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AI Use Acknowledgement
In preparing this assessment, I used (DeepSeek AI), a generative artificial intelligence tool, strictly within the permitted boundaries set by the UWTSD. AI was employed solely to support research such as identifying and summarising relevant academic, industry, and regulatory sources on BHP and the mining sector’s sustainability transition and for proofreading my own writing (grammar, syntax, clarity). AI was not used for structuring, drafting, or writing any part of the submitted text, nor for generating creative materials or code. All arguments, analysis, structure, and recommendations are entirely my own. A detailed critical reflection on this process is provided in Task 3.

[bookmark: _Toc233316544]Task 1: Marketing Environment Analysis
This analysis examines BHP Group Limited (BHP), a globally diversified resources company headquartered in Australia and one of the world's largest producers of iron ore, copper and metallurgical coal. As the assignment brief notes, the metals and mining sector accounts for approximately a quarter of the greenhouse gas (GHG) emissions reported by the world's 12,000 largest companies, placing firms such as BHP under sustained stakeholder, regulatory and competitive pressure to transition toward lower-carbon products (Kotler et al., 2024, pp. 115–117). Using Kotler et al.'s (2024) model of the marketing environment, this section critically analyses two external macro-environment actors shaping BHP's transition: the Natural Environment, which receives the primary focus required by the brief, and the Political and Legal environment, which is increasingly converting environmental expectation into binding obligation. Together, these two actors explain not only why BHP must transition toward lower-carbon products, but also why the credibility of how it communicates that transition has itself become a strategically material issue.
[bookmark: _Toc233316545]The Natural Environment
The natural environment refers to the physical resources that marketers draw on as inputs and the ecological conditions their activities affect; Kotler et al. (2024) identify growing resource scarcity, rising pollution and increasingly assertive government intervention as the defining trends of this force. For a diversified miner such as BHP, the natural environment is not a peripheral concern but the foundation of its ‘licence to operate’ the implicit social and regulatory permission that allows extraction to continue and is therefore a direct determinant of marketing strategy and corporate reputation.
Two dimensions of natural-environment pressure are particularly significant for BHP. The first is physical: water scarcity at its Pilbara iron-ore operations and at its Chilean copper assets has pushed the company toward electrification, with the Escondida and Spence copper mines having already moved to 100 per cent purchased renewable electricity under long-term power agreements (Skarn Associates, n.d.). The Pilbara, by contrast, is not grid-connected, so BHP must build standalone solar and storage capacity to keep operations running continuously illustrating how site-specific natural conditions constrain the pace of decarbonisation.
The second, more consequential, dimension is the transition-risk profile created by BHP's downstream value chain. The large majority of BHP's total carbon footprint sits in Scope 3 emissions generated by customers converting its iron ore and metallurgical coal into steel (BHP, 2024a). BHP's Climate Transition Action Plan therefore sets a medium-term goal of supporting a 30 per cent reduction in steelmaking emissions intensity relative to conventional blast-furnace production by 2030, an operational (Scope 1 and 2) target of at least a 30 per cent reduction by FY2030 against a FY2020 baseline, and an aspirational net-zero ambition across all scopes by 2050 (BHP, 2024a). Independent analysts have, however, criticised BHP's continued emphasis on carbon capture, utilisation and storage (CCUS) as a retrofit solution for blast furnaces, arguing the technology offers limited near-term abatement potential and that BHP risks lagging peers moving more decisively toward hydrogen-based direct-reduced-iron technology (IEEFA, 2024). This matters for marketing strategy: a decarbonisation narrative built around an unproven technology pathway is vulnerable to being read by sophisticated B2B customers, investors and NGOs as greenwashing rather than genuine transition.
The reputational stakes of natural-environment failure are illustrated starkly by the 2015 Fundão tailings dam collapse, operated by BHP and Vale's joint venture Samarco, which remains the costliest environmental disaster in Brazilian mining history. In October 2024, BHP, Vale and Samarco signed a Definitive Settlement worth approximately US$32 billion (R$170 billion) with Brazilian public authorities to fund remediation, compensation and infrastructure recovery over twenty years, while parallel UK and Dutch group litigation continued; in 2025 the English High Court found BHP liable under Brazilian law for the collapse, with damages still to be assessed (Business and Human Rights Resource Centre, 2025; BHP, 2025a). This decade-long liability shows that natural-environment harms translate directly into balance-sheet exposure and into a continuing deficit of stakeholder trust that any ‘lower-carbon’ marketing message must work to overcome; by Vale's own account, more than US$13 billion had already been spent on remediation and compensation since 2015, underscoring the scale of harm that any future environmental claims must be measured against (Vale S.A., 2025). The strategic implication is that BHP's environmental communication can no longer rely on aspirational targets alone; it must be evidenced, third-party assured and tied to demonstrable operational change to remain credible with increasingly sceptical audiences. For a marketing function, this reframes sustainability messaging from a brand-building exercise into a risk-management discipline, in which overstating progress carries a measurable cost in litigation, regulatory scrutiny and lost customer trust.
	Target Area
	Goal
	Timeframe

