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Abstract: The swift advancement of e-commerce in India has transformed consumer demands, particularly 

in terms of delivery speed and convenience. This research report examines the logistics and distribution 

approaches utilized by Zepto, a rapidly expanding e-commerce entity focused on quick commerce (Q-

commerce). The goal of this study is to comprehend how Zepto fulfills its commitment to ultra-fast delivery, 

effectively manages its supply chain operations, and innovates within the fiercely competitive Indian 

market. An analysis of the situation uncovers the increasing need for immediate grocery delivery and the 

changing consumer expectations. The literature review is based on academic articles, market analyses, and 

case studies to establish the context for effective logistics in the e-commerce sector. The research was 

designed around an exploratory framework. A qualitative methodology was employed through the analysis 

of secondary data, including industry reports, corporate press announcements, and market research 

publications. A comparative analysis was performed to evaluate Zepto’s strategies against other leading 

entities in the q-commerce and broader e-commerce sectors. The findings emphasize that Zepto's 

implementation of dark stores, real-time inventory control, and AI-driven route optimization is our vital 

component for achieving quick delivery times. The study determines that while these strategies enhance 

customer satisfaction, they also introduce new challenges concerning the sustainability and scalability of 

operations. Recommendations involve increasing automation in last-mile deliveries, investigating eco-

friendly logistics options, and investing in predictive analytics. The study also indicates that other e-

commerce companies can incorporate elements of Zepto's approach to enhance their logistics frameworks. 

 

Index Terms - Q-commerce, e-commerce, Case Study Method, Comparative Analysis, Data Collection, 

Data Analysis Tools, Market Share, Operations and Logistics. 

 

I. INTRODUCTION 

1.1 Background  

The rapid growth of e-commerce in India has changed what consumers expect, particularly in terms of 

grocery and essential product delivery. With urban shoppers prioritizing speed, convenience, and reliability, 

the emergence of Quick Commerce (Q-commerce) platforms such as Zepto has significantly captured the 

traditional e-retail logistics platform. Zepto was launched in 2021. Now Zepto has emerged as a frontrunner 

in 10-minute delivery system. It is utilizing hyperlocal dark stores and data-driven distribution methods. 

Because of dense population in urban areas and escalation in consumer demands, traditional warehousing 

and fulfilment approaches are not adequate. The growing demand for faster delivery services has resulted 

into innovations in micro-fulfillment centers, route optimization, and dynamic inventory management. In 

this way, Zepto has developed its logistics and distribution system and has got a competitive edge in the 

Indian e-commerce sector.  

Zepto is now a rapidly growing player in the quick-commerce (Q-commerce) market in India. It has 

revolutionized the shopping experience for urban consumers looking for groceries and daily essentials. By 

leveraging dark store networks, cutting-edge logistics technology, and hyperlocal delivery systems, Zepto is 

providing exceptionally fast deliveries, usually within just 10 minutes. This report outlines Zepto's 
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methodology, operational practices, technological infrastructure, scalability plan, and competitive edge in 

the Q-commerce landscape. 

1.2. Industry Overview 

• Q-Commerce (Quick Commerce) is a rising segment within the e-commerce landscape that emphasizes 

the rapid delivery of small quantities of products in a short timeframe (10–30 minutes).   

• It is propelled by growing consumer expectations for convenience, swift urban development, and increased 

digital engagement.   

• Key participants in this space include Blinkit, Swiggy Instamart, Dunzo, BigBasket Now, and Zepto.   

• The Q-commerce market in India is projected to exceed $5 billion by the year 2025.   

1.3. Company Overview: Zepto 

• Established: 2021   

• Founders: Aadit Palicha and Kaivalya Vohra   

• Base of Operations: Mumbai, India   

• Specialization: Grocery delivery within 10 minutes utilizing dark stores   

• Valuation (2024): Approximately $3.6 billion (pending latest investment updates)   

 

II. RESEARCH METHODOLOGY 

This study employs a qualitative and exploratory research approach, concentrating on an analysis of Zepto's 

logistics and distribution strategies within the Indian e-commerce landscape.   

2.1 Research Design 

• Case Study Method: A comprehensive case study of Zepto has been undertaken to gain insights into its 

hyperlocal delivery model and supply chain processes.   

