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EXECUTIVE SUMMARY

Who this study is for

Marketing, e-commerce, communications, customer experience, and IT leadership at
luxury and premium houses. Executive committees in the decision phase on agentic Al.
Consultants and agencies advising these houses.

A new lover has slipped into the relationship between the luxury house and its
client. It didn't knock. It's already in the room. This lover is the Al agent — ChatGPT,
Gemini, Perplexity, Claude. It reformulates desire, flattens the narrative, and short-

circuits the sales ceremony.

This study analyzes what this new love triangle means for luxury houses —in
visibility, in client relationships, in the construction of desire — and provides
concrete tools to regain control of the narrative without abandoning the agents.

Why now

+4 700 % 84 M

shopping queries via generative Al in 1 year shopping queries per week on ChatGPT alone
(McKinsey/BoF, 2026) (OpenAl)

50—~ 3 36 %

visible results: the shelf compresses (NielseniQ) of consumers trust Al for their purchases (BCG,
2026)

The method: a proprietary luxe aternAl Al visibility audit

To ground this analysis in first-hand data, | designed and conducted a proprietary Al
visibility audit: 10 luxury houses queried across 4 Al agents (ChatGPT, Gemini, Perplexity,
Claude), through 17 standard queries — from "recommend a leather bag at 3,000 euros"
to "is this house committed to sustainability?". 680 responses analyzed across four
criteria: citation, accuracy, actionability, tone.

This audit is a tool serving the study, not the study itself. It provides the raw material —
factual, verifiable, reproducible data — from which the analysis, insights, and strategic

recommendations are built.
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Part 1— The Antechamber: what the audit reveals

o All houses are cited — Hermes, Louis Vuitton, Chanel systematically at the top. The 150-
year narrative capital works in the Antechamber. But no house controls what the agent says
about it.

« The narrative comes through, the desire does not. Agents restitute heritage and iconic
pieces, but flatten the mystery by comparing what, according to the anti-laws of luxury
marketing, should not be compared.

o The world's most-used agent is the least actionable. ChatGPT (78% market share)
provides links in only 6% of its responses and prices in 14%. Perplexity (7% market share)
cites prices in 53% of cases. The market is misaligned: awareness lives in ChatGPT,
conversion lives elsewhere.

o Resale is normalized — and amplified. Gemini mentions Vestiaire Collective or The
RealReal in 60% of its responses. Claude in 51%. Web access gives agents live resale
listings.

o Entry prices are invisible. Below 5,000 euros, several houses disappear from
recommendations. The Al agent doesn't understand the strategic importance of client
recruitment.

« Ethics is a reputational risk. Perplexity is harsh on CSR questions, and the house's own
content doesn't surface — NGO reports and critical press feed the response instead.

My analysis: houses possess 150 years of narrative capital, but it works without them.
The Antechamber — the space between the client's intent and the house's storefront,

populated by uncontrolled agents — is the new playing field. The most counterintuitive
finding: the dominant agent (ChatGPT, 78% market share) is the least actionable.

Awareness and conversion don't live in the same place.

Part 2 — The agent "hacks"” the traditional customer journey

o Compression: the digital shelf goes from 50+ products to 3 in an agentic response. The
house absent from those three responses doesn't exist.

o Substitution: the agent manufactures equivalences, compares what shouldn't be
compared, and normalizes resale.

» Migration: the purchase act moves from the store to the agent (Gap in Gemini, Sephora in
ChatGPT). 36% already trust Al for their purchases.

» Loss of the first word: loyalty shifts channels. The loyalty program speaks via email, the
agent speaks continuously.

Part 3 — Transparency versus desire

« The agent makes price comparable. Emotional content is invisible to agents. 90% of
sources escape the house's control.
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« Desire does not survive the instant answer. The study draws on Simmel, Byung-Chul Han,
and Kapferer to show that opacity, scarcity, and friction are strategic assets of luxury — not
flaws to fix.

« Three strategic postures toward the agent: the agent inside (invisible, crystallization
preserved), the agent as partner (the house enters the ecosystem and negotiates its
presence), the agent ignored (the house lets the algorithm decide for it — 42% are here).

My analysis: friction is the foundational mechanism of value in luxury. The agent removes
it by default. The strategic question isn't "should we adopt the agent?" —it's "which
frictions do we choose to preserve?"

Part 4 — Architecting presence to regain control

» A 4-quadrant decision matrix (Sovereign, Diplomat, Architect, Ghost) crossing desired
control with data maturity — to position your house and define your doctrine.

» Five projects to launch on Monday: audit the narrative in agents, train PR teams for the dual
readership (human + machine), define the house doctrine, arm the in-store advisor,
measure with new agentic visibility KPls.

» Technical foundations for IT: SSR, schema.org, structured data, lims.txt, robots.txt —to
make content machine-readable without compromising the human experience.

« 5 agentic visibility KPIs proposed: unprecedented metrics to measure what no current
dashboard measures.

What the study delivers

70 pages of analysis A reproducible proprietary audit

Insights, strategic reflections, and strong 10 questions, 4 agents, scoring grid. luxe
positions from an expert who knows luxury ternAl methodology applicable to your
houses from the inside. house starting tomorrow.

A decision matrix Downloadable resources

4 quadrants, 4 strategic postures. Where do HTML audit grid, interactive decision matrix,
you stand — and where do you want to go? marketing checklist — ready to take away.

Via Montenapoleone, Milan. A sales advisor turns a bag to reveal the stitching, without a word. The leather
speaks. Time speaks. That same day, a prospect asks ChatGPT: "Leather bag, gift for my wife, budget
2,000 euros." Three brands surface. Two do not. The prospect never visited their website. They will never
know they lost. The screen accomplished in three seconds what Milan has been staging for a century.
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Between the flagship store and the screenshot, a new lover has slipped into the relationship between the
house and its client. It did not knock. It is already in the room. It does not know the codes, does not
understand the patina of leather worked by hand for forty hours. But it answers. Fast. And increasingly
often, it answers first.

This actor is the Al agent. Fred Cavazza, who has been observing digital transformation for twenty-five
years, formalized this shift with an acronym that says it all: BtoA(2C), Business-to-Agent-to-Consumer.
Brands no longer interact directly with consumers. They interact with autonomous agents that serve as
intermediaries (Cavazza, F., "Web agentique : la révolution qui ne vous attendra pas", fredcavazza.net, January 2026). Not
artificial intelligence in the broad sense — not the customer service chatbot, not the Instagram filter, not the
product recommendation algorithm embedded in e-commerce sites ("you may also like"). The Al agentin
the agentic sense: an autonomous entity that searches, compares, recommends, and will soon purchase on
behalf of the client. An intermediary that no one invited but everyone consults.

This is not a technology problem. It is a shift in the geography of desire.

Luxury houses are machines built to manufacture anticipation: the campaign that inspires without showing
the price, the window display that stops you without forcing entry, the advisor who slows the transaction to
intensify desire. Every obstacle is an additional layer of crystals — Stendhal understood this in 1822 in On
Love: crystallization is born from absence, not from the answer. The agent, however, answers in three
seconds. Friction disappears. And with it, potentially, the very condition of value.

The Al agent has entered the relationship between the brand and its client. Houses cannot ignore it.

Over the past six months, | have read, observed, studied, and audited what agentic Al is changing
in the relationship between luxury houses and their clients. | conducted a proprietary Al visibility
audit — 10 houses, 4 agents, 680 responses analyzed. | cross-referenced over 200 sources and
references: specialized press articles, academic research, consulting reports and white papers,
GEO (Generative Engine Optimization) data, corporate sources and press releases, reference

books, newsletters and editorial analyses — all documented in the bibliography.

| have been developing this analysis week after week in luxe aeternai, my weekly newsletter on

agentic Al in luxury.

The right question is not what you do with Al. It is what Al does
to you when you do nothing.
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This study proposes a new analytical framework to understand the nature of this shift — and actionable
solutions to respond. It explains how the agent interposes itself at every stage of the customer journey, why
the foundational mechanisms of value in luxury (friction, opacity, scarcity) are under pressure, and what
houses can implement right now — from auditing their agentic visibility to defining a doctrine, including five
projects to launch on Monday.

| do not claim that agentic Al will destroy luxury. | believe it is recomposing it. And that the houses that
understand the mechanics of the new triangle — the client, the brand, and the agent — will have a decisive
advantage over those that continue to believe the problem can be solved with a chatbot on their website.

HOW THIS STUDY IS STRUCTURED

Part 1— The Antechamber establishes the diagnosis. Drawing from a proprietary audit of 10 luxury
houses across 4 Al agents, | reveal what agents say about you — and what they do not. The results

are factual, quantified, sometimes brutal. This is the state of play.

Part 2 — The “hacked"” customer journey shows how the agent interposes itself at every stage of
the customer journey: shelf compression, brand substitution, purchase migration, loss of the first

word.

Part 3 — Transparency versus desire analyzes the deeper threat: the foundational mechanisms of
luxury value — friction, opacity, scarcity — that the agent puts under pressure. Three postures

toward the agent. The human/machine paradox.

Part 4 — The counterattack moves to action. A four-posture decision matrix, five projects to launch

on Monday, technical foundations for IT, and a ready-to-use toolkit.
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PART 1

Welcome to the Antechamber

A space no one designed, where everything is decided. Al agents are talking about
your house to your prospects without your consent, using data you never approved.
680 responses analyzed across 10 houses and 4 agents reveal the scale of the
phenomenon.
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Part 1 — Welcome to the Antechamber,
a space no one designed, where
everything is decided

Fifteen years ago, the first contact between a client and a luxury house had an address. A window display
on Rue du Faubourg-Saint-Honoré. A double-page spread in the September issue of Vogue. The glance of a
friend wearing the right watch at the right moment. The house chose when, where, and how it presented
itself. The narrative belonged to it.

That first contact has moved. It now lives in a dialogue box. A sentence typed at midnight on a sofa: "Best
luxury bag for my wife, budget 2,000 euros." Three seconds later, an answer. Not ten blue links to sort
through, not a results page to scroll. One answer. Three brands cited. Two absent. And those two will never

know they lost.
This is one of the most underestimated problems in luxury in 2026: the first contact forms in a space the

house does not control, does not see, and in most cases does not even measure. | call this space the
Antechamber.
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The Antechamber is not the top of funnel

The objection will come: "This is top-of-funnel visibility. We've got it covered." No. Five structural
differences separate the Antechamber from the traditional top of funnel:

1. The funnel has collapsed, not been traversed. The top of funnel is a stage in a sequential journey:
awareness, consideration, decision, purchase. The Antechamber compresses all of this into a single
response. The agent discovers, compares, recommends, and sometimes proposes the purchase —
in three seconds. This is not the top of the funnel. The funnel no longer exists.

2. The brand does not broadcast, it is interpreted. The top of funnel is a message the brand controls: a
campaign, a media placement, a commissioned editorial. In the Antechamber, the agent rewrites the
brand's narrative from fragments — press, forums, Wikipedia, customer reviews. The house chooses
neither the sources, nor the tone, nor the framing.

3. The space is opaque. The top of funnel can be measured: impressions, reach, awareness lift, cost
per contact. The Antechamber has zero analytics. The house does not know how many times it has
been cited, ignored, or replaced. No dashboard exists. It is to fill this void that this study proposes a
proprietary audit methodology.

