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ABSTRACT:

This research investigates how museum and city reputations are perceived in online media narratives and
explores the role of museums’ online communication in shaping this relationship. To examine these
dynamics, the case of the Uthzi Galleries and Florence was investigated. The study employs a mixed-
methods approach, combining the analysis of interviews with museum staff regarding digital
communication strategies with topic modelling techniques on newspaper articles. Findings reveal that the
Ufhzi and Florence possess strong brands, resulting in distinct reputations on both national and
international levels. However, a more dynamic interplay between the two reputations emerges within local
media narratives, reflecting deliberate efforts by the Ufhizi’'s management to engage with the city. The results
suggest that closer alignment between city branding and cultural institutions’ strategy could enhance the
city’s national and global reputation.
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Explorando la interaccién entre la reputacién del museo y la de la ciudad:
perspectivas desde las Galerfas Uffizi y Florencia

RESUMEN:

Esta investigacién analiza c6mo se perciben las reputaciones de los museos y de las ciudades en las narrativas
de los medios digitales, y explora el papel de la comunicacién en linea de los museos en la configuracién
de esta relacién. Para examinar estas dindmicas, se ha investigado el caso de las Galerfas Uffizi y la ciudad
de Florencia. El andlisis emplea un enfoque mixto, que combina el andlisis de entrevistas con el personal
del museo sobre las estrategias de comunicacion digital con técnicas de modelado de temas aplicadas a
articulos periodisticos. Los resultados revelan que los Uthzi y Florencia poseen marcas fuertes, lo que se
traduce en reputaciones distintivas tanto a nivel nacional como internacional. Sin embargo, en las
narrativas de los medios locales emerge una interaccién més dindmica entre ambas reputaciones, reflejo de
los esfuerzos deliberados por parte de la direccidn de los Uthizi para vincularse con la ciudad. Los resultados
sugieren que una mayor alineacion entre la marca ciudad y la estrategia de las instituciones culturales podria
fortalecer la reputacién de la ciudad a nivel nacional y global.
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1. INTRODUCTION

Reputation is increasingly recognised as a key factor in urban and regional development (Gliickler,
2007; Garcia and Puente et al., 2016), with two main strands of literature addressing it: one focuses on
individual urban actors—such as firms, institutions, and cultural organisations—(Jakab and Happ, 2017;
Ma, 2022) while the other concerns the city as a whole (Delgado-Garcia et al., 2018; Aula and
Harmaakorpi, 2008).

Museums, as central agents of cultural production and identity-making (Ulldemolins, 2014), operate
at the intersection of these two levels. Though nonprofit, museums engage in competitive practices, aiming
to secure funding and visibility while demonstrating their socio-economic value (DiMaggio, 1986; Frey
and Meier, 2006; Bennett, 2017; Camarero et al., 2023). As such, they adopt brand management strategies
to shape favourable perceptions and build reputational capital (Baumgarth, 2009; Van Riel, 2019).

At the urban scale, city reputation shapes stakeholders’ perceptions and decisions, influencing
tourism flows, investment attraction, and resident retention (Aula and Harmaakorpi, 2008; Govers and
Go, 2009; Braun et al., 2018). Place branding, in this sense, is a strategy for leveraging a city's symbolic
and cultural assets—such as museums—to enhance its visibility and competitiveness (Anholt, 2005;
Giovanardi et al., 2013).

In this context, museums act as ‘symbolic anchors” (Plaza, 2006) that reinforce place identity, cultural
vitality, and liveability (Kunzmann, 2004; Smith and von Krogh Strand, 2011; Bellandi et al., 2024). This
reputational function links museums to broader dynamics of urban and regional development. Indeed,
they support not only tourism demand (Albaladejo et al., 2016; Nie, 2022) but also local wellbeing and
urban attractiveness (Campaniello and Richiardi, 2018; Popescu and Corbo, 2012). As part of a city’s
cultural infrastructure, museums contribute to creative ecosystems that foster innovation and economic
regeneration (Florida, 2007; Lazzeretti, 2009). The ‘Guggenheim effect’ in Bilbao exemplifies how cultural
institutions can catalyse urban transformation and reposition a city within global networks (Plaza, 2006;
2008).

The advent of the digital revolution — specifically the spread of online platforms — has opened new
avenues for opinion formation and dissemination, increasing the complexity of the reputation concept
(Cooke et al., 2022). In particular, online communication plays a fundamental role in shaping shared
perceptions (Kotler and Gertner, 2011). On the one hand, museums are increasingly utilising online
communication channels to convey their mission and identity, thereby fulfilling the information needs of
various stakeholders and facilitating interaction and dialogue with an ever-wider audience (Alawamleh and
Abuqura, 2022). Some researches highlight how the museums’ online reputation influences expectations
and visitor decision-making (Ferndndez-Herndndez et al., 2021). On the other hand, cities that aim to
promote themselves as attractive tourist destinations can effectively use online communication to enhance
their reputation (Seri¢ and Vernuccio, 2020; Gossling et al., 2018). This study aims to investigate how
museum and city reputations are perceived in online media narratives and explores the role of museums’
online communication in shaping this relationship. Specifically, it focuses on the case of the Ufhzi
Galleries—one of the most renowned art museums—and the city of Florence, internationally recognised
for its rich artistic heritage. To this end, the analysis employs topic modelling techniques to identify the
most prominent topics that emerge from newspaper articles in which the museum and the city are
mentioned together. Following this, it compares the results with the analysis of interviews with museum
staff regarding digital communication strategies. Text-mining techniques enable the automatic detection
of emerging themes in large corpora, with semantic associations between words serving as proxies for
reputation (Sevin, 2014; DiMaggio et al., 2013). In the field of urban studies, topic modelling has proven
effective for examining complex dynamics—such as governance, public communication (Margherita et al.,
2023; Cui et al., 2025), place identity and reputation (Micera and Crispino, 2017; Ksltringer and
Dickinger, 2015; de Oliveira Capela and Ramirez-Marquez, 2019)—as well as for research in cultural
policy and museums (Riva and Agostino, 2022; Su and Teng, 2018).
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The article is structured as follows. Section 2 presents the case of the Uffizi Galleries and Florence.
Section 3 describes the method. Section 4 illustrates the analysis results. Section 5 discusses the significance
of the results and draws the conclusions, exploring their implications for museum and city management.

