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Executive Summary

Fashion has an unusually high tolerance for creative risk. Designers are rewarded for provocation,
brands compete for cultural attention, and institutions use fashion to generate public relevance. Yet
creative risk and enterprise risk are not the same thing. The cancellation of The Metropolitan Museum of
Art’s planned 2027 exhibition John Galliano: Horizons is a useful case because it exposes the business
architecture beneath a decision that initially looked curatorial.

The Met announced the exhibition on July 31, 2026 as the first major museum show devoted to the full
breadth of Galliano’s career. It was scheduled for May 9, 2027 through January 9, 2028 and was explicitly
designed to examine both his creative importance and the ethical questions surrounding his antisemitic
and racist conduct and 2011 conviction. One month later, on August 31, the Met and Galliano announced
that the exhibition would not proceed as planned. The museum said a replacement spring Costume
Institute exhibition and 2027 Met Gala concept would be announced later. [1][2]

The reversal followed mounting opposition from Jewish leaders, New York political figures, donors and
other institutional stakeholders. Reporting indicated that some donors threatened to withdraw or
reconsider gifts, while criticism also raised questions about governance and the concentration of Anna
Wintour’s influence around the Costume Institute and Gala. The public record does not prove a single
donor ultimatum directly “cancelled” the exhibition; the stronger conclusion is that escalating
stakeholder and institutional costs changed the risk equation. [3][4][5]

This paper argues that fashion organisations routinely misprice such decisions because they overvalue
visible upside - attention, creative distinction and earned media - while underweighting stakeholder
dependency, reversibility, governance and second-order costs. Reputation is often treated as a
communications issue after launch. It should instead be modelled as an enterprise asset before launch.

Core FBB conclusion: A brilliant creative decision can still be a
poor enterprise decision. The goal is not to eliminate
controversy; it is to price it before the organisation becomes
committed to it.

The paper develops five central findings:

1. Attention is not enterprise value. Creative excitement, media reach and cultural relevance sit early in
the value chain; they do not automatically produce durable revenue, margin, donor capital, legitimacy
or cash.

2. Reputational exposure must be multiplied by stakeholder dependency. The same controversy is
economically different when the offended stakeholder controls 1% of revenue versus 30%, or when the
stakeholder controls transformational philanthropic capital rather than only public commentary.

3. Risk depends on the transaction. Zara can rationally partner with Galliano while the Met can
rationally withdraw because Zara is purchasing creative authorship and commercial halo, while a
museum retrospective confers institutional recognition and must satisfy a wider stakeholder system.
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4. Governance must scale with irreversibility. The more costly a decision is to unwind - manufactured
product, a global campaign, a museum exhibition, a long-term ambassador contract - the broader and
earlier the challenge process should be.

5. Controversy can create value when it is strategically aligned and consciously accepted. Nike’s 2018
Colin Kaepernick campaign demonstrates that backlash itself is not evidence of strategic failure. The
relevant distinction is aligned, priced controversy versus accidental, misaligned or unpriced
controversy.

Term FBB definition

The artistic, design or cultural distinction created by the

Creative value .
decision.

The reach, conversation, earned media and social visibility

Attention value
created by the decision.

Incremental sales, margin, traffic, conversion, retention or

Commercial value .
customer lifetime value.

Authority, legitimacy, canonical status, trust or cultural

Institutional value . . .
standing built over time.

The value controlled by parties who can materially reward or
penalise the organisation.
How difficult and costly it is to replace the stakeholder,

Stakeholder exposure

Dependenc
P y channel, talent, market or capability.
- How cheaply and quickly the organisation can unwind a
Reversibility . Py a . Y 8
decision after commitment.
Indirect consequences such as donor confidence, retailer trust,
Second-order cost staff morale, future partnerships, legal cost or replacement

work.
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1. Methodology and Evidence Standard

This is a strategic business analysis, not a moral verdict on Galliano, the Met, Anna Wintour or any
comparison case. The purpose is to understand how high-risk creative decisions should be structured,
challenged and governed.

The paper uses three evidence labels:

e CONFIRMED: stated by the organisation itself, a primary document, or a reliably reported financial or
operational fact.

e REPORTED: attributed to reputable reporting but not independently disclosed by the organisation.

e FBB INFERENCE: strategic interpretation drawn from confirmed and reported evidence. These
inferences are explicitly framed as analysis, not inside knowledge.

The principal sources include The Metropolitan Museum of Art, Vogue/Vogue Business, Reuters, The

Business of Fashion, The Guardian, Condé Nast and contemporaneous reporting on the comparison cases.

Full references appear at the end.