4. The agent substitutes, not the competition. The top of funnel places the brand in a consideration set
chosen by the client. The Antechamber introduces substitutes the brand did not choose — including
pre-owned. The agent that responds "for a bag at 2,000 euros, also consider Vestiaire Collective" is
not competing. It is redefining the category.

5. The narrative is personalized in real time, not segmented. The top of funnel targets segments
(UHNWI, aspirational, Gen Z). The Antechamber generates a unique narrative for each individual
query. The same house appears differently depending on whether the client asks "luxury bag for my
wife" or "sustainable fashion investment." The brand has no control over these variations.

In short: the top of funnel is a window display the house designs. The Antechamber is a concierge no one
hired, who describes your house to the client before they walk through the door — and also describes five

competitors, suggests a pre-owned alternative, and sometimes gets the price wrong.

1.1. THE CLIENT NO LONGER SEARCHES, THEY ASK
The numbers are staggering.

McKinsey and Business of Fashion document in their report "The State of Fashion 2026" a 4,700% increase
in shopping queries formulated via generative Al between 2024 and 2025. Four thousand seven hundred
percent. The word "growth" no longer suffices. This is a regime change. OpenAl, for its part, communicated
in November 2025 that ChatGPT processes 84 million shopping-related queries every week, and that figure
predates the launch of commercial apps within the interface (McKinsey/BoF, "The State of Fashion 2026"; Stackline,
2025).
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+4.700%

shopping queries via generative Al between 2024 and 2025

But the figure that should haunt brand directors is this one: according to the McKinsey Al Discovery Survey
conducted among 1,927 consumers, the brand's website represents only 5 to 10% of the sources that Al
agents reference in their responses. Five to ten percent. The house that invested twenty years in its
website, its tone, its universe, its e-commerce, discovers that the agent draws from elsewhere. From the
press. From forums. From reviews. From Wikipedia. The site is one among dozens of sources, and rarely the
primary one.

The consequence is mechanical, and NielsenlQ has measured it: the digital shelf compresses. Where a
traditional search engine displayed 50 products, sometimes more, on a results page, the Al agent cites only
1to 3 in its response (NielsenlQ, "Al-Powered Commerce Report", 2025). The fifty-product shelf has become a three-
place podium.

For mass-market goods, this is a visibility problem. For luxury, it is an existential one. A luxury house does
not fight for shelf space. It fights for desire. And desire forms at the first contact. If that first contact is an
agent response that does not mention your house, desire does not form. Not "it forms elsewhere." It does
not form at all.

Kapferer and Bastien sensed this without knowing it in Luxe Oblige (2008): luxury does not answer a need,
it creates a dream. But to create a dream, you must be present in the space where the dream is born. That
space used to be the press. It used to be the window display. It used to be word of mouth. It is now the
Antechamber — and in the Antechamber, the house has ceded its voice to the algorithm.

Where a search engine displayed 48 results, the Al agent cites only 3. The
compression is radical — and irreversible.
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VISUAL 01

The traditional shelf vs the Al shelf

TRADITIONAL SHELF Al AGENT RESPONSE

AGENT RECOMMENDATION

2 to 3 products presented.
The agent has already filtered,
compared, and decided.

The client receives — the agent has chosen

50 visible products, the client chooses

Discovery goes from 48 options to 3. The compression is radical. Source : NielsenlQ

KEY TAKEAWAY

Your house's website represents only 5 to 10% of the sources consulted by Al agents.
The visibility battle is being fought outside your own domain.
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1.2. THE WORLD'S MOST-USED AGENT IS THE LEAST

ACTIONABLE

What do ChatGPT, Perplexity, and Claude answer when a consumer asks them about luxury houses? Is the
house cited, accurately described, faithfully positioned? Does the agent steer toward a purchase — or

toward a competitor?

For this study, | conducted an audit to evaluate the visibility and actionability of 10 houses in the responses

of the four main Al agents, through 17 real-world queries posed as a client would ask them.

METHODOLOGY

Platforms tested

Tests conducted with web search enabled on all four agents, replicating the experience of a

user on chatgpt.com, gemini.google.com, perplexity.ai, and claude.ai. The four most-used

agents in the world together represent 96.8% of the market excluding Microsoft Copilot

(Statcounter, March 2026).

PLATFORM MODEL

ChatGPT GPT-40 + web search
Gemini 2.5 Flash + Google Search
Perplexity Sonar Pro

Claude Sonnet 4.6 + web search

Market share source: Statcounter Global Stats, March 2026

Profile of the four agents

MARKET SHARE

78.2%

8.6%

71%

2.9%
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ChatGPT Gemini

OpenAl, GPT-40 + web search Google, 2.5 Flash + Google Search

78% market share. 900M users/week. 8.6% market share. Fastest growth (+240% in

Dominant consumer agent. Web search 1year). Web search via integrated Google

enabled. Search.

Perplexity Claude

Sonar Pro, native web search Anthropic, Sonnet 4.6 + web search

7% market share. 170M visits/month. Every 2.9% market share. 157M visits/month.

response cites its sources. The most factual Technical and enterprise audience. Web

agent in the panel. search enabled. Fastest quarterly growth
(+14%).

Test date

April 7, 2026. Results reflect the state of the models on that date.

Query corpus

~170 real-world queries in French, natural conversational register, built from Google

Trends, Ahrefs, Chrono24, and PurseForum. 10 houses tested, 6 intent categories:

e Discovery — "best luxury bag brands"

e Comparison — "Hermés or Chanel for a first bag"

e Validation — "is a Birkin really worth it"

e Purchase journey — "how to buy a Birkin"

e Investment — "luxury watches that appreciate in value"

e Substitution — "brands like Hermés but more affordable"
Scoring grid
Each response evaluated on six criteria:

¢ Presence — is the house cited?

e Position — ranking in the recommendation list

e Accuracy — are the facts correct?

¢ Narrative preservation — is the house's positioning respected?

e Actionability — does the response lead to a purchase?
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e Sentiment — favorable, neutral, or unfavorable tone

What the audit measures

For each response: house presence, factual accuracy, brand narrative preservation,
actionability (links, prices, purchase journey), tone, pre-owned mentions, proposed
substitutions. Protocol grounded in 11 GEO sources from 2025-2026, detailed in the
bibliography.

Market coverage

The four agents tested represent 96.8% of the global Al agent market excluding
Microsoft Copilot (Statcounter, March 2026). Web search is enabled on all four,
replicating the experience of a user on consumer-facing interfaces.

Query mode

Each query is posed in "one-shot" mode: one question, one response, no follow-up or
conversational continuation. This choice is deliberate. A real user would push further
("What about under 2,000 euros?", "Give me a link"), which would enrich the response.
The audit captures the agent's first reflex — what the prospect sees before deciding
whether to continue the conversation or close the tab. This is also the mode in which
autonomous agentic commerce agents will operate: one call, one response, one
decision. The audit results therefore represent a floor, not a ceiling: the full
conversational experience is potentially richer.

Here is what | found. And what | found says something very precise about the gap between being cited and
being actionable.

6 % 60 %

of URLs in ChatGPT responses of Gemini responses mention pre-owned
dominant agent, near-zero actionability Vestiaire Collective, The RealReal normalized

53 % 680
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of Perplexity responses contain prices responses analyzed
ChatGPT: only 14 % 10 houses x 17 queries x 4 agents

0 Every house is cited — 150 years of narrative capital at
work

On generic discovery queries, all ten houses in the benchmark appear consistently. Hermeés, Louis Vuitton,
and Chanel occupy the top three positions across all four agents, almost without exception. Dior, Gucci, and
Prada follow. Rolex dominates watchmaking unchallenged. Bottega Veneta and Tiffany surface as soon as
the query touches their vertical.

Better still: agents accurately reproduce the foundational attributes of each house. When a user asks "Why
is Hermes so expensive?", GPT-40 responds with craftsmanship, materials, scarcity, exclusivity. Perplexity
cites precise prices: "a Birkin 25 Togo costs around 8,600 euros in-store but can resell at +92% on the
secondary market since 2015." Claude references entirely handmade production, multi-year apprenticeships
per artisan, rigorous leather selection. A century and a half of press coverage, storytelling, and narrative
construction has done its work: language models have absorbed the narrative. They deliver it back.

For Louis Vuitton, Perplexity goes so far as to cite the Kantar BrandZ 2025 valuation — $111.9 billion — and
the Lyst 2026 ranking. For Chanel, all four agents reproduce the heritage of Coco Chanel, the little black
dress, N°5, the 2.55. For Dior, the New Look of 1947 appears in every response, on every platform, with a
historical precision that many press releases fail to match.

First conclusion: the narrative capital these houses have built is an asset working inside the
Antechamber. It works even when the house doesn't know it.
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VISUAL 02

Benchmark: 10 houses vs. Al agents

Citation vs. Actionability — the gap between the two bars is the signal

Richesse des réponses par maison (chars moyen, 4 agents)

g
|
I

B Citation (mention frequency) Actionability (actionable response)

Every house is cited. None controls what is said about them.

e The narrative is flattened — the agent compares what
should never be compared

Comparison queries are where the problem surfaces. And it is structural.

When a user asks "Hermeés or Chanel for a first luxury bag?", all four agents respond with a comparison
table. Perplexity literally produces a grid with columns: style, price, availability, resale value. Claude offers
bullet lists with green checkmarks and red crosses. GPT-40 enumerates "points to consider." All three
agents place Hermés and Chanel side by side with the same clinical neutrality they would use to compare
two vacuum cleaners.
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Anti-law number one of luxury marketing: luxury is not compared. Luxury is desired; it is not benchmarked.
A Kelly bag is not "better" or "worse" than a Classic Flap. They are two universes, two histories, two
relationships with time. Placing them in a table already betrays them.

But the agent knows nothing of the anti-laws. It knows attributes. And it compares them.

Here is what Perplexity responds, verbatim, to the question "Hermés or Chanel for a first bag?": "For a first
luxury bag, Chanel is often recommended for its accessibility, versatile and modern style suited to
beginners, while Hermeés is better suited to a conservative and timeless approach with superior quality but
higher prices and limited availability." This verdict would be unthinkable in a luxury magazine. It is routine in
an agent response. And millions of consumers read it every week.

The flattening extends to cross-vertical comparisons. When a user asks "Gucci or Louis Vuitton?",
Perplexity produces a comparison table with criteria like "durability," "prestige," "stable resale value." Louis
Vuitton is presented as "timeless and classic," Gucci as "bold and trendy." Accurate, perhaps — but it
reduces two century-old houses to two lines of marketing positioning. Desire, emotion, brand narrative: all
of it crushed into the grid.

For Prada and Bottega Veneta, the comparison is even more brutal. Perplexity responds in English ("Neither
Prada nor Bottega Veneta is objectively better") and produces a table where both houses are reduced to
"avant-garde designs" versus "timeless craftsmanship." A century of creation, controversy, and aesthetic
conviction, distilled into two adjectives.

e Actionability: the world's most-used agent is the least
actionable

This is the benchmark's most important finding. And it is counterintuitive.

You would expect the dominant market agent to also be the most useful for purchasing. The opposite is
true. ChatGPT, which commands three quarters of the global market, includes URLs or links in its responses
in only 6% of cases. It cites prices in just 14% of its responses. The agent everyone uses produces the
shortest responses (1,230 characters on average) and the least actionable ones in the panel.

