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Abstract 
 
During the previous years there has been a lot of focus on e-commerce in the fashion and 
clothing industry and that everything will be bought online in the future. However, several 
e-commerce companies have decided to expand into offline retail. This dissimilarity 
between theory and reality creates an interest for further research and a curiosity of how 
the future within retail will develop. The purpose of this research is to understand why 
Swedish online fashion retailers expand through an offline strategy. An Expansion Theme 
Model, which emerged from the theoretical framework, is used throughout the research to 
create a cohesive presentation of the material. 
 
In this research two case studies were conducted with e-commerce companies that are 
moving towards offline retail, one that is planning to open their own offline store and the 
other that is selling to external offline retailers.  
 
The findings present the reasons for expanding into offline retail according to the 
respondents in the two cases. Two reasons that were discussed in both cases were to 
enhance the brand image and use offline retailing as a marketing tool to reach a larger 
customer group and ultimately enhance the company’s profit. The findings present several 
problems within each case that can be solved by expanding into offline retail. The first 
problem is about suppliers that protect offline retailers. The second problem is about how 
to reach the minimum quantities that the suppliers require. The third problem is how to 
achieve a better negotiation power with the suppliers. The fourth problem discusses the 
challenge of displaying products online. The view of the future within retail is also 
presented, where all of the respondents agreed that the two selling channels will be more 
integrated in the future. Finally, the transition towards offline retail creates many new 
possibilities in the world of retail that is yet undiscovered and it is therefore exciting to 
follow this development. 
 
 
Keywords: Online retail, offline retail, e-commerce, business expansion, market strategy, 
organizational cohesiveness, returns management, case study approach.  
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Research design  
 
Below a disposition of the research is presented. Each chapter will be shortly introduced 
to give an overview of the material and guide the reader.  
 
1. Introduction  
 
The introduction will present a background of e-commerce and the new retail trend where 
online retailers expand into offline retail. This development creates an interest to 
investigate how e-commerce companies reason when expanding offline and therefore how 
the future within retail will develop. 
 
2. Theoretical framework 

 
To lay the foundation of this research, theories within market strategy, business expansion 
and returns management will be presented. This information is of importance and will 
emerge into a model to create an understanding of the research area and will later be 
considered in the development of the methodology and discussed in the analysis.  
 
3. Methodology  
 
This chapter will present the chosen methodology that emerged from the theoretical 
framework and how it was formed to perform this research. The methodology will generate 
the findings presented later in the report. 
 
4. Findings  
 
This section will present the findings from the collected data. First an introduction of each 
case will be presented. Then the model that emerged from the theoretical framework will 
be used to divide the collected data into four themes. The different themes will be 
summarized in tables after each case. There will also be a section where the respondents 
discuss the future within retail, this section is not a part of the Expansion Theme Model but 
it creates an interesting discussion about the subject.  
 
5. Analysis & discussion 

 
In the analysis and the discussion the findings and the theoretical framework will be set 
against each other to find out whether the same factors are presented in both chapters. The 
themes from the Expansion Theme Model are used in the analysis and discussion to create 
a cohesive presentation of the material. All of the themes will be analyzed and discussed 
individually. There will also be a section where the future within retail will be analyzed 
and discussed.  



 

 

VI 

6. Conclusion  
 
In the conclusion the research questions will be presented and answered by the analysis of 
the collected information. Managerial implications, theoretical implication and further 
research will also be discussed.  
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1. Introduction 
 
The introduction will present a background of e-commerce and the new retail trend where 
online retailers expand into offline retail. This development creates an interest to 
investigate how e-commerce companies reason when expanding offline and therefore how 
the future within retail will develop. 
 
During the previous years there has been a lot of focus on e-commerce in the fashion and 
clothing industry and that everything will be bought online in the future (Lai, Ulhas & Lin 
2014). A growing number of companies are expanding into e-commerce in order to reach a 
larger customer group (Kwon & Lennon 2009). When it comes to the Swedish market, 
there is a continuous strong development within e-commerce with a growth rate of sixteen 
per cent during 2014 and clothing is the top three best selling product category online (E-
barometern 2014). This leads to a reflection whether online retailing will concur the 
existing market and offline retailing will disappear (Doherty & Ellis-Chadwick 2010; 
Weltevreden 2007).  
 
Even though e-commerce is predicted to be the future within retail, several e-commerce 
companies decide to expand their business into offline retail (Andersson 2013a). There is a 
research gap within this field, and the difference between theory and reality is an 
interesting area for further investigation.  
 

1.1. Background 
 
According to Bandyo-Padhyay (2001), e-commerce has been a common term for 
approximately 20 years. The definition of e-commerce is described as doing business 
electronically, e-commerce can be used as a platform and meeting place for exchanging 
products and dealing with goods and services (Fellenstein & Wood 2000). Because of the 
development, companies needed to formulate new market strategies to meet the customer 
demand (Bandyo-Padhyay 2001).  
 

1.1.1. The connection between retail type and product type 
 
According to Konus, Verhoef and Nesslin (2008) and Schröder and Zaharia (2008), there 
is a significant connection between retail type and product type. Some products are more 
suited for online retail and others are easier to purchase in an offline store, however both 
retail types serve various needs (Suryandari & Paswan 2013). Certain products are more 
convenient to purchase in an offline environment because of the consumers demand of 
service, one such product type is apparel (Badrinarayanan, Becerra, Kim & Madhavaram 
2012; Jahng, Jain & Ramamurthy 2000).  
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Even though some product types are more suited for offline or online retail it is possible to 
identify a strong connection between the two retail formats, where thirteen per cent of the 
e-commerce consumers in Sweden during 2013 have done research online about a garment 
and then bought it offline (E-barometern 2013). According to E-barometern (2013), seven 
per cent of the consumers in Sweden have tried on a garment in the offline store and then 
bought it online. What shopping channel to use can be influenced by where in the shopping 
process the consumer is situated (Schröder & Zaharia 2008). 
 
The strong connection between the two retail formats is working solely if the two channels 
are created in a cohesive way (Suryandari & Paswan 2013). According to Kwon and 
Lennon (2009), retailers’ online performance might destroy the brand’s positive image if it 
does not meet the expectations that come from the offline store and vice versa. The same 
authors state that after a negative experience in an online store the customers will be less 
likely to shop at the same retailers offline store. This is the danger by working with multi-
channel retailing.  
 

1.1.2. Problems within e-commerce 
 
As the numbers of e-commerce companies are increasing, several problems are discovered. 
One of the main problems viewed from a company perspective is the cost of handling 
returned products, here referred to as returns management (Hjort, Lantz, Ericsson & 
Gattorna 2013). Apparel is the product category that has the highest returns rate within e-
commerce, among the consumers that shop frequently online, forty-one per cent have 
returned their online purchase (E-barometern 2013). Returns management becomes a 
problem for companies since the cost for the logistics connected to the returned products is 
estimated to four per cent of the total logistic cost within a company, which leads to a 
decreased profit (Petersen & Kumar 2010; Rogers, Lambert, Croxton & García-Dastugue 
2002). Online retailers can not offer the same level of service as offline retailer when it 
comes to handling product returns, consumers therefore prefer returning products in an 
offline store (Bonifield, Cole & Schultz 2010; Mukhopadhyay & Setoputro 2004). 
 
From the consumer perspective there is a lack of trust within e-commerce (Kaihong 2012), 
this leads to the fact that online retailing is not as widespread as expected (Walczuch & 
Lundgren 2004). According to the same authors, trust is an important part in any type of 
transaction, the consumer needs to trust the retailer in order to feel safe when purchasing a 
product and handing over personal information. However, in an online situation, trust is an 
even more important factor since the product cannot be touched and the two parties do not 
have direct physical contact (Ferraro 1998; Bravo, Iversen & Pina 2011). It is necessary for 
the online retailer to have a strong brand equity in order to reduce the perceived risk, which 
should be a high priority for online brands, in order to make the customer feel safe when 
purchasing online (Bravo, Iversen & Pina 2011). Trust is therefore an important factor 
when it comes to the online relationship between a retailer and their customers and might 
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be one reason why e-commerce companies have not reached their full potential (Walczuch 
& Lundgren 2004). 
 

1.1.3. New retail trends 
 
In the fashion and clothing industry there is a continuous development within retail 
formats. One new trend in the industry is that companies are using showrooms as a part of 
the already existing retail format, which suits the mobile culture we live in today 
(Pomodoro 2013). This means that the consumer can touch and try the garment in the 
showroom and later use a mobile device for purchasing (Willmott 2014). The same author 
argues that retailers should consider this trend as a possible opportunity to create a 
competitive advantage. In order to embrace this trend, which could lead to great 
opportunities, the companies need to rethink their current market strategy. 
 
One way to further develop a showroom is by using it as a test store. A test store can be 
used as a marketing tool, to create a closer relationship with the customers, measuring 
volume of sales, how visitors behave in the store and their shopping motives (Picot-
Coupey 2014). Using a test store is a way of pre-testing a new concept, a new type of 
product or to investigate the opportunity of entering a new market (Pomodoro 2013). 
According to the same author a test store can also be used to create a surprise effect, which 
is important in today’s crowded market, that makes the consumers aware of the brands 
existence. 
 
There are several examples of e-commerce companies in the fashion industry that have 
expanded into offline retail with positive response (Andersson 2013a). By using different 
tools within a showroom it is possible to blur the line between online and offline retailing 
and increase the credibility to the whole brand image (Suryandari & Paswan 2013). Two 
different examples of fashion companies that have expanded from online retail to offline 
retail by using a showroom approach will be described below to demonstrate how this 
concept can be implemented successfully. 
 
