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1. Introduction
Quick Commerce is an e-commerce sector that delivers 

small quantities of goods, mainly groceries and essentials, 
within a concise time frame (10-30 minutes). In other words, 
Quick Commerce combines the speed of food delivery services 
like Grub Hub, Door Dash, and Uber Eats with the delivery of 
products like Amazon. Since the COVID-19 pandemic, there 
has been a significant shift toward online shopping and a need 
for quick and convenient delivery options. Instacart alone added 
300,000 drivers to keep up with their orders1. 

In addition to the change in consumer behavior2, improvements 
in logistics, such as real-time inventory management systems 
and AI-driven models that solve the classic traveling salesperson 
problem in real time to provide better route optimization, have 
helped Quick Commerce companies meet delivery promises.

The widespread use of smartphones and digital payments 
has undoubtedly increased e-commerce penetration in various 
markets. In a press release in June 2022, the World Bank stated 
that the COVID-19 Pandemic has spurred financial inclusion3as 
of 2021, 76% of Adults now have an account at a bank or other 
financial institution or with a mobile money provider, up from 
68% in 2017 and 51% in 20113. The pandemic has also led to an 
increased use of digital payments. In low- and middle-income 
economies (excluding China), over 40% of adults who made 
merchants in-store or online payments using a card, phone, or the 
internet did so for the first time since the start of the pandemic3. 

In this paper, we will attempt to understand the strategies and 
challenges in the quick commerce market in India and how AI 
can help recolonize Quick Commerce in India and the world. We 
will review the reports published by JM Financial to understand 

the strategies and economics of the Quick Commerce business 
in India4-6.

2. Strategies 
Recently, a few Indian Startups like Blinkit and Zepto  

established e-commerce giants like Amazon and Flipkart have 
entered the quick delivery space with services like Amazon Fresh 
and Flipkart Quick. The logistics of quick commerce are very 
different from the traditional e-commerce business it derives 
from and the food delivery business that inspires its speed. 

2.1. Dark Stores

Dar Stores are small, strategically located warehouses that 
store high-demand items to facilitate quick delivery. Dark stores 
are located in urban or densely populated areas to ensure fast 
and efficient delivery to customers within a specified radius. 
The layout of dark stores is optimized for order fulfillment, 
with aisles and shelves organized logically to facilitate the 
picking of items. Unlike traditional stores, there is no need for 
aesthetically pleasing displays or customer-facing areas. Dark 
stores typically stock a wide range of groceries and everyday 
essentials, including fresh produce, dairy products, packaged 
foods, household items, and personal care products. Inventory 
levels are managed carefully to ensure popular items are always 
available for quick delivery.

2.2. Partnerships

Q-commerce companies often collaborate with local 
retailers to ensure a steady supply of goods. Partnering with 
local retailers allows quick commerce companies to offer their 
customers a broader range of products. This includes groceries, 
essentials, specialty items, and products that may need more 
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readily available in centralized warehouses. Local retailers are 
often located closer to customers than centralized warehouses. 
By collaborating with them, quick commerce companies can 
leverage their existing infrastructure to facilitate faster delivery, 
especially for items that need to be sourced quickly.

The Local retailers can serve as additional fulfillment centers 
for quick commerce companies. This decentralized approach to 
inventory management allows for better optimization of stock 
levels and reduces the risk of stockouts, ensuring that popular 
items are always available for delivery. Collaborating with local 
retailers supports small businesses and promotes economic 
growth in the community. Quick commerce companies can 
help local retailers reach a broader customer base and increase 
their sales through online platforms. Offering locally sourced 
products and supporting small businesses can enhance the 
customer experience. Customers may appreciate the variety of 
options and the opportunity to support local businesses through 
their purchases.

Collaborating with local retailers adds flexibility and 
scalability to the supply chain and enables quick commerce 
companies to scale their operations more efficiently. They can 
quickly expand their service areas by partnering with additional 
local retailers in new locations.

3. Operational Challenges
3.1. High Costs

Quick-commerce faces significant logistical and delivery 
costs that erode profits. The model necessitates maintaining a 
network of small, strategically located warehouses to ensure 
rapid delivery times, which incurs substantial expenses. Last-
mile delivery, which involves a fleet of vehicles and numerous 
delivery personnel, adds to the high operational costs. These 
expenses are further exacerbated by the need for a larger 
workforce to handle warehousing and delivery and ongoing 
training to ensure efficiency and service quality.

The technology and infrastructure required for quick-
commerce also represent a significant financial burden. 
Developing and maintaining sophisticated systems for inventory 
management, order processing, and delivery tracking require 
considerable investment. Similarly, the cost of automation 
technologies, while potentially reducing labor expenses in the 
long run, adds to the initial outlay. Furthermore, managing a 
diverse inventory to meet customer demands involves high 
stocking costs, particularly for perishable goods, leading to 
potential losses from spoilage and unsold products.

