
Circular Route

A roadmap for a circular business model

Guido Braam

Dionne Ewen

Lieke Ossenblok

Helen Toxopeus

Karen Maas

Eburon
Delft 2018

Route Circulair 165x240 vs2.indd   3 30-05-18   14:49



Printed in The Netherlands on CyclusOffset, 100% recycled paper. 

ISBN 978-94-6301-205-8

Eburon Academic Publishers, Delft
www.eburon.nl

Original publication: Route Circulair. Een roadmap voor een circulair bedrijfsmodel. Uitgeverij Koninklijke 
van Gorcum. Assen, 2017
Translated from the Dutch by Sue Anderson, Stewart Translations
Cover design: Mischa Pranger
Typesetting: Studio Iris

© 2018. Subject to the exceptions listed in or arising from the 1912 Copyright Act (Auteurswet 1912), no 
part of this publication may be reproduced, stored in a retrieval system, or published, in any form or by 
any means, be it electronical, mechanical, by photocopies, recordings or in any other way, without the prior 
written consent of the publisher. Insofar as reprographic reproductions of this publication are permitted 
under Article 16 h of the 1912 Copyright Act, the relevant statutory fees must be paid to Stichting Reprorecht 
(PO Box 3060, 2130 KB Hoofddorp, www.reprorecht.nl). To include or more parts of this publication in 
anthologies, readers and other compilation works (Article 16 of the 1912 Copyright Act), contact Stichting 
PRO (Stichting Publicatie- en Reproductierechten Organisatie, PO Box 3060, 2130 KB Hoofddorp, www.
stichting-pro.nl).

Route Circulair 165x240 vs2.indd   4 30-05-18   14:49



V 

Contents

Foreword    IX

Preface    XI

Introduction    XIII
The era of the circular economy has arrived    XIV
From talking to doing    XV
The roadmap for a circular business model    XVI

In this book    XIX
A book to inform and inspire    XX
Part 1:  Starting point for a circular strategy    XXI
Part 2:  Focusing on circular ambitions    XXI
Part 3:  The right baggage for circular success    XXII
Part 1:  Starting point for a circular strategy    XXIII

Part 1: Starting point for a circular strategy    1

Chapter 1 –    What drives organizations in choosing a circular  
business model?    3

1.1. Opportunity or necessity?    4
1.2. From necessary evil to business opportunity    5
1.3. Gaining a market-strategy advantage    5
1.4. Supply chain cooperation    8
1.5. Product innovation through smarter use of resources and materials    9
1.6. From possession to use    11
1.7. Earning with waste or through waste reduction    12
1.8. Solutions to raw material scarcity    12
1.9. Reducing negative ecological impact    13
1.10. Social and societal expectations    14
1.11. Government as a driving force    15

Chapter 2 –  Circularity as part of strategy    19
2.1.  From drivers to strategy    20
2.2.  Discover the core qualities of the organization    21
2.3.  Turn your focus outwards: create cooperation and involvement    22
2.4.  Opt for impact    23
2.5.  Choose a distinctive position compared to the competition    25
2.6.  Convert strategy into action    25

Route Circulair 165x240 vs2.indd   5 30-05-18   14:49



CIRCULAR ROUTE

VI 

Part 2: Steering towards circular ambitions    27

Chapter 3 –   Circular innovation model: focusing on an innovative  
business model    29

3.1.  Make an impact with the focus decision    30
3.2.  Choose a suitable perspective    31
3.3.  Step-by-step growth toward maximum circular impact    32

Chapter 4 – Input: focusing on resources and materials    37
4.1.  Independence through choice of materials    38
4.2.  Choose innovative materials    39
4.3.  Find solutions in the waste mountain    40
4.4.  Save materials    40
4.5.  Let’s get to work!    41

Chapter 5 –  Product: focusing on product design and production    45
5.1.  Modular design: products as Lego blocks    46
5.2.  Extending product life    47
5.3.  From materials to technology    48
5.4.  Let’s get to work!    48

Chapter 6 –   Market proposition: focusing on value proposition  
and sales strategy    51

6.1.  A new revenue model, or not?    53
6.2.  Capitalizing on products or services    54
6.3.  A service model can offer the solution    56
6.4.  Offering products and services via a platform    57
6.5.   Offer users a solution    58
6.6.  Encouraging behavioral change    58
6.7.  Put the USP at the center    59
6.8.  A circular image    60
6.9.  Commerce and rethinking    61
6.10.  Let’s get to work!    62

