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Abstract
This research has discussed the effectiveness of the brand repositioning that Gucci used to appeal to younger audiences as an enabler of growth or a source of barriers via alienation and brand dilution. The research processes Gucci and Saint Laurent, Balenciaga, and Louis Vuitton using a qualitative, multi-case, and secondary-data approach to determine cross-case trends in the repositioning of luxury brands. The paper incorporates the approach of the Brand Equity Theory, Consumer Culture Theory, and Generational Cohort Theory into the discussion to explain the effect of consumer responses produced by design innovation, digital communication and heritage preservation. The secondary data analysis with a cross-case study analysis is based on the fact that the resources are rich, longitudinal and have been verified independently (through corporate reports and industry analysis), allowing triangulation and contributing to credibility.
The urban symbolism of Gucci digital campaigns capitalized on the urban city aesthetics that incorporates the brand in fashioning the modern luxury desire. The aim behind Gucci adopting an all-inclusive strategy of repositioning was re-establishing its identity without trying to break the symbolic ties with its past. Additionally, the case study of Saint Laurent depicted that the shift to identity-driven fashion have helped the brand to stand out among the competitors that focus too much on their heritage. Analysis on Balenciaga has revealed that the overexposure of a particular product in a very visible digital space may undermine the perception of scarcity and dissolve the borders between high and low culture. Lastly, the case study of Louis Vuitton has put up innovation in place as the continuation of the heritage and not an abandonment of the heritage.
The research results specifically showed that cultural relevance and engagement among the Millennials and Gen Z can be improved by repositioning if the innovation is oriented on the digital culture and expressive identity. Nonetheless, contingent risks are also present in the results, where an undermined heritage cues and over exposure might decrease loyalty rates among customers of traditional luxury brands. Altogether, the research proves distinguishing the loyalty and repositioning as a strategic trade-off to maintain the long-term luxury brand equity that has to be managed cautiously, culturally adept, and generational.
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[bookmark: _Toc220621009]Chapter 1: Introduction
[bookmark: _Toc220621010]1.1 Research Background
The luxury fashion industry of the world today exists in a complicated and changing environment. The growth rate of the personal-luxury goods market in the world is projected to go at 1% to 3% per year through 2024-2027, a significant drop compared to previous years (McKinsey, 2025). The below figure indicates that the regional luxury goods sales will increase to 2027, with a slow growth in Europe, recovery in China, and highest gains in the US (McKinsey, 2025). At the same time, the industry is going through structural shifts: digital disruption (e-commerce, NFTs, metaverse projects), more consumer-focused demands on sustainability and authenticity, and geopolitical/regulatory pressures (trade tariffs, supply-chain risks, tax increases on luxury). An illustrative case is the overall 272.74 billion in 2022 and is anticipated to grow from USD 284.00 billion in 2023 to USD 392.40 billion by 2030 (Fortune Business Insights, 2025). This is also expected to experience significantly small percentages of increase through 2027. 
[image: ]
[bookmark: _Toc220620999]Figure 1.1: Luxury goods market
(Source: McKinsey, 2025)
The younger generation has been playing a major role in luxury spending in recent years. A 2024 report by Bain discovered that the number of luxury customers dropped approximately 50 million customers worldwide between 2022 and 2024 (between 400 million and 350 million) (Bain, 2024). By the year 2030, around one-third of all luxury purchases was attributed to the fact that Gen Z has reached nearly thirty. In order to remain relevant, luxury brands need to respond to the values, habits and digital behaviours of younger customers and otherwise they are at risk of losing brand relevance in the long term (Joy et al. 2022). 
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[bookmark: _Toc220621000]	Figure 1.2: Luxury Goods Market Size	     
(Source: Fortune Business Insights, 2025)
The figure depicts the growth of the global luxury goods market, product segments, regional sales, trends and drivers with the forecast of reaching $392 billion by 2030 (Fortune Business Insights, 2025). Within this dynamic context, the task of heritage luxury houses is twofold: on the one hand, the necessity to maintain brand tradition, and on the other hand, to attract the attention of younger age categories of consumers. The Gucci brand is a vivid example of such a dynamic. Historically, being based on Italian craftsmanship and exclusiveness, luxury positioning, Gucci has been repositioned significantly in 2015, with the new creative leadership and moving towards a more inclusive, maximalist style (Gucci, 2025). In order to attract the millennials and the Gen Z generation, as researchers claim, it repositioned itself by expanding its consumer base to the youthful generation and changing the traditional luxury style to trendy fashion. The main question for the managers and strategists of luxury brands is how to reconcile old and exclusivity with the new and democratised relevance of younger generations that are more digitally-native. Any wrong move in the repositioning may result in brand dilution, the loss of loyal heritage customers, and diminished brand equity. On the other hand, the ability to capture the younger segment will determine the future development and relevancy, as Millennials and Gen Z are already playing a significant role in the growth of luxury spending.
In a 2019 article, it was mentioned that 62% of Gucci's EUR 8 billion in sales were made by consumers aged 35 years or older (Daniel Langer, 2019). This can be considered somewhat dated, but it also shows a significant change of the generations in relation to luxury consumption. Meanwhile, the economic headwinds and the consumer confidence factors presuppose that the luxury brands have no time to rest on the laurels and proceed with the previous positioning; strategic repositioning is more significant than ever. Operational-wise, this trend presents several strategic dilemmas: it needs to transform product design, retail experience, develop communication strategies, and balance the maintenance of old customers and building new relationships.
[bookmark: _Toc220621011]1.2 Research Rationale
[bookmark: _Toc220621012]1.2.1 Theoretical Justification
Established Knowledge
The Luxury branding and repositioning of Marks and Spencer have received sufficient research in the marketing and consumer behaviour research field. Those who have applied the Aaker brand equity model in their research have proved that the main aspects of the luxury brand value are heritage, exclusivity, and perceived prestige (Romero and Abril, 2024). It has been demonstrated that when luxury brands experience strategic repositioning, it is possible to jump-start brand relevance and growth (Bwambale, 2023). In particular, the analyses of the consumer-brand relationships in the luxury sector show that the brand experience and brand resonance remain the most important intermediaries between the brand action and consumer loyalty (Kang et al. 2022). This has been stated in other publications because the younger generations of consumers (Millennials and Gen Z) have a different attitude towards luxury consumption since they value, demonstrate authenticity, and tend to be more digitally oriented rather than merely signalling status (Dobre et al. 2021). In this respect, the general principle is quite valid: high-end brands must not lose brand identity, consumer perception, brand-loyalty loops and generation change within the scope of repositioning strategy.
Gaps and Ambiguities
There are some critical theoretical limitations. To begin with, whereas the number of studies that address the question of digital engagement or heritage luxury brand management in isolation are quite high, the number of studies that investigate the effect of repositioning on both older and younger consumers is lower. The lack of exploring the relationship between the aesthetic change of the heritage luxury brand and the impact it will have on the traditional customers is an example. Secondly, there is confirmation of the correlation between brand experience and resonance. Nonetheless, the moderator in the relationship between the generational group and the capacity of repositioned luxury brands in retaining customers over time remains debatable (Shin et al. 2022). Most of the studies have been cross-sectional surveys and focused on new markets or generic luxury brands, but does not involve a particular luxury house that is undergoing a major repositioning. Consequently, theorised mechanisms of how partnerships destroy brand dilution and how maximalist aesthetics reposition traditional heritage brands in the eyes of younger consumers are inadequately theorised. Furthermore, the existing frameworks do not tend to pay much attention to the status of the boundaries, the generational cohort, the rate of collaboration, digital or physical retail, as well as do not offer integrated models capable of connecting repositioning strategies and longitudinal outcomes.
Research Gap
The study discusses the gap in theoretical knowledge regarding the effects of repositioning luxury brands on the loyalty, perception and buying behaviour of the traditional and younger customers. The existing frameworks do not factor in the dual influence of positioning, the response of the loyals to the response of the new generations in the inclusive and partner-friendly aesthetics, the Millennials and the Gen Z. This study is made up of the notion of generational marketing, brand loyalty, and dilution, creating a complex model of luxury brand growth, where there is a trade-off of the prestige of the heritage with the relevance of the young generation. The study fills a relevant gap and compares how the various generations are responding to the strategy of repositioning along the lines of collaboration and its repercussions over the long term.
[bookmark: _Toc220621013]1.2.2 Practical Justification
Theoretically, the literature gap is of high-value implication to luxury brand strategists in the context of its managerial implications. Most indicative of slow growth and heightened competition is that the international market of personal-luxury-goods is estimated to grow by the next year in 2024 by the amount of a staggering European trillion euro (Claudia D'Arpizio, 2024). Against this suffocating background, the repositioning of Gucci is not just a creative act, but a survival act since it targets the acquisition of Millennials and Gen Z shoppers who are now driving nearly 70% of gains in luxury spending (Bain and Company Luxury, 2024). Alternatively, in the absence of evidence-based understanding of how repositioning influences distinct generation groups, there is a threat of luxury-brand managers making a multi-million-dollar investment in design, marketing and retail expenditures. Oversaturation of work can undermine heritage and too many relationships, too much visibility and fast fashion cycles could harm a brand, but a lack of innovation could render it culturally irrelevant. Managers will have to balance between preservation and digital transformation of heritage but there is little empirical guidance of how this can be achieved.
The results of the repositioning can be observed that up to 2015, when it increased to one billion and 900 million Euros and revenues of Gucci reaching to 10.5 billion Euros in 2022 due to repositioning (Danziger, 2024). These uncertainties underline the areas of pain in the management circles such as the failure to retain customers, measure the ROI of influencer campaigns, and as well as making sure that the brand remains consistent as a global entity in digital platforms. Organizations that mastered the skill of cross-generational long-term loyalty can achieve permanent competitive advantage and pricing power in a declining market. This research examines the re-positioning of Gucci in the context to managerial strategy. It also presents viable suggestions to managers of luxury brands in the pursuit of future-proofing their equity in response to the cyclical nature of fashion and demographic variations.
[bookmark: _Toc220621014]1.3 Research Contribution and Motivation
The study is both theoretical, empirical, and practical in its contribution to the existing literature on luxury-brand management since it explores how to transform Gucci, a conventional heritage house, into a digital and youthful brand. 
Theoretical Contribution: The new generational cohort is another boundary condition that supports the brand perception in the study that complements the Brand-Equity Model by Aaker. It simplifies the theory of luxury-branding, linking the aesthetic fluidity and digital-heritage continuity to two other constructs of how luxury houses rebrand exclusivity through the narration of culture-based, inclusive narratives on them. It has its foundations on the consumer-culture theory, according to which repositioning cannot be considered a single, creative process but as a phenomenon of change, which ought to be integrated with heritage integrity and cultural adaptability (Fitchett and Cronin, 2022).
Empirical Contribution: The patterns can be analyzed across time, which is why a longitudinal case-study research, based on the secondary data of Bain Company, McKinsey, and Gucci reports, is appropriate. The approach provides an empirical insight on the impact of digital transformation, product design and communication changes on Millennial and Gen Z loyalty and purchase behaviour, which is uncommon (Theocharis and Tsekouropoulos, 2025).
Practical Contribution and Originality: This research gives a managerial structure to the decision that ought to make luxury brands innovate and avoid watering down the heritage. It gives evidence-based recommendations of the approach of collaboration, retail experience, and generational communication fit. It is special in the sense that it uses the inter-generational consumer psychology with the repositioning theory to develop practical, applied knowledge to sustain the brand equity/loyalty within the digitally savvy high-end sector.
[bookmark: _Toc220621015]1.4 Research Aim, Objectives, and Questions
This research aims to assess the effectiveness of the repositioning strategy of Gucci in terms of attracting the younger consumer base while retaining its traditional luxury style.
Objectives
· To examine ways in which the repositioning strategy transformed Gucci in terms of product design, marketing communication and experience in retaining young consumers
· To determine the extent to which the repositioning was successful in making both old and new Millennial/Gen Z buyers feel alienated or in increasing affinity towards traditional luxury styles
Question
Was Gucci’s repositioning strategy effective enough to alienate its established, traditional luxury customer base in terms of purchase behavior, brand affinity, and perception of the new, maximalist aesthetic among Millennials and Gen Z customers?
[bookmark: _Toc220621016]1.5 Dissertation Structure
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[bookmark: _Toc220621001]Figure 1.3: Dissertation Structure
(Source: Self-developed)
The dissertation is structured into five chapters, which have a relationship of providing a complete picture of the research topic. Chapter 1 presents the study setting by setting the background, the rationale, research aim, objectives and questions. In Chapter 2, the critical review of the literature and empirical investigations on brand repositioning, luxury consumer behaviour, and digital engagement is provided to determine major conceptual gaps. Chapter 3 also gives the research methodology that includes a discussion of the philosophical position, research design, methods of data collection through secondary, and the methods of analysis that will be used. Chapter 4 presents and discusses the findings, and analyses the repositioning strategy of Gucci using the conceptual framework developed. Lastly, Chapter 5 wraps up the study with an overview of the key findings, managerial implications, limitations and suggestions of future studies and practice on luxury brand management.
2