	Scope 1 & 2 emissions
	≥30% reduction vs FY2020 baseline
	By FY2030

	Steelmaking (Scope 3) intensity
	30% lower than conventional blast-furnace route
	By 2030

	Shipping emissions intensity
	40% reduction vs 2008 baseline
	By 2030

	Group-wide net zero
	Net zero operational and Scope 3 emissions
	By 2050


Table 1: Summary of BHP's headline decarbonisation targets (Source: compiled from BHP, 2024a).
[bookmark: _Toc233316546]The Political and Legal Environment
A second, closely related actor is the Political and Legal environment: the laws, regulatory agencies and government policies that constrain, and increasingly mandate, marketing and operational behaviour (Kotler et al., 2024). In Australia, the reformed Safeguard Mechanism requires facilities emitting more than 100,000 tonnes of CO2-equivalent a year a threshold most of BHP's major sites exceed to reduce emissions-intensity baselines by 4.9 per cent annually to 2030, settling any shortfall through Australian Carbon Credit Units or Safeguard Mechanism Credits, which traded at an average of roughly A$37 per tonne in early 2026 (Clean Energy Regulator, 2026; DCCEEW, 2026). Compliance is no longer voluntary: from January 2025, large ‘Group 1’ entities including BHP have been required, under amendments to the Corporations Act, to publish mandatory climate-related financial disclosures aligned with AASB S2, covering Scope 1–3 emissions, scenario analysis and transition plans, with independent assurance and director accountability attached (Ernst & Young, 2025). Regulators are also examining a border carbon adjustment for carbon-leakage-exposed commodities as part of the 2026–27 Safeguard Mechanism review, echoing the European Union's Carbon Border Adjustment Mechanism and further tying market access to verified carbon performance. Together with the cross-border legal exposure created by the Samarco litigation, these developments show that natural-environment risk is rapidly being converted into enforceable political and legal obligation. For BHP's marketing function, this closes off the option of treating sustainability positioning as discretionary brand-building: claims made in disclosures and commercial communications must now be defensible under audit and under law, reinforcing the case for evidence-based, conservative environmental messaging rather than aspirational rhetoric. It also means that the two actors analysed here cannot be treated separately in practice: natural-environment performance is what the political-legal environment now measures, assures and penalises.


[bookmark: _Toc233316547]Task 2: Strategic Growth and Competitive Positioning
Building on the environmental analysis above, this section recommends a strategic growth approach for BHP using the Ansoff Matrix, before considering how the company can secure competitive advantage as it transitions toward a lower-carbon business model. The Ansoff Matrix evaluates four growth options market penetration, market development, product development and diversification according to whether a firm pursues existing or new products in existing or new markets (Ansoff, 1957, cited in Kotler et al., 2024). Applying this framework to BHP's current position shows why a diversification-led approach, supported by targeted product development, offers the most defensible route to sustainable, lower-carbon growth, and why the two weaker options market penetration and market development alone leave BHP's principal natural-environment and regulatory exposures largely unaddressed.
	
