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[bookmark: _Toc20549]Task 1: Marketing environment analysis
[bookmark: _Toc784]Strategic context and analytical stance
BHP is a suitable case study as the Pilbara iron ore operation provides steel producers with iron ore which could change the characteristics and value of the ore they buy as part of their decarbonisation journey. The real marketing challenge is not if mining can market itself as being "greener" but if BHP can prove a viable "path to the lower emissions steel production" option for customers, without sacrificing commercial returns. The 2026 reporting by BHP separates emissions from its operated assets from emissions occurring downstream, where BHP can have an influence but cannot have direct control over (BHP, 2026a; BHP, 2026b). The three external actors that are assessed are: the natural environment, business customers and regulatory institutions. They are not mutually exclusive – environmental pressure creates the problem, technical demand and economic value set by customers, and regulation sets the frameworks for verification and incentives (IPCC, 2023; IEA, 2024a).
[bookmark: _Toc31512]Actor one: natural environment 
Climate change is the key environmental player as it poses transition risk to BHP's iron ore business due to its emissions-intensive steelmaking. The International Energy Agency (IEA) estimates that energy related CO2 emissions in iron and steel comprised about 7% of total energy system CO2 emissions in 2020 and the Breakthrough Agenda (2025) projects iron and steel emissions for 2030 to be still well short of the level needed for a net zero trajectory. Physical environment is also important to mine productivity: water shortage, extreme heat and bad weather can affect the extraction, rail and shipping.
[bookmark: _Toc18547]Technology, ore quality and the emissions boundary
One potential issue is that lower emissions steel is not a single technology or product. There are various feedstocks and infrastructure needs that differ among hydrogen direct-reduced iron (DRI), electric-arc furnaces, scrap recycling and alternative smelting. Rosner et al (2023) model the cost sensitivity of the hydrogen-based DRI to the energy and plant design, and Shahabuddin, Brooks and Rhamdhani (2023) identify ore quality and affordable hydrogen as binding conditions. Therefore, it is technically not valid to assume that all ores from the Pilbara would be suitable for shaft furnace DRI. Whilst important for BHP's interest and involvement in emerging smelting solutions and customer partnerships, this does not make pilot development appropriate for the presentation of proven commercial scale abatement (BHP, 2025a; BHP, 2026b). The IEA (2024b) also separates improvements that lead towards ‘low-emissions’ and ‘near-zero’ as more challenging goals.
[bookmark: _Toc19452]Measuring environmental opportunity without greenwashing
Where BHP can demonstrate the performance of its steelmaking process, the ability to trace and provide technical support, it's an opportunity when it happens through the use of the specifics of the process and not simply by using general sustainability terminology. The World Steel Association indicator for 2023 showed 1.92 tonnes of CO2 for every tonne of crude steel produced, which is Worldsteel's 2025 figure. Worldsteel's methodology has since broadened the coverage of greenhouse-gas emissions, so it is difficult to make simple comparisons between different years (World Steel Association, 2025; World Steel Association, 2026a). The IEA's emissions-accounting work pushes for greater interoperability of site-level and product-level methodologies and makes disciplined reporting of climate-related risks more important, and the IFRS S2 makes reporting of climate-related risks more important (IEA, 2023; IFRS Foundation, 2023). De Freitas Netto et al. (2020) make sense of the problem of ambiguous environmental claims that generate the risk of greenwashing. However, BHP should sell measured characteristics of an input to an iron ore process – not the reduced carbon content of the output of the process – rather than claim that the output of the process is low-carbon just because BHP is involved in a pilot.
[bookmark: _Toc6852]Actor two: steelmaking customers and purchasing economics
Rather, the steel producers are not the passive recipients of the green proposition: The furnace configuration, capital cycles and end-market buyers dictate what are the ores which can generate economic value. In 2025, world crude steel production continued to be sizeable, although its regional distribution was not uniform, with a decline in output in China, and an increase in India (World Steel Association, 2026b). OECD(2025) states excess capacity and low profitability which limit the ability of steel companies to invest in decarbonisation. Procurement managers might therefore consider price, iron content, impurities, productivity and reliability more important than carbon benefits as they are more attainable, unless BHP can prove a total-cost-of-use benefit. The literature on the role of market formation in green steel emphasizes that the definitions must be agreed to, carbon accounting must be ensured, and the demand-side purchasing commitments must be made (Muslemani et al., 2021; IEA, 2024c). An appropriate value proposition for the customer should thus be a mix of proven process performance, possible emissions savings, and commercial delivery reliability.
[bookmark: _Toc3504]Actor three: regulators and market-access institutions
Regulators influence the downstream purchasing and the manner in which cost and disclosure of carbon have an impact. The EU Carbon Border Adjustment Mechanism applies to iron and steel and will require more detailed information on embedded emissions (European Commission, 2026). However, exposure to BHP's upstream ore is not the same as an "exposed" finish-steel import exposure - it is primarily indirect via customers, trade and purchasing. In addition, the OECD (2025) cautions that overcapacity and subsidies may have a negative impact on investment and competition. Meanwhile, similar accounting principles can provide greater value of verified material performance, but it varies by jurisdiction (IEA, 2024b; IFRS Foundation, 2023). Strategically speaking, BHP should focus on real, customer-relevant data over offering a regulatory price premium.
