
Strategic AI Governance in Multinational Organisations: Managing Risk, Regulation, and Trust – A Case Study of Unilever



Executive Summary
This report presents a strategic advisory report on AI governance in Unilever with particular reference to the risks and opportunities of using AI in the United Kingdom and the European Union. Unilever, being a worldwide FMCG powerhouse, uses AI to a great extent in marketing, supply chain, and analytic consumer spheres. Nevertheless, this increasing dependence on AI presents very important issues of data governance, ethics, regulations, and customer confidence.
The discussion reveals the most important distinctions between the flexible and principles-focused approach to regulation used in the UK and the strict and rules-oriented approach used in the EU according to the AI Act. Such variations allow new innovations and make it difficult to have homogeneous compliance in each region. In addition, this problem is accompanied by problems like algorithmic biases, the absence of transparency, and the risks of cross-border data regulators that outline the necessity of strong and ethically sound AI practices.
Using theoretical models such as the Resource-Based View, the Stakeholder Theory, the institute theory, and the information ethics, the report shows that well-organised AI governance can be used as a strategic asset helping organisations to reconcile the regulatory considerations with competitive advantage. The findings also highlight the need to ensure that the customers remain without mistrust especially in the world that consumers are becoming more anxious about data privacy and ethical use of AI.
To solve these issues, three implementation stages are suggested, with the first one being the development of governance frameworks, the second one being the installation of ethical and lawful AI systems, and the final one being the establishment of Unilever as a responsible AI user. The plan will have timelines, specific performance measures and costs that will be made realistic and actionable.
On the whole, the report believes that through an active and coordinated AI governance strategy, Unilever is able to address risks, enhance stakeholder trust and attain sustainable growth in a changing global AI environment.
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Introduction  
Artificial Intelligence (AI) has become a revolutionary technology that is changing the business model, operational efficiency, and customer engagement in all business markets. Multinational enterprises are turning to AI technologies more and more to supplement their decision making, automate their processes and provide customised customer experiences. Unilever is one such organisation and is a global and fast-moving consumer goods (FMCG) firm that is based in more than 190 countries with a large presence in the United Kingdom and the global market. Unilever has implemented AI in several of its operations, such as optimisation of supply chains, demand forecasting, digital marketing, and consumer analytics, and has shown strategic focus on data-driven innovation (Unilever, 2023).

Figure 1: Unilever
Source: (Unilever, 2023)
The rising relevance of AI in business can be explained by the fact that it generates competitive advantage due to efficiency improvement, predictability, and understanding of customers better. McKinsey (2023) asserts that organisations implementing AI at scale report high productivity and a growth in revenues, indicating that AI is a catalyst of digital transformation. Nevertheless, alongside these opportunities, AI presents a variety of data governance, ethical, regulatory compliance and customer trust risks. The risks are especially important to multinational companies that are present in varied regulatory contexts so that varying legal frameworks and cultural demands may pose operational as well as reputational issues.
The issue in the middle of this report is the duality of AI as both the opportunity and a source of risk. Although AI creates new opportunities and expands, it poses threats to data privacy, bias in the algorithms, transparency, and accountability. In the case of companies such as Unilever, inability to adequately address such risks may result in penalties by the relevant authorities, loss of customer confidence and reputation. This is specifically applicable to the situation of changing AI regulations, where organisations have to operate across the boundaries of the different regions such as the United Kingdom, which has adopted a principles-based regulatory policy, and the European Union, which implements stricter and more legally enforceable policies, like the AI Act (UK DSIT, 2023; European Commission, 2024).
This report assumes an advisory viewpoint and offers strategic suggestions to help Unilever address the risks associated with AI and ensures that the company retains its competitive advantage. The comparative analyses are on the United Kingdom and the European Union as the regulatory environments and their impact on organisational strategy within the context of varying legal and institutional environment. In order to provide a strict and systematic analysis, the report implements some of the most recognized academic theories such as Resource-Based View (Barney, 1991), Stakeholder Theory (Freeman, 1984), Institutional Theory (DiMaggio and Powell, 1983), and Information Ethics (Floridi, 2019). The models help in examining regulatory, ethical, and strategic aspects of AI adoption, and the recommendations based on them are grounded on theory and practice.
