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“What can we do to make a difference?  How can we make the world a little better?  

In short, how do we become the Tony Chocolonely of potting soil and fertilizers?” 

 

–Natalie Bogtman, co-founder / co-owner, ORO 

 

Natalie Bogtman sighs. It’s September 2024, and she gazes out from the warehouse. Outside, the sun 

shines brightly, while inside, the buzzing sound of the press converting sheep’s wool into pellets that can 

richly and sustainably nourish plants, prevails. Not just any artificial and short-lived energy boost, but 

truly a natural and sustainable one. She likes to compare the pellets to a granola bar; she’s proud of the 

product. Throughout her life, she’s had a passion for wool, and it saddens her that millions of kilograms 

of this beautiful product are discarded each year. With the company OROwolkorrel, which she recently 

started with her husband, Maarten van Dam, she can, in a way, give wool back to nature. It couldn’t be 

more beautiful and “circular”. But she knows better than anyone that there are still countless challenges 

to overcome. Dreaming is wonderful, but the harsh business reality is often different. Still, she has 

confidence. Didn’t Tony Chocolonely’s dream seem unattainable too? 

 

 
THE DREAM 

 

Natalie Bogtman and Maarten van Dam started the company OROwolkorrel more than two years ago to 

convert wool into pellets that serve as an excellent alternative to peat. Peat has traditionally been used to 

regulate moisture levels in potting soil. In the Netherlands, seven million cubic metres of peat are used 

annually. However, wool pellets are a much better alternative. You mix the pellets with the soil, which 

helps it retain water better. The pellets expand, creating more space, allowing roots to grow better and 

releasing organic nitrogen. This way, it provides slow nutrition for the plants, leading to better sap flow 

and root growth. Much better than the current peat, which in addition has a very large ecological 

footprint. Worldwide, when peat is excavated, more carbon dioxide (CO2) is released than all aviation 

combined—an underappreciated but massive issue with a significant impact on global warming. 

 

And how wonderful would it be to immediately help farmers and shepherds? In the Netherlands alone, 

there are two million kilograms of sheep’s wool available annually, which currently goes unused. In 

Europe, there are still a few countries with a textile industry that uses sheep’s wool, but it is limited. 

Export from the Netherlands is not profitable and would also result in a considerable ecological footprint. 

Additionally, not all wool is suitable. Now, sheep’s wool in the Netherlands currently only entails costs. 

Not only do the sheep need to be sheared, but the wool also has to be disposed of as waste. 



ORO: FROM CIRCULAR DREAM TO THRIVING BUSINESS Page 2 

 
 

 

By converting wool into pellets for fertilizing soil, you hit two birds with one stone—a significant 

reduction in both CO2 emissions and the disposal of a valuable organic product. It is the ultimate form 

of circular economy. Bogtman and Van Dam became so enthusiastic about this concept that they both 

quit their jobs—Natalie in tourism and Maarten in architecture—and started OROwolkorrel.  ORO stands 

for “Overige Reststromen Opwaarderen”, in English Upgrading Other Residual Streams. “Wol” is wool, 

and “korrel” is pellet. Of course, ORO is also a nod to the Spanish word for gold.  

 

OROwolkorrel has been testing for over 2 years and the production line is now operational. The Ministry 

of Agriculture has granted approval after conducting various soil tests. Production can now drastically 

be increased. The goal is 280 tons per year. The sale of fertilizers is done in large quantities, so the 

success of this product depends on mass production. All lights are green, but now it’s time for the crucial 

step. How to make the leap from the testing phase with a promising concept to a healthy company with 

sufficient market potential? 

 

Fourteen organizations, including the Ministry of Agriculture, Nature and Food Quality (LNV), the 

Action Group Turf-Free, and the Association of Potting Soil and Substrate Manufacturers of the 

Netherlands (VPN), recently agreed on how to gradually reduce the peat content in the coming years. 

These agreements have been documented in the Environmental Impact of Potting Soil and Substrates 

covenant. According to these new agreements, the use of peat for the professional market must be 

reduced by 35 per cent by January 1, 2025, and for the consumer market (such as bags of potting soil at 

garden centers) by 60 per cent. In the years that follow, these percentages will increase significantly. By 

2050, substrates and potting soils will be climate-neutral and will consist of at least 90 per cent renewable 

materials. 1  2  

 

This constitutes a major opportunity for OROwolkorrel. Both in the professional and consumer markets, 

one will have to search for alternatives. How do Bogtman and Van Dam ensure that both markets see 

their Orowolkorrel product as the best alternative? This is not easy because there are already several 

alternatives available. Often still with a considerable ecological footprint and mostly without all the 

additional benefits that wool pellets naturally possess, such as sulfur, potassium, and organic nitrogen. 

These alternatives may seem environmentally friendly and initially appear much cheaper, but in the eyes 

of Bogtman and Van Dam, they definitely are not. But how do they effectively communicate the positive 

story of wool pellets?  

