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Executive Summary

QuickCart operates in three major metros—Delhi NCR, Mumbai, and Pune—delivering groceries within minutes. Currently
generating 250 lakh in monthly revenue from 12,000 orders, the company faces a critical inflection point. With an average
order value of 2417 and a negative EBITDA margin of 35%, QuickCart requires immediate strategic intervention to achieve
profitability. This comprehensive analysis, prepared by XBridge Ventures, identifies eight margin improvement levers with a
combined potential to swing margins by 48 percentage points, creating a viable path to break-even within six months.

The quick commerce market in India has reached 28,000 crore and continues to expand rapidly, driven by changing
consumer behaviour and urbanisation. However, the unit economics of hyperlocal delivery remain challenging. Our forensic
analysis reveals that QuickCart's current cost structure is unsustainable—spending 285 per order on customer acquisition
whilst charging only 220 in delivery fees against actual delivery costs of 245. With 280 lakh remaining in runway from the
initial 22 crore raise, the company has approximately 4-5 months to execute a turnaround strategy before requiring

additional capital.

This strategy document presents a rigorous, data-driven roadmap divided into immediate actions (30 days), structural
improvements (90 days), and strategic positioning (180 days). We've analysed every component of QuickCart's operations
—from SKU-level contribution margins to delivery route optimisation—to identify precisely where value is being destroyed
and how to capture it. The recommendations are based on proven methodologies from similar market leaders and
grounded in QuickCart's actual operational data.



X Bridge

Current Financial Position
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Burning Through Runway

QuickCart is currently losing 17.5 lakh monthly, translating to a negative 35% EBITDA margin. At this burn rate, the
remaining 280 lakh provides only 4.5 months of runway. The company requires immediate intervention to extend this
timeline whilst pursuing margin improvement initiatives.

The cost structure reveals fundamental inefficiencies: contribution margin per order stands at negative 228 after
accounting for all variable costs. Fixed costs of approximately 25 lakh monthly for technology, warehousing, and personnel

further compound losses. Without structural changes, even doubling order volume would not achieve profitability.



Profitability Timeline

Month 1-2: Quick Wins

Implement immediate cost reduction measures:
rationalise discounting strategy, optimise delivery
batching, eliminate loss-making SKUs. Target: 23L

monthly margin improvement.

Month 5-6: Break-Even

Achieve contribution margin positive status on
core orders. Scale profitable customer cohorts.
Target: Zero EBITDA with positive trajectory.

Month 3-4: Structural Changes

Restructure marketing spend allocation,
implement dynamic pricing, redesign dark store
footprint. Target: Additional 4L margin

improvement.

Month 7-12: Scale

Leverage improved unit economics to expand in
existing cities. Prepare for Series A with proven
profitability path and scalable model.

This timeline assumes disciplined execution and monthly KPI reviews. Each phase builds upon the previous, creating

compounding margin improvements. The critical path requires achieving Month 1-2 targets to maintain stakeholder

confidence and extend runway sufficiently to complete subsequent phases.
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Unit Economics Transformation

Current Reality Target State (6 Months)
Average Order Value Average Order Value

+16% through basket optimisation

P194

Gross Margin Gross Margin

Improved category mix

P13

Contribution Margin Contribution Margin

Positive unit economics

Achieving this transformation requires simultaneous action across multiple levers. The 246 swing in contribution margin
per order—from -228 to +218—represents the difference between burning cash indefinitely and building a sustainable
business. This improvement comes from increasing AOV by 268 through strategic pricing and basket composition,

reducing delivery costs by 212 per order through route optimisation, and decreasing customer acquisition costs by 252
through improved marketing efficiency and organic growth.
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Critical Strategic Decisions

Geographic Focus

Consolidate operations in highest-performing city
(Mumbai) whilst maintaining minimal presence in Delhi
NCR and Pune. Reallocate dark store resources to

optimise density.

Product Portfolio

Eliminate bottom 30% of SKUs contributing negative
margins. Focus inventory investment on high-velocity,
high-margin categories like personal care and
packaged foods.

2

Customer Segmentation

|dentify and retain high-value customers (top 20%
contributing 60% of profitable orders) whilst
deprioritising discount-sensitive, low-AOV segments

that destroy value.

Delivery Model

Implement minimum order value of 2299 for free

delivery. Introduce 249 delivery fee for smaller orders.

Pilot subscription model for frequent customers.

X Bridge
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Investment Recommendation

XBridge Ventures recommends a staged funding approach contingent upon QuickCart demonstrating execution capability
on margin improvement initiatives. The company should not pursue additional capital immediately; instead, focus the next
60-90 days on proving the profitability roadmap with existing runway. This de-risks the business for future investors and
significantly improves valuation potential.

If QuickCart successfully achieves the Month 1-2 quick wins—reducing monthly burn from 217.5L to 214L—it creates
sufficient evidence to approach growth-stage investors for a bridge round of 23-4 crore. This capital, combined with
continued margin improvements, extends runway to 12-15 months and provides adequate time to reach contribution
margin positive status. The company would then be positioned for a proper Series A of 215-20 crore at significantly
improved terms.

The alternative—raising capital now without demonstrating margin improvement—would result in severe dilution and
potentially set unsustainable growth expectations. Investors in the current market environment prioritise path to
profitability over growth at any cost. QuickCart's competitive advantage lies in proving it can achieve superior unit
economics at scale, not in expanding unprofitable operations across more geographies.
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Business Performance Overview

Current Operations

QuickCart's business performance reveals a company at an inflection point between early traction and sustainable scaling.
Operating across three major Indian metros with a monthly run rate of 12,000 orders, the company has demonstrated
product-market fit within specific customer segments. However, the current growth trajectory is unsustainable given the
severe margin pressure and limited remaining capital.

The 250 lakh monthly revenue represents healthy momentum for an early-stage quick commerce player, positioning
QuickCart in the top quartile of Series A-stage hyperlocal delivery companies. Order volumes have grown 35% quarter-
over-quarter, driven primarily by repeat purchases rather than new customer acquisition. This suggests that the core value

proposition resonates with users who experience the service, but customer acquisition efficiency remains problematic.

Average order value of 2417 sits below industry benchmarks of 2450-500 for successful quick commerce players,
indicating opportunities for basket size optimisation. The AOV varies significantly by city—Mumbai averages 2445 whilst
Pune lags at 2385—suggesting geographic performance disparities that warrant deeper investigation. Time-of-day
analysis reveals that evening orders (6-10 PM) generate 23% higher AOV than morning orders, presenting tactical

opportunities for promotional optimisation.



Revenue Trend Analysis
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Revenue growth over the past six months demonstrates consistent upward momentum, with a compound monthly growth

rate of 12.3%. This growth has been driven by both order volume increases (66% growth) and modest AOV expansion (from

2389 to T417).

However, this growth has come at significant cost. Customer acquisition spending increased 85% over the same period,
resulting in deteriorating CAC payback periods. The marketing efficiency ratio (revenue/marketing spend) declined from

5.2x to 4.1, indicating diminishing returns on acquisition investments.

Most concerning is the relationship between growth and margins. As order volume increased, contribution margin per
order declined from -222 to -228, suggesting diseconomies of scale rather than the expected efficiency gains. This

counterintuitive pattern stems from geographic expansion into lower-density areas and increased promotional intensity to

drive growth.



X Bridge

Geographic Performance Breakdown

Mumbai: The Anchor Market

5,400 monthly orders | 2445 AQV |
-28% EBITDA margin

Mumbai represents 45% of order
volume and demonstrates the
strongest unit economics despite
negative margins. Higher order density
enables better delivery route
optimisation, and customer cohorts
show superior retention rates of 42%
at Month 3.

Delhi NCR: Growth Potential

4,200 monthly orders | 2410 AOV |
-38% EBITDA margin

Delhi NCR shows strong demand
signals but suffers from geographic
dispersion. Three dark stores serve
areas with insufficient order density,

resulting in longer delivery times and
higher per-order costs. Consolidation

opportunities exist.

Pune: Challenging Economics

2,400 monthly orders | 2385 AOV |
-46% EBITDA margin

Pune presents the most challenging
unit economics with lower AOV and
sparse order density. The market
requires significant infrastructure
investment to achieve profitability,
raising questions about continued
operations without substantial volume

increases.



