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1.  INTRODUCTION 
This chapter introduces the empirical and theoretical background to this thesis (1.1), followed by the 

research gaps driving the study (1.2) and the derived research purpose and questions (1.4). The expected 

knowledge contributions and objectives of this research study are then introduced (1.5), followed by the 

study delimitations (1.5). The research outline concludes the chapter (1.6). 

1.1   Background 
There is an ongoing transformation in our society, as companies and people move away from traditional 

product ownership towards access-based consumption (Edbring et al., 2016; Pessôa, 2017; Piscicelli et al., 

2018). This emerging consumption behaviour, called collaborative consumption (CC), has led to numerous 

collaborative business models (BM) across several industries (e.g. Uber, Airbnb, Netflix). CC has gained 

increasing attention from both academia and businesses since Botsman and Rogers popularized the concept 

in the book “What’s Mine is Yours” (2010). CC has lately also emerged in the fashion industry (e.g. Rent the 

Runway in US). This is especially interesting due to the industry’s (1) strong product ownership and identity 

building focus, (2) fast fashion business model dominance and (3) position as second biggest polluter 

globally (Sweeny, 2015). 

Because of the increased service focus in today's BM innovation (Witell et al., 2017), fashion retailers have 

started to develop their BMs towards more integrated product-service systems (PSS) (Botsman & Rogers, 

2010). PSS BMs replace ownership with access via building product-extension services, such as rental, 

swapping, subscription or leasing within the fashion industry (Stål & Jansson, 2017). There is a two-fold 

discussion on whether access based ‘fashion sharing’ could make the industry more sustainable (Iran & 

Schrader, 2017), or if the Swedish market is mature enough for this fashion consumption alternative (Breakit, 

2017). The US fashion market has already established CC fashion BMs, and lately these have emerged also 

in the Swedish market. In Sweden, 13% of the population between 18-65 has used different types of access 

services (TNS Sifo, 2016), and today there are already several fashion access companies within the Swedish 

market. 

Different authors have mapped fashion sharing BM types (e.g. Pedersen & Netter, 2015; Perlacia et al., 

2016). Fashion rental is one of the most common fashion sharing BMs in Sweden, and is thus the focus of 

this thesis. Existing companies are working with different types of fashion rental BMs, making it interesting 

to analyse how they differ in their ways of building and implementing rental services. Since today’s PSS BM 

research lacks practical understanding of different types of PSS BMs and how they are implemented in 

practice (Reim et al., 2015), a more operational understating of these would be highly beneficial.  

1.2   Research Gap 
Three knowledge gaps were uncovered while investigating previous research work. Starting from the broader 

BM literature, specific gaps were identified within PSS literature. Despite the increasing research in the PSS 

field, knowledge regarding PSS BMs and their components is still at an early stage (Adrodegari et al., 2016; 
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Baines et al., 2007), but is simultaneously of great relevance, since shifting to PSS impacts a company’s BM 

(Adrodegari, 2016;  Barquet et al. 2011; Kindström, 2010; Pessôa & Becker, 2017). Concurrently, 

knowledge of how to implement PSS services is very limited (Annarelli et al., 2016; Barquet et al, 2013; 

Reim et al., 2015), and previous works have called for deeper studies into PSS BM implementation (Reim et 

al., 2015; Vezzoli et al., 2015). Lastly, there is yet no clarity around the connections existing between PSS 

BMs and tactics and around whether different combinations of tactics affect each other, and thus also BM 

implementation (Reim et al., 2015). 

A pre-study was conducted to gain better insights into the Swedish fashion rental market: two were the main 

findings that pointed towards relevant empirical knowledge gaps. First, all three of the fashion rental 

companies interviewed pointed at the lack of established BM structures and practices to refer to upon 

entering the fashion rental space. A second insight was related to the variety of activities found among 

companies to implement their chosen BMs: while firms implemented a wide variety of activities, there did 

not appear to be any structured preconceived notion of “how to do this”.  

1.3 Purpose and Research Questions 
This thesis adopts an exploratory purpose (Saunders et al., 2009), having the intent to generate insights 

within the emerging fashion rental market in Sweden, and particularly to investigate fashion rental business 

models (FRBMs) and their implementation. In particular, given the young nature of the Swedish fashion 

rental market and the lack of clarity on the existing FRBMs, the first research purpose is to understand what 

types of FRBMs exist in today’s Swedish market (including their main characteristics and differences). This 

will be accomplished by examining the first research question:  

RQ1: What types of fashion rental business models exist in the Swedish market? 

Because the operationalisation of a BM affects its success (Osterwalder & Pigneur, 2010), a better 

understanding of how fashion rental firms practically implement their services is necessary. This leads to an 

additional purpose: understanding how operational tactics are used to implement FRBMs, and consequently 

investigate the connections between FRMBs and operational tactics. Thus, the authors pose the second 

research question:  

RQ2: How are operational tactics used to implement fashion rental business models?  

Since RQ2 will imply an in-depth exploration of the adoption of operational tactics, the authors expect 

inevitably to explore also the potential connections between the tactics themselves, aspect which is then 

included as an additional purpose, embedded in the second one.  

1.4    Knowledge Contribution Objectives 
The purpose of this thesis is to contribute to organizational research by adding knowledge to PSS BM 

research. The thesis aims to be a valuable resource for  fashion service providers, to clarify what types of 

FRBMs exist today (RQ1), and how these BMs are implemented (RQ2). This is especially relevant for 

fashion retailers aiming to build a B2C fashion rental service. This thesis will thus support such firms in the 
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selection of the most appropriate FRBM type, and it will also contribute to increasing their chances to 

successfully implement them via a deeper understanding of operational tactics. The authors also aim to 

contribute to a better public knowledge of existing fashion rental services, because of the emerging 

ownerless consumption behaviour (Botsman & Rogers, 2010).  

1.5   Delimitations 
The thesis aims to investigate one service form, UO-PSS. Consequently, the thesis conclusions aim to be 

transferable to other fashion retailers and service providers with same conditions, which have initiated or 

plan to build a rental service (Polit & Beck, 2010). The rental concept refers to firms renting everyday 

clothing, casual evening wear, or outerwear garments, and excludes firms that offer exclusively special 

occasion clothing (e.g. wedding dresses or suits), as these services have already been available for decades, 

and did not emerge from the sharing trend (Lang & Armstrong, 2018). This thesis will focus exclusively on 

B2C rental services, based on the emerging B2C sharing service research focus (Möhlmann, 2015) as well 

emerging BM type. Lastly, the study is limited to the Swedish fashion industry, due to easier access to data 

and the recent emergence of rental services in this particular market (Breakit, 2017). 

1.6   Research Outline 
To answer the discussed two research questions, this thesis empirical research was divided into a pre-study 

and a main-study. The pre-study served two purposes: (1) increase the author’s knowledge about different 

FRBMs, and (2) define the empirical gap and research questions. The main-study also had two purposes: (1)  

develop the pre-study findings, and (2) answer the developed RQs. The empirical analysis was combined 

with a literature review, with the aim to (1) narrow down the research focus, in parallel with the pre-study, 

and to (2) shape the empirical research and its analysis by laying the foundations to build a theoretical 

framework for the main-study. Together, these components form the conducted research study (Figure 1). 

The research will be presented in this thesis according to the following outline: (1) Introduction (2) Literature 

Review, (3) Fashion Rental Business Model and Tactic Framework, (4) Methodology, (5) Empirical 

Findings, (6) Analysis, (7) Discussion and (8) Conclusion.  
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2. LITERATURE REVIEW 

Due to the centrality of the BM concept in this research study, an introduction to the concept is presented 

(2.1), followed by a discussion of fashion sharing BMs (2.2). Within BM research, the review is narrowed 

down to the PSS BM research field, with a specific focus on use-oriented (UO) PSS BMs in the fashion 

industry (2.3). The chapter ends with a summary of the literature review and outline of the main knowledge 

gaps this study aims to fill (2.4). 

2.1  The Business Model Concept  
The BM concept was introduced by Bellman et al. (1957) already in the 1950s (Foss & Saebi, 2017; Wirtz et 

al., 2016), but is still to date connected to very heterogeneous definitions (Zott, 2011), schools and practices 

(Gassmann et al., 2016), especially due the increasing popularity of the concept after the Dot-com boom in 

the mid 1990s (Foss & Saebi, 2017; Massa et al., 2017). The concept has evolved over time, and from an 

initial focus on information technology and operations, it has now joined the strategic and organizational 

debate (Wirtz et al., 2016). In line with this, Wirtz et al. (2016) identify three main research streams within 

BM literature: (1) BM conceptual developments (2) BM structural developments and (3) management 

processes. Furthermore, despite different schools of thought, there seems to be an agreement on Osterwalder 

& Pigneur’s (2010) BM definition as “the rationale of how an organization creates, delivers and captures 

value”. Osterwalder & Pigneur’s nine building block Business Model Canvas (Appendix 1) is also the most 

widely accepted BM tool (Plenter et al., 2017). 

2.2 Fashion Sharing Business Models 
Several authors have attempted to map different types of fashion sharing BMs (Elander et al., 2017; Pedersen 

& Netter, 2015; Perlacia et al., 2016). The identified BMs have usually been categorized based on (1) BM 

architecture (Hvass, 2014, 2015; Perlacia et al., 2016), (2) sustainability focus (Elander et al., 2017; Klepp et 

al., 2014; Watson et al., 2014), or (3) different types of sharing BMs (Pedersen & Netter, 2015; Perlacia et 

al., 2016).  

According to Martin-Sanchez (2016), three fashion sharing BMs exist: (1) pure fashion sharing BMs, where 

the fashion sharing is at the core of the business, (2) hybrid fashion BMs, whose sharing activities are not at 

the core of the BM and (3) promotional fashion BMs, using the collaborative concept as a marketing tool. 

The pure fashion sharing BM is the only relevant BM type based on the scope of this thesis.  

Perlacia et al., (2016) further categorize the pure fashion sharing BM category into three archetypes, which 

are: (1) fashion rental (2) fashion swapping and (3) second-hand retailing. Due to the thesis scope, only the 

first fashion rental archetype is relevant, which Perlacia et al. (2016) categorize into three further sub-BMs: 

(1) fashion netflix model, where the fashion retailer retains ownership of the item and rents it to consumers 

on a B2C fashion-on-demand base, both online or in a physical store, (2) fashion airbnb model, usually 

consisting of P2P rental platforms, for those looking for fashion on-the-go, typically through online channels, 

and (3) fashion libraries, which consist of B2C services focusing on permanent physical stores or 
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showrooms and additional rental events to strengthen customer relationships. As the fashion airbnb model 

revolves mainly around P2P platforms (Perlacia et al., 2016), it is considered out of scope. The remaining 

two BM categories by Perlacia et al. (2016), however, are still rather ill-defined (Appendix 2), due to 

contradictions with other authors’ fashion rental BM definitions (e.g. Martín-Sánchez, 2016; Pedersen & 

Netter, 2015) and to the inclusion of firms belonging to different national markets, despite the different 

stages of development across different regions. For this reason, this thesis does not take these findings as 

consolidated, but rather aims to explore them by critically assessing several previous rental BM definitions 

and characteristics (e.g. Barquet et al, 2011; Pedersen & Netter, 2015; Perlacia et al., 2016), and analysing 

them within a Swedish fashion rental context. Lastly, none of the mentioned authors focused exclusively on 

the classification of different B2C rental BMs in the Swedish fashion industry. 

2.3   Product Service System Business Models 
The category of pure fashion sharing BMs discussed falls within the theoretical field of PSS BMs, as it 

replaces ownership with access via building product-extension services, such as fashion rental services 

(Botsman & Rogers, 2010; Martin-Sanchez 2016; Stål & Jansson, 2017). Thus, this section first introduces 

PSS BMs from a broader perspective, and subsequently addresses it within the fashion industry context. 

2.3.1 State of the literature on Product Service System Business Models 

A research field initiated towards the end of the 1990s (Reim et al., 2015; Vezzoli et al, 2015), Product 

Service Systems (PSS) were first established as a concept by Goedkoop et al. (1999). An important aspect of 

PSS is the cooperative nature of the relationship between PSS provider and customer, since the relationship 

does not end with the purchase (Mert et al., 2016). While many definitions were developed through the 

years, the core concept elements have somewhat remained the same, suggesting a relatively high maturity in 

terms of PSS definition (Tukker, 2015). One debated aspect has been PSS’s ability to provide more 

sustainable solutions as opposed to product-focused systems (Sundin, 2009). For this reason, only some 

definitions also explicitly include PSS sustainability aspect (Annarelli, 2016; Vezzoli et al., 2015). 

This thesis adopts the definition of PSS formulated by Boehm & Thomas (2013), as it looks at PSS as a 

system which not only aims at creating value for the customer, but also generates value for the firm 

implementing it: “A Product-Service System (PSS) is an integrated bundle of products and services which 

aims at creating customer utility and generating value.”. Due to the current ambiguity of PSS sustainable 

outcomes (Tukker, 2015), PSS was not restricted only to sustainability driven businesses, in order not to 

exclude relevant cases. 

Besides the open debate regarding benefits and barriers to PSS development from both customer and firm 

side (Edbring et al., 2016; Pessôa, 2017), Annarelli et al. (2016) identify four main areas of PSS research: 

applications, characteristics, development/design and BMs.  Interestingly, Annarelli et al. (2016) point out 

two emerging areas of research, related to BMs and CC. A typology for PSS BMs, including access- and use-

focused BMs has also been suggested, together with a call for more fine-grained definitions of PPS BM 

typologies (Adrodegari et al., 2016).  
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The specific PSS area of interest of this thesis can be identified from on the most widely accepted 

classification of PSS (e.g. Azarenko et al., 2009; Reim 2013; Tukker, 2004). PSS BMs are traditionally 

divided between (Barquet et al., 2013; Pistoni & Sognini, 2017; Tukker, 2004): 

1.  Product-oriented (PO-PSS): the PSS provider offers services on top of regular product sales  

2.  Use-oriented (UO-PSS): the PSS provider retains ownership of the product and offers instead access 

to it, keeping the product still central  

3.  Result-oriented (RO-PSS): the PSS provider sells a competence rather than products  

UO-PSS fits into this thesis scope, due to the selling of usage rather than ownership, and it is compatible 

with the FRBM subcategories identified in the previous section.  

In relation to these three PSS categories, the literature review calls for a better understanding of further 

classifications as well as of how the adoption of different PSSs reflects on a company’s BM (Reim et al., 

2015). Furthermore, interest has been raised on the practical implementation of PSSs, of which rather little is 

known (Mert et al., 2016; Reim et al., 2015). Finally, Reim et al. (2015) identify tactics as a viable option to 

explore the yet underivestigated operational implementation of PSS BMs. 

2.3.2 Use-Oriented Business Models in the Fashion Industry 

Some authors have tried to describe the UO-PSS BM on a general level (Adrodegari et al., 2015; Barquet et 

al., 2013; Pistoni & Songini, 2017; Tucker, 2004), while others in a fashion specific context (Pedersen & 

Netter, 2015; Perlacia et al., 2016). Tukker (2004) identifies three different UO-PSS: (1) product lease, (2) 

product renting or sharing and (3) product pooling. Due to the thesis scope, only the second type is relevant, 

as the provider keep the ownership and responsibility of the product, while the user instead pays “per-use”.  

Petersen & Riisberg’s case study (2017) explores the design and early phase of business development, while 

Stål & Jansson (2017) work with case studies within the Swedish fashion market, but with the purpose to 

explore value propositions in PSS and their potential to shape consumption. Pedersen & Netter (2015), 

instead, analyse the BM opportunities and barriers for fashion libraries. Perlacia et al.’s (2016) sub-BM 

findings are another example of PSS BM research within the fashion industry.  