[bookmark: _Toc220621017]Chapter 2: Literature Review
[bookmark: _fskl7mnlcabr][bookmark: _Toc220621018]2.1 Introduction
Purpose of this chapter is to offer a critical and extensive analysis of the modern literature dealing with repositioning of luxury brands, generational changes in consumer behaviour and the increasing power of digital interaction and design transformation. It combines the responses of luxury brands to the complicated interrelationship between heritage, identity and modernisation to their changing expectations in the market that are changing rapidly. The key aspect of the discussion is the strategic dilemma which arises when brands are trying to be culturally relevant to younger customers and retain the traditional values which the long-term clients attach to prestige and exclusivity. 
By analysing a large amount of empirical and theoretical data, the chapter reveals the main contradictions and strategic dilemmas that can be observed in the repositioning efforts of Gucci and its move towards the youthful style, maximalist design language, and communication that is digitally-focused. These changes underscore the existence of wider arguments on authenticity, cultural consistency, and the dangers of brand watering down in the luxury markets (Leppälä, 2025). Using cross-industry information, branding theory and consumer culture approaches, the chapter assesses the potential of repositioning in creating both increased involvement among younger consumers and probable dissatisfaction among heritage-seeking consumers. Finally, the review provides a conceptual basis of the discussion of the long-term impact of Gucci repositioning strategy on brand equity, brand loyalty patterns and sustainable competitive advantage.
[bookmark: _vji6t3xvbeqe][bookmark: _6ti2g9hhemac][bookmark: _xcfr00f2ph57][bookmark: _Toc220621019]2.2 Thematic overview of literature
[bookmark: _Toc220621020]2.2.1 Luxury brand repositioning and heritage identity
Repositioning luxury branding does not only represent a marketing tweaking, but rather a structural redress of identity, values and competitive advantage. It alters the perceived meaning of a brand and negotiates the profound conflict between heritage and modernity. According to Usui and Kotabe (2025), repositioning necessitates the reassigning of the strategic resources, including brand equity, cultural capital and aesthetic codes, to appeal to new consumer groups. However, in the case of luxury brands that are based on artisanship, exclusivity, and heritage, this redeployment is both a chance and a threat. How controversial repositioning can be is evidenced by the adjacent sectors. A study conducted by Sjunnesson et al. (2025) established that when auto companies switched to electric cars, they had to deal with opposition by loyal consumers who viewed the switch as a betrayal of tradition. 
Similarly, sudden transformation of Jaguar into a modern exuberance caused mixed emotions (Tronke and Uebel, 2025). It is evident when young buyers were happy with the change, whereas older buyers believed that the company had been cheating on its brand identity. These trends are a reflection of the luxury fashion where attracting younger audiences can upset the consumer base which sustains brand prestige. Heritage is still at the core of the symbolic power of luxury. Leppälä (2025) further added exclusivity has always been made historically through controlled narratives, discourse of craftsmanship, and inaccessibility. This is made difficult by the process of digitalisation, which brings out more visibility and promotes mass-appeal communication. Within this environment, repositioning may threaten to change the position of a brand out of the elite cultural space into the more democratised market position, which may reduce its long-term desirability.
[image: A diagram of a company
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[bookmark: _Toc220621002]Figure 2.2: Factors of Brand Positioning
(Source: Wang, 2025)
These tensions can be traced in the case of Gucci. Wang (2025) demonstrates that its movement towards youthful maximalism, pop-cultural aesthetic and digital-first communication strategies adequately appealed to Gen Z in China, but this evolution is threatening to drive away the traditional luxury shoppers who appreciate subtlety and classicism. Cheng (2025) claims that in such a market as China, the authenticity is the question of the balance between cultural heritage and the role of innovation; an inadequately balanced change may turn a brand into a brand that culturally gauges a generation gap; older consumers may see it as too disruptive, and younger may find it over-performative. Consumer-driven dynamics increase the pressure of repositioning. According to Bertelshofer (2025), the new meaning of brands is coming out of consumer activism and online redefinition with diminishing managerial leverage and brand development speed, which is inconsistent with the slowness and craftsmanship of luxury. Economic constraints also make strategy more complex. Mittal (2025) cites an even deeper luxury stagnation, and pressure to find younger customers at the risk of brand overextension. As indicated by Kostopoulos and Dhosi (2025), gentrification of products may transform consumers and undermine loyalty. Cross-industry knowledge (Vilander, 2025; Niu et al., 2025) supports the idea that effective repositioning should be based on innovation in line with the key heritage values to retain credibility.
[bookmark: _j9xm8pgdki2h][bookmark: _Toc220621021]2.2.2 Product Design Transformation in Luxury Fashion
One of the most obvious and impactful forms of luxury brand repositioning is product design, which indicates more fundamental changes in identity, cultural orientation and target demographics. The way Gucci redefined brand meaning through design is evidenced by its shift in the type of aesthetic to use, which shifted towards the more maximalist approach. Wang (2025) notes that eclectic prints, non-traditional silhouettes and exuberant colour options were able to attract Gen Z customers in China since they value individuality and express themselves through fashion and aesthetics suitable on social media. This is in line with the general trends in the generational direction of embracing novelty, hybridity and collaborations over conservative tendencies in status quo. Design innovation is however not unanimously valued. As demonstrated by Feng et al. (2025), middle-aged luxury consumers are more interested in continuity, refinement and tradition, which means that the generational gap generates a challenge to appeal to the young consumer segment and the heritage-oriented segment at once. According to Cheng (2025), luxury innovation should uphold cultural inheritance in order not to seem shallow in this case, Maximalist orientation of Gucci creates the risk of losing touch with its Italian ethos of craftsmanship which undermines the long-term brand equity.
This is supported by parallels of other industries. According to the findings of Sjunnesson et al. (2025), the automotive brands who stopped using heritage design cues in their products largely received negative consumer responses. In the same way, modernistic resolutions by Jaguar undermined the loyalty of older customers who were fond of the traditional image of the brand (Tronke & Ubl, 2025). The above instances imply that change in design must be progressive especially in case of the legacy brands that have a consumer base, which is emotionally invested. Kostopoulos and Dhosi (2025) also observed that the change in designs usually heralds the cultural repositioning that is perceived to be exclusionary by some consumers. Therefore, although the new aesthetic of Gucci might be a success among younger customers, it might equally increase the speed of alienation of the older customers.
[bookmark: _a2td2zytr032][bookmark: _Toc220621022]2.2.3 Digital marketing, communication strategies and engagement
The role of digital marketing in the repositioning of luxury brands has become one of the leading ones to redefine the way the desirability and identity are being built. Historically characterized by the exclusivity, the rarity and the narration, the luxury communication is transformed by the interactive nature, algorithms and the cultures of participation by consumers. According to Moisello and Pellicelli (2025), digitalisation and sustainable innovation have become part of competitive management of luxury brands. In the case of Gucci, digital marketing is a strategic process to appeal to Gen Z in a hyper-crowded and highly interconnected market. Digitally mediated interaction presents some opportunities and threats. In contrast to the traditional elitist communications, digital strategies are based on the several touchpoints, including influencers, user-generated content, livestream events, and culturally adaptive storytelling. According to Ugwuoju (2025), success means a combination of global brand messages and localised communication depending on the culture which can be observed in the Gucci differentiated messaging in Asian, European and American market. Inter-brand competition is also increased by digital visibility. 
There is a danger of homogenisation of the online luxury environment as a result of overlapping digital strategies (Kalwani et al. 2025). Taittonen (2025) demonstrates that brands like Saint Laurent can preserve their distinction by a consciously created online image, which Gucci can also struggle to achieve due to its maximalist digital identity, which can serve as a threat to exclusivity. The digital communication in terms of repositioning also reconstructs brand image. Naryono and Sopian (2025) showed how digital rebranding can be used to appeal to younger audiences. As argued by Åström et al. (2025), excessive modernisation can destroy the legacy. Even meme culture, which Gucci uses well, creates the blur between luxury and mass consumption because of their powerful digital presence. Lastly, Mbinza (2025) notes that digital marketing is more and more a convergence of brand identity and urban symbolism, which is the contemporary aspiration. Gucci city-based online campaigns increase the attractiveness of the youth; however, it poses a threat to attract consumers who value the story of craftsmanship. Therefore, online marketing reaches wider but makes it difficult to maintain prestige that is based on heritage.
[bookmark: _1mjm2fpgnl4g][bookmark: _Toc220621023]2.2.4 Cross-Generational consumer perception and behaviour
The aspect of generational differences is very important in the repositioning of luxury brands. Younger consumers, Gen Z and Millennials, view luxury as a way to express themselves, gain social standing and cultural relevance online, and older consumers view luxury as a way to be refined, long-lasting, and maintain their status. As Deivayanai and Chandran (2025) demonstrate, brand conformity/loyalty varies according to the demographic, younger viewers can adapt to change in brand value more readily, older consumers evaluate change in relation to continuity expectations. Therefore, the radical, digital and maximalist repositioning of Gucci is in line with Gen Z tastes and does not go along with the stability that traditional consumers appreciate. In the international markets, cross-generation perception is even more difficult. Ugwuoju (2025) claims that the localisation approaches determine the perceptions of global brands among countries and various age categories. Younger consumers welcome mixed, contemporary stories, whereas older groups are based on authenticity of heritage. Should Gucci focus on modernisation rather than Italian crafts, it will find itself on the path to culturally discontinuous brand significances. Generational behaviour is also influenced by competition. 
Kalwani et al. (2025) observed that younger consumers are more easily changed in brands, particularly in the digital medium, and older consumers have a greater historical attachment. Case studies support this gap where radical differentiation by Saint Laurent attracts younger customers and seems disruptive to more elderly ones. In the study by Aastrom et al. (2025), it seems that faster aesthetical transformation can ruin trust. Mbinza (2025) also includes the fact that younger city-centric consumers associate luxury with metropolitan envisions, and older customers hold the value of tradition.
[bookmark: _205rwd87lnxi][bookmark: _Toc220621024]2.2.5 Brand loyalty, affinity, and potential alienation
The historical bases of brand loyalty in the luxury markets lie in heritage, craftsmanship, emotional attachment and symbolic capital. Nevertheless, repositioning efforts may disrupt such foundations due to the change in the same qualities that long-term consumers relate to loyalty. Deivayanai and Chandran (2025) revealed that brand conformity motivates loyalty greatly; that is, consumers do not alter their loyalty as long as the brands conform to expectations. Rebranding devoid of the values may cause a case of perceptual incongruity, ty resulting in alienation. Alienation is especially severe in the case of luxury since the element of rejuvenation is followed by the risk of undermining the meaning that brand identity has been developing over many years, among long-term customers. This is a reflection of anxieties in luxury fashion, where older consumers might view modernisation as a form of dilution. In the case of Gucci, maximalist designs and younger-focused digital communications can represent the signal of innovation to young people, but a break with the luxury of the older generations based on heritage and more sophisticated traditional values. Risks of loyalty are also brought out in the literature on competition. Competition at the same level of perception requires differentiation to maintain loyal customers (Kalwani et al. 2025). When repositioning drives Gucci into generic trend-seeking behaviours observed in other youth-oriented luxury brands, the brand risks losing its competitive edge, hence undermining loyalty among the old and new consumers.
Repositioning also crosses over with place and cultural identity. According to Mbinza (2025), neoliberal urban aesthetics in modern branding tend to be more attractive to younger audiences and produce more diverse effects on other customers who do not associate luxury with urban imagery of metropolitan lifestyle. This is a relationship that shows how cross-cultural changes inherent in repositioning have the potential to divide cross-demographic loyalty. Nevertheless, there can be an improvement in loyalty through strategic innovation. It has been added by Moisello and Pellicelli (2025) that sustainable digital innovation is capable of enhancing brand affinity by indicating responsibility, development of craftsmanship and current relevance. When Gucci incorporates sustainability into its repositioning story, it can establish a generational connection between the Gen Z ethical consideration and the older generation through increased artisanship, openness and cultural narration. Additional insight is gained in rebranding structures. 
Naryono and Sopian (2025) illustrate how design repositioning has the capability of raising brand image while maintaining fundamental identity features. Luxury brands should thus take care that innovation does not take the place of the symbolic value that gives birth to emotional loyalty. Likewise, Ugwuoju (2025) added that the policy of localisation can strengthen the sense of loyalty as long as it is coherent with the global brand meaning, which means that Gucci should find a balance between the global heritage and the local representation of the culture. Finally, alienation arises when repositioning brings about an identity gap, and loyalty is enhanced when the brand can rebrand its heritage so that it can be applied in new situations without forgetting its essence. The future expansion of Gucci, therefore, lies in a compromise between generational and cultural requirements by balancing innovation, staying exclusive and seeing how digital modernity does not obscure the craftsmanship lexicon underpinning consumer loyalty in the past.
[bookmark: _Toc220621025]2.3 Theoretical Framework
This paper uses various theoretical frameworks to assess the repositioning strategy of Gucci and its effects on the cross-generational consumer reactions. The Brand Equity Model by Aaker offers a conceptual background of assessing the impact of the change of the aesthetic codes, communication and product design on the perceived quality, brand associations, and loyalty. The model is especially applicable because the symbolic meaning is repositioned, where it might enhance equity among younger consumers and undermine it among traditional luxury buyers. The Customer-Based Brand Equity (CBBE) framework developed by Keller also confirms the analysis because it stresses the differences in resonance and emotional bond between the generations that are exposed to various cultural, technological and experience expectations. This theory is used to comprehend the difference in values of consuming and expressive fashion and digital interaction (Stocchi et al. 2021). Here, Gen Z tends to choose novelty, whereas older consumers focus on heritage, craftsmanship and stability. This is a theoretical view that is critical in explaining how repositioning can attract and at the same time dis-attract consumers.
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[bookmark: _Toc220621003]Figure 2.3: Consumer Culture Theory (CCT)
(Source: Inspired by the ideas of Usui and Kotabe, 2025)
[bookmark: _irxdodb9eo0b]The study is also informed by the Consumer Culture Theory (CCT) that repositioning is a cultural process influenced by social narratives, digital reinterpretation and meaning making together. Bertelshofer (2025) outlines that the modern brand meaning is co-constructed by consumer activism and online discussion, thereby decreasing the managerial control over the brand identity. Lastly, as Usui and Kotabe (2025) headlined that resource-based and cultural-capital approaches account for the repositioning of symbolic and aesthetic resources at the brand level to gain a competitive edge. These frameworks form a critical analysis of whether the repositioning of Gucci reinforces the brand equity in the long term or erodes the heritage on which luxury relevance depends over time. 
Another conceptual level that will be used in relation to the current research is Generational Cohort Theory, which helps to view how consumers who were born in various socio-cultural and technological backgrounds develop unique value system, aesthetic expectations and brand attitudes (De Pelsmacker, 2025). This theory can be used to explain why repositioning strategies will be unbalanced among consumer groups. It further questions how younger generations will focus more on immediacy, digital immersion and expressive identity work, but older generations will focus on continuity, refinement and symbolic stability. This viewpoint can be incorporated to enhance the analysis since it will connect the aesthetic and communicative changes of Gucci to the global socio-generational factors instead of viewing the preferences as the single behaviours. Further insights are provided by theory of brand authenticity and identity signalling. The authenticity theory postulates that in case a brand changes too radically in its relation to the codes of the historical brand, consumers will perceive an authenticity violation that will result in scepticism or rejection. The theory of identity signalling confirms that luxury branding is a tactic to express consistent social meaning by the consumer, therefore, radical repositioning can undermine the brand signalling ability of the long-term buyers. Collectively, these theories help to increase the explanatory power of the framework, which assists in assessing whether the repositioning of Gucci provides cultural value to new audiences without undermined the symbolic underpinnings of its heritage and base of loyal customers.
[bookmark: _Toc220621026]2.4 Conceptual Framework
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[bookmark: _Toc220621004]Figure 2.4: Conceptual Framework
(Source: Self-Developed)
This conceptual framework is meant to incorporate the major constructs that have been brought out by the literature on luxury brand repositioning, generational consumer behaviour, digital interaction, and brand loyalty. It offers a systematic framework to examine the impact of the repositioning of Gucci on various groups of consumers, and how the effects of the repositioning process impact on the brand equity results in the long-term perspective. The framework also explains the moderating factors which influence these relationships so that the empirical findings can be interpreted. The axis of the framework is a Repositioning Strategy of Gucci, which is characterized by the overall change in aesthetic codes, design transformation, and digital-first communication. Repositioning is the first independent variable in the model, since it can be proposed that as Usui and Kotabe (2025) suggest, the strategic resources are redirected to appeal to different consumer groups. The former is the initial significant route to the Impact on the Younger Consumers, especially the Gen Z and Millennials. 
It has been demonstrated in the literature that maximalist design, digital interactive storytelling and cultural relevance are likely to enhance the level of engagement and purchase intention among younger audiences (Wang, 2025). The effects lead to the short-term brand affinity and perceived relevance. The second avenue is the Impact on Traditional Luxury Consumers, whose perception of repositioning is based on the anticipations of heritage, craftsmanship and exclusivity. Research shows that extreme fashion transformation can bring the danger of perceived dilution, identity mismatch and alienation (Tronke and Uebel, 2025; Leppälä, 2025). The Moderating Factors between repositioning and consumer outcomes are the heritage preservation, digital intensity, cultural context, and co-creation by consumers (Cheng, 2025; Bertelshofer, 2025). These aspects define whether repositioning is perceived to be authentic, overboard or culturally consistent. Two outcomes of the model are competing; Positive Outcomes (relevance, engagement, growth potential) and Negative Outcomes (dilution, loyalty erosion). These combined, inform the general analysis of whether repositioning adds to the Sustainable Brand Equity or poses a hindrance to long-term growth. Besides that, the framework incorporates the findings of the generational cohort theory and authenticity theory to enhance the comprehension of divergent consumer reactions. The theory of generations explains why younger consumers perceive design innovation and digital experimentation as a marker of inclusiveness and culture fit, and older consumers believe that a sudden shift in aesthetic expression is a form of brand disruption. Authenticity theory also states that a perceived discontinuity with tradition can create a feeling of sceptical or affective alienation amongst loyal customers who cherish stability and handicraftsmanship. These two aspects make the framework more subtle in evaluation because it includes the views that simultaneously, by means of repositioning initiatives, new audiences are built, and old consumer relationships may be weakened.
[bookmark: _Toc220621027]2.5 Summary of Key Literature
	Author(s) & Year
	Theory / Framework
	Key Constructs / Themes
	Methodology
	Key Findings
	Limitations / Gaps
	Relevance to This Study

