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Abstract

Second-hand actors play a key role in reducing textile waste by facilitating reuse. However,
they increasingly face a strategic dilemma: incoming donations exceed local demand,
creating overflow. This study examines how second-hand organizations respond to textile
overflow in light of the EU’s new mandatory textile collection law, and how their strategies
are shaped by institutional logics. Based on interviews and field observations in Gothenburg,
Sweden, the thesis analyzes how different logic constellations influence how organizations
define quality, justify export, and balance moral and operational demands. Strategies include
improving donation quality, expanding markets, and engaging with donors and policymakers.
The findings show that overflow is not merely a logistical challenge, but a deeply
institutional one, interpreted through competing values and norms. This thesis contributes to
institutional logics research by demonstrating how organizations handle material surplus
through selective adaptation, discretion, and negotiation under institutional complexity.

Key words: second-hand, overflow, strategic response, EU textile regulation, institutional
logics



Introduction

In many sectors facing urgent sustainability challenges, organizations are overwhelmed not
only by the complexity of the problems they face, but also by the sheer volume of
information, materials, and responsibilities they must process. This condition, often referred
to as overflow, creates managerial dilemmas in which choices must be made under pressure,
with limited capacity and competing priorities (Czarniawska & Lovgren, 2013). When there
is more than can be handled such as more clothes, more food production, more rules, more
expectations, organizations must decide what to act on, what to ignore, and how to justify
those decisions. These are not just logistical questions, but deeply institutional ones, shaped
by what the organization values, how it defines quality, and how it envisions its role.
Overflow is therefore not only a matter of volume, but of strategy, interpretation, and power.
The second-hand textile sector provides a compelling case of such organizational overflow, as
increasing policy demands and consumer donations collide with limited capacity for reuse.

In sectors facing urgent societal challenges, organizations with different values often
operate side by side, aiming to solve the same problem but not always with the same
approach. Institutional logics theory has been widely applied to sectors where organizations
with divergent goals must coordinate around shared challenges. Prior research has applied
this lens to healthcare (Pansera et al., 2022), smart city planning (Dolmans et al., 2023), and
car sharing (Vaskelainen & Muntzel, 2018), revealing how shared problems are managed
differently depending on actors’ underlying logic. The second-hand sector presents a
similarly complex setting. A wide range of actors including municipalities, religious charities,
social enterprises, and for-profit companies operate within the same regulatory and material
environment, all working to address the issue of textile waste. Although they share this task,
they are guided by different and sometimes conflicting logics. This makes the second-hand
market a compelling context for exploring how institutional complexity plays out in practice.

The urgency of this case is underscored by the environmental crisis posed by textile
production and waste. The global textile industry is among the most polluting, and despite
rhetoric about circularity, less than 1% of collected textiles are recycled into new garments
(Soares, Ramos & Martinho, 2024). Furthermore, the vast majority, 73%, end up in landfills
or incineration. Much of this waste is exported to countries with limited capacity for
processing, and synthetic fibres mean the environmental impact persists for decades.
Globally, over 10 million tons of textile waste are generated annually in the USA, 20 million
in China, and hundreds of thousands of tons are landfilled or incinerated in smaller countries
like Switzerland and the UK. In Europe, more than 9.5 million tonnes of textiles are
consumed annually, with garments often discarded after just 7-10 wears. Over half of fast
fashion items are thrown away within a year. Within the EU, textile waste amounts to 5.6
million tonnes annually, or around 12 kilos per person, though actual figures may be higher
due to insufficient data from municipalities (Soares, Ramos & Martinho, 2024).

Textiles also rank among the most environmentally damaging consumption categories
in the EU: third for water and land use, and fifth for greenhouse gas emissions and raw
material use (European Union A, 2025). These environmental concerns are a key driver
behind the EU’s Strategy for Sustainable and Circular Textiles, which emphasizes reduced
production, increased reuse, and stricter waste management (European Union A, 2025).



Within this framework, the second-hand sector is expected to play a central role. According
to the Waste Framework Directive (European Commission, 2008), reuse is prioritized over
recycling due to its greater environmental benefits. Preventing the production of one kilo of
textile waste reduces emissions by 15 kg CO:, compared to 8 kg for reuse and 0-3 kg for
recycling (Milos & Dalhammar, 2020; Avfall Sverige, 2015). At Alelyckan Recycling Centre
in Gothenburg, which prioritizes reuse before recycling, textiles were among the most
frequently reused materials. In 2010, the center prevented 358 tonnes of textile waste and
reduced emissions equivalent to those of 400 Swedes (Ljunggren So6derman et al., 2011;
Milos & Dalhammar, 2020). If similar models were scaled across Sweden, 80,000 tonnes of
waste could be prevented annually, comparable to the total waste generated in a
medium-sized Swedish city (Ljunggren Soderman et al., 2011).

Despite this potential, Sweden’s reuse market faces a clear supply and demand
mismatch. In 2024, the Swedish second-hand market had a turnover of 16.8 billion SEK, with
textiles as the largest category at 4.7 billion SEK (Svensk Handel, 2025). Yet Swedes donate
far more textiles - 3.8 kilos per person per year - than they purchase from the same
organizations, which is only 0.8 kilos per person annually. This level has remained
unchanged since 2008 (SOU 2020:72). As a result, the majority of collected textiles are
exported. While exports can still contribute to environmental gains regardless of reuse
location (SOU 2020:72), this is no longer seen as a viable long-term solution under the new
EU strategy (European Union A, 2025). This imbalance is set to deepen. As of January Ist,
2025, EU member states must implement separate collection of textile waste in compliance
with the Waste Framework Directive (European Union B, 2025). Producer responsibility
legislation, expected by 2027, will add further requirements (European Union B, 2025). In
Sweden, municipalities are tasked with organizing textile collection and informing citizens
about how to reduce textile waste (Naturvardsverket, 2025). Each of Sweden’s 290
municipalities must now develop its own solution, resulting in a system that is both locally
varied and institutionally complex. These new policies dramatically increase the volume of
textiles entering second-hand channels, without necessarily creating equivalent demand. This
creates both a logistical and strategic dilemma: how should second-hand actors manage the
growing surplus of unwanted textiles? Furthermore, how do their different institutional logics
shape the strategies they adopt? While we know that actors with different logics interpret
problems differently, we know less about how they manage shared material challenges under
new regulation. This study addresses that gap. This study aims to understand how
second-hand actors interpret and respond to textile overflow, and how institutional logics
shape their strategic choices. The research question is:

How do institutional logics shape second-hand organizations’ strategic responses to textile
overflow?

This thesis uses overflow not only as a material description of excessive supply, but as a
conceptual lens for examining how organizations navigate competing demands, define
quality, and justify strategic trade-offs under institutional complexity.



Theoretical Framework

Institutional Logics: Theoretical Foundation

This thesis applies the institutional logics perspective to understand how second-hand actors
make strategic decisions under conditions of excessive supply. Institutional logics are socially
constructed belief systems that provide actors with assumptions, values, and symbols that
guide action and meaning-making in organizational life (Thornton, Ocasio & Lounsbury,
2012). For example, the market logic emphasizes efficiency, competition, and customer
satisfaction, drawing legitimacy from responsiveness to demand and economic outcomes.
Organizations influenced by this logic tend to evaluate success in terms of profitability,
scalability, and alignment with consumer preferences. In contrast, religious logic is grounded
in spiritual or moral values, where legitimacy derives from serving a higher purpose, such as
charity, compassion, or stewardship. This logic prioritizes care for the vulnerable and the
intrinsic value of human dignity and material goods. Community logic centers on local
belonging, mutual support, and shared identity. It emphasizes relational ties and moral
obligations to members of a defined group, often guiding actions toward inclusion,
volunteerism, and non-monetary exchange. While these three logics are most prominent in
this study, other logics such as the state logic (focused on regulation, public accountability,
and legal compliance), corporate logic (emphasizing hierarchical control and strategic
performance), and professional logic (grounded in expertise and credentialed judgment) may
also coexist and influence organizational practice (Thornton, Ocasio & Lounsbury, 2012).
Together, these overlapping logics create a complex institutional environment in which
second-hand actors must navigate competing expectations and sources of legitimacy
(Thornton, Ocasio & Lounsbury, 2012; Thornton & Ocasio, 1999).

Hybrid Organizations and Logic Management Strategies

Organizations that operate under the influence of more than one logic face what has been
called institutional complexity, situations where multiple, and sometimes contradictory,
normative frameworks coexist within the same organizational field (Pache & Thornton,
2020). This complexity can generate internal tensions, conflicting expectations, and
ambiguity in decision-making. To remain legitimate and functional, hybrid organizations
must therefore develop strategies to manage these tensions. In order to analyze how hybrid
organizations manage conflicting demands, this thesis draws on logic management strategies
outlined by Fitzgerald and Shepherd (2018), who identify compartmentalization and
subordination as two core responses. Compartmentalization refers to the spatial or functional
separation of institutional logics, allowing distinct value systems to operate in parallel within
different parts of the organization. For example, a second-hand actor may apply religious or
community logic in donor-facing activities, while market logic governs sorting and pricing.
This separation can reduce internal tension but may also lead to fragmented decision-making
if coordination across domains is weak (Fitzgerald & Shepherd, 2018). Subordination, by
contrast, involves maintaining multiple logics while clearly prioritizing one over others. A
faith-based organization may retain religious language and values, but allow financial
sustainability concerns to dominate operational choices. Subordination can provide clarity



and focus, but may also risk marginalizing core ideals or creating a dissonance between
mission and practice (Fitzgerald & Shepherd, 2018).

In addition, Pache and Thornton (2021) describe the strategy of selective coupling,
where organizations respond to institutional complexity by strategically adopting specific
practices or elements from multiple logics, rather than fully embracing each logic in its
entirety. This allows actors to craft hybrid structures that appear legitimate to different
audiences while preserving internal coherence. For example, a second-hand organization may
implement market-based pricing to meet financial expectations, while continuing to frame its
mission in religious or community terms. Selective coupling thus provides a means of
navigating institutional pluralism without requiring full integration or alignment of logics
(Pache & Thornton, 2021). While selective coupling emphasizes strategic combination of
practices across logics, some organizations display a more integrated form of hybridity where
one logic remains dominant. Some organizations, especially faith-based ones, may instead
exhibit what has been described as assimilated hybridity (Magri et al., 2025). In these cases, a
dominant institutional logic, often religious, remains central, while tools or practices from
other logics, such as professional or market-based standards, are adopted in ways that
reinforce rather than undermine the core values. Rather than compartmentalizing or fully
integrating multiple logics, these organizations incorporate selected elements into an
overarching framework grounded in their original mission. As Magri et al. (2025) show,
faith-based organizations may continue to emphasize values such as responsibility, discipline,
and moral restoration as central guiding principles, even as they adopt professional language
and comply with external requirements. In the context of the second-hand sector, this can be
seen when religious actors incorporate tools such as quality grading, standardized sorting, or
export mechanisms, but do so in ways that reflect and reinforce their foundational
commitments to care, inclusion, and stewardship. This pattern illustrates how religious logic
can persist and shape organizational discretion and categorization, even under pressures for
standardization and managerial rationality.

Sensemaking, Quality, and Moral Discretion

To understand how actors make sense of their strategies within complex logic constellations,
the thesis draws on several conceptual tools. Martin et al. (2020) show how different
institutional logics imply different understandings of quality, rooted in their underlying goals
and forms of legitimacy. In the second-hand sector, this leads to conflicting expectations.
According to Martin et al (2020) state logic frames quality in terms of compliance with legal
and regulatory standards such as safety, hygiene, and traceability emphasizing risk reduction
and accountability. In contrast, a market logic defines quality based on consumer demand and
resale value, often prioritizing aesthetics, trends, and turnover. Professional logics, may focus
on technical standards or expert categorization systems. Religious and community logics
emphasize moral and social value, viewing items as worthy if they can be reused,
appreciated, or uphold dignity. For second-hand actors, such conflicting definitions create
tensions, as sorting and valuation are shaped not just by logistics but by competing
institutional demands. Organizations must balance regulatory compliance with their mission
to reduce waste, serve communities, or operate sustainably. This reveals how the concept of
quality is not neutral, but rather a contested terrain where different logics converge and force



organizations to prioritize, negotiate, or justify their actions within hybrid operational settings
(Martin et al., 2020; Thornton, Ocasio & Lounsbury, 2012).