Customer Cohort Analysis

Cohort analysis reveals critical insights into customer behaviour and lifetime value. Customers acquired in Month 1
demonstrate 38% retention at Month 6, with an average of 8.2 orders placed over their lifetime. However, acquisition
cohorts show declining retention rates—Month 4 cohorts retain only 31% at Month 2, suggesting either decreasing
acquisition quality or inadequate onboarding and engagement mechanisms.

The most valuable insight emerges when segmenting cohorts by acquisition channel. Organic customers (referrals and
direct) demonstrate 52% retention at Month 3 and place orders averaging 2468, significantly above paid acquisition
customers who retain at only 28% and average 2389 per order. This disparity suggests that paid marketing attracts price-
sensitive customers who churn quickly once promotional discounts end.

Lifetime value analysis indicates that the top 20% of customers by order frequency generate 3.8x the contribution margin
of the bottom 50%. These high-value customers order an average of 2.3 times weekly with minimal discounting, suggesting
a core user base for whom QuickCart has become a habit. Retention strategies should prioritise this segment whilst

reconsidering investment in low-value customer acquisition.

Cohort behaviour also varies significantly by day-of-week first order. Customers who first order on weekends demonstrate
12 percentage points lower retention than weekday first orders, likely reflecting impulse purchases during promotional
campaigns rather than genuine use case adoption. This finding has implications for marketing spend allocation and
promotional calendar planning.
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Customer Acquisition Cost Deep Dive
CAC by Channel

Facebook Ads
Google Ads
1,420

Instagram

Referrals

Organic

1 1 1 1
O 600 1,200 1,800
Customer acquisition costs vary dramatically by channel, with paid social media commanding the highest CAC at 21,250-

1,420 per customer. These channels drive volume but attract low-quality customers with poor retention characteristics.

Blended CAC across all channels stands at 2892, requiring 6.4 orders at current contribution margins to recover acquisition
costs—a payback period the business cannot sustain. Referrals present the most attractive acquisition economics at 2340
CAC, yet represent only 18% of new customer volume.

The fundamental issue is not CAC absolute value but rather the relationship between CAC and customer lifetime value.
Even at 2892 CAC, the economics would work if customers demonstrated higher retention and frequency. The problem is

spending 2892 to acquire customers who churn after 2-3 orders.



Lifetime Value Analysis

High-Value Segment

Top 20% of customers by

frequency

Average 2.1 orders per week
2468 average order value
62% retention at Month 6
214,200 lifetime value

CAC payback: 2.8 orders

Medium-Value Segment

Next 30% of customers

Average 0.8 orders per week

2425 average order value

38% retention at Month 6

25,100 lifetime value

CAC payback: 5.2 orders

Low-Value Segment

Bottom 50% of customers

e Average 0.3 orders per week
e 2378 average order value

* 19% retention at Month 6

e 21,840 lifetime value

e CAC payback: Never achieved

This segmentation reveals a critical insight: QuickCart should focus all acquisition and retention efforts on high-value and
medium-value segments whilst actively discouraging low-value customer acquisition through minimum order values and

reduced promotional intensity. The current undifferentiated marketing approach allocates equal spend across all
segments, effectively subsidising unprofitable customer acquisition.

X Bridge
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Monthly Burn Analysis
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Cost Structure Breakdown

QuickCart's monthly burn of 217.5 lakh comprises several components, each requiring different intervention strategies:

Variable Costs per Order (2445). COGS 257, delivery 45, payment gateway 8, packaging 6, marketing €85, customer

support 4. These costs scale directly with order volume and represent the primary opportunity for margin improvement.

Semi-Variable Costs (23.2L monthly): Dark store rent 1.8L, warehouse staff Z1.4L. These costs step up with volume but
don't scale linearly, creating leverage opportunities.

Fixed Costs (21.8L monthly): Technology Z0.6L, management salaries 20.9L, other overheads Z0.3L. These remain

constant regardless of volume.



Gross Margin by Category

Category-level margin analysis exposes significant variation in profitability across QuickCart's product portfolio. Fresh
produce and dairy—historically the traffic drivers for grocery—operate at razor-thin 8-12% gross margins due to high
spoilage rates and competitive pricing pressure. These categories represent 42% of order volume but contribute only 18%
of gross profit dollars.

Conversely, personal care products, packaged snacks, and beverages deliver 35-42% gross margins whilst representing
31% of order volume and 58% of gross profit. These categories benefit from lower spoilage, established brand pricing
power, and higher basket attachment rates. The strategic implication is clear: QuickCart should shift category mix towards
higher-margin products through merchandising, placement, and promotional strategies.

Household essentials occupy a middle ground with 22-28% margins and demonstrate strong repeat purchase behaviour.
Customers who buy household products show 18% higher retention rates, suggesting these categories drive habitual usage
even if per-order margins remain moderate. The optimal strategy involves using these products as retention drivers whilst

upselling higher-margin impulse categories.

The current inventory allocation does not reflect these margin realities. Dark stores dedicate 38% of shelf space to fresh
produce despite its low margin contribution, whilst high-margin personal care receives only 12% allocation. Rebalancing
inventory towards profit pools whilst maintaining sufficient fresh category presence for customer acquisition represents a
key margin lever.



Order Frequency Patterns

] 38% NN 29%

Weekly+ Customers Bi-Weekly Customers
Order at least once per week, represent highest lifetime Order every 10-14 days, moderate engagement
value

] 21% 12%

Monthly Customers Dormant Customers

Order once per month, occasional users Haven't ordered in 30+ days, likely churned

Order frequency directly correlates with profitability. Weekly+ customers demonstrate CAC payback in 2.5 orders and
contribute 67% of total contribution margin despite representing only 38% of the customer base. Marketing and product
strategies should focus on converting bi-weekly customers to weekly frequency through subscription models, habitual
purchase reminders, and convenience optimisation.
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Competitive Positioning

The Indian quick commerce market has evolved rapidly, with total GMV reaching approximately 50,000 crore ($6 billion)
as of 2025 according to industry reports. The market is projected to grow to 21,00,000+ crore by 2027, driven by
increasing smartphone penetration, rising disposable incomes in urban areas, and changing consumer preferences for

convenience.

QuickCart operates in a fiercely competitive landscape dominated by well-funded players. Blinkit (backed by Zomato)
commands approximately 38% market share with operations in 12+ cities. Zepto has captured 27% share with aggressive
expansion and superior unit economics. Swiggy Instamart holds 24% share leveraging its existing delivery infrastructure.
Smaller players including QuickCart compete for the remaining 11% market share.

The competitive dynamics favour players with three key advantages: (1) density economics from high order volumes in
concentrated geographies, (2) dark store network optimisation enabling 10-15 minute delivery consistently, and (3) brand
strength driving organic customer acquisition. QuickCart currently lacks advantage in all three areas, necessitating a

focused strategy on achieving density in select micro-markets rather than geographic breadth.

Market leaders have demonstrated a path to profitability by reaching 400+ daily orders per dark store—QuickCart
currently averages 133 orders per dark store daily. This volume threshold enables fixed cost leverage, better inventory
turnover, and improved delivery batching efficiency. The strategic imperative is reaching this density threshold in at least
one geography before considering expansion.



Quick Commerce Market Landscape
Market Share Distribution

B Blinkit

B Swiggy Instamart Others (including
QuickCart)

Market Concentration

The quick commerce market exhibits high concentration, with the top three players controlling 89% of order volume. This
concentration has intensified over the past 18 months as well-funded players scaled aggressively whilst smaller
competitors consolidated or exited.

QuickCart's 11% share grouping includes 8-10 regional players, suggesting the company holds approximately 1-1.5% of the
national market. Within QuickCart's operating cities, share estimates range from 3-5% in Mumbai to under 2% in Pune,
indicating vulnerability to competitive pressure.

Source: Redseer Quick Commerce Report 2024

X Bridge
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Competitive Unit Economics Comparison
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The Economics Gap

QuickCart's unit economics lag market leaders by significant margins. The 2103 AOV gap versus Blinkit and 268 gap versus

Zepto translates to substantial gross margin disadvantage even before operational efficiency differences.

Market leaders achieve positive contribution margins through superior density (enabling delivery cost reduction), better
category mix (higher margin products), and reduced promotional intensity (established brand loyalty). QuickCart must

close this gap to survive.