According to research of Bonobos by Andersson (2013b) the U.S based fashion company 
is a pioneer within expanding into offline retail, they were one of the first fashion 
companies that complemented their online store with a so called guideshop in 2011. The 
same author explains that the concept with these guideshops is that they only have one 
garment in each size and color for the customer to touch and try. Andersson (2013b) 
mentions that the guideshop is not exactly an ordinary offline retail store, you have to book 
an appointment with a guide that will be helping you find the perfect garment. The author 
further explains that when the customer has decided which garment to purchase, the guide 
will place an order in the online store and the product will be sent by mail to the 
customer’s doorstep. Bonobos will continue to open several guideshops and the CEO of 
Bonobos argues that offline retail stores are something that will be very exciting in the 
future (Andersson 2014). 
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Sneakerboy is another example of a company that tries to integrate the innovative digital 
retail model they have online into expanding offline, without losing the efficiencies of 
internet according to research by May Johnsson (2013). The same author explains that the 
CEO of Sneakerboy noticed a new group of consumers who are used to control their own 
shopping process online and he therefore wanted to offer the same features in the offline 
store, but by adding the possibility to touch and try the products and to get the experience 
of visiting an offline store. May Johnsson (2013) explains that Sneakerboy is also using the 
technical features usually seen online, such as remembering the customer shoe size and 
purchase history, in order to give the customer a higher service level. The author further 
explains that the order is then placed by using digital devices and the product will be 
delivered within a couple of days. The same author also states that by using this concept 
with no stock-storage, the offline store can generate higher sales productivity per square 
meter. 
 
This new retail format, where e-commerce companies are expanding offline, is something 
that recently has started to be noticed in the fashion and clothing industry. This transition is 
now developing in Sweden and it is possible to identify e-commerce companies that are 
embracing this trend. Could this retail format be developed and well established in the 
future? Do offline retail stores, as a complement to online retailing, have the potential to be 
the most powerful media available to a brand as Stephens (2015) argues? 
 

1.2. Problematization  
 
As Lai, Ulhas and Lin (2014) stated previously, researchers have for a long time celebrated 
e-commerce and predicted that this is the future within retail. Even though e-commerce has 
increased and offline retail has decreased, more and more e-commerce companies decide 
to expand into offline retail as a complement to their online retail store. This dissimilarity 
between theory and reality creates an interest for further research and a curiosity of how 
the future within retail will develop. In order to understand this dissimilarity, this research 
will focus on how individuals in fashion and clothing e-commerce companies reason when 
developing a market strategy for business expansion into offline retail.  
 
Previous research within this field has been focusing on offline retailers expanding into 
online retailing. The opposite process is not enough investigated and because of this there 
is a research gap within this field. This research will contribute new knowledge to e-
commerce companies within the fashion and clothing industry that are interested in the 
transition towards offline retailing. The research is presented from a company perspective 
and makes it possible for other actors in the same industry to understand how the chosen 
companies are reasoning. By presenting how several companies are reasoning makes it 
possible for external actors in the industry to find parts within the research that they might 
be able to discuss and apply to their own business.  
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The Swedish e-commerce industry is a fast growing and successful business area (E-
barometern 2014), together with Germany and USA it is among the top leading countries 
when it comes to online retailing (Ljungberg 2014). Hence, the development of the 
Swedish e-commerce market is interesting to follow and this is the reason why this thesis 
solely will focus on that specific market. 
 

1.3. Purpose 
 
The purpose of this research is to understand why Swedish online fashion retailers expand 
through an offline strategy. 
 

1.4. Research questions 
 
RQ1: What reasons are there for Swedish fashion and clothing e-commerce companies to 
expand into offline retail? 
 
RQ2: Do individuals at Swedish fashion and clothing e-commerce companies reason 
differently when developing a market strategy for expanding into offline retail depending 
on their position? 
 
RQ3: How do individuals at Swedish fashion and clothing e-commerce companies reason 
about the future within retail, which is predicted to become increasingly online based? 
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2. Theoretical framework 
 
To lay the foundation of this research, theories within market strategy, business expansion 
and returns management will be presented. This information is of importance and will 
emerge into a model to create an understanding of the research area and will later be 
considered in the development of the methodology and discussed in the analysis.  
 

2.1. Market strategy 
 
A market strategy defines the future of the organization and the strategy is decided in 
advance to reach specific goals (McKeown 2012; Roos, von Krogh, Roos & Jacobsen 
2004). A strategic process can be described as a range of acts that will set how a company 
is changing over time (Roos et al. 2004). A company is moving from where they want to 
be and how they can reach that point, a good strategy is the shortest way between the goal 
and the resources you need to get there (McKeown 2012). In this research the focus will be 
the arguments behind how a company can reach the point where they want to be, meaning 
their market strategy. The different processes and approaches within market strategy will 
hence be described.  
 
According to Whittington (1993), there are four generic approaches when developing a 
strategy, all of them have different views of what a strategy is and how to use it and these 
are: classical approach, evolutionary approach, processual approach and systemic 
approach. Whittington (1993) further explains that for the classical approach profitability is 
the main goal for the organization and the company is therefore positioning themselves in 
markets where they can earn maximum profit. The evolutionary approach on the other 
hand expect the market itself to secure the maximum profit and the processual approach is 
less confident that a market can secure profit and hence believe that strategies emerges 
from confusion and small steps in an organization (Lee 1995; Whittington 1993). The same 
authors mention that the systemic approach argues that a strategy has to be sociologically 
efficient and suit the social context. 
 

2.1.1. The strategy process 
 
When companies are moving from where they want to be and how they can reach that 
point the strategy process can be divided into five sections to simplify the process, these 
five sections are: formulating the idea, formulating the strategy, evaluating the strategy, 
implement the chosen strategy and control the strategy (Roos et al. 2004). There are some 
crucial strategic questions that the company should answer when developing their strategy 
and to make it successful, these are: what do we want to do, do we think it is possible, what 
do we need to do to reach our goals and when do we need to react on new possibilities and 
modify our plans (McKeown 2012).  
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Another important part of making a strategy successful is to make sure that both the board 
of directors and individuals at all levels in the organization support the idea (McKeown 
2012). All levels within the organization are affected when new and existing strategies are 
managed (Mintzberg & Quinn 1998; Roos et al. 2004). Successful organizations should 
also have a balance between thinking, planning and implementing to develop the most 
effective strategy (McKeown 2012). According to the same author, formulating goals and a 
vision in a way that is easy to understand for the whole organization is a critical factor, 
everybody need to have the same knowledge about the strategy process to be able to strive 
towards the same goals. The processual approach, as mentioned above, believes that 
organizations in practice fails to fit into the strategy and that strategies should be shaped by 
the organization itself (Whittington 1993). 
 
When the organization begins to develop their strategy process, it is crucial to start with an 
external analysis of the organization's environment (Roos et al. 2004). External factors that 
can affect the organization are: political, economical, social and technological (Devlin 
1989a; Johnson & Scholes 1999). An internal analysis is also important to conduct before 
beginning the strategy process, which investigates the organization's own resources and 
how they are accessible, to be able to reach the strategic goals (Devlin 1989a; Roos et al. 
2004). When the analyses are done, different strategic alternatives need to be considered 
and evaluated to create the basis for a strategic choice (Johnson & Scholes 1999). 
 
When the company has chosen a strategy among the different alternatives they need 
to implement it, which is an important part of the strategic process and means that the 
organization specify activities that is necessary to operate for reaching the strategic goals 
(Devlin 1989b; Roos et al. 2004). Implementing a strategy is a complex process, the 
individuals that are engaged represent a lot of different knowledge and personalities that in 
many ways can shape the implementation process (Roos et al. 2004). Even after the 
implementation, the chosen strategy is always in process of improvements and a 
continuous evaluation is needed to achieve even more successful results (McKeown 2012).  
 

2.1.2. Deliberate and emergent strategies  
 
Strategies can be divided into additionally two approaches, deliberate and emergent 
(Mintzberg & Quinn 1998), which can be seen in figure 1 below. A strategy that is 
completely realized and formed precisely as intended is called deliberate strategy 
(Mintzberg, Ahlstrand & Lampel 2009). Purely deliberate strategies are hardly seen, even 
though most of the literature addresses that way of strategy formation (Mintzberg 2007). 
As mentioned before there exists four generic approaches to strategy and two of these, 
classical and systemic, are formed by deliberate processes (Lee 1995).  
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Figure 1. Deliberate and emergent strategy processes (Mintzberg, Ahlstrand & Lampel 2009). 
 
 
A strategy that is formed by consistent actions that leads to a pattern over time is defined 
as an emergent strategy (Mintzberg & Quinn 1998; Mintzberg & Waters 1986). According 
to Lee (1995) the two generic approaches, evolutionary and processual, are shaped by 
emergent processes. Deliberate strategies are more about control while emergent strategies 
are all about learning, the best strategists are combining deliberate control with emergent 
learning (Mintzberg 2007; Mintzberg, Ahlstrand & Lampel 2009). This model is well 
established within strategy literature and gives a clear overview of the strategy processes. 
However, the model is not always applicable in organizations today because of its 
construction. As Mintzberg (2007) discuss, the two processes are best suited when they are 
combined and are hardly seen separated in practice. The model is hence mentioned in this 
research to provide an understanding of the two different processes that might work in 
theory but hardly in practice. 
 