Moving from the firm’s side to the customer’s side, other authors investigate customers’ sentiment towards 

PSS (e.g. Armstrong et al., 2015). To the authors’ knowledge, no authors have yet studied PSS BM 

implementation within fashion rental, and in particular not in the Swedish market.  

2.4   Summary and knowledge gaps 
The review started with a brief definition of the BM concept, together with a discussion of the existing 

fashion sharing BM literature. The scope of this thesis was restricted to the category of pure fashion sharing 

BMs (Martin-Sánchez, 2016), with a focus on FRBMs (Perlacia et al., 2016). The fact that FRBMs are still 

ill-defined and in conflict with other authors’ work (e.g. Martín-Sánchez, 2016; Pedersen & Netter, 2015) 

revealed potential for improvement of the knowledge within this specific BM category.  
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The authors concluded the literature review by defining the PSS BM concept and reviewing the research 

field, with a focus on UO-PSS BMs (Azarenko et al., 2009; Barquet et al, 2013; Tukker, 2004) in the fashion 

industry. Despite the growing research stream on PSS BMs, gaps were identified in: (1) the categorization of 

different PSS BMs, still at an early research stage (Adrodegari et al., 2016; Baines et al., 2007), (2) the used 

operational tactics to implement PSS BMs (Reim et al., 2015; Vezzoli et al., 2016), as well as (3) the 

possible connections between the PSS BMs and used tactics to implement them, and between the tactics 

themselves (Reim et al., 2015).  The first and second gaps have been partially filled by Reim et al. (2015) 

who led the way for a tactic-based study of PSS BM implementation, however still at a general level and 

with almost exclusive focus on manufacturers, leaving gaps in the understanding of tactics adopted in sub-

PSS BMs and by other actors beyond manufacturers (Reim et al., 2015).  
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3. FASHION RENTAL BUSINESS MODEL AND TACTIC 
FRAMEWORK 
This chapter presents the developed Fashion Rental Business Model and Tactic Framework, which is used to 

analyse and answer the two RQs. The first section introduces the foundation and structure of the framework 

(3.1). The first layer of the framework follows, consisting of three PSS BM research levels (3.2), followed by 

the second layer, focusing on used tactics in UO-PSS BM implementation (3.3). The final section presents a 

synthesis and visualisation of the developed theoretical framework (3.4).  

3.1 Building the Theoretical Framework 
This thesis addresses the three identified research gaps and two research questions by developing a two-layer 

fashion rental business model and tactic framework. The starting point of the framework development is 

Reim et al.’s (2015) original three-level PSS framework (Appendix 3). The first level consists of an initial 

strategic choice: “aiming for an increased service offer” (Reim et al., 2015). The strategic choice is pursued 

in the second level by choosing one of the possible PSS BM types (PO-, UO-, or RO-PSS BM). The chosen 

PSS BM will then determine how the different tactics are used in implementing the PSS BM, forming the 

third level. Tactics within PSS BM implementation are defined as the “the company's residual choices at an 

operational level after deciding which business model to apply” (Reim et al., 2015).  Each tactic is further 

broken into different dimensions, identified as tactical aspects.  

Because a FRBM can itself be argued to be a chosen ‘increased service offer’ strategy, the framework will 

not develop Reim et al.’s (2015) first level, but will rather focus on the two remaining ones. The authors 

identified Reim et al.’s (2015) framework as a valid foundation for this study’s framework  due to several 

reasons. First, the framework starts from a strategic level and progressively moves to an operational level, 

which fits particularly well the two posed RQs. Secondly, Reim points at the potential for further theoretical 

and empirical development of the PSS BM types and operational tactic typologies, and the connections 

between them. Finally,  the original framework has a primary focus on manufacturers, but opens up for the 

application of cases centered around service providers, fitting well into the scope of the thesis and into the 

firms studied. 

The authors also acknowledged how the original framework alone was not enough to answer the RQs, thus 

requiring further development and integration. First, the original framework lacked any structured tool to 

classify the PSS BM characteristics, such as, for instance, the popular BM Canvas (Osterwalder & Pigneur, 

2010), previously adopted by other authors in PSS BM research (Adrodegari et al., 2017 and 2014; Barquet 

et al., 2013; Barquet et al., 2011). Since the authors aim for a more in-depth description of one specific PSS 

BM type (UO-PSS), the decision to use a Canvas to structure the analysis of RQ1 was made.Second, the 

framework was not developed specifically for the fashion industry context, and thus the compatibility of 

Reim et al.’s (2015) tactics and tactic aspects with the study context had to be assessed and adapted through 

the pre-study (Appendix 4). A final issue relates to the ill-defined differences between the second and third 

framework layers. While Reim et al. (2015) include partner type selection as a tactic aspect (within the 
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network tactic), the authors of this study instead argue that partner selection belongs to the BM strategy 

decisions (level 2), in line with the BM Canvas (Osterwalder & Pigneur, 2010). Each framework adaptation 

will be further addressed during the following sections.  

3.2 Use-Oriented PSS Business Model (Layer 1) 
The first framework layer develops Reim et al.’s (2015) UO-PSS BM type to better suit a fashion rental 

context. To do so, the authors reviewed and leveraged existing PSS BM research on three different levels 

(Figure 2). 

 

 

The adoption of PSS involves a reassessment of regular sales BMs (Barquet et al. 2011; Pessôa & Becker, 

2017). As a consequence, the well-known Business Model Canvas tool (Osterwalder & Pigneur, 2010), has 

been applied to a PSS setting by several previous authors (e.g. Adrodegari et al., 2017; Barquet et al. 2013). 

To the author’s knowledge, no one has done this exclusively for FRBMs in the Swedish market. As the 

original framework lacks a structured tool to classify the UO-PSS BM characteristics, the authors aim to 

develop a  FRBM canvas, by critically assessing and combining previous PSS and FRBM research from 

three different levels (Figure 2).  

 

The first BM element, customer segments, defines the customers a firm aims to reach and serve (Osterwalder 

& Pigneur, 2010). In UO-PSS BMs, the different segments indicate the customer’s ownership ideas (Tukker 

& Tischner, 2006), resulting from cultural and regional differences, consumption habits and behaviours as 

well as values (Manzini & Vezzoli, 2003). Figure 3 outlines the key customer segment features within the 

three reviewed PSS research levels. 

Figure 2: The three reviewed PSS research levels 
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The value proposition (VP) defines the products and services creating value for the customer segments 

(Osterwalder & Pigneur, 2010). In UO-PSS BMs, a switch occurs from value-in-exchange to value-in-use 

(Grönroos, 2011), since it is the customer who determines the service value, by getting access to products 

without acquiring ownership (Barquet et al, 2011). Figure 4 outlines the key VP features within the three 

reviewed PSS research levels. 

 

  

 

The distribution channels describe how a company communicates, interacts and reaches its customer 

segments (Osterwalder & Pigneur, 2010). In UO-PSS BMs, it is essential to choose sales channels and prices 

that are prefered over regular purchase (Tukker & Tischner, 2004). Figure 5 outlines the key distribution 

channel features within the three reviewed PSS research levels. 

Figure 3: Customer segment features within the three reviewed PSS research levels 

Figure 4:Value proposition features within the three reviewed PSS research levels 
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The customer relationships define the types of relationships a firm established with its customer segments 

(Osterwalder & Pigneur, 2010). Due to UO-PSS BMs increased service focus, an intensified customer 

interaction becomes crucial (Kindström, 2010). Figure 6 outlines the key customer relationship features 

within the three reviewed PSS research levels. 

 

 

 

The revenue streams represent the revenue a company derives from its customer segments (Osterwalder & 

Pigneur, 2010). In UO-PSS BMs, there is an opportunity to increase revenues by improving the service 

provider’s responsibilities (Mont, 2000). Figure 7 outlines the revenue stream features within the three 

reviewed PSS research levels. 

 

  

 

Figure 5: Distribution channel features within the three reviewed PSS research levels 

Figure 6: Customer relationship features within the three reviewed PSS research levels 
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The key resources define the required assets to create and deliver the firm’s offering (Osterwalder & Pigneur, 

2010). In UO-PSS BMs, the provider must make considerable investments into human resources, due to the 

increased service focus (Tan & McAloone, 2006), as well as in the rented items, as the company retains the 

ownership (Barquet et al., 2013). Figure 8 outlines the key resource features within the three reviewed PSS 

research levels. 

 

  

 

The key activities define the needed actions to create and deliver a firm’s offering (Osterwalder & Pigneur, 

2010). In UO-PSS BMs, the activities are mainly focused on the provider’s service responsibilities (Barquet 

et al., 2011), which are present before, during or after the consumption phase (Grönroos, 2011; Tan & 

McAloone, 2006). Figure 9 outlines the key activities features within the three reviewed PSS research levels. 

 

Figure 9: Key activity features within the three reviewed PSS research levels 

 

Figure 7: Revenue stream features within the three reviewed PSS research levels 

Figure 8: Key resource features within the three reviewed PSS research levels 
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The key partners describe the composition and structure of the partner and supplier network needed to make 

the BM work (Osterwalder & Pigneur, 2010). In UO-PSS BMs, the partnership network is crucial, due to the 

service’s mix of needed competencies (Barquet et al., 2011), usually leading to more long-term 

collaborations and information exchanges between the actors (Rapaccini, 2010) Figure 10 outlines the key 

partner features within the three reviewed PSS research levels. 

 

  

 

The cost structures describe the required costs to operate the company’s service (Osterwalder & Pigneur, 

2010). In UO-PSS BMs there are additional costs as diverse responsibilities are shifted to the provider 

(Tukker & Tischner 2006), which requires investments in human capital (Tan & McAloone, 2006) and 

product stock, as the provider keeps the assets ownership (Barquet et al., 2013). Figure 11 outlines the cost 

structure features within the three reviewed PSS research levels. 

 

 

 

While the developed UO-PSS BM canvas is suitable to analyse what FRBMs exist in the Swedish market, it 

is not meant to describe how these BMs are implemented. This is the focus of the second framework layer. 

Figure 10: Key partner features within the three reviewed PSS research levels 

Figure 11: Cost structure features within the three reviewed PSS research levels 
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 3.3    Tactics in Fashion Rental Business Model Implementation (Layer 2) 
The second layer aims to develop Reim et al.’s (2015) tactics level, to be able to answer RQ2. Due to the 

operational nature of the tactics, the authors adapted the framework based on significant pre-study findings, 

to better suit the fashion rental context. Reim et al. (2015) identify five tactics: contracts, marketing, 

network, product and service design (P&S design) and sustainability. As each of the tactics (and no 

additional ones) were identified in all pre-study companies, and since differences were found only among the 

tactical aspects, the authors further developed Reim et al.’s (2015) tactical aspect based on a FRBM context. 

Which aspects each of the tactics consists of, and how these have been adapted to a Swedish fashion rental 

context follows below. 

3.3.1 Contract Tactic 

The contract tactic describes how rights and liabilities are divided between the involved service parties, e.g. 

between the PSS provider and its customers (Reim et al., 2015). According to Richter & Steven (2009), the 

contract builds the foundations for implementing PSS BMs, and it is designed to (1) state the responsibilities 

and terms of agreements between the involved parties, (2) determine the contract formalization and 

complexity, as well as (3) assess the contract risks and incentives (Reim et al., 2015). 

The responsibilities and terms of agreements define how the PSS task is delivered in all possible events 

(Reim et al., 2015). Since the provider's responsibilities will be higher in UO-PSS compared to regular asset 

sales, and since the product ownership is not transferred to the customer, the rights and liabilities have to be 

defined very carefully (Richter et al., 2010). This becomes especially important in long-term contracts, as 

balancing both parties’ interests becomes more central (Håkansson & Snehota, 1995; Reim et al., 2015). In 

UO-PSS, the provider’s responsibilities are moderate, as the provider doesn’t have complete responsibility 

for the task, compared to RO-PSS (Meier et al., 2010). 

The formalization and complexity differ depending on the PSS provider’s responsibilities. Contract 

formalization increases with the contract standardization level (i.e. no needed customization). UO-PSS 

contracts are moderately formalized, as they are more standardized than RO PSS, but more customized than 

PO PSS. Since formalized contracts fit to so many different cases, they also tend to be less complex (Reim et 

al., 2015). The complexity increases with the provider's level of responsibility (Reim et al., 2015), the 

quantity of specified regulations (Reim et al., 2015, Håkansson & Snehota, 1995) and the sold product-

service type, where a service delivery is more complex than asset sales (Richer & Steven, 2009). UO-PSS 

contracts are moderately complex, since the provider keeps a medium task responsibility and includes 

numerous regulations in the contract. 

The contract risks and incentives are used to control possible service risks and to ensure task fulfilment, 

crucial when defining compensations for the risk-bearing parties. In UO-PSS the risks are on both the PSS 

provider (e.g. ensuring access) and the customers (e.g. returning in time). According to Azarenko et al. 

(2009), the risk of adverse behaviour is especially high in UO-PSS because of no ownership transfer. 

Therefore, it becomes even more crucial to define the usage-based compensation expenses, (Richter et al., 
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2010; Richter & Steven, 2009) as well as to have a mechanism for controlling the product condition 

(Azarenko et al., 2009). This is against other researchers and the pre-study findings, which showed that 

customers are more careful with products they do not own (e.g. Baumeister, 2014). The customer's risk 

perception is also crucial (e.g. hygiene or product damage), not only the provider’s (Edbring et al., 2016). 

Since these findings are included within the contract risks and incentives aspects, no framework adaptations 

are needed.  

3.3.2 Marketing Tactic   

The marketing tactic describes how PSS providers interact/communicate with their customers and use 

insights to implement their BM (Reim et al., 2015). Reim et al. (2015) identify three marketing tactic 

aspects: (1) communicating the service value, (2) the extent of customer interaction, (3) and the use of 

customer and market insight in the service development.  

A value driven communication is useful when attracting new and existing customers (Mont et al., 2006), but 

it also differentiates from other competitors (Reim et al, 2015; Schuh et al., 2008). For UO-PSS it is crucial 

to positively influence customers’ attitude and behavior towards ownerless consumption (Baines et al., 

2007). A clear service communication is also important for increasing transparency and reducing ambiguity 

(Reim et al., 2015).  

As PSS BM involves an increased service focus, customer interaction increases (Kindström, 2010) and trust 

becomes more central (Azarenko et al., 2009). According to Reim et al. (2015) customer interaction will be 

higher in UO-PSS, because the provider offers product usability (instead of regular sales). Furthermore, to 

fulfil this task, a closer customer relationship is needed (Reim et al., 2015). 

 The increased interactions enable an increased customer and market insight data collection (e.g. service 

feedback), which is essential in order to understand the customer’s needs, and useful toward service 

development (Azarenko et al., 2009; Tukker, 2004). 

Based on pre-study findings, one additional aspect is included: marketing channel usage. The authors argue 

that the way in which the marketing channels are used is  an essential tactic aspect, as it determines how the 

service is communicated to the customers.	According to the pre-study findings, the marketing channels were 

mostly used to: inform customers about the rental service via unpaid marketing channels, inspire via social 

media and spread the service via WOM and brand collaborations. This is especially interesting in a fashion 

rental service context, since social media have shown to be an important marketing channel for both 

informing and inspiring customers (e.g. Perlacia et al., 2016), but also since WOM has shown to be a major 

reason why people engage in sharing activities (e.g. Owyang, 2014).  

