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4. The Role of Internal Communication
in Shaping Corporate Heritage in Ministries:
An Explorative Study of Lithuania and Italy

Vytautas Beniusis, Paolo Brescia

4.1. Introduction

This research aims at analysing the concept of corporate heritage for pu-
blic sector (PS) organizations, particularly ministries. In contemporary
contexts, corporate heritage is considered as a pivotal element for or-
ganizational success, playing a central role in shaping and sustaining
organisation’s identity. By utilizing historical and authentic resources,
such as archives and museums, corporate heritage enables organiza-
tions to establish a prominent position within the institutional, cultural,
and economic landscape. Over the past decade, several scholars have
examined this topic (Martino, 2013; Martino & Lovari, 2016; Napolitano
et al., 2018), highlighting its value as a platform for shaping corporate
culture and identity. Specifically, corporate heritage fosters meaning-
ful relationships among employees and with external stakeholders, in-
cluding customers, visitors, business partners, educational institutions,
government agencies, and local communities (Martino & Lovari, 2025).

The importance of corporate heritage is deeply rooted in the con-
sideration that fostering historical and symbolic continuity, organiza-
tions can strengthen their corporate culture and identity, in order to in-
crease their reputation and to enhance their markets. Indeed, in an age
characterized as the age of social difficulties, ongoing uncertainty and
military conflicts, as well as an urgent need to address crises promptly
(Opatska et al., 2024) and to tackle global mental health issues affecting
organizations (Kalaitzaki et al., 2023; Mottola et al., 2023), entities are
increasingly acknowledging the value of revisiting their roots. As Aaker
(2004) observes, “any brand, but especially those that are struggling,



94 CorrPORATE HERITAGE: COMMUNICATION AND IMPACT

can benefit from going back to its roots and identifying what made it
special and successful in the first place” (p. 7).

Moreover, according to Urde et al. (2007), every organization, par-
ticularly companies, possesses a ‘heritage potential’, derived not mere-
ly from corporate longevity as a chronological attribute but from a
broader set of prerequisites (Martino & Lovari, 2025). This potential is
further supported by a strong reputation grounded in consistent qual-
ity, ethical behavior, and adherence to core values, the strategic use of
symbolism to reinforce brand identity and a commitment to preserving
corporate history through dedicated archival efforts.

4.2. Theoretical framework

4.2.1. The internal value of corporate heritage

Beyond the external context, corporate heritage can serve as a pivotal
tool for engaging internal stakeholders, fostering a collective sense of
belonging and purpose. Despite its potential, research on the integra-
tion of corporate heritage into internal communication strategies re-
mains limited. Existing studies suggest that organizations can leverage
corporate heritage to enhance employee engagement, motivation, and
alignment with organizational goals (Martino, 2013).

Particularly in periods of transformation — such as organizational
changes — or significant anniversaries — organizations can have crit-
ical opportunities to rediscover and activate corporate heritage as a
strategic identity asset (Martino, 2013). In fact, by offering a stabilizing
narrative, corporate heritage not only inspires collective action but also
facilitates effective change management.

A range of tools — including historical archives, museums, tradi-
tional events, personnel celebrations, corporate publishing, storytelling,
and symbolic initiatives such as centennials and other anniversaries —
play a key role in cultivating organizational memory. In recent years,
as organizations navigate an increasingly digitized world, multimedia
content has emerged as a prominent corporate heritage tool (Martino
& Lovari, 2025). These tools enable employees to better understand the
organization’s evolution, connect with its mission, and act as brand am-
bassadors, thereby strengthening the organization’s external identity.

To emphasise the importance of a comprehensive integration of
the whole set of tools and initiatives in the field of corporate heritage,
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Martino and Lovari (2025) conducted the research, which introduced
a new theoretical framework, the internal heritage mix. The objective of
this framework is to support both internal and external stakeholders,
aligning both on- and offline internal processes pertaining to corpo-
rate identity. This approach has the potential to shed light on actual
communication scenarios, such as increasing platformization (van Dijk
et al., 2019) and convergence (Jenkins et al., 2013). Consequently, the
heritage mix functions as a strategic framework for organisations to
manage corporate identity, thereby providing a foundation for external
positioning and integration.

Furthermore, the effective integration of corporate heritage tools
appears to be a critical factor in fostering relationships and connec-
tions within the workforce. By bridging the past, present, and future,
corporate heritage reinforces a shared identity that not only moti-
vates employees but also empowers them to act as cultural stewards
(Mazzei, 2014). This ensures the transmission and sustainability of or-
ganizational values across generations, safeguarding the authenticity
of corporate identity in an evolving landscape.

