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PREFACE

In times of transition, the past feels safe. Tradition, legacy, connoisseurship — these are

noble foundations. But they must not become prisons. The enemy is not tradition. The

enemy is inertia.

The art world is not merely evolving — it is mutating. New generations experience culture in

motion: through games, avatars, streaming, memes, immersive spaces. They are not obsessed

with possession. They seek connection, resonance, transformation.

Prestige once signified value. That era is over. Today, attention is governed by identity, by

emotional truth, by cultural relevance. The white cube, once a symbol of authority, now risks

becoming a symbol of exclusion. Audiences want to participate, not just admire.

If the past 20 years in China have taught us anything, it is that agility — not size, not

reputation — wins. To remain still is to disappear. To dare, even at the risk of being wrong,

is to remain alive.

At DSLCollection, we no longer collect only objects — we collect moments. We are not a

monument, but a vessel — between East and West, art and technology, past and possibility.

The future of collecting lies not in what we keep, but in what we choose to become.

Sylvain Lévy

Co-founder, DSLcollection & Aika — 2026
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PART I

The Agility Gap in Luxury

A reading of Daniel Langer's thesis on why some luxury brands will fall behind — and the

structural lessons it holds for cultural institutions navigating the same forces of acceleration.
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I.
Key Themes and the Agility Divide

In "The Agility Gap: Why Some Luxury Brands Will Fall Behind," Daniel Langer warns that

the luxury sector is at a crossroads. The pace of change has become "hyper-dynamic," posing

an unprecedented challenge for brands to keep up. Langer's core argument is that an "agility

divide" has opened between China's fast-moving luxury players and many slower-moving

Western brands.

Chinese luxury firms have mastered adaptability and client-centricity, rapidly adjusting to

new trends and customer demands, whereas Western luxury brands are often sluggish in

responding to market shifts. This agility gap means Western houses risk falling behind — or

even becoming irrelevant — if they cling to old ways. Langer's opinion piece is essentially a

wake-up call: only those luxury brands that accelerate innovation and focus on the customer

will thrive in the future, while the rest may lose their edge.

Langer frames the discussion around why Chinese brands set the standard for speed,

how customer expectations of younger generations are redefining luxury, and what

Western brands must do to catch up.
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II.
Chinese Brands vs. Western Sluggishness

Langer emphasizes that Chinese luxury brands and retailers are outpacing their Western

counterparts in key ways. They excel in speed, agility, and tech adoption, creating a

significant competitive gap. Chinese brands operate in what he calls "Marketing 5.0" —

essentially a digital-first, fail-fast-and-learn-faster model. This means they leverage data,

social media, and e-commerce ecosystems to iterate quickly, launch new campaigns in

weeks (or even days), and rapidly learn from consumer feedback. Crucially, they put the

client at the center of strategy, adapting offerings in real time to suit evolving tastes.

By contrast, many Western luxury brands remain stuck in an earlier mindset, almost a

"Marketing 1.0" era focused on the product more than the customer. In other words, Western

firms often still bank on heritage, classic designs, and a "build it and they will come"

attitude. They are slow to embrace new digital tools or unconventional ideas, and they iterate

at a much more cautious pace. This makes them slow to respond to market shifts in today's

fast-changing environment. The result is a widening performance gap: Chinese companies'

obsessive client-focus and agility allow them to capture younger consumers' attention

quickly, while Western brands risk appearing stale or unresponsive.
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III.
Marketing 5.0 vs. Marketing 1.0

A key concept in Langer's analysis is the contrast between "Marketing 5.0" and "Marketing

1.0" in the luxury industry. Marketing 5.0 (embodied by leading Chinese players) is defined

by tech-driven, customer-centric marketing. It emphasizes digital engagement,

personalization, and quick innovation — brands experiment with new formats like

livestream shopping, AI-powered personalization, and social commerce, and they aren't

afraid to pivot fast if something isn't working. This approach treats the customer experience

and relationship as paramount, constantly asking how technology and data can serve the

client better. It's an "always-on" strategy that meets consumers where they are and reacts

instantly to feedback.

MARKETING 5.0 vs. MARKETING 1.0

Marketing 5.0. Digital-first, fail-fast-and-learn-faster. Data and social ecosystems for rapid

iteration. Client at the center. Campaigns launched in days, not months. Embodied by leading

Chinese luxury players.

Marketing 1.0. Product-driven. Brand tells a story about features or legacy. Experience and

engagement are afterthoughts. Campaigns planned long in advance, executed in rigid cycles,

minimal personalization.