	Usui & Kotabe (2025)
	Resource Repositioning Framework
	Brand equity, cultural capital, strategic resources
	Conceptual framework
	Repositioning reallocates symbolic and strategic resources to new audiences
	Lacks sector-specific luxury focus
	Provides core theoretical basis for Gucci’s repositioning logic

	Sjunnesson et al. (2025)
	Brand Repositioning & Heritage
	Customer resistance, heritage betrayal
	Qualitative case studies (automotive)
	Repositioning often alienates loyal legacy customers
	Non-fashion industry
	Offers cross-industry parallels for heritage disruption risks

	Tronke & Übl (2025)
	Brand Identity & Loyalty
	Aesthetic rupture, attitudinal loyalty
	Single case study (Jaguar)
	Radical design change creates mixed loyalty outcomes
	Limited generational analysis
	Informs Gucci’s generational loyalty tension

	Niu et al. (2025)
	Prestige Signalling Theory
	Performance vs prestige, symbolic consumption
	Multiple case analysis
	Prestige repositioning reshapes brand meaning
	Focused on menswear
	Supports analysis of Gucci’s design-led repositioning

	Feng et al. (2025)
	Consumer Preference Theory
	Tradition vs innovation, age differences
	Survey-based consumer study
	Older consumers prefer continuity over innovation
	Gender and culture specific
	Explains generational divergence in Gucci’s reception

	Leppälä (2025)
	Luxury Brand Authority
	Exclusivity, digital visibility
	Strategic qualitative study
	Digitalisation challenges luxury exclusivity
	Emerging brands focus
	Relevant to Gucci’s digital saturation risks

	Bertelshofer (2025)
	Consumer Culture Theory
	Consumer activism, co-creation
	Case study (Abercrombie & Fitch)
	Brand meaning increasingly consumer-driven
	Non-luxury context
	Explains loss of managerial control in Gucci’s branding

	Taittonen (2025)
	Differentiation Strategy
	Aesthetic extremity, market distinction
	Case study (Saint Laurent)
	Strong differentiation enhances relevance
	Single-brand focus
	Benchmark for Gucci’s maximalist positioning

	Mittal (2025)
	Industry Lifecycle Theory
	Luxury slowdown, growth pressure
	Industry analysis
	Even established luxury brands face stagnation
	Macro-level focus
	Contextualises Gucci’s urgency to reposition

