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Abstract 
The overarching purpose of this study is to explore what perceived barriers that prevent 
Swedish fashion companies from implementing rental services to their current business 
model. A qualitative approach was adopted, where a single case study on the phenomenon of 
rental services, in the context of collaborative fashion consumption, CFC, was executed. CFC 
referrers to an alternative way of consumption where consumers have access to already 
existing garments. The focus of this study, rental services, is the action of providing and 
consuming products without any transfer of ownership. Multiple sources of data collection 
were used, consisting of semi-structured interviews with eight company executives 
representing Swedish fashion companies in three product segments; everyday fashion, 
performance wear and outdoor wear. The findings showed that six significant barriers were 
perceived as preventing implementation of rental services; economic, social, lack of 
information and technological know-how, supply chain, organizational and environmental 
impact. Moreover, the findings showed interrelated relationships between barriers. For 
instance, the perception of the social barrier affected the perception of the economic barrier, 
and the organizational barrier impacted companies’ perception of the informational and 
technological barrier. By exploring what perceived implementation barriers prevent Swedish 
fashion companies from adding rental services to their business model, this paper contributes 
with relevant knowledge to academia as well as to the fashion industry. 
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1 Introduction 

1.1 Background 

1.1.1 Linear economy in the fashion industry - an overview 

The global fashion and clothing consumption has increased enormously during the last 

decades, and nowadays trends come and go at the speed of light (Niinimäki, 2011; Hu, Li, 

Chen & Wang, 2014; Butler, 2018). Consumers have consumed like there is no tomorrow, 

and to keep up with increasing customer demand, fashion companies have moved production 

to low-cost countries with high production capacity (Ellen McArthur Foundation, 2017). As a 

result, mass production has become the name of the game, and hysterical consumption has 

been encouraged by the phenomenon called fast fashion (Hu et al. 2014; Ellen McArthur 

Foundation, 2017). Fast fashion companies like H&M and Zara have become dominant 

players on the global fashion market, providing clothing to the world population at prices 

cheap enough for the items to be discard after a few wears in favor for new ones (Caro & 

Martínez-de-Albéniz, 2015). Evidently, consumers and companies both add fuel to the fire 

and have together created hysterical fashion consumption habits. While an upside of 

increasing fashion consumption is the result of a blooming industry, there is also a significant 

downside. The world’s fashion consumption has caused serious harm on the environment (Hu 

et al. 2014; Ellen McArthour Foundation, 2017). For instance, resource scarcity and pollution 

are both results of high volume clothing production (Ellen McArthour Foundation, 2017). 

 

One reason to why the fashion industry is such a burden for the environment is because the 

industry is deeply rooted in “take-make-dispose” systems, also called linear economy (Ellen 

McArthur Foundation, 2017). The linear economy is characterized by a “cradle-to-grave” 

material flow, where raw material is extracted, turned into products and discarded after use-

phase (Lacy & Rutqvist, 2016). The linear system in the fashion industry is built to push items 

forward, where the responsibility of the companies ends at the point of sales. After this point, 

it is fully up to the consumer to decide what to do with the pieces when they are no longer 

wanted. Sadly, more than half of all clothes produced end up in landfill within a year (Remy, 

Speelman & Swartz, 2016). Historically, cheap prices and abundant supply of raw materials 

have emboldened increased production according to linear principles (Lacy & Rutqvist, 

2016). As a result of the continuously increasing fashion consumption, more virgin resources 
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have been extracted and more textile material has been discarded. A recent report by 

Naturvårdsverket (2016) showed that the average Swede throws away 7,5 kg clothing to 

landfill every year, of which more than half was still in good condition. Throwing away 

clothing that is no longer wanted by the owner has become natural behavior, clearly 

overlooking the environmental harm caused by this behavior. Recently, however, these linear 

practices have become increasingly questioned, not only by academia but also by industry 

practitioners and consumers (Caro et al. 2014; Hu et al. 2014; Lacy & Rutqvist, 2016; Ellen 

McArthur Foundation, 2017; Kirchherr, Reike & Hekkert, 2017; McKinsey & Co, 2019). 

While there is a consensus that linear economies create a lot of harmful waste in terms of 

items ending up in landfills, Lacy and Rutqvist (2016) present a deeper description of what 

kinds of waste that is actually created.  

 

According to Lacy and Rutqvist (2016), three prominent types of waste result from linear 

economy, which are not only harmful for the environment, but also for businesses. Firstly, the 

authors highlight wasted life cycles, which is the difference between the potential and the 

actual product life-cycle. Looking at the Swedish clothing sector, wasted life cycles are for 

instance the part of the 7,5 kg clothing that are sent to landfill every year although there is yet 

a user value. Secondly, the authors highlight wasted capacity, which is the amount of time 

capacity sits idle. In the context of clothing, wasted capacity refers to all the clothing that 

could be worn, but are hanging unused in the wardrobe. Thirdly, Lacy and Rutqvist (2016) 

highlight wasted embedded values as a result of the linear economy, which is the value still 

sitting in materials that are discarded without being recycled. In the Swedish fashion context, 

this would be a part of the 7,5 kg clothing that is thrown away to landfill instead of being 

recycled. When understanding what waste is generated from linear businesses, companies can 

find ways to turn waste into wealth, and in turn improve environmental as well as financial 

sustainability (Lacy & Rutqvist, 2016). The fundamental change companies must do to turn 

waste to wealth is to leave the linear economy behind and embrace the circular economy.  

 

1.1.2 The emergence of circular economy 

In recent years, executives in the fashion industry have realized that sustainable business 

models are no longer merely a “nice-to-have”, but rather a “need-to-have” in order to be 

competitive actors on the market (Ghisellini, Cialani & Ulgiati, 2016; McKinsey & Co, 2019). 

Their main drivers for moving towards sustainable business models are external pressure to 
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increase sustainability, as well as a change in customer behavior (McKinsey & Co, 2019). 

Today, consumers are open for alternative ways of consumption, where in some cases, 

sustainability and convenience are considered more important than ownership. In order to 

improve sustainability, fulfill customer demand and run a profitable business at the same time, 

an increasing number of companies are interested in entering the circular economy (Lacy & 

Rutqvist, 2016).    

 

Circular economy is defined as “an economic system that replaces the ‘end-of-life’ concept 

with reducing, alternatively reusing, recycling and recovering materials in 

production/distribution and consumption processes” (Kirchherr et al. 2017 p. 229). The 

fundamental principle of circular economy is to decouple economic growth from the 

consumption of finite resources, and design waste out of the system (The Ellen McArthur 

Foundation, 2019). Moving from linear to circular economy has shown to contribute to 

improved sustainability across industries (Geissdoerfer, Savaget, Bocken & Hultink, 2017). 

Some Swedish companies have added circular business activities to their previously linear 

business models, for instance, companies like H&M and Lindex, have introduced take-back-

systems in their stores to facilitate recycling of old garments (I:CO, 2019; Lindex, 2019). 

Others, such as Nudie and Naturkompaniet, provide repair service to extend the lifetime of the 

products (Naturkompaniet, 2019; Nudie, 2019)    

 

Moving from linear to circular economy means a radical rethink of what business as usual 

represents (Kant Hvass, 2014; Lacy & Rutqvist, 2016). According to Lacy and Rutquist 

(2016), the relationship between markets, customers and natural resources will require a 

fundamental change, and thus, refer to the switch as “the biggest revolution and opportunity 

for how we organize production and consumption in our global economy in 250 years” (p. 

XV). However, such movement also comes with a great business potential. In their research, 

Lacy and Rutqvist (2016) emphasize a reward for turning current waste into wealth 

accounting for as much as $4.5 trillion by 2030, and they created the term “circular 

advantage” to describe the desirable market position where organizations would want to be in 

order to assure their share. Looking at the fashion industry, Iran and Schrader (2017) highlight 

the greatest unused economic and environmental opportunity as reducing the amount of 

clothing going to landfill. 
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1.1.3 Under the CE umbrella - collaborative consumption 

As an attempt to embrace circular business practices, sharing economy and collaborative 

consumption have attained increased interest lately (Ertz, Durif & Arcand, 2016; Garrett, 

Straker & Wrigley, 2017; McKinsey & Co, 2019). From a sustainability point of view, 

collaborative consumption has shown to contribute to improved environmental sustainability 

thanks to maximizing product use and limiting the number of items discarded before 

becoming unusable (Botsman & Rogers, 2010). While Leismann, Schmitt, Rohn and 

Baedeker (2013) and Iran and Schrader (2017) agree with Botsman and Rogers (2010), they 

also point out that additional transportation may reduce the positive effect of intensified 

product use. From a business point of view, the concept of collaborative consumption has not 

only proven to be a success factor, but also been listed as one of “10 Ideas That Will Change 

the World” (Walsh, 2011). Renting is one part of collaborative consumption that has enjoyed 

a widespread popularity lately (Holems, 2019). Renting is the activity of obtaining access to 

an item, over a specific period of time, where the item itself does not transfer in ownership. 

Often, a monetary fee is associated to the access of the item (Durgee & Colarelli O'Connor, 

1995). For instance, in Sweden companies like Sunfleet, VOI and Hygglo have engaged in 

rental business by providing cars, electrical kick bikes and tools on demand to their customers 

in exchange for money (Hygglo, 2019; Sunfleet, 2019). Studies indicate that customers, 

especially a younger audience, increasingly often prefer paying for accessibility rather than 

ownership, thus choosing collaborative consumption alternatives over traditional ones 

(Morrissey, 2015; Armstrong, Niinimäki, Lang & Kujala, 2016).   

 

1.1.4 Collaborative fashion consumption - time for a new business model? 

The success for collaborative consumption is not limited to cars, bikes and tools, but 

significant business potential is present in the fashion sector as well (Pedrsen & Netter, 2015). 

Although collaborative consumption through for example swapping, lending and renting has 

been widely adopted for fashion products throughout history, it is in the twenty-first century 

such activities have gone from small scale activities to enter the mainstream market (Pedrsen 

& Netter, 2015; Iran & Schrader, 2017). Technology has been referred to as a main driver for 

this development, as online platforms have facilitated the process for providing as well as 

using collaborative systems for companies and consumers (Iran & Schrader, 2017; Ertz & 

Sarigöllü, 2019). Iran and Schrader (2017) claim that collaborative fashion consumption, 

CFC, much like collaborative consumption in general, could minimize environmental impact 
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thanks to maximizing product use. In fact, there are companies in the fashion sector that 

already have begun looking beyond traditional retail models to alternative models based on 

sharing principles, such as renting (Pedersen & Netter, 2015; Holmes, 2019; McKinsey & Co, 

2019). Two American companies, Rent the Runway and The Real Real have both shown that 

it is possible to reach success through fashion business models based on renting, where in 

December 2016, Rent the Runway was valued at $800 million (Lauren, 2018; Schwartz, 

2018; Rent the Runway, 2019). Rent the Runway was founded in 2008, and the business 

model is based on renting out everything from everyday clothing to wedding dresses where 

customers subscribe to the rental program (Schwartz, 2018; Rent the Runway, 2019). The 

renting concept has caught the interest of Swedish fashion companies, where Houdini has 

taken the lead by adding rental service to their current traditional business model (Houdini, 

2019). Two Swedish start-ups, Sabina & Friends and Something Borrowed, focus entirely on 

the renting concept with business models similar to the one of Rent the Runway (Sabina and 

Friends, 2019; Something Borrowed, 2019). Although the Swedish market for renting clothes 

is yet far from being a million-dollar industry, signs indicate increasing interest from 

companies and customers for such concepts. 

 

In academia, CFC was first introduced as a concept by Pedersen and Netter (2015) when 

studying business model opportunities and barriers for fashion libraries. In order to specify 

what CFC actually is, Iran and Schrader (2017) analyzed research on sharing economy, 

collaborative consumption and PSS within the fashion sector. Figure 1 below illustrates how 

CFC, as an element of sustainable fashion and through consumption, connects purchase and 

post-usage phase (Iran & Schrader, 2017). Iran and Schrader (2017) suggest that CFC 

includes the activities of gifting, lending, sharing, swapping, renting, leasing and consuming 

second hand. These activities can be recognized from previous studies on collaborative 

consumption (Botsman & Rogers, 2010; Edbring, Lehner & Mont, 2016; Lee, Chan, Balaji & 

Chong, 2016).  
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Figure 1: The focus area of this study - renting in the context of CFC (Iran & Schrader, 2017) 

 
 

Besides studies by Pedersen and Netter (2015) and Iran and Schrader (2017), research on CFC 

is yet limited, especially from a company perspective. One of the few papers that undertakes a 

company perspective is a literature review performed by Becker-Leifhold and Iran (2018), in 

which the authors present drivers, barriers and enablers for companies to engage in CFC. Like 

most other papers within CFC, their research was based on information derived from PSS, CE 

and collaborative consumption. Much like the findings by Pedersen and Netter (2015), the 

findings by Becker-Leifhold and Iran (2018) implied that high implementation costs and lack 

of support from company executives prevented companies from engaging in CFC activities. 

In their study, the authors argue that high implementation and maintenance costs of rental 

services especially impede implementation for companies that provide cheaper products, since 

their already low margins leave little room for increased costs (Becker-Leifhold & Iran, 

2018). Nevertheless, the majority of studies on collaborative consumption in general, and 

CFC in particular, have undertaken a consumer perspective, often exploring consumers’ 

attitudes towards such consumption alternatives (Lang & Armstrong, 2018). Moreover, most 

previous literature on CFC undertake a holistic perspective including multiple aspects of CFC 

(Iran & Schrader, 2017), while in-depth research on the individual aspects, like renting, is 

missing.  

 

In their 2017 study, Iran and Schrader explored how CFC contributes to environmental 

sustainability. When CE is discussed in previous literature, it is commonly fronted as going 

hand in hand with sustainability (Geissdoerfer et al. 2017; Bocken, Schuit & Kraaijenhagen, 

2018), and because CFC is a subcategory to CE, CFC may undertake similar traits. In their 
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findings, Iran and Schrader (2017) state that CFC contributes to improved sustainability 

thanks to intensifying product use. However, the authors also highlight that the full effect of 

intensified product use may be reduced by the negative impact caused by additional 

transportation. These findings confirm previous findings by Leismann et al. (2013).   

 

1.1.5 Focus on the Swedish fashion market 
 
This study focuses on fashion companies that were founded in Sweden. A Swedish focus was 

chosen due to Sweden being in the forefront when it comes to circular economy. According to 

Svenskt Näringsliv (2019), Sweden has potential to take on a leading position in the 

development of a circular economy. Thanks to well developing Swedish industries as well as 

many innovative and skilled people working across industries, new solutions can be generated 

to increase efficiency in production, transportation and services (Svenskt Näringsliv, 2019). 

Naturvårdsverket (2018) particularly highlighted the Swedish textile industry as focus area in 

development of circular business models. However, despite large investments in development 

of CE, including intensified product use (Naturvårdsverket, 2018), only a few Swedish 

fashion companies have adopted rental-based business models. This gap makes one wonder 

whether there are barriers preventing Swedish fashion companies from implementation of 

rental services to their business models. As an attempt to contribute to the development of 

circular business models within the Swedish fashion industry, this study focuses on 

implementation barriers for rental services faced by Swedish fashion companies.  

 

1.2 Problematization 
 

The sections above highlight an increasing consumer interest in consuming fashion in a more 

sustainable way (Kang & Wimmer, 2008; Armstrong & Lang, 2013; Pedersen & Netter, 

2015). Further, the sections above highlight that top executives in the fashion industry rank 

environmental sustainability as one of the most important business considerations for the 

upcoming years in order to fulfill consumers’ expectations (McKinsey & Co, 2019). The 

circular economy umbrella includes collaborative consumption-based business models, where 

rental services is one relevant approach. Scholars suggest that collaborative fashion 

consumption, through renting, possess great business potential (Kirchherr et al. 2017), which 

is further supported by practical evidence (Rent the Runway, 2019; The RealReal, 2019). 
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Companies that engage in collaborative fashion consumption by adding rental service to their 

business model keep the ownership over the products as customers pay for usership (Edbring, 

Lehner & Mont, 2016).  