In this process, internal communication, which consists of creat-
ing, transforming, and spreading information among individuals,
groups, and the entire organization (Rogala & Bialowas, 2016, p. 43),
plays a crucial role in forming corporate heritage by preserving tra-
ditional events, continuously sharing narratives about the organiza-
tion’s past, discussing its identity and common values, and passing
on its history to newcomers and future generations, among other
things (Maier & Andersen, 2017; Balmer, 2013). Some researchers
suggest incorporating the ability to effectively communicate with
employees into managers’ key performance indicators (KPIs) and
their performance evaluation (Delport, Hay-Swemmer & Wilkinson,
2014), considering internal communication as a strategic part of or-
ganizational management (Zaumane & LeS¢evica, 2023; Jakucioniene,
2023; Grunig, 2013), which helps achieve organizational goals. It is
argued that when communication is viewed as a core organizational
value (Delport et al., 2014), employee productivity increases, internal
climate improves, employee loyalty to the organization grows, and
the overall organizational performance improves, making it easier
to achieve organizational objectives (Vercic¢ et al., 2012). Therefore,
proper management of internal communication in this process is par-
ticularly important.
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4.2.2. Corporate Heritage within public sector organizations

In recent years, public sector organizations (PSo) have faced several chal-
lenges, including reputational crises at various levels, such as ministries
and municipalities level (Lovari & Ducci, 2022). This evolving landscape
requires PSo to address and overcome their structural limitations (Canel
& Luoma-aho, 2019) to effectively engage both internal stakeholders,
such as employees, and external stakeholders, including citizens. Chal-
lenges such as increasing disinformation, citizen engagement, and digi-
tal activism (Badham et al., 2024) exacerbate the need for PSo to rebuild
trust and bridge the gaps between institutions and citizens.

The transition to a digital landscape has brought additional chal-
lenges, highlighting the difficulty many PSo face in fully understand-
ing and adapting to the specific characteristics of the digital environ-
ment. In many instances, this has resulted in a mere digital transfer of
offline activities without a critical rethinking of content. In this context,
PS communication plays a dual role as both a driver and mediator
of change. Effective public communication must not only address the
needs of citizens but also empower and encourage participation from
both internal representatives of PSo and external stakeholders (Ho-
mont et al., 2024). Digital platforms, when used strategically, offer an
opportunity to reimagine the relationship between citizens and insti-
tutions by adopting a relational approach that fosters dialogue, trust,
and the co-creation of public services (Lovari et al., 2020). Despite these
opportunities, the shift towards digital platforms underscores the ur-
gency of professionalization and continuous training of public sector
employees (D’Ambrosi et al.,, 2024). To address these issues, organ-
izations must adopt innovative strategies that foster digital literacy,
enhance communication, and promote social inclusion.

A possible dimension in which PSo can operate to face these challeng-
es is the integration of corporate heritage tools in their communication
strategies. Indeed, while traditionally associated with private organiza-
tions, corporate heritage can play a crucial role in PSo also, by providing
a stabilizing narrative that reinforces institutional identity, continuity,
and legitimacy. PSo can leverage corporate heritage to strengthen their
societal role and enhance their long-term societal impact. Indeed, with
their long-standing historical continuity, PSo are uniquely positioned
to use corporate heritage to enhance employee engagement, promote
cultural alignment, and support governance transparency (Reinikainen
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& Valentini, 2023). Similar to other organizations, even PSo archives and
museums, traditional and celebratory events, employee ceremonies and
corporate publications can be effective tools and strategies to strengthen
corporate heritage, fostering employee engagement. All these efforts can
lay the foundations for medium- to long-term success and for regaining
trust not only with internal personnel, but also with citizens. Indeed, a
specific effort on corporate heritage can foster greater co-creation and
collaboration of PSo with internal and external stakeholders (Lovari &
Ducci, 2022). The role of ministries among other PSo is special, as they
oversee specific areas of state governance and simultaneously coordi-
nate the work of subordinate institutions. Ministries also play a central
role in society, as they are key players within the governmental frame-
work (Christensen et al., 2020). Being responsible for shaping state pol-
icy in a specific field (Beniusis, 2024; Marcinskas & Vaskelis, 2003), they
are also tasked with implementing national policies, managing public
services, and addressing key societal, economic, and infrastructure is-
sues (Bakaveckas, 2003).

