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Abstract. The relevance of the study stems from the growing strategic role of 

artificial intelligence under conditions of global uncertainty, geoeconomic 

fragmentation, regulatory pressure, cyber risks, and the growing unpredictability of 

global value chains. In this context, international companies increasingly require 

strategic management systems capable of processing heterogeneous information, 

preparing alternative courses of action, and preserving human responsibility for final 

strategic decisions. 

The purpose of the article is to clarify the role of artificial intelligence in the 

strategic management of international companies under global uncertainty and to 

substantiate the organizational mechanisms through which AI can strengthen 

adaptability, analytical capacity, and the timely revision of strategic decisions 

without replacing human strategic judgment. 



 

https://a-economics.com.ua/index.php/home/about ISSN 3041-2129

Увесь контент ліцензовано за умовами Creative Commons BY 4.0 International license

Methods. The methodological design combines qualitative document 

analysis, comparative case study, generalization, systematization, comparison, 

synthesis, and analysis. The theoretical basis includes recent scholarly publications 

from 2024-2026 on strategic decision-making, international business, scenario 

planning, dynamic capabilities, human-AI interaction, and risk governance in the 

deployment of intelligent systems. The empirical corpus consists of official 

corporate documents issued by Microsoft, DHL Group, SAP, and Unilever, 

including annual and integrated reports, as well as corporate materials on responsible 

AI, digital transformation, and the redesign of global operating processes. 

Results. The article argues that the most methodologically cautious 

interpretation of artificial intelligence is not as an autonomous strategist, but as an 

adaptive infrastructure supporting strategic management. Based on the literature 

review and comparative corporate case analysis, four interconnected contours of 

strategic AI use are identified: continuous monitoring of the external and internal 

environment, analytical processing of weak and strong signals, scenario modeling 

of strategic alternatives, and managerial interpretation of outputs. The comparative 

document-based case analysis shows that, in the international companies under 

review, AI is most frequently integrated into three strategic domains: forecasting and 

planning, redesign of the operating model, and corporate governance, control, and 

ethics systems. The findings indicate that strategic value is generated not by isolated 

algorithms, but by the combination of AI with high-quality corporate data, integrated 

digital platforms, cross-functional coordination, managerial capability development, 

and formalized rules for responsible use. 

Conclusions. The article argues that, under global uncertainty, artificial 

intelligence should be understood as a tool for accelerating the strategic cycle, 

broadening the horizon of analysis, increasing organizational sensitivity to 

environmental change, and preparing better managerial alternatives. At the same 

time, its effectiveness depends not only on technological sophistication, but also on 

the company’s digital maturity, data quality, governance architecture, and the ability 
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of top management to critically combine algorithmic outputs with professional 

strategic judgment. The results may serve both as a theoretical basis for further 

empirical research and as a practical reference point for international companies 

redesigning their strategic management systems in response to AI-driven 

transformation. 

Keywords: adaptive governance, dynamic capabilities, scenario planning, corporate 

resilience, decision support, responsible deployment, digital maturity, analytical 

platforms. 
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Анотація. Актуальність дослідження зумовлена зростанням 

стратегічної ролі штучного інтелекту в умовах глобальної невизначеності, 

геоекономічної фрагментації, регуляторного тиску, кіберризиків і 

нестабільності глобальних ланцюгів створення вартості. У цьому контексті 

міжнародні компанії потребують систем стратегічного управління, здатних 

обробляти неоднорідну інформацію, готувати альтернативні варіанти дій і 

зберігати відповідальність людини за остаточні рішення. 

Метою статті є уточнення ролі штучного інтелекту у стратегічному 

управлінні міжнародними компаніями в умовах глобальної невизначеності та 
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обґрунтування організаційних механізмів, через які його використання може 

посилювати адаптивність, аналітичну спроможність і своєчасність перегляду 

стратегічних рішень без підміни людського стратегічного судження. 

Методи. Методологічну основу дослідження становить поєднання 

аналізу, синтезу, порівняння, узагальнення, систематизації, якісного 

документального аналізу та порівняльного кейс-аналізу. Теоретичну базу 

сформовано на основі сучасних наукових публікацій 2024-2026 рр., 

присвячених стратегічному прийняттю рішень, міжнародному бізнесу, 

сценарному плануванню, динамічним здібностям організації, людино-

машинній взаємодії та управлінню ризиками впровадження інтелектуальних 

систем. Емпіричну базу становлять офіційні документи Microsoft, DHL Group, 

SAP та Unilever, зокрема річні та інтегровані звіти, а також корпоративні 

матеріали щодо відповідального використання штучного інтелекту, цифрової 

трансформації та перебудови глобальних операційних процесів. 

Результати. Обґрунтовано, що найбільш науково обережною є 

інтерпретація штучного інтелекту не як автономного суб’єкта стратегування, 

а як адаптивної інфраструктури підтримки стратегічного управління. На 

основі аналізу наукових джерел і корпоративних кейсів виокремлено чотири 

взаємопов’язані контури його стратегічного використання: безперервний 

моніторинг зовнішнього та внутрішнього середовища, аналітичну обробку 

слабких і сильних сигналів, моделювання стратегічних альтернатив та 

управлінську інтерпретацію результатів. Порівняльний документальний кейс-

аналіз показав, що у досліджених міжнародних компаніях штучний інтелект 

найчастіше інтегрується у три блоки стратегічного управління: прогнозування 

і планування, перебудову операційної моделі, а також систему корпоративного 

врядування, контролю й етики. Виявлено, що стратегічна цінність виникає не 

внаслідок використання окремих алгоритмів, а через поєднання штучного 

інтелекту з якісними корпоративними даними, єдиними цифровими 
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платформами, міжфункціональною координацією, розвитком управлінських 

компетентностей та формалізацією правил відповідального використання. 

