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[bookmark: _Toc235011544]Introduction
[bookmark: _Toc235011545]The global mining industry plays a vital role in economic development by supplying raw materials for infrastructure, manufacturing and renewable energy technologies. However, it also generates significant greenhouse gas emissions, creating increasing pressure from governments, investors and customers to adopt more sustainable business practices (Kotler et al., 2024). As organisations transition towards lower-carbon production, marketing has become increasingly important in communicating sustainability commitments and creating competitive advantage.
BHP is one of the world's largest diversified mining companies, producing iron ore, copper, nickel and potash. Operating across Australia, South America and North America, the company has prioritised decarbonisation through cleaner technologies, improved operational efficiency and climate transition initiatives to reduce the environmental impact of its operations.
This report analyses the external marketing environment influencing BHP's transition to lower-carbon products, focusing on the natural and technological environments. It then recommends a growth strategy using the Ansoff Matrix and evaluates how BHP can achieve competitive advantage through Porter's Generic Strategies.
Task 1: Marketing Environment Analysis
[bookmark: _Toc235011546]1.1 Company Overview
BHP is one of the world's largest diversified mining companies, headquartered in Melbourne, Australia. The company produces iron ore, copper, nickel and potash, which are essential for construction, manufacturing and the transition to renewable energy (BHP, 2025a). Operating across Australia, South America and North America, BHP plays a significant role in global commodity markets (BHP, 2025a). In recent years, the company has prioritised sustainability by investing in lower-carbon technologies, improving energy efficiency and implementing climate transition initiatives to reduce greenhouse gas emissions (BHP, 2024; BHP, 2025b). These initiatives support customers' decarbonisation objectives while strengthening BHP's long-term sustainability strategy (BHP, 2025b). As sustainability becomes increasingly important to stakeholders, understanding the external marketing environment is essential for identifying opportunities and challenges that influence BHP's strategic direction (Kotler et al., 2024).



Figure 1. BHP's Sustainability Priorities
	Strategic Priority
	Examples of BHP Initiatives

	Climate Action
	Net-zero operational emissions and decarbonisation

	Renewable Energy
	Increased use of renewable electricity across operations

	Innovation
	AI, automation and low-carbon technologies

	Critical Minerals
	Increased production of copper, nickel and potash

	Responsible Resource Management
	Improving environmental performance and resource efficiency


Source: Author's own illustration based on BHP reports (2025a; 2025b).
[bookmark: _Toc235011547]1.2 External Marketing Environment
Figure 2. PESTEL Analysis of the External Marketing Environment Affecting BHP
	PESTEL Factor
	Relevance to BHP
	Importance to this Report

	Political
	Government climate policies and mining regulations
	Low

	Economic
	Global demand for minerals and commodity price fluctuations
	Moderate

	Social
	Growing stakeholder expectations for sustainable business practices
	Moderate

	Technological
	AI, automation, renewable energy technologies and cleaner mining processes improve efficiency and reduce emissions
	High – analysed in detail

	Environmental
	Climate change, carbon reduction targets, ESG expectations and resource sustainability drive BHP's transition to lower-carbon products
	High – analysed in detail

	Legal
	Environmental legislation, emissions reporting and compliance requirements
	Moderate


