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current
situation

Balenciaga currently face a pivotal moment to ensure 
the success of the brand (TFL, 2024). Strong growth 
of Balenciaga’s IPX globally between 2017 and 2022 
demonstrates how successful the brand has been 
(Statista, 2024c). Outperforming competitors post 
pandemic due to product offering and consumer 
demand resulting in 44% sales growth between 
2020 and 2021 (Williams, 2021; Guyot, 2022). Two 
campaigns in November 2022 contained children 
photographed with BDSM teddy bears and images 
linked to a US child pornography court case (TFL, 
2024). Denma, Balenciaga’s creative director from 
2015-2025, has been praised for pushing boundaries 
and provoking discussion around controversial 
topics (Reuters, 2018; Takanashi, 2025). However, 
these campaigns sparked consumer outrage due 
to the serious undertones, creating a negative 
reputation and contributing to performance 
decline particularly for UK and US consumers 
(Klasa, 2023; TFL, 2024). Primary research, see 
appendix 10, confirmed this remains an issue finding 
most respondents have a negative perception of 
Balenciaga which has worsened in the past 3 years. 
The impact of the controversy was shown as the 
perception of 66% respondents at least somewhat 
aware of it was negatively impacted. 

Despite this, Balenciaga’s core value is D&I (Kering, 
no date). Wong’s (2023) reports of consumer demand 
for D&I marketing validates primary research, finding 
80% of respondents believe it is important for luxury 
brands to promote this. Only 12% of respondents 
currently agree Balenciaga are sufficiently promoting

D&I. Balenciaga UK Ltd (2024) advise D&I is a source 
of creativity at all levels, presenting the requirement 
to improve communication.

A TOWS analysis, see appendix 1, stresses the threat 
of the luxury market slowdown and the negative 
impact it can have for Balenciaga (Williams & 
Kansara, 2024). Williams (2025) reports there has 
been a decrease in spending by aspirational clients 
which should be a key concern for Balenciaga 
whose primary consumers are 25-34 (Xu, 2024). 
This together with the advertisement controversy 
emphasises the potential threat to the brand. The 
TOWS, emphasises the opportunity for Balenciaga 
to use a holistic approach to implement a marketing 
campaign that uses several strategies to improve 
brand reputation and performance (Weihrich, 
1982). In the short to medium term focussing on  a 
weaknesses and opportunities alongside a strengths 
and opportunities strategy to rebuild brand trust 
and use heritage brand storytelling to engage with 
consumers. 

This report explores a strategy that utilises the 
benefits of storytelling marketing to communicate 
Balenciaga’s D&I values to improve the primary target 
consumer’s trust and connection on an emotional 
level. 
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objectives
1 Rebuild brand trust & 

reputation

Implement a storytelling marketing campaign that 
reinforces Balenciaga’s commitment to diversity and 
inclusivity, achieving a 25% improvement in consumer 
sentiment scores amongst 20–39-year-old consumers 
within 6 months. 

2 Increase brand 
awareness 
and consumer 
engagement 

Develop and launch the storytelling marketing campaign 
across social media channels to connect with the 
current and prospective consumers. Aiming to increase 
engagement amongst 20–39-year-old consumers by 20% 
within 6 months. 

3 Drive sales growth 
through authenticity-
driven marketing 

Use cultural conversations across Balenciaga’s history 
within storytelling marketing to authentically align values 
with consumers, increasing online and in-store sales by 
10% with target purchasing consumers (25-39 year olds) in 
Europe and the USA within 12 months (longer time frame 
to allow for carryover advertising effect, discussed further 
in Section 5). 

