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In today’s retail world, convenience is everything. Shoppers especially Millennials and Gen Z—
don’t want to wait days for delivery. They want their products within 30 minutes or less,
whether it's food, groceries, or daily essentials. Gone are the days when people stepped out
just to buy sugar or soap. Now, they expect everything at their doorstep!

Overview

While the concept of Quick Commerce started around 2014, it really took off during the
pandemic. In 2021, millions of people turned to online shopping out of necessity. And once
they experienced the ease of fast deliveries, there was no going back.
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Since then, Quick Commerce platforms have expanded rapidly, reaching more cities and
building faster delivery networks. 

Deliver faster and meet rising
customer expectations

Why This Quick Commerce Surge Matters for Brands
This shift has opened up significant opportunities for brands. With Quick Commerce, the brands can:

As Quick Commerce grows, so does the potential for D2C brands to build loyalty, scale faster,
and stand out in a competitive market. In this eBook, we’ll explore how you, as a D2C brand, can
tap into Quick Commerce to win customers, accelerate growth, and drive profitable business.

Improve repeat purchases by being
more available, more often

Use tech to manage inventory,
delivery, and customer experience
in real time and what not
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According to

Since then, Quick Commerce platforms have expanded rapidly, reaching more cities and building faster
delivery networks. According to Business Standard, India’s Quick Commerce market is expected to grow
by 75–85% in 2025, touching $5 billion in GMV. In 2024 alone, the number of monthly transacting users
grew by 40%, and monthly orders per customer jumped from 4.4 in 2021 to 6 in 2024.



Quick Commerce is a rapidly growing segment of e-commerce focused on delivering products
to customers within 10 to 30 minutes. It meets the increasing consumer demand for instant
delivery through a network of hyperlocal dark stores, real-time inventory systems, and tech-
enabled logistics.

What is Quick Commerce?

Unlike traditional e-commerce, which offers a wide range of products with longer delivery
times, Quick Commerce prioritizes speed and convenience. It typically offers a limited selection
of high-frequency essentials like groceries, personal care items, and daily-use products.
Leading platforms like Blinkit, Zepto, and Swiggy Instamart are at the forefront of this trend,
transforming shopping habits in urban areas.

Evolution of E-commerce to Quick Commerce
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Express Delivery: Platforms like Amazon
and Flipkart introduced 1-2 day delivery
for specific categories of products.

Hyperlocal Delivery: Food and groceries
started being delivered in under 1 hour by
Swiggy and Zomato.

Q-commerce Boom: In the last 3–4 years, Q-
commerce emerged with 10–30 minute delivery
windows using tech-enabled dark store networks.

Traditional E-commerce: Orders
were delivered in 3–7 days, often
with COD (Cash on Delivery).

The rise of Q-commerce reflects a shift in customer expectations—from "fast" to "instant."
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Industry Benchmarks & Data Snapshots

Market
Growth

Estimated reach
of India's Quick

Commerce
market by 2025

$5.5
Billion
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$3,349

Forecasted
revenue by the

Quick Commerce
market in India in

2024

The anticipated
number of users in

the Quick
Commerce

market in India

Expected
smartphone

penetration by
2025

20-30%

Quick Commerce
orders will fall

outside the groceries
and essentials

category by 2025

Million
60.6
Million

84%

Source : 

India’s Quick Commerce market is projected to reach $5
billion in GMV by 2025, growing at  75–85% annually.
(Source: Business Standard)

Average monthly orders per customer have increased
from 4.4 (2021) to 6 (2024).

User
Behavior

Most Q-commerce orders are delivered in 10–30
minutes, with over 80% on-time delivery in Tier 1 cities.

Fulfillment
Speed

Top-selling items include fruits, vegetables, snacks,
dairy, personal care, and household items.