Public policy within a ministry is often shaped by the political party
in power, which significantly influences the direction and priorities of
its initiatives. The appointed minister, representing the party’s interests,
assumes a form of ‘ownership’ over the ministry’s management area,
granting them authority to shape and implement policies aligned with
their political agenda. This aspect underscores the dual function of min-
istries, both operational and strategic entities in government as well as
their strategic mission in the public sector.

4.3. Research methods

To address the outlined challenges, this research aimed to identify how
corporate heritage contributes to the organizational identity of minis-
tries in two specific contexts: Italy and Lithuania. The focus was placed
on understanding the role of corporate heritage elements within these
ministries and how these elements help shape their internal culture and
public image.
The research sought to achieve six specific objectives:
1. Toidentify the type of traditional events and their features which are
considered as corporate heritage in Italian and Lithuanian ministries.
2. Toidentify physical objects of the Ministry which are considered as
corporate heritage in particular Lithuanian and Italian ministries.
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3. To identify the attitude to corporate publishing policies in both
ministries.

4. To disclose internal communication campaigns, training and lear-
ning activities which promote corporate values and are aimed at
strengthening corporate heritage of the organization.

5. To identify the Ministry’s identity in both countries.

6. To find out how corporate heritage could be revitalized in the
ministries.

To examine trends and perceptions using an explorative (Grenness,
2023; Yin, 2014), comparative (Bryman, 2012) and grounded theory
approach (Heath & Cowley, 2004; Glasser & Strauss, 1967), two case
studies were developed, using several qualitative methods. Qualita-
tive research is particularly well-suited for studies involving small
participant groups and emphasizes avoiding predefined response cat-
egories to allow for flexibility and depth in data collection (Kidd, 2002,
p. 126). Semi-structured interviews were chosen as the primary meth-
od because they allow researchers to explore participants” experiences
and perspectives in a nuanced manner. Lincoln and Guba (1985) high-
light the importance of trustworthiness in qualitative research, empha-
sizing credibility, transferability, dependability, and confirmability as
key criteria. They argue that semi-structured interviews are effective
in meeting these criteria, as they facilitate rapport-building and allow
researchers to tailor questions based on interviewee responses. This
adaptive approach was particularly valuable in capturing the complex
and context-specific aspects of corporate heritage.

The research method consisted of several steps. First, five semi-struc-
tured interviews were conducted with experts directly involved in
preserving corporate heritage within the ministries. These individuals
were chosen based on their expertise and familiarity with organiza-
tional history, internal communication, and human resource policies
related to heritage. The interviews provided a foundation for under-
standing the practices, challenges, and opportunities associated with
corporate heritage in both countries. Second, a contextual analysis of
internal ministerial documents was carried out based on the documents
provided by interviewees. This analysis supplemented the interview
data by providing additional insights into how corporate heritage is
formally documented, preserved, and communicated within the minis-
tries. These documents included policies, reports, and archival materi-
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als that highlighted the ministries” historical evolution and contempo-
rary identity.

The research was conducted over three months, from September to
November 2024. It focused on two ministries: the Ministry of Trans-
port and Communications in Lithuania and the Ministry of Defence in
Italy. These ministries were selected due to their strategic importance
and historical significance. Infrastructure such as railways, airports,
and roads, along with military operations and defense strategies,
represent critical areas for national development and security. Fur-
thermore, both ministries have a rich history within their respective
governmental systems, providing a substantial base for studying cor-
porate heritage and its role in shaping organizational identity.

The Ministry of Transport and Communications of the Republic of
Lithuania oversees strategic areas of public transportation, including
roads, railways, maritime, and air transport. Under its jurisdiction are
17 companies, institutions, and enterprises that contribute to the coun-
try’s transportation infrastructure. The Ministry of Defence of the Re-
public of Italy, on the other hand, is responsible for national security,
defense strategy, and military operations. It plays a vital role in Italy’s
international commitments, including contributions to NATO and EU
missions. The Ministry is unique in its authority over the armed forces
and its coordination of responses to national emergencies, making it a
particularly relevant case for studying corporate heritage.

The qualitative research relied heavily on semi-structured interviews
with internal communication and human resource specialists from both
ministries. Participants were selected based on their close involvement
in initiatives related to preserving corporate heritage. In total, three rep-
resentatives from Lithuania and two from Italy were interviewed. These
individuals were identified as key informants with in-depth knowledge
of heritage-related activities and policies in their respective ministries.