2.1.3. Strategy viewpoints  
 
There exist several viewpoints of strategy that explain how a strategy can be formed and 
implemented in an organization (Mintzberg 2007; Mintzberg, Ahlstrand & Lampel 2009). 
These four viewpoints will be explained below. 
 
Strategy as a plan 
A strategy can be seen as a plan, which means that the strategy is intended and more of a 
direction from how to get from here to there (Mintzberg, Ahlstrand & Lampel 2009; 
Mintzberg & Quinn 1998). When the plan happens as expected it is called a realized 
strategy (McKeown 2012). It is also possible that strategies are planned as a ploy, where 
organizations use a particular manoeuvre in order to outsmart a competitor (Mintzberg, 
Ahlstrand & Lampel 2009; Mintzberg & Quinn 1998).   
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Strategy as a pattern 
When a strategy is seen as a pattern, it can be explained as consistency in behavior over 
time as well as looking at past behavior (Mintzberg, Ahlstrand & Lampel 2009; Mintzberg 
& Quinn 1998). Reacting from previous incidents can lead to a better understanding, which 
can often result in a successful strategy (McKeown 2012).  
 
Strategy as a position 
Strategy can be used as a position where the organization is locating specific products in 
specific markets (Mintzberg, Ahlstrand & Lampel 2009; Mintzberg & Quinn 1998). It is 
important for a company to know when and how to change the focus if the market is 
changing, new products will compete with existing products and therefore companies need 
to be alert and know when they have to change their current strategy (McKeown 2012).  
 
Strategy as a perspective 
Strategy can be seen as a perspective and the organizations way of executing things and 
how they understand the world (Mintzberg, Ahlstrand & Lampel 2009; Mintzberg & 
Quinn 1998).  
 
These strategy viewpoints are explained to clarify the different approaches of how to view 
a strategy. Since the purpose is to study a planned development within organizations, the 
viewpoint within this research will be strategy as a plan. 
 

2.1.4. Strategies for competitive advantage 
 
It is possible that a planned development within an organization is conducted to obtain a 
competitive advantage. There are three generic strategies to consider (McKeown 2012), 
these can be combined for reaching best result, as long as the strategy is formulated in an 
understanding way (McKeown 2012; Walters & Hanrahan 2000). The first generic strategy 
for competitive advantage is called cost-leadership, this is when a company aim to become 
the producer in the industry that has the lowest cost of producing (Walters & Hanrahan 
2000). To achieve this, the company can make their processes more effective, use better 
producing techniques or decrease the costs for transportation by locating themselves closer 
to the market (McKeown 2012).   
 
The second generic strategy is differentiation (Walters & Hanrahan 2000). Differentiation 
can be explained as when a company is using a strategy to create products that are different 
from competitors, the products can be larger, smaller, faster, offer new functions, be more 
effective or just appear in new colors (McKeown 2012). The company can also find a 
unique market where they can offer completely new products and where there is no 
competition (McKeown 2012; Walters & Hanrahan 2000). The third generic strategy is 
about focus, this means identifying a specific area to focus on (Walters & Hanrahan 2000). 
Often focus is about who to target, another option can be focusing on a specific market 
segment and try to keep the competitors away from that area (McKeown 2012).  
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2.2. Business expansion 
 
When an organization is developing a strategy in order to grow and create a competitive 
advantage, they can achieve it by expanding the company. According to Bang and Joshi 
(2008) a market expansion strategy could be defined as a strategy to increase the 
company’s customer demand by reaching a group that previously was non-customers, 
another way can be by increasing the purchasing rate among the already existing 
customers. Walker, Mullins, Boyd and Larreche (2006) on the other hand define market 
expansion strategy as a strategy to fulfill the existing demand to increase the total market 
growth. Bang and Joshi (2010) mention four different factors that are included in the 
expansion strategy and these are: improving willingness to buy, creating affordability, 
improving sustainability and improving consumption and purchasing ability.  
 
A strategy for business expansion is often developed to enhance the company’s profit 
through reducing costs, developing new technologies, expanding by employing more 
individuals or by targeting a new customer group (Espínola-Arredondo, Gal-Or & Muñoz-
García 2011). Pomodoro (2013) argues that a business expansion can be used to enhance 
the brand image and to increase brand awareness among consumers. By targeting a new 
customer group the company can increase the sales by meeting the customer demand in 
different areas, rather than trying to meet the existing demand within the specific industry 
and compete for market shares (Bang & Joshi 2012).  
 
It is important for managers at the company to formulate appropriate expansion strategies 
that aim to reach a sustainable and successful attendance in the marketplace when an 
organization is planning to grow (Luo 1999). According to Whittington (1993) there are 
three different strategies to stimulate growth: innovation, diversification and 
internationalization. The same author explains that innovation is used to dominate a 
market, diversification is about managing resources for the optimal advantages and 
internationalization aims to reach new markets and new customers. When the strategy is 
formulated, a careful evaluation of the new market and the company’s own resources needs 
to be analyzed (José Mas-Ruiz, Luis Nicolau-Gonzálbez & Ruiz-Moreno 2002).  
 
When a company decides to execute a business expansion to penetrate foreign markets, it 
becomes a very important decision for the top management within the company (José Mas-
Ruiz, Luis Nicolau-Gonzálbez & Ruiz-Moreno 2002). Executing the business expansion 
can lead to different learning opportunities for the whole organization (Luo 1999). The 
same author states that the core competences within an organization play a crucial role 
when launching new products or services. 
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2.3. Returns management 
 
Returns management is one of the main problems that online retailers are struggling with 
(Hjort, Lantz, Ericsson & Gattorna 2013). E-commerce companies are facing a challenge 
with customers who want to return purchased products, especially within apparel which is 
the product category with the highest return rate (E-barometern 2013; Mollenkopf, Frankel 
& Russo 2011). According to E-barometern (2013) twenty-five per cent among consumers 
that seldom shop online have returned a purchase, in the consumer group that shop more 
frequently the number is forty-one per cent. The returned products are a substantial 
inconvenience for e-commerce companies and can decrease their profit (Petersen & Kumar 
2010). 
 
The estimated cost for logistic connected to managing product returns is four per cent of 
the company's total logistic cost, which leads to a decreased profit and the management of 
returns is therefore an important part of the company (Rogers, Lambert, Croxton & García-
Dastugue 2002). Research presents that the cost for handling one returned product is 
between 40 to 120 SEK (E-barometern 2013). To handle product returns several e-
commerce companies have introduced specific rules such as: the customer has to return the 
product within a limited time frame, the customer can only return the product if it is 
defective and the customer has to pay for the shipping costs and restocking fees (Petersen 
& Kumar 2010). 
 

2.3.1. Returns management activities 
 
Returns management is an important process in the supply chain and involves all activities 
connected to reverse logistics, return avoidance, gatekeeping and product recovery (Rogers 
et al. 2002). Reverse logistics means handling the returned products, which includes 
transporting the products back to the warehouse, this creates a need for employees to 
handle the products (Guide & van Wassenhove 2001; Mollenkopf & Closs 2005). To avoid 
some of these product returns, companies can improve packaging and product quality 
(Mollenkopf, Frankel & Russo 2011). According to Rogers et al. (2002) some product 
returns are too expensive in relation to what it is worth, hence the company will encourage 
the customer to keep the product while still receive the credit, which is explained as 
gatekeeping. Another activity within returns management is product recovery, which 
involves repairing the product or reuse parts to deal with the resources in a more 
sustainable way (Mollenkopf, Frankel & Russo 2011).  
 
Effective returns management is reached when all levels within an organization are 
integrated (Rogers et al. 2002). The same authors explains that making the returns 
activities more effective leads to a better understanding of why product returns occur, it 
can therefore reduce the number of returned products which leads to reduced costs. 
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2.3.2. Product returns policies to build a customer relationship  
 
For many consumers, the knowledge of how a company is handling product returns is an 
important part of the purchasing process (Bonifield, Cole & Schultz 2010). Return policies 
within online retailing offer the ability for the customer to decide whether he or she will 
keep the product after it is delivered (Hjort & Lantz 2012). Rogers et al. (2002) mentions 
different types of returns, the largest category is consumer returns where the products are 
returned because of the customer dissatisfaction. It is therefore important for the company 
to analyze and understand the most common reasons why customers return their purchases 
to maximize the company’s earning (E-barometern 2013).  
 
It is challenging for an online retailer to decide how to handle product returns in the most 
optimal way (Bonifield, Cole & Schultz 2010). Often e-commerce companies handle 
product returns only because they are forced to, this means that they are missing the 
opportunity to build a relationship with their customers (Mollenkopf, Frankel & Russo 
2011; Petersen & Kumar 2010). According to E-barometern (2013) few companies have a 
well established and developed strategy or system when it comes to handling product 
returns in a cost-effective way, because of the high return rate there are both money and 
time to save by optimizing their returns management strategy. 
 
Studies have shown that if a company has a lenient product return policy, meaning that the 
customer can return any product at any time, the customer is more willing to purchase 
more products in the future (Petersen & Kumar 2010). A lenient policy can develop profits 
in the future but it can also be expensive for the company because of the increased need of 
employees handling the returned products (Bonifield, Cole & Schultz 2010). By offering 
this liberal returns policy, the company can improve their customer loyalty, increase the 
long-term profit and enhance their public image (Petersen & Kumar 2010; Rogers et al. 
2002). A lenient policy might also convince some customers that are feeling insecure of 
purchasing to fulfill the purchase (Mukhopadhyay & Setoputro 2004; Rogers et al. 2002). 
On the other hand, by having liberal return policies there is a potential problem of 
customers purchasing a product without the intention of keeping it (Hjort & Lantz 2012). 
 