Furthermore, the concepts of moral discretion and categorization help explain how
frontline staff navigate competing logics in everyday decision-making. Magri et al. (2025)
and Gautier et al. (2023) show how such staff interpret and enact institutional logics through
situated judgments. In the second-hand sector, this is evident in how employees assess, sort,
and label textiles under pressure, making decisions that reflect not just item condition, but
values tied to dignity, utility, or compliance. Categorization becomes a practical expression of
logic prioritization, where different logics guide what is considered acceptable or valuable.
These processes highlight the importance of frontline work in hybrid organizations. It is at
this level that tensions between logics are made actionable, as staff weigh efficiency,
inclusion, and regulation in material terms. Discretion thus serves as a critical mechanism for
translating institutional pluralism into concrete organizational practice. In addition, logic
familiarity (Gautier et al., 2023) highlights how individuals’ biographical exposure to
different institutional settings shapes their capacity to act under hybrid conditions. Staff with
experience in both charitable and commercial environments may move more easily between
competing expectations, while others may struggle to align actions with unfamiliar or
conflicting logics. This variation helps explain why discretion plays out differently within the
same organization or role.

Bento da Silva, Quattrone and Llewellyn (2022) introduce the concept of objectual
mystery to explain how institutional logics, especially religious, can be sustained not by
resolving ambiguity, but by preserving it. In their study of Jesuit practices, they show how
values and meanings are intentionally left undefined, creating space for reflection,
interpretation, and spiritual discernment. This notion is relevant for second-hand
organizations operating under religious or moral logics, where coherence is not always
achieved through formal rules or visible alignment, but through openness to uncertainty and
trust in a deeper purpose. What guides action is not always fully articulated but rather,
mystery becomes a condition for endurance. In this way, institutional order may be
maintained not only through what is said and done, but also through what is not said.

Finally, overflow (Czarniawska & Lofgren, 2013) describes situations in which
organizations must navigate an excess of materials, information, or expectations. It is not
only a logistical issue but a deeply institutional one, where competing logics shape how
overflow is interpreted and acted upon. In contexts like the second-hand sector, overflow
forces organizations to make trade-offs between efficiency, inclusion, and values revealing
the tensions at the heart of institutional complexity. In this thesis, overflow is treated as a
condition that brings latent logics into action, surfacing tensions and discretion in
organizational strategy.



Methodology of the study

Research Design

This study adopts a qualitative research approach with the aim of exploring how second-hand
actors strategize textile management in response to the imbalance between supply and
demand. A case study design was selected, focusing on the social and regulatory setting in
Gothenburg following the implementation of new EU legislation on textile waste. This
method allows for a deep contextual understanding of strategic responses within a specific
local environment, aligning with recommendations from Crowe et al. (2011) and Silverman
(2017). Case studies are well suited for capturing complex social phenomena, and the chosen
setting provides a meaningful platform to draw transferable insights (Priya, 2020). The data
was analysed using thematic analysis, a flexible and widely used method for identifying and
interpreting patterns within qualitative material (Clarke & Braun, 2016; Silverman, 2017;
Mabesele, 2024). This approach enabled a structured yet iterative process of moving from
raw data to theoretical insight, providing a strong foundation for theory development and the
identification of strategic themes.

Setting the Scene: Background of second-hand actors

The setting of this study includes several second-hand actors in Gothenburg, a city where
multiple organizations are already involved in textile collection and reuse. The municipality
is partnering with some of these actors, and the new legislation is expected to significantly
affect their operations. Second-hand organizations in Gothenburg play important roles in
sustainability, social inclusion, and charitable work. Many nonprofit actors reinvest surpluses
into social and environmental programs. The actors included in the study vary in origin and
mission, from Christian charities and international aid groups to environmentally driven
social enterprises. Although their strategies differ, all are committed to reuse and social value
creation. Their physical presence is equally diverse, operating from city center shops,
shopping malls, warehouses, and peripheral locations underscoring their embeddedness in
different parts of urban life.

Data collection method and procedure

Primary data was collected through a combination of semi-structured interviews and
observational fieldwork. Interviews were chosen for their effectiveness in generating insight
into how second-hand actors understand and navigate decisions and institutional changes
(Silverman, 2017; Kvale, 2006). Interviews were conducted with representatives from eight
different second-hand organizations and one municipal project manager. The selection of
interviewees was purposive, covering a range of roles including project managers,
procurement leads, area and strategy managers, communication specialists, and store
attendants. The majority held strategic or managerial positions. All interviews were
semi-structured, allowing for flexibility based on the respondent’s expertise and the emerging
direction of each conversation. With one exception, questions were not sent in advance.
Interviews were recorded and transcribed with consent, and follow-up interviews were
conducted where needed to deepen understanding (see Table 1 for overview).



Interviews

Company Position No of
Interviews
Kollekt Procurement Manager, Site Manager 3
Rattvis Strategy Manager 1
Tro&Textil Area Manager 2
S:t Fynd Communication and Regional Manager 2
Gudagava second-hand Business Developer 1
ReProfit Store Attendant 1
Jamlik Business Development and Sustainability Manager 1
Municipality Project Manager 1
Table. 01

To complement the interviews, approximately 15 hours of ethnographic observation were
conducted across ten different second-hand stores and one textile sorting facility in
Gothenburg. Observations took place at different times of day and week, capturing variation
in customer behavior, staff routines, and store atmospheres. Locations ranged from centrally
located, curated boutiques to large-scale outlet warehouses in industrial areas, some primarily
accessible by car. These spatial differences revealed how the second-hand sector is embedded
across diverse urban, social, and infrastructural settings, with implications for how overflow
is experienced and managed. Informal conversations with staff and customers provided
additional insight into how organizations engage donors, respond to perceived quality
differences, and navigate public expectations.

In one extended site visit to a sorting facility, we were guided through the full
handling process of textiles from intake to store-ready. The sheer volume of incoming
material made the condition of overflow materially visible and overwhelming. The reality of
excess truly became tangible. Textiles arrived in tons, moved through multi-step sorting
routines, and filled vast sections of the warehouse awaiting redistribution or export. Seeing
this flow first-hand clarified the scale of the dilemma faced by organizations. Not only is it
challenging how to sort or sell, but how to continuously cope and justify decisions about what
to keep, discard, or send elsewhere. This concrete experience sharpened our understanding of
how organizations act under pressure, and how strategic choices such as prioritizing certain
collection channels or partnering for export are shaped by both material limits and
institutional logics. The observations not only provided a material counterpoint to the
interview narratives, but also helped us trace how certain organizational values were enacted
in practice such as inclusion, efficiency, or dignity and how these values influenced




day-to-day decisions under conditions of persistent excess. Fieldnotes were coded alongside
interview transcripts and contributed directly to theme development (Silverman, 2017).
Together, interviews and observations enabled us to explore how overflow is interpreted and
responded to, not only as a technical issue but as a strategic and institutional one.

Data analysis

In line with Silverman (2017), we applied thematic analysis using an inductive approach to
identify patterns and theoretical categories grounded in the empirical material. The initial
round of coding of the first few interviews was conducted line-by-line in NVivo and
produced a wide range of themes, around three hundred as a starting point that emerged into
several steps of developing themes. Emerging themes included: (i) Organizational focus, (ii)
Implementation issues, (iii) Stakeholder relationships, (iv) Public awareness, and (v)
Municipality coordination. Based on iterative coding, four core strategic themes were
developed to structure the analysis: (i) Strategies to improve quality, (ii) Strategies for export
and passing on textiles, (ii1) Finding new markets, and (iv) Public awareness. These themes
reflect how second-hand actors respond to the challenges posed by textile surplus. While the
state of supply and demand was not treated as a separate theme, it functions as a central
contextual condition and is introduced at the beginning of the empirical chapter to frame the
strategic responses that follow.

Ethical reflections

Ethical considerations were integral throughout the research. Many of the participating
organizations operate in the same field and occasionally compete for resources. While
respondents expressed openness and collegiality, we made it a point never to share
information about other organizations’ strategies or views. All participants gave informed
consent to be recorded, and confidentiality was maintained. Names and organizational
affiliations were anonymized, and pseudonyms were used in the analysis and presentation of
results. Al tools (ChatGPT by OpenAl) were used as support during the later stages of the
writing process, particularly in the development of the analysis and conclusion. The tool was
used to test and clarify connections between theory and empirical material, structure longer
sections of text, and refine formulations to make arguments clearer and more concise. It
functioned as an academic sounding board to help maintain focus on the research question
and keep a coherent line of reasoning. All empirical material and original formulations are
the authors’ own. Al was not used to generate content, but to shorten, restructure, and
improve existing text. Suggestions from the Al were critically reviewed and used only when
they supported the authors’ own interpretations. The use of AI has been conducted
transparently and responsibly, in accordance with academic standards of research integrity.

Limitations

Although initial interest in the project was high, many organizations experienced time
constraints during the spring of 2025. As a result, fewer interviews were completed than
originally planned. However, these were supplemented with extensive observations.
Terminology presented additional challenges. Terms such as recycling, reuse, and waste are
inconsistently used by authorities, organizations, and individuals, often carrying different
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meanings in English and Swedish. Interviewees themselves pointed out this ambiguity. We
have interpreted these terms contextually throughout the thesis. Most second-hand actors in
this study emphasized reuse as the most relevant strategy, given the lack of large-scale textile
recycling infrastructure in Sweden. While innovation in fibre recycling exists, it is not yet a
viable solution for all collected textiles. Reuse, in contrast, is seen as both environmentally
preferable and practically feasible. Another limitation relates to data comparability. Most
organizations measure textiles in tons but differ in how they define, collect, and report these
volumes. Despite contacting Statistics Sweden (SCB), we found no detailed national or
regional data on second-hand textile flows. This limits the precision of comparative
quantifications.

Empirical section

This chapter presents the empirical findings of the study. The material is structured to first
introduce the types of second-hand actors represented in the study, grouped according to their
organizational background: nonprofit organizations with religious roots, nonprofit
organizations with a social focus, and for-profit businesses. These categories reflect distinct
institutional logics that inform how actors interpret and respond to the imbalance between
supply and demand in the second-hand textile market. Following the organizational overview,
the chapter moves to a presentation of how actors experience this imbalance. The final and
main section outlines the strategies used by actors to manage the overflow of textiles. These
strategies are grouped into four thematic categories: improving quality, passing on textiles
through export, finding new markets, and raising public awareness.

Second-hand actors in Gothenburg represented in the study

The study includes a range of second-hand actors in Gothenburg with diverse organizational
models and histories. By including organizations with different missions, business models,
and geographical reach ranging from local grassroots operations to international NGOs, the
study captures a variety of perspectives on how to manage textile overflow. What unites all
the actors is their reliance on a functional relationship between textile supply and demand.
While their approaches differ, they share a common ambition to contribute to sustainability in
both social and environmental terms. To support the thematic analysis that follows, the
organizations have been grouped into three categories based on their background and
institutional orientation: nonprofit organizations with religious foundations, nonprofit
organizations with a social and solidarity focus, and one for-profit business. Throughout the
empirical chapters, pseudonyms are used to preserve anonymity and ensure readability.

Non profit organization with religious background
Four of the organizations in this study are classified as faith-based nonprofits: Kollekt,
Tro&Textil, S:t Prylar, and Gudagdva. These actors share Christian roots and continue to
operate with religiously grounded missions, although they differ in how explicitly they
express these values in daily practice.

Kollekt is a nonprofit organization founded by a Christian church and focused on
supporting vulnerable individuals in Sweden. Although Kollekt has a clear social mission, it
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operates with commercial principles and profit targets. Its stated goals are to promote circular
economy through reuse, offer work training to those far from the labour market, and generate
surplus for social work. Kollekt is a well-known actor and often appears in media discussions
on textile regulation. It runs three stores in commercial shopping areas in Gothenburg, along
with a regional sorting facility that employs fashion experts and a dedicated online sales
coordinator. Approximately 80% of all collected textiles are exported, while 7% are
considered waste. Collection occurs through home pickups, donation points in stores, and
municipal recycling centres where Kollekt is an authorized partner. Sells online via
second-hand platforms.

Tro&Textil was founded by S:t Prylar in 2001 as a faith-based humanitarian aid
organization. Its main mission is to collect and distribute medical equipment and disability
aids internationally. To finance this work, Tro&Textil collects textiles through approximately
300 donation boxes across Gothenburg. Although it applied to become a certified municipal
collection partner during the research period, the bid was unsuccessful. Tro&Textil operates a
large sorting facility in southern Sweden, where textiles are sorted primarily for export.
According to the organization, 95-97% of collected textiles are reused, with the remainder
classified as waste. Items are further processed in expert facilities in Europe and sold
internationally under tightly controlled partnerships. Tro&Textil has two small shops in
Gothenburg, though retail is not a core focus, and the organization maintains limited
connections to donors.