At the other end of the spectrum, Perplexity cites prices in 53% of its responses and provides verifiable
sources in 100% of cases. Claude and Gemini also achieve 100% sourced responses and 41% price
mentions each.

ACTIONABILITY BY AGENT
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AGENT MARKET SHARE URLS IN RESPONSES PRICE MENTIONS

ChatGPT 78 % 6 % 14 %
Gemini 8,6 % 100 % 41 %
Perplexity 7 % 100 % 53 %
Claude 2,9 % 100 % 41 %

The most-used agent is the least actionable

100 %

- 0= B
I I m l =
ChatGPT 78 % du marche Gemini 86 % Perplexity 7 % Claude 2,9 %

i Reponses avec URLs [ sources [} Réponses avec prix

The paradox is staggering. The agent commanding three quarters of the global market is the one that helps
the least with purchasing. A client who asks ChatGPT "Where to buy a Birkin?" receives a text-rich
response, precise on heritage, detailed on craftsmanship — and devoid of links, prices, or any purchase
path. The agent describes the universe without opening the door.

Perplexity performs better by citing prices with sources: "Hermés Evelyne Il 29, approximately 3,050
euros". Except the current boutique price of the Evelyne lll 29 is around 3,800 euros in 2026. The agent
cites a price, which is better than no price at all — but it cites an outdated price, likely extracted from a 2023
article or a second-hand listing. And it represents only 7% of the market. The most actionable agent is the
least used. And vice versa. The market is misaligned.

For houses, this means that visibility in ChatGPT — where the volume is — does not lead to purchase. Being
cited is not being sold. And GEO (Generative Engine Optimization) efforts focused on ChatGPT optimize for
awareness, not conversion.
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° Substitutions create aura-destroying equivalences

Gemini normalise la seconde main dans 3 réponses sur 5
40 %
0 %
ChatGPT Gemini Perplexity Claude

Profil compareé des 4 agents A (% ou score normaliseé)

URLs / Sources

ul

Longueur des réponses Mentions de prix

Seconde main

OChatG:'_ OGD"r‘ini Opcrpl-c;-city Dclauac

The benchmark's most alarming finding concerns substitution queries. When a user types "Brands like
Hermes but more affordable?", they are not looking for a direct competitor. They are looking for an
alternative. And the agents deliver, generously.

But the four agents do not substitute in the same way. ChatGPT recommends Longchamp, Furla, Celine,
Poléne — and stops there, with no link, no price, no source. Gemini, plugged into Google Search, surfaces
real-time pre-owned listings: 60% of its responses mention pre-owned, including Vestiaire Collective and
The RealReal. Perplexity cites Ferragamo, Delvaux, Prada, and Saint Laurent as "similar quality" alternatives
— with prices and URLs. Claude suggests Poléne, Mansur Gavriel, Demellier, By Far, adds Coach, Furla, and
Longchamp as "premium mid-range," and normalizes pre-owned in 51% of its responses.

The gap between agents is the signal. ChatGPT, the dominant agent, mentions pre-owned in only 33% of
cases. Claude, at 2.9% market share, does it every other time. The most-used agent is the least disruptive
on substitution. The least-used agent is the most aggressive. The problem is clear: houses cannot treat "Al
agents" as a monolithic bloc. They are four actors with four behaviors, four sourcing logics, four risk
profiles.

The stakes go far beyond visibility. Agents do not merely answer a question. They manufacture
equivalences. They construct a mental universe where Hermeés and Poléne are points on the same
spectrum, where price is the only variable. What vanishes in this equivalence is everything that cannot be
reduced to an attribute: aura, myth, Stendhalian crystallization, the waiting time that is a condition of desire,
not a production defect.
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PRE-OWNED MENTIONS BY AGENT

AGENT MARKET SHARE PRE-OWNED MENTIONS PRICE MENTIONS
ChatGPT 78 % 33 % 14 %
Gemini 8,6 % 60 % 41 %
Perplexity 7 % 45 % 53 %
Claude 29 % 51% 41 %

Audit luxe eeternAl, April 7, 2026. 680 responses analyzed.

Walter Benjamin theorized it in 1935 in The Work of Art in the Age of Mechanical Reproduction: mechanical
reproduction destroys the aura of the work. The Al agent is a machine for manufacturing equivalences —
and therefore for destroying auras. Every time it responds "brands like Hermeés but more affordable," it
implicitly states: Hermes is substitutable. And if Hermés is substitutable, the price is no longer justified by
desire. It is justified only by quality. A radically different proposition, and a far less profitable one.

For Rolex, the dynamic is identical in watchmaking. To the question "Rolex Submariner or Omega
Seamaster?", all four agents produce detailed technical comparisons. Perplexity even responds in Spanish
in my test — a sign that the agent draws from an uncurated multilingual corpus — with a table comparing
both watches on price, specifications, and prestige. Claude notes that the Omega offers "excellent value for
money (3,000-6,000 euros)" versus "8,000-15,000 euros and above" for the Rolex. The agent, without
meaning to, does precisely what luxury marketing has spent decades trying to prevent:

The agent, without meaning to, does precisely what luxury marketing has
spent decades trying to prevent:

it makes price comparable.
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1.3. HOUSES ARE CITED EVERYWHERE — AND CONTROL
NOTHING

The Antechamber diagnosis reveals a structural gap between visibility and actionability. Houses are cited,
but they control neither the narrative, nor the purchase path, nor the substitutions agents propose. And the
market's dominant agent is paradoxically the least useful for commerce.

This finding calls for five operational interventions — concrete, prioritized projects that can launch without
waiting for an executive committee decision. They are detailed in Part 4, section 4.2. Here is each onein a
single line:

1. Audit and correct the narrative in agents — Ask 10 questions to all 4 agents about your house. Compare
what is said with what you want said.

2. Train PR teams for dual readership — Every press brief is now read by the journalist AND by the
language model that will ingest the article.

3. Define the house doctrine — Executive committee decision: what may the agent say? What does the
house choose to withhold?

4. Equip the in-store advisor — Clienteling augmented by agentic Al: multi-session memory, bold
suggestions, end-to-end orchestration.

5. Measure with new KPIs — Citation rate, narrative fidelity, URL rate, price rate, pre-owned rate.

The first contact between a client and a Maison is now formed in the responses of Al agents, a

space I call the Antechamber.

Maisons are well cited (150 years of narrative capital at work) but poorly actionable: no link,

no reliable price, no purchase journey.

The agent is not ONE actor, it is FOUR that behave differently. ChatGPT (three quarters of the
market) produces the least useful responses for purchase. Perplexity (7%) is the best

salesperson. The market is poorly aligned.

Agents compare what should not be compared, and propose substitutions that destroy brand

auras — Claude normalises the second-hand market in 49% of its responses.

90% of the sources agents consult fall outside the Maison's control.

Five concrete workstreams, detailed in Part 4, make it possible to act now.
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PART 2

The agent “hacks” the traditional
customer journey

Agents don't behave the same way depending on the type of query. Shelf
compression, manufactured equivalences, purchase migration, loss of the first word:

four mechanisms transforming the luxury customer journey.
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Part 2 — The agent “hacks” the
traditional customer journey

ZOOM

What agents do at each stage of the journey

Agents do not behave the same way depending on the type of query. Five axes measure their
performance at each stage: presence of the Maison, position in the response, factual accuracy, depth
of narrative, and actionability (links, prices, purchase journey). 680 responses analysed.

DISCOVERY COMPARISON
Low presence for all (generic queries). Gemini and High presence for Gemini and Claude. ChatGPT:
Claude dominate the narrative. ChatGPT: short near-zero actionability (2%), narrative twice as
responses, near-zero actionability. short. The most imbalanced profile.
Présence
Actionnabilite Position Actionnabilite Position
Marratif Exactitude Marratif Exactitude
—_— ChatGPT — Gamini Parplexity — Clauwde —_— ChatGPT — Gaemini Perplexity — Clauwde
PURCHASE RETENTION
The most actionable moment. Gemini, Perplexity Claude and Gemini dominate presence and
and Claude reach 62-64 % actionability. ChatGPT: narrative. ChatGPT: actionability at 4% — the loyal
22%. Claude achieves 100% presence. client who queries the dominant agent receives
nothing actionable.
Présence
Presence
Actionnabilite Position
Actionnabilte Position
Marratif Exactitude
Marratif Exactitude
—_— ChatSPT — Gemini Pearplexity —— Claude
—_— ChatEPT —— Gemini Perplexity —— Clauwde

Study n°1 — LUXE ATERNAI - 24 / 83



2.1. COMPRESSION — THE SHELF GOES FROM 48 TO 3

There was a before. In that before, the luxury customer journey was a choreography the Maison controlled.
The Maison decided when the client discovered it (the campaign), how they compared it (the press), how
they experienced personalisation (the advisor), where they bought (the boutique), how they were followed
up (the CRM), why they came back (the relationship). Every stage was Maison territory. Every touchpoint
was an opportunity to control the narrative.

That narrative has not disappeared. But it now has a flatmate. The Al agent interposes itself at every stage
of the journey. Four escalating mechanisms, documented and quantified, show how it “hacks” the
choreography Maisons have controlled for decades.

The client no longer types “Dior bag” into Google. They say to their agent: “I'm looking for an elegant gift for
a 45-year-old woman, budget 2,000 euros.” The agent does not return ten blue links. It returns a response.
One single response. Or three. McKinsey documents this shift in “Europe's Agentic Commerce Moment"
(March 2026): the discovery phase is now where preferences are formed and winners emerge. NielsenlQ
completes the picture: the digital shelf compresses from 50+ visible products down to 1-3 in an agentic
response. Bain names this reality the “third layer"”: between the Maison and the client, the agent interposes
itself as an autonomous intermediary that filters, reformulates, and arbitrates. The discovery agent is no
longer confined to a desktop screen: Fenty Beauty has launched Rose Amber, a conversational Al agent on
WhatsApp, directly in the client's messaging app — the agent at Meta, in the pocket. The Maison that is not
in those three responses does not exist at the moment the intention forms.

2.2. SUBSTITUTION — THE AGENT MANUFACTURES
EQUIVALENCES

Anti-law number one of luxury marketing is unequivocal: luxury is not compared. Luxury is desired, earned,
dreamed — it does not compete. The agent, however, does nothing but compare. It places a Celine bag and
a Bottega Veneta bag side by side with the same clinical neutrality it would apply to two vacuum cleaners.
Price, material, reviews, availability. Everything flattened. Byung-Chul Han theorises this in The
Transparency Society (2012): total transparency abolishes mystery, and with it desire. Opacity is erotic. The
veil eroticises the object. The agent tears away the veil. The challenge: brand narrative remains the only
means of giving depth to the comparison — provided the content is rich enough for the agent to capture.
The decision: accept that the privilege of not being compared is over, and invest in narrative density rather
than evasion. Some Maisons will conclude that acknowledged comparison is less dangerous than absence.

The compression does not stop at discovery. For twenty years, personalisation was the exclusive territory of
the in-store advisor. The VIC (Very Important Client) had their dedicated contact, their file, their preferences
stored in the Maison's CRM. The Al agent generalises this promise at scale. 45% of consumers already use
Al in at least one part of their purchase journey (IBM Institute for Business Value, January 2026). Of those, 41% use it
for product research, 33% for reviews, 31% for deals. Personalisation crosses a new threshold: startups like
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Catches and RealFit deploy agents capable of recommending a size and cut based on a selfie and the
client's body shape, without any physical fitting. The agent knows the history, the tastes, the budget —
sometimes better than the advisor — because it aggregates data the client would never share in-store. What
the Maison still controls: the in-store experience, the advisor's gesture, the ceremony of the sale. What it
has lost: the monopoly on client knowledge.

