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Executive Summary
In this report, a close consideration will be made of whether Zomato can be successful in expanding to the United States through the strengths of the company, the external business environment, and competition in the food-delivery industry in the United States. The report begins by analysing the status of Zomato, the benefits that the company has due to its technology and the decisions that it can possibly undertake. The analysis refers to tools that examine the political factors, economic factors, social factors, technological factors, legal factors, and environmental factors, as well as the five forces that influence competition. These can enable us to evaluate regulations, monetary issues, technological tendencies, and DoorDash and Uber Eats competition. A global strategy, market entry strategy and growth strategy based on general global business strategies, such as Ansoff Matrix is analysed. The report continues with a Balanced Scorecard to evaluate the performance of strategic performance in money results, customers, internal work, and learning, with such main indicators as total order value, delivery time, speed of adding new restaurants, and employee skill. Another measure of platform performance proposes the aspect of how users utilise it, its performance, and its competitiveness. They are necessary to be successful in a saturated U.S. market. In brief, the U.S. has many growth opportunities, but Zomato can only succeed when it eminently stands out, maintains good cost control, operates well, and continues to innovate.
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[bookmark: _Toc216111710]Introduction
This report is aimed at evaluating the potential extension of Zomato to the United States by performing a systematic evaluation of the strategic and environmental, and competitive factors. It aims at supporting the choice of the organisation and target market, at deploying relevant strategic frameworks to assess external conditions, as well as developing an evidence-based market entry strategy. Alongside this, it strives to develop an appropriate performance-review report to measure the effect, effectiveness and long-term effectiveness of the expansion project. The gross order value of Zomato is INR 47,918 crores with an adjusted revenue of about 13,545, while registering a growth of about 48% and 56% in the year respectively with a profit of about 372 crore and a profit after tax of about 1,155 crore (Shastri, 2025). The business type is food delivery service-based, and they have multiple options to compete with their consumers. The main strength of Zomato is their large network and popular mobile app.
[bookmark: _Toc216111711]1. Background of organisation and Target Market
[bookmark: _Toc216111712]1.1 Background of Zomato
Zomato is an international meal delivery partner, which launched their start-up in 2008 in India by Deepinder Goyal and Pankaj Chaddah. From the year 2022 to the year 2023, the company offers the choice of the meal delivery based on the partnerships with the restaurants in more than 1000 towns and the cities (Anantha Nageswaran, 2024). The menus of the company are framed to compete with Swiggy in the various local markets. The business model of the company comprises of the commissions from the partners as the revenue of the company. The company uses definite marketing tools to retain their customers as one-stop solutions. The company has evolved into a comprehensive food platform rather than comprehensive food directory to get the wider mileage in the competitive food industry in the international market. The platform serves a wider range of customers to achieve popularity among thousands of customers.
[bookmark: _Toc216111713]1.2 Target Market
The city of Austin, Texas offers a strategic market that Zomato can re-enter the United States market. Being among the fastest-growing cities, the highly developed technological environment, and socially diverse food market, Austin fits well into the abilities of Zomato to discover and deliver food digitally (Anantha Nageswaran, 2024). The millions of domestic and foreign tourists in a year create a high-demand market environment as concerns online food services. The demographics it covers are young, urban, tech-savvy professionals align with the core audience of Zomato, and they will help the company to incorporate food solutions based on apps rapidly. In the first quarter of FY2022, Zomato showed a sequential increase in the gross order value of INR 4,540 crore. The growth in revenue was 26% sequentially to 1,160 crore in the April-June period because Covid-related lockdown severely affected the earnings of Zomato in the first quarter of FY202 (Mint, 2021). As now the market is occupied by the likes of Uber Eats, DoorDash, and Grubhub, Zomato can challenge them by focusing on its own particular offer, which includes a reliable combination of discovery, customer interaction, reward programs, and curated food experiences.
[bookmark: _Toc216111714]1.3 Rationale for the decision