PART | - THE ANCHOR CASE: THE MET, GALLIANO AND THE
COST OF LATE RISK DISCOVERY

2. What The Met Originally Bought

On July 31, 2026, The Met announced John Galliano: Horizons. The museum described Galliano as one of
the most inventive and influential designers of the previous four decades and planned to show garments,
accessories, sketches, toiles, research books and archival material spanning Central Saint Martins, his
own label, Givenchy, Christian Dior and Maison Margiela. The exhibition would draw heavily on The
Costume Institute’s holdings, which the museum described as the largest institutional collection of
Galliano’s work. [1]

Crucially, the show was not publicly framed as uncomplicated redemption. The Met said it would
examine how aesthetic achievement, ethical accountability and institutional recognition intersect,
including Galliano’s addiction treatment and later acknowledgement of his actions. [1]

From a curatorial and attention perspective, the proposition was unusually strong. Galliano supplied
historical importance, spectacle, archive depth, recognisable authorship and controversy - all ingredients
capable of generating exceptional cultural attention. The project also followed renewed market interest
in his work: a January 2026 auction of Mouna Ayoub’s Dior couture collection realised more than €6.19
million, including €510,000 for a Galliano Spring/Summer 2000 gown. [6]

By March 2026, Zara had also signed Galliano to a two-year partnership to “re-author” the retailer’s
archive, with seasonal collections beginning in September. Vogue reported that the relationship was
unusually long compared with standard high-low capsules; BoF characterised it as part of Zara’s push
upmarket. [7][8]

The fashion market therefore sent several positive signals at once: collector value, editorial fascination,
mass-market commercial interest and celebrity visibility. Galliano dressed Stevie Nicks and Bad Bunny in
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Zara at the 2026 Met Gala, effectively previewing the Zara relationship on fashion’s most visible red

carpet. [9]

FBB distinction: market validation, commercial validation and

institutional validation are different assets. One does not

automatically grant the next.

3. What The Met Was Actually Deciding

The project may have originated as a curatorial decision, but it exposed the full museum enterprise. Once
the exhibition was linked to the Costume Institute’s spring programme and Met Gala, the decision

touched at least six value systems:

Value system

Potential upside

Potential downside

Curatorial Scholarship, archive study, fashion Perception of canonisation or
history insufficient ethical distance
Audience Attendance, global interest, relevance Boycott, protest, trust erosion
. . Narrative dominated by controversy
Media Exceptional earned coverage .
rather than scholarship
. High-interest Gala, sponsors, tables, Withdrawal of gifts or sponsor
Fundraising .
donors discomfort
Institutional Fashion leadership, cultural authority Damage to wider museum legitimacy
. - . Board/trustee misalignment and key-
Governance Decisive specialist leadership .
person concentration

This is a recurring management error: organisations classify decisions according to the department that
proposes them. A campaign becomes “marketing”. A runway concept becomes “creative”. A celebrity
appointment becomes “communications”. But if a decision can materially change enterprise value, it is
cross-functional by definition.

4. The Economic Machine Behind the Met Gala

The Costume Institute is economically unusual inside a museum because its annual Gala is not merely
promotional. The Met states that Gala proceeds are the Costume Institute’s primary source of annual
funding for exhibitions, publications, acquisitions and operations, while also supporting other museum
activities. [10]

The 2026 Gala raised a record $42 million, up from $31 million the prior year. Condé Nast reported 1.7
billion global video views around its coverage, while Vogue described the event as a record fundraising
year. [11][12]

Anna Wintour’s institutional influence should therefore be understood partly through an economic lens.
Her value is not simply taste or celebrity access. She helped build a system that converts cultural
relevance into capital:
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fashion authority -> celebrity access -> media scale -> sponsor
participation -> elite scarcity -> fundraising

That system helps explain why a fashion editor can possess unusual power inside a major museum. It
also illustrates key-person concentration: when one individual controls several scarce resources
simultaneously, decision-making becomes faster and more coherent, but the institution becomes more
exposed to that person’s judgment and relationships.

5. Why Donor Capital Is Not the Same as Gala Revenue

A major strategic insight from the controversy is that visible annual fundraising and long-duration donor
capital are different economic assets. A $42 million Gala is enormous. Yet museum philanthropists can
contribute transformational cash gifts, major art collections, estate bequests and decades of relationship
value.

Reporting after the cancellation said some Met donors threatened or reconsidered gifts if the exhibition
went ahead. The Guardian and Wall Street Journal reported that backlash included donor and bequest
concerns alongside political and community pressure. [3][4][5]

The correct business interpretation is not “donors own curation”. It is that any institution dependent on
concentrated philanthropic capital must understand the value at risk when a decision activates that
constituency.