2.3. MIGRATION — THE PURCHASE LEAVES THE HOUSE

Gap opened checkout inside Google Gemini in March 2026. Sephora announced its own inside ChatGPT.
The act of purchase is migrating from the boutique and the website to the agent. For luxury, this is a red
line. Anti-law #4 of luxury marketing: make purchasing difficult. The agent makes it trivial. BCG
("Consumers Trust Al to Buy Better", 2026) measures that 36% of consumers already trust Al to influence
their purchases — barely two points below the trust granted to the in-store advisor (38%). The tipping point
is imminent. The challenge: the ceremony of purchase in-store — packaging, ritual, the advisor's gaze —
remains intact. But the certainty that the purchase will happen at the Maison's own channel has vanished.
The decision: refuse checkout inside the agent. And | think the Maison would be right to do so. Purchasing
through a third-party agent trivialises the transaction. For a luxury Maison, triviality is a slower poison than
absence.

The migration does not stop at checkout. The agent knows you bought a bag six months ago. It suggests
the care service, the repair, the complementary accessory. It does so with the data it has — not necessarily
the Maison's data. Checkout.com (December 2025) measures that 47% of consumers are willing to use Al
for repeat purchases. After-sales service, repetitive by nature, is the first candidate for delegation. What the
Maison still controls: the quality of physical service, the atelier, the repair. What it has lost: the client's first
instinct when something goes wrong. What it can choose not to reclaim: routine after-sales. But it will then
lose the pretext for contact — and in luxury, the pretext is often more precious than the transaction.

2.4. LOSING THE FIRST WORD — THE RELATIONSHIP NO
LONGER STARTS AT THE HOUSE

The traditional loyalty programme speaks to the client by email. The agent speaks to the client continuously.
Sephora's Beauty Insider (80 million members) is now connected to ChatGPT. The client no longer needs to
open the Sephora app to access their benefits — the agent integrates them into the conversation. The
challenge: the generosity of the programme, the exclusivity of the offers, the events reserved for VICs
remain proprietary assets. But the channel of the relationship has changed hands. The decision: cede
transactional loyalty to the agent, and concentrate all energy on emotional loyalty — the invitation, the
exclusive preview, the human relationship. The most astute Maisons will make this division deliberately.
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The formula that summarises these four mechanisms: the Maison has not lost its client. It has

lost the first word.

VISUEL 04

Customer journey: before vs. with agent

BEFORE: THE MAISON IN CONTROL

Discovery Comparison Personalisation Purchase After- Retention
Window, Boutique, In-store advisor Point of sales CRM,
advertising, official sale, e- Customer private
editorial website commerce service, events
repair,
returns
WITH AGENT: CONTROL FRAGMENTS
Discovery Comparison Personalisation Purchase After- Retention
The agent The agent Agent + Maison Direct sales The agent
filters and benchmarks data Maison Agent manages
pre-selects in real time transaction relays, the
Maison relationship
executes

=== |\Jaison control ==== Shared contro| ==== Control lost

Of 6 stages, the Maison fully controls just 1 alone.
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PART 3

Transparency versus desire

The Al agent makes price comparable, flattens brand narrative, and removes the
friction that underpins luxury value. What Stendhal called crystallisation does not

survive the instant response. Three postures are available to Maisons.
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Part 3 — Transparency versus desire

3.1. THE AGENT MAKES PRICE COMPARABLE

° Emotional content is invisible to agents

A Maison's narrative is built for emotion, not extraction.

The benchmark reveals a paradox | consider central: the most iconic Maisons are the most frequently cited
by Al agents. And they are also the least actionable. The reason is structural, not accidental. It is a direct
consequence of how luxury tells its stories.

A luxury Maison's storytelling is designed to create emotion. A Dior campaign doesn't sell a bag. It sells a
world — Jonathan Anderson who, for his first women's show at the Tuileries in October 2025, conjured an
inverted grey pyramid above the runway, projected the archives from the house of Christian Dior to Galliano,
then sent out New Look crinolines reinvented as miniskirts of canvas and frayed denim — standing ovation.
The Paysage atelier building the sets, the gesture of a head seamstress adjusting a drape. Every element of
communication is optimized for the emotional circuitry of the human brain. And it works. It has worked for a
century.

But the Al agent doesn't process emotion — it processes information. It extracts attributes: price, material,
size, availability, reviews, comparisons. Brand narrative passes through the agent like water through a
coffee filter: what remains is the informational concentrate. The heritage, yes. The savoir-faire, yes. But the
thrill, the mystery, the « je ne sais quoi et le presque rien » of Jankélévitch — all of that passes through the
filter without leaving a trace.

McKinsey's figures confirm this dynamic: a brand's own website accounts for just 5 to 10% of the sources
Al agents actually consult (McKinsey, "Al Discovery Survey", 2025). Agents feed on press coverage, consumer
reviews, specialist forums, Wikipedia entries. Omniscient Digital, analyzing 23,387 citations in ChatGPT
responses, found that 48% of references point to reviews, listicles and forums (Omniscient Digital, "Where Does
ChatGPT Get Its Information?", 2025). The content a Maison controls — its site, its press releases, its campaigns —
represents a minority fraction of what the agent actually knows about it.

Michael Baeyens puts it with bracing bluntness:
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"Bienvenue dans I'ere des produits invisibles. Les marques s'effacent et
se fondent dans les navigateurs ou les OS. Plus d'Ul, plus d'identité
visuelle, plus de branding, en tout cas tel que nous les connaissions.”

"Tout cela, méme quand il s'agit du produit de luxe, pourtant réputé pour
maitriser son environnement de distribution.”

Michael Baeyens, "UI0?, L'émergence des produits invisibles", conférence VISI[ONIS, eXalt, octobre 2025

If a brand no longer has an interface, it only has its content. And if that content is not readable by the agent,
it has nothing at all.

The paradox is twofold. First: the more iconic a Maison, the more it is cited — because 150 years of press
coverage have created a massive corpus that language models have ingested. Hermes is extraordinarily
well cited. The narrative of the saddler-craftsman, of deep time, of exclusivity — all of it is in the training
data. But that narrative is frozen. It dates from the model's last training cutoff. The current collection, the
appointment of a new creative director, last week's pop-up — none of that is in GPT-40's response, whose
data stops at a fixed point in time.

Second: the most emotionally charged content is the least extractable. A 90-second video of an artisan
hand-stitching a Birkin is a storytelling masterpiece for a human being. For an Al agent, it is invisible. A
podcast in which a creative director shares his vision is inaudible to crawlers. An immersive in-store
experience does not exist in the data. Luxury invests fortunes in formats that agents cannot read.

Agents produce informational nakedness. (vickasi Tsakiris) They strip brand narrative
of everything that is not a measurable attribute. And in luxury, value lies precisely
in what cannot be measured.

3.2. THE ASYMMETRY OF ATTENTION COLLAPSES

Georg Simmel wrote in 1905, in his Philosophie de la mode: luxury is a game of distance. The distance
between the one who possesses and the one who desires. Between the object and the hand that has not
yet touched it. It is this distance that creates value — not the material, not the savoir-faire, but the gap.
Narrow the gap, and you diminish the value. Eliminate it, and all that remains is an object.
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The Al agent is, by design, anti-luxury. It responds to demand. It facilitates
purchase. It removes the obstacle — and with the obstacle, the very condition of
desire.

The Al agent is a machine built to eliminate distance: it responds in three seconds, compares instantly,
personalizes on the spot, proposes checkout before the client has had time to dream. Every feature of the
agent is a victory for efficiency, and a defeat for desire.

Eric Briones, editor-in-chief of Journal du Luxe and an industry observer for two decades, has named this
phenomenon with surgical precision: luxury is going through a "libidinal crisis". "Le Luxe ne traverse pas
une crise économique. Il traverse une crise libidinale", he wrote in January 2026 — a crisis of the “Libido
Luxe", that life-force, that irrational energy that drives us to desire what we do not need (Briones, E., "La Crise
libidinale du luxe", Journal du Luxe, janvier 2026). The Al agent, by rationalizing every step of the journey, comparing
what should never be compared, and responding before the question has had time to ripen, directly
accelerates this extinction of desire.

Stendhal calls this crystallisation. In De /'amour (1822), he describes the phenomenon through an image that
has since become celebrated: a dead branch is plunged into the salt mines of Salzburg and emerges, a few

months later, covered in glittering crystals. Every roughness, every knot in the wood has been adorned with

salt diamonds. It is no longer a branch — it is an object of fascination.

Crystallisation, for Stendhal, is the mental process by which the mind discovers new perfections in the
beloved object. But there is one condition: time. The branch needs months in the mine. Desire needs
distance, absence, unanswered questions. The lover who obtains everything immediately does not
crystallise. He consumes. And consumption is not desire.

Luxury Maisons have always understood this. The Hermeés waiting list functions as an instrument of desire,
not a production failure. Waiting for a Birkin for months, sometimes years, is allowing crystallisation to
operate. Every week without the bag is a week in which the client's imagination works, enriches the object
with qualities it may not even possess, transforms it into a branch covered in crystals. Hermés does not sell
a bag. Hermés sells the time that separates desire from possession.

Anne Delliere, Marketing & Strategic Planning Director at Richemont, found exactly the right word for this
reality. In a conversation with Eric Briones for Journal du Luxe Intelligence, she invokes agalma: an ancient
Greek term designating the offering made to the gods, the sacred object that allows its owner to ascend into
whatever Olympus they have chosen. "On vend des alibis pour étre quelqu'un d'autre”, she observes. "La
vraie réalité augmentée, c'est le luxe." The luxury object is an agalma — not a product with comparable
attributes, but a transactional object with the powerful, the divine, the initiated (Delliere, A., interview Journal du

Luxe Intelligence, in Briones, E., 2024).

The Al agent knows none of this. It sees a SKU, a price, a material, a customer review. It is blind to the
agalma. It is blind to Olympus. And by comparing a Birkin to a Poléne bag on the basis of their functional
attributes, it commits the original error: treating as a product what is, in fact, an offering. These are anti-laws
#4 and #15 of luxury marketing: make purchasing difficult, do not respond to growing demand. These rules
are not whims. They are the conditions of desire.
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The agent does exactly the opposite: it responds to demand, facilitates purchase, removes the obstacle.

The consumer data is unambiguous: SurveyMonkey (December 2025) finds that 79% of Americans prefer a
human over an Al agent for complex decisions. More than 60% of luxury buyers, according to McKinsey
and Business of Fashion (State of Fashion 2026), consider exclusively Al-generated content "less desirable"
or "less valuable" than human creation. This has nothing to do with technophobia. It is the intuition that
something is lost in immediacy — and that this something is precisely what justifies the price.

But — and this is where the tension becomes productive — the very same consumers use agents
extensively. 45% of them at least once during their purchase journey. GenAl usage for shopping: +35%
between February and November 2025 (8cc). Gen Z, which represents 40% of American consumers and
will become the primary consumer base by end of 2026, has adopted agents without hesitation. 45% of
Gen Z and 41% of Millennials used GenAl for shopping in 2025 (CapGemini).