• Net promotor score 
• Social media sentiment analysis

KPIs

• Social media engagement rate KPIs

• Online and in-store sales growth
• Geographical specific sales uplift

KPIs
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strategy
The situation analysis emphasises the need 
for Balenciaga to adjust marketing with 
changing consumer expectations. This strategy 
addresses reputational issues and increased 
competition through D&I focussed storytelling 
marketing to rebuild brand perception 
amongst 20-39-year-old consumers. Improving 
marketing implementation of D&I values 
building on established internal D&I work, the 
strategy will appear authentic, strengthening 
consumer trust. 
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post
campaign
Post campaign, analysis of the objective KPIs will be important to understand the 
success of the strategy. Following this, calculating cost per acquisition can be used to 
calculate the target consumer’s CLV (Chaffey and Smith, 2022). CLV analysis can be used 
to compare against current consumers, allowing Balenciaga to distribute marketing 
resources more efficiently (Ackermann et al., 2021). Moving forward, this will enable 
informed decisions to tailor marketing to Gen Z and millennial consumers.  

control
Figure 6 shows how the objectives will be monitored for each tactic. Consistent 
analysis will allow for progress to be monitored and improvements made where 
necessary, improving the likelihood of objectives being met and reducing the risk 
of the strategy (Chaffey & Smith, 2022). 

Figure 6 : Table showing key metrics for each objective

OBJECTIVE TACTIC METRIC FREQUENCY BENCHMARK
Rebuild 
Brand Trust & 
Reputation

Netflix Series Watch rate 2 weeks post 
release then 
monthly 

Pop-Ups Attendee feedback in store Collected daily, 
reviewed weekly

Social Media Social media sentiment analysis, 
brand mentions through monitoring 
(e.g. Semrush using forums like 
reddit for more comprehensive 
understanding)

Weekly

Net Promoter Score Pre-campaign 
then 6 & 12 
months after 
launch

Increase 
Engagement

TikTok Profile views, Engagement rates, 
Average watch time, Net followers 

Weekly

Instagram Reach (including by region), 
impressions, profile visits, brand 
mentions, share of voice, content 
interactions, engagement rate 
(including by follower), accounts 
engaged

Weekly

Pop-Up Attendance figures, AR Interaction 
data (including social media shares)

Biweekly (after 
each pop-up)

Drive Sales 
Growth 

Pop-Up In-store sales data from pop-up 
attendees 

Biweekly

Product-
linked social 
media posts 

Click-Through Rate, Conversion Rate, 
Referral Traffic

Monthly 

Overall 
website and 
in-store sales

Revenue, new customer conversion 
rate, customer retention rate

Bimonthly 

30 million 
views - 2 weeks

25% increase 
in positive 
mentions

20% uplift

20% uplift

1500 attendees 
per pop-up

10% uplift over 
full duration

+35 NPS at 12 
months post 
campaign

Qualitative 
data - positive

2% uplift - store 
dependent 
2% conversion 
rate
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risks &
challenges
The target consumers sensitivity to 
ethics driven marketing they perceive 
as performative presents a challenge 
(Tan, 2025). Whilst the strategy aligns 
with Balenciaga’s long-standing values, 
past controversies may resurface. Two-
way communication is important in 
rebuilding trust (Kotler, Keller and 
Chernev 2021). This is considered 
through pop-up feedback and social 
media. Partridge (2015) advises brands 
must admit fault to enter the “honest 
era” where trust can be sustained. If the 
challenge arises, additional content 
can provide context to the campaign. 
Trust is gained when consumers 
feel valued. Long-term improved 
perception will require continued 
communication and improved crisis 
management beyond the campaign. 

Cultural alignment drives the target 
consumers brand choices creating a 
potential challenge (BoilerRoom, no 
date; D’arpizio et al., 2024). Cultural 
topics change quickly, particularly 
in response to macroenvironmental 
issues, affecting TikTok where trends 
are fast moving (Kendall, 2025). The 
social media team will monitor TikTok 
and UK media to produce trend-driven 
content for maximum engagement. 
For example, Lush responded within 
two days to the UK recent Supreme

Court ruling with a campaign 
supporting the transgender community 
(Faull, 2025). Reacting quickly to issues 
relevant with Balenciaga’s D&I values 
increases authenticity and reinforces 
the strategy as genuine rather than 
performative. 