3.3.3 Network Tactic  

The network tactic deals with how PSS providers approach and manage their network to successfully 

implement their BM (Reim et al., 2015). In Reim et al.’s framework (2015), three aspects of the network 

tactic are identified: (1) type of partners, (2) type of relationships and (3) sharing and coordination activities.  
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The first aspect, type of partners, is not included in the second layer of the framework, as the authors argue 

for its fit in the strategic BM level (Barquet et al., 2013; Osterwalder & Pigneur, 2010), rather than in the 

operational tactic level.  

Reim et al. (2015) leave the relationship type aspect open in the case of UO-PSS, highlighting only two 

tactical choices: early partnerships and close relationships (Maxwell et al., 2006). In connection to the 

relationship type, PSS literature also discusses the importance of information transparency and mutual trust 

(Vezzoli et al., 2015). The role of trust in defining the relationship type is recurrent also in the broader 

network theory (Granovetter, 1973). Furthermore, within network theory the importance of reputational 

networks (Lechner et al., 2006), connected to emerging firms’ activities to enhance the firm’s credibility, is 

of relevance, given the brand centrality in the fashion industry. Lastly, it is argued that the relationship type 

can also determine (1) what activities and exchanges occur between actors, (2) how mutually dependent the 

partners become, but also (3) how important it becomes to balance both parties’ interests (Håkansson & 

Snehota, 1995). 

In the second aspect, ‘sharing and coordination activities’, Reim et al. (2015) focuses on the coordination of 

the partnerships, mentioning the importance of specific platforms through which the cooperation can be 

facilitated, with a focus on manufacturers (Schuh et al., 2009, 2011; Sundin et al., 2010).  

No other tactical aspects within this tactic were identified in the pre-study, thus no other framework additions 

were needed.  

3.3.4 Product and Service Design Tactic  

The P&S design tactic revolves around the design of products and services to satisfy customers’ needs and 

implement the PSS BM successfully (Reim et al., 2015). Two main aspects impact P&S design choices: 

functionality and customization (Reim et al., 2015). 

The functionality aspect revolves around product and service components increasing the value of the PSS 

offering once integrated. In the case of UO-PSS, the functionality aspect is deeply affected by the PSS 

provider’s long-term responsibility for the product. This generates an economic incentive to extend the 

product’s lifetime (Vezzoli et al., 2015), through both product and service design, benefiting both customers 

and providers. Within the functionality category the key aspects are durability (Evans et al., 2007), 

remanufacturing (Kuo, 2011) and availability (Reim et al., 2015).   

The customization aspect refers to the adaptation of products and services to a customer’s individual needs 

(Reim et al., 2015; Osterwalder & Pigneur, 2010), but considers customization in UO-PSS BMs as 

infrequent (Azarenko et al., 2009) and possible only in the case of large customers (Reim et al., 2015). The 

type of customization is nuanced, going from individual customization to mass customization (Osterwalder 

& Pigneur, 2010). 

The pre-study findings led to the addition of a fourth component in the functionality aspect: garment style, or 

the visual attributes of the garment in relation to current trends. This emerged in relation to some companies’ 



 24 

selection or design of pieces in a style that could overcome temporary trends and thus be attractive for the 

long-term.  

3.3.5 Sustainability Tactic  

The sustainability tactic is defined as use of operational practices to make a PSS BM more sustainable (Reim 

et al., 2015). According to Reim et al (2015), companies have three different sustainability drivers, which are 

(1) legal and market conditions (Maxwell et al., 2006), e.g. a growing sustainability pressure (2) customers 

sustainability favorability (Kriston et al., 2010) e.g. more environmentally friendly consumers, and (3) the 

company’s economic and environmental goals (Bocken et al., 2004), e.g. novel technologies that make the 

service more sustainable. According to Reim et al. (2015) the highest potential for sustainability 

improvements results from either an (1) increased resource utilization, or (2) sustainability innovation, 

which should be leveraged when aiming for a more sustainable PSS BM, and to avoid rebound effects 

(Tukker & Tischner, 2006). The rebound effect is“an unintended side-effect that occurs when efficiency is 

improved, leading to a price decline and an increase in purchasing power. In turn, this results in a higher 

resource use or consumption” (Verboven & Vanherck, 2016).  

An increased resource utilization is possible in UO-PSS via (1) improving resource efficiency e.g. via 

recycling and reuse (Tukker & Tischner, 2006), (2) lengthening the garment lifetime e.g. via maintenance, 

and (3) reducing the number of products in use, e.g. via product sharing (Reim et al., 2015).  

The sustainability innovation aspect addresses how incremental or radical innovations are when aiming for a 

more sustainable PSS BM (Reim et al., 2015). Sustainability innovations can improve service or product 

characteristics, as well as impact the BM level (Bocken et al., 2014). In UO-PSS, innovations will mainly 

focus on product maintenance, remanufacturing as well as improving durability (Reim et al., 2015) and  

generally on an incremental level, since the BM seeks to intensify product use (Tukker, 2004) 

Many authors argue that PSS BMs generate environmental benefits (Annarelli et al., 2016; Mont, 2002). 

However, others argue that PSS BMs might even have negative effects on the environment, instead 

maintaining only economic benefits (Kuo, 2011) or social improvements (Morelli, 2006). However, this 

thesis does not aim to define whether the FRBMs are sustainable or not, but rather to understand what 

operational choices are made to make rental services more sustainable. 

No other tactical aspects within this tactic were identified in the pre-study, thus no framework adaptations 

were needed.  
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3.4 Synthesis and Visualisation of Theoretical Framework  
A two-layer fashion rental business model and tactic framework was developed to answer the two RQs. The 

framework is build on Reim et al’s (2015) three-level PSS framework, and was developed to better fit a UO-

PSS FRBM context. The framework follows a linear structure, as the first layer and RQ1 must be answered 

before moving to the the second layer with RQ2 (Figure 12).   

ics used to implement  

   Figure 12: The adapted “Fashion Rental Business Model and Tactic” Framework. 
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4. METHODOLOGY 

The present chapter outlines the methodological choices for the research study. First, methodological fit 

(4.1), research philosophy (4.2) and research approach (4.3) are introduced, laying the foundations for the 

definitions of the RQs. The research design follows (4.4), describing the methodological decisions taken to 

answer the RQs. Subsequently, the authors address the data is collection and analysis (4.5). The chapter 

ends with an evaluation of the study quality (4.6). 

4.1 Methodological fit 
Edmondson & McManus (2007) define methodological fit as the “internal consistency among elements of a 

research project”.  Each component of a research study does not stand as independent, but affects the other 

components, making fit between the different methodological choices crucial to guarantee the quality of a 

research study (Saunders et al., 2009). In order to guarantee methodological fit, the elements of the present 

research study are introduced and justified, following the structure of  Saunders et al.’s research onion (2009) 

(Appendix 5). This model presents several interconnected layers, going from a more abstract and general to a 

more concrete and specific level of methodological decision-making. 

4.2 Research philosophy 
At the foundation of the research design is the authors’ view of the nature of reality (and of organizations) 

and how this reality can be investigated (Saunders et al., 2009; Bryman & Bell, 2011). For this reason, the 

chosen research philosophy must be clarified, as it will shape the choice of research approach and the 

following steps of the research onion (Saunders et al., 2009). 

The fashion rental industry in Sweden is still at an emergent stage, and a great deal of information about 

FRBMs and their implementation lays among specific individuals and professionals, with varying 

perspectives on the industry, the rental business and its future. For this reason, adopting a view of reality as 

subjective, rather than objective, was a natural choice. The identification of interpretivism as the chosen 

research philosophy followed, due to the central role played by the understanding of the research subject’s 

point of view (Saunders et al., 2009) and the notion that when exploring organizations “understanding must 

be based on the experience of those who work within them” (Bryman & Bell, 2011). Furthermore, an 

objective view on the nature of reality in the chosen fashion rental context would have been problematic: 

objective philosophies prioritize the reduction of complexity into a set of laws and generalizations (Saunders 

et al., 2009), whereas the priority of this research is to generate rich and in-depth insights on the novel field 

of FRBMs. 

4.3 Research approach 
According to Saunders et al. (2009), the level of clarity around the theory at the beginning of the research 

project leads to the choice of the research approach, consisting in the general orientation adopted by the 
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authors when conducting business research (Bryman & Bell, 2011). Most authors refer to two main 

orientations: deductive and inductive approach (Saunders et al., 2009; Bryman & Bell, 2011). 

The interpretivist philosophy chosen by the authors would traditionally suggest an inductive approach, based 

on the need to generate in-depth insights (Bryman & Bell, 2011; Saunders et al., 2009) and the nascent body 

of research (Edmondson & McManus, 2007; Saunders et al, 2009). However, the authors argue for an 

abductive approach, motivated by the need to move back and forth between empirics and existing theory. In 

particular, the authors refer to the systematic combining approach as defined by Dubois & Gadde (2002), 

which has at its core the parallel and non-linear gathering of empirics and research of existing theory, 

combined with the dynamic interaction between the case analysis and the theoretical framework being 

developed.  

The choice of systematic combining is motivated by the nascent stage of theory in FRBMs and 

implementation, which however did not determine an exclusive initial focus on empirics. Rather, it led to an 

initial pre-study to shape the direction of the research within the broad field of product service systems 

(Dubois & Gadde, 2002). Furthermore, when a framework was built to support the analysis of the different 

cases, the pre-study empirical findings guided the integration of the framework through the research of 

complementary literature. Finally, the empirical findings of the main study have been instrumental to 

reassess and redirect the framework (Dubois & Gadde, 2002) and ultimately define the research 

contributions. While it could be argued that Dubois & Gadde (2002) defined this research approach with a 

focus on individual case studies, the author found all the previously outlined pillars of the approach to fit also 

in the instance of a multiple case study strategy (addressed in the following section). Furthermore, such 

abductive-based methods are encouraged, due to their potential to bring value to the research and due to the 

concrete lack of a strict division between deductive and inductive approach (Saunders et al., 2009). 

4.4 Research design 
The selected research philosophy and approach inform the two research questions: 

RQ1:What types of fashion rental business models exist in the Swedish market? 

RQ2: How are operational tactics used to implement fashion rental business models?  

Both research questions fit the systematic combining approach. This is due to the choice to develop the 

overall study and research question through the parallel development of theoretical constructs and 

investigation of the empirical context (Dubois & Gadde, 2002): the Swedish fashion rental industry. 

The defined research questions inevitably touch upon the purpose of the research. This research has an 

exploratory purpose, as its main goal is to improve understanding and generate insights on a field (FRBMs 

and their implementation) which has so far not been explored in depth by the literature. The purpose of the 

research also recalls the chosen systematic combining approach, as in exploratory research “you must be 

willing to change your direction as a result of new data that appear and new insights that occur to you” 

(Saunders et al., 2009). 
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Having the research questions been defined, the coming section is concerned with the research design, i.e. 

the design decisions made by the authors to answer the research questions. The research design section is 

broken down into three aspects: (1) research strategy, (2) multiple method choices and (3) time horizon of 

the design. 

4.4.1 Research strategy 

The research strategy selected for this thesis is the case study strategy. Yin (2009), defines a case study as 

“an empirical enquiry that investigates a contemporary phenomenon in depth and within its real-life context, 

especially when the boundaries between phenomenon and context are not clearly evident”. While case 

studies can be also (exclusively) quantitative (Yin, 2009), the authors’ strategy focuses on a qualitative case 

study design. This choice is primarily due to the better fit of a qualitative strategy in the case of the fashion 

rental field, characterised by a nascent body of research (Edmondson & McManus, 2007). Furthermore, 

while the general case study strategy is a good fit for the explanatory purpose of the research (Saunders et al., 

2009), a qualitative case study strategy suits well the interpretivist philosophy chosen. As a matter of fact, it 

allows to gain an in-depth understanding of the motivations behind individual’s decisions and actions 

(Bryman & Bell, 2011; Saunders et al., 2009), enabling the understanding the “hows” and the “whys” (Yin, 

2009), crucial especially for the second research question. 

In order to define further the qualitative case study strategy, a concrete unit of analysis of the case study must 

be clarified, along with the subsequent information needed about the unit of analysis to answer the research 

questions (Yin, 2009). In this research, the unit of analysis is the organization: the fashion rental business. Of 

this unit of analysis, the authors are interested in exploring (1) the organization’s BM elements and (2) the 

activities performed by the organization to implement the BMs. As shown above, while the unit of analysis is 

the organization, attention is paid also to the sub-units (BM elements and implementation activities), 

identified by the research questions. The presence of sub-units thus defines the case study as embedded, 

rather than holistic (Yin, 2009). 

The authors decided to adopt a multiple case design, rather than an individual case design. By multiple cases 

it is in this instance meant that several organizations are used as case studies for this research. The choice is 

justified by the need to increase the robustness of the study by analysing different fashion rental businesses, 

especially when considering that no one firm during the pre-study emerged as representative of the whole 

category, and could not be the object of an individual case study (Yin, 2009). The replication adopted is a 

theoretical replication logic, not to be confused with a statistical logic (Yin, 2009),  since the case 

organizations are compared based on a set of variables, which in this thesis are defined by the theoretical 

framework. This specific type of multiple case study is identified by Bryman & Bell (2011) as comparative 

design. Of course, in line with the systematic combining approach (Dubois & Gadde, 2002) and the nature of 

multiple case design itself (Yin, 2009), the authors entered the research prepared for potential future 

modifications of the underlying theoretical framework, in case the theoretical replications resulted in 
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inconsistencies. The descriptive focus of this thesis will not be on presenting each separate case study, but 

rather on discussing the cross-case conclusions. 

4.4.2 Multiple method choices 

By multiple method choices Saunders et al. (2009) refer to the decision to use one or more data collection 

techniques and/or analysis procedures in a research. The authors decided in favour of multiple methods, and 

of a multi-method qualitative study in particular, as the data gathered are both primary and secondary data. 

Primary data consists of in-depth interviews conducted with the case companies (see Appendix 6 for 

interview agenda), a company partner of two of the case companies, and one expert. The secondary data 

consists of coded and analysed rental contracts retrieved from the case companies or online, rich data related 

to communication of the offering gathered from both online and offline sources, as well as previous case 

studies on the chosen case companies, to complement and cross-check primary information. The secondary 

data was particularly crucial for information on contracts, due to the high volume of technical details, not 

possible to address during a regular semi-standardized interview. 

Bryman (2006), encourages researchers to clarify the motivations behind multiple methods research. The 

authors present triangulation as a motivation for their choice of a multi-method qualitative study (Yin, 2009; 

Saunders et al., 2009). Saunders defines triangulation as the “use of two or more independent sources of data 

or data collection methods to corroborate research findings within a study” (Saunders et al., 2009). The use 

of both primary and secondary data makes a case for methodological triangulation (Denzin, 1970), where the 

researchers adopt different sources of data. 

4.4.3 Time horizon of the design 

As argued by Yin (2009), time boundaries are necessary to define the case study. Given the choice between 

cross-sectional and longitudinal studies (Bryman & Bell, 2011; Saunders et al., 2009), the authors identify 

the research as a cross-sectional study, as its interviews have been conducted in a short period of time, and 

have also focused on a phenomenon at a specific point in time (Saunders et al., 2009). 

4.5 Data collection and analysis 
Having defined the research design, the following section addresses the gathering and processing of the data 

to answer the set research questions. To this end, the authors conducted semi-structured interviews with the 

case companies, with a partner company of two case company and with one expert (see appendix 7 for 

interview details). The interviews were divided between an initial pre-study and the main study. As 

mentioned earlier, secondary data was also gathered from a variety of sources, to further integrate and verify 

the data gathered qualitatively. 

