Legitimacy and Narrative Control in Postcolonial Cultural Diplomacy:
An Organizational Psychology Perspective on Resource Consolidation

Kathleen Erica Eberhardt
Aspen University

This paper explores how leadership legitimacy and narrative control function as mechanisms of
unmonitored resource consolidation in postcolonial cultural diplomacy. Through an organizational
psychology lens, it draws on INTERPOL’s frameworks on cultural property crime, the UNESCO
designation of reggae as global heritage, and the strategic role of gatekeepers such as Lloyd Stanbury and
Minister Olivia “Babsy” Granger. By situating Jamaica’s cultural diplomacy within theories of symbolic
capital, authority, and soft power, this analysis provides a grounded perspective on how postcolonial
legitimacy can be leveraged into transnational influence and asset acquisition... frequently beyond the view
of regulatory systems. Within this context exists an informal tactic termed romantic legitimacy laundering:
a pattern in which emotional intimacy, spiritual rhetoric, and symbolic authority are leveraged to obscure
and legitimize the unregulated transfer of assets, often under the guise of love, healing, or cultural return.
This paper also introduces the concept of the legitimacy trap: a dynamic in which symbolic authority
becomes so culturally embedded and emotionally resonant that traditional oversight mechanisms weaken,
allowing unchecked influence to masquerade as moral leadership. This paper calls for post-recognition
compliance mechanisms within cultural diplomacy frameworks, particularly from institutions like
UNESCO, where symbolic endorsement must be matched with ethical governance and public transparency.
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INTRODUCTION

Cultural diplomacy is often framed as a soft power tool used by nations to project identity, build
alliances, and repair historical wounds. However, when legitimacy becomes centralized in the hands of elite
cultural actors, the potential for unmonitored resource consolidation arises, especially in postcolonial
contexts where symbolic authority may outpace regulatory infrastructure enabling unchecked influence.
This study examines this dynamic through an organizational psychology lens, focusing on the leadership
behaviors and narrative controls that underlie such transformations.

We focus on the case of Jamaica’s global reggae diplomacy, using the elevation of reggae to
UNESCQO’s Intangible Cultural Heritage list in 2018 as a key legitimizing milestone. Specifically, we
explore how actors like Lloyd Stanbury... entertainment attorney, advisor, and strategist... and Olivia
“Babsy” Granger, Minister of Culture, leveraged cultural narrative into political and property influence.
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The most insidious form of corruption in postcolonial cultural diplomacy is not overt. It is embedded
within symbolic gestures, social contracts, and spiritual language. When legitimacy is conferred through
narrative rather than law, oversight becomes interpretive and unprovable. This creates what organizational
theorists would call a high-opacity system where informal power structures operate without observable
accountability (Schein, 2017; Northouse, 2022). In such environments, cultural actors are not constrained
by formal checks and balances; instead, their authority is legitimized through proximity to heritage,
spirituality, or restorative justice. This enables resource consolidation... particularly of real property...
through emotional or spiritual manipulation rather than contract. Victims may appear complicit, even
celebratory, as the symbolic capital of love, healing, or diasporic return is traded for material assets. The
result is a slow-motion dispossession that evades regulation not by defying it, but by never visibly activating
it. This is not merely exploitation, it is a form of corruption performed as virtue that is hidden in plain sight
through the selective use of identity narratives and national pride

Accountability Architecture: Organizational Chorology

Understanding how cultural actors bypass formal oversight requires attention not just to leadership
behaviors but to the architecture of accountability itself. In organizational theory, chorology refers to the
spatial and functional arrangement of power: how domains of authority are structured, coupled, or
decoupled (Orton & Weick, 1990). In many postcolonial bureaucracies, culture is a loosely-coupled
domain... symbolically central, yet structurally peripheral. This organizational detachment creates fertile
ground for regulatory evasion.

Silos and Soft Power Loopholes

In Jamaica, the cultural sector exists at the intersection of tourism, education, and national identity, yet
it is rarely embedded in the core regulatory apparatus of financial oversight or land management. This
siloing effect, where culture is celebrated rhetorically but isolated administratively, results in
interdepartmental blind spots. Agencies often defer to the Ministry of Culture’s moral authority without
requiring compliance to the same auditing protocols expected in economic or infrastructural ministries.