Customer acquisition and retention costs are another drain 
on q-commerce profits. Attracting customers in a competitive 
market involves heavy spending on marketing and promotions, 
and offering discounts to entice buyers reduces profit 
margins. Operational costs such as utilities, packaging, and 
compliance with regulatory requirements further strain the 
business. Additionally, handling returns and refunds, ensuring 
sustainability practices, and providing adequate insurance 
coverage all add to the financial challenges, making it difficult 
for q-commerce businesses to achieve sustainable profitability.

3.2. Logistics

Achieving ultra-fast delivery within short time frames 
demands a highly efficient and coordinated last-mile delivery 
system. This involves optimizing delivery routes and effectively 

managing unpredictable traffic conditions. Coordinating a fleet 
of vehicles and a team of delivery personnel to cover various 
zones is complex, necessitating dynamic resource allocation to 
handle fluctuating demand.

Inventory management is another significant challenge for 
Q-commerce. Accurately predicting consumer demand is crucial 
to prevent stockouts or overstock situations. Q-commerce 
heavily depends on having the right products xx planning to 
manage efficiently. Each fulfillment center must be optimized 
for quickly picking, packing, and dispatching orders. While 
implementing automation systems can streamline operations, 
it demands substantial investment and ongoing maintenance. 
Ensuring seamless integration between various technological 
systems also presents a challenge.

These logistical challenges highlight the complexity of 
running a q-commerce store. Ensuring rapid delivery times, 
managing inventory accurately, and optimizing fulfillment 
operations are vital to maintaining service quality and customer 
satisfaction while striving for profitability. Addressing these 
issues necessitates advanced technology, efficient processes, and 
strategic planning.

3.3. Financial Aspects

Quick commerce (q-commerce) companies employ various 
revenue models to sustain operations and drive profitability. 
One standard model is the commission-based approach, where 
platforms like Uber Eats and DoorDash take a percentage of each 
transaction from their restaurant or retail partners. Additionally, 
many Q-commerce companies charge delivery fees, which can 
vary based on factors like order size, distance, and delivery 
speed, as seen with Instacart and Go Puff.

Subscription models are also popular, offering customers 
benefits such as free or discounted delivery for a recurring fee. 
Examples include Amazon Prime Now and Instacart Express, 
which provide these perks in exchange for a monthly or annual 
subscription. Like Uber’s strategy, some Q-commerce companies 
implement surge pricing, increasing delivery fees during peak 
demand or adverse conditions.

Other revenue streams include advertising and promotions, 
where platforms like Deliveroo and Instacart generate income 
by offering advertising space to brands. Product markup is 
another strategy, with companies like Go Puff selling items at 
higher prices than traditional retail stores. Additionally, some 
Q-commerce companies provide white-label logistics and 
technology solutions to other businesses, as Instacart does for 
grocery stores. Strategic partnerships like Uber Eats collaborating 
with grocery stores also help expand service offerings and share 
revenue.

Due to high operational costs, achieving long-term 
profitability takes time and effort. Economies of scale are 
essential. For example, Zepto focuses on increasing the number 
of orders per delivery route to reduce costs and improve 
profitability.

4. Use of AI and Automation to Enhance the Operations 
and Efficiency of Quick Commerce
4.1. Inventory Management

Effective inventory management is critical for Q-commerce 
companies to ensure they have the right products for quick 
delivery. AI algorithms can analyze historical sales data, market 
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trends, and other variables to forecast demand accurately. 
By predicting demand for different items, AI helps optimize 
inventory levels in dark stores, reducing stockouts and 
minimizing waste. For example, Zepto, a Q-commerce startup, 
utilizes AI-powered inventory management systems to ensure 
their dark stores are well-stocked with high-demand items, 
facilitating faster order fulfillment.

4.2. Route Optimization

Efficient route planning is essential to ensure timely 
deliveries in Q-commerce. AI-powered route optimization 
algorithms can analyze real-time traffic conditions, weather 
forecasts, and delivery locations to determine the most efficient 
delivery routes. By optimizing routes, AI helps reduce delivery 
times, fuel consumption, and operational costs. For instance, 
Blinkit, a leading Q-commerce platform, employs AI-driven 
route optimization to guide its delivery personnel, ensuring that 
orders are delivered to customers within the promised timeframe.

4.3. Personalized Marketing and Recommendations

AI enables Q-commerce companies to deliver personalized 
marketing offers and product recommendations to customers 
based on their preferences and past purchasing behavior. By 
analyzing customer data, AI algorithms can identify patterns 
and trends to deliver targeted marketing messages. This 
personalization enhances the customer experience, increases 
engagement, and drives sales. For example, Amazon Fresh 
uses AI to analyze customer browsing and purchasing history 
to recommend relevant products and offer personalized deals, 
leading to higher conversion rates and customer satisfaction.

4.4. Customer Service Automation

AI-powered chatbots and virtual assistants can automate 
customer service tasks, such as answering queries, providing 
order updates, and resolving issues. By handling routine 
inquiries, AI chatbots free human agents to focus on more 
complex customer issues, improving efficiency and reducing 
response times. For instance, Swiggy Instamart integrates AI 
chatbots into their customer support system to provide instant 
assistance to users, enhancing the overall customer experience.