To accommodate participants’ preferences and schedules, inter-
views were conducted remotely. The interviews lasted between 40 min-
utes and 1 hour and took place during a period when both ministries
operated under a hybrid working model, allowing employees to work
remotely two to three days per week. For the Lithuanian Ministry, all
interviews were recorded and transcribed to ensure accuracy and facil-
itate detailed analysis. Informants from the Lithuanian ministry were
coded with letters A, B, C. Each informant was assigned a specific letter
to describe their expressed thoughts while ensuring the anonymity of
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the data. However, in the case of the Italian Ministry, recording was not
permitted by the interviewees. As a result, interview notes were taken
by hand. Informants from the Italian Ministry were coded with letters
D, E. To address possible ambiguities in these notes, follow-up ques-
tions were posed to clarify participants’ responses.

To ensure ethical standards in the research and maintain the ano-
nymity of participants, all transcripts and handwritten notes from each
interviewee were securely stored in separate computer files that were
inaccessible to anyone, including the co-authors of the article.

4.4. Findings
4.4.1. Perception of corporate heritage in Lithuanian Ministry

After conducting three semi-structured interviews, the traditional events
of the Lithuanian Ministry of Transport and Communications were iden-
tified. These include the annual employee conference in the spring, the
sports event in August or early autumn, the anniversary of the Ministry’s
founding in November, and the Christmas event in December. It was
found that two of these events — the sports event and Christmas celebra-
tion — have long-standing traditions dating back several decades, while
the other two — the employee conference and anniversary of the Ministry’s
founding celebrations — were introduced during the previous political
leadership of the Ministry around 2018-2019 and have continued since.

The employee conference began as an opportunity for departments
to present their work, showcasing the activities and projects they are
engaged in. Each department would present slides or videos to share
their accomplishments. Over time, the format evolved: now, the Min-
istry’s leadership first presents an overview of the Ministry’s work, fol-
lowed by invited speakers who discuss topics of interest and relevance
to employees, such as teamwork and personal development.

The initial idea behind the conference was to gather and cheerfully pres-
ent the work of the Ministry’s departments — what activities they are
engaged in and what projects they are implementing. <...> The first con-
ference took place in 2019 or 2020 <...> We had a moderator, and each
department presented its work — some with slides, others with videos.
Therefore, the initial concept of the employee conference changed — now
it invites speakers who can captivate our employees with interesting
topics, presenting various field-related highlights. [Participant A]



4. The Role of Internal Communication in Shaping Corporate... 101

During the anniversary of the Ministry’s founding, long-serving employ-
ees are honoured, and former long-term employees and former ministers
are invited. Commendations are given to employees celebrating 10, 15,
20, 25, and 30 years of service. These awards are typically presented by
the former ministers who hired the employees.

The event includes recognition for long-serving employees, a concert, and
socializing with the leadership, former ministers, and former colleagues
who worked in the Ministry for many years and are now retired. <...>
This is a way to honour our former employees and showcase the organi-
zation’s long-term sustainability. [Participant B]

The sports event is more informal, providing an opportunity for employ-
ees to socialize. Occasionally, guest speakers are invited, and the event
may take place at institutions affiliated with the Ministry. The event in-
cludes sports competitions, and in recent years, employee surveys have
been conducted to gather feedback on the event’s format and content.

The Christmas event includes awards, with statues representing the
values upheld by the ministry. Five awards are presented: Manager of
the Year, Newcomer of the Year, and recognitions for fostering contin-
uous improvement, responsibility, and respect and openness. At the
beginning of December, an anonymous survey is posted on the Min-
istry’s intranet. The survey lists all Ministry’s employees (from the po-
litical leadership to regular employees) and encourages active voting
for employees based on the previously mentioned nominations.

Nominees are selected by everyone — both the political leadership and
employees. After tallying the survey results, we select the colleagues who
received the most votes in each nomination. The winner of each nomina-
tion is announced only at the festive evening event. [Participant A]

During the interviews, physical objects considered part of the corporate
heritage of the Lithuanian Ministry were also identified — the Ministry’s
library and the meeting hall with portraits and photographs of past
ministers with their service dates. The library houses artifacts related
to the Ministry, such as souvenirs and gifts received by the leadership,
as well as sports awards won by the Ministry’s teams. This place is re-
garded as a cozy space, equipped with a coffee table, bean bags, and
a TV. Departments occasionally hold meetings there, and individual
employees may use it for relaxation. It also serves as a children’s room
where mothers can bring their kids.
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People gather there to socialize [Participant B]

The space is open and informal. <...> It's a cozy space for socializing.
[Participant A]

The research revealed the attitude toward the corporate publishing
policy in the Ministry. It showed that, although no special books,
brochures, or video materials documenting the ministry’s history are
maintained, there are welcome books for newcomers, which intro-
duce the organization’s rules and values to incoming members. These
so-called welcome books make specific reference to traditional cor-
porate history events.