The large number of university students in the city, specifically the University of Texas of Austin, provides the stability of high demand of affordable, quick delivery services, which makes it the perfect location to be used by Zomato, in terms of subscription-based solutions (Shastri, 2025). The historical competitive edge of Zomato is its restaurant-discovery capabilities, menu intelligence, reviews, photos, and reservation at tables capabilities, which is yet to be fully optimised by U.S. food apps. Zomato also sold its interest in the NexTable restaurant table booking platform in the US to NexTable at USD100,000 (Mint, 2021). Most recently, Zomato established a fintech payment company named Zomato Payments Pvt. Ltd to provide payment aggregator and gateway services, acquiring Grofers, an essential goods delivery company, in the marketplace where rival Swiggy has its own Instamart. For example, the value-added services can be added to Zomato cloud kitchens, ethnic grocery meal delivery, or Hyper-pure-style restaurant supply to replicate the successful models in India and establish B2B and B2C synergies. The differentiated strategy would exploit the best of Zomato, reduce threats of competitors and position the company in the U.S market to grow sustainably and scalability. 
[bookmark: _Toc216111715]2. Strategic Analysis
[bookmark: _Toc216111716]2.1 Macro-Environmental Analysis by PESTLE analysis
Political Factors:
The USA food partners are greatly influenced by Political conditions. Supply chain operations have been transformed by post-Brexit trade regulations to establish new customs requirements, checks and tariffs on imported ingredients. Such developments raise the expenses of the companies that rely on European companies as suppliers and cause delays in supply. The most current projection indicates that food inflation will be increased to 5.7% in December 2025, then decelerate to 3.1% by the end of 2026. Cost pressures by the traditional drivers are reduced, but government regulation has become the major cause of food inflation (Food and Drink Federation, 2025). Any changes in the immigration policies or labour also affect the availability of the workforce especially in the agricultural and food processing jobs.
Economic Factors:
The economic environment is known to influence the operations of food partners in USA a lot. Inflation has raised the prices of raw materials, energy and logistics directly affecting the pricing strategies and profit margins. Especially due to the exchange rate fluctuations following Brexit, the affordability of the imported goods becomes more complicated, complicating the cost planning. On the other hand, the demand for premium, organic, and ethically sourced products increases during the seasons of economic stability by 37%, compared to 28% overall UK inflation (Food and Drink Federation, 2025). The steep increases were recorded in milk, cheese, eggs, and oils. The decrease in the speed of the economy lowers the purchasing ability of the consumers and there is a shift to an economical or value-based food.
Social Factors:
The changing customer preferences prove to be very crucial for the successful operation of the food partners that demands the innovative approach of the food partners. The social trends are making an impact on the existing process of sourcing the convenience foods. The manufacturers in the food and drink industry segment strive to make the investment of anticipation of about 2.1% with an expectation of the projected rise of the selling prices to about 1.1% (Food and Drink Federation, 2025). The cultural diversity also promotes the company to bring the innovation in their services to gain the competitive advantage in the different cultural landscape.
Technological Factors:
The advent of the digital engagement helps in influencing the customers to change their demands based on the integration of the technology as the prominent platform of the delivery partners. The technology has been constantly transforming the platforms of the leading delivery partners to support the real-time effort. The technology has contributed to optimising the logistics to align with the changing needs of the customers based on the digital transformations. The food and the inflations are based on the new schemes to avoid the expenses of making shifts in the ability of the food partners to address the demand of the customers.
Environmental Factors:
The environmental pressures are significantly affecting the food partners of the USA that got an impact to support the expectations of the consumers. The forecast of the inflation of the food is expected to hit the inflation to about 5.1% in the period between 2025 and 2027. The report gives positive insights with 81% increase of the food customers (Igd, 2025). The regulations and the safety measures are maintained to align with the green practices to enhance the brand reputations.
Legal Factors:
The USA food industry is wide in legal matters. Legislation on food standards includes hygiene, food production, and additives, labels and allergens declaration. Failure to do it may cause punishment, recall, or publicity (Igd, 2025). The laws on employment control working conditions, minimum wages and health and safety provisions in food production and distribution plants. Pricing practices are also checked by the UK Competition and Markets Authority (CMA) in order to avoid anti-competitive behaviour. Legal requirements are imposed through environmental regulations concerning waste disposal, carbon emission, and recycling of packaging.
[bookmark: _Toc216111717]2.2 Industry/Competitive Analysis by FFM model
	Force
	Analysis