An extensive primary research plan 
was used, see appendix 11, to ensure 
data was reliable and in line with 
the objectives. To test the internal 
consistency of the survey Cronbach’s 
alpha was calculated, giving a score 
of 0.82. Suggesting a high level of 
reliability. However, limited research 
resources of CultureThread present 
a potential risk. This has meant the 
results are from a small pool of the 
target consumer showing a limited 
view. To minimise risk extensive 
secondary research from trusted 
sources has been carried out which has 
validated primary research findings. 
Pre-campaign, Balenciaga should use 
global resources to continue primary 
research, distributing the survey with 
focus on US and other European based 
consumers. This will increase reliability 
of primary research trends and allow 
amendments to be made, for example 
improved geotargeting.   
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action
An action plan, see figure 5, outlines the implementation of the tactics to ensure success of the strategy 
(Chaffey and Smith, 2022). The plan includes pre-campaign internal communications to ensure the 
team are united with and passionate about the strategy aims to aid in achieving objectives (Chaffey 
and Smith, 2022). Strategy implementation is expected to take 9 months with the campaign running for 
6 months, see marketing calendar appendix 9. Given the aim of improving brand perception, a longer 
campaign duration is required. The carry-over advertising effect, where repeated exposure increases 
impact over time, supports this timeframe (Tull, 1965). Additionally, sustained messaging is needed to 
shift current negative perceptions.  

TACTIC ACTION RESPONSIBLE TEAM RESOURCES TIMELINE KPIs IMPLEMENTATION DETAILS

Internal
Roll out of internal communications 
regarding strategy. 

CultureThread, Marketing lead, HR team Internal workplace training 
tool

Month 1 Completion rate Create and release a training pack with 
brand values and consumer information for 
employee completion. 

Documentary

Create storyline/script and 
production of documentary. 

Creative director and supporting team, 
Netflix production team, Brand Image 
Coordinator and visual team

Advertising budget, 
production development 
tools (Netflix), Internal and 
external participants

Month 1-5 See release 
documentary

Create script for documentary and subsequent 
production with Netflix. Balenciaga team 
ensuring this aligns with brand image and 
strategy goals whilst being engaging. 

Onboard external participants for 
documentary. 

Marketing and store teams Marketing budget Month 1-2 See release 
documentary

Research and onboard Balenciaga customers 
who are suitable participants from a broad 
background to share their stories within 
documentary.

Release documentary Netflix team, Creative Director Advertising budget, Visual 
Team, Marketing team, 
Internal and external 
participants, Legal advisors 
(contract)

 Month 5 Audience watch 
rate

Release a documentary with Netflix Originals 
that communicates brand values to connect 
with target consumer. 

Social Media

Launch campaign on Instagram 
and TikTok

Brand Image Coordinator, Social 
media team

Social media budget Months 3-9 Engagement rate, 
reach 

Create and run a targeted social media 
campaign on TikTok and Instagram that 
aligns with target consumer. Monitoring both 
platforms, particularly TikTok for viral trends 
creating content accordingly. 

Pop-Up

Select products from archive to 
display at event

Art Director, Design team Transport team, 
Conservation specialist

Month 5 See launch event Use documentary research and current 
cultural topics to select products and create 
display to be featured in pop-up. 

Develop AR activation for pop-up Design and Marketing team Marketing budget, AR 
developer & tool

Month 5 See launch event Develop an AR activation that can be used 
at the pop-up event and be shared to social 
media. 

 Launch a pop-up event across 
selected stores in US and Europe

Marketing, social media and 
selected store teams

Marketing budget, visual 
merchandisers, CRM

Month 6 Event attendance, 
engagement with AR 
tech, share of voice

Plan and launch a pop-up event in store 
to increase offline engagement and sales. 
Advertise through social media and CRM tools 
for current customers. 

Figure 5 : Action Plan

32 33

(Balenciaga, 2025)

(Balenciaga, 2025)

Denma, increased the rebellious side of the brand 
and cemented Balenciaga’s experimental positioning 
(Reuters, 2018). Balenciaga’s product range and 
communication strategy displays the uniqueness of 
the brand in comparison to competitors and is used 
to attract attention (Sherman, 2019; Xu, 2024). Analysis 
using the VRIO model, see appendix 5, highlights 
the brand’s USP. Emphasising the brand’s heritage 
and style as assets that can provide sustainable 
competitive advantage. The VRIO analysis confirms 
findings from the primary research and Wang 
(2024), suggesting the advertisement controversy 
shows inconsistency in brand values and marketing 
messaging. Focussing on improving perception of 
morals and values can improve consumers trust and 
strengthen the sustainability of Balenciaga’s success 
(Xu, 2024). 