4.5.1 Interview sample  

This study adopted a theoretical sampling strategy (Flick, 2009). This choice fitted the qualitative nature of 

the study, as well as the need to build a representative sample based on the interviewees’ insights into 
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Swedish fashion rental companies and into their related network (crucial for PSS implementation, as 

observed by Barquet et al., 2013) and industry. 

The interview sample consisted of 14 interviews, either face-to-face or via phone, of a duration between 30 

and 90 minutes. The full list of the interview details is included in Appendix 6. The company names were 

anonymized, following the requests of several companies. The interviewees were selected to include (1) 

interviewees from a variety of Swedish fashion rental firms (11 of the 14 interviews) and (2) industry experts 

and/or members of the fashion rental network (3 of the 14 interviews). The different interviewee positions, 

together with  their belonging to different companies, helped increase study credibility (Merriam, 2009).    

Decisions about the final composition and limitation of the sample were not made at the outset, but as data 

was collected and processed. As a matter of fact, in line with theoretical sampling “the analyst jointly 

collects, codes, and analyses his data and decides what data to collect next and where to find them” (Glaser 

and Strauss, 1967, as cited in Flick, 2009). Lastly, the selection of the case company sample was limited by 

the fact that, based on the author’s research,  only thirteen companies resulted to fit the scope of the research. 

While all of these were contacted, only seven (Appendix 8) responded accepting to be included as case 

companies for the study. 

4.5.2 Interview design 

Semi-standardized interviews were selected as primary data collection method. The choice was motivated by 

the inclusion of mostly open-ended questions in the interview guide, to enable an in-depth exploration of the 

topic investigated (Flick, 2009). Furthermore, this collection method was paired with a responsive style of 

interviewing (Rubin & Rubin, 2012), which granted the authors flexibility in following the interview guide. 

This was crucial to (1) investigate relevant surfacing information and (2) avoid a rigid series of questions, 

which may not fit the specific interviewee and obstacle an open and comfortable conversation.      

The interview guide, in line with the systematic combining approach, was adapted throughout the process. In 

the pre-study phase, being the goal the investigation of the industry and of potential empirical gaps, the 

topics addressed were broader during the first interviews, and then started to focus around BMs and 

operational tactics as the framework development evolved in parallel. In the main study phase, while the 

questions were still open, but the structure was more clearly built around the investigation of the two 

framework layers (for a sample interview guide, see Appendix 6). Interview customization based on 

company and interviewee information gathered in advance was practiced. 

An important learning during the interview process was related to the importance of establishing a personal 

contact, to make the interviewee comfortable and open to share information that could be perceived as 

sensitive (Saunders et al., 2009). To build this contact, general conversation to ease into the interview was 

used at the beginning of the interview. Furthermore, being transparent in the purpose of the study was 

essential to establish trust. This was achieved through (1) email introduction presenting the authors’ study 

objective, followed by (2) informed consent before the start of the interview (Bryman & Bell, 2011), in 

person or on the phone. This included also respecting the will of a few interviewees not to be recorded, or 



 31 

choosing to directly exclude recording in order not to make a particularly uncertain interviewee 

uncomfortable. 

4.5.3 Data processing  

All interviews were recorded and transcribed to “transform the interesting realities into text” (Flick, 2009), 

when recording was allowed or appropriate. In the few cases in which it was not, the authors supplied to this 

through extensive notes, usually taken by the second interview partner, in order not to lower the quality of 

the data or disrupt the interview flow. Secondary data was collected in parallel, either online or by requesting 

access to it during interviews (especially in the case of contract access). 

Theoretical coding (Glaser and Strauss, 1967) was the selected data coding approach for the primary data. 

The approach started with open coding, where empirical data was broken down and segmented. 

Subsequently, the pattern matching step allowed to effectively compare previously developed constructs 

with empirical findings, by organizing data based on coding families (Flick, 2009). In this study, the theory-

driven coding families corresponded to the BM elements (first layer) and to the tactics and tactical aspects 

(second layer). New coding families were instead identified at the tactical aspect level in the pre-study or at 

tactical choice level in the main study. The pattern matching step was structured by setting up an excel sheet 

where each column visualized a coding family and a row an interviewed company, enabling the authors to 

fill each column with the appropriate key quotes. Secondary data was also added to the sheet, in order to 

guarantee a more reliable and efficient comparison of patterns across interviews. The data was subsequently 

analysed, by (1) identifying recurrent findings in the sheet of coded data (2) comparing the recurrent findings 

against the current framework and consequently adapting it and (3) elaborating the analysis conclusion. For a 

summary of the data processing flow, see Appendix 9. 

In line with the systematic combining approach, the framework dimensions where measured against the 

empirical findings, and resulted in an update of both framework layers. 

4.6 Quality of Study 
The debate on the nature and on the evaluation of quality in qualitative research is still open (Flick, 2009). 

The authors address it by discussing three different attributes of this research: consistency, credibility and 

transferability.    

4.6.1 Consistency 

Consistency refers to the extent to which the techniques employed can be trusted to lead to consistent results 

(Lincoln & Guba, 1985, Saunders et al., 2009). Consistency was ensured by guaranteeing quality of 

documentation and a structured recording of data (4.5.5), which allowed to track back the segmented 

empirical data to the transcribed primary source/coded secondary source. Furthermore, the authors referred 

to the concept of triangulation throughout the study. Four types of triangulation are present: (1) data, (2) 

investigator, (3) theory and (4) methodological triangulation. 
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Data triangulation was achieved by adopting different data sources, in terms of both interviewees occupying 

different positions in different organizations and location, but also in terms of use of both primary and 

secondary data, where the secondary data does not simply have a support function, but a central role, 

especially for the second framework layer. Investigator triangulation was achieved by the two authors 

conducting both interviews and analysis. While the framework structure is mainly revolving around Reim et 

al.’s perspective (2015), the authors worked towards theory triangulation by critically assessing such view 

and developing and integrating the framework with a plurality of research perspectives. Lastly, 

methodological triangulation was achieved through a multi-method qualitative study (4.2.2). 

4.6.1 Credibility 

Credibility refers to the extent to which research findings correspond to reality (Lincoln & Guba, 1985, 

Merriam, 2009). Two methods to increase credibility, suggested by Lincoln & Guba (1985), were adopted: 

(1) triangulation, (2) saturation of the data collection (Flick, 2009), to the point where similar responses were 

being obtained from the interviewees (3) verification of the statements included in the empirical findings 

with the interviewees, to verify their accuracy  

4.6.3 Transferability 

Transferability indicates the extent to which the findings apply to other contexts, and it is often challenged in 

qualitative research (Bryman & Bell, 2011). The authors took two measures to increase the study 

transferability. First, as recommended by Lincoln & Guba (1985), the authors provided a rich context to their 

findings (through key quotes and clear outline of the research evolution), in order to enable readers to assess 

the similarity of their context with that of this research. Furthermore, the selection of interviewees across 

distinct companies enabled the researcher to “lift” the framework from a specific case, in an attempt to define 

the existing BM and connected tactic options in the overall Swedish market (Merriam, 2009).  
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5. EMPIRICAL FINDINGS 
The following chapter presents the main findings of the empirical research study conducted, organized 

through the two-layer theoretical framework. The first section presents the empirical findings related to the 

fashion rental firm service characteristics (5.1). The second section presents the business model elements 

(5.2), and the final one (5.3) focuses on the operational tactic findings.  

5.1 Fashion Rental Service Characteristcs  
The empirical findings regarding the fashion rental service charactristics and business model elements (Layer 

1) are based on both primary and secondary data. In order to facilitate the empirical findings readability, one 

division has been made between two firm types. The first type, (1) fashion brands, consists of fashion firms 

renting out their own individual brand (Company G and A). The second type, (2) middlemen, includes 

service providers renting out several non-owned brands (Company B, H, C, F and J). Furthermore,  

Company D is included as a key rental IT system partner for the two fashion brands. Figure 13 illustrates the 

main service characteristics of the case companies.  

 

 
 

5.2 Fashion Rental Business Model Elements  
Data on each business model elements was gathered and processed. The the key findings for each element 

are reported below. 

5.2.1 Customer Segments 

In general, a typical fashion rental customer is seen as an early adopter with different rental motivations, 

which is the reason why the rental providers “are in the front-end of finding those kind of consumers who are 

willing to think a little bit before the masses” (Company C). None of the companies targets a specific 

customer segment. However, in the empirical analysis the authors have identified six customer segments 

based on different rental motivations (Figure 14), where one customer can contemporarily belong to more 

Figure 13: The found fashion rental service characteristics 
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than one segment. Three of the companies (Company C, A and G)  have a broader customer base, while 

Company F, J, H and B have a more specific customer segment, e.g. more environmentally conscious 

customers at Company J. Although rental has traditionally been assumed to be an environmentally-friendly 

consumption alternative, rental companies do not see this as a main motivation or selling point, but instead as 

an ‘extra bonus’ (Company F, A, C, B).  

 

 
 
 

 

5.2.2 Value Propositions  

The study identified four categories of customer perceived benefits (Figure 15). The economic benefits 

resulted as two-fold, including (1) lower initial investment compared to purchase, and (2) access to 

affordable garments, for customers previously unable to afford them. 

Functional benefits refer to the positive practical consequences of the service. Convenience (relieving the 

customer of a burden, however not taken over by the rental company) resulted as an important point of most 

companies’ value proposition. Examples are the reduction of a customer’s closet clutter or the chance to 

avoid packing sportswear for a winter holiday (Company H and C). The shifting of tasks from the customer 

Figure 14: Fashion rental firm’s customer segments and rental motivations 
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to the company was also mentioned by most interviewees (e.g. the company is responsible for laundry and 

repair).  

Experiential benefits resulted as twofold. First is the possibility to experiment with one’s style and keep the 

wardrobe updated, given the lower cost barrier and the curated garment selection. This was found for both 

everyday/evening wear (Company F, J and B), and for sportswear rentals (Company A and H). The second 

benefit category comes from additional services integrated in the specific rental service, increasing the 

perceived experience value. Examples are customized styling experiences (Company F and B), as well as 

events and activities available in the showroom (Company B). 

Lastly, the customer’s perception of environmental benefits was mentioned by all companies (except for 

Company J) as a secondary motivation, in reference to customers’ choice to rent in order to reduce their 

environmental impact. 

 
 

 

5.2.3 Distribution Channels  

In terms of sales channels, all companies were found to have owned offline sales channels, the most common 

being stores and showrooms. Some companies, like Company B, F, A and G, attribute particular importance 

to trying on the garment in person before renting it, to guarantee the correct fit.. Company C, instead, closed 

its physical store, because “the shop took too much time and costed too much money and gave nothing in 

return.". Only three companies (Company C, F and J) currently offer the possibility to book the rental 

service online. However, the two fashion brands (Company A and G), have shortly run a pilot program 

(2016-2017) to introduce an online sales channel in collaboration with the rental IT system partner Company 

Figure 15: Fashion rental firms’ value proposition and customer benefits 
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D. Partners like travel agencies, hotels and recreational/touristic businesses also were mentioned as important 

partner-owned sales channels for Company C. Lastly, phone and email as channels for booking were 

discussed by Company H and C. Some of the companies are also using each others’ sales channels, as in the 

case of  Company A and H. Similarly, Company G is renting out its garments both in its own stores, but also 

via selling its garments to Company F.  

The companies communicate their offering and reach their customers through a variety of marketing 

channels. Among the owned online channels, the use of social media like Facebook, Instagram and Twitter 

emerged frequently. Company websites appeared as a central communication channel and the use of email in 

the form of newsletter is adopted by all companies except for Company C. Communication partners were 

found to be another important channel. For instance, Company C considers hospitality and tourism 

organizations among its most important marketing channels, while the collaboration between Company A 

and H has also turned each partner into a valid marketing channel for the other. The stores, showrooms or 

other physical locations are important owned offline marketing channels. Lastly, blog posts and articles can 

be considered as another important third party (free) channel, particularly for Company F, which considers it 

as a powerful means to attract new customers.  

Regarding delivery channels, pick-up of the garments in store or in another physical pick up point (such as 

Company C’s storage facility or Company H) is common to all the case companies. However, based on 

secondary data research, this is not a must for today’s fashion rental companies, as other companies not 

included in the study only offer online delivery. Only three companies (Company C, F and J) were found to 

offer online delivery. Company J describes its online delivery to be important, since they “want the concept 

to be accessible to everyone” (Company J, anonymized web article).  

5.2.4 Customer Relationships  

In terms of customer relationships, everyday clothing rental providers (Company G, F and J) resulted to be 

involved in moderate- to long-term relationships with their customers, especially in case of a monthly 

subscription option. Company G store clerk reported how customers frequently attending rather formal 

events use the service repeatedly. Instead, businesses renting less frequently used clothing  (Company A, H, 

B and C), were found to have rather short-term, one time relationships, “more like a weekend or so” 

(Company H).  

The depth of the relationship was found to be rather company specific. Company B reported having tighter 

relationship with its customers due to its experience focus: “because you spend time with them, for example 

one hour with the client”. On the other hand, companies like Company C believe their relationship with the 

client is not particularly close: “We don’t have any different relationships with our customers than a normal 

business. [...] So I wouldn’t say we have a “cult” going around us”.  

Finally, trust emerged as an important dimension of the customer relationship. Overall, the rental industry 

appeared to be characterized by fairly high levels of trust from the existing customer towards the business, in 

terms of both quality of product and service. Connected to customer relationships is also the topic of 
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customer data collection. While all companies gather customer contact information (e.g. name, phone 

number, email, address, ID number), no company, except for Company C and B  reported processing or 

using the data in any particular way to develop the service. Company C observes: “we don’t need the data 

about the specific person, we see it’s more general for us. Others are interested in pinpointing commercial 

tools specifically [...], whereas for us is the broader masses and seeing parts of that.”.  

5.2.5 Revenue Streams  

All companies key revenue streams are mainly coming from the rental or subscription fees, and from regular 

asset sales. One of the companies mentioned that its rental stands for 1% of the total sales turnover, but 

disclosed a 5-year plan to raise the percentage (including other circular services) to a total of 10% (Company 

A). The rental service enables companies to generate recurring revenue streams, “[...] because instead of 

selling the jacket once and get the money for it, by renting it we can earn money ten times” (Company A).  

For companies renting clothes for less frequent uses, “subscription is not relevant, since people consume 

special occasion dresses so few times” (Company B) . The revenue models differ between the companies but 

are normally built on the below variables (Figure 16):  

 

 
 

 

5.2.6 Key Resources 

All companies have identified the garments and sales locations as a key physical resource. A separate rental 

assortment (instead of renting the whole garment assortment) resulted in a lower variety of garments offered 

in the case of fashion brand Company A. A physical store, as well as a good location, are currently crucial 

for all companies except for Company C and J, which argue: “We don’t need it maybe in the future, but we 

do need the physical store at the moment”, since they strongly believe in a digital rental concept.  

All companies identified their staff as a central human resource, as the product knowledge and education 

about the rental logic is seen as crucial. Company F and B stress the importance of in-store styling advice 

when delivering the service experience. At Company A, designers are also involved in screening the 

garments fitness for rental.  

The financial resources differ based on the company sizes. For the smaller firms,  the limited funds are 

strongly affecting the service developments speed. One of the larger companies (Company A) mentions the 

Figure 16: Fashion rental firm’s revenue model bases 
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benefits from being privately owned, since “There is more flexibility, you don’t need to have results shown 

to owners every three months. You need long term focus and create a real change.”.   

