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Claire Dufresne, chief operating officer of Maison Lavande, a European fashion retailer
headquartered in Paris, met with her management team to finalize the year-end performance
evaluations and bonus decisions for store managers across the company’s key global markets.
One review concerned Marc Leclerc, manager of the New York flagship store. Dufresne felt
conflicted. Leclerc’s financial performance was stellar,.and under normal circumstances, he
would be rated as “above expectations,” receiving the corresponding top bonus. However, the
company had recently revised its performance evaluation process to reflect its growing
emphasis on sustainability. For the first time, non-financial metrics, especially those related to
environmental, social, and governance (ESG) commitments, were central to evaluating
performance. Unfortunately, Leclerc’s ESG metrics were rated “below expectations.”

Dufresne turned to Sophie Grimaud, the North American regional director who directly
supervised Leclerc. Dufresne had read Grimaud’s comments (see Exhibit 1) and found them
highly complementary. But Grimaud had withheld her final rating, preferring to consult Dufresne
first. Everyone at headquarters knew that Leclerc’s evaluation would set a precedent.

Maison Lavande and the New York flagship store

Founded in 1987 in the Provence region of France, Maison Lavande had become a global fashion
house known for combining style, quality, and more recently, sustainability. The company
designed, produced, and sold apparel, footwear, and accessories for women, men, and children
based on a “responsible accessible luxury” positioning. Headquartered in Paris, Maison Lavande
operated over 130 own-brand stores across Europe, North America, the Middle East, and Asia, in
addition to a curated e-commerce platform. The company operated flagship stores in key fashion
capitals—including Paris, Milan, Tokyo, and New York—which were designed to showcase the
brand’s full identity and customer experience.
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Maison Lavande’s stores reflected the brand’s values: refinement, simplicity, and customer
intimacy. The interiors were carefully designed to evoke a calm and modern aesthetic, often
using natural materials and a muted color palette. The layouts emphasized spaciousness and
product storytelling, with curated areas for new collections, seasonal lines, and collaborations
with designers and artists. The flagship locations, such as those in Paris, Milan, Tokyo, and New
York, featured premium services, including personal shopping, tailored styling consultations, and
exclusive in-store events aimed at reinforcing the brand’s identity as a contemporary, conscious
luxury label.

Maison Lavande’s New York store, located in SoHo, was its largest outside Europe. The store
employed 27 staff members, generated €14 million in annual revenue, and consistently ranked
among the top three stores globally in terms of its profit margin. The clientele ranged from high-
net-worth individuals and fashion influencers to ethically conscious millennials and tourists
seeking high-end sustainable fashion.

Leclerc had joined Maison Lavande in 2010 as assistant manager of the Lyon store. In 2013, he
was promoted to manager of the Marseille store, and he was transferred to New York in 2019 to
lead the flagship store there. Since then, his financial performance had been exceptional. Yet, as
the company expanded its performance metrics to include ESG criteria, concerns had surfaced.
Despite the strong financials, his store’s ESG compliance scores had lagged.

Maison Lavande’s sustainability strategy and the fashion industry

By 2023, Maison Lavande had positioned itself as a leading sustainable fashion house. Its core
strategy focused on responsible sourcing, circular fashion, and carbon footprint reduction. The
company pledged to use 70% recycled or ecological materials by 2026, implement garment
recycling in all its flagship locations, and cut logistics-related emissions by 40%.

This focus reflected broader challenges and trends in the fashion industry. The global fashion sector
was a major contributor to greenhouse gas emissions, pollution, water use, and textile waste.
Production processes—particularly dyeing and textile manufacturing—consumed vast quantities of
water, with the industry using approximately 93 billion m* annually and contributing to 20% of global
wastewater.! Natural fibers such as cotton required large amounts of water and pesticides, while
synthetic materials such as polyester released microplastic fibers into the oceans during washing.?