• Comparative Analysis: The strategies of Zepto are contrasted with those of other e-commerce companies 

to emphasize its distinctive features.   

2.2 Data Collection 

• Secondary Data:  

o Company reports, press releases, and relevant articles.   

o Industry analysis documents regarding quick commerce and e-commerce logistics in India.   

o Insights gathered from credible journals, websites, and whitepapers.   

2.3 Data Analysis Tools 

• SWOT Analysis to evaluate the logistics strategy of Zepto.   

• Porter's Value Chain Analysis to determine how Zepto adds value through its distribution network.   

• Comparative Tables & Graphs to assess the efficiency of competitors. Research the primary competitors of 

Zepto (including Swiggy, Instamart, Blinkit, and Dunzo) to examine their logistics frameworks, pricing 

models, and market presence. 

 

III. Analysis 

3.1 How Zepto Gains Competitive Advantage   

•Speed as a Unique Selling Proposition (USP): Zepto's primary differentiator is its delivery service, which 

guarantees arrival within 10 minutes, enabled by technology and strategically positioned dark stores. 

•Technology-Driven Operations: Every phase of the process incorporates AI and data analytics.   

•Customer-Focused Approach: There is a strong emphasis on enhancing the customer experience, building 

trust, and ensuring reliability.   

3.2 Customer Experience Strategy   

•Order tracking in real-time   

•No minimum purchase requirement   

•In-app assistance and refund options   

•Loyalty program based on subscription (Zepto Pass)   

3.3 Core Logistics & Distribution Strategy   

 Dark Stores (Micro-Warehouses)   

• Definition: Compact fulfillment centers that are not accessible to the public, strategically situated within 

urban areas.   

• Function: Store high-demand SKUs according to local preferences and demand trends.   

• Size: Approximately 2000–5000 square feet per location.   

• Advantage: Accelerates delivery time by lessening last-mile travel.   
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 Inventory Optimization   

• High SKU turnover (focused on fast-moving products).   

• Stocking is driven by data based on:   

  o Time of day   

  o Local trends   

  o Historical purchasing behavior 

 Hyper-local Delivery Network:   

• Zepto utilizes a compact network of "dark stores" (mini-warehouses) positioned within a 2-kilometer 

radius of customer clusters.   

• This closeness facilitates quick order processing and immediate dispatch, crucial for meeting the 10-

minute delivery commitment.   

 Technology-Driven Optimization:   

• Implements advanced data analytics and AI to predict demand, enhance inventory management, and 

strategically plan delivery routes.   

• Guarantees effective utilization of delivery personnel and warehouse resources.   

 Focus on Speed and Efficiency:   

• The distinctive 10-minute delivery unique selling proposition (USP) sets Zepto apart in the competitive 

quick commerce market.   

• Real-time order tracking, optimized picking processes, and geo-mapping technologies contribute to this 

objective.   

 Targeted Product Selection: 
• Inventory is restricted to essential, high-velocity grocery items.   

• Assists in minimizing storage requirements while catering to the high-demand needs of urban clientele.   

 Data-Driven Decision Making:  

• Analyzes customer behavior, purchase history, and demand trends for tailored recommendations and 

efficient restocking.   

• Performance metrics assist in fine-tuning delivery schedules and inventory precision.   

 Local Supplier Partnerships:   

• Works together with local vendors to guarantee fresh produce, consistent supplies, and competitive 

pricing.   

• Shortens procurement time and aids in rapid restocking.   

3.4 Financial Performance   

• Revenue Surge:   

Zepto has experienced remarkable year-over-year revenue growth, indicating strong consumer acceptance 

and market penetration.   

• Mounting Losses:   

Despite increasing revenue, losses have also escalated, primarily due to:   

  o High costs of inventory procurement   

  o Operations associated with logistics and dark stores   

  o Technology infrastructure and marketing expenses   

• Profitability Challenges:   

Sustaining ultra-fast delivery at scale is costly, rendering profitability an immediate challenge.   

3.5 Operational Strategy   

 Delivery Fleet   

•A combination of permanent staff and freelance workers.   

•Route-specific rider assignments to enhance route knowledge.   

•Performance incentives based on timely deliveries and customer feedback.   

 Cold Chain Development   

•Specialized containers and dedicated sections in dark stores for perishable items.   