2. RESEARCH CONTEXT: UFFizI GALLERIES AND FLORENCE

The arts have intrinsically shaped Florence’s reputation since its early flourishing (Chernetsky, 2022).
Today, it is an internationally recognised art city with an endowment of artistic and cultural heritage
(Lazzeretti, 2004; Lazzeretti and Oliva, 2021). The interrelation is also sustained online through
institutional narratives and user-generated content, which together reinforce and reinterpret Florence’s
tangible cultural heritage (Pasquinelli et al., 2021; Acuti et al., 2018). The city’s museum cluster involves
several activities and institutions (Cinti, 2007). Among these, the Ufhzi Galleries —hereinafter referred to
simply as ‘Ufhzi’—have always played a crucial role. The Uffizi’s collection groups together the historical
art collections of the Medici, Asburgo-Lorena and Savoia families, which ruled and shaped the history of
Florence from the 15th to the 20th century. The collection is spread across the four museum sites that
comprise the museum complex: the Ufhzi Gallery, Palazzo Pitti, the Vasari Corridor, and the Boboli
Gardens.

Due to their history and the collection they preserve and promote, the Uffizi have always been closely
intertwined with the city of Florence’s identity and reputation. On the one hand, the Uffizi have actively
evolved into a dynamic cultural hub, engaging local communities and schools through educational and
participatory initiatives (Lazzeretti et al., 2024). On the other hand, the Uffizi serve as a major draw for
tourism in Florence (Oliva et al., 2020), with annual visitor numbers' closely mirroring trends in tourist
arrivals®. Indeed, the Ufhizi have consistently maintained their position among the three most visited state

museums in Italy®.

Starting in 2016, the museum complex’s management focused on reinforcing the museum brand
using online communication channels and implementing a digital strategy (Schmidt, 2018).

As emerged from other contributions, the Ufhizi’s online communication strategy leverages targeted
communication channels to engage different demographic, geographic, and knowledge-based audiences.
In particular, it utilises three online communication channels: website, social media, and online press.
Considering the latter, media relations became a key component of Uffizi's communication strategy,
leading in 2018 to the appointment of a dedicated internal press officer (Lazzeretti et al., 2024).

From 2019 to the present, the Ufhzi have been increasingly featured in print and online media. In
2019, more than 2,000 articles were published in national and international publications (Uthzi Galleries,
2020). According to the museum’s reports (Uthzi Galleries, 2021, 2022, 2023a, 2023b), it has followed a
good, although discontinuous, trend in articles published in national and international newspapers (6,996
newspaper articles on Uffizi in 2021, 4,752 articles in 2022 and 6,326 articles in 2023).

Considering the museum's focus on promoting online press media, analysing the content of articles
published about the Uthzi and Florence provides a valuable perspective on the interplay between the
museum’s and the city’s reputations.

The Ufhizi has been the subject of studies examining how tourist pressure in Florence affects its online
reputation—showing that the broader urban tourist context shapes visitor experiences (Ciappei et al.,
2023)—as well as research on digital strategies and organisational change (Lazzeretti and Sartori, 2016;
Giusti, 2024; Lazzeretti et al., 2024).

! MiC, Visitors and Revenue of State Museums, Monuments and Archaeological Areas. https://statistica.cultura.gov.it/?page_id=616
> Metropolitan  City of Florence, Tourist movements and consistency of accommodation facilities.
heeps://www.cittametropolitana.fi.it/turismo-2/movimenti-turistici-e-consistenza-delle-strutture-ricettive/

? MiC, Visitors and Revenue of State Museums, Monuments and Archaeological Areas. hteps://statistica.cultura.gov.it/?page_id=616
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This study extends the existing literature by adopting a dual perspective, analysing both the Ufhzi
and the city of Florence. It moves beyond assessments of the museum’s digital strategy to investigate how
such strategies may shape the reputational relationship between the institution and the city.

By focusing on a museum historically embedded in the urban fabric, this research offers a distinct
perspective on cultural place branding, differing from studies centred on newly created museums used as
tools for urban repositioning,.

3. METHODS

The analysis involved three main research steps aimed at comprehensively understanding the
connection between the Ufhizi’s and Florence’s reputations, and the alignment with the Uffizi’s online
communication strategy. First, primary and secondary sources were collected to gain qualitative insights
into the museum’s digital strategy. Then, the public discourse in online newspaper articles about the Uthzi
and Florence was explored to delineate the interplay between the Uflizi’s and Florence’s reputations. Finally,
the alignment between the Uffizi’s online communication goals and the topic that emerged in the public
discourse was verified, triangulating the data. The research workflow is summarised in Figure 1.

FIGURE 1.
Research workflow
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5.1. QUALITATIVE ANALYSIS FROM INTERVIEWS

To reconstruct the Ufhzi’s digital strategy, interviews were conducted, a period of participant
observation was carried out at the museum, and secondary data sources were collected to enable
triangulation of information. The research followed these main steps. First, 14 semi-structured face-to-face
interviews were conducted with key personnel within Uflizi’s management, who shaped the museum’s
digital strategy, as seen in Table 1.

The interviews consisted of questions tailored to each interviewee’s area of expertise, designed to
gather the most relevant and insightful information. Nonetheless, all the interviews followed a shared
structure, consisting of two main sections: the first was devoted to clarifying the interviewee’s role within
the institution and understanding their perspective on online communication; the second focused on how
their specific function is involved in shaping the museum’s digital communication strategy. For each
institutional role identified within the museum, a corresponding perspective on the impact of its online
communication strategy was thus collected. The interviews provided valuable insights into the museum’s
primary communication objectives and the role of online platforms.
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TABLE 1.
List of interviewees with role and number of interviews
INTERVIEWEE ID ROLE N° OF INTERVIEWS
1 Director 2

Contact person for the curatorial division, archaeology and

2 .
art history structures

7

Director’s spokesperson and press officer 1
Digital strategies area representative 1

Cultural mediation and accessibility area coordinator,
department of education

Head of the education department of the Uffizi Galleries
and coordinator of the school and youth area

Representative of the legal department, department of
enhancement, and economic strategies

ToTaL 14

Source: Authors’ elaboration.

