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[bookmark: _Toc236004420]Introduction
EcoRefill is a London-based start-up company that subscription-based fills household cleaning and personal care products in individuals' doorsteps and picks up their reusable containers. The venture is driven by a growing awareness of the amount of single use plastic washing up in the oceans and the growing market for alternatives that have little or no waste, supported by evidenced studies of actual changes in purchasing behaviour (Witek and Kuźniar, 2024). Having a lean operation and using an electric cargo bike for zero emission delivery all over inner London, the business will be run as a private limited company by its founder. This plan outlines the management vision, the other business elements, the marketing strategy and the start-up funding requirements. EcoRefill (ERR) is looking for a target fund of thirty thousand pounds, with a target of approximately two hundred orders per month by the end of the launch year, and a break-even point at the same time.
[bookmark: _Toc236003678][bookmark: _Toc236004421]Overview of the Business Idea
EcoRefill will provide a door to door delivery service for the refill of everyday items like laundry liquid, washing up liquid, surface cleaner, hand wash, shampoo and shower gel. Customers order online, get their products in reusable sturdy containers, and return the used ones for cleaning and re-use, eliminating the prevalent model in the sector that is based on single-use packaging. The combination of convenience and repeatable waste reduction – unique selling points – is of relevance because research indicates that the package being eco friendly and the consumer's pro environment beliefs together are positively associated with an upsurge in purchase intention and repeat buying among green consumers (Prakash et al., 2024). Evidence from bulk and reusables also suggests that ‘value for environmentally conscious shoppers' is not about recycling alone but also about source reduction (Patreau et al., 2023).
It will be a private limited company for the following reasons: Limited liability protects the founder's personal assets; the capacity to have shares makes it easy for angel investment. During the launch phase the management structure is intentionally kept flat. The founder is managing director and responsible for strategy, supplier relationship and marketing and there is one part-time operations assistant who oversees refilling, cleaning and delivery scheduling. The short term goal is to attract 500 active subscribers in a year and the long-term target is to expand delivery areas and establish a network of locally-based shops to refill bottles. This will be seen as a low-cost solution for the business as the number of customers expands, and it will provide the space for gradual expansion.
[bookmark: _Toc236003679][bookmark: _Toc236004422]Market Research
EcoRefill has prepared a PESTEL framework to look at macro environment as the PESTEL framework is widely recommended in identifying political, economic, social, technological, environmental, and legal forces that affect a new venture (Khan et al., 2023). Demand is most dependent on the environmental factor. Along with public pressure to reduce plastic waste, many consumers are willing to pay for these sustainable alternatives, but a willingness to pay that is also uneven, sensitive to price (Duarte et al., 2024). This is supported by the social factor, as the attitude toward a green product continues to consolidate even when there is a difference between the attitude expressed toward the product and its actual purchase (Witek and Kuźniar, 2024). The economic context is not so positive since the rising cost of living reduces the ability of people to buy products at a higher premium and pushes EcoRefill at a more competitive price. The technological factor is an opportunity, with ecommerce and social opportunities allowing the small business to direct customers at an affordable price and the legal factor is focused on legal aspects such as the adherence of the UK Plastic Packaging Tax and food contact safety rules for the business.
	PESTEL factor
	Implication for EcoRefill

	Political
	Government support for waste reduction and plastic policy favours refill business models.

	Economic
	Cost of living pressure limits discretionary spending and requires competitive pricing.

	Social
	Strengthening green attitudes lift demand, though an attitude to purchase gap remains.

	Technological
	Low cost e commerce and social platforms allow cheap customer reach and ordering.

	Environmental
	Pressure to cut single use plastic is the strongest driver of demand for the service.

	Legal
	Plastic Packaging Tax and food contact safety rules apply, yet the refill design limits exposure.


Table 1  PESTEL analysis of the external environment
There are two types of competitions. The established supermarkets and detergent brands are a cheap and convenient option, but they come with the downside of single use plastic, while specialist zero waste stores share EcoRefill's mission and values, but lack convenience due to their physical location. EcoRefill stands in between these segments by combining the technical know-how and eco-friendly intentions of the experts with the convenience of drop-off at the doorstep. This position is backed by the findings that inconvenience and weak product information are among the primary challenges to bulk buying (Patreau et al., 2023) as well as by evidence showing that the subjective norms and knowledge are the central determinants of green purchase intention (Patiño-Toro et al., 2024).
	Competitor group
	Convenience
	Sustainability
	EcoRefill position

	Supermarkets and detergent brands
	High
	Low
	Matches convenience while removing single use plastic