	Impact

	Competitive Rivalry

	Zomato is a company that competes in a highly competitive online food-delivery environment. It has rivals like Swiggy in India and DoorDash, Uber Eats, and Grubhub in other global markets (Paluri, Jain and Sankara Narayanan, 2022). The rivals spend a lot of money on discounts, the speed of delivery, optimisation of logistics, and restaurant collaboration. Rivalry is increased by a high customer switching behaviour caused by price sensitivity and ease of use of the apps. Zomato differentiated its services, Zomato Gold, live order tracking, hyperlocal delivery and advertising, to the extent that they do not eliminate the competition pressure. This needs a lot of marketing investment and continuous innovation to maintain market share.
	High

	Threat of New Entrants
	The entry barriers in the food-delivery sector are average. Despite the technical possibility of launching a simple food-delivery platform, high tech will be required to scale to large-scale operations through huge amounts of investments in service logistics, network of drivers, alliances with restaurants, brand-equity, and technology back-end (Paluri, Jain and Sankara Narayanan, 2022). The new entrants will find it difficult to establish large restaurant chains or provide competitive delivery time. The legal stipulations regarding labour categorisation, food safety and data management are factors that make operations more complex. The size of Zomato, the high loyalty of the company brand and intense market penetration minimise the chances of possible entry threats by new competitors (Zaman et al., 2022). Nevertheless, it is possible to enter certain segments with niche start-ups.
	Medium

	Bargaining Power of Suppliers
	Thousands of restaurant partners and delivery riders rely on Zomato. The power of restaurants is moderate as they can be placed in several platforms at the same time (multi-homing) and some popular chains can negotiate the commission rate down (Paluri, Jain and Sankara Narayanan, 2022). Nevertheless, the huge number of clients and the number of orders that Zomato receives provide it with advantage, and collaboration is worthwhile to restaurants that desire visibility and reach. The power of the delivery partners is moderate because of the regulatory discussions of gig-labour, the necessity to increase the wages, and the riders’ competition between the platforms. Zomato can reduce supplier power by means of long-term contracts, promotional assistance, and provision of platform advertising services.
	Medium

	Bargaining Power of  Consumers
	The level of customer bargaining power is also high due to the low switching cost, where users can easily compare prices, offers, delivery, and availability of restaurants across applications (Zaman et al., 2022).The consumers are highly sensitive to prices and are affected by the promotions and the loyalty programmes as well as the speed of delivery. Poor experiences (late delivery, bad packaging and wrong orders) may send the customers away to other competing platforms instantly. Social media maximises customer feedback, which increases buyer power even more. Zomato commits in loyalty programmes, customised recommendations, enhanced delivery systems and infrastructure to maintain quality service delivery.

	High

	Threat of Substitutes
	Some of the substitute products are dine-in restaurants, home cooking, meal kits, quick-commerce grocery delivery, and cloud kitchens, which sell products directly without aggregation fees. Recessions or increased cost of delivery will tend to drive customers back to cooking at home (Zaman et al., 2022).The direct ordering provided through the restaurant websites or WhatsApp ordering system is also preferred by many consumers as they want to avoid the platform surcharges. Nevertheless, Zomato does not lose its appeal because of its convenience, versatility, online payment, and order tracking. Substitution of threat is moderate as many users are guided by the convenience and not about cost, particularly in urban centres.
	High