Chapter 7 –  Use: focusing on user optimization    65
7.1.  Get the most out of it     66
7.2.  Put the customer first    67
7.3.  Make sure the customer experience is appropriate    68
7.4.  Let’s get to work!    69

Route Circulair 165x240 vs2.indd   6 30-05-18   14:49



CONTENTS

VII 

Chapter 8 –  End of use: focusing on reuse    71
8.1.  Step by step up the ladder    72
8.2.  Go for maximum value    73
8.3.  Treasure the trash    74
8.4.  Organize access to waste flows    75
8.5.  Facilitate awareness    76
8.6.  Let’s get to work!    76

Part 3: The right baggage for circular success    79

Chapter 9 –  Measuring and reporting impact    81
9.1.  Impact and the impact value chain    82
9.2.  Measuring impact in the circular economy    84
9.3.  From method to topics and indicators    88
9.4.  Reporting impact    90
9.5.  Focusing on impact    90

Chapter 10 – Cooperation and co-creation    93
10.1.  Cooperation in the circular economy    94
10.2.  Controlling: assuming a central role in the supply chain    97
10.3.   Coordinating: harmonizing knowledge and expertise between  

supply chain partners    97
10.4.  Co-operating: joining forces in the supply chain    98
10.5.  Co-creating: working jointly on circular innovation    98
10.6.  Shadow of the future    99

Chapter 11 – Forms of financing    103
11.1.  Circular financing is innovation financing    104
11.2.  What is different about circular financing?    104
11.3.  Internal financing for circular business models    105
11.4.  Service model: internal or external financing?    106
11.5.  External financing: strategies for financing circular innovations    106
11.6.  Who finances which circular business model?    108

Chapter 12 – Technological innovation and data    113
12.1.  Using technological innovation to support services    114
12.2.  Using technological innovation to support operations    115
12.3.  User-friendliness and usability of technological innovation    116
12.4.  Using technology for marketing and to build a community    116
12.5. Blockchain    117
12.6.  3D printing    118

Route Circulair 165x240 vs2.indd   7 30-05-18   14:49



CIRCULAR ROUTE

VIII 

Conclusion and lessons learned    121
Make it important before it becomes urgent    122
Innovation and efficiency go hand in hand with circularity    122
Why’s it taking so long? It’s an integral, organizational change!    123
Leadership and intrapreneurship are essential    124
Practice, don’t always preach    124
From rhetoric to reality: choose real impact    125
Alone you are strong, together you are stronger    126
Finally: what are you going to do tomorrow?    126

Acknowledgments    129

About the authors    131

Glossary    133

Organizations participating in this book    137

Route Circulair 165x240 vs2.indd   8 30-05-18   14:49



IX 

Foreword

Our present-day economy is mostly linear. We search for and extract raw materials, including 
agricultural products; we process them, then consume the resulting products and throw 
away what we call ‘waste’. This model is not sustainable in the long term and will lead to 
unnecessary resource scarcity and wasted value.

Growing numbers of organizations (including NGOs) and companies are working, part-
ly in cooperation with government, on transitioning to a circular economic system in which 
various final or intermediate forms of ‘waste’ provide the raw material for new products or 
product cycles.

The development of the circular economy can offer solutions to the major challenges 
posed by the global food problem, enormous inequalities in distribution and consumption 
of raw materials between rich and poor, production of waste, climate change and the devel-
opment of (bio)renewable alternative energy sources. It also provides a framework for a wide 
range of innovative opportunities and new revenue models.

The fact that we often talk about scarcity of raw materials is strange. Because we are the 
ones making them scarce. Raw materials are often mixed with other products and materials 
before becoming waste, making them hard to reuse. But they are still here on the planet. By 
developing new, smarter supply and value chains, new technologies and new policies, we 
can safeguard the future for coming generations. The business community has a key role 
to play in solving the problem and offering prospects to companies. Close cooperation with 
government, researchers and NGOs will be required.

If we want to continue to use our raw materials and secure food, energy and prosperity 
for the entire global population, we need to change our approach to the use of raw materials 
and transition from a linear to a circular economy. This links sustainability to new revenue 
and business models.

This means making adjustments in four main respects: a more circular structure for 
business chains; innovation and technological development to facilitate this; more respon-
sible consumer behavior; and policies and regulations to make these changes possible.

