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When Luxury Stops Playing the Same
Game

Why the sector no longer operates under one rulebook — and why Gucci
decoupled while Vuitton consolidated
By Russell Glenister, The Fame Index

Luxury brands are often compared as if they compete under one rulebook.
They don't.

Recent Fame Index analysis across five global houses — Louis Vuitton, Hermeés, Chanel, Dior
and Gucci — shows that luxury no longer operates inside a single cultural authority regime.

The category has structurally split.
The difference is no longer aesthetic. It is jurisdictional.

The Field Has Reorganised

Between 2024 and 2025, four cultural pressures intensified simultaneously:

Proof over expression

Restraint over display

Verification over narrative

Moralised consumption over aesthetic freedom

Luxury is no longer judged only as taste. It is increasingly judged as behaviour.

Ownership is expected to justify itself.
Visibility is no longer neutral.
Being seen choosing something now implies responsibility.

This shift did not affect all brands equally, because each derives authority from a different
cultural system.



Four Authority Regimes Now Govern Luxury

1. Infrastructure Authority
The Actor: Louis Vuitton

Louis Vuitton functions as infrastructure. It is encountered in airports, ceremonies, architecture
and transit corridors. Exposure is ambient. Participation is optional, but recognition is
compulsory.

The Physics: Backlash does not produce exit in this regime. Failure would require
delegitimisation of the infrastructure itself — not mere criticism.

The Result: Vuitton absorbs critique that would destabilise smaller brands, because it is
embedded in the built environment of global wealth. Its authority is systemic rather than
expressive.

2. Gatekeeper Authority
The Actor: Hermés

Hermeés operates through access ritual. Scarcity is not a byproduct; it is the product. Friction is
proof. Denial generates desire.

The Physics: Criticism often strengthens the system, unless the gate itself is perceived as
illegitimate.

The Result: Hermeés is not judged on fairness or speed. It is judged on whether the gate still
feels meaningful. The failure condition is not resentment. It is loss of gate legitimacy — when
scarcity begins to read as bureaucracy rather than craft.

3. Institutional Lifecycle Authority
The Actors: Chanel and Dior

These houses derive authority from continuity across life stages: bridal embedding,
intergenerational gifting, fragrance loyalty, service rituals and institutional runway anchoring.



The Physics: These systems tolerate repetition and reward continuity. Identity is reinforced
through lifecycle participation rather than volatility.

The Result: Their fragility lies not in trend fatigue but in jurisdictional drift — if prestige becomes
framed primarily as asset speculation rather than heirloom identity.

4. Semiotic Authority
The Actor: Gucci

Gucci’s authority has historically been semiotic. Expression conferred legitimacy. Wearing the
brand signalled identity.

Under a culture that rewards proof and restraint, semiotic authority becomes exposed.

In 2025, Gucci’s Identity Lock and Fan Conversion Velocity contracted sharply while Cultural
Penetration remained high — a structural decoupling of fame from permission.

The Physics: The brand did not disappear. It decoupled. Recognition persisted; permission
weakened.

The Result: This is the most structurally dangerous state in modern fame: being widely seen
while no longer functioning as an identity advantage.

The Critical Insight

Luxury brands no longer fail because they lose attention.
They fail because they are judged under rules they do not own.

e Infrastructure brands survive critique.
e Gatekeeper brands survive resentment.

e Lifecycle brands survive trend churn.

e Semiotic brands fracture when expression loses cultural privilege.

The category has not slowed. It has reorganised.

The Real Risk for Luxury Leadership

The most dangerous question is no longer, “How do we increase visibility?”



Itis: “Which cultural rules are we being judged under — and do we own them?”

When fame stops converting, it rarely announces itself loudly. It continues circulating, while
authority erodes quietly underneath.

By the time revenue reflects the shift, the jurisdiction has already changed.
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