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CHAPTER 01 · THE CONSTRAINT

But one number has not moved in three years.
Zepto excels at rapid execution, but unit economics are bounded by a stubborn average basket size.

Basket value per order (₹)

₹388

Zepto

₹530

Blinkit

₹691

Instamart

₹388
Zepto's average basket size, remaining flat for three years.

₹(–5) to ₹(+20)
Estimated contribution margin range generated per order.

Fewer, fuller
The only operating lever that successfully clears the delivery line.

At ₹388, an extra order can cost Zepto money.

Source: Public financial estimates and brokerage reports for FY26.



CHAPTER 01 · THE CURVE EVERYTHING HANGS ON

Why basket size, not order count, is the lever.

Contribution per order as basket value rises
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Below ₹475, every delivery loses money.
At Zepto's current average of ₹388, contribution margins are 
negative, placing a heavy cost burden on growth.

The curve is steep, and that is the good news.
Small, incremental increases in basket size trigger massive 
gains in order profitability once past the breakeven threshold.

So the product question becomes narrow.
We do not need more casual orders; we must design 
high-intent pathways that systematically raise individual basket 
values.



CHAPTER 02 · THE STRATEGIC PIVOT

Challenging the Brief: From Order Volume to Trip Density

THE ORIGINAL BRIEF
"Increase monthly order frequency 
without relying heavily on 
discounts."
More fragmented orders = more logistical cost

RESULT Fragmented, low-value deliveries

THE REFRAME

Frequency ≠ 
Baskets

Replenishment 
Lifecycle

THE PM INSIGHT
Grow contribution profit per household per month.

THE "FULLER" TRIP
Consolidated Household Basket

HOUSEHOLD REPLENISHMENT TIMELINE

7D
Milk/Eggs

14D
Produce

30D
Pantry

45D
Household

Hypothesis: Design triggers aligning to specific replenishment cycles.

We are not trying to make households buy more. We are trying to make them buy the same things in 
fewer, fuller trips.



































zepto

‘I wouldn’t try to make Zepto more 
addictive.
I’d make it more profitable — by removing the mental 
effort of remembering what a household needs next.’

Contribution 
profit / household

Basket value past 
break-even

Deliveries per 
household

Discount 
dependency
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