Circular Route is an important book which describes these circular revenue models. And 
because we are still at the beginning of this transition, it is valuable to discover what went 
well for the thirty-one companies studied, and where lessons have been learned. All of this 
has been converted into a clear approach to interest others in the logic of the circular econ-
omy.

Feike Sijbesma
CEO, Koninklijke DSM N.V.
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Preface

The idea of the circular economy has been circulating in society for some time now. The 
circular economy is a hot topic for government and the business community. It is about 
radically reducing the waste associated with products and services after their period of use. 
Waste is processed into degradable quantities or disassembled and partially reused. Partly 
due to increasing scarcity of raw materials, pressure is also growing for drastic reductions 
in – at the very least – the volume of waste we produce.

The transition from ‘possession’ to ‘use’ and ‘reuse’ is intended to curb the increasing 
scarcity of resources. This task challenges companies to seek innovative ways to update 
their revenue models in forms that combine products and services. By further integrating 
products with services, they create new markets and also the ability to take responsibility for 
the origin and entire lifecycle of their products: ‘cradle-to-cradle’. This responsibility leads to 
the redesign of products and processes, which requires substantial investment. Moreover, 
the reuse of scarce raw materials also creates a potential for revenues.

However, evolving toward new business models is a challenge for many companies. 
Products and organizations often need to be drastically adapted and barriers removed in 
order to exploit opportunities. The design and implementation of circular business models 
leads to major adjustments for companies because the entire chain also needs to be (re)
designed. Producers can make extensive use of electronic communication and platforms in 
order to manage these chains. However, recovering and processing used products inevitably 
raises some complex distribution issues.

It is fascinating to gain an insight into how new and existing companies are able to de-
velop and implement circular business models in ways that reveal opportunities and threats 
for existing companies.

Thanks to the researchers, Stichting Management Studies has succeeded in achieving 
the goal it set itself with the ‘Circular Route’ study, namely investigating relevant manage-
ment topics for the administrative practice of existing companies. The board is very grateful 
to researchers Guido Braam, Dionne Ewen, Lieke Ossenblok, Helen Toxopeus and Karen 
Maas for the performance they have delivered. The supervisory committee, chaired by Dick 
Okhuijsen, CEO of Transparent, has also contributed very actively to the completion of this 
study.

I wish you every success on your circular journey.

Harry van de Kraats
Chair, Stichting Management Studies
June 2018
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‘The Cabinet’s ambition is to work with the business community, 

knowledge institutions and government to utilise scarce raw materials 

and waste flows more effectively, smarter and more profitably. In this 

way we will build a circular economy that is not only good for the 

climate, but also generates income and jobs.’

Henk Kamp, Dutch Minister of Economic Affairs, referring to A Circular 

Economy in the Netherlands by 2050

Introduction
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We are facing a major challenge. And not for the first time in human history. 

Take yourself back to a different era...

The year is 1765. You are a respected textile entrepreneur producing handwoven fabrics for 
wealthy citizens. The ‘Spinning Jenny’ has just been invented: a huge step forward. You are 
of course aware of the possibilities of the steam engine, invented sixty years earlier, but it will 
be many years before James Watt’s invention becomes applicable on a broad scale. So you 
keep doing what you’ve always done: weaving and spinning in the same way as the Ancient 
Egyptians were doing as long ago as 3400 BC. After all, you ‘don’t have a crystal ball’ and 
you ‘won’t be around to see it’. 

The fact that you are operating in the middle of the first industrial revolution won’t be-
come clear until a hundred years later. The fact that it would turn out to be a Copernican 
Revolution – a paradigm shift with major repercussions in the social, spatial, philosophical 
and cultural domains – no-one could have predicted. Or could they?

THE ERA OF THE CIRCULAR ECONOMY HAS ARRIVED

The era of our linear system – where materials and products have a short, finite life and are 
then destroyed – is not yet over. But we already know that this system is finite: raw materials 
cannot continue to be depleted indefinitely and the climate is changing dramatically due to 
our current system of industrial production. 