Table 1: Porter’s five forces
[bookmark: _Toc216111718]2.3 Performance Analysis by SWOT framework
Strengths:
Zomato possesses a strong brand presence in the global market and several international markets, supported by a large and loyal customer base. Its integrated platform, combining restaurant discovery, reviews, food delivery, Zomato Gold membership, and digital payments, creates a diversified ecosystem. In the view of Springwala (2024), Zomato’s share has been increased from 2023 to 2024 by 250% in the 2nd quarter of 2024. Efficient logistics, real-time tracking, and strong data analytics capabilities further enhance its operational effectiveness. Additionally, Zomato’s partnerships with restaurants and cloud-kitchen initiatives strengthen its market influence.
[image: ]
Figure 1: Zomato brand share in the global market 
(Source: Springwala, 2024)
Weaknesses:
Despite growth, Zomato faces persistent profitability challenges due to high delivery costs, intense discounting, and competition. As argued by Sánchez and De Batista (2023), high dependency on delivery partners creates operational vulnerabilities, while customer complaints regarding service consistency and delivery delays can harm brand trust. Its international expansion has also been inconsistent, leading to withdrawal from several markets.
Opportunities:
There is significant potential in expanding cloud kitchens, grocery delivery, and subscription services. As suggested by Gupta et al. (2023), rising demand for convenience food and increasing digital adoption in Tier-2 and Tier-3 cities provides strong growth opportunities. Zomato can also leverage AI for personalised recommendations, optimise delivery routes, and enhance customer experience.
Threats:
Zomato faces strong competition from Swiggy, Uber Eats in some markets, and local delivery platforms. Additionally, Yang, Li and Lorenz (2021) stated that an increased market competition creates pressure on the business in revising business practices and functions to maintain brand competitiveness in the global market. Regulatory pressures around gig-worker rights, environmental concerns, and fluctuating food prices pose ongoing risks. Economic slowdowns or reduced discretionary spending can also affect order volumes.
[bookmark: _Toc216111719]2.4 Insights and Strategic Implications 
The implications of PESTLE and Five Forces Model analysis lie on the business operations of Zomato to organise the layout that makes it easier for the business to mould its procedures. A company is guided by the industry’s macro environment when developing dependable strategies and setting deadlines for goals (Dalirazar and Sabzi, 2023). In the context of investing human capital into the systems to influence the functions, it helps the brand foresee external opportunities that will benefit the business. It helps businesses anticipate external possibilities and risks from political, economic, social, technological, legal, and even environmental forces.
Despite its advantages, PESTLE has drawbacks as it takes into account external forces that can change conditions quickly. It tends to simplify complex environments (Dalirazar and Sabzi, 2023). The quality of the analysis is also highly dependent on the data and the analyst’s level of experience. It has been discovered that while PESTLE can detect external influences, it cannot assess their impact or offer solutions. Integration with tools such as financial modelling, scenario planning, and SWOT analysis is therefore necessary.
This supports long-term strategy planning, risk assessment, and sound decision-making. This is because it identifies cross-country variations that may have an impact on operations, investment, or entry mode planning (The Strategy Institute, 2024). Porter’s Five Forces is helpful because it provides a rational, methodical framework for examining an industry’s competitive landscape. This makes it helpful for market entry, strategic planning, and long-term industry viability assessment. The model requires managers to consider a number of competitive aspects, including immediate competitors as well as potential strategic strengths and weaknesses.
[bookmark: _by3dfom6d1e]Despite its usefulness, the model has several drawbacks. This assumption cannot be made in quickly evolving industries that are impacted by technology, globalisation, and digital disruption, since it considers relatively stable market arrangements (The Strategy Institute, 2024). The paradigm ignores internal factors, dynamic innovations, and ecosystems like platform economies and strategic alliances in favour of focusing more on external competitive pressures.
[bookmark: _Toc216111720]3. Strategy Development and Formulation 
[bookmark: _Toc216111721]3.1 Strategic Direction and Rationale 
