditures, and not every consumer may be prepared to pay higher fees. BHP should therefore consider customer demand and financial viability before expanding its differentiation approach.
Table 3. Porter’s generic strategies and implications for BHP
	Strategy
	Potential application
	Limitation

	Cost leadership
	Efficient large-scale extraction and logistics
	Cost alone may not address emissions expectations.

	Differentiation
	Mineral supply plus reliable environmental information
	Customer demand and assurance costs must be tested.

	Focus
	Serve selected technically demanding industrial segments
	Narrow markets can constrain volume.


Source: Adapted from Porter (1985).
2.3 Implementing the positioning through marketing
The extended marketing mix provides a practical way to translate BHP’s positioning into customer-facing decisions. Product refers to minerals that meet agreed technical specifications, supported where relevant by reliable information about environmental performance. Price should reflect verified customer value and the full cost of supplying additional services, while place concerns dependable transport and delivery arrangements. Promotion should communicate precise, substantiated claims rather than imply that all BHP output is carbon neutral. People, processes and physical evidence are reflected in knowledgeable account teams, quality assurance procedures and independently checked documentation (Chartered Institute of Marketing, 2025).
In business-to-business commodity markets, product consistency and documentation may be more persuasive than broad advertising. Account teams should understand buyers’ processing requirements and the limitations of environmental measurements. Contract terms should clearly specify what information BHP can provide and what remains outside its control. Evidence from customer trials can then inform both product development and promotional messages. This positions BHP as a reliable supply and technical partner without promising unproven environmental outcomes (BHP, 2024a; Kotler, Armstrong and Balasubramanian, 2024).
2.4 Strategic recommendation and evaluation
BHP should initially pilot enhanced product information and tailored supply terms with a limited group of existing industrial customers. Commercial teams should document technical requirements, procurement priorities and willingness to pay, rather than equating expressions of interest with firm demand. Technical specialists should test whether mineral specifications suit emerging processing routes and report both positive results and limitations. Expansion into additional markets should be considered only where customers have credible investment plans and operational readiness. This staged approach limits exposure to stranded investment, weak pricing power and unsupported sustainability claims (BHP, 2024a; Edwards, 2014).
2.5 Implementation and performance measures
Implementation requires clear responsibilities across commercial, technical, finance, legal and sustainability teams. Commercial staff should interview selected buyers and distinguish signed purchase commitments from informal interest. Technical teams should validate product suitability and define the boundaries of emissions assessments. Finance should estimate incremental costs, achievable prices and downside margins, while legal and sustainability specialists check public claims. Senior management should authorise wider rollout only when trials show repeatable customer benefits.
Performance indicators should include conversion of pilots into contracts, contribution margins after assurance costs, delivery reliability and customer retention. Independently reviewed environmental data should be assessed for quality rather than the number of claims published. A risk register should cover technology delays, regulatory change, buyer bargaining power, data limitations and community concerns, with a responsible owner for each risk. If customers demonstrate limited willingness to pay, BHP could retain verified reporting as a relationship service rather than investing in expensive product repositioning. This preserves strategic flexibility while maintaining capital discipline (Bright and Cortes, 2019; BHP, 2024).


Ansoff’s Matrix explains the direction of growth, whereas Porter’s generic strategies explain how competitive advantage may be pursued. These frameworks are complementary rather than interchangeable. The preferred approach is conditional product development for existing industrial customers, followed by selective market development where evidence supports expansion. Management should reject projects whose incremental differentiation costs exceed plausible commercial benefits. The recommendation is therefore a testable strategic option, not a guaranteed source of higher returns (Dawes, 2018; Bright and Cortes, 2019).
Task 3: Managerial and Professional Reflection
3.1 Reflection on key decisions
I selected BHP because mining highlights the tension between commercial growth and environmental responsibility. I focused on natural, political/legal and technological factors because they affect resilience, compliance and lower-emissions production. Although economic and social factors matter, this focus enabled deeper analysis. I would explain to senior leadership that these factors are priorities, not the only external pressures (CIPD, 2025).
3.2 Evaluation of strategic decisions
Ansoff’s Matrix helped me distinguish growth in existing markets from product and market development (Ansoff, 1957). Porter’s framework encouraged me to consider how BHP might compete while protecting cost discipline (Porter, 1985). Initially, I assumed that better environmental performance would automatically justify higher prices. I later recognised that industrial buyers may prioritise product quality, reliability and affordability. I therefore recommend selective differentiation, subject to evidence of customer demand and financial viability. This taught me to question attractive strategic ideas before proposing major investment.
3.3 Limitations of my analysis
My main limitation was reliance on secondary information, particularly corporate reports and published industry research. These sources offered useful context but did not provide confidential product margins, customer contracts or detailed capital costs. I also lacked direct customer interviews, independent product-level emissions data and competitor pricing comparisons. Consequently, I could not establish whether customers would pay more for verified environmental information. Future regulations and the adoption of new processing technologies introduce further uncertainty. I now recognise that these evidence gaps make my recommendations provisional rather than proven commercial outcomes (IEEFA, 2024).

3.4 Additional information and recommendations to senior leadership
Before finalising advice to BHP’s senior leadership, I would seek interviews with industrial customers about technical requirements and willingness to pay. I would request internal cost estimates, competitor benchmarks and independently verified environmental data. Technical experts should test feedstock suitability, while legal specialists assess reporting and trade obligations. I would recommend a small pilot with measurable costs, contract interest, environmental results and clear decision points. Only after reviewing these findings would, I support wider implementation. This approach would reduce the risk of investing in differentiation without sufficient evidence.
3.5 Personal learning and professional development
This report improved my ability to apply marketing theories to a real business while recognising their limitations. I learned to distinguish macro-environmental pressures from strategic responses and to separate evidence from assumptions. My lecturer’s feedback also showed me how clear paragraphs, accurate citations and labelled tables strengthen academic arguments. In the future, I will compare corporate claims with independent sources and identify information gaps earlier. I will also communicate uncertainty more clearly when presenting recommendations. These lessons have strengthened my critical thinking and professional judgement.
3.6 Conclusion
Overall, BHP should combine cost discipline with carefully tested differentiation. Environmental pressures do not prove that customers will pay more for lower-emissions minerals. My reflection showed that stronger customer, financial and technical evidence is necessary before major investment. I would therefore recommend limited trials before expansion. This reinforced the value of balanced and accountable managerial decisions.
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