Even though online retailers offers a lenient returns policy, they do not have the 
possibilities to offer the customer the same service level as offline retailers because of the 
lack of personal interaction (Bonifield, Cole & Schultz 2010). Mukhopadhyay and 
Setoputro (2004) argues that consumers still prefer offline retailers when returning 
products since it is perceived to be more convenient. 
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2.4. Summary of theoretical framework 
 
Since this research is about how companies in the fashion and clothing industry reasons 
when expanding into offline retail, it is important to have the background knowledge about 
how and why strategies form in an organization. Different approaches of strategy are 
presented, these strategies can be deliberate or emergent. A successful strategy is the 
shortest way of where a company wants to be and how they can reach that point. It can be 
used for different reasons such as creating competitive advantage, enter new markets, 
expanding the business and handling returned products in an optimal way. 
 

2.4.1. Expansion Theme Model  
 
The model below, henceforth named the Expansion Theme Model, was developed from the 
theoretical framework and presents four themes that explain how and why a company 
decides to expand. It is used as a tool to create a cohesive connection between the 
theoretical framework and the following chapters to guide the reader through the research. 
 

How  well  the  organization  is  connected  and  working  towards  
the  same  goals.

focus  on.

Reaching  a  new  customer  group,  increase  the  purchasing  rate,  

Returns  management,  the  cost  for  returns  management,  

Organizational  cohesiveness

Competitive  advantage

Business  expansion

 
 
Figure 2. Expansion Theme Model.  
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3. Methodology 
 
This chapter will present the chosen methodology that emerged from the theoretical 
framework and how it was formed to perform this research. The methodology will generate 
the findings presented later in the report. 
 
The purpose of this research is to understand why Swedish online fashion retailers expand 
through an offline strategy. In this research two case studies were conducted with e-
commerce companies that are moving towards offline retail, one that is planning to open 
their own offline store and the other that is selling to external offline retailers. The reason 
for choosing two cases to study with a qualitative approach is because of the aim for 
deeper understanding of the reasons for expanding according to different individuals in an 
organization.  
 

3.1. Case study approach 
 
The case study approach describes a particular incident or problem in a real-life situation 
that is supposed to be analyzed and sometimes solved (Merriam 1994; Roselle 1996). Case 
studies tries to illustrate a decision, why the decision was made, how it was performed and 
what the result was (Yin 2007).  
 
Case study is to prefer when a current situation is studied (Yin 2007) and it can be 
described as a thorough study of one single unit or a smaller number of units (Gerring 
2007). The previous mentioned explanations of a case study approach leads to why this 
methodology is well suited for conducting and fulfilling the purpose of this research. Each 
single case is unique but there is still a need to make sense across the different cases in the 
research (Yin 2007). Case studies can not be fully compared, but they can generate 
information that leads to further analysis and discussion (Eisenhardt & Graebner 2007). 
Therefore, the two cases within this research will be analyzed and discussed but not fully 
compared. 
 

3.2. Choice of cases 
 
Within the chosen field of research there is a limited number of companies that has 
expanded from online retail to offline retail. There is also a problem of accessing 
information about companies’ development and especially their planned business ventures. 
The authors have backgrounds in two different companies and therefore knew about their 
planned expansions towards offline retail. This created an opportunity to collaborate with 
these two companies and resulted in two different cases in this research. The cases are 
interesting since both companies are expanding into offline retail, but in two different 
ways. One company that is relatively young has decided to develop their own offline retail 
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store and the other more mature company has started to sell their products to external 
offline retailers. In order to get a deeper understanding of the arguments behind the 
development towards offline retail the focus of this research is how the different positions 
within the organizations are reasoning about the expansion. 
 

3.3. Semi-structured interviews 
 
According to Yin (2007) interviews are an important part of a case study. In order to 
understand how organizations reason when developing their strategies, interviews were 
chosen to generate deeper knowledge of the research area. It is recommended to conduct 
an interview with a low degree of structure and focus on open questions and specific 
situations when performing semi-structured interviews (King 1994; Yin 2007). Semi-
structured interviews contain a flexibility that is balanced by structure and that generate 
data with high quality (Gillham 2008) and are therefore best suited for this research to 
create a more conversational interview to let the respondent explain more freely. 
According to Gillham (2008), an advantage with semi-structured interviews is that this 
research method enables exploration and at the same time develops a possibility for 
analysis. 
 
The interviewers have a guide with questions that derive from the case study protocol and 
the purpose with this is to guide the researcher during the data collection (Yin 2007). In 
this research an interview protocol with questions was used to ensure that all of the topics 
were covered. These can be found in Appendix 1 and 2. 
 
Since the focus of this research is how different individuals in organizations reason, a 
contact person at each company recommended several positions that are involved 
differently in the expansion. These positions were according to the contact person the most 
relevant respondents to interview for this research. 
 

3.4. Introduction of the cases  
 
A short presentation of each company and tables with detailed information about the 
interviews will be presented below.  
 

3.4.1. The Own Store Company 
 
The first case includes the Own Store Company, which is an e-commerce company that 
offers products for baby and kids between the age of 0-12 as well as pregnancy products 
and clothes. The founders have been working with e-commerce for about 18 years and 
established the Own Store Company in 2010. The headquarter and warehouse are located 
in Sweden. The company’s products are available in Sweden, Norway, Denmark and 
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Finland. (Web page 1). The Own Store Company is planning to open up their own offline 
store during 2015.  
 

Interview time DateJob title

Logistic/Marketing/
Project Manager In person 45 min

Location

Headquarter

Type of interview

2015-03-24

Category Manager - Telephone 20 min 2015-03-30

        Figure 3. The Own Store Company interview table. 

 
As seen in figure 3, one individual is responsible for the logistic, marketing and project 
management at the Own Store Company. The CEO was first included in the interview but 
left after the introduction. The CEO believed that the Logistic/Marketing/Project Manager, 
henceforth referred to as LMP Manager, would be able to answer the questions more in 
detail. The LMP Manager is also a part of the board of directors of the Own Store 
Company and could therefore answer the questions from that perspective as well. The 
interview with the Category Manager was planned to be performed in person but had to be 
rearranged and was therefore performed over telephone.  
 

3.4.2. The External Retailers Company 
 
The second case includes the External Retailers Company. The External Retailers 
Company established 1952 in Sweden and is today an e-commerce company that offers 
mostly fashion clothing but also interior decorating, home textiles, beauty products, fitness 
products and electronics. The External Retailers Company belongs to a corporate group 
and their products are available in Sweden, Norway, Finland, Denmark, Estonia, Latvia, 
Poland, Czech Republic, Slovenia and Slovakia. (Web page 2). The External Retailers 
Company has recently started to sell their clothing segment to external offline retailers. 
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Interview timeJob title

Business Area 
Manager In person 30 min

Location

Headquarter

Type of interview

Product Manager 
Assistant

30 min

Web Art Director

Purchase Controller 30 min

Business Developer 
(External actor) 40 min

Team Leader 
Forwarding

-

In personHeadquarter

Headquarter

Headquarter

Headquarter

In person

In person

In person

E-mail

20 min

-

2015-04-01

2015-04-10

2015-04-13

2015-04-14

2015-04-14

Date

2015-04-23

        Figure 4. The External Retailers Company interview table. 

 
The interview with the Web Art Director at the External Retailers Company was 
performed by e-mail, which is presented in figure 4, because of the difficulty to book a 
meeting, this interview was therefore more of a complement to include the respondent's 
point of view.  
 

3.4.3. Research ethics 
 
Both companies’ names are anonymous in this research and they are therefore called the 
Own Store Company and the External Retailers Company. The reason for this is because 
the individuals within the companies felt more comfortable sharing information this way. 
The various respondents interviewed in each company also remain anonymous, only their 
job titles are presented. Before the interviews a clarification was made about keeping 
possible business secrets out of the research. No other specific ethical aspects were needed 
to be considered in this research.  
 

3.5. Data collection  
 
Before the interviews were performed an interview protocol was conducted, more as a 
helping guide rather than strict questions. The interview protocol was a tool to help the 
interviewers cover what was needed but at the same time letting the respondent speak 
freely to create a conversation, instead of strictly answering the questions. The interview 
protocol contained the same basic questions for both companies but there were added 
questions that were modified to suit each case and position. For a detailed overview of the 
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questions, see Appendix 1 and 2. Based on the purpose of this research, the questions were 
formulated to make the respondents explain how they are reasoning when expanding the e-
commerce company into offline retail. The questions emerged from theories within market 
strategy, business expansion and returns management. 
 
To get a clear view and an understanding of the profitability and size of each company, 
financial data were collected at Bolagsinfo (2015). However, there is a problem when 
defining the size of these companies because the numbers appeared to be misleading. The 
External Retailers Company is a part of a corporate group where different departments are 
working with all companies in the corporate group. The Own Store Company is not part of 
a corporate group and the departments are therefore solely working within the same 
company. This is the reason why the information is not presented in this research.  
 
All of the interviews began by letting the respondent talk about themselves and what their 
working assignments are. Different job titles might include different working assignments 
and it is therefor sometimes difficult to understand the meaning of the job title. This 
information was useful to make sure that all of the positions were represented in each 
company.  
 