A Transnational Strategy must be adopted by Zomato, which is moving away from the disconnected Multidomestic approach that was attempted by Zomato through earlier acquisitions including Urbanspoon. However, Harima, Harima and Freiling (2021) argued that this was also done through rigid international model of its initial expansion. The Transnational model was characterised by high global integration and high local responsiveness. However, this is the only viable path for a food-tech company that is aiming for surviving against deep-pocketed giants including DoorDash or UberEats. However, a Global Strategy (standardisation) fails in this industry. I think this is because food culture and last-mile logistics are hyper-local in nature. However, this led to its retreat from 10+ countries taking part in the “clean-up drive”. However, an International Strategy of exporting the home model is equally flawed. This is because Zomato’s “Gold” program faced severe backlash as well as regulatory hurdles while being forced onto different restaurant ecosystems abroad, even though it was successful in India. The reasons for choosing transnational strategy are:
Centralised Efficiency:
Zomato must utilise the advantage of a unified global tech stack for its app, AI-driven logistics that uses algorithms for delivery routes, and platform stability (Dhilipkumar, Prannoy and Priya, 2024). This centralisation reduces R&D cost is reduced due to this centralisation, along with innovations from India including Blinkit’s quick commerce prowess being deployed to other markets such as UAE rapidly.
Localised Execution:
The operations must be local even though the code is global. Autonomy is necessary for marketing, driver fleet management, and restaurant relations, which helps Zomato to adapt to local festivals, labour regulations, and cuisine preferences.
Flow of Knowledge:
A Transnational approach treats foreign subsidiaries not just as delivery outposts, but also as sources of innovation (Dhilipkumar, Prannoy and Priya, 2024). The UAE’s premium dining sector gained success through this, which should inform India’s strategy. However, India’s quick-commerce efficiency should support global expansion.
Thus, I believe Zomato’s past failures are mostly due to expanding wide through multidomestic strategy without the depth for winning. A Transnational strategy dictates that Zomato enter fewer markets, but they do so with a fully integrated tech advantage as well as deep local operational roots.
[bookmark: _Toc216111722]3.2 Ansoff Matrix
Zomato should strictly avoid a standard Market Development strategy that would take its existing food delivery product to a new market. They should pursue Diversification strategy instead (Ferreira and de Sá Moscoso, 2024). This is because an attempt to launch Zomato’s core food delivery or its “Blinkit” quick-commerce model in the USA right now would be considered a strategic error. The US market is deeply saturated and is considered a fierce “Red Ocean” now, where competitors like DoorDash and UberEats have established high level of brand loyalty through efficient logistics channels. Entering this space would require burning billions in customer acquisition costs (CAC) for a low-margin service, repeating the mistakes of its 2015 entry.
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Figure 2: Ansoff Matrix evaluation in the context of Zomato’s operation
(Source: Ferreira and de Sá Moscoso, 2024)
Instead, Zomato should utilise the Concentric Diversification, which will help them enter the USA market with a new product offering that utilises its existing technological synergies but targets a different customer need, which could be considered the “District” app for ‘going out’ and ‘live events’ (Bureau, 2024). The “experience economy” in the US is fragmented between disparate platforms like OpenTable for reservations, Yelp for events, and Ticketmaster for events, unlike the commoditised delivery sector. Zomato possesses the unique capability for bundling dining discovery, table reservations, and event ticketing into a single cohesive platform. This allows them for entering the US not as a logistics company. However, it is a lifestyle enabler, which helps lower the operational risks significantly.
[bookmark: _453yg1y57l8d]This strategy aligns with the diversification quadrant because, while “District” exists in India, adapting it for the US requires major modification to fit local leisure habits (Bureau, 2024). This makes it a new product for a new market context. I believe Zomato can monetise its greatest asset, which is its software and restaurant data, by sidestepping the capital-intensive delivery wars without the burden of managing a driver fleet in a high-labour-cost economy. This approach shifts the battlefield from logistics where they will lose, to discovery and experiences, where they can innovate. This offers a path to high-margin revenue in a market that has forgotten the “Urbanspoon” legacy, which requires integrated lifestyle solutions.