Second, to provide an in-depth understanding of the museum’s operations and visitor interactions,
researchers engaged in participant observation by attending conferences, exhibitions, and events at the
Ufhizi. This method helps capture nuances that might not be evident through other data collection methods
(Vinten, 1994).

Third, we collected data from secondary sources, including institutional reports, social media,
website analysis, and press releases. These sources offered additional perspectives on the museum’s digital
strategy and public perception.

3.2. Toric MODELLING ANALYSIS

To delineate the interplay between the Uffizi’s and Florence’s reputations, the analysis focuses on
exploring the public discourse in online newspaper articles about the Ufhizi and Florence using topic
modelling analysis.

The newspaper media were chosen over other online media channels because they shape collective
and individual perceptions and serve as a proxy for public opinions (DiMaggio et al., 2013), influencing
reputation (Deephouse, 2000). Then, online newspapers play a crucial role in amplifying and shaping
eWOM, which has been proven fundamental for building reputation in the literature (Pulina and Santoni,
2018).

To analyse the articles, the present research employs topic modelling, a text-mining technique, to
analyse the content of articles. Topic modelling, particularly Latent Dirichlet Allocation (LDA), is utilised
to discover thematic structures within the text data. LDA identifies topics based on word co-occurrences,
providing a probabilistic framework to explore latent themes in large text corpora (Blei et al., 2003; Mohr
and Bogdanov, 2013). It is particularly well-suited for studying the phenomenon from a multi-dimensional
and holistic perspective, considering reputation and its measurement from both qualitative and
quantitative viewpoints. Moreover, text mining techniques have been successfully applied to the regional
sciences in the context of culture-related sectors, such as tourism and fashion industries (Barberio et al.,
20205 Sedita and Maghssudipour, 2024).
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3.2.1. DATA SOURCES

The dataset used in this study consists of online articles published in the websites of an international,
a national, and a local newspaper: 7he New York Times® (91 articles), 1 Sole 24 Ore (307 articles), and
Firenzendaf (1080 articles).

The New York Times was selected because it has been frequently used in academic literature to explore
perceptions of image and reputation (Shi et al., 2024). It also attracts 131 million monthly visitors (The
New York Times, 2023) and is known for its readership's interest in culture and the arts (The New York
Times, 2024). Moreover, the museum collects the newspaper’s articles as a benchmark for its international
reputation.

Similarly, 7/ Sole 24 Ore was chosen as it ranks as the third-largest newspaper by digital circulation in
Italy (Il Sole 24 Ore, 2024). It was also recognised in the Digital News Report 2024 by the Reuters Institute
of Journalism as the most reliable newspaper in Italy, a title it has held for seven consecutive years. The
online edition features two dedicated cultural sections, Cultura and Arteconomy, covering art, poetry,
literature, philosophy, theatre, film, painting, the antique trade, architecture, and design.

Lastly, FirenzeToday was included due to its prominence as one of the most popular local online
newspapers in Florence and its surrounding province, with an average monthly readership of 1.2 million.
It is particularly focused on local news, making it a highly relevant source of information for residents

(Citynews, 2024).

The data span from January 1, 2016, to December 31, 2022, corresponding to the tenure of the
museum’s director until 2022 (the last available data).

3.2.2. DATA RETRIEVAL

Web scraping techniques were implemented with Python to retrieve the articles (Braun et al., 2018).
This technique is widely used in various social science disciplines, including economics, organisation,
policy, communication, planning, political science, and sociology (Cavallo, 2018). A preliminary manual
analysis of each newspaper’s website structure enabled the development of a web scraper using Selenium
library. The articles were downloaded searching for the words “‘Ufhzi’ (and related terms referring to
museums within the complex, namely ‘Palazzo Pitti, ‘Corridoio Vasariano, and ‘Giardino di Boboli) and
‘Florence’ in the body of the text.

3.2.3. DATA ANALYSIS

The steps of the analysis included the following steps:

a) Corpus pre-processing: converting text to lowercase, removing stopwords, stemming, and
tokenising the text. The Python NLTK library was used for tokenisation, lemmatisation, and
stemming, while Pandas library was used for data cleaning, including the removal of missing,
duplicate, invalid, or inconsistent values.

Tt-idf analysis was conducted to weigh the importance of words (Salton and McGill, 1983)
using Scitkit-learn library. The keywords ‘Ufhzi’ and ‘Florence’, which are more likely to appear
among the most significant words, were removed during the text pre-processing. NumPy library
was used to support the processing and representation of complex multidimensional data.

b)  Corpus analysis: the topic modelling LDA algorithm was applied to the corpus to extract the
latent topics in the online articles using Gensim library.

4 https:/[www.nytimes.com/international/
> hteps://www.ilsole24ore.com/
¢ hteps://www.firenzetoday.it/
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c)  Coberence scores calculation: to evaluate the quality of the topics, the three most used semantic
coherence scores were calculated using Gensim library for comparison (Mimno et al., 2011):
UMass, Pointwise Mutual Information (UCI), and Normalised Pointwise Mutual Information
(NMPI) (Réder et al. 2015). When multiple models showed high coherence scores, the number
of topics was chosen within a range between the minimum and a reasonably manageable
number to balance interpretability and the richness of the results. The most coherent and
interpretable topic set was then selected for detailed analysis, avoiding overly fragmented topic
distributions.

3.2.4. RESULTS TRIANGULATION

Finally, findings from interviews, topic modelling analysis, and other secondary sources were
triangulated (Thurmond, 2001). This step served multiple purposes: firstly, to contextualise the identified
topics within the Uffizi’s strategic objectives and its relationship with the city of Florence; secondly, to
enhance the robustness of the results by reducing the limitations associated with relying on the data source
selected; and thirdly, to support a more accurate interpretation of the topics that emerged from the textual
analysis.

4. REeSULTS

4.1. RESULTS: QUALITATIVE ANALYSIS

To investigate the role of online communication in shaping the interplay between museum and city
reputation, interviews were conducted with members of the Uflizi's management. The findings reveal that
the Uffizi strategically employ online channels to reinforce their brand, enhance their global visibility,
strengthen local relationships, and foster community engagement through dedicated events.