 

Particularly, the wholesale industry tends to think conservatively. So far, the major fertilizer companies 

and potting soil mixers have only been focusing on price. The margins are tight. If you raise the price 

per cubic metre by just a few cents as a potting soil seller, plant growers and other large buyers start to 

complain. It’s a very price-sensitive market. That’s why there’s a constant danger of looking at seemingly 

cheaper alternatives such as coconut fibers, coffee grounds, or cocoa husks. However, in the long term, 

wool is cheaper because it provides the right soil composition all at once: it provides additional nutrients 

that would otherwise have to be purchased separately and mixed in, it regulates moisture levels, and it 

ensures proper soil aeration. Own test results and other scientific research worldwide have clearly 

demonstrated this. The question is: how do you convey and sell these benefits? 

 

On the consumer market, the story about the significant benefits of wool pellets seems to resonate better, 

especially in the so-called bio-market. OROwolkorrel already sells small pots of pellets online directly 

to customers, but it also supplies to online retailers and some supermarkets. However, a well-thought-

out strategy for the best sales to end consumers still needs to be developed. Another headache that still 

needs to be resolved: Which markets exactly? Which channels? What should the communication 

 

 
1 https://www.wur.nl/nl/onderzoek-resultaten/onderzoeksinstituten/plant-research/glastuinbouw/show-glas/op-weg-naar-
veenloze-potgrond-en-substraat.htm  
2 https://www.lto.nl/wp-content/uploads/2021/11/Brief-partijen-aan-minister-LNV-21-juli-2021-over-substraten.pdf 

https://www.wur.nl/nl/onderzoek-resultaten/onderzoeksinstituten/plant-research/glastuinbouw/show-glas/op-weg-naar-veenloze-potgrond-en-substraat.htm
https://www.wur.nl/nl/onderzoek-resultaten/onderzoeksinstituten/plant-research/glastuinbouw/show-glas/op-weg-naar-veenloze-potgrond-en-substraat.htm
https://www.lto.nl/wp-content/uploads/2021/11/Brief-partijen-aan-minister-LNV-21-juli-2021-over-substraten.pdf
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message be? Can OROwolkorrel do this on its own or is it better to find a partner? So many questions 

that still need to be answered. For this, Bogtman and Van Dam have given themselves another year. By 

then, there must be a clear strategy for the consumer market.  

 

It is clear that much higher margins can be achieved in the consumer market than in the professional 

market. In fact, Bogtman and Van Dam believe that OROwolkorrel could solely exist from customers in 

the consumer market. But that clashes with their grand dream: transforming wool from a waste product 

into a valuable product that can fertilize the soil. The ultimate goal is to solve the wool waste problem 

and even pay the farmers for it. Right now, farmers receive nothing and even have to pay to have it 

disposed of as waste. OROwolkorrel wants to solve that. And precisely by doing that, a significant 

contribution is made to reducing climate change. And for that, the potting soil mixers, the “big players” 

in the production chain, are needed because only they can make the difference in the market. 

 

Natalie Bogtman can't help but recall the founder of Tony Chocolonely. Didn’t he have a dream that was 

similar? Wasn’t he facing similar challenges and also fighting against the “big players” in the chain who 

only focus on costs and don't take responsibility for all the harmful consequences? And look at how 

successful Tony Chocolonely has become in the meantime! 

 

Tony's Chocolonely, a Dutch chocolate brand founded in 2005 by journalist Teun van der Keuken, was 

inspired by the revelation of ongoing (child) slave labor on cocoa plantations. According to Van der 

Keuken this exploitation stems from the unfair dominance of a few chocolate giants in the supply chain, 

who keep cocoa prices low to maximize profits, trapping farmers in poverty and often leading to child 

labor and slavery. To combat this, Tony’s Chocolonely invests in long-term partnerships with cocoa 

farmers, establishes fair price agreements, and empowers farmers to improve productivity for a decent 

income. Their goal is to create commercially successful chocolate without resorting to modern slavery 

or exploitation. There is still a long way to go, but in recent years, Tony Chocolonely has grown rapidly, 

and the chocolate is now available in many countries in Western and Northern Europe. 

 

“Our goals are similar,” Natalie muses. “We aim to help farmers.  We’re turning waste into a valuable 

product and sell commercially successful potting soil without emitting any more CO2 during its 

production and further damaging the planet.” How do Bogtman and Van Dam make this dream come 

true? How to turn this dream into a feasible and sustainable business model while holding onto their 

vision? 

 

 
THE IMPORTANCE OF PRESERVING PEATLANDS 

 

Peatlands are crucial for the global climate and serve as unique habitats for biodiversity and nature. Peat, 

a product of millennia-long processes involving partly decomposed wetland plants, compacts at a rate of 

1 millimetre per year. Consequently, the loss of peat due to large-scale harvesting for horticulture, and 

to drainage for arable land, grassland and forestry is irreversible on human timescales. With over two 

billion tonnes of CO2 emissions, drained peatlands contribute about 4 per cent of all human-made 

emissions globally. More than 10 per cent of the world’s 500 million hectares of peatlands are already 

drained, with certain regions in Central Europe exceeding 90 per cent. Each year, another 500,000 

hectares of peatlands vanish, resulting in ten times faster loss of peat layers compared to intact peatlands. 

Although peatlands cover only 3 per cent of the world’s land, they store about twice as much carbon as 

all the world’s forests combined, which make up almost a third of the land area.  

