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Foreword
The topic on which this work is based relates to a personal interest.
Since 1984, I have been involved in several historical site restoration operations,
experience that led me to create in 1997 a new non-profit organization, Le Passe
Muraille, dedicated to the protection and valorization of cultural and environmental
heritage, and located in the South of France.
In 2008, alongside other professional duties, I started a small consulting business
with an historian, in the field of diagnosis and enhancement of corporate cultural
assets. We then established the guidelines for an analytic method entitled Bilan
Patrimoine. This method has been since applied to several consulting jobs,
including EDF (analysis of a dam restoration project), Quechua (scenography and
exhibit organization at headquarters), Lyonnaise des Eaux (analysis of their new
corporate civic spirit) and more recently Fenwick-Linde (heritage diagnosis).
During spring 2014, I also had the opportunity to give a Master’s course on the
subject of corporate heritage at ESCANM/ISE, a Parisian private business school.
The course focused on corporate history and identity, and the heritage hypothesis.
Enhanced by the numerous insights gained during my MBA studies, these
combined experiences led to the idea I intend to take up and develop as a new
challenge. I am indeed convinced that corporate heritage, and more specifically
brand heritage, its most attractive and marketable shape, is a key development
issue for many organizations today: brand awareness and global impact being
indeed increasingly sensitive to the social perception of their cultural background.
This work will explore the key management and organizational issues arising from
brand heritage development, after highlighting theoretical keystones and general
prospects.
© Guillaume Olivié-Touati – 2016
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Introduction
“We make use of these subtle reminders of a glorious past to create a future
where absolute beauty becomes an integral part of Volvo’s identity.”
Thomas Ingenlath, Senior Design VP of Volvo Cars
Geneva Motor Show, March 2014

The main issues of brand identity, direct or derived, seem to be metaphorically
included in this abstract of Thomas Ingenlath’s talk at the Geneva Motor Show
2014: explicit allusions to history, and to an organized identity building, for the
purpose of an abstract and idealized projection.
Brand identity enhancement, which follows logically from globally shared brand
awareness, appears indeed consistently as one of the most promising
opportunities for all types of organizations involved in a more and more competitive
and multicultural economic world. Enhancing brand identity requires an
understanding of corporate history through the study of past artifacts. But how to
take advantage of these various corporate artifacts (products, places, events,
people…), how to exploit them in a unified value-creating vision that inspires a
crystal-clear long-term brand strategy? The crucial identity issue, whether
connected to the brand and/or to the corporate entity that holds it, is henceforth
challenged, and way before the likeliness of its profitable exploitation:
•

On which specific corporate and market elements should we rely to analyze,
enhance and feature brand identity?

•

What methods would work best to create virtuous links between past and
future corporate artifacts, in short to encompass all brand-building
opportunities?

•

Is history a trustworthy and sufficient tool? Moreover, is there any necessary
value in connecting corporate history with all aspects of corporate identity?
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At this stage, let us assume that history and identity are indeed closely related via
at least one conceptual channel, a qualified and intermediary chamber, which we
will call cultural heritage.
Based on this assumption, between April and June 2016 we conducted a survey
on the perception of corporate cultural heritage issues, by processing nearly twenty
individual interviews of selected corporate leaders, in the private as well as in the
public sector. This approach helped us to improve our understanding of
organizational needs and opportunities from a branding point of view.
The synthesis of the survey’s outputs reveals that:
1. History, heritage, and identity could serve together as likely differentiation
and innovation tools for branding purposes.
2. Brand cultural heritage could achieve the most positive results in strategy
and management, as well as in marketing and communications guidance.
3. Rational, technical and organizational benchmarks must be established to
assess the potential added value of brand heritage awareness on brand
identity and brand strategy.
Therefore, with the prospect of providing a theoretical ground for brand heritage
identification and development, this thesis will successively explore:
•

The theoretical context and methodology on which this study is based
and conducted (I)

•

The legitimacy of heritage as a potential bridge connecting history and
identity, regardless of nuances between enterprise and brand (II. A, B),
and the extent to which cultural assets can leverage the parental
relationship between enterprise and brand (II. C)

•

Key corporate issues with which we can establish the importance of
brand heritage development as an innovative strategy (III)

© Guillaume Olivié-Touati – 2016

5

I. Theoretical context and methodology
Since this study intends to contribute to the literature on brand heritage, we
propose a brief review of previous work related to the subject, as ordered under the
following five key connected concepts:

A

-

Corporate history;

-

Corporate heritage;

-

Corporate identity;

-

Brand heritage;

-

Brand identity.

Corporate history

Pathare (2012) considered history a powerful differentiator that can help to
promote organizations outside their accustomed sphere of influence, and motivate
employees, especially new recruits, to re-imagine the future. Record-keeping may
be a low-priority task for many business people, but corporate archives are useful
for a company’s day-to-day business as a tool to inspire today’s leaders in
management, communications, and more particularly brand management.
If conducted with independence and objectivity, exhuming corporate history in an
attractive and understandable way (i.e. using modern technology, like online
publishing) is likely to motivate and enlighten actual and future generations of
employees, as well as to enhance innovative thinking in a business environment.
For Burghausen and Balmer (2014), past-related artifacts can be instrumental
(hence of a practical utility for corporate-level marketing and communication
purposes) or foundational (interrelated concepts composing the company’s core
dynamic structure). Furthermore, the understanding of an organization’s past can
be enhanced through a conceptual segmentation; corporate history being part of a
seven past-related modes framework including corporate past, corporate memory,
© Guillaume Olivié-Touati – 2016
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corporate tradition, corporate heritage, corporate nostalgia, and corporate
provenance:

Burghausen and Balmer, 2014

The management of corporate history culture (commissioned company histories
and other representations) could rely on an analytical four-field table of its external
and internal dimensions, depending on whether communications are external or
internal, and whether history is external or internal (Sivula, 2014).

B

Corporate heritage

The private sector interacts in various ways with cultural heritage (Starr, 2010),
with partnerships creating shared value that generates social and commercial
benefits for all parties (Starr, 2013). This “corporate patrimonialization” is hardly an
issue for civil society, which is more concerned about conventional religious or
military heritage. But industrial heritage has gradually become more attractive, as a
new open field for creating and mobilizing restoration projects (Gasnier and
Lamard, 2007).
New theoretical prospects (Balmer and Burghausen, 2015) lead to the introduction
of the organizational heritage concept, drawing both on the now established
© Guillaume Olivié-Touati – 2016
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corporate heritage (clearly understood as the embodied sum of corporate cultural
assets), and on organizational identity.

C

Corporate identity

The section regarding identity in the Strategor (4th edition, 2005) cites the Soenen
and Moingeon model (2002), which states that collective identity (in a corporate
sense) stems from the organization and is perceived and interpreted by an external
audience following the “5 facets”:
-

Professed identity;

-

Projected identity;

-

Lived identity;

-

Manifested identity;

-

Attributed identity.

The communication of corporate identity from management to employees is a
crucial issue (Agerholm, 2015), as well as its implementation strategies.

D

Brand heritage

Aaker (1996) introduced the idea that brand attributes could be usefully enhanced
by adding the perspectives of brand-as-person, brand-as-organization, brand-assymbol. Managing this “brand system” can achieve clarity and synergy, and
leverage brand assets into new products or services and what we name now “blue
oceans” markets.
The corporate brand personality influences directly the heritage practicality
potential of brand assets, included in three brand dimensions and six traits that are
crucial for marketplace success (Keller and Richey, 2006): “Passionate and
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compassionate” (brand’s heart); “Creative and disciplined” (brand’s mind); “Agile
and collaborative” (brand’s body).
Brand heritage definition relates to a dimension of a brand’s identity linked to its
longevity, core values and use of symbols, and is founded on the necessary belief
that corporate history matters (Urde, Greyser and Balmer, 2007), thus potentially
leading to a stronger corporate marketing.
Heritage brands in the luxury and fashion sectors have nine interrelated attributes
that are crucial in the creation and maintenance of the brand proposition (Fionda
and Moore, 2009): heritage leads the way as the teller of the brand story, followed
by identity, integrity, marketing and communications, design signature, premium
price, exclusivity, environment and service, and culture.
Brand heritage perceptions and subsequent brand attachment are built on
vicarious nostalgia (Merchant and Rose, 2013), while the revitalization of brands
no longer active on the market closely depends on the capacity of brand marketers
to best rearticulate the brands’ heritage as long as the brands retain sufficient
brand equity (Dion and Mazzalovo, 2016).
Dion and Borraz (2015) identify the sacralized heritage retail space as a heritage
brand management tool, situated half way between brand history and brand
identity, and possibly inducing effects on both sides.

E

Brand identity

The key concepts regarding brand identity (Sicard, 2008) state that brand building
is necessarily a collective exercise enhanced by several brand impressions
grouped in a conceptual impressions methodology (“méthode de l’empreinte”):
physical,

spatial,

temporal,

standards,

positions,

relations,

and

projects

impressions. Also, brand identity must be embodied in every type of
communication to be unmistakably identified by the market.
© Guillaume Olivié-Touati – 2016
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Considering that the brand constitutes a sign, Lencastre and Côrte-Real (2010)
postulate that brand identity relies on a triadic sign concept linked with three main
brand dimensions: “the identity sign itself; the marketing object to which the sign
refers; and the market response to the sign.”