A central aim of their communication strategy is to consolidate and project a strong institutional
brand. Significant efforts have been invested in defining the overarching brand "Le Gallerie degli Uthzi"
(4). In this, the museum director plays a key role in brand governance, authorising its use for events and
initiatives (7).

Alongside institutional branding, international visibility remains a key communication objective.
The museum maintains a particularly strong relationship with audiences in China, the USA, France, and
Germany. As one interviewee noted, “USA and China, economically, are the biggest players” (1). This global
orientation aligns with the museum’s vision: “7he heritage belongs to everyone, it is not just for Florentines
and Italians” (5), and an awareness that “7he public of our museums is a global one” (6). Recognising the
diversity in cultural backgrounds and levels of knowledge, communication strategies aim to provide
accessible interpretive tools for all: “Don’t be surprised if someone doesn’t know who the Medici were |[...] it
doesn’t mean theyre ignorant, theyre just not specialists” (6).

Moreover, what emerged from the interviews is that the Uffizi may exert a positive influence on
Florence’s reputation and soft power. As one interviewee noted, “Florence has always identified with its main
museum, which serves as a gateway to the city for the entire world” (3).

Regarding the museum’s relationship with the city, the interviews reveal that the Ufhzi’s online
communication serves to reinforce its role as a cultural actor within the local community. Indeed, the
museum maintains a collaborative relationship with the city of Florence: “7his museum is state-owned, so it
has a relationship of exchange and dialogue with the city and the region, not one of subordination” (3). As
another interviewee stated, “Uffizi and Florence have a relationship of interdependence, of mutual
collaboration” (7).

However, being the most visited state museum in Florence, the Uffizi are also central to the city’s
overtourism challenge. In response, the museum has taken a three-pronged approach. First, it supports
collaborative initiatives with the municipality to promote lesser-known museums, such as the Firenze Card
project (2, 7), which, as highlighted by Oliva et al. (2020), aims to redistribute tourist flows across the
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city’s rich cultural offer. Indeed, as one respondent stressed, “Florence is the only place in the world where the
Bargello and the Museo di San Marco are considered ‘minor museums, despite their extraordinary collections”

(6).

Second, through initiatives such as “Ufhizi Diffusi”, the museum actively promotes sustainable
tourism by encouraging visitors to explore peripheral areas in Tuscany (Giusti, 2024), with online
communication playing a crucial amplification role.

Third, the museum has positioned itself as an active participant in the public debate online on urban
management (3). As articulated by the spokesperson for the director: “7he museum |[...] offers a point of
reflection on important topics such as overtourism, the conservation of cultural and architectural heritage, and
the future direction of cities with specific characteristics.”

Finally, to engage diverse local communities, the Ufhizi have implemented online educational and
accessibility initiatives for both disabled and non-specialist audiences, as well as exhibitions and events in
collaboration with local organisations (4, 5, 6). Notably, anti-overtourism strategies also benefit local
residents: “Initiatives like Uffizi Diffusi can be useful for locals, for those living in Tuscany, to discover the
richness of their territory” (6).

4.2. RESULTS: TOPIC MODELLING

The analysis of the online press regarding Ufhizi and Florence revealed several key topics: four for the
Local newspaper “Firenze Today”, three for “Il Sole 24 Ore”, and five for “The New York Times”. The
number of topics was determined by considering three semantic coherence measures—UMass, UCI, and
NMPI—and comparing them across each corpus. As shown in the coherence results in Annexe 4, the
highest semantic coherence for FirenzeToday is achieved with four topics, according to all three metrics.
For the national newspaper Il Sole 24 Ore, the optimal number of topics is three. In the case of The New
York Times, while two coherence measures also suggest three topics, the NMPI measure indicates that five
topics yield the highest semantic coherence. We therefore tested both configurations and concluded that
the five-topic model provided more interpretable results.

Table 2 presents a summary of the topic modelling analysis.

The results highlight how the reputational relationship between the Uffizi and Florence is articulated
differently across local, national, and international scales.

Locally, Firenzeloday portrays the museum as both a custodian of heritage (Topic 1) and a cultural
event organiser (Topic 2), but also as a civic actor engaged with urban infrastructure issues (Topic 3) and
political relationships with the municipal administration (Topic 4). These topics reveal how, at the local
level, the museum’s and the city’s reputations are interrelated, thanks to the museum's management effort
to address local challenges such as urban mobility and civic participation.

In contrast, the national newspaper I/ Sole 24 Ore frames the Uffizi within broader narratives of
Italian cultural heritage (Topic 5), major infrastructural works such as the renovation of the Vasari Corridor
(Topic 6), and the museum’s performance in terms of visitor numbers and revenue (Topic 7). Here, the
interplay with Florence’s reputation does not emerge. The city’s image may benefit indirectly from the
Uthzi’s visibility, but without explicitly reinforcing the link between the museum and the city. In this
context, the Ufhizi is recognised as a nationally relevant brand, and its digital and media strategy amplifies
Italy’s cultural narrative more than Florence’s.

Internationally, 7he New York Times focuses on highly visible, event-driven stories that portray the
museum as a globally recognised institution. These include the return of a Nazi-looted painting following
a major communication campaign (Topic 8), associations with other global icons such as Leonardo da
Vinci and the Louvre (Topic 9), major exhibitions abroad (Topic 10), and the museum’s role in the
attribution of artworks (Topic 11). Additionally, the Ufhzi’s engagement with digital innovation and social
media—ranging from TikTok to the sale of NFTs—is captured in Topic 12. Also in this case, the link with
Florence does not emerge explicitly. The Ufhzi projects an autonomous global image, potentially
reinforcing its role as a soft power agent but without strongly leveraging the city brand.
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Local Newspaper
‘Firenze Today’

National
Newspaper
‘Il Sole 24 Ore’

International
Newspaper
“The New York
Times’

Topic number

Topic label

‘Ufhizi Galleries’ collection and spaces’
‘Events and temporary exhibition’

‘External Accessibility’

‘Director’s relationship with the local
administration’

“The Ufhizi's collection as part of Italy's
cultural heritage’

‘Ongoing work on the Vasari Corridor’