Висновки. У статті показано, що в умовах глобальної невизначеності 

штучний інтелект доцільно розглядати як інструмент прискорення 

стратегічного циклу, розширення горизонту аналізу, підвищення чутливості 

організації до змін середовища та підготовки якісніших управлінських 

альтернатив. Водночас ефективність його використання визначається не лише 

технологічною складністю, а й цифровою зрілістю компанії, якістю даних, 

архітектурою корпоративного врядування та здатністю керівництва критично 

поєднувати алгоритмічні результати з професійним стратегічним судженням. 

Отримані результати можуть бути використані як теоретична основа для 

подальших емпіричних досліджень і як практичний орієнтир для міжнародних 

компаній, що трансформують системи стратегічного управління під впливом 

штучного інтелекту. 

Ключові слова: управлінська адаптивність, динамічні здібності, сценарне 

планування, корпоративна стійкість, підтримка рішень, відповідальне 

впровадження, цифрова зрілість, аналітичні платформи. 

 

Problem statement. The global business environment is entering a period of 

heightened structural instability in which strategic management can no longer rely 

on relatively stable assumptions about market growth rates, the stability of 

regulatory regimes, or the predictability of logistics chains. The global economic 

and managerial order is increasingly shaped by the simultaneous influence of several 

types of risk, including geopolitical conflicts, geoeconomic fragmentation, 

technological shifts, cyber threats, cost volatility, regulatory pressure, supply 

disruptions, and the rapid revision of consumer expectations [1; 2]. Under these 

conditions, international companies face not only a lack of predictability, but also a 

substantial increase in the volume of heterogeneous information that must be 



 

https://a-economics.com.ua/index.php/home/about ISSN 3041-2129

Увесь контент ліцензовано за умовами Creative Commons BY 4.0 International license

interpreted quickly, aligned with corporate objectives, and translated into strategic 

decisions. 

At the same time, artificial intelligence is moving from the periphery of 

individual functional units toward a more central role in corporate processes. 

According to contemporary analytical and scholarly sources, the growing role of 

artificial intelligence is associated not only with the automation of routine tasks, but 

also with changes in the logic of management, planning, evaluation of alternatives, 

and coordination of decisions across the organization [2-4]. Therefore, the role of 

artificial intelligence in international strategic management is not merely a practical 

issue, but also a methodological one. It concerns a transformation in the architecture 

of the strategic process itself: from periodic planning based on a limited set of data 

to a continuous cycle of monitoring, analysis, scenario modeling, and corrective 

action. 

The scientific problem is that contemporary literature has not yet developed a 

sufficiently integrated explanation of how artificial intelligence changes the strategic 

management of an international company, what the limits of its application are, 

which organizational conditions make it effective, and why the same technologies 

may produce different strategic outcomes in different companies. The practical 

relevance of this problem follows from the need for international companies to 

redesign their strategic management systems so that they become faster, more 

evidence-based, and more resilient to multidimensional uncertainty. Thus, the study 

of the role of artificial intelligence in the strategic management of international 

companies is directly connected both with important scientific tasks in the 

development of strategy theory and with practical tasks of corporate adaptation, 

resilience, and long-term value creation. 

Analysis of recent research and publications. Contemporary scholarly 

literature demonstrates a noticeable shift from viewing artificial intelligence as a tool 

of local automation to interpreting it as a factor in the transformation of strategic 

management. In a number of studies, artificial intelligence is described as a means 



 

https://a-economics.com.ua/index.php/home/about ISSN 3041-2129

Увесь контент ліцензовано за умовами Creative Commons BY 4.0 International license

of augmenting strategic decision-making by expanding the search for alternatives, 

improving problem representation, and enabling more effective information 

synthesis [5, p. 322-345]. In particular, F. Csaszar, H. Ketkar, and H. Kim show that 

large language models are capable of generating and evaluating strategic options at 

a level comparable with entrepreneurs and investors, which allows the authors to 

raise the question of a new role for artificial intelligence in strategic analysis [5, p. 

322-345]. At the same time, they emphasize that this potential does not automatically 

guarantee improved firm performance, since the final effect depends on the 

competitive context and the organizational mode of using the technology. 

For international business, the work of T. Lindner, J. Puck, and H. Puhr is 

particularly important, as it interprets artificial intelligence through the lens of 

augmented decision-making in multinational companies [6]. The authors show that 

artificial intelligence can, on the one hand, reduce typical cognitive biases associated 

with bounded rationality and, on the other hand, generate new algorithmic 

distortions. This approach is essential because it moves the discussion beyond 

technological optimism and places it within the field of real managerial constraints 

in international companies. 

At the level of broader knowledge synthesis, the study by K. Raina and co-

authors is significant, as it systematizes 1,377 publications and considers artificial-

intelligence-driven management as a bridge between innovation, knowledge 

creation, and sustainable business practices [7]. The authors demonstrate that the 

influence of artificial intelligence extends far beyond operational efficiency and 

covers strategic leadership, organizational learning, knowledge management, and 

the formation of new business models [7]. At the same time, they point to persistent 

gaps concerning the integration of artificial intelligence into the long-term logic of 

strategic management. 