Product
Categories
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Revenue is expected to grow
at an annual growth rate

16.60%
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In global comparison, most
revenue will be generated in China 

US$92.68bn in 2025

US$9.95Bn by 2029

Revenue in the Quick
Commerce market is
projected to reach

US$5.38Bn in 2025

In the Quick Commerce
market, the number of users
is expected to amount to

by 2029.60.6m users

User penetration will be
2.7% in 2025 and is
expected to hit 4.0%
by 2029

The average revenue
per user (ARPU) is
expected to amount to 

US$137.20

With a projected rate of 23.9%,
the user penetration in the Quick
Commerce market is highest in
China.

23.9%

(CAGR 2025-2029) of 16.60%, resulting in
a projected market volume of 

Quick Commerce Insights by Statista
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How New-Age D2C Brands Are
Succeeding in Quick Commerce
Ecosystem?
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In addition, brands like Wellbeing Nutrition and Arata emerged as shining examples of this
success, with Wellbeing Nutrition achieving monthly revenues of ₹10.5 crore—41% of which
came from marketplaces, including Quick Commerce channels. 

Snitch, a men’s fashion label, has rolled out two-day delivery
across 1,100+ cities and 7,000+ pin codes in India. This upgrade
ensures that nearly 60% of orders are delivered within two days,
significantly improving customer satisfaction and supporting
growth.

Decathlon, the global sports brand, has partnered with platforms
like Zepto to offer 10-minute deliveries in 16 cities. The
collaboration enables Decathlon to fulfill orders quickly while
tapping into a broader urban customer base.

Nykaa has also entered the Quick Commerce space with a 10-
minute delivery pilot in Borivali, Mumbai, while Myntra is testing a
30-minute delivery model in four cities, including Delhi and
Bangalore.

According to RedSeer, India’s Quick Commerce market is projected to grow 10-15 times by
2025, reaching a market size of approximately $5.5 billion (around Rs 46,280 crore).

NewMe, a fast fashion brand, introduced 90-minute deliveries in
some parts of Gurugram in September 2024. Within just 30
minutes of launch, the brand received over 100 orders, some
fulfilled in under 25 minutes. NEWME has since expanded its
rapid delivery service to over 18 areas across Delhi-NCR.

Unicommerce



Why Brands Must Adapt to Quick
Commerce Business Model
Today’s consumers expect convenience and speed. To stay competitive, brands must go
beyond just offering a great product—they need to deliver when and where customers want it.
Quick Commerce allows brands to meet this demand by providing faster deliveries, ultimately
enhancing customer satisfaction and boosting profitability.
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In addition, brands like Wellbeing Nutrition and Arata emerged as shining examples of this
success, with Wellbeing Nutrition achieving monthly revenues of ₹10.5 crore—41% of which
came from marketplaces, including Quick Commerce channels. (Source: Linkedin post)

As per the 

70% of urban consumers are willing to pay more for faster delivery. By partnering with Quick Commerce
platforms, brands can access ready-to-use last-mile logistics, helping them cut fulfillment costs by up to
25% and reduce delivery times by up to 80%.

report,

Increase Sales &
Revenue 
Quick Commerce companies in India like Blinkit and Zepto are growing rapidly
due to rising demand for instant delivery. This trend attracts more customers,
increases order frequency, and helps businesses boost sales and revenue.

Drive Repeat
Orders

When customers experience
quick, reliable delivery, they are
more likely to reorder. This leads
to higher repeat purchase rates
and improved customer retention.

Lower Delivery
Costs Per Order

Micro-fulfillment centers near
high-demand areas enable
faster delivery routes,
reducing last-mile logistics
costs.

Exponential
Growth Opportunities

Quick Commerce operates on fast-
moving SKUs. By stocking limited,
high-demand items in dark stores,
brands can ensure faster inventory
rotation, avoid overstocking, and
minimize dead stock.

Improve Inventory
Turnover

Quick Commerce operates on fast-
moving SKUs. By stocking limited,
high-demand items in dark stores,
brands can ensure faster inventory
rotation, avoid overstocking, and
minimize dead stock.