The dissonance is total. Clients say they want the human touch, craftsmanship, slow time — and they
increasingly delegate to agents that abolish all of that. Leon Festinger would call this a classic cognitive
dissonance: when behavior contradicts belief, the behavior stays — it is the belief that adapts.

The challenge for Maisons is therefore not to prevent the agent from removing friction — that is impossible.
The challenge is to choose which friction deserves to be preserved, and which is a pointless hardship that
the client is entitled to see disappear.

| propose distinguishing between two types of friction.

CONCEPT

Productive Friction

The kind that creates value. The waiting list. The mandatory appointment to access certain pieces. The
deliberate absence of a product from agent results. Silence as strategy. This friction enriches desire —
it is constitutive of the luxury promise. Remove it, and you remove the product itself.

CONCEPT
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Endured Friction

The kind that creates nothing. A website that doesn't work on mobile. Customer service that takes four
days to respond. Product information that cannot be found. A loyalty programme requiring three clicks
to locate a single benefit. This friction adds no crystals to the branch. It adds irritation. The agent that

removes it is doing the Maison a favour.

Rémi Guyot, founder of Al Discipline, frames this as a design problem: Al removes what he calls the
"protective buffer of slow execution". The craftsman who works leather for forty hours clarifies his intention
through the gesture itself. The agent, by contrast, executes immediately and completely. Slowness was not
a flaw — it was a quality filter. By removing it, the agent also removes the maturation process that gives a
product its rightness (Guyot, R., "Apprentissages #2", Al Discipline, 2025).

Maisons that conflate the two — that believe all friction is good because they operate in luxury — are

wrong. And those that hand all friction to the agent — believing efficiency is always a virtue — are equally

wrong.
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VISUEL 05

Productive friction vs friction subie

Friction productive

Creates desire, scarcity, ritual

Waiting list

Time reinforces perceived value

In-store appointment

Personalised reception as privilege

Deliberate absence

Not being everywhere is a strategic choice

Silence

Not answering everything, not showing
everything

Endured friction

Frustrates, degrades, drives clients away

Slow or dysfunctional website

The digital experience contradicts the promise

Absent or impersonal after-sales

High-value client treated like a support ticket

Information impossible to find

Price, availability, product details missing

Complex loyalty programme

Mass-market mechanics applied to luxury

Friction is not a flaw to fix. It is an asset to defend.
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3.3. THREE POSTURES TOWARD THE AGENT

Faced with the client-brand-agent Love Triangle, three strategies emerge. None is perfect. All are
instructive. And the most dangerous is the third — the one that consists of doing nothing.

Zero cookies, zero declared data: what Dior understood

Gal Rapoport spent years at Amazon building Alexa's personalisation systems. He knows what it means to
read an intention before it has been articulated. In 2021, he co-founded Kahoona in San Diego. Twenty-
seven people. One thesis: if the external agent captures intent before the visit, the Maison can still capture
intent within the first seconds on its own site.

The approach is called "digital body language": where does a visitor click, where do they linger, the scroll
that stops on an image, the third page abandoned too quickly. Kahoona reads these micro-signals on
anonymous visitors — no cookies, no history, no declared data whatsoever — and reconfigures product
listing pages in real time for each detected profile.

This goes beyond CRM-style personalisation. It is intent-reading at the precise moment the intent is
forming. Digital clienteling that asks nothing and understands everything.

The strategy of the agent within rests on one principle: cede no ground. The agent works backstage,
invisible to the client. The Maison retains control of the narrative, the experience, the aesthetic. The client
does not know an algorithm has reorganised the page they are browsing. They trust their own discovery.
Crystallisation is preserved.

This is the strategy most consistent with the anti-laws of luxury marketing. The agent does not sell, does
not compare, does not respond to demand — it anticipates it. It does not make purchasing easier; it makes
discovery more precise. LVMH plans to extend the solution to other Maisons within the group.

WHAT THIS MEANS FOR YOU

If your Maison has invested in CRM for ten years yet ignores the 96 % of visitors who never
log in, the internal agent fills that gap. The question is not "do we need Al?" — it is: "what do
we actually know about the client who has never said a word?"
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When the client says "Sephora" to ChatGPT

On 24 March 2026, at Shoptalk Las Vegas, Sephora announced the launch of its app within ChatGPT. The
client formulates their request in natural language. They can connect their Beauty Insider account (80
million members): purchase history, skin type, saved preferences. GPT Vision analyses the selfie in real
time, diagnoses skin tone, and recommends with the precision of a flagship adviser. Expected reduction in
returns: 30% (Sephora Newsroom, 24 March 2026; Retail Gazette, 24 March 2026).

This is the partner-agent strategy. The Maison enters the external agent. It deposits its data, its products, its
loyalty program. It accepts that the client will discover it in an environment it does not control — and
negotiates the terms of its presence.

The risk is real. When a client receives a beauty recommendation inside ChatGPT, who does she credit for
the experience? Sephora, which provides the data and the expertise? Or ChatGPT, which provides the
interface and the conversation? The "you don't say Sephora, you say ChatGPT" problem is the strategic
danger of this approach. The brand becomes a data supplier inside someone else's ecosystem.

Sephora accepts this for two reasons. First, beauty is the vertical most compatible with agentic commerce:
the criteria are objective (skin tone, skin type, allergies), personalization lends itself to computation, and the
risk of desacralization is far lower than in haute couture or jewelry. Second, Sephora is a retailer, not a
luxury Maison in the strict sense. The symbolic capital at stake is not the same as for Hermés or Chanel.

The calculus is different for Maisons at the heart of luxury. A Kelly inside ChatGPT, recommended between
two Samsonite luggage suggestions, loses its aura before it is even purchased. This is the Benjaminian
paradox taken to its conclusion: every identical recommendation, served to millions of users, is one more
reproduction that erodes the singularity of the object a little further.

WHAT THIS MEANS FOR YOU

If you are a multi-brand retailer with structured data and a loyalty program, the partner
strategy is your natural terrain. If you are a Maison whose value rests on rarity and mystery,
entering the external agent is tantamount to inviting Benjamin's photographer into your
atelier.

Silence as strategy: a decoy

Then there are the Maisons that do nothing: no Kahoona backstage, no app inside ChatGPT, no structured
data for agents, no doctrine on the subject.
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The agent talks about you anyway. With whatever it finds. That is to say: press archives, Wikipedia articles,
Reddit reviews, second-hand data. The Converteo benchmark (March 2026) makes it bluntly clear: the
Maisons best represented in Al agents owe that visibility to 150 years of published text feeding the models.
The visibility they enjoy is not a strategy. It is a legacy dividend. And a dividend, by definition, depreciates
when the context shifts.

The actionability score — the capacity of Al responses to translate into a visit or a purchase — is the lowest
of all Maisons measured. The leading group (Hermés, Louis Vuitton, Chanel) achieves the best citation
scores, but none exceeds two-thirds of the maximum actionability score. Being cited is not enough. You
need to be activatable. And on that point, according to Converteo, no one has a satisfactory answer.

DLG (Digital Luxury Group) confirms the diagnosis in its "State of Al in Luxury 2026" report: 55% of luxury
brands remain in the exploratory phase. 42% are in "pilot purgatory" — experimenting without scaling. Only
roughly one third report Al integrated into their daily operations.

Absence amounts to a loss of sovereignty by default. When the agent represents your Maison without your
consent, using data you have not validated, in a format you do not control, you have not chosen silence. You
have been silenced.

WHAT THIS MEANS FOR YOU

If you have no doctrine on your presence in Al agents, you have one anyway. It was decided
by the algorithm. The question your executive committee needs to settle is not "should we
engage?" but: "what are they saying about us out there — and does that suit us?"
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VISUEL 06

Matrix of the 3 strategies

Internal

Agent visibility

External

Strong

Dior x Kahoona

Internal agent, total narrative
control. The Maison decides what
Al says.

Narrative control
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Sephora x ChatGPT

External agent, negotiated control.
Structured partnership with
OpenAl.

Absent

External agent, zero control. The
LLM invents the Maison's
narrative.
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3.4. THE PARADOX: 74% WANT A HUMAN, 41% TRUST THE
MACHINE

There is an understandable reflex when confronted with the Love Triangle: the fear of disappearance. If the
Al agent recommends, compares, personalizes — what is left for the in-store advisor? The answer is:
everything the agent does not know how to do. Which is a great deal.

The BCG figure cited earlier takes on its full meaning here: four out of five Americans prefer a human for
complex decisions. This does not say that consumers reject Al. It says they find it insufficient for the
moments that matter — those where the price is high, the emotional stakes are real, the risk of regret
tangible. In other words: the moments of luxury.

But in the same report, 72% of GenAl chatbot users rate the assistance as good as that of a human for
routine queries. And 36% trust Al to influence their purchases — just two points behind the in-store advisor.
The boundary between "moment that matters" and "routine query" is moving. Fast.

The full paradox, in numbers: 74% of consumers want a human in the luxury relationship. 41% trust GenAl
results more than paid search results (1AB, 2026). The client says: | want a human. And when they search,
they ask the machine.

74 % [ 41 %

want a human — but trust Al more than paid search

Two cases show that the answer is not one or the other. It is one armed by the other.

Burberry and Project Penguin. In 2025, Burberry deploys a generative Al-powered discovery and
recommendation platform to more than 100 advisors across all its global markets. The advisor queries
the system in natural language, in the client's own language. They can show a photo of the client
wearing a piece and receive "Complete the Look" suggestions generated by LLMs fine-tuned on
studio-curated looks. The result: a +24% uplift in average transaction value across customer service
channels. The DatalQ "Most Innovative Use of Al (Global)" award confirms it (DatalQ Global Awards, 2025).
Burberry did not replace the advisor. It gave them a head start. When the client walks into the
boutique, the advisor already knows what the external agent recommended — and can go further.
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Clinique and the Al mirrors. Clinique deploys augmented mirrors in-store that analyze the client's skin
in real time and propose a personalized diagnosis. The advisor uses the diagnosis as the starting point
for the conversation, not as a substitute for it. The result reported by BrandXR: +30% average basket
value in-store. The mirror does not sell. The advisor sells. But the advisor, equipped with the diagnosis,
sells better.

What these two cases reveal is a model | call the Augmented Advisor. The Al is not in the room with the
client. It is in the advisor's earpiece. It whispers data, suggestions, patterns. The advisor chooses what to
keep, what to discard, what to adapt to the client standing in front of them. Human intuition remains. The
gesture remains. The ceremony remains. But the improvisation is better informed.

DLG figures ("State of Al in Luxury 2026") confirm that the industry is moving in this direction: 47% of
luxury executives identify training needs as their top Al priority. The bottleneck is human capability, not
budget or infrastructure. Arming the advisor also means training them on a tool they do not know — and
which they legitimately fear.

Converteo frames it differently in its analysis of agentic Al in luxury (March 2026): the "Human in the Loop"
is not a brake on agent autonomy. It is the validation layer that transforms an algorithmic recommendation
into a luxury experience. Emotional intelligence — the ability to read a silence, a hesitation, a gaze that
lingers a second too long on a piece of jewelry — remains a competitive advantage the agent does not
possess. Not yet. Perhaps not ever.

The client trusts the agent to find.
The client trusts the human to choose.

| do not believe in the disappearance of the advisor. | believe in the disappearance of the unarmed advisor.
The one who knows nothing about the client who walks through the door. The one who has no access to the
data the agent already holds. The one who discovers in the boutique what the client has already explored,
compared, and pre-selected in the Antechamber. That advisor is already obsolete — not because Al
replaced them, but because the client arrives with a level of information the advisor can no longer match
without tools.