An important stream of literature focuses on how artificial intelligence 

restructures the very process of strategy creation and implementation. T. Laamanen, 

A.-K. Weiser, G. von Krogh, and W. Ocasio, drawing on the attention-based view 
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of the firm, argue that firm-specific artificial intelligence systems can expand 

organizational attention to internal and external signals, make the strategic process 

more transparent, and accelerate feedback loops during strategy implementation [8]. 

This logic is especially relevant for international companies, which must 

simultaneously monitor different markets, regulatory regimes, and configurations of 

risk. 

A separate group of studies examines human-AI interaction in decision-

making processes. S. Page and A. Kallapur argue that, in an organizational context, 

artificial intelligence does not merely replace or complement humans, but can 

perform three roles: replacement, augmentation, and disruption of established 

approaches. Strategic decisions, in particular, usually remain within the domain of 

hybrid human-machine interaction [9]. A similar conclusion is supported by the 

systematic review by H. Li and F. Tian, who emphasize the fragmentation of 

knowledge on human-AI interaction and propose a conceptual framework in which 

performance depends on the type of decision, the structure of interaction, the 

cognitive characteristics of individuals, and the level of trust in the system [10, p. 1-

24]. 

A growing number of studies link artificial intelligence with scenario analysis 

and strategic adaptation. G. Bessa and B. Barbosa propose a validated framework 

for integrating artificial intelligence into scenario analysis and explicitly underline 

that artificial intelligence should be treated as a powerful decision-support tool, not 

as a substitute for managerial expertise [11]. In the same vein, G. Shinkle, C. 

Gujarati, and P. Sharry show that generative artificial intelligence can reduce the 

cost and accelerate the creation of scenarios, but requires careful human control over 

relevance, calibration, and the choice of responses to each scenario [12]. This body 

of work is especially valuable for the study of international strategic management, 

since scenario thinking is one of the key instruments for working under turbulent 

external conditions. 
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Alongside conceptual work, empirical studies are emerging that capture the 

relationship between artificial intelligence and decision quality, dynamic 

capabilities, or competitiveness. C. Guthrie and co-authors link artificial intelligence 

capabilities with higher decision-making performance [13, p. 1-27]. A. Sánchez-

Rodríguez and co-authors show that artificial intelligence adoption under 

uncertainty is associated with the development of dynamic capabilities, strategic 

innovation performance, and competitiveness [14]. J. Dai and A. Zhang, in a 2026 

study, identify a positive relationship between artificial intelligence adoption and 

supply-chain resilience, which is particularly relevant for international companies 

with extensive global networks [15]. 

Another important direction concerns changing requirements for strategic 

leadership. S. Bevilacqua and co-authors argue that artificial intelligence changes 

the profile of competencies required from top managers, and that the central issue is 

not the technical replacement of managers, but the ability to combine algorithmic 

capabilities with managerial judgment, cross-functional coordination, and the 

mediating role of middle management [16]. This thesis is critical for international 

strategic management, where decisions have not only an analytical dimension, but 

also political, cultural, and institutional dimensions. 

In 2026, a set of articles published in Strategy Science further developed and 

refined this discussion. On the one hand, X. Qu, M. V. S. Kumar, and T. W. Tong 

demonstrated the strategic value of artificial intelligence in acquisition evaluation 

by linking its predictive capabilities with subsequent information search and 

decision-making [17, p. 55-74]. On the other hand, an experimental study of artificial 

intelligence in strategic decision-making under time constraints showed that large 

language models change mental representations of a strategic problem, but do not 

guarantee automatic improvement in strategic foresight and, in some cases, may 

even increase information overload [18, p. 75-92]. The special issue of Strategy 

Science entitled “Can AI Do Strategy?” should also be noted, as it identifies one of 

the main limits of the current debate: in the near future, the practical core of strategic 
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management is likely to consist of hybrid systems rather than autonomous artificial 

intelligence [19, p. 93-117; 20, p. 1-15]. 

Additional attention should be paid to studies that connect artificial 

intelligence with organizational redesign and human-resource practices. E. Alzeiby 

and co-authors show that the effectiveness of artificial intelligence adoption depends 

on the extent to which an organization embeds it into talent management, 

engagement, and learning practices, rather than limiting implementation to a 

technical process [21, p. 1441-1464]. N. Drydakis considers artificial intelligence 

capital as a combination of knowledge, skills, and capabilities, and demonstrates its 

relationship with business innovation [22]. These results strengthen the argument 

that the strategic effect of artificial intelligence is the product not of a separate 

algorithm, but of an organization’s capacity to absorb and scale the technology. 

In addition to scholarly articles, international analytical reports play an 

important role. Data from the Stanford AI Index 2025, the OECD, and McKinsey 

show that corporate interest in artificial intelligence continues to grow, while the 

transition from pilot projects to scalable strategic value remains uneven and requires 

the redesign of strategy, the operating model, data, talent potential, and corporate 

governance practices [2-4]. This unevenness constitutes one of the central analytical 

problems for international strategic management. 