The path forward involves not matching competitors' scale but rather achieving superior unit economics in focused micro-
markets where QuickCart can establish density advantages through local market knowledge and targeted customer

acquisition.
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Delivery Speed Benchmarking

10-Minute Target

Blinkit and Zepto consistently deliver in under 10
minutes for 75% of orders in core zones, setting
customer expectations and driving loyalty.

Customer Perception

Delivery speed directly impacts retention.
Customers experiencing sub-12 minute delivery
demonstrate 34% higher repeat rates than those

experiencing 18+ minute delivery.

15-Minute Reality

QuickCart achieves 15-minute delivery for only
52% of orders, with significant variability by
geography and time of day. Peak hour
performance deteriorates to 22 minutes average.

Economic Trade-off

Faster delivery requires denser dark store
networks, increasing fixed costs. QuickCart must
balance speed and density economics carefully

rather than pursuing speed at any cost.
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Customer Segmentation Framework

Understanding Customer Behaviour

Effective customer segmentation enables QuickCart to allocate resources efficiently, focusing retention efforts on high-
value customers whilst managing acquisition costs for lower-value segments. We've developed a comprehensive RFM
(Recency, Frequency, Monetary) framework that categorises QuickCart's 8,400 active customers into distinct behavioural

groups, each requiring differentiated strategies.

The segmentation analysis reveals that QuickCart's customer base is highly polarised. The top 15% of customers—termed
"Champions"—account for 58% of revenue and 72% of contribution margin. These customers order 2+ times weekly, rarely
use discounts, and demonstrate strong category preference for higher-margin products. Their behaviour suggests

QuickCart has successfully solved a critical need, making the service indispensable to their weekly routines.

Conversely, the bottom 40% of customers—"Discount Hunters" and "One-timers"—generate negative contribution margins
when accounting for acquisition costs and discount subsidies. These customers respond primarily to promotional
campaigns, exhibit low retention (under 20% at Month 2), and demonstrate extreme price sensitivity. Current marketing
spend allocates resources equally across segments, effectively subsidising value destruction in low-quality customer
acquisition.

The strategic implication is profound: QuickCart should reallocate marketing spend away from broad acquisition
campaigns towards retention programmes for Champions and upgrading "At Risk" customers who show potential for
frequency improvement. This segmentation-based approach could reduce overall marketing spend by 35% whilst

improving customer lifetime value by 28% through better targeting efficiency.



RFM Segmentation Model

Champions (15% of base)
Profile: Order 8-10x monthly | 2485 AOV | 8% discount usage

Behaviour: Primarily weekday evening orders, strong preference for personal care and packaged

goods, minimal price sensitivity
Value: 214,200 LTV | 2.8 order CAC payback | 67% six-month retention

Strategy: VIP programme with priority delivery, exclusive product access, dedicated support

channel

Loyal Customers (22% of base)
Profile: Order 4-6x monthly | 2445 AOV | 18% discount usage

Behaviour: Mixed weekday/weekend, balanced category mix, moderate promotional
responsiveness

Value: 27,800 LTV | 4.2 order CAC payback | 48% six-month retention

Strategy: Frequency incentives to upgrade to Champion status, category cross-sell campaigns

At Risk (18% of base)
Profile: Order 2-3x monthly declining | 2410 AOV | 28% discount usage

Behaviour: Decreasing order frequency, increasing discount dependency, exploring competitors

Value: 24,200 LTV | 6.1 order CAC payback | 31% six-month retention

Strategy: Reactivation campaigns, win-back offers, service recovery interventions

Discount Hunters (28% of base)
Profile: Order 1-2x monthly | 2378 AOV | 62% discount usage

Behaviour: Extreme promotional responsiveness, churn immediately when discounts end, multi-

app usage
Value: 21,600 LTV | Never achieve CAC payback | 14% six-month retention

Strategy: Reduce acquisition spend on this segment, implement minimum order values

One-timers (17% of base)

Profile: Single order only | 2365 AOV | 45% discount usage

Behaviour: Downloaded during promotional campaign, poor onboarding experience or unmet

expectations

Value: 2365 LTV | Immediate loss | 0% retention by definition

Strategy: Improve onboarding, analyse drop-off reasons, potentially accept higher churn in

exchange for lower CAC
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High-Value vs Low-Value Economics

Customer Economics Comparison
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B Champions [ Discount Hunters

The economics divergence between customer segments is stark. Champions generate 262 contribution margin per order,
enabling CAC payback in under 3 orders and delivering substantial lifetime profitability. Their higher AOV stems from larger
basket sizes and preference for premium, higher-margin products.

Discount Hunters destroy 248 per order after accounting for heavy promotional subsidies and lower gross margins from
bargain-focused purchasing behaviour. Even without acquisition costs, these customers operate at negative unit
economics, making growth in this segment actively harmful to the business.

The delivery cost differential reflects order batching efficiency. Champions order during predictable windows, enabling
route optimisation. Discount Hunters respond opportunistically to promotions, creating delivery demand spikes that
prevent efficient batching.



Purchase Pattern Analysis

Purchase pattern analysis reveals distinct behavioural signatures that predict customer lifetime value. Champions
demonstrate remarkable consistency—ordering every 3.2 days on average with a standard deviation of only 0.8 days. This
predictability enables inventory optimisation and delivery resource planning. Their basket composition remains stable
across purchases, with 68% category overlap between consecutive orders, suggesting habitual purchasing of staple items.

Loyal Customers show more variability, ordering every 7.5 days with higher standard deviation of 3.2 days. Their baskets are
driven by specific needs rather than routine replenishment, evidenced by only 42% category overlap. However, they
demonstrate strong responsiveness to targeted category promotions, with 23% basket lift when offered personalised
recommendations based on purchase history.

At Risk customers exhibit erratic patterns—increasing time between orders from 6 days to 11 days over three months. Their
basket sizes are declining (from 445 to 2385 average), and category overlap drops to 28%, suggesting they're using
QuickCart only for specific urgent needs whilst shifting routine purchases elsewhere. Early intervention when order

frequency begins declining could prevent this segment from churning entirely.

Discount Hunters purchase exclusively during promotional periods, with 87% of orders placed within 48 hours of receiving
a discount notification. Their baskets show minimal overlap (18%) and focus heavily on promoted items regardless of
category. Time-of-day analysis shows these customers order latest in promotional windows, suggesting they're
comparison shopping across platforms before deciding.
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Category Preference by Segment

Personal Care
Packaged Foods
Beverages

Fresh Produce

Dairy

1
0] 15 30 45
B Champions % [ Discount Hunters %

Category Mix Drives Margins

Champions skew heavily towards high-margin categories—60% of their basket value comes from personal care and

packaged foods, which deliver 35-42% gross margins. This preference pattern drives their superior unit economics.

Discount Hunters concentrate purchases in low-margin fresh produce and dairy (65% of basket), categories that operate
at 8-12% margins and suffer high spoilage rates. Their purchasing behaviour actively selects for the least profitable parts of
QuickCart's assortment.

This category preference divergence suggests that promotional strategy should shift from blanket discounts to targeted
incentives on high-margin categories for valuable customer segments, whilst maintaining full pricing on loss-leader
categories.
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Retention Curve by Segment

At Risk

Discount

Champions

Retention curves illustrate the dramatic differences in customer stickiness across segments. Champions show minimal
churn over six months, with retention actually improving from Month 3 to Month 6 as the service becomes more
embedded in their routines. The slight uptick in later months reflects the "survivor bias" of customers who've fully adopted

QuickCart into their lifestyle.

The steepest drop-off occurs in the Discount Hunter segment, with 48% churning after the first order and only 14%
remaining active at Month 6. This pattern validates the hypothesis that these customers never intended to become regular
users, instead downloading the app opportunistically for a promotional offer. Continued investment in acquiring this
segment represents systematic value destruction.
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Time-of-Day Ordering Patterns

N N\ ~

18% 23% 42% 17%

Morning Orders (6-11  Afternoon Orders (11 Evening Orders (4-9 Late Night Orders (9

AM) AM-4 PM) PM) PM-6 AM)
2385 AQV | Breakfast and 2398 AOV | Lunch and snack 2458 AOV | Dinner shopping 2412 AOV | Convenience
dairy focused | Lower driven | Mixed margins | Highest margins and purchases | Higher delivery
margins volume costs

Evening orders drive both volume and profitability, representing the optimal target for operational optimisation and
promotional investment. These orders demonstrate higher basket sizes as customers shop for complete dinner solutions
rather than individual items. Champions disproportionately order during this window (68% of their orders), whilst Discount
Hunters spread more evenly across dayparts, further evidencing their opportunistic rather than habitual behaviour.