4.5. Dynamic Pricing

AI enables Q-commerce companies to implement dynamic 
pricing strategies that adjust prices in real-time based on demand, 
competition, and inventory levels. AI algorithms can optimize 
pricing to maximize revenue and profitability by analyzing 
market data and trends. For example, Grofers, an online grocery 
delivery platform, uses AI to adjust product prices based on 
real-time demand and supply conditions, ensuring competitive 
pricing and maximizing sales.

4.6. Fraud Detection

AI algorithms can detect and prevent fraudulent activities 
by analyzing transaction patterns, identifying anomalies, 
and flagging suspicious behavior. By monitoring real-time 
transactions, AI helps Q-commerce companies safeguard 
against fraud, protecting customers and businesses. For 
instance, Amazon employs AI-powered fraud detection systems 
to identify and prevent unauthorized transactions, ensuring a 
secure customer shopping environment.

4.7. Supply Chain Optimization

AI plays a crucial role in optimizing supply chain operations 

for Q-commerce companies. AI algorithms can forecast 
demand, optimize inventory levels, and coordinate logistics 
efficiently by analyzing data from suppliers, warehouses, and 
delivery networks. This optimization ensures that products are 
stocked and delivered on time, minimizing delays and reducing 
costs. For example, Blinkit leverages AI to optimize its supply 
chain operations, ensuring that dark stores are well-stocked with 
the right products and that deliveries are made efficiently to 
customers.

4.8. Enhancing Delivery Robots and Drones

AI can be integrated into autonomous delivery systems, 
such as robots and drones, to navigate environments, avoid 
obstacles, and deliver packages safely and efficiently. By 
leveraging AI, Q-commerce companies can automate last-mile 
delivery, reducing reliance on human delivery personnel and 
improving delivery speed and accuracy. For instance, companies 
like Amazon are exploring using AI-powered delivery drones 
to deliver packages to customers’ doorsteps within minutes, 
revolutionizing the delivery experience.

4.9 Sentiment Analysis and Feedback

AI can analyze customer feedback and social media 
sentiment to gain insights into customer satisfaction and identify 
areas for improvement. AI algorithms can detect patterns and 
trends by analyzing text data from customer reviews and social 
media posts, enabling Q-commerce companies to make data-
driven decisions and enhance their products and services. For 
example, Swiggy Instamart uses AI-powered sentiment analysis 
tools to analyze customer feedback and identify common issues, 
allowing them to address customer concerns and improve their 
overall service quality.

4.10. Warehouse Automation

AI-powered robots and automation systems can streamline 
warehouse operations for Q-commerce companies, improving 
efficiency and reducing costs. AI-enabled robots can accelerate 
order fulfillment and minimize errors by automating tasks 
such as picking, packing, and sorting. For example, Ocado, a 
UK-based online grocery retailer, utilizes AI-driven robots in 
its warehouses to automate the picking and packing process, 
increasing throughput and reducing labor costs.

In conclusion, AI offers many opportunities for Q-commerce 
companies to enhance their operations, improve customer 
experiences, and drive business growth. By leveraging AI 
technologies effectively, Q-commerce companies can stay 
competitive in the dynamic and rapidly evolving7 e-commerce 
landscape.

5. Discussion and Conclusion
In conclusion, integrating artificial intelligence (AI) 

and automation technologies holds immense potential to 
revolutionize the  (q-commerce) sector, offering solutions to 
many of the industry’s most pressing challenges. As evidenced 
by the strategies and advancements discussed, AI enables 
Q-commerce companies to enhance operational efficiency, 
optimize delivery processes, and drive profitability.

One of AI’s most significant advantages in q-commerce is its 
ability to revolutionize inventory management. By leveraging 
AI algorithms to analyze historical sales data, market trends, 
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and other variables, companies can accurately forecast demand, 
optimize inventory levels, and minimize stockouts. This ensures 
that popular items are always available for quick delivery, 
reduces waste, and improves cost-effectiveness.

Furthermore, AI-powered route optimization algorithms 
enable q-commerce companies to streamline delivery operations, 
minimize delivery times, and reduce operational costs. By 
analyzing real-time traffic conditions, weather forecasts, and 
delivery locations, AI algorithms can determine the most 
efficient delivery routes, ultimately enhancing the customer 
experience while maximizing efficiency and profitability.

Additionally, AI enables q-commerce companies to 
personalize marketing efforts, automate customer service tasks, 
implement dynamic pricing strategies, and optimize supply chain 
operations. These capabilities improve customer engagement 
and satisfaction and drive sales and revenue growth.

Overall, using AI and automation technologies is essential for 
Q-commerce companies looking to stay competitive and thrive 
in the rapidly evolving e-commerce landscape. By embracing 
and leveraging these technologies effectively, q-commerce 
companies can achieve seamless deliveries, enhance customer 
experiences, and position themselves for long-term success in 
the dynamic and increasingly digital marketplace8. 
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