The rise of fast fashion—characterized by rapid product cycles, low prices, and disposable
garments—had intensified these environmental problems.? Social concerns were equally pressing,
especially regarding labor conditions in developing countries, where much of the industry’s
production had been outsourced to. The geographical and contractual distance between brands
and suppliers often limited effective oversight and accountability.* Climate change added further

1Kerrice Bailey, Aman Basu y Sapna Sharma, “The Environmental Impacts of Fast Fashion on Water Quality: A Systematic
Review”, Water 14, n.° 7 (2022): 1073, https://doi.org/10.3390/w14071073..

2 European Environment Agency, Microplastics from Textiles: Towards a Circular Economy for Textiles in Europe
(Copenhagen: European Environment Agency, 2022). https://www.eea.europa.eu/en/analysis/publications/microplastics-
from-textiles-towards-a-circular-economy-for-textiles-in-europe.

3 Raquel Vazquez Gonzélez, Sustainability and Fast Fashion (Madrid: Biblioteca CUNEF, 2022).
https://biblioteca.cunef.edu/files/documentos/TFG%20Raquel%20Vazquez%20Gonzalez.pdf.

4Monika Szewczyk, “Corporate Social Responsibility in the Textile and Apparel Industry: Barriers and Challenges,” Journal
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complications, posing risks to supply chain workers due to heat stress, food insecurity, and climate-
related displacement.

In response to these challenges, the fashion industry was undergoing transformation. Many
brands were shifting toward circular business models, promoting resale, clothing rental, and repair
services. To address labor rights issues, companies were investing in more frequent factory audits,
implementing codes of conduct for suppliers, and working to increase transparency throughout
the value chain. Major brands—including Nike, Patagonia, and H&M—had committed to
eliminating coal from their manufacturing processes and improving sustainability practices.”

Collaborative platforms such as Cascale (formerly the Sustainable Apparel Coalition) were also
gaining traction. They provided tools such as the Higg Index to assess and standardize environmental
and social impacts across the supply chain.® Meanwhile, governments were playing an increasing
role; for example, the European Union’s Circular Economy Package mandated separate textile
collection and supported the development of sustainable textile strategies.’

Retailers were experimenting with artificial intelligence (Al)-based inventory management and on-
demand production technologies to minimize overproduction and waste. Some stores were
becoming platforms for sustainability education via environmental labeling, digital transparency
tools, and customer engagement campaigns.® By transforming consumer behavior—toward
buying fewer but higher-quality items and extending garment life through proper care—brands
aimed to reduce the fashion sector’s long-term footprint.

Maison Lavande had embedded many of these principles into its overall strategy. To make this
commitment visible to customers and investors, the company launched the Impact Scorecard in
early 2023. Similar to a balanced scorecard, it combined traditional financial metrics with ESG and
operational goals. From the first quarter (Q1) of 2024, the Impact Scorecard results were officially
tied to performance reviews and bonuses.

Performance management process and impact scorecard

Goal setting began each fall, with regional directors and store managers negotiating the financial
and strategic targets. The ESG goals, however, were standardized across all the flagship stores.

Performance evaluations, which were conducted quarterly and finalized at year-end, determined
bonus eligibility:

e Below Expectations: Not eligible for bonus.
e Meets Expectations: Up to 15% of base salary.

e Exceeds Expectations: Up to 30% of base salary.

5 Nike, Inc., “FY23NIKE, https://media.about.nike.com/files/2fd5f76d-50a2-4906-b30b-
3b6046f36ebf/FY23 Nike Impact Report.pdf; Inc. Impact Report,” Purpose, March 12, 2024; Patagonia, “Environmental
Responsibility,” Our Environmental Impact Programs, 2025, https://www.patagonia.com/environmental-responsibility-
materials/; H&M Group, “Annual and Sustainability Report 2023,” Sustainability Reporting, March 21, 2024,
https://hmgroup.com/investors/annual-and-sustainability-report/.

6 Cascale, “Higg Index Brochure,” Higg Index Tools, September 4, 2021, https://apparelcoalition.org.
7European Commission, EU Strategy for Sustainable and Circular Textiles (Luxembourg: European Commission, 2022).

8 Wikipedia, “Environmental Impact of Fashion,” 2025, https://en.wikipedia.org/wiki/Environmental _impact_of fashion.
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