The Intellectual resources mainly revolve around two aspects: IT systems for rental ordering and brand 

equity. Four of the companies are collaborating with external actors to develop digital solutions specific for 

rental. For the fashion brands, the equity of a brand is an important resource to push the rental-service 

forward: as explained by Company H: “We are going to do other activities together, so the people connect 

Company A and Company H as strong brands”.  

5.2.7 Key Activities 

The required activities to create and deliver the rental service are strongly shaped by the agreed service 

responsibilities between the rental provider and the customer (Figure 17). In general, most companies report 

handling most activities internally, which is possible due to the still basic nature of the service and the small 

customer base.   

The pre-rental stage activities (which continue throughout the service cycle) consist of garment selection or 

purchase,  supplier management,  marketing, and IT system and website development. A common challenges 

for all companies is to increase customer awareness of the rental service, as Company F point out: “people 

don’t know about us. And people think it’s fancy clothes, they don’t understand it’s also clothes for every 

day”. Therefore, marketing and communication becomes crucial to clear out such misunderstandings.   

Key activities in the rental usage stage are to provide rental access via offline or online channels, creating 

rental orders, serving clients, and ship products when online rental is offered. The client service is especially 

important for companies with an experience focus, as mentioned by Company B: “the store we use to build 

the whole experience thing, because we don't want it to be just about the dress rental”. As a part of the 

customer service, two of the companies (Company B and F) take into consideration the clients’ garment 

desires. For example:  Company B asks on its webpage: “Would you like us to include any designers or 

brands that are not included today? Email us and tell us what you want to see more of”.   

In the post-rental stage the key activities are management of returns, garment condition checks, laundry and 

repair, as well as late return or product damage fees.  
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5.2.8 Key Partners 

A wide variety of partners and partnership motivations were identified (Figure 18). For the middlemen 

(Company H, C, F, J and B), clothing suppliers and customers are crucial partners to acquire garments. Two 

of the companies (Company J and B) occasionally also source unutilized garments from their customer base. 

In the case of fashion brand Company G, the rental activity “gives the company an incentive to invest in high 

quality, durable materials, to further extend the lifespan [of the garment]” (From anonymized secondary 

source). Thus, manufacturers and textile suppliers become instrumental partners to achieve such goals. 

Partners supporting the reverse supply chain process are another crucial group of actors, due to the ‘circular’ 

logistical flow in rental, while in regular sales “Once it [the garment] is sold it’s out of the system, and the 

worst thing is that you get it back and you need to put it into the system again.” (Company D). Company G 

and A have started a cooperation with Company D, offering a supporting IT system specific for rental. 

Company C is also collaborating with an external expert to develop a new IT system to handle the rental 

processes, “because there are no systems on the market like this” (Company C). Communication partners 

were another category often mentioned by the interviewees. For instance, Company B cooperates by 

Figure 17: Fashion rental firm’s key activities 
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providing its dresses to photography workshops, while Company C relies on tourism and hospitality industry 

partners connecting their own customers back to the rental service. Customers are mentioned by both 

Company A, C, and F as another marketing partner, due to the power of their WOM activity. Lastly, co-

branding activities with either textile suppliers or other rental businesses also support the visibility of the 

brand and of its services (e.g Company A and H’s partnership). Another category of partners identified is 

that of actors cooperating with the rental business to enhance and enrich the offline customer experience, as 

in the case of Company B,  where photographers, makeup artists and stylists contribute with their respective 

competences to offer an all-round experience. All brands also mentioned collaborations with dry cleaners as 

well as repair services, supporting the maintenance of the garments, as well as potential external consultants. 

 
 

 
 

 

5.2.9 Cost Structure 

There are both fixed and variable costs to deliver a rental service. The fixed costs are predominant, and 

consist of physical store or warehouse expenses, salaries, marketing, as well as IT system development 

expenses. The physical store and salary expenses are pre-existing for the fashion brands, but a major cost 

centers for the middlemen: for the time being, Company B founders do not take out any salaries. The 

marketing expenses vary between the companies. All companies use mostly free marketing channels, but 

Figure 18: Fashion rental firms’ key partners 
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Company B invests more in creating marketing material (ex. photoshoots). When considering fashion 

brands, the marketing activity is already in place to support the main business. However, Company A points 

out how “the muscle to talk about it [the rental service] and tell the world that we have this service... that’s 

also money”, pointing out that additional marketing costs are expected. Company F and J also mentioned the 

rental IT systems as key expense. The increased service responsibilities in fashion rental cause also some new 

variable costs. Examples are purchasing or reserving garments to rent (which could have otherwise been 

sold), product laundry or dry cleaning and repair, as Company A states: “we need to wash the garments, 

every now and then maybe do some repairs or something like that. That is an additional cost compared to 

just selling”. 

 

5.3 Swedish Fashion rental firms used service tactics 
The empirical findings regarding operational tactics used to implement FRBMs (Layer 2) are also based on 

both primary and secondary data. The data is organized through the framework’s five tactical sets, aiming to 

lay solid foundations for RQ2 analysis. The context-specific operational activities performed by the 

companies within each tactical aspect are here referred to as operational tactical choices. 

5.3.1 Contract Tactic 

By combining data from received customer rental contracts, T&C (from stores and webpages), as well as 

interviews, the authors have identified nine different tactical choices within contract tactic (Figure 19). The 

empirical research resulted in three ‘responsibilities and terms of agreements’ operational tactic choices, 

which are: (1) moderate provider responsibility (2) moderate consumer responsibility, and (3) garment lease 

over ownership agreements.   

The moderate service provider responsibility consists of the decision to create customer value by shifting 

service responsibilities from the customer to the provider, but still leaving some of the responsibilities (e.g. 

correct usage) and activities (e.g. in-store pick up) to the customer. The moderate consumer responsibilities 

are based on the fact that the customer is relieved of several responsibilities, but still bears some, as shown in 

Company C’s rental conditions: “you as a lessee are responsible for the equipment you rent from us 

throughout the rental period”. The distribution of responsibilities is not only limited to customers and 

service providers, but includes also business partners, since three of the middlemen (Company J, H and C), 

are leasing garments instead of purchasing from brands.  

Two additional tactic aspects are moderate formalization, and complexity. Moderate formalization refers to 

the decision to develop standardized and user-friendly contracts, but still including numerous contract 

regulations. Given the moderate service provider responsibilities discussed above, this results in a moderate 

contract complexity . 

Four operational tactic choices within the contract risks and incentives aspect were identified: careful risk 

assessment, inclusion of damages in the budget calculations, clear late return and damage fee agreements, as 

well as insurance management. All companies do careful risk assessment and take also into calculation the 
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possible damages. Agreement on what happens if the customer damages or returns the garment too late are 

also seen as crucial. The companies’ insurance management tactics vary. While Company F sells “self-risk 

elimination as an optional insurance that completely removes your costs in case of damage for 250 SEK” 

(Company F webshop), Company C formally rules out this option, by specifying that the products are not 

insured by the firm. Interestingly, all companies describe their customers as honest and careful in garment 

usage. Company B comments: “they might want to behave more responsibly exactly because it's not their 

and since they know they have to bring it back”.  

 
 
 
 
 

5.3.2 Marketing Tactic  

The authors have identified ten different operational tactic choices within the marketing tactic (Figure 20).  

Three service value communication tactic choices are access vs. experience value focus, environmental 

benefits centrality, and service transparency. Five of the companies (Company G, A, H, J and C) focus on 

communicating the rental services access value, while two of them (Company B andF) focus on the services 

experience value. All companies communicates the rental services environmental benefit to some extent, 

except Company B, which focuses exclusively on service experience. However,  Company C explains:“we 

tried to use the sustainability part of our communication in a larger scale when we started the company, but 

we saw that people weren’t interested [...] so we scaled it down and we are still not pushing that as much as 

everything else”.   

Figure 19: Fashion rental firms’ contract tactic aspects and operational tactic choices  
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The tactical choices among the companies in terms of customer interactions. As three of the companies offer 

a subscription services (Company F, J, and C), they will naturally have more frequent interactions due to the 

repetitive service model. As Company J describes: “Especially if they get subscription [...] they can just 

have it for a certain time, and then next month they can come back and do the same thing [...]”.  The needed 

trust between the rental providers and customers also varies, since some of the companies describes it as 

crucial, while Company F describes it as:  “It’s like if you compare to... your dentist. You get help, you know 

what to get [...]”. 

Only three companies (Company B, J and C) use customer or market data insight in their service 

development, even if all companies are collecting basic customer contact data in their rental services. The 

rental IT system provider Company D mentions the data collection purpose as crucial,  due to the new GDPR 

rules launched in May 2018 (EU GDPR, 2018). 

All companies use unpaid marketing channels to inform customers about the rental service, and social media 

to both inform and inspire. Three companies (Company A, C, and F) mention their consumers’ WOM effect 

as crucial for spreading the service, as described by Company C: “we are growing organically, so for us it’s 

the best commercial we can get”. Five of the companies use brand collaborations (Company A, H, C, J and 

B) for spreading the service., while all middlemen select strong brands with a positive brand spillover on the 

rental service. As Company B explains: “If we say we have Company G or Marc Jacobs in our collection, 

then people would come for the dresses”.  

	

Figure 20: Fashion rental firms’ marketing tactic aspects and operational tactic choices  
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5.3.3 Product and Service Design Tactic 

The empirical study led to the identification of twelve P&S design tactic choices, divided across the four 

P&S design aspects (Figure 21). 

Durability resulted as a crucial aspect for all brands. Different ways of acting on durability and preserving it 

were identified. For fashion brands, a way to impact durability is to act upon the design and production of 

the garment, due to the intense garment usage. For instance, upon starting the rental service, Company A 

added “if it’s durable enough to be used for rental” in the designer checklist. For middlemen, crucial ways to 

influence durability are by selecting high quality garments (Company C, B, J, F) and by identifying high 

quality supplier brands, aiming to extend the garment lifetime. Furthermore, two middlemen (Company C 

and J ) actively work to indirectly influence the supplier brands’ garment durability by encouraging 

improvements in the design and production process. For instance, Company J reports to the supplier brands 

information about the parts of the garments wearing out faster, enabling improvements on the garment 

overall durability. All companies also report paying special care to the maintenance of the garments. On a 

customer level, companies report educating customers for a correct use/maintenance of the garment, but also 

limiting customers’ agency by including limitations and usage conditions in the rental contract. Another 

frequent alternative is relieving the customer from part of the responsibility to care for the garment, in 

particular in the post-rental stage. 

In terms of remanufacturing and reuse of garments, both fashion brands were found to be cooperating with 

their partners (from long before the start of the rental service), such as recyclable textile suppliers, and 

innovative manufacturers that would support remanufacturing. Company G, for instance, recycles the textiles 

of deteriorated rental garments (Company G store clerk). Middlemen also contribute to this logic, by leasing 

the garments from the supplier brands: after the rental period is terminated, the garments are returned to the 

manufacturing brands. Company H and J do so for all of their garments, while Company C is making an 

effort to extend this kind of cooperation to as many long-term supplier brands as possible. Lastly, second 

hand selling before the rental garment is excessively deteriorated was found to be another recurrent practice 

(Company C, G, F and B). 

The rental service benefits from the choice of the two fashion brands to adopt (even before the rental service) 

a garment style “not dependent on the superficial trends of the fashion industry” (Founder of Company G, 

from anonymized secondary source) by offering a selection of garments which stays relevant for longer. 

Among the middlemen, Company C is the only one which looks for a rather neutral and timeless style when 

selecting the garments, while the other middlemen showed a preference for non-neutral/trendy styles. 

Company C, G, A and H reported not having issues with availability (potentially due to the still limited 

customer base), as well as having a high garment volume and size range. However, some companies mention 

the availability of specific garments in only one size could pose a risk, in case of delayed return of garments 

already booked for the next rental cycle. The issue is handled by securing availability through contractual 

late return terms.  
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In terms of customization, no company reported practicing product customization. However, two different 

instances of service customization were identified. First, Company F and B offer personalized styling 

services and support to the clients, enhancing the experience, as Company F explains: “[...] they appreciate 

the help, like a personal stylist, it’s about the experience. if you come here we help you find the dress, you 

can’t have that online if you are unsure”.  Mass service customization is also offered by Company F, J and 

C, due to the availability of different subscription options, mainly dependent on the desired rental duration 

and/or number of garments rented.  

 

 

          

Figure 21: Fashion rental firms’ P&S design aspects and operational tactic choices  
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5.3.4 Network Tactic  

The operational tactic choices related to the type of relationship aspect were found to be composed of sets of 
interrelated characteristics (as illustrated in Figure 22).  

The first type of operational tactic choice, establishment of high commitment relationships, is related to 

knowledge intensive partnerships. Such partnerships were found to be usually long-term, deep partnerships 

involving high levels of trust, information exchange and mutual shaping of action. Company A exemplifies 

this when discussing its manufacturers and suppliers: a long-term commitment and high trust is necessary in 

order to request investment in the partnership (e.g. R&D). Company D is another partner belonging to this 

category, and when discussing the relationship with Company G and A, it observes how the partnership is 

tight and revolves around open co-creation to develop a suitable rental IT system. High commitment 

relationships were found also among middlemen. Company H, C and J display high commitment 

relationships with their supplier brands. Furthermore, both Company C and J indirectly stimulate change in 

the garment manufacturing, one by actively encouraging partner brands to invest in garment durability, the 

other by communicating durability information on specific garments, enabling improvement. Interestingly, 

information exchange in high commitment relationships is variable. For instance, while Company A has an 

open information flow with Company H and D, information from the supplier/manufacturer’s side is often 

not so easily reachable. However, despite lower transparency, these relationships are seen as long-term 

investments, with transparency as ultimate goal. 

Moderate commitment relationships make up the second tactic choice type, and are not as knowledge 

intensive, but still indispensable and not easily replaceable for the rental service. While being still long-term 

relationships and involving high trust, their depth is considerably lower, as well as the level of critical 

information exchanged, the latter found among one of Company C’s partners: “With the hotel we usually 

don’t look at the specific guest, we see more like okay, you are a guest coming from abroad, that is one key 

category for us” (Company C). Furthermore, the steering of the partner’s course of action is no longer a 

crucial aspect of the relationship. Other examples are Company J’s long-term partnership with a specific 

environmentally certified laundry service and Company F's partnership with its supplier brands. The variable 

nature of information transparency on the supplier side emerges again also in this category. 

Last is the tactic choice of low commitment relationships, related to not knowledge intensive, easily 

replaceable partnerships. These partners do not require high information exchange, deep relationships or 

strong levels of trust, nor need necessarily be kept as long-term partners. An example of this third network 

tactic can be found in the case of dry cleaning services (for the greater majority of the companies 

interviewed).  

The empirical research did not yield any particular result for coordination activities facilitated by digital 

means, except for the project under development between Company D and its clients Company G and A, 

with the goal of the development of a rental“supporting IT system” (Company D). While this solution would 

imply better tracking of the garment across different partners (e.g. dry cleaners), the solution is currently 

under redevelopment, and its implications on partner coordination have therefore not been explored further. 
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5.3.5 Sustainability Tactic 

The authors have identified seven different operational tactic choices within the sustainability tactic (Figure 

23). All companies are mentioning having some type of sustainability purpose, but some of the companies 

take it much further than others. When it comes to choices to increase resource utilization, all companies are 

indirectly doing this via renting out garments instead of just selling them, as described by Company B: “if 

you use a dress five times, instead of just once, you have then used less resources”. Three of the companies 

(Company C, J and H) have implemented take-back agreements, which lead to a higher garment recycling 

efficiency. One of the companies (Company G) was found to have a slightly lower product utilization, since 

it does not rent out its garments more than once, but moves them instead in a separate corner at 50% off, or 

to its second hand boutique. Finally, one of the companies is making its service more sustainable via 

choosing “sustainable boxes for the shipment of the clothes to the customers“ (Company F), while four 

companies (Company G, A J and C) are also working with more incremental sustainability innovations, 

related to the garments product maintenance and durability. Two of the companies (Company G and A) take 

a more radical innovation approach, by working with recyclable textiles.  

