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Executive Summary
RefillRound Birmingham Ltd is a new refill and exchange system for household cleaning products in Birmingham. Consumers would buy washing-up liquid, all-round cleaning liquid and laundry liquid online and return empty bottles at their next delivery. The company was started as a convenience store for Selly Oak and Edgbaston, with the aim of minimising the use of single-use packaging. Two people would run it: one founder-director and the other locally recruited part-time. The planned company would be privately limited by shares. Proposed start-up funding is £12,000: £4,000 founder capital and £8,000 of potential angel investment. An illustrative average order of £16 and a unit contribution of £9.60 yield break-even at an average of 263 orders per month. These figures are only projections and not quotes from sales or suppliers. A customer and delivery pilot running for eight weeks will trial customer demand, delivery economics, customer retention and bottle return performance prior to expansion.
Proposed bottle-exchange process
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RefillRound Birmingham Ltd
A Sustainable Household Cleaning Refill Business Plan

[bookmark: _Toc243862683]Overview of the Business Idea
RefillRound Birmingham Ltd is a household cleaning refills service by bike or pickup. Purchasing laundry liquid, washing-up liquid and multipurpose cleaner in reusable bottles, with the empty bottles being exchanged for prefilled ones at future purchases. Delivery costs will be kept to a minimum when orders are grouped. The first areas to benefit from operations will be Selly Oak and Edgbaston with enhanced routes in those areas that should improve reliability. This is a better alternative to packaging reuse than a specialist refill shop, as it delivers convenience by eliminating the need for a separate trip. Orders will be clustered to minimise travel time and emissions.
The model is based on the associations between customer value, channels, resources and revenue (Osterwalder and Pigneur, 2010). Individual purchases and optional monthly subscriptions will be sources of income. A UK bulk supplier will need to verify product safety details, pricing, eligibility for repackaging and wholesale. The distance the bottles are transported and the bottle returns will be monitored to evaluate environmental performance. Business cannot guarantee that each refill is better for the environment, as cleaning methods, transportation and container reuse affect environmental impact.
RefillRound will be a Private Limited Company. Limited liability and a defined share structure are appropriate for outside investment but compliance and annual reporting put obligations on the company. The founder will manage finances, suppliers and customers. A locally recruited part-time assistant will handle cleaning, refilling and delivery. There is an assumption that the founder will take no salary, but this is a short term fix, as this is not a long term solution. The community will encourage safe reuse and waste reduction through demonstrations. Suppliers have to supply ingredients and safety documentation. Staff will clean, check and refill bottles in line with approved procedures and will dispose of damaged bottles. This will create local jobs but will not support an unsupported zero-waste claim, since the business continues to use energy and materials. Consistent product quality will be achieved by documented procedures and training.
[bookmark: _Toc243862684]Market Research and Environmental Analysis
The main user groups are convenience-seeking residents, postgraduate students and working families who care about the environment. The Birmingham 2021 census (ONS, 2023) recorded 1,144,900 residents, indicating the potential for market size but not necessarily market demand. The founder will interview 30 residents and run a pre-order page before spending anything significant to learn about willingness to pay, preferred delivery days and intentions to repurchase. These are not final results, but proposed research activities, which will be strengthened by an eight-week pilot that will provide more evidence on purchasing behaviour. Other topics to be discussed will also include delivery charges and minimum order quantities.
PESTEL helps to identify important external influences. Politically, the re-use of packaging is relevant to the changes in UK packaging, but policy does not guarantee sales. Provisional figures indicate that 57.3% of plastic packaging was recycled in the UK in 2025 (Defra, 2026). This figure covers all plastic packaging, not cleaning bottles in particular, so reuse could be in addition to recycling. However, on the economic side, households may refuse to buy refills if they are more expensive than supermarket products. 59% of UK consumers were more likely to commit to reducing waste, but affordability and sustainability fatigue also had an impact (Deloitte, 2024). Planned interviews should therefore measure actual purchase intentions rather than attitudes toward the environment. Survey responses will differentiate between environmental concern and willingness to pay.
Socially, there is demand for collection, but empty bottles can discourage some customers. Ordering online and reminders can help subscriptions but result in software expenses. Refilling and labelling are legally required to comply with the GB CLP requirements and workplace COSHH assessments (HSE, 2026). Avoidance claims ought to be carefully quantified, clearly communicated and substantiated. Staffing estimates are influenced by the National Living Wage, which for those aged 21 and over is currently £12.71 an hour (Low Pay Commission, 2026). These pressures tend to be a disincentive for fast growth and a proponent of controlled pilots.
Competitors demonstrate both demand potential and pressure. Refill distribution for household cleaning products is already set up (Splosh, 2026). Supermarkets have convenient cleaning products and often discounts, so a neighborhood exchange service should provide value for convenience. Competition will be on neighborhood exchanges and per-liter pricing, not on product range. It offers two liters of laundry liquid at £8, one liter of washing-up liquid at £4 and one liter of multipurpose cleaner at £4 as a bundle for £16. Cost continues to be an issue. SWOT analysis reveals local flexibility as a strength and weakness due to lack of cash, low awareness, opportunity in increasing reuse interest and/or the threat of discounting by larger rivals. There should be a convenience premium and it should be worth every penny.
The model should be able to provide value for the customer and provide sufficient contribution from ongoing sales to cover the route and handling expenses. The 8-week pilot will start with two days of delivery a week and will test repeat orders, contribution margins, customer acquisition and bottle returns and delivery time. Delivery reliability, convenience and product quality will also be evaluated by customers. Extension will be based on evidence of viable routes, not on the forecast of demand. This is a step-by-step process that reduces financial risk.
[bookmark: _Toc243862685]Marketing Communications
RefillRound will offer easy to access local cleaning refills with less packaging waste. Two low cost communications strategies will be tested prior to broader advertising.
First, Instagram and Facebook ads will be created locally and will show how to exchange bottles, areas where the products are sold and prices. Testimonials will be done with consent. A £300 budget is planned for an initial test to compare convenience focused messages and packaging reduction messages. Completed orders will be the key metric and not views. Ingredients, safety labels, returns and delivery charges and cancellation terms will be explained on a landing page. Weak conversion will lead to the message or offer being adjusted prior to further investment in the ad. When customer acquisition costs are not sustainable, advertising will cease.
Second, the business will collaborate with student accommodation and community organisations and independent cafés for demonstration and collection trials. Reward for referral will be awarded after the first paid order from a new customer. White et al., (2019) demonstrate the influence of social, habits and tangible outcomes to support sustainable consumer behaviour. While reminders and bottle-return counts are expected to foster repeat purchases, the company will make no unsupported carbon-saving claims. Leaflets, demonstrations and referral credits are also available and will cost a further £300. Local partnerships should boost trust but not solely through paid advertising.
The targets are assumed to be 150 paid orders in month 1 and 350 orders in month 6. Repeat purchases and complaints will be checked fortnightly by the founder, as well as the acquisition costs. Weak retention will result in better products/services, not quick growth. If 350 orders are to be served, it might be necessary to add delivery days and labour, which must be reviewed before considering subscription growth.
[bookmark: _Toc243862686]Financial Plan and Funding Requirements
The start-up funding amount is £12,000: £4,000 founder savings, £8,000 proposed angel investment (20% equity). Equity: no immediate repayment of loans, but shares ownership and decision-making. The offer is based on the assumption of a £40,000 valuation post investment and is not an independent valuation. Formal agreement to accept funds would have to be reached with investors.
Table 1 shows the allocation of the first month's cash for equipment, inventory, launch expenses and a working capital reserve. These are planning estimates requiring quotations. Company registration, insurance and safety training are subject to actual quotations and are provided as part of the £600 setup allowance.
Table 1. Planned first month of start-up funds (£)
	First-month item
	Budget (£)