Luxury has always been a matter of knowledge. Knowing how to recognize a leather, knowing how to
propose the right pairing between a dress and a piece of jewelry, knowing how to slow the conversation
when the client is ready to buy too quickly. That knowledge does not disappear. It deepens. And the sales
advisor who possesses it — armed by Al — becomes the Maison's strongest argument in this new love
triangle.
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PART 4

Architecting presence to regain
control

What do we do? A reproducible audit, a decision matrix, five workstreams to launch by
Monday, the technical foundations, and unprecedented KPIs to track what no current

dashboard measures.
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Part 4 — Architecting presence to
regain control

Part 1 showed what agents say about you — and what they do not say. Part 2 analyzed how the agent
«hacks» the client journey. Part 3 illuminated what this threatens at its core: the friction, the opacity, the
scarcity that underpin luxury's value. One question remains, and it is the only one that matters in a
boardroom: what do we do?

This fourth part offers concrete tools. A reproducible audit to measure what is not being measured. A
decision matrix to choose your posture. Five workstreams to launch by Monday, without waiting for IT. The
technical foundations for when IT is ready. And unprecedented KPIs to track what no current dashboard
tracks.

41. THE DECISION MATRIX

The Antechamber Audit, Tool #1

Most Maisons monitor their e-reputation. Google reviews, press mentions, social sentiment. The tools have
existed for fifteen years; PR and CRM teams have used them for fifteen years. But almost no one monitors
what Al agents say about the Maison. Not client reviews. Not journalists' articles. What the algorithm itself
— queried in natural language — answers when a prospect types: "What is the best leather bag around
€3,000?"

This is a strategic blind spot. DLG has measured the phenomenon: more than half of luxury Maisons remain
in the exploratory phase on Al. Translated into operational terms, this means the majority of Maisons do not
know what ChatGPT, Gemini, or Perplexity are telling their prospects this morning.

The audit | propose is simple. Ten questions. Three agents. A scoring grid. Monthly cadence. Execution
time: one hour. A marketing reflex, not an IT project.

THE 10 QUESTIONS TO ASK Al AGENTS ABOUT YOUR MAISON

Ask each question to ChatGPT, Gemini, and Perplexity. Record the answers. Compare.
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01

03

05

07

09

"What are the three most recognized
Maisons in [your category]?”

Are you on the spontaneous shortlist?

"What's the difference between [you]
and [competitor]?”

Does the agent flatten your positioning?

"Why is [your Maison] more expensive
than [X]?"

Justified by desire or by materials?

“"What's new this season?”

Data freshness: current season or last season?

"What do clients think of [your
Maison]?”

Sentiment sources: Reddit, Trustpilot, forums?

GRILLE DE SCORING

02

04

06

08

10

"Recommend a [product] for [profile],
budget [X]"”

Does the agent cite you in a purchase context?

"What is the distinctive savoir-faire of
[your Maison]?"

Depth of narrative: atelier, gesture, artisan?

"Where to buy a [product] online?"
Who captures the traffic: you or a third party?

“Is [your Maison] committed to
sustainability?"”

Is the CSR narrative visible to the agent?

“Memorable luxury gift: what do you
recommend?"”
The ultimate test: are you cited without being

searched?

For each question and each agent, score on four criteria (0 to 2 points):
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WHAT YOU

CRITERION
MEASURE
Citation Is the Maison
mentioned?
Accuracy Facts correct?
(dates, prices,
founder)
Actionability = Does the

response lead
to purchase?

Tone Alignment with
brand
positioning

180-240

Antechamber mastered

The agent is an ally. Maintain and optimize.

60-119

Alert

The agent talks about you, but poorly. Priority
workstream.

FREQUENCY OWNER

Mensuelle RP / Brand Content

Absent

No action

Misalignhed

1 2
Mentioned Featured
Errors Approximate  Exact
Generic link Direct
action
Neutral Aligned

Max score per question: 8 pts - Per agent: 80 pts - Total (3 agents): 240 pts

120-179

Fragile presence

Gaps in the narrative. Correct and enrich.

0-59
Critical absence

You don't exist. Escalate to the Executive
Committee.

DELIVERABLE ESCALATION

Table + 3 actions Score <120 —
Executive

Committee
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SAMPLE RESULT — FICTIONAL MAISON

Average scores by criterion (out of 2) Total score by agent (out of 80)
Citation 17/2
. ]
Exactitude 1.4/2
)
Actionnabilité 0.6/2
D
ChatGPT Perplexity Claude
Tonalité 1.5/2
O
The typical weak point: actionability. Agents know how to talk 1otal : 156 / 240 Fragile presence

about you. They don't know how to help someone buy from
you.

The Decision Matrix: four postures toward the agent

Tool #2: which posture for your Maison?

The diagnosis is done. The audit reveals your position in the Antechamber. What follows is a strategic
choice: what do you do with it?

I am convinced there is no universal answer. Telling every luxury Maison to "go all in on agentic Al" would
be as absurd as telling them all to open a TikTok account in 2020. Some did it brilliantly. Others
embarrassed themselves. The difference was never the channel. It was the fit between strategy and the
Maison's reality.

The matrix | propose maps two axes.

Axis 1: Desired level of control. To what degree does the Maison want to govern what the agent says about
it?

« Full control: the Maison wants every word uttered by the agent to be validated, consistent with the
brand book, managed like a press release.

» Shared control: the Maison accepts that the agent speaks on its behalf, provided the terms, data, and
boundaries have been negotiated.

* No control: the Maison considers Al agents outside its strategic territory, or lacks the means to integrate
them.

Axis 2: Data maturity. What data does the Maison have to feed the agents?
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 Structured data: complete PIM (Product Information Management), unified CRM (Customer Relationship

Management), indexed editorial content, enriched product sheets, clean data schemas.

» Fragmented data: scattered PIM components, a partial CRM, content dispersed across the website, app,

social channels, and press releases.

» No data: no centralized PIM, no product data schema, brand content is essentially visual or

unstructured.

The four quadrants

A. Le Souverain

High control + structured data

The Maison has rich data and wants maximum
control. The agent works from within, on the
Maison's data, under the Maison's oversight.
This is the Dior x Kahoona model.

ACTIONS

» Deploy a proprietary agent (Kahoona-type)
e Enrich the PIM with a semantic layer

e Appoint an "agentic voice" lead

Timeline: 6-12 months - E.g.: Dior, Burberry (Penguin),
L'Oréal

B. Le Diplomate

Shared control + structured data

The Maison has the data but strategically
accepts sharing control with external agents.
This is the Sephora x ChatGPT model: entering
a third-party ecosystem and negotiating your
presence within it.

ACTIONS

» Negotiate partnerships with LLM providers
(OpenAl, Google, Anthropic)

e Connect loyalty and PIM to agents via API

» Define an "agentic specification document"

Timeline: 3-6 months - E.g.: Sephora, multi-brand retailers
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C. L'Architecte D. Le Fantome

High control + fragmented data No control + fragmented data

The Maison wants to control its narrative, but The Maison has neither the will to control nor
its data doesn't yet allow it. This is the most the data to exercise it. The agent talks about it
common situation in luxury. DLG finds that 37% using whatever it finds: press archives,

of executives identify fragmentation as the Wikipedia, forums. The narrative has entirely
number-one barrier. escaped.

ACTIONS URGENCY

e Structure the PIM with a semantic layer « Immediate Antechamber Audit (section 4.1)

» Unify the CRM (one client = one profile) e Score < 120: escalate to Executive Committee
e Secure earned media in the meantime « Decide: deliberate presence or deliberate

- absence. Indecision is not an option.
Timeline: 12-18 months (data), 3 months (earned) - E.g.:

Kering (Houles), independent Maisons Timeline: decision within 30 days, workstream 6-18 months -
E.g.: emerging Maisons, labels without a data strategy
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VISUEL 08

Decision Matrix: where does your Maison

stand?

Full
Souverain

Structured data, full control. Build your

own agent, own the narrative end to
end.

EX.: HERMES, CHANEL

Architecte

Desired control

Structured data, shared control.
Leverage platforms by feeding them
with your own clean data.

EX.: SEPHORA, DIOR

Shared

Structured
Data maturity

Diplomate

Fragmented data, full control desired.
Priority: structure your data before
acting.

EX.: PRADA, VALENTINO

Fantome

Fragmented data, shared control.

Maximum risk zone: agents fabricate
the narrative.

EX.: EMERGING MAISONS

Fragmented

4.2. FIVE PROJECTS TO LAUNCH ON MONDAY

| don't believe in five-year roadmaps. Not in this context. Agentic Al is moving too fast for anyone to credibly

claim they know what the landscape will look like in 2030. What | do believe in: calibrated, prioritized
workstreams, each with an owner, a deliverable, and a deadline. Five is enough. Here they are.
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WORKSTREAM 1 S - ¥ -
Audit and correct the narrative inside the gy oo commeree

agents

Your Maison is cited by Al agents. But in what words? The benchmark shows that the most cited
Maisons are often the least actionable. Being known is not enough — you need to be activatable. In
April 2026, LVMH created two Group-level roles in a single week — Head of Tech Digital
Commerce and Head of Al Solutions — to structure precisely this transition.

ACTIONS

* Run the Antechamber Audit (section 4.1) across four agents

 |dentify gaps between the desired narrative (brand book) and the narrative actually rendered

» Rewrite brand arguments in machine-readable format: from “An exceptional leather bag” to “Full-
grain calfskin bag, hand-stitched, 42 hours of manufacture”

» Enrich product pages with structured data (schema.org, JSON-LD)

e Re-test after 30 days

Deliverables: Initial audit (10-query x 4-agent grid) e Editorial correction plan « M+1 control audit  “Dual
readership” writing guide

WORKSTREAM 2 Communications Director RP Brand Content

Train PR teams in dual readership

Every press brief now has two audiences: the journalist, and the language model that will ingest
the article. A piece in Vogue Business is no longer just an article —it's training data. The
Communications Director must integrate this reality into every brand communication.

ACTIONS

e Train PR teams in dual readership: human + machine

e Include a factual box in every brief: product attributes, savoir-faire, origin, quantified differentiation

e Move from "“a collection celebrating the free woman" to “42 hours of hand embroidery at Lesage, for
a dress never reproduced identically”

» Brief external PR agencies on machine-readable writing rules

Deliverables: "Dual readership” training (2h, internal teams + agencies) « Machine-readable writing guide o
Enriched press brief template  Pre-send validation checklist
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WORKSTREAM 3 COMEX

Define the Maison's doctrine

“"Should we be present in Al agents?” is an executive committee question. The stakes go beyond
visibility: in April 2026, Target published the first legal warning of the agentic era — any purchase
made by an agent on a client's behalf is considered authorized by the client, even in the event of
an error. And Sayali Patil (Al Infrastructure Product Leader, Cisco) flags a risk luxury Maisons
should read carefully: when a client buys through an external agent, the Maison loses the complete
behavioral trace — what was searched, viewed, compared. For Maisons whose model rests on
clienteling, that's not lost data. It's the relationship changing hands.