Such loosely-coupled systems allow powerful cultural actors to exploit gaps: property deals may be
framed as philanthropic or spiritual investments, diaspora contributions logged as informal gifts, and
cultural retreats described as symbolic exchanges rather than commercial enterprises. Because these
activities operate in the grey zone between emotion, heritage, and commerce, traditional accountability
mechanisms often fail to activate.

Case Snapshot: JACAP and Structural Opacity

The Jamaica Association of Composers, Authors, and Publishers (JACAP) plays a central role in
regulating copyright and royalty distribution for Jamaican music. While its stated mission is protective and
inclusive, questions remain about the transparency of its audit structures, especially regarding conflict of
interest, membership eligibility, and royalty flow to diaspora claimants.

To date, JACAP’s financial audits are not publicly available, nor is there an independent oversight
board with the authority to investigate internal decision-making or stakeholder appeals. Its governance
model... while legally registered... relies heavily on industry insiders, many of whom overlap with state-
affiliated cultural advisors. This organizational interlock (Burt, 2000) reduces friction but also blurs lines
between public duty and private gain.

Diaspora Property Channels

Similar opacity exists in diaspora property acquisition linked to cultural diplomacy. Through
emotionally charged campaigns... often invoking return-to-roots rhetoric or spiritual renewal... land is
marketed to diaspora investors with limited disclosure about ownership, zoning, or community impact.
These deals are frequently structured as informal partnerships, avoiding formal escrow channels or
notarized agreements.
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Key questions arise: Who signs off on these transactions? Are cultural ministers granting endorsements
that function as informal licenses? Is land being transferred under heritage exemptions that bypass urban
planning scrutiny? The lack of cross-ministerial transparency allows such transactions to proceed without
triggering interagency red flags.

This fragmented landscape constitutes an accountability vacuum where moral authority replaces legal
obligation, and symbolic legitimacy suppresses procedural due diligence. To address this, governance
reform must focus not only on leaders but on the chorological reconfiguration of institutions themselves.
Oversight must travel where power symbolically resides, even, and especially, when that power wears the
mask of culture.

Leadership—Legitimacy Mechanisms: From Symbolic Capital to Structural Influence

Symbolic capital, as Bourdieu (1990) theorized, refers to the authority and legitimacy one accumulates
through social recognition and alignment with dominant cultural values. In postcolonial cultural diplomacy,
this capital becomes a gateway to real organizational power. Actors like Lloyd Stanbury and Olivia “Babsy”
Grange exemplify how symbolic capital is translated into influence... not just through title or office... but
through a layered performance of cultural authenticity, strategic visibility, and empowerment signaling.

Stanbury, for example, merges his legal expertise with a grassroots image of cultural stewardship. His
alignment with foundational institutions like JACAP and public-facing advisory roles projects a blend of
technical authority and symbolic authenticity. Likewise, Granger leverages her long-standing identity as a
champion of Jamaican culture, especially women and youth, as a form of embodied leadership that
resonates deeply across class and diaspora lines. This positions her not just as a minister, but as a custodian
of national narrative.

From an organizational psychology lens, these behaviors mirror authentic leadership (Northouse, 2022)
defined by consistency, transparency, and perceived alignment with shared values. However, when paired
with empowerment behaviors (Schein, 2017). like involving communities in rituals or public celebrations...
this leadership style becomes self-reinforcing. Cultural legitimacy is not only claimed but constantly
performed and reciprocated by the audience, reinforcing the leader’s position in a symbolic feedback loop.

Legitimacy Traps: When Authority Becomes Untouchable

While symbolic capital can inspire trust and cohesion, it also carries the risk of legitimacy
entrenchment: a legitimacy trap. This occurs when leaders become so identified with the moral or cultural
mission of the organization that oversight, dissent, and procedural scrutiny are perceived as disloyalty or
betrayal.