It mentions traditional celebrations and other social activities offered
by the Ministry. It is in this welcome book that employees are encoura-
ged to share their best practices from previous workplaczes and sug-
gest ideas for improving existing activities. [Participant A]

The study identified internal communication campaigns, training, and
learning activities that promote corporate values and aim to strength-
en the organization’s corporate heritage. It showed that the Ministry’s
values, such as responsibility and continuous improvement, as well as
traditional events like the Christmas party, are displayed on employees’
computer screensavers so that employees can always see and remember
them when opening their computers.

As traditional events approach, computer wallpapers are created for all
employees, reminding them not to forget and to participate. [Participant B]

The study revealed that the Ministry does not have a single unit respon-
sible for internal communication (IC) management at the ministerial level.
Since the IC management function is divided among several depart-
ments, this fragmentation creates challenges in developing a cohesive
strategy for preserving corporate heritage.

Corporate heritage cultivation requires an owner, and that owner needs
the support of a leader or political management. <...> At the moment
there is no one owner. [Participant B]

Corporate values are promoted through team-building training ses-
sions held such as the Ministry’s sports event, where employees gather
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in groups to share experiences and discuss topics such as internal
communication and teamwork, or other online or tete-a-tete events.
Team-building training typically covers topics like interpersonal rela-
tionships, conflict resolution, and negotiation skills, to promote team
spirit and build the team is also seeked via traditional events.

We sit in circles, share experiences, and do team tasks <...> these activi-
ties occur at least during two events — the employees’ conference and the
employees’ sports event. [Participant A]

The training is of two levels — one type focuses on employees’ profes-
sional fields, aimed at developing competencies directly related to their
work. The other type of training is team building which is focused on
relationships, conflict resolution, and negotiation skills development;
these trainings are more about communication. [Participant B]

Political leadership expects department heads to organize at least one
training session per year to strengthen organizational culture and team
spirit. Department heads are also expected to hold in-person meetings
with their teams at least once a month to strengthen team spirit.

Managers from the political leadership are tasked with organizing training
sessions for their team members at least once a year to develop their com-
petencies and motivate employees. They are also expected to hold at least
one live meeting per week with their team members to foster team spirit.
[Participant C]

The Lithuanian Ministry’s identity evolves somewhat with each change
in political leadership — every four years, after elections —but there is al-
ways something that becomes a part of the Ministry. Interviewees have
observed that employees who serve in the Ministry for a long time form
close-knit, family-like relationships and want to preserve traditional
events such as the sports event, employee conference, etc. Some repre-
sentatives mentioned a ‘culture of fear’, characterized by excessive cau-
tion and reluctance to take initiative, especially among those who have
served in the Ministry for a long time. The strong sense of responsibility
among employees is also considered part of the Ministry’s identity. The
Ministry’s logo is regarded as its most significant symbol, representing
its areas of responsibility — the three origami figures (car/ship/plane).
This visual symbol is easily recognizable both within the organization
and externally and is considered part of the Ministry’s identity. The logo
is used in both internal and external documents.



104 CorrPORATE HERITAGE: COMMUNICATION AND IMPACT

The Ministry’s logo is considered ours. It has integrated quite nicely,
and I believe it will remain for a long time. [Participant A]

Our logo is unquestionably a part of our identity. If we asked anyone in
the Ministry, they would say the same. [Participant B]

4.4.2. Perception of corporate heritage in Italian Ministry

After conducting two semi-structured interviews, the traditional events
organized by the Italian Ministry of Defence were disclosed.

Celebratory events organised by the Ministry and the armed forces
throughout the year serve to reinforce the sense of belonging to the in-
stitution, foster a sense of shared identity among both civilian and mili-
tary employees, and cultivate a sense of ‘national identity’ among those
who work within the Ministry. These events are specifically dedicated to
honoring the Ministry’s employees, both military and civilian, and often
feature the active participation of the minister. During these occasions,
employees are recognized through distinctions or awards, highlighting
their contributions and achievements. Additionally, each branch of the
armed forces under the Ministry organizes its own personnel day during
the year, emphasizing their unique identity and traditions. Of particular
significance is Civilian Personnel Day, which receives special attention
and involvement from the minister. The minister’s participation in these
events underscores the importance of civilian employees within the Min-
istry, sending a powerful and inclusive message.