Appendix 2, showing the Value Proposition Canvas, 
presents the value provided by Balenciaga’s branding 
and products. The model suggests Balenciaga’s 
product offering aligns with consumers needs and 
the brand’s values connect with the target consumers. 
It further highlights the impact of Balenciaga’s 
controversies suggesting they may alienate 
consumers and decrease competitive advantage. 

Balenciaga use a hybridisation strategy, using 
“artification” (the hybridisation of art and fashion) to 
increase brand status and character by presenting 
products as art forms (Massi, 2020). Balenciaga’s use 
of art has a strong visual and emotional impact which 
increases value and exclusivity for consumers. Taking 
advantage of the connotations of art forms can trigger 
emotions, creating stronger connections and more 
loyal consumers (Grassi, 2020). The strategy will use 
the ideas of “artification”, using other art forms to 
increase the status of Balenciaga. As Balenciaga use 
this currently, the use within the proposed strategy will 
appear authentic to consumers as well as increasing 
the success of the proposed campaign objectives. 

Balenciaga’s key strategy for growth is strengthening 
luxury positioning to attract customers (Balenciaga UK 
Ltd, 2024). Reports suggest a lack of understanding by 
luxury consumers of Balenciaga’s heritage presents a 
weakness to the brand in comparison to competitors 
(Sherman, 2019; Willaims, 2021). As Balenciaga’s 
product category aligns with younger consumers, 
this is an opportunity to connect with consumers 
and convey the history. The promotion of heritage 
will strengthen the luxury positioning, aligning with 
the brand’s strategy, whilst remaining authentic to 
Balenciaga’s mission of redefining fashion. 
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macro
The PEST analysis, see appendix 3, suggests the luxury 
slowdown reflects economic problems in China, the 
global cost of living crisis and a post-pandemic return to 
normalcy following 2023’s demand surge (Shoaib, 2024; 
Girod, 2025). US tariff proposals may decrease profitability 
for Balenciaga who manufacture some goods in China 
where currently a 104% tariff has been suggested (Bain, 
2025; TFL, 2025). Tariff debates are ongoing nevertheless, 
this has created uncertainty for consumers and 54% of US 
consumers have reported plans to reduce spending on 
apparel. Although luxury consumers are generally more 
financially resilient, this will impact all buyers particularly 
aspirational consumers (Kennedy & Carbone, 2025). The 
PEST also underlines increasing consumer demand for 
ethical practices and transparency. Creating value for 
consumers cautiously spending will be essential. With 
continued economic uncertainty in China and the US, 
prioritising in-person experiences in Europe, where tariffs 
are lowest, may offer greater traction among domestic and 
travelling consumers. It will still be important to ensure US 
and Chinese consumers are not alienated within digital 
marketing. m

ic
ro

Garcia-Furtado and Criales-Unzueta, 2025). The brand 
positioning map, see figure 1, shows Gucci and Loewe 
currently outperform Balenciaga in terms of cultural 
alignment commitment and visibility with consumers 
(Vogue Business, 2024).

66% of primary research respondents often 
engage with brand content that focusses on 
communicating values. Both brands have utilised this 
to increased consumer engagement and demand by 
addressing contemporary cultural topics. Gucci has 
communicated D&I values through gender fluidity, 
while Loewe has used cultural identity and expression. 

Gucci’s storytelling marketing has strengthened 
authenticity by aligning values and product (Chu, 
2018). Use of celebrity endorsement has been effective 
when values are shared, increasing engagement and 
brand awareness (Madsen, 2020). Loewe has used non-
traditional campaigns that focus on entertainment to 
build emotional connections with younger consumers 
(Chilvers, 2024).  

The case study findings suggest communicating 
D&I through storytelling is successful as it appears 
authentic. However, stronger storyline and 
entertainment value create greater impact. Loewe 
particularly shows how blending heritage with 
modern culture can sustain luxury positioning whilst 
enhancing connection with millennial and Gen Z 
consumers. 

aroun
d th

e w
or
ld
....