“The Uthzi within the context of visitor
performance at Italian state museums’

“The return to the Uffizi of a painting
stolen by the Nazis thanks to a
communication campaign by the
museurn’

‘Ufhzi and Leonardo da Vinci’

Investigaciones Regionales — Journal of Regional Research

TABLE 2.
Online newspaper topic modelling results about Uffizi and Florence

Most significant words

art; oper; galleri; palazzo; direttor;
schmidt; mostra; opera; sala.

mostra; cinema; eventi; settimana; festiv;
film; programma; musica.

piazza; vial; lungarno; santa; tratto;
piazzal; pont; divieti; transito; sosta.

direttor; eik; schmidt; sindaco; dario;
nardella; comun; palazzo; vecchio.

patrimonio; art; cultural; beni; cultura:
italiano; valor; italia; direttor; italiana.

corridoio; vasariano; lavori; percorso
palazzo; pitti; galleri; direttor; eik;
schmidg; progetto.

visitatori; euro; attivita; statali; mostr;
italiani; numero; italia; ingtessi; introiti.

paint; german; return; schmidg; govern;
germani; stolen; war; soldier; investing.

leonardo; louvre; mona; lisa; vinci; draw;
codex.

Exploring the interplay of museum’s and city’s reputation. ...

Interpretation

General terms related to artworks and museum
spaces. Importance of the director's role.

Words related to temporary events organised.

Words related to ongoing roadwork around the
museum complex.

Terms related to the dialogue between the
museum director and the mayor of Florence.

General words related to the Uffizi’s collection
along with Italian cultural heritage. Words
related to the director emerge.

Terms related to the ongoing renovation work at
the Vasari Corridor, which connects the Uffizi
Gallery with Palazzo Pitti. The role of the
director emerged.

Words related to the performance of Italian state
museums in terms of visitors and revenue, in

which data on the Ufhizi Galleries is cited.

Words related to the episode of the recovery of
the painting "Vase of Flowers' by Jan van
Huysum, which was stolen from Palazzo Pitti by
Wehrmacht soldiers during World War II.

Terms related to Leonardo, one of the most
important artists whose works are housed in the
Ufhzi.
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10 ‘Ufhzi exhibitions abroad’

“The role of the Uffizi in legitimising

TABLE 2. CONT.

Online newspaper topic modelling results about Uffizi and Florence

raphael; show; director; schmidt; exhibit
master; Botticelli; Michelangelo; loan;
masterpiece.

donatello; giambologna; artist; sculptur;

11 the attributi f k of art t g .
ca fl ution ot awork ot art to an bronz; sculptor; rudigi; attribut.
author
; . .. . tiktok; mask; nft; video; digit; onlin;
12 ‘The Ufhizi’s use of digital technologies o s video; digit; o

Source: authors’ elaboration.
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post; sale; account; platform.

Words related to temporary exhibitions
organised by the Uffizi abroad, such as
'Botticelli and Renaissance Florence:
Masterworks from the Uffizi' at the Minneapolis
Institute of Art or 'Self-Portraits: Masterpieces
from the Uffizi' in Shanghai.

Words related to the episode of the dubious
attribution of 'Venus at the Bath’ by
Giambologna.

Terms related to the Uffizi's use of social
media, online platforms, and the sale of NFTs.
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A cross-scalar reading confirms that the territorial reference to Florence is most explicit in local
discourse and progressively fades at broader levels. At the local scale, reputations are co-constructed
through institutional embeddedness and collaboration; at the national and international scales, the Uthzi
operates independently, enhancing its own symbolic capital and brand equity. These findings suggest that
the museum’s contribution to Florence’s reputation is scale-dependent, with close alignment at the local
level and relative detachment beyond.

4.3. RESULTS: TRIANGULATION

When cross-referencing the findings from topic modelling and interviews conducted with the Uffizi’s
management, a convergence emerges: eight of the twelve topics identified in the press were also addressed
in the interviews, revealing a meaningful consistency between the Uffizi’s public communication strategies
and perceptions about the Uffizi and Florence in online news.

Locally, all interviewees engaged with Topic 1, discussing the museum’s collection and spatial
configuration from their respective professional standpoints. Topic 2, concerning events and temporary
exhibitions, also found resonance: Interviewee 4 cited cinema and music programmes, Interviewee 6
referred to educational initiatives, and Interviewee 7 discussed curatorial contributions.

The relational dimension between the Ufhizi and the city administration (Topic 4) was also
acknowledged. Interviewee 2 recalled a 2010 agreement that redirected part of the museum’s revenue to
support municipal initiatives aimed at mitigating overtourism, while Interviewee 1 emphasised the need
for more integrated collaboration between the State and local institutions to ensure cohesive cultural
governance. These insights reinforce the view of the museum as a locally embedded actor actively
contributing to the civic life of Florence.

With regard to the national scale, Topics 5 and 7 were confirmed. Interviewees recognised the Uthizi
as a symbol of national heritage and noted the museum’s visibility through public dissemination of visitor
and financial data. Interviewee 3 described how the institution strategically shares these metrics to reach
audiences interested in both culture and institutional performance, while Interviewee 6 reflected on the
museum’s importance within the Italian cultural landscape, sometimes overshadowing other important
institutions in the city.

Results from the international newspaper were also substantiated. Topic 8, the return of the Vase of
Flowers, was seen by Interviewee 3 as a compelling example of how diplomacy, historical memory, and
media strategy intersected to broaden the museum’s communicative reach. Topic 10—international
exhibitions—was supported by Interviewee 6, who mentioned events in Hong Kong, Riga, Nimes, and
Minneapolis. Topic 12, related to digital innovation, was explored by Interviewees 3 and 7, who reflected
on the Uflizi's engagement with social media and emerging technologies such as NFTs. While
acknowledging the visibility gained through such initiatives—especially during the COVID-19
pandemic—both expressed concerns over legal ambiguities and ethical risks in the commodification of
cultural imagery.