[bookmark: _Toc5328]Stakeholder trade-offs and evidence hierarchy
It is important to remember that there are impacts other than the greenhouse gas when extracting resources. Any marketed ore could have water stewardship, biodiversity, waste and community legitimacy issues that would lead to social licence and sustainability credibility. A carbon-only measure could help transfer the costs of carbon, but not remove them. Thus, I would want the energy and water quantified, waste quantified, and the impacts on the port and the mine quantified for any ore-upgrading pathway and compared with the energy, water, waste, and impacts on the port and the steel-making pathway. This also alters the relative importance of the stakeholders, such as local communities and environmental regulators, which could be determining factors in operating continuity even if the end customer is the downstream customer. The annual disclosures by BHP must be checked and cross-referenced with other independent indicators and peer-reviewed process evidence, not be seen as neutral confirmation (BHP, 2025a; IPCC, 2023; de Freitas Netto et al., 2020).
[bookmark: _Toc9906]Integrated judgement and prioritisation
The three actors make a clear, but conditional, opportunity. Innovation is driven by the need for the environment; a segmented proposition is needed because of the heterogeneity of customers; regulation is for defensible metrics, not to ensure demand. The biggest challenges are incompatible ore specification, high conversion technology cost and carbon accounting and commoditised competition. Previous studies that have investigated the link between dynamic capabilities and sustainability and operating performance (Díaz-Chao, Ficapal-Cusí and Torrent-Sellens, 2021; Mohaghegh, Blasi and Größler, 2021) have shown that advantage relies on the ability to continuously sense the needs of the customer, seize pilot opportunities and re-configure operations, rather than making sustainability a marketing campaign (Mohaghegh, Blasi and Größler, 2021; Oliveira-Dias et al., 2022). Another opinion is that customers may need more and more new types of iron input in the future instead of gradually better conventional iron. Recommended is to monitor technology disruptions as well as commercially viable demand signals, whilst keeping the flexibility of exiting technologies that do not demonstrate industrial-scale viability (IEA, 2025a; OECD, 2025).

[bookmark: _Toc26234]Task 2: Strategic growth and competitive positioning
[bookmark: _Toc17738]Ansoff alternatives and recommended route
Ansoff's reasoning sorts out market penetration, market development, product development and diversification. The defensible difference BHP could gain from market penetration via "promotion of sustainability" would be minimal without proper qualifications. The diversification of the steel plant would be a significant technological and capital risk. Product development for existing strategic steelmaker customers; a differentiated, verifiably characterised iron ore and technical-service offering for specific emerging lower emissions pathways represents the best initial strategy. The decision proves to be a good one because it recognizes that the product is not necessarily suitable for all green-steel technologies (BHP, 2024; BHP, 2026a; Shahabuddin, Brooks and Rhamdhani, 2023).
[bookmark: _Toc4880]What the proposition actually comprises
BHP should produce a three-stage ‘verified transition input' offer, comprising: (1) a quality and impurity profile of ore lots, that is linked to clear processing routes; (2) emissions data verified by an independent party and emissions data that is clearly defined for each boundary; and (3) technical pilots with selected customers, which are technically and jointly governed. Studies on trading green iron indicate that the geography of resources, logistics and energy-cost differences can re-organise value chains in industry, which underscores the importance of considering future locations of customers (Bilici et al., 2024). While the near zero materials is an emerging market, IEA (2024a) indicates significant investment requirements, therefore, a viable proposition should be commercially modular and scalable. The branding for differentiation should be based on proprietary technical learning and reliable delivery and auditable evidence, not just branding.
[bookmark: _Toc23826]Phased implementation and risk gates
In the period 0-6 months, commercial and technical staff shall segment the customers based on furnace route, decarbonisation commitment, willingness to carry out trials; define a protocol for the tracking of the emissions; and agree baseline data. BHP could conduct a series of controlled, pilot testing activities with a small number of steel producers in months 6-18, and only the findings supported by independent parties would be published. Reproducible metallurgical results, net customer value and acceptable capital economics should be prerequisites for full commercial rollout. BHP's reporting refers to activities involving steel producers and new technologies, but it is recommended, not approved, that BHP pursue such a programme (BHP, 2025b; BHP, 2026b).
[bookmark: _Toc20286]Competitive advantage and practical scorecard
The defensible advantage is centred on the ability to be focused, with the learning curve that has been built through co-developed specifications. Projects should be evaluated on the board based on the risk-adjusted incremental margin and not gross revenue or on unverified carbon savings. A small scorecard would monitor verified emissions intensity within a defined boundary, monitor customer process-yield change, monitor pilot-to-contract conversion, monitor net margin per tonne, monitor any data assurance coverage and monitor capital deployed. New processes may be more expensive at the system level and system management should conduct downside scenarios for electricity prices and customer uptake, along with ore-quality limitations (Rosner et al., 2023; IEA, 2025a). The transition literature also warns that the required capabilities of the organisation are important for new business models, but not technology investments alone (Oliveira-Dias et al., 2022; Díaz-Chao, Ficapal-Cusí and Torrent-Sellens, 2021).