S:t Prylar is a faith-based nonprofit working for children’s rights. Its mission is
grounded in Christian values and aligned with the UN Convention on the Rights of the Child.
S:t Prylar supports a rights-based view on human dignity, equal opportunity, and
environmental responsibility. Profits from its second-hand operations support various social
and humanitarian projects. S:t Prylar collects textiles via home pickups and in-store
donations, operating three stores in Gothenburg and a sorting facility in western Sweden.
Around 50% of unsold items are exported to a partner in Estonia. Although the organization
does not measure textiles separately, this estimate includes textiles within broader donation
flows such as furniture and household items. Sells online via second-hand platforms.

Gudagdva is a faith-based nonprofit with a strong emphasis on work integration. The
organization runs five stores in Gothenburg that serve as employment training environments
for people far from the job market. Textile donations are accepted in-store and via home
pickups. Unsold textiles are passed on to Jamlik for export, which accounts for approximately
60% of the collected volume. Gudagéva presents itself as inclusive and values-based, aiming
to support individuals regardless of life circumstances. Sells online via second-hand
platforms.

Nonprofit organizations with social focus
This group includes two nonprofit organizations - Rdttvis and Jamlik - whose missions are
grounded in social justice, inclusion, and solidarity. While not explicitly religious, both
organizations are value-driven and aim to support vulnerable groups through international aid
and local integration efforts.

Rdttvis 1s a nonprofit organization dedicated to promoting social justice and inclusion.
All surplus from its second-hand operations supports solidarity initiatives. Réttvis operates a
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sorting facility and two centrally located shops in Gothenburg. It collects textiles through
in-store donations, home pickups, and collection boxes throughout the city, including
designated boxes at municipal recycling centers where it is a certified partner. Approximately
80% of all collected textiles are exported. Rittvis also plays an active role in policy
discussions and collaboration with public actors such as the municipality of Gothenburg.
Sells online via second-hand platforms.

Jdamlik 1s an international nonprofit organization with a strong social mission and
extensive logistical infrastructure. Profits from second-hand operations are used to support
social projects globally. Jimlik focuses primarily on collection through boxes and operates
one store in Gothenburg targeting young, environmentally conscious consumers. After an
initial sorting in western Sweden, textiles are exported to a facility in Europe where they are
further processed into 400-600 categories and distributed internationally. The organization
estimates that about 95% of incoming textiles are reused, following the removal of waste and
non-textile items.

For Profit business

The final organization in the study is ReProfit, a commercially operated second-hand
business that represents the market-driven end of the sector. Unlike the other actors, ReProfit
is profit-oriented and operates without a broader social or environmental mission. ReProfit
runs two curated second-hand fashion stores in Gothenburg. The company focuses on
selected, seasonal clothing and does not accept vintage items. Customers receive a
commission for sold goods, and items are displayed in-store for 30 days. Unsold items are
then either picked up by the customer or passed on to Gudagava for further resale or export.
ReProfit’s stores resemble conventional retail environments, with carefully presented
merchandise, steamed garments, and a focus on visual appeal. The company maintains a
strong communication strategy through membership programs, social media, and clear
guidelines on which items are accepted at any given time. Its approach reflects a highly
brand-conscious and market-driven interpretation of second-hand retail. Previously sold
second-hand online but discontinued as they focus on physical stores.

From supply to overflow: The structural challenge of imbalance

The starting point for all second-hand actors is the reality of overflow as an overwhelming
and continuous inflow of textiles that exceeds local demand. While increased supply can
support social missions by generating more sales, aligning this surplus with actual consumer
interest is a persistent challenge. Several organizations in Gothenburg report exporting up to
80% of their collected textiles, underscoring a structural imbalance. This overflow leads to
declining average quality, rising sorting costs, and logistical pressure, but also raises deeper
ethical and environmental dilemmas. Many actors trace the root of this imbalance to global
overproduction in the fashion industry. As Gudagava noted:

If we zoom out to say, oh, how much textile do we need for our second-hand? We have
enough today. It's so many textiles... Yeah... Right. And I can say, by feeling it, I don't think
that any organisation is waiting for more textiles today. It's so many textiles out there.
Children's clothes... women's clothes... Definitely. (Gudagava, Business developer)
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To respond, actors apply various strategies: adjusting collection points, refining sorting
processes, promoting ethical donation practices, and seeking to stimulate demand in
underused categories. One way to understand the imbalance is to examine how supply differs
by category. S:t Prylar estimates that around 60% of all incoming textiles can be sold. Within
menswear, however, the figure drops to 40%. Several actors point out that men tend to use
clothes longer, meaning garments are fewer and more worn when donated. In contrast,
women’s clothing is more plentiful and varied in quality. While actors acknowledge a general
decline, some still consider the quality of womenswear relatively high. Children's clothing is
both abundant and fast-turning, but also includes a significant share of items that are too worn
for resale. This mismatch was also evident in field observations. Although many
organizations, such as Gudagdva, reported being overwhelmed by incoming volumes of
children’s clothing, stores often displayed only a small and highly curated selection. Most
garments on the racks were for infants, while older children's clothing was largely absent.
This suggests that filtering considers not only condition, but also presentation and perceived
marketability. The abundance of unsellable items leads several actors to see export as a
necessary mechanism. Gudagava, like Tro&Textil, emphasizes that Sweden’s high standards
for appearance and hygiene make it difficult to place all usable items locally. As a Gudagava
representative put it:

Yes, but if you think about it, everything that ends up with us or is exported further is, in some
way, part of the resistance movement, not newly produced. But of course, the fact remains:
we already have far too many clothes produced, and so there is a surplus in second-hand. Of
course...That’s the obvious truth, right? (Gudagava, Business developer)

Gudagava also reflects on the absence of a comprehensive textile recycling system, unlike the
systems in place for metals or glass. Export, though imperfect, is framed as a practical way to
extend the life of textiles and avoid landfill or incineration. Gudagava takes a pragmatic view
on the limited options available, emphasizing that export is simply how the system functions
today. Through this process, textiles are reused, their lifespans extended, and waste reduced
which is what matters most. These challenges illustrate how overflow is not only logistical,
but deeply institutional. To cope, second-hand organizations develop various strategies from
influencing donation quality to exporting goods and expanding markets. The following
sections explore these responses in more detail.

Strategies for managing textile overflow

Better quality

One way to increase demand is to influence the quality of incoming donations. For
organizations like Kollekt, good quality means textile items in sellable condition that can
generate revenue for their social mission. Higher quality also reduces sorting costs and
increases the chance of resale. To improve quality, Kollekt has invested in home collection
services, which are now being scaled up. By picking up donations directly from people’s
homes, they report receiving up to 90% sellable items per bag, compared to around 20% from
standard collection boxes and just 7% from unsupervised rural bins. This strategy also
minimizes contamination, such as water damage or food waste, like shrimp peel. In areas
where quality is low, Kollekt regularly evaluates and adjusts its collection setup. Kollekt has
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developed a system to track donation quality and volume per location. Each collection box is
registered and assigned a unique code, allowing them to monitor inflow by day, week, and
month. This enables internal benchmarking and quality improvement, though they note that
deeper analysis is limited by resources.

As a municipal partner, Kollekt collects through a one-stream system in which all
textiles are deposited in the same bins, regardless of quality. While this guarantees volume,
Kollekt would prefer a two-stream system, which they are piloting elsewhere and have seen
work well in other countries. The issue is not only operational: excessive low-quality textiles
threaten their ability to generate surplus and fund social programs. Since 2024, Kollekt has
prioritized independence through direct procurement and reduced reliance on municipalities.
Partnerships that generate excessive waste have been phased out following monthly quality
assessments. Waste textiles, described internally as “the pile of textile that nobody wants,”
not only lack reuse potential but incur significant disposal costs. Kollekt warns that if the
burden of handling such waste undermines its financial sustainability, this could ultimately
lead to store closures and place greater strain on municipal social services. To secure higher
quality flows, the organization is investing in home pick-up services and establishing new
collection points in collaboration with landlords, housing associations, and local businesses,
thereby strengthening procurement channels outside municipal systems.

We see how our cost for waste statistics is doubling every month and then it is not easy. Then
we must act. It is like in any other company, when we bleed costs somewhere we have to stop
it. Then we must make a decision because we cannot afford to handle the waste. (Kollekt,
Procurement Manager)

Other organizations are also taking steps to improve quality. Réttvis collects textiles through
collection boxes, in-store donations, and at the municipal recycling center, where they are an
official partner. While they do not report specific sorting strategies, their partnership with the
municipality enables them to maintain a broad collection infrastructure.

Tro&Textil, whose collection is mainly based on donation boxes, is working to
improve quality by developing partnerships with landlords and housing associations. They
report that many property owners have proactively approached them, requesting to install
boxes inside buildings, an arrangement that may offer greater control over donation quality
compared to public street-side locations.

S:t Prylar applies an explicitly ethical lens to donation quality. The organization
publicly communicates that they do not accept items from certain ultra-fast fashion brands,
citing toxic materials and low durability. They are confident in defining what they can and
cannot sell, and see it as essential to educate donors. As one representative explained,
accepting unsuitable items drains time and resources. As a result, S:t Prylar avoids large
collection containers at municipal recycling centers, which they view as the end point for
unwanted goods. In their view, placing containers in such locations would not increase the
share of sellable items, since people arrive there already intending to dispose of everything.

ReProfit uses a different model based on customer commissions and tight brand
control. The organization accepts only selected, seasonal items no older than two years.
Customers are kept informed through leaflets and digital channels about what types of
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garments are in demand each month. ReProfit’s shops resemble traditional retail
environments, with carefully curated displays, steamed garments, and clear visual
merchandising. Their communication strategy contributes to both higher quality inflows and
a stronger brand identity.

Gudagava, by contrast, faces challenges in influencing donation quality. Their
second-hand operations are closely tied to work integration programmes, which limits their
capacity to handle large volumes or implement stricter sorting. With frequent turnover among
staff in training, maintaining consistent quality standards is difficult. Gudagiva also expresses
concern about the ethics of setting strict donation requirements. As one representative
explained, it can feel problematic to ask for “only nice things” when collecting from people’s
homes, especially for an organization grounded in social inclusion. Yet they also
acknowledge that increased revenue from higher quality donations could expand their work
integration efforts.

We have commerce like everybody else. It's the same thing, but a little bit of a twist that we
have work integrations and other systems with our business. It's not for profit. It's nonprofit.
(Gudagava, Business developer)

But at the same time:

You see, you can see our shops as a training station, people are unemployed and the whole
reason why we have second-hand is to get people back to work. (Gudagava, Business
developer)

Jamlik observes a general decline in quality over time, linked to the rise of fast fashion and
changing consumer behaviour. They note that unique, high-quality garments are increasingly
sold through peer-to-peer channels and no longer reach donation boxes. As one representative
reflected:

A pair of Levi’s 501 today are much thinner and not as good quality as a pair of 501’s from 20
years ago. Also, unique and trendy items have their own channels, what people sell
themselves online today we used to get in our containers before. (Jimlik, Business
development and sustainability manager)

Jamlik views this shift as part of a broader trend. While they would prefer higher quality
donations to support their international social projects, they recognize the need to adapt.
Collaborations with municipalities come with expectations to accept lower quality textiles
and manage increased amounts of waste. This is seen as a structural reality that must be
accepted, even if it complicates reuse efforts. Their representative emphasized that economic
and political cycles and relations to the 70s and different political eras have always shaped
the conditions under which second-hand organizations operate.

Export & passing on textiles
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Around 80% of most second-hand actors’ collected textiles go to export. Therefore, a central
topic for most organizations is export, or passing on overflowing textiles to another actor,
often another second-hand organization. Regarding exports, second-hand actors are both
hesitant, positive, and pragmatic. ReProfit, a for-profit actor, does not export at all but gives
their unsold items to Gudagéiva, who displays them again for around four to six weeks. If still
unsold, the items are sent to one specific store where everything is sold for 79 SEK/kg.