	Nyström (2025)
	Rebranding Theory
	Cultural signalling, simplicity
	Single rebranding case
	Simple aesthetic changes can shift perception
	FMCG sector
	Illustrates symbolic power of visual change

	Loutraris (2025)
	Perceived Value Framework
	Emotional value, pricing
	Conceptual modelling
	Emotional value strongly affects perception
	No luxury case
	Supports emotional engagement analysis

	Beleza de Vasconcelos (2025)
	Emotional Revenue Framework
	Emotional moments, engagement
	Conceptual framework
	Emotional intensity drives revenue outcomes
	Hospitality focus
	Applicable to Gucci’s experiential branding

	Mostert & Steyn (2025)
	Brand Avoidance Theory
	Involvement, identity mismatch
	Quantitative modelling
	Highly involved consumers resist identity change
	Non-luxury sector
	Explains alienation risk among Gucci loyalists

	Ugwuoju (2025)
	Global–Local Branding
	Localisation vs standardisation
	Comparative analysis
	Cultural adaptation shapes brand legitimacy
	Broad brand scope
	Informs Gucci’s global repositioning challenges

	Zhang, Z., Ye & Thomson (2025)
	Brand Coherence Theory
	Informal branding, dilution
	Experimental study
	Deviations weaken perceived brand strength
	Not fashion-specific
	Warns against incoherent narrative shifts at Gucci


Table 2.1: Summary of the Key Literature
[bookmark: _w4q48upc9gbs][bookmark: _Toc220621028]2.6 Conclusion
[bookmark: _heading=h.jd4ywl44w4py]The significant debates and arguments have been pinpointed in this chapter in terms of luxury brand repositioning, preserving heritage, communicating digitally, the dynamics of cross-generational consumer behaviour and loyalty. As the literature shows, innovation, aesthetic change and digital interaction can make younger consumers more relevant, these changes could also cause confusion, discomfort or even repulsion among customers with long heritage background. With the adoption of maximalism as a design language by luxury brands in rising popularity, the use of influencers and culturally responsive narratives, there is a danger of softening brand prestige by luxury brands relying on narratives of exclusivity and artisanship. It also identified how the differences in the generations, situations and cultural context as well as competitive pressure in the market make these more difficult and therefore the results of repositioning are mostly contingent and unequal depending on the groups of consumers. Notably, the review also revealed that there were a number of gaps in the current research especially the absence of unified frameworks that can be used to related repositioning strategies and long term impacts of brand equity in relation to different generations. Research tends to look at digital engagement, design change or consumer behaviour separately, without determining the way they interact within the strategic transformation of one brand. These loopholes justify a thorough, theory-based analysis of the repositioning strategy adopted by Gucci. This type of analysis is critical to comprehending whether its move towards a younger modernity is a brand equity survival strategy or a threat of survival, brand loyalty and long-term competitiveness.


[bookmark: _Toc220621029]Chapter 3: Methodology
[bookmark: _awyebcxnzyjz][bookmark: _Toc220621030]3.1 Introduction
This chapter defines and describes the methodology used to discuss the repositioning strategy of Gucci and how it has been effective in younger and traditional luxury customers. It focuses on the way in which Gucci is shifting to maximalist design and a more digital-oriented communication strategy is impacting interactions with Millennials and Gen Z, as well as how this shift could impact the loyalty of customers that consider themselves traditionally inclined. The study utilizes a qualitative investigation with secondary data, based on financial reports of Gucci, as well as the industry research and publicly-accessible studies. This chapter is followed by the definition of the research philosophy (Section 3.2), justification of the case study methodology (Section 3.3), justification of the case selection (Section 3.4), description of data sources and collection (Section 3.5), description of the approach to analysis (Section 3.6), research rigour (Section 3.7), ethical consideration (Section 3.8) and conclusion (Section 3.9).
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[bookmark: _Toc220621005]Figure 3.1: Research onion
(Source: Saunders and Tosey, 2012)
[bookmark: _9e10b6wo4a3e][bookmark: _Toc220621031]3.2 Research Philosophy, Approach and Design
Research Philosophy
This study takes an interpretivist philosophical position, which acknowledges the fact that the meaning of luxury brands is a social phenomenon and constructed through symbolic, cultural and experiential meanings. This method is suitable since the perception of the repositioning of Gucci can vary depending on the generational and cultural background. The interpretivist stance is consistent with the findings of Denscombe (2025) who described the significance of the context-specific views of social research. Pragmatism influences the study as well since the author uses several types of secondary data, including corporate reports, industry analysis and brand communications to produce both theoretically-based and practically-focused insights. The pragmatic reasoning assists in the methodological flexibility, where the research options are always directed to the effective research questions (Gamage, 2025).
Research Approach
The study is conducted using an abductive approach. The study starts with the conceptual framework based on the theories of brand equity, generational behaviour and consumer culture and continues by adding the empirical results in the process of perfecting the theoretical explanation. Susilawati et al. (2025) stressed on the adoption of the abductive logic in research dealing with multifaceted consumer behaviour. The issue of abduction is especially pertinent to the repositioning analysis since consumer expectations and the meaning of the brand are dynamic and cannot be properly regarded with the help of linear deduction or pure induction.
Research Strategy
The case study approach has assisted in the contextual aspect of the study, where the repositioning of Gucci can be analysed in the context of the real world. The case studies allow examining the interaction between a strategic shift and consumer behaviour and brand identity. The given contextual focus corresponds to design principles (Tusquellas et al. 2025).
[bookmark: _4exhgapiifpd][bookmark: _Toc220621032]3.3 Justification for Case Study Methodology
The case study methodology has been effective, as the research questions revolved around the role of Gucci repositioning on consumer perception and what repercussions this have on brand equity. Case studies made a thorough, situational study of recent phenomena possible that are embedded in real organisational and market contexts, in which there is a blur in the border between strategy and context (Yin, 2018). In this way, design transformation, digital communication, and narrative change as the processes have been explored in details. Rogowski and Le Thi (2025) emphasised the appropriateness of the case-based research approach to the socially embedded organisational phenomena. Despite the fact that the research design is single-case, international activities of Gucci, along with three other competitors have offered internal variation of analytical generalisation. 
[bookmark: _al21u1xx8ril][bookmark: _Toc220621033]3.4 Case Selection and Sampling Strategy
Sampling Logic
This study has used the purposive sampling for selection of cases, which is an excellent approach that facilitates link with research objectives and the phenomenon being studied. Through the purposive sampling, it is possible to select the information-rich cases that can provide significant information about luxury brand repositioning. This is in line with the recommendation of Bouncken et al. (2025) that purposive sampling is effective when the research aims to achieve depth, contextual insight and theoretical applicability. The case of Gucci has been chosen due to the importance and well-documented repositioning strategy, which provides access to publicly-available information on the company in various markets. Such a selective choice of the case is analytically generalisable and enables the study to explore the repositioning process, consumer interpretation and brand equity implication in the real-life luxury situation.
Case Selection Criteria
The selection of the cases was done on defined criteria:
Relevance - The brand needs to demonstrate cerebral repositioning behaviour; the aesthetic and digital transformation by Gucci satisfies the need.
Information Richness- There is sufficient financial, strategic and brand communication information that can be analysed.
Insight Diversity - Gucci focuses on young and traditional consumers and allows for analysing the opposite reactions.
Timeliness - The repositioning is not old, and thus it is fit to be analysed in the modern day.
Credibility- Data has been based on audited reports, market analyses and recognised press outlets.
Case Profile and Justification
The Gucci case emphasises the strategic aesthetic transformations, the implementation of digital marketing, and the reaction and performance results of the generational response. The complete description of the profiles and cases is provided in Chapter 4. These rival cases when combined together offer the necessary contextual explanation of strategic pressures that Gucci is going through. These illustrated other repositioning directions and explained the trade-offs in the strategic positioning that vary between differentiation, cultural relevance, preservation of heritage that helps to inform the repositioning strategy of Gucci. This increased generalisability of analysis and identification of contingent patterns. 
[bookmark: _t8youffeibd8][bookmark: _Toc220621034]3.5 Data Sources and Data Collection
Types of Secondary Data Sources
This research is mainly based the case study of Gucci. However, multiple types of secondary data were used to provide depth, credibility and triangulation. The number of categories of sources was relatively big and each of them provides certain analytical value, but also has certain limitations. To begin with, financial and strategic sources of data were annual reports of the company and investor presentations. These reports contained audited, official and longitudinal data on the performance and strategic priorities and market positioning of Gucci. These are strong due to their reliability and permanence over a period but are characterized by reporting high level of information and maybe not completely transparent in explaining how operations are done and strategic tensions. Additionally, the business press and trade publications such as reputable fashion and industry publications were taken to gather independent commentary on repositioning of Gucci and its market behaviour. These sources provide interpretative value and external critique of branding strategies, but they can be more or less detailed, and might focus on current stories more than on an analysis.
Also, focus was given on market research and analyst reports to put actions of Gucci in the context of the wider trends of the luxury industry and the generational consumption patterns. These sources offered data on benchmarking and macro-level information, yet they are aggregated and, therefore, are not necessarily brand-specific. Company websites, press releases and digital campaign materials were analysed to get to know the formal brand story and communication approach behind the repositioning. These materials offer first-hand knowledge about what the organization wants to position itself as but they are promulgatory in nature, and thus, must be read critically. Lastly, contextual interpretation and comparative analysis of interpretative findings were supported with the help of analytical and sector-level reports. The application of the different categories of data is consistent with methodological advice to promote the use of comprehensive secondary-data settings in order to enhance credibility (Graham et al., 2025).
Data Collection Process
Secondary data is gathered in an organised manner based on the structured qualitative research methods (Makateng and Mokala, 2025). The academic sources were found in databases like Google scholar, whereas corporate and company-specific news and data were obtained from online websites of the companies. The inclusion criteria of these secondary data sources were done on the basis of relevance, credibility and recency. Collected data was then grouped into case study format in accordance with the conceptualisation, which comprised of the following:
(1) Challenges
(2) Opportunities
(3) Solution
(4) Implementation and 
(5) Outcomes
[bookmark: _l1dn2f685bx3][bookmark: _Toc220621035]3.6 Data Analysis Approach
Analysis Framework
The research takes an abductive analysis framework whereby the analysis is directed by the conceptual framework formulated in Chapter 2 but is open to any emergent insights presented by the data. The strategy enables the development of an empirical and theoretical research by back-and-forth movement that allows a perfecting of insights instead of strict hypothesis testing. The analysis is based on a structured case study template that is in line with Chapter 4 and it is presented in terms of background context, strategic challenge, repositioning actions and observable outcomes. This interpretive process design, which follows methodological principles, is based on a systematic and loose but flexible qualitative analysis (Woodward et al., 2025).
Case Study Scope and Design
The research is based on one main comprehensive case study of Gucci because of its size, prominence, and strategic importance of its repositioning in the global luxury fashion market. Gucci is a prestige case of a heritage luxury brand that is radically changing aesthetics, digital, and narrative change (Gucci, 2025). To aid the process of analytical generalisation, this research has employed an embedded comparative case study based on Saint Laurent, Balenciaga and Louis Vuitton. 
· Saint Laurent is not an exception, as the radical aesthetic differentiation is encouraged by minimalist and subversive codes of design. 
· Balenciaga is an example of cultural provocation and digitally active visibility in the luxury fashion industry (Balenciaga, 2026). 
· Lastly, Louis Vuitton is chosen as an opposing example of the controlled innovation that is based on a solid heritage continuity. 
These brands are not analysed as stand-alone entities, but as contextual comparator journals which allow pattern matching and theoretical understanding. They were defined at the methodological level, and their detailed empirical analysis is given in Chapter 4.
Within-Case and Cross-Contextual Analysis 
The within-case analysis combines evidence on the annual reports, brand communications, and independent industry commentary to build a longitudinal narrative on the repositioning of Gucci, along with 3 other competitive case studies. This facilitated a systematic yet comparative analysis of the product design change, digital communication strategy and brand narrative refreezing in the long term (Tusquellas et al. 2025). Cross-contextual analysis, comparison between strategies of Gucci and competitors are altogether aimed at discovering common mechanisms and differentiated results concerning the relevance, engagement, and alienation. This is in support of analytical generalisation and theory refinement as opposed to statistical inference, as provided by qualitative synthesis principles (Kosztyán et al., 2025).
[bookmark: _s7r3od3f4rlq][bookmark: _Toc220621036]3.7 Research Quality and Rigour
Construct Validity
Triangulation between different types of data and clear operationisation of theoretical variables helped to increase construct validity. This is a manifestation of methodological standards of accuracy that are recorded by Marra and Nielsen (2025).
Internal Validity
Systematic association of evidence with the conceptual framework contributed to enhancing internal validity and making the interpretation transparent and logical.
External Validity
External validity is analytical and not statistical. The results are generalised in terms of the theory of luxury repositioning but not in terms of populations.
Reliability
Reliability was ensured by ensuring the clarity of the sampling, data collection, and analysis process, which can be replicated (Gamage, 2025).
[bookmark: _pe8vuxgbojvd][bookmark: _Toc220621037]3.8 Ethical Considerations
The principles of ethics were adhered in the research. This research has used secondary data that was solely derived through publicly available sources, such as corporate reports, industry publications as well as academic literature. Ethical responsibility was focused on proper representation, interpretation and utilisation of organisational information. All the used sources have been referenced as per the intellectual honesty norms and prevent plagiarism by adhering to the principles of academic ethics of Susilawati et al. (2025). The best precautions were taken to prevent selective reporting or misinterpretation of the repositioning strategy and performance of Gucci. It ensured that the organisational data was analysed with respect and objectivity bearing in mind the reputational sensitivity of high-profile luxury brands. 
[bookmark: _xspmakjyvex8][bookmark: _Toc220621038]3.9 Chapter Summary
This chapter has justified the methodological approach used in analysing the repositioning strategy that Gucci adopted. It also described the interpretivist and pragmatic philosophical position, abductive study method and the application of a qualitative case study design that solely involved secondary data. The chapter described the logic of purposive selection of cases, the application of various and reliable sources of data and analytical procedures. The research rigour, credibility and ethical compliance were also discussed in their measures. These methodological foundations, in combination, do create a clear and solid foundation to the empirical analysis that is covered in Chapter 4 in which the repositioning strategy of Gucci is analysed regarding the implications on consumer perception, brand identity and brand equity in the long-run.