[bookmark: _Toc216111723]3.3 Market entry mode strategy
Zomato should not use the Wholly Owned Subsidiary mode, either through Greenfield investment or through Acquisition. This is because Zomato faced a disaster in 2015 while entering the USA (Shrivastava, 2016). Thus, Zomato should adopt a Strategic Alliance or Joint Venture entry mode instead. A critical evaluation of the US landscape helps to reveal a saturated oligopoly, which is DoorDash and UberEats, where barriers created from network effects are insurmountable. However, this is for new entrants attempting to build a standalone delivery fleet from scratch.
The company’s previous attempt to enter via acquisition was through purchasing Urbanspoon for over $50 million (Sajeet Manghat, 2021). However, this serves as a stark cautionary tale. I believe Zomato failed due to it underestimating the capital required for forcing its operational model into the USA market with vastly different labour economics and consumer behaviours than that of India. Repeating an acquisition strategy today would be fiscally irresponsible. This is because buying a small regional player would offer no real advantage against the giants, even though a large acquisition would be prohibitively expensive, along with being culturally risky.
However, Zomato should leverage a Strategic Alliance, specifically focusing on its “Blinkit” Quick Commerce technology or its new “District” model of moving vertical in supply chain. Zomato should license its superior quick-commerce logistics stack to a US grocery chain, which is struggling to compete with Amazon or Instacart currently (Bureau, 2024). I think this will be better than spending business capital on low-margin food delivery. Alternatively, I believe a Joint Venture with a US-based travel or ticketing aggregator could allow Zomato to introduce its “District” dining-out platform. This will eliminate the need to build a user base from zero. This “asset-light” entry mode allows Zomato to monetise its technological maturity and operational IP without the suicidal cash burn of a direct logistics war.
[bookmark: _Toc216111724]3.4 Competitive positioning by Porter’ Generic Strategies
In the context of evaluating company’s competitive positioning in the market, theoretical overview of Porter’s generic strategies can be explained through identifying the components that influence business performance. In the view of de Bruin (2021), porter’s generic strategies include three strategies such as differentiation, cost leadership and focus. 
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Figure 3: Porter’s Generic Strategies 
 (Source: de Bruin, 2021)
Austin is a technology and innovation centre and this is an added advantage. This can be a differentiation focus, which Zomato can use for enhancing competitive advantage of their business in the market. These big tech hubs and start-ups enable Zomato to cooperate with the local companies, recruit the professional talents of digitalisation and use the community that is open to experimentation with the platforms (Shastri, 2025). The company contribution to net worth of Zomato stood at 0.07 according to the filings even after listing in the public markets (Mint, 2021). Zomato started in Austin as a pilot U.S. market, enabling the company to focus on its operation strategies before expanding to bigger markets such as Dallas, Houston and Denver. 
This focused venture presents sustainable risk, high demand and high brand building of the American food-technology environment. Cost-leadership influences Zomato in developing marketing and advertising strategies to increase brand awareness in the market. In the view of Shastri (2021), Zomato’s business model in 2025 focuses on shaping customer-centric approach that offers a convenient food delivery option and expanding its services into the market. Zomato is continuous to update the app and the pay focus on integrating new features into the app. As suggested by Tiwari (2024), focus lies on the differentiation that highlights on offering unique featuring such as real-time updates, create a user-generate content and a vast database to the services to retain the customers in long tenure. Zomato achieves its supply chain activities in service offerings and innovation. In addition, Zomato adopted a diversification strategy to expand the business functions into the market. 
[bookmark: _Toc216111725]3.5 Strategic Fit and Capability Assessment through the lens of VRIO Framework 
	Resources
	Valuable
	Rare
	Imitable
	Organised
	Competitive Advantage
(CA)