	Specialist zero waste shops
	Low
	High
	Matches ethics while adding doorstep delivery

	Online eco retailers
	Medium
	Medium
	Adds local reuse of containers and faster delivery


Table 2  Competitor comparison
[bookmark: _Toc236003680][bookmark: _Toc236004423]Marketing Communications
EcoRefill will employ two primary approaches to access and maintain their target audience of young professionals in inner London and eco-minded households. The first strategy was social media marketing via Instagram and TikTok, for the reason that social media provides small enterprises an efficient and low-cost avenue for reaching customers, and is heavily linked with the sustainability and growth of small businesses (Amoah et al., 2023). Keeping with the evidence that the use of social media as a part of the business marketing strategy helps small businesses become competitive, short educational content will build trust and prompt sharing to show the refill process, the plastic saved and the product performance.
The second strategy is Influencer and community partnership. EcoRefill is designed to use para social interaction to influence altruistic motivation and purchase intention for zero waste products (Prakash et al., 2024), which is why local sustainability advocates and micro influencers whose followers are already interested in reducing waste will be engaged. Enabling partnerships with gyms, cafes and community groups will expand reach with minimal cost, via word of mouth. Both strategies are representative of the general trend for small and medium-sized enterprises towards digital marketing that has continued to increase as a research and practice priority (Laila et al., 2024). Messaging will focus on the two values that the brand will deliver: convenience at the door and proven plastic reduction – not just on price.
[bookmark: _Toc236003681][bookmark: _Toc236004424]Financials
Thirty thousand pounds of start-up funding is required for EcoRefill. The founder has pledged to put in £5,000 of their own money, this is a good indication to investors, plus a government backed Start Up Loan for £10,000 to fund them at a fixed interest rate and an Angel Investor for £15,000 as equity in the business. This is a compromise between control and risk and the fact that the advice given to entrepreneurs is that the funding structure should fit the business at each stage and the assets of the business rather than rely on a single source (Liu, 2023).
	Funding source
	Amount
	Finance type

	Founder savings
	£5,000
	Equity

	Start Up Loan (government backed)
	£10,000
	Debt

	Angel investor
	£15,000
	Equity

	Total
	£30,000
	


Table 3  Sources of startup funding
The money will go towards a six-thousand-pound investment in initial bulk stock and returnable containers, a four-thousand-pound investment in a booking website and ordering system, a three-thousand-and-five-hundred-pound investment in an electric cargo bike, a four-thousand-and-five-hundred-pound investment in branding and launch marketing, a two-thousand-pound investment in insurance, licences and safety equipment and ten-thousand pounds of working capital and contingency for the first quarter. So the lion's share of startup costs will be the stock that they purchased as well as the delivery bike, the website build and 
	Allocation area
	Amount

	Working capital and contingency
	£10,000

	Initial stock and returnable containers
	£6,000

	Branding and launch marketing
	£4,500

	Website and ordering system
	£4,000

	Electric cargo bike
	£3,500

	Insurance, licences and safety
	£2,000

	Total
	£30,000


Table 4  Allocation of startup funding
[image: The diagram illustrates a breakdown of a ￂﾣ30,000 startup fund allocation, with ￂﾣ10,000 for working capital and contingencies, ￂﾣ6,000 for initial stock and containers, ￂﾣ4,500 for branding and marketing, ￂﾣ4,000 for website and ordering system, ￂﾣ3,500 for an electric cargo bike, and ￂﾣ2,000 for insurance, licenses, and safety.
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Figure 1  Allocation of startup funding by share
The first year budget is based on the assumption that the average size of the order is eighteen pounds, the variable cost is nine pounds and the contribution per order is nine pounds. The monthly fees are approximately £1800 which includes the operation assistant, software, insurance, basic marketing and all. This means that at some point around month 5 of trading, the Forecast hits around 200 orders per month as the break even point. The forecast reflects a negative monthly net cash flow in the initial months as an inflow of cash used for launching is lower than the outflow for the same months, whereas if monthly orders surpass the break even point, the cash position will improve as the working capital buffer will compensate for the net cash flow. Margins will be safeguarded with careful management of stocks and delivery routing as volume increases, and this step-by-step approach will enable EcoRefill to become cash positive in the first year.
	Break even measure
	Value

	Average order value
	£18

	Variable cost per order
	£9

	Contribution per order
	£9

	Fixed costs per month
	£1,800

	Break even orders per month
	200


Table 5  Break even assumptions
[image: The diagram illustrates a break-even analysis showing monthly orders and cash position, with a break-even point at 200 orders, indicating that sales volume is directly correlated to profitability.

