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Abstract: The Indian quick commerce sector, projected to reach $10-12 billion by 2026, faces challenges including
high cash burn and intense competition. This Master's thesis investigates strategies for sustainable profitability,
focusing on Swiggy Instamart. The research uses a mixed-methods approach, combining extensive secondary research
with a customer survey of 85 respondents. Key findings indicate that Swiggy Instamart's market leadership is driven
by its vast dark store network and extensive product availability, enabling economies of scale. Its integrated Swiggy
One loyalty program and strong brand reputation foster high customer retention. Sophisticated technology, including
Al-driven logistics and personalized recommendations, enhances operational efficiency and customer experience.
However, a strategic tension exists between broad scale and ultra-fast delivery speeds offered by competitors, alongside
identified areas for improvement in order accuracy and technical system stability. The study concludes that Swiggy
Instamart's path to profitability requires technologically optimizing its large-scale network to meet customer demands
for speed and accuracy, while continuously leveraging its ecosystem advantage.
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1. INTRODUCTION

India's quick commerce sector is rapidly expanding, driven by urbanization and digital adoption, disrupting the retail
market. Players like Swiggy Instamart, Blinkit, and Zepto compete fiercely. However, this growth brings significant
operational challenges, including high costs from maintaining dark stores and delivery fleets, price sensitivity, and
complex inventory management, straining profit margins. This study addresses the need to understand how leading
players like Swiggy Instamart achieve sustainable profitability amidst these challenges, providing insights into their
operational and strategic imperatives within this unique market.

1.1 Need for the Study

The rapid rise of quick commerce in India presents a unique and dynamic market landscape with immense potential,
yet also significant challenges. While consumer demand for instant gratification and convenience fuels this growth,
achieving sustainable profitability remains a critical objective for players in this sector. Existing research on e-
commerce, while valuable, often lacks specific focus on the unique operational and strategic imperatives of the quick
commerce model. Studies on customer behavior, logistics, and supply chain management in general e-commerce may
not fully capture the nuances of the ultra-fast delivery model, its inherent complexities, and the intense competitive
pressures within this space.

Furthermore, while general studies on e-commerce profitability provide valuable insights, a deeper dive into the
specific strategies employed by leading players like Swiggy Instamart is crucial. Understanding how Instamart
navigates challenges such as rapid order fulfillment, inventory management, and fierce competition while maintaining
profitability is critical for both industry players and academic researchers. This research aims to address these gaps by
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providing a focused analysis of Swiggy Instamart's strategies for achieving profitable growth within the Indian quick
commerce market. The findings will not only contribute to a deeper understanding of the operational and strategic
challenges faced by leading players in this sector but also offer valuable insights for other businesses, investors, and
policymakers seeking to navigate the complexities of this rapidly evolving market.

2. LITERATURE REVIEW

This research builds upon existing literature in the e-commerce and quick commerce sectors, examining the critical
factors that drive profitable growth in this rapidly evolving market. This review highlights key themes including
customer loyalty, business models, success factors, sustainability, competition, and consumer behaviour, providing a
comprehensive foundation for the current study.

Customer satisfaction and loyalty are consistently emphasized as paramount for sustainable profitability in the quick
commerce landscape. Siddiqi et al. (2024) and Singh and Tomar (2023) underscore that these are primarily driven by
service quality, delivery speed, price fairness, convenience, and product availability. Prioritizing these customer-
centric factors is crucial for competitive advantage in a high-competition market.

A robust operational and technological infrastructure is another critical theme. Ranjekar and Roy (2023) highlight the
need for efficient logistics, strategically located dark stores, and advanced technology integration to facilitate rapid
deliveries. Complementing this, Ganapathy and Gupta (2023) identify efficient supply chain management, seamless
technology integration (including Al-driven logistics and predictive analytics), and customer-centric strategies as
fundamental success factors.

The quick commerce sector is characterized by intense competition. Raj, Dada, and Roy (2024) contend that companies
must focus on differentiation, operational efficiency, and customer loyalty programs to thrive in such an environment.
Consumer purchasing decisions, as confirmed by Akhtar and Farooqi (2022), are heavily influenced by convenience,
price, product variety, and delivery service reliability. Furthermore, Saravanan (2024) discusses the rapid growth in
emerging markets, stressing that long-term sustainability must be integrated, balancing profitability with
environmental and social considerations.

Case studies on Swiggy Instamart itself by Ganvir and Sarkar (2021) and Chakraborty and Biswal (2024) provide
valuable real-world insights into its operations. They indicate that while convenience and speed are key drivers of
popularity, efficient logistics, effective inventory management, cost control, and continuous innovation are critical for
the platform's long-term success and profitability. Swiggy's strategic adaptation and diversified revenue streams are
also noted as contributing factors.

By building upon these insights, the current research will further analyse Swiggy Instamart's strategies to achieve
profitable growth by understanding the interplay between customer loyalty, operational efficiency, competitive
differentiation, and sustainability within the Indian quick commerce market.

2.1 Objectives

° To analyse key operational and strategic factors for Swiggy Instamart's success.