 

Despite a significant interest among fashion companies to add rental services to their business 

models (McKinsey & Co, 2019), and support from academia arguing that rental based 

business models could improve both environmental and economical sustainability, only a 

limited number of Swedish fashion companies have engaged in such activities (Pedersen & 

Netter, 2015). This reveals a contradiction where, on the one hand, fashion companies speak 

loudly about the importance of adapting to a changing environment (McKinsey & Co, 2019), 

and on the other hand, implementation of rental services have attained little interest from 

these companies. While the general consumer interest for rental based consumption has 

increased, the fashion sector is yet stuck in linear business patterns even though business 

executives state they are eager to adapt to a changing environment (McKinsey & Co, 2019).  

 

Collaborative consumption is yet in an embryonic stage in the Swedish fashion industry, 

nevertheless the business side is still ahead of academia. Academics have highlighted an 

urgent need to increase the understanding of collaborative consumption in general (Becker-

Leifhold & Iran 2018; Tura et al. 2019), and of CFC in particular (Pedersen & Netter, 2015; 

Becker-Leifhold & Iran, 2018). A few researchers have begun to explore the drivers and 

barriers for implementation of business models based on CFC principles (Hu et al. 2014), 

however, so far current literature struggles to explain what prevents companies from adopting 

rental based business models. To the best of the author’s knowledge, the closest attempt to 

outline what factors that prevent companies from engaging in CFC is found in the literature 

review by Becker-Leifhold and Iran (2018). Nevertheless, their study undertakes a holistic 

approach towards the concept of CFC and lacks focus on any specific aspect, such as renting 

(Pedersen & Netter, 2015).  

 

As described above, both fashion industry executives and academia express opportunism 

towards adoption of CFC practices in business models. However, to this day just a few 

companies have implemented CFC practices into their business models, meaning that they 

have turned idea of adopting activities, such as rental services, into action (McKinsey & Co, 

2019). This makes one wonder - if fashion company executives are interested in adopting 

CFC, what prevents implementation of CFC activities to the companies’ current business 
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model? Much interesting is the concept of renting, since rental services have enjoyed a 

significant increase in popularity among consumers lately (Holmes, 2019). Due to limitations 

in the current CFC literature, there are no clear answers available to these questions, which in 

turn creates a research gap and a need to increase the understanding of this matter. Against 

this backdrop, this study seeks to increase the understanding of what implementation barriers 

prevent Swedish fashion companies from adopting rental services to their current business 

model. In this study, implementation refers to turning the idea of adopting rental services to 

the business model into action. 

 

Further, previous research implicates that barriers for implementation of CE into business 

models are highly context specific, and that companies perceive implementation of new 

sustainable business practices differently (Ghisellini et al. 2016; Tura et al. 2019). For 

instance, it has been shown that internal conditions within a company affect how 

implementation of service-based business model is perceived (Reim et al., 2015). Moreover, it 

has been shown that a company’s business model affects the perception of implementation of 

service-based business models (Reim et al., 2015). For instance, Becker-Leifhold and Iran, 

(2018), argued that CFC, including rental services, is only feasible for companies that provide 

expensive products due to high implementation and maintaining costs of such service. 

However, despite implications from previous research that companies’ perceptions of 

implementation of rental-based business models vary depending on the specific context 

(Ghisellini et al. 2016; Tura et al. 2019), the concept is yet to be explored within the context 

of CFC. To the best of the author’s knowledge, no previous study has explored whether 

implementation of rental services, in the context of CFC, is perceived differently between 

different fashion companies. Therefore, a cross comparison between different fashion 

companies was needed. To fill this research gap, this study seeks to increase the 

understanding of how the perception of implementation barriers for rental services differ 

among different fashion companies. 

 

1.2.1 Purpose 

The purpose of this study is to identify what barriers prevent Swedish fashion companies from 

implementing rental services, in the context of CFC, in their business models. Moreover, the 

purpose is to understand if there are differences between barriers and how they are perceived 

between different fashion companies. The following research questions were developed: 
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RQ1: What are the perceived implementation barriers that prevent Swedish fashion 

companies from adding rental services to their business model? 

   

RQ2: How do the perception of the identified implementation barriers differ between Swedish 

fashion companies?   

 

1.2.1.1 Delimitation 

This study focused on implementation barriers for rental services for CFC, hence, other 

aspects like drivers for CFC was not addressed in particular. In previous research, 

implementation drivers and barriers are at times investigated together to provide a complete 

understanding of a phenomenon (Becker-Leifhold & Iran 2018; Tura et al. 2019). Further, the 

implementation barriers that create the core of this study were deductively derived from 

existing literature. Despite the authors’ attempt to use updated literature to find the most 

relevant implementation barriers, there could be additional implementation barriers which 

were not addressed in this study. 

 

Further, this study focuses on rental services in the context of CFC, wherefore one should be 

aware that the findings addressed this phenomenon only, and not other aspects included in 

CFC, such as gifting, swapping and second hand. 

 

In this study, the term fashion includes everyday wear, performance wear and outdoor wear. 

Everyday wear is clothes for everyday activities such as pants, tops and jackets. Performance 

wear is clothes for workout such as training pants and training top. Outdoor wear is clothes 

for outdoor activities such as skiwear and hiking wear. 

 

2 Frame of reference 
The first part of this chapter provides definitions of the key concepts adopted in this study. 

The second part presents the process of business model innovation. The third and last part 

outlines implementation barriers derived from previous research within CE and CFC. 
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2.1 Definition concepts  

Recently, the academic interest for circular economy in relation to business models has 

increased seen to the number of studies published (Camacho-Otero, Boks & Pettersen, 2018). 

Circular economy is a wide term including many business execution alternatives when it 

comes to product- and service offerings, such as care and repair, renting, leasing or take-back 

systems for recycling (Ellen McArthur Foundation, 2017). Most researchers who have 

explored circular business models, in terms of providing products as services, have adopted 

the concepts sharing economy (Camacho-Otero, Boks & Pettersen, 2018), Product Service 

Systems, PSS (Armstrong & Lang, 2013; Armstrong, Niinimäki, Kujala, Karell & Lang, 2015; 

Pal, 2016; Camacho-Otero et al. 2018) and Collaborative Consumption (Leismann et al. 2013; 

Vaquero & Calle, 2013).  

 

Despite development of niched concepts like sharing economy, PSS and collaborative 

consumption, lack of clear boundaries between the terms sometimes cause confusion 

(Camacho-Otero, Boks & Pettersen, 2018). One thing that the three concepts have in common 

is that they share the aim to facilitate consumption of underutilized assets (Camacho-Otero, 

Boks & Pettersen, 2018). Moreover, they have influenced the key concepts of this study; 

circular economy, collaborative consumption and collaborative fashion consumption. Table 1 

below provides an overview of how the concepts are defined. 

 
Table 1: Definition of key concepts 

Concept Definition Reference 

Circular economy “An economic system that replaces the ‘end-of-life’ concept 
with reducing, alternatively reusing, recycling and recovering 
materials in production/distribution and consumption 
processes” 

Kirchherr et al.  (2017 
p. 229) 

Collaborative 
consumption 

“The set of resource circulation systems which enable 
consumers to both obtain and provide, temporarily or 
permanently, valuable resources or services through direct 
interaction with other consumers or through the mediation of a 
third-party” 

Ertz, Durif, and 
Arcand (2016, p.15) 

Collaborative 
Fashion 
Consumption, 
CFC 

“CFC embraces fashion consumption in which consumers, 
instead of buying new fashion products, have access to already 
existing garments either through alternative opportunities to 
acquire individual ownership (gifting, swapping, or second 
hand) or through usage options for fashion products owned by 
others (sharing, lending, renting, or leasing)” 

Iran and Schrader 
(2017 p. 472) 
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2.1.1 Collaborative consumption 

Collaborative consumption is a socio-economic model (Botsman, 2013), based on practices of 

promoting accessibility-based systems as opposed to owning (Iran & Schrader, 2017). 

Collaborative consumption includes activities such as renting, leasing, sharing and 

buying/selling second hand (Iran & Schrader, 2017; Becker-Leifhold & Iran 2018). 

Previously, research on collaborative consumption have focused on, amongst others, the 

managerial viewpoint (Camacho-Otero, Boks & Pettersen, 2018). In their literature review on 

collaborative consumption, Camacho-Otero et al. (2018) emphasize great potential for 

business models based on collaborative principles. However, the authors point out that most 

research has been conducted on consumer electronics and car sharing, whereas collaborative 

consumption in the apparel sector is yet to be further investigated.  

 

The business potential for collaborative consumption has also been studied through 

consumers’ attitudes towards such activities (E.g.  Speck & Hasselkuss, 2015; Tukker, 2015; 

Armstrong et al. 2016; Edbring, Lehner & Mont, 2016). When interviewing IKEA-customers 

in the age of 23 to 29, Edbring et al. (2016) found that the main drivers for renting furniture 

are exchangeability (furniture can be renewed more often without generating negative 

environmental impact), possibility to test a product before purchasing it and flexibility in 

terms of not being responsible for taking care of product maintenance. The authors found that 

consumers were more positive towards short-term renting for seldom-used products than 

towards long-term renting for every-day products due to economic reasons. 

 

2.1.2 Implementation barrier 

According to Cambridge Dictionary (2019 a), implementation is “the act of putting a plan 

into action”. In this study, implementation refers to adopting rental services in the context of 

CFC to a company’s existing business model. Further, Cambridge Dictionary (2019 b) 

describes a barrier as “anything used or acting to block someone from going somewhere or 

from doing something, or to block something from happening”. Based on these definitions, 

the term implementation barrier in this study refers to the factors preventing adoption of rental 

services. Similar usage of the term implementation was found in previous research, such as 

Reim, Parida and Örtqvist (2015), Tukker (2015) and Lieder and Rashid (2016). 
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2.1.3 Rental services 

Renting, the focus area of this study, has been defined as “a transaction in which one party 

offers an item to another party for a fixed period of time in exchange for a fixed amount of 

money and in which there is no change of ownership” (Durgee & Colarelli O'Connor, 1995 p. 

90). A unique characteristic which differentiates renting from most of the other activities 

included in CFC, see Figure 1, is that there is no exchange of product ownership (Iran & 

Schrader, 2017). Renting is further different from leasing by having a shorter contract period 

as well as leaving responsibility for product care with the provider (Iran & Schrader, 2017). 

The fundamental idea of renting is accessibility to an item rather than ownership (Leismann et 

al. 2013; Tukker, 2015). In their 2014 study, Hu et al. suggest that when a company provides 

rental service, product maintenance, recycling, reverse logistics and final waste disposal are 

yet to be managed by the company. According to Moeller and Wittkowski (2010), companies 

that rent instead of sell items can satisfy customers’ desires without plaguing them with the 

burden of ownership.  

 

2.2 Business model innovation – moving towards CFC 
 
Before moving into implementation barriers for rental services to business models, it is a good 

to have basic understanding of the concept of a circular business model and business model 

innovation. A business model describes “the way business is done” (Magretta, 2002), and 

consists of four key elements that together creates and deliver value; Customer value 

proposition, Profit formula, Key resources and Key processes (Johnson, Christensen & 

Kagermann, 2008). In their 2018 study, Bocken, Schuit and Kraaijenhagen define the term 

circular business model as “the rationale of how an organization creates, delivers and 

captures value to close and slow material loops” (p.4), thus a circular business model has, in 

addition to any conventional business model, a certain focus on reducing the amount of 

material in the loop as well as keeping materials in the loop as long as possible. Companies 

use their business models to commercialize new ideas, and business model innovations has 

reshaped entire industries over the years (Johnson et al. 2008; Chesbrough, 2010; Amit & 

Zott, 2012). Business model innovation can be executed in a number of ways, where Amit 

and Zott (2012) highlight the following three; by adding new activities, by linking activities in 

new ways and by changing one or more parties that performs any of the activities.  
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Business model innovation is, however, not always easy to achieve. For instance, a lot of 

times companies struggle to see what the “right” business model ought to be (Chesbrough, 

2010). For this reason, academics in the field encourage business model innovation through 

experimentation, allowing firms to try and fail and take action based on the results of their 

experiments (Johnson et al. 2008; Chesbrough, 2010; Bocken et al. 2018). When executing 

business model innovation through experimentation, failing will be a part of the process 

(Johnson et al. 2008; Chesbrough, 2010; Bocken et al. 2018). Therefore, companies and 

employees must adopt an effectual attitude towards the experimental approach and accept that 

failures provide key learnings to the future innovation process (Chesbrough, 2010).  

 

In their 2018 study, Bocken et al. emphasized that business experimentation is crucial in the 

transition to circular business models. According to the authors, business experimentation 

aims “to learn and improve business model innovation activities with limited risks and 

resources through continuous and collective learning with stakeholders” (Bocken et al. 2018, 

p.1). The authors present a framework which they call The Circular Business Experiment 

Cycle to support companies to, according to experimental principles, shift from conventional 

to circular business models. The framework developed by Bocken et al. (2018) consists of six 

steps which are described in more detail below. Along with each step, additional CFC aspects 

has been integrated in order to connect their framework to the purpose of this study. 

 

The first step, Purpose, is about adjusting a business’ environmental and societal goals 

according to circular prospects and find ways to measure any progress (Bocken et al. 2018). 

In the context of CFC, this could be addressing rental services as new business focus and plan 

for implementation. The second step, Value Proposition Experiment, suggests collecting 

insights and explore whether there is any customer demand for the product/service in question 

(Bocken et al. 2018). Here, fashion companies looking to add rental services could explore if 

there is a market for this type of service. If the learnings are positive meaning there is a 

market, the next logical step is step three, Value Deliver Experiment. Here, companies should 

undertake the customer perspective to identify the best way to deliver the new circular 

business model to the market (Bocken et al. 2018). For rental services, this could include how 

to organize an smooth pick up and and return process (Hu et al. 2014). Thereafter, Bocken et 

al. (2010) suggest step four, Value Creation Experiment, in which the needs of all 

stakeholders should be identified to make realization of the new business model possible. In 
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the context of CFC and rental services, such needs could be company owners’ turnover 

expectations and companies’ supply chain setup including reverse logistics (Hu et al. 2014). 

The fifth step, Value Capture Experiment, refers to analyzing the full developed business 

case, to ensure bearing in the new business model (Bocken et al. 2018). If the findings 

indicate a positive business case, it is time to move on to the sixth and final step, Field 

Experiment. Conducting field experiment means turning all information generated in the 

previous steps into operations and test it in reality (Bocken et al. 2018). Testing of the new 

business model should be executed stepwise, starting small scale before rolling out to the 

larger market (Chesbrough, 2010; Bocken et al. 2018). Chesbrough (2010) highlights the 

importance of trying a new business model on real customers paying with real money in order 

to obtain as trustworthy results as possible. Accordingly, fashion companies looking to add 

rental services to their current business model should start off small scale to see whether such 

model possess any bearing.  

 

Although the importance of business model innovation is vital, it is not easy to achieve. 

Research on business model innovation present some common barriers preventing companies 

from implementing new business activities, these are, for instance, financial, organizational 

and social barriers (Johnson et al. 2008; Laukkanen & Patala, 2014). Looking at circular 

business model innovation, one can find similar barriers preventing implementation also of 

circular activities (Rizos, Behrens, Van Der Gaast, Hofman, Ioannou, Kafyeke & Topi, 2016; 

Tura et al. 2019). Although implementation barriers for conventional and circular business 

activities at times have the same origin (Johnson et al. 2008; Laukkanen & Patala, 2014; Tura 

et al. 2019), the edge of these barriers differ depending on the type of business model. Hence, 

generic barriers applicable to many types of business models turn into being specific for 

circular business models when addressing such kind of model and its related practices (e.g. 

Laukkanen & Patala, 2014; Tura et al. 2019). The rest of this chapter outlines implementation 

barriers for rental services in the context of CFC. The barriers can be recognized from 

research on business model innovation, as well as for circular business models in particular 

(Johnson et al. 2008; Laukkanen & Patala, 2014; Rizos et al. 2016; Tura et al. 2019). 

However, the edge and the meaning of the barriers are linked to rental services and CFC, thus 

the barriers are seen through the lens of CFC and rental services. 

 



 

- 16 - 

2.3 Barriers for implementation of business models based on CFC  

The barriers presented in this study’s frame of reference is inspired by the theoretical 

framework developed by Tura et al. (2019), in which the authors outlined barriers for 

execution of circular business models. This framework was deemed appropriate to apply in 

this study for several reasons. Firstly, to the best of the author’s knowledge, to this date there 

is no framework within the CFC literature that, on a holistic yet detailed level, covers 

implementation barriers. Therefore, it was necessary to look beyond this particular concept. 