Civilians have to feel ‘part of the team’ in the same way as the mili-
tary, there is no difference, except in the oath that military personnel
take, in which they swear to serve even at the cost of their own lives.
[Participant D]

The Ministry places significant emphasis on these gatherings, recog-
nizing their capacity to reinforce commitment to national service and
underscore the continuity of Italy’s defence heritage. These events are
designed to honour distinguished service and acknowledge the dedica-
tion of personnel. Indeed, to honour personnel reflects its commitment
to maintaining and enhancing a deeply rooted heritage.

During the year, the Ministry also promotes sports and cultural ac-
tivities to encourage employees to get together and enjoy themselves,
organising tournaments, competitions and artistic events.
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Furthermore, the Ministry celebrates the Day of the Tricolour (Giorno
del Tricolore), an Italian national holiday observed annually on January
7th. This occasion commemorates the proclamation of the Italian flag
(il Tricolore) as the national flag, emphasizing the significance of this his-
torical symbol within the organization.

The centennial celebrations of the armed forces are also very impor-
tant, serving as opportunities to commemorate the longevity of the var-
ious branches of the Ministry.

The Italian Ministry of Defence is home to a range of physical objects
considered parts of the corporate heritage, such as museums, archives,
and historical collections, that illustrate the rich heritage of its armed
forces. Key examples include the Italian Air Force Historical Museum
(Museo Storico dell’Aeronautica Militare) at Vigna di Valle, which houses
aircraft, engines, and artifacts that trace the evolution of Italian avia-
tion from its origins to the modern era. The museum also features re-
stored historical planes and interactive exhibits, preserving the Air
Force’s legacy and engaging visitors with immersive experiences. An-
other important institution is the Museo Storico dell’Arma dei Carabinieri
in Rome, which highlights the contributions of the Carabinieri military
police force. Furthermore, the Italian Naval Museum (Museo Tecnico Na-
vale in La Spezia) showcases the history of the Italian Navy through a
collection of ship models, historical flags, and navigation equipment.
These museums, along with archives like the Historical Archives of the
Italian Army, preserve documents, photographs, and records critical to
understanding Italy’s military history and heritage. Besides this, some
significant halls of the Ministry are dedicated to ministers of the past or
military heroes, with commemorative pictures or plaques.

The Ministry of Defence in Italy engages in corporate publishing
as a way to document, celebrate, and share the activities, history, and
achievements of the Italian armed forces. Through various publica-
tions, including 15 magazines, several reports, historical volumes, tech-
nical manuals, and commemorative editions, the Ministry provides val-
uable resources that detail military operations, advancements, and the
evolving role of the armed forces in national and international contexts.
Magazines such as ‘ID’, ‘Rivista Militare’ and ‘Rivista Aeronautica’ offer
insights into recent developments, innovations, and perspectives from
defence experts. These magazines also inform readers about traditional
and historical events, as well as recent activities within the Ministry.



106 CorrPORATE HERITAGE: COMMUNICATION AND IMPACT

These publications not only serve an educational purpose but also re-
inforce the institutional identity and values of the Ministry of Defence.

Internal communication, which promotes corporate values and is
aimed at strengthening corporate heritage within the Ministry of De-
fence, is structured through various channels and approaches, designed
to reinforce institutional cohesion and information dissemination. An
example of offline internal communication strategy is symbolically em-
bodied in daily ‘flag-raising ceremonies’, a ritual that serves as a foun-
dational moment for departmental unity.

This ceremony not only provides a physical setting for distributing
important information but also reinforces identity markers, cultural
values, and the collective mission of the department. [Participant D]

In parallel, the Ministry has maintained a longstanding commitment to
online internal communication through its intranet system, which has
been active for many years. The intranet functions as a comprehensive
platform for centralized communication, offering easy access to useful
resources, updates about the Ministry and even departmental directives.

Together, these offline and online communication methods reflect a holi-
stic approach to internal communication, ensuring both the accessibility
of real-time information and the reinforcement of shared identity within
the Ministry of Defence. [Participant E]

The identity of Italy’s Ministry of Defence is deeply rooted in the concept
of service to the country reflecting a commitment to national defense and
public service that extends beyond military operations alone. Derived
from the insights of our privileged witnesses, this identity is based on
two fundamental principles: defending the country and being of service to
all. These dual commitments form a cohesive identity rooted in duty, re-
silience, and a dedication to both protection and public service. Through
this combined mission, the Ministry of Defence positions itself not only
as a defender of national sovereignty but also as an enduring institu-
tion that upholds the well-being of all citizens, reinforcing the Ministry’s
identity as both a protector of security and a servant to the nation, em-
bodying values that transcend the military sphere.