In legitimacy traps, psychological dynamics such as confirmation bias and ingroup favoritism (Janis,
1972) reinforce the leader’s unquestioned status. Followers self-censor; watchdogs lose credibility; and
institutional accountability mechanisms may atrophy entirely. The risk is heightened when leadership is
framed as redemptive or spiritual, as is often the case in postcolonial cultural diplomacy, where national
healing, identity reclamation, and ancestral justice are invoked.

Granger’s public narrative as a “mother of culture” and Stanbury’s backstage orchestration both feed
into these traps. Their roles are not just administrative; they are mythologized. This mythologizing of
leadership... rooted in symbolic capital but sustained by emotional allegiance. .. creates what Schein (2017)
would describe as high-context cultures of leadership, where power flows through shared symbolism more
than formal rules.

In such environments, even well-meaning leaders may operate beyond scrutiny. Resource
consolidation, therefore, becomes not a breach of rules but a byproduct of unchallenged virtue. As power
becomes indistinguishable from identity, transparency suffers... not from malicious intent... but from the
very mechanisms that once legitimized leadership.

Narrative Control as Governance Mechanism

Narrative control is not merely rhetorical, it is structural. In organizational settings, the ability to define
what is true, legitimate, and meaningful functions as a mode of governance. Fairhurst and Grant (2010)

Journal of Leadership, Accountability and Ethics Vol. 22(3) 2025 11



argue that leadership is enacted through discourse: “He who narrates, rules.” In postcolonial cultural
institutions, this principle is magnified, because the story being told is not just about organizational
direction, but national identity, historical redemption, and cultural destiny.

From a structural perspective, narrative control governs by shaping the sensemaking processes (Weick,
1995) through which stakeholders interpret reality. When leaders consistently define what counts as
“authentic,” “healing,” or “representative,” they create boundaries around identity, participation, and
legitimacy. This boundary-setting has tangible outcomes: it determines who is seen, who speaks, and who
benefits.

For example, the elevation of reggae to UNESCO heritage status was not only a cultural milestone, it
was a discursive maneuver that placed specific actors at the helm of defining Jamaican identity. By
embedding their voices in international documentation, actors like Granger and Stanbury didn’t just tell the
story; they became its institutional gatekeepers.

Organizational discourse scholars note that this kind of discursive framing (Fairhurst & Grant, 2010)
allows leaders to construct “plausibility structures.” i.e. shared beliefs that become difficult to question
without appearing oppositional or disloyal. Over time, these stories accumulate power, not because they
are always accurate, but because they are repeated, institutionalized, and emotionally resonant.

Sensemaking theory further clarifies that narratives function as filters: they frame events
retrospectively, influence current interpretations, and guide future action (Weick, 1995). In high-context
cultural systems, such narratives replace formal policies. In Jamaica’s case, the story of reggae as a unifying,
ancestral force provides not only cultural cohesion, but justification for resource centralization under a
limited set of narrators.

Thus, narrative control becomes governance. It distributes symbolic capital, defines eligibility for
participation, and channels resources in alignment with the prevailing storyline. In the absence of formal
checks, those who control the story effectively control the institution: quietly and comprehensively.

Narrative Control and Soft Power

Narrative control refers to the ability of a leader or group to define what is true, valuable, and legitimate
in the organizational or cultural domain (Fairhurst & Grant, 2010). In postcolonial settings, this is especially
potent because national narratives often involve reclaiming history and projecting pride.

Jamaica’s successful bid to have reggae recognized by UNESCO was framed as a healing narrative: a
voice for all, rooted in pain but reaching the world (NPR, 2018). Granger’s role in this was widely lauded,
while Stanbury maintained legal and strategic orchestration. These actors defined the terms by which
culture was recognized, and in doing so, they became gatekeepers with control over visibility, resources,
and access to international forums.

From Soft Power to Hard Assets: The Strategic Conversion of Cultural Legitimacy

Cultural diplomacy often begins in the realm of symbolism: songs, ceremonies, icons, and identities.
But increasingly, these intangible resources are being transformed into tangible assets: land, equity,
infrastructure, and exclusive access. This process represents a conversion of soft power into hard capital,
facilitated by leadership legitimacy and narrative control.