[bookmark: _Toc2452]Commercial economics and governance
Financial materiality can be supported by BHP's FY2026 revenue of iron ore of ~US$23.9 billion and underlying EBITDA of ~US$14.5 billion (BHP, 2026b). These are historical results for the segments and do not reflect on the segment's expected revenues from low-emissions ore. The incremental contribution per tonne should be the same as the customer premium + any efficiencies captured under the contract – less beneficiation, verification, logistics and selling costs. For a pilot project size of 1 million tonne per year (actual US$5/t realised premium minus US$2/t incremental operating cost), the pre-tax contribution would be US$3 million per year. Assuming US$8 million in start-up capital to be invested in business upfront, five years of steady contributions at 12% discount rate yields an indicative pre-tax NPV of approximately US$2.8m (excluding working capital and closure costs) or a negative NPV if a zero-premium downside is assumed. All of these assumptions for the pilots are not BHP forecasts. Before capital sanction, the customer contracts are to be validated for both the volume and premium. This pathway should be compared with a traditional ‘high quality ore' investment and compared with a ‘no investment' pathway, under the same risk, discounting and emissions assumptions. A multi-functional steering group comprising of marketing, technical operations, sustainability, legal and financial should be established to manage gate decisions and a claims register. Innovation should, therefore, be able to compete for capital on evidence and not get a ‘free pass' due to sustainability (IFRS Foundation, 2023; IEA, 2023; Mohaghegh, Blasi and Größler, 2021).
[bookmark: _Toc25520]Strategic decision
Take a staged approach to product development with a gated product, do not do a business wide repositioning. The criterion for scaling is straightforward: When the value that a customer can be estimated exceeds the costs of quality upgrading, verification, and transaction. This reflects the OECD's sign of financially-strained steel markets and IEA's concern that the near-zero processes are still expensive, even though they exist (OECD, 2025; IEA, 2025a). The outcome would be a competitive position which is defensible, but not that BHP produces near-zero steel. An irreversible marketing program that integrates a single path could end up with technological lock-in, while staged trials will allow for a change in configuration when credible customer evidence is modified (BHP, 2026b; Bilici et al., 2024).
[bookmark: _Toc18162]Task 3: Managerial and professional reflection
[bookmark: _Toc24989]Decisions to defend before senior leadership
When I give them these recommendations to the board, I would explain why I chose BHP since it has iron ore operations that will have the marketing function between existing extractive operations and customers' new production decisions. I purposely made an effort to emphasize the natural environment the most, but also added customers and regulators to avoid the misleading assumption that if it is necessary for the natural environment, it is profitable. I also favor product development over diversification as I want to make sure that the learning is reversible and that I still have access to the customers, when the technology is not certain (BHP, 2024; IEA, 2024c).
[bookmark: _Toc14517]Limits and tensions
The most significant analytical constraints lie in relying on secondary information from public companies and the industry. While BHP disclosures are helpful, they're also management generated and cannot verify if customers are willing to pay for the ore or its technical yield per ore grade. Likewise, sector averages hide the differences between the blast furnace and DRI plants and regional power systems. Hydrogen-DRI related results are dependent on the scenarios and forecasts regarding new patterns of iron trade cannot be guaranteed (Rosner et al., 2023; Bilici et al., 2024). I would therefore be wary of an estimate or abatement seemingly made with great accuracy, but without an accompanying basis.
[bookmark: _GoBack][bookmark: _Toc8404]Further evidence, governance and professional learning
I'd be conducting third party life cycle assessments and metallurgical testing, interviews with customers with purchasing and sustainability executives, road specific cost modelling, competitor cost benchmarking and regulatory advice for key export markets before approving material investment. There should be a downside case finance scenario and a governance check by internal audit on carbon-claims. Furthermore, I would look for evidence on the impacts on workers, and the practicality of developing the new technical skills, as transition projects need to be operational aligned (Gruchmann et al., 2021). The most pertinent managerial lesson is that not only do the limits of the data form part of a decision, but so too does the professional credibility of stating what is known, what is uncertain, and what should cause a change in recommendation, (IEA, 2023; BHP, 2026b).
[bookmark: _Toc14390]Reflection on decision quality
Initially I thought that this meant a stronger environmental stance equates with a competitive advantage. That's proved by the evidence to be untrue. It is not a narrative of the environment that customers are buying, but an input; techno-economic limitations can defeat any professed sustainability preference. A consulting firm I would make a clear separation between what facts are verified, what is a plausible forecast and what is an assumption for management in each board paper. I would also make a list of rejected alternatives, so that the reasoning behind the selection of product development can be revisited if the customer technologies or customer trading rules change. These are suggestions of work practice and not necessarily cases of individual experience.
[bookmark: _Toc31487]Closing recommendation
Senior leadership should approve a program of co-development with customers, with a clear scope, independently assessed and only roll it out when clear technical, financial and emissions-evidence gate requirements are met. It takes a strategic perspective on marketing that focuses on learning and accountability, rather than conveying a predetermined strategy.
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