Build Brand Visibility
Across New Channels
Partnering with Q-commerce platforms like Zepto, Blinkit, or Instamart gives
brands access to new customers who may not discover them on traditional
D2C websites. 

Unicommerce

Let's uncover the benefits that actually move the needle -



Step 1: Product Selection – Prioritizing
the Everyday Essentials

Sellers begin by curating a targeted catalog of
high-demand SKUs—items customers typically
need urgently and buy frequently. These include:

Groceries (milk, bread, eggs, vegetables)
Personal care (toothpaste, shampoo, razors)
Baby and pet products
Instant meals and snacks

How Quick Commerce Works
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Quick Commerce may look seamless from the outside—your groceries show up in 10 minutes
but for sellers, it's a highly synchronized machine that balances technology, inventory
precision, and last-mile logistics. Here’s a breakdown of how this high-speed retail model
operates under the hood, with real-world examples from Quick Commerce platforms like
Blinkit, Zepto, and Swiggy Instamart.

Example: Zepto’s catalog focuses on 3,000–4,000 fast-moving products that cover essential
household needs. Products with longer shelf lives and higher turnover rates (like Maggi, Amul
butter, and Surf Excel) are prioritized over low-volume SKUs.

The Ultimate Guide to            Quick Commerce
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Step 3: Real-Time Inventory Sync – No Stock Surprises
Tech integration is critical. The inventory of every dark store is synced in real-time with all
sales platforms. This prevents customer frustration due to stockouts or post-order
cancellations.
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Step 2: Stock Placement in Dark Stores or Hubs – The Backbone of Speed

These curated items are stored in micro-fulfillment centers, also known as dark stores, which
are small warehouses located within or near dense residential areas. Each dark store typically
serves a 2–3 km radius to enable lightning-fast delivery.

Example: Blinkit has built over 400 dark stores across Indian metros. Each store is
optimized for quick navigation and is placed in high-demand pockets, such as near office
areas or residential societies in Gurgaon or Mumbai suburbs.

Example: Instamart uses in-house tech to update its app inventory live, ensuring that once a
stock drops below threshold, it is automatically hidden or deprioritized in search results.

The Ultimate Guide to            Quick Commerce

Unicommerce



Example: Swiggy Instamart uses the same delivery fleet as its food
delivery arm. It optimizes delivery routes using AI to ensure the partner
gets to the customer in under 15 minutes, even in high-traffic areas
like Bengaluru's Koramangala.

The Ultimate Guide to            Quick Commerce

instamart

Step 4: Order Received via Q-Commerce Platform – Smart Allocation

As soon as a customer places an order via the app (e.g., Blinkit or
Zepto), the system automatically routes it to the nearest dark store
that has the full cart in stock. Order-picking begins immediately, often
supported by mobile scanning devices or picking dashboards.

Example: Zepto’s picker staff use handheld devices to scan and pick
orders, reducing errors and increasing speed. The picking is typically
completed in under 3–5 minutes.

Step 5: Instant Order Fulfillment & Dispatch – Speed Meets Precision

The picked order is quickly packed (often using eco-friendly packaging) and handed
off to the delivery partner—usually within 5 to 10 minutes of order placement.
Algorithms determine the fastest delivery partner available.

HR98 S
8 1 4 0

Quickly packed and
handed to the

delivery partner

instamartinstamart
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Step 6: Reconciliation & Reporting – Keeping the Machine Running

After the delivery is completed, the system updates the inventory, logs the transaction, and
reflects any returns or payment issues. Sellers track sales, inventory turnover, fill rate, and
service metrics via a centralized dashboard or Order Management System (OMS) like
Unicommerce or Vinculum.

Example: D2C brands like WOW Skin Science and Yoga Bar use OMS integrations to sync
their Q-commerce listings with platforms like Blinkit and Zepto, while also keeping an eye
on real-time fulfillment rates and product performance.