DECISIONS

» Place the topic on the agenda of the next executive committee

Present the Audit results + position in the Decision Matrix
e Choose: Sovereign, Diplomat, Architect — or deliberate absence

« Document in a one-page "agentic doctrine"

Deliverables: One-page agentic doctrine validated by Executive Committee « Antechamber scoring grid presented
in committee « Framing note: “what the agent may say / what the Maison chooses to withhold”

WORKSTREAM 4 Retail Director CX Training Director

Equip the in-store advisor

The 2026 client arrives informed by an Al agent — sometimes better informed than the advisor.
Digital clienteling has existed since 2013 (Tulip, BSPK, Cegid). What is new with agentic Al: multi-
session memory, autonomous decision-making, bold suggestions, end-to-end orchestration.
ACTIONS

» Equip advisors with agentic Al-powered clienteling (Salesforce Agentforce, Alhena Al)

« Train retail teams: the Al diagnosis is a starting point, not a substitute

Define the untouchable "human moments": welcome, tactile discovery, payment ceremony

o Measure: average transaction value, conversion, NPS before/after

Deliverables: Augmented clienteling specification e Pilot in 3-5 boutiques at M+3 ¢ Advisor training protocol (Al as
tool, not substitute) « Before/after conversion dashboard e Full rollout M+6
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WORKSTREAM 5 Marketing Data / CTO/
Measure: the new KPIs for agentic & pirector Analytics T
visibility

No current marketing dashboard captures a Maison's visibility inside Al agents. We are measuring
the old world with the instruments of the old world.

5 KPIS TO INTEGRATE INTO MONTHLY REPORTING

Agentic citation rate Accuracy score

Out of 10 generic queries, how many times are you Of all citations, what % is factually correct? Target:
cited? Frequency: monthly. >80%.

Actionability score Tone index

What % leads to an action (link, boutique, purchase)? Alignment with the Maison's positioning. Score 0-10.

Target: >50%.

Agentic share of voice

On competitive queries, what share of mentions do you hold vs. competitors? Compare against traditional media share
of voice.

Deliverables: "Agentic visibility” dashboard integrated into monthly reporting « Quarterly audit protocol (10 queries
x 4 agents) « Agentic competitive benchmark  Automatic alert on narrative drift (via Evertune, BrightEdge going
forward)
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VISUEL 09

Roadmap: 5 workstreams over 6 months

IMMEDIATE 0-1month NEAR-TERM 3 months
HORIZON 6 months

Chantier 1

Narrative audit
OWNER: CMO

Chantier 2
PR training
OWNER: COMMUNICATIONS DIRECTOR

Chantier 3

Executive doctrine
OWNER: EXECUTIVE COMMITTEE

Chantier 5
New KPls
OWNER: DATA / ANALYTICS

Chantier 4

Augmented clienteling
OWNER: RETAIL DIRECTOR

One question remains that neither the audit, nor the matrix, nor the five workstreams can answer for you. It
predates agentic Al. It is as old as luxury itself.

Should you seduce the agent to reach the client, or refuse to play?

| will be direct. Both answers are defensible.
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To seduce the agent means accepting that an uninvited intermediary participates in the relationship. It
means reformulating your narrative so a machine can read it. It means entering a system of comparison that
luxury's fundamental principles have always deemed incompatible with the luxury register. But it also means
being present at the moment intention forms, influencing the recommendation, capturing a client who would
otherwise go elsewhere. The Maisons that play this game with intelligence — Dior with Kahoona, Sephora
with ChatGPT, Burberry with Penguin — demonstrate that you can enter the Antechamber without losing
your soul. Provided you know precisely what you are doing there, and what you will never do.

To refuse to play means betting that scarcity is a more powerful argument than visibility. That the client who
doesn't find you in the agent will seek you by other paths — a friend's recommendation, a shop window on
a street, the memory of a journey. That luxury is earned, including in the effort required to find it. Hermes,
which has never needed SEO (Search Engine Optimization) to sell a Birkin, has played this hand for
decades. But Hermes is Hermés. The question is: can your Maison afford this posture?

The trap is choosing neither. Not seducing the agent because you don't know how, and not refusing to play
because no one has dared raise it at the executive committee. This non-decision has a hame in industry
parlance: pilot purgatory — close to one Maison in two, according to DLG. You experiment without
committing. You observe without deciding. You let the agent speak without answering.

Luxury has always been a matter of deliberate choices. Agentic Al has not
changed the nature of this business. It has added one more choice to the
list.

4.3. TECHNICAL FOUNDATIONS

The five workstreams in the previous section involve multiple departments. But none will work if the
technical infrastructure of the Maison's website is an invisible wall to Al agents. This section is intended to
be shared with your CTO or technical director — it is the bridge between strategy and execution.

A STRUCTURAL FINDING

GPTBot, ClaudeBot, and PerplexityBot do not render JavaScript. A typical luxury site
built in React or Vue without Server-Side Rendering: the raw HTML contains 2 KB of

<script> tags. The rendered HTML contains 50 KB of rich text. The entire difference —
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product descriptions, savoir-faire, FAQs, storytelling — is invisible to Al agents.

Source: ClickRank, analysis of 500M+ GPTBot fetches, March 2026.

1. The invisible JavaScript wall
The majority of luxury Maison websites are visual showcases built in React, Vue or Next.js, with catalogues

behind login, pure-image lookbooks, and press kits in PDF. Each of these choices is an anti-LLM wall.

Solution: Server-Side Rendering (SSR) is mandatory for any content intended to be cited by an Al agent.
Critical content — product descriptions, savoir-faire pages, FAQs — must be in the initial HTML, not client-
side rendered.

Effort: 2-4 months for a front-end overhaul. Impact: prerequisite for any GEO strategy.

2. Schema.org: the language agents understand

JSON-LD schema.org markup is the technical foundation of agentic visibility. Microsoft (Bing, Copilot)
confirmed in March 2025 that schema markup directly helps LLMs understand content. GPT-4 performance
rises from 16% to 54% when content is structured (Walker Sands, 2026).

Priority schema types for luxury:
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TYPE

Product + Offer

Organization +

Brand

FAQPage

Article

HowTo

3. Freshness as a lever

USAGE

Catalogue, prices,
availability

Maison identity,
history, values

Recurring client
questions

Editorials,

manifestos, savoir-

faire

Care guides,
beauty rituals

|

IMPACT

Citation in shopping
recommendations

Identity anchoring in
responses

Direct extraction (Q&A format
= LLM native format)

Citation in cultural responses

Tutorial responses

Effort: -2 months (CMS integration). Impact: high and measurable.

X

more likely to be cited when content has been updated within the last 30 days

The ConvertMate data (29 March 2026, 12,500 queries) is unambiguous:

» Content updated within the last 30 days = 3.2x more likely to be cited

o 44.2% of citations come from the top 30% of the text (the introduction)
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e 65% of Al crawler hits target content less than one year old

Implication: the site's key pages (savoir-faire, collections, FAQs) must be updated at minimum monthly. The
introduction of each page is the most important paragraph — it is the one agents cite.

4. Agentic commerce protocols

Three protocols structure agentic commerce in 2026:

» Universal Commerce Protocol (UCP) — launched by Google + Shopify at NRF in January 2026. Co-
developed with Etsy, Wayfair, Target, Walmart. Endorsed by Mastercard, Visa, Stripe. Enables agents to
query a catalogue in real time (inventory, prices, availability).

o MCP (Model Context Protocol) — launched by Anthropic in November 2024, adopted by OpenAl (March
2025), Google DeepMind, Microsoft. 97 million SDK downloads per month. Enables an Al agent to
connect to tools, databases, and APIs via a unified protocol.

» Google Merchant Center — already the pipeline for Google Shopping, it is also becoming the feed
channel for Google Search Al Mode. Any brand absent from Merchant Center is invisible in Google's
agentic commerce.

For luxury: the “readable catalogue” layer (UCP, Merchant Center) is an opportunity to be recommended by
agents. But raw agentic checkout (no friction, no ceremony) is contrary to the anti-laws of luxury marketing.
The compromise: expose the catalogue and the storytelling, retain control over the purchase journey.
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5. Monitoring tools

ToOoL ENTRY PRICE LLMS COVERED STRENGTH
Evertune Enterprise ChatGPT, 1M+ prompts/mois,
($19M Series (custom) Claude, Gemini, Al Brand Index
A, Felicis) Perplexity
Profound $99- 10+ moteurs Simulation client-
($58,5M, 399/mois side, anti-
Sequoia) hallucination
Otterly.ai $29/month ChatGPT, Best value for
Perplexity, money
Google AIO
Peec Al €90/month 6 models Sentiment analysis,
prioritised actions
Adobe LLM ~$115K /year Multi-platform A2A + MCP
Optimizer integration (AEM
clients)

Recommendation: for a luxury Maison, Evertune (enterprise, already used in luxury automotive) or
Profound (precision, real-session simulation). Otterly or Peec Al for a lower-cost first audit.

6. lims.txt: signal or noise?

The 1lms. txt file, created by Jeremy Howard (Answer.Al) in September 2024, is a Markdown document
placed at the root of a site to guide LLMs. Several hundred sites have adopted it, including Cloudflare,
Stripe, and Vercel.

However: no measured correlation between lims.txt and Al citations (SE Ranking, statistical + ML analysis).
Google does not support it and does not plan to (Gary lllyes, July 2025). No confirmed support from
OpenAl, Anthropic, or Meta.

Verdict: negligible setup cost (one Markdown file), but no proven ROI. Worth monitoring, not a priority
deployment. SSR and schema.org are infinitely more impactful.
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7. Technical priority matrix

PRIORITY

ACTION

SSR + static HTML
content for product
and savoir-faire
pages

JSON-LD schema.org
(Product,
Organization,
FAQPage, Brand)

GEO content layer
(structured FAQs,
comparatives,
material sheets)

Google Merchant
Center (if e-
commerce)

Monitoring tool
(Evertune or
Profound)

Editorial freshness
(update key pages
every <30 days)

MCP server for
catalogue/FAQ

[Ims.txt

EFFORT

High

Medium

Medium

Low-
Medium

Low

Low

High

Negligible
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IMPACT

Very high

High

High

High

Medium

High
(3.2x)

Strategic

long-term

Unproven
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TIMELINE

2-4
months

1-2
months

Ongoing

1 month

Immediate

Immediate

3-6
months

1 day



Sources: ConvertMate GEO Benchmark (29 March 2026) - Walker Sands Schema & LLM Visibility (2026) -
ClickRank JavaScript Rendering (March 2026) - Google Developers UCP (January 2026) - Mode! Context
Protocol (Anthropic, November 2024) - SE Ranking lims.txt Analysis (2026) - Evertune, Profound, Otterly,
Peec Al, Adobe (prices March 2026).

A replicable audit of the Antechamber: 10 questions, 3 agents, 4 criteria, monthly cadence, one

hour, no IT budget required.

A decision matrix with four quadrants (Sovereign, Diplomat, Architect, Ghost) mapping

desired control against data maturity.

Five workstreams to launch on Monday: audit the narrative, train PR, define the doctrine,

equip the advisor, measure.

Five KPIs to integrate into reporting: citation rate, accuracy, actionability, tone, agentic share

of voice.

A non-negotiable technical foundation: SSR (Al bots do not render JavaScript), schema.org

JSON-LD on every product (+238% visibility), and crawler control via robots.txt.