Langer argues that the old Marketing 1.0 playbook is losing relevance. A luxury automaker

might boast about engineering and history, but if it isn't engaging younger buyers through

digital channels or tailoring messages to their values, it falls flat. He notes that some Western

luxury car brands exemplify this problem — they focus on product specs and heritage and
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therefore struggle to excite Gen Z clients who expect interactive, personalized brand

experiences. Brand relevance today is heavily tied to marketing approach: those embracing

Marketing 5.0 maintain their edge, while brands clinging to Marketing 1.0 risk becoming

obsolete.



THE AGILITY GAP DSLcollection · 2026

Culture survives through transmission. 8

IV.
Millennials and Gen Z: From Ownership to
Experience

Langer highlights that generational shifts are dramatically reshaping the meaning of luxury.

Millennials and Gen Z — who are becoming the dominant luxury consumers — do not

define luxury the same way their parents did. For these younger buyers, luxury is less about

owning prestigious objects and more about the emotional, cultural, and experiential value a

brand provides. Traditional markers of exclusivity (like a famous logo or a steep price tag)

matter less if they aren't backed by a deeper experience or connection.

Chinese millennial and Gen Z consumers are "no longer satisfied with traditional

markers of prestige." They demand more: more inspiration, personalization, and

alignment with their values. Luxury is a feeling and a form of self-expression — not

merely a transaction.

Emotional and cultural relevance have become the new luxury currencies. A Gen Z client

might value a limited-edition experience — a pop-up event or an NFT tied to the brand — as

much as, or more than, a physical product. Likewise, they gravitate toward brands that tell a

story that resonates: a narrative about creativity, social impact, or cultural authenticity that

they can personally identify with.

This shift forces brands to compete on experiential and emotional grounds. If a brand fails to

create cultural relevance or emotional engagement, it loses appeal, no matter how storied or

high-quality its products are. Millennials and Gen Z are redefining luxury as an experience

and a relationship, not just a transaction, pushing brands to move from an ownership model
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of luxury to an experiential model.
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V.
Challenges Facing Western Luxury Brands

Why are many Western luxury houses struggling to keep up? Langer points to several

internal challenges that hamper agility and responsiveness.

Slow Decision-Making

Many legacy luxury brands have complex, layered decision processes. Approvals must pass

through headquarters, multiple management levels, and various departments. This

bureaucracy slows everything down, from product development to marketing responses. By

the time a Western brand greenlights a change — say, reacting to a new streetwear trend or a

viral meme — a nimble Chinese competitor may have already capitalised on it. In a market

that changes at digital speed, this slowness is a serious liability.

Rigid Hierarchies

Along with slow processes, traditional hierarchies in Western companies stifle agility. Rigid

organisational structures mean ideas from younger team members or local market teams get

bottlenecked. Employees on the ground in China or other markets might see a shift

happening, but they often lack the autonomy to act on it without lengthy escalation. This

contrasts with Chinese companies that tend to be flatter and more project-based, allowing

faster execution.

Failure to Localise

One-size-fits-all strategies are another Achilles' heel. Western luxury brands sometimes

impose global campaigns and concepts without sufficient local tailoring, assuming their

global prestige will carry them. Langer suggests this is a critical mistake, particularly in
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China. He gives the example of German luxury car makers: simply relying on a "Made in

Germany" reputation is no longer enough to impress China's young luxury buyers.

"Made in Germany" does not translate into a differentiating and relevant storytelling in

a Gen Z–influenced world that lives in the now and wants to know what's in it for them.

Complacency and Legacy Mindset

Some Western houses suffer from complacency — assuming that what made them

successful in the past will keep them successful in the future. This legacy mindset breeds

resistance to change. Brands with decades or centuries of history might be overly protective

of tradition at the expense of innovation. Meanwhile, Chinese luxury upstarts or more agile

competitors aren't weighed down by "the way we've always done it." Langer essentially

diagnoses Western luxury's ailment as organisational inertia — a strategic vulnerability that

will "cost brands dearly" if unaddressed.
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VI.
Recommendations for Luxury Brands

While Langer's article sounds an alarm, it also offers a blueprint for how luxury brands can

close the agility gap. His recommendations urge brands to fundamentally rethink their

approach and operations.

SIX STRATEGIC IMPERATIVES

Embrace Marketing 5.0. Go digital-first and data-driven. Adopt a fail-fast, learn-faster attitude.

Track emerging trends in real time and respond in weeks, not years. Experiment with virtual stores,

mini-programs, metaverse experiences.

Put the client at the centre. Every decision should start by asking: "What does this do for our

customer's experience?" Deepen understanding of local customers, co-create collections, offer

bespoke personalisation at scale.