Identification of unresolved aspects of the general problem. Despite the 

rapid development of the literature, several important aspects of the problem remain 

insufficiently explored. First, a significant share of studies either concentrates on the 

instrumental capabilities of artificial intelligence or analyzes it at the level of 

separate functional areas without showing in an integrated way how the technology 

changes the architecture of strategic management in an international company. 

Second, existing studies often mix different levels of analysis: an individual 

decision, an organizational function, digital transformation in general, and long-term 

strategy. As a result, their conclusions lose conceptual clarity. Third, the literature 

still does not fully explain why some companies obtain not only local productivity 
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gains from artificial intelligence but also strategic adaptability, whereas others 

remain at the level of fragmented pilot solutions. 

The problem of empirical substantiation should be considered separately. 

Some contemporary texts on artificial intelligence in management either over-

technologize the discussion or, conversely, attribute direct causal effects to artificial 

intelligence without providing a sufficiently transparent explanation of the 

mechanism through which such effects arise. For international strategic 

management, this situation is particularly problematic because decisions are almost 

always made under conditions of multilevel uncertainty, and their outcomes are 

determined not only by an algorithm, but also by the institutional environment, 

organizational structure, corporate culture, data, and managerial competencies. 

The relationship between artificial intelligence and the architecture of 

corporate governance in international companies also remains insufficiently 

elaborated. The scholarly literature increasingly refers to the ethical, regulatory, and 

reputational risks of artificial intelligence, but has not yet produced a sufficiently 

detailed model of how these risks are integrated into the practice of strategic 

management and how responsible mechanisms for using artificial intelligence affect 

a company’s real ability to scale the technology without weakening managerial 

control. 

Thus, the general unresolved problem is the conceptualization of artificial 

intelligence as an instrument of strategic management in an international company 

under global uncertainty. The present study is aimed at contributing to the partial 

resolution of this problem. 

Formulation of the Article’s Objectives. The purpose of the article is to 

clarify and substantiate the role of artificial intelligence in the strategic management 

of international companies under global uncertainty and to identify the 

organizational mechanisms through which its use can enhance corporate adaptability 

without replacing the strategic judgment of management. 
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To achieve this purpose, the article addresses the following tasks: to 

systematize contemporary scholarly approaches to the place of artificial intelligence 

in strategic management, international business, scenario analysis, and human-

machine interaction; to outline the conceptual limits of using artificial intelligence 

in strategic processes; to conduct a comparative document-based case analysis of 

international companies that have publicly documented practices of strategic AI 

integration; to identify recurring organizational patterns that determine its strategic 

value; and to formulate a generalized approach to integrating artificial intelligence 

into the system of international strategic management. 

The scientific novelty of the article lies in refining the interpretation of 

artificial intelligence as an adaptive infrastructure for the strategic management of 

an international company and in substantiating a four-contour model of its strategic 

use. This model covers environmental monitoring, analytical processing of signals, 

scenario modeling of alternatives, and managerial interpretation of outputs. Such a 

formulation makes it possible to avoid both technological determinism and 

excessive reductionism, in which artificial intelligence is treated merely as an 

auxiliary digital tool. 

Main material. Methodology and research design. The study follows an 

analytical-empirical research design with a predominantly qualitative methodology. 

The theoretical framework is based on the systematization of contemporary 

scholarly works from 2024-2026 relevant to several interrelated areas: strategic 

decision-making, international business, adaptive strategy, scenario planning, 

dynamic capabilities, leadership under AI-driven transformation, and interaction 

between humans and intelligent systems [5-22]. Publications were selected 

according to the following criteria: thematic relevance, academic validity of the 

source, novelty, direct connection with management, and the possibility of using the 

findings to explain the mechanisms of AI-augmented strategic management. 

Global uncertainty in this article is operationalized through a combination of 

geopolitical, regulatory, logistics-related, technological, cyber, market, and 
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reputational risks that complicate long-term planning and increase the requirements 

for the speed of strategic response. Strategic adaptability is understood as a 

company’s ability to identify relevant environmental changes, interpret them in 

relation to corporate objectives, generate alternative scenarios of action, and adjust 

strategic priorities in a timely manner. Strategic integration of artificial intelligence 

is understood not as the mere use of a separate algorithm, but as its inclusion in 

forecasting, planning, coordination, control, risk management, and corporate 

governance processes. 

The study proceeds from the assumption that artificial intelligence enhances 

the strategic adaptability of an international company only when organizational 

conditions exist that allow algorithmic outputs to be transformed into decisions 

suitable for managerial use. These conditions include data quality and availability, 

the integration of digital platforms, cross-functional coordination, managerial 

competencies, human oversight, and formalized mechanisms of responsible use. 

The empirical part is designed as a comparative case analysis based on official 

corporate documents of international companies. This design was chosen 

deliberately, as it makes it possible to rely on reproducible public sources without 

replacing qualitative document analysis with inappropriate statistical 

generalizations. The empirical corpus includes eight documents from 2024-2025: 

Microsoft Annual Report 2025, Microsoft Responsible AI Transparency Report 

2025, DHL Group Annual Report 2025, DHL Reporting Hub 2025 materials on 

agentic AI, SAP Integrated Report 2024, Unilever Annual Report and Accounts 

2025, and two official Unilever publications on artificial intelligence in customer 

connectivity and operational excellence [23-30]. 