F

Methodology

The following approaches have guided my understanding and analysis of heritage
issues in the context of this study:
- Extended literature review to evaluate previous theory and

experimental

findings* (2008-2014) and build a conceptual framework;
- Semi-structured interviews to elicit a more comprehensive view of the field of
study, and explain our focus on heritage's close affinity with history, identity,
and branding issues;
- Exploring inferences that resonate with the main idea of a corporate cultural
heritage acting as a useful concept to leverage the relationship between
history and identity;
- Application of the heritage concept and terminology to branding purposes,
like brand identity and the management of brand development;
- Championing the idea that cultural assets can be useful tools to enhance
external operations (through marketing and communication) as well as
internal processes (through HR policies);
- The use of social science tools (e.g. history, constructivism, and systematics)
in management science (like brand strategy, brand management, brand
identity, brand marketing, and business research).
*Field operations in a consulting service context, and interaction with Master's
students at ESCANM/ISE.
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II. Corporate history and identity: The heritage hypothesis
Section summary
-

Cultural heritage offers a reliable compensation for the inherent
weaknesses of historic interpretation, and provides a stable
structure that favors the conditions for organized human groups to
reproduce and to perpetuate their existence.

-

Corporate cultural heritage will take its place somehow as a bridge
between history and identity, and also as an independent set of
forces capable of offering the most coherent image of various
qualifying components.

-

Corporate heritage is a complex aggregate of specific cultural
assets provided over time by collective memory as well as
production activity. These cultural assets can be tangible
(machinery and tools, places like headquarters or plants…) or
intangible (ethical values, expertise…).

-

Corporate heritage and brand heritage are necessarily correlated,
corporate heritage standing as a step toward brand heritage
qualifying

processes,

thus

leading

to

sustainable

brand

preservation and identity improvements.
-

Taking cultural assets into account is a key differentiator with
numerous positive implications in various circumstances of
corporate life.

-

The embodied cultural heritage illuminates the hypothesis of a
continuous sliding from enterprise to brand, thus justifying the
specific connection role of heritage.

© Guillaume Olivié-Touati – 2016
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A

Keystones and prospects of cultural heritage

1. The benefits of a ternary approach
A question of meaning confronts us first, regarding our core field of study: what
definition of “enterprise” can we agree on, in the context of cultural heritage?
What is an enterprise? And more specifically, how stable does a performing
business operation have to be over time and geographical area to merit the name
of ‘enterprise’?
The term goes back to 1393 (spelled as “entreprinse”) and expressed the idea of a
“difference between two individuals”. It is essential to focus our work through the
prism of this conception of an enterprise as a sum of differences or as a place
where differences can coexist and interact as results of the organized activity of
individual personalities.

a. Heterogeneity and dynamics
If we take into account the assumption that the content (sum of the differences)
matters more than the envelope (the collective whole), we will infer that an
enterprise is a variable and heterogeneous entity, depending on sources, analyzing
angle and periods of time.
Various definitions agree on the general idea that an enterprise sets the material
conditions for the production of goods and/or services, paced by a dynamic of
work.
So to avoid the limitation of our scope to its strictly corporate dimension, we will
state that: 1. Every social aspect of the enterprise (and in fine the brand) must be
taken into account; 2. Every economic and autonomous organization clearly
recognizable by its ecosystem will comply with our core criteria.
Obviously, the business-type enterprise is the one suffering the most from a
chronic lack of cultural and identity awareness, whatever its dimension.
© Guillaume Olivié-Touati – 2016
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b. A sum of realities
No matter what personal definition, conventional or not, one can elaborate, we
argue that agreement is possible around the idea that the enterprise, this time
considered as the envelope (and not the content anymore), is an ambivalent
aggregation (i.e. complex and ambiguous) of interconnected and changing types of
reality:
-

Legal and administrative;

-

Economic and financial;

-

Human and social;

-

Material and technical.

The links between these realities are of such a complexity as to require clarification
in our consideration of the identity phenomenon and of the historic sources that
nourish it.

c. A tripartite meeting-point
To summarize, and to look beyond the supposed contradictions between a
heterogeneous content and a sum of realities, we postulate that an enterprise is
the meeting-point between men, a project, and resources (the latter being
technical, financial or organizational).
Men, Project, Resources
This unifying and ternary approach will bring numerous benefits: in addition to its
comprehensiveness, its three functional components (or observation criteria) will
systematically guide our advance towards the historic interpretation of a general
identity enhancement project, whether at the corporate or at the brand level.
To understand and enhance identity, we rely on these three fundamental realities
of the enterprise’s life:
© Guillaume Olivié-Touati – 2016
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-

The human group that runs it;

-

The aim or mission that unites and motivates;

-

The resources implemented over time.

This social entity composed of men and women, undertaking a project and
supported by resources, is a real-life experience with all that this involves: victories
and failures, technical and economic challenges, conflicts of interest, convergent or
divergent visions, managerial behavior… and an underlying identity- building quest,
whether individual or collective:

© Guillaume Olivié-Touati – 2016
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2. History, History of enterprises, Corporate history
a. Interrogating history
History, as an intellectual and academic field in social science, constitutes the
study of past human societies’ events and situations.
We must keep in mind that history as a practice is not the past, it is the study of the
past, a representation of an absent past (Sivula, 2014); history is not what
happened before, it is the look upon what happened before. And this look is clearly
not the same ten years, a century, or a millennium after the actual events occurred,
or in diverse socio-cultural environments.
Let us quote French medievalist historian Georges Duby, about human societies:
“Like every live organism, human societies are places where a root impulse impels
them to perpetuate their existence, to reproduce in the context of a stable
structure. The permanency of these structures is, in the context of human society,
jointly instituted by nature and culture. What matters indeed is not only the
reproduction of individuals but also that of the cultural system, which gathers
individuals and orders their relationships.”
This is obviously not a specific description of corporate identity and the role of
enterprises, but the proposition is crucial: we have only to replace “human
societies” with “enterprises” to see its relevance. Duby’s words will serve us well in
the course of the present thesis.
Let us highlight in particular these two precious ideas (we will come back to them in
due time):
-

Structural stability;

-

Systemic vision.

“The historian is compelled to resort to written materials, to archives, but written
materials are misleading. They do not reflect reality.” This statement is from
Emmanuel Le Roy Ladurie, another great French historian of the 20th century.
© Guillaume Olivié-Touati – 2016
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Then what precisely is history? The true reflection of a past and necessarily gone
reality? A reflection, hence a representation, but how really true and faithful? And
above all, faithful to what defined type of reality? The contemporary trend in social
science and communication implies the possibility of various realities that inspire
autonomous, divergent, and sometimes conflicting representations rather than a
single, inevitable, objective conclusion. This is especially true when considering the
relationship between members of a group or a rather complex collectivity such as a
socio-economic organization.
How far can we rely on the veracity of these differing historic playbacks? How high
are the temptations and risks of manipulation?
It is therefore an absolute necessity to think critically, and to evaluate the discourse
about history as closely as history itself, that is more precisely, to understand all
interpretations of history (historians’ direct and derived work) as a gathering of
sparse data, often very selectively, for individual and societal purposes:
justification, aggrandizement, moral upliftment, persecution etc. These purposes
lead to a chiefly hypothetical interpretation of sources, and figurative speech that
creates an imaginary past, all to serve the perceived and changeable identity of the
social group in question. Such a group could be an enterprise, a country or a
civilization.
Regarding sources, it must be emphasized that historians are not charged with the
conservation of our collective memory, this specific role being devoted to
archivists. For their part, the latter do not interpret historic materials: they preserve,
exhume, exhibit and arrange the raw data that will feed our future analytic work.
History: as hypothetical interpretation, and figurative building.
Firstly, interpretation:
-

Subjectivity, risk, and power of interpretation

If individual interpretation is intrinsically suspect, we must be even more cautious
with collective interpretation, especially in the context of a very large social group.
© Guillaume Olivié-Touati – 2016
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The risk is indeed very high that the resulting vision leads to erroneous and
simplistic thinking. And yet, the intrinsic power of collective interpretation can last
and influence people long after the generation that created it, and therefore
establish itself as a significant identity component in any context, corporate and
otherwise.
Our examination of this self-perpetuating value system centers on its
manifestations at the corporate level, where danger lies in the great degree to
which people may confirm each other’s imaginary or outmoded beliefs, often
subconsciously. Human beings are prone to mutually nurture a huge capacity for
reciprocal influence, which could be likened to a continuous building game where
ideas and feelings are the building materials, changeable in their physical shape
and their location.
Let us imagine that we intend to build a house, with mischievous bricks constantly
changing shape and location! The almost inconceivable mental gymnastics
involved underline the complexity of collective interpretation.
A complex building game then, but which one exactly are we talking about?
How to balance our initial, somewhat naïve acceptance of history as currently
interpreted with the far less naïve idea that the interpretation, especially in its
powerful collective mode, is less an objective investigation than a persistent and
rather irrational construction?
Secondly, construction:
-

The constructivist solution

“Solution” may sound a little too definitive, so let us explain by invoking the
following hypothesis, which endows our perception with a creative capacity, not
just inductive reasoning to observe external phenomena:
“We build the world, whereas we usually think that we simply perceive it.”

