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“Our goal is to transform the waste industry and prove that you can build a highly
commercial profitable company with significant benefits for society. But there are rules
that get in the way of whether you can grow as fast as a conventional business, and
that needs to be addressed.”

Jan Willem van Bokhorst, Co-founder and Chief Value Oscar, Oscar Circulair

The True Profits Initiative is striving to make im-
pact-driven business models the most profitable
and most competitive in the market. Across sectors,
businesses are proving that reducing negative exter-
nalities and creating societal value can co-exist with
strong commercial performance, yet these remain
isolated proof points rather than the market stand-
ard. To achieve this at scale, it is essential to close
the existing Profitability Gap impact-driven business-
es face. Currently, market conditions do not reward
solutions that reduce negative externalities or cre-
ate societal value through financial returns. In turn
this limits these impactful business models’ ability to
scale. Closing the Profitability Gap requires a com-
bination of business model innovation and market
incentives that make impact profitable.

This case study explores how Oscar Circulair, a cir-
cular waste collector is closing the Profitability Gap.
It examines how the company is managing to bring
together the commercial business success with en-
vironmental and social impact, while operating in a
very competitive sector.

This case study was brought about through the col-
laboration between the Impact Economy Foundation
and the Impact door Groei program of FNO. The
Impact door Groei program aims to maximize the
growth opportunities for impact companies. One of
their goals is through stimulating the growth of im-
pact companies, all people in vulnerable situations
in the Netherlands can participate optimally, accord-
ing to their wishes and ability, in society.
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About Oscar Circulair

Oscar Circulair is a waste and raw materials collector
operatingin Amsterdam, Rotterdam, Utrecht,and The
Hague. Oscar organises collection at neighbourhood
level by establishing circular waste collectives in
collaboration with local businesses and partners.
Businesses receive convenient collection bins thatare
emptied daily by lightweight zero-emission electric
vehicles, allowing up to 19 different material streams
to be separated without taking up much space.
Unlike conventional waste collection, which relies on
large trucks emptying anonymous containers on the
street, Oscar's collectors go inside each business to
collect and sort waste streams in person. The fact-
to-face model creates social value as collection is no
longer an anonymous transaction, but an ongoing
relationship between collector and business. This
also means that containers and loose bags are
removed from the streetscape as much as possible,
reducing litter and improving the urban environment.
Once collected, material streams are transported
to a local raw material hub where they are
consolidated, compressed, and then efficiently
transported to carefully selected processing
partners who prepare the raw materials for reuse.

“The company is not an add-on
impact company, but operates in a
fully competitive market, aiming to

demonstrate that a commercially
profitable company can also create
societal value” - Van Bokhorst
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The Impact of Oscar Circulair

Oscar's team, includes 19% of people in vulnerable
positions in the labour market. These workers,
build up knowledge and routine and become a
familiar face in the neighbourhood. Their team
currently consists of 180 team members. In 2025
Oscar worked across 16 circular waste collectives,
achieving an average raw material separation
rate of 60% compared to 35% before Oscar. They
reduced residual waste by 25 percentage points
and saved 1,415 tons of CO, in the value chain.
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Understanding Oscar Circulair’s
Profitability Gap

The waste sector illustrates many of the challeng-
es faced by impact-driven businesses. Historical-
ly, commercial waste systems have been designed
around disposal rather than recovery. Prior to Os-
car's intervention, approximately 65% of commercial
waste was being sent for incineration, destroying
valuable materials that could otherwise be reused.

At the same time, many of the negative externalities
associated with conventional waste collection remain
unpriced. The primary example is the cost of poorly
sorted waste ending up in the landfill, incinerated
or downcycled instead of properly revovered. Addi-
tionally, congestion, emissions, road and canal dam-
age, litter, and social exclusion impose costs on soci-
ety that are rarely reflected in market transactions.
Oscar generates value by reducing these costs in cir-
cular waste collection and sorting high quality waste
streams. The company achieves purity rates of 99.4%
atcollection and 99% approval at processing facilities,
creating exceptionally high-quality material streams.
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Yet much of that value is not (yet) reward-
ed by the market. As Van Bokhorst explains:

“We do not get paid for the profits we
generate for society, we get paid for
the resources that we collect and the
better we collect them. But there is no
system in place yet where we get extra
revenues for the higher quality of raw
materials we collect.”