It is a really big hit. We have almost 300 customers a dayj, it is really low prices and you get a
lot of textiles. And this is our way to - OK, how can we bring reuse even higher? (Gudagava,
Business developer)

A visit to the outlet store confirmed this popularity, but also revealed a more disorganised
shop environment. Large boxes of unsorted textiles dominated the space, and customers
including ourselves were seen digging through them in search of bargains. The overall
impression was messy and unstructured, but the pricing was low, and it was possible to find
good bargains. At the same time, there was a lively atmosphere, and one man was observed
haggling over a belt as if it were a market. After this “end stop,” Gudagava collaborates with
Jamlik, who exports the remaining textiles, approximately 60%, although the exact number is
unclear. Many second-hand actors follow similar processes where items are displayed in
stores for a limited time period, usually four to six weeks, before being passed on to another
second-hand actor or exported.

Nevertheless, many actors view export as problematic and several state that they are
working to reduce it. Kollekt acknowledges the challenges of export and has a long-term
zero-export vision. In the short term, they aim to gradually decrease their export share from
80% to 70%. Despite working with certified and reputable export partners, Kollekt expresses
concern about the lack of transparency and the difficulty of tracing where textiles ultimately
end up. This tension became particularly evident during a site visit to Kollekt’s sorting
facility. Observations revealed how export functions as a default mechanism in managing
textile overflow. The visual impression of the warehouse made the scale of export tangible.
Large white sacks filled with textiles ready for export took up a significant part of the facility.
As a visitor, it was immediately clear that the amounts were enormous. At the same time, the
staff appeared casual and used to this flow, reinforcing the sense that export is a normalized
part of daily operations. Staff members referred to exporting up to 80% of incoming textiles
as entirely routine where it took some time to accept when seeing this for the first time.

Additionally, what became striking was the extensive handling each item underwent
before being considered fit for Swedish store display. In many cases, enormous piles of
textile garments were processed in up to seven distinct steps, involving quality checks,
categorization, and pricing. This illustrated both the operational complexity and the high
standards applied to determine which items are suitable for domestic resale.

During the visit, the site manager explained that a typical export item is a coffee mug
printed with company merchandise; items of good quality that simply will not sell in Sweden.
Other commonly exported goods include soft toys and teddy bears, pots, bags, and anything
bearing branded logos, all in good condition but not in demand on the Swedish market. This
deep knowledge of what becomes waste or export could be valuable for anyone working with
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circularity or product design. Yet no second-hand actor has been approached by a producing
company to share insights on how products might be redesigned or whether a particular
category is already oversaturated.

No, no. They are focused on us taking care of their goods. (Kollekt, Procurement
manager)

Rittvis also comments on the lack of transparency and oversight in global second-hand
flows:

I mean, you know, administration control is statistics. This is a blank world, where a lot of
textile is traveling around the world. It has been uncontrolled. Now we will see some
improving control. and the municipality will see the problem, that a lot of material is heading
towards an end station that is not known. (Réttvis, Strategy Manager)

This shows a sense of disconnection between what is collected, what is exported, and what is
ultimately traceable, especially in a system where second-hand actors are expected to manage
materials that have historically gone unmeasured.

On the other hand, Tro&Textil, who exports 95-97%, views export as something
positive, as it is their main business to export hospital equipment and medical aid. Tro& Textil
uses 90-95% of their profits from second-hand sales to collect various hospital equipment for
a number of African countries. With their collaborating partners, they know that the textile
they send to African countries is sold and reused by 85%, which they state as a high number.
Their network has close relations and collaborations.

Similar to Tro&Textil, Jamlik is a global organization. After a rough sorting in
western Sweden removing waste and non-textile items “like car batteries and such”, they
send their collected textiles to industrialized sorting stations in Eastern Europe, where they
are sorted into 400—600 categories and distributed internationally. Since the 1980s, Jimlik has
been active in the field of second-hand to enable social work. They explain that during the
1990s, they realized sorting was too resource intensive for each country and needed to be
professionalized and industrialized and a facility was built in Lithuania.

Some actors see both pros and cons around export. S:t Prylar exports around 50%,
depending on how they calculate, and mostly measures in tons across all categories, including
furniture. Thus, they do not have any exact numbers or know exactly how much textile they
export, which emphasizes the need for credible numbers to make informed decisions.

You have the idea that it would be better not to export at all, but then, the alternative would be
to incinerate to a higher degree and that we are against. So we are both for and against export.
(S:t Prylar, Regional Manager)

Tro&Textil and Jamlik export most of the collected textiles as a means of funding medical aid
and equipment and are experienced in the global second-hand market. They are both positive
about exporting textiles and point out the high degree of reuse and increased demand for
textiles internationally. Nevertheless, both bring up misconceptions regarding landfill and
transportation effects, which are often presented in negative reports, but they claim the reality
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is more nuanced. Jimlik adds that the global second-hand market is complex and that the
issue of landfill is primarily about sorting quality:

You've probably heard about how the Western world dumps textile waste that ends up... as
landfills... And, and it... One shouldn't say it's not a problem because it is, but the key lies in
professional sorting. If clothes are sorted properly, there's no need to send waste to Africa.
And to be honest, it's ridiculous - the shipping cost of sending trash to Africa is significantly
higher than handling it in Europe. So it's simply poor sorting, but we can guarantee that we
send no waste to Africa. (Jimlik, Business development and sustainability manager)

Jamlik stresses that they are in control of the entire chain and that they know what happens to
their textiles all the way. Tro&Textil refers to several examples of myths that have turned out
not to be true regarding misconduct and landfills and refers to several investigations and
reports. Another myth they highlight is that reducing textile exports to Africa represents a
form of modern colonial thinking. They point out that there are strong forces involved with
large economic interests and that many actors have different narratives. One representative
concludes that: “It is a battle of the right story,” naming Chinese interests in the second-hand
market in Africa.

Find new markets

Another way to manage the imbalance between supply and demand is to find new markets,
both for collecting textiles and for increasing resale. Several actors described how they adapt
collection infrastructure and seek new ways to reach donors and sales channels.

Kollekt explains that they remove their boxes from locations that generate low-quality
donations. Several areas in southern Sweden have already been phased out, especially
unsupervised and remote sites. Tro&Textil also works actively to improve the proximity of
collections. Due to increasing demand from landlords, they are considering expanding
collection through collaborations with private housing associations and municipality-owned
properties, however logistics must be balanced against economic viability.

It's nice that they are appreciating us, but containers are not free and we have to make sure
that, ok, if we are to invest in this location we need to make sure it brings value to us as a for
profit company. But we can't invest 12 000 SEK if we get 1000 SEK of value items per year,
then it will take a long time to get this money back. (Tro&Textil, Regional manager)

Tro&Textil has applied to become a certified municipal collector. Their high export share
initially weakened their bid, but after changes to the criteria, they now hope for approval.
Certification would grant access to larger volumes at recycling centres, which are far more
efficient to manage than scattered collection points.

It is very important that we can become an authorized and approved collector for the
municipality at the recycling centres. We don't have any collection at recycling centres today
but that is where the big volumes are, that would be very positive. At the recycling centre's
station there can be five to six tons of textiles over one weekend. (Tro&Textil, Regional
manager)
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Several actors reflect on their relationship (or lack of) to textile producers. Kollekt has long
collected in collaboration with production companies, but is now questioning these
partnerships in light of overproduction and shifting responsibilities.

So, that’s also a question, this is a long-standing collaboration we've had with them, but times
are changing. I’'m asking myself, is this even something we should be doing? Should Kollekt
be involved in this kind of collaboration? Because, on the one hand, we collect in stores,
which is good, and it’s the same as... But, it’s also sometimes that we get questions about
surplus stock, and it's not entirely obvious that we should be a channel for them. So, we are
looking at that as well now, in light of this new situation. They shouldn’t overproduce, and
that's really where everything starts, I suppose. (Kollekt, Procurement manager)

Gudagava also reflects on the challenge of working across sectoral lines. They describe civil
society and the private sector as doing different things, and ask how they could work better
together toward meaningful environmental change.

OK, we have a problem here. There were too many textiles in the world. How do you solve
that? It's a new law we follow now, but what happened? Like those more general
conversations and how do we change this problem. Maybe with working, how can you get the
both social and ecological point of view when they do this type of changes in the society. So
that's something that we work with in Gudagéava. (Gudagava, Business developer)

S:t Prylar, by contrast, takes a more active stance. They argue that the second-hand sector has
traditionally been too passive and must now step forward. For example, they collaborated
with a consultancy firm to furnish offices entirely with second-hand items, a project that
showcased second-hand as a concept, not just resale. Looking ahead, they see opportunities to
work with producers on handling returns, upcycling, or dressing local sports teams in
second-hand gear. They describe their organization as innovative and open to change, ready
to be a visible and credible actor in the circular economy.

Today gives you cred to work with second-hand actors, it is a very exciting time to work with
second-hand actors today and many production companies should take the opportunity to
work with us. (S:t Prylar, Regional manager)

To support this shift, S:t Prylar emphasizes the value of recruiting the right staff. Their
current CEO has a background from a large retail chain, and one of their Gothenburg stores
has over 60 years of combined experience in areas like marketing, advertising, and visual
merchandising. They believe this mix of experience gives them an edge in how they
communicate and evolve. These efforts to reposition second-hand as a visible and valuable
sector also intersect with questions of communication and public understanding. As the new
textile law brings reuse into the public spotlight, actors face growing pressure to explain their
role, engage donors, and correct misconceptions. The next section explores how second-hand
organizations respond to this challenge and what it reveals about their position in the wider
system.

Public awareness
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Managing textile overflow is not only a logistical challenge but also a communicative one.
As second-hand organizations absorb more than they can resell or reuse, they must also
manage public expectations and explain their role within a changing system. The introduction
of the new textile collection law brought second-hand actors into public focus, with growing
attention from the media, donors, and municipalities. This visibility presented both an
opportunity and a burden: actors were expected to function as experts while continuing to
handle increasing volumes of unwanted goods.

We are treating material that no one cares about earlier. Now the municipality will have to
care. (Rattvis, Strategy Manager)

Several second-hand actors describe a flood of questions from the public and media
following the law’s introduction. However, joint communication between actors proved
difficult, as handling practices and messaging vary between municipalities and organizations.
Réttvis points out that terms such as “waste,” “reuse,” and “recycling” are interpreted
differently depending on who uses them, which creates confusion but also leaves space for
each actor to define its own message. Communication takes place through stores, websites,
boxes, and social media, but many actors express that they lack time, knowledge, or capacity
to work more actively with donors. This is described as an area where they would like to do
more but find it hard to prioritise given limited resources.

So that may be some kind of surprise that the high degree of non- knowledge and
municipality clerks appeared that we haven't had to deal with earlier. (Réttvis, Strategy
Manager)

All second-hand actors in the study are active in various knowledge and sustainability
networks, often combining environmental, social and circular agendas. One organization
participates in a circular economy expert group tied to the government. Jamlik describes
extensive involvement in research-based and policy-oriented forums at both national and
international levels. These networks are used both to share knowledge and to learn from
others and are seen as important spaces for visibility and influence. Despite this, several
organizations express frustration that their expertise is not taken seriously by producers or in
public discourse. S:t Prylar points out that few production companies show interest in how
design decisions affect reuse, despite the second-hand sector’s practical knowledge of
consumer demand and material flow.

We don’t do a lot with them, no. There are strong forces rolling so we can use our efforts
more efficiently. (Jimlik, Regional Manager)

Many actors feel that there is little general understanding of how second-hand operations
function in general and are used to this. Tro&Textil expresses particular frustration with the
public debate about the new textile law and thinks that the public conversation has been
childish.

It’s mostly about how to throw away old underwear. (Tro&Textil, Regional Manager)
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Jamlik adds that it is difficult to know how much the public understands. They often
encounter media reports that simplify or misrepresent how second-hand flows and exports
work. While they acknowledge the importance of correcting misconceptions, they also note
the difficulty of responding to everything. They describe the sector as existing in a “bubble of
knowledge” that rarely connects with broader societal understanding. The municipality
project manager in Gothenburg, highly appreciated by all organizations for her deep
knowledge and understanding, initiates network meetings to enhance understanding between
different actors.

I can tell you now I mean the first answer is there is too little collaboration. It's different
stakeholders living in different worlds and with different perspectives, the producers, the
consumers, the second-hand actors, the municipality and waste management. And then you
have the regulatory institutions. They are just doing regulatory stuff. And there is too little
collaboration, because it's not mandatory by law. And if it's not mandatory by law. Who is
going to prioritize it, right? (Municipality Project Manager)

Efforts have been made to create spaces for dialogue, including local network meetings and
joint planning efforts, but the underlying logics and expectations often remain unaligned.
Several actors emphasize the importance of donor education. They believe that most people
donate because they want to do something good and would respond well to clearer guidance.