© Guillaume Olivié-Touati – 2016
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That is the crucial idea and the essential doctrine of radical constructivism, an
occidental school of thought that took shape in the second half of the 20th century
and focuses directly on the interpretation of ideas.
For example, if we agree that this pen (or this table) is a pen (or a table), we
describe a physical reality totally immune to interpretation. We “perceive”, that is
we simply acknowledge the bare fact that this object is registered in our memory as
a thing known as “pen” or “table”. I can add details about shape, color, weight etc.
In any case we are describing our perception of a tangible reality. Very little if any
constructivist thought process here.
In contrast, if we analyze and describe a specific manufacturing process in a plant
production line as unique and important to the intangible corporate heritage, we
transcend objective reality to create a subjective one. The mental process is
specific to us, totally constructivist, enriched by a creative vision, not a passive
one.
This creative vision adds moral value to a set of events, through a mental process
as efficient as it is unconscious. Our vision is creation, therefore construction,
above and beyond the simple consumption of sensory phenomena. We decide (via
the brain’s executive function in response to external influences) and build this
vision of an intangible corporate heritage.
We are then clearly accountable for a thought process that may lead us to claim as
absolute truth things we could never prove: constructivism again, for there is no
tangible, reliable and undeniable reality to which to refer.
Constructivism is the benign aspect of this thought process. It emphasizes moral
empowerment, a critical mindset, intellectual relativism, and distance from
dogmatic totalitarianism of every kind. This thought process, already familiar to
Pascal in his time, was mainly promoted by Giovanni Battista Vico, an Italian
philosopher and historiographer of the 18th century. Constructivism influenced
modern thinkers including Piaget, more recently Umberto Ecco, and Paul
Watzlawick and the School of Palo Alto.
© Guillaume Olivié-Touati – 2016
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Today, radical constructivism is a moral and intellectual approach, an essential
cognitive and communications discipline that we will use to support a logical
pathway to establish a reliable relationship between history and identity.

b. History of enterprises
It is in the late 20th century that the enterprise (as a whole study area and not
individually) became subject to contextual historic analysis, more in social science
academic departments than, unfortunately, in business schools.
Corporate history should embrace on one hand the history of entrepreneurship,
meaning the set of actions aiming to undertake business operations; on the other,
the resulting evolution of the institutional entity identifiable by the term “enterprise”.
Since the purpose of this thesis is not the “why and how” of entrepreneurship, we
will go no further in that specific direction, and rather evoke the regular use of the
word “entrepreneur” since the 18th century. It is indeed since the Enlightenment
that economic trade conditions and some form of business liberalization gave birth
to the term in a socio-economic context. From that time forward in our modern
history, the entrepreneur came to be perceived as the merchant or trader most
successful in mobilizing resources.
The

following

statement

perfectly

summarizes

the

activity

known

as

entrepreneurship, which in turn creates the social, economic and legal entity
named enterprise:
Undertaking a business is mostly gathering and mobilizing resources.
Mobilizing human, financial, technical resources… Entrepreneurship

focuses

mainly on the capacity of one individual or a group to gather resources and
develop synergies between them so as to achieve an economic project according
to a scheduled action plan. Resources are therefore at the heart of
entrepreneurship, and of corporate identity as well. However various and
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numerous they may be, resources of all kinds will feed our pool of identity
components.
Putting enterprises into historic perspective is then to question their capacity to
survive whole human generations and achieve perhaps a global and timeless
legendary status, or to say the least it is to acknowledge the strategic efforts of
their leaders to convey the idea of such a status.
The best example of these strategic efforts is the immeasurable energy invested by
many established firms (notably in the luxury, fashion and automotive industries) to
convince the stakeholders and the market of their historic legitimacy (and
paradoxically of both their innovation capacity and the stability of their cultural
model).

c. Corporate History
Corporate history takes place in a rather wider discipline, business history, which
made its academic debut at Harvard in 1927. Nowadays corporate history is the
term used to describe

research studies

conducted typically by external

consultants or consulting firms on behalf of a particular private corporation.
These corporate historians (barely historians in the usual sense even if their
background education may be similar) put themselves at their clients’ service (clevel officers and/or marketing/communications executives) to produce corporate
content (published works and communications) that will be used as promotional
material to enhance corporate image and credibility of the whole entity, including
the brands.
It is obvious that the interpretation of the company’s past is driven by efficiency and
rational marketing criteria more than by any academic statement, which would be
irrelevant in this context. Corporate history is therefore more likely to be considered
the result of a service delivery than a branch of academic history, unlike the history
of enterprises that has been briefly evoked.
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Corporate history is first and foremost an interested undertaking, interested in a
tangible and preferably measurable result: to increase the fidelity of the company’s
stakeholders (clients, partners, suppliers, but also shareholders and employees);
and to improve the public recognition of its strengths and values.
A recent study (Burghausen and Balmer, 2014) classifies an organization’s past in
seven modes:

corporate past; corporate memory; corporate history; corporate

tradition; corporate heritage; corporate nostalgia; corporate provenance. Our own
observations on corporate history analysis lead to the following conclusions:
The numerous corporate historians (independent consultants or integrated
company workers, who often have

several functions and responsibilities) lack

generally the overarching vision of their work’s greatest potential, and struggle to
guide the company beyond factual history so as to significantly act on more crucial
issues like identity and the rational construction of the future.
If corporate history is only conceived as a catalog of interrelated events, the risk is
high that the major matter of identity will be overlooked. In this regard, three key
points need to be clarified:
-

Does corporate history limit the company to a sclerotic and static vision of its
past?

-

In which way can the works of the corporate historian lead to an increased
dynamism and identity recognition?

-

What then are the links between history and corporate identity? (Or why
leap from history to identity, and how?)

3. Corporate identity
The first academic works on what we describe today as corporate identity, in the
strict sense of the term, were conducted in the early 20th century by Chester
Barnard (1938), and by Philip Selznick (1957). The two have greatly influenced the
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“LCAG” model or “Harvard model”. (The acronym “LCAG” stands for Learned,
Christensen, Andrews, and Guth)
We generally use the term “identity” to refer to the nature of what makes one and
the same, under various names and material aspects, or to the nature of one
permanent thing as the conscience of the self’s persistence.
a. Formulation in a professional context
Corporate identity is the unique and indivisible sum of every benchmark (human,
technical, economic, legal, tangible and intangible) that composes the company’s
life, and thus acts as a key long-term differentiator for corporate operators and their
external environment.
In a symbolic way, and from the highest decision-making point of view, corporate
identity also creates the conditions for engagement in collective action, correlated
with the freedom of movement of the structure.
Before concluding this discussion of corporate identity development, we need to
clarify two potential sources of confusion.

b. Identity and brand
Corporate identity should not be confused with the brand, even though the brand
may be interpreted as a corporate identity component.
Brand is one of the most visible and therefore public manifestations of the
company’s existence, but even if its symbolic and shared representation can be
very strong (perhaps an internal motivator), it cannot by itself contain every identity
component, especially those proceeding from the social and technical spheres. It is
obviously legitimate to consider the possibility of a brand identity that has some
association with the firm’s operators, but we must be sure to keep in mind that
corporate identity is a more complex and comprehensive concept.
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The “méthode de l’empreinte” or “impression methodology” (Sicard, 2008), which
recognizes seven divisions of brand identity (physical, spatial, temporal, standards,
positions, relations, projects), enriches corporate identity perception and therefore
enlightens the present discussion.
The brand identity components contribute to corporate history development,
materialized through brand building strategies and brand equity enhancement.
The brand is exemplified by the Atmosphere layer of a firm represented as a
terrestrial globe or the famous “tip of the iceberg”, as if the subject firm was an
iceberg drifting on economic oceans. In that latter analogy, the submerged part
clearly supports the visible part and ensures its very existence. The brand can be
part of our collective imagination and therefore constitute a much wider identity,
e.g. a human group that exceeds the firm’s boundaries or even a large
geographical region. This phenomenon is illustrated by the cheese brand “La
Vache Qui Rit” and its contribution to French national identity. But at this stage our
concern is not the “tip of the iceberg” but the iceberg as a whole: the “Bel Group”
in the example, comprising five other global core brands of which the “La Vache
Qui Rit” brand is only the flag-ship, with a resultant risk of identity confusion.

Lastly, as with the Bel Group, many and various firms are multi-brand operators:
their corporate identity manifestation is de facto more chaotic, and necessarily
inadequate represent the entire range of their individual brands’ separate identities.
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c. Identity and culture
Corporate identity should not be confused with the corporate culture, even though
the culture may be interpreted as a corporate identity component.
Corporate culture is an intangible component of identity that takes common roots
as its starting point. These common roots are ethical values, rites, rules, and
shared benchmarks produced by multiple corporate players connected to the firm,
with a legal and more confining reach than a firm’s marketplace sphere of influence
and reputation.
Corporate culture can pervade all an enterprise’s layers, lateral as well as vertical.
Such a highly developed organizational culture permeates the firm’s every function
and hierarchy and may even go “trans-organizational”, affecting similar but
independent enterprises.
Nevertheless, we must understand corporate culture, even in its most influential
state, as a component of corporate identity, not a substitute for it.
Our hypothesis therefore holds that brand and corporate culture function as
constituents of identity, established more at the peripheral level for the brand, and
more transversally for the corporate culture: just as in the image of an orange – the
whole fruit constituting the corporate identity, with the bright orange rind (the brand)
enclosing the pervasive pulp (the culture).
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d. Methodological outlook
The following graph of corporate identity positioning shows how the harvesting of
figurative materials can help to identify the firm’s live memory components and put
them at the service of its identity representations:
-

Brand and products/services, History, Founder(s) and leader(s), Teams

-

Territorial and cultural interaction
o The firm and its territory (historic and contemporary links)
o The firm in the collective imagination (bordering citizens, clients,
partners, suppliers)
o The firm and the media (local and national)
o The firm and the public institutions (local and national)
o Communications, sustainability and sponsorship policies

-

Socio-economic environment
o Macro-economic (threats and opportunities)
o Micro-economic (demand and supply)

However, to ensure the foundation, the coherency and the practical usability of the
whole, we must come back to our initial assumption: the existence of a strong
causal link between history and identity.
We have reached a point where if we admit the possibility of a connection between
the study of the past and the actual and future potentials of the enterprise, we still
need:
-

A structuring step to order the harvested materials;

-

Arguments to convert these materials into identity components.