 

Figure 22: Fashion rental firms’network tactic aspect and operational tactic choices  
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  Figure 23: Fashion rental firms’ sustainability tactic aspects and operational tactic choices  
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6. ANALYSIS 
This thesis aims to define the existing fashion rental BMs in the Swedish market, and to understand what 

operational tactics are used across them to implement the PSS. To fulfil this purpose, this chapter analyses 

the empirical findings through the theoretical framework presented in chapter 3, by following the below 

structure (Figure 24):  

 
Figure 24: Analysis structure 

6.1 Fashion Rental Business Models  
Based on the empirical findings, Layer 1 of the framework was adjusted to identify three separate FRBMs, 

whose main features and differences are then addressed in this section. 

6.1.1 Review and Adjustment of  Layer 1 of the Framework 

The theoretical framework first layer was applied to structure the analysis of the existing FRBMs in the 

Swedish market. By developing the original PSS BM framework to a FRBM matrix (Figure 25), the authors 

aim to answer RQ1:What types of fashion rental business models exist in the Swedish market? 

The matrix is built on the two strongest identified variables to separate and classify the FRBMs (discussed in 

6.1.3). The first variable is the provider’s market position, consisting of (1) established fashion brands i.e. 

firms renting out their individual brand, and (2) middlemen, i.e. firms renting out several non-owned brands. 

The second variable is the provider’s value focus, which is 

divided into an (1) access value, with a purpose to offer 

garment access instead of ownership and (2) experience 

value, where the service experience becomes more central 

than the garment access. These variables build the FRBM 

matrix, consisting of (1) access focused fashion brands 

(Company G and A), (2) access focused middlemen 

(Company J, C and H), (3) experience focused middlemen 

(Company B and F), as well as (4) a potentially unexplored 

BM type (established brands with an experience focus).  

The coming section will focus on highlighting the key 

differences between FRBM, while a complete and detailed 

overview  of each BM is available in Appendix 10. Figure 25: The Fashion Rental Business Model Matrix 
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6.1.2 Three Fashion Rental Business Models  

The first BM type, access focused fashion brands, consists of firms renting out their individual brand as an 

additional service to their regular fashion sales, via offering brand access over garment ownership (Barquet 

et al., 2013; Pistoni & Songini, 2017). This BM differs from the others in customer rental motivation and 

service value communication by having a stronger focus on the brand access value, instead of garments in 

general. Customers unable to purchase the brand can now access it (Steven & Soth, 2010), as  Company G 

describes:“we have customers who can’t buy our brand because our prices are high, and for them it's 

therefore perfect to rent!”. Companies within this BM are currently only renting and delivering garments via 

their physical stores, but an online channel is interesting for the future and under development, supporting 

the BM access focus (Tukker & Tischner, 2004). The store personnel is still seen as an important resource 

for the added value creation (Kindström et al., 2015), as they are the key interaction points to the rental 

customers (Kindström & Kowalkowski, 2014).  

The second BM type, access focused middlemen, consist of firms renting out several non-owned fashion 

brands as their core business, via offering garment access over ownership (Pistoni & Songini, 2017; Barquet 

et al, 2013). This BM differs from the others in customer rental motivation and service value communication 

by having a stronger focus on access to garments in general (i.e. no specific brand or experience focus). For 

instance, Company C describes its customers to appreciate the service convenience (Tukker & Tischner, 

2006): “[the customers] see this as a service of... that they don’t have to do anything for themselves, it’s easy 

for them”. This BM type rents and delivers garments via online and offline channels, which support the BM 

access focus (Tukker & Tischner, 2004). The offline channel is currently important, but it may not be in the 

future, due to this BM’s main focus on convenience.  

The third BM type, experience focused middlemen, consists of providers (Company B and Company F) 

focusing on creating a service experience over garment access (Pistoni & Sognini, 2017). The service 

experience is built by combining a fashion rental showroom (with garments from non-owned fashion brands) 

with other experience services, as styling or makeup. This BM differs from the others in customer rental 

motivation and service value communication by having a  stronger focus on the experience value over access 

to garments  (Manzini & Vezzoli, 2003). Accordingly, Company B observes:“[...] you can use the store to 

create the whole experience around the dress rental. For example, I can have a party where you can take all 

your girlfriends to come to us and choose their dresses, get a glass of champagne, get stylists as a whole 

package. This BM rents and delivers the service experience via well-located showrooms (Pedersen & Netter, 

2015; Perlacia et al., 2016), which supports the BM’s experience over access focus, as the store becomes so 

crucial (Tukker & Tischner, 2004). Since the individual customer service experience is in focus for this BM 

type, an additional value is created through direct and intensified customer contacts (Mont, 2004).  
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6.1.3 Conclusion and answer to RQ1: 

By developing a fashion rental BM matrix, the authors have answered RQ1 by identifying three different 

fashion rental business models, classified as: (1) access focused fashion brands, (2) access focused 

middlemen, and (3) experience focused middlemen. The key characteristics and differences across the three 

FRBMs are visualised in Figure 26. 

 

 

The experience focused middlemen bear several similarities with the fashion library archetype by Perlacia et 

al. (2016) (despite the latter being described as only offline) and with the homonymous archetype by 

Pedersen & Netter (2015). However, while Perlacia et al.’s FRBM classification revolves around two key 

differentiators (revenue stream types and channels), this thesis argues that the two matrix variables allow for 

a more reliable classification over time. As a matter of fact, the empirical research showed several players 

already considering expansions into other channels, making channel as a key for classification rather 

unreliable. Furthermore, this study did not show any key differences in revenue streams across the FRMBs. 

Therefore, the choice of market position (open to the potential addition of ‘non establish fashion brands’ and 

other categories), and value focus (focused on what value is delivered and not how it is delivered) as 

variables appears to be more fitting and reliable over time.  

Figure 26: Key characteristics and differences across the three FRBMs  
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6.2 Tactics in Fashion Rental Business Model Implementation  
This section aims to analyse the key differences (and connections) between the tactics used across the three 

business model types identified in section 6.1, in order to answer RQ2: How are operational tactics used to 

implement fashion rental business models?  

6.2.1 Review and Adjustment of Layer 2 of the Framework 

The two-layer framework was applied to structure the analysis of the used tactics, tactical aspects and 

choices across the identified FRBM types.  

Our empirical findings confirmed that all FRBMs make use of the five tactics (Reim et al., 2015) and thus no 

additional tactics was added. According to Reim et al. (2015) the tactics “are equally important when 

considering operational tactics to implement a PSS business model”. However, this empirical study 

contradicts Reim’s (2015) argumentation, as the tactics result to be divided across two different hierarchical 

levels. Three of the tactics (network, P&S design and sustainability tactic) were found to be the primary 

tactics for implementing the PSS BMs, while the remaining ones (contract and marketing tactics) develop as 

a consequence of the three primary tactics, and are thus referred as secondary tactics (Figure 27). The 

findings suggest a one-directional influence of the three primary tactics on the two secondary ones. For 

instance, the selected relationship type (network tactic) affects the possible contract agreements (e.g. moving 

from purchase to leasing in high commitment relationships), and co-branding opportunities (marketing 

tactic). While the influence between primary and secondary level is one-directional, the tactics within each 

level seems to be bi-directional. For instance, depending on the selected relationship type (network tactic), a 

firm will have access to different levels of sustainability innovation (sustainability tactic), which affect the 

type of relationships seeked by the service provider. For a complete overview of the connections found 

between tactical levels, see Appendix 11. 

 

 

 Figure 27: Two hierarchical levels for the five tactics 
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6.2.2 Used tactics to implement the three fashion rental BM types  

The analysis of the key findings and its evaluation against existing research is divided between the five 

tactics. In each section an outline of the tactic findings common across all BMs are outlined, followed by 

more BM specific tacitcal approaches. Throughout is section, eventual connections between the tactical 

aspects are highlighted. 

6.2.2.1 Primary Network Tactic  

The empirical research resulted in a lack of substantial findings regarding sharing and coordination activities 

(section 5.2.4), introduced by Reim et al. (2015) as one of the two network tactic aspects. However, there 

were plenty of findings relatively to the relationship type aspect, which is thus the focus of the following 

section. 

All three relationship type tactic choices were adopted by companies across all of the three BM types 

identified. The dimensions within each tactic choice (Figure 22), are in line with previous literature, holding 

that aspects such as mutual dependence and trust define the relationships type (Granovetter, 1973; 

Håkansson & Snehota, 1995). For instance, high commitment relationships between PSS providers and IT 

partners show how high trust leads to co-creation activities and intense information sharing (Håkansson & 

Snehota, 1995). The combination of the partners’ resources results in one critical resource (rental IT system), 

which further strengthens the relationship commitment (Håkansson & Snehota, 1995).   

The empirical findings showed moderate commitment relationships in two main circumstances. First, in case 

of high sustainability commitment of a PSS provider: this leads to the selection of long-term highly 

sustainable partners even for less knowledge intensive activities (e.g. sustainable dry cleaning services). 

Since scarcity is not a likely explanation for choosing medium over low commitment (all companies judge 

sustainable services as not scarce), a  possible explanation is that the similarity/shared values of the players 

lead to stronger ties. The second circumstance is that in which repeated interactions with the partner reduce 

effort in the interaction (e.g. setup of an open account at a specific dry cleaner). When such conditions are 

not present, the cooperation considered was found to be low commitment.   

Interestingly, connections between the relationship type aspect and aspects from other tactics were identified. 

First, the choice of relationship commitment with communication partners has repercussions on both the 

available marketing channels as well as the extent of customer interaction (e.g. in the cooperation between 

Company C and local hotels). Second, the findings suggest that the higher the relationship commitment (1) 

the lower the contract formalization and (2) the higher the co-creation of the contract among the partners. 

This could be explained by the need to balance each partner’s particular interest as the relationship 

commitment increases (Reim et al., 2015; Håkansson & Snehota, 1995), justifying higher contract tailoring 

(Reim et al. 2015; Azarenko et al., 2009) and inclusion of all parties involved in the contract development. 

Looking at access focused fashion brands, the most interesting findings are in relation to high commitment 

relationships. These seem crucial in interactions with (1) manufacturers/suppliers and (2) communication 
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partners. Companies in this BM category have direct influence on the upstream value chain1 (unlike 

middlemen), and high commitment relationships with manufacturers are instrumental to secure high trust 

from them, to encourage investments in long-term R&D initiatives, which ultimately secure the production 

of high quality and durable garments (P&S development tactic), and to encourage more radical sustainability 

innovation (sustainability tactic). For the same reason, close relationships with innovative and quality 

focused textile suppliers lay the foundations for durable garments and are crucial for knowledge exchange 

and innovation fostering. 

In terms of communication partners, the fashion brands were found to seek moderate-high commitment 

relationships with other established brands (e.g. Company A and H’s collaboration), aiming to increase brand 

association between partners, being the positive spillovers on brand equity the intangible resources at the 

core of the partnership (Lechner et al., 2006). 

Brand equity appears also in connection to middlemen’s network tactic. Since all middlemen analysed 

(except for the special case of Company H) are lesser known to the public, a common tactical choice is to 

build medium-high commitment relationships with established supplier brands, to benefit from positive 

brand equity spillover (Lechner et al., 2006), enabled by communication to the customer (marketing tactic). 

Furthermore, these long-term relationships with brands and designers can also help the PSS providers 

renegotiate contracts (Håkansson & Snehota, 1995), going from purchasing to leasing. The study findings 

showed how such renegotiation can enable middlemen to indirectly influence the upstream value chain 

(manufacturing and design) controlled by the supplier brand. For example, since leasing implies a 

commission-based revenue, middlemen can encourage supplier brands to act on garment durability, arguing 

that this will increase the total revenue from each garment. Lower involvement, instead, is chosen for 

partnerships with customers, which in some cases (Company B and J) also assume the role of garment 

suppliers.  

On a service delivery level, experience focused middlemen distinguish themselves due to a set of partners of 

crucial importance for this specific business model: the service experience partners. In case the complete 

experience requires skills that are not available internally, the preferred network tactic choice is that of high 

commitment relationships, where an intense exchange of resources (skills, customer insights) between the 

partners leads to a co-created intangible resource (Håkansson & Snehota, 1995): the rental experience, at the 

very core of the value proposition of this specific BM type. 

6.2.2.2 Primary P&S Design Tactic 

The empirical findings showed how all companies (regardless of their BM type) act on garment durability on 

the customer level, via both transferring some responsibilities from the customer to themselves and via 

educating the customer. The findings showed how the decision to transfer responsibility reflected on 

                                                
1 In this thesis upstream value chain includes design, sourcing and procurement, manufacturing, inventory management 
and distribution, while downstream value chain includes purchasing, store operations and sales, customer use and 
support. 
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contract responsibilities and terms of agreement, once again showcasing the identified connection between 

primary and secondary tactics. At the same time, the education of the customer increases the centrality of 

customer interaction (Kindström, 2010), since when this new consumption behavior is discussed the 

customer has to act on it.  

The findings showed how garment style is ultimately company specific and not tied to a specific BM. 

However, the choice of customer segment (and how broad this is) was found to be associated to the garment 

style, where companies offering performance wear or everyday wear for a broad variety of customers prefer 

less trend-driven designs, while companies with more focused customer segments offer a more trend-driven 

selection. 

Within the P&S design tactic, a set of tactic choices are typical of access focused fashion brands. Being this 

the only BM with more direct control over the upstream value chain, the companies belonging to this BM 

type act on durability, remanufacturing as well as garment style by directly tackling the design and 

manufacturing steps. Connected to this, access focused fashion brands were found to have more control over 

the availability aspect, by having more control over garment volume and size range. The availability aspect 

was found to be relevant across all companies, in line with Reim et al. (2015).  

Unlike the first BM type, both access and experience focused middlemen depend on their garment suppliers 

to secure garment availability. The findings pointed at two elements affecting the level of availability 

control: (1) relationship type and (2) PSS provider size. While the size of the PSS provider (and particularly 

the size of its orders) might affect the opportunity to both access partnerships or (re-)order from certain 

brands or designers, due to a minimum volume required to place orders, close relationships with suppliers 

and designers can facilitate the access to re-orders and restocks. Middlemen were also found to manage the 

availability of their garments via including high late fees in the contract terms (which can prevent delays in 

case of a few garment pieces available).   

Mont et al. (2006) discusses the importance for PSS providers of take back and remanufacturing activities, 

but focuses only on PSS providers which directly control manufacturing. However, it was found that, 

motivated by (1) lower purchase costs and (2) sustainability goals, middlemen also make an effort to 

facilitate take back and remanufacture of the garments by their suppliers. This is achieved through 

middle/high commitment relationships with the suppliers and leasing agreements.  

Azarenko et al. (2009) argue how, being the product owned by the PSS provider, there should be an 

incentive to foster product durability. However, the empirical study found that, independently of whether the 

product is owned or leased by the PSS provider, durability is also a concern for all middlemen: even if 

ownership is replaced by leasing, the economic opportunity to extract more usage fees from the same piece 

by increasing durability remains unaltered. 