Main Findings
Regulatory Analysis
The high rate of adoption of Artificial Intelligence (AI) has seen the development of various regulatory strategies in different markets worldwide which poses a major strategic challenge to multinational organisations like Unilever. Unilever, being a corporation with a strong presence in the United Kingdom and the European Union, has to deal with two opposing regulatory frameworks that influence the evolution of the AI systems, their implementation, and regulation.
According to UK Department for Science, Innovation and Technology (DSIT) (2023), Regulation on AI in the United Kingdom is sector-led and principles-based. Instead of providing one general AI regulation, the UK framework uses the already established regulators, including the Information Commissioner’s Office (ICO), Competition and Markets Authority (CMA), and the Financial Conduct Authority (FCA), to implement five fundamental principles: safety, transparency, fairness, accountability, and contestability (DSIT, 2023). This is a more flexible model where organisations are given more freedom and adaptability in their innovation, especially useful in companies such as Unilever who are dependent on AI-based marketing analytics and supply chain optimisation.  
Conversely, the European Union has implemented a detailed and legally binding regulatory framework by the EU Artificial Intelligence Act (2024). The EU approach classifies AI systems into high, limited, and minimal-risk categories, with strict requirements on high-risk applications, such as compliance evaluation, data management rules, transparency stipulations, and human controls (European Commission, 2024). Moreover, the Act imposes major financial fines with penalties of up to 7% of the global annual turnover in case of non-compliance. This rigidity in regulations forms a more predictable, yet challenging compliance environment of multinational firms.
Comparatively, the difference between the flexible model adopted by the UK and the rules-based system that the EU has provides both opportunities and threats to Unilever. The UK framework will allow the company to be nimble in competitive markets by quickly experimenting and innovating around AI-driven consumer engagement approaches. Nonetheless, this flexibility can put Unilever at risk of reputation unless ethical principles are upheld at all times, especially when it comes to such aspects as personalised advertisements and the use of consumer data. The tough demands of the EU on the other hand are more expensive in terms of compliance and complexity of operations, but offer a better legal clarity and consumer protection, which can build on long-term trust and brand recognition.
This difference in regulation can be also explained by the help of the Institutional Theory which states that organisations can change their practices according to the pressure of coercion, norms, and mimetic in their institutional environment (DiMaggio and Powell, 1983). Coercive pressures caused by the legally binding regulations force Unilever to employ stronger governance structures in the context of the EU, whereas normative and mimetic ones, e.g., industry best practices and peer benchmarking, are more important in the context of AI governance in the UK. This means that Unilever is forced to have a two-compliance strategy that aligns with the utmost level of regulation to ensure uniformity in the market.
Moreover, such notion as the Brussels Effect (Bradford, 2020) is especially applicable in this context. The toughness of the EU regulatory framework may also be a fact of life in the rest of the world the global standards that multinational firms have embraced to comply with the EU regulations in all countries to minimize complexities and risks. In the case of Unilever, it means that it can be more effective to align its global AI governance strategy with the EU standards, rather than have different compliance systems in various regions.  
These regulatory differences have important implications to the strategic decision-making of Unilever. To begin with, the company is to invest in the efficient compliance systems, i.e. AI auditing tools, data documentation procedures, cross-border data governance. Second, it should strike the right balance between innovation and regulatory compliance, so that AI-driven projects should not undermine ethical guidelines or customer confidence. Lastly, the dynamic aspect of AI regulation especially in the UK where more binding regulations are expected in future necessitates Unilever to be proactive and adaptive in governance.
Data Governance
Artificial Intelligence (AI) adoption, especially in the field of multinational corporations like Unilever which heavily depend on consumer data, supply chain information, and digital analytics, cannot take place without a serious consideration of data governance (Gupta, 2023). Effective data governance also makes sure that the data is handled in a responsible, secure and legally-compliant way, as well as allow organisations to realise strategic value out of the AI-driven insights. Nonetheless, the growing size and sophistication of data use in artificial intelligence systems present a novel threat of privacy, transparency and international movement of data.