How to synthesize this crucial step between history and identity?
What is the missing link between historic interpretation and identity construction?
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e. History, Heritage, Identity: an asymptotic relationship
Graphing the relationship between corporate history and identity seems to incur an
asymptotic progression (see Figure below): identity building increasing rapidly in
response to diminushing historical misinterpretation (identity building that could
eventually leveling off as advances in historical interpretation attain a degree of
comprehensive development). Assuming the initial existence of at least some
interaction between corporate history and identity, the curve starts with positive
coordinates beyond zero.
The heritage dimension is the theoretical domain in which historical interpretation
and identity building reside as interacting partners. At some point of diminishing
returns from additional interactions, the heritage dimension (and the related identity
state) can be defined as “mature”. The point at which identity can be considered
mature is of course a matter of discretionary judgment. The more abrupt the point
of inflection in the curve (considering a sharp bending of the latter), the easier it
would be to separate identity into its immature and mature states:
- Identity immaturity (a little to moderate brand/corporate identity consciousness);
- Identity maturity (effective brand/corporate identity consciousness).
After reaching identity maturity stage, a synergistic/virtuous circle will reflect the
necessary coherency between collective representation and collective action from
companies’ operators and staff.
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4. Corporate heritage
Heritage, and more specifically cultural heritage, is the hypothesis we propose as a
solution to connect history and identity, before connecting enterprise and brand.
This is precisely the “heritage solution” that we will now expound.
Let us establish the preliminary basis for a broad view of the idea, and then in the
corporate context:
a. What is heritage?
Adopting the practices of social science, we take an overview that connects
marketing, communication and HR issues. In doing so, we define heritage or
patrimony (from the Latin word patrimonium, “fatherly inheritance”) as the common
cultural heritage that is maintained and transmitted by the group to its succeeding
generations.
Two crucial ideas:
-

The transmissibility of heritage
A component of corporate memory that could not be communicable or
transmissible could not fit our purposes and field of investigation.

-

The continuity of heritage
The transmission of heritage between individuals (e.g. parent to child to
grandchild etc.) or within a family lineage faces easy disruption and early
oblivion. On the other hand, corporate heritage, or more broadly
organizational heritage, can pass from generation to generation seamlessly,
by virtue of an organization’s size and collective motivation.

In the broad sense, we will define corporate heritage as the whole set of tools,
products/services, spaces, values, experience and know-how contributing to the
achievement of the company project.
These marks and fragments of collective corporate memory are of course
transmissible, but also interactive and evolutionary: they constitute cultural
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supports (cultural assets) to build the identity consciousness of and within the
enterprise.

b. Corporate heritage issues
The relationship between people and heritage is inherent to civilization, as
reflected in such traditions as language, religion and patriotism.
This relationship has been so far widely unexploited in the corporate world, in spite
of the high potential for positive returns.
The corporate heritage perspective serves to present corporate organizations not
only as economic entities designed to generate positive income statements, but
also as meeting points between people, values, places and memory.
Corporate heritage has high potential to stimulate growth and enhance the positive
image of a company, as a strategic part of brand management, of human
resources management and of marketing and communications management.
It can increase productivity and add value at each key phase of the company’s life:
-

Creation and early stage;

-

Development based on external and organic growth;

-

Transfer.

Corporate heritage is a complex aggregate made of specific cultural assets
provided over time by collective memory as well as production activity. These
cultural assets can be tangible (machinery and tools, places like headquarters or
plants…) or intangible (ethical values, expertise…).
The temporal orientation of corporate heritage can be interpreted as equally
retrospective and prospective (Burghausen and Balmer, 2014), thus justifying its
intermediary role between history (retrospectively) and identity (prospectively).
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Identifying corporate heritage implies both the inventory and the weighted
classification of its components. We refer to this method as “cultural assets
ranking”. This calls for the building of a rational recovery and valorization plan,
which can be organized in three interrelated operating processes as summarized:
-

Cultural animation;

-

Cultural mediation;

-

Communication.

Corporate as well as brand heritage valorization relies principally on two types of
supplementary and obviously combinable actions:
-

Events;

-

Publishing.

Corporate heritage and brand heritage are necessarily correlated, corporate
heritage standing as a step toward brand heritage qualifying processes, thus
leading to sustainable brand preservation and identity improvements.

c. Heritage qualification and identity maturity stage
Three representative curves equally proceed from the company’s “cultural big
bang”, starting from the early creation stage and evolving synergistically:
-

Historical interpretation;

-

Heritage qualification;

-

Identity building.

These curves’ theoretical crossing point (in a five- to ten-year process) calls upon a
maturity stage, a crucial crystallization step where:
-

Corporate cultural assets get fully measurable and exploitable for brandrelated purposes;
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-

Heritage operations can be implemented, either by in-house teams or by a
third party;

-

The specific needs of brand heritage can be fulfilled.

Several technical skills of equal importance (analysis, classification, protection and
valorization) can therefore be put into action and produce positive effects on each
type of corporate heritage, when applied to well-defined objectives.
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B

Objectives of corporate heritage awareness

In this section, we will consider first the broad framework of corporate identity for a
utilitarian purpose, then we will evoke the benefits to be expected after analysis,
enhancement, and valorization. These benefits concern live active brands, but also
correlate to “sleeping beauty” revival strategies (Dion and Mazzalovo, 2016).
The case of industrial firms, which usually have a high heritage potential, will
require a specific development. We will also underline the necessity of taking into
account identity components and cultural assets in the case of mergers and
acquisitions. We will enumerate the benefits of an extended corporate heritage
valorization at the local or the regional level.

1. From corporate identity to its finality: prospects and constraints
a. Identity and strategic vision
Issues relating to identity building purposes are eminently of a strategic nature,
either at the corporate level or at the brand level. On this basis they concern the
highest corporate decision-making spheres, even if other corporate areas will be
positively or negatively impacted.
Generally speaking, corporate activity in the broadest sense is constrained equally
by (1) the awareness and the employment of corporate identity, and (2) the
corporation’s overall long-term and short-term strategies. That is not to say that
these two crucial sides of corporate life are interchangeable; the one we are
focusing on, identity, being not exclusively the result of a decision-making process,
and concerned more with ends than means.
The possible solutions will therefore vary across political and socio-economic
conditions, and above with the degree of organizational coherency, that is the
harmony between strategy, structures and internal processes.
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The key challenge, specifically, will be to balance the plurality of identity
representations (the sensory, moral, cultural, social and territorial identities) with
the inescapable homogeneity of their utilization.
Two preliminary issues, usual in the context of any corporate-related work, are
worth being raised:
-

The sponsorship question
The initiator of the corporate identity enhancement action may be an
aggregate alternatively or cumulatively made up of the company leaders
and the employees (1st circle), of the close environment occupied by clients,
partners and suppliers (2nd circle), or of the public institutions and
community (3rd circle). The potential confusion has to be clarified and taken
into account before any further analysis.

-

The deontology question
There is an ethical dichotomy between the independent, neutral and
voluntary approach of the academic, and the production-oriented and
utilitarian one of the expert/consultant. We offer no value judgment here,
rather the observation that views differ regarding the results to achieve, and
therefore the means to be deployed.

Among the new prospects opening up through corporate identity goals and the
possible means of achieving them, we will concentrate on the optimization or the
enhancement of the following:
-

Governance and decision-making processes;

-

Ethics;

-

Image and marketing strategies;

-

Communication and promotion;

-

Human resources;

-

Structural changes support;

-

Sales and market penetration.
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If the achievement of these aims is at first sight an established and permanent
condition in company master plans, significant variations in use may occur
depending on the moral guidance of company projects:
b. Holistic and reductionist visions
From a distant perspective, we postulate that the vast number of identity objectives
can resonate separately or together with two strategic visions more or less
compatible in their ethical dimension:
-

A holistic, sustainable and federalist vision
The firm is one part of a much larger whole that feeds it and that it enriches:
Corporate identity must therefore be analyzed and exploited so as to fit with
the great oncoming cooperative effort of social responsibility, sustainable
development and openness to the outside world.