AI-generated content may be incorrect.]
Figure 2  First year orders, break even threshold and cash position
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With its ability to facilitate low waste living while providing a tangible plastic reduction, EcoRefill presents a viable answer to the demand for it. Overall, the external analysis, marketing plan and financial forecast have demonstrated a realistic route towards achieving break-even status within the first year. Thirty thousand pounds and disciplined cost control will allow them to build a loyal customer base and to gradually roll out their refill scheme across London.
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[bookmark: _Toc236004428]Appendix A First year monthly cash flow forecast
	Month
	Orders
	Revenue
	Variable cost
	Fixed cost
	Net cash flow
	Cash position

	1
	40
	£720
	£360
	£1,800
	-£21,440
	£8,560

	2
	80
	£1,440
	£720
	£1,800
	-£1,080
	£7,480

	3
	120
	£2,160
	£1,080
	£1,800
	-£720
	£6,760

	4
	160
	£2,880
	£1,440
	£1,800
	-£360
	£6,400

	5
	200
	£3,600
	£1,800
	£1,800
	£0
	£6,400

	6
	240
	£4,320
	£2,160
	£1,800
	£360
	£6,760

	7
	280
	£5,040
	£2,520
	£1,800
	£720
	£7,480

	8
	320
	£5,760
	£2,880
	£1,800
	£1,080
	£8,560

	9
	360
	£6,480
	£3,240
	£1,800
	£1,440
	£10,000

	10
	400
	£7,200
	£3,600
	£1,800
	£1,800
	£11,800

	11
	440
	£7,920
	£3,960
	£1,800
	£2,160
	£13,960

	12
	480
	£8,640
	£4,320
	£1,800
	£2,520
	£16,480


Opening cash of £30,000 comes from the funding mix in Table 3. Month 1 net cash flow includes the £20,000 one off startup outlay set out in Appendix B, which is why the figure is larger than the operating result for that month.













[bookmark: _Toc236004429]Appendix B First month startup expenditure
	Startup item
	Amount

	Initial stock and returnable containers
	£6,000

	Branding and launch marketing
	£4,500

	Website and ordering system
	£4,000

	Electric cargo bike
	£3,500

	Insurance, licences and safety
	£2,000

	Total one off startup outlay
	£20,000


The remaining £10,000 of the £30,000 raised is held as working capital and contingency rather than spent in the first month, which supports the cash position shown in Appendix A.



















[bookmark: _Toc236004430]Appendix C  Business Model Canvas
	Key Partners
• Bulk suppliers of eco cleaning and personal care concentrates
• Returnable container manufacturer
• Electric cargo bike supplier and maintenance
• Start Up Loan provider and angel investor
• Local sustainability groups and micro influencers
	Key Activities
• Sourcing and refilling products
• Cleaning and sanitising returned containers
• Order fulfilment and doorstep delivery
• Digital marketing and community engagement
	Value Proposition
• Doorstep convenience paired with measurable single use plastic reduction
• Refillable everyday household and personal care products
• Zero emission local delivery by cargo bike
• Affordable low waste alternative to supermarket brands
• Reuse of containers rather than recycling alone
	Customer Relationships
• Subscription based self service on the website
• Responsive personal support by message
• Community building around low waste living
	Customer Segments
• Environmentally conscious households in inner London
• Young professionals who value sustainability and convenience
• A niche green market rather than a mass market

	
	Key Resources
• Returnable container stock and bulk inventory
• Booking website and ordering system
• Electric cargo bike
• Founder expertise and one part time assistant
• Brand and thirty thousand pounds of funding
	
	Channels
• Ordering website and mobile friendly store
• Instagram and TikTok content
• Partnerships with gyms, cafes and community groups
• Word of mouth referrals
	

	Cost Structure
• Fixed monthly costs of about one thousand eight hundred pounds for the assistant, software, insurance and marketing
• Variable cost of nine pounds per order for stock and delivery
• One off startup outlay of twenty thousand pounds
• Cost driven and lean, with break even near two hundred orders each month
	Revenue Streams
• Sales of refill products at an average order value of eighteen pounds
• Contribution of nine pounds per order
• Repeat income from subscription orders
• Fixed and transparent pricing rather than premium pricing


Business Model Canvas for EcoRefill, adapted from the Strategyzer format.
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Figure 1 Allocation of £30,000 startup funding
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Initial stock and containers (£6,000)
Branding and launch marketing (£4,500)
Website and ordering system (£4,000)
Electric cargo bike (£3,500)

Insurance, licences and safety (£2,000)





image2.undefined
Orders per month

Figure 2 First year orders, break even and cash position
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