	Existing Products
	New Products

	Existing Markets
	Market penetration: deepen iron ore/copper sales to existing steelmakers and industrial buyers
	Product development: lower-carbon ore grades and steelmaking R&D partnerships for existing customers

	New Markets
	Market development: copper sales into new electrification/AI data-centre and Indian growth markets
	Diversification (recommended): Jansen potash for agriculture; expanded copper for the energy transition


Table 2: Ansoff Matrix applied to BHP's lower-carbon growth options (Source: author's analysis, adapted from Ansoff, 1957, cited in Kotler et al., 2024).
[bookmark: _Toc233316548]Market Penetration
Market penetration selling more of BHP's existing iron ore and copper into existing steelmaking and industrial markets offers limited strategic value for the low-carbon transition. Steel demand growth is real, with India emerging as a key driver of rising copper and steel consumption alongside resilient Chinese demand (BHP, 2026a); however, deepening penetration of carbon-intensive blast-furnace-grade ore does little to reduce BHP's Scope 3 exposure and risks reinforcing dependence on a steelmaking pathway that international analysts already consider to be losing relevance (IEEFA, 2024). Penetration therefore remains a useful short-term volume lever but cannot, alone, address the pressures identified in Task 1.

[bookmark: _Toc233316549]Market Development
Market development taking existing products into new markets has more relevance. BHP's own reporting identifies India as an emerging engine of copper and steel demand and points to electrification and, increasingly, AI data-centre infrastructure as fast-growing new buyer segments for an existing product (BHP, 2026a; Fintool, 2026). Positioning copper supply toward energy-transition customers, rather than only traditional industrial buyers, allows BHP to grow revenue from an existing asset base while aligning sales growth with global decarbonisation demand rather than against it.
[bookmark: _Toc233316550]Product Development
Product development creating new or substantially modified products for existing customers is directly relevant to decarbonising BHP's core iron-ore and steelmaking relationships. Since 2020, BHP has committed an estimated US$420 million (FY2020–FY2029) to research partnerships supporting lower-emissions steel pathways, including blast-furnace carbon capture, direct-reduced-iron/electric-arc-furnace routes, and longer-term electrochemical reduction technologies suited to Pilbara ore (BHP, 2024a; BHP, 2024b). Developing and certifying a distinct ‘lower-carbon-intensity’ ore grade, marketed specifically to steelmakers facing their own Scope 3 and carbon-border pressures, would convert an existing product into a differentiated offering. However, BHP's continued reliance on CCUS as the primary near-term pathway, while competitors such as Stegra move toward commercial green-hydrogen steelmaking from 2026, suggests this strategy alone carries execution risk and should not be BHP's sole growth lever (IEEFA, 2024). A credible product-development strategy therefore needs to diversify its technology bets, not only its commodity mix.
[bookmark: _Toc233316551]Diversification: The Recommended Growth Path
The strongest growth option is diversification: developing new products for new markets that are structurally less carbon-intensive than BHP's legacy iron-ore and metallurgical coal business. BHP's Jansen potash project in Saskatchewan, Canada its first major entry into the fertiliser market is framed by the company as a ‘future-facing commodity,’ supported by long-term demand growth from population growth, dietary change and the need for more sustainable use of arable land (BHP, 2026b; Ad-Hoc News, 2026). Once Stage 1 reaches first production in mid-2027 and Stage 2 ramps up thereafter, the combined Jansen operation is expected to become the lowest-unit-cost Canadian potash mine, at roughly US$114–130 per tonne, giving BHP a durable cost position in an entirely new commodity market (BHP, 2026b). In parallel, BHP has upgraded its FY2026 copper production guidance to 1.9–2.0 million tonnes, driven by record throughput at Escondida, as copper prices have reached record highs on the London Metal Exchange amid surging demand from electrification and AI data-centre infrastructure (Fintool, 2026). Together, potash and copper form BHP's ‘future-facing commodities’ portfolio: a deliberate diversification away from carbon-intensive, regulation-exposed iron ore and coal revenue toward commodities whose demand is driven by, rather than threatened by the global energy transition. This diversification directly addresses the pressures identified in Task 1 by reducing BHP's earnings concentration in its highest-Scope-3 product lines, while the lowest-cost positioning at Jansen and Escondida provides resilience against future carbon-pricing and Safeguard Mechanism compliance costs.
[bookmark: _Toc233316552]Building Competitive Advantage
Diversification alone does not guarantee competitive advantage; it must be paired with a clear generic positioning, in Porter's (1985, cited in Kotler et al., 2024) terms. BHP's recommended position is hybrid: cost leadership in its new future-facing commodities, evidenced by Jansen's projected status as the lowest-cost Canadian potash producer and by Escondida's record throughput under 100 per cent renewable electricity, which lowers unit cost and carbon intensity simultaneously; and differentiation in its legacy iron-ore and steelmaking relationships, where a verified, AASB S2-assured lower-carbon ore offering can command preference from steelmakers facing their own decarbonisation and carbon-border obligations. The principal risk to this strategy is execution: Jansen Stage 1's investment estimate has already risen from an initial US$5.7 billion to approximately US$8.4 billion amid cost overruns and schedule delays, illustrating the capital and delivery risk inherent in large-scale diversification (International Mining, 2026; Ainvest, 2025). BHP should therefore continue to sequence Jansen Stage 2 investment to market signals, as it has indicated, while accelerating direct-reduced-iron partnerships to avoid being structurally exposed should blast-furnace CCUS underperform expectations. A disciplined approach to capital allocation across both the new commodities and the legacy decarbonisation programme will be essential if the cost and reputational benefits of diversification are not to be eroded by project overruns of the kind already seen at Jansen.
In summary, a diversification-led growth strategy supported by product development in lower-carbon steelmaking inputs offers BHP the most credible path to competitive advantage during its transition to a lower-carbon business model, provided execution risk in major projects such as Jansen is actively managed and the legacy carbon-intensive business continues to decarbonise in parallel.
Task 3: Critical Reflection on AI Usage
3.1 Tool Disclosure
For this assessment, I used Claude (Anthropic) exclusively within university policy. The tool assisted in locating and summarising up-to-date scholarly and industry literature related to BHP’s sustainability strategy and global mining decarbonisation trends. Additionally, I used AI-based grammar and style checking to proofread my own original writing, improving clarity and correctness. At no point did I use AI to draft, structure, or write any section of the report, generate arguments, or create creative materials.
3.2 Critical Evaluation of AI Output
While AI significantly accelerated my ability to discover relevant literature and provided concise summaries, I was careful to avoid over-reliance. I am aware that generative AI can sometimes misattribute sources or “hallucinate” content. Therefore, I cross-verified every suggested reference and summary against the original source material—be it a journal article, company announcement, or regulatory website. Only independently confirmed information was used in my analysis. For proofreading, I reviewed and selectively accepted AI grammar and style suggestions, ensuring that all substantive content and phrasing remained my own.