-

A reductionist, egocentric and centralized vision
The firm is a self-sufficient whole, for itself as well as for its shareholders:
Corporate identity must therefore first be analyzed and exploited to reinforce
the

corporate

financial

condition

and

enhance

durable

economic

performances, as evaluated by such criteria as business revenue,
productivity, competitive dynamics, innovation and growth capacities.
Taken together, these strategic orientations may generate more complementarity
than conflict in the identity enhancement process, as also more globally in the
broad economic trends.
In the first, holistic conception, we consider that basic components must be added
to produce a complex, comprehensive identity-related element that is stronger than
the influence of each component taken individually. (See infra the systemic law).
Corporate identity will be interpreted as a strength that heightens the intrinsic
potential of all its components, the result of a bottom-up field of energy.
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In the second, reductionist conception, we consider on the contrary that a complex
phenomenon must be reduced, disassembled and segmented to produce a
fragmentary identity system. Corporate identity will be interpreted as a relatively
cold and impersonal reality, an external phenomenon thrust on the operators,
result of a top-down field of energy.
In a figurative way, the separation criterion between these two approaches is best
explained by the allegory of the spiral. Depending on the direction in which we
perceive the spiral to be rotating, we will get:
-

A centrifugal vision of the firm it symbolizes
The firm is rather open and universalistic by feeding the external world with
its production in a holistic vision.

-

A centripetal vision of the firm it symbolizes
The firm is rather closed and egocentric by drawing resources on the
external world to enhance its production, in a reductionist vision.

Of course, in reality firms do not function in such an absolutist way. Their behavior
is often much more nuanced and complex, like, for instance, a spiral turning in both
directions at the same time but possibly on different levels…
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Besides these strategic vision issues, the inner difficulties linked to corporate
identity enhancement, as many relational and communications challenges, can
mainly be:
-

The crossing of cultures, and the resulting intercultural management;

-

The degree to which the group's interest is expressed as a collective
consciousness; this depends more or less on the particular industry in
question.

If these parameters are badly identified and managed, it is very unlikely that
corporate identity enhancement can be achieved and can bring long-tem external
and internal benefits.

2. Corporate identity in use: external and internal benefits
In a broad sense, the identification of corporate cultural heritage, the key to
understand corporate identity and subsequently brand identity, must serve to
change the latter into a leverage of development.
Inside the company, the alignment of every benchmark constituting the identity
system, accordingly to an adaptive action plan, must conform with cohesion and
productivity needs:
-

Optimization of recruitment and HR management;

-

Enhancement of intergenerational social link;

-

Enhancement of esprit de corps and sense of belonging;

-

Clarification and promotion of ethics and values;

-

Team motivation and involvement…

Outside the corporation walls, there are growth and communication needs that
must be fulfilled by a better understanding of identity issues and by the probable
resulting valorization:
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-

Brand building and development;

-

Enhancement of corporate reputation;

-

Optimization of strategy and communications operations;

-

Enhancement of competitive advantage;

-

Optimization of marketing strategy and tactics;

-

Optimization of sales performance…

3. Heritage and identity issues for industrial enterprises
In so-called developed countries, the industrial sector is the economic universe that
generated and still globally generates most of the major corporate cultural assets.
This situation proceeds from the very nature of industrial activities, which are
frequently characterized by massive exploitation surfaces, highly technical
equipment and diversified material resources. Considered as a whole, and
especially through the prism of time, these elements constitute a huge reservoir of
studies and development opportunities (Gasnier and Lamard, 2007).
In France, modern times (roughly the last 300 years) have generated more than
600,000 industrial heritage sites, of which a third are still active and rich: an almost
endless

potential of recovery, restoration and reactivation, for the companies

themselves (a fortiori in the case of an interrupted activity) as well as for the
institutional players locally concerned. (See infra)
This heritage potential, incidentally highly promising in terms of identity building,
manifests itself as a “meta-cultural aggregate”:
-

Aggregate 1
Buildings

and

plant

sites

(management,

production,

exploitation,

maintenance, distribution network…)
-

Aggregate 2
Machinery, tools, trademarks, patents and know-how
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-

Aggregate 3
Goods and equipment produced

-

Aggregate 4
Records and documentary databases (technical drawings, sales brochures,
internal documents, pictures, movies…)

-

Aggregate 5
Testimonials of past and actual leaders and employees

Thus, industrial firms concentrate in an archetypal way both highly conventional
heritage resources, and most critical unity and development issues, for example:
-

Preparedness for complex procedures, equipment and installations;

-

Specialization of production, sales and distribution units;

-

High diversity of jobs and career paths;

-

Socio-cultural heterogeneity;

-

Intense relationship with the ever-changing socio-economic environment.

4. Corporate identity and specific situations
Throughout the life and development of companies, specific events may occur and
generate new crucial needs in the field of cultural heritage auditing and/or identity
components clarification.
Among these sensitive events and situations, we will focus on two types, whose
nature and issues deserve close attention for their numerous strategic, financial
and social implications.
a. Mergers, acquisitions, and transfers
The incorporation of a company in another requires a quasi-systematic upstream
analysis of every financial and organizational element involved, an analysis
typically practiced by big consulting firms. At the biggest scale (conglomerate
incorporation) the analysis is fully systematic.
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These analyses highlight the conflicting issues potentially affected during execution
of an action plan subsequent to a re-capitalization.
As a safeguard against unforeseen events, analysis should take into account
socio-cultural components in the broader sense (history, memory, heritage), which
occupy a vast zone of low regard until a crisis brings their true importance into
view.
In the case of a corporate transmission to beneficial owners or managers
undertaking a Leverage Management Buy-Out and even more so to totally external
parties, it would be extremely useful for all stakeholders to sponsor a cultural
heritage audit mission. Such an exercise can exhume the ecosystem’s identity
lines of force, and indicate the potential risks of ignoring them.

b. Corporate heritage valorization and territorial development
Enterprises engaging in operations of cultural heritage identification and
valorization are likely to produce content and links that contribute to the economic
development of their environs: municipality, county, region.
This convergence of needs at the local level, especially when mergers and
acquisitions are at stake, might develop through collaboration with local public
institutions that are generally receptive:
-

Regional state offices for cultural operations (“Directions Régionales des
Actions Culturelles”);

-

Local culture and heritage departments (“Directions de la Culture et/ou du
Patrimoine des collectivités locales”);

-

Local chambers of trade and industry;

-

Business organizations and entrepreneurs’ clubs.

Furthermore, apart from the exceptional mergers and acquisitions, the cultural life
of local companies benefits from a strong emotional resonance inside their
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geographical territories, even if this reciprocal influence is hardly quantifiable by a
variety of rational criteria.

5. Heading for a valorization plan

We have established plausible if speculative links between corporate identity
representations and elements making up corporate history and cultural dimension,
according to a master scheme involving substantial benefits.
But how can the understanding of corporate cultural heritage (the sum of tangible
and intangible cultural assets), serving as a bridge between history and identity,
also effect a connection between the enterprise and the brand, and consequently
the most crucial issue of brand identity?
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C

Heritage: A compulsory step from enterprise to brand

1. The heritage relationship
The triad “History, Heritage, Identity” is the essence of a methodological approach
based on a double articulation:
-

Proposal 1: Heritage, as a link between history and identity
And

-

Proposal 2: Heritage, as a link between enterprise and brand

As evoked supra (I. A), the first proposal introduces history and identity as
unidentified concepts, unidentified in that they are disconnected from a specific
relationship to the enterprise as a corporate entity or to the brand: history (or
identity) could refer to either one:

The second proposal connects the concepts with specific corporate bodies:
-

History embodies here Corporate history

> Enterprise

-

Heritage embodies here Cultural heritage

> Enterprise/Brand

-

Identity embodies here Brand Identity

> Brand

In this approach, subsequent to the first proposal, cultural heritage concentrates
the densest issues. Both the enterprise and the brand are invigorated by this
accumulation and interpenetration of corporate as well as branding assets:

Thus is materialized a “sliding or hypothetical continuum” from enterprise to brand.
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2. Industry showcase: Fashion and luxury brands
From a practical and marketable point of view, the perception of cultural heritage
as a compulsory step to be taken at some stage in support of the brand has
certainly been evinced by several industry sectors.
Among them, fashion and more specifically the luxury brand subsector is the key
example. Luxury is intimately connected to the brands’ heritage dimension, indeed
an essential element of its consumer appeal (Fionda and Moore, 2009).
Fashion and cosmetics, jewellery, high-end watchmaking, design and decoration,
sailing, “haute-cuisine”, catering… in all these lifestyle interests, the inherent
exclusivity is marketed by a company’s top-level know-how of product history and
traditional associations with “the good life”.
By nurturing a “DNA-related” close relationship with their history and identity
components, luxury brands are particularly remunerative in response to heritage
auditing operations.
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III. Brand heritage: Key strategic development issues
A heritage-driven development strategy
Our first development has highlighted the central role played by cultural heritage as
a double bridge: between history and identity, and between enterprise and brand. If
we put aside the issues strictly relating to the corporate entity taken as a whole,
and if we concentrate on the “tip of the iceberg”, meaning the concept of the brand
as a corporate surface interacting with the market, we need to find utilitarian
arguments for a productive brand development strategy that would be heritagedriven.
Analyzing, protecting and valorizing brand heritage, by building on corporate
heritage, is a priority today to drive innovative and profitable development
strategies.