To inform Balenciaga’s strategic direction, case studies 
were conducted on Loewe and Gucci (see appendices 
7 and 8), selected for their alignment with Gen Z and 
millennials. Similarly to Balenciaga, both brands focus 
on craftsmanship and heritage whilst innovating to 
engage a younger audience (Chen, Ma and Xu, 2019;
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Porter’s Five Forces, see appendix 4, stresses the 
high buyer power and intense competitive rivalry 
in the luxury market. Intensified by the expected 2 
year decline of the luxury market (Maguire, 2025; 
Balchandani et al., 2025). Balenciaga must adopt a 
strategy that focusses on strengthening consumer 
engagement, particularly among Gen Z and millennial 
consumers who are more selective and at risk of 
selecting substitutes. The strategy must differentiate 
Balenciaga through shared values to build an 
authentic consumer relationship (Girod, 2025). 

D&I strategies have also been deprioritised during 
economic challenges (Finamore, 2023). High 
performing brands are integrating D&I internally and 
communicating this in marketing (British Fashion 
Council, 2023). Balenciaga has made internal progress, 
but external messaging remains inconsistent. Mattel’s 
repositioning of Barbie through inclusive marketing 
and product development has increased engagement 
(Forbes, 2022). Though an indirect (category-less) 
competitor, Mattel provides a benchmark for positive 
brand evolution, raising expectations for behaviour. 

Figure 1 : Brand Positioning Map showing 
ESG commitments against visibility
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(Loewe, 2025)

target
consumer
The strategy will target 20–39-year-
olds. Due to product offering 
and value alignment alongside 
expectations to become the 
largest spending consumer group 
providing a high CLV. Although 
current consumers over 25 
have higher disposable income, 
engaging younger consumers now 
ensures sustainable competitive 
advantage. 

The strategy will be implemented 
across the brand however, the 
primary focus will be consumers in 
Europe and the US. As previously 
stated, these consumers were most 
affected by the advertisement 
controversies and where improved 
brand perception is most required. 
Macroenvironmental analysis has 
also highlighted the current growth 
opportunities within these markets. 

These consumers increasingly 
demand that brands prioritise D&I 
and demonstrate these values 
through visible actions, represented 
seamlessly across channels and 
touchpoints. Competitors have 
seen to engage this consumer 
group successfully through digital 
channels. Achieving objectives 
will depend on creating a positive 
online presence among the target 
consumer, where they discover 
brands and share opinions. 
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documentary “Balenciaga: Beyond Borders”, a 
short documentary series with 
Netflix Originals is the primary 
tactic. The documentary will use 
storytelling to communicate brand 
heritage, craftsmanship and real-
world use to increase the perceived 
value of Balenciaga. This provides an 
opportunity to display Balenciaga’s 
personality to engage consumers 
(Kapferer, 2012). Additionally, the 
documentary will allow Balenciaga 
to highlight their values, aligning 
with the target consumer and 
increase positive brand perception. 

The series will combine BTS and 
interview style content with real 
consumer stories. Christóbal 
Balenciaga was described as the 
leader of contemporary fashion, 
known for being a pioneer for 
modernity and an innovator (Arana, 
2019; Victoria & Albert Museum, no 
date). Highlighting Balenciaga’s 
alignment with cultural innovation 
from its founding, the series will 
start with exploration of heritage 
and Christóbel’s legacy increasing 
authenticity. The BTS content will 
explore the current implementation 
of these ideas from the perspective of 
the creative director and designers. 

This content will be combined with 
real consumer stories from a diverse

background showing how they 
use Balenciaga’s products as 
self-expression. Presenting how 
Balenciaga integrates into real 
lives will increase the relatability 
of the brand with modern identity 
and consumer values. This will 
increase emotional connection 
and subsequently customer loyalty 
(Vogue Business, 2025). 