The case selection criteria were the global nature of the company’s operations; 

the availability of official public strategic or integrated reporting; explicit 

documented positioning of artificial intelligence as an element of strategy, operating 

model, or risk management system; and cross-sector representativeness. On this 

basis, four companies from different sectors were selected: Microsoft as a digital 
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platform corporation, DHL Group as a global logistics operator, SAP as a provider 

of enterprise software, and Unilever as a multinational consumer-goods company. 

The unit of analysis was a documented initiative of strategic AI use, that is, a 

practice or program directly described by the company as related to the redesign of 

management, the operating model, forecasting, decision coordination, or corporate 

governance procedures. The material was coded using an analytical matrix with four 

blocks: the managerial problem addressed by artificial intelligence; the functional 

contour of artificial intelligence in the strategic process; the value-creation 

mechanism; and the mechanism of control, ethics, or risk governance. This approach 

makes it possible to focus not on the declarative presence of artificial intelligence, 

but on substantive patterns of its inclusion in the strategic management system. 

The methodological limitation is that corporate reporting is selective and 

companies usually describe their own initiatives in a positive frame. Therefore, the 

article does not claim to establish causal proof of the effectiveness of artificial 

intelligence and does not generalize its conclusions to all international companies. 

The conclusions are formulated as analytical generalizations derived from the 

comparison of contemporary scholarly literature and officially documented 

corporate practice. This caution is essential because public corporate documents do 

not always reveal internal costs, problematic experiments, organizational resistance, 

or cases of limited implementation effectiveness. 

Theoretical foundations for interpreting artificial intelligence in strategic 

management. The analysis of contemporary literature makes it possible to 

distinguish three basic ways of interpreting artificial intelligence in strategic 

management. The first, instrumental approach views artificial intelligence as a 

means of improving specific analytical functions: data processing, forecasting, 

classification, pattern recognition, and decision support [5, p. 322-345; 13, p. 1-27]. 

Within this approach, the strategic value of artificial intelligence lies primarily in 

reducing cognitive load and accelerating the preparation of decisions. 
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The second, process-based approach links artificial intelligence with the 

transformation of the strategic process itself. The key ideas here are adaptive 

strategy, the management of organizational attention, continuous detection of 

environmental signals, and fast feedback cycles [8; 11; 12]. In this logic, artificial 

intelligence not only helps analyze already known parameters, but also changes how 

an organization monitors its environment, sets priorities, develops scenarios, and 

adjusts strategy implementation. 

The third, hybrid or sociotechnical approach emphasizes that artificial 

intelligence cannot be adequately understood outside its interaction with people, 

power structures, managerial competencies, and corporate governance mechanisms 

[9; 10, p. 1-24; 16; 19, p. 93-117]. This approach is the most productive for 

international strategic management, because the strategy of a multinational company 

is not formed in an abstract information vacuum, but in a complex environment 

where decisions have intermarket, intercultural, regulatory, and political 

dimensions. 

On this basis, the article proposes to interpret artificial intelligence as an 

adaptive infrastructure of strategic management that operates through four 

functional contours. The monitoring contour ensures the continuous collection and 

aggregation of signals from the external and internal environment. The analytical 

contour transforms these signals into interpreted information suitable for managerial 

use. The scenario contour creates alternative configurations of the future and makes 

it possible to evaluate possible responses to them. The interpretive-managerial 

contour connects algorithmic outputs with corporate objectives, resource 

constraints, ethical standards, and human strategic judgment. 

Such a model makes it possible to avoid two extremes. The first extreme is 

technological determinism, in which artificial intelligence is viewed as an almost 

autonomous source of correct decisions. The second extreme is excessive 

skepticism, in which artificial intelligence is reduced to the role of an ordinary digital 

tool with no influence on the architecture of management. Contemporary studies 
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provide grounds for a more cautious, yet more scientifically robust, conclusion: the 

strategic effect of artificial intelligence emerges where the technology is combined 

with the organizational capacity of the firm to change processes of attention, 

learning, coordination, and control [6; 8; 10, p. 1-24; 16]. 

Table 1 presents the logic of empirical case selection and the source base of 

the study. 

Table 1 

Matrix for Selecting Empirical Cases 

Company Industry Main sources Strategic context of AI use 
Microsoft digital platforms, 

cloud infrastructure, 
enterprise software 

Annual Report 2025; 
Responsible AI 
Transparency Report 
2025 

artificial intelligence as an element of cloud and 
intelligent infrastructure, digital assistants, 
agents, and responsible corporate governance 

DHL Group global logistics Annual Report 2025; 
Reporting Hub 2025 

agentic artificial intelligence as a component of 
Strategy 2030, the digital-by-default model, 
service quality, and operational resilience 

SAP enterprise software Integrated Report 2024 Business AI as part of the AI-First, Suite-First 
strategy, integrating data, business processes, and 
ethical governance 

Unilever consumer goods Annual Report and 
Accounts 2025; official 
publications 2024-2025 

artificial intelligence as an element of the Fit for 
the AI Age model, customer connectivity, supply 
chains, innovation, and responsible use 

Source: compiled by the author based on [23-30]. 
 

Microsoft case. In the case of Microsoft, artificial intelligence is described 

not as a separate product-development direction, but as a two-component strategic 

foundation: cloud and intelligent infrastructure, and a family of digital assistants and 

agents [23]. The structure of the company’s reporting indicates that artificial 

intelligence is embedded in the basic architecture of value creation. At the same 

time, for the purposes of this study, another aspect is important: Microsoft 

simultaneously places artificial intelligence within the field of corporate governance. 