The scale difference is not theoretical. In 2021, Met trustee Oscar Tang and Agnes Hsu-Tang pledged $125
million toward the museum’s modern and contemporary art wing. In 2013, Leonard A. Lauder pledged a
78-work Cubist collection widely valued at more than $1 billion. These gifts were unrelated to the
Galliano dispute, but they demonstrate why museum stakeholder economics cannot be understood by
comparing a Gala ticket or one night of event revenue with the lifetime value of major philanthropic
relationships. [24][25]

Illustrative Met capital source Reported scale Strategic character
Annual operating/fundraising engine for
2026 Met Gala $42M raised P . g geng
Costume Institute
Transformational capital gift for
Tang / Hsu-Tang pledge (2021) $125M . piatg
museum infrastructure
Leonard A. Lauder Cubist collection Irreplaceable collection asset and
> $1B reported value R .
(2013) institutional transformation

Not all revenue has equal strategic weight. Annual cash flow,
lifetime donor value, distribution access, market legitimacy and
irreplaceable assets must be modelled separately.
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6. Stakeholder Power: Who Can Make the Decision Expensive?

The Met’s relevant stakeholder market was far larger than the fashion industry. It included museum
members, visitors, trustees, donors, prospective donors, lenders, sponsors, city officials, Jewish
organisations, staff, scholars, celebrities, fashion brands and the wider public.

The key management question is therefore not simply who objects. Many critics possess little direct
economic power. The more useful question is:

Who controls something the organisation materially needs - and
how replaceable are they?

For a fashion founder, the same logic may apply to a wholesale partner, factory, investor, platform,
landlord, celebrity, lender, distributor or regulator. A reputational event becomes enterprise risk when it
affects a stakeholder whose withdrawal changes revenue, cash, capacity, permission or legitimacy.

7. Timing as a Risk Multiplier

The planned 2027 Met Gala date overlapped with Yom HaShoah, Holocaust Remembrance Day. Reuters,
AP and other reporting identified the timing as an important intensifier of the backlash. New York City
Council Speaker Julie Menin, whose mother survived the Holocaust, publicly opposed the project. [3][13]

The date did not create Galliano’s history, but it changed how the institution’s decision was interpreted.
This demonstrates a fundamental risk principle: context changes the value of the same action.

A campaign can be acceptable in one week and catastrophic in another. A reference can be playful in one
market and insulting in another. A collaboration can be manageable until an external event changes the
symbolic meaning of the partnership.

Scenario review should therefore include cultural dates, geopolitical events, legal developments,
anniversaries, elections and plausible resurfacing of historical material. This is not about predicting
every controversy. It is about identifying obvious multipliers before commitment.

8. Contextualisation Has Limits

The Met’s intellectual proposition was sophisticated: a museum can examine important work critically
without absolving its creator. The planned exhibition explicitly intended to address ethical
accountability. [1]

Yet a core branding problem remained. The institution could define its intent as “critical examination”,
while stakeholders could interpret a solo Costume Institute retrospective as “honour” or “canonisation”.
Both interpretations could exist simultaneously.

Brands and institutions control their intent. They do not fully
control the meaning stakeholders assign to the act.
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This is a central lesson for modern fashion communications. Once audience segmentation collapses,
ironic, insider or academic framing can travel into communities that do not share the same interpretive
conventions. “That is not what we meant” may be accurate and still commercially irrelevant.

9. Governance: How Much Challenge Should a Creative Decision Receive?

Post-cancellation reporting raised questions about trustee involvement and Wintour’s influence. The
Guardian reported that Wintour had supported the exhibition and that the episode triggered governance
debate inside and around the Met. [4]

Without access to internal minutes, this paper does not claim to know precisely which approvals
occurred. The stronger governance question is structural: what level of review should a decision receive
when its downside can affect the wider institution rather than only one department?

A useful rule is that governance intensity should scale with three factors:

1. Enterprise exposure - how much revenue, capital, legitimacy or operational capacity is at risk.

2. Irreversibility - how expensive the decision becomes to unwind after production or public
announcement.

3. Stakeholder concentration - how dependent the organisation is on a small number of powerful parties.

This is not a proposal for committees designing clothes. It is a separation of creative authority from

enterprise-risk authority. Creative leaders should retain the power to create. They should not necessarily

hold unilateral authority to expose the whole organisation to material financial, regulatory or

reputational downside.

10. The Cost of Late Risk Discovery

On August 31, The Met and Galliano announced that Horizons would not proceed. The Met’s statement
thanked the lenders, collaborators, advisers and community leaders already involved and said a new
spring exhibition and Gala would be announced later. [2]

Cancellation therefore did not return the organisation to zero. By announcement, the project had
accumulated sunk and switching costs: curatorial labour, loan conversations, exhibition planning,
sponsor and Gala architecture, communications, partner expectations and calendar capacity.