Due to CFC being a branch emerging from circular economy, a frame of reference based on 

CE principles was deemed suitable as starting point. Secondly, this particular framework by 

Tura et al. (2019) was considered appropriate due to being the most recent study to focus on 

barriers for implementation of CE business models, thus their framework is based upon the 

most up to date knowledge within the field.  

 

The framework consists of six main barrier categories; Economic, Social, Institutional, 

Informational and technological, Supply chain and Organizational. These categories were 

employed as the core of this study’s frame of reference, to which specific barriers associated 

with CFC and rental service are added, see table 2 below. The number of previous studies on 

barriers for implementing CFC are limited, however, when researchers like Iran and Schrader 

(2017) and Hu et al. (2014) investigated other aspects of CFC, such as environmental aspects, 

implementation barriers were indirectly portrayed. As such, in first hand this study was built 

upon implementation barriers derived from the CFC context, however, when such information 

was lacking, barriers were adopted from the CE context (see for example Pedersen & Netter, 

2015; Rizos et al. 2016). To this end, the framework by Tura et al. (2019) was adopted as an 

attempt to outline the main barrier categories for implementation of rental services as well as 

to provide a starting point to be filled out with each categories’ related barriers. 

 
Table 2: Implementation barriers for rental service in the context of CFC 
Category Barriers References 
Economic  High implementation costs and 

lack of financial capability 
Pedersen & Netter (2015) 
Rizos et al. (2016) 
Aranda-Usón et al. (2019) 
Tura et al. (2019) 

Uncertainty about the long-term 
economic outcome   

Tura et al. (2019) 

Social Uncertainty of consumer 
responsiveness 
 

Armstrong et al. (2015) 
Iran & Schrader (2017) 
Tura et al. (2019) 

Price sensitiveness among Hu et al. (2014) 
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customers  Pedersen & Netter (2015) 

Institutional Lack of governmental support Parker et al. (2009) 
Pedersen & Netter (2015) 
Rizos et al. (2016) 
Aranda-Usón et al. (2019) 

Informational and technological Lack of information about the 
concept 

Kant Hvass, (2014)  
Tura et al. (2019) 
Hu et al. (2014) 

Lack of technologies and 
technological skills 

Geng & Doberstein, 2008 
Hu et al. (2014) 
Rizos et al. (2016) 

Supply chain Need to establish a reverse 
logistics scheme 

Becker-Leifhold & Iran (2018) 
Hu et al. (2014) 
Kant Hvass, (2014) 
Tura et al. (2019) 

Organizational Lack of management support Kant Hvass, (2014) 
Rizos et al. (2016) 
Tura et al. (2019) 

Silo thinking and fear of risks  Tura et al. (2019) 
Liu & Bai, (2014) 

 

 

2.3.1 Economic 
 

2.3.1.1 High implementation costs and lack of financial capability  

Economic barriers refer to lack of financial capability, high costs of new technologies and 

high economic uncertainty (Tura et al. 2019). Transformation from linear to circular business 

models requires a substantial amount of financial capital, which many companies, especially 

smaller ones (Rizos et al. 2016), perceive as both challenging and risky (Aranda-Usón et al. 

2019). Due to a different infrastructure and different flow of goods compared to linear 

business models, circular business models require different distribution planning, inventory 

management and reverse logistics management, all carrying implementation costs that must 

be considered by the company (Hu et al. 2014; Kok, Wurpel & Ten Wolde, 2013 in Rizos et 

al. 2016).  

 

2.3.1.2 Uncertainty about the long-term economic outcome 

High economic uncertainty is pointed out as an important factor for slow adoption of circular 

business models in general and renting based in particular (Aranda-Usón et al. 2019; Tura et 

al. 2019). Tura et al. (2019) emphasize that uncertainty about the long-term benefits 

constitutes a risk, thus hindering risk averse firms from taking the step. Companies may be 
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frightened of collaborative based business models due to accusations of being “a socio-

economic groundswell” (Botsman & Rogers, 2010 in Belk, 2014), or due to arguments that 

new business practices threaten to cannibalize on the profit generated by the current business 

(Kang & Wimmer, 2008). However, collaborative business models have not only proven to 

improve financial lucrativeness through extending the current business, but also to be a 

challenger to conventional businesses (Boelser, 2013 in Belk, 2014). In fact, renting-based 

business models have given rise for traditional industries to choose whether to flight, fight or 

adapt to new models (Belk, 2014). While flight and fight strategies have shown poor results, 

see for example the music and movie industry (Belk, 2014), creative adoption has instead 

fostered successful companies earning great profits, see for example carpooling providers 

(Bardhi & Eckhardt, 2012; Belk, 2014).  

 

Moreover, the cash flow system for rental based business models looks different from 

traditional sales-based models, wherefore decision makers may be uncertain about the 

economic outcome, which in turn increases the perceived risk and holds back implementation 

(Hu et al. 2014; Aranda-Usón et al. 2019). Companies that have a stable ongoing cash-flow 

system derived from traditional sales may be hesitant towards new rental-based systems 

where the outcome is uncertain (Aranda-Usón et al. 2019). On the one hand, the renting 

company’s ROI may take place over a longer period of time due to less payback for each 

“sales” as compared to actually selling an item. On the other hand, companies can “sell” an 

item multiple times, thus prolonging its lifetime. In fact, a greater ROI could be achieved 

when renting, thanks to keeping the ownership over a product, thus enabling to make profit 

over and over again (Hu, Li Chen & Wang, 2014). Despite a potential outcome that could 

bring greater profitability, economic uncertainty brings hesitation when companies consider 

adding rental services. 

 

2.3.2 Social 
 

2.3.2.1 Uncertainty about consumer responsiveness  

Uncertainty about consumer responsiveness and customer demand creates social barriers for 

companies to implement circular business models in general (Kant Hvass, 2014), and rental 

based models in particular (Hu, Li, Chen & Wang, 2014; Armstrong et al. 2015). Consumers 

are at the heart of every business model, meaning that their responsiveness is heavily 
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influencing business development (Osterwalder & Pigneur, 2010). For this reason, if 

companies believe that customers are sceptic towards the idea of collaborative consumption, it 

could prevent them from implementing rental service (Hu et al. 2014). In fact, previous 

research on collaborative consumption show split results on customers’ attitudes towards 

collaborative business models (Edbring, Lehner & Mont, 2016). In their 2016 study, Edbring, 

Lehner and Mont found that customers prefer renting seldom used products on a short-term 

basis over often used products on a long-term basis. In their 2018 study, Benjaafar, Kong and 

Courcoubetis highlight positive attitudes among customers towards going from ownership to 

usership, where the main benefit is addressed as becoming free from the burden of ownership. 

Looking from the consumer perspective, Becker-Leifhold and Iran (2018) highlight six 

factors which make customers hesitant towards adopting CFC practices, these are reputation 

of the provider, hygiene aspect, product condition, lack of information about use and 

treatment of materials and lack of information about previous users. As a result, if companies 

are unsure whether they can offer an CFC service attractive enough to overcome these 

customer concerns, they may stay hesitant towards adding such service to their current 

business model.  

 

2.3.2.2 Price sensitiveness and pricing uncertainty  

Iran and Schrader (2017) highlight consumers’ price sensitiveness to rental service as a barrier 

for companies to implement rental service to their business model. According to the authors, 

companies would need to put relatively high rental fees to make it a profitable business, 

which may lead to customers perceiving the service as economically unfavorable compared to 

buying. If the price of renting an item is similar to the price of purchasing, most consumers 

consider it economically favorable to buy the item (Niinimäki, Lang & Kujala, 2016; 

Armstrong et al. 2016; Becker-Leifhold & Iran, 2018). Previous research imply that the 

economic aspect is one main driver for customers to engage in CFC (Iran & Schrader, 2017), 

wherefore companies must find a price level which is attractive and feasible for both the 

provider and the customer. From a company perspective, monetizing business is a top priority 

(Oh & Jeong, 2014), thus implementing a service that risk discouraging, rather than 

encouraging, customers to consume the own brand may not be on their agenda. However, if 

finding a price point for rentals that is workable for the company, whilst being attractive to the 

consumers, Kang and Wimmer (2008) as well as Lang and Armstrong (2018) emphasize a 

win-win situation from which both companies and customers can benefit. Also, for the 



 

- 20 - 

expensive product segment, renting could be an opportunity for consumers to get access to 

items which they would not have purchased at full price, whilst companies reach a wider 

target group contributing to greater profits (Kant Hvass, 2014; Becker-Leifhold & Iran, 2018).  

 

2.3.3 Institutional  
 

2.3.3.1 Lack of governmental support  

Without lack of support from higher institutions and governments, many companies are 

locked in already established linear systems (Rizos et al. 2016). For instance, lack of funding 

opportunity has been highlighted as an institutional barrier that hinders implementation of 

circular business models (Parker, Redmond & Simpson, 2009), under which umbrella rental 

service takes part. Aranda-Usón et al. (2019) emphasize that small companies often face 

pressured financial situations, wherefore these in particular are in need of governmental 

funding support to be able to adopt CE principles. However, also large companies can be 

plagued by insufficient economic resources, making adoption of rental based business models 

less prioritized (Kok et al. 2013). As such, lack of governmental funding support impedes 

companies of all sizes to move forward with implementation of rental services.    

 

Moreover, Parker et al. (2009), Gumley (2014) and Tura et al. (2019) highlight lacking 

effective taxation policy as barriers for implementation of CE approaches in businesses. For 

example, low resource taxation on raw materials makes it favorable for companies to 

purchase virgin material to produce new products prior working with circular alternatives 

(Geng & Doberstein, 2008), and hence companies are encouraged to keep on working 

according to linear practices (Rizos et al. 2016). According to Pedersen et al. (2018), 

governmental support is critical to enable scalability of circular activities in businesses, 

arguing that individual companies are limited in how they can work to scale up such practices 

on their own. In fact, the authors argue that new business models, such as CFC and rental 

service, will remain a niche market until there is a change in the surrounding environment of 

fashion companies (Pedersen et al. 2018).     

 



 

- 21 - 

2.3.4 Informational and technological  
 

2.3.4.1 Lack of information about the concept  

Lack of information refers to companies having inadequate information about the concepts of 

CE and CFC (Rizos et al. 2016; Tura et al. 2019). If, for example, companies wish to improve 

sustainability in their business models but do not know if and/or how CFC through rental 

service contributes to this goal, they may stay away from implementation of such services. On 

a similar note, if companies wish to implement rental-based business models but do not know 

how to manage new activities, such as a reversed product flow, this may as well hinder 

implementation (Kuo, Ma, Huang, Hu & Huang, 2010).  

 

2.3.4.2 Lack of technologies and technological skills  

On the technical side, lack of technological know-how is widely acknowledged as inhibitor 

for companies to adopt CE approaches (Geng & Doberstein, 2008; Rizos et al. 2016; Tura et 

al. 2019). Due to most of the current fashion businesses being deeply rooted in linear systems, 

a switch to other technology systems made for circular business operations requires a 

sufficient amount of technological know-how (Rizos et al. 2016). For CE in general, and 

rental services in particular, technological skills refer to, amongst others, know-how about 

systems for life-cycle assessment (Geng & Doberstein, 2008) and systems for handling 

material flows (Tura et al. 2019). Companies that feel more comfortable with familiar 

technologies may prefer sticking to these rather than try new ones (Rizos et al. 2016), thus 

they would not add CFC and rental service to their business models. According to Rizos et al. 

(2016), lack of technological skills is not an isolated barrier, but closely connected to lack of 

resources in terms of financial and time investment. As a result of insufficient financial 

means, organizations may not be capable of hire external experts to support in solving 

technical issues related to implementation of rental services (Rizos et al. 2016). 

 

Another technological barrier is derived from network complexity in textile supply chains. As 

the typical fashion company operates in a complex network (Hu et al. 2014), technological 

systems must be available for information sharing between different parties (De Camargo 

Fiorini & Jabbour, 2017). Systems must be available not only to enable information sharing 

between the rental company and its business partners, but also between the rental company 
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and its customers. The company must be able to track products to keep control over the 

product flow, for example supported by IoT technique (Hu et al. 2014). Moreover, to aid 

planning for the company and its customers, Hu et al. (2014) recommend using a booking 

system. According to Garett et al. (2017), simple and smooth functionality of digital platforms 

are determinant factors to reach customer satisfaction. As such, digital platforms that are user-

friendly and allow a smooth process is crucial, thus internal technological knowledge, or 

possibility to hire external support is required. Due to the importance of digital platforms as 

enabler of collaborative consumption and rental, lacking technological skills may cause 

severe harm to the development of such process (Garett et al. 2017). 

 

2.3.5 Supply chain 
 

2.3.5.1 Need to establish a reverse logistics scheme  

One of the most salient challenges for companies when implementing circular business 

models is to develop a reversed logistics supply chain (Hu et al. 2014; Lewandowski, 2016; 

Becker-Leifhold & Iran, 2018). Reversed logistics include activities like planning, 

implementation and control of an efficient and cost-effective flow of goods from the end 

consumer back to a desired point in the supply chain (Stepien, 2017). Historically, the fashion 

industry has experienced a strong focus on linear models, and as a result, most fashion 

companies’ supply chains are designed to push items forward but not backwards (Hu et al. 

2014). In contrast to forward logistics, reverse logistic systems require collection and 

redistribution systems (Becker-Leifhold & Iran, 2018) as well as laundry and repair service 

(Hu et al. 2014). According to Becker-Leifhold and Iran (2018), lack of cost efficient and 

convenient reverse logistics supply chains hinders companies from implementing CFC. Due 

to high costs, the authors state that CFC is better suited for expensive clothing, while such 

arrangement for cheaper clothing in the everyday wear segment may not be feasible. 

Moreover, companies that are interested in implementing reversed supply chains are 

hampered by the limited number of best practices that can guide them through development of 

a reverse logistics system that matches their needs (Kant Hvass, 2014). 
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2.3.6 Organizational 
 

2.3.6.1 Lack of management support 

The organizational barrier addresses company environmental culture and is derived from the 

philosophy, habits and attitudes towards circular business model principles among a 

company’s managers and employees (Liu & Bai, 2014; Rizos et al. 2016; Pedersen, Gwozdz 

& Hvass, 2018, Tura et al. 2019). While a positive attitude towards implementation of circular 

business models increase the chances of such action to be realized, an indifferent or negative 

attitude prevent realization (Liu & Bai, 2014). Oreg (2003) emphasizes that positive attitudes 

towards enhanced sustainability among employees favors implementation of sustainable 

business activities, while negative attitudes may prevent business model innovation due to 

employees perceiving new sustainable activities as stressful and undesired. How a company 

tackles implementation of rental services is further strengthened if the particular attitude is 

assigned top managers, as people in such high positions possess significant influence over 

strategic decisions (Liu & Bai, 2014). In this regard, implementation of rental services may 

only come true if there is an interest and willingness among the managers to engage in this 

kind of activity.  

 

2.3.6.2 Silo thinking and fear of risks 

On a similar note, if top managers hold risk avert traits business model innovation may be 

hindered by the unwillingness to take risks, even if they are aware of potential benefits related 

with the change (Dekoninck, Domingo, O'Hare, Pigosso, Reyes & Troussier, 2016; Rizos et 

al. 2016). Risk avert behaviour encourages resistance to change (Rizos et al. 2016), which in 

turn hinders development of companies’ business models and could cause harm in the long-

term (Besch, 2005). Further, in businesses that are cost driven, which usually is the case, top 

managers tend to down prioritize expensive pro-environmental activities in favor for low 

costs (Dekoninck et al. 2016). Last but not least, the attitudes of employees also affect 

adoption of sustainable business model principles.  
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3 Methodology 
 

3.1 Methodological approach 

A deductive research approach was adopted in this study, also called theory-testing research 

(Bhattacherjee, 2012). In a deductive research, the aim is to test concepts and patterns known 

from previous academic literature using new empirical data (Bhattacherjee, 2012; Alvesson & 

Sköldberg, 2017). The given study seeks to fulfill the purpose of exploring what barriers 

prevent Swedish fashion companies from adopting rental services to their current business 

models by collecting new empirical data and compare it against existing theories. For the 

given study, a deductive approach was deemed appropriate since there are many theories 

available describing what implementation barriers that prevent companies from adding CE 

practices to their current business models. These theories were considered appropriate to 

adopt to the given study since CFC belongs under the CE umbrella.  