Four topics, however, did not emerge in the interviews: Topic 3 (External Accessibility), Topic 6
(Ongoing work on the Vasari Corridor), Topic 9 (Ufhizi and Leonardo da Vinci), and Topic 11 (The role
of the Ufhzi in legitimising the attribution of a work of art to an author). Such omissions likely reflect the
internal perspective of the interviewees, shaped by institutional priorities and less attuned to transient
disruptions or journalistic framings. Topics such as infrastructure and urban planning may hold limited
salience for staff, while symbolic associations—for instance, with figures like Leonardo—or issues of
scholarly attribution, though institutionally significant, may fall outside the remit of communication-
focused interviews. The absence of these topics underscores a fundamental limitation of relying solely on
internal voices: while their insights are valuable, they tend to mirror the institution’s communicative
priorities rather than the broader range of activities as perceived from an external standpoint.

It can therefore be argued that the museum’s online communication objectives are closely aligned
with the perceptions emerging from the analysis of the interplay between the museum's reputation and
the city's reputation. In this regard, it is reasonable to speculate that online communication plays a role in
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shaping such a relationship. Notably, the return of the Vase of Flowers and the sale of NFTs emerged
prominently among the topics covered in the newspapers examined, and these initiatives appear to be
consistent with the Uffizi’s intended digital communication campaigns. However, given that the primary
focus of the Ufhzi lies in reinforcing the museum’s own brand rather than that of the city, this
communication has ultimately worked in favour of the institution itself.

5. DISCUSSION AND CONCLUSIONS

This research examined the interplay between museum and city reputation through the case study
of the Ufhzi Galleries and the city of Florence, focusing particularly on the role of the museum’s online
communication strategy in shaping this relationship. Building on a triangulation of topic modelling
applied to online press content and qualitative data from interviews and institutional documents, the study
offers novel insights into how cultural institutions contribute to—or remain detached from—city branding
across local, national, and international scales.

The topic modelling results, supported by insights from interviews with Uflizi management, reveal
a nuanced interplay between the reputations of the Uffizi and the city of Florence across local, national,
and international levels.

In line with what emerged in the literature, since the Covid-19 pandemic, the Uffizi has intensified
its use of online communication channels (Lazzeretti et al., 2024). This strategy served two primary
purposes. First, it aimed to strengthen the museum’s brand, creating a distinctive identity that stands apart
from the city’s umbrella brand—a direction confirmed by interviewees, who described the relationship
with the Municipality of Florence as collaborative but not interdependent. Second, it supported initiatives
related to overtourism, including awareness campaigns, content promoting decentralisation, and efforts to
spark public debate, in line with previous studies (Giusti, 2024). This is particularly crucial for the city
and for the museum itself, as Ciappeti et al. (2023) demonstrated, Ufhzi visitors' experiences are often
affected by their overall satisfaction with the city.

Despite these efforts, the topic modelling analysis indicates that the museum’s engagement with city-
wide issues emerges only in local media discourse.

Indeed, locally, the Ufhzi is portrayed as a cultural actor engaged with the urban context. Joint
initiatives with the municipality — such as those aimed at promoting lesser-known institutions or
supporting sustainable tourism — were emphasised by interviewees. These reflect a deliberate commitment
and the development of specific museum management policies that have prioritised relationships with the
local territory, aiming at engaging residents and city stakeholders. These findings are consistent with the
notion that museums serve as symbolic anchors that reinforce place identity and liveability (Plaza and
Haarich, 2015; Kunzmann, 2004), underscoring the museum’s deep embeddedness in Florence’s civic life.
These dynamics resonate with the literature that views museums as agents of cultural production embedded
in urban governance and creative ecosystems (Ulldemolins, 2014; Lazzeretti, 2009).

Nationally, the Ufhizi emerges as a flagship of Italian cultural heritage, largely detached from its
Florentine context. This positioning reflects intentional brand autonomy, supported by institutional
strategies aimed at asserting the museum’s socio-economic role within national cultural narratives
(Baumgarth, 2009; Van Riel, 2019). Interviewees confirmed that this strategic framing allows the Uthzi to
participate competitively in national discourses on culture and public value, in line with the documented
trend in the museum sector (Frey and Meier, 2006; Camarero et al., 2023).

Internationally, the Uffizi employs high-visibility digital communication to enhance its global brand.
It engages in soft power diplomacy, high-profile exhibitions abroad, and digital innovation (e.g. NFTs,
TikTok campaigns). These activities, widely covered by the international press, align with trends in global
museum branding (Grincheva, 2020; Zollo et al., 2022) but rarely make explicit connections to Florence’s
image.

Across all three scales, there is coherence between the museum’s communication strategy and its
public portrayal. Interview data and topic modelling both reflect a deliberate effort to build reputational

Investigaciones Regionales — Journal of Regional Research ISSN: 1695-7253 e-ISSN: 2340-2717



Exploring the interplay of museum’s and city’s reputation. ...

capital primarily for the institution. In this sense, the Uffizi acts as a "branding museum" (Greffe et al.,
2017): a cultural organisation that capitalises on its unique identity to generate visibility, funding, and
legitimacy across multiple domains.

Yet, as the literature on place branding suggests, cultural landmarks also hold potential for
strengthening urban visibility and soft power (Anholt, 2005; Giovanardi et al., 2013). In the Ufhzi’s case,
however, Florence often plays the role of a backdrop rather than a strategic partner in narrative
construction, thus revealing a missed opportunity to leverage its interrelation with city branding.

The case of the Uthzi and Florence aims to offer a distinct contribution to the literature on regional
and urban studies by shifting the focus from emblematic rebranding strategies centred on newly established
museums in post-industrial cities—such as the Guggenheim in Bilbao (Plaza, 2006; 2008) or the Louvre
Abu Dhabi (Grincheva, 2020)—towards a context where both the city and the cultural institution are
historically embedded and reputationally mature. Rather than focusing on museums as instruments of
urban rebranding, this study explores the interplay between two long-standing reputational actors, offering
insights into how their distinct yet interconnected reputations evolve within a heritage-rich environment.

Findings show that both the Uflizi and Florence possess strong and distinct reputations. At national
and international levels, the museum’s brand operates with considerable autonomy, reflecting broader
tendencies in the cultural field where major institutions increasingly adopt brand management practices
to enhance visibility, secure funding, and assert socio-economic value (Baumgarth, 2009; Van Riel, 2019;
DiMaggio, 1986). In this sense, the Ufhzi exemplify the “branding museum” model (Greffe et al., 2017),
prioritising their institutional identity within global cultural networks.