Eight interviews were conducted, two in the Own Store Company and six in the External 
Retailers Company. All interviews were recorded and transcribed to easily be accessed at a 
later time. The transcriptions include the most important information from the interviews. 
Facial expressions, emotions such as laughter, disturbing factors during the interviews and 
information that not at all concerned the research are not included in the transcriptions. The 
respondent had the opportunity to read through the result from the interview and correct if 
there were any wrong information or if the respondent wanted to add something. 
 

3.6. Data analysis 
 
A thematic analysis is a qualitative data analysis that is commonly used within qualitative 
research methods and identifies different themes from the collected data (Bryman 2012). 
According to Ryan and Bernard (2003), these can be used to recognize when a topic is 
discussed by several respondents but in different ways. The thematic analysis suited this 
research because of the themes that already have emerged from the theoretical framework, 
these created the Expansion Theme Model that was used to analyze the collected data. The 
Expansion Theme Model will lay the foundation of how the findings will be presented and 
analyzed.   
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3.7. Research quality 
 
To ensure trustworthiness in this research it is important to always be critical of the sources 
where the information is collected, therefore several sources are used to strengthen the 
statements. Trustworthiness can also be demonstrated through reliability and validity in 
order to increase the research quality (Roberts & Priest 2006). How these two factors are 
integrated when the case study was developed is described below.  
 

3.7.1. Reliability  
 
Reliability in qualitative research is referred to consistency and means that other 
researchers can perform the same research and draws the same conclusions (Ihantola & 
Kihn 2011; Yin 2007). Long and Johnson (2002) defines reliability as “the degree of 
consistency or dependability with which an instrument measures the attribute it is designed 
to measure”. By thorough documentation it is possible for other researchers to follow how 
the research was performed and how the result was reached (Lillis 2006; Yin 2007). In 
order to increase the reliability in this research all of the interviews were thoroughly 
documented to ensure that other researchers could repeat the research and generate similar 
conclusions.   
 

3.7.2. Validity 
 
Internal validity in qualitative research is according to Ryan, Scapens and Theobald (2002) 
called contextual validity and means that the researcher should ask themselves “did we 
indeed capture the phenomenon or attribute that we intended to?”. It also concerns whether 
the findings are interpreted in a correct way and if other factors that can affect the research 
have been acknowledged (Hernon & Schwartz 2009). The internal validity and how the 
findings will be interpreted will be discussed throughout the research. 
 
External validity refers to which extent the findings within a research can be applied to a 
wider context and generalized to a broader population (Hernon & Schwartz 2009; Ihantola 
& Kihn 2011; Ying 2007). One problem with case study research is the lack of 
representativeness since it only includes a limited number of cases, which means that the 
external validity of the study might be weak (Gerring 2007). The findings in this research 
will therefore not be applicable to a wider context and will only represent the two cases 
that are presented. However, it is possible for companies interested in the same type of 
expansion to use parts of this research and apply to their business. 
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3.7.3. Research complications  
 
All interviews were performed in Swedish because the respondents were more comfortable 
with this language and this will therefore generate information with a higher quality. 
However, there can be a possibility that the answers have been misinterpreted because of 
the translation from Swedish to English, which might affect the result. 
 
The companies were chosen because of their different expansion strategies when 
transitioning towards offline retail. If two more similar companies were chosen perhaps the 
outcome of the research would be different. The chosen respondents were recommended 
by a contact person at each company. Other respondents and departments could generate a 
different result. For this research, the chosen companies and the individuals that were 
interviewed were relevant to answer the purpose. 
 
The challenge with choosing a company where one individual is responsible for several 
positions is that it only gives one perspective of the situation. In this case there would have 
been preferable to have more respondents to generate different opinions. When only one 
perspective of the situation is presented it might be missing out of different inputs within 
the organization. However, this individual is the only one responsible for the different 
positions within the company and was therefore the most relevant to interview. The 
respondent did answer the questions with relevant information.  
 
During the interviews there is always a possibility that the respondents may answer the 
questions in different ways. The respondents can for example answer the question in a way 
that sounds good, what they think the interviewers wants to hear, what the company prefer 
or what they actually think and believe is the answer. It is always difficult to evaluate 
whether the answers are trustworthy or not.  
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4. Findings 
 
This section will present the findings from the collected data. First an introduction of each 
case will be presented. Then the model that emerged from the theoretical framework will 
be used to divide the collected data into four themes. These themes are: organizational 
cohesiveness, competitive advantage, business expansion and problem solution. The 
different themes will be summarized in tables after each case. There will also be a section 
where the respondents discuss the future within retail, this section is not a part of the 
Expansion Theme Model but it creates an interesting discussion about the subject. The 
respondents’ view of the future within retail may affect their opinions when it comes to the 
different themes within the Expansion Theme Model and therefore it is worth mentioning. 
 

4.1. The Own Store Company 
 
Below, findings from the first case that includes the Own Store Company will be 
presented. The company is right now in a phase of planning to open their own offline retail 
store during 2015. An introduction of how the different individuals within the organization 
are reasoning about this expansion will be further explained. 
 
The LMP Manager, who is a part of the company’s board of directors and involved in the 
development towards offline retail, explains that the main reasons for opening an offline 
store are because the customers want to touch and try the products. The customers also 
want to be able to speak to a salesperson if they need any help or have questions. The 
company has seen a lot of comments on social media that their customers are asking for an 
offline retail store. The LMP Manager further explains that the company right now is in a 
crossroad of how the offline retail store should be developed. According to the LMP 
Manager there are two ways of launching the offline store, the company can either chose 
the easy path and open the store right now just to get it started or they can wait until they 
are able to invest more money in it. The Category Manager, who is responsible for the 
clothing and shoe segment, explains that the offline retail store will first of all offer the five 
best selling brands in each product category, but it all depends on how much the external 
brands are willing to cooperate.  
 
According to the LMP Manager, the offline store should be located close to the 
headquarter, this is because the logistics could be more easily handled. The company is 
now discussing the best location to attract customers, if they chose to open the store in the 
city center there will be a higher customer flow but the price will be more expensive per 
square meter. If they on the other hand chose a location a bit outside the city center, the 
price is less expensive but it can be more inconvenient for the customer to visit the offline 
store. The LMP Manager further mentions that their products might be better suited for an 
offline store a bit outside the city center since some products are difficult to carry and in 
this case a car is needed. 
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The LMP Manager explains that the online store and the offline store should be close 
connected. One idea is that the two selling channels should look identical, one alternative 
is to have the same categories in the offline store as the company have in the online store to 
create a cohesive impression of the brand. According to the Category Manager, the ideal 
scenario would be to always keep the same prices wherever the customers decide to shop. 
It is easy to disappoint the customers if they see one price online and then go to the offline 
store to purchase and discover another price. The most optimal way of controlling the 
prices in both selling channels would therefore be to have digital price tags in the offline 
store that are connected to the online store. This will make it possible to keep the same 
prices wherever the customers decides to shop.  
 

4.1.1. Organizational cohesiveness 
 
All of the departments in the company will be affected by the expansion towards offline 
retail according to the LMP Manager. The warehouse will be affected when it comes to the 
logistics of the products, the marketing department when it comes to the display and how 
the customers will perceive the offline store. The finance department is responsible for 
what kind of method of payment to use in the offline retail store and the purchasing 
department will be affected when it comes to how the products are selling. The Category 
Manager mentions that the only difference at the purchasing department will be to 
purchase larger quantities. All buying activities will be handled by a category manager at 
the headquarter in the beginning of the development but in the future it is possible that the 
store manager will direct orders from the warehouse. The LMP Manager explains that if 
not all of the departments would be affected by the transition towards offline retail, the 
board of directors would not be discussing it.   
 

4.1.2. Competitive advantage 
 
The LMP Manager mentions that their customers have been visiting competitors’ offline 
stores to touch and try the products before they make the purchase in the online store. The 
customers have contacted the company wondering why they are not offered the option to 
shop in an offline retail store. The company does not want their customers to feel that they 
have to go somewhere else for that experience and therefore want to expand into offline 
retail to be able to compete with these other actors on the market.  
 
According to the LMP Manager, the social part of having an offline retail store is 
important. The customers want to visit offline retail stores together with friends or family 
as well as talking to the salespersons, not only if they have questions about the products 
but also as a social aspect of shopping. In the offline retail store, the idea is that the 
salespersons will be experts within their field and by the personal interaction the customers 
can feel more comfortable with their choice of products. By using technical 
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implementations in the offline store the salespersons can improve the customer experience 
even more.  
 

4.1.3. Business expansion 
 
In the model that emerged from the theoretical framework, business expansion is explained 
by three different aspects. The collected data that covers business expansion is therefore 
divided into these aspects below.  
 
Reaching a new customer group 
According to the LMP Manager the company is developing towards offline retail in order 
to reach a new customer group, reach new markets and grow as a company. The LMP 
Manager further explains that the company does not want the offline store and the online 
store to compete for the same customers because the two selling channels share the same 
profit. The company rather wants to reach new customers by implementing the offline 
store and make it more convenient for the customers to shop.    
 
Enhance the brand image 
The Category Manager believes that the purpose with the offline retail store is to spread 
knowledge about the brand. The Category Manager further mentions that the offline store 
will be a window of display for the company, which is not possible to have online in the 
same way. According to the LMP Manager an offline retail store would be a marketing 
channel for the company, this will make it possible to display products differently since 
some products might not sell online and are more suited for an offline environment. 
However, if the offline store is not well implemented it can affect their brand negatively. 
 