 

First, a state-of-the-art review was conducted, based upon available literature within CFC. 

The aim of the review was to structure the research field and aid in theory development 

(Srivastava, 2007; Easterby-Smith, Thorpe & Jackson, 2012). A search for previous studies 

on CFC and rental services within the fashion context using different combinations of the 

keywords of this study, such as Collaborative Fashion Consumption, Rental services, 

Clothing, Fashion etc., generated a number of papers that was possible for the author to 

review within the timeframe for the given study. The existing literature addressing CFC is 

limited, hence it was possible for the author to execute a thorough literature review to obtain a 

holistic understanding of the current research state. Thereafter, it was possible to use the 

references of these studies to go back and forth in order to find the most relevant literature to 

adopt in this study. Due to the limited amount of previous studies on CFC it was necessary to 

include literature beyond this particular concept, where in this case, literature within CE was a 

valid approach thanks to holding CFC within the frame of the concept (Ellen McArthur 

Foundation, 2017). In contrast to CFC, previous research within CE is relatively extensive, 

where newly published literature reviews present implementation barriers for CE activities 

into current businesses (Tukker, 2015; Lewandowski, 2016; Korhonen, Nuur, Feldmann & 

Birkie, 2018). Since it was possible to find up to date information about literature addressing 

implementation barriers for CE activities within already existing literature, it was deemed 
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appropriate to utilize these sources to find the most relevant literature for this study instead of 

repeating a similar literature review.   

 

Moreover, this study undertakes a qualitative approach. According to Bryman and Bell 

(2011), a qualitative approach is appropriate when investigating deeply rather than broadly, 

wherefore such an approach was deemed appropriate in the given study. In order to answer 

the research questions, the study seeks to collect rich and extensive data from a narrow 

sample rather than shallow data from a wide sample.   

 

3.2 Research process 

This research was carried out as follows. First, previous research within the field of CFC was 

reviewed in order to identify the research gap. The main programs utilized to find relevant 

literature were Web of Science, Scopus, Google Scholar and industry reports. Thereafter, a 

frame of reference was developed where the implementation barriers were derived from 

recently published literature within the fields of CE and CFC. Alongside development of the 

frame of reference, interview requests were sent out to relevant industry executives. The 

requests resulted in eight interviews which were held within a two months period starting in 

March 2019. All interviews were recorded, and after each interview the recording was 

transcribed and coded according to a predetermined coding system. Thereafter the findings 

and discussion chapter were carried out. Last but not least, the main outcome of the paper was 

summarized in the conclusion. 

 

3.3 Single case-study: rental service in the context of CFC 

Inspired by previous studies on similar topics, such as Kant Hvass (2014) and Peder & Netter 

(2015), this study adopted a case study approach. According to Bhattacherjee (2012) and Yin 

(2009), a case study seeks to study a contemporary phenomenon within its natural setting and 

without any behavioral manipulation from the researcher. In this study, rental service is 

considered a phenomenon within the context of CFC (Becker-Leifhold & Iran, 2018). 

According to Barratt, Choi and Li (2011), a case study approach is appropriate when studying 

a focused phenomenon within operations management using contextually derived data. Thus, 

it was considered an appropriate approach to answer RQ1, where the collected data was based 

on the specific situation of each interviewee. Further, according to Bhattacherjee (2012), a 
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case study approach is appropriate when investigating complex temporal processes, such as 

“how” along with a phenomenon. As RQ2 in this study seeks to identify how perceived 

implementation barriers differ between companies when it comes to adding rental services to 

the business model, a case study approach was further strengthened. In case study research, 

data can be collected from one or multiple sources (Yin, 2009; Bhattacherjee, 2012). This 

study utilizes multiple sources for data collection consisting of executives working in the 

fashion industry. More specifically, this study employed a single-case study approach, which 

is appropriate when investigating a critical case for testing a well-formulated theory 

(Bhattacherjee, 2012). In this study, the critical case is rental services in the context of CFC, 

and the theory is derived from previous literature.   

 

3.4 Sample 

The sample of this study consisted of top managers in Swedish fashion companies operating 

in different product segments. Swedish companies were chosen due to Sweden being in the 

forefront of exploring circular economy, thus this study has possibility to further strengthen 

this position. Multiple examples exist that illustrate the efforts made by various Swedish 

authorities, companies and other instances to break new grounds in the area of developing 

circular business models (Mistra future fasion, 2018; Svenskt Näringsliv, 2019). For instance, 

the Swedish government has invested an increasing amount of money in research and 

development to encourage development of circular economy in Swedish textile firms, 

including intensifying product use (Naturvårdsverket, 2018). One project that got financial 

support in 2018 is conducted by Re:textile at the Swedish School of Textiles, Borås. The aim 

of the project was to develop practical knowledge and new ways of looking at textile value 

chains and business models (Naturvårdsverket, 2018). Re:textile is one of many examples 

where not only the government, but also other authorities and companies seek to develop new 

business models in the fashion industry in order to minimize the environmental footprint 

(Naturvårdsverket, 2018). Thus, the Swedish fashion market provided an extraordinary 

opportunity for this study to contribute with timely and valuable new insights, helpful to 

academia as well as industry practitioners in the continuous process of finding the future 

business model of fashion. 

 

The companies represented by the interviewees were selected upon two main criteria: they 

had to operate on the Swedish business-to-consumer market, and they had to operate 
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according to a traditional business model based on selling clothes. The companies had to 

operate on the business-to-consumer market as the focus of the study addressed offering rental 

services to the end consumers. Further, the companies had to operate according to traditional 

business models to be able to explore what perceived barriers prevented implementation of 

rental services to the existing business model. The interviewees’ attitudes towards rental 

services, as well as the companies’ potentially already ongoing circular practices, did not 

constitute selection criteria as this was considered irrelevant for the purpose of the study. The 

purpose of this study was to identify what barriers prevent Swedish fashion companies from 

implementing rental services, in the context of CFC, in their business models, where 

suggested implementation barriers were derived deductively from previous literature. One of 

the barriers, the organizational barrier, suggests that the attitude of the employees impact how 

company behaves in terms of implementation of CE related operations (Tura et al. 2019; Kant 

Hvass, 2014). Therefore, to fulfill the purpose of the study, it was not necessary to select 

interviewees based on their attitude towards rental services, nor select the companies based on 

their current business model set-up. Instead, information about the attitudes of the 

interviewees and the company’s current interest in implementing rental services - which 

largely emerged during the interviews - was utilized to analyze how the organizational barrier 

affected a company’s interest in implementing rental services. Hence, companies that did not 

engage in CFC at the point of the interview, nor showed any interest to do so in the near 

future provided just as valuable insight to this study as companies that did already engage in 

CFC activities, or were interested in implementing such activities in the near future. Of the six 

companies represented in this study, only one company offered rental service for tents to its 

customers. While this company’s current engagement in rental services did not include 

clothing, it was yet deemed to bring value to the study thanks to providing insight to 

differences in perceived barriers between product groups.  

 

The sample, consisting of eight interviewees, was selected through convenience sampling, a 

method belonging to non-probabilistic sampling (Bryman & Bell, 2011). At first, potential 

interviewees from the authors own network were approached and asked to participate in an 

interview. If the person could not participate him/herself, he/she was asked to recommend 

someone else he/she believed was relevant. Bryman and Bell (2011) refer to such sampling 

method as snowball sampling. Thereafter, the author listed 20 top of mind Swedish fashion 

brands, within which relevant company executives were approached.   
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When selecting interview persons, Alvesson (2011) highlights two important principles to 

consider; representativeness and quality. Representativeness refers to having a breadth and 

variation among the interviewees to cover the full spectrum of what is studied, thus eight 

interviewees in different roles in different companies were selected to this study. The 

characteristics of the companies represented ranged from online and onsite retailers providing 

multiple brands for everyday wear, to a sports fashion company, to companies providing 

outdoor wear. All companies operated in the mid- to premium price segment. In two 

companies, two interview persons representing different roles had the possibility to participate 

in interviews, thus a broader set of viewpoints were obtained from these particular companies.  

 

The second principle highlighted by Alvesson (2011), quality, refers to selecting highly 

qualified interviewees with the “right” experiences to share rich and insightful information. 

This was taken into account in this study by ensuring that all interviewees possessed positions 

in which they had influence over the business model, thus, the majority of the interviewees 

possess top management positions (Alvesson, 2011). Table 3 below presents an overview of 

the companies and the interviewees. 
 
Table 3: Overview of the sample 

Company Interviewee Title Product segment 

1 1 CEO Everyday fashion 

2 2 CEO Everyday fashion 

3 3 CEO Performance wear & Underwear 

3 4 Global Sales Manager Performance wear & Underwear 

4 5 Sales Manager Everyday fashion 

4 6 Purchase Manager Everyday fashion 

5 7 CEO Outdoor wear & Equipment 

6 8 Top management  Outdoor wear & Accessories  

 

Company 1: everyday fashion 

Founded around ten years ago, this company is an online retailer offering clothing, shoes and 

accessories for women, men and children (Annual Report 1, 2018).  The assortment consists 

of about 600 different brands, mainly from the Nordic countries, but also international brands. 

The price segment is mid- to premium. The target customer is a woman around 35 years old 
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having kids. About 95% of the company’s revenue comes from sales within the Nordic 

countries (Annual Report 1, 2018). In 2018 the company group had a turnover of 

approximately 3, 000 million SEK (Annual Report 1, 2018). At this point, rental services are 

not included in the company’s business model. 

 

Company 2: everyday fashion 

This company was founded in the mid 19th century, and today they provide premium clothing, 

shoes and accessories for women, men and kids (Annual Report 2, 2017). The company runs 

more than 750 own retail stores around the world, and their products can also be purchased at 

more than 4000 additional retail stores. In 2017, the company’s turnover was between 2,000 

and 2,500 million SEK (Annual Report 2, 2017). The company does not offer rental services. 

 

Company 3: Performance wear and underwear 

This company was founded around 35 years ago, focusing on selling sportswear and 

underwear. Today the company provides sportswear, underwear and performance (Annual 

Report 3, 2018). The target group is active men and women in the urban environment. The 

company’s products are available in 20 different markets, where Sweden and the Netherlands 

constitute the largest markets. In 2018, the company’s turnover was around 700 million SEK 

(Annual Report 3, 2018). At this point, the company does not offer rental services.  

 

Company 4: Everyday fashion 

Since the start back in the mid 19th century, this company has undergone big transformations, 

and today the company is a retailer providing fashion items for men and women, both through 

proprietary brands and external brands. In total, the assortment includes around 60 different 

brands. Products are sold through more than 120 own physical stores, outlet stores and online 

store. The company’s turnover in 2017/2018 was approximately 1,500 million SEK (Annual 

Report 4, 2018). At this point, rental services are not included in the company’s business 

model.   

 

Company 5: Outdoor wear and equipment 

This company operates in the outdoor sector, providing clothing, shoes and equipment for 

people who enjoy spending time in the nature (Annual Report 5, 2019). The assortment 

includes products from external brands and is sold through the own website as well as in more 

than 30 stores around Sweden. In 2017 the company had a turnover at around 550 million 
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SEK (Annual Report 5, 2017). Currently, the company provides rental services for outdoor 

equipment, but not for clothing.   

 

Company 6: Outdoor wear and accessories 

This company produces and sells clothes, shoes and accessories within the outdoor segment. 

The company operates their own stores but their products can also be found in stores run by 

other retailers. Based on to the company’s turnover in 2018, and the European Commission’s 

(2019) classification criteria, the company belongs to the large company segment. At this 

point, the company does not offer rental services.     

 

3.5 Data collection: semi-structured interviews 

Like many previous studies on similar topics (see for example Pedersen & Netter, 2015; Tura 

et al. 2019), primary data was collected through semi-structured interviews. In total, eight 

interviews were conducted during March and April 2019. The interviews lasted for 25-40 

minutes, mainly depending on the length and depth of the responses. The format of semi-

structured interviews opens up for dialogue, where the direction of the conversation to a large 

extent depends on the information shared by the interviewee (Alvesson, 2011). To ensure that 

all areas of interest were covered, an interview guide was present throughout all interviews 

although it was not strictly followed. In order to get as informative data as possible, Alvesson 

(2011) suggests adjusting the interview questions to suit the situation. For this reason, some 

questions were added and/or removed depending on whether the company already engaged in 

circular activities or not. Also, the follow-up questions were different depending on whether 

there was an interest or not for adding rental services to the current business model.  

 

Alvesson (2011) points out the importance of asking the right questions in order to achieve as 

valuable information as possible from the interviewee. In order to assure that the right 

questions were asked during the interviews in this study, the interview guide was inspired by 

the interview guide developed by Tura et al. (2019), in which they explored what barriers 

hampered implementation of circular business models. To this date, previous theories on 

barriers for implementing CFC are limited, wherefore the research area of CE was considered 

appropriate as starting point for development of the given interview guide. First and foremost, 

Tura et al.’s (2019) study contributed with structure and question formulations, however, in 

this study the questions were adjusted to explore CFC rather than CE. Once the interview 
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guide was developed, it was further validated by a researcher within CE at CEPS. With his 

support, the interview guide came to consist of four different parts. Just like the interview 

guide by Tura et al. (2019), the first part introduced the researcher, the purpose of the study 

and the interviewee. Alvesson (2011) emphasizes that interviews can benefit from starting 

with “warm-up” questions about the interviewees’ professional background, both to make the 

interviewee comfortable in the interview set-up, and to ensure the interviewees’ 

representativeness for the study. Part two included questions about the company’s current 

product and/or service offerings, who the customers are and what types of suppliers and/or 

partners the company worked with. Part three concerned whether the company already 

engaged in sustainable and/or circular activities, and what the goal was for these activities. 

The final section concerned the interviewees interest for implementing renting services in the 

current business model. For instance, the interviewee was asked whether the company he/she 

represented was interested in adding rental services, and if so, when they planned to realize 

implementation. Thereafter, follow up questions were asked based on the revealed interest. 

The very last question in the interview guide asks if the interviewee wish to add anything to 

the discussion. In this way, the interviewee got a chance to either complement what has been 

discussed or introduce something that was not yet touched upon (Alvesson, 2011). In two of 

the interviews, part two and three in the interview guide were excluded on demand of the 

interviewee. These companies were represented by two interviewees each, thus part two and 

three were still answered by at least one person from each company. Prior the first interview, 

the questions were tested on a narrow sample in order to ensure that these were clearly 

formulated so that the risk for misunderstandings was minimized.  

 

With agreement from all interviewees, all interviews were recorded, and later transcribed, in 

order to facilitate the analysis process as well as to ensure correct citations (Alvesson, 2011). 

Alvesson (2011) highlights that recording interviews could affect the interviewee’s responses 

negatively due to them being less inclined to share sensitive information. Despite this, it was 

deemed that the study would benefit from having the interviews recorded thanks to letting the 

interviewer focus on asking the right questions rather than taking notes. The interviewer did 

not feel that the conversation was plagued by the recording in this case. 

 



 

- 32 - 

3.6 Data analysis 

The data was analyzed through qualitative content analysis, a method appropriate for 

analyzing text in the context of conversation (Mayring, 2000; Hsieh & Shannon, 2005). Hsieh 

and Shannon (2005 p.1278) define qualitative content analysis as “a research method for the 

subjective interpretation of the content of text data through the systematic classification 

process of coding and identifying themes or patterns”. Qualitative content analysis can 

undertake various forms, where Hsieh and Shannon (2005) suggest adopting a directed 

content analysis approach in studies where the goal is to validate or extend a conceptual 

theoretical framework. This study’s frame of reference was derived from previous literature, 

wherefore a direct content analysis approach was deemed appropriate. The interview guide 

was developed to cover the implementation barriers faced by the interviewees, however, it 

was not strictly following each barrier category and sub-category from Table 2. Instead, the 

interviewees were free to bring up the implementation barriers that came to their minds, and 

this information was later analyzed and divided into separate barrier categories through 

coding. The initial coding categories used for data analysis were based upon the main barrier 

categories listed in Table 2, thus following a deductive category application (Mayring, 2000). 