	Electric cargo bicycle
	2,400

	Storage space preparation
	1,000

	Refilling equipment
	1,100

	Initial bulk-cleaning inventory
	1,600

	Returnable bottle stock
	700

	Website and payment setup
	500

	Incorporation, insurance and safety training
	600

	Launch marketing
	600

	Part-time labour
	1,200

	Premises, utilities and software
	720

	Contingency and working capital reserve
	1,580

	Total funding requirement
	12,000


The reserve is not an expense; it is cash left unspent, providing resilience if initial sales fall short. Assume the order value to be £16, the variable costs to be £6.40 and the contribution per order to be £9.60. There are fixed costs of £1200 in labour costs and £720 for premises and software and £600 for marketing monthly. Labour funding is at £12.71 per hour, which is approximately 94 hours before employer on costs. Break-even is £2,520 divided by £9.60, or 262.5 orders, rounded up to 263. At 150 orders, sales are £2,400, variable costs £960 and the operating loss £1,080. The simplified operating surplus is £840, excluding taxes, founder pay and additional delivery staffing, at 350 orders. If the local delivery capacity is required to be expanded, fixed costs may increase considerably.
RefillRound would still be losing £120 if they sold 250 orders each month. Bad bottle losses, escalating supplier prices, employer on-costs and additional route days could add to losses and the cash reserve is constrained. The model is thus not a guarantee of cash flow. Management will review cash monthly and manage deliveries at a low density and stop expanding until they reach the break-even point. Liquidity and bottle returns/repeat sales will be reported to investors. If the eight week test is not successful in meeting agreed targets, the founder will tweak the prices and the route or shut down the trial in order to conserve capital. The team must request supplier quotes to verify labels, actual fulfilment charges and compliance before trading. Investment is warranted only if customer testing shows repeat demand.
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