Speed up decision-making. Streamline processes. Empower regional teams. Establish dedicated

innovation units that have latitude to move quickly without waiting for HQ approval on every detail.

Localise and culturally adapt. Adapt brand storytelling, marketing channels, and product design to

local tastes and cultural references. Understand what Chinese Gen Z values today and speak directly

to that.

Create emotional and experiential value. Move from selling a product to selling a feeling or

lifestyle. Articulate a convincing, precise, and emotional story told through the eyes of the client.

Foster an agile culture. Break out of conservative, perfectionist shells. Reward creativity and

speed. Adopt a startup mentality: test, fail, learn, improve. Bring in hybrid talent to inject new ideas.
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VII.
Insights from Daniel Langer's
Masterclasses

Langer's insights are grounded in his extensive experience as a luxury industry expert and

educator. As the CEO of the luxury strategy firm Équité and a professor of luxury strategy at

institutions including Pepperdine and NYU, he has firsthand knowledge of the challenges

and opportunities luxury brands face. He has worked closely with both established maisons

and new luxury ventures, giving him a front-row seat to what works and what doesn't in

today's market.

Langer is known for conducting executive masterclasses on the future of luxury around the

world. In these sessions he drills down into topics like ultra-high-net-worth client

management, digital disruption, and brand agility — and has been named among the "Top

Five Luxury Key Opinion Leaders" globally. His credibility is such that companies seek his

guidance to navigate markets like China. This means the perspectives in "The Agility Gap"

aren't just theory — they reflect the real advice he gives to luxury executives on a regular

basis.

Langer has warned that as we approach a Gen Z–dominated luxury market, potentially

half of today's luxury brands might disappear by 2030 if they don't reinvent themselves.

The implication is clear: his recommendations are not optional tweaks. They are

existential imperatives.

In his masterclasses and consulting, Langer often emphasises concepts like "extreme value

creation" — the idea that luxury brands must create value far beyond the functional, loading
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products with emotional, symbolic, and experiential value that customers will pay a premium

for. He also shares case studies of brands that successfully transformed versus those that

failed due to complacency. These real-world examples bolster the article's points: he's seen

companies thrive by adopting agility, and others fade by resisting it.
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PART II

To Stay Still Is to Disappear

A Manifesto for the Future of the DSLCollection

To our peers, colleagues, and fellow stewards of culture,

In times of transition, the past feels like a safe place to rest. Tradition, legacy,

connoisseurship — these are noble foundations. But they must not become prisons. In an age

defined not by what we inherit but how we respond, to stand still is to disappear.

The art world today is not simply evolving — it is mutating. We are living through a

profound redefinition of what art is, how it is experienced, and who gets to participate in its

meaning. And we at the DSLCollection, with humility and urgency, believe that our role as

collectors must transform accordingly.

The insights drawn from Daniel Langer's work on the Agility Gap in the luxury sector serve

as a crucial provocation. Though written for luxury, they offer startling parallels for our own

domain: the conservative bastions of art collecting and institutional curatorship.

Let us be clear: the enemy is not tradition. The enemy is inertia.

1. A Shifting Cultural Ecosystem Demands a Living Collection

Just as luxury brands can no longer rely solely on their heritage, collections cannot merely

act as mausoleums of past value. The digital-native generations do not approach art as we

once did. They experience culture in motion — through games, avatars, streaming, memes,

and immersive spaces.

To collect today is to create context.
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To own is to give access.

To preserve is to activate.

2. Client-Centricity Must Replace Elitism

Who do we serve? This is the question luxury brands have been forced to confront. Art, too,

must answer. The white cube once symbolised cultural authority. Today, it can symbolise

exclusion. The new art audience — global, mobile, digitally fluent — wants engagement, not

distance. They do not want to admire — they want to participate. For DSL, this means

becoming porous: opening the doors to co-creation; inviting curators, artists, educators, and

even machines to reinterpret the collection; asking what our audiences need from us, not just

what we want to show them.

3. Meaning Has Replaced Prestige

Prestige once functioned as shorthand for value. That era is over. Emotional resonance,

identity alignment, and cultural relevance now govern attention. Art must touch a nerve. It

must speak not only to the intellect, but to the spirit — especially in a fragmented world. The

DSLCollection must articulate stories that transcend the art object: the transformation of

China is one such story; the hybridisation of human and machine is another. These are not

abstract theories — they are emotional truths. Let us curate not merely with scholarship, but

with soul.