The main coding categories in this study included the following barriers; economic, social, 

institutional, informational and technological, supply chain and organizational. Thereafter, 

each sub-barrier from Column 2 in Table 2 created additional coding categories. Following 

the analysis process suggested by Hsieh and Shannon (2005), all transcripts were read by the 

author, and all text that appeared representing each of the coding categories were highlighted 

in different colors. Text that could not be connected to any of the predetermined coding 

categories was highlighted and analyzed in terms of whether this data represented new 

categories or subcategories of an existing code. Adopting the data analysis method by 

Mayring (2000) and Hsieh and Shannon (2005), brought two key benefits. First, to assist in 

answering the research question. Second, to increase reliability through ensuring that a well-

established analysis method is followed, which in turn enhanced comparability to previous 

studies.  

 

Moreover, both within-case and cross-case analysis was adopted to analyze the data in this 

study. According to Ayres, Kavanaugh and Knafl (2003), it is important to distinguish 

between experiences that are unique to individuals and experiences that represent multiple 

accounts when analyzing qualitative data. The authors emphasize that within-case analysis is 
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performed by analyzing interviews separately, and that the strategy aids in identifying not 

only significant statements, but also to understand each ones’ lived experience of a 

phenomenon. Accordingly, within-case analysis was adopted to answer RQ1. Further, the 

purpose of cross-case analysis is to “compare the experience of all participants and identify 

categories of significant statements that were common among them” (Ayres et al. 2003, 

p.874). Cross-case analysis can be executed by comparing significant statements and critically 

reflect upon the data. The cross-case analysis approach was adopted to answer RQ2 as the 

question undertakes a comparative nature.       

 

When analyzing the data, three distinct groups of companies were identified based on the 

interviewees’ attitudes towards implementation of rental services; the Implementors, the 

Procrastinators and the Neglectors. Along these lines, the companies were divided into groups 

based on their perception of implementation of rental services - originating from their current 

business practices or in general - with reference to a renting business scenario. Hence, RQ2, 

addressing how the perceived barriers differ between companies, was answered within this 

context.     

 

3.7 Validity and Reliability 

In quantitative studies, validity and reliability are key concerns to motivate the strength of the 

results, however, split meanings exist among researchers whether these are also concerns for 

qualitative studies (Bryman & Bell, 2011). Nevertheless, the two concepts were taken into 

consideration in this study. When talking about validity and reliability in qualitative studies, 

Guba (1981) uses the term trustworthiness. To increase the trustworthiness of a qualitative 

study, Guba (1981) lists four criteria to be considered; credibility, transferability, 

dependability and confirmability. Credibility refers to internal validity, transferability refers to 

external validity/generalizability, dependability refers to reliability and confirmability refers 

to objectivity (Shenton, 2004). The following sections describes how these criteria were 

considered in this study.  

 

The aim of internal validity is to ensure that a study measures what is actually intended 

(Shenton, 2004). To ensure internal validity, i.e. credibility, it is necessary that the findings 

are congruent with reality (Shenton, 2004). In this study, credibility was ensured through 

adoption of an established research method for the specific research area, validation of 
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interview questions with two researchers in the field, and extensive description of the 

phenomenon under scrutiny (Shenton, 2004). Further, construct validity examines “how well 

a given measurement scale is measuring the theoretical construct that it is expected to 

measure” (Bhattacherjee, 2012 p. 37). It should be highlighted that interrelations between 

barriers were apparent in Chapter 2, thus the construct validity could be questioned in this 

study. For instance, “Lack of information” appears as a separate implementation barrier whilst 

it is also referred to under the “Social” barrier. Although construct validity was considered in 

this study by adopting a framework from established literature (Tura et al. 2019), it does not 

fully remove the risk of interrelations. The barriers were kept separate as much as possible in 

both in Chapter 2 and Chapter 4 - in the first by following the structure of previous research, 

and in the latter by utilizing coding. Despite this, undesired interrelations between barriers 

appeared, wherefore one should be aware that the results of this study may have been 

affected. In order to avoid any misguidance caused by the interrelations, it was important to 

be transparent and highlight this issue in the study.  

 

External validity refers to whether the results of a study can be generalized to a population 

(Drost, 2011). Despite including the viewpoints of companies in different product segments, 

generalizability for qualitative studies is known for being relatively uncertain (Shenton, 

2004). As an attempt to increase external validity, this study seeked to provide detailed 

information about the contextual factors, such as the numbers of organizations included in the 

study, where they were based, the number and length of the data collection sessions and the 

time period for data collection (Shenton, 2004). Although these factors were taken into 

account, the sample size of this study is a subject for deeper examination.  

 

In contrast to quantitative studies, qualitative studies lack standardization when it comes to 

ascertaining an adequate sample size (Guest, Bunce & Johnson, 2006). Qualitative researchers 

often refer to achieving “saturation” as indicator for a sufficient sample size, meaning that 

additional participants would not add anything more to the analysis (Malterud, Siersma & 

Guassora, 2016). While Guest et al. (2006) suggest that within twelve interviews, the full 

range of thematic discovery is almost complete, they also argue that saturation first and 

foremost is reliant on the quality of the data and data analysis. Thus, analyzing a smaller data 

set could provide just as much, or even more, value than a larger data set if the quality of the 

data set is high. Due to limited time for conducting this study, the sample size consisted of 

eight interviews. On the one hand, based on the suggestion by Guest et al. (2006) of a sample 
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size of twelve, one could question whether eight interviews are enough to achieve saturation. 

On the other hand, Guest et al. (2006) and Alvesson (2011) argue that a qualitative sample 

increases the chance of obtaining high quality data. In this regard, the qualitative sample in 

this study made up for a limited number, and the obtained data made a good starting point for 

further analysis.   

 

It should be noted that this study undertakes a non-probabilistic sampling (Bhattacherjee, 

2012).  According to Guest et al. (2006), non-probabilistic sampling could increase the risk of 

bias in a study, which in turn may have negative effect on generalizability. However, in this 

study the top management positions of the interviewees were valued high, thus favoring 

Alvesson’s (2011) principle of selecting a qualitative sample prior to probabilistic sampling. It 

should also be noted that none of the companies represented by the respondents had realized 

implementation of rental services for clothing, wherefore their answers are to be considered 

speculative rather than based on actual experience from such implementation. However, RQ1 

refers to exploring the perceived implementation barriers, where the respondents, thanks to 

their power position and ability to impact the business model, was considered suitable to 

contribute to this study.  

 

According to Drost (2011 p.106), reliability is “the extent to which measurements are 

repeatable - when different persons perform the measurements, on different occasions, under 

different conditions, with supposedly alternative instruments which measure the same thing”. 

Thus, reliability, and dependability, refer to the level of replication of the study. In order to 

facilitate future replication of this study, detailed information about the case, the sample, the 

interviews and data analysis was provided. In order to provide a solid foundation for potential 

replication of this study in the future, the interview guide was based on a previous interview 

guide by Tura et al. (2019) and further validated by another researcher within the field of CE. 

However, due to the nature of qualitative studies, a future replication would most likely not 

generate identical results (Shenton, 2004). Despite starting from the same interview-guide, 

each interview was different due to different directions of the discussions, thus impairing the 

study’s replication. While the nature of semi-structured interviews allows different structure 

and different content depending on the interest of the interviewee (Alvesson, 2011), it does 

affect the reliability of the study. Reliability may also be threatened by potential 

misunderstandings between the interviewee and the interviewer (Alvesson, 2011). To make 

sure the correct information was processed, all interviews were recorded and transcribed. 
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Also, all interviews except two were held in English, this to minimize the risk of translation 

errors. However, neither recording, nor speaking English, do fully remove the risk of 

misunderstandings between the parties. 

 

3.8 Ethics 

In order to ensure proper research ethics in this study, Bryman and Bell’s (2011) ethical 

principles were taken into account. To this end, the participants were not purposely subjected 

to any kind of physical or psychological harm. Neither were they forced to share any sensitive 

personal information. Before each interview, the interviewee was informed about the purpose 

of the study and the data collection in order to increase transparency (Bryman & Bell, 2011). 

Moreover, the interviewee was asked whether he/she preferred to be referred to anonymously 

or not, as well as whether he/she agreed to recording the interview. Last but not least, all 

kinds of misleading information and purposely biased presentation of primary data was 

avoided.      

 

4 Findings 
This chapter presents the findings from the interviews. The structure of the chapter starts with 

an overview of the findings, thereafter it follows the six codes adopted for data analysis, 

which were the barriers derived from the frame of reference; economic, social, institutional, 

informational and technological, supply chain and organizational barriers. Thereafter, a 

seventh barrier is introduced, environmental impact, which emerged from the findings of this 

study. The chapter outlines which perceived implementation barriers that were mentioned 

during the interviews as well as the interviewees’ attitudes towards each implementation 

barrier.  

 

4.1 Overview of the findings 

The findings of this study show that seven main barriers prevent Swedish fashion companies 

from implementing rental service to their current business model. The barriers included are 

economic, social, institutional, informational and technological, supply chain, organizational 

and environmental impact. Table 4 below presents an overview over the interviewees’ 

perception of each barrier. The table illustrates whether the interviewees perceived each 
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barrier as an implementation barrier or not, in the context of implementing rental services. 

The following sections in this chapter go deeper into which the perceived barriers were and 

why these were perceived as barriers.  

 
Table 4: Barriers faced by the interviewees 

Category Interviewee responses 

Agree Disagree Not mentioned 

Economic 1, 2, 3, 4, 5, 6, 7, 8   

Social 1, 2, 5, 6, 7, 8 3, 4  

Institutional 8 1 2, 3, 4, 5, 6, 7 

Informational 

& 

technological 

1, 2, 3, 4, 5, 6, 7, 8   

Supply chain 1, 5, 6, 7, 8 2, 3, 4  

Organizational 1, 3, 5, 7, 8 2, 4 6 

Environmental 

impact 

1, 3, 5, 7, 8 2, 4 6 

 

4.2 Economic 

The interviewees agreed that the cost for implementation of rental services is huge due to the 

need of setting up a different business model including various new systems. Interviewee 2 

shared that they are currently looking into the possibility of adding rental service to their 

business model, and although the final results of the investigation are yet to be presented, 

(s)he mentioned that high implementation costs and uncertainty about the future economic 

outcome constituted implementation barriers. Interviewee 2 further explained that the greatest 

implementation costs would be new IT-systems for handling rental service, not only because 

these systems are expensive as they are, but also because there is a license fee in each country 

when rolling out on a global scale. Moreover, high maintenance costs derived from rental 

based value chains were brought up as an implementation barrier. The interviewees were 

concerned that additional processes, such as transportation and laundry, would be too 

expensive for the business to work. Interviewee 1 stated that the more hands touching the 

products throughout the value chain, the more expensive it will be. On a similar note, 

Interviewee 7 stated that compared to a backpack that easily could be emptied and wiped off, 

clothes require a more thorough cleaning process which in turn would drive cost.  
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While most interviewees talked about rental service as something they would potentially 

implement in addition to their current business model, interviewee 1 emphasized that they 

would either go all in by turning their whole business model into rentals, or they would do no 

renting at all. (S)he said that there are much financial up-sides with their current business 

model, wherefore they were not interested in switching to rental services in the near future.  

 

Economic uncertainty is also highlighted as an implementation barrier, especially when 

looking at the long-run perspective. According to interviewee 3, the financial incitements for 

adding rental services are too weak at this point, hence (s)he is not interested in adding rental 

service at this point. Interviewee 2 is worried that if they invested in implementation of rental 

services and the business never succeeds, they will face serious problems as the investments 

will not pay off. (S)he said that if they would need to stop with rental services due to no 

bearing in the business, they would have to write down a lot of inventory, furniture and IT-

systems which would result in a great business loss. Also, interviewee 2 emphasized that 

rental services may require additional personnel, thus if stopping it, there is a risk that they 

need to cut staff as well. Interviewees 5, 7 and 8 are interested in adding rental services, 

however, they were sceptic towards whether rental service could make a profitable business. 

They stated that the fundamental part for their companies is to monetize the business, 

therefore it is necessary to review the business case for adding rental service before 

implementation can be realized. The following quotes illustrate the interviewees’ skepticism 

towards rental services in reference to profitability compared to traditional sales: 

 

- “I mean, we also have to sell products because we have to pay our bills. So it’s not 

like we want to stop to sell things completely” (Interviewee 7) 

 

- “I think there is no sort of financial upside because we are selling stuff. So of course, 

why would we want to rent when we want to sell as much as we can?” (Interviewee 3) 

 

- “I know outdoor brands that are trying it [rental service] and they are not making any 

money out of it at all. So I don’t feel it’s super urgent to get there” (Interviewee 8) 

 

Some of the interviewees did also express a positive attitude towards rental services and 

profitability where, for instance, Interviewee 2 stated that (s)he believes there is a business to 
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be made. Interviewee 5 emphasized that profitability may not be derived from rental service 

per se, however, rental services could boost sales thanks to customers purchasing 

complementary items such as t-shirts, blouses and accessories to complete the outfit they rent. 

In this way, rental service could indirectly contribute to increased profitability.    

 

4.3 Social 

There is consensus among the interviewees that the customer is at the center when making 

business related decisions. The businesses are customer driven, and interviewee 1 argued that 

it is the company’s role to provide what their customers want. Interviewee 1 said that sadly, 

from what they can see when analyzing customer behavior on their website, just a small share 

of the customers actively uses the sustainability search filter. Due to showing little 

sustainability engagement, interviewee 1 is uncertain whether the customers would accept 

rental services as they seem more interested in consuming the traditional way. Interviewee 6 

pinpointed customers’ price sensitiveness in particular as an obstacle to increase 

sustainability. (S)he stressed that they have noticed an increased customer awareness about 

sustainability, however, when making a purchase, customers are yet very price driven and 

tend to choose conventional products if these are cheaper than sustainable alternatives.  

 

In all interviews, different thoughts were brought up regarding what products would suit in a 

rental program based on what the interviewees believed the customers would accept. For 

instance, one of the interviewees emphasized that there is a difference in customers’ 

receptiveness for rental services depending on product category, and for this reason they will 

start renting out tents. They believe that hardwear is more attractive to rent thanks to people 

being less picky about the looks of it. Interviewee 7 stressed that equipment that is used more 

seldom would be better suited for a rental program than products that are used every day. In 

terms of clothing, interviewee 7 was sceptic towards whether customers would accept rental 

services: 

 

- “We have a wide range and a lot of sizes and colors and so on. I don’t think people 

would accept to go with a pink jacket if they don’t like pink. But I don’t think they care 

if it’s a black backpack when going trekking, or if it’s blue or green” (Interviewee 7) 
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Some of the interviewees were more inclined to believe that customers would appreciate 

rental services for clothing, especially for seldom used clothing like festive wear and ski wear. 

They stated that that today’s customers are lot more open to consume in a collaborative 

manner compared to some years ago, and this is one driver to why they are interested in 

adding rental service to their business. Interviewee 4 could see a near future where customers 

no longer bring their own clothing when going for special activities such as skiing, but instead 

rent at the destination. On a similar note, interviewee 5 believed that rental services will 

become a necessity in the near future as customers will expect such service from the 

companies. Moreover, interviewee 5 stressed that customers will expect that fashion 

companies take actions to improve their sustainability performance, where implementation of 

rental services would be one part of it. Although interviewee 8 was not as convinced that 

rental services would be a widely spread request among customers, (s)he addressed children's 

clothing as being most likely to succeed in a rental program. The given motivation was that 

children grow out their clothes so fast, and outdoor wear can be quite expensive, thus parents 

would make an attractive target group. 

 

Another interesting aspect that was brought up during the interviews was the importance of 

picking the right arena for providing rental services. For certain kinds of clothing, like 

performance wear, rental service would probably work better if provided at gyms and hotels 

rather than in stores. Interviewee 3 stated that most people are lazy, wherefore rental service 

at gyms could be attractive thanks to minimizing planning, packing, carrying and washing for 

the user. However, interviewee 3 was not convinced that rental services for performance wear 

in particular would work from physical stores. While agreeing on gyms as a suitable location 

for rentals of performance wear, interviewee 4 could also see distribution at physical stores. 

 

4.4 Institutional 

Lack of governmental support was highlighted in two interviews. Different viewpoints were 

provided, where interviewee 1 did not find lacking governmental support as an obstacle for 

implementation of rental services. According to interviewee 1, governmental support would 

not make them interested in adding rental service as (s)he believed a shift from traditional 

sales to rentals must be consumer driven. The only thing that would make them consider 

adding rental service is if the normal sales went down and the customer demand for rentals 

increased. On the other hand, Interviewee 8 had a strong belief that lacking governmental 
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support is a barrier for fashion companies to engage in circular business activities, partly 

including rental service. (S)he compared the non-existing governmental support for collecting 

and recycling textiles with similar systems that are working well for other materials such as 

glass and metal. (S)he pointed out that governmental support is required in order for fashion 

companies to be able to rely on circular business practices. For rental services in particular, 

she addresses improved infrastructure for the flow of goods along with VAT reduction for 

clothing rental as policies that would encourage fashion companies to engage. Governmental 

support was not brought up in any of the other interviews.   