The 2025 Annual Report and the Responsible AI Transparency Report emphasize 

that innovation in this area is accompanied by new accountability mechanisms, due-

diligence procedures, policy updates, a system for preliminary screening of 

prohibited practices, and processes for preparing compliance with European Union 

requirements [23; 24]. 
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From the perspective of strategic management, this indicates an important 

shift. For a large international company, artificial intelligence becomes not only a 

tool for product creation, but also a factor of regulatory and geopolitical resilience. 

In Microsoft’s case, it is associated with digital stability, technological sovereignty, 

cyber resilience, and the company’s ability to operate in an environment of 

intensified regulatory oversight [23; 24]. Within the model proposed in this article, 

all four functional contours are visible: monitoring of the regulatory environment, 

risk analysis, scenario-based adaptation to new requirements, and managerial 

interpretation through formalized corporate governance procedures. At the same 

time, this case should not be interpreted as direct proof of the effectiveness of any 

AI strategy. On the contrary, it demonstrates that scaling artificial intelligence in a 

global digital corporation simultaneously increases requirements for transparency, 

regulatory compliance, cyber resilience, and control over the risks of excessive 

automation. 

DHL Group case. For DHL Group, the strategic dimension of artificial 

intelligence is primarily connected with the digital redesign of the logistics model 

under conditions of unstable global supply chains. In its 2025 Annual Report, the 

company directly states that robotics and artificial intelligence increasingly 

contribute to improvements in quality and efficiency, particularly in customer 

service, customs clearance, order fulfillment, and service logistics [25]. In addition, 

DHL’s Reporting Hub 2025 identifies “Digital by Default” as a cornerstone of 

Strategy 2030. Agentic artificial intelligence is presented as a new stage in the 

transition toward smarter and more resilient operations [26]. 

For the empirical analysis, it is important that DHL does not limit itself to 

general declarations, but describes the functional purpose of artificial intelligence 

within a large-scale logistics network. In its publication on agentic artificial 

intelligence, the company emphasizes that autonomous agents are used to optimize 

communication, coordinate urgent logistics processes, reduce manual workload, 

accelerate response, and improve consistent service quality [26]. As a result, 
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artificial intelligence performs not only an analytical but also a coordination 

function, reducing delays in managerial and operational cycles. For international 

strategic management, this means that artificial intelligence in DHL operates as a 

tool for reducing organizational friction in a global network. 

At the same time, the analysis of the logistics case indicates that the strategic 

value of artificial intelligence in an international company arises where it is 

combined with a clear model of use, understandable application scenarios, and a 

logic of economic feasibility. DHL explicitly emphasizes its orientation toward 

large-scale, clearly structured processes supported by high-quality data [26]. This 

observation is important because it confirms the general conclusion of the literature: 

even in large companies, artificial intelligence produces strategic value not as a 

universal abstraction, but as a managed system linked to specific processes, data, 

and scaling mechanisms. A critical limitation of this approach is dependence on the 

quality of operational data, the compatibility of information systems, and 

employees’ readiness to trust algorithmically prepared recommendations without 

losing human control over decisions. 

SAP case. The SAP case is indicative primarily because artificial intelligence 

is embedded in corporate strategy at the levels of product, platform, and governance 

system. In its Integrated Report 2024, SAP explicitly uses the formula “AI-First, 

Suite-First strategy” and positions Business AI as part of the core of its solutions for 

enterprise management [27]. The company emphasizes that its artificial intelligence 

services are based on customers’ own business data and are embedded in finance, 

supply chains, procurement, human resources, sales, marketing, and commerce [27]. 

Thus, the strategic role of artificial intelligence in SAP lies not in its isolated use, 

but in its ability to connect data, applications, and processes into a unified 

managerial architecture. 

From the standpoint of international strategic management, this is particularly 

important because SAP essentially demonstrates a model of platform-based strategic 

integration. Artificial intelligence performs the role of a connecting mechanism 
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between different functions of a large organization and, accordingly, reduces the 

fragmentation of managerial space. The company explicitly links Business AI with 

the ability to forecast demand more accurately and respond more rapidly to supply-

chain disruptions [27]. Thus, artificial intelligence functions both as a tool of 

strategic insight and as a mechanism of operational alignment. 

The corporate-governance dimension is no less important. SAP has separate 

AI ethics principles and policy, an AI ethics steering committee, a procedure for 

reviewing use cases, and a classification of high-risk applications [27]. For the 

purposes of this study, this means that the strategic scaling of artificial intelligence 

is accompanied by the institutionalization of control. Unlike general declarations 

about innovation, this case indicates a mature link between expanding the use of 

artificial intelligence and increasing requirements for the governance system. SAP 

therefore represents the type of international company in which artificial intelligence 

becomes part of the strategic model precisely because it simultaneously becomes 

part of the control model. At the same time, this case reveals another risk: the deeper 

artificial intelligence is integrated into an enterprise management platform, the 

greater the dependence of clients on the data architecture, access rules, technical 

updates, and ethical standards of the digital platform provider. 