The Ministry places a strong emphasis on fostering a strong sense of
identity and belonging among its members through structured traditions
and rituals. By promoting internal heritage learning, through various el-
ements, including heraldry, ceremonial practices, and historical story-
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telling the Ministry aims to enhance resilience, and a sense of purpose
among its personnel. This approach contributes to a strong and cohesive
identity that is both internally recognized and externally projected, con-
veying an image of unity and honor.

Only by comprehending the Ministry’s legacy of service, sacrifice
and resilience can employees truly understand their own role as integral
components of a long-standing mission. This, as a consequence, serves
to deepen their commitment to the organisation’s objectives and the
nation they serve. Corporate heritage thus functions as a foundational
anchor for employees, shaping their values and aligning their personal
aspirations with the Ministry’s overarching mission.

4.4.3. Comparison of the two cases

The study revealed that both ministries share similarities, but also ex-
hibit differences in the aspects analyzed. Below is a comparison of the
two cases based on the research questions:

1. Traditional events in both ministries. Both the Lithuanian Ministry of
Transport and Communications and the Italian Ministry of Defence
place significant value on traditional events. However, the Lithua-
nian Ministry is more flexible in initiating new events, which often
evolve into traditions over time, typically supported by the Ministry’s
political leadership (e.g., the Employees’ Conference, Ministry Foun-
ding Celebration). In contrast, the Italian Ministry of Defence tends
to uphold long standing annual traditions, some of which have been
celebrated for decades. This reflects the Ministry’s strict hierarchy and
organizational culture, which may limit the creation of new traditions.

2. Corporate Heritage and Physical Artifacts. Both ministries maintain
physical artifacts that embody their corporate heritage and help pre-
serve the Ministry’s identity, such as libraries, museums, and histo-
rical collections. While some heritage items are similar — such as
portraits or photographs of past ministers or other important figures
for the organisation’s heritage — there are notable differences. For
example, the Lithuanian Ministry’s library, considered part of its cor-
porate heritage, serves as a relaxing and informal meeting space and
even highlights the sporting achievements of Ministry employees. In
contrast, the Italian Ministry of Defence’s corporate heritage focuses
on traditional historical preservation, with museums and collections
primarily dedicated to educational purposes.
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3.

Corporate Publishing Policies. The Italian Ministry of Defence publi-
shes several regular corporate magazines that inform readers about
traditional and historical events, as well as recent activities within
the Ministry. The Lithuanian Ministry of Transport and Communi-
cations does not produce a similar magazine, but it provides newco-
mers with a welcome book that introduces key Ministry rules and
traditional events. The Italian Ministry of Defence does not have an
equivalent publication for onboarding.

Internal Communication Campaigns and Activities to Promote Corporate
Values.

The approach to internal communication campaigns, training, and le-
arning activities aimed at promoting corporate values differs between
the two institutions, largely due to varying levels of flexibility. In the

ITaLy LitTHUANIA

Ministry of Defence The name Ministry of Transport
(Ministero della Difesa) of the Ministry and Communications
(Susisiekimo ministerija)

4 February 1947 Date of foundation 11 November 1918
The internal communication Department The internal
is managed by responsible communication
the Communication for internal is managed by two
Office of Defense communication departments within
(Ufficio Comunicazione the ministry — the Human
Difesa), an office Resources Division
of direct collaboration and the Organization
with the Minister. Management Department.
- Intranet Organization - Intranet
- Internal Bulletins of co'rporate - E-mails

& Digital Platforms i mter.nai. - Information displayed

mmunication
for personnel COUMULUNICAD on employees’

communication
computer screensavers

- Traditional annual

Publications & Events events (11T1-p.erson). )
aimed at transparency - Team building trainings

and engagement sessions (in-person)
- Ministry’s hour
with the political team
of the Ministry (online)

Traditional annual
events

Table 4.1. Ministries and Their Internal Communication Management. Source: created
by authors based on interviews data.
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Lithuanian Ministry of Transport and Communications, corporate
values are actively promoted by political leadership, which encou-
rages department heads to organize regular team-building activi-
ties and special events to strengthen and reinforce these values. In
contrast, the Italian Ministry of Defence reinforces corporate values
through daily routines, such as flag-raising ceremonies and oaths of
allegiance, without special events dedicated to strengthening corpo-
rate values.