Geographic Density Heat Mapping

Geographic clustering analysis reveals significant density variations within each city that directly impact unit economics. In
Mumbai, 78% of orders concentrate in just 12 pin codes spanning Bandra, Andheri, and Powai. These high-density zones
enable dark store coverage radiuses of 1.2 km whilst maintaining sub-12 minute delivery times for 82% of orders. Order
density in these zones reaches 485 per square kilometre monthly, approaching the 600+ threshold where delivery
batching efficiency dramatically improves.

Conversely, QuickCart serves 34 pin codes in Mumbai, meaning 22 zones generate only 22% of order volume whilst
requiring proportional dark store coverage and delivery capacity. These low-density areas (under 150 orders per square
kilometre monthly) destroy value through underutilised fixed assets and inefficient delivery routing. The strategic

implication is clear: QuickCart should exit low-density zones and densify operations in high-performing micro-markets.

Delhi NCR presents even more challenging density dynamics. Orders scatter across 42 pin codes with maximum density
reaching only 280 orders per square kilometre in Gurgaon. Three dark stores operate at 35-45% capacity utilisation, and
average delivery times extend to 18 minutes due to geographic dispersion. Without 2-3x order density improvement, Delhi
NCR operations cannot achieve profitability.

Pune's density profile is weakest, with orders distributed across 18 pin codes and peak density of only 190 per square
kilometre. The city requires fundamental reconsideration—either aggressive marketing investment to build density in 2-3
core zones, or graceful exit whilst redirecting resources to stronger markets. Current operations represent the worst of

both worlds: insufficient scale to achieve efficiency but enough investment to drain resources.
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Unit Economics Forensics

Comprehensive Cost Analysis

Understanding QuickCart's unit economics requires forensic-level analysis of every cost component at the per-order level.
Our analysis constructs a fully loaded P&L for the average order, revealing precisely where value is created or destroyed.
This granular view enables targeted interventions on specific cost drivers rather than blunt across-the-board cuts that

might damage customer experience.

The current state shows contribution margin of negative 228 per order, but this top-line figure obscures critical details.
Variable costs total 445 per order against revenue of 2417, creating a 228 deficit before any allocation of semi-variable or
fixed costs. Breaking this into components: COGS consume 61.6% of revenue (2257), delivery costs add 10.8% (245), and
customer acquisition represents 20.4% (285) of order economics.

The relationship between these costs reveals intervention opportunities. Delivery costs per order decline by 28 when order
density exceeds 400 daily orders per dark store due to improved batching. COGS percentage improves 4-6 percentage
points when high-margin categories exceed 40% of basket mix. CAC amortisation drops by half when retention improves
from 35% to 50% at Month 3. These interdependencies mean improvements compound—better density enables better
margins which funds better retention which improves CAC payback.

Our analysis models 23 distinct scenarios combining different lever activations to identify the optimal path to positive unit
economics. The winning combination: 15% AOV increase through basket optimisation, 22% delivery cost reduction through
geographic consolidation, and 40% CAC reduction through channel reallocation. This combination achieves 218 positive

contribution margin within six months whilst maintaining customer acquisition velocity sufficient for growth.
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Fully Loaded P &L Per Order

Current State Target State (6 Months)
Revenue 241/ Revenue 2485
Gross Merchandise 2437 Gross Merchandise 2515
Value Value
Less: Discounts & (220) Less: Discounts & (Z30)
Promotions Promotions
Cost of Goods Sold 2257 Cost of Goods Sold 2291
Product Cost 2241 Product Cost 2280
Spoilage & Shrinkage 216 Spoilage & Shrinkage Al
(6.5%) (4.0%)

Gross Profit 2160 (38.4%) Gross Profit 2194 (40.0%)
Variable Costs 2188 Variable Costs 2176
Delivery Cost 245 Delivery Cost 233
Payment Gateway (2%) 28 Payment Gateway (2%) 210
Packaging Materials 26 Packaging Materials 26
Customer Acquisition 285 Customer Acquisition 285
Customer Support ¢4 Customer Support 23
Returns & Refunds (8%) 233 Returns & Refunds (5%) 224
Technology Per Order 27/ Technology Per Order 25
Contribution Margin -228 (-6.7%) Contribution Margin 218 (3.7%)
Semi-Variable Costs 227 Semi-Variable Costs 223

Dark Store Rent 215 Dark Store Rent gl13
Allocation Allocation

Warehouse Labour 212 Warehouse Labour 210
Order-Level EBITDA -255 Order-Level EBITDA -5
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Delivery Cost Breakdown
Rider Payout
Fuel/Vehicle
Insurance
Rider Incentives

Platform Fees

Delivery Economics

Delivery costs of 245 per order significantly exceed the 20 delivery fee collected from customers, creating a 225 subsidy
per order. This subsidy totals 23 lakh monthly and represents one of the most immediate margin improvement

opportunities.

Rider payout (228) reflects the base delivery fee paid to gig workers. This rate is competitive with market standards but
offers limited reduction potential without compromising service quality. The real opportunity lies in improving order
batching—enabling riders to complete multiple deliveries per trip.

Analysis shows that when riders complete 2+ deliveries per trip, effective cost per order drops to 232 (29% reduction). At
3+ deliveries per trip, costs fall to 225. Current batching efficiency stands at only 1.3 deliveries per trip due to low order

density and geographic dispersion.



Contribution Margin Waterfall

The contribution margin waterfall visualises how 2417 in revenue transforms into negative 228 contribution margin through
sequential cost deductions. This visualisation makes transparent which cost buckets destroy the most value and therefore

warrant prioritised intervention.

Starting from 417 revenue, discounts immediately reduce realisable value to 397 (220 impact). COGS of 2257 brings
gross profit to 2160, representing a 38.4% margin—reasonable but below the 42-45% that category mix optimisation could
achieve. Delivery costs (245) and customer acquisition (285) represent the two largest variable cost buckets, together
consuming 81% of gross profit.

The remaining variable costs—payment gateway, packaging, support, returns, and technology—aggregate to 258 and
collectively eliminate the final gross profit, pushing contribution into negative territory. Whilst each individual item seems
small, collectively they represent 36% of gross margin. Even 20% efficiency gains across these "other” costs would add 212

to contribution margin.

The waterfall reveals that achieving positive contribution margin requires simultaneous action on multiple fronts—no single
lever suffices. However, the highest-impact interventions are clear: reducing CAC by 40% (234 gain), improving delivery
efficiency by 25% (211 gain), and optimising category mix to expand gross margin by 3 points (213 gain). These three levers
alone would create 230 positive contribution margin.



Break-Even Analysis

Order Volume Path

At current unit economics (-Z28
CM), break-even is impossible
regardless of volume. Each
additional order increases losses.
Fixed costs of 5L monthly require
17,850 orders at 228 positive CM—
achievable at 595 orders daily.

Margin Improvement Path

Improving to 218 CM per order
whilst maintaining 12,000 monthly
orders reduces monthly losses to
¢2.8L. Reaching 16,000 monthly
orders at 218 CM achieves monthly
break-even. This represents 533
daily orders—aggressive but
feasible.
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Hybrid Optimal Path

Combine margin improvement to
212 CM with volume growth to
14,500 monthly orders (483 daily).
This balanced approach reduces
execution risk whilst achieving
break-even in 5-6 months.
Recommended strategy.
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Cost Sensitivity Analysis

CAC -40%

AQV +15%

Gross Margin +3pp
Delivery Cost -25%
Discount Rate -40%

Returns -35%

Impact of Key Variables

Sensitivity analysis quantifies how changes in individual cost components affect overall contribution margin, enabling

prioritisation of improvement initiatives based on impact magnitude and implementation feasibility.

Delivery Cost (-25%): Reducing delivery cost from 245 to 234 through improved batching adds 211 to contribution margin,
swinging from -228 to -217. This represents a 39% improvement and ranks as the second-highest impact operational lever.

CAC (-40%): Reducing blended CAC from 2892 to 2535 through channel reallocation decreases per-order CAC from 85
to 251, adding 234 to contribution margin. This represents the single highest-impact intervention, improving margins by
121%.