Source: Author's own illustration, adapted from Johnson, Scholes and Whittington (2020) and Kotler et al. (2024).
Figure 2 presents the PESTEL framework used to analyse BHP's external marketing environment. Although all six macro-environmental factors influence the company, this report focuses specifically on the Environmental and Technological factors because they have the greatest impact on BHP's transition towards lower-carbon products.
[bookmark: _Toc235011548]Natural Environment
[bookmark: _Toc235011549]The external marketing environment can be analysed using the PESTEL framework, which examines Political, Economic, Social, Technological, Environmental and Legal factors influencing organisational performance (Johnson, Scholes and Whittington, 2020; Kotler et al., 2024). This report focuses on the Environmental (Natural Environment) and Technological factors because they have the greatest influence on BHP's transition towards lower-carbon products.
The natural environment is one of the most influential factors affecting the global mining industry. According to Kotler et al. (2024), it includes natural resources, climate change, environmental regulations and sustainability expectations. The mining and metals sector is responsible for approximately 25% of greenhouse gas emissions produced by the world's 12,000 largest companies (Kotler et al., 2024). For BHP, these factors create both strategic opportunities and operational challenges.
Climate change has increased pressure on mining companies to reduce greenhouse gas emissions. The International Council on Mining and Metals (2024) reports that the industry is accelerating investment in decarbonisation technologies to meet global climate targets and stakeholder expectations. Governments, investors and environmental organisations increasingly expect measurable progress towards net-zero emissions (Ali et al., 2017; Eccles and Klimenko, 2019).
At the same time, the transition to renewable energy creates significant opportunities for BHP. Demand for critical minerals such as copper and nickel is expected to increase because they are essential for electric vehicles, renewable energy infrastructure and battery storage systems (International Energy Agency, 2024). This strengthens BHP's market position while enhancing its sustainability reputation and supporting long-term growth.
Across the mining sector, companies are investing in renewable energy, electrification and low-carbon technologies to remain competitive (World Economic Forum, 2024). BHP has responded by integrating sustainability into its corporate strategy (BHP, 2025a), investing in renewable electricity, energy efficiency and lower-emission technologies (BHP, 2024), and collaborating with steel manufacturers to develop lower-carbon production methods (BHP, 2025b). These initiatives strengthen BHP's sustainability positioning and support customers' decarbonisation efforts.
From a marketing perspective, sustainability increasingly influences purchasing decisions. Industrial customers evaluate suppliers using Environmental, Social and Governance (ESG) criteria alongside price and quality, while investors favour organisations with credible climate strategies and transparent sustainability reporting. Consequently, BHP's environmental performance has become an important element of its value proposition.
However, reducing emissions requires substantial investment in renewable energy, technological innovation and infrastructure, increasing short-term costs. Evolving environmental regulations also require BHP to comply with changing legal and reporting requirements. Failure to meet these expectations could result in financial penalties, reputational damage and reduced competitiveness.
Overall, the natural environment presents both strategic opportunities and significant challenges for BHP. Successfully integrating sustainability into its operations and marketing strategy will strengthen stakeholder trust, enhance brand reputation and long-term competitiveness.
Technological Environment
Alongside environmental pressures, technological development is another key external factor influencing BHP's transition towards lower-carbon products. According to Kotler et al. (2024), technological advances improve operational efficiency, support innovation and create competitive advantage.
BHP has invested in technologies that support decarbonisation and sustainable mining, including autonomous mining equipment, artificial intelligence (AI), digital monitoring systems and renewable energy technologies that improve productivity while reducing fuel consumption and greenhouse gas emissions (BHP, 2025a). The company also collaborates with industry partners to develop lower-carbon steel production technologies and accelerate innovation across the mining value chain (BHP, 2024).
From a marketing perspective, technological innovation strengthens BHP's competitive position by demonstrating its commitment to sustainability and responsible mining. Customers increasingly prefer suppliers with lower environmental impacts, while investors favour organisations adopting innovative climate solutions (Kotler et al., 2024). Consequently, technological capability enhances customer value, corporate reputation and supports BHP's differentiation strategy.
However, adopting advanced technologies requires substantial investment, skilled employees and continuous research and development. Rapid technological change also increases the risk of technologies becoming obsolete before delivering expected returns. Therefore, BHP must continue investing strategically in innovation and workforce capabilities to maintain its competitive advantage in the global mining industry.
Figure 3. Summary of Key External Factors Affecting BHP
	External Factor
	Impact on BHP
	Marketing Opportunity

	Climate change
	Pressure to reduce emissions
	Stronger sustainability reputation

	ESG expectations
	Higher investor expectations
	Improved stakeholder trust

	Renewable energy transition
	Increased demand for copper and nickel
	Business growth