How Oscar Circulair is Closing
the Gap

Business Model Innovation

Oscar narrows the Profitability Gap through a fun-
damentally different approach to waste collection.
Rather than relying on large trucks collecting
containers from the street, Oscar collects waste
streams directly from inside businesses. This creates
a more personalised interaction with customers and
results in higher-quality separated waste streams.

The company has also
pricing system to reward

redesigned its
circular behaviour.

Businesses pay less when they separate waste
more effectively, and lower their overall waste
production.

Service pricing is partially based on the kilo-
grams of waste generated over the previous six
months, encouraging continuous improvement
rather than one-time compliance.

Under this model, residual waste becomes the
most expensive waste stream. Businesses are
therefore rewarded financially for reducing waste
generation and increasing separation rates.

Beyond pricing, Oscar's collection model creates
regular interaction between collectors and business
owners, a level of engagement largely absent from
conventional waste collection systems. Because Os-
car's collectors physically enter each business and
engage directly with the staff managing the waste
streams, they build ongoing relationships rather
than one-off transactions. Oscar deliberately choos-
es recognizable collectors who are in direct daily
contact with customers, and this familiarity is what
drives better outcomes: as trust builds between
collector and business, waste separation becomes
more enjoyable and effective, not simply because the
collector is physically present, but because the rela-
tionship itself creates accountability. Having regular
“Oscars” in the neighborhood fosters a sense of fa-
miliarity and connection, and this presence extends
beyond individual businesses to the wider neighbor-
hood, collectors become a known, trusted fixture in
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the streets they serve, helping knit together people
from different social circles who might not other-
wise interact. This personal presence contributes
to both social inclusion and community cohesion.

An additional social impact Oscar brings is by de-
creasing the number of waste bins on the street,
the amount of visable litter decreases. Further-
more as the Oscar model means less fossil-fuel
trucks on streets, that helps cleaner air in the city.
As Van Bokhorst notes:

“We changed everything: the
pricing system, the logistics system
and the system for working in the
neighbourhood. We do not see people
and materials as single use products,
that is one of the biggest problems of
the current economy.”

Throughredesigninglogistics, incentives, and custom-
er relationships simultaneously, Oscar has created a
business model that captures value from activities
that conventional waste collection systems do not.




The Role of Existing Regulations

model innovation is cen-
success, existing regula-
reduce the Profitability Gap.

While  business
tral  to Oscar's
tions also help

Zero-emission zones in Dutch cities create a reg-
ulatory environment in which Oscar's electric ve-
hicles hold an advantage over conventional die-
sel waste trucks. Weight restrictions in canal
districts similarly support Oscar's lighter collec-
tion vehicles. This also reduces damage to canals
caused by heavy trucks waste collection trucks.

Additionally, Amsterdam'’s container regulations pro-
vide another example. Businesses are not permitted
toleave waste containersonthestreetthroughoutthe
day, making Oscar’s indoor collection model particu-
larly attractive. When these regulations are enforced,
they directly increase demand for Oscar's services.

The company also participates in municipal dis-
cussions about waste policy. Traditional waste
companies frequently argue that stricter circular
regulations are impractical or impossible to im-
plement. Oscar's operating experience allows it to
challenge these assumptions by demonstrating
that alternative approaches can work in practice.

Oscar's experience therefore is not only a busi-
ness advantage but evidence that enables pol-
icymakers to pursue more ambitious circular
policies. In this sense, the company's business
model becomes a demonstration of what is al-
ready possible under existing regulatory conditions.

What is Needed to Scale?
Remaining Structural Barriers
Despite its success, Oscar continues to face

several structural barriers that Ilimit its abil-
ity to close the Profitability Gap completely.
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One central challenge concerns the taxation system.
Currently, labour is taxed more heavily than virgin
materials. Even though circular systems depend
heavily on labour-intensive activities such as
collection, sorting, repair, customer engagement, and
quality control, Oscar's model creates value through
people-intensive processes that improve material
recovery and generate local employment. This
creates a structural distortion. Businesses that create
value through resource recovery and human labour
face relatively higher costs than businesses that rely
on extracting new resources and disposing of waste.