To ensure global performance improvement, the priorities to address must include
key brand heritage development issues: brand identity enhancement, marketing
and communication, HR policies, innovation and the new challenging prospect
opened by online content. The consulting services of an independent cultural
engineering company may be required for better objectivity and efficiency.
After a focus on brand identity specificity, marketing, communication and HR
policies, we will undertake two extended discussions, on brand heritage and
innovation, and on online heritage management.
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A

Brand identity enhancement

In our context of management science, identity emphasizes branding over
corporate concerns, the latter pertaining more to social science.
Powered by heritage insights, brand identity enhancement initially goes through a
phase of auditing and conceptual checkpoint, based on symbolic representations.
a. The five key points of brand identity auditing
Uniqueness, Complexity, Legitimacy, Stability and Relativity:
These five key features constitute the criteria for a “testing grid“ in a brand identity
audit situation.
-

Uniqueness
Just as DNA is the unique genetic marker of each individual human being,
brand identity can be interpreted as the DNA that confers its unique and
unmistakable personality on the company’s market presence.

-

Complexity
Brand identity is typically a dense aggregate of tangible components
(workspaces, production machinery etc.) and intangible components
(values,

know-how,

trademarks

etc.)

that

are

interoperating

and

evolutionary.
-

Legitimacy
We hold that brand identity is not a questionable “add-on” but on the
contrary must be recognized by all corporate operators as one of an
organization’s best, shared, value-adding tools.

-

Stability
If sound brand identity can evolve over time (as it must), from the corporate
perspective it can only take shape and produce effective results if it lasts
without major alteration for a generation or more. The average employee

© Guillaume Olivié-Touati – 2016

43

generation, which depends on the nature of activity, lasts rather longer for
industry (20-40 years) than for services (10-20 years).
-

Relativity
Brand identity can only be understood and developed with a relativist, so-tosay constructivist approach. Relativity appears in the way that witnesses
and users are mixed up with operators, and that the collective construction
of identity is persistently challenged by the individual construction of the
entity’s ecosystem members, especially in the long run.

If any one of these criteria is not operative, it is very probable that brand identity
remains too indeterminate and insubstantial to function well, and should be
rejected or analyzed from a different perspective.

b. Brand identity and identity representations
Identity is not to be confused with identity representation, through which only can
we undertake its exploitation.
As a concept, brand or corporate identity, whether for a social group or a nation, is
an indivisible whole collectively built up as stated above.
As such, it is therefore extremely challenging to rationally apprehend as a whole,
with its boundaries, and to perform an intelligible synthesis of it.
As such, brand identity is ultimately to some degree indescribable and hence not
transferable.
Therefore it is necessary to go through identity representations, which can be
summarized in 5 major types:
-

Sensory identity
Graphic and visual; sonic; tactile; olfactory; gustative

-

Moral identity
Ethics; values; sponsorship; societal commitments
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-

Cultural identity
Imagination and symbolism; place among the communications media;
technical know-how

-

Social identity
Leaders and teams; organization; economic, administrative, and legal life

-

Territorial identity
Influence and geographic footprint at local, regional, national, perhaps
supra-national level

In each identity representation type, transversal identity components (ideally giving
each other more emphasis) will be isolated and selected to produce a coherent
and actionable image:

Other segmentation-related decoding models may be applied to identity, like the
one suggested by the authors of the Strategor. In the section devoted to corporate
identity and its various manifestations, it is stated that identity can be multi-faceted:
professed, projected, lived, manifested, or attributed (Strategor, 4th edition, 2005).
To summarize without oversimplification all these precious nuances in a direct
continuation of our constructivist approach, we will focus on a constructed and
elaborated brand identity, resulting directly from brand heritage effects: a situation
that particularly echoes the relationship of high-end heritage stores with the related
luxury fashion brands identity (Dion and Borraz, 2015).
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B

Marketing and communication

The key idea underlying a renewed marketing and communication approach is that
brand heritage can turn on the sleeping brand identity and therefore irrigate every
marketing channel with new client-oriented inputs.
Thus, brand heritage is a major differentiator likely to mark the return of competitive
advantage in the context of a market place heavily flooded by conventional
communication and distracting social media.
Built on brand heritage assets, the optimization of marketing and communication
tools will necessarily go through key strategic steps:
-

Market segmentation

-

Targeting of the couples product/service-market

-

Positioning

-

Media communication

-

Non-media communication

-

Dissociation product/brand/corporate

-

Tools choice and optimization

Brand communication, in a direct continuation with heritage auditing, will give first
consideration to values over performance; it will also be differentiated from
corporate communication, the latter being complicated by intricate organizationlevel needs (company project, financial situation and projections, social
responsibility, and HR management).
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C

HR policies

Animated by such concerns as the enhancement of corporate mission and morale,
skills and responsibilities, HR policy is influenced by all the brand strategies that
modify the internal and external perception of the company’s distinctive
characteristics.
HR policy is also directly affected by cultural identification and corporate
valorization approaches, notably regarding the positive effects in the long run of
heritage operations on team involvement.
But the conception and the optimization of HR policy, is also an end in itself, with
important consequences for overall corporate conduct as guided by tools like the
following:
-

Welcome booklet
First and foremost, information on the values (social equity, transparency
etc.), and on the public purpose and general organization of the company.

-

Employee manual
First and foremost, information on corporate functioning and organizational
processes.

-

Internal communication
Newsletter, intranet, extranet, public display, corporate magazine.

-

Corporate events
Seminars and workshops, conferences and symposia, anniversaries.

-

Team building

Undertaking HR policy enhancement through brand heritage will require a precise
modus operandi:
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-

Phase 1
Existing situation analysis;
Strategic needs definition;
Policy writing (object, scope, statement, stakeholder responsibilities,
contextual definitions, timeline formulation;
Identification of HR-related brand and corporate heritage assets.

-

Phase 2
Conception and writing of an action plan in accordance with the chosen
strategy: precise action-sheets designed to identify every action component
(budget, technical description, necessary means, priority level).

-

Phase 3
Implementation and operational monitoring (internal communication, KPI
control).
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D

Heritage and innovation

1. Brand heritage and innovation: A mutual causality
To challenge the mutual causality between brand heritage and innovation, we will
successively consider: a. their common features; b. the hypothesis of innovation as
a source for heritage; c. the hypothesis of heritage as a source for innovation; and
d. graphic representations of their relationship.
a. Common features
Innovation relates to brand heritage (and vice versa) by sharing some common
characteristics:
-

They both produce positive effects on brand control, regarding:
o Awareness
o Image
o Identity
o Development
o Value

-

They both rely on the importance of outsiders’ insights: insiders being
typically in a position that prevents them from finding an objective analysis
level to matching the company’s needs.

-

They should both ideally be managed through a non-conventional
approach, so as to facilitate the production of new ideas and to generate the
most enthusiastic team spirit in project management.

-

For all stakeholders, they both provide in the long run a combination of:
o Increased benefits and high added value;
o Decreased disadvantages and constraints.

-

They both imply a long-term vision of a “work in progress” that alternates
vertical and lateral corporate investigations, breaking up hierarchical
barriers.
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-

The success of heritage/innovation creative methodology relies equally on
the relationship between two underlying and clearly separate phases:
o Divergence, going through the operating principles:
§

Suppose

§

Wander

§

Associate

§

Morph

§

Inquire

o Convergence, going through the operating principles:

-

§

Sort

§

Order

§

Adapt

§

Refine

§

Select

Design thinking, a key strategic and rather new approach to innovation, is
also largely applicable to heritage (more specifically in its valorization
phase), at least through the first three of five steps:
o Empathizing; (With company’s ecosystem)
o Defining; (Specific heritage valorization needs)
o Exploring; (Heritage assets potential)
o (Prototyping); (Heritage valorization plan)
o (Testing). (Heritage valorization operating sequences)
b. Innovation as a source for brand heritage

Innovative products and services, whether or not they prove successful(i.e.
satisfying their targeted customers), are not only key indicators of a company’s
long-term competitive capability, but also a foretaste of its future heritage
components.

Looking at innovation as the creation of new tradition helps one understand how
groundbreaking artifacts can actually feed and enrich cultural assets:
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-

The relationship between innovation, tradition and time implies that:
o A good innovation is a future tradition (i.e. it will be seen as a tradition
when looking at it from the future);
o A good tradition is an ancient innovation (i.e. it was seen as an
innovation when looking at it from past time).

-

It is then rather obvious that new products and services (if considered by the
company’s management as truly innovative) will soon be identified as new
key historic elements (milestones in the company’s timeline), the latest of
the new layers continually adding to the brand heritage body.

Two phases are likely to follow from the innovation starting point:
i. 1st phase: Emergence
The new artifacts come into being as part of the company’s management plan.
ii. 2nd phase: Integration
The new artifacts mix up with the existing corpus of heritage assets, so as to
produce an enhanced basis for future valorization.
c. Brand heritage as a source for innovation
The biggest challenge to the theoretical connection between heritage and
innovation requires resolution of this paradox: past heritage is to this moment both
parent and child.
How can a company’s history and cultural background continually generate
benefits for its innovation strategy? How can deeply anchored and highly stable
heritage items that shape a company’s present life also inspire the shaping of its
future?
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i.

A necessary process step

Brand heritage analysis is the primary stage in a three-step process for newly hired
product managers:
-

Observing/auditing the cultural heritage assets of the line of products on
which one can rely ;

-

Getting in touch with clients/customers and users’ experience;

-

Proposing a strategic plan for the next five years.
ii.