•Temperature-regulated delivery boxes.   

•Emphasis on quality for dairy products, meats, fruits, and vegetables.   

 Scalability Model   

•The modular layout of dark stores facilitates swift expansion.   

•The technology infrastructure is cloud-based, allowing easy duplication in new areas.   

•Data analytics are employed to determine new locations and product mixes.   
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4. CONCLUSIONS 

The strategy for logistics and distribution made by Zepto has become a successful model in the quick-

commerce industry. Zepto is maintaining a very high standard. This study emphasizes the significance of 

innovative logistics solutions in addressing the changing demands of consumers for quicker deliveries. 

Zepto has attracted consumer interest through its speed, ease of use, and convenience, but it needs to align 

its growth goals with sustainable profitability. The logistics and distribution strategies of Zepto focus on 

efficiency, and technological advancement. The company's capability to incorporate real-time analytics, 

invest in infrastructure, and continually refine delivery operations has positioned it as a leader in the quick 

commerce field.  

 

5. REFERENCES 
[1] Lee, J., Kim, C., & Wiginton, L. (2019). Context: Understanding the last mile. In Delivering Last-Mile 

Solutions: A feasibility analysis of microhubs and cyclelogistics in the GTHA (pp. 9–12). Pembina Institute. 

[2] Ying Yu, Xin Wang, Ray Y. Zhong, George Q. Huang. (2016) E-commerce Logistics in Supply Chain 

Management: Practice Perspective,Procedia CIRP,Volume 52,2016Pages 179-185,ISSN 2212-8271 

[3] Paché, G. (2022). Dark store expansion: ultrafast logistics for Q-commerce. IUP Journal of Supply 

Chain Management, 19(3), 61-72. 

[4] Kawa, A., & Maryniak, A. (2019). Lean and agile supply chains of e-commerce: empirical 

research. Journal of Information and Telecommunication, 3(2), 235-247. 

[5] J Jency and S. Praveen Kumar.(2020). A Study on Logistics and Supply Chain Management, 

https://doi.org/10.26637/MJM0S20/0144 

[6] Darja TOPOLŠEK, Kristina ČIŽIŪNIENĖ, Tina CVAHTEOJSTERŠEK. (2019). “Defining Transport 

Logistics: A Literature Review and Practitioner Opinion Based Approach”, 

https://doi.org/10.3846/transport.2018.6965. 

[7] Christopher, M. C. (2016). Logistics and Supply Chain Management. FT Press.  

[8] ELA/A. T. Kearney.(2004). Excellence in Logistics: Differentiation for Performance European Logistics 

Association (ELA) / A. T. Kearney Management Consultants. 

[9] Button, K. (2010). Transport Economics. Edward Edgar Publishing. 

[10] CHATTERJEE, L.; TSAI, C.-M. (2002). TRANSPORTATION LOGISTICS IN GLOBAL VALUE AND SUPPLY 

CHAINS,CENTER FOR TRANSPORTATION STUDIES 

Articles 

[1] ET Retail, Mint, and TechCrunch articles on Zepto’s funding and logistics expansion (2021–2024). 

[2] Statista (2023). E-commerce Logistics Market in India. 

[3] McKinsey & Company (2022)."Quick commerce pushes the limits on grocery delivery." 

[4] Deloitte-FICCI. "SPURring Growth in FMCG, Retail and E-commerce Sectors in India" 

Website 

[1] https://inc42.com/features/zepto-2024-review-quick-commerce-cafe-aadit-palicha/ 

[2] https://startuptalky.com/zepto-business-model/ 

[3] www.zeptonow.com 

[4] http://www.jstor.org/stable/resrep22106.5 

 

 

http://www.ijcrt.org/
https://doi.org/10.26637/MJM0S20/0144
https://doi.org/10.3846/transport.2018.6965
https://inc42.com/features/zepto-2024-review-quick-commerce-cafe-aadit-palicha/
https://startuptalky.com/zepto-business-model/
http://www.zeptonow.com/
http://www.jstor.org/stable/resrep22106.5

	I. Introduction
	[10] Chatterjee, L.; Tsai, C.-M. (2002). Transportation Logistics in Global Value and Supply Chains,Center for Transportation Studies