The Met now faces a classic product-development problem: replace a flagship programme on a
compressed timeline while preserving the primary annual fundraising mechanism of the Costume
Institute.

Risk discovered at concept stage is cheap. Risk discovered after
manufacturing, contracting or public launch is expensive.

Fashion founders should recognise the direct analogy. A cultural-insensitivity issue found in a sketch
costs little. Found after sampling, more. Found after 50,000 units are manufactured, much more. Found
after global launch, the financial cost is joined by search results, screenshots, retailer conversations and
customer memory.

Fashion Business Blueprint | September 2026 | 8



FASHION BUSINESS BLUEPRINT / WHITE PAPER

11. Zara as the Control Case: Same Designer, Different ROl Equation

Zara’s continuing relationship with Galliano is not inconsistent with the Met’s withdrawal. The two
organisations are making different transactions.

Zara is primarily buying The Met retrospective would primarily grant

Creative authorship Institutional recognition

Product ideas and design language Historical canonisation

Fashion authority and halo Museum legitimacy

Traffic, press and customer interest Curatorial and public endorsement context

Archive reinterpretation at industrial scale A monographic platform inside a public cultural institution

Zara can ask whether Galliano’s design authority creates more commercial and cultural value than the
partnership destroys through reputational risk. The Met must ask whether the act of devoting a major
retrospective to him is compatible with the trust expectations of a much broader stakeholder system.

This produces an important FBB principle:

Risk does not reside only in the person or idea. Risk is produced
by the interaction between the asset, the transaction, the
stakeholder system and the organisation’s dependency.

PART Il - COMPARATIVE CASES: WHEN CONTROVERSY
DESTROYS, PROTECTS OR CREATES VALUE

12. Balenciaga 2022: When Provocation Becomes an Incentive System

Balenciaga had spent years becoming exceptionally effective at converting provocation into earned
media. Meme-able products, dystopian campaigns, celebrity spectacle and deliberately polarising objects
became part of the brand’s communications engine. BoF described the problem after the 2022 advertising
controversy as a race for the next bigger viral moment. [14]

In November 2022, Balenciaga removed and apologised for campaign images featuring children holding
teddy-bear bags styled with bondage-inspired accessories. A separate image included legal documents
relating to a child pornography case. The brand removed the imagery and apologised. HSBC had
estimated Balenciaga’s 2021 revenue at roughly €1.76 billion, demonstrating that this was a major
commercial asset rather than a niche label. [15]

The managerial lesson is deeper than “approve campaigns more carefully”. If the organisation repeatedly
rewards teams for shock, virality and conversation, it creates an attention-escalation loop. Each success
makes the next team search for an even stronger stimulus.
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Once provocation becomes an operating system, the risk is no
longer one campaign. The risk is the incentive structure
producing the campaigns.

The correct intervention is therefore upstream: creative incentives, review architecture, role clarity and
red-line governance - not only apology wording after the fact.

13. Dolce & Gabbana in China: Reputation Multiplied by Market Dependency

In November 2018, Dolce & Gabbana’s promotional videos for a major Shanghai show were widely
criticised as racist and culturally insulting. The backlash escalated after derogatory messages attributed
to Stefano Gabbana circulated online; the brand said its account had been hacked. The Shanghai show
was cancelled, celebrities withdrew and Chinese e-commerce platforms removed products. [16]

The crucial business lesson is the conversion of reputation into distribution. This was not only angry
commentary. Market gatekeepers participated. When platforms remove a brand, reputational damage
becomes an availability problem.

China was already central to global luxury demand, magnifying the exposure. The case demonstrates the
FBB dependency multiplier:

Reputational severity X economic dependency x stakeholder
control = enterprise consequence

A mistake in a peripheral market and the same mistake in a strategically critical growth market are not
equivalent. Global creative teams therefore need regional intelligence not as a politeness layer, but as
commerecial risk infrastructure.

14. Adidas and Yeezy: The Cost of Enforcing a Red Line

Adidas terminated its Yeezy partnership with Ye in October 2022 after repeated antisemitic remarks. The
decision was financially painful because Yeezy had become a highly profitable franchise. Adidas later
sold remaining inventory, pledging part of the proceeds to organisations combating antisemitism and
racism. Reuters reported that final Yeezy sales in 2023 generated hundreds of millions of euros and that
the company ultimately sold the last pairs by late 2024. [17][18]

The case matters because values are only operational when enforcing them costs something. A corporate
principle that survives only while profitable is not a decision rule.

The pre-crisis management question should therefore be: what behaviour triggers automatic escalation
or termination regardless of near-term economics?
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Red lines should be defined before the crisis. Otherwise
management is forced to invent its principles while
simultaneously calculating the loss.