[bookmark: _Toc220621039]Chapter 4: Findings
[bookmark: _pb3ugl8t925h][bookmark: _Toc220621040]4.1 Introduction 
In this chapter, the researcher presents the empirical results of the study, which are based solely on secondary data regarding the repositioning strategy of the Gucci brand. The goal of the chapter is to methodically record and report the process of response that Gucci experienced in the face of evolving circumstances in the world of luxury fashion and style, through a mix of aesthetic modernity, digital-first communication, and rebranding. The results are a depiction of how these strategic shifts were exhibited in various segments of the consumers and organisational performance. The chapter is formatted into one comprehensive case study, based on publicly accessible corporate reports, industry reports, as well as scholarly case facts. This will enable a holistic perspective of the repositioning of Gucci in a real-world competitive and cultural environment. Consistent with the research objectives, the chapter is targeted at three major areas, namely, the strategic factors that predetermined the need for repositioning, the practical steps which were taken by Gucci in order to redefine the market position, and the visible consequences of such steps. Specific attention is paid to generational reactions, where the younger generation of consumers, which consists mostly of Millennials and Gen Z, and traditional luxury purchasers, whose brand demands are more grounded in their heritage, craftsmanship, and exclusivity. The chapter goes on to provide the historical background and the market background of Gucci, then explains the strategic issues that led to repositioning.
[bookmark: _y2578mydss62][bookmark: _Toc220621041]4.2 Case Studies – Summary
The world luxury fashion has been a saturated market with the competition mounting both by old heritage brands and also new fashion-oriented luxury houses (Hämäläinen, 2025). There has been a decrease in market growth and the differentiation can no longer be done with the help of the old prestige only. Rather, the competition in luxury is becoming more and more about cultural relevance, being seen and being involved in the modern discourse of the consumer. The industry research by Mittal (2025) indicates that the luxury market has been in the stage of structural slowdown where the brands have to reconsider the value-generation and maintenance methods beyond the usual exclusivity. Gucci responded to the repositioning issue by radical redesigning of products. The brand turned to conservative and traditional craftsmanship-focused aesthetics into a maximalist design language with its characteristic bright colour, eclectic pattern and unusual silhouettes (Gucci, 2025). This change has made Gucci a more expressive, experimental fashion house that is in line with current fashions. The same changes in the branding of menswear indicate how the shift in the functionally-focused performance to the prestige-driven design transforms brand meaning and consumer perception (Niu et al., 2025). 
Additionally, the case study of Saint Laurent showed that when the luxury consumption trends changed, subtle elegance no longer sufficed to create a difference in an environment. In this, cultural relevance and immediacy were emerging as the determining forces. The consumers had a high regard of clarity, confidence and consistency in brand expression over general heritage symbolism. It is indicated that younger luxury customers are especially sensitive to the brands that deliver a single, uncompromising aesthetic attitude (Taittonen, 2025).
As inspired from the ideas of Armitage and Roberts (2021), the luxury fashion market meant as a hybridity of cultures but not the perpetuation of heritage meant that brands that were open to the symbolism of internet and subversive storytelling could gain high engagement with these consumers. This hybridity of culture, therefore, allowed Balenciaga to integrate itself into the online community and modern cultural discourse (Huang et al., 2025). The case of Balenciaga has specifically exemplified how such a drastically overdone repositioning can create a solid recognition and at the same time provoke the customary notions of luxury exclusivity.
Being a brand that is highly linked to craftsmanship, travel heritage and symbolic prestige, radical repositioning was a serious reputational risk for Louis Vuitton (Aharon and van der Horst, 2024). This might have eroded the brand authority and decades-old consumer trust in case of excess aesthetic disturbance or cultural provocation. Instead of being shock-differentiated, Louis Vuitton might use the historical legitimacy that it has to bring in the modern without disrupting the core brand meaning. Stories of these four case studies have brought luxury as an experience place, lifestyle and aspiration and served to strengthen emotional attachment and cultural validity. In this context, visibility proved to be a strategic asset when it was correlated with relevant stories instead of exposure. These actions were augmented by experiential accounts which preferred quality, authenticity and symbolic importance. Governance systems are also found to be highly significant in the luxury fashion sector, whereby the interest of shareholders and meaning of brands are closely connected. Luxury consumption started to change focus on owning products to experience, emotion and symbolic immersion.
[bookmark: _Toc220621042]4.3 Case study 1: Gucci 
[bookmark: _Toc220621043]4.3.1 Background and Context
[image: ]
[bookmark: _Toc220621006]Figure 4.1: Information about Gucci
(Source: Gucci, 2025)
Gucci is a luxury fashion house based in Italy with its roots in Florence, and recognised internationally as endowed with the heritage of craftsmanship, exclusivity and symbolic prestige (Gucci, 2025). Traditionally, the brand has been oriented towards leather products of the highest quality, equestrian themes and codes of high aesthetics that stated durability, status continuity and craftsmanship. These qualities made Gucci one of the top luxury brands especially among the rich people who valued tradition, restrained connotation and long-term symbolism. The operating environment of Gucci has, however, changed significantly over time (Mbinza, 2025). According to Beleza de Vasconcelos (2025), brands with the highest level of emotional intensity are more successful with the results of engagement, which proves the youth-focused strategy developed by Gucci.
[bookmark: _Toc220621044]4.3.2 The challenges and opportunity
[bookmark: _Hlk220620657]Gucci falls under a very competitive set, which consists of Louis Vuitton, Dior, Balenciaga and saint Laurent, most of which have embraced experimental design, digitally-oriented communication and youth-oriented stories (Cheng, 2025). This has changed the competitive standard in the luxury fashion to become focused on innovation, symbolic boldness and cultural responsiveness instead of heritage itself. The younger generation is shifting its perception of luxury as the tool of self-identification and social presence, and the traditional values of luxury cannot guarantee its relevance anymore. This move posed strategic confrontation to Gucci where the positioning traditionally associated with conservatism started to seem out of place with the changing consumer expectations (Armitage and Roberts, 2021). There were also the risks of symbolic dilution among heritage-focused consumers in the times of uncertainty (Giacomin and Romagnoli, 2025). The brand thus had the dilemma of maintaining heritage credibility versus the necessity to be more contemporary. This was the basis that influenced Gucci to adopt an all-inclusive strategy of repositioning. The change in generation offered the means to resettle luxury as a cultural engagement and not the ownership of status quo. The younger generation of consumers became more related to luxury as a form of identity expression and social meaning (Nitsche, 2025).
[bookmark: _Toc220621045]4.3.3 The approach and implementation
The brand meaning was formed through algorithmic visibility and interaction mediated by AI in digital spaces (Carew et al., 2025). Gucci was a symbol of urban society and was enclosed in the context of modern cultural discourse. As per AAstrom et al., (2025), modernisation of a brand seems to be meaningful when it comes to narrative renewal and retaining credible cues of identity.
[bookmark: _Toc220621046]4.3.4 Outcome and result
The experience of other high-end industries demonstrates that legacy brands often reposition aggressively to match future-oriented markets. This puts existing customers at risk of being displaced, as in the case of strategic repositioning in the car industry (Sjunnesson et al., 2025). The same situation was encountered in Gucci when it had to become more modern and still keep its symbolic ground on which heritage-driven consumers attached value. However, Gucci succeeded in gaining a high level of cultural awareness and relevance among the younger ones. Perceived brand value was positively increased with the emotional involvement (Loutraris, 2025). Brand value in the luxury industry is significantly associated with intangible assets like authenticity, exclusivity and historical legitimacy and therefore governance is an important part of a strategy decision-making process. The degree of emotional intensity was high in favor of engagement measures. Nevertheless, heritage consumers were worried about the issue of dilution and identity disturbance (Mostert and Steyn, 2025).