Enhance the company’s profit 
The LMP Manager mentions that they discussed whether their customers would consume 
more if they were offered an offline retail store. The Category Manager believes that the 
sales within clothing and shoes will increase because of the option to shop offline. When 
the customers can touch and try the products and there is no shipping fee included it may 
result in increased sales. The Category Manager further explains that the company wants 
the offline store to generate a revenue, but if the online store is successful it is easier to 
develop the offline store without the pressure of generating a high profit. 
 
According to the LMP Manager a “just in time” supply will be the most effective logistic 
solution for the offline retail store. This means that there is no supply stock in the offline 
store and when a customer purchase a product, the offline store will get a new one from the 
warehouse to replace it with. By making the logistic more effective the profit will increase, 
this can lead to the ability to develop more offline retail stores and create new and more 
job opportunities. 
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4.1.4. Problem solution 
 
The LMP Manager does not see the company’s returns management as a problem, rather as 
an opportunity. When expanding into offline retail the company gives the customers an 
option of returning their products in the offline retail store, which might be more 
convenient for them. According to the Category Manager the customers might return less 
products as a result of the offline store.  
 
The LMP Manager and the Category Manager mention that some suppliers protect offline 
retailers and are therefore not selling to companies with solely an online store. These 
suppliers are representing brands that are important for the company in order to give their 
customers what they want. The Category Manager further explains that the planned offline 
retail store will make it possible to sell these kind of external brands.  
 
According to the Category Manager, one challenge with opening an offline store can be to 
calculate what quantities to purchase for the new selling channel since there is no statistics 
of previous purchases within this area. However, the opportunity with opening an offline 
store is that the company can negotiate with suppliers to get better deals and prices because 
of the larger quantities they need to purchase. 
 
How the two selling channels will be connected is also something that the LMP Manager 
discuss, for example if a product is sold out offline, they could display that the product is 
available online. The offline retail store can also be used as a selling channel where 
products that are difficult to sell online can be displayed in a better way, and therefore be 
more appealing for the customers. 
 

4.1.5. Future within retail 
 
In the future the LMP Manager believes that there will be a mix of offline and online 
retailing and that the two selling channels will be more integrated. Implementing technical 
solutions in the offline store that connects the two channels can make it more convenient 
for the customers and the salespersons. The technical solutions however will not replace 
the salespersons, it will only make their job easier. According to the Category Manager, e-
commerce going offline is a trend right now and this is the next step in the retail 
development. Customers are expecting that there is an offline retail store available as a 
complement to the online retail store.  
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4.1.6. Model summary of the Own Store Company 

All   of   the   departments   will   be   affected   by   the   expansion  

Problem  solution

Business  expansion

 
Figure 5. Model summary of the Own Store Company. 

 

4.2. The External Retailers Company 
 
Below, findings from the second case that includes the External Retailers Company will be 
presented. The company has recently started to sell their clothing segment to external 
offline retailers. How the different individuals within the organization reasons about the 
expansion will be explained further. 
 
The Business Area Manager, who has an overall responsibility of the departments, explains 
that their idea is to sell products in-season to external offline retailers. The company will 
make it possible for external offline retailers to purchase products six to eight days in 
advance instead of six to eight months as they usually do. The challenge for the company 
is to convey to the offline retailers why this new way of purchasing is better than the 
already existing. Once the products have been sold to the external offline retailers, they are 
responsible for how the products will be displayed and perceived by the customers. 
According to the Business Area Manager, the idea of selling to offline retailers came from 
a strategic perspective, rather than experiencing any customers asking for it. The Business 
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Developer, who is an external actor and responsible for developing the new business area, 
explains that the customers can now both visit the external offline retailers to touch and try 
the products and find the same products online.  
 
According to the Business Developer there are several factors that affects the decision of 
moving towards offline retailing and explains that for a e-commerce company to be 
successful today the company needs to offer a broad range of products. The Business 
Developer continues to explain that to be able to negotiate the price when producing they 
need to increase the purchasing volumes. Therefore the company needed a channel where 
these extra quantities of products could be distributed, and the idea of selling to offline 
retailers was therefore one option. 
 
The Purchase Controller, who is responsible for the purchasing budgets, explains that when 
the company purchases products from suppliers they now because of the expansion need to 
purchase quantities both for the online store and for the external offline retailers. Both 
purchases for the online store and the offline retailers are placed on the same order but in 
two different size curves, since the online store is selling more of the larger sizes compared 
to the offline retailers. According to the Business Area Manager, this expansion is 
something new for the company, the challenge with this is to know what quantities they 
need to purchase in order to find the balance between buying too much or not enough. 
 

4.2.1. Organizational cohesiveness 
 
According to the Business Area Manager, the different departments will be affected 
because of the expansion towards offline retailing. The purchasing department and the 
design department have already been affected since the assortment has already started to 
sell in the external offline retail stores. The Web Art Director, who is handling marketing 
activities, explains that the marketing department will not be affected as much as the other 
departments by the transition towards offline retail. The main difference is that they will be 
able to use the existing material in the two different selling channels. The Business Area 
Manager further mentions that the logistic will be affected since there is a challenge to 
manage the new systems and processes within the expansion towards offline retail. The 
Business Developer explains that the whole organization will because of the expansion get 
a better understanding of the customers since the selling process will now be closer 
connected between the company and the customers.  
 
According to the Product Manager Assistant, who is handling purchases of shirts, heavy 
knitwear, skirts and accessories, the purchasing orders will be different from before since 
the products have in advance been sold to the offline retailers by a salesman. The Purchase 
Controller is, because of the expansion, responsible for the contact with the salesman. They 
now need to have daily contact to discuss what quantities that can be sold to keep a balance 
between the two selling channels. The Business Developer explains that there will also be 
a daily contact between the company and the external offline retailers.  
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4.2.2. Competitive advantage 
 
According to the Product Manager Assistant, the in-season offer to offline retailers is 
something unique, where the delivery time can be shortened from six months to two days. 
The Purchase Controller also argues that the in-season offer, where the offline retailers can 
replenish products from the warehouse whenever they want, is something positive for the 
external retailers.   
 
According to the Business Area Manager and the Business Developer, the company will 
work closely with the external offline retailers and offer the customer a system called 
“click and collect”. This means that the customer can pick up the order in the offline store 
as well as returning the order directly in the offline store. The customer can also try the 
ordered garment in the offline store and decide whether he or she want to keep it or not. 
The Business Developer further discuss that “click and collect” can be an advantage for the 
offline retailers since it can result in customers purchasing other products in the offline 
store as well. This may generate a successful collaboration between the two parties.  
 

4.2.3. Business Expansion 
 
In the model that emerged from the theoretical framework, business expansion is explained 
by three different aspects. The collected data that covers business expansion is therefore 
divided into these aspects below.  
 
Reaching a new customer group 
The Team Leader Forwarding, who is responsible for import and toll, explains that one 
important aspect with the expansion is to reach a larger customer group. According to the 
Business Area Manager, the Product Manager Assistant, the Web Art Director and the 
Purchasing Controller the company may reach new customers because of the expansion 
towards offline retailing. The Business Developer believes that it is difficult for e-
commerce companies to market the brands online, by using a window of display in an 
offline retail store the customers can be reached more easily.  
 
Enhance the brand image 
The Business Developer explains that the expansion should not affect the company in a 
negative way, it should instead be one new way of marketing the company. The Product 
Manager Assistant and the Purchase Controller mention that the expansion is focused on 
the marketing perspective, the company wants to promote the brand to increase the 
customer awareness. The Business Area Manager further explains that there are great 
possibilities that may come from the development towards offline retail, such as creating a 
good marketing channel for their own brands. The Team Leader Forwarding believes that 
it is a great marketing tool to be seen in the city center where the customers physically 
exist. The expansion creates according to the Product Manager Assistant a great 
opportunity to build the brand name rather than creating a profitable selling channel. 
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Enhance the company's profit 
The Business Developer argues that the company both wants to keep their existing market 
shares but at the same time reach new ones. In the clothing industry it is easy for the 
customers to suddenly choose another brand, therefore the company always needs to 
perform the best they can. The company also needs to constantly reach for new goals, they 
can not be satisfied with the current situation. According to the Business Area Manager, 
they have a well known brand that makes it possible to develop a new and profitable 
selling channel.  
 

4.2.4. Problem solution 
 
One possible advantage with the expansion towards offline retailing is according to the 
Team Leader Forwarding and the Business Developer that the return rates will decrease. 
The Team Leader Forwarding further explains that offline retail stores do generally not 
generate as many returned products as online retail stores, this is therefore something the 
company hope to experience. 
 
According to the Purchase Controller and the Business Developer, a positive aspect with 
this expansion is that the online store and the offline retailers can work together and help 
each other. One scenario is that if the online store has a product that is not selling, that 
product might be better suited for offline retailing where it can be displayed in a more 
appealing way.  
 
The Purchase Controller explains that they are a quite small company and therefore needs 
to purchase minimum quantities that the suppliers decide. The company often wants to 
purchase smaller quantities but have no choice since the suppliers decide the minimum 
range. The Purchase Controller and the Business Area Manager further discuss that the 
expansion towards offline retail, which results in a collaboration with more parties, will 
make it easier to reach the quantities that the suppliers require. This will also give the 
company more power when negotiating purchasing prices. 
 