However, this emphasis on institutional visibility does not automatically translate into city visibility.
Online media discourse at the national and international levels rarely makes explicit links between the
museum and the city of Florence. This represents a missed opportunity to capitalise on the reputational
synergies between urban and institutional brands (Plaza and Haarich, 2015; Becchetle et al., 2024).
Conversely, at the local level, a more substantial alignment is observed. Local press narratives and
interviews indicate that the Uffizi play an active civic role—engaging in collaborative projects with the
municipality (e.g. FirenzeCard), promoting decentralised tourism (e.g. Uffizi Diffusi), and participating
in public discourse around overtourism and cultural governance. Interviewees highlighted joint efforts
with the municipality, including initiatives aimed at promoting lesser-known institutions and encouraging
sustainable tourism. The Ufhzi thus function, at the local level, as symbolic anchors that reinforce place
identity and liveability, further underscoring the museum’s deep embeddedness in Florence’s civic life. This
points, at the national and international level, to an as-yet untapped potential that could emerge from a
more substantial alignment between museum branding and city branding.

These findings suggest policy recommendations to more effectively align museum and city
reputations.

In terms of urban policy, local governments should actively recognise museums not only as cultural
custodians or tourism drivers but as key actors in urban branding strategies. They can serve as symbolic
anchors that reinforce place identity, foster civic pride, and enhance liveability (Kunzmann, 2004; Bellandi
et al., 2024). For this reason, local administrations should develop strategies to engage museums in
structured dialogues and co-design frameworks. Moreover, integrating museum-led digital strategies into
city branding plans could help address reputational fragmentation. Policymakers should encourage
coordinated storytelling across institutional platforms, jointly articulating narratives that reflect shared
values, local distinctiveness, and inclusive visions of the city (Anholt, 2005; Giovanardi et al., 2013).
Finally, strategic collaborations between museums and city authorities can also support sustainable tourism
and civic wellbeing. The Ufhizi's initiatives such as “Uflizi Diffusi” illustrate how museums can help
decentralise tourist flows and promote lesser-known territories, contributing to territorial enhancement
and cultural participation (Giusti, 2024; Oliva et al., 2020). These efforts should be integrated into broader
urban policy agendas aimed at addressing overtourism and enhancing residents’ quality of life
(Campaniello and Richiardi, 2018; Dastgerdi and De Luca, 2019).

This study has some limitations. Despite data triangulation, the interviews were conducted with
internal stakeholders, potentially biasing the narrative in favour of institutional coherence and strategic
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intentionality. Moreover, the press analysis was limited to three online newspapers (The New York Times,
Il Sole 24 Ore, and FirenzeToday), which—despite being selected for their relevance and reach—do not
fully capture the diversity of the press discourse on the Uffizi and Florence.

Future research should incorporate a wider range of media sources and digital platforms to capture
the full ecology of online reputation. In particular, a focus on social platforms could include user-generated
content, where reputation is increasingly co-created through peer interaction, emotional engagement, and
visual storytelling (Zollo et al., 2022; Grincheva, 2018). Moreover, comparative studies across different
types of cities and museums would also help generalise the findings and refine typologies of city-museum
relationships.
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ANNEXES
ANNEX 1.
Topic modelling results of the local newspaper ‘FirenzeToday’
Topic 1 . . Topic 4
‘Uffizi Gallerielz’ C(,)llcction and ‘Events and tz;g locr:ry exhibition’ ‘Extcrn?loglit?ssibiliw’ ‘Relations}}i[.)pwitl"l th’e local
spaces administration
Word Eta Word Eta Word Eta Word Eta
art .011 mostra .013 piazza .0479 direttor .0074
oper .009 cinema .024 vial .0243 schmidt .0073
galleri .0089 eventi .0102 lungarno .0147 boboli .007
palazzo .008 settimana .0099 santa .0133 palazzo .0065
direttor .006 festiv .0079 tratto .0119 euro .0064
mostra .0053 film .0074 piazzal .0099 progetto .0058
opera .005 torna .0067 pont .0095 giardino .0057
sala .0047 programma .0065 divieti .0091 sindaco .0056
schmidt .0045 giardino .0065 transito .0082 nardella .0048
storia .0045 musica .0065 centro .0073 visitatori .0047
pitti .0044 teatro .0061 sosta .0072 galleri .0046
medici .004 piazza .0059 porta .0071 comun .0042
eik .0038 festa .0058 lavori .0063 eik .0037
fiorentino .0037 palazzo .0055 carabinieri .0062 vecchio .0036
leonardo .0037 toscana .0054 polizia .0057 pitti .0035
restauro .0036 edizion .0048 divieto .0052 centro .0034
dipinto .0036 villa .0046 borgo .0049 dario .0033
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ANNEX 1. CONT.
Topic modelling results of the local newspaper ‘FirenzeToday’

c . T.op ’ic L . Topic 2 Topic 3 ‘ . T.o P ic‘4
Uffizi Galleries’ collection and . s > ] o elel Relationship with the local
spaces’ Events and temporary exhibition External Accessibility administration’
Word Eta Word Eta Word Eta Word Eta
cultura .0033 parco .0046 senso .0044 ministro .0031
italia .0032 appuntamento .0044 corsia .0043 cultura .0031
collezion .003 perder .0043 stazion .0043 pubblico .003
capolavori .003 possibil .0043 vigor .0041 toscana .003
botticelli .0029 appuntamenti .0038 duomo .004 president .0027
collaborazion .0026 sagra .0037 storico .0039 lavori .0027
sale .0025 dedicata .0034 provvedimenti .0039 culturali .0025
president .0024 programmazion .0033 croce .0036 attivita .0025
giovanni .0024 occasion .0032 mezzi .0036 beni .0025
occasion .0024 evento .0032 giovanni .0034 corridoio .0025
dant .0024 visitar .0031 signoria .0034 storico .0024
dipinti .0023 cucina .0031 veicoli .0034 turisti .0024
video .0023 natal .003 municipal .0033 turismo .0023
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Topic 1

“The Uffizi's collection as part of Italy's cultural

heritage’
Word
patrimonio
art
cultural
beni
cultura
moda
culturali
immagini
gucci
italiano
euro
storia
valor
italia
president
direttor
visita
centro
italiana

giovani
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Eta

.0113
.0105
.0097
.0078
.0078
.0074
.0058
.0049
.0048
.0047
.0045
.0045
.0044
.0043
.0043
.0041
.0036
.0035
.0035
.0034

Topic modelling results of the national newspaper ‘Il Sole 24 Ore’

Word
oper
mostra
palazzo
schmidt
galleri
pitti
leonardo
direttor
progetto
dipinti
fiorentino
vasariano
raffaello
corridoio
percorso
lavori
carlo
roma
euro

piano

ANNEX 2.