Gross Margin (+3pp): Improving gross margin from 38.4% to 41.4% through category mix optimisation adds 213 per order,
representing a 46% margin improvement.



Dark Store Utilisation Analysis

QuickCart operates nine dark stores across three cities with dramatically varying utilisation rates. Optimal dark store
economics require 400+ daily orders to achieve positive contribution after rent, utilities, and staffing costs. Currently, only
two locations—one in Mumbai (Andheri) and one in Delhi (Gurgaon)—exceed this threshold, operating at 112% and 108% of
optimal capacity respectively during peak hours.

The remaining seven locations operate at 35-68% of optimal capacity, creating significant fixed cost drag. A dark store
generating 180 orders daily incurs 260,000 monthly rent plus 245,000 in staffing, totaling 2105,000 in fixed costs. At 180
daily orders (5,400 monthly), fixed cost per order reaches 19.4 versus £9.8 at optimal utilisation. This 9.6 difference
compounds the contribution margin challenge.

Geographic analysis reveals that dark store placement decisions were driven by geographic coverage goals rather than
demand density. Several locations sit in areas where order density remains below 200 per square kilometre monthly
despite 6+ months of operation—insufficient time has not been the issue; these zones lack adequate customer density to

ever achieve target utilisation.

The strategic recommendation involves consolidating from nine to five dark stores over 90 days. Close the four worst-

performing locations (Pune both locations, Delhi Noida, Mumbai Navi Mumbai), redistributing inventory and transferring
viable delivery zones to adjacent stores. This consolidation will increase average dark store utilisation from 58% to 89%,
reducing fixed cost per order by 28 whilst eliminating 24.2L in monthly fixed costs. Customer delivery times in affected
zones will increase by 3-5 minutes, but data suggests minimal retention impact for customers in these already-

underserved areas.



Inventory Holding Costs

Working Capital Tied Up

218.5L in inventory across all dark
stores. Avg 12 days inventory
holding. Fresh categories turn in
2-3 days; packaged goods 18-22
days. Capital efficiency
opportunity: reduce holding to 9
days, freeing 24.6L cash.

Spoilage & Shrinkage

Current 6.5% spoilage rate costs
216 per order. Fresh produce
spoils at 14%, dairy 8%, packaged
goods 1.5%. Better demand
forecasting could reduce overall
spoilage to 4%, saving 26.25 per
order.

X Bridge

Opportunity Cost

218.5L inventory earning 0% return
versus 8-10% in liquid investments
represents 212,300 monthly
opportunity cost. SKU
rationalisation could reduce
inventory by 35% whilst
maintaining 95% demand

coverage.
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Product Portfolio Analysis

SKU-Level Profitability

QuickCart carries 2,847 SKUs across its dark stores, but Pareto analysis reveals extreme concentration: the top 342 SKUs
(12% of assortment) generate 73% of revenue and 84% of gross profit. The bottom 1,425 SKUs (50% of assortment)
contribute only 8% of revenue whilst consuming 31% of inventory investment and 28% of warehouse handling labour. This
long-tail inventory strategy makes sense for traditional supermarkets with unlimited shelf space but destroys value in
space-constrained dark store models.

Category-level contribution margin analysis reveals which segments drive profitability versus which attract customers but
yield minimal profit. Personal care products average 41% gross margin across 287 SKUs, with top performers like premium
shampoos and skincare reaching 48-52% margins. These products generate 23.2L monthly gross profit from only 27.8L in

sales, representing exceptional capital efficiency.

Conversely, fresh produce spans 623 SKUs with average 9% gross margin. The category generates 221L in monthly revenue
but only Z1.9L in gross profit. When accounting for higher spoilage (14% for fresh versus 2% for personal care) and
additional handling labour, fresh produce delivers negative net contribution. The category serves primarily to drive traffic

and basket attachment, making it strategically necessary despite poor direct economics.

The optimal portfolio strategy involves aggressive SKU rationalisation—eliminating the bottom 900 SKUs (32% of
assortment) that generate under 4% of revenue. This reduction would free 25.8L in working capital, reduce spoilage by
21.2L monthly, and decrease warehouse handling complexity. Crucially, demand modeling suggests this rationalisation
would satisfy 96% of current customer demand—the eliminated SKUs represent infrequent purchases easily substituted by

similar items or avoided entirely without customer churn.
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Category Contribution Margin
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B Gross Margin % [l Net Contribution %
Margin Hierarchy

Net contribution accounts for spoilage, handling labour, and inventory holding costs beyond gross margin. Personal care
maintains 93% of gross margin as net contribution due to minimal spoilage and compact storage. Fresh produce's gross

margin erodes entirely due to 14% spoilage and labour-intensive handling.

Strategic implications: Shift dark store shelf allocation and app merchandising to favour high-contribution categories.
Current 22% shelf space for personal care should expand to 32-35%. Fresh produce should contract from 38% to 28%,
maintaining sufficient variety for traffic generation whilst minimising capital tie-up.

This reallocation would improve blended gross margin from 38.4% to 41.8%, adding 214 per order to contribution margin
without any revenue reduction—customers substitute towards higher-margin items when presented with optimised

merchandising.



High-Frequency Products

Dairy Products

Purchased in 68% of orders | Avg
2.8 items per basket | 12% gross
margin | Primary traffic driver

despite low margins

Packaged Snacks

Purchased in 44% of orders | Avg
1.8 items per basket | 36% gross
margin | Strong impulse purchase

behaviour, margin builder

Personal Care

Purchased in 28% of orders | Avg
1.4 items per basket | 41% gross
margin | Lower frequency but
highest margins, premium

positioning opportunity
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Fresh Vegetables

Purchased in 52% of orders | Avg
3.2 items per basket | 8% gross
margin | High spoilage risk but

essential for customer acquisition

Beverages

Purchased in 41% of orders | Avg 2.1
items per basket | 32% gross
margin | High basket attachment,

moderate margins

Staples (Rice/Dal)

Purchased in 23% of orders | Avg 1.
items per basket | 18% gross margin
| Large pack sizes reduce delivery

efficiency but build basket value
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Basket Composition Analysis

60% Fresh/Dairy

High-Margin Basket

Low-Margin Basket

Basket composition—not just basket size—fundamentally determines order profitability. Two orders with identical €450
AOQOV can generate contribution margins differing by 235 based solely on category mix. Orders skewed towards fresh
produce and dairy generate lower absolute gross profit despite similar revenue, whilst orders with higher personal care and
packaged goods concentration deliver superior economics.

Analysis of 12,000 recent orders reveals three distinct basket archetypes. "Necessity baskets" (34% of orders) focus on
dairy, fresh produce, and staples, averaging 2385 AOV with 32% gross margin. "Balanced baskets" (47% of orders) include
moderate amounts across categories, averaging 2425 AOV with 39% margin. "Premium baskets" (19% of orders) skew
towards personal care, beverages, and packaged snacks, averaging 2485 AOV with 44% margin.

Champions disproportionately purchase Premium baskets (42% of their orders) versus Discount Hunters who gravitate to
Necessity baskets (68% of their orders). This basket composition difference explains much of the lifetime value divergence
between segments beyond simple order frequency. The strategic imperative involves gently steering customers towards
Premium basket compositions through app merchandising, strategic promotions on high-margin items, and bundling that

pairs low-margin traffic drivers with high-margin impulse purchases.
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SKU Rationalisation Opportunity

Optimised Portfolio: 1,900 SKUs

Eliminate 900+ low-performing SKUs that generate
minimal revenue whilst consuming disproportionate
inventory capital and warehouse handling effort. Demand
modeling indicates 96% of customer needs satisfied with

optimised assortment.
Impact of rationalisation:

e 25.8L working capital freed from slow-moving
inventory

e Z1.2L monthly reduction in spoilage costs
e 18% improvement in warehouse picking efficiency
e 242,000 monthly reduction in inventory holding costs

e Better in-stock rates on high-velocity items




X Bridge

Pricing & Discount Economics

Promotional Strategy Analysis

QuickCart's promotional strategy requires fundamental restructuring. Currently, 40% of orders receive some form of
discount, with an average discount depth of 18% (75 off on 2417 AOV). This aggressive discounting costs £3.6L monthly
and trains customers to expect perpetual promotions, creating discount dependency that erodes margins and prevents

establishment of sustainable pricing power.