One example that they do not want is hangars, we say no to them, there are so many hangars...
(S:t Prylar, Regional Manager)

Communication through stores and collection boxes is seen as an effective way to influence
donor behaviour. Some organizations report gradual improvements in donation quality,
suggesting that messages are having an effect. S:t Prylar also highlights the role of visibility
and storytelling in shaping public understanding and engagement with second-hand as a
socially responsible act.

Analysis

To begin the analysis, this section maps the primary institutional logics shaping each
organization. Drawing on the framework developed by Thornton, Ocasio, and Lounsbury
(2012), the analysis identifies how religious, community, market, corporate, state, and
professional logics structure actors' missions, operations, and strategies. While all
organizations operate in the same urban context and under the same regulatory changes, they
interpret and respond to institutional expectations differently depending on the logic they are
embedded in (Vaskelainen & Miinzel, 2018). This mapping provides the foundation for
comparing how different logic constellations influence strategy and sensemaking in the
sections that follow.

Mapping primary logics of each organization

To begin the analysis, this section outlines the primary institutional logics shaping each
organization. While all actors operate under the same urban conditions and regulatory
changes, they differ in how they interpret and respond to institutional expectations. Drawing
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on Thornton, Ocasio, and Lounsbury’s (2012) framework, the mapping shows how religious,
community, market, corporate, state, and professional logics are combined and prioritized
differently across the field. This overview lays the foundation for analyzing how logic
constellations influence strategic action and sensemaking.

Kollekt is a nonprofit organization owned by a Christian church, with a mission to
support social work. While guided by religious values, Kollekt also applies detailed metrics,
efficiency tools, and sales goals to sustain its operations, reflecting strong market and
corporate logics. It participates in public collection schemes, showing engagement with state
logic, and employs professional expertise in sorting and pricing. Kollekt’s dominant logics
are religious, market, and corporate, with additional elements of state and professional logic.

Tro&Textil combines religious mission with large-scale professional infrastructure.
The organization funds medical aid through second-hand exports and works closely with
international partners to ensure control and legitimacy, reflecting professional logic. It also
navigates procurement and compliance processes, showing engagement with state logic.
Dominant logics are religious, professional, and market.

S:t Prylar has religious roots and works for children’s rights. Its values are visible in
how it communicates trust and donor intentions. At the same time, it applies market logic
through selectivity and innovation, and recently hired a CEO from the retail sector, reflecting
professional orientation. Religious, market, and professional logics are all central.

Gudagdva blends religious, community, and market logics. Its stores function as work
integration spaces and it avoids strict sorting rules to protect the dignity of donors and
employees. While market logic is present in retail operations, community and religious logics
dominate intake and employment practices.

Jdamlik is a nonprofit with a strong social mission and international infrastructure. It
operates pragmatic export and reuse strategies shaped by community, market, and
professional logics. It also engages in advocacy and regulation, reflecting state logic. The
dominant logics are community, market, and professional.

Rdittvis 1s a nonprofit actor with a solidarity-driven mission centered on justice and
inclusion. It accepts all types of donations, aligning with community logic, and is actively
involved in policy development, reflecting state and professional logics. Its collaboration
with the municipality has intensified in 2025, revealing both alignment and friction between
logics. The dominant logics are community, state, and market, supported by professional
engagement.

ReProfit is a for-profit second-hand business with strict quality control and a strong
market orientation. It uses commission-based resale and curated inventories. While it donates
unsold items to nonprofit actors and builds customer loyalty, community logic is instrumental
and secondary. Its dominant logic is market, with some community elements.

These logic combinations show the diversity and hybridity present in the field. In the next
section, organizations will be grouped by their shared logic profiles to explore how logics
influence strategic responses to quality, export, market development, and public engagement.
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Grouping Organizations by Institutional Logics

Building on the logic mapping, this section groups organizations based on shared
combinations of institutional logics. Rather than assigning each actor a unique combination,
this approach emphasizes overlapping logics across organizations and treats additional logics
as internal variations within groups. This allows for a comparative analysis of strategies,
while acknowledging nuance. As institutional logics theory suggests, hybrid organizations
often experience tensions or synergies depending on how logics are combined, which in turn
shapes their strategic responses (Pache & Thornton, 2021; Vaskelainen & Miinzel, 2018).

Religious and Market Logic

Better quality: Religious and market logic

For organizations shaped by religious and market logics, defining and managing “quality” is
not just a technical task but a site of ongoing negotiation. This negotiation becomes
particularly urgent under conditions of overflow where high volumes of incoming goods
force organizations to decide what is worth keeping. Quality becomes a point where different
institutional logics clash i.e. market logics demand efficiency, sales potential, and clear
sorting criteria (Martin et al., 2020), while religious and community logics emphasize moral
inclusion, trust, and human dignity (Magri et al., 2025), especially when the physical volume
of donations exceeds what can realistically be handled. In this tension, overflow emerges as
both symptom and driver as it forces organizations to act. High donation volumes create
pressure to sort, store, or reject goods, but the criteria for doing so are far from neutral and
are shaped by the logic the organization privileges in a given moment. Defining “quality”
becomes a way to balance excess supply with limited demand, determining what volume is
acceptable and which trade-offs are necessary to maintain both mission and viability.
Overflow intensifies this balance as it escalates the urgency of decision making. Tro& Textil
reports that placing a new collection box is costly, making each expansion decision a
financial risk and they must weigh both volume and quality before investing. This reflects
what Pache and Thornton (2021) call selective coupling when weighing the economic logic
of expansion against religious or social missions.

A striking example of logic conflict comes from an actor that was fined after a
donated jacket contained a forgotten pair of glasses. While Tro&Textil operates under
inclusive value-driven logics - and is used to receiving items far more problematic than this -
the glasses were classified under export law as illegal. Thus, what the donor likely saw as
harmless was, under state logic, a costly violation. As Martin et al. (2020) argue, concepts
like “quality” are not neutral but constructed through institutional lenses. In response to this
incident, the organization invested in more advanced sorting infrastructure and applied
stricter pre-sorting protocols. This illustrates that overflow combined with legal pressures can
force a shift from moral openness to operational control. The case also exemplifies
compartmentalization (Fitzgerald & Shepherd, 2018) while religious logics govern intake and
donor relations, legal and market logics dominate export decisions. Under high-volume
conditions, maintaining strict boundaries between these logics becomes increasingly difficult,
and the risk of institutional collision and costly incidents grows. Overflow forces actors to
reconcile conflicting logics in real time decision making.
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At the other end of the spectrum, where religious and community logics dominate
more fully, organizations like Gudagiva avoid strict quality criteria out of concern that this
would undermine their inclusive mission. This openness makes it harder to limit the inflow of
unsellable items, intensifying the challenge of overflow. Gudagava accepts all donations,
trusting that everything has value, but this also creates practical dilemmas. For example, they
report being overwhelmed by donations of children’s clothing, yet during field visits, these
garments were largely absent from stores. Only a few baby items were seen and no clothes
for older children. This suggests that staff make informal judgments about what is presentable
or likely to sell. Here, overflow is not just about quantity, but about disconnects between
donation patterns and actual demand, a problem that the organization’s values make difficult
to confront directly. These tensions are navigated through compartmentalization (Fitzgerald
& Shepherd, 2018), where intake is guided by moral inclusion while retail operations follow
market-based selection. Yet when the gap grows too wide, even moral openness must be
filtered. As Magri et al. (2025) suggest, this reflects moral categorization when frontline staff
enact discretion through sorting decisions that align with deeper values but remain informal
and rarely visible. In this way, categorization becomes a tool for managing overflow under
institutional tension. It remains unknown what ultimately happens to the large volumes of
children’s clothing that are not displayed.

A contrasting case is Kollekt, where a hybrid mission has led to increasingly
market-oriented adjustments under overflow pressure. In response to the expected increase in
overflow following the new textile law, Kollekt has strengthened its data systems to monitor
donation quality in greater detail. This enables them to identify when inflow exceeds
manageable levels and respond quickly. During 2025, they have withdrawn from several
municipal partnerships where uncontrolled volumes and legal uncertainties have led to
escalating waste costs. While Kollekt’s social mission remains intact, financial sustainability
has become increasingly critical, leading to a stronger emphasis on market logic. This reflects
what Fitzgerald & Shepherd (2018) describe as subordination, where one logic, in this case
market efficiency, dominates others in practice. Kollekt increases focus on curating its
procurement more selectively to reduce operational risk.

Across these cases, quality is not a fixed property but a logic-dependent construct.
What one logic sees as usable, another may define as waste or even risk. These tensions
become particularly visible under conditions of overflow, where organizations must quickly
make strategic decisions about what to accept, keep, or discard, decisions that are deeply
shaped by the institutional logics they prioritize. These examples illustrate how overflow
brings institutional logics into action and not just shaping what is kept, but also what remains
invisible. These tensions around quality also shape what happens when items cannot be sold
locally, leading many organizations to rely on export (or passing on) as a necessary response
to overflow.

Export & passing on textiles: Religious and market logic

Export is one of the clearest areas where religious and market logics collide. While many
second-hand actors express the ambition to reduce exports, it remains a routine and often
necessary part of managing high donation volumes. This tension illustrates what Bento da
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Silva et al. (2022) describe as objectual mystery; the organization's ability to maintain moral
or religious identities while continuing practices that do not fully align with those ideals.

For most actors, export is not only a strategic decision but a response to overflow.
With limited storage space and donation volumes that exceed what can be sold locally within
a few weeks, unsold goods must be removed to make room for new stock. This often involves
not just international export, but circulation between second-hand actors themselves. For
instance, unsold items from ReProfit are passed on to Gudagéva for further display before
being passed on to Jamlik, who in turn exports the textiles. In such cases, a single item may
be evaluated, sorted, and moved multiple times and each step involves its own logic of
judgment, storage, and pricing. This illustrates how overflow produces not just volume, but
repeated labor and decision-making as items are filtered again and again through a layered
system. Thus, export becomes a tool to handle excess. This reflects what Fitzgerald and
Shepherd (2018) refer to as subordination, where practical and market-based concerns are
allowed to override ideal values, such as transparency or full local reuse, in specific parts of
the organization. The need to keep pace between inflow and outflow is central to how export
functions. In fast-moving sorting environments, actors must clear large volumes of textiles
within tight timeframes to avoid operational bottlenecks. This dynamic turns export into a
logistical necessity as much as a strategic choice. The issue is particularly visible in Kollekt’s
warehouse, where large sacks marked for export dominate the space and staff move
efficiently through structured, multi-step processes. Items undergo extensive categorization
and quality checks, revealing both high operational standards and deep organizational
knowledge about what sells domestically and what does not. In effect, this expertise becomes
a filter that directs overflow into export as a process rarely visible to the public.

Some organizations, such as Tro&Textil, present export not as a reluctant necessity
but as a moral and integrated part of their mission. By maintaining control over the export
chain and partnering with trusted recipients, they ensure that exported textiles are reused in
ways that align with their humanitarian goals. This approach reflects what Gautier, Pache and
Santos (2023) describe as logic familiarity, meaning the ability to navigate and balance
multiple logics without compromising organizational identity or purpose.

At the same time, export is rarely discussed openly with donors. Most second-hand
actors have clear internal knowledge of which items are unlikely to sell locally and are
regularly exported, such as branded mugs, soft toys, and certain types of clothing. However,
this knowledge is seldom shared publicly. This silence can be understood as a form of
compartmentalization (Fitzgerald & Shepherd, 2018), where public communication is guided
by religious and community logics focused on generosity, trust, and doing good, while
internal operations follow more pragmatic logics shaped by market demands and logistical
constraints. This creates a gap between internal practice and public perception. While donors
may believe they are contributing to local reuse, the reality is that the majority of items are
passed on or exported. The contrast between what is practiced and what is communicated
raises ethical questions about transparency and trust. As the regulatory environment evolves
and tracking systems improve, as actors like Réttvis note, second-hand organizations may be
increasingly expected to acknowledge and explain these export flows. This selective silence
reflects what Bento da Silva et al. (2022) describe as objectual mystery, the preservation of
ambiguity to sustain coherence across potentially contradictory practices. In the case of
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second-hand actors, promoting local reuse while routinely exporting 80% of donations
creates a tension that is not resolved, but managed through layered routines and selective
communication. The extent of this invisible work is illustrated at Kollekt’s sorting facility,
where garments are handled as many as seven times before being sent to a store to be sold.
Each item passes through repeated rounds of assessment, categorization, pricing, and routing,
reflecting a highly structured and labor-intensive process. Yet this level of effort remains
largely hidden from donors and the public. What appears to be a simple act of giving masks a
complex backend of logistics and judgment. This also helps explain why second-hand items
can appear expensive in stores. Their price reflects not only quality but the cumulative labor
required to prepare them for resale. At the same time, it clarifies why export remains a widely
used strategy. Outsourcing the sorting process to international facilities allows organizations
to manage high volumes without bearing the full labor costs in Sweden. This tension between
visibility and practicality reflects objectual mystery (Bento da Silva et al., 2022) where
ambiguity is preserved around internal operations in order to sustain moral legitimacy. In the
context of second-hand work, this helps maintain the image of donation as a straightforward
social good, even when it involves routinized and professionalized sorting practices that are
selectively revealed or withheld. Rather than eliminate this contradiction, the ambiguity is
maintained as a stabilizing function that supports the organization’s identity across multiple
audiences.