What Powers the "10-Minute Miracle"?

Elements What is does

Syncs orders, optimizes delivery routes, auto-assigns tasks

Stores close to customers for faster delivery

Stocks items people actually buy in that area

Fast picking, packing, and delivery by trained staff

Monitors sales, returns, and inventory in real time

Smart Tech

Dark Stores

Right Products

Skilled Team

Live Tracking

Smart Tech

Dark Stores

Right Products

Skilled Team

Live Tracking

The Ultimate Guide to            Quick Commerce 12

Unicommerce



Crucial Challenges in Quick
Commerce Operations
While Quick Commerce unlocks immense opportunities—access to high-intent shoppers,
frequent repeat orders, and a growing market share in urban consumption—it also presents
complex operational hurdles. These challenges are especially intense because the model
hinges on speed, precision, and volume. Here’s a closer look at the most critical pain points
sellers face:

The Ultimate Guide to            Quick Commerce

1. Manual Purchase Order (PO) Entry – Time-Consuming & Error-Prone

Many brands still use spreadsheets or manually update PO entries in legacy systems. This slows
down the flow of goods from the warehouse to fulfillment centers and increases the risk of:

Impact: Slower restocking → Out-of-stock listings → Missed sales windows

Typos in SKU codes
Incorrect quantities
Mistaken warehouse locations

14
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2. Manual PO Validation – Frequent Mismatches in Product Details

Even after POs are raised, discrepancies in SKUs, pricing, product weights, or tax
classifications (EAN, HSN, GST rates) are common—especially for multi-category sellers.

Impact: Slower turnaround → Reduced operational trust → Delays in order cycle

3. Insufficient Inventory Reserve – Can’t Meet Demand Spikes

Quick Commerce thrives on impulse orders and convenience-based shopping. But many
sellers fail to maintain buffer stock in micro-fulfillment centers, especially during:

Impact: Stockouts → Poor fill rate → Lower visibility and ranking on platforms

Long weekends
Rainy days (when customers order in)
Festive periods (like Diwali, Holi)

4. Manual Inventory Management Across Warehouses or ERP – A Bottleneck

Real-time inventory tracking is essential. But manual systems or outdated ERP platforms
cannot keep pace with the fluidity of Q-commerce. Common issues include:

Impact: Overselling/Underselling → Returns or cancellations → Operational inefficiency

Inconsistent SKU availability across regions
Lag in inbound vs outbound stock updates
Errors in warehouse-to-hub stock transfers

15
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6. Order Loss Due to Sync Delays – Missed Windows Cost Sales

Quick Commerce platforms often auto-pause listings if inventory status isn't updated in time.
Even a 2-hour delay in syncing stock across OMS and platform dashboards can result in:

Impact: Broken sales momentum → Lost week of orders → Impact on marketing ROI

Auto-cancellation of bulk orders
Downtime of product listing
Reduced buying momentum for 7–10 days

7. GRN (Goods Received Note) Discrepancy – Financial Headaches

Mismatch between what was shipped (as per PO) and what was received (as per GRN)
can lead to:

Impact: Financial reconciliation issues → Distrust in system data → Manual resolution burden

Payment disputes
Inventory accounting errors
Delays in future reordering cycles

5. Low Fill Rate – The Silent Killer

A low fill rate—when a seller can’t fulfill the full volume of ordered items—directly affects their
ranking on Q-commerce apps. It usually happens due to:

Impact: Lower shelf presence → Reduced traffic → Loss in revenue share

Inventory misalignment
Poor PO planning
Lack of integration between OMS, WMS, and Q-commerce dashboards

16
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8. Thin Profit Margins – Volume is Key, but Volume is Volatile

Quick Commerce promises growth, but it doesn’t guarantee profit—especially for sellers
who don’t have:

Impact: High dependency on scale → Break-even delayed → Cash flow pressure

Streamlined logistics
Automated backend systems
Competitive per-unit margins

Slower launch, lost
sales

Wrong inventory,
payment issues

Orders missed, out-
of-stock

Less visibility on
Blinkit/Zepto

Business not
profitable

Manual stock &
orders

GRN/PO
errors

System not
synced

Low product
availability

Small profit
margins

Manual stock &
orders

GRN/PO
errors

System not
synced

Low product
availability

Small profit
margins

Use automation
tools

Scan barcodes for
accuracy

Connect your
system in real time

Keep extra stock
ready

Cut costs, sell in
bulk to save more

Issue What Happens

📑Summary: Why Sellers Must Evolve Fast

Fix It With

Quick Commerce is a high-speed game, but success depends on how well sellers automate,
integrate, and scale. Winning isn’t about faster delivery alone—it’s about smoother operations
behind the scenes.

The Ultimate Guide to            Quick Commerce 17
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The Role of Automation in Quick
Commerce Operations

Blinkit pushes POs
directly to Uniware

Validates POs
in real time

Generate GST invoice
in one click

Captures & sends batch
into at pick/ship stage

Shares what's being
shipped with Blinkit

Track rejections, raise
credit/debit notes

Bulk return processing,
even without sale order I

Monitores stock
availability store-wise

Allocate stock for Q-
commerce platforms

No typing errors
→ 100 % order acceptance

Prevent sales loss and reduce
financial disputes

No invoice rejections
→ 24-hour payments

Zero penalties for
"damaged" perishables

Fewer shipment rejections
→ No returns cost

Gain full visibility into return
reasons, improve future sales

Reduces manpower cost
→ Faster inventory resets

Prevent stockouts and
demand gaps

Reduce order cancellations,
ensure timely fulfillment

Auto Order CreationAuto Order Creation

Feature What It Does Seller Benefits

PO HygienePO Hygiene

Auto GST Invoice GeneratorAuto GST Invoice Generator

Batch & Expiry TrackingBatch & Expiry Tracking

Pre-Shipment ASN AlertsPre-Shipment ASN Alerts

Returns AutomationReturns Automation

GST 
INVOICE
GST 
INVOICE

Live Live 

Return & Claim ManagementReturn & Claim Management

Dark Store VisibilityDark Store Visibility

Inventory ReservationInventory Reservation
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As Quick Commerce redefines customer expectations with 10–30 minute deliveries, the
pressure on backend operations has never been higher. In this high-speed environment,
manual processes simply can’t keep up. Automation is no longer optional, it’s the backbone of
scalable, error-free Q-commerce. From real-time inventory updates to instant order routing
and GRN reconciliation, automation ensures every step is fast, accurate, and aligned:  helping
brands meet demand without breaking their operations.



Solving Operational Chaos with
Automation: How Unicommerce
Powers E-commerce & Quick
Commerce Efficiency

The Ultimate Guide to            Quick Commerce

E-commerce and Q-commerce businesses today operate in an environment where speed,
accuracy, and visibility are non-negotiable. Manual processes, system mismatches, and lack
of real-time data often lead to stock discrepancies, delayed deliveries, and financial losses.

Unicommerce solves this with a fully automated,
integrated solution built to handle the operational
demands of fast-paced commerce.

Impact: Lower human errors, quicker procurement, and real-time syncing across systems.

1. Automated Purchase Order (PO) Creation

Manual entry of purchase orders leads to frequent errors, delays, and inconsistent records.

AI auto-generates POs based on inventory thresholds and platform demand.
No manual input needed, ensuring accuracy and speed.
Inventory moves faster from supplier to warehouse.

With UnicommerceWith Unicommerce
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Here’s how it transforms every stage of the supply chain:

Unicommerce



Impact: Faster fulfillment, optimized logistics, and reduced manual coordination.

3. Intelligent PO Routing to Warehouses

Incorrect or delayed routing causes fulfillment delays and increased costs.