Topic 2

‘Ongoing work on the Vasari Corridor’

Eta
.018

.0178
.0128
.0097
.0093
.0089

.008

.0064

.006

.0054
.0053

.005

.0049
.0047
.0047
.0045
.0042
.0042
.0041
.0041
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Topic 3

“The Uffizi within the context of visitor
performance at Italian state museums’

Word

visitatori
palazzo
galleri
nazional
euro
archeologico
pubblico
art
attivita
statali
mostr
torino
digital
italiani
numero
italia
museal
roma
siti

ingressi

Eta
.0271

.0084
.0082
.008

.0068
.0061
.0059
.0058
.0058
.0058
.0057
.0057
.0056
.0054
.0052
.0051
.005

.0049
.0049
.0048
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“The Uffizi's collection as part of Italy's cultural

Word

codic
restauro
tour
storico
diritto
pasqua
base
guida
impres

botticelli
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Topic 1

heritage’

Eta

.0032
.0031
.0031

.003

.0028
.0028
.0027
.0027
.0027
.0026

ANNEX 2. CONT.
Topic modelling results of the national newspaper ‘Il Sole 24 Ore’

Topic 2

‘Ongoing work on the Vasari Corridor’

Word

biennal
scultura
beni
culturali
dipinto
scientifico
tratta
vecchio
eik

michelangelo

Eta
.004

.004

.0038
.0038
.0038
.0037
.0037
.0037
.0036
.0036

Topic 3

“The Uffizi within the context of visitor
performance at Italian state museums’

Word
introiti
dati
nuov
venezia
cultura
pompei
colosseo
istituti
struttur

total

Eta
.0048

.0047
.0047
.0047
.0045
.0044
.0043
.0043
.0042
.0042
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ANNEX 3.
Topic modelling results of the international newspaper “The New York Times’
Topic 1
‘ . . Topic 4 .
The return to the Uffizi of a Topic 2 . ) opic .. Topic 5
.. . p . Topic 3 The role of the Uffizi in ] Yy ..
painting stolen by the Nazis Uffizi and Leonardo da ; e g , L s The Uffizi’s use of digital
.. . . Uffizi exhibitions abroad legitimising the attribution of .,
thanks to a communication Vinci , technologies
) , a work of art to an author
campaign by the museum
Word Eta Word Eta Word Eta Word Eta Word Eta
italian .0359 leonardo .0872 paint .0421 work .0312 art .0447
paint .0359 louvr .0302 work .0318 donatello .0306 artist .0255
german .0353 lisa .0253 artist .0286 artist .025 tikeok .0193
return .027 mona .0244 raphael .0218 sculptur .0237 collect .0188
work .024 exhibit .021 art .0203 art .0219 work .0183
art .0222 vinci .0171 show .0188 bronz .0219 million .0159
itali .0222 time .0146 itali .0156 citi .0206 peopl .0159
schmidt .021 show .0137 restor .0156 verrocchio .0206 mask .0154
offici .0198 visitor .0122 portrait .0147 renaiss .0194 fortun .014
statu .018 italian .0117 schmidt .0133 exhibit .0187 nft .014
govern .0174 life .0117 director .0121 medici .0187 video .013
van .0156 franc .0112 exhibit .0121 david .0144 york .013
famili .0138 itali .0102 world .0112 mccarthi .0144 paint .0125
germani .0132 pari .0102 renaiss .0109 marbl .0125 digit .0111
state .0132 draw .0098 collect .0103 statu .0125 institut .0111
world .0132 experi .0098 cultur .01 ostiglio .0119 women .0111
stolen .0126 famou .0098 rome .0097 sculptor .0119 featur .0106
author .012 move .0098 master .0094 includ .0113 design .0096
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ANNEX 3. CONT.
Topic modelling results of the international newspaper “The New York Times’

Topic 1 Topic 4
“The return to the Uffizi of a Topic 2 . ) p .. Topic 5
.. . p . Topic 3 The role of the Uffizi in ] Y ..
painting stolen by the Nazis Uffizi and Leonardo da ; L, , e o The Uffizi’s use of digital
- . Uffizi exhibitions abroad legitimising the attribution of .
thanks to a communication Vinci , technologies
) , a work of art to an author
campaign by the museum
Word Eta Word Eta Word Eta Word Eta Word Eta
includ .0114 travel .0098 room .0091 origin .0113 fashion .0096
war .0114 citi .0088 botticelli .0085 time .0113 sell .0096
soldier .0102 codex .0088 michelangelo .0085 vecchio .0113 black .0092
pitti 0096 think .0088 open .0083 famili .0106 includ .0087
public .0096 french .0083 past .0083 rudigi .0106 long .0082
vase .0096 space .0083 loan .008 attribut .0094 time .0082
flower .009 pasta .0078 masterpiec .008 painter .0094 onlin .0077
palac .009 galluzzi .0073 celebr .0074 centuri .0088 post .0077
privat .0084 natur .0073 death .0071 consid .0088 sale .0077
director .0078 rembrandt .0073 visitor .0071 figur .0088 account .0072
investig .0078 univers .0073 place .0068 giambologna .0088 platform .0072
minneapoli .0078 water .0073 time .0068 jewish .0088 receiv .0072
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ANNEX 4.
Average topic coherence scores per corpus. The three panels show the mean coherence values for

NPMI, UCI, and UMass metrics
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ANNEX 4. CONT.
Average topic coherence scores per corpus. The three panels show the mean coherence values for

NPMI, UCI, and UMass metrics
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