A transition to a circular economy offers not only solutions but also countless opportuni-
ties, as we in the Netherlands well know. The National Agreement on the Circular Economy 
has been signed by more than 200 parties, and the government has set itself the ambition 
of a ‘Circular Economy for the Netherlands’. Smart economic solutions such as waste reduc-
tion and innovation in terms of products or materials can help to counteract the depletion of 
natural resources. At international level too, there is a mandate for sustainable use of natural 
resources in the shape of the Sustainable Development Goals1 (SDGs). Combating climate 
change, clean energy, sustainable cities, and responsible consumption and production are 
key priorities of the SDGs. 

Our definition of the circular economy

A circular economy is a resilient economic system that creates value now and is 
sustainable in the future. In a perfect circular economy, all materials are constantly 
recirculated without wastage and without waste. The economic system can create 
value by maintaining and improving social aspects, economic aspects and health.

1 www.un.org/sustainabledevelopment/sustainable-development-goals/, retrieved on 20 July 2017
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The circular economy is founded on six principles that need to be balanced within the 
system: materials, energy, water, society, health and prosperity. This means that recy-
cled materials must not be harmful to people or the environment and that economic 
prosperity is part of a circular economy as well. Organizations can capitalize within 
a circular economy by means of cost reduction and/or a profitable revenue model. 

The transition to a circular economy calls for a broad approach incorporating technical, so-
cial and system innovations. If we succeed in this, the era of the circular economy could well 
herald the next industrial revolution.

FROM TALKING TO DOING

Numerous reports and studies have been published on the opportunities offered by the 
circular economy.2 In practice, things are less manageable. Organizations face a concrete 
challenge: how to translate these lofty circular ambitions into practice? For a successful 
transition, organizations need to look for innovation in their business models that will help 
to preserve the value of materials. Ways to do this include reusing products, parts and ma-
terials and/or extending use by using materials in smarter ways or by switching to a service 
model. The circular economy offers opportunities for innovation through smarter use of raw 
materials, reduction of waste streams and cooperation in the supply chain. 

At the same time, organizations face other challenges: adapting product designs, re-
structuring the internal organization and setting up new agreements or partnerships with 
suppliers and investors are not things you can just do ‘on the side’. This also entails invest-
ment, accompanied by uncertainty as to whether these costs of change will generate the 
expected savings or returns at the end of the journey. Circular economy is an opportunity 
that raises many questions in practice, without much clarity as to where an organization can 
start tomorrow to organise itself accordingly step by step. 

This book has been written to help organizations get started with a circular business model. 
Besides sharing our own experiences and vision of the circular economy from a business 
and/or academic perspective, this book includes contributions from many companies and 
organizations that have already started working on the circular economy. To this end, we 
have developed a ‘circular innovation model’, supported by practical examples. This book 
serves as an inspiration to integrate circular economy into new and existing organizations, 
despite the limitations that undoubtedly exist. We want to move from ‘talking about the cir-
cular economy’ to ‘doing the circular economy’: as a strategy both for future-proof business 
innovation and for future-proof economic/ecological systems. 

2 http://cdn.hetgroenebrein.nl/wp-content/uploads/2015/02/KennisKaart-Circulaire-Economie- 
Het-Groene-Brein-copy.pdf, retrieved on 20 July 2017
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THE ROADMAP FOR A CIRCULAR BUSINESS MODEL

The transition from a linear to a circular business model can be seen as a journey. And not 
just a single journey: it is a voyage of discovery to a new continent for which a roadmap is 
slowly beginning to emerge. It is important to set a clear direction, to steer where possible 
and to make sure you are carrying the right baggage. The journey is innovative and involves 
trial and error. The starting point is different for every organization. While one organization is 
still exploring the concept, others are already taking steps toward a circular business model. 
This is why you can ‘board’ at various points on this roadmap. With this book, we provide 
everyone who wants to continue their circular development with the right tools they need to 
take steps. We consciously use the term ‘organization’ in this book, because we believe that 
large, established companies and organizations play a role alongside SMEs and start-ups. 
Nor do we leave out the promoting role of government, knowledge institutes and NGOs. 
Service-providing organizations also feature in this book.

We outline a hopeful but realistic view of circular business models and what it takes to 
integrate them successfully into start-ups and existing organizations. We hope that this will 
both encourage and help you to make strategic decisions in transitioning to a circular busi-
ness model, so that the circular economy succeeds for your organization as well.
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‘We are aiming to be climate-neutral by 2020. This has encouraged our 

employees to think about making our processes even more effective 

and upgrading our residues. Our employees have ensured that we will 

achieve our plans.’

