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Abstract: 

Quick commerce (q-commerce) has emerged as a transformative force in India’s urban 

retail sector, leveraging hyper-local delivery models and digital logistics. This study explores the 

operational mechanisms, market tactics, and consumer influence of leading q-commerce 

platforms—Instamart, Zepto, and Blinkit—in Pune, a city known for its tech-savvy demographic 

and fast-paced urbanization. By examining their technological adoption, including AI-driven 

inventory management and micro-warehousing, the paper evaluates their effectiveness in 

achieving rapid 10–30-minute deliveries. Additionally, the study discusses challenges such as 

infrastructure limitations, high marketing expenditures, and environmental concerns. The 

analysis underscores Pune’s significance as a strategic hub for q-commerce expansion while 

emphasizing the necessity of regulatory adaptation and sustainable innovations for long-term 

growth. 

Keywords: Quick commerce, e-commerce, Pune, Instamart, Zepto, Blinkit, urban retail, last-

mile delivery, digital logistics. 

 

Introduction: 

 The digital revolution has 

significantly reshaped India’s retail 

landscape, with quick commerce (q-

commerce) emerging as an innovative model 

for instant order fulfilment. Unlike 

traditional e-commerce, q-commerce 

prioritizes speed and convenience, aiming to 

deliver goods within minutes. The shift in 

consumer behaviour, accelerated by 

increasing digital adoption, has fuelled the 

demand for ultra-fast deliveries. Pune, a 

growing metropolitan area with a high 

concentration of students and professionals, 

serves as an ideal market to study the 

expansion and impact of q-commerce 

platforms such as Instamart, Zepto, and 

Blinkit. 

 

The Q-Commerce Model: A Paradigm 

Shift: 

 Q-commerce represents a departure 

from conventional online retail, emphasizing 

efficiency, rapid inventory replenishment, 

and micro-logistics. Platforms in this sector 

rely on strategically located dark stores, 

predictive AI-based demand forecasting, and 

real-time tracking to enhance delivery speed 

and order accuracy. Unlike large e-

commerce warehouses that cater to broad 

regional markets, q-commerce hubs are 

designed for localized deliveries, reducing 

transit times and optimizing supply chain 

management. 

The primary drivers of q-commerce 

expansion include changing consumer 

expectations, increasing smartphone 

penetration, and the adoption of digital 

payment methods. Additionally, significant 
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venture capital funding has fueled aggressive 

market penetration, with platforms investing 

heavily in infrastructure, technology, and 

customer acquisition strategies. The role of 

AI and data analytics in demand prediction, 

inventory allocation, and route optimization 

has further solidified q-commerce as a 

competitive retail model. 

 

Case Study: Instamart, Zepto, and Blinkit 

in Pune: 

1. Instamart: 

 Swiggy’s Instamart capitalizes on 

the company’s existing food delivery 

network to provide rapid grocery and 

essentials delivery. Its operational model 

relies on a network of dark stores, enabling 

efficient inventory stocking and order 

processing. Personalized AI 

recommendations and subscription-based 

loyalty programs further enhance customer 

engagement and retention. 

 

2. Zepto: 

 Zepto differentiates itself through its 

10-minute delivery model, facilitated by an 

extensive network of micro-warehouses. By 

optimizing inventory stocking based on real-

time demand analytics, Zepto ensures high 

fulfillment efficiency. The company’s 

growth strategy involves targeted 

promotions, competitive pricing, and high 

service consistency to maintain customer 

loyalty. 

3. Blinkit: 

 Formerly known as Grofers, Blinkit 

has transitioned into a rapid-delivery service 

by leveraging its network of local vendors 

and AI-driven price optimization. The 

platform integrates dynamic pricing, 

promotional discounts, and vendor 

partnerships to maintain market 

competitiveness. Its logistics infrastructure is 

designed to streamline last-mile delivery, 

reducing inefficiencies and improving 

turnaround time. 

 

Comparative Analysis: Market Strategies 

and Consumer Impact: 

A key component of q-commerce 

competition is market share distribution 

among major players. This pie chart 

illustrates the estimated market share of 

Instamart, Zepto, and Blinkit in Pune for 

2025: 

 

 
Based on Q1FY25 Gross order Value, Other small players from remaining 1% 

Source: Motilal Oswal 
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While all three platforms operate 

under the q-commerce model, their 

execution strategies vary significantly. 

Instamart utilizes Swiggy’s extensive 

delivery ecosystem to expand its presence, 

focusing on customer retention through 

personalized deals and subscription services. 

Zepto, in contrast, emphasizes speed, 

leveraging hyper-localized micro-

warehousing to maintain its competitive 

edge. Blinkit’s approach integrates vendor 

partnerships and AI-driven pricing to 

optimize both supply chain efficiency and 

consumer affordability. 

From a consumer behavior 

perspective, the rise of q-commerce has 

reshaped purchasing habits, increasing 

demand for instant fulfilment and 

encouraging impulse buying. However, the 

sustainability and profitability of these 

models remain under scrutiny due to high 

operational costs and aggressive pricing 

strategies. 

 

Challenges and Future Concerns:  

Despite its rapid expansion, the q-

commerce industry faces several challenges: 

 Infrastructure and Scalability: 

Expanding micro-warehouses and 

dark stores in high-density urban areas 

requires substantial investment and 

logistical coordination. 

 Financial Sustainability: High 

customer acquisition costs, 

promotional discounts, and operational 

expenses place significant pressure on 

long-term profitability. 

 Workforce and Gig Economy 

Issues: The dependence on gig 

workers raises concerns about fair 

wages, employment stability, and 

regulatory compliance. 

 Environmental Impact: Increased 

packaging waste and carbon emissions 

from frequent small-scale deliveries 

highlight the need for sustainable 

practices, such as eco-friendly 

packaging and electric vehicle 

adoption. 

 

Conclusion: 

The rapid proliferation of q-commerce 

in Pune underscores its transformative 

impact on urban retail. While platforms like 

Instamart, Zepto, and Blinkit have 

successfully leveraged technology to 

redefine last-mile delivery, their 

sustainability depends on overcoming 

financial, infrastructural, and regulatory 

hurdles. Future growth will require a 

balanced approach, integrating technological 

advancements with ethical labor practices 

and environmental considerations. As the 

industry evolves, continuous innovation and 

regulatory adaptation will be crucial in 

determining the long-term viability of q-

commerce in India. 
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