Atthe sametime, the absence of mandatory recycled-
content requirements allows virgin materials to
compete on more favourable terms than recycled
alternatives. This is because the current market
price of virgin materials does not reflect their full
environmental costs. It remains cheaper to dispose
of virgin materials then recover recycled ones.
This is due to the fact that recycled materials carry
additional costs for collection sorting and processing
before they can be substituted for virgin inputs. In
the absence of regulation manufacturers will default
to whichever option is cheaper. This weakens the
economics of recycling and limits the value that can
be captured from high-quality recovered materials.

This imbalance plays out directly in the market
for waste contracts as Van Bokhorst says:

“ The main problem is that it's still
cheaper to incinerate all your waste,
so the playing field is not equal when

other concurrents (the traditional

market) can offer clients a simple
bulky” waste contract for one or two
streams, and we offer fine-grained

contracts for at least five streams.”



What Needs to Change?

According to Van Bokhorst, the solution is not
preferential treatment for circular business-
es but fairer market conditions, for competition.
Central to this is tax reform. Lowering the tax bur-
den on labour would directly benefit circular waste
collectors like Oscar. Additionally, raising the tax
on virgin materials could help level the playing
field between virgin and recycled materials. For
instance, having mandatory recycled-content re-
quirements would significantly strengthen the eco-
nomics of circular systems. This change is already
beginning. From 2030, the EU's Packaging and
Packaging Waste Regulation (PPWR) will require
plastic packaging to contain a minimum share of
recycled content (see the PPWR EU regulations).

Even relatively modest requirements of 10-20% recy-
cled contentwould create stable demand for recycled
materials and improve the viability of circular collec-
tion and processing models. Van Bokhorst explains
that rewarding high quality waste streams benefits
both recyclers and the lifespan of non-virgin materi-
als: once recyclable materials hold more value than
residual waste, something that can also be achieved
through a higher tax on incineration or landfill, burn-
ing waste simply stops making economic sense.
As Van Bokhorst says:

“It is not about creating a tax

advantage system for us. You just have
to make it more equitable in taxation,

for those who cause the damage to

materials and society. That is not

very difficult, and if they did, the old
(conventional) companies would have
a bigger problem than they do now.”

The objective is to create a system in which im-
pact driven companies compete under the same
conditions as conventional business models.
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Van Bokhorst's specific call to action is a call to in-
vestors to finance impact driven companies, so
that they have the capacity to have greater in-
fluence over changing the rules of the game.

“We have to grow. I don’t think we
need to become the bigger company,
we need to grow seriously to turn the

market as a whole.”

Some of this shift is already underway. Amsterdam’s
2026-2030 coalition agreement points towards
shifts in regulation and clear policy acceleration
that will support Oscar's business model. From
mandatory commercial waste contracts, an ex-
panding zero-emission zone, focus on waste pre-
vention and seperation at the source to explicit
support for circular and social-enterprise models.


https://environment.ec.europa.eu/topics/waste-and-recycling/packaging-waste_en

Conclusion

Oscar Circulair's business model innovation in the
waste sector demonstrates that a different reality
is possible. The case illustrates both the potential
and the obstacles of impact-driven business mod-
els operating within current market conditions.

On the innovation side, Oscar Circulair has
shown what is achievable at the business mod-
el level. Through innovations in logistics, pricing,
customer relationships, and circular collection
systems, the company has demonstrated that en-
vironmental and social impact can be integrat-
ed into a commercially viable business model.

On the regulation side, however, the case also high-
lights that a portion of the Profitability Gap remains
the result of broader market structures rather
than deficiencies in the business model itself. Tax
systems, financing practices, and regulatory de-
sign continue to shape competitive outcomes, of-
ten independent of how well a business innovates.
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Taken together, this case shows evidence that
impact-driven  business models can succeed.
The question now is how quickly markets, inves-
tors, and governments are willing to adapt the
market incentives that determine whether such
models remain niche innovations or become
the foundation of a more sustainable economy.
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