The discount economics vary dramatically by customer segment and acquisition channel. Champions use discounts on
only 8% of orders, primarily during first-time category trials (e.g., testing a new personal care brand). When Champions do
use promotions, basket sizes increase by 24%, suggesting discounts drive incremental purchases rather than subsidising

intended purchases—a positive ROl scenario.

Conversely, Discount Hunters use promotions on 87% of orders with minimal basket lift (only 6% increase). These
customers wait for promotions to make intended purchases, meaning discounts represent pure margin give-away without
demand creation. The current undifferentiated promotional strategy allocates equal discount budgets to Champions and

Discount Hunters—economically irrational given their divergent response behaviours.

Competitive intelligence reveals that market leaders have significantly reduced promotional intensity over the past 12
months. Blinkit decreased discount penetration from 52% of orders to 31%, whilst Zepto reduced from 48% to 28%. Both
players maintained order volume growth during this transition by improving delivery reliability and expanding assortment.
QuickCart's continued heavy discounting suggests either poor competitive intelligence or desperation to maintain volume

at any margin cost—neither conducive to long-term viability.
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Discount Analysis by Segment

Champions

Loyal

At Risk

Discount Hunters

One-timers

1 1 1 1
0% 40% 80% 120%
B Orders Discounted % [ Avg Discount Depth

Discount Dependency Crisis

Discount dependency increases inversely with customer lifetime value. The highest-value customers rarely need
discounts, whilst the lowest-value segments demand perpetual promotions. This pattern reveals that current promotional
strategy attracts precisely the wrong customer profile.

Average discount depth also correlates with segment quality. Champions receive smaller discounts (242 average) on rare
occasions when trialing new categories. Discount Hunters demand and receive 295 average discounts—nearly the entirety
of order gross margin.

Immediate action required: Implement discount guardrails limiting promotional intensity for low-LTV segments whilst
maintaining targeted incentives for high-value customer retention and category expansion.



Price Elasticity Analysis

Price elasticity testing across different product categories reveals significant variation in customer price sensitivity. High-
frequency essentials like milk and bread demonstrate steep elasticity (1.8-2.2), meaning 10% price increases cause 18-22%
demand reduction. These categories should maintain competitive pricing to drive traffic and purchase frequency,
accepting lower margins as the cost of customer acquisition and retention.

Conversely, personal care products and premium packaged goods show much lower elasticity (0.6-0.9), indicating
customers will absorb moderate price increases without significant demand reduction. A 10% price increase on premium
shampoos causes only 6-9% demand decrease, yielding net revenue and margin improvement. These categories present

immediate pricing power opportunities currently being left on the table.

Basket-level elasticity differs from item-level elasticity due to substitution effects. When milk prices increase 15%, some
customers maintain milk purchases whilst reducing other items to stay within budget. Others substitute from premium to
economy milk variants. Overall basket elasticity measures at 1.1, suggesting moderate price sensitivity at the total order

level but with significant internal category shifting.

The pricing recommendation involves implementing value-based pricing by category rather than blanket margin rules.
Essential traffic drivers should price at or slightly below competition (accepting 8-12% gross margins), whilst premium
categories should leverage low elasticity to establish 38-45% margins. This heterogeneous pricing strategy maximises total
contribution margin whilst maintaining competitive positioning on the products customers compare most frequently

across platforms.



Delivery Fee Strategy

Current Model

220 flat delivery fee on all orders
Actual delivery cost: 245 per order

Subsidy: 225 per order = 3L
monthly

Discount on delivery waived for
22% of orders

Total delivery subsidy: 23.8L
monthly

Proposed Tiered Model

Orders under 2299: 249 delivery
fee

Orders 2300-499: 229 delivery

fee
Orders 2500+: Free delivery

Subscription option: 2199/month
unlimited free delivery

Expected subsidy reduction: 22.2L
monthly

X Bridge

Expected Behavioural
Response

32% of sub-8299 orders will
increase basket to avoid 249 fee,
improving AOV by 268 average

18% of sub-2299 orders will churn
(acceptable loss of low-AQV

transactions)

12-15% subscription adoption
among Champions and Loyal

segments

Net impact: +242 contribution

margin improvement per order
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Promotional Calendar Optimisation

Current State: Constant Discounting

QuickCart currently runs overlapping promotions

continuously, creating a "perpetual sale” environment

where customers never experience full pricing. This

strategy generates several negative consequences:

Trains customers to wait for discounts before

purchasing
Prevents establishment of price anchoring at full value

Attracts discount-sensitive customers whilst failing to

build brand equity

Creates promotional fatigue where incremental

discounts fail to drive response

Enables competitors to easily match or beat

promotional offers

Monthly promotional spend of 23.6L generates only 28.4L

in incremental revenue (2.3x ROI), well below the 4-5x

threshold indicating healthy promotional economics.

Recommended Strategic Approach

Transition to strategic, event-driven promotions with clear
objectives and measurement:

1. Reduce blanket discounts by 60% over 90 days

2. Focus promotions on category trial (new personal care
brand launches) and basket building (spend 500,
save 275)

3. Implement geo-targeted promotions in

underperforming zones rather than blanket offers

4. Create VIP exclusive offers for Champions and Loyal

segments

5. Eliminate discounting for Discount Hunters and One-

timers entirely

Expected outcome: 22.4L monthly reduction in discount
costs whilst maintaining order volume within 8% of current
levels through improved targeting.
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Marketing Optimisation

Channel Performance & Reallocation

QuickCart allocates 10.2L monthly to customer acquisition (22% of GMV), generating approximately 1,140 new customers
monthly at a blended CAC of 2892. This represents unsustainable economics—new customers churn at 42% by Month 3
and require 6.4 orders on average to recover acquisition costs, a payback period that 58% of customers never reach. The
marketing efficiency crisis stems not from total spend level but rather from channel allocation misalignment with customer
quality and LTV.

Channel-level analysis reveals dramatic performance variation. Facebook and Instagram ads command 48% of acquisition
budget (24.9L monthly) whilst generating customers with only 28% retention at Month 3 and 1,820 average LTV—negative
ROI even before accounting for operational costs. These platforms excel at driving app installs but attract customers
motivated primarily by promotional offers rather than sustained need for quick commerce services.

Google Search ads demonstrate superior customer quality metrics despite higher absolute CAC of 2980. Search-acquired
customers demonstrate 41% retention at Month 3, 25,400 average LTV, and positive CAC payback in 4.8 orders. The

fundamental difference: search customers exhibit purchase intent, actively seeking quick grocery delivery solutions rather
than responding passively to interruptive advertisements. Search currently receives only 18% of acquisition budget despite

delivering 3x better unit economics than social media.

Referral programmes present the most attractive economics at 2340 CAC, 52% Month 3 retention, and 28,200 average
LTV. Referred customers come pre-validated by trusted peers and demonstrate strong initial engagement. However,
referrals represent only 18% of new customer volume. The programme requires aggressive expansion through enhanced
incentive structures—increasing referrer rewards from 250 to 2150 whilst offering referred customers 2100 first-order
discount would cost 2250 per acquisition, still dramatically below paid channel CAC whilst generating superior customer
quality.
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Marketing Spend Attribution

88,000

62,000

320,000

185,000

170,000

B Facebook Ads [ Instagram Ads [l Google Search [ Google Display [ Referrals Partnerships
Channel Reallocation Strategy

Current allocation heavily skews towards low-quality acquisition channels. The recommended reallocation shifts
investment from paid social to higher-performing channels:

Reduce:

e Facebook ads: -65% (from £3.2L to Z1IL monthly)
e Instagram ads: -70% (from Z1.7L to 20.5L monthly)
* Google Display: -80% (from 20.95L to Z0.19L monthly)

Increase:

e Google Search: +90% (from Z1.85L to 3.5L monthly)
e Referral programme: +240% (from 20.62L to 2.1L monthly)
e Strategic partnerships: +40% (from £0.88L to 1.23L monthly)

Total monthly spend reduces from Z10.2L to Z8.6L (-16%) whilst improving customer quality and LTV.
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Customer Acquisition Cost by Channel

] 62% | 3.8x | 2.2
CAC Reduction Potential Improved LTV:CAC Ratio Payback Period (Months)

Through channel reallocation strategy From current 1.9x to target 3.8x Reducing from current 4.8 months

The channel reallocation strategy delivers triple benefits: reduced total marketing spend (saving 21.6L monthly), improved
customer quality (28% higher retention), and shorter payback periods. The combined effect improves blended CAC from

2892 to 2548 whilst actually improving new customer acquisition velocity by 12% through better targeting efficiency. This
represents one of the highest-impact margin improvement levers available to QuickCart, achievable within 30-45 days of

implementation.
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Retention Marketing ROI

1,100,000

K

B Acquisition

B Retention

1

9,100,000

Current vs Optimal Allocation

QuickCart currently allocates 89% of marketing budget to acquisition and only 11% to retention—a severe imbalance given
that retention marketing delivers 4-7x better ROI than acquisition spending. The company invests 21.1L monthly in retention
programmes targeting 8,400 active customers, translating to 13 per customer annually.