 

4.5 Technological and informational 

Lack of information about the concept of rental services was brought up as a barrier in all 

interviews, including, for instance, lack of understanding of what it would mean to the 

company in general, how to execute implementation and how it would affect economy. 

According to some of the interviewees, the reason why the concept of rental services is hard 

to grasp is because there is a lack of best practices on the Swedish fashion market. Although 

rental services has existed in small scale for a very long time, it is yet to be commercialized. 

Interviewee 2 stated that lack of information constitutes an implementation barrier for the 

company at this point, however, they are currently trying to increase the understanding of 

rental services by having a team investigating the concept further. The most prominent 

question marks for interviewee 2 were; how would they do it, what would it mean in form of 

service and company structure, and where would they do it from? Amongst the many question 

marks, lack of technological know-how in form of new IT-systems for handling rental 

services was highlighted as the most prominent challenge for the company.  

 

Insufficient knowledge about the supply chain flow was further highlighted as an 

implementation barrier. In contrast to interviewee 2, interviewee 5 did not see implementation 

of new IT-systems as a major barrier. Instead, (s)he claimed that setting up an efficient 

logistic system and run product maintenance would be a greater challenge. On a similar note, 

interviewee 8 argued that expertise knowledge is required to set up an infrastructure and a 

logistics flow for handling rental service. (S)he compared the own situation to the situation of 

Rent the Runway, an American rental born fashion company: 
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- “They set themselves up with that infrastructure, they have the expertise [for handling 

rental service]. And if you don’t have that expertise you need to figure out how you 

can do that” (Interviewee 8). 

 

4.6 Supply chain 

All interviewees talked about necessary changes they would have to do in their supply chains 

in order to implement rental service into their businesses. However, the level to which it made 

a barrier varied between the companies. For instance, one of the companies had a high level 

of automatization throughout their supply chain, with robots handling the sorting and picking 

of items in the warehouse. As such, they have built up a supply chain that efficiently pushes 

the goods forward. Implementation of rental services would require a very different handling 

process, and this is what interviewee 1 points out as the main implementation barrier: 

 

- “Basically, now we have all our goods in a warehouse and when you buy you have 

robots picking them, and it’s sent to the consumer. So it’s very automated, as soon as 

you start renting you need to have, you know, you have to take the goods back, make 

sure they are clean, inspect them etc. so it’s a very different way of handling the items 

in the warehouse. So the supply chain is a very big factor” (Interviewee 1) 

 

Other interviewees agreed that the supply chain aspect constitutes as an implementation 

barrier, although the actual shipping of products between the company and the customers was 

not perceived as very complicated. In fact, they pointed out that the easiest way to provide 

rental service would primarily be through their own physical stores where customers could 

pick up and drop off the rented items. Interviewee 7 emphasized the shipping process would 

in fact not constitute a barrier as it would work similar to how the company already manage 

rental service for equipment. Neither did interviewee 2 see shipping as a barrier, referring to it 

as a “minimum problem”. Instead, keeping all clothes in different colors and sizes in the store 

is brought up due to requiring a lot of physical space. For interviewee 7 as well as interviewee 

5 and 8, the biggest barrier in terms of supply chain management was addressed logistics and 

management of product care. Interviewee 7 stated that, compared to a backpack that is easily 

emptied and wiped off, clothes need to go through a more thoroughly laundry process which 

increases supply chain complexity. Interviewee 5 also stressed that the challenges in logistics 

start when customers return the rented items to the store. At this point, the clothes need to be 
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brought to laundry service for which a logistics system is required. Moreover, if the clothing 

was customized it must as well be unmade at the tailor’s. The greatest issue according to 

interviewee 5, is the additional cost resulting from extra transportation and product care. (S)he 

argued that all extra logistics drive cost, and by the end of the day rental service might not 

generate profit. As such, the next important step would be to find out how much they must 

charge for the service.   

 

Interviewee 8 expressed that the massive time and cost investment that is required to 

implement a rental based supply chain prevent implementation of rental services at this point. 

Instead, the company is currently testing second hand sales as a first step, which they perceive 

is easier to manage compared to rental services thanks to following a similar supply chain set 

up as first hand sales: 

 

- “Rental is a step more difficult than the second-hand stuff so that’s what would be the 

next step rather than the first step. There are a lot of stuff around, you know you have 

to get laundry services and all of this kind of services involved, which we are not 

currently set up to do” (Interviewee 8) 

 

Based on previous experience of working with rental services, interviewee 3 elaborated on 

how the supply chain and product care would work if renting out performance wear via hotels 

and gyms. (S)he emphasized that it would be easier for hotels to implement such service 

thanks to having a laundry set up already. 

 

4.7 Organizational 

The interviewees often had clear attitudes towards implementation of rental services to the 

current business model, and their attitudes shaded the behavior of the companies. Six of eight 

interviewees were interested in adding such service in the near future or later in the future. 

The drivers for implementation of rental services were twofold. First, there is a belief that 

rental services could improve the company’s overall sustainability performance. Second, the 

interviewees believed that there will be business opportunity in such service in the future. 

Interviewee 2 emphasized that all organizations have a responsibility to improve 

sustainability, and it is up to each and every to decide whether to shy away or face reality. 

Interviewee 2 does not shy away, on the contrary (s)he has implemented sustainability as a 
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core pillar in the company’s coming business plan. It was important to interviewee 2 that the 

company takes on a holistic approach towards sustainability, meaning that every employee is 

engaged and that sustainability improvements are being made in the areas where it has the 

highest impact. As an attempt to reduce the company’s environmental impact, circular 

systems and rental service are potential activities which are just being investigated as a part of 

the company’s sustainability work. 

 

- “Do I believe there is a potential in rental? Yes, I think there is an opportunity in that 

whole field of business, and I think for certain product types and certain usage there is 

definitely a business to become. [...]. Rental service would contribute to the overall 

sustainability about reuse and repair” (Interviewee 2) 

 

Also, interviewee 5 and interviewee 6 were interested in adding rental service to the current 

business model and addressed rental services as a potential contributor to the company’s 

sustainability performance. They had a shared belief that sustainability is a hygiene factor and 

a necessity for being a respected company on the fashion market today, and that this aspect 

will grow even stronger in the future. The interviewees argued that all companies within the 

fashion industry must take their responsibility to create circular fashion systems, because in 

the future it will not be possible to produce and consume as we do today. Moreover, 

interviewee 5 stated that circular systems, in which you can make money out of the same 

items multiple times, will be key, and companies that do not get on board will become old 

fashioned. 

 

According to interviewee 7, the main goal when adding rental service for tents is to reduce 

their environmental footprint as well as to lower the barrier for people to get out in the nature. 

There is a belief within the company that when people get out in the nature, chances are that 

they will develop an increased interest for sustainability. Thus, rental service could not only 

contribute to improved sustainability in itself, but also through wakening awareness in the 

consumer. Regarding implementation of rental services for the clothing segment, interviewee 

7 expressed interest, although yet with some skepticism, and referred to certain question 

marks that need to be clarified prior moving forward. The question marks predominantly refer 

to the informational and economic barrier.   
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The company executives’ perceptions of whom, companies or customers, would drive 

implementation service forward differed. While interviewee 1 argued that such interest must 

be customer driven, interviewee 4 shared another point of view by stating that companies 

must take the first step, then the customers will follow. Interviewee 8 expressed that the 

interest for engaging in circular activities currently comes from within the company, while the 

interest from customers is yet relatively low. Most interviewees’ interest for adding rental 

services to the business model was based on a belief that such services possess a future 

business potential, whilst contributing to reduced environmental impact. However, 

interviewee 8 believed it will take time before rental actually becomes a threat to traditional 

business models: 

 

- “There will be a long time before it actually disrupts the current business model, 

currently it’s just a nice little marketing story. For the next couple of years it won’t be 

more than a marketing story unless there is a bigger uptake of it and the business 

model can be simplified” (Interviewee 8) 

 

The two interviewees who expressed no interest in adding rental services to the companies’ 

business models at this point were not convinced that such services would improve 

environmental sustainability per se. Interviewee 3 argued that rental services rather would 

work as greenwashing for companies as well as consumers, however, from an economic point 

of view (s)he could see a business potential. Despite a belief that rentals services could 

generate money, implementation is not in the company’s agenda at this point. The CEO 

referred to lack of employees who strongly believe in rental service along with an own 

somewhat old-fashioned outlook on business as main barriers. 

 

- “You need to have someone in the company, you know the power of the individual’s 

strong belief that rental is the solution to everyone’s problem and is talking about it 

like we do with Sportshour (weekly mandatory work out for all employees). Then of 

course you can change the whole organization. But there is no one really doing that. 

[...]. Sometimes you run into great ideas and in this case I can see, yes it could work, 

should we get it going? Probably not and it could well be because I’m sort of stuck” 

(Interviewee 3) 
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Interviewee 1 could not see any reason to change a business model that is currently working 

well. (S)he stated that (s)he is not against it, there simply is no reason to change their business 

model until they see a change in customer behavior and an increasing demand for rentals. Due 

to being very different from the business they run today, rental services are not something the 

company consider at this point.  

 

A topic that was brought up in multiple interviews was second hand sales. Both those who 

were positive towards rentals as well as those who were not interested at this point highlighted 

second hand sales as a business model they believe has business potential. Some of the 

companies represented in this study provided second hand sales already, as a complement to 

first hand sales, and according to the interviewees it worked out really well. One interviewee 

shared that (s)he was aware about their products being popular on the second hand market, 

wherefore the company was also interested in adding second hand sales to their business 

model in the future.  

 

4.8 Revealed barrier - Environmental impact 
 
In this study, it was revealed that concerns about environmental impact constituted a 

significant implementation barrier for rental services for all personas. Most interviewees 

touched upon the subject of whether rental services would actually contribute to improve the 

companies’ sustainability performance or not. While some had a clear opinion that rental 

services would improve sustainability through intensifying product use, they were still 

concerned that additional transportation and intensified laundry would affect the environment 

negatively. This was particularly highlighted for outdoor wear and festive wear, where the 

interviewees stressed that items like ski jackets and suits would, most likely, not be washed 

after each wear if one person owned the product. However, if the same pieces were in a rental 

program these would have to be washed after each rental period, resulting in negative 

environmental impact. The following quote illustrates this concern: 

 

- “Rental might not necessarily be super good for sustainability in the end. I mean, if 

you have a shell jacket, you maybe wash it every second or third year, and impregnate 

it. But if you would have it as a rental business, then I guess people who rent it would 
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like a fresh jacket, so then you have to wash and impregnate it more often. Then you 

have to start consider if that is really sustainable or not” (Interviewee 7)  

 

Interviewee 3 was not convinced that rental service would contribute to reduced 

environmental impact, instead (s)he was worried that such concept would be used as green 

washing by both the provider and the user. Despite having these doubts, interviewee 3 

highlighted one specific situation where the environment would benefit from rentals, this is 

when washing gym clothes: 

 

- “Almost everyone is washing their training clothes every time they train, so then I’m 

sure that washing everything at once is probably better than 200 people washing it at 

different times, because the water is of course tied into one wash” (Interviewee 3) 

 

4.9 Summary of findings 

Three distinct groups of companies were identified in the data analysis based on the 

interviewee’s interest in adopting of rental services in their business models. Each interviewee 

was asked whether the company he/she represented was interested in adopting rental services, 

and if so, how far had they come with the process. The three identified groups where; the ones 

who were currently looking into implementing rental services soon, hereafter called the 

“Implementors”, the ones who were interested in implementing rental services in the future, 

hereafter called the “Procrastinators” and the ones who were not interested in implementing 

rental services at all, hereafter called the “Neglectors”. Table 5 below provides an overview 

over which major implementation barriers were faced by which groups.    

 
Table 5: Overview of perceived implementation barriers faced by the three groups 

Category Barrier Interviewee responses 

Theme Groups 

Economic High implementation costs 
and lack of financial capability 

High implementation costs 
due to the need of new supply 
chain set ups and new IT-
systems make these 
companies hesitant towards 
investment in rental services 

Implementors. Procrastinators, Neglectors 

Uncertainty about the long-
term economic outcome   

Uncertainty of customer 
engagement, and risk aversion 
addressing a major economic 
loss if ROI of rental services 

Implementors, Procrastinators, Neglectors 
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fails  
Social Uncertainty of consumer 

responsiveness 
Uncertainty of what product 
groups would be accepted by 
customers in a rental service 
program  

Implementors, Procrastinators, Neglectors 

Price sensitiveness among 
customers 

 None 

Informational 

& technological 

Lack of information about the 
concept 

No best practices on the 
Swedish fashion market 
makes implementation 
complex 

Implementors, Procrastinators, Neglectors 

Lack of technologies and 
technological skills 

New complex IT systems are 
required to manage product 
flow in a rental program  

Implementors 

Supply chain Need to establish a reverse 
logistics scheme 

Rental services require a 
completely different supply 
chain, and setting up a reverse 
logistics scheme requires 
major investments of time and 
money 

Procrastinators, Neglectors 

Organizational Lack of management support Little engagement and/or 
lackluster attitudes towards 
rental services among the 
management team slows down 
further exploration of the 
possibility to add rental 
services to the business model 

Procrastinators, Neglectors 

Silo thinking and fear of risks The companies are 
comfortable with the current 
way of working, making them 
stuck in old patterns instead of 
leaving their comfort zones as 
exploring new land is 
associated with risk taking 

Procrastinators, Neglectors 

Environmental 

impact 

Uncertainty about the 
environmental impact  

All interviewees express 
concern regarding the 
environmental impact of rental 
services. They are not 
convinced that rental services 
would decrease the 
environmental impact, but 
rather the opposite due to 
additional transportation and 
intensified washing 

Implementors, Procrastinators, Neglectors 

 

5 Discussion 
This chapter compares, and discusses, the findings of this study. The first part focuses on 

answering RQ1: “What are the perceived implementation barriers that prevent Swedish 

fashion companies from adding rental services to their business model?”. The second part 

focuses on answering RQ2: “How do the perception of the identified implementation barriers 

differ between Swedish fashion companies?”. When analyzing the data, three distinct 

characteristics were identified based on their interest in adopting rental services to their 
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business models; the Implementers, the Procastinators and the Neglectors, see Table 6 below. 

The three attitudes towards implementation of rental services, derived from the findings, 

illustrate the most significant differences and similarities between the interviewees and the 

companies they represent. To this end, RQ2 was answered with reference to the interviewees’ 

perception of implementation of rental services that were identified in RQ1.  
 
Table 6: Overview of the characteristics 

Characteristics Description Interviewees 

Implementers Interested in implementing rental 
services soon 

2 

Procrastinators Interested in implementing rental 
services later 

4, 5, 6, 7, 8 

Neglectors Not interested in implementing 
rental services 

1, 3 

 

A more thorough description of each persona is to be found below. In order to understand 

how the implementation barriers are perceived by the different personas, the rest of the 

discussion chapter is structured based on the main barrier categories and their related sub-

categories derived from Table 2. Under each barrier the three personas’, the Implementers’, 

the Procrastinators’ and the Neglectors’, different perceptions are discussed and compared, 

both in relation to previous literature and between each other. 

 

5.1 The Personas 
 

5.1.1 The Implementers  

The Implementors have turned idea into action by actively investigating the possibility of 

adding rental service to the business model. As emphasized by Liu and Bai (2014), Becker-

Leifhold and Iran (2018) and Tura et al. (2019), the mindset of the top management team 

affects how the company handle implementation of rental service among the Implementers. 

For the Implementors, the main driver for implementation is derived from a belief that rental 

services make a great business opportunity while simultaneously reducing the company’s 

environmental footprint. Thanks to actively making efforts to move forward with exploring 

the possibility of rental services, the Implementers are ahead of the Prorastinators and the 

Neglectors when it comes to realizing an extended business model including rental services. 
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However, the Implementers face two significant barriers which slow down implementation. In 

line with Rizos et al. (2016), Tura et al. (2019) and Becker-Leifhold and Iran (2018), the 

Implementers point out the economic aspect as a main barrier. The second main barrier is lack 

of informational and technological know-how, thus confirming previous research on 

implementation barriers for CE in general (Rizos et al. 2016; Tura et al. 2019) as well as for 

CFC in particular (Becker-Leifhold & Iran, 2018).   