	Technological innovation
	Cleaner mining operations
	Competitive advantage


Source: Author's own illustration based on Kotler et al. (2024), Johnson, Scholes and Whittington (2020) and BHP (2025a).
Figure 3 summarises the key external factors influencing BHP's transition towards lower-carbon products. The analysis demonstrates that environmental pressures and technological innovation create both challenges and opportunities. While climate change and ESG expectations require significant investment and operational change, they also strengthen BHP's reputation and create opportunities to meet growing demand for sustainable resources. These findings provide the foundation for selecting an appropriate growth strategy in Task 2.
[bookmark: _Toc235011550]Task 2: Strategic Growth and Competitive Positioning
[bookmark: _Toc235011551]2.1 Strategic Growth Using the Ansoff Matrix
The Ansoff Matrix is a strategic planning tool that helps organisations identify opportunities for business growth by considering existing and new products within existing and new markets (Ansoff, 1957). The four strategic options include market penetration, market development, product development and diversification. Based on the environmental analysis presented in Task 1, product development is the most appropriate strategy for BHP because it enables the company to introduce lower-carbon products while continuing to serve its existing global customer base.
[image: ]
Figure 4. Ansoff Matrix Growth Strategies
Source: Adapted from Ansoff (1957).
The Ansoff Matrix identifies four growth strategies based on combinations of existing and new products and markets: market penetration, market development, product development and diversification (Ansoff, 1957). Generally, market penetration involves the lowest level of risk, whereas diversification is considered the riskiest because it requires organisations to enter new markets with new products (Johnson, Scholes and Whittington, 2020).
Figure 5 applies the Ansoff Matrix to BHP and demonstrates how the company can achieve growth through its existing operations and future-facing commodities.
Figure 5. Application of the Ansoff Matrix to BHP
	
	Existing products
	New products

	Existing markets
	Market Penetration – Increase operational efficiency, strengthen relationships with existing industrial customers and increase sales of iron ore, copper and coal.
	Product Development – Expand future-facing commodities such as potash, copper and nickel to meet changing demand from existing energy, construction and manufacturing customers.

	New markets
	Market Development – Sell existing minerals in new geographic markets and target countries experiencing growth in infrastructure, manufacturing and renewable-energy investment.
	Diversification – Enter new business areas such as mineral recycling, low-carbon technologies or renewable-energy solutions. This would be the highest-risk strategy.



[bookmark: _Toc235011552]Product development involves creating new or improved products for existing markets. This strategy aligns with BHP's sustainability objectives by investing in products and technologies that support global decarbonisation. Rather than entering new markets, BHP meets changing customer needs by supplying lower-carbon minerals, particularly copper, nickel and potash, which are essential for renewable energy systems, electric vehicles and battery technologies.
This approach reflects growing demand for environmentally responsible suppliers. Industrial customers increasingly value strong environmental performance alongside product quality, while investors favour companies with credible sustainability strategies and measurable climate commitments. Consequently, lower-carbon products help BHP meet stakeholder expectations and strengthen long-term customer relationships.
However, product development requires substantial investment in research, renewable energy infrastructure and technological innovation. In addition, competitors such as Rio Tinto and Tata Steel are investing in similar low-carbon initiatives, increasing competitive pressure (Rio Tinto, 2024; Tata Steel, 2024). Therefore, BHP must continue investing in innovation while ensuring new products deliver both environmental and commercial value.
Overall, product development is the most appropriate growth strategy because it strengthens BHP's market position while supporting the transition to a lower-carbon economy.