[bookmark: _3xhll0aq2me9][bookmark: _Toc220621047]4.4 Case Study 2: Saint Laurent
[bookmark: _Toc220621048]4.4.1 Background and Context
[bookmark: _Hlk220620722][bookmark: _Hlk220620703]Saint Laurent is a French based luxury fashion company that deals with high end clothing and accessories in the world market. Its roots lie in the traditions of the Parisian fashion industry and high-end stylishness, which shows a long history in the luxury fashion industry (Saint Laurent, 2026). Its product lines consist in ready-to-wear collections, leather goods, footwear and accessories, which are placed in the high-end market. Traditionally, Saint Laurent had been an epitome of luxury and cultural elegance and has attracted an audience of consumers who prefer fashion as a cultural expression. The brand changed with time to capture the emerging cultural dynamics in the luxury industry (Lopez, 2022). With the competition growing and the change in consumer demands, Saint Laurent was gradually making itself a brand focused on style clarity and identity-driven fashion. This change preconditioned a further enhancement of the repositioning strategy. Saint Laurent is a very competitive luxury environment in the same line with Gucci, Louis Vuitton and Balenciaga. 
[image: ]
[bookmark: _Toc220621007]Figure 4.2: Saint Laurent started with “crossing gender boundaries”
(Source: Lopez, 2022)
[bookmark: _Toc220621049]4.4.2 The challenges and opportunity
The brand had to manage the challenge of maintaining a relevancy in a world where younger luxury consumers were more demanding on a brand having a strong and recognisable identity. The old-fashioned luxury aesthetics was no longer effective in attracting attention in the market that was dominated by fast cycles of trends and electronic media. The younger consumers appreciated brands that conveyed self-confidence, uniqueness and cultural urgency. With more and more luxuries on the offer, the attention turned into a limited resource and the brands had to find new ways of staying visible to the cultures and symbolically. Saint Laurent was, therefore, under pressure to become different not only to mass fashion brands, but also to the heritage-based luxury houses that were highly dependent on tradition. The risk was strategic because it needed to redefine the brand in the manner that could appeal to the fashion-conscious audiences without losing its legitimacy in the luxury market. The approach that Saint Laurent came up with in response to this challenge was radical aesthetic differentiation (Taylor, 2015). The design language of the brand was rather minimalistic, monochromatic, and defiant and broke sharply with the conventions of Parisian luxury. Its lines focused on high tailoring, heavy colour schemes and a rock-inspired viewpoint to form a loud and not not-so-soft image. This repositioning plan put more emphasis on stylistic uniformity and articulateness. 
[bookmark: _Toc220621050]4.4.3 The approach and implementation
Saint Laurent did not create something popular, instead the brand was formed to develop a cultural identity that the younger fashion forward customers could identify with. The brand embraced darker colors, angular lines and a severe visual language to convey modernity and rebelliousness. This repositioning redefined the notion of luxury as more attitude based than tradition based and made Saint Laurent be able to take a unique cultural niche. Evidence of the case shows that this method has improved the popularity and recognition of the brand among consumers who were highly attracted to brands that have well-defined stylistic standings (Taittonen, 2025). The repositioning enhanced the cultural relevance of Saint Laurent in the luxury fashion industry. It also, however, lowered the marketability of the brand by focusing on the trendy consumer rather than more traditional luxury clients. This scenario shows that high differentiation may contribute to relevance and recognition and tolerate selective exclusion. It is possible to see in the experience of Saint Laurent a repositioning trajectory, in which the identity clarity is more important than inclusivity.
[bookmark: _Toc220621051]4.4.4 Outcome and result
Strategic coherence took care of the fact that the re-positioned identity was instantly recognisable across touchpoints. The relevance of narrative congruency in preserving differentiation when making the changes in identities is emphasized (Parsana, 2025). Strategic and legal control mechanisms encompass being consistent in brand ownership, creativity and continuation of storylines amidst organisational transitions. Identity preservation is thus seen as strategic resources and not limiting innovations. Nevertheless, the move of strategic coherence has significantly created selective exclusion with more conservative luxury buyers feeling that there was less heritage signalling. The result depicts the Trade-off nature of cultural relevancy and inclusiveness in the context of luxury brand repositioning.

[bookmark: _Toc220621052]4.5 Case Study 3: Balenciaga
[bookmark: _Toc220621053]4.5.1 Background and Context
Balenciaga is a high-end fashion design brand which is known to have an advantage design philosophy and experimental attitude. The brand has been operating within the field of apparel, footwear and accessories, being long-identified with the innovation and pushing boundaries of aesthetics (Balenciaga, 2026). Although it is particularly associated with the architectural tailoring, Balenciaga progressively became the image of cultural disturbance in the luxury fashion business. The brand lies in a unique niche of luxury as a meeting point of street culture and contemporary art. This position enabled Balenciaga to work with cultural narratives that are not limited to conventional discourse of fashion. 
[bookmark: _Toc220621054]4.5.2 The challenges and opportunity
Balenciaga had to deal with the problem of remaining relevant in a high-end market that is being increasingly digitalized and is becoming more consumer-driven by young people. Social media sites changed the manner in which fashion brands interacted and the extent to which consumers interacted luxury. In this context, the findings of Diaz Ruiz and Cruz (2023) can be included that referred younger consumers to prefer brands to engage in modern cultural discourses, as opposed to keep a distance through exclusivity. Balenciaga strategic issue was to stay visible and culturally relevant and still maintain its luxury position. This conflict of access and exclusivity indicated a wider trend of luxury brands, working in digitally saturated markets. Balenciaga aimed at repositioning with the core focus on cultural provocation, irony and digital dominance. The brand used exaggerated shapes, non-conventional proportions, and subversive elements of design that opposed traditional forms of luxury aesthetic. Therefore, it is to be stated that digital-native consumers, especially Gen Z, put more emphasis on irony, shock aesthetics, and symbolic disruption.
[bookmark: _Toc220621055]4.5.3 The approach and implementation
As Balenciaga increased its dependence on culture shock, it created the dissonance between relevance and exclusivity. Although provocation generated publicity, it stood to lose the symbolic distance that luxury is conventionally linked with. The business decision of “redefending luxury as imaginary and disruptive” made Balenciaga stand out among the other competitors with a heritage background and made it a cultural commentator in the fashion system. At the same time, it is analysed that frequent exposure on the social media platforms not only enhanced overall visibility of the brand on a global market, but also enhanced difficulties relating to brand authority. Studies of hyper-connected luxury markets emphasize that in a market where there is too much digital coverage, exclusivity is an issue to manage (Leppälä, 2025).
[bookmark: _Toc220621056]4.5.4 Outcome and result
[bookmark: _Hlk220620789]The digital platform was central to communication strategies and included the culture of memes, irony and shock value. By these means, Balenciaga has integrated into the internet culture and is now extremely recognisable among the Gen Z consumers (Liu, 2025). The rebranding made the brand a cultural reference point in which exposure and disruptively were some of the determinants of relevance. Repositioning by Balenciaga increased cultural significance and online presence but also, distorted the frontiers between the luxury and the mass culture. The plan pointed out the dangers of focusing on luxury branding by visibility and provocation. Consequently, Balenciaga gained great cultural significance and awareness among Gen Z buyers. One of the research works on branding indicated that the erosion of coherence can increase brand weakness in the long term where it is not handled carefully (Zhang et al., 2025).

[bookmark: _Toc220621057]4.6 Case Study 4: Louis Vuitton
[bookmark: _Toc220621058]4.6.1 Background and Context
[image: ]
[bookmark: _Toc220621008]Figure 4.3: The Legendary History of Louis Vuitton to specialise in leather products
(Source: Louis Vuitton, 2026)
[bookmark: _Hlk220620806]Louis Vuitton is a French luxury fashion house that has had a long history of its roots in craftsmanship, symbolism of travel, and icon monogram design. The brand is a global brand that operates in the fields of fashion, leather goods and accessories as shown in figure 4.3 (Louis Vuitton, 2026). In the past, Louis Vuitton placed itself as a sign of longevity, status and craftsmanship. Its good heritage coupled with its international presence has seen the brand become a point of reference in the luxury industry. 
[bookmark: _Toc220621059]4.6.2 The challenges and opportunity
Despite a rich cultural heritage, the dilemma faced by Louis Vuitton has been to still be relevant in the fast-changing market without losing its historical legitimacy. Louis Vuitton is working in a highly saturated luxury market that is already subjected to high competition and also there is a changing consumer expectation. The younger generation of consumers tried to find more modern relevance, partnerships and cultural fit, whereas the traditional ones preferred continuity and artisanship. The strategic dilemma of Louis Vuitton, thus, was to be innovative without losing its brand equity. The advent of experimental luxury brands made Louis Vuitton pressure to modernise its image further. But radical change was a threat of losing heritage-oriented consumers. Louis Vuitton implemented a repositioning model that incorporated innovation in a solid heritage model. The brand presented modern design features and street style partnerships and kept to the references of craftsmanship, monogram symbolism, and traveling (Adegeest, 2025). Such step-by-step solution enabled Louis Vuitton to update its image and maintain continuity. 
[bookmark: _Toc220621060]4.6.3 The approach and implementation
As analysed, the rebranding allowed Louis Vuitton to attract younger customers, without losing its authenticity with the classical luxury customers (Adegeest, 2025). This strategy minimized the risk of alienation unlike the more radical strategies, and also favoured long term brand stability. The case of Louis Vuitton explains how innovation can be managed to create a balance between renovation and perpetuation of luxury brands. As stated in one of the online articles, modern design innovations and celebrity partnerships were thoughtfully applied into a long-term tradition of quality and craftsmanship (Adegeest, 2025). In this way, modernity was redefined as a continuation of tradition instead of breaking with tradition so that it can be renewed without the breakage of identity. Continuity in visual identity, narrative of craftsmanship and center values are emphasised in the decision-making processes despite the changes that happen in its operations or market orientation. Luxury brands that kept close identity alignment in the process of merger and acquisition proved to be more stable and recovered faster after transformation (Ruchsenbeck, 2025). Therefore, brands like Louis Vuitton that were capable of providing memorable culturally-embedded experience were in a better position to remain relevant and desirable.
[bookmark: _Toc220621061]4.6.4 Outcome and result
The focus on the continuity of the narrative made innovation look intentional and brand DNA. The transgenerational research of Carbone et al. (2025) emphasized the need to create a balance between renewal and continuity to maintain the legitimacy between consumer generations. Though the repositioning was not as culturally disruptive as the more radical approaches, it brought stability, credibility and long-term survival with little alienation. In this context, it can be added that competitiveness through strategic restructuring is often boosted in the times of market change because it allowed adapting without the symbolic division (Fernandez Serrano, 2025). Therefore, it can be deduced from this that brands that managed to integrate both the visibility and the experience depth enhanced symbolic differentiation and supported their roles within the modern patterns of luxury consumption. 
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[bookmark: _Toc220621062]4.7 Cross-Case Strategic Analysis of Luxury Brand Repositioning
	[bookmark: _Hlk220333371]Case Study
	Challenges
	Opportunities
	Solution
	Implementation
	Outcomes

	Gucci (Primary Case)
	Gucci was experiencing diminished relevance among Millennials and Gen Z, and its market was becoming structurally slowing in the luxury sector. The classic signals of luxury including craft and exclusivity were no more than adequate to ensure cultural connection (Mittal, 2025). 

	Consumption that is based on experience allowed brands to generate value that is not based on functional differentiation (Dion et al., 2025).
	Gucci implemented a repositioning strategy that was holistic in defining luxury as a mode of expressive individuality as opposed to reputation as exclusivity. 
	Maximalist product design, communication via digital and influencer-led storytelling were implemented. The experience was purposefully built up by the creation of emotional brand moments to add to the value of the experience (El Khoury, 2025). 
	The loyalty softened the price sensitivity and symbolic response (Zhang, 2025). Speedy transformation was also a factor in the post-purchase regret by continuity-based consumers (Sarwar et al., 2025).