André Struker, Strategic Advisor, Waternet

In this book
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A BOOK TO INFORM AND INSPIRE

We have structured this book based on a circular innovation model developed in this study 
for organizations wishing to start working with the circular economy. The starting point for 
this model is that every organization in the circular economy begins with one or more driv-
ers: the motivation of an organization to set itself a circular goal. Based on these drivers, a 
circular strategy is developed (Part 1). If the organization has the ambition to realize a circu-
lar strategy, it needs to steer toward it. In this study, we looked from a business management 
perspective at how organizations can focus on different parts of their business model in 
order to adapt it from a circular perspective: this is the circular innovation model (Part 2). It 
is often referred to as a circular business model, but in principle it is a business model that 
is guided by a circular strategy. 

 M
EASURING IMPACT                                              

       
     

  TECHNOLO
GY

  C
OOPERATION       

                                       FINANCING

input

use

product

market
proposition

end of use

STRATEGY

STEERING 
BY CIRCULAR

INNOVATION MODEL

ORGANIZING
PREREQUISITES

Figure 0.1.: Roadmap to a circular business model
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In this study we also defined four prerequisites for operating successfully in a circular econ-
omy: measuring, reporting and focusing on impact - setting up cooperation - organizing 
financing - using technology. Organizations need to consider, based on their strategy and 
context, how to put each of these prerequisites in place (Part 3). In our view, this can also 
include organizations making a conscious decision not to use technology or, in principle, 
not to enter into cooperation. The art is to make balanced choices so that organizations 
can embed circularity in their structure in a well-considered and impactful way. Where one 
organization may be able to create maximum impact through circular procurement, it may 
make sense for another organization to collect used products so that they can be reused.

PART 1: STARTING POINT FOR A CIRCULAR STRATEGY

‘Logic will get you from A to B. Imagination will take you everywhere’, said Albert Einstein. 
A strategic process is not a dry step-by-step plan that will mathematically lead to the right 
choices. Listening carefully and looking closely at the current situation and at what is hap-
pening in the outside world points to the direction where opportunities for the future lie. 
This often starts with a number of individuals in the organization, motivated by their per-
sonal drives and values. For this reason, the first part of the book focuses on the drivers that 
lead top managers and entrepreneurs to adopt a circular business model. Are they driven by 
a mission, risks or opportunities? Did the impetus come from fluctuations in raw material 
prices, or is there a market opportunity focused on use rather than possession?

The exploration phase, i.e. exploring whether and how the circular economy can be mean-
ingful for an organization, is central to the first part of this book. An important aspect here 
is the starting point: what is the organization’s current situation? What trends and develop-
ments can be exploited immediately? We give examples of drivers that have motivated other 
organizations to start working with a circular revenue model. We also discuss finding the 
right strategy, because circular ambitions are inseparable from the organizational structure. 
We conclude with the strategic considerations for an organization in making the transition 
to a circular business model.

PART 2: FOCUSING ON CIRCULAR AMBITIONS

How do you move from strategy to action? While some organizations choose to use circular-
ity as a distinctive market proposition, others choose to keep changes within the organization 
and not to communicate about them externally. This is a strategic decision. 

In this part we introduce the circular innovation model. Using this model, we discuss the 
options for guiding strategy based on various focal points within the organization’s business 
operations. The focal points we discuss are input, product, market proposition, use and 
end of use. To give concrete illustrations of these focal points, we use examples from the 
thirty-one organizations we interviewed. Each focal point is discussed in a separate chapter 
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which concludes with the most important initiatives for focusing on this specific aspect of 
business operations. 

PART 3: THE RIGHT BAGGAGE FOR CIRCULAR SUCCESS

What are the prerequisites for a successful circular business model? In this part we look 
more closely at four important preconditions that constitute the right baggage to carry for a 
conscious embedding of circularity in business operations: measuring, reporting and focus-
ing on impact; successful cooperation in the supply chain; financing of circular initiatives; 
and use of technological innovation to make a circular business model a success. 
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Chapter 1 – 
What drives 
organizations in 
choosing a circular 
business model?

‘I don’t want my headstone to say I was responsible for 3 million tons 

of waste in a lifetime. It got me thinking: what are we doing on this 

earth? Actually, we are a producer of waste. Everything we produce 

becomes waste. That gives us a huge responsibility.’

Gé Moonen, CEO, Moonen Packaging
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