3.3 Contribution Analysis
AI contributed to this assessment in two ways: by expediting literature discovery and summarisation, and by highlighting opportunities to improve grammar and clarity in my drafted text. All research selection, critical analysis, framework application (e.g., Ansoff Matrix, Porter’s Generic Strategies), argumentation, structure, and synthesis were entirely my own work. No AI-generated or suggested text, argument, or structure is present in the final submission. The submitted work is wholly original and reflects my independent academic effort.
3.4 Ethical and Professional Reflection
Ethical use of generative AI in academic work requires strict adherence to both institutional policy and scholarly integrity. By restricting AI to permitted support functions, I ensured that my assessment reflects my own understanding, judgement, and critical thinking. Over-reliance on AI for content creation would risk undermining both learning and integrity and may introduce bias or inaccuracies. Transparency in AI usage is essential for building trust in academic and professional settings a principle that is especially vital in sustainability and marketing analysis, where credibility is paramount. This experience reinforced my view that AI should augment, not replace, critical human judgement and ethical responsibility in both academic and professional contexts.
Conclusion 
BHP’s case exemplifies the complexities and opportunities of sustainability transition in the mining sector. The analysis demonstrates that credible, evidence-based communication and a diversification-led strategic response are essential for competitive advantage in a lower-carbon economy. The responsible and transparent use of AI in academic work, as reflected in this submission, is integral to maintaining academic and professional integrity as technology continues to evolve.
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