Figure 2:Data Governance
Source: (Kortas, 2025)
Unilever uses massive amounts of consumer and operational data to allow AI applications including demand forecasting, personalised marketing, and product innovation. An example is the analytics based on AI, which allows the company to understand consumer preferences and market optimisation campaigns in various regions (Unilever, 2023). Although this data-based solution improves efficiency and competitiveness, it also brings up the issue of the manner in which data is gathered, processed, and stored and the issue of personal data and consumer privacy.
Another major concern in data governance is purpose limitation whereby organisations should only gather data with intent to drive particular activities and not to misuse such data in other activities. Within the regulatory provisions, including the UK General Data Protection Regulation (UK GDPR) and the EU GDPR, businesses should make sure that how they use the data is in accordance with the initial consent given by the users (ICO, 2020). In the case of Unilever, this poses difficulties in AI systems that constantly learn and use information anew in analytical insight possibly posing the risk of non-compliance in case the information is misused.
The other important area is the data lineage and transparency which deals with the process of tracing the source, flow and transformation of data over the course of its existence. The AI systems are frequently based on complicated datasets received via various sources, and it is challenging to ensure complete visibility levels regarding the data flows. Such non-transparency may impede accountability and create the possibility of inaccuracies or bias in AI models. The Information Commissioner Office (ICO, 2020) advises organisations to have the capability to describe how automated decisions are arrived at, especially when they affect a person. In the case of Unilever, the transparency of AI-based marketing and consumer profiling is the key to regulatory compliance and customer loyalty.
Data transfers between countries also make it hard to govern data among multinational companies. Unilever has several jurisdictions and therefore has to transfer data between regions including the UK and EU. The regulatory differences however, can pose a challenge of compliance especially after the UK left the EU which has included more protections on the transfer of data. To keep data protection standards on a cross-border level, organisations are to use mechanisms like Standard Contractual Clauses (SCCs) to ensure that the same is enforced (European Commission, 2021). Inability to deal with such transfers successfully may lead to the legal and operational misfortunes of the companies.
Theoretically, the concept of data governance can be examined in the context of Information Ethics that focuses on the equitable and ethical treatment of information in online contexts (Floridi, 2019). This viewpoint goes beyond the rules of the law, and the moral obligation of organisations to safeguard user data and to make sure that AI systems are not abusing or misusing personal information. In the case of Unilever, the ethics-based approach to data governance will help the company to increase its reputation as a responsible corporate citizen, especially in the age of data privacy concerns.
Also, the lack of proper data governance can directly affect business performance and risk management. Regulatory fines, legal proceedings, and reputation may be harmed due to data breaches, abuse of personal data, or lack of transparency (Gupta, 2023). Data misuse scandals in other organisations have been high profile cases that have proven how much trust can be lost among the consumers when data governance is not in place. In the case of Unilever that competes in a very competitive FMCG market, it is crucial to ensure high data governance practice in order to preserve brand loyalty and stakeholder confidence.
Importantly, as the increasing use of AI depends on the need of ongoing investment in sophisticated governance structures, although Unilever has already developed data protection policies and sustainability commitments, they do not suffice. This involves installing solid data auditing mechanisms, the improvement of consent management procedures, and incorporation of privacy-by-design concepts in the development of AI. Moreover, organisations should find the balance between the use of the data and privacy protection, making sure that innovation is not at a cost of the ethical care.
Ethical AI
The introduction of Artificial Intelligence (AI) to the business world poses serious ethical considerations that go beyond lawful adherence and especially in the multinational organisations like Unilever. With the growing extent to which AI systems affect the process of decision-making, including marketing, product design, and consumer interactions, the issue of algorithmic bias, transparency, and accountability has come to center stage in responsible AI governance. These ethical risks are not only essential to regulatory alignment, but also to stakeholder trust and long-term competitive advantage.
Algorithms bias is among the main ethical issues related to AI and occurs when AI models generate unfair or discrimination results based on biased training or inadequate model architectures. The marketing and consumer analytics based on AI in the context of Unilever are based on historical data to make predictions about consumer preferences and content personalisation. Nonetheless, when this information is based on the current social or cultural prejudice, AI systems can support stereotypes or omit individual demographic communities. The example of the Amazon AI recruitment tool that was discarded due to gender bias, which is one of the high-profile cases, proves the danger of using biased algorithms without proper control. In the case of Unilever, there are threats of similar risks in targeted advertising or product suggestions, which might result in reputational damage and ethical questioning.