 

Dr. Imme Scholz, President of the Heinrich–Böll-Stiftung: “The worldwide drainage of peatlands causes 

significantly more CO2 emissions than global air traffic. In Europe, drained peatlands are responsible for 

about 7 per cent of all greenhouse gas emissions, in agriculture and land use even for more than one third 

of all greenhouse gases. In terms of global emissions from drained peatlands, the EU is in one of the top 
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three positions, with just under 12 per cent, along with Russia (12 per cent), and Indonesia with 34 per 

cent.” 

 

Jan Peters, Managing Director of the Michael Succow Foundation, adds: “In the European Union, 50 per 

cent of peatlands have been drained and degraded. In order to achieve overarching environmental and 

climate goals and fulfil the commitment of the EU Green Deal, the EU must rewet at least 500,000 

hectares per year. We urgently need to accelerate the speed and scale of peatland restoration efforts 

throughout the continent. More effective governance of peatlands in coherent policies is key to deliver a 

triple win for the climate, people and the planet. Besides legally binding targets for peatland restoration 

set in a decisive, concrete and transparent manner, i.a., in the EU Nature Restoration Law”.3 

 

Additional environmental damage is also caused by the fact that the peat extracted and “harvested” for 

soil improvement elsewhere often needs to be transported over long distances. For example, most of the 

peat sold in the Netherlands comes from the Baltic states. 

 

 
PEAT ALTERNATIVES 

 

The popularity of peat among both professional and amateur gardeners is not without reason. Peat retains 

water without causing root rot, making it a great base for garden and potting soil. Its pH level and nutrient 

content are also flexible depending on your plant’s needs. To top it off, it is lightweight when dry, making 

it relatively cheap and easy to transport. New regulations imposed by the European Union and an 

increased environmental awareness among customers, however, compel peat traders to seek 

environmentally friendly alternatives: 

 

• Both wood fiber and chips are derived from untreated wood scraps. Wood chips, with their 

coarse texture, are excellent for improving soil drainage, while wood fiber, finer and less 

structurally stable, offers a loose, airy substrate. However, wood materials have limited nutrient 

and water retention capabilities. 

 

• Bentonite, a natural clay mixture, swells as it absorbs water, effectively enhancing soil water 

retention; in addition, it can be used for soil aeration. Found in abundance in deposits near 

ancient volcanic activity.  

 

• Coconut materials, such as coconut pulp and coconut fibers (coir), provide structural stability 

but store few nutrients. Coconut chips, similar in shape to wood chips, offer good drainage and 

aeration properties, although they retain less water than peat. 

 

• Rice husks, obtained during the milling process of rice grains, lighten soil and increase 

permeability. However, they do not retain significant amounts of water or nutrients. 

 

• Perlite, a volcanic glass, expands when heated and retains some water while remaining pH 

neutral. Though it doesn't hold nutrients, adding perlite to soil creates a well-aerated and well-

draining substrate. 

 

• Pine bark, sourced from pine trees, enhances soil aeration but contains minimal nutrients. It can 

be supplemented with fertilizer and lime according to plant needs. 

 

 

 
3 Heinrich Böll Stiftung, website https://eu.boell.org/en/PeatlandAtlas  

https://eu.boell.org/en/PeatlandAtlas
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• Coffee beans and cocoa husks, typically used as organic material in compost or as mulch for 

plant beds, have limited absorbent properties and limited nutrients.4 

 

 

Currently, various studies are underway in Europe to assess the effectiveness of peat alternatives, often 

a combination of the alternatives mentioned above. One example is the Horti-BlueC research project in 

Hoogstraten, Belgium, a center for strawberry and tomato cultivation. Researchers from the Netherlands, 

Belgium, France, and the United Kingdom are involved in this research. In tomato cultivation, a 100 per 

cent peat-free and organic mixture consisting of 40 per cent coconut fiber, 30 per cent wood fiber, 20 per 

cent bark, and 10 per cent green compost is utilized. For strawberries, the goal is to replace 40 per cent 

of the peat in current substrates with 25 per cent wood fiber and 15 per cent green compost. Thus far, the 

substrates under study have shown yields comparable to those of peat, leading researchers to conclude 

that the time is ripe for market introduction.5  

 

A challenge with all alternatives, however, remains the fact that only a combination seems to work. It’s 

a highly labor-intensive, uncertain, and costly process. Also, not all products can be used 

straightforwardly. For example, coconut trees grow in salty soil, so the fibers contain a lot of salt. These 

must first be chemically desalinated, which also requires a lot of water. Additionally, coconut trees do 

not grow in the Netherlands or Europe, but on another continent, often in low-wage countries. The 

ecological footprint is significant. Nevertheless, coconut fibers are being marketed as a “sustainable” 

alternative. 

 

 
WOOL AS PEAT ALTERNATIVE 

 

Countless studies have been conducted on compost. Compost serves as a dual-purpose solution for waste 

management and a valuable resource in horticulture and agriculture worldwide. In this context, there has 

recently been a renewed interest in wool, partly because many compost providers are seeking good 

alternatives to peat. Studies have emerged in various countries focusing on the effectiveness of wool as 

a potential soil conditioner. 