Unilever case. In Unilever’s 2025 documents, artificial intelligence is 

integrated into the very language of the company’s strategic transformation. In the 

Annual Report and Accounts 2025, one of the three fundamental shifts is explicitly 

defined as building a faster, simpler, and technology-enabled organization that is “fit 

for the AI age” [28]. This formulation is important not stylistically but analytically: 

it shows that the company treats artificial intelligence as part of organizational 

redesign, not merely as a tool of separate functions. 

In the Unilever case, artificial intelligence is used in several strategically 

significant areas. First, it is used in customer connectivity and collaborative 

planning, forecasting, and replenishment, where the company describes an 

intelligent model capable of working in real time, integrating data between Unilever 
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and the customer, and improving product availability, resilience, and flexibility in 

an unstable supply system [29]. Second, it is used in operational excellence, where 

Unilever links artificial intelligence with the creation of a fully cloud-based 

environment, more than 500 intelligent capabilities, cost savings, and end-to-end 

connection of demand, product development, planning, suppliers, logistics, and 

manufacturing [30]. Third, the reporting directly refers to AI-enabled workflows in 

human-resource management, supplier onboarding, procurement decision-making, 

and a responsible AI framework [28; 30]. 

These provisions make it possible to consider Unilever as a case of integrating 

artificial intelligence into the operational, innovation, and coordination foundations 

of strategy. For an international consumer-goods company, this is especially 

significant because its strategic effectiveness largely depends on the ability to 

synchronize demand, supply, innovation, and marketing decisions across a broad 

geographic footprint. In this case, artificial intelligence acts not only as an analytical 

tool but also as a means of reducing the time lag between a market signal and a 

managerial response. At the same time, like Microsoft and SAP, Unilever does not 

separate the effect of artificial intelligence from issues of risk, trust, and regulatory 

readiness [28; 30]. However, it is critically important that corporate documents do 

not provide full information about internal costs, failed experiments, or 

organizational resistance. Therefore, the Unilever case should be interpreted not as 

proof of the automatic effectiveness of AI transformation, but as an example of how 

an international company conceptually embeds artificial intelligence into a broader 

program of operational and organizational redesign. 

Comparative generalization of empirical results. The comparative case 

analysis makes it possible to identify several recurring patterns that are significant 

for the theory and practice of international strategic management. 

The first generalized pattern is that in all the companies under review, artificial 

intelligence is integrated into the strategic architecture not as an isolated application 

but as part of a broader organizational transformation program. In Microsoft, this is 
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connected with cloud and intelligent infrastructure and corporate governance; in 

DHL, with Strategy 2030 and the digital-by-default model; in SAP, with the AI-

First, Suite-First strategy; and in Unilever, with the model of an organization fit for 

the AI age [23; 26-28]. This means that artificial intelligence acquires strategic status 

not because of the technology as such, but through its institutional inclusion in the 

language and mechanisms of corporate transformation. 

The second generalized pattern is the critical role of data and process 

integration. SAP emphasizes the link between artificial intelligence, customers’ own 

business data, and end-to-end business processes [27]. In Unilever, the strategic 

value of artificial intelligence is directly connected with an integrated end-to-end 

value chain and real-time data exchange with customers [29; 30]. In DHL, the effect 

of agentic artificial intelligence is based on the use of high-quality data in clearly 

structured processes [26]. This confirms the conclusion of the literature that artificial 

intelligence has the greatest strategic force where it operates on the basis of high-

quality and relevant data and is embedded in end-to-end processes [8; 11; 13, p. 1-

27]. 

The third generalized pattern is the growing role of corporate governance. In 

all four cases, companies either directly describe responsible AI frameworks or 

embed artificial intelligence into a broader risk-management system. Microsoft 

emphasizes due-diligence procedures, preliminary screening of prohibited practices, 

and compliance with regulatory requirements [24]. SAP has a separate ethics policy, 

a steering committee, and a procedure for reviewing use cases [27]. Unilever 

documents a responsible AI framework and links artificial intelligence with 

operational, reputational, and regulatory risks [28; 30]. DHL also notes growing AI-

related risks for the group alongside the opportunities associated with artificial 

intelligence [25]. This result is important because it shows that the scaling of 

artificial intelligence in international companies occurs simultaneously with the 

institutionalization of control. 
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The fourth generalized pattern concerns the role of humans. None of the 

companies under review describes artificial intelligence as a complete replacement 

for strategic management. On the contrary, it is used to optimize communication, 

augment forecasting, accelerate planning cycles, reduce manual workload, and 

improve decision quality, but the final logic of control and interpretation remains 

within the company’s management system. This is consistent with the contemporary 

scholarly discussion, which increasingly points to a hybrid rather than an 

autonomous locus of strategic management [9; 10, p. 1-24; 18, p. 75-92; 19, p. 93-

117; 20, p. 1-15]. 

Table 2 summarizes the comparative results of the case analysis. 

Table 2 

Comparative Characteristics of Strategic AI Integration in International 

Companies 

Company Strategic function of AI Value-creation mechanism Corporate governance 
dimension 

Microsoft analytical infrastructure, 
digital assistants, regulatory 
adaptation 

scaling innovation, supporting the 
cloud ecosystem, increasing trust 
in technology 

accountability, transparency, 
regulatory compliance, due 
diligence 

DHL Group coordination of global 
operations, service 
automation, agentic 
workflows 

reducing manual workload, 
accelerating communication, 
strengthening service resilience 

integration into Strategy 2030, 
control of use cases, data quality 

SAP integration of AI into 
business processes and the 
enterprise management 
platform 

combining data, applications, and 
processes; faster response to 
disruptions 

ethics policy, steering 
committee, use-case review, 
classification of high-risk 
applications 

Unilever end-to-end planning, 
customer connectivity, 
productivity, and innovation 

reducing the time lag between 
demand signals and managerial 
response 

responsible use, risk control, 
training, and capability 
development 

Source: compiled by the author based on [23-30]. 
 