We propose a five-stage conversion pathway that traces how symbolic authority is leveraged into
structural dominance

1. Leadership Legitimacy: Cultural leaders like Ministers of Culture or high-profile advisors
establish public trust and moral authority through authentic affiliation with national identity.
Their legitimacy is amplified when they are seen as protectors of heritage or visionaries of
postcolonial pride.

2. UNESCO Recognition: Symbolic legitimacy gains international validation through milestones
like the 2018 UNESCO inscription of reggae as intangible cultural heritage. This not only
affirms cultural worth, it functions as institutional endorsement, elevating the associated actors
as global representatives of the tradition.
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3. Brand-Building and Strategic Framing: Once recognition is secured, narratives are strategically
framed to attract investment and engagement. According to Benford and Snow’s (2000)
strategic framing theory, cultural entrepreneurs construct compelling value propositions
positioning heritage as a lifestyle, a wellness tool, or a national brand. This branding is not
random. It follows the logics of institutional entrepreneurship (Thornton, et al., 2012), where
cultural symbols are mobilized to justify market entry. Heritage becomes a justification for
exclusivity, premium pricing, and moral superiority in competitive spaces like tourism, real
estate, and philanthropic funding.

4. Diaspora Investment: Narratives targeting the diaspora emphasize emotional return, ancestral
healing, and spiritual homeland connection. These themes reduce due diligence friction by
recoding financial transactions as moral obligations or sacred opportunities. Diaspora
members, often emotionally primed and legally distant, are more likely to invest in ventures
that trade on identity rather than transparency.

5. Property and Asset Consolidation: The final stage involves asset control: acquisition of land,
resorts, retreat centers, or revenue-generating events. These holdings are often consolidated
under trusts, NGOs, or semi-public cultural institutions: entities that enjoy regulatory leniency
but operate with minimal public scrutiny. In some cases, assets are acquired through informal
or symbolic agreements, where the cultural “blessing” of an elder or minister replaces legal
contracts.

Narratives as Market Access Tools

What legitimizes this transformation is not a written business plan, it’s a story. A story of cultural
preservation. A story of national pride. A story of diasporic belonging. These narratives function as
institutional logics: the culturally embedded belief systems that structure behavior and define what is
appropriate or valuable in a given setting (Thornton et al., 2012). When these logics are invoked by trusted
leaders, they displace market skepticism. They don’t just open emotional doors, they open real estate.

INTERPOL and Cultural Property Risk

INTERPOL explicitly warns that cultural property—once recognized—can become a vehicle for
transnational crime and resource laundering. In its 2021 report, the agency states that trafficking in cultural
property is “a low-risk, high-profit business” with ties to organized crime, often enabled by weak regulatory
oversight in postcolonial and emerging economies (INTERPOL, 2021). This raises a structural concern: if
symbolic capital enables global recognition, and that recognition becomes a basis for resource flows (such
as diaspora property investment, resort ownership, and philanthropic funding), who audits the ethics and
equity of those flows? INTERPOL’s (2025) Pandora IX operations have shown that cultural recognition
can mask illicit activity. While not directly implicated, Jamaica’s elevated cultural assets share the structural
features INTERPOL identifies as vulnerable to laundering.

INTERPOL Risk Integration: Cultural Institutions and Organizational Disruption

INTERPOL’s warnings about the misuse of cultural property are not isolated to the black-market art
trade, they reveal a broader institutional vulnerability: how symbolic assets become conduits for untraceable
transactions in environments of weak oversight. This risk is magnified in postcolonial cultural institutions,
where leadership legitimacy often outpaces formal governance. What INTERPOL tracks in illicit supply
chains... dispersed authority, limited documentation, and reliance on insider networks... maps almost
precisely onto the inner workings of symbolic cultural leadership.

Cultural Bureaucracies as Disrupted Supply Chains
Organizational disruption theory, particularly in the context of supply chain risk, identifies three core
vulnerability factors:
1. Opacity: Limited visibility across operational nodes.
2. Overcentralization: Power concentrated in a single point of decision-making.
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3. Trust Over Substantiation: A reliance on informal relationships rather than verifiable metrics
(Pettit, et al., 2010).