 

Throughout history, gardeners have traditionally utilized wool in garden beds, with anecdotal evidence 

dating back to the 1940s indicating its positive effects on plant growth. Wool naturally contains nitrogen 

and potassium, and it also contributes to soil acidification, thereby enhancing the pH levels conducive to 

the growth of various garden and greenhouse crops. Cate Williams from Aberystwyth University, Wales: 

“Sheep’s wool replaces the peat element of other composts by increasing water retention and acting as a 

source of slow-release nitrogen (…) Whilst wool is fully biodegradable, this process takes a relatively 

long time—depending on the wool itself and the external environment this varies from three months to 

two years. This is a great advantage when composting, as this ensures a slow and steady release of 

nitrogen (N) into the surrounding soil – especially considering wool contains on average 10 to 11 per 

cent nitrogen, more than some commercially available composts”.6 

 

Researchers from Texas State University focus on another important reason to use wool as compost: 

“Managing sheep in many regions of the globe results in excess or waste wool that is not suitable for the 

textile or fashion supply chain. One way to increase the economic, environmental and social 

sustainability of wool production is to compost the waste wool into soil amendments and landscaping 

aids that can provide producers with additional income, provide horticulturalists with an environmentally 

friendly alternative to other soil amendments and provide communities that depend on sheep a pride in 

 

 
4 Plantura Magazine, website https://plantura.garden/uk/gardening-tips/soil/peat-alternatives 
5 Hortidaily, website https://www.hortidaily.com/article/9346485/more-sustainable-substrates-are-now-equal-to-peat-and-rock-
wool/ 
6 Cate Williams: The use of wool in compost and other alternative applications, IBERS, Aberystwyth University, 2020 

https://plantura.garden/uk/gardening-tips/soil/peat-alternatives
https://www.hortidaily.com/article/9346485/more-sustainable-substrates-are-now-equal-to-peat-and-rock-wool/
https://www.hortidaily.com/article/9346485/more-sustainable-substrates-are-now-equal-to-peat-and-rock-wool/
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the value of all parts of the life cycle”.7 Other researchers like Sharma, Sahoo and Chand from India 

focus on the millions of kilograms of wool discarded annually, and the missed opportunity for farmers 

to earn extra income. The dumping and burning lead to environmental hazards and air pollution that 

should not be underestimated. These researchers also stress the many benefits of converting wool into a 

soil improvement product:8 

 

 
Figure 1: Key Benefits of Wool-to-Soil Conversion 

 

 
 

 

Despite the need for further research, there is substantial consensus among scientists: Wool serves as an 

exceptional slow-release nitrogen source along with various other trace elements as it decomposes. 

Additionally, wool provides several advantages including soil temperature regulation, moisture 

retention, enhancement of soil structure, and effective weed and pest control. Wool represents a 

sustainable, renewable, and environmentally friendly alternative to peat, which is commonly used in 

composts. At the same time, the waste pile of wool is reduced. 

 

This renewed interest in the many possible applications of wool is currently found worldwide, including 

in the Netherlands. Recently, a shepherd from the Rotterdam region approached the provincial 

government because he was frustrated by the fact that he had to discard many hundreds of kilograms of 

wool every year, while there were indeed very meaningful applications imaginable for this natural 

product. The province brought this question to BlueCity in Rotterdam. BlueCity is a business centre 

entirely focusing on the circular economy and blue economy, where circular entrepreneurs and pioneers 

come together to develop concrete action perspectives, whether it’s about increasing the impact of a 

company, living zero waste, or developing future-proof materials. The mission of BlueCity is to 

accelerate the transition from the linear to the circular economy through entrepreneurship. The specialists 

at BlueCity mapped out many applications of wool, such as insulation for warmth and sound, and for 

duvets. However, ultimately, one application emerged as the very best from their research: using wool 

as a substitute for peat. 

 

 

 
7 Gwendolyn Hustvedt, Erica Meier, Tina Waliczek: The Feasibility of Large-Scale Composting of Waste Wool, Texas State 
University, 2017 
8 S.C. Sharma, A. Sahoo and Roop Chand, ICAR-Central Sheep and Wool Research Institute, Rajasthan, India, 2018 
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It was Bogtman and Van Dam from Haarlem who picked up this idea and now want to actually enter the 

market with it. That’s why OROwolkorrel was founded. Meanwhile, they have also conducted their own 

tests. In addition to the lab tests, the first field tests have now also been very successful. ORO wool 

pellets start feeding immediately, and that process continues for a long time. The product works 

extremely well. 

 

 
PRODUCTION OF WOOL PELLETS 

 

The utilization of wool in compost is still a relatively new idea, with only a very few companies 

commercially producing wool compost. One of them is Dalefoot Composts in the United Kingdom 

(https://www.dalefootcomposts.co.uk).  Bogtman and Van Dam are aware that in the Netherlands, there 

is at least one other individual working on exactly the same process—namely converting sheep wool into 

an alternative for peat. They had a phone conversation with this person in 2023. This contact was made 

partly because Bogtman and Van Dam recognized that their production capacity was simply too small at 

that time to meet all the demand coming from the consumer market; their press was not big enough. 

