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Brands increasingly struggle to remain culturally relevant as generational values, 
expectations, and definitions of authenticity shift faster than traditional brand 
strategies can adapt. At the same time, organisations face growing regulatory,
sustainability, and transparency pressures that demand substantive change rather 
than symbolic communication. This project positions Transformative Branding as 
a design-driven dynamic capability that enables organisations to intentionally 
evolve in response to these conditions.

Building on dynamic capabilities theory (Teece et al., 1997) , 
Transformative Branding operates through a continuous cycle of    
sensing, seizing, and transforming. Sensing focuses on 
developing cultural intelligence: understanding generational world-
views, stakeholder expectations, and emerging tensions between 
what organisations claim (vision), how they operate (culture), 
and how they are perceived (image). Seizing translates these 
insights into shared strategic direction through collaborative
interpretation, co-creation, and prioritisation. Transforming 
embeds change through organisational learning, experimentation, 
and adaptive governance, ensuring that values are enacted in 
practice rather than communicated superficially.

Rather than treating authenticity as a fixed brand 
attribute, this framework conceptualises authenticity as 
an outcome of practice. Through repeated cycles of sensing, 
seizing, and transforming, organisations build the capacity to 
remain legitimate, trustworthy, and socially relevant over time. 
The pyramid visualises how external drivers, such as generational 
transitions, ESG regulation, digital platform dynamics, and 
sustainability challenges, feed into this capability, resulting in 
long-term value creation, organisational resilience, and societal 
impact.

What happens when brands grow older than their audience?
Transformative Branding as a design-driven capability: developing a method 
and toolkit to help organisations evolve with new generations.

From theory to method The Transformative Branding workshop toolkit

To operationalise Transformative Branding as a learnable capability, this project 
translates theory into a structured design method. The method was developed to 
be accessible to non-experts while retaining analytical rigor, enabling cross-
functional brand teams to engage meaningfully with complex strategic
challenges.

Central to the method is Vision-Culture-Image (V-C-I) mapping (Hatch & Schultz, 
2001), which structures the sensing phase by making misalignments 
explicit. Individual reflection precedes group discussion to reduce hierarchy 
effects and surface tacit knowledge before it is filtered by group dynamics. By 
sequencing activities from reflection to collective sensemaking, the method 
supports psychological safety, shared ownership, and deeper insight generation. 
This ensures that generational tensions are not immediately solved, but first 
understood.

The method is embodied in a facilitated workshop toolkit designed to teach
Transformative Branding through practice. The workshop guides participants 
through the full sensing-seizing-transforming cycle using canvases, visual models, 
and collaborative exercises.

During seizing, mixed-expertise groups interpret prioritised tension fields and 
explore strategic directions without jumping prematurely to solutions. In the 
transforming phase, insights are translated into a shared, time-bound 
transformation roadmap that identifies goals, sequencing, and enabling conditions. 
Reflection and follow-up are embedded to reinforce learning and sustain 
momentum beyond the session. Together, the method and toolkit demonstrate how 
Transformative Branding can function not as a static framework, but as an 
organisational capability that helps brands evolve alongside new generations in an 
authentic, responsible, and future-oriented way. 

Opening & framing the session

Purpose: establish safety, prepare participants cognitively, and frame the
workshop in accessible terms.

Activity structure: warm welcome + explanation of purpose, introductions
(name, age, role, years of experience, warm-up question), emphasis on no right
or wrong answers and equal contribution.

Design choices:  use plain, non-theoretical language to avoid early cognitive
overload, Facilitator models openness and vulnerability to reduce hierarchy
barriers, Start with predictable, low-effort interactions to ease participants
into the process.

Design rationale: a slower, guided opening helps participants feel safe,
reduces social filtering, and prepares them for honest introspection

Theoretical explanation

Purpose: make Transformative Branding understandable without
overwhelming participants.

Activity structure: timed explanation of sensing-seizing-transforming, visual
explanation instead of dense text, examples from familiar brands, emphasis
that no expertise is required to participate.

Design choices:  keep theory brief to maintain cognitive manageability, use
visuals and relatable examples to increase comprehension, deliver theory right
before application to strengthen retention.

Design rationale: to cultivate Transformative Branding as a dynamic
capability, participants must grasp its core logic. However, Responsible Design
Thinking demands accessibility: theory should enable participation, not
intimidate.

Sensing phase - surface tensions using V-C-I mapping

Purpose: reveal misalignments between Vision, Culture, and Image; make
tacit knowledge explicit.

Activity structure: individual reflections, group clustering into Vision / Culture
/ Image, collective identification of tensions, prioritisation of tensions.

Design choices:  individual reflections first to minimise hierarchy effects and
surface private insights, democratic prioritisation of tensions to reinforce
shared ownership.

Design rationale: jumping directly into discussion produced filtered, shallow
input. Individual reflection captures richer lived experience before group
dynamics interfere. V-C-I mapping structures the sensing phase rigorously
and visibly.

Seizing phase - prioritising and interpreting tensions

Purpose: deepen understanding of selected tension fields and ideate on
potential responses.

Activity structure: create mixed-expertise groups, group ideation on selected
tensions, presentations of insights and proposed directions.

Design choices:  mixed groups break silos and introduce cognitive diversity,
short structured canvases guide exploration without solution jumping,
presentations enable cross-pollination and collective sensemaking.

Design rationale: transformative Branding requires interpreting sensed
tensions as opportunities for strategic action. Structured group work balances
creativity with analytical thinking, strengthening the seizing capability.

Transforming phase - translate tensions into action

Purpose: create an actionable transformation timeline with identified
barriers and enablers.

Design rationale: this phase ensures that identified tensions translate into
actionable outcomes, by translating insights into actionable, time-bound
pathways. It also reinforces Transformative Branding as a dynamic capability,
capable of bridging sensing → seizing → transforming in one coherent flow.

Activity structure: collective timeline creation: goals, sequencing, steps,
identify barriers and enablers, consolidate roadmap.

Design choices: introduce barriers/enablers only after goals are set to avoid
pessimism dominating early thinking, scaffold strategic thinking with
sequential facilitator questions, use a physical timeline to support
collaborative sensemaking.

Ending & consolidation

Purpose: close with clarity, shared understanding, and reflection.

Activity structure: each participant shares reflections and takeaways,
facilitator summarises outputs, outline next steps and follow-up actions.

Design choices: provide a concise summary of outputs to reduce ambiguity,
include both spoken and optional written reflection for inclusivity, clarify next
steps to ensure continuity after the workshop.

Design rationale: the end of the workshop is key for meaning-making and
commitment. Reflection enhances psychological ownership, while clear next
steps maintain organisational legitimacy and momentum.