These are the exact features of many cultural bureaucracies in the Global South. Leadership is symbolic
and personalized. Oversight is fragmented. Transactions... especially those involving diaspora investment,
intellectual property, or land transfer... are often conducted through private channels, masked as
“community engagement” or “cultural solidarity.” This creates structural parallels to grey-market logistics
networks where legitimate and illegitimate flows co-exist, indistinguishably.

As INTERPOL’s Pandora IX operation (2025) demonstrates, even well-recognized cultural assets can
become vehicles for laundering, misappropriation, or exploitative enrichment. Yet cultural ministries and
institutions are rarely equipped with the compliance mechanisms required to detect these risks, let alone
prevent them.

Structural Remedies: Borrowing From Supply Chain Security

To close these governance gaps, cultural institutions must begin to adopt systems-based accountability
models more commonly seen in high-risk logistical environments. We propose three strategic interventions:

1. Dual-Reporting Systems: Cultural leaders and their affiliated entities (e.g., trusts, NGOs,
property managers) should report both to the Ministry of Culture and an independent
interministerial ethics board. This redundant reporting architecture mirrors anti-fraud structures
in procurement chains and minimizes single-point opacity.

2. External Stakeholder Audits: Just as third-party audits are essential in financial and security-
sensitive supply chains, cultural institutions should be subject to annual external audits,
including representatives from diaspora communities, transparency NGOs, and regional legal
observers. These audits would examine not only financial flow but narrative alignment and
stakeholder inclusion.

3. Transparency Dashboards (INTERPOL-Inspired): Following the Pandora IX model, cultural
ministries should publish real-time dashboards tracking:

* Endorsed heritage-linked projects

» Affiliated asset holdings (e.g., properties, event revenues)
» Diaspora investment portals

* Beneficiary structures of cultural IP licensing

This does not imply criminal suspicion, but promotes proactive transparency: a cultural version of what
INTERPOL calls “deterrent visibility.”

Just as disrupted supply chains allow the trafficking of physical goods, disrupted symbolic governance
chains enable the trafficking of meaning, trust, and belonging. When legitimacy is allowed to operate
without a corresponding audit trail, even sacred narratives can become tools of dispossession. Only by
designing institutional infrastructure that understands symbolic value as actionable power can we prevent
the misuse of culture in plain sight.

Diaspora Networks and Property Consolidation

The Jamaican diaspora is vast and affluent, particularly in North America and the UK. Property
acquisition schemes. .. often facilitated by cultural allure or emotional homeland ties... create opportunities
for resource consolidation through symbolic legitimacy. Cultural leaders have facilitated or benefited from
these transactions, leading to concentration of ownership in private or politically connected hands (Sheller,
2003).

This mirrors the risk dynamic INTERPOL warns about: that legitimacy can conceal exploitation,
especially where cultural assets are transferred across jurisdictions under the banner of nationalism or
heritage.
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Case Pattern: Romantic Legitimacy Laundering in Diaspora Property Cycles

Not all laundering operates through criminal networks. Some moves through affection, trust, and
caregiving rituals... particularly in diaspora-linked cultural systems. A subset of diaspora-targeted cultural
diplomacy involves a covert form of resource acquisition we call romantic legitimacy laundering. This
informal tactic exploits caregiving narratives, legal gray zones (e.g., common-law marriage), and symbolic
intimacy to create asset transfer pipelines.

Victims... often ill or vulnerable women with property... are lured under the guise of rehabilitation or
romance. Once trust and perceived mutual investment are established, property rights are gradually
transferred through a combination of relational manipulation, legal obscurity, and emotional dependency.
These assets then feed into the next cycle of symbolic legitimacy: wellness tourism, cultural retreats, and
resort projects that use prior victims’ stories to validate future schemes.

This process weaponizes trust, soft power narratives, and regulatory ambiguity... exemplifying how
narrative control can hide resource extraction mechanisms under the banner of heritage or diaspora
connection.