Collaboration could have been a solution because this potential competitor already had a large press to 

make wool into pellets. However, the conversation didn’t go smoothly, and it soon became apparent that 

he hadn’t yet mastered the complex process. Despite having a large press, he couldn’t produce wool 

pellets. The man, a veterinarian, was supposed to call back, but he never did. Bogtman and Van Dam 

suspect that he sees OROwolkorrel as a competitor. They don’t see it that way themselves. According to 

them, the market is large enough, and they are confident that they have mastered the complex production 

process by now. And meanwhile, OROwolkorrel also has a large press with sufficient production 

capacity. 

 

The production process is complicated. After endless test runs and trials with different setups and presses, 

everything has been operational since the summer of 2024. It’s now just a matter of fine-tuning. 

Producing 200,000 kilograms up to 280,000 kilograms per year in the production hall in Haarlem should 

be achievable, which means 150 kilograms per hour. For now, only wool pellets and wool flakes are 

being produced. Product variation is something for the future. Bogtman and Van Dam are aware that a 

range of different wool products in the same category would offer more possibilities, especially in the 

consumer market. However, this is not a priority at the moment; other matters are more important. 

 

One of these matters is a constant supply of enough wool. After all, the network of wool suppliers must 

be secured. Without wool, pellets cannot be made. That’s also one of the reasons why OROwolkorrel 

pays the sheep farmers for the wool, both for acquisition and transportation. In the future, it should be 

the case that every farmer, when disposing of wool, immediately thinks of OROwolkorrel, making it 

logical not to throw away wool anymore; something that actually costs money in the Netherlands. 

Gradually, the wool suppliers are now beginning to “discover” OROwolkorrel as an attractive option. 

Recently, a contract was concluded with a farmer in the Beemster, a polder not far from Haarlem. He 

collects wool from all surrounding sheep farmers and shearers. He labels the bags and informs ORO 

when he has 3,000 kg or more. Also recently, a shearer/farmer from Zeeland has approached 

OROwolkorrel. He still has 4,000 kilograms of wool available, and annually he has approximately 8,000 

kilograms available. It’s clear that more and more sheep farmers are discovering OROwolkorrel. And 

the increasing amount of wool seems to be keeping pace with the growing production capacity, which is 

a great situation. There’s currently no reason to worry about a shortage of wool supply. 

 

Bogtman and Van Dam not only want to transform the disposal of wool from a cost item into a revenue 

opportunity for farmers, but they also need to ensure that the wool ultimately ends up in Haarlem. This 

process needs to be well organized logistically. So far, the supply has been through transporters they 

already know and other contacts, but now that production is picking up, a structural solution is needed. 

But even this potentially significant challenge seems to be resolving itself effortlessly at the moment. 

Many farmers (and/or wool collectors) either own large equipment such as trucks themselves or work 

https://www.dalefootcomposts.co.uk/
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closely with other agricultural businesses that have trucks. With one truck and trailer, 6,000 kilograms 

of wool can be delivered to Haarlem at once, yielding nearly 2,500 kilograms of wool pellets.  

 

OROwolkorrel pays 15 cents per kilogram excluding VAT to the farmer and an additional 10 cents per 

kilogram excluding VAT to the transporter. A price that is currently rewarding for all parties involved.  

One of the very few institutions where farmers now can turn to for the disposal of wool is the Wool 

Federation. Only at certain times and in certain places can wool be delivered to the Wool Federation. 

Daily prices differ, but the federation certainly does not pay the farmers the price that ORO offers for the 

wool. In recent years, the price at the federarion was at most 10 cents for white wool, and for black, 

mottled, and other wool, the price was usually even negative; in other words, the farmers had to pay for 

the disposal of the wool.9 

 

 
MARKET FOR WOOL PELLETS 

 
Consumer Market 

 

“Circular” and “sustainable” are currently the buzzwords in the higher segment of the consumer market. 

There is a clear trend towards sustainable gardening, as people now more than ever consider the 

importance of biodiversity, conserving natural resources, creating a healthier environment, and 

mitigating climate change. Being mindful of water usage and avoiding chemicals are crucial aspects of 

sustainable gardening. The use of environmentally friendly potting soil also aligns with this trend. 

 

It is this part of the consumer market where OROwolkorrel aims to position itself. Therefore, it is very 

helpful that OROwolkorrel is currently undergoing an assessment with a Swiss research agency to obtain 

the “bio certified” label. However, it looks like OROwolkorrel will not be able to use this certificate 

soon. The rules for bio certifications are strict, and this Swiss agency also requires that all raw materials, 

in this case the wool, be of organic origin. In practice, this means that sheep must be raised in an organic 

manner. Perhaps other certifications are less stringent, but Bogtman and Van Dam still need to investigate 

that. 

 

Because OROwolkorrel does not have such bio labels (yet), it cannot deliver to eco-friendly companies 

like Bio-Kultura, a company specialized in organic gardening: https://www.bio-kultura.nl/.  Bio-Kultura 

simply demands certifications. But currently, plenty of companies remain. Dille & Kamille (www.dille-

kamille.nl), Urban Jungle (www.urban-jungle.nl), Global Garden (www.globalgarden.nl) and other 

garden centers are some examples. Recently, OROwolkorrel has been able to add Intratuin, one of the 

largest and most well-known garden centers in the Netherlands, to its customers (www.intratuin.nl). 