5. Ministries’ Identity. For the Lithuanian Ministry of Transport and
Communications, the Ministry’s logo is regarded as its most signi-
ficant symbol, representing its areas of responsibility (car, ship, pla-
ne). The Ministry’s identity evolves with each change in political le-
adership — typically every four years after elections — but certain
elements remain integral to its character. Long-serving employees
develop close-knit, family-like relationships, which are regarded
as part of the Ministry’s identity. Traditional events, such as the
annual sports day and employee conference, also contribute to sha-
ping the Ministry’s enduring culture. In the Italian Ministry of De-
fence, the Ministry’s mission statement — ‘Defending the Country’
and ‘Being of service to all’ — is viewed as the most important ele-
ment of its identity. The identity of the Italian Ministry is preserved
among its members through established structured traditions and
rituals. This ethos, firmly grounded in Italian military culture, is
reflected in elements such as heraldry, ceremonial activities, and
historical narratives.

6. Proposals for Revitalizing Corporate Heritage in the Ministries. For both
ministries, developing podcasts and interactive online exhibitions
about their history could not only engage staff but also enhance
their brand appeal to external audiences. Organizing on-site exhibi-
tions featuring historical images from different periods, including
both recent decades and earlier times, would foster employees’
pride in the organization and strengthen institutional memory.
Additionally, inviting staff members to share ideas on preserving
corporate heritage and improving internal communication could
promote greater involvement and innovation. Hosting annual stra-
tegic sessions focused on organizational values would encourage
employees to reflect on how well these values are upheld and iden-
tify areas for improvement.
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4.5. Final considerations

This study, based on the internal heritage mix framework, exposed by
Martino and Lovari (2025) highlights different approaches to corporate
heritage within the Lithuanian Ministry of Transport and Communica-
tion and the Italian Ministry of Defence. It underscores the significance
of corporate heritage in shaping organizational identity and fostering
internal employee engagement.

In the Lithuanian Ministry of Transport and Communication, corpo-
rate heritage is preserved through traditional events, consistent brand-
ing, and initiatives fostering corporate values, such as specialized train-
ing and team-building exercises. The integration of corporate values
into everyday practices, like displaying them on employees’ screens, re-
flects a practical and continuous effort to maintain organizational iden-
tity. However, the fragmented management of internal communication
across multiple departments and not having one responsible unit for
internal communication management at ministerial level creates chal-
lenges in establishing a cohesive strategy for heritage preservation and
employee involvement. Addressing this structural issue could enhance
the Ministry’s ability to foster a unified corporate culture.

In the Italian Ministry of Defence, corporate heritage is recognized
as a strategic asset that reinforces organizational identity and belong-
ing. The representatives of the Ministry define corporate heritage as a
tool to integrate digital and traditional initiatives, bridging historical
elements with modern communication methods. This dual approach
provides employees with a comprehensive experience that strength-
ens their connection to the Ministry’s mission and values. This unified
and strategic approach can effectively integrate heritage into organiza-
tional practices, offering valuable lessons also for other organizations
(both in public and private sector) in addressing societal challenges
and fostering stronger employee engagement.

Furthermore, the study highlights the critical and multifaceted role of
internal communication in shaping an organization’s identity and value.
As pointed out by the research, by fostering open and effective commu-
nication channels, organizations can nurture strong relationships among
their employees, creating a shared sense of purpose and belonging. In-
deed, as other studies have observed, employees and managers are pri-
mary stakeholders in establishing and strengthening corporate identity.
Communication contexts, tools, and experiences, therefore, underscore
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the need to value internal relationships as a fundamental platform for
heritage management strategies, rooted in the organization’s culture and
identity. Moreover, this research suggests that training programs on cor-
porate heritage management in the public sector could play a crucial role
in enhancing internal communication and reinforcing employees’ sense
of belonging and institutional identity.

This research may have certain limitations. Notably, the differences
in the roles and activities of the two ministries inevitably influence the
analysis and shape the perspectives of interviewees, potentially intro-
ducing interpretative biases. Furthermore, employees may be reluc-
tant to openly discuss internal communication practices or corporate
heritage-related issues within their respective ministries.

Future studies could expand the scope of this research by incorpo-
rating additional case studies of ministries. Another approach would
be to analyze communication strategies in shaping corporate heritage
at all levels of government (i.e., national, regional, and local).

The study shows that internal communication (IC) strategies act as a
bridge, aligning internal values with external perceptions of the organ-
isation, such as reputation and brand image. Thereby, if IC is managed
responsibly, with concrete aims, it strengthens a sense of belonging of
employees and helps preserve the corporate heritage, the mission and
durability of the organisation.
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