Whilst primary research found 
some consumers enjoy content on 
YouTube, the content is focussed 
on entertainment and tutorials 
(Vogue Business, 2025). Over 
double of the primary research 
respondents would prefer to view 
the campaign content on Netflix. 
Furthermore, Netflix Originals 
productions are viewed as credible 
and authentic, increasing audience 
trust (Wayne and Sandoval, 2021). 
Netflix’s reach and demand among 
the target consumer provides the 
most appropriate choice to deliver 
the campaign in an authentic and 
engaging way (Bashir, 2025; Stoll, 
2025a; Stoll, 2025b). Additionally, 
Netflix Originals have strong 
understanding of producing content 
that resonates across cultures 
globally (Wayne and Sandoval, 
2021). Ensuring the content remains 
inclusive to Balenciaga’s wider 
global consumer base. 
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Whilst the linear marketing funnel is frequently used to 
guide tactics, Vogue Business (2025) reports this method 
is outdated for Gen Z and millennial consumers who 
engage with different stages at any time. Suggesting the 
traditional staged sales progression is unsuitable for 
the target consumer group meaning Balenciaga need 
to maintain the strategy messaging consistently across 
channels. Whilst messaging must be consistent, content 
should be tailored to the audience demands on specific 
platforms (Vogue Business, 2025). 

Instagram will be used as it is the primary 
platform used by millennials and frequently 
by Gen Z (WARC, 2024a). These consumers 
want to see brand and product content 
on Instagram over other social channels 
suggesting the engagement will be strong 
(Huang, 2023). The content will be high-
quality images and professionally shot BTS 
videos to create an aesthetic feed and align 
with user demands on this platform (WARC, 
2024). The platform creates an aspirational 
environment and is most suited to product 
content, design education and day-to-day 
life of the brand (SanMiguel et al., 2024). This 
has influenced the content table, see Figure 
3. 

INSTAGRAM

Video content will be shared on TikTok as it 
is used daily among Gen Z and popular with 
millennials (Huang, 2023). TikTok’s algorithm 
will be utilised to increase reach among the 
target consumer which pushes content to 
likeminded users (WARC, 2024b). Shown by 
Loewe, TikTok will provide an opportunity 
to humanise the brand using entertaining, 
viral content to increase engagement and 
build a relationship (SanMiguel et al., 2024). 
TikTok is seen as driver of culture, using this 
platform will allow Balenciaga to participate 
and showcase values surrounding current 
topics important to the target consumer 
increasing connection (WARC, 2024). Figure 
4 shows how this will be portrayed through 
content. 

TIKTOK

CONTENT EXAMPLES
• Short reels showing 
documentary BTS & 

highlights
• Product promotion 

images
• BTS of design process 

including designer 
sketches

• Highlights of real stories 
from documentary 

CONTENT EXAMPLES• BTS clips (e.g. day in my life from documentary)• Short interviews with artisans – answering questions in comments• Viral trends • Involvement in trends with documentary participants

Figure 3 : Instagram content ideas 

Figure 4 : TikTok content ideas 
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pop-up
Creating memorable experiences increases emotional connection and loyalty (O’Connor, 2024; Vogue 
Business, 2025). The target consumers are seeking brand experiences for emotional fulfilment (Statista, 
2024e). Experiential marketing will be used through pop-up experiences in selected stores across the US and 
Europe. Extending the storytelling campaign in a physical environment to deepen customer relationships 
and increase store footfall where the target consumer makes purchases (Atallah, 2024). 

Consumers are interested in 
BTS content which is perceived 
as more personable and 
trustworthy, used to increase 
transparency and authenticity 
(Bergh, 2023). The pop-up will 
display exclusive content from 
the documentary. Including 
short interviews and BTS footage 
from production that feature the 
real-life customers and internal 
team. 

BTS DOCUMENTARY 
CONTENT

Showcasing heritage and its 
ties to modern day increases 
cultural relevance (Tan, 2025). 
The pop-up will display archived 
products that are discussed 
in the documentary, allowing 
consumers to physically engage 
with the brand’s legacy. 

HERITAGE 
DISPLAY

92% of Gen Z and 90% of 
millennials are interested in AR 
shopping experiences (Gelder, 
2023). Using AR engages 
consumers and helps create 
memorable experiences (Atallah, 
2024). AR lenses will be used for 
consumers to digitally try on 
displayed archival designs and 
share these to social media. 
Also increasing the reach of the 
campaign through word of mouth 
which the target consumer trusts 
over brand content (NielsenIQ, 
2024). 

AUGMENTED REALITY 
(AR) TRY ON
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