Another example is Sprinklr, a company specializing in organic cultivation for individuals: 

https://sprinklr.co/pages/over-sprinklr. Sprinklr sells its products online in both the Netherlands and 

Belgium. Furthermore, Bogtman also reaches out to stores she believes might be interested in 

OROwolkorrel products. She has secured shelf space at local Albert Heijn, a high-end supermarket, and 

at a nearby ecological plant shop. 

 

The products supplied include OROwolkorrel bags of 15 kg, OROwolkorrel packages of 1 litre (around 

400 gram) and ORO wolkorrel bags of 35 litres. Different units of measurement are used depending on 

the size. The 35-litre bags (approximately 6 kg) contain wool flakes, not wool pellets. 

 

These are also available directly through the OROwolkorrel website: https://orowolkorrel.nl/. The 

geographic market that OROwolkorrel aims to cover extends no further than the Benelux, which is the 

Netherlands, Belgium, and Luxembourg combined. Further international expansion would truly exceed 

 

 
9 https://wolfederatie.nl/ 

 

https://www.bio-kultura.nl/
http://www.dille-kamille.nl/
http://www.dille-kamille.nl/
http://www.urban-jungle.nl/
http://www.globalgarden.nl/
http://www.intratuin.nl/
https://sprinklr.co/pages/over-sprinklr
https://orowolkorrel.nl/
https://wolfederatie.nl/
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OROwolkorrel's capabilities and could jeopardize the circular dream of wool usage in the Netherlands. 

Therefore, there are no plans in that direction. 

 

Although OROwolkorrel sells directly (online) to customers, the focus is clearly on resellers, such as 

other online shops and physical stores. The reason is that minimum order quantities can be applied (the 

minimum order quantity is 50 x 1 litre), and logistically it is much better to send a larger quantity to one 

customer rather than delivering very small quantities to many different individual end users. PostNL and 

UPS are used for transportation. 

 

However, there is still no clear plan with a coherent strategy, distinct positioning, and consistent message. 

The same applies to communication channels. Sometimes OROwolkorrel is approached for TV programs 

about gardening, such as Binnenstebuiten and Eigen Huis & Tuin. There was also recently an article in 

the local newspaper, Haarlems Dagblad, or in a magazine like Seasons. Another time, OROwolkorrel 

unexpectedly received a lot of positive attention from so-called “influencers” like the Happy Activist, 

ultimately generating €3,000 in business. But the attention is accidental and sporadic, not systematic. 

That really needs to change. A marketing agency was hired early 2024 to improve the look and feel of 

the website and the wool pellets packaging; given the limited financial resources of OROwolkorrel at 

the moment, the assignment to the agency was purely limited to advice on the branding and attractiveness 

of the products themselves. By May, the results had been implemented. However, there is no 

comprehensive marketing and communication plan for OROwolkorrel yet. 

 

The concept of OROwolkorrel is perceived as “endearing” and intriguing. It’s something new, but is the 

attention lasting? Bogtman en Van Dam are well aware that much more is needed. Still, they are certainly 

not dissatisfied. All the backorders now stem from the consumer market, and the margins are significant. 

A rough calculation based on the production costs of pellets shows: 1 cubic metre is 450 kg = 585 euros. 

That's the cost price (excluding packaging); OROwolkorrel also pays the farmers from that. When you 

consider that a small package of 1 litre costs €6.50, then the margins become clear. These margins are 

large, but all costs—consider cost of labour, purchase and depreciation of machinery, rent for the 

production hall, marketing & sales, and all possible other expenses—must first be paid from these 

margins, before any profit can be made. For now, that point has not yet been reached. 

 

This consumer market is the backbone on which OROwolkorrel currently relies. Here the margins are 

high, especially with direct sales through the company's own website. 

 

 
Wholesale Market 

 

As attractive as it may be to focus on the consumer market, the primary goal remains to conquer the 

professional market. Why? Because ultimately, this market is needed to solve the sheep wool problem 

in the Netherlands. That’s where the volumes are. If, theoretically, you could receive 2 million kilograms 

of wool, you would have to sell a tremendous amount of 400-gram packages, approximately 4 million! 

That's not feasible. Potting soil dealers and fertilizer traders who purchase large quantities at once, are 

essential to create real impact. After all, the goal is to solve the wool waste problem and pay the farmers 

for it. 

 

This professional bulk market consists roughly of two types of companies: potting soil mixers and 

fertilizer traders. The Dutch potting soil mixing industry encompasses companies specialized in 

producing potting soil, substrates, and fertilizers for the gardening and agricultural sectors. The market 

is characterized by a mix of major players and smaller local suppliers. Large companies such as 

Klasmann-Deilmann, RHP (Stichting RHP), and Horticoop are prominent players in the Dutch potting 

soil industry. These companies not only supply to the domestic market but also export to other countries. 

Additionally, there are many smaller potting soil mixers active, often operating regionally and 
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specializing in certain types of potting soil or catering to specific target groups, such as organic farming 

or hobby gardeners. 

 

The Dutch fertilizer industry comprises companies that produce various types of fertilizers, including 

organic fertilizers, mineral fertilizers, and special blends for specific crops or applications. Similar to the 

potting soil mixing industry, there are both major players and smaller specialized suppliers. Some major 

companies in the Netherlands active in the fertilizer industry are OCI Nitrogen, EuroChem Agro, and 

Yara. Because OROwolkorrel can provide a product that naturally contains a combination of various 

fertilizers, fertilizer companies are also potential customers for OROwolkorrel. Wool pellets could be 

part of the demanded mix. 