The other important concern is explainability and transparency, which is also known as Explainable AI (XAI). Most AI models, especially machine learning ones are black boxes, where it is challenging to determine how decisions are made. The information commissioner office and other regulatory authorities urge that it is necessary to offer substantial explanations of automated decisions especially when it impacts consumers (ICO, 2020). In the case of Unilever, being transparent is vital in building a consumer trust and confidence particularly when AI is employed in order to shape the purchasing behaviour in the form of personalised marketing. The inability to explain may create the perception of manipulation or unfair targeting and nondestroy brand credibility.
Another basic ethical issue is accountability. The more autonomous AI systems are, the more complicated the decisions and outcomes responsibility becomes. To make sure that human control is observed, the organisations need to develop strong governance frameworks, especially when the usage is high impact. The National Institute of Standards and Technology AI Risk Management Framework emphasizes that accountability should be assigned throughout the AI lifecycle, including design and development, as well as during deployment and monitoring (National Institute of Standards and Technology, 2023). In the case of Unilever, it means that special positions and management teams will be required to oversee ethical AI activities to ensure that risks are defined and addressed beforehand.
Theoretically, ethical AI can be examined in the Information Ethics framework, which supports the idea of fair, transparent, and responsible data and digital technology utilisation (Floridi, 2019). This theory underlines that organisations bear the moral responsibility to uphold the informational right of individuals such as privacy, autonomy and fairness. The application of this to Unilever is that ethical AI practices must not just be in line with the regulations but that they should be based on the well-being of the consumer and the impact to the society. This is more so especially considering that Unilever has a high level of sustainability and corporate social responsibility that makes the firm one of the leaders in ethical business practices.
Importantly, the business risk and strategy placement are closely connected to the ethical issues of AI. Lack of paying attention to ethical issues may lead to serious reputational losses, loss of customer confidence and even regulation. In a more open digital space, the consumer is also more conscious of how their information is handled and will be more willing to bring organisations to task over unethical behaviours. In the case of Unilever, which has to work with highly competitive consumer markets, the ethical integrity of the AI usage is the only thing that can help the company to retain the brand equity and customer loyalty.
Nevertheless, it is not easy to solve the ethical AI. The establishment of strong ethical guidelines takes a lot of investment in technology, governance, and organisational culture. Also, model performance versus explainability is usually an issue, with more complex AI systems being less transparent. This leaves Unilever to strike a balance between the necessity to possess sophisticated AI in their operations and the necessity to be ethically responsible so that innovation does not impair trust.
In order to cope with these challenges, a number of strategic implications come into play. To begin with, Unilever needs to develop a system of bias detection and reduction, such as the use of varied training data and conducting algorithm audits on a regular basis. Second, the company ought to invest in Explainable AI tools that will improve transparency and give explanations to AI-based decisions. Thirdly, it is important to implement an AI ethics governance system, comprising an ethics review board and well-defined accountability models, as the key to responsible AI implementation. Lastly, ethical values should be institutionalised in organisational practices by continuously training the employees and involving stakeholders.
Customer Trust
Customer trust is a important success factor of an organisation when adopting Artificial Intelligence (AI), especially when it comes to consumer oriented multinational corporations like Unilever. Since AI technologies are increasingly defining the nature of company-customer relationships, including personalised marketing, product recommendations and data-based decision-making, the degree of trust that consumers put in them directly determines the perception of the brand, customer loyalty and profitability in the long term. Although AI can be used as a powerful tool to improve customer interaction, it also poses threats that can destroy trust unless effectively managed.
Unilever has been heavy on AI to analyse consumer behaviour, market strategy optimization and product personalization of its products in the global markets. Such capabilities help the company provide more relevant and targeted experiences, which enhances customer satisfaction and operations. Nevertheless, personal data are utilized in AI-driven systems, which brings up the issues of privacy, transparency, and perceived manipulation. The consumers can wonder how they are gathered and processed, especially when the processes involved in the work of AI systems are not visible and predictable. The Edelman Trust Barometer (2023) reveals that the aspect of how organisations manage data and technology are becoming important in determining trust in the business, and transparency and ethical behaviour are becoming central contributors to consumer trust.