° To understand the role of technology, logistics, and customer experience in driving profitable growth.
° To contribute to understanding challenges and opportunities in the Indian quick commerce landscape.
2.2 Hypothesis

° HI: Operational efficiency (logistics, supply chain, dark stores) significantly enhances profitability.

° H2: Customer-centric strategies and Technology integration are key drivers of performance.
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3. RESEARCH DESIGN AND METHODOLOGY

This study employed an exploratory, descriptive, and case study design, focusing on Swiggy Instamart. Data was
collected using a mixed-methods approach:

° Primary Data: A customer survey of 85 respondents was conducted online using convenience sampling. The
questionnaire gathered data on demographics, usage patterns, service ratings (delivery speed, order accuracy, product
availability, packaging quality), importance of features (delivery speed, sustainability), app experience (ease of use,
recommendations, tracking), technical issues, loyalty program influence (Swiggy One), and overall satisfaction.
Various scales, including categorical, Likert-type, and numerical, were used.

° Secondary Data: Included company filings, industry reports (e.g., RedSeer Consulting), media analysis, and
academic journals to understand market trends and Swiggy Instamart's strategic initiatives.

Data Analysis: Primarily involved descriptive statistics, including frequency distributions, percentages, means, and
standard deviations, to summarize customer perceptions and behaviours.

3.4 ANALYSIS AND FINDINGS

Swiggy Instamart maintains a significant operational footprint with over 350 dark stores across 25+ cities, fostering
broad market accessibility. However, its average delivery time of 19-22 minutes is slightly longer than key competitors
like Zepto, which achieves 10—15-minute deliveries via a hyperlocal model. The customer survey revealed that while
71.8% of users were satisfied with delivery speed, only 14.1% received orders in 10 minutes or less, with the majority
falling into the 10—15-minute (49.4%) and 15-20-minute (32.9%) ranges. Importantly, customers rated delivery speed
as highly important (mean 4.00/5), indicating a potential competitive vulnerability.

Product availability was well-received, with 70.6% of respondents satisfied or very satisfied, aligning with Instamart's
broader SKU range (~5,000 items). Conversely, 42.4% of users expressed neutrality regarding order accuracy,
highlighting an area for operational improvement impacting cost efficiency. These findings collectively suggest that
while Instamart's scale enables extensive reach and product assortment, optimizing the balance between network size
and meeting customer expectations for rapid and accurate delivery is crucial for sustained profitability.

Instamart effectively leverages its integrated Swiggy One loyalty program and robust brand reputation. Survey data
confirmed that being "Part of Swiggy Ecosystem" (12.23%) and "Brand Reputation" (11.93%) are significant primary
factors influencing customer choice, underscoring the power of its established ecosystem.

Technology serves as a critical enabler for Instamart. The app's ease of use (mean 4.46/5) and real-time tracking
satisfaction (mean 4.59/5) were exceptionally high, directly reflecting the effectiveness of its Al-driven logistics and
personalized recommendation systems. While general satisfaction is high, some users reported technical issues,
indicating a need for continuous system refinement to maintain seamless user experience.

In summary, the findings confirm that Instamart's market position is strongly driven by its operational scale, customer-
centric loyalty initiatives, and robust technological infrastructure. However, the ongoing challenge lies in effectively
balancing broad market coverage with the critical consumer demand for optimized delivery speed and consistent order
accuracy.

4. LIMITATIONS

The study's primary data suffers from a small sample size (85 respondents) and convenience sampling, limiting its
generalizability to the wider Indian quick commerce market and risking selection bias. Potential response biases
inherent in self-administered online surveys are also a factor. The time-sensitive nature of the rapidly evolving quick
commerce market means findings may quickly become outdated. Future research should aim for larger, more
representative samples and incorporate diverse primary data collection methods to enhance validity and reliability.
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5. CONCLUSIONS AND RECOMMENDATIONS
5.1 Conclusion

Swiggy Instamart's market leadership is driven by its vast operational scale and high product availability, though this
results in slightly longer delivery times compared to rivals. Its integrated Swiggy One loyalty program and strong
brand reputation effectively drive customer retention. Technology, including Al-driven logistics and personalized
recommendations, significantly enhances operational efficiency and customer experience. However, sustained
profitability requires optimizing the network to consistently meet high customer expectations for speed and accuracy,
alongside resolving technical issues. The study highlights the need to synergistically combine operational efficiency,
customer satisfaction, and technological prowess for profitable quick commerce growth in India.

5.2 Recommendations

Based on the findings and conclusions, the following recommendations are put forth for Swiggy Instamart to further
enhance its profitable growth trajectory in the Indian quick commerce market:

° Operational Optimization: Implement real-time monitoring of delivery times and accuracy, and leverage Al
for precise inventory and picking to reduce errors and stockouts.

° Technological Enhancement: Prioritize resolving technical issues to ensure a seamless app experience, and
continue investing in Al for more relevant personalized recommendations and promotions.

° Deepen Loyalty: Further integrate Instamart into the Swiggy One program with exclusive benefits and
strategic cross-promotion to drive repeat purchases. Improve the relevance of promotions through data analytics.

° Sustainability: Actively integrate and communicate eco-friendly practices to enhance brand perception and
achieve long-term cost efficiencies.
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