 

A third potential customer in the professional market are the perennial plant growers. Perennial plants 

are plants that grow and bloom for multiple years in a row, unlike annual plants that only live for one 

growing season. Perennial plant cultivation is significant in the Netherlands, and some growers are so 

large that they mix their own soil. Each plant, such as a laurel shrub or a rose bush, requires its own ideal 

mix of potting soil and fertilizers. Wool pellets could be part of such a mix. Dutch growers are known 

for their expertise in breeding, cultivating, and exporting high-quality plants to domestic and 

international markets. These nurseries vary in size, from small family-owned businesses to large 

commercial operations. 

 

“Conquering” this bulk market is not easy. While idealistic motives play a role among individuals, price 

is paramount in the wholesale market. And major buyers such as potting soil dealers are currently not 

willing to pay a “fair” price for wool pellets. And “fair” means more than the 1 to 3 cents per kilogram 

they currently pay for peat. Not only would sheep farmers and OROwolkorrel hardly earn anything from 

such prices, but such prices also do not reflect the true value of wool pellets. And it’s precisely the latter 

that’s so difficult to explain. 

 

Accustomed to comparing prices with peat, traders compare the prices of the now necessary alternatives 

with those of peat. And when you look at, for example, coconut fibers, they are actually cheaper than 

wool pellets, partly because they come from low-wage countries. But this comparison only holds true if 

you solely look at the moisture retention qualities. In practice, indispensable substances like organic 

nitrogen, sulfur, and potassium still need to be added for the proper composition of the soil. For these 

nutrients (available in separate pots and tubes), a significant payment is, of course, required, and these 

costs would need to be added to an alternative like coconut fibers. Wool pellets naturally contain these 

nutrients and therefore do not require extra payment and mixing. Not to mention other natural properties 

that greatly improve the soil, such as phosphate deficiency, moisture retention, and aeration. Moreover, 

the fact that wool pellets make the soil immediately ready or almost ready for use (depending on the 

needs of the plant) means much less labor (and thus fewer costs) in practice; another cost element that 

often is overlooked. Furthermore, wool pellets nourish much longer and more evenly than the so-called 

additive products. In short, coconut fibers and woolen core pellets are not directly comparable. 

 

However, the potting soil mixers, the fertilizers and perennial plant growers do not take this complete 

picture into account. Not only do they disregard the natural benefits of wool pellets, but they also do not 

even include the costs for the additional substances needed to prepare the soil in the price of peat or 

coconut fibers and other peat alternatives. With 5 to 10 per cent addition, competing products end up 

more expensive, but that is not seen. For instance, it costs €1.90 per cubic metre to add nitrogen alone. 

A litre of nitrogen additive is €11.55 per bottle or bucket. This concentrate of additives to reach a certain 

percentage of nitrogen is not included in the comparison with the OROwolkorrel product. What 

complicates the calculation further is the fact that one type of soil requires a different amount of nitrogen 

than another type.  

 

In fact, the same applies here as in the consumer market. When a customer buys potting soil or fertilizers, 

the packaging always states how much to use for which type of soil and which plant. It also indicates 
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which other nutrients need to be added and in what concentrations. What applies on a small scale for 

garden and houseplants, also applies on a large scale for the purchase of potting soil and fertilizers by 

professionals. But they don't seem to want to take this into account when OROwolkorrel includes it in 

the calculation. 

 

And we haven't even touched upon calculating the amount of potassium and sulfur; that’s never a 

standard calculation either. Moreover, how exactly to quantify the benefits such as moisture retention 

and soil aeration into a price? That’s always up for debate. One thing is certain: wool pellets undeniably 

offer cost advantages compared to peat and many of the current peat alternatives. These advantages vary 

depending on the plant being ‘fed’ with the wool pellets. 

 

So far, ORO has struggled to convey this complex message and complicated calculation. As a starting 

point they have set the minimum order quantity at 450 kg (cubic bag or pallet with 30 × 15 kilogram 

bags). Price is 1.89 per kilogram, excluding VAT.  

 

Through the internet, Bogtman and Van Dam are now attempting to identify which wholesale companies 

might be interested in their alternative to peat, companies that already think sustainably and might be 

open to a circular alternative such as wool pellets. These companies are then contacted by email. This 

has led to them being invited to talk three times so far. Vlamings and Den Ouden Groep, major fertilizer 

traders, however, were only interested in pellets made from organic wool. Odd enough, OROwolkorrel 

wasn't “green enough” because the wool used now also comes from “non-organic” sheep farmers.  So 

not only in the consumer market but also in the generally conservative wholesale market, there are now 

buyers who require organic certification.  Culvita, a potting soil mixer, ultimately wanted a different 

product than the wool pellet. 

 

At the aforementioned companies, Bogtman and Van Dam were at least allowed to ‘have a cup of coffee’. 