The choice to make: seduce the agent or refuse to play? The absence of an answer is the only

untenable position.
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CONCLUSION

Desire cannot be measured. It is built.
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Conclusion

There is a word in the vocabulary of luxury that is almost never spoken in
boardrooms: the word “desire.” Desire cannot be measured. It is built. And what
this study has tried to map is the way a new actor — the Al agent — disrupts
that construction.

The Antechamber exists. Agents are talking about your Maison to your prospects without your consent, with
data you have not validated. 45% of consumers already use Al in their purchase journey (IBM IBV, January
2026). The digital shelf is compressing from 50 products to 3 (NielsenlQ). The discovery phase is escaping the
Maison's grasp (McKinsey, March 2026).

The Love Triangle is here to stay. The client, the brand, and the agent now coexist at every stage. The
question is not whether the third party is present. It is what role each party chooses to play.

THE AGENT INSIDE THE AGENT AS PARTNER

Al works behind the scenes, invisible to The Maison enters the external agent,
the client. The crystallization of desire is negotiates the terms of its presence,
preserved. connects its data.

By not deciding, the Maison has already
let the algorithm decide in its place.

| do not believe agentic Al will destroy luxury. Luxury survived the democratization of travel, e-commerce,
fast fashion, social media, and industrial counterfeiting. It survived because its fundamental spring — desire
nourished by distance, scarcity, and deep time — is a human constant. Al agents do not change the nature
of desire. They change the geography of its formation.

What has changed is the place where desire crystallizes. Before: the shop window, the magazine spread,
the advisor's murmur. Now, also — and increasingly, first — in an agent's response. The Maisons that
deliberately choose their posture in the Antechamber will retain control of their narrative. Those that do not
choose will discover that the narrative is written anyway, without them.

Study n°1 — LUXE ATERNAI - 61/ 83



While preparing this study, | reread a speech by Paul Valéry (1935), brought back to light by Rémi Guyot at Al
Product Day in March 2026. Valéry imagines history's greatest scientists confronted with a dynamo: they
dismantle it, interrogate it, but the current itself eludes them. The greatest minds, incapable of explaining a
device that has become ordinary. Guyot draws the lesson (Mind Fooled, 25 March 2026):

It was not electricity that transformed humanity — it was the
electrification of the world.

Agentic Al is the dynamo. What will transform luxury is agentification: Maison by Maison, function by
function, decision by decision.

What role do you choose to play in the triangle?

The client is waiting. The agent, for its part, is already answering.
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GO FURTHER

This study is a diagnosis. If
you want to move to action, |
can work with you.

Twenty years in luxury, on the Maison
side (Saint Laurent, LVMH, Dior, Chanel)
and the agency side (Mazarine, Publicis).
| work with Maisons and executives who
want to turn agentic Al into a competitive
advantage — without surrendering their
DNA.

luxeaeternai.com —

mickael@luxeaeternai.com

Advisory

Agentic Al transformation consulting for
Luxury & Premium sectors.

L+ Shift Happens by luxe aeternai

Individual coaching and guidance for luxury
executives who want to integrate agentic Al
into their strategy and daily practice.

Strategic intelligence

Monitoring, analysis, and decryption of
agentic Al in luxury. This study is one
example.

Newsletter luxe aeternai

Every Thursday, a deep dive into what Al
agents are changing — or not — for luxury
Maisons. Subscribe
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Glossary

Actionability
The capacity of an Al agent's response to lead a prospect toward a concrete action: website visit, boutique location, add to

cart. A high citation score without actionability is a legacy, not a strategy. (Parts Tand 4)

Agalma

Concept borrowed from ancient Greek (originally a sacred ornament or precious offering), brought to light by Anne Delliére
(Group Marketing and Strategic Planning Director, Richemont): the luxury object possesses a value that transcends its function,

an aura irreducible to technical description. The Al agent extracts the attributes but cannot capture the agalma. (Part 2)

Al agent (in the agentic sense)

Autonomous software entity that searches, compares, recommends, and soon purchases on behalf of the user. Distinct from a
chatbot (reactive, scripted) or a recommendation algorithm (passive, list-based). The agent makes decisions by chaining steps

without human intervention. (Throughout the study)

Antechamber

Concept created in this study. The space between the client's intention and the Maison's shopfront, populated by Al agents
that shape the prospect's preferences before the Maison gets to speak. Discovery, comparison, and pre-selection now take

place here. Not the top of funnel — five structural differences separate them (see section 1.1). (Parts Tand 4)

Clienteling

Luxury retail practice of personalizing the client relationship in-store: purchase history, preferences, occasions. Digital
clienteling has existed since 2013 (Tulip, BSPK, Cegid, Proximity Insight). "Agentic Al-augmented clienteling" adds five
ruptures: multi-session conversational memory, autonomous decision-making, end-to-end orchestration, bold suggestions,

and eventually agent-to-agent commerce. (Parts 2 and 3)

Agentic commerce

A commerce model where autonomous Al agents perform purchasing tasks on behalf of the user: search, comparison,
negotiation, transaction. Three protocols in deployment: ACP (OpenAl/Stripe), UCP (Google/Shopify), MCP (Anthropic).

McKinsey projection: 3 to 5 trillion USD by 2030. (Parts Tand 2)

Augmented Advisor
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A model where the in-store advisor is equipped with agentic Al tools (multi-session client memory, predictive recommendation,
cross-channel history) that enrich their expertise without replacing the human relationship. Examples: Burberry Penguin (+24%

average transaction value), Salesforce Agentforce for Retail. (Part 2)

Crystallization
Concept borrowed from Stendhal (On Love, 1822). The mental process by which imagination enriches the desired object
with imaginary perfections, fed by anticipation and absence. The central question of the study: does the Al agent, by

eliminating anticipation, also eliminate crystallization? (Parts 2 and COI?C/USiOﬂ)

Digital body language

The set of micro-behavioral signals from an online visitor: clicks, scrolling, time on page, hesitations. Technologies like
Kahoona (LVMH Innovation Award, VivaTech 2025) read these in real time to personalize the experience without declarative

data or cookies. (Parts 1and 2)

Productive Friction

Concept developed in this study. Deliberate friction that creates value in luxury: waiting list, mandatory appointment, organized

scarcity. Distinct from Endured Friction (malfunction, slowness, involuntary opacity). The Al agent eliminates both by default.

(Part 2)

GEO (Generative Engine Optimization)
Emerging discipline aimed at optimizing a brand's visibility in Al agent responses and generative search engines, as opposed to

classic SEO (traditional search engines). Specialized tools: Profound, Evertune, Otterly, BrightEdge. (Parts 7and 4)

Agentic Al

The branch of artificial intelligence where systems act autonomously, chaining complex tasks without human supervision at
each step. Distinct from generative Al (which produces content) and predictive Al (which anticipates trends). Fred Cavazza

speaks of "agentic transformation” to describe the shift from Web 3.0 to Web 4.0. (Throughout the study)

LLM (Large Language Model)

A large-scale language model trained on massive text corpora, capable of generating natural language. ChatGPT (OpenAl, 78%
market share), Gemini (Google, 8.6%), Perplexity (7%), Claude (Anthropic, 2.9%). Al agents rely on these models to understand

queries and formulate responses. (Throughout the study)

The Bottle Law

Concept created in luxe aeternai (edition #3). The Al that matters in luxury is the one you put inside the product, not the one

you display in the window. Like a perfume, value is born from the invisible (the formula) as much as from the visible (the bottle).
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(Part 2)

Machine-readable

Describes content structured so that an Al agent or LLM can understand and use it without loss of meaning. Machine-readable

text is not technical jargon: it is text rich in semantic attributes (materials, savoir-faire, origin, edition) that the model can extract

and accurately reproduce. (Parts Tand 4)

Pilot purgatory

Term used by DLG ("State of Al in Luxury 2026"). A situation in which a Maison multiplies Al pilot projects without ever scaling
or making a strategic decision. According to DLG, 43% of luxury Maisons have progressed toward active implementation; the

rest are stalled. (Parts 2 and 3)

PIM (Product Information Management)

A centralized system for managing product information: descriptions, attributes, media, prices, availability. A semantically
enriched PIM (beyond the technical spec sheet: narrative, savoir-faire, history) is a prerequisite for any agentic visibility

strategy. (Part 4)

Love Triangle

The structuring concept of this study. A relational configuration in which three actors — the client, the Maison, and the Al agent
— coexist at each stage of the journey, with zones of control, sharing, and loss for each. The question is not whether to accept

the third party, but what role to assign it. (Parz‘s 2 and 3)

Agentification

The process by which Al agents progressively insert themselves into every link in an industry's value chain — Maison by
Maison, function by function, decision by decision. By analogy with electrification (Valéry, 1935 / Guyot, 2026): it is not agentic

Al that transforms luxury — it is the agentification of luxury. (CO/’IC/US/OI’))

ACP /UCP /MCP

The three agentic commerce protocols in deployment. ACP (Agentic Commerce Protocol): OpenAl/Stripe, native checkout
inside ChatGPT. UCP (Universal Commerce Protocol): Google/Shopify, checkout inside Gemini. MCP (Model Context Protocol):

Anthropic, communication standard between agents and systems. (Parts Tand 4)

Anti-laws of luxury marketing

A set of principles formulated by Kapferer and Bastien (LUxe Oblige, 2008) that define what distinguishes luxury marketing

from classic marketing: do not respond to demand, do not compare, make the purchase difficult, protect the client from the

non-client. The Al agent violates several of these anti-laws by design. (Parts Tand 2)
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BtoA(2C)
Business-to-Agent-to-Consumer. Acronym coined by Fred Cavazza to describe the shift in which brands no longer interact

directly with consumers but with autonomous agents that serve as intermediaries. (lntroducz‘ion)

Deepfake

Al-generated content (image, video, audio) designed to imitate reality indistinguishably. In luxury, deepfakes threaten the
authenticity of products and campaigns. The EU Al Act (Article 50, August 2026) will mandate labeling of all Al-generated

content. (Part 1)

Dual readership

The principle that all brand content (press brief, product sheet, press release) now has two audiences: the human reader
(journalist, client) and the language model that will ingest and reproduce it. Adapting content for dual readership is one of the

five workstreams in Part 4. (Parts 71 and 4)

DPP (Digital Product Passport)

A digital identity record accompanying each physical product: materials, origin, environmental footprint, manufacturing
conditions. Mandatory by 2027 under the European ESPR regulation. The infrastructure on which Al agents will be able to

verify a product's authenticity before recommending it. (Part 4)

Earned media

Media coverage obtained without buying space: press articles, blog mentions, customer reviews, forums. Al agents draw
heavily on earned media to construct their responses — 48% of citations come from reviews, listicles, and forums (Omniscient

Digital). (Parts 1and 4)

SSR (Server-Side Rendering)
A web development technique where pages are generated server-side (not browser-side). Al agents cannot execute

JavaScript: a client-rendered site (SPA) is invisible to LLM crawlers. SSR is a technical foundation for agentic visibility. (Part

4)

UHNWI (Ultra High Net Worth Individual)
An individual whose net worth exceeds $30 million USD. The target clientele for ultra-high-end luxury, representing a

disproportionate share of Maison revenues. (Part 2)

VIC (Very Important Client)

Designation used in luxury for very high-value clients. The VIC receives privileged treatment: dedicated advisor, priority access

to collections, exclusive events, personalized clienteling. Agentic tension: if the agent generalizes VIC treatment, the VIC
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ceases to exist. (Part 2)
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