Psychological Risk Framework: How Legitimacy Warps Perception

Organizational psychology offers powerful tools for understanding how leadership legitimacy and
narrative dominance can distort internal oversight. As previously discussed, groupthink (Janis, 1972)
creates conditions where dissent is suppressed and loyalty is conflated with silence. But groupthink rarely
acts alone. It often coexists with other cognitive distortions that further entrench risky leadership behavior.

One such distortion is the normalization of deviance: a phenomenon where small ethical compromises,
once tolerated, become standard operating procedure (Vaughan, 1996). In the realm of cultural diplomacy,
this means that once cultural elites begin acquiring resources... land, grants, diaspora property... under the
banner of heritage, even opaque or questionable transactions are rationalized as “just how things work.”
Over time, deviance becomes routine, not because it is hidden, but because it is narratively sanctified.

Relatedly, overconfidence bias and hubris emerge when symbolic legitimacy goes unchecked. Leaders
who are continually affirmed through awards, media coverage, or international recognition may develop
inflated self-perceptions that override caution, accountability, or collaboration. The psychological reward
loop of symbolic capital (Bourdieu, 1990) creates a kind of authority feedback mechanism, where external
praise is internalized as moral infallibility. This mindset often resists critique, even when evidence suggests
harm, exclusion, or mismanagement.

Together, these psychological risks form a cognitive shield: questionable behaviors are reframed as
visionary leadership, gatekeeping becomes protectionism, and oversight is perceived as sabotage. These
distortions don’t arise from malice, but from the cumulative psychological effects of unchecked legitimacy,
narrative dominance, and symbolic insulation.

In high-opacity systems such as postcolonial cultural diplomacy, these risks are amplified by emotional
narratives of national pride and redemption. The result is a paradox: leaders seen as saviors may
inadvertently reproduce the very exclusions and consolidations they were empowered to heal.

Organizational Psychology Risks

The risk is not merely corruption. The risk is corruption under opacity... where symbolic capital, trust,
and narrative legitimacy function as both mask and mechanism for untraceable resource transfer.
Organizational psychology tells us that narrative dominance, when unchecked, creates confirmation bias,
suppresses dissent, and increases susceptibility to groupthink (Janis, 1972). Leaders with strong symbolic
capital may become insulated from criticism, allowing them to acquire resources unmonitored, even
unintentionally. This dynamic is not confined to individual actors, but reflects broader organizational
vulnerabilities in cultural institutions... where symbolic legitimacy often substitutes for accountability,
enabling groupthink and ethical blind spots to metastasize under the banner of heritage or national pride.

Moreover, when leadership becomes performative rather than participatory. i.e., focused on image
management over stakeholder engagement. The system tilts toward elite consolidation rather than equitable
growth (Northouse, 2022).
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CONCLUSION: TOWARD TRANSPARENCY AND ACCOUNTABILITY

Jamaica’s cultural rise is not a story of exploitation. It is a story of exceptional strategy. But when
narrative control, legitimacy, and cultural symbolism are converted into global assets such as property,
policy influence, and spiritual authority, oversight must evolve accordingly. Future work should examine
how international cultural organizations can implement accountability mechanisms attuned to symbolic
influence, not just financial transparency.

INTERPOL provides an important entry point for recognizing emerging risks in cultural governance,
but addressing the deeper dynamics of soft power and symbolic capital requires sustained collaboration
across disciplines—Ilinking cultural policy, psychology, and legal oversight. As global recognition
frameworks like UNESCO continue to elevate cultural narratives, complementary post-recognition tools
such as ethics reporting, leadership transparency, and evaluative reviews can help ensure that symbolic
legitimacy is matched by inclusive and accountable stewardship.

ETHICS & OBJECTIVITY STATEMENT

This manuscript is submitted in good faith and reflects a critical organizational psychology analysis,
grounded in firsthand experience within Jamaica’s cultural leadership ecosystem. The analysis draws on
over a decade of unpaid cultural labor shaped by proximity to powerful industry figures. While much of the
evidentiary record resides within masked or informal social media channels complicating conventional
verification, the author fully acknowledges these limitations and affirms the objectivity of intent.