The later inventory problem also shows why partner concentration matters. When one collaborator
becomes a material profit engine, moral, legal and reputational decisions become entangled with
inventory, forecasts, wholesale relationships and investor expectations.

15. Gucci 2019: When the Correct Fix Is Organisational, Not Communicative

Gucci withdrew a balaclava-style sweater in 2019 after accusations that its design evoked blackface. The
controversy followed other cultural debates around luxury design, and Gucci responded with initiatives
intended to strengthen diversity and cultural awareness in its organisation. BoF later cited evidence of a
2% decline in second-quarter US sales and discussed the episode as part of a wider need for cultural
governance. [19][20]

The strategic lesson is that repeated creative-risk failures usually indicate an upstream system problem.
Potential causes include homogeneous decision teams, weak regional challenge, insufficient cultural
expertise, compressed calendars or creative authority without adequate risk review.

If the same category of mistake keeps appearing, the solution is
not a better apology template. It is a better decision system.

16. Nike and Colin Kaepernick: When Controversy Is Priced and Aligned

A robust framework must also explain when controversy works. Nike’s 2018 “Dream Crazy” campaign
featuring Colin Kaepernick triggered boycott calls and sharp political criticism. Yet outside data showed
Nike’s online sales rose strongly around the launch, the number of sold-out items increased 61% in the
ten days after the campaign, and the share price recovered from its initial decline to reach a record high
shortly afterwards. [21][22]

The case does not prove every purpose-led campaign drives sales. It demonstrates a different strategic
condition: the controversy was legible within Nike’s long-established brand territory of athletic defiance,
sacrifice, individual conviction and boundary-pushing.

Nike did not accidentally discover after launch that the campaign might divide people. The division was
inherent in the creative proposition.
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Strategic courage is not the absence of backlash. It is the
conscious acceptance of a foreseeable cost in pursuit of a brand-
consistent objective the organisation is prepared to defend.

This creates the most important comparison in the paper:

Mispriced controversy Priced controversy

Surprise that stakeholders object Objection is modelled before launch

Attention is the primary rationale Long-term brand or enterprise objective is explicit

No clear stakeholder dependency map Management knows who may leave and what that costs
Values invented during crisis Red lines and rationale defined in advance

Reversal plan improvised Decision includes contingencies and thresholds
Leadership cannot explain why the risk was worth it Leadership can articulate the strategic trade-off

PART Il - WHY HIGH-RISK FASHION DECISIONS ARE HARDER
IN 2026

17. Context Collapse

Fashion once communicated to relatively segmented audiences. A runway provocation could remain
primarily inside fashion media. Today the same image is instantly interpreted by political commentators,
activists, investors, customers, employees, regulators and communities far outside the intended audience.

BoF’s 2026 analysis of aspiration and exclusivity describes the challenge directly: social media has
collapsed audience segmentation, making messages designed for one group visible to everyone. [23]

This removes an old protection mechanism: insider context. Creative teams can no longer assume the
audience understands irony, archive references, fashion history or the cultural code in which an image
was conceived.

18. Reaction Time Has Collapsed

Screenshots, social video and global group messaging can turn a local creative mistake into an
international executive issue before a company has completed its internal investigation. The crisis clock
is now faster than the corporate approval clock.

That makes pre-agreed escalation rules more valuable. Organisations need to know before launch who
can pause media, contact retailers, brief employees, freeze paid spend, preserve evidence, engage
communities and approve public statements.

Fashion Business Blueprint | September 2026 | 12



FASHION BUSINESS BLUEPRINT / WHITE PAPER

19. Stakeholders Coordinate in Public

Modern backlash can become a network effect. Customers boycott. Celebrities withdraw. Employees
speak. Retailers delist. Donors reconsider gifts. Investors reprice risk. Political actors amplify the story.
Each response validates the others and expands the audience.

This means the organisation cannot model reputation as a single demand curve. It must model the
possibility that one stakeholder action triggers another.

20. Search and Al Make Reputation Persistent

A crisis no longer ends when the news cycle ends. Search engines, social archives and Al-assisted
discovery can surface old controversies whenever a customer, journalist, investor or potential employee
investigates a brand or individual. The long tail of reputational events is therefore increasing.

This changes the economics of apology and remediation. The organisation is not only trying to stop this
week’s negative coverage; it is creating the evidence future audiences will encounter when they ask what
happened and what the company did next.

21. Luxury Is Already Under a Value-Justification Test

Luxury in 2026 is simultaneously confronting price fatigue, uneven demand and heightened scrutiny of
whether craftsmanship, service, rarity and product quality still justify premium prices. In that
environment, reputational errors occur against an already demanding value conversation.

This is why reputation should be linked to the wider FBB concept of value legibility: the more a brand
asks customers to pay, the clearer the justification for both product value and institutional behaviour

becomes.