The interaction between AI and customer trust can be discussed as effective in terms of the Stakeholder Theory, according to which organisations have to take into account and compromise the interests of various stakeholders, such as customers, regulators, employees, and investors (Freeman, 1984). Customers are one of the key stakeholder groups in regards to the adoption of AI, where their expectations go beyond a product quality and include ethical data use and responsible technology usage. In the case of Unilever, ensuring that AI plans do not undermine the expectations of the stakeholders is the key to building trust because technological innovation should not jeopardize the rights and well-being of consumers.
One of the issues related to preserving customer trust is the alleged inability of AI systems to be more transparent. In cases when consumers do not know about the use of their data or the way of decision-making, they can find AI-driven processes intrusive and manipulative. It is especially applicable to personalised advertising where AI algorithms study consumer behaviour to provide specific content. Although such practices might lead to an improved user experience, they might also raise the issue of surveillance and the inability to deal with personal information. When the consumers believe that their freedoms are under threat then the level of trust towards the brand may thus reduce greatly.
The other matter is that there is a risk of trust asymmetry in which an organisation has a much higher amount of information regarding consumers as compared to the information that consumers have regarding an organisation and its data practices. Such imbalance may result in scepticism and a decrease in the desire to use AI-powered services. In the case of Unilever that deals with a highly competitive environment in the FMCG markets, any slight loss of trust can mean a lot in terms of market share and brand value. Trust in this case is not merely an ethical issue but it is also a business resource that affects consumer behaviour and business performance.
Moreover, the failure of AI governance may present reputational risks that are not directly related to financial situation. Misuse of personal data, bias algorithms, and lack of transparency may be highlighted in the negative publicity in a viral way, stirring the interests of various stakeholders and harming the reputation of brands. Considering that Unilever is highly socially responsible and sustainability-focused organisation, any perceived lack of alignment between the values it preaches and the activities of its AI may greatly damage its trustworthiness among the stakeholders.
Critically, any AI improves efficiency and personalisation but also generates an addiction to data-driven systems that do not necessarily correspond to the expectations of consumers. Organisations should thus find a balance between using AI to give them a competitive advantage and ethical standards that will foster trust. This involves shifting compliance-based methods toward the trust-based strategy, in which transparency, accountability, and empowerment of the user are prioritised.
In order to overcome these challenges, a number of strategic suggestions can be established. To begin with, Unilever needs to be more transparent about the use of AI by making the process of collecting, processing, and using consumer data more explicit. The availability of clear explanations of AI-informed decisions would aid uncertainty minimization and confidence among consumers. Second, the use of strong consent management systems will help to retain control over their data, which will enhance the idea of fairness and respect. Third, the company must embrace active stakeholder interaction as well as incorporating feedback systems through which consumers can raise concerns and shape AI practices. Lastly, by incorporating trust metrics (customer satisfaction, perceived transparency) in performance evaluation systems, trust can be tracked and enhanced in the long-term.
Macroeconomic Context
Artificial Intelligence (AI) is not merely influenced by the organisational strategies in its adoption and governance, but it is also greatly influenced by the macroeconomic forces. In the case of multinational companies like Unilever, which considers operating in various markets around the globe, these external forces, such as geopolitical, economic, regulatory fragmentation, environmental, social, and governance (ESG) forces, are essential factors in influencing the AI implementation and management.  
The growing geopolitical fragmentation of data and technology governance is one of the most widespread macro-level influences. To ensure the regulation of AI and data protection, governments in various regions vary in their approaches, making it challenging and inconsistent on the global scale. As an example, whereas the European Union has adopted a very strict regulatory framework using the AI Act, other jurisdictions, such as the United Kingdom, have embraced a more relaxed and principles-based regulation. This break is indicative of larger geopolitical rivalry in technology leadership and digital sovereignty. The World Economic Forum (WEF, 2023) suggests that this fragmentation may complicate the operations of multinational companies, and they need to adjust AI systems to various regulatory settings. In the case of Unilever, this implies a need to deal with different compliance demands without sacrificing uniformity in the operation of global business and thus this may elevate both the costs and the strategic risk.