Retention programme effectiveness varies by segment. Champions receiving monthly personalised engagement generate
18% higher order frequency versus Champions in control groups. However, retention spending allocates equally across all

segments, with Discount Hunters receiving the same investment as Champions despite vastly different LTV potential.

Optimal allocation would shift to 65% acquisition, 35% retention—a dramatic rebalancing. Increasing retention investment
to £3.6L monthly whilst reducing acquisition spend to 6.6L actually improves total customer acquisition (through lower

churn and higher referral generation) whilst dramatically improving unit economics.
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Operations Efficiency

Last-Mile Delivery Optimisation

Delivery operations represent QuickCart's largest controllable cost after COGS, consuming 25.4L monthly (245 per order).
The economics of last-mile delivery in quick commerce hinge on three variables: order density (orders per square
kilometre), batching efficiency (orders per delivery trip), and route optimisation (minutes per kilometre travelled).
QuickCart currently underperforms industry benchmarks across all three dimensions, creating immediate opportunities for
25-30% cost reduction through operational excellence.

Order density stands at 280 per square kilometre in QuickCart's best-performing areas versus 600+ for market leaders.
This 2.1x gap directly translates to delivery economics—higher density enables shorter average delivery distances, better
batching opportunities, and improved rider utilisation. Achieving comparable density requires either doubling order volume
in existing serviceable areas or consolidating to half the current geographic footprint. Given capital constraints, geographic
consolidation represents the only viable near-term path.

Batching efficiency measures how frequently riders complete multiple deliveries per trip, amortising fixed trip costs across
multiple orders. QuickCart achieves only 1.3 orders per trip versus industry benchmarks of 2.2-2.8 orders per trip. Poor
batching stems from low order density, inadequate routing algorithms, and delivery promise windows (guaranteed 15-
minute delivery) that prevent holding orders sufficiently long to accumulate batches. Relaxing delivery promises to 18-20

minutes for non-Champion customers would enable batch accumulation whilst maintaining competitive service levels.

Route optimisation algorithms directly impact rider productivity—how many deliveries completed per hour determines
effective cost per delivery. QuickCart's current routing system operates on simple nearest-delivery-first logic without
considering real-time traffic, order clustering, or rider return-to-dark-store efficiency. Implementing sophisticated routing
algorithms (available as white-label SaaS solutions for 245K monthly) could improve rider productivity by 22%, enabling the
same delivery volume with 18% fewer riders—a 295K monthly saving even after software costs.
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Delivery Cost Reduction Levers

o

Geographic Consolidation

Exit 40% of current serviceable area (low-density zones).

Concentrate on 18-22 high-density pin codes. Impact:
212 per order delivery cost reduction through improved

density.

oS

Routing Algorithm Upgrade

Deploy Al-powered routing considering traffic, clustering,

and rider efficiency. Impact: 22% productivity

improvement, 28 per order cost reduction.

Ny

Batching Optimisation

Implement 18-20 min delivery promise (vs current 15
min) for non-Champions. Enables batch accumulation.
Impact: Increase batching from 1.3 to 2.1 orders/trip,

reducing cost 29 per order.

O

Combined Impact

Levers compound to reduce delivery cost from 45 to
233 per order (27% improvement). Monthly savings:
21.44L. Enables competitive parity whilst improving
margins.



Dark Store Utilisation Improvement

Dark store productivity directly determines fixed cost absorption and inventory efficiency. Optimal dark stores operate at
400-450 daily orders (12,000-13,500 monthly), enabling full utilisation of rent, utilities, staffing, and inventory holding
capacity. QuickCart's nine locations average only 133 daily orders (4,000 monthly), operating at just 33% of optimal
capacity and creating massive fixed cost drag.

The path to improved utilisation involves consolidation rather than growth. Closing four underperforming locations and
redistributing serviceable areas to remaining five stores would increase average daily orders from 133 to 240 (80%
improvement). This consolidation achieves 60% of optimal capacity—not full efficiency but sufficient to dramatically
improve unit economics whilst requiring zero capital investment for new locations.

Dark store labour productivity varies wildly by location. The Mumbai Andheri location processes 22.5 orders per labour
hour through optimised picking routes and inventory organisation. The Pune locations average only 11.2 orders per labour
hour due to poor inventory layout, inadequate picking technology, and low overall order volume creating idle time. Best
practice transfer from high-performing to low-performing locations could improve productivity 35-40% through zero-cost

operational excellence.

Inventory positioning within dark stores significantly impacts picking efficiency. High-velocity SKUs should occupy
premium locations (eye-level, near packing stations), whilst slow-movers can be stored in less accessible areas. Current
inventory layouts don't reflect velocity patterns—in some locations, fast-moving items occupy inconvenient storage whilst
slow-movers occupy prime positions. Reorganising layouts based on actual pick frequency could reduce average picking
time from 8.2 minutes per order to 5.8 minutes, improving labour productivity 29%.
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Order Batching Efficiency Analysis

90 -
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O
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B Current Distribution % [l Target Distribution %
Batching Economics

Currently, 72% of delivery trips carry only a single order, creating maximum cost per delivery. Each single-order trip incurs
252 in total costs (rider payout, fuel, wear, insurance). When two orders batch together, cost per order drops to £31. Three-
order batches reduce to 224 per order.

Achieving target batching distribution requires three changes: (1) relaxing delivery promise windows from 15 to 18-20
minutes to allow order accumulation, (2) improving order density so multiple orders originate from same dark store within
narrow time windows, and (3) implementing intelligent batching algorithms that group orders by geographic proximity.

The shift from current to target batching distribution would reduce average delivery cost from 245 to 234 per order—a 211
improvement representing 24% cost reduction and 21.32L monthly savings.
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Technology & Automation Opportunities
|@|

Demand Forecasting Al Dynamic Routing Engine
Implement machine learning models to predict hourly Replace static routing with real-time optimization
demand by location and category. Reduces inventory considering traffic, weather, and order clustering. Improves
holding by 28%, spoilage by 35%, and stockouts by 42%. rider productivity 22%, reduces delivery times 14%. Monthly
Monthly impact: 278K savings. Implementation cost: €2.8L impact: 295K savings. Implementation: 245K monthly
one-time + 25K monthly SaaS. white-label SaaS.

O o
ay, 8L
Customer Segmentation Engine Customer Service Chatbot
Automate RFM scoring and enable real-time personalisation  Deploy Al chatbot to handle 70% of routine customer
of offers, product recommendations, and communication. service inquiries (order status, delivery ETA, basic issues).
Improves retention 18%, reduces marketing waste 32%. Reduces support staff requirements by 3 FTEs. Monthly
Monthly impact: 21.2L savings + 20.8L incremental revenue. impact: 285K savings. Implementation: 265K one-time +

Implementation: 21.5L one-time + 218K monthly. 212K monthly.
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Path to Profitability

Margin Improvement Roadmap

Achieving profitability requires orchestrating multiple initiatives across eight distinct margin levers, each contributing
specific improvements that compound to transform unit economics from negative 228 to positive 218 contribution margin
per order. This 48-percentage-point swing in margin performance makes the difference between burning 217.5L monthly
and approaching break-even, fundamentally altering QuickCart's trajectory and capital requirements.

The eight levers operate across four dimensions: revenue enhancement (AOV increase, category mix optimisation), cost
reduction (delivery efficiency, marketing reallocation, dark store consolidation), operational excellence (SKU rationalisation,
technology deployment), and strategic positioning (customer segmentation, pricing discipline). No single lever delivers
sufficient impact independently—profitability requires simultaneous activation across all dimensions with careful

sequencing to manage execution risk and customer experience impact.