 

5.1.2 The Procrastinators  

The Procasinators are interviewees who do not focus on implementation of rental services at 

the given moment, but nevertheless are interested in adding such services in the future. The 

Procastinators state that they have an interest in implementing rental services for clothing, 

however, they express somewhat different reasons for not implementing it immediately. Much 

like the Implementers, the Procrastinators’ main driver for implementing rental services is to 

improve the companies’ sustainability performance. The pro-sustainability philosophy among 

the top managers for the Procrastinators drives the interest for implementing rental services 

forward, much similar to theories by Liu and Bai (2014), Becker-Leifhold and Iran (2018) and 

Tura et al. (2019). The Procrastinators believe that working with sustainability is key when 

building customer loyalty and adding rental service to the business model could therefore 

further strengthen the relationship with the customers. Although the overall positive attitude 

toward the sustainable business endeavor, there is consensus among the Procrastinators that 

several prominent barriers prevent implementation of rental services at this point. These are 

the economic, social, lack of information and technological know-how, supply chain, 

organizational and environmental barriers.   

 

5.1.3 The Neglectors 

The Neglectors are represented by interviewees who are not interested in adding rental 

services to their current business model. The Neglectors express a shared belief that there are 

no economic incitements for adding rental service to the current business model, thus the 

economic aspect constitutes a significant barrier. While not being against rental service per se, 

the Neglectors simply see no reasons that are strong enough to make them interested in 

implementing such services to their current business models.    
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5.2 Identified implementation barriers 

The findings of this study show that Swedish fashion companies face multiple implementation 

barriers when it comes to adding rental services to the current business model, see Table 5. 

The identified barriers could be divided into six main categories; economic, social, 

informational and technological, supply chain, organizational and environmental impact. The 

identified barriers in this study are largely in line with the implementation barriers presented 

by Tura et al. (2019), who suggests that these barriers, except from environmental impact, 

prevent companies from implementation of circular business models. In this study, the 

institutional barrier was highlighted just once during the interviews, whereby it cannot 

confirmed that it is a major implementation barrier for Swedish fashion companies. However, 

it could be an indicator that rental services are different from other kinds of CE activities by 

not being as affected by governmental support, such as through tax reductions (Geng & 

Doberstein, 2008; Parker et al. 2009; Gumley, 2014). As such, this finding shows that despite 

belonging under the CE umbrella, the perceived implementation barriers for CE and CFC are 

somewhat different. On a detailed level, the findings of this study show that all barriers from 

Table 2 were not mentioned by all companies, see Table 4, thus implying differences in how 

companies perceive the implementation barriers. Highlighting more barriers did not 

necessarily mean that the interviewees were negative towards implementation of rental 

services, likewise, highlighting just a few barriers did not mean that the interviewees were 

overly enthusiastic about implementing rental services. The following sections present the 

personas’ perceptions of each barrier and sub-barrier more thoroughly.  

5.2.1 Economic barrier 

 

5.2.1.1 High implementation costs 
Dekoninck et al. (2016), Rizos et al. (2016), and Tura et al. (2019) suggest that the economic 

aspect has great impact on whether or not a company is willing to engage in circular business 

activities. In line with previous literature, this study shows that fashion companies perceive 

the economic barrier as an implementation barrier for rental services. In fact, the economic 

barrier is highlighted by the Implementers, the Procrastinators and the Neglectors, thereby it is 

highlighted by all personas, regardless of the current implementation status. Further, this 

study shows that companies that are ahead in terms of seriously considering adding rental 

services to their business model in the near future, the Implementers, are foremost concerned 

about high implementation costs. In particular, new IT systems is put forward as a big 
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economic burden due to its associated investment. Nonetheless, concerns about the economic 

burden do not stop the Implementers from evaluating whether they could build a business 

case for adding rental service to their current business model. In this way, they differ from the 

Procrastinators and the Neglectors whose implementation aspirations are held back due to this 

economic barrier. 

 

5.2.1.2 Economic uncertainty  
Economic uncertainty is a key factor for the Implementers, the Procrastinators and the 

Neglectors when overlooking the possibilities of implementing rental service to their business 

model. This supports the theory by Rizos et al. (2016) and Tura et al. (2019) who state that 

economic uncertainty creates an implementation barrier for circular business practices. In line 

with arguments by Aranda-Usón et al. (2019) and Tura et al. (2019), all three personas are 

concerned about the uncertain outcome of investing time and money on implementing a rental 

service system. Moreover, by stating “Let’s say I don’t get the turnover I expected, then 

suddenly I have furniture I need to write down, an IT-system that can enable this to happen. 

And I have staff”, interviewee 2 illustrates how economic uncertainty becomes a matter of 

risk taking. It shows that the economic implementation barrier is not isolated but related to the 

organizational barrier, where executives’ perception of risk, and how to handle risk, impact 

implementation of rental services (Liu & Bai, 2014; Tura et al. 2019). 

 

In academia, there are different perspectives on economic uncertainty in relation to risk. For 

instance, Tura et al (2019) point out the risk of implementing new business activities for 

which you do not know the economical outcome, further arguing that companies tend to feel 

more safe sticking to the business activities they know. Meanwhile, Bardhi and Eckhardt 

(2012) as well as Belk (2014) emphasize that there is an economic risk in not changing with 

the environment, where companies that do not update their business activities accordingly 

may be out of business sooner rather than later. Against this backdrop, this study shows a 

difference between the personas in terms of whether they perceive economic uncertainty as an 

opportunity or a threat. The findings of this study showed that the Implementers, by seeing 

rental services mainly as a business opportunity, resembled more to Bardhi and Eckhardt’s 

(2012) and Belk’s (2014) vision. Meanwhile, most of the Procrastinators, as well as the 

Neglectors, resembled more to Tura et al. (2019), as they perceived the economic risks of 

adoption of rental services as an implementation barrier.  
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There were, however, split meanings among the Procrastinators, where some perceived 

economic uncertainty as an opportunity, while others perceived it mainly as a risk. 

Interviewee 5 was convinced that customers will require rental services from fashion 

companies in the near future, thus to stay relevant on the market it is necessary to provide 

such service. Although not directly agreeing with Boelser, 2013 in Belk (2014), by believing 

that rental service in itself would be a profitable business, interviewee 5 believed that such 

services would indirectly boost sales thanks to customers purchasing complementary pieces to 

the items they rent. This viewpoint supports that some interviewees perceive it as a bigger 

economic risk to stay with a current business model than to adjust to a changing environment. 

As most previous theories on economic barriers for implementing CE as well as CFC focus on 

high implementation costs and uncertain long-term profitability (Hu et al. 2014; Rizos et al. 

2016; Aranda-Usón et al. 2019; Tura et al. 2019), this study provides an extended viewpoint. 

In addition to confirming that the economic aspect constitutes an implementation barrier, the 

findings of this study also implied that not overcoming the economic barrier at an early stage 

may lead to an exposed financial situation in the future.  

 

Previous research lack clear answers to whether rental services has the possibility to drive 

profit or not within the fashion industry. Boelser, (2013) in Belk, (2014) argue that 

collaborative consumption-based business models can contribute to increased profit, whilst 

Pedersen and Netter (2015) highlight difficulties in making money from such initiatives. 

According to Pedersen and Netter (2015), so far the customer interest in engaging in CFC is 

yet too low to make such business work. Further, the authors emphasize that a lot of 

consumers are price sensitive and use CFC as they see it as a financial benefit. This shows not 

only that the economic barrier is related to the social barrier (Hu et al. 2014; Armstrong et al, 

2015; Pedersen& Netter, 2015; Iran & Schrader, 2017; Tura et al, 2019), but also that 

companies’ customer groups strongly influence the success of rental services. The 

Procrastinators were not as convinced as the Implementers that their customers would be 

willing to pay enough to make rental business work. None of the interviewees referred to 

actual data when discussing whether customers would want to pay for rental services or not, 

wherefore their arguments were rather based on their own perceptions. Thus, this study shows 

that economic uncertainty is further related to the organizational barrier where silo thinking 

and fear of risk taking among the top managers prevent implementation of rental services 

(Kant Hvass, 2014; Liu & Bai, 2014; Tyra et al; 2019).  
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Just like in previous research, the findings of this study present different views on whether 

rental services were perceived to drive profit or not. On the one hand, the Implementers were 

positive and believed that rental services possess great business potential for the company. On 

the other hand, the Procrastinators were more sceptic, agreeing that there might be a business 

potential in the future, however, they were not convinced that rental services would drive 

profit today. They argued that the concept is still too immature, and that lack of cost-efficient 

systems, as well as lack of customer demand, would impede profitability. Overall, the 

Procrastinators’ disbelief of relying on rental services as a mean to make money was 

significant, the following quote summarizes their mindset; “...we also have to sell products 

because we have to pay our bills” (Interviewee 7). One referred to Swedish outdoor 

companies that have implemented rental service already, from which they are not making any 

profit. For these reasons, the Procrastinators see no reason to rush into the rental market 

before a positive business (economic) impact has been verified. One might wonder whether 

the Procrastinators’ perception of rental services would be different if they were to shift focus 

to look at companies who are working successfully with rental service instead, such as Rent 

the Runway? In contrast to the Implementers and the Procrastinators, the Neglectors did not 

express a strong belief, nor disbelief, in rental services as a business concept. Instead, they 

referred to high implementation costs as main barrier for implementation.  

 

Much like Oh and Jeong (2014), the Procrastinators point out the importance of making profit 

in order for a business to survive. Despite this, and despite a disbelief that rental services 

contribute to increased profitability for fashion companies at present, the Procrastinators are 

yet interested in implementation of rental services. This interest is foremost driven by top 

managers who strive to improve sustainability in the business model. As such, the results of 

this study reveal a contradiction, where on the one hand a top priority among companies is to 

monetize their business, and on the other hand, top executives consider implementing a new 

concept which they do not strongly believe would generate much profit. As the main incentive 

for implementing rental service for the Procrastinators is to improve sustainability, one could 

wonder whether the interviewees believe that improving sustainability through rental service 

could lead way to increase profitability in the future? Could it be that the philosophy of the 

top management team shades the behavior of the organization, as suggested by Liu and Bai 

(2014), Rizos et al. (2016) and Pedersen et al. (2018)? If this is the case, this paper shows that 
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the economic barrier and the organizational barriers are not isolated, but rather overlapping, 

and not mutually exclusive.  

 

The Neglectors emphasize that their current business models satisfy their needs in terms of 

monetizing the business, and therefore it is uninteresting to make any major changes. Whilst 

interviewee 1 argued that the company is heavily invested in optimization solutions for an 

efficient linear product flow model, interviewee 3 highlighted that adding rental service when 

they make money on sales would be considered as being counterproductive. As such, the 

findings of this study showed split meanings in terms of whether industry executives believe 

that adding rental services to the current business model contributes to increased profit or 

cannibalizes on current sales (Kang & Wimmer, 2008). Whilst the Neglectors believed that 

adding rental services would disrupt the current cash flow and profitability, the Implementors 

and the Procrastinators are more inclined to believe that rental services have potential to 

contribute to profitability in the long run. 

 

5.2.2 Social 
 

5.2.2.1 Uncertainty about consumer responsiveness 
Hu et al. (2014) and Armstrong et al. (2015) argue that consumer responsiveness influences 

companies’ decision-making process when it comes to adding CE principles to the current 

business models. If decision makers within companies do not believe that rental services 

would be accepted among the consumers, the chance that implementation of such services 

will be realized is low (Hu et al. 2014). The findings of this study showed slightly different 

takes on how the Implementers, the Procrastinators and the Neglectors perceived customer 

demand for rental services. While the Implementers believed there is a customer demand for 

rental services for everyday fashion, the majority of the Procrastinators as well as the 

Neglectors were somewhat more sceptic.     

 

While some of the Procrastinators argue that increased customer demand is a prerequisite for 

implementation of rental services, others emphasize that it is the companies that should lead 

the way and thereby create customer demand. These different viewpoints could be explained 

by the theory by Hu et al. (2014) who state that the philosophies of employees affect how they 

act. In this case, interviewee 4 had a stronger belief that customers are willing to consume 
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through renting compared to the other Procrastinators. Moreover, interviewee 4 highlighted 

that market acceptance of rental services would be encouraged if multiple companies joined 

forces. In fact, Dekoninck et al. (2016) and Rizos et al. (2016) state that risk avert behavior 

discourage companies to make change, wherefore one could wonder whether the companies 

that wait for customer demand to increase before entering the rental market hold risk avert 

traits. Nevertheless, the findings of this study suggest that one way to overcome the social 

barrier could be that multiple companies created a coalition for rental services.  

 

Becker-Leifhold and Iran (2018), highlight that one major concern hindering customers from 

engaging in CFC is the hygiene factor. The Procrastinators state that ensuring hygienic 

products is highly important and a must for the rental system to work. Two of the 

Procrastinators emphasize that, most likely, they would start renting clothes that are not the 

closest to the body, such as suits, functional jackets and functional pants. There is a belief that 

customers would not want to rent clothes that are worn close to the body, like jumpers for 

hiking, due to a combination of not accepting that other people have sweated in it as well as 

these pieces being less expensive than other functional wear. Interestingly, not all agree with 

this viewpoint, for instance, one of the Procrastinators does not perceive renting out 

performance wear as any implementation barrier. Again, these different viewpoints could be 

explained by Hu et al’s. (2014) theory, as one interviewee seemed to have a stronger belief 

that customers would be willing to rent a wider range of clothing. 

 

5.2.3 Informational and technological know-how 
 

5.2.3.1 Lack of technologies and technological skills 
For the Implementers, lack of technological know-how is perceived as one of the most 

challenging implementation barriers. The Implementers emphasized that the implementation 

of new IT systems is highly complex and requires investments in tools for teaching the 

employees in how to adapt to the new ways of working. According to Geng and Doberstein 

(2008), Rizos et al. (2016) and Tura et al. (2019), the complexity of technological solutions, 

along with lacking technological skills, within the company may indeed inhibit 

implementation of circular activities. By stating “It requires a lot (technological-wise) and I 

don’t have all the answers”, interviewee 2 makes it clear that rental service is a new area of 

business for the company, and question marks about IT-systems must be sorted out before an 
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implementation can be realized. In particular, new cashier systems and new systems for 

tracking the rented clothes are pointed out as major challenges. Although lack of information 

and lack of technological know-how are concerns for all rental service personas, the 

Implementers perceive it as a greater issue than the others. Therefore, this study supports the 

theory presented by Rizos et al. (2016) by showing that lack of technological know-how 

constitutes a greater barrier for those who are yet to implement a new IT-system than for 

those who got it already. 

 

In contrast to the Implementers, the Procrastinators did not perceive new technological 

solutions and IT systems as a major implementation barrier. For instance, interviewee 7 states 

that the company will learn from renting out equipment, and if adding rental service for 

clothes in the future, the two product groups would most likely follow similar systems. As 

such, the findings of this study support Rizos et al. (2016) who emphasize that companies feel 

more confident sticking to familiar systems, while a system switch is perceived as a greater 

challenge. Interestingly, two of the Procrastinators who do not yet work with technical 

solutions for rental service perceive neither complexity, nor cost, of system implementation as 

a barrier. Rizos et al. (2016) emphasize that the technological barrier is closely linked to the 

economic barrier, where implementation of new technologies may be hindered due to 

limitations in how much money and time a company can invest. Based on this argument, 

maybe the different opinions towards implementation of new IT systems are derived from 

different perceptions of how much to invest in a potential swap. The different opinions could 

as well be derived from different levels of know-how (Geng & Doberstein, 2008; Rizos et al. 

2016; Tura et al. 2019), where the ones who have come further in investigation are more 

concerned because they have more knowledge about technical solutions and their related 

costs. The ones stating that lack of knowledge constitutes a major implementation barrier may 

not yet be clear about what systems and investments that are required.  