The second important macroeconomic factor is the rising prominence of ESG (Environmental, Social, and Governance) in the decision-making process of the corporate world. Investors, regulators and consumers are also becoming more demanding that organisations demonstrate responsible and ethical use of technology, including AI. The application of ESG principles in the business strategy has increased the significance of transparency, accountability, and ethical governance in the application of AI. In the case of Unilever, where the company has established itself as a sustainability and responsible business entity, it is important to align AI plans with ESG anticipations. Otherwise, it may be negatively reflected in the form of negative publicity, a lack of investor trust, and a possible exclusion of the project at sustainability-oriented investment portfolios (WEF, 2023).
The economic factors, especially the inflationary forces and cost limitations are other major factors that influence AI investment decisions. Though AI could be economically efficient in the long run and save money, one has to invest heavily in technological infrastructure, data management tools, and qualified staff during implementation. McKinsey (2023) reports that organisations are now placing more emphasis on AI initiatives that can provide measurable value in terms of return on investment (ROI) especially in uncertain economic conditions. In the case of Unilever, it poses a strategic dilemma: how to invest in more advanced AI capabilities and at the same time keep costs down and profits up. This trade-off holds particular significance in the FMCG industry, in which margin may be vulnerable to changes in the economy.
Also, the worldwide competition is growing with the businesses in all sectors using AI to drive productivity and creativity. Companies that are successful in using AI will get high competitive advantages, such as efficiency in their supply chains, better understanding of customers, and quicker decision-making. This, however, puts pressure on organisations that are always under strain to be innovative so as to stay in the market. In the case of Unilever, the use of innovative AI-based technologies by competitors will potentially benefit in the fields of demand forecasting, product development, and personalised marketing. In turn, this makes the company make sure that its AI strategy does not only comply with the regulatory and ethical requirements but also ensures long-term competitive differentiation.
In theory, the macroeconomic environment can also be studied through the Resource-Based View (RBV) that places emphasis on the need to build valuable, rare, inimitable and non-substitutable (VRIN) resources in order to establish sustained competitive advantage (Barney, 1991). In these regards, powerful AI governance systems, such as data infrastructure, ethical policies, and compliance tools can be viewed as strategic resources that make Unilever stand out among its rivals. Investing in these capabilities would not only help the company to reduce the risks, but also, increase its capacity to capitalize on the AI in a complex global setting.
Nonetheless, the macroeconomic environment is also presenting uncertainties that need proactive and dynamic approaches. The dynamism of the environment due to swift changes in technology, changes in regulatory frameworks, and changes in consumer expectation demand stagnant mechanisms of AI governance. Organisations should therefore take the initiative and keep track of the developments taking place outside and modify their strategies to suit these changes. In the case of Unilever, this can be in terms of scenario planning, investment in dynamic AI systems, and interactions with the policymakers and industry organizations to foresee possible changes in regulations.
Most importantly, though the macroeconomic factors bring difficulties, they also offer the opportunities to organisations that would successfully tune their AI strategies to the global trends. Firms that lead in responsible AI governance have a higher chance of earning the trust of the stakeholders, acquiring investment, and ultimately becoming sustainable. In the case of Unilever, the ability to use its good brand reputation and sustainability will be a competitive edge in overcoming the challenges of the global AI environment.
Implementation Plan  
Unilever needs to consider a progressive AI governance implementation model to successfully respond to the AI risks, as well as maintain its competitive advantage, following the UK and EU regulatory requirements, ethical AI standards, and the demand of trust among the stakeholders. This strategy will guarantee that the AI governance will not be seen as compliance exercise, but rather as a strategic capability, which is also aligned with the Resource-Based View (Barney, 1991).
Phase 1: Foundation (Months 1–6) 
The initial stage is dedicated to the creation of the governance frameworks and gaining transparency regarding the use of AI within the organisation.
Unilever must establish a Chief AI Ethics Officer (CAIEO) and create a cross-functional AI Governance Committee to manage compliance, risk, and ethical practices. An AI system inventory risk classification needs to be enacted extensively to distinguish the high-risk applications, specifically in consumer analytics and marketing. Parallel to it, a regulatory gap analysis, to evaluate compliance with UK GDPR and EU AI Act, and a data audit, to chart data flows, consent mechanisms, and transfers between countries, should be conducted.