This pattern is also linked to broader cultural expectations. As Pache and Santos
(2010) note, organizations are embedded in social contexts with shared norms. In the case of
second-hand actors, there seems to be an implicit public expectation that donations should be
accepted unconditionally and that reuse is local. These assumptions, shaped by religious and
community values, make it difficult to address overflow openly, even though it is a structural
and recurring reality.

Some organizations try to reduce exports through strategies grounded in market logic.
Gudagéva, for example, uses pricing as a tool to increase local sales and minimize unsold
stock. This shows how market tools can be used to serve broader social and moral goals. But
even such efforts are limited by volume and space. Overflow continues to exert pressure on
how logics are interpreted, prioritized, and operationalized. In some cases, export practices
appear to be absorbed into the organization’s routine without disrupting its overarching value
system. This may reflect what Magri et al. (2025) call assimilated hybridity, a form of logic
management where professional tools and practices are adopted not as a compromise, but as a
way to reinforce core religious or ethical values. For example, Gudagava and S:t Prylar
engage in export to manage overflow, yet continue to frame their public identity around
donation, dignity, and local inclusion. Rather than viewing this as a logical conflict, they
selectively internalize export logistics as compatible with their broader mission, perhaps
easier to accept, since the overflow is not sent into unknown global flows, but passed on to an
actor with shared religious and social values — namely, Jamlik.

In summary, export is not just a technical or logistical function. It is a logic-dependent
response to structural overflow where organizations must balance values and volume, manage
excess under time pressure, and communicate selectively to remain legitimate across
audiences.
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Find new markets: Religious and market logic

As second-hand organizations confront structural overflow, they must decide whether to treat
it as a logistical burden or a strategic opportunity. This contrast becomes especially visible in
how actors pursue or resist new market development. While operating under similar
institutional logics, organizations interpret and enact these logics differently, revealing
variation in how overflow is managed.

S:t Prylar illustrates a proactive, opportunity-driven response. While grounded in
religious and community values, the organization selectively integrates market logic to
innovate and expand. They reject ultra-fast fashion on ethical grounds, yet invest in
professional branding, emphasize the importance of marketing, visual merchandising, and
strategic partnerships with producers. Their CEO comes from a major retail chain, and staff
have extensive experience in marketing and design. This positioning allows them to reframe
second-hand not just as resale, but as a confident, credible and professional contribution to
the circular economy. Such strategies reflect selective coupling (Pache & Thornton, 2021)
and assimilated hybridity (Magri et al., 2025), where market tools are adopted in ways that
reinforce rather than dilute the organization’s core mission. S:t Prylar deliberately avoids the
high volumes available at municipal recycling centers, instead focusing on curated
opportunities that align with their innovative approach.

In contrast, Gudagéva frames overflow as a systemic issue rooted in overproduction
and structural imbalance (as all second-hand organizations). Rather than seeking new
collaborations to absorb more textiles, they express being at capacity and hesitant to take on
more. While the organization is highly collaborative in nature and actively engaged in civil
society networks, it does not view the private sector as a likely or compatible partner. They
describe producers as fundamentally different in values and approach, and find it difficult to
envision productive collaboration in this area. This orientation makes it harder to translate
their mission into outward-facing innovation. Compared to S:t Prylar, they show less logic
familiarity (Gautier, Pache & Santos, 2023), limiting their ability to navigate and integrate
market-facing strategies. While S:t Prylar also acknowledges the challenges of working with
producers, they maintain a more opportunity-oriented outlook. Despite shared skepticism and
limited experience, they differ from Gudagava in how they frame their role and future
potential in the circular economy.

Kollekt, meanwhile, has long-standing collaborations with several production
companies, but is now reconsidering these partnerships. Although they have functioned as
collection partners, Kollekt questions whether such arrangements should continue given
concerns about overproduction and shifting responsibility. The relationship, they note, has
been experienced as one-sided, prompting reflection on whether second-hand actors should
serve as downstream channels for excess stock. Kollekt’s reassessment of producer
partnerships reflects selective coupling (Pache & Thornton, 2021), as they evaluate which
market-facing practices can be ethically sustained within their mission. Their hesitation also
points to a form of moral categorization (Magri et al., 2025), where previously accepted
practices are now seen as potentially misaligned with evolving social and environmental
responsibilities.

These divergent approaches highlight that overflow is not just a material challenge but
an interpretive one. What organizations do in response depends not only on their resources
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but on how they see themselves and what they believe is possible within an institutionally
complex system. These cases show that managing overflow is also about how organizations
negotiate legitimacy, identity, and possibility within their logic constellation.

Public awareness: Religious and market logic

The introduction of the new textile law created a period of public attention and media
activity, where second-hand actors were expected to step forward as experts, despite having
limited influence over the systems that produce textile waste. Organizations such as Kollekt
and Rattvis became visible in the media and were framed as credible voices. This reflects
how hybrid organizations shaped by market and professional logics can gain legitimacy
through visibility and formal participation in networks and policy processes (Thornton et al.,
2012). Many actors in this study are involved in advisory groups, research collaborations, and
civil society initiatives promoting sustainable consumption. However, their influence remains
limited in certain areas particularly in relation to production companies, where collaboration
is often one-way. While producers donate surplus or unsold goods, they rarely engage in
deeper dialogue around design or circularity. As Greenwood et al. (2011) note, hybrid
organizations often attempt to influence their fields through institutional work, but struggle
when institutional boundaries are misaligned.

However, this visibility does not translate into influence in all arenas. Actors like S:t
Prylar report that attempts to engage producers in discussions about product design or reuse
are met with disinterest, reflecting the difficulty of navigating across divergent logics.
Similarly, Gudagéva reflects on the difficulty of collaborating across sectoral lines. Strong
internal alignment with religious and community logics, which emphasize care, dignity, and
local embeddedness, makes it challenging to understand or influence actors shaped by market
logic. These differences create both ideological and operational distance, reinforcing a pattern
where second-hand organizations remain outside of core commercial dialogues. These
external dynamics mirror how second-hand actors understand and present themselves.

Meanwhile, many second-hand actors continue to absorb the textile overflow
produced by others. They manage the consequences of overproduction without being
involved in its causes. Most organizations accept this role, often seeing it as part of their
mission. This reflects the enduring influence of religious and community logics, where
openness, humility, and social service are central values. However, the growing volume of
waste and low-quality items is beginning to push some organizations to reconsider these
norms. As Magri et al. (2025) note, assimilated hybrids combine professional practices with
value-based missions, but over time these practices can challenge the very assumptions they
are built upon. Despite their operational expertise, second-hand actors often struggle to shape
public understanding of reuse and overflow. Misconceptions among donors and
municipalities persist, partly due to fragmented messaging and capacity constraints. As Magri
et al. (2025) suggest, this gap between practice and perception can strain hybrid organizations
whose legitimacy depends on moral clarity.

The same logics that shape organizations' missions also influence their choice of
collaborators. Many prefer to engage with actors who share similar moral or social values,
rather than with commercial players. As Thornton et al. (2012) argue, institutional logics not
only guide what organizations do but also define the boundaries of legitimate engagement. In
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this case, the absence of deeper relationships with producers reflects not just missed
opportunities, but a logic-informed understanding of who qualifies as a suitable partner.

At the same time, second-hand actors are frequently included in public networks and
sustainability initiatives. They express pride in their long-standing knowledge and role as
caretakers of societal surplus. However, it remains unclear whether they are included for their
transformative potential or for symbolic reasons. second-hand actors' presence lends
legitimacy and aligns with policy goals, but often without shifting power or redefining
structures. This dynamic reflects what Greenwood et al. (2011) describe as symbolic
inclusion where hybrid actors are invited into the conversation but are not positioned to lead
it.

This may also relate to how second-hand organizations frame themselves. While many
apply market and professional tools, their self-understanding is still largely rooted in religious
logics. They see their work as a quiet contribution to the common good, absorbing society’s
overflow with patience and humility. This role definition shapes their actions, their voice, and
their perceived position in the system. As Thornton et al. (2012) emphasize, institutional
logics shape not only behavior, but also how organizations understand who they are and what
they are there to do. This quiet endurance also reflects what Bento da Silva et al. (2022)
describe as objectual mystery, where values such as dignity and service are preserved not
through formal articulation but through everyday practice. By continuing to manage overflow
without demanding structural change, second-hand organizations maintain legitimacy while
leaving deeper tensions unspoken. This institutional positioning reinforces their role as
morally credible but structurally passive actors who are able to absorb overflow, but not
always empowered to reshape the systems that produce it.

Community and Professional Logic

This logic constellation differs from the market-religious hybrids discussed earlier. Where
those actors balance moral inclusion with economic viability, the community-professional
hybrid approach overflows with a focus on systemic coordination, resilience, and solidarity.
Rather than framing waste as failure, they integrate it into their mission. To explore how this
constellation shapes strategic responses to overflow, the following sections revisit the same
themes of quality, export, market development, and public awareness here seen through the
lens of community and professional logics.

Better quality- Community and Professional logic
Réttvis and Jamlik combine community values with professional expertise. Overflow is not
only tolerated in these organizations, but expected and absorbed as part of their systemic role.
Their inclusive missions lead them to accept even low-quality or excess donations, which
they interpret not as a burden, but as part of a broader commitment to solidarity and social
participation (Thornton et al., 2012). This contrasts with the previous group, where quality
was used as a filter to manage overflow. Here, quality is reframed through a lens of solidarity
and service, where the value of textiles lies not only in resale, but in their role in enabling
participation and reuse (Martin et al., 2020).

At the same time, professional logic is reflected in their infrastructure, international
networks, and engagement in regulation. Their strategic orientation is toward large-scale
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coordination, stakeholder advocacy, and adaptive handling of fluctuating quality, which
shows signs of a well-developed technical and organizational capacity associated with
professionalization. Both organizations exemplify what Magri et al. (2025) describe as
assimilated hybrids, adopting professional tools while maintaining strong value-driven
foundations.

To further understand their hybridity, Pache and Santos (2013) provide a useful
distinction between blended and segmented hybrids. Réttvis and Jamlik appear to be blended
hybrids, integrating community and professional elements throughout their operations, while
also showing internal tensions. For instance, Réttvis is locally embedded and actively
collaborates with the municipality, reflecting an understanding and fluency of state logic. Yet,
Rittvis representatives also express frustration with municipal misunderstandings of
second-hand operations, illustrating how frictions may arise when professional and state
logics interact without a shared understanding (Wright et al., 2024). These organizations
tolerate waste as part of their mission and show high resilience through experience and
infrastructure. They have deep professional knowledge in the field and are used to meeting
parties with limited understanding of their work. Their ability to navigate such
misunderstandings without compromising their mission reflects a durable hybrid structure
that manages institutional complexity rather than avoiding it. This reflects how organizations
manage institutional complexity (Greenwood et al., 2011), not by eliminating tensions, but by
building structures and routines that allow for co-existence of divergent logics. In sum,
community and professional hybrids focus more on inclusion and coordination, tolerating
inefficiency as part of their mission to a greater extent. Their approach demonstrates how
multiple logics can be blended into a coherent, though sometimes tension-filled, strategy that
balances care, advocacy, and technical capacity.