	Brand Capability 
	Yes
	No
	No
	Yes
	A sustained CA

	Customer base 
	Yes 
	No
	Yes
	Yes
	An increased CA

	Global brand presence 
	Yes
	No
	Yes
	Yes
	A sustained CA

	Infrastructure 
	Yes
	No
	Yes
	Yes
	An increased CA

	Business model
	Yes
	No
	Yes
	Yes
	A sustained CA


Table 2: VRIO Framework
(Source: Self-Created)
VRIO Analysis
The delivery, restaurant search, reviewing, and online payment features of Zomato are useful, but there is stiff competition with DoorDash, Uber Eats, and Grubhub. Differentiation is limited. Such abilities are not unique to the U.S. market. This works with the niche strengths like the Indian, Asian food ecosystem can be unique to some extent. The model of Zomato can be easily copied. The respective features are already provided by competitors. Obstacles to imitation are mediocre to low. They have good global capabilities, such as tech and operations. However, they have no strong local infrastructure, regulatory familiarity and brand presence to execute in the U.S.
[bookmark: _Toc216111726]3.6 Strategy Implementation Components 
[bookmark: _lmpu7ynelluj]The strength of Zomato is to develop differentiated market-entry strategy, which targets global cuisines, restaurant discovery, table reservations and a more advanced review ecosystem, which the U.S. competitors do not wholly combine. Moreover, according to the reports of Market Brew (2024), Zomato expended business capital while trying for fighting independent local wars while not considering backing of a unified as well as efficient global engine. Zomato can tap into the markets that are highly demanded and low in competition in the cities and the ethnic enclaves. This makes acquisition more affordable, faster to adopt, and Zomato will have a group of early adopters (Anantha Nageswaran, 2024). The discovery plus delivery also gives Zomato an opportunity to market itself not only as a logistics company, but also as a food discovery platform, as the food-enthusiasts and multicultural diners. Through high-tech prowess, niche demand, and a hybrid value proposition, Zomato can build a unique value chain that will sustainably enable long-term competitiveness in the U.S. The US or Europe cannot just adopt a standardised “Indian” delivery model. However, here is where labour laws, dining habits, and urban density have major differences drastically. However, Zomato partially attempted the Multidomestic Strategy of maximum local autonomy, which proved to be financially unsustainable due to acquiring local discovery platforms. 
[bookmark: _Toc216111727]3.7 Risk analysis and mitigation 
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Figure 4: Risk Register Colour code
(Source: Hall, 2019)
	Risk
	Description
	Category
	Likelihood
	Consequence
	Impact (L×C) / Priority
	Response

	Regulatory pressure and delays 
	It has been difficult in meeting Indian import, export, retail and sustainability rules
	Regulatory/ Legal  Compliance
	High
	Store delays, launch and extra costs
	High (5×5)
	The brand can appoint  local legal advisors and the distribution partners to manage the regulatory compliance (Romain Dambre et al., 2025)

	Disruptive supply chain 
	A huge dependence on the raw materials such as food ingredients create long lead times
	Functional
	Medium
	Stock shortages, overproduction, wastes and slower sales
	Medium (3×4)
	The brand must build a local network with a local supplier base

	High market competition and price sensitivity
	In recent times, consumers are chosen cheaper alternatives to adjust with price sensitivity aspect
	Operational 
	High
	Lower sales in early stages indicate threat
	High (5×4)
	Target premium cities


Table 3: Risk Register


[bookmark: _Toc216111728]4. Balanced Scorecard and an alternative performance measurement system identifying KPIs and success metrics
[bookmark: _Toc216111729]4.1 Balanced Scorecard framework
The KPIs that were selected for launching Zomato in the United States are important in revealing how well the company will perform in a competitive, challenging market. The financial indicators, such as Gross Order Value (GOV), take-rate, and contribution margin, are important. The importance is prominent since the purchase of U.S. customers is expensive among competitors such as DoorDash and Uber Eats, with a dominance of above 85% in the market. GOV informs the number of orders and the amount of money that are being processed on the food delivery app. The take-rate will assist in establishing prices that will satisfy restaurants and simultaneously make money. The contribution margin per order is very important as delivery expenses and offers are high. Monitoring of the same makes its growth straight rather than consuming a large amount of cash.
	Perspective
	Strategic Objectives
	Goals
	KPIs
	Targets (Years 1–3)

	Financial Perspective
	Achieve sustainable U.S. revenue growth
	Capture market share in key U.S. cities despite the existing dominance of DoorDash for 67% and Uber Eats for 23–30% market share (Business Research Insights, 2025)
	Gross Order Value (GOV) per quarter
	Year 1: USD $150 million
Year 2: USD $350 million
Year 3: USD $650 million