	Saint Laurent
	Saint Laurent itself had a major strategic issue of making itself distinct in an ever-crowded luxury fashion sector that was being overwhelmed by heritage-thick stories. Historical codes of traditional luxury based on refinement, craftsmanship and continuity constrained in realizing cultural clarity and appearance in younger buyers. 
	This situation gave a possibility of radical aesthetic differentiation. The younger consumers showed preference in brands that had well-cut stylistic propositions which were easily recognised and culturally deciphered. 
	To counter this, Saint Laurent has re-positioned itself with a lean, rebel style that was a conscious abandonment of classical conventions of Parisian luxury. 
	The process was based on extreme visual and narrative consistency in product design, runway presentations and digital communication channels. 
	Owing to strategic coherence, Saint Laurent improved its attractiveness among younger and fashion-crazed consumers who placed emphasis on making bold identity statements. 

	[bookmark: _Hlk220333911]Balenciaga
	The unique strategic problem that Balenciaga faced was to maintain the legacy of luxury and working in the environment characterized by meme culture, hyper-visibility, and light-speed dissemination. 
	Meanwhile, Balenciaga was in a good place to take advantage of shifting tastes among consumers. 
	As a reaction, provocation and irony became the key positioning principles of Balenciaga. The brand redefended luxury as imaginary and disruptive, but not aspirational. 
	The adoption was greatly dependent on over-the-top silhouettes, ironic product design and viral digital campaigns which were meant to provoke online dialogue. 
	The strategy destabilized symbolic coherence with the constant boundary-pushing blurring of the lines between luxury and popular culture. 

	Louis Vuitton
	Louis Vuitton was all too unique having to renew its relevance and protect one of the richest heritage equities of the luxury sector in the world. 
	This background provided a chance of controlled innovation. The younger luxury customers were willing to embrace modern design and cultural collaboration, although this innovation had to be tied to convincing heritage cues. 
	Louis Vuitton responded to the dire need of modernisation by adopting an innovation approach that is deeply anchored in tradition. 


	This strategy of modernisation was executed by Louis Vuitton through selective streetwear partnerships, modernised silhouettes and creative alliances, as well as, continuously strengthening historical references throughout communication channels. 
	Consequently, Louis Vuitton retained high cross-generational, as well as, symbolic power. The brand was able to appeal to younger consumers without losing heritage-oriented consumers. 

	Luxury Governance and M&A Context
	In times of change, luxury brands were at great risk of strategy and especially in case repositioning is accompanied by mergers, acquisitions, or massive restructuring. The brand integrity weakened by the strategic change in case of weak symbolic meaning, heritage cues, or identity coherence. 
	Governance structures served as stabilising structures in the process of transformation (Vas, 2025).
	[bookmark: _Hlk220338128]To mitigate such risks, luxury companies place strategic and legal control as the top priority in the repositioning and restructuring processes. 
	The governance-led repositioning implementation implies matching the principles of strategic restructuring to the principles of brand coherence. It enables brands to adjust to the new conditions in the market without losing legitimacy.
	There is evidence to suggest that post strategy resilience is enhanced where brand coherence is actively guarded. 

	Experiential and Visibility-Based Luxury
	Luxury brands were finding it difficult to maintain consumer interest in extremely crowded and competitive markets. Quality workmanship, scarcity and high prices were no longer effective in assure differentiation or aspirational value. 
	This climate provided a possibility to brand experience to revive aspirational value. 
	Luxury brands opted for symbolic exposure and destination-based storytelling by integrating into cultural events, and experience platforms. 
	High profile sponsorships, immersive events and strategic collaborations were prioritised, as these increased visibility and prestige (Hämäläinen, 2025). 
	Consequently, emotional involvement and aspirational relatability rose. 
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[bookmark: _Toc220621063]4.8 Analysis
As per Armitage and Roberts (2021), the re-positioning of Gucci was a strategic dilemma that was brought about by structural adjustments in the luxury fashion industry in the world, but not due to financial hardship. Lack of adaptation jeopardized long-term relevance, as younger consumers prefer brands that exhibited creativity, inclusivity as well as cultural fluency. Competitor brands started to embrace experimental aesthetics and a digital-first approach, setting the level of innovation and cultural participation higher. Possible effect of lack of action were the lack of engagement with the generation, lack of cultural presence and extinction of brand equity. Culturally, aesthetic change can be a harbinger of greater identity repositioning, by redefining the symbolic inclusion or exclusion of specific people in the brand (Nyström, 2025). Design transformation in Gucci thus worked not only as an experimentation in style, but also as a repositioning of cultural orientation. The forms of influence collaboration, interactive narrative and culturally responsive content took the centre stage in communication at Gucci. The use of digital interactions enabled Gucci to become a part of youth-based online cultures where the meaning of brand is co-produced through making it visible and a part of the participatory processes. 
[bookmark: _vrir6v3u1ab][bookmark: _7h1gs9r7fbnr][bookmark: _Toc220621064]4.9 Chapter Summary
The chapter recorded the repositioning strategy and its observable results for Gucci based on secondary data. Data on the repositioning of Gucci shows that it took place in a business environment that was undergoing structural re-alignment, and strategic restructuring is a popular tactic in long-term competitiveness. Other examples of luxury retailers revealed that identity maintenance improves post-strategy resilience. However, it is analysed that Gucci reacted to structural shifts in the luxury market by transforming the design of its product, changing its communication to be digital-first, and reframing its narrative. These moves boosted instructiveness and cultural relatability among the younger customers and gave mixed and even sceptical reactions from the traditional luxury consumers. The case represents the fact that repositioning introduces both opportunities and tensions, which are similar to what is observed in both the luxury and the neighbour industry. The case of Gucci underscores the difficulty of maintaining heritage credibility and relevance on a modern basis. Lastly, the cultural positioning of Gucci portrays broader changes in moving towards experiential luxury consumption where value is progressively created on a symbolic and experiential front.
[bookmark: _Toc220621065]Chapter 5: Discussion and Analysis
[bookmark: _ga1yofyk5bqj][bookmark: _Toc220621066]5.1 Introduction and Purpose of the Chapter
This chapter is intended to interpret and synthesise the empirical data obtained in Chapter 4, rather than to restate case stories. It is a theory-based discussion that has connected patterns observed to the Brand Equity Theory, Consumer Culture Theory, and Generational Cohort Theory in explaining deviant consumer reactions to repositioning. The chapter utilises a cross-case analytical model that relies on the cases of Gucci, Saint Laurent, Balenciaga, and Louis Vuitton. The key issue under consideration is whether the repositioning by Gucci is a growth facilitator or a long-term alienation and brand dilution threat.
[bookmark: _ln34qs4c7cjy][bookmark: _Toc220621067]5.2 Analytical Framework and Logic
Analytical reasoning behind the discussion is based on the conceptual framework outlined in Chapter 2 that places the repositioning strategy implemented by Gucci as a causal agent that may define two contrasting consumer experiences: further involvement and cultural acceptance of younger customers and, possibly, the loss of values and devaluation by the typical luxury consumers. These effects are all dependent on the moderating factors such as heritage preservation, digital intensity, and cultural coherence. The debate is based on a themed cross-case synthesis congruent with the literature in Chapter 2 and findings in Chapter 4, which allows generalisation on the cases. This type of interpretation, based on the theory, advocates analytical and not descriptive generalisation (Sinha, 2023). This makes synthesis-based analysis especially useful in context-dependent outcomes (Star and Modi, 2023).
[bookmark: _8ux3mxjcapuj][bookmark: _Toc220621068]5.3 Cross-case discussion and literature integration
Luxury Brand Repositioning and Heritage Continuity
The theory of luxury branding has found that heritage is the kind of symbolic capital which will be used as a basis of legitimacy, trust, and long-term brand equity. Heritage does not solely act as a continuation of the past, but as a social category depicted as representational in terms of authenticity and control within a culture. In this scenario, repositioning is a risky strategic change intervention where new identity codes can trigger visions of authenticity breach when they are introduced abruptly. This tension is explained through the comparative analysis of Gucci and Louis Vuitton. Gucci went into radical repositioning by defining luxury as expressive individuality, whereas Louis Vuitton took a controlled direction that equated innovation as an extension of its traditional craftsmanship and travel roots. As indicated by cross-case evidence, repositioning plays a beneficial role in making things relevant in the case where innovation happens to be held by heritage cues, and symbolic discontinuity enters into acceleration as an alienator.
Product Design Transformation and Generational Appeal
The most evident expression of repositioning is product design, which is a key representative of the symbolic meaning in luxury brands. Literature differentiates the aesthetic innovation as to re-energise the relevance and the aesthetic discontinuity as to disrupt the coherence of identity. Interchange of cases demonstrates that Gucci and Balenciaga pursued a maximalist and provocative design approach, whereas Saint Laurent focused on clarity of the aesthetics by using a uniform, minimalist visual language. Effeminate design was highly appealing to the youthful consumer levels as it facilitated the experimentation of self-identities, visibility and expression that the Gen Z cherished. On the contrary, the older consumers believed that these changes were a break with the codes of craftsmanship as the basis of luxury, causing incongruency and alienation. This imbalance is a sign of developmental inequality in the interpretation of values and stability in identity (Ancha, Janardhana and Kommu, 2021).
Digital Communication, Visibility, and Luxury Meaning
In this context, the process of digitalisation presents a luxury brand with a paradox of accessibility and, at the same time, the threat to exclusivity, which is often referred to as the visibility-prestige trade-off. Gucci and Balenciaga were ambitious and engaged in digital dominance in the social media, influencer culture, and meme-based appearance, at the same time that Louis Vuitton remained more conservative in digital, comprising this appearance. The results suggest that the level of visibility has a greater influence on relevance in younger consumers as it entrenches brands in the modern cultural discourse. Nevertheless, overexposure dilutes the distance of luxury where the stories do not have symbolic control. Balenciaga's shock-led approach was borderless between the luxury and mass culture, whereas Louis Vuitton maintained exclusivity and youth attractiveness. Anuragi et al. (2024) observe similar dynamics of undermined symbolic authority when it is exposed to uncontrollable conditions.
Cross-Generational Consumer Response and Brand Loyalty
The reason why repositioning has an unequal result in terms of loyalty within different age groups is explained by the generational cohort theory. Younger consumers have volatile brand affinities and put more emphasis on cultural relevance than persistence, whereas older consumers base loyalty towards identity congruence and symbolic permanence. Cross-case evidence indicates that youth involvement is high after repositioning, and there is also opposition by heritage-oriented customers. This imbalance means that redistribution of loyalty is not even generated by repositioning. The approach of Gucci created new emotional connections in young users but undermined the connections of long-time attendees of wholesalers. This redistribution is representative of more far-reaching sociocultural trends in that changing the value systems reforms institutional trust and group belonging with the passing years. Sudhakar (2023) emphasises that as a changing generation, symbolic authority is renegotiated in most cases, with limitations to the even distribution of acceptance of change to demographic groups.
[bookmark: _khu2rgjqgm30][bookmark: _Toc220621069]5.4 Integration with Conceptual Framework
The results partly validate the conceptual model that had been developed in Chapter 2 and require further sharpening. The connection between repositioning and the involvement of the youth is notably confirmed, hence, with the digital communication and design innovation contributing to the greater cultural relevance. But the connection between repositioning and old consumer loyalty is conditionally as opposed to being linear. Heritage conservation comes out as the key moderator between adaptive renewal and symbolic rupture, and digital intensity is a two-sided process that increases engagements but increases dilution pressures in the face of feeble governance. Thus, the adjusted framework theorises repositioning as either resulting in an engagement or alienation based on moderating conditions. This contingent reasoning is consistent with the views of institutional theorists that underline mediation in the context of reform results (Yadav and Trivedi, 2024).
[bookmark: _mzjwkqe9memi][bookmark: _Toc220621070]5.5 Robustness and Alternative Explanations
Several robustness issues can be taken into consideration. First, there is a possibility of bias due to corporate self-reporting and media amplification since secondary data are used. Second, increased visibility can overstate perceived success or controversy to a greater extent than changes in behaviour. Third, the extent of attribution is still low with performance outcomes that have been observed to be unable to be causally separated from wider market trends. In order to alleviate these issues, the method of triangulation has been used by incorporating industry reports, financial performance indicators and cross-case consistency. The overlap of the pattern of the four luxury brands increases the credibility of analytical results and decreases the chance of results being artefacts of a particular case. Other issues, such as interpretation bias and attribution, have been found with similar issues in retrospective institutional research, and this highlights the seriousness of methodological caution (Thakur, 2022).
[bookmark: _a6jtf4p9daa][bookmark: _Toc220621071]5.6 Practical Synthesis
The three practice-heretical insights that are produced through the cross-case analysis are as follows. To start with, repositioning must be considered as a selective growth strategy and not as one of universal appeal because the focus on getting younger consumers can refocus the current loyalty. Second, digital-first practices should not be entirely eccentric but products of tradition, and should be seen as forms of symbolic reticence instead of algorithmic vastness. Third, generational segmentation works better than compromise, as a bid to please all cohorts at the same time will result in the level of identity dilution. These lessons highlight the importance of stressing that winning the repositioning game is less radical than culture-oriented. They have a basis on the managerial implications made in Chapter 6. As inspired from the findings of Kulkarni and Shetty (2024), welfare-oriented institutional research is reflected by the necessity to have structured governance and an ethical accountability of the management of the transformation process, which warns that unmanaged change often creates unintended effects.
[bookmark: _j4k69k5tdufa][bookmark: _Toc220621072]5.7 Chapter Summary
This chapter brought together cross-case findings to assess the luxury brand repositioning based on heritage continuity, design transformation, digital communication, and generational response. The result of the analysis supports the basic theoretical assumptions that repositioning is able to build a culture of relevance and engagement among younger consumers with the help of innovation, visibility, and expressive design. Simultaneously, the results contradict the literature that implicitly views repositioning as a growth strategy that is exclusively positive. The cases indicate that repositioning may additionally cause a faster perception or dilution and alienation among traditional luxury customers, especially in the cases of weakened heritage cues and symbolic coherence.