Export & passing on textiles: Community and professional logic

Export is managed differently by organizations shaped by community and professional logics
compared to religious—market hybrids. While the latter tend to filter overflow through sales
performance and donor expectations, actors like Jamlik embed export within long-term
infrastructures of solidarity and systems-level reuse. Overflow here is not merely a logistical
burden, but part of a broader mission to redistribute resources ethically across borders.
Jamlik’s export strategy reflects a mature hybridization of community and professional
logics, where international coordination replaces selective quality filtering as the primary
means of handling surplus. All incoming textiles are absorbed into global second-hand
networks, supported by stable relationships and infrastructure that ensure what they consider
the highest possible rate of reuse. This is not just a pragmatic solution, but a moral and
strategic expression of their institutional identity. This reflects how dominant logics provide
both the goals and the means for action in complex fields (Thornton, Ocasio & Lounsbury,
2012).

Rattvis, meanwhile, describes the global textile trade as a “blank world” marked by
limited oversight and regulatory ambiguity. This illustrates how second-hand actors must
make strategic decisions under conditions of institutional complexity where data are scarce,
norms are contested, and accountability is unevenly distributed (Greenwood et al., 2011).
Jamlik’s approach exemplifies how such complexity can be navigated through alignment
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between professional competence and solidarity-based outcomes. Rather than being in
tension, these are mutually reinforcing and embedded in the organization’s everyday routines.

Still, Jamlik expresses frustration with how export is perceived by the public and
municipalities. They often encounter misconceptions they view as an immature focus on the
debate, myths, or simply incorrect information. These moments reveal that the main tension
is not within Jamlik, but between its internal logic constellation and the expectations shaped
by dominant external narratives that are often grounded in market or state logics. Despite
being active in the sector for decades, Jimlik acknowledges limited capacity in areas like
marketing, donor communication, and public advocacy, capabilities more closely associated
with those other logics. This is not necessarily a weakness but reflects what Gautier, Pache
and Santos (2023) describe as logic familiarity, deep fluency in one’s own institutional logics,
but limited reach beyond them.

This reluctance to dominate the narrative is not incidental. Jamlik describes itself as a
patient actor in a volatile system, responding to misrepresentation with tolerance rather than
confrontation. From a logic perspective, this reflects a strong commitment to community
values such as trust, humility, and care. While other actors may feel pressure to justify or
explain their strategies in public, Jadmlik remains anchored in its internal alignment. In this
sense, they are not simply avoiding engagement but acting in accordance with what they view
as legitimate and necessary within their logic constellation (Thornton et al., 2012). This
positioning also reflects how community logic resists singular truth claims. When faced with
recurring myths and media misrepresentations, such as accusations of dumping and various
“fake news” about transports, Jimlik openly acknowledges their frustration but emphasizes
that they do not see themselves as “truth-tellers.” Instead, they describe a belief that “there
are many truths,” and maintain that others are entitled to their interpretations. From the
perspective of community logic, this reflects a preference for dialogue over control, and from
a professional logic standpoint, a focus on operational consistency rather than narrative
confrontation. Although they recognize these misconceptions as problematic, they prioritize
trust-building, long-term relationships, and quietly doing the work; actions seen as more
legitimate within their hybrid logic constellation than public rebuttal or branding. As
described by Magri et al. (2025), this approach aligns with the structure of assimilated
hybrids, where professional tools are adopted in ways that reinforce rather than dilute
normative commitments. Jimlik’s export strategy illustrates a form of institutional endurance,
where hybrid logics are not just managed but integrated into long-term structure. In this way,
export becomes not a site of compromise, but a lens through which institutional identity,
external expectations, and overflow are continuously negotiated. While quality is interpreted
differently, the challenge of handling excess remains; export continues to play a central role
in managing overflow.

Find new markets: Community and professional logic

Within the community and professional logic group, organizations differ in how actively they
pursue new market opportunities. Rittvis, after serving as the municipality’s official textile
collector, is currently reevaluating this role and considering its future direction. This suggests
a strategic orientation toward adapting partnerships and exploring new institutional openings,
potentially reflecting a combination of professional and state logics. It also illustrates what

32



Fitzgerald and Shepherd (2018) call strategic compartmentalization, where some logics
govern formal partnerships while others shape core mission delivery. Their orientation shows
how overflow can be seen not only as a logistical challenge, but as a structural pressure that
prompts rethinking of existing roles and alignments.

Jamlik, by contrast, does not prioritize active market expansion. Instead, they
maintain a long-term, stable position in the field, focusing on continuity and relational trust
rather than growth. This patient posture reflects their identity as an assimilated hybrid (Magri
et al., 2025), where community and professional logics are tightly integrated, and stability is
itself a strategic goal. Their response to overflow is not to expand outward, but to reinforce
internal coherence. This reflects a high degree of logic familiarity (Gautier et al., 2023),
rather than reacting to field-level pressures for visibility or scale, they act in alignment with
what is seen as appropriate within their dominant logic constellation. Efforts to collaborate
across institutional boundaries are often constrained by logic misalignment, yet one notable
exception is the Gothenburg municipality project manager for textile collection. Frequently
cited in the media and highly respected by all participating organizations, she played a central
role in enabling coordination across second-hand actors, municipal authorities, and regulatory
bodies. Her fluency in community, regulatory, and professional logics allowed her to act as a
translator across institutional divides, making her instrumental in navigating the overflow of
textiles into a more coordinated, if still fragmented, system. Her influence underscores how,
in the absence of structural integration, the management of complex societal issues like
textile surplus can be the key facilitator to the logic familiarity and interpretive capacity of
key individuals (Gautier, Pache & Santos, 2023).

Public awareness: Community and professional logic

Rattvis illustrates how deep immersion in a particular logic constellation can shape both
strategic opportunities and organizational blind spots. In 2025, when their collaboration with
the municipality intensified in response to new textile collection legislation, differences in
institutional logics became more pronounced. Although some friction was expressed, Réttvis
welcomed the increased formalization of second-hand flows through municipal systems.
What was previously informal became subject to regulation and performance indicators and
reflects an outcome aligned with professional and state logics. Their ability to respond to
these expectations reflects a high degree of alignment between their dominant logics and the
evolving institutional environment (Thornton, Ocasio & Lounsbury, 2012).

At the same time, Réttvis reflects on how little the general public understands about
reuse, export, and textile flows. Persistent misconceptions, especially about landfill and
exports signal a disconnect between internal expertise and external perceptions. Their
growing awareness of this gap suggests that communication and public legitimacy are
becoming more strategically relevant. Yet, their external outreach remains relatively limited,
indicating that public education still sits outside their core logic constellation. This may
reflect a broader limitation of community logic. As Thornton et al. (2012) argue, community
logic emphasizes shared values, local trust, and relational legitimacy, but often lacks formal
mechanisms for engaging broader publics. While Rittvis continues to act from a position of
internal coherence, it remains uncertain whether they will adapt their communication
strategies to meet the demands of a more visible and regulated system. Their future
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positioning may depend on whether they interpret this shift as a threat to their legitimacy or
as a chance to expand the boundaries of their hybrid strategy.

For Profit and Market Logic
ReProfit is the most market-oriented actor in the study, exemplifying the core features of a
dominant market logic. Its strategy centers on high turnover and curated second-hand fashion
sold in central, high-visibility locations. Quality is defined by resale potential and alignment
with customer preferences, rather than durability or broader reuse potential. Operational
practices reinforce this orientation through strict centralized quality control limits staff
discretion, in contrast to the more flexible approaches found in community- or
religious-based organizations. Items unsold after four weeks are returned to the customer or
donated to Gudagéva, a pragmatic inventory solution framed around performance outcomes.
Interestingly, ReProfit also employs practices resembling community logic.
Customers receive proceeds from sales via a personal account for future use, and regular
newsletters foster a sense of continuity. However, these features are primarily instrumental,
used to build brand loyalty and encourage repeat purchases. Rather than fostering shared
values or a collective identity, the sense of “community” here supports deeper market
engagement. In institutional terms, this reflects strategic framing, where elements of another
logic are adopted for legitimacy while remaining subordinate to the dominant market
orientation (Magri et al., 2025; Pache & Santos, 2013). Although ReProfit engages in
donation and reuse partnerships, these are peripheral to its strategy. Community concerns or
donor intentions play little role in shaping operations. Reuse is evaluated in terms of brand
coherence and profitability, unlike hybrid organizations that tolerate inefficiencies to fulfill
broader missions. One notable exception to this otherwise consistent logic is ReProfit’s
decision to discontinue online sales. In sum, ReProfit demonstrates how a strong market logic
narrows the scope of reuse to what is profitable, measurable, and brand-consistent.
Institutional logics not only guide what organizations do, but also what they see as legitimate
and strategically possible.

Conclusion

This thesis set out to explore how second-hand actors respond to the growing overflow of
textiles and how institutional logics shape their strategic choices. The findings show that
overflow is not merely a logistical issue but a deeply institutional and managerial dilemma.
Under conditions of excessive supply, second-hand organizations must make ongoing
trade-offs between inclusion and efficiency, values and viability, and local reuse versus global
export. These decisions are shaped not only by operational capacity but by what each
organization sees as legitimate, necessary, and strategically possible, based on their dominant
logic constellation. By grouping organizations according to their institutional logics, the
analysis revealed how different combinations of values and norms produce distinct strategies.
Religious—market hybrids respond to overflow through selective coupling, balancing moral
commitments with economic pragmatism. Community—professional hybrids integrate surplus
into long-term redistribution systems, prioritizing solidarity and continuity over selectivity.
Market-dominant actors, meanwhile, narrow reuse to what aligns with performance
outcomes, customer preferences, and brand positioning. Across all groups, overflow acts as a
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structuring condition that makes institutional logics visible through everyday choices and
trade-offs.

This study contributes to institutional logics research by showing how material
surplus, conceptualized as overflow, is not interpreted neutrally but through competing logics.
Organizational responses are shaped not only by what actors can do, but by how they define
problems and justify strategies. The findings also highlight the paradox at the heart of the
second-hand sector: although these actors are expected to support circularity and absorb
increasing volumes of textiles, they operate under limited influence, uneven expectations, and
systemic constraints. Overflow is not a problem they created, yet it defines much of their
work.

The results suggest that second-hand actors’ practical knowledge of textile flow,
donation patterns, and reuse logistics holds untapped potential for informing upstream
decisions in design and regulation. However, this expertise is often overlooked. Whether this
will change under future legislation such as producer responsibility remains to be seen. In this
way, overflow becomes more than a managerial concern. It offers a lens for understanding
how institutional misalignment shapes sustainability efforts, particularly when
responsibilities are unevenly distributed. One respondent described the situation as one where
second-hand organizations have long handled materials that no one else considered their
responsibility. Now, as regulations evolve, public institutions are beginning to recognize the
complexity and scale of the work these actors have already been doing and often without
formal acknowledgment.