4. The Future Belongs to the Experimental

Conservatism in execution is a slow death. If the past 20 years in China have taught us

anything, it is that agility — not size, not reputation — wins. The DSLCollection must

operate like a laboratory: launch fast, iterate often; prototype new interfaces, from AI

curators to immersive storytelling; embrace failure as a route to relevance. Let us dare to be

wrong — because only in movement can we avoid irrelevance.
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5. Local Roots, Global Intelligence

The DSLCollection is deeply rooted in Chinese contemporary art. But it cannot speak only to

China. Nor can it pander to Western fantasies of the East. Localisation does not mean

translation — it means cultural empathy. Each city, each audience, each interface demands

its own vocabulary. We must curate different narratives for Paris and Lagos, for Tokyo and

the metaverse. Not to dilute meaning — but to sharpen its resonance.

6. From the Masterpiece to the Experience

We no longer collect only objects — we collect moments. Younger audiences are not

obsessed with possession. They seek connection, immersion, play, and transformation. The

DSLCollection must move from the gallery wall to the experiential sphere: virtual quests

through digital galleries; artist residencies inside games; AI-generated storytelling pathways.

This is not gimmickry. It is a new form of ritual. And ritual is where culture is born.

7. Culture Begins From Within

We cannot ask the art world to evolve if we do not evolve ourselves. The DSLCollection

must be internally agile: empowering young voices; partnering with hybrid talents —

curator-coders, artist-architects, philosopher-programmers; embedding experiment at the

heart of its operations. We are not only building a collection. We are building a culture.

Conclusion: From Collector to Catalyst

To our peers in the art world, we say this: it is no longer enough to collect what is valuable.

We must collect what is becoming valuable. We must be not only stewards of the past, but

shapers of the future.
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The DSLCollection is not a monument. It is a vessel — navigating between art and

technology, East and West, object and experience, past and possibility. We invite you —

especially those who cherish tradition — not to resist this transformation, but to guide it. To

ground it. To humanise it.

The future of collecting lies not in what we keep, but in what we choose to become.

Sylvain Lévy

Co-founder, DSLcollection & Aika — 2026
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PART III

Closing the Agility Gap

Strategic Insights for DSLcollection — how the lessons of luxury agility translate into

actionable framework for a living cultural institution.

1.
A Rapidly Shifting Cultural Ecosystem

Just as luxury brands face the urgent need to adapt to rapid shifts in consumer behavior and

digital innovation, the DSLCollection operates in an art ecosystem that is undergoing seismic

changes. The rise of digital-native audiences, new modes of cultural consumption — through

gaming, metaverse spaces, and immersive experiences — and shifting definitions of value

(from object to experience) mirror the same forces Langer describes in luxury.

The collection must remain a living, agile entity, not a static archive. The role of the

collector is no longer just to preserve or signal cultural capital, but to create meaning,

emotional connection, and access in real time.
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2.
Agility and Client-Centricity in the Art World

Langer describes how Chinese brands embody Marketing 5.0: digital-first, fail-fast, and

deeply customer-centric. In a parallel way, art audiences — especially younger ones — now

expect engagement beyond the white cube: they want participatory, digital, and emotionally

resonant encounters.

—  From audience to community: transition from passive spectatorship to active

co-creation, inviting artists, curators, and collectors into evolving narratives — whether

through digital storytelling, online residencies, or blockchain-verified ownership models.

—  Client-centricity redefined: mapping and anticipating the evolving needs of

institutions, emerging collectors, digital curators, educators — and even the AI that helps

interpret the collection.
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3.
Relevance Through Cultural and Emotional
Resonance

Langer warns that heritage alone is no longer enough. Today's luxury consumers seek

cultural connection, emotional storytelling, and identity reinforcement. In the art world,

prestige is no longer the primary driver of attention — meaning and access are.

—  Embrace emotionally charged curatorial narratives that tie the works not only to

China's transformation but to the hybridisation of Homo sapiens and Homo numericus.

—  Integrate immersive storytelling through VR/AR exhibitions, interactive timelines, or

artist journeys — highlighting not just the artwork, but the why behind it.

—  Explore non-linear curation: thematic clusters tied to cultural anxieties (identity,

transformation, post-humanism) that resonate with younger generations.
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4.
Operational Agility and Experimentation

Western luxury brands falter under slow hierarchies; Chinese counterparts thrive through

quick execution and internal innovation labs.

—  Position the collection as a think tank for the future of art engagement. Encourage

rapid prototyping: short-term digital exhibitions, AI-generated curatorial experiments,

experimental interfaces.

—  Rethink project development in startup-like cycles: ideate > launch > test > iterate —

with short feedback loops from diverse audiences.