This work is not driven by retaliation or personal grievance, but by an ethical commitment to
transparency, accountability, and scholarly rigor in the analysis of organizational behavior. Its purpose is
to illuminate the psychological and systemic risks posed by narrative control and unmonitored authority
within international cultural institutions.

Framed through the lens of organizational psychology, the manuscript explores how leadership
legitimacy is constructed, maintained, and occasionally leveraged for resource consolidation beyond the
reach of formal oversight. Assertions are presented in alignment with academic standards for interpretive
research, and substantiated where verifiable through scholarly literature, public records, and recognized
organizational frameworks.

This submission is offered as a constructive contribution to the growing discourse on leadership ethics,
narrative influence, and institutional accountability. It does not presume guilt or intentional wrongdoing
beyond the scope of documented organizational dynamics.

No external funding supported this research. The author declares no conflicts of interest beyond those
disclosed.

NOTA BENE

Portions of this paper, including conceptual framing, interdisciplinary synthesis, and language
refinement, were developed with support from OpenAl’s ChatGPT (2025). While the insights and
conclusions remain solely the author’s, this highly-trained Al interface functioned as a research assistant
and editorial partner in the articulation of complex organizational psychology dynamics.

Pathways to Oversight: Institutional Interventions for Cultural Legitimacy Risk

The risks explored throughout this paper... legitimacy traps, narrative dominance, symbolic laundering,
and asset consolidation... underscore the need for multi-level interventions. Addressing these challenges
requires not only cultural sensitivity but institutional imagination: oversight mechanisms that are
structurally robust, psychologically informed, and symbolically aware.

We identify two categories of reform: organizational-level safeguards that restructure authority from
within, and policy-level levers that recalibrate cultural diplomacy’s global scaffolding.
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Organizational-Level Interventions

1. Rotating Board Membership: Cultural institutions and affiliated entities (e.g., music rights
organizations, heritage trusts) should implement mandatory rotation of board seats, with
limited consecutive terms. This prevents the long-term entrenchment of charismatic leaders
and introduces a rhythm of accountability through fresh external perspectives.

2. Stakeholder Councils: Create multi-sectoral stakeholder councils composed of diaspora
members, indigenous groups, youth representatives, and non-aligned cultural workers. These
councils hold advisory veto power on major asset-related decisions (e.g., land endorsements,
licensing agreements), ensuring symbolic legitimacy is not monopolized by a few gatekeepers.

3. Culture-Asset Mapping and Risk Profiling: Institutions should maintain living inventories of
all cultural-linked assets, including property holdings, IP portfolios, endorsements, and
associated beneficiaries. Each item should include a risk profile based on symbolic power,
governance clarity, and diaspora sensitivity. This allows for internal flagging and public
transparency—especially for assets in cross-jurisdictional contexts.

Policy-Level Levers

1. Diaspora Investment Codes of Conduct: Governments should draft legally binding Diaspora
Investment Ethics Codes specific to heritage-linked ventures. These codes should mandate
clear disclosures of property ownership, cultural IP beneficiaries, and regulatory jurisdiction,
particularly for projects using spiritual, emotional, or ancestral branding.

2. Cultural-Asset Registers (Public & Protected): Develop a centralized, open-access Cultural
Asset Register that includes both tangible and intangible heritage projects. This register would
serve as a policy map, financial watchlist, and public documentation tool similar to land
cadastres or lobbying registries, but tailored for symbolic power structures.

3. Binding UNESCO Compliance Requirements: UNESCO and other cultural recognition bodies
should extend their role beyond designation to post-recognition accountability. This could
include:

e Annual cultural ethics reports from state parties.
Required disclosures on leadership structures and IP ownership.
e Consequences for misuse of recognition (e.g., financial misuse, exclusionary
practices) through symbolic sanction or revocation pathways.
Together, these pathways do not aim to suppress cultural leadership, but to inoculate it against the
distortions of unchecked legitimacy. They treat culture not only as a gift to be celebrated, but as a system
of power to be governed with humility, transparency, and responsibility.
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