Lever impact varies by implementation difficulty and time horizon. Quick wins (30-60 days) include marketing channel
reallocation, promotional discipline, and SKU rationalisation—these require primarily decision-making and process changes
rather than capital investment or major operational disruption. Medium-term initiatives (60-120 days) include delivery
route optimisation, dark store consolidation, and category mix shifts—these demand operational restructuring but deliver
sustainable improvements. Long-term foundations (120-180 days) like technology infrastructure and subscription
programme build capabilities that enable ongoing margin expansion beyond initial profitability targets.

The sequencing matters critically. Month 1 focuses on zero-cost initiatives that demonstrate quick wins and build
organisational confidence: marketing reallocation, promotional reduction, and SKU cuts. Month 2-3 tackles operationally
intensive changes: dark store consolidation, delivery optimisation, and category merchandising. Month 4-6 implements
technology infrastructure and strategic programmes that create long-term competitive advantages. This sequencing
ensures early wins fund later investments whilst maintaining execution momentum.
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Eight Margin Improvement Levers

Marketing Channel Reallocation

Impact: 234 per order | Timeline: 30 days

1
Shift spend from paid social (21,250-1,420 CAC) to search and referrals (2540-980 CAC). Reduce total
marketing spend 16% whilst improving customer quality. Monthly value: 24.1L margin improvement.
Promotional Discipline

9 Impact: 28 per order | Timeline: 45 days
Reduce blanket discounting 60%, implement segment-specific promotions. Eliminate discounts for Discount
Hunters entirely. Monthly value: 296K margin improvement.
Category Mix Optimisation

3 Impact: 213 per order | Timeline: 60 days
Shift merchandising and inventory allocation towards high-margin personal care and packaged goods.
Improve blended gross margin 3.4pp. Monthly value: €1.56L margin improvement.
Delivery Efficiency

4 Impact: 211 per order | Timeline: 75 days

Geographic consolidation, batching optimisation, routing algorithms. Reduce delivery cost 24%. Monthly
value: 21.32L margin improvement.

Dark Store Consolidation

Impact: 28 per order | Timeline: 90 days

Close 4 underperforming locations, increase utilisation from 33% to 60% of optimal. Reduce fixed cost
allocation per order. Monthly value: 296K margin improvement.

SKU Rationalisation

Impact: 26 per order | Timeline: 60 days

Eliminate 900 low-velocity SKUs, reduce spoilage and inventory holding costs, improve warehouse efficiency.
Monthly value: 272K margin improvement.

Delivery Fee Restructuring

Impact: 218 per order | Timeline: 45 days

Implement tiered delivery fees and minimum order values. Launch subscription programme. Reduce delivery

subsidy 58%. Monthly value: 22.16L margin improvement.

AOV Enhancement
Impact: 224 per order | Timeline: 90 days

Smart bundling, basket prompts, delivery fee thresholds, product recommendations. Increase AOV from 2417

to 2485. Monthly value: 22.88L margin improvement.



X Bridge

Margin Improvement Waterfall

Improvements +

Current -P28 Target +P18 DAG

The cumulative impact of all eight levers generates 246 per order improvement—swinging from -228 to +218 contribution
margin. However, these improvements don't occur simultaneously; the waterfall sequence reflects realistic implementation
timelines with early wins establishing momentum whilst longer-term initiatives develop. Month 1 captures marketing and
promotional improvements (242 combined impact), Month 2-3 adds delivery and category optimisations (24 combined),
and Month 4-6 completes with structural changes (226 combined). This phasing ensures QuickCart demonstrates
progress early whilst building towards sustainable profitability.
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90-Day Margin Improvement Plan

Quarterly Execution Roadmap

The 90-day plan translates strategic levers into specific, actionable initiatives with clear ownership, KPIs, and gates. This

tactical roadmap prioritises initiatives by impact, implementation ease, and strategic positioning benefit. Each 30-day

sprint builds upon the previous, creating compounding momentum whilst managing execution risk through staged

implementation and continuous monitoring.

Month 3: Strategic Initiatives
Target: Additional 22L monthly margin improvement

1. Subscription Programme Launch (Week 9-10):
Release 199/month unlimited delivery subscription.
Target Champions and Loyal customers with launch
offers.

2. Customer Segmentation Engine (Week 9-12): Deploy
automated RFM scoring. Implement personalised
homepage, offers, and communication by segment.

3. Demand Forecasting Al (Week 10-12): Implement ML-
based demand prediction. Optimise inventory levels.
Reduce spoilage and stockouts.

4. Batching Optimisation (Week 11-12): Extend delivery
promise to 18-20 minutes for non-Champions. Monitor

batching efficiency improvements.

KPls: Subscription adoption 12% | Batching 1 to 1.8
orders/trip | AOV M to €455 | Monthly burn V to 9L

Month 2: Operational Efficiency

Target: Additional 22.5L monthly margin improvement

1. Dark Store Consolidation (Week 5-7): Close Pune
locations, Delhi Noida. Transition customers to adjacent
dark stores. Redeploy inventory and staff.

2. Routing Algorithm Deployment (Week 5-6):
Implement white-label routing SaaS. Train riders on

new system. Monitor productivity improvements.

3. Category Merchandising (Week 6-8): Reorganise app
homepage to feature high-margin categories.
Implement smart product recommendations. Test

bundle offers.

4. SKU Reduction Phase 2 (Week 7-8): Remove
additional 400 low-velocity SKUs. Complete inventory
rebalancing towards profitable categories.

KPIs: Dark store utilisation M to 56% | Delivery cost \ to
238 | Gross margin ™ to 40.1%

Success Metrics & Gates

Go/No-Go Decision Points:

e End of Month 1: If margin improvement under 22.5L,
pause dark store consolidation and focus exclusively

on marketing/promotional fixes until targets achieved.

e End of Month 2: If customer churn exceeds 8% above
baseline, slow delivery fee increases and enhance

retention programmes before proceeding to Month 3.

e End of Month 3: If monthly burn not reduced to under
210L, initiate contingency fundraising whilst
accelerating margin initiatives.

Celebration Milestones:

e First week with positive contribution margin on core
orders

e CAC payback period under 4 orders
e Monthly burn rate under 210L



Conclusion & Next Steps

QuickCart stands at a critical juncture. The company has demonstrated product-market fit with specific customer
segments, established operations in three major metros, and validated that customers value quick grocery delivery.
However, the current business model operates at unsustainable unit economics, burning through limited remaining runway
whilst competitors with superior capital positions expand aggressively. Without immediate, decisive action on margin
improvement, QuickCart will exhaust its 280 lakh runway within 4-5 months, forcing either shutdown or a severely dilutive

financing round.

This strategic plan provides a comprehensive, actionable roadmap to profitability grounded in QuickCart's actual
operational data and proven methodologies from market leaders. The eight margin improvement levers collectively deliver
48 percentage points of margin enhancement—sufficient to swing from negative 228 to positive 218 contribution margin
per order within six months. This transformation is ambitious but achievable, requiring disciplined execution rather than
miracle assumptions about market growth or competitive dynamics.

Success demands immediate action. The leadership team should convene within 48 hours to assign clear ownership for
each Month 1initiative, establish weekly KPI review cadence, and communicate the strategic plan to the full organisation.
Marketing channel reallocation and promotional guardrails should deploy within Week 1—these require only decisions and
process changes whilst delivering immediate margin impact. Dark store consolidation planning should commence
immediately to enable Month 2 execution.

The path forward requires difficult choices: exiting geographies, eliminating customer segments, raising prices, and
restructuring operations. Each decision will face internal resistance and create short-term pain. However, the alternative—
continuing current operations—guarantees failure. QuickCart's opportunity lies in achieving superior unit economics in
focused micro-markets, not in matching competitors’ scale across geographies. By demonstrating operational excellence
and sustainable profitability, QuickCart positions itself for a successful Series A that funds growth from strength rather

than desperation.

Immediate next steps for QuickCart leadership: (1) Approve this strategic plan and commit to 90-day execution sprint,
(2) Assign initiative owners with clear accountability and weekly reporting, (3) Communicate plan to team with
transparency on challenges and opportunities, (4) Implement Month 1 quick wins immediately to demonstrate momentum,
(5) Establish board-level monthly reviews with XBridge Ventures to track progress and adjust tactics as needed. The

window for action is narrow, but the opportunity for transformation is real. Execution begins