Orders from platforms like Blinkit are auto-routed to the correct warehouse.
Routing logic considers real-time inventory and geography.

With UnicommerceWith Unicommerce

Impact: Fewer returns, cleaner audits, and stronger platform compliance.

2. Real-Time PO Validation

Discrepancies in product codes, pricing, or tax structures can halt operations and damage
partner relationships.

Instant alerts for mismatches in EAN, HSN, pricing, or product specs.
Teams can correct errors before dispatch.

With UnicommerceWith Unicommerce
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Capability What It Does

Auto-generates POs based
on rules and demand

Flags mismatches in codes,
prices, and weights

Routes orders to the right
warehouse instantly

Real-time view of
platform-wise demand and stock

Sends advance shipment
details automatically

Verifies shipped vs.
received stock instantly

Automated PO CreationAutomated PO Creation

What Unicommerce Can Do

Business Impact

Reduces manual effort and
speeds up procurement

Prevents dispatch errors and
non-compliance

Minimizes fulfillment delays and
human coordination

Enables smarter planning and
avoids overstock/stockouts

Improves warehouse planning and
SKU availability

Ensures payment accuracy and
timely inventory updates

Real-Time PO ValidationReal-Time PO Validation

Automated PO RoutingAutomated PO Routing

Live Inventory &
Demand Visibility
Live Inventory &
Demand Visibility

ASN AutomationASN Automation

GRN ReconciliationGRN Reconciliation

Impact: Smoother handovers at warehouses and timely reorders of fast-moving SKUs.

4. Automated Advance Shipping Note (ASN) Sharing

Delays in ASN sharing lead to poor warehouse preparedness and missed SLAs.

ASNs are shared automatically when POs are invoiced.
Platforms get early visibility into incoming stock.

With UnicommerceWith Unicommerce

Impact: Accurate payments, faster reconciliation, and balanced inventory records.

5. Instant Goods Receipt Note (GRN) Reconciliation

Mismatch in shipped vs. received items leads to accounting delays and vendor disputes.

The system compares invoice vs. received quantity in real time.
Flags any discrepancy immediately for resolution.

With UnicommerceWith Unicommerce
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Switch to Unicommerce and Turn Penalties into Profits
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With UnicommerceWithout Unicommerce

Manual PO creation

Limited stock visibility
across warehouses

Missed or delayed claim
submissions

Slow reconciliation
processes

90% reduction in PO
processing time

100% visibility into stock across
warehouses & platforms

0 missed claims due to real-
time GRN sync

3X faster reconciliation across
finance & ops

Heavy reliance on
manual tracking

50-70% reduction in manual
tracking and follow-ups

Wrapping up! Quick-Commerce
Isn’t the Future — It’s the Present
Quick Commerce isn’t just a trend anymore, it’s how people expect to shop today. Customers
don’t want to wait days for deliveries. They want their orders in minutes!

That’s why more and more brands are moving to Quick Commerce. It helps you get
discovered faster, sell more, and keep customers coming back. But to make it work, your
operations need to be fast, smooth, and error-free. With Unicommerce, you can go live on
platforms like Zepto, Blinkit, and Swiggy Instamart easily, and grow without chaos.

Want to know more about how we help brands thrive in the Quick Commerce era? Join the
brands already winning with Quick Commerce and Unicommerce. Book a Demo now- 
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“Unicommerce handled 2 Crores+ quick-commerce order items in FY25”

https://unicommerce.com/sign-up/?utm=ebook_cta
https://unicommerce.com/sign-up/?utm=ebook_cta


Brands Already
Operating Quick
Commerce On
Unicommerce

Unicommerce

Warehouse
Management

Quick Commerce Integrations Available 

Clients

Marketplaces &
Webstores

Logistics
Providers

POS & ERP

Powering India’s Quick Commerce Surge

For more details write to us at -
support@unicommerce.com

Want to know more about our product?
www.unicommerce.com

2 Crore+ Items Delivered in FY25
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