4.2.5. Future within retail 
 
The Business Area Manager believes that online retailing and offline retailing will become 
more integrated in the future. One way is to open offline stores, another way is to sell 
products to offline retailers. Either way, the lines will be blurred in the future. The Product 
Manager Assistant argues that all actors on the market want to be everywhere, the 
competition is tough and everybody want to be seen in the world of retail. The Team 
Leader Forwarding hopes that this transition towards offline retailing is something that will 
continue to develop in the future since customers still enjoys to shop in offline retail stores, 
even if it sometimes is more convenient to shop online. The Purchase Controller mentions 
that the only way to survive in the retail business, because of the tough competition, is to 
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have both online and offline selling channels. The Business Developer believes that e-
commerce companies’ expanding into offline retail is the new trend that is developing right 
now and that there will be more of this in the future.   
 

4.2.6. Model summary of the External Retailers Company 

Organizational  cohesiveness
All   of   the   departments   will   be   affected   by   the   expansion  

Competitive  advantage

 
 Figure 6. Model summary of the External Retailers Company. 



 

 

30 

5. Analysis & discussion  
 
In the analysis and the discussion the findings and the theoretical framework will be set 
against each other to find out whether the same factors are presented in both chapters. The 
themes from the Expansion Theme Model are used in the analysis and discussion to create 
a cohesive presentation of the material. All of the themes will be analyzed and discussed 
individually. There will also be a section where the future within retail will be analyzed 
and discussed. The respondents’ view of the future within retail might affect their opinions 
when it comes to the different themes within the model and is therefore worth mentioning.  
 
The purpose of this research is to understand why Swedish online fashion retailers expand 
through an offline strategy. In the theoretical framework market strategy, different aspects 
of why a company decides to expand their business and the main problems in e-commerce 
are explained. The findings present the respondents opinions and how they are reasoning 
about the expansion. Below an analysis and discussion of the two chapters will be 
presented.  
 

5.1. Organizational cohesiveness  
 
According to Mintzberg and Quinn (1998) and Roos et al. (2004), all levels in an 
organization are affected when new and existing strategies are managed. All respondents in 
the two cases agree that all of the departments will be affected because of the expansion 
towards offline retail. The respondents mostly discussed how the expansion would affect 
their specific department. However, this indicates indirectly that all of the departments will 
be affected. The LMP Manager at the Own Store Company, who is involved in several 
departments at the company, has the possibility to see a broader picture of the expansion 
whereas the other respondent in the same company focused more on a specific department. 
The Business Area Manager, who has the overall responsibility for the departments at the 
External Retailers Company, discuss the more general perspective of how the departments 
will be affected. The Business Area Manager has depending on the position an overall 
insight in the different departments and has because of that the possibility to see a broader 
picture of the expansion towards offline retail. The other respondents in the same company 
do not have the same possibility to have an insight in the different departments but they all 
agree that their department is affected in some way. 
 
McKeown (2012) argues that all individuals in an organization need to support the idea to 
make the strategy successful and everybody needs to have the same knowledge about the 
strategy process to be able to strive towards the same goals. The different positions within 
the Own Store Company are all supportive of the idea, have knowledge about the 
expansion and work closely together striving towards the same goals. This might be the 
consequence of having only two respondents in that case and therefore fewer opinions that 
could be compared. On the other hand, the company can also be aware of the positive 
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outcome of having the departments working closely together. There were a larger number 
of respondents within the External Retailers Company, which resulted in more opinions 
and arguments. Perhaps the number of respondents, and the external actors involved, may 
result in diversified opinions. However, all of the respondents at the company support the 
expansion into offline retailing and are working together towards the same goals.  
 
It is interesting to see how the different positions in the organization are reasoning about 
the expansion and if there were different opinions depending on the job title of the 
respondent. It was clear that depending on the respondent's job title, answers were 
characterized from that point of view. For example the Business Area Manager at the 
External Retailers Company is more focused on profit and economical aspects than other 
respondents in the same case. Because of the respondent’s position, the answers were 
influenced. 
 

5.2. Competitive advantage 
 
According to Walters and Hanrahan (2000), there are three generic strategies to consider 
for achieving competitive advantage, these are called: cost-leadership, differentiation and 
focus. McKeown (2012) and Walters and Hanrahan (2000) explains differentiation as 
when a company is using a strategy to create products that are different from the 
competitors or finding a unique market where they can offer completely new products and 
where there is no competition. The Own Store Company wants to offer their customer the 
option to purchase products offline to compete with other actors on the market. The offline 
store makes it possible to fulfill the customer demand to touch and try the products. To 
differentiate themselves from competitors the company has chosen to locate the offline 
store where there is no competitors that have expanded towards offline retail. Another 
competitive advantage for the Own Store Company is that the salespersons in the offline 
store will be experts in their field. By using technical implementations in the offline store, 
the customer experience can be improved and the shopping experience can become more 
convenient for the customers. This could generate a well established customer relationship 
that can be beneficial for the future.  
 
To differentiate themselves, the External Retailers Company offers external offline 
retailers a unique opportunity to purchase their products in-season. There is a tough 
competition on the market and to offer something unique is an important factor. The 
Purchase Controller mentions that they do not know any competitor's that are giving the 
same possibility to purchase products in-season, where the delivery time can be shortened 
from six months to two days. The “click and collect” offer makes it more convenient for 
the customers that have purchased products online to pick up the package at the external 
offline retailers. This is one way to differentiate themselves from competitors that do not 
have the same option for customers. One other possible outcome with this offer is that it 
might generate that customers that visit the offline store could purchase more products than 
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they already have ordered online. This could be beneficial for the relationship between the 
External Retailers Company and the external offline retailers.  
 
By analyzing the findings it is possible to see that differentiation is an important factor for 
both cases in this research. It is crucial for companies to offer something unique that is 
different from competitors to reach new customers as well as keeping the existing ones in 
today's crowded market. As the Business Developer at the External Retailers Company 
mentions in the findings, it is easy for the customers to suddenly choose another brand, 
therefore the company always aims to perform the best they can. The company needs to 
constantly reach for new goals, they can not be satisfied with the current situation.  
 

5.3. Business expansion 
 
Espínola-Arredondo, Gal-Or & Muñoz-García (2011) argues that a strategy for business 
expansion is often developed to enhance the company’s profit through reducing costs, 
developing new technologies, expanding by employing more individuals or by targeting a 
new customer group. The main goal for the Own Store Company is not to enhance the 
company’s profit but instead reaching a new customer group, reaching new markets and 
creating more job opportunities. However, to be able to reach these goals the company 
needs to generate a profit. The External Retailers Company is more focusing on developing 
a profitable selling channel and through this new selling channel a larger customer group 
can be reached. It is possible to identify that one company does not have profit as their 
main goal while the other company does. One reason for this might be the age of the two 
companies, the Own Store Company is a younger company, and because of that they may 
not focus on profit and instead trying to build customer relationships that in the long run 
can generate a profit. The External Retailers Company is a more mature company that 
already has a well known brand and a well established customer base, these factors can 
therefore help the company to develop a new profitable selling channel. 
 
Pomodoro (2013) believes that a business expansion can be used to enhance the brand 
image and to increase brand awareness among consumers. By the expansion towards 
offline retail the Own Store Company wants to spread knowledge about the brand, use the 
offline store as a marketing channel and as a window of display. The External Retailers 
Company is also using the external offline retailers as a marketing tool and window of 
display to promote the brand and increase the brand awareness among consumers.  
 
It is possible to understand how important it is in today’s crowded market to have several 
selling channels where the customers can be reached to satisfy the customer demand. One 
example from the findings is the customers that have contacted the Own Store Company 
by social media wondering why there is no offline retail store available. The External 
Retailers Company has a more mature target customer who may not be as active on social 
media as younger customers and do not have the same knowledge about other e-commerce 
companies going offline. In this case the expansion is therefore not developed due to the 
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customers asking for it. However, because of the expansion towards offline retail it is 
possible for both companies to reach a larger customer group, promote the brand image, 
increase the customer awareness and ultimately enhance the company’s profit.   
 

5.4. Problem solution  
 
According to Hjort, Lantz, Ericsson & Gattorna (2013), returns management is one of the 
main problems online retailers are struggling with. E-commerce companies are facing a 
challenge with customers who want to return purchased products, one such product type is 
apparel, which is the product category with the highest return rate (E-barometern 2013; 
Mollenkopf, Frankel & Russo 2011). Petersen and Kumar (2010) argue that the returned 
products are a substantial inconvenience for companies and can decrease the profit. In both 
cases, not one of the respondents discussed returns management as being a problem for the 
company, rather as something all e-commerce companies have to deal with. However, both 
companies agree that the expansion towards offline retailing might result in decreased 
return rates. The LMP Manager at the Own Store Company and the Business Developer at 
the External Retailers Company believes that offline retailing will make it more convenient 
for the customers by giving them the opportunity to return products directly in the store. 
The Team Leader Forwarding at the External Retailers Company explains that offline retail 
stores do generally not generate as many returned products as online retail stores, this is 
therefore something the company hope to experience with the expansion.  
 
Comparing what researchers have been stated and how the companies are reasoning about 
returns management clearly shows that their opinions differs. The reason for this might be, 
in this research, that the respondents do not want to publicly discuss these kind of 
problems. Another reason could be that the customers of both companies do not feel the 
need to return products. It can also be that the companies do not see returned products as a 
problem, rather as something that always will exist in this industry. 
 