Discussion of results. The results obtained provide grounds for several 

broader generalizations. First, they clarify that the strategic value of artificial 

intelligence in international companies is not reducible to a productivity effect. In 

most of the cases examined, artificial intelligence is used as a tool for accelerating 

the strategic cycle: from the collection of signals to the formation of a managerial 

response. This is particularly important for global companies, for which the time lag 
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between a change in the external environment and the response of the management 

system is a critical parameter of competitiveness. 

At the same time, the results do not provide grounds to claim that artificial 

intelligence independently “does strategy.” A more cautious conclusion is that it 

changes the conditions under which strategy is formulated and implemented. It 

expands the field of organizational attention, makes it possible to work 

simultaneously with a larger number of signals, and accelerates the preparation of 

alternatives, but it does not remove the need to select priorities, evaluate trade-offs, 

and take institutional consequences into account. In other words, artificial 

intelligence strengthens the analytical part of the strategic process, but does not 

eliminate its political, ethical, and managerial character. 

Another important conclusion is that the strategic integration of artificial 

intelligence in an international company has a platform-based and process-based 

character. The most informative cases concern situations in which the technology is 

combined with end-to-end data, cross-functional coordination, and a global 

operating model. This means that artificial intelligence should not be evaluated 

merely by the presence of separate tools. A more important question is whether a 

company is able to embed these tools into stable managerial procedures, control 

mechanisms, a system of responsibility, and processes of employee learning. 

The comparative analysis also shows that responsible use of artificial 

intelligence is ceasing to be an external ethical supplement to strategy. In 

international companies, it is becoming part of strategic capability itself. The more 

extensively a company uses artificial intelligence in forecasting, planning, customer 

processes, or global coordination, the more important data-quality control, 

explainability, protection against algorithmic errors, compliance with regulatory 

requirements, and the preservation of human responsibility for the final decision 

become. 

At the same time, the results should be interpreted cautiously. Official 

corporate documents provide access to the formalized logic of using artificial 
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intelligence, but they do not always make it possible to verify actual economic 

effects, internal conflicts, failed experiments, or implementation costs. Therefore, 

the proposed model is not a final proof but an analytical framework that should be 

tested in further studies on a broader sample of companies, with the use of 

interviews, operational indicators, and comparisons between successful and 

problematic cases. 

Thus, the main contribution of the article lies not in asserting the universal 

effectiveness of artificial intelligence, but in clarifying the conditions under which 

it can acquire strategic significance. For international companies, such significance 

emerges when artificial intelligence becomes an element of an integrated adaptation 

system that combines data, platforms, managerial competencies, corporate 

governance, and human strategic judgment. 

Conclusions. The article substantiates that, under conditions of global 

uncertainty, artificial intelligence should be viewed as an adaptive infrastructure for 

the strategic management of an international company rather than as its autonomous 

managerial center. Unlike approaches that either exaggerate or underestimate the 

role of artificial intelligence, the study provides grounds to argue that its strategic 

value is formed through the combination of four contours: environmental 

monitoring, analytical processing of signals, modeling of alternative scenarios, and 

managerial interpretation of outputs. 

The systematization of contemporary literature made it possible to clarify that 

artificial intelligence changes the logic of the strategic process, but does not 

eliminate bounded rationality; rather, it restructures its organizational boundaries. It 

expands the possibilities of search, analysis, and forecasting, but simultaneously 

creates new risks related to data distortion, excessive trust in the system, regulatory 

uncertainty, and algorithmic opacity. Therefore, the effectiveness of its use in 

strategic management depends not only on the technical capabilities of models, but 

also on data quality, digital maturity, the control system, and the ability of 

management to critically interpret algorithmic outputs. 
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The comparative document-based case analysis of Microsoft, DHL Group, 

SAP, and Unilever showed that artificial intelligence acquires strategic significance 

in international companies when it is included in a broader program of organizational 

transformation. In the cases examined, its use is associated with forecasting and 

planning, redesign of the operating model, greater coherence of global processes, 

development of digital platforms, and institutionalization of responsible use. At the 

same time, the analysis does not provide grounds for equating the presence of 

artificial intelligence with automatic improvement in strategic performance. What 

matters is not the mere fact of using the technology, but the way it is included in 

managerial procedures, systems of responsibility, and decision-making processes. 

The article clarifies the place of artificial intelligence in the system of 

international strategic management, identifies the organizational conditions for its 

effective use, and proposes a four-contour model of strategic integration. The 

practical significance of the results lies in the possibility of using this model as a 

reference point for international companies seeking to move from fragmented pilot 

projects to managed, responsible, and strategically aligned implementation of 

artificial intelligence. 

Prospects for further research are associated with expanding the empirical 

base, including companies of different sizes and industries, comparing successful 

and problematic implementation cases, and developing instruments for assessing the 

impact of corporate governance, data quality, and human oversight on the strategic 

performance of artificial intelligence use in international companies. 
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