PART IV - THE FBB HIGH-RISK CREATIVE DECISION SYSTEM

22. First Classify the Decision

Before scoring risk, determine what kind of decision is actually being made. Different decisions require

different review intensity.
Decision type

Reversible communication

Typical examples
Organic social post, low-spend local
content

Default risk level

Low to medium

Global campaign, celebrity film, paid

Scaled communication . Medium to high
media
. Manufactured collection, cultural motif, .
Product commitment . High
licensed product
. Ambassador, creative director, .
Talent/partner commitment High
collaborator
Flagship exhibition, sponsorship, . .
Market/institutional commitment EShip P P High to very high

country entry

Identity-level commitment

Purpose position, political stance, core
values decision

Very high but potentially strategic
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23. The FBB Value Stack

Every proposal should separate four types of upside rather than hiding them inside the word “impact”.

1. Creative value - Does this materially improve the work, design language or cultural contribution?

2. Attention value - How much reach, conversation and earned media is likely?

3. Commercial value - What sales, margin, traffic, conversion, retention, licensing or customer lifetime
value could result?

4. Institutional value - Does the decision build authority, trust, legitimacy or long-term strategic position?

The discipline matters because many weak decisions have high attention value and very little

commercial or institutional value.

24. The Stakeholder Power x Dependency Map
List every stakeholder materially affected, then score two variables from 1 to 5:

e POWER: What can this stakeholder withdraw - revenue, capital, distribution, supply, permission,
talent or legitimacy?

e DEPENDENCY: How difficult is that stakeholder or resource to replace within a commercially
acceptable period?

Quadrant Interpretation Management response
Board/executive review; direct
engagement before launch

High power / Low dependency Serious but replaceable Model switching cost and contingency
Protect relationship; do not dismiss
because stakeholder is quiet

High power / High dependency Critical exposure

Low power / High dependency Operational vulnerability may be hidden

. Do not let volume of commentary distort
Low power / Low dependency Monitor

materiality

The purpose is not to ignore low-power communities. Ethical red lines exist separately from economics.
The map prevents organisations from confusing the loudest voice with the most material dependency - or
from overlooking quiet stakeholders who hold significant enterprise value.

25. The FBB Risk Equation

Expected Strategic Value = Creative Value + Attention Value +
Commercial Value + Institutional Value

Expected Enterprise Cost = (Negative-Reaction Probability x
Stakeholder Power x Dependency x Irreversibility) + Direct Cost
+ Second-Order Cost
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This is a conceptual equation, not a claim of mathematical precision. Its function is to force management
to evaluate variables creative excitement tends to obscure.

The decision should then be tested against ethical red lines. If the action violates a non-negotiable legal or
ethical principle, the organisation should not “price” its way into approval merely because expected
revenue is high.

26. The Reversibility Ladder

Example Approximate reversibility Governance implication
Challenge freely; cheap to
Idea Sketch, concept, casting idea Very high & ¥ P
change
Sample, draft campaign, test . . .
Prototype P palg High Regional/cultural review
event
Booked media, contracted . Executive approval for high-
Committed spend Medium . PP £
talent risk themes
Inventory produced, Formal enterprise-risk review
Manufactured/installed . yP . Low p
exhibition build, global assets before commitment
Crisis cost now includes
. Campaign live, exhibition .
Public launch Very low reputation and sunk
announced .
investment
Long-term Board-level or founder-level
Embedded identity & . Lowest . .
ambassador/purpose position strategic ownership

27. Red Lines vs Trade-offs
Organisations need two different decision categories.

TRADE-OFFS are risks that can be accepted if expected strategic value justifies them: polarisation,
aesthetic discomfort, alienating a non-core customer segment, taking a creative stance or challenging
category norms.

RED LINES are behaviours the organisation has decided are incompatible with its legal obligations, safety
responsibilities or core institutional principles regardless of near-term profit.

Confusing the two creates either cowardice or chaos. If everything is a red line, the brand becomes
creatively paralysed. If nothing is a red line, the organisation discovers its values only after crisis.

28. The Pre-Mortem: Assume the Decision Failed

Before approval, assemble a small cross-functional group and assume the decision has become a major
negative story six months from now. Ask:

e What headline are we reading?
e  Which stakeholder moved first?
e What did they withdraw?
e  Which old material resurfaced?
e Which date or external event changed interpretation?
e  What did leadership know before launch?
e  Which warning was dismissed as “overthinking”?
¢ Why can we not reverse cheaply now?
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e What would we wish we had done at concept stage?

A pre-mortem is especially valuable in creative organisations because it legitimises dissent without
forcing the dissenter to claim the project will definitely fail.