Reconciling heritage with “getting rid of the past”

Getting rid of the past, generally considered as intricately linked with innovation
processes, appears at first thought to be totally in conflict with the inclusion of
brand heritage in the process.
The confusion underlying the idea of “past” must be here clarified:
-

“Past” does not relate directly with heritage, but with all of history. The past
includes the misleading interpretation of history (see above: I. a. ii.), a past
we should get rid of to innovate.

-

On the other hand, the heritage mindset relies on bringing to life in the most
effective way the brand’s unquestionable cultural legacy. Heritage is the
crystal that grew under eons of heat and pressure, to be exposed at last as
an essentially timeless gem. In a similar way, brand identity emerges from
the overburden of prehistoric myth and documented events as testimony to
the people and things and actions of most lasting appeal. In that sense,
heritage can never be considered “past”, or antithetical to innovation.
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iii.

Best-qualified heritage assets

What are the brand cultural assets most likely to leverage/feed/inspire the
innovation cycle in its first phases of definition and discovery?

At this stage we consider that innovative products or services, if based on
organized and stimulating approaches, get significant inspirational inputs from:
-

Tangible heritage
o Ancient innovative products
o Ancient innovative tools and/or machinery
o Historic or contemporary places (headquarters, production facilities
etc.)

-

Intangible heritage
o Corporate identity (especially in its territorial sphere of influence)
o Ethical values
o Recognized specific know-how and expertise
iv.

Taking into account the typology of innovation

The typology or nature of the innovation matters significantly in determining the
pace of heritage building. The corporate heritage body will obviously grow with
time, in its volume and complexity. The heritage growing pace being necessarily
slow, it could be coordinated (in a mutually causal relationship) with a type of
innovation that adopts the same pace:
-

Incremental innovation (the dominant form of innovation), with its
progressive evolutionary curve, will be closely connected to the slow
quantitative increase of heritage assets.
Incremental innovation is potentially leveraged by brand heritage

-

On the contrary, disruptive innovation will require a radical change in the
market and/or values approach, and therefore a break-through attitude
regarding the relatively stabilized form of brand heritage assets.
Disruptive innovation is unlikely to be leveraged by brand heritage.
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v.

Concordance/dissonance table

Concordance Heritage/Innovation

Dissonance Heritage/Innovation

st

Including heritage as a 1 step on
auditing a line of products
Considering heritage as at the heart of

Considering heritage as part of the

the company’s present life

company’s past life (i.e. history)

Best inspirational heritage assets
Incremental innovation

Disruptive innovation

d. Graphical representation
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2. Evocations of brand heritage at the heart of innovative companies

To position themselves in a complex marketplace, brands must distill cultural
heritage from history, so as to incorporate innovative strategies likely to appeal to
consumers’ present and future needs.
This approach will produce positive innovative effects, in the fashion industry (for
large companies like LVMH and smaller ones) as well as in other industries.
Effectively linking brand heritage to innovative projects in the real market world
requires extensive research and investigations that would exceed this paper’s
intent. We will then concentrate on a few key commercial innovations (already
launched or to be launched soon) so as to highlight a possible connection with
heritage.
a. Fashion industry
Fashion brands, especially in the luxury market where consumers are eager for the
intangible benefits associated with certain products and services, proclaim their
firm reliance equally on cultural heritage and on innovative processes to ensure
their strategic development.
iii. Louis Vuitton
-

Innovation:

-

Brand heritage field concerned: Core product & brand identity (Travel)
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iv. Burberry
-

Innovation:

-

Brand heritage field concerned: Values & brand identity

Online personalization experience

v. Hermès
-

Innovation:

-

Brand heritage field concerned: Core products & brand identity (Leather)
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b. Other industries
i. Nestlé
-

Innovation:

-

Brand heritage field concerned: Core services + know-how (Quality coffee)

Coffee capsule machines (Nespresso)

ii. Apple (Newton)
-

Innovation:

-

Brand heritage field concerned: Core products and know-how (Electronic)

Handwriting recognition on a PDA

iii. Rolex
-

Innovation:

-

Brand heritage field concerned: Core products & brand identity (Horology)
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E

Online heritage management

Since about 10 years, the web revolution announced by Darcy Dinucci in early
1999 (…”The first glimmerings of Web 2.0 are beginning to appear”…) has clearly
changed the way we see and use information and communication technologies.:
he top social media platforms (LinkedIn – 2003; Facebook – 2004; Twitter – 2006;
Tumblr – 2007; Pinterest – 2010; Instagram – 2010; Google Plus – 2011…) have
already generated more online published content (from personal as well as
corporate sources) than the traditional websites taken as a whole.
No surprise when 29% of the world total population has active social media
accounts! (January 2015 – source: WeAreSocial)
This online content (websites and social media) is of primary importance from a
double perspective: first, it leads the global business side of digital information
(today more than 70% of marketers use social media to gain new customers);
second, it is the most powerful resource of newly produced corporate and brandrelated cultural heritage.
We have already described the weight of corporate heritage and its links to
economic development and long-term stabilized identity: in a digital world, this
phenomenon must urgently be taken into account, by all organizational and
technical means, the reason being that un-archived and unprotected online content
is in real danger of getting lost forever.
“Bit rot” is the name for this more-or-less slow degradation of a company’s digital
corporate heritage: a destructive wave that will first affect the brand and its
artifacts, then indirectly hit the core financial assets as well as the firm’s
development and recovery capabilities.
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An extensive 24/7 use of IBM Social Media tools (or the like) wouldn’t even prevent
a company from bit rot: web archiving has to be taken most seriously, and
implemented with all deliberate speed.
For our purposes we will define Online Heritage Management (OHM) as: an
integrated approach to managing a company’s digital cultural heritage. OHM will
involve technology to organize and automate the preservation of online content,
and optimize the resulting web archives for corporate and brand needs. We will
use the acronym “OHM” in the following development.

Inputs
Proactive web archiving and more explicitly native format web archiving is the
appropriate response to bit rot. This response should be applied in a commercial
way and according to private and specific needs: the Internet Archive, with its
publicly minded approach, is of practically no help to ensure the effectiveness of
brand online heritage preservation, although it does provide access to about 432
billion web pages stored. On the other hand, the International Internet Preservation
Consortium, a global web archiving experts’ network, can be a very useful
resource for companies’ staff and consultants.
In the quest for the most complete range of web-based Electronically Stored
Information (ESI) available, we will take the following extensive inputs into
consideration:
-

Original non-modified native format of websites; (accounts, interactive
pages, and rich media)

-

Public and private social media; (Facebook, Twitter, LinkedIn, Google+, and
the like)

-

Collaborative systems; (SharePoint, Wikis, and the like)

-

Private social networks; (Chatter, Jive, Yammer, and the like)

-

Structural and descriptive metadata of content and files.
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Outputs
OHM outputs potentially include crystal-clear, forward-operating effects on:
-

Strategy at the highest level

-

Decision-making at every level

-

Standard operating procedure in records management, sales, production…

The table below displays a digest of OHM outputs according to their scope of
effectiveness (sort by decreasing public visibility) and to their level of influence on
main corporate operators: (According to a 2014 Bilan Patrimoine survey)
Departments concerned*
Scope

Brand

Corporate

OHM output

Board

Marketing &

Human

Communication

Resource

Finance

Sales &
Production

Awareness

3

5

1

1

4

14

Identity

5

5

3

3

4

20

Development

4

3

2

3

4

16

Value

5

3

2

4

3

17

Preservation

4

5

3

4

4

20

Identity

5

3

4

2

3

17

Social Responsibility

3

4

5

1

3

16

Legal

4

2

4

5

2

17

Strategy

5

3

4

3

3

18

Governance

5

4

3

4

2

18

Social cohesion

4

2

5

1

3

15

Income & Profit

5

3

1

4

4

17

Business value

5

3

1

3

2

14

57

45

38

38

41

* Ranking from 1 to 5: Very limited to no interest; Limited interest; Average interest;
High interest; Very high interest
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We can infer from this outputs digest that:
1. Brand preservation and identity is the OHM output likely to concern most of the
organization’s departments. (Shortly followed by Corporate governance and
Corporate strategy)
2. The board is the organization’s department likely to be concerned by most of the
OHM outputs. (Shortly followed by Marketing & Communication and Sales &
Production)
Obviously, this OHM outputs digest addresses only the one-brand corporate
organization issue: multiple-brands companies and global corporations are much
more complex systems requiring further detailed analysis and auditing.

1. Management: Building an online heritage strategy
After this theoretical approach, we need to apply our findings about online brand
heritage to the area of management at the highest corporate level: that is, building
an actual online heritage strategy.
Strategy never comes fully from scratch, especially for long-lasting corporate
organizations. It derives from prior diagnosis, forward-minded policy, and coherent
actions.
a. The role of auditing
Auditing is crucial, in that it is the most trustworthy means to ensure reliable
objectivity in a cultural field with high misinterpretation risks. Corporate operators,
e.g. records managers or digital archive curators (if any), will faithfully execute their
duties, but they have to be instructed according to a well-defined online heritage
strategy.
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Corporate board and top management will need heritage auditing at three levels:
-

Initial Audits
o To identify the collectable online heritage materials;
o To define the online heritage strategy;
o To propose the right tools for technical purposes.

-

Performance Audits
o To verify the success of quantitative online heritage management
operations;
o To report potential failures in technology use.