2.2 Competitive Positioning Using Porter's Generic Strategies
[bookmark: _Toc235011553]To support its growth strategy, BHP should adopt Porter's Differentiation Strategy. According to Porter (1985), differentiation enables organisations to achieve competitive advantage by offering products or services perceived as unique and valuable. Rather than competing on price, BHP differentiates itself through sustainability, innovation and responsible mining practices, reflecting growing stakeholder expectations for environmentally responsible business (Kotler et al., 2024).
BHP demonstrates this strategy by reducing greenhouse gas emissions, improving energy efficiency and collaborating with industry partners to develop lower-carbon steelmaking technologies (BHP, 2024). The company also invests in digital technologies, automation and renewable energy solutions that improve operational efficiency while reducing environmental impacts (BHP, 2025a). These initiatives strengthen its reputation as a responsible supplier supporting the global energy transition (BHP, 2025b).
Differentiation also provides marketing advantages. Customers increasingly favour suppliers with credible sustainability performance, while investors and governments support organisations with transparent climate strategies and clean technologies (Kotler et al., 2024; United Nations Environment Programme, 2024). Consequently, BHP strengthens its corporate reputation and long-term relationships with environmentally conscious stakeholders.
However, differentiation also involves risks. Sustainable production methods require significant investment and may increase short-term costs. Competitors such as Rio Tinto and Anglo American are investing in similar low-carbon technologies, reducing BHP's uniqueness. Furthermore, unsupported sustainability claims could lead to accusations of greenwashing and damage stakeholder trust (Crane et al., 2025). Therefore, BHP must continue investing in innovation while maintaining transparent sustainability reporting (BHP, 2025b).
Overall, differentiation provides BHP with a sustainable competitive advantage through continuous innovation, responsible resource management and long-term environmental commitment rather than price competition (Porter, 1985).
2.3 Critical Evaluation
The combination of Product Development and Porter's Differentiation Strategy provides a coherent approach for supporting BHP's transition towards a lower-carbon business model. Product development enables the company to respond to increasing demand for sustainable resources, while differentiation strengthens its competitive position through innovation, environmental responsibility and higher customer value (Porter, 1985).
However, the success of this strategy depends on several external factors, including continued technological progress, stable environmental policies and sustained market demand for lower-carbon materials. In addition, significant investment in research and development may increase short-term costs, while competitors investing in similar low-carbon initiatives could reduce BHP's competitive advantage (Kotler et al., 2024). Therefore, BHP must continue investing in innovation, strategic partnerships and transparent sustainability reporting to maintain stakeholder trust and long-term competitiveness.
Overall, although the strategy involves financial and competitive risks, it aligns well with changing market expectations and positions BHP to create long-term value while supporting the global transition to a lower-carbon economy.
[bookmark: _Toc235011554]Task 3: Critical Reflection on AI Usage
Artificial Intelligence (AI) played an important supporting role in developing this report. The main AI tool I used was ChatGPT. Rather than asking it to write the assignment, I used it as a learning assistant to help me understand marketing theories, improve the report structure and explain complex concepts in simpler English. As English is not my first language, I find academic theories easier to understand when explained in plain language. This helped build my confidence before reading journal articles and my module textbook. AI also improved the clarity and academic style of my writing, but I made the final decisions about the report's content and structure.
I did not rely on AI without checking its accuracy. Every important fact and recommendation was verified using reliable academic sources, including Kotler et al. (2024), peer-reviewed journal articles and BHP's official reports. During the writing process, I found that AI sometimes produced information that was too general, lacked evidence or included outdated examples. I compared AI-generated content with official company publications and academic literature before deciding whether to keep, revise or remove it. This process helped identify potential AI hallucinations and ensured the report was based on credible evidence.
Although AI supported the writing process, the critical thinking and analysis presented in this report are my own. I selected BHP as the case study because it provided strong evidence of sustainability initiatives and sufficient information for analysis. I also chose the natural and technological environments, Product Development from the Ansoff Matrix and Porter's Differentiation Strategy based on the evidence collected. Throughout the report, I interpreted the literature, compared sources and justified my recommendations using my own judgement.
Using AI also helped develop my academic skills. Instead of copying AI-generated text, I used it to ask questions, explore different perspectives and improve my understanding before writing each section. This encouraged me to think more critically and become a more independent learner. Overall, AI was most valuable as a learning tool rather than a replacement for my own work, demonstrating that responsible AI use requires critical evaluation, independent research and personal judgement.
Conclusion
This report has demonstrated that the external marketing environment significantly influences BHP's transition towards a lower-carbon business model. The analysis identified the natural and technological environments as the key external factors, creating both sustainability challenges and opportunities for innovation and competitive advantage.
Based on these findings, Product Development was identified as the most appropriate growth strategy within the Ansoff Matrix. Combined with Porter's Differentiation Strategy, this approach enables BHP to meet changing customer expectations through lower-carbon products, innovation and responsible mining practices.
Overall, BHP is well positioned to respond to future environmental and technological challenges. Continued investment in sustainability, innovation and transparent reporting will strengthen its competitive position and create long-term value for customers, investors and society.
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