29. Governance Thresholds

FBB recommends scaling approval with exposure rather than organisational hierarchy alone.

Trigger Minimum review

Low-spend, reversible, no sensitive cultural content Creative/marketing owner

Global paid campaign or major celebrity Creative + marketing + legal/comms

Material cultural/religious/political reference Add regional/cultural expertise and senior executive
High inventory or long-term contract Add finance/operations and scenario analysis

Potential impact on major investor, donor, regulator or
strategic channel
Core purpose or ethical red-line decision Board/founder-level ownership with documented rationale

CEO/board or equivalent governing body

30. Decision Rights: Recommend, Challenge, Veto, Own
A strong process identifies four different roles:

1. RECOMMEND - the team creating the opportunity and making the strategic case.

2. CHALLENGE - independent functions tasked with identifying blind spots, stakeholder exposure and
scenarios.

3. VETO - the function or leader authorised to stop the decision if legal, safety or agreed red-line
thresholds are breached.

4. OWN - the executive or governing body accountable for the final trade-off and its consequences.

The biggest governance failure is ambiguity. If everyone reviewed the work but nobody owns the
enterprise exposure, approval becomes social consensus rather than accountable decision-making.

31. When to Proceed Despite Backlash

Fashion should not optimise for universal approval. Distinctive brands often become strong precisely
because they are not for everyone. A high-risk decision can be rational when all of the following are true:

The decision is deeply aligned with the brand or institution’s core identity.

The upside is strategic, not merely viral.

Management understands which stakeholders may leave and the cost is survivable.
The organisation has consciously accepted that cost.

No legal, safety or ethical red line is violated.

Leadership can explain the decision consistently before, during and after criticism.

N o gk W=

The organisation would still defend the decision if the predicted backlash actually occurs.

This is the distinction between Nike/Kaepernick and accidental cultural offence. The first can be a
strategic bet. The second is usually an avoidable control failure.
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32. When to Stop

A decision should usually be paused or redesigned when one or more of the following appear:

e The primary upside is “people will talk about it”.

e The team cannot explain how attention converts into durable value.

¢ A high-power/high-dependency stakeholder has not been considered.

e Therationale depends on audiences understanding insider context.

¢ The organisation is already developing mitigation before it has decided whether the underlying risk
is worth taking.

e Thereis no agreed owner of the downside.

e Reversal becomes dramatically more expensive after the next commitment gate.

e The decision conflicts with a public value or red line the organisation has previously declared.

PART V - WHEN THE DECISION IS ALREADY LIVE

33. The First 24 Hours: Protect Information Before Image

The objective of the first hours is not to sound empathetic faster than everyone else. It is to establish facts,
stop preventable amplification and preserve decision quality.

1. Pause paid amplification and scheduled content if the contested asset is still being distributed.

2. Preserve files, approvals, briefs, contracts and communication records.

3. Identify the factual issue separately from the public interpretation.

4. Map affected stakeholders and contact the highest-dependency relationships directly where
appropriate.

5. Determine whether the issue crosses a legal/safety/ethical red line or remains a strategic trade-off.

6. Appoint one executive owner and one communications owner.

7. Avoid blaming vendors before the organisation understands its own approval responsibility.

34. Apology Is Not Strategy

A public apology can reduce temperature, but it cannot fix an incentive system, concentration risk, weak
cultural review, badly structured contract or governance gap.

The recovery question should therefore be: what changes in the operating system make recurrence less
likely?

Failure pattern Systemic response

Cultural blind spot Regional expertise, broader challenge panel, earlier review
Vendor blame Clarify brand-side approval accountability

Provocation escalation Change creative KPIs and leadership incentives

Celebrity concentration Diversify demand and contract termination rights
Donor/investor surprise Stakeholder mapping and governance thresholds

Late product issue Earlier risk gates in product development
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35. Rehabilitation Is a Portfolio of Evidence

The Galliano case also illustrates a separate issue: commercial, cultural and institutional rehabilitation
can move at different speeds. A market can buy the work while a public institution remains unwilling to
confer symbolic recognition.

For individuals and brands recovering from serious reputational damage, one apology rarely changes the
risk profile. Stakeholders evaluate a portfolio of evidence over time: conduct, accountability, remediation,
third-party validation, consistency and the absence of recurrence.

Organisations considering a controversial partner should therefore assess not only the original event but
the quality and duration of remediation. “People have moved on” is not a risk assessment.

PART VI - APPLICATION FOR FASHION FOUNDERS AND
EXECUTIVES

36. Founder Version: The 12 Questions Before You Launch

What exactly are we trying to gain - creative distinction, sales, attention, legitimacy or something else?
If no one posted about this online, would it still be a good business decision?

Who can make this expensive?