[bookmark: _Toc220621073]Chapter 6: Conclusion
[bookmark: _vsciq9hv6ro4][bookmark: _Toc220621074]6.1 Introduction
This is the concluding chapter in which the key findings of the study will be synthesised, the theoretical and managerial implications outlined, and limitations mentioned alongside future research directions are identified. The chapter is based on the cross-case discussion in Chapter 5 and draws on the secondary-data and multi-case analysis of Gucci and its main competitors. Instead of being a mere overview, it also emphasises the role of the study in the literature and the strategic implementation of the luxury branding. This way, it considers the effectiveness of the repositioning strategy of Gucci as a growth facilitator or the long-term dangers of alienating and eroding the brand under the above-mentioned conditions.
[bookmark: _xnk6rer14xj7][bookmark: _Toc220621075]6.2 Summary of Key Findings
The research finds that luxury brand repositioning can effectively act as a growth-fostering strategy if it is carried out under well-thought-out circumstances. The most effective repositioning was performed based on fostering cultural relevance among younger consumers by depicting it through expressive design, digital involvement, or modern storytelling. The visibility-based approach contributed to the enhancement of the emotion connection between Millennials and Gen Z, who reward brands that are oriented towards the expression of identity and trends in online culture. Nevertheless, the results also indicate that repositioning does not produce similar effects on consumer groups. Resistance was noted by traditional luxury consumers where the heritage cues were undermined, and symbolic dilution was perceived. Examples of heritage-based, controlled innovation, including Louis Vuitton, show that this concept alleviates the risks of alienation, but radical repositioning increases the risk of dilution. In general, the process of repositioning relocates loyalty, as opposed to universalising it, which proves that repositioning can work as a growth enabler and a tsunami in the strategy implementation process.
[bookmark: _t0883vwpm7cq][bookmark: _Toc220621076]6.3 Theoretical Implications
There are four enormous contributions made to the luxury branding theory in this research.
Contribution 1: Extension of Luxury Brand Repositioning Theory
To begin with, it offers a development of the theory of luxury brand repositioning since it demonstrates that the merits of repositioning are not universal but culturally specific. The majority of established literature is inclined to discuss repositioning as a cure to the market stagnation. This assumption is righted in this paper, where repositioning is shown to create value under the prerequisite of innovation, which ought to be culturally decipherable and have symbolic origins. Radical change is regarded as promoting relevance and, in the same breath, augmenting exposure to authenticity annihilation, hence the significance of the situational intervention of repositioning rather than a uniform procedure.
Contribution 2: Generational Cohort as Boundary Condition
Second, the study places the generational cohort at a significant intermediate level of brand loyalty to luxury. Depending on the customers, the findings suggest that both younger and older customers rely on two significantly dissimilar loyalty mechanisms. Whereas younger shoppers grow affinities through the force of cultural affiliation, complicity, and expression of self-old-fashioned shoppers are true believers because of consistency, skill and permanence of symbolism. That is why, on the one hand, repositioning empowers, and, conversely, it debilitates brand equity across varying segments, and on the other hand, it perfects the generational cohort theory in a luxury branding configuration.
Contribution 3: Digitalisation as Paradox in Luxury Branding
Third, the research describes that digitalisation is ironic in the case of luxury branding. Its digital access helps enhance relevance and quick interaction, but prevents exclusivity in situations where the visibility has been out of the symbolic control. The article establishes that the notions of visibility and prestige are not conjunctive, but aspiring, and are not subjected to the linear principles, which digital interaction has made the same rise in equity to a luxury firm.
Contribution 4: Refined Conceptual Model
Finally, the study focuses on the conceptual model developed in Chapter 2. Heritage and online intensity take over as the moderating variables in the repositioning performance, and cultural coherence goes beyond as the fundamental tool that relates the strategy to the consumer response. The advanced version of the theory is that causal assumptions are replaced directly by conditional pathways, which increase the explanatory capacity of luxury branding models.
[bookmark: _3x2095yew6bb][bookmark: _Toc220621077]6.4 Managerial Implications
The research has some practical implications for heritage luxury brand managers. To begin with, it is important to consider repositioning as a selective growth approach and not as a universal approach, as trying to reach all consumer groups at the same time can work against the company to the point of identity dilution. Second innovation ought to be defined as heritage evolution, so the design experiment and tie-ups mention of well-developed brand codes mean continuity as opposed to disruption. Third, digital-first structures need symbolic reserve and should focus on crafted storytelling as opposed to excessive exposure in order to maintain luxury distance. At the last, the findings have implied that there is dire need to ensure that positioning is no way based on any means of compromise. Rather, it needs to be replaced with generational segmentation, with different separate being assigned to each cohort. This, however, requires investing into the implementation of heritage governance, cross-functional brand stewardship, and a data-driven monitoring system. These key metrics comprise the engagement quality, cohort-related loyalty, the brand perception consistency, and the indicators of long-term brand equity over short-term sales increase.
[bookmark: _k31rtukcmkrt][bookmark: _Toc220621078]6.5 Limitations and Future Research
This research has a number of limitations. To begin with, secondary data limit causation and can be subject to reporting bias or the exaggeration of the media. Second, selected luxury fashion houses restrict the extrapolation to other industries and regions. Third, consumer behaviour is not measured but implied at the micro level, which limits the study of behaviour at the micro level. Further studies should consider these problems by carrying out primary consumer research based on generational reactions to repositioning strategies. This would be accomplished by longitudinal research that would track brand equity as time progresses to clarify the short and long-term effects. The developed conceptual model would be further tested by comparative studies in luxurious industries like hospitality, car, and jewellery, with assistance from mixed-method and reinforce theoretical and management views.
[bookmark: _5av1laevv8sv][bookmark: _Toc220621079]6.6 Closing Statement
This research work has contributed to the body of knowledge of luxury branding in its ability to demonstrate that repositioning is not a panacea and a d strategic tool in certain circumstances. The cultural, generational and digital strategy combination proves that repositioning can be not only growth-prompting but risk-bottoming, as well. It is also applicable because it offers guidelines in the focus towards theory and practice in more finely-tuned and context-sensitive modes of sustaining the equity of luxury brands in the ever-evolving marketplace.
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ABOUT GUCCI

Founded in Florence, Italy, in 1921, Gucci is one of the world's leading luxury brands. Following the House's centenary, Gucci
forges ahead continuing to redefine luxury while celebrating creativity, Italian craftsmanship, and innovation.

Guccis part of the global luxury group Kering, which manages renowned Houses in fashion, leather goods, jewelry, and
eyewear.

Discover the stories behind the House's collections, exclusively on Stories.
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CROSSING GENDER BOUNDARIES: FROM LE SMOKING TO
ANDROGYNOUS MENSWEAR

One of Saint Laurent’s most significant characteristics is its refusal to abide by gender
rules. Take the example of Le Smoking, which debuted in 1966. A tuxedo for women, the
design was not in alignment with the time's gender norms, for it was still controversial for
women to wear pants in public

Indeed, it seems that Yves Saint Laurent had a shocking insight into the minds of women.
He knew what they wanted. And he believed they wanted trousers and blazers: they

wanted functionality. Perhaps unsurprisingly, he was right. Early adopters of the style
included icons such as Bianca Jagger, Liza Minelli and Catherine Deneuve.

Subsequently, YSL became one of the first brands to “free the nipple”. Once again, in the
late 1960s, the designer proved to know exactly what the women of his time were looking
for. It was, after all, the sexual revolution and the beginning of the second-wave feminism
movement. So, he introduced transparent and sheer tops into his collections in an effort
to assert gender equality.

Importantly, the brand’s contemporary collections still feature its age-old revolutionary
outlook on gender. Prominently, its latest menswear collections heavily rely on an

androgynous aesthetic, adopting both traditionally feminine and traditionally masculine
elements
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How it all Began

Louis Vuition's heritage as a irunk maker preceded even the founding of the company.

It was in 1837 that a 16-year-old Louis Vuitton arrived in Paris by foof and siarted apprenicing for Monsieur Maréchal. At the fime, horse-drawn
carriages, boats and irains were the main modes of fransporation, and baggage was handled roughly. Travelers called upon craftsmen fo pack

and profect their individual objecs.

Louis Vaitton quickly became  valued craffsman a the Parisian atelier of Monsieur Maréchal. These were the roofs of his highly specialized trade;

the beginnings of his career in an arfisanal indusiry that called upon skills fo custom design boxes and, later, frunks according fo clients’ wishes.

Louis Vuiton stayed for 17 years before opening his own workshop af 4 Rue Neuve-des-Capucines near the Place Vendome.
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