-

Quality Audits
o To verify conformance to web archiving organization standards;
o To highlight areas of good practice so as to enhance continual
improvement.

In the initial auditing phase, auditors will define the five key points of the online
heritage strategy, as follows:
-

Selection
Even if seemingly superfluous crawls have to be performed, the
selection process depends on such ardor to define the right types of
collection for the intended goals.

-

Harvest
Collecting data implies capturing the OHM inputs previously
mentioned (Section I) with full integrity.

-

Preservation
The intent of OHM is to preserve over time the strictly original form of
the collected digital content.

-

Access
Born-digital collections require specific software tools. Extensive
consultation can be processed through broad data or archived web
sites page-by-page.
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-

Valorization
Taking advantage of online heritage is the ultimate goal of OHM, and
as such should be extensively explained and justified for the benefit
of all corporate operators.
b. A Unified Heritage Management System

A systemic approach
The concomitant understanding of the corporate organization’s three cultural
dimensions (history, heritage, and identity) necessitates a systemic approach -corporate organizations are complex social entities obeying the general laws of
advanced cultural systems.
Our OHM needs must be satisfied by use of a corporate systemic approach, the
means most likely to accommodate all the relational and organizational issues at
work.
This systemic approach is complemented by a holistic and federalist vision,
leading to an innovative corporate management concept: the Unified Heritage
Management System.
Involving a Heritage Committee
The first stage of a Unified Heritage Management System is the formalization of a
dedicated group of individuals, a Heritage Committee, the lateral missions of which
will be to:
-

Unify and execute the online brand heritage strategy;

-

Coordinate in-house heritage operations;

-

Respond to heritage audit requests.

The Heritage Committee must include board representatives as well as top
management of key corporate departments.
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c. A public-oriented example: the Web-At-Risk project
Designed to benefiting librarians and archivists, the USA-based Web-At-Risk
project is a grant funded by the National Digital Information and Infrastructure
Preservation Program, and initiated by the California Digital Library (University of
California).
The research and assessment materials produced by Web-At-Risk strengthen and
encourage the theoretical concept of a Unified Heritage Management System.
On the practical side, the institutional and technical partners of the Web-At-Risk
project can be valuable information sources for private and business operators.

2. Organization: Developing an archive policy
Confronted by its numerous cultural heritage challenges, the modern corporate
entity needs to develop a comprehensive online heritage strategy, which will be
conducted by the Heritage Committee.
The second OHM stage we are exploring now, following management, is in-house
organization. What sort of practical digital archive policy can be generated by
online heritage strategy?
The archive policy relies on three major actions, and involves several specific
matters.
a. Three major actions
-

Ranking archive needs and potential risks;

-

Identifying operative protection and exploitation goals;

-

Identifying the most realistic mechanisms.
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b. Major matters involved
-

What are the firm’s most important cultural assets?

-

Who generates and controls them in the firm?

-

What is the proportion and structure of their online dimension?

-

What existing policies are in place to store and provide efficient/productive
access to these online assets?

-

What level of risk is management willing to accept for each of these assets?

Providing detailed answers to these key questions will be the first step of the
Heritage Committee action plan, and will directly lead to build an Acceptable
Online Heritage Policy. (AOHP)

3. Technology: Writing the right plan
Following the online heritage strategy building and the archive policy statements,
writing the right technology plan concludes the initial OHM process.
a. Structure
Online Heritage Management relies on two pillars:
-

Consulting/auditing;

-

Tools/software.

As for tools and software, the state-of-the-art global technical reference is the
WARC format.
WARC stands for “Web ARChive” and combines multiple online resources (the
previously described OHM inputs) into an aggregate archival file, together with
connected information. “A WARC record consists of a record header followed by a
record content block and two newlines; the header has mandatory named fields
that document the date, type, and length of the record and support the convenient
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retrieval of each harvested resource (file). There are eight types of WARC record:
'warcinfo', 'response', 'resource', 'request', 'metadata', 'revisit', 'conversion', and
'continuation'. The content blocks in a WARC file may contain resources in any
format; examples include the binary image or audiovisual files that may be
embedded or linked to in HTML pages.” (Source: Digital Preservation / Library of
Congress – USA)
The WARC file format is definitely the technology to take into account when setting
up the archive policy derived from the online heritage strategy. WARC is
connected to ISO 28500 certification.
For private corporate organizations, this standard ensures the reliability and longterm stability of the whole OHM process.
An interesting initiative has to be mentioned here: OpenWayback is an opensource project meant to develop the key technology related to the Internet
Archive’s Wayback Machine and used by numerous web archivists to play back
archived websites. Dynamic content such as social media can also be taken into
account.
Structuring the most efficient technology plan will require weighing up all of these
actions (file format, certification, open-source query and access) and will be of the
highest importance as a basis for the following four key processes: (SASA)
1. Selection;
2. Acquisition; (possibly through Heritrix archival web crawler)
3. Storage; (possibly through Bagit-conformant packages)
4. Access. (Possibly through the Wayback Machine)
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b. Tools and software
In building and implementing a comprehensive OHM system, the Heritage
Committee should consider using some of these tools and software: (Further
development activity will have to be considered to fulfill all brand/corporate needs)
Technology
ArchiveFacebook
Heritrix
HTTrack
SiteStory

OHM process

Harvest (Acquisition)

WARCreate
Warrick
Wget
Building Collections on the Web
CINCH
NetarchiveSuite
Web Curator
HTTrack2ARC
Java Web Arrchive Toolkit
JHOVE2
MediaWiki Memento Extension
Web Archive Transformation
Format
Web Archive Transformation
Utilities
WarcManager

Harvest (Curator
tools)

Preservation
(Collection, storage
and maintenance)

WARC Tools
Time Travel Portal
Time Travel APIs
Memento Time Travel
NutchWAX
WEb aRchive Access
Wayback Machine
Xinq
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Access and data
searchaids

Related OHM inputs
Social media
Websites
Websites
Transactions between
web clients and web
servers
Websites
Websites
Websites and social
media
Websites
Internet-accessible
documents
Websites and social
media
Websites
Websites
Websites
Websites
Wikis
Websites
Metadata
Websites
Websites and social
media
Websites and social
media
Websites and social
media
Websites and social
media
Websites
Websites
Websites
XML database
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Conclusion
A systemic cultural vision
To put the brand under the microscope of a cross analysis of historical
interpretation and identity is to take the measure of its complexity as a social and
business artifact.
But even though complex, the corporate-supported brand follows general laws,
more specifically those governing the functioning of advanced cultural systems.
To understand the scope of this phenomenon, which has been analyzed in the
anthropology and sociology of organizations, it is necessary to rely on the systemic
approach, scientific and structured side of a holistic and globalizing vision that
appeared in the 19th century with the birth of gigantic industrial empires.
Complex systems were then and are now considered in terms of equilibrium or disequilibrium stages, of exchange capacities between the several parts of the whole,
of circular causality, and of something we will name the intentional factor, which
inspires the so-called concept of spontaneous generation.
Indeed, an intention (even collective and diffuse) is a requisite condition for
structuring the framework of the social corporate body, including its most economic
manifestation, the brand. Like the corporate organization itself, the branding spark
originates by anything but chance. Connected to the constructivist school of
thought previously evoked, the systemic approach greatly enriches our capacity to
understand relational and communications issues at work in organizations.
The historic and heritage visions, and the correlated building of identity feeling can
then be largely enriched and, to say the least, clarified. The combined concern of
these three connected dimensions (history, heritage, identity) justifies a systemic
conception of the enterprise, and consequently of its most attractive artifact, the
heritage brand.
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From brand heritage to brand-fiction
The brand’s most reliable cultural assets are an open door to legitimate new
development strategies, but also, paradoxically, to a sort of imaginary status (not a
legendary status) likely to catalyze and support the engagement of all creative
stakeholders in the years to come.
Every brand may, literally speaking, be a work of fiction, a complex narrative work
permanently constructed, supported and enhanced by a pool of cultural insights
shaped to fit the narrative. Such imaginative thinking could be worth a much longer
development culminating in “creative heritage writing” that incorporates the key
components of brand memory.
The brand-fiction would then constitute an ultimate and auto-generative shape of
“reality disembodiment”: a symbiotic space-time freed from business-related
constraints, and therefore totally appropriable by all stakeholders in a fully
cooperative and enlightening forward-looking mindset.
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Electronically Stored Information
http://www.techopedia.com/definition/1013/electronically-stored-information-esi
SharePoint
https://products.office.com/en-us/sharepoint/collaboration
Chatter
http://www.salesforce.com/chatter/overview/
Jive Software
https://www.jivesoftware.com/
Yammer
https://www.yammer.com/
Web-At-Risk
http://www.cdlib.org/services/uc3/partners/webatrisk.html
WARC file format
http://www.digitalpreservation.gov/formats/fdd/fdd000236.shtmlv
ISO 28500 certification
http://www.iso.org/iso/iso_catalogue/catalogue_tc/catalogue_detail.htm?csnumbe
r=44717
OpenWayback
https://github.com/iipc/openwayback/wiki
Heritrix archival web crawler
https://webarchive.jira.com/wiki/display/Heritrix/Heritrix
Bagit-conformant packages
http://tools.ietf.org/html/draft-kunze-bagit-08
http://wearesocial.net/blog/2015/01/digital-social-mobile-worldwide-2015/
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