This step withdraws the Institutional Theory tensions, whereby it is required to meet regulatory expectations and anticipate legal convergence in the future. It is also the basis of establishing a valuable governance capability within the RBV framework.
Phase 2: Build (Months 7–18) 
The second stage entails integrating ethical transparent and compliant AI systems in business operations.
Unilever ought to introduce conformity tests on high-risk AI systems according to the EU requirements and introduce the Explainable AI (XAI) tools to advance transparency in decision-making. A separate AI Ethics Review Board is needed to oversee bias, fairness, and accountability by AI models. Moreover, the organisation-wide training programmes must be provided so that the workers are familiar with ethical AI principles, data governance-related responsibilities, and regulatory requirements.
This stage corresponds to the Information Ethics (Floridi, 2019) because of fairness and transparency, and Stakeholder Theory (Freeman, 1984) due to the focus on the expectations of the consumers, regulators, and employees. It makes governance an operation capacity but not an abstract idea.
Phase 3: Lead (Months 19–24)
The last stage makes Unilever one of the responsible AI governance leaders and enhances confidence among stakeholders.
Unilever is advised to release a single Responsible AI report, which will reveal openness in AI application, risk management, and compliance activities. Active engagement with the UK and EU regulatory bodies will be proactive to make sure that the company keeps up with the changing policies. Ethical AI practices should be communicated through a global consumer trust campaign, and independent external audit should be performed to prove the effectiveness of governance.
This stage indicates the Brussels Effect (Bradford, 2020) since adhering to the standards of the EU sets a standard on global compliance. It also improves brand recognition and strengthens AI governance as a strategic, inimitable resource according to the RBV model.
Phase	Timeline	Key Actions	Responsibility	KPIs (Measured How)	Estimated Cost
Phase 1: Foundation	Months 1–6	AI Governance Committee; AI inventory & risk classification; regulatory gap analysis; data audit	CAIEO, Legal & Compliance, Data Teams	100% AI systems identified; gap analysis completed; 90% data mapped	£2–3 million
Phase 2: Build	Months 7–18	Conformity assessments; XAI implementation; ethics review board; staff training (500+)	AI Committee, IT, HR	100% high-risk AI assessed; 30% reduction in bias incidents; 80% staff trained	£5–7 million
Phase 3: Lead	Months 19–24	Responsible AI Report; regulatory engagement; trust campaign; external audits	Corporate Affairs, Marketing, External Auditors	15% increase in trust scores; zero major compliance breaches; annual audit certification	£2–4 million


Conclusion  
The evaluation of Artificial Intelligence (AI) governance at Unilever shows that AI has immense potential as a driver of innovation, efficiency, and competitive advantage, but also poses a challenging set of regulatory, ethical, and strategic risks. Having business operations in several jurisdictions, especially the United Kingdom and the European Union, Unilever faces different opposing regulatory frameworks which need a well balanced and flexible approach. The loose system in present-day UK allows innovation but leads to uncertainty, whereas the strong system of regulations in the EU improves accountability, but heightens compliance requirements.
According to the findings, the governance of AI should go beyond legal requirements and include ethical aspects, efficient data management, and interacting with stakeholders. Algorithms discrimination, a lack of transparency, and data privacy threats can cause customer mistrust and reputational harm unless these issues are among the top management priorities. The theoretical approaches like Institutional Theory, Stakeholder Theory, and Information Ethics can be used in this scenario to offer some useful insights on how organisations can reconcile AI strategies with regulatory demands and stakeholder concerns.
Moreover, macroeconomic forces, such as ESG forces, geopolitical fragmentation, and competitive forces, also support the necessity of organisations having a proactive and robust AI approach. The implementation plan presented in the report shows that the introduction of a structured, gradual change, which is based on governance, the development of capabilities, and leadership, can allow Unilever to reduce risks and use AI as a strategic resource.
To sum up, a balance between innovation and responsibility is a key to the successful implementation of AI in multinational organisations. Through the integration of ethical considerations, resilience of governance systems, and alignment to all world standards, Unilever will not only be capable of dealing with the risks of AI-related factors but also increase competition power and stakeholder confidence in the long-term competitive environment of an ever-changing digital world.
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