 

5.2.3.2 Lack of information about the concept 
Similar to Geng and Doberstein (2008), Rizos et al. (2016) and Tura et al. (2019), who agree 

that lack of information about the concept of CE prevent implementation of CE based 

business models, this study shows that lack about the concept of CFC and rental services 

prevent such implementation. Although lack of knowledge about rental services is stated as an 

implementation barrier by both the Implementers and the Procrastinators, the two groups 
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handle the situation differently. While the Implementers overcome lack of knowledge about 

rental services by exploring what implementation would actually mean for the company, the 

Procrastinators are more passive, waiting for information and best practices to appear before 

they move further themselves. In particular, the Procrastinators highlight lack of knowledge 

about how to organize an efficient logistics flow as a major implementation barrier. This 

shows that the two barriers lack of information and supply chain are related, and in line with 

the literature by Becker-Leifhold and Iran (2018), lack of available blueprints for cost-

efficient reverse supply chain setups hinders most Procrastinators from implementing rental 

service. 

 

One could wonder what it is that makes the Implementers and the Procrastinators handle lack 

of information differently. While both groups experience lack of information, only the 

Implementers actively work to overcome it. The Procrastinators are well aware that increased 

knowledge about the concept could aid in moving forward with implementation, and they 

state that they need to read up on rental services. Despite an outspoken willingness to engage 

in rental services further on, the Procrastinators do not make much effort to learn about the 

concept. Seen from the outside, the Implementers and the Procrastinators have similar starting 

points for engaging in rental services - they have similar business models, operates on the 

same fashion market etc. As such, it seems like the different ways of handling lack of 

information comes from within the company, more specifically from the employees. This 

means that this study further reveals an interrelation between the informational barrier (Kant 

Hvass, 2014; Tura et al. 2019; Hu et al. 2014) and the organizational barrier (Kant Hvass, 

2014; Tura et al. 2019). According to Tura et al. (2019), the employees’ attitudes have the 

power to impact organizational behavior, and what is more, when CE activities are supported 

by top management teams these are more likely to be implemented. Based on Tura et al.´s 

(2019) reasoning, there is reason to believe that the attitudes towards rental services among 

the Implementers are different from the Procrastinators, and the Neglectors, which further 

impacts how they handle lack of information about such a new concept like rental services. 

The Implementers had top management support for implementing rental services, which 

further encouraged the company to actively seek information and learn about the concept and 

overcome the informational barrier. This reasoning is further strengthened if looking at the 

attitude towards rental services among the Neglectors, and how they handle lack of 

information; the interest among the top managers to implement rental services is lackluster, 

and they are not doing anything in particular to overcome the informational barrier.  
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5.2.4 Supply chain 
 

5.2.4.1 Need to establish a reverse logistics scheme  
In order for circular business models to work, companies must have a supply chain that can 

handle a reversed product flow (Lewandowski, 2016). According to Hu et al. (2014) and 

Becker-Leifhold and Iran (2018), implementation of reverse logistics is both challenging and 

expensive, thus creates an implementation barrier for CFC. The findings of this study confirm 

previous literature as both the Procrastinators and the Neglectors express that rearranging 

their supply chains is a great challenge. In fact, the two personas agree that the supply chain 

factor is the biggest barrier to overcome before they can implement rental services. However, 

while the Procrastinators can see that overcoming this challenge may bring additional value to 

the companies in the future, the Neglectors express that the supply chain aspect is too massive 

and costly to change. At least when they have a supply chain that fulfill the current business 

needs. One of the Neglectors has spent a lot of time and money on building up a highly 

automated and efficient supply chain, thus this could make a transformation to rental services 

more complex to them compared to others. The underlying reason expressed is that rebuilding 

the supply chain does not only risk to disrupt the efficient product handling in the warehouse, 

but it also cost a lot of money which emerges into an economic barrier. This finding implies 

that the magnitude of the supply chain barrier grows bigger when companies have invested 

heavily in systems for pushing products forward in the supply chain. Interestingly, this finding 

provides an alternative viewpoint compared to Rizos et al. (2016) and Aranda-Usón et al. 

(2019), who suggest that implementation of circular business models may be more difficult 

for smaller companies due to lack of financial muscles. While their reasoning could be true in 

many cases, this study suggests that the actual cost of implementing a reversed supply chain 

may not be the sole issue, but also how invested companies are in linear supply chain systems. 

In such cases, company size may be of little relevance as the size of investment can be 

relative and change with the size of the company.  

 

All personas addressed complexity and high costs of transportation and laundry as 

implementation barriers for rental services, thus confirming Becker-Leifhold and Iran’s 

(2018) argument that lack of cost-efficient and convenient reverse logistics systems make an 

implementation barrier. However, Becker-Leifhold and Iran (2018) state that CFC is not 
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feasible for less expensive everyday wear due to the cost of maintaining the service being 

higher than the income. This statement is not fully supported by the findings of this study. 

Although most Procrastinators believe that less expensive items like t-shirts, blouses and 

jumpers would not suit in a rental program, they motivate their statements by referring to 

customer’s preferences rather than to too high handling costs for these specific product 

groups.  

 

Further, this study presents a belief among the Procrastinators that rebuilding a supply chain 

to suit a rental based business model is more challenging than setting up such business model 

from the start. It was argued that a company that currently operates according to linear 

principles may not have the internal knowledge of how to set up a reversed logistic system 

including laundry service. Contrastingly, startups that built their supply chain to serve a rental 

based business from the start, like Rent the Runway, have expertise knowledge in how to 

manage an efficient supply chain in the rental environment. These two perspectives paved the 

way to an interesting topic for further discussion. While traditional companies, like the ones 

represented in this study, and new rental-based startups both seek to run efficient forward and 

reverse supply chains, however, a significant difference between the two kinds of companies 

make the latter problematic to use as best practice. The difference is that while traditional 

companies need to transform in order to add rental services, rental based startups set 

themselves up with such supply chain design from the start. For this reason, it seems like 

there is a belief among traditional companies that using rental based companies as best 

practices is inappropriate because they have not experienced the transition. Due to lack of best 

practices on the Swedish market in terms of companies who have successfully added rental 

services to their linear business model, the Procrastinators look to companies who are not yet 

making profit from rentals. As a result, they get deterred and the excitement for implementing 

rental services decreases.  

 

5.2.5 Organizational  
 

5.2.5.1 Lack of management support 
According to Liu and Bai (2014), Rizos et al. (2016) and Pedersen, Gwozdz and Hvass 

(2018), companies may only implement circular business models if there is a willingness to 

do so among the employees, especially among the top managers. Thus, if the top managers 
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are interested in implementing rental services the chance of realization is higher, whereas a 

negative attitude towards rental services creates a barrier. Based on the findings of this study, 

one can tell similarities as well as differences in attitude between the Implementers, the 

Procrastinators and the Neglectors. For instance, the Implementers and the Procrastinators 

strongly believe that all companies must take their responsibility to increase environmental 

sustainability, and that adopting rental services could be one way to go. The Neglectors are 

not as convinced that rentals services would be that environmentally friendly in the end, nor 

that companies should take the first step. Instead, the Neglectors are more inclined to believe 

that such consumption behavior change must be consumer driven. Further, another difference 

between the groups is if, and how, the different personas turn interest in adoption of rental 

services into action. Here, the Implementers work proactively by investigating the possibility 

of implementing rental services. Despite being aware that multiple challenges must be sorted 

out before implementation can be realized, the Implementers have a willingness so strong that 

they themselves become implementation enablers rather than implementation barriers. On the 

contrary, the Procrastinators are not currently working actively to see whether they could 

implement rental service in the near future even though they are interested in doing it in the 

future. None of the Procrastinators mention the word risk in specific, however, one could 

wonder if risk avert traits (Dekoninck et al. 2016; Rizos et al. 2016) is an underlying factor 

hindering implementation. 

 

The Neglectors show little interest in adding rental services to their current business model, 

where interviewee 3 was aware of itself being the barrier “Sometimes you run into great ideas 

and in this case (rental service) I can see, yes it could work, should we get it going? Probably 

not and it could well be because I’m sort of stuck”. Being stuck in old habits can be harmful 

in the long run, as the ability to rethink dominant business models is crucial to survive and 

stay relevant on the market (Pedersen & Netter, 2015). Whilst the Neglectors are aware of the 

own limits in this matter, interviewee 3 also highlighted the importance of being under 

constant development. As such, one should probably be careful before stating that personal 

attitudes of the top managers have more impact than can actually be proven, as it is difficult to 

separate what are ad hoc personal attitudes, and what are personal attitudes that are founded in 

thought through analyses of the current business situation.  
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5.2.6 Environmental impact 
 

5.2.6.1 Uncertainty about the environmental impact 

The findings of this study reveal a significant concern among the respondents regarding 

whether rental services contribute to improved environmental sustainability or not. A concern 

so great that both Implementers and Procrastinators became hesitant towards implementation 

of such service. The reason for the concern may emerge from the fundamental reason for 

implementation, which, no matter being an Implementer or Procrastinator, is to improve the 

company’s environmental sustainability performance. While fashion company executives lack 

knowledge about whether rental services is more or less sustainable compared to their current 

business, little information is to be found in the available literature. Adding to the confusion, 

the studies that do cover the topic show twofold results (Iran & Schrader, 2017). On the one 

hand, Iran and Schrader (2017) claim that CFC activities, including rental services, generate 

less negative impact on the environment compared to ownership-based consumption 

alternatives. On the other hand, the authors claim that the positive environmental effect is 

reduced as CFC requires additional transportation. Clearly, uncertainty about whether rental 

services is the solution to reduce company’s environmental footprint constitutes a question 

mark for industry executives as well as for academia. In turn, this uncertainty creates an 

implementation barrier that prevents fashion companies from adopting rental services to their 

business models.    

 

The emerging implementation barrier in this study, uncertainty about the environmental 

impact, differentiates the findings of this study from previous studies within the CE field. 

When exploring implementation barriers for CE activities, neither Rizos et al. (2016) nor Tura 

et al. (2019) highlight uncertainty about the environmental impact as an implementation 

barrier. Against this backdrop, one can wonder whether insufficient knowledge about the 

environmental impact of rental service is different for CFC versus CE activities, or if this 

aspect is underexplored in the current CE literature. As this study is one of the first to explore 

implementation barriers for rental services in the context of CFC, a suggestion for future 

research is to investigate whether insufficient knowledge about the environmental impact 

constitutes an implementation barrier. 
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6 Conclusion 
The purpose of this study was to explore what barriers prevent Swedish fashion companies 

from implementing rental services to their current business models. Being in the forefront of 

development of circular economy across industries, Swedish companies were deemed 

appropriate study objects to fulfill the given purpose. Much like the findings in previous 

research within CE in general, and CFC in particular, the implementation barriers identified in 

this study were; economic, social, lack of informational and technological know-how, supply 

chain and organizational. Although the institutional barrier was brought up in one interview, it 

was not addressed to be a barrier of magnitude, thus the findings of this study do not confirm 

that the institutional barrier affects implementation of rental service for Swedish fashion 

companies.  

 

The findings of this study showed that the number and the strength of implementation barriers 

faced by Swedish fashion companies varied, where one could not see a relationship between 

the number of barriers mentioned and the overall perception towards the concept. Meaning, 

highlighting just a few implementation barriers was not directly linked to being positive 

towards implementation of rental service, likewise, highlighting many implementation 

barriers was not directly linked to being negative. Rather, the combination of barriers as well 

as the perceived implication of each barrier seemed to decide whether or not implementation 

of rental service was of relevance.  

 

The economic barrier was highlighted in all interviews, where clearly, worries about high 

implementation costs and effects on future profitability were major concerns. However, these 

concerns seemed to be related to the companies’ view upon the social barrier. This study 

shows that companies which do not believe that their customers will accept rental services 

perceive the economic barrier as being greater, due to its heavy investments in new IT- and 

business systems. On the contrary, companies that do believe customers are likely to adopt 

rental services are less troubled by the aspects of the economic barrier since they see a 

potential future market. This presents an interesting perspective on the phenomenon of rental 

services, as its perceived social acceptance (i.e. social barrier) directly affects companies’ 

attitude towards its associated economics. Depending on the executives’ view on the 

customers’ interest and rental services’ potential revenue, the perception of the economic 

barrier’s magnitude differed. 
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The informational and technological barrier proved to prevent the implementation of rental 

service. Until today, a limited number of Swedish fashion companies have engaged in rental 

services, thus the marketplace lacks best practices in how to operate the business model, 

ultimately creating an uncertainty about its bearings. As a result, company executives tend to 

act reactively rather than proactively, waiting for more information before progressing. In 

particular, company executives wish to validate the economical outcome of implementation of 

rental services. The informational and technological barrier was further affected by the 

organization’s attitude towards sustainable initiatives and rental services, where the 

organizational barrier affects how companies handle insufficient information. When 

executives are enthusiastic about rental services, the informational barrier is reduced by an 

eagerness to explore how the business model could be realized.  On the contrary, when 

executives’ interest in collaborative consumption is lackluster, the components related to the 

informational and technological barrier are perceived as greater. Therefore, unconvinced 

executives are especially keen on validating the success potential of rental service before 

implementing such initiatives.  

 

6.1 Research limitation and future research 

The limitations and findings of this study presents interesting opportunities for future research 

within the area of CFC. First, one must highlight the number of barriers included in this 

research. Despite an attempt to include a holistic perspective, additional implementation 

barriers may exist that are not represented in this study. Therefore, a suggestion for future 

research is to take on a wider perspective and include a more generous number of barriers, 

such as a sustainability barrier. Second, since the sample of this study was limited, one could 

question whether the findings could be generalized to a wider population. In order to increase 

generalizability, future research is suggested to further explore implementation barriers by 

adopting a quantitative approach including a larger sample. Third, this study revealed 

interrelations between some of the barriers where, for instance, lack of information was seen 

as a separate implementation barrier whilst also appearing under the social and economic 

barrier. For this reason, a suggestion for future research is to investigate each barrier 

individually to increase the understanding of each construct. Fourth, the sample in this study 

represents companies that have not yet realized implementation of rental service. In order to 

increase the understanding of how implementation barriers can be overcome, a suggestion for 

further research is to in include companies that have implemented rental service already. In 
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addition, increasing the understanding of what barriers companies face before and during 

implementation, such study could as well add valuable insight to the CFC research by 

exploring what drivers and barriers companies face for further development of rental service. 

Last but not least, the findings of this study revealed that concerns about rental services and 

its impact on environmental sustainability create an implementation barrier. The sustainability 

aspect could not be found in previous literature within implementation barriers for CE and 

CFC, nevertheless the findings of this study imply that this barrier should be included in 

future research within CFC.  

 

6.2 Theoretical contribution 

The research on implementation barriers for rental services in the context of CFC has been 

lackluster. Therefore, this study contributes to academia by providing advanced knowledge 

within the area of CFC and rental services. More specifically, the study contributes to 

academia through two main aspects. First, previous theories within CE and CFC were tested 

with new empirical data, hence validating existing knowledge. Second, by providing 

increased knowledge of what barriers that prevent Swedish fashion companies from 

implementing rental services to their current business models, this study filled an existing 

research gap. Thanks to conducting a cross comparison between different Swedish fashion 

companies, this study is one of the first to contribute with advanced organizational insights to 

the CFC research field. In turn, this study enables future research to continue exploring the 

area of CFC more thoroughly.  

 

6.3 Managerial implications  

For fashion companies looking to add rental services to their current business model, this 

study provides valuable insights to what implementation barriers that could possibly arise, and 

how they differ between different companies. More specifically, this study suggests that 

depending on a company’s interest in the implementation of rental services, the 

implementation barriers will be perceived differently. The findings of this study provide the 

following two key managerial implications;  

 

First, much like precious research, the findings of this study implied that the employees’ 

attitude towards CFC and rental services is a key factor affecting the implementation of such 
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services. The findings implied that their attitudes towards implementation of rental services 

affected how they their perceived other potential implementation barriers. Therefore, to 

succeed with implementation of rental services, managers in fashion companies are suggested 

to start with convincing employees to embrace and engage in such adoption. If for instance, a 

company’s employees strongly believe in rental services as concept, economic uncertainty 

and high implementation costs may be perceived as a business opportunity rather than a 

business risk, and hence, the chances of implementation of such services increase.  

 

Second, the findings of this study implied that some companies are hesitant towards adoption 

of CFC and rental services because of the infant stage of such business models on the fashion 

market. Due to lack of best practices on the Swedish fashion market, no blueprint for 

successful implementation of rental services is to be followed, and as a result reactive 

companies wait for more information to come. Therefore, this study suggests that managers in 

companies that seek to adopt rental services in the near future must work proactively to find 

more information about the concept, and to find a workable implementation strategy.  
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