Limitations and future research

This study is based on a small number of interviews and observations within a Swedish
context. While the findings provide analytical insight, they are not representative of the entire
second-hand sector. Future research could explore how strategies for managing overflow
evolve in different policy environments, particularly as producer responsibility and textile
quantification systems become more prominent. It would also be valuable to examine how
second-hand actors navigate the increasing visibility of their sector, and whether this leads to
new forms of legitimacy, collaboration, or institutional tension. Another area for further
research concerns the potential but underutilized role of second-hand organizations in
informing upstream practices. Their close engagement with excess, demand patterns, and
material flow makes them uniquely positioned to influence production and design, yet their
knowledge remains largely disconnected from formal innovation processes. Investigating
whether this knowledge is mobilized, or continues to be ignored, under future regulatory
shifts would shed light on the structural limitations of current sustainability frameworks.
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	Institutional Logics: Theoretical Foundation 
	Hybrid Organizations and Logic Management Strategies 
	Organizations that operate under the influence of more than one logic face what has been called institutional complexity, situations where multiple, and sometimes contradictory, normative frameworks coexist within the same organizational field (Pache & Thornton, 2020). This complexity can generate internal tensions, conflicting expectations, and ambiguity in decision-making. To remain legitimate and functional, hybrid organizations must therefore develop strategies to manage these tensions. In order to analyze how hybrid organizations manage conflicting demands, this thesis draws on logic management strategies outlined by Fitzgerald and Shepherd (2018), who identify compartmentalization and subordination as two core responses. Compartmentalization refers to the spatial or functional separation of institutional logics, allowing distinct value systems to operate in parallel within different parts of the organization. For example, a second-hand actor may apply religious or community logic in donor-facing activities,
	In addition, Pache and Thornton (2021) describe the strategy of selective coupling, where organizations respond to institutional complexity by strategically adopting specific practices or elements from multiple logics, rather than fully embracing each logic in its entirety. This allows actors to craft hybrid structures that appear legitimate to different audiences while preserving internal coherence. For example, a second-hand organization may implement market-based pricing to meet financial expectations, while continuing to frame its mission in religious or community terms. Selective coupling thus provides a means of navigating institutional pluralism without requiring full integration or alignment of logics (Pache & Thornton, 2021). While selective coupling emphasizes strategic combination of practices across logics, some organizations display a more integrated form of hybridity where one logic remains dominant. Some organizations, especially faith-based ones, may instead exhibit what has been described as 
	Sensemaking, Quality, and Moral Discretion 

	Empirical section 
	This chapter presents the empirical findings of the study. The material is structured to first introduce the types of second-hand actors represented in the study, grouped according to their organizational background: nonprofit organizations with religious roots, nonprofit organizations with a social focus, and for-profit businesses. These categories reflect distinct institutional logics that inform how actors interpret and respond to the imbalance between supply and demand in the second-hand textile market. Following the organizational overview, the chapter moves to a presentation of how actors experience this imbalance. The final and main section outlines the strategies used by actors to manage the overflow of textiles. These strategies are grouped into four thematic categories: improving quality, passing on textiles through export, finding new markets, and raising public awareness. 
	Nonprofit organizations with social focus 
	For Profit business 
	The final organization in the study is ReProfit, a commercially operated second-hand business that represents the market-driven end of the sector. Unlike the other actors, ReProfit is profit-oriented and operates without a broader social or environmental mission. ReProfit runs two curated second-hand fashion stores in Gothenburg. The company focuses on selected, seasonal clothing and does not accept vintage items. Customers receive a commission for sold goods, and items are displayed in-store for 30 days. Unsold items are then either picked up by the customer or passed on to Gudagåva for further resale or export. ReProfit’s stores resemble conventional retail environments, with carefully presented merchandise, steamed garments, and a focus on visual appeal. The company maintains a strong communication strategy through membership programs, social media, and clear guidelines on which items are accepted at any given time. Its approach reflects a highly brand-conscious and market-driven interpretation of second-hand
	Strategies for managing textile overflow 
	Better quality 
	Find new markets 
	Another way to manage the imbalance between supply and demand is to find new markets, both for collecting textiles and for increasing resale. Several actors described how they adapt collection infrastructure and seek new ways to reach donors and sales channels. 
	Kollekt explains that they remove their boxes from locations that generate low-quality donations. Several areas in southern Sweden have already been phased out, especially unsupervised and remote sites. Tro&Textil also works actively to improve the proximity of collections. Due to increasing demand from landlords, they are considering expanding collection through collaborations with private housing associations and municipality-owned properties, however logistics must be balanced against economic viability. 
	Tro&Textil has applied to become a certified municipal collector. Their high export share initially weakened their bid, but after changes to the criteria, they now hope for approval. Certification would grant access to larger volumes at recycling centres, which are far more efficient to manage than scattered collection points. 
	Gudagåva also reflects on the challenge of working across sectoral lines. They describe civil society and the private sector as doing different things, and ask how they could work better together toward meaningful environmental change. 
	Managing textile overflow is not only a logistical challenge but also a communicative one. As second-hand organizations absorb more than they can resell or reuse, they must also manage public expectations and explain their role within a changing system. The introduction of the new textile collection law brought second-hand actors into public focus, with growing attention from the media, donors, and municipalities. This visibility presented both an opportunity and a burden: actors were expected to function as experts while continuing to handle increasing volumes of unwanted goods. 
	Several second-hand actors describe a flood of questions from the public and media following the law’s introduction. However, joint communication between actors proved difficult, as handling practices and messaging vary between municipalities and organizations. Rättvis points out that terms such as “waste,” “reuse,” and “recycling” are interpreted differently depending on who uses them, which creates confusion but also leaves space for each actor to define its own message. Communication takes place through stores, websites, boxes, and social media, but many actors express that they lack time, knowledge, or capacity to work more actively with donors. This is described as an area where they would like to do more but find it hard to prioritise given limited resources. 
	All second-hand actors in the study are active in various knowledge and sustainability networks, often combining environmental, social and circular agendas. One organization participates in a circular economy expert group tied to the government. Jämlik describes extensive involvement in research-based and policy-oriented forums at both national and international levels. These networks are used both to share knowledge and to learn from others and are seen as important spaces for visibility and influence. Despite this, several organizations express frustration that their expertise is not taken seriously by producers or in public discourse. S:t Prylar points out that few production companies show interest in how design decisions affect reuse, despite the second-hand sector’s practical knowledge of consumer demand and material flow. 
	Many actors feel that there is little general understanding of how second-hand operations function in general and are used to this. Tro&Textil expresses particular frustration with the public debate about the new textile law and thinks that the public conversation has been childish.  
	It’s mostly about how to throw away old underwear. (Tro&Textil, Regional Manager) 
	Jämlik adds that it is difficult to know how much the public understands. They often encounter media reports that simplify or misrepresent how second-hand flows and exports work. While they acknowledge the importance of correcting misconceptions, they also note the difficulty of responding to everything. They describe the sector as existing in a “bubble of knowledge” that rarely connects with broader societal understanding. The municipality project manager in Gothenburg, highly appreciated by all organizations for her deep knowledge and understanding, initiates network meetings to enhance understanding between different actors. 
	Efforts have been made to create spaces for dialogue, including local network meetings and joint planning efforts, but the underlying logics and expectations often remain unaligned. Several actors emphasize the importance of donor education. They believe that most people donate because they want to do something good and would respond well to clearer guidance. 
	Communication through stores and collection boxes is seen as an effective way to influence donor behaviour. Some organizations report gradual improvements in donation quality, suggesting that messages are having an effect. S:t Prylar also highlights the role of visibility and storytelling in shaping public understanding and engagement with second-hand as a socially responsible act. 
	Mapping primary logics of each organization 
	To begin the analysis, this section outlines the primary institutional logics shaping each organization. While all actors operate under the same urban conditions and regulatory changes, they differ in how they interpret and respond to institutional expectations. Drawing on Thornton, Ocasio, and Lounsbury’s (2012) framework, the mapping shows how religious, community, market, corporate, state, and professional logics are combined and prioritized differently across the field. This overview lays the foundation for analyzing how logic constellations influence strategic action and sensemaking. 
	Kollekt is a nonprofit organization owned by a Christian church, with a mission to support social work. While guided by religious values, Kollekt also applies detailed metrics, efficiency tools, and sales goals to sustain its operations, reflecting strong market and corporate logics. It participates in public collection schemes, showing engagement with state logic, and employs professional expertise in sorting and pricing. Kollekt’s dominant logics are religious, market, and corporate, with additional elements of state and professional logic. 
	Tro&Textil combines religious mission with large-scale professional infrastructure. The organization funds medical aid through second-hand exports and works closely with international partners to ensure control and legitimacy, reflecting professional logic. It also navigates procurement and compliance processes, showing engagement with state logic. Dominant logics are religious, professional, and market. 
	S:t Prylar has religious roots and works for children’s rights. Its values are visible in how it communicates trust and donor intentions. At the same time, it applies market logic through selectivity and innovation, and recently hired a CEO from the retail sector, reflecting professional orientation. Religious, market, and professional logics are all central. 
	Gudagåva blends religious, community, and market logics. Its stores function as work integration spaces and it avoids strict sorting rules to protect the dignity of donors and employees. While market logic is present in retail operations, community and religious logics dominate intake and employment practices. 
	Jämlik is a nonprofit with a strong social mission and international infrastructure. It operates pragmatic export and reuse strategies shaped by community, market, and professional logics. It also engages in advocacy and regulation, reflecting state logic. The dominant logics are community, market, and professional. 
	Rättvis is a nonprofit actor with a solidarity-driven mission centered on justice and inclusion. It accepts all types of donations, aligning with community logic, and is actively involved in policy development, reflecting state and professional logics. Its collaboration with the municipality has intensified in 2025, revealing both alignment and friction between logics. The dominant logics are community, state, and market, supported by professional engagement. 
	ReProfit is a for-profit second-hand business with strict quality control and a strong market orientation. It uses commission-based resale and curated inventories. While it donates unsold items to nonprofit actors and builds customer loyalty, community logic is instrumental and secondary. Its dominant logic is market, with some community elements. 
	 
	 
	Grouping Organizations by Institutional Logics 
	Building on the logic mapping, this section groups organizations based on shared combinations of institutional logics. Rather than assigning each actor a unique combination, this approach emphasizes overlapping logics across organizations and treats additional logics as internal variations within groups. This allows for a comparative analysis of strategies, while acknowledging nuance. As institutional logics theory suggests, hybrid organizations often experience tensions or synergies depending on how logics are combined, which in turn shapes their strategic responses (Pache & Thornton, 2021; Vaskelainen & Münzel, 2018). 
	Religious and Market Logic 
	Better quality: Religious and market logic 
	For organizations shaped by religious and market logics, defining and managing “quality” is not just a technical task but a site of ongoing negotiation. This negotiation becomes particularly urgent under conditions of overflow where high volumes of incoming goods force organizations to decide what is worth keeping. Quality becomes a point where different institutional logics clash i.e. market logics demand efficiency, sales potential, and clear sorting criteria (Martin et al., 2020), while religious and community logics emphasize moral inclusion, trust, and human dignity (Magri et al., 2025), especially when the physical volume of donations exceeds what can realistically be handled. In this tension, overflow emerges as both symptom and driver as it forces organizations to act. High donation volumes create pressure to sort, store, or reject goods, but the criteria for doing so are far from neutral and are shaped by the logic the organization privileges in a given moment. Defining “quality” becomes a way
	A striking example of logic conflict comes from an actor that was fined after a donated jacket contained a forgotten pair of glasses. While Tro&Textil operates under inclusive value-driven logics - and is used to receiving items far more problematic than this - the glasses were classified under export law as illegal. Thus, what the donor likely saw as harmless was, under state logic, a costly violation. As Martin et al. (2020) argue, concepts like “quality” are not neutral but constructed through institutional lenses. In response to this incident, the organization invested in more advanced sorting infrastructure and applied stricter pre-sorting protocols. This illustrates that overflow combined with legal pressures can force a shift from moral openness to operational control. The case also exemplifies compartmentalization (Fitzgerald & Shepherd, 2018) while religious logics govern intake and donor relations, legal and market logics dominate export decisions. Under high-volume conditions, maintaining strict
	At the other end of the spectrum, where religious and community logics dominate more fully, organizations like Gudagåva avoid strict quality criteria out of concern that this would undermine their inclusive mission. This openness makes it harder to limit the inflow of unsellable items, intensifying the challenge of overflow. Gudagåva accepts all donations, trusting that everything has value, but this also creates practical dilemmas. For example, they report being overwhelmed by donations of children’s clothing, yet during field visits, these garments were largely absent from stores. Only a few baby items were seen and no clothes for older children. This suggests that staff make informal judgments about what is presentable or likely to sell. Here, overflow is not just about quantity, but about disconnects between donation patterns and actual demand, a problem that the organization’s values make difficult to confront directly. These tensions are navigated through compartmentalization (Fitzgerald & Shepherd,
	A contrasting case is Kollekt, where a hybrid mission has led to increasingly market-oriented adjustments under overflow pressure. In response to the expected increase in overflow following the new textile law, Kollekt has strengthened its data systems to monitor donation quality in greater detail. This enables them to identify when inflow exceeds manageable levels and respond quickly. During 2025, they have withdrawn from several municipal partnerships where uncontrolled volumes and legal uncertainties have led to escalating waste costs. While Kollekt’s social mission remains intact, financial sustainability has become increasingly critical, leading to a stronger emphasis on market logic. This reflects what Fitzgerald & Shepherd (2018) describe as subordination, where one logic, in this case market efficiency, dominates others in practice. Kollekt increases focus on curating its procurement more selectively to reduce operational risk. 
	Across these cases, quality is not a fixed property but a logic-dependent construct. What one logic sees as usable, another may define as waste or even risk. These tensions become particularly visible under conditions of overflow, where organizations must quickly make strategic decisions about what to accept, keep, or discard, decisions that are deeply shaped by the institutional logics they prioritize. These examples illustrate how overflow brings institutional logics into action and not just shaping what is kept, but also what remains invisible. These tensions around quality also shape what happens when items cannot be sold locally, leading many organizations to rely on export (or passing on) as a necessary response to overflow. 
	Community and Professional Logic 


	 