Finally, Azarenko et al., (2009) limits the possibility of customization in UO PSS to the case of large clients 

(maintaining a manufacturer perspective). The empirical study findings are partially in contrast with this 

conclusion. While product customization was not found in any of the cases analysed, due to the economical 
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inconvenience of alterations for one individual customer, two instances of service customization were 

identified. First, individual service customization was found to be a common practice for experience focused 

middlemen. Personalized assistance and intense customer interactions upon store visit are crucial to deliver 

the targeted rental experience. Second, mass service customization was observed in all middlemen offering 

online sales (Company F, Company B and Company C), as different subscriptions and membership forms 

were available to fit a range of customer preferences. Both customization choices, in turn, intensify customer 

interactions, due to increased service focus (Kindström, 2010). 

6.2.2.3 Primary Sustainability Tactic 

All companies display Reim et al.’s (2015) three sustainability drivers, as they are motivated to (1) reduce 

the fashion industry’s environmental impact (2) offer a more sustainable consumption alternative, and (3) 

reach economic and environmental company goals, as described by Company C: “We give them [the 

supplier brands] an incitement to make more durable clothes that last longer, so that they also can make 

more money of that”. No companies mention a possible rebound effect (Verboven & Vanherck, 2016), or the 

service possible negative effect on the environment (Kuo, 2011). This might thus mean that an improved 

resource utilization is taken for granted.                  

The tactical choices and opportunities with regard to sustainability improvements differ slightly across the 

different BM types. All BMs improve resource utilization as they (1) improve the resource efficiency via 

reusing garments (Reim et al., 2015), (2) lengthen the product lifetime via keeping the product ownership 

and taking over garment maintenance (Pistoni & Songini, 2017), and (3) reduce the number of products in 

use via an intensified product usage (Reim et al., 2015). The access focused fashion brands have also made 

the choice to lease or sell clothes to other middlemen (even if it competes against their own rental service), 

which also improves resource efficiency. 

The level of sustainability innovation differs between the access focused fashion brands and middlemen. The 

reason for this difference appears to be the company market positions. As the fashion brands directly control 

their manufacturing and design, they have opportunities to innovate on a more radical, upstream level, via 

improving the garments durability and recycling textiles (Reim et al., 2015). The middlemen do this 

indirectly via their supplier brands, but focus mainly on more incremental product maintenance innovations, 

as Company J, which started a partnership with a more environmentally friendly washing machine supplier 

(Tukker, 2004) 

The company sustainability level (sustainability tactic), showed also connections to other tactics, as it affects 

(1) how durability is improved, e.g. via improved garment quality production for the fashion brands, or high 

quality selection by the middlemen (P&S design tactic), (2) which relationship types are established, as long-

term relations are crucial in more radical sustainability innovations (network tactic), (3) the garment usage 

agreements (contract tactic), and lastly (4) how central the environmental benefit becomes in the service 

communication (marketing tactic).  
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6.2.2.4 Secondary Contract Tactic 

The empirical findings show that all companies are using rental contracts in their PSS services to define the 

responsibilities and liabilities for each service party (Reim et al., 2015).  All companies make a tactical 

choice to keep their responsibilities moderate (Reim et al., 2015), because of their incomplete service 

responsibilities (e.g. because of customers’ garment pick-up and usage responsibilities). The customer 

responsibilities are also moderate, because of lower responsibilities compared to purchase, but as customers 

still bear usage risk (Edbring et al., 2016). All companies use moderate formalized and complex rental 

contracts, since they are very simple, but still including numerous contract regulations (Håkansson & 

Snehota, 1995; Reim et al., 2015). Lastly, all companies make the tactical choice to control possible risks via 

defining clear compensation agreements, even if none of them perceives an increased adverse behaviour, 

against Azarenko et al.’s (2009) and Reim et al.’s (2015) argumentations.  

There are three key contract tactic differences between the BM types, which are (1) contract condition 

transparency, (2) cost reduction management, as well as (3) late return management.   

The difference in contract condition transparency is between the access focused fashion brands and the two 

remaining BMs (Reim et al., 2015). The middlemen make a tactical choice to specify in detail their rental 

conditions on their webpages, which is not the case for the established fashion brands (Company A and G). 

A possible explanation for this difference is that the middlemen (1) have a greater need to convince 

customers about the rental services function (since they are less know and have a lower brand equity) and (2) 

have a lower store traffic compared to the established fashion brands, which makes the middlemen web 

pages an even more important communication channel. This constitutes also a connection between the 

contract and marketing tactic, as the company’s contract transparency will affect how well the service is 

communicated to the customers: a crucial activity, since rental is still an unfamiliar consumption alternative. 

The access focused middlemen (Company H, J and C) use a cost reduction contract tactic, via moving from 

garment purchase to leasing agreements with their garment providers, thereby balancing both parties interests 

(Håkansson & Snehota, 1995; Reim et al, 2015).  

Even if all companies make a tactical choice to manage potential adverse behaviour by including 

compensations conditions (Reim et al., 2015), access focused fashion brands seem to have unspecified or 

lower late return compensation (150 SEK/day for Company G, 400 SEK/day for Company C), compared to 

the two remaining BMs. This difference might result from that fashion brands have a lower pressure to 

secure availability of the rental garments (because they control the production and stock levels), and thus 

have a lower need to deter the customer from returning a garment late. 

6.2.2.5 Secondary Marketing Tactic         

All companies are using the four marketing tactical aspects, but there are differences between the BM types 

in relation to (1) the type of value communicated, as well as (2) the extent of customer interaction. 
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When it comes to communicating the service value, each of the companies focuses on changing the 

consumer’s attitude towards ownerless consumption (Baines et al., 2007), which is seen as especially 

important due to the unfamiliar fashion consumption alternative. Even if all companies have some level of 

sustainability motivation in their rental service, none of the companies sees this as a main selling point when 

attracting new and existing customers (Mont et al., 2006). While it is not a BM specific characteristic, both 

access focused fashion brands studied have a radical sustainability innovation focus (sustainability tactic), 

which is also shown in their service communication (marketing tactic), thus creating a connection between 

the two tactics.   

The access focused BMs make a tactical choice to focus on the service access value, while the experience 

focused middlemen focus on the experience value, which differentiates the companies from each other 

(Schuh et al., 2008). The access focused fashion brands build their value around their specific clothing brand 

rather than garments in general (i.e. brand over garment access), while the access focused middlemen rather 

focus on the garment access by offering several  also unknown brands. Both middlemen BMs make the 

tactical choice to signal a higher service value via renting and communicating high equity brands. They are 

also more transparent in their service communication, which is a tactical choice to reduce the rental service 

ambiguity (Reim et al., 2015). 

When it comes to the tactical choices regarding customer interaction, three of the companies (Company F, J, 

and C) have chosen to offer a subscription service, which increases the interaction frequency due to the 

increased service focus (Kindström, 2010). The used tactics to build trust are to educate customers about the 

new rental service, as well as being transparent about the rental services on the company webpages (Reim et 

al., 2015). 

Even if customer and market data collection and usage is essential in PSS service development (Azarenko et 

al., 2009; Tukker, 2004), only three of the companies make the tactical choice to use their collected customer 

data. This marketing tactic is also connected to the contract tactic, since the provides has to define in their 

contracts what data is used for, which Company D sees as crucial due to the new GDPR rules launched in 

May 2018 (EU GDPR, 2018).  

Lastly, the marketing channel usage aspect appears as quite homogeneous. All firms make the tactical choice 

to use unpaid marketing channels for service information, and social media for both information and 

inspiration. All companies rely to some extent on their customers WOM, motivated by that it is free and with 

a higher payoff compared to ads (Owyang, 2014). Brand collaborations are used to spread the service (across 

all BMs) and to signal service quality by all middlemen. 

6.2.3 Conclusion and answer to RQ2 

The previous section offered an overview of the tactics used across the three identified FRBM types. First, 

the organization of the five tactics in two hierarchical levels was addressed. The network, P&S design, and 

sustainability tactic (primary level) showed one-directional influence towards the secondary level (contract 

and marketing tactic), while the tactics within each level showed bidirectional influence between them. Each 
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of the five tactics was then analysed, to understand which of the tactic aspects are critical for BM 

implementation across the three BMs (Figure 28).  

When analysing the key tactics based on the matrix variables, established fashion brands have a higher 

control over upstream and downstream operations. This upstream control is a crucial advantage, given the 

importance of resource efficiency and garment quality in the rental space, and is the core of several tactics 

(Network, P&S design, sustainability tactic). Middlemen, meanwhile, supply to the lack of direct upstream 

control by leveraging their brand supplier network to indirectly make an impact, and  by strengthening their 

downstream control through contract and marketing tactical choices. Customer education appeared as a 

hurdle in both market positions, and is addressed via intense, two-way communication (with potentially more 

impact in the case of established fashion brands). Lastly, fashion brands appear slower in adapting to the new 

‘reverse logistics’ logic, while middlemen are rather proactive in the development of appropriate IT systems. 

In terms of value focus, access focused companies leverage marketing tactic choices to communicate access 

to the brand (fashion brand) or garments (middlemen). Through the brand supplier network and marketing 

communication, middlemen also leverage the equity of the brands part of the garment selection. Experience 

focused companies, instead, leverage marketing tactics to communicate the experience surrounding the rental 

and build deeper two-directional interactions with their customers. Lastly, powerful network ties with 

external experience partners become crucial when all the experience components cannot be achieved 

internally.   

Along with the analysis of the implemented tactical aspects, the authors also pointed out the found linkages 

between the tactics, going beyond the initial general hierarchical classification. To facilitate the readability of 

the previous analysis, the mapped linkages, organized by tactic type, are visualized in Appendix 11.  

Therefore, based on the outlined findings and on the previous analysis section, the authors conclude that an 

answer to RQ2: How are operational tactics used to implement fashion rental business models? was 

achieved. 
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Figure 28: Overview of the tactics used across the three identified FRBM types 
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7. DISCUSSION 
This thesis attempted to deepen the understanding of the connections between UO PSS business models and 

the operational tactics used to implement them, in the context of the Swedish fashion rental market. The 

authors of this thesis built a conceptual framework which gave depth to the UO-PSS BM elements and also 

allowed to explore deeper levels of PSS operational tactics (Figure 29). This resulted in a tool that was 

instrumental to help clarify the connection between specific UO-PSS BM types and their respective 

combination of tactics, tactical aspects and choices upon implementation of the business model. The 

understanding of such connection is particularly relevant in an emerging industry like that of fashion rental, 

where there are only a few established players and no clear best practices for implementation exist.    

Reim et al.’s (2013, 2015) approach to PSS BM implementation is distinctive, as it connects PSS BMs (of 

which three categories are identified) to operational tactics. This thesis explores the nature of this linkage, 

but instead of keeping the analysis at the PSS BM level, it zooms into UO-PSS BM. By first investigating 

UO-PSS sub BMs and the related tactical sets, the authors argue that the BM types found within UO-PSS 

BM display a different usage of tactical sets. This opens a discussion regarding the level at which the 

connection between PSS BM and tactics lays, whether at a higher level, or at a deeper one. Furthermore, the 

tactical sets (Reim et al., 2015) do not appear to need additions of new tactics depending on the 

implementation context, as shown in the findings. Rather, it is the combination of tactical aspects which 

shifts depending on the UO-PSS BM applied. This suggests the potential fit of the framework for 

investigation of various PSS contexts. 

As shown in the study, the tactics do not appear as ‘isolated islands’. There appears to be several connections 

between the tactical aspects: one-directional across hierarchical levels, and two-directional between tactics 

on the same hierarchical level. This further supports Reim’s (2015) suggestion of a potential impact of 

different joint tactics on the implementation outcome. Thus, the potential interactions and connections might 

need evaluation when deciding on an optimal set of tactical aspects.  

Finally, the focus of PSS BM (implementation) literature has so far been on PSS providers in direct control 

of the product they offer, or on manufacturers (e.g. Barquet et al., 2013; Reim et al., 2015). The fashion 

rental context of this thesis inevitably led to the identification of BMs dedicated to pure service providers, 

and not only to companies in control of the manufacturing. This, in turn, brings the discussion back up to 

PSS BM and implementation literature, suggesting the potential for a more inclusive exploration of PSS 

adopters. 
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Figure 29: The Framework results  
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8. CONCLUSION 
This chapter outlines the final conclusions for the research study. First, the theoretical (8.1) and empirical 

contributions (8.2) are presented. Subsequently, the managerial implications (8.3) and research limitations 

(8.4) are discussed. The chapter ends with suggestions for future research topics (8.5) 

This thesis started with an interest in investigating newly emerging FRBMs in the Swedish market. The lack 

of clarity concerning what actually constitutes a FRBM and how it can be implemented was soon apparent. 

Moreover, within the PSS field (where FRBMs belong), the research on PSS BMs and their implementation 

is still at an early stage. The core gaps addressed in this thesis concern the need for a more in-depth 

understanding of (1) UO-PSS BMs and of (2) the operational tactics adopted to implement them, as well as 

the need for a (3) deeper understanding of the connection between these two constructs, all within the fashion 

rental context. The theoretical framework outlined in chapter 3 was employed to structure and analyse the 

empirical findings from the qualitative study conducted. At the same time, the empirical findings, in 

combination with the reviewed PSS literature, led to adaptations of the framework.  

 The analysis identified three UO-PSS BMs in the fashion rental market, based on two variables 

(market position and value focus), as well as a fourth potentially unexplored BM type. Interestingly, against 

previous findings which regard all operational tactics as equal (Reim et al., 2015), the analysis identified two 

hierarchical levels for the five tactics, where three (primary tactics) affect the other two (secondary tactics) 

unilaterally. All five tactics resulted to be used across all three business models, but the way in which they 

are adopted differs at a tactical aspect and choice level. This confirms past suggestions of potential 

interactions not only between BMs and tactics, but also between tactics themselves. 

8.1 Theoretical contribution 
From a theoretical standpoint, this thesis contributes directly to the PSS BM research field. 

First, the authors advance the initial work on PSS BM and related element conceptualization by Barquet et 

al. (2013), by (1) integrating the PSS BM Canvas with different research perspectives and findings and (2) 

developing a FRBM typology within UO-PSS BM., by conducting a qualitative multiple-case study in the 

fashion rental industry, an under researched industry for the PSS BM field. 

Second, the authors moved onto the exploration of the PSS BM and tactic linkages, starting from Reim et 

al.’s (2015) framing of PSS BM implementation as a set of tactics connected to the BM level and potentially 

between them. Consequently, this thesis contributed to fill the gap on the nature of the BM/tactic link by 

suggesting (1) specific sets of tactical aspects for each of the three FRBMs found, (2) the existence of two 

hierarchical tactic levels, which appear to affect the direction of the influence between tactics, and (3) the 

existence of connections across tactical aspects, where one tactical choice might lead one tactic aspect to 

have consequences on one or more tactical choices/aspects.  
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Furthermore, this thesis contributes by investigating PSS BMs and implementation in the case of both 

manufacturers and exclusively service providers, the latter being often overlooked when conceptualizing the 

PSS research area (Reim et al., 2015). 

Finally, this thesis also contributes to the broader BM research field. Since Osterwalder & Pigneur (2010) 

define BM as “the rationale of how an organization creates, delivers and captures value”, the authors argue 

that this thesis contributes to a better understanding of BMs by investigating how tactics play a role in all 

these three dimensions. In short, while BMs focus on the “what”, the tactics contribute with an understanding 

of the “how” (the operational side of the BM-related decisions). This also broadens Reim et al.’s (2015) 

remarks that the tactical sets “determine how much value a company can create and capture through its 

selected business model” (Reim et al., 2015). Lastly, the interactions between tactics, investigated in this 

thesis, can then in turn affect the “how”.   