—  Collaborate with unexpected sectors (luxury, gaming, AI research) to future-proof

curatorial formats and narrative approaches.
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5.
Localisation and Cultural Sensitivity

Langer criticises Western brands for assuming global prestige is enough, often failing to

localise. For a collection rooted in Chinese contemporary art but engaging with a global

discourse, this lesson is crucial.

—  Localised storytelling: when presenting abroad, go beyond surface "Chinese identity"

and show how works engage with universal themes of transformation, labor, data, and

consciousness.

—  Consider curating geo-specific versions of the collection — narratives adapted for

Shanghai vs. Paris vs. Lagos.

—  Invest in translation, not just linguistically but culturally: how does DSLCollection

speak in the language of gaming culture, crypto culture, Western posthuman theory?
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6.
From Object-Centric to Experience-Centric

Just as Gen Z luxury consumers favour experiences over possessions, the next wave of art

engagement will be fluid, participatory, and digitally native.

—  Shift from collecting only physical masterpieces to also curating experiences —

virtual residencies, AI-driven interventions, collaborative archives.

—  Build out metaversal or AI-native extensions of the collection that exist only in digital

space, and offer emotionally resonant storytelling or social value.

—  Design cultural rituals around the collection: digital pilgrimages, guided quests

through the collection in VR, or immersive stories told through an AI-generated persona.
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7.
Internal Culture and Future-Proofing

Langer insists that without a cultural shift inside organisations, innovation will stall.

—  Treat the collection as an R&D lab: empower curators and collaborators to

experiment, fail, and learn fast — especially in digital interfaces and new curatorial

voices.

—  Recruit or partner with hybrid talents (artists/coders, curators/gamers,

philosophers/UX designers) to ensure DSLCollection is not just reflective but generative.

—  Create internal micro-teams focused on: digital curation, immersive storytelling, Gen

Z resonance, and AI interpretation.
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CONCLUSION

DSLcollection as an Agile Cultural Brand

The future of the DSLCollection lies in becoming not just a collection, but a living cultural

interface — one that evolves as fast as its audiences, technologies, and cultural contexts. Just

as Daniel Langer calls for luxury brands to be faster, bolder, and more client-centric, the

DSLCollection must reimagine its role not as a keeper of artworks, but as an emotional,

cultural, and technological platform.

It is in this transformation — from collection to cultural catalyst — that DSLCollection will

truly thrive in a world defined not by legacy, but by meaning, agility, and experience.

The DSLCollection is not a monument. It is a vessel — navigating between art and

technology, East and West, object and experience, past and possibility. To remain still is

to disappear.

■

Sylvain Lévy

Co-founder, DSLcollection & Aika — 2026
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DISCLAIMER

Authorship and Method

This essay was produced through a collaborative editorial process combining analytical writing by

Sylvain Lévy and AI-assisted synthesis and structuring. The reading of Daniel Langer's thesis, the

manifesto, and the strategic framework were developed through multiple iterative drafts. The final text

reflects the editorial judgment and intellectual positions of its named author. AI tools were used as

instruments of organisation and acceleration — not as sources of independent argument.

Uniform Density

Readers familiar with editorial production will recognise that each section of this document reaches a

similar level of development and rhetorical confidence, regardless of the underlying complexity of its

subject. This is a structural effect of AI-assisted drafting, which tends to resolve all topics with

equivalent completeness. Uneven conviction is, in practice, a sign of thought in progress. The

smoothness here is a convenience, not a claim of certainty.

Circularity of Vocabulary

The terms agility, resonance, relevance, experience, and cultural catalyst recur throughout this essay with

a regularity that reflects both the source material and the genre conventions of strategic writing. The

author is aware that these words risk becoming containers emptied by overuse. Their deployment here is

deliberate but acknowledged as a limitation: the precision of a concept erodes in proportion to the

frequency of its invocation.

Positional Limits

This essay speaks from the perspective of DSLcollection — a private collection with particular

commitments, a specific geographic and temporal focus, and its own institutional interests. The parallels

drawn between luxury brand strategy and cultural collecting are structural, not empirical. Readers should

apply appropriate scepticism when generalising these conclusions to different institutional contexts,

collecting models, or geographic markets.

Editorial Responsibility

The arguments advanced in this document — including the manifesto in Part II — represent the positions

of DSLcollection as developed by its co-founders. They are offered as provocations for reflection, not as

prescriptions. The value of a manifesto lies in its willingness to take a position that may prove wrong.

That risk is accepted here, consciously and deliberately.

— DSLcollection, 2026. An editorial document produced in association with Aika.