But most companies still think and calculate in the old way. It is this short-sightedness that drives 

Bogtman and Van Dam to despair. Because their product is often immediately rejected on the grounds 

of price, they are not given the opportunity to tell the full story. How do they get their message across 

within the relatively small world of potting soil mixers and fertilizer dealers that their product is not only 

better and more environmentally friendly, but also cheaper? Perhaps trade fairs are a better option than 

emails? Or should they completely reverse their strategy? Should OROwolkorrel convince the customers 

of wholesalers that they should only purchase potting soil, fertilizers, or perennial plants if they are 

produced sustainably, so that the wholesalers eventually have to embrace the new and sustainable 

narrative? Especially with the new EU regulations on the way, no one can afford not to look for 

alternatives to peat. But how do you do that and won't it take a long time? Where in the entire supply 

chain lies the greatest chance of success for their wool pellet message? And what should this message 

exactly be? 

 

 
OUTLOOK 

 

Despite all the obstacles that still need to be overcome and despite the fact that the future is still 

surrounded by uncertainties, Bogtman and Van Dam remain optimistic. What certainly helps is that this 

optimism is shared by a number of major investors. Like the founders of OROwolkorrel, they are patient 

and have embarked on this business adventure because they are driven by idealistic motives. They do 

not expect returns in the short term. Bogtman and Van Dam have issued so-called certificates to the 

investors that will eventually need to yield returns. 

 

Ultimately, OROwolkorrel will have to become a healthy, sustainable and profitable company; however, 

profit maximization is not the goal, it’s about the higher purpose. 
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There were investors who were interested in “steward ownership.” It’s an attractive possibility, but 

Bogtman and Van Dam are not ready to go that far yet. They are convinced that the current structure 

with certificates is sufficient; this way, they can still fully determine everything themselves.  But that 

also means they have to tackle a number of challenges entirely on their own, both in the short and long 

term.  

 

While the consumer market seems receptive to OROwolkorrel’s mission and message, the approach to 

this market still needs significant development; now it is fragmented. The right sales outlets, both online 

and offline, need to be identified, and a coherent strategy needs to be developed. Direct or indirect online 

selling, or both? How is the look and feel of the current products, are they okay now? The pricing, the 

chosen communication channels...in short: a good marketing and communication strategy around the 

OROwolkorrel products is urgently needed. 

 

Once this strategy is in place, Bogtman and Van Dam want to definitively venture into the business 

market. Not that they are avoiding meetings and discussions now—on the contrary, contracts for the long 

term are certainly negotiable—but in less than a year, the production capacity will be maximized, and 

the supply of wool will also be well organized. Then they will be operationally ready to fully start 

working on fulfilling their dream of (partly) solving the wool waste problem in the Netherlands. They 

also hope to capitalize on the reputation they will have built in the consumer market by then. However, 

it is already clear that the strategy in the professional market will need to be very different. This wholesale 

market is characterized by conservatism and a certain skepticism towards new and innovative products. 

Price and short-term thinking still dominate everything. Bogtman and Van Dam cannot wait to bring 

about change in this regard. And since it will take time to change the purchase behavior, they want to 

start spreading their message now. But how? How can they best package this message about the 

revolutionary effects of wool as soil improvers? Which parties should they start with? Are they perhaps 

missing an important element? Could it be that their idealism and enthusiasm sometimes hinder a clear 

view of the business? Are they overlooking something? 

 

However, one thing they are sure of. They need the major players in the business market, the potting soil 

mixers and fertilizer dealers, to realize their dream. Persistence and persuasiveness are required. Tony 

Chocolonely succeeded. Why couldn’t this also be true for OROwolkorrel? 
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EXHIBIT 1: ORO OPERATIONS 

 

 

     
Press Shredder 

 

   
 
Source: Company files 

  



ORO: FROM CIRCULAR DREAM TO THRIVING BUSINESS Page 14 

 
 

EXHIBIT 2: ORO PRODUCTS 

 

 

   
Wool pellets Wool flakes 

 

   
ORO wool pellets; €6,50 / 1 litre 

 

 

   
ORO wool pellets; 15 kg €90 ORO wool flakes; 35 liters €30 

 
Source: Company files 
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EXHIBIT 3: FINANCIALS 

 

 

Pellets (including 9% VAT) 1 litre (≈400 gram) 450 kg (bulk) 

Suggested retail price  €6.50 €927.04 

Wholesale price €3.58* n/a 

 

*ORO Wolkorrel recently acquired Intratuin as client. Intratuin expects to purchase 3 pallets of 1.200-

liter packages in the first year, at €2.755,20 per pallet. 

 

 

Cost of Goods Sold  

Production costs 1 kg pellets* €1.30 per kg 

Production costs packaging 1 litre (≈400 gram) €0.73 per package 

 

*Costs for purchasing, transporting, and processing the wool. 

 

 

 Wholesale (consumer market) Professional market 

Minimum order quantity 50 packages of 1 liter 450 kg 

 

Expenses Expected for year 1 

Salary €95,000* 

Marketing costs €60,000 

Other expenses (rent, electricity, maintenance) €28,800 

 

* If necessary, salary may be paid retroactively once sufficient revenue is generated. 

 

 

Past investments:  

Equipment (shredder, press) €56,865* 

Other investments (renovation and relocation (insulation/ground 
repair/installation of electricity/purchase of forklift) 

€15,000 

 

*€10,000 additional investment in equipment is needed to finetune the production line. 

 

 
Source: Company files 

 