8.2 Empirical contribution 
The review of fashion rental studies revealed a research field at a nascent stage, lacking a thorough empirical 

exploration of FRBM types, as well as of practices to implement them, gap supported by the pre-study 

results. This thesis improves the understanding of FRBMs by conducting a multiple case-study of the real-

life fashion rental phenomenon in the Swedish market, by identifying three FRBM types. Furthermore, it 

contributes to the understanding of practices for FRBM implementation, via in-depth investigation of the 

strongly empirically driven tactical choices. Second, this thesis contributes to fill the empirical gap related to 

the implementation of FRBMs. The gap was identified throughout the pre-study, as there appeared to be a 

lack of clarity around BM implementation practices. Thus, by exploring in depth FRBMs, the operational 

tactics adopted in the Swedish industry and the link between the two, this thesis facilitates further 

establishment of FRBMs and their implementation. Finally, this thesis contribute to an empirical gap related 

to the broader collaborative consumption field. Because fashion rental is on of the emerging ‘fashion 

sharing’ concepts within the CC trend, the authors argue to have contributed to the collaborative 

consumption field by improving the understanding of one specific category of fashion sharing, FRBMs.   

8.3 Managerial implications 
The study findings are applicable for several actors in the fashion rental sector: traditional fashion companies 

considering to explore FRBMs, fashion entrepreneurs, IT service companies/startups developing solutions 

for reverse logistics, investors and policymakers. The study yields four main conclusion of interest for 

fashion companies and entrepreneurs. (1) The empirical study, and in particular the mapping of the existing 

BMs, can help managers understand the current context of fashion rental in the Swedish market. (2) The 

detailed profiling of the three BM types can provide managers with a tool to assess what BM best fits the 

planned entry strategy, as well as what key elements (resources, partnerships, etc.) must be evaluated before 

selecting such model. Furthermore, the findings showcasing the connections between BMs and tactical 

aspects, and between tactical aspects themselves, (3) urge managers, once having selected the preferred BM, 

to evaluate the planned implementation choices in the light of the impact that each tactical choice could have 
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on the others connected. (4) Reversely, the mapping of linkages can also be a valuable support tool to 

evaluate what combination of tactics is best to select to reach a certain outcome, by considering which tactics 

combinations could more effectively facilitate its achievement. 

8.4 Limitations 
Due to the specific nature of the Swedish fashion rental market, the findings are limited in their applicability. 

The measures taken to increase the quality of the study are addressed in detail in section 4.6. While the 

selection of the interviewees and case companies aimed to gather perspectives from as many and as varied 

Swedish fashion rental companies as possible, expanding the number of companies and interviewees 

included in the study would allow for deeper insights and potentially for new findings. Furthermore, being 

the number of members working within fashion rental extremely limited, getting access to a variety of 

viewpoints within each organization was often not possible. Lastly, given the contextual nature of the deeper 

tactical layers of the framework (tactical aspects and tactical choices), as well as the overall Swedish fashion 

rental market context selected, it is possible that the framework application to a broader set of case 

companies or to other industries would result in additional adjustments of the framework, beyond the ones 

already performed.      

8.5 Future research 
This study provides the foundations for several questions to be explored by future studies. First, the 

developed framework would benefit from further application and assessment, by including more case 

companies as well as by applying the framework to other markets, to investigate whether new potential 

FRBMs and tactic, and tactical aspects/types emerge.  

Secondly, the application of the framework abductive logic and the study of PSS BM implementation 

through tactics adoption could be beneficial in other industries (close to the fashion industry, e.g. interior 

design) experiencing an emergence of PSS services and a general lack of direction on the options available to 

structure and implement the service.  

Thirdly, the current study focused on a vertical study, providing a ‘snapshot’ of the current FRBMs and 

connected tactics. However, while gathering the empirical data, the authors identified interesting 

developments as firms evolve their BMs and potentially also their tactical approaches. For this reason, a 

longitudinal study investigating the evolution through time of PSS BMs as well as of the tactics adopted 

would be valuable in order to determine (a) whether the FRBM types evolve or new ones appear as the 

market becomes more mature (b) how the connection between FRBMs and tactics (and between tactics 

themselves) changes through time.  

Lastly, as the study suggested the existence of connections between tactics, it would be beneficial to assess 

further the direction, extent and nature of such connections. 
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APPENDIX  
 

APPENDIX 1: BUSINESS MODEL CANVAS (OSTERWALDER & PIGNEUR, 2010) 
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APPENDIX 2: ‘FASHION NETFLIX’ MODEL VS.  FASHION LIBRARY 

 
Based on Perlacia et al (2016) and Perlacia and Duml (2015) 
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APPENDIX 3: REIM ET AL. (2015) THREE-LEVEL PSS FRAMEWORK 
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APPENDIX 4: FRAMEWORK ADAPTATIONS BASED ON PRE-STUDY FINDINGS 

 
The authors have made three tactic aspect adaptations to the original framework developed by Reim et al 
(2015). Tactical aspects are defined as the different dimensions within each tactic, used to implement the 
PSS BM. The adjustments are based on significant pre-study findings, and argued as crucial for building a 
framework better fitting a fashion rental context (UO-PSS BMs). While no differences were found at a 
tactical level, the authors argue for adjustments on a tactical aspect level since: 
1.  The five tactics were shown to be used in different ways based on how the tactical aspects was applied 

(Lower tactic level, closer to operations than tactics) 
2.  The operational tactic choices identified in the analysis of the empirical results are highly context 

specific, and thus do not qualify as conceptual adaptations to the framework.  
 

 
The three tactic levels: Tactics, Tactical aspects, and operational tactic choices 

  
 
The tactical aspect adaptations are shown below: 
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APPENDIX 5: RESEARCH ONION 
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APPENDIX 6: SAMPLE INTERVIEW GUIDE 

 
Introduction: 

• Personal Introduction and trust building 
• Thesis topic, status description, thesis purpose 
• Informed consent and recording request 

 
Interview opening question:  
What are the motivations and values behind your rental service? 
 
Business model canvas (what) and tactic (how) mapping:  

• What is your value proposition? Why? 
• How do you deliver your value proposition?  

 
• What customer segments do you have? Why do you target them? 
• How do you reach and serve your customers? 

 
• What are your distribution channels? Why did you select them? 

o Marketing channels 
o Sales channels 
o Delivery channels 

• How do you use them? 
 

• What are the key activities in your rental service? Why are these key activities? 
• How do you perform these activities in practice? 

 
• What are the key resources in your rental service? Why are these key resources? 
• How do you gather and use these? 

 
• Do you have any network partners that you collaborate with in your rental service? Which ones and 

why are they your partners? 
• How do you collaborate with these partners? 

 
• How is your revenue model built?  
• What are your main revenue streams? Why have these been selected? 

 
• How does your cost structure look like? Why are costs thus distributed? 
• How do you manage the costs? 

 
Wrap-up and follow up: 

• Offer to send (1) empirical finding section for preliminary check (2) completed thesis 
• Request to come back to interviewee in case of further questions 
• Inquire on anonymity preferences 
• Thank you 
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APPENDIX 7: PRE-STUDY AND MAIN STUDY INTERVIEWS 
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APPENDIX 8: CASE COMPANIES OVERVIEW 
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APPENDIX 9: DATA PROCESSING FLOW CHART 

 
The authors have used the following four steps in their data processing and analysis 
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APPENDIX 10: FRBM CHARACTERISTICS AND KEY DIFFERENCES (Case specific findings in blue) 
BM	
TYPES	

Access	Focused	Fashion	Brands	
(Company	A	and	G)	

Access	Focused	Middlemen	
(Company	C,	H	J)	

Experience	Focused	Middlemen	
(Company	B	and	F)	

	

Customer	
Segments	

(1)	Budget	conscious	consumers		(2)	Convenience	driven	consumers		(3)	Environmentally	aware	consumers		(4)	Quality	conscious	consumers			
(5)	Variation	driven	consumers,	as	well	as	(6)	Experience	driven	consumers.		

-	Access	over	Experience	driven	customers	
-	Access	to	brand	over	garments	

-		Access	over	Experience	driven	customers	
-	Access	to	garments	over	brand	

-Experience	over	access	driven	customers	
-Access	to	garments	over	brand	

	

Value	
Proposition	

1. Fashion	access	via	rental	service		(2)	Economic	benefits	(3)	Functional	benefits	(4)	Experiential	benefits	(5)	Environmental	benefit	

-	Brand	access	over	Experience	
-	One	brand,	varying	number	of	designs		

-	Garment	access	over	Experience	
-	Several	brands	and	designs	offered	

-		Experience	over	access	(creative	playground)	
-	Several	brands	and	designs	offered	

	
Distribution	
Channels	

(1)	Sales	Channels:	offline	and	online	(2)	Marketing	Channels:	owned	online/offline	and	third	party	channels	(3)	Delivery	Channels:	in-store	delivery		

-	High	offline	sales	channels	focus		
-	Low	online	sales	channels	focus	(under	
development)	-	In-store	delivery	

-	High	offline	sales	channels	focus		
-	High	online	sales	channels	focus		
-	Online	delivery	and	in-store	delivery	

-	High	offline	sales	channels	focus		
-	Moderate	online	sales	channels	focus		
-	Online	delivery	and	in-store	delivery	

	
Customer	
Relation-	
ships	

1. Duration:	Moderate/long-term	(everyday	garments)	and	short-term	(less	frequently	used	garments)	(2)	Varying	relationship	depth	(3)	Varying	
consumer	data	collection	and	processing	

-		Transactional	Relationship	depth	 -		Moderate/varying	Relationship	depth:		 -		High	Relationship	Depth:		

	
Revenue	
Streams	

(1)	Asset	sales	and	rental/subscription	payments	the	largest	portion	of	revenue	streams	(2)	Delay	and	repair	fees	stands	for	a	fraction	(3)	Revenue	model	build	
on:	rental	type,	the	membership	form,	the	rental	time	period,	the	rented	item,	rental	volume	and	additional	added	services		

-Revenue	streams	from	both	owned	and	third	
parties	sales	channels		
-	 Rental	 revenue	 streams	 are	 only	 a	 fraction	
compared	to	asset	sales	
-	One-off	rental	revenues		

-	Revenue	streams	from	owned	sales	channels	
-	Subscription/rental	payments	and	regular	asset	sales	are	
the	main	revenue	streams		
-	Recurring	(subscription)	and	one-off	(rental)	revenues	

-Revenue	streams	from	owned	sales	channels	
-	 Rental/subscription	 payments	 are	 the	 main	
revenue	streams		
-	 Recurring	 (subscription)	 and	 one-off	 (rental)	
revenues	

	
Key	

Resources	

(1)Physical:		garment	stock	and	store/showroom	(2)	Human:	staff	operating	the	store	and	rental	service	founders/developers	(3)	Financial:	Varying		financial	
resources	(4)	Intellectual:	Brand	equity	from	own/rented	garments	and	IT	system	for	handling	the	rental	orders	(with	different	complexity	levels)	

-	Physical	resources:	(1)	pre-existing	store	
(high	importance)	
(2)	Low	brand	variety	and	varying	design	
assortment		
-	Human	resources:	Designers		
-	Financial	resources:	Company	funds	
-	Intellectual	resources:	Pre	existing	brand	
equity		

-	Physical	resources:	(1)	store,	currently	important	but	
maybe	not	in	the	future	(2)	High	brand	variety	and	high	
design	assortment	
-	Human	resources:	-	
-	Financial	resources:	Company	funds,	bootstrapping	or	
bank	loans	
-	Intellectual	resources:	Positive	spill	over	from	rented	
garments	brand	equity	

-	Physical	resources:		(1)	Showroom	in	a	good	
location	and	used	for	the	service	experience	(2)	
High	brand	variety	and	high	design	assortment	
-	Human	resources:	additional	service	experience	
staff	
-	Financial	resources:	Bootstrapping	or	private	
bank	loans	
-	Intellectual	resources:	Positive	spill	over	from	
rented	garments	brand	equity	

	
Key	Activities	

(1)	Pre-rental	stage:	choice/purchase	of	garments	to	rent,	partner	management,	marketing	(brand	and	service	communication)	and	rental	IT	system/web	page	
development	(2)	Rental-usage	stage:	provide	rental	access	online/offline,	creating	rental	orders,	serving	clients	(3)	Post-rental	stage:	garment	returns,	laundry	

and	dry	cleaning,	repairs,	and	late	return	or	product	damage	fees.	

-	Pre-rental	stage:	(1)	Rental	garment	
selection	from	existing	sales	assortment	
(designated/	non	designated),	(2)	
management	of	manufacturing	supplier	
-	Rental-usage	stage:	No	product	shipment	
management	
-	Post-rental	stage:	-		

-	 Pre-rental	 stage:	 (1)	 Rental	 garments	 search	 and	
purchase	 (extensive	 assortment),	 (2)	 management	 of	
supplier	brands	
-	Rental-usage	stage:	Product	shipment	management	
-	Post-rental	stage:	-		

-	Pre-rental	stage:	(1)	Rental	garment	search	and	
purchase	(extensive	assortment),	(2)	management	
of	supplier	brands	and	additional	service	
experience	staff	management	
-	Rental-usage	stage:	Creating	the	service	
experience,	product	shipment,	collecting	
customers	garment	desires,	Post-rental	stage:	-		

	
Key	Partners	

(1)	Laundry	services	(2)	Repair	services	(3)	Communication	partners	(4)	IT	partners		

-	Manufacturing	and	textile	suppliers	
-	Communication	partners	(low	variety)	

-	Supplier	brands	and	designers	
-	Communication	partners	(high	variety)	
-	Consumers	as	garment	stock	partners	

-	Supplier	brands	and	designers	
	-	Additional	service	experience	staff	
-	Communication	partners	(high	variety)	
-	Consumers	as	garment	stock	partners	

	
Cost	

Structures	

(1)	Fixed	costs:	physical	store/warehouse	expenses,	marketing,	salaries	(2)	Variable	costs:		purchasing/reserving	garments	to	rent,	laundry	and	
repair.	

-	Fixed	costs	(1)	Pre	existing	store,	(2)	Pre-
hired	staff),	(3)	moderate	marketing	costs		
-	Variable	costs:	(1)	garment	assortment	
(Low),	(2)	product	maintenance	

-	Fixed	costs	(1)	physical	store	(2)	salaries	(3)	low	
marketing	costs	
-	Variable	costs:	(1)	garment	assortment	(High),	(2)	
garment	purchase	cost	reduction	via	leasing	agreements	
(3)	product	maintenance	

-	Fixed	costs	(1)	showroom	(2)	salaries	(3)	varying	
marketing	costs	
-	Variable	costs:		(1)	Garment	assortment	(High)	
(2)	product	maintenance	(3)	experience	creation	
expenses	



 83 

APPENDIX 11: CONNECTIONS BETWEEN THE DIFFERENT TACTICAL ASPECTS 

Tactical aspect connections, based on FRBM types. The arrows represents the connections direction, where black 
arrows = all BM types, blue arrows = both middlemen BMs, red arrows = access fashion brands 
 
Connections from the network tactic  
 

 
 
 
Connections from the product and service design tactic  
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Connections from the sustainability tactic  

 

 
 
 
 
Connections between the contract and marketing tactics   
 

 
 
 