From the findings, it is possible to identify several problems that not include returns 
management, these other problems seem to be arguments for expanding into offline retail. 
The Own Store Company explains that the offline store will make it possible to sell 
external brands that are protecting offline retailers. The only way the company can sell 
these external brands is if they have an own offline retail store. Both cases see the larger 
quantities of products that need to be purchased as an opportunity to negotiate better deals 
and prices with suppliers. The External Retailers Company has experienced the problem of 
not reaching the suppliers minimum quantities. By this expansion, which includes more 
parties, it will be possible to reach the required quantities.  
 
Another problem that can be solved with offline retailing is to display products that are not 
selling in the online retail store. In the findings, it was discussed in both cases that some 
products are better suited for an offline environment. In the online store, the pictures are a 
critical factor since these are supposed to sell the products. To appreciate the quality, 
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functions, colors and fit some products need to be experienced by the customers in an 
offline store. However, these products are sometimes necessary to have online to create a 
broad assortment that is important for online retailers to meet the customer demand.  
 

5.5. Future within retail  
 
The future within retail is not a part of the Expansion Theme Model but is an interesting 
aspect to include in this research. How the different respondents discuss the subject might 
affect how they are reasoning when expanding into offline retail. It is obvious that all the 
respondents agree that the future within retail includes more integration between e-
commerce and offline retailing. During the past years, some e-commerce companies have 
expanded towards offline retail and in the future more e-commerce companies will likely 
move in the same direction. The Product Manager Assistant at the External Retailers 
Company argues that all actors on the market want to be everywhere. The competition is 
tough and everybody wants to be seen in the world of retail and therefore there is a need 
for having several selling channels.   
 
From the interviews, it is clear that it is easier for online retailers to expand offline than 
vice versa. Since an e-commerce company already have a warehouse to distribute the 
products from, it is easy to complement it with an offline store. If an offline retailer wants 
to expand into online retail, it is difficult for them to handle all the products in the store 
space. A warehouse is therefore needed which can result in an expensive investment. The 
future is always difficult to predict but it is interesting that all of the respondents had 
similar arguments about the topic.  
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6. Conclusion 
 
In the conclusion the research questions will be presented and answered by the analysis of 
the collected information. Managerial implications, theoretical implication and further 
research will also be discussed.  
 
RQ1: What reasons are there for Swedish fashion and clothing e-commerce 
companies to expand into offline retail? 
 
There are different reasons for why the companies want to expand into offline retail. Two 
reasons that were discussed in both cases were to enhance the brand image and use offline 
retailing as a marketing tool to reach a larger customer group and ultimately enhance the 
company’s profit. 
 
The theoretical framework presents returns management as the main problem e-commerce 
companies are struggling with. However, the findings present several other problems 
within each case that the companies find more challenging. The first problem is related to 
the Own Store Company and is about suppliers that protect offline retailers. These 
suppliers will solely work with companies that have their own offline retail store. The 
second problem affects the External Retailers Company and how to reach minimum 
quantities that the suppliers require. To reach these minimum quantities a new selling 
channel was needed where the products could be distributed. The third problem regards 
both companies, when purchasing larger quantities because of the expansion towards 
offline retail, the companies will achieve a better negotiation power with the suppliers. The 
fourth problem is also discussed in both cases and concerns the challenge of displaying 
products online. Some products are more suited in an offline environment because of the 
need to physically experience the product. According to both companies, expanding into 
offline retail can solve these four problems. 
 
RQ2: Do individuals at Swedish fashion and clothing e-commerce companies reason 
differently when developing a market strategy for expanding into offline retail 
depending on their position? 
 
Depending on the individual's position at the companies they reason differently about the 
expansion. The individuals discussed the expansion mostly from their department point of 
view and what the reasons are for expanding, how the specific department will be affected 
and what the purpose is with the development towards offline retail. The respondents agree 
that all of the departments will be affected due to the expansion and because of this it 
becomes an overall strategy that affects the whole organization. 
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RQ3: How do individuals at Swedish fashion and clothing e-commerce companies 
reason about the future within retail, which is predicted to become increasingly 
online based? 
 
The future within retail is an interesting aspect of this research where all of the respondents 
in both cases believe that online retail and offline retail will be more integrated. This is not 
necessarily reached only by e-commerce companies expanding into their own offline retail 
stores or selling their products to external offline retailers. The alternatives are many in the 
retail industry which can lead to new possibilities that is yet undiscovered and it is 
therefore exciting to follow this development. 
 

6.1. Managerial implications 
 
By fulfilling the purpose of this research, which is to understand why Swedish online 
fashion retailers expand through an offline strategy, it is possible for companies that are 
interested in the same type of expansion to use the presented material and find parts within 
the research that they might be able to discuss and apply to their own business. These parts 
can be taken into consideration before the expansion is developed to get new ideas and 
perspectives of how two other companies have expanded through an offline strategy. This 
research can also be useful for companies to understand if an expansion through an offline 
strategy might not suit them. 

 

6.2. Theoretical implications 
 
The global market online creates possibilities of having the world as a potential customer 
base. However, this research shows the importance of existing locally as a company where 
the customers physically are located. By having two different selling channels, companies 
can reach the customers where the actual demand exists. This is an interesting point of 
view that researchers within the field can consider when investigating e-commerce and 
topics in that research area.  
 

6.3. Further research 
 
Interesting perspectives from this research have emerged which could lead to further 
research within the subject. One option is to implement a larger number of cases to 
generate a broader knowledge. Either completely different cases or more similar cases in 
the same industry or opposite business areas. This could create an interesting discussion 
and make it possible to find similarities and differences. Another option is to examine the 
research area from the consumer perspective in order to understand how consumers are 
reasoning about e-commerce companies going offline. 
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Appendix 1 
 
Interview protocol, the Own Store Company 

 
Logistic/Marketing/Project Manager 
 
Could you start by introducing yourself and what assignments you are working with at the 
company? 
 
How do you reason about the expansion towards offline retailing and can you explain the 
company’s strategy? 
 
What is the purpose with the offline store? 
 
Do you have knowledge about any other companies that have done this type of expansion? 
 
What results are you expecting from the offline store? 
 
What possibilities or difficulties do you find with the offline store?  
 
How do you plan to open up the offline store? 
 
How will the different departments within the company be affected by the expansion? 
 
Do you think the returns management will change due to the offline store? 
 
Do you think that e-commerce companies going offline is a trend that we will see more of 
in the future? 
 
 
Category Manager 
 
Could you start by introducing yourself and what assignments you are working with at the 
company?  
 
What is the purpose for expanding offline and how do you reason about that?  
 
How do you think your department will be affected by the expansion? 
 
Do you think the customer will act differently when shopping in the offline store compared 
to the online store? 
 
What possibilities or difficulties do you find with the offline store? 
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Do you think that e-commerce companies going offline is a trend that we will see more of 
in the future? 
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Appendix 2 
 
Interview protocol, the External Retailers Company 

 
Business Area Manager 
 
Could you start by introducing yourself and what assignments you are working with at the 
company? 
 
How do you reason about the expansion towards offline retailing and can you explain the 
company’s strategy? 
 
Do you have knowledge about any other companies that have done this type of expansion? 
 
What results are you expecting from the expansion towards offline retail? 
 
What possibilities or difficulties do you find with the expansion towards offline retail? 
 
How will the expansion towards offline retailers be implemented? 
 
How will the different departments within the company be affected by the expansion? 
 
Do you think that e-commerce companies going offline is a trend that we will see more of 
in the future? 
 

Product Manager Assistant 
 
Could you start by introducing yourself and what assignments you are working with at the 
company? 
 
What is the purpose for expanding offline and how do you reason about that? 
 
What possibilities or difficulties do you find with the expansion towards offline retail? 
 
How do you think your department will be affected by the expansion? 
 
As we have understood it, the retailers are in charge of all the marketing and display when 
the garments have been sold to the offline  stores. Do you think this can affect the brand in 
some way? 
 
Do you think that e-commerce companies going offline is a trend that we will see more of 
in the future? 
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Web Art Director 
 
Do you think that the marketing activities will change due to the expansion towards offline 
retail? 
 
How do you think your department will be affected by the expansion? 
 

Purchase Controller 
 
Could you start by introducing yourself and what assignments you are working with at the 
company? 
 
What is the purpose for expanding offline and how do you reason about that? 
 
What possibilities or difficulties do you find with the expansion towards offline retail? 
 
How do you think your department will be affected by the expansion? 
 
Do you think that e-commerce companies going offline is a trend that we will see more of 
in the future? 
 

Team Leader Forwarding 
 
Could you start by introducing yourself and what assignments you are working with at the 
company? 
 
What is the purpose for expanding offline and how do you reason about that? 
 
What possibilities or difficulties do you find with the expansion towards offline retail? 
 
How will the processes within the logistics be affected because of the expansion? 
 
How do you think your department will be affected by the expansion? 
 
Do you think the returns management will change due to the expansion? 
 
Do you think that e-commerce companies going offline is a trend that we will see more of 
in the future? 
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Business Developer 
 
Could you start by introducing yourself and what assignments you are working with at the 
company? 
 
How do you reason about the expansion towards offline retailing and can you explain the 
company’s strategy? 
 
Do you have knowledge about any other companies that have done this type of expansion? 
 
What results are you expecting from the expansion towards offline retail? 
 
What possibilities or difficulties do you find with the expansion towards offline retail? 
 
How will the expansion towards offline retailers be implemented? 
 
How will the different departments within the company be affected by the expansion? 
 
Do you think that e-commerce companies going offline is a trend that we will see more of 
in the future? 
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