What do those stakeholders control?

How replaceable are they?

What part of the risk is ethical or legal rather than commercial?

Which cultural or political contexts could change interpretation?

What happens if the worst credible headline appears tomorrow?

© P NS Dd e

How much have we committed already?

10. What will it cost to reverse after the next stage?

11. Who has authority to challenge or stop the decision?

12. Would we still defend it publicly if the backlash we predict actually occurs?

37. The FBB High-Risk Decision Scorecard

Dimension 1-Low 3 - Medium 5 - High

Creative upside Incremental Meaningful Category-defining
Commercial upside Minimal Material Transformational

Attention upside Niche National/industry Global

Institutional upside Little Reputation gain Long-term authority
Stakeholder power Limited Material Existential/transformational
Dependency Easy to replace Costly Difficult or impossible
Negative-reaction probability | Unlikely Plausible Highly foreseeable
Irreversibility Easy to remove Meaningful sunk cost Major sunk/contracted cost
Second-order cost Contained Multi-function Enterprise-wide
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Do not simply add the numbers and approve the highest score. The scorecard is a forcing mechanism.
High upside and high downside indicate a strategic decision requiring senior ownership, not automatic
rejection.

38. The FBB Controversy Matrix

Low strategic alignment High strategic alignment

Avoid gimmicks; little reason to take Experiment; reversible creative risk can
Low stakeholder exposure L

noise risk be useful

STOP or redesign: poor upside-to-risk Executive/board bet: proceed only with
High stakeholder exposure . g p P . / . P . Y

logic priced downside and clear rationale

Nike/Kaepernick sits closer to high alignment/high exposure. Balenciaga’s 2022 campaign sits closer to
low strategic value/high stakeholder exposure once the content itself is examined. The Galliano/Met
project had high creative and attention value but exceptionally complex institutional exposure.

39. What the Met Case Ultimately Teaches

The most useful conclusion is not that the Met should never have considered Galliano. Nor is it that
donors should determine curatorial scholarship. The case demonstrates that the museum made a
decision whose meaning extended well beyond the curatorial department.

Once the project touched the Costume Institute’s annual funding engine, major donors, city politics,
community trust, trustee confidence and the symbolic authority of a monographic retrospective, it
became an enterprise decision.

By the time that full stakeholder system asserted itself publicly, the cheapest decision window had
already closed.

The underlying artistic thesis did not necessarily change. The
cost of executing it did.

Conclusion - Creativity Creates Possibility. Governance
Determines What Becomes Durable Value.

Fashion often teaches creators to be fearless. Business requires a more precise form of courage.

The strongest organisations are not those that eliminate risk. They distinguish between risk that creates
strategic value and risk that merely creates attention. They know which stakeholders control critical
resources. They understand dependency. They establish red lines before profit makes those lines
inconvenient. They increase governance as reversibility falls. And when they deliberately choose
controversy, they can explain why the expected long-term value justifies the foreseeable cost.

John Galliano’s current position makes the distinction unusually visible. Collectors have assigned
substantial market value to his work. Zara has assigned commercial and creative value to his authorship.
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Fashion insiders have assigned considerable cultural value to his legacy. Yet The Met’s withdrawal
demonstrates that institutional legitimacy remains a different transaction with a different stakeholder
threshold.

The case therefore gives Fashion Business Blueprint a broader principle that extends far beyond
museums:

There is no such thing as a purely creative decision once the
whole organisation bears the consequence.

A campaign can be extraordinary. A designer can be brilliant. A partnership can generate enormous
attention. An exhibition can be intellectually defensible. But the business still has to ask four questions:
1. What are we buying?

2. What are we risking?

3. Who has the power to make that risk expensive?

4. Does the expected long-term value justify the exposure?

That is not the enemy of creativity. It is how creative organisations survive long enough to keep creating.

FBB One-Page Decision Protocol

Gate

1. Objective

Question

What value are we trying to create?

Evidence required
Creative, attention, commercial and
institutional upside stated separately

2. Stakeholders

Who can make this expensive?

Power x dependency map

3. Red lines

What is non-negotiable?

Legal, safety and ethical thresholds

4. Context

What could change interpretation?

Dates, markets, politics, history,
resurfacing scenarios

5. Reversibility

What does reversal cost at each stage?

Sunk cost and contract map

6. Pre-mortem

Assume it becomes a crisis. Why?

Worst credible headline + stakeholder
chain

7. Governance

Who recommends, challenges, vetoes
and owns?

Named decision rights

Would we still proceed if predicted

Documented rationale and stop

8. Decision
backlash occurs? thresholds
9. Launch How will we monitor? Signals, owners, escalation path
Post-mortem linked to process, not onl
10. Learn What changes after outcome? P Y

PR
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