	
	Improve profitability through disciplined unit economics
	Balance take-rate competitiveness with profitability
	Take-rate (%)
	Maintain 18–20% (industry average ranges 15–25%)

	
	Reduce operational cash burn
	Strengthen cost efficiency, maintain runway
	Contribution margin per order
	Improved from 8% less in Year 1 to 5% increase in Year 3

	Customer Perspective
	Build a strong customer base in selected U.S. cities
	Increase user adoption in a growing market worth US$52.6 billion in 2024 (Grand View Research, 2025)
	Monthly Active Users (MAUs)
	Year 1: 1 million
Year 2: 3 million
Year 3: 6 million

	
	Increase platform stickiness and satisfaction
	Ensure premium experience
	Order frequency per active user
	Minimum 2.5 orders/month by Year 3

	
	Strengthen the restaurant ecosystem
	Attract and retain partners
	Restaurant onboarding and retention rate
	Onboard 15,000 partners by Year 3 with 80% retention

	Internal Process Perspective
	Ensure operational excellence in delivery
	Build competitive delivery speeds, industry averages of 35–40 minutes
	Average delivery time
	Maintain a speed of less than 32 minutes

	
	Improve partner onboarding speed
	Streamline the restaurant integration process
	Restaurant onboarding time
	Reduce from 10 days in Year 1 to 5 days in Year 3

	
	Enhance platform stability and reliability
	Ensure scalable U.S. tech infrastructure
	Platform uptime
	Less than 99.5% uptime

	
	Strengthen compliance and safety standards
	Meet strict U.S. food, data, and labour regulations
	Compliance adherence (% audits passed)
	Maintain 98% compliance

	Learning and Growth Perspective
	Strengthen U.S.-centric capabilities
	Build local expertise
	Number of dedicated U.S. staff
	Year 1: 150
Year 2: 300
Year 3: 500

	
	Foster a data-driven culture
	Improve operational decisions
	Data insights generated, such as demand forecasting reports
	More than 20 insights per quarter

	
	Encourage innovation tailored to U.S. consumers
	Improve user experience and  differentiation
	New features launched per year
	Minimum 8 innovations every year

	
	Ensure employee retention and engagement
	Build a stable operations team
	Employee turnover rate
	Keep less than 12% annually


Table 4: Balanced Scorecard for expansion of Zomato in USA
(Source: Self-Created)
The perspective of consumers looks at Monthly Active Users (MAUs), frequency of ordering and number of restaurants remaining on the site (Idris et al., 2021). MAUs demonstrate the number of individuals who are aware of and consume the brand within the location, where they have previously established preferred choices. Order frequency indicates whether individuals continue to order from the brand again. The number of restaurants and loyalty options offers customers greater options and makes them happier. Internal process KPIs consider the speed and reliability to measure the average delivery time, the speed of new restaurant addition, and adherence to the rules. Customer happiness is largely determined by the speed of delivery. Fast onboarding allows restaurants to join within a shorter time and enables us to expand to new places. A 24/7 platform is a necessity, and prioritisation of safety, labour and data prevents legal and safety issues (Cagno et al., 2024). Zomato needs to employ American workers, utilise data, build new concepts, and retain the workers for better retention in the target market. Such initiatives would provide the capability to be flexible and be able to succeed in a rapidly evolving market.
[bookmark: _Toc216111730]4.2 Triple Bottom Line (TBL) integration
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Figure 5: TBL framework 
(Source: Miller, 2020)
Theoretical overview of TBL framework consists of three components such as people, profit and planet. Miller (2020) stated that the business is responsible in making financial returns, contribute to the society’s development and reduce environmental impact. Businesses such as Zomato initiated to influence the revenue earnings to improve brand CSR reporting. They contribute to the people by enhancing community development. The brand is also responsible for reducing environmental impact by revising business sustainability practices. 
[image: ]
Figure 6: Revenue projection of U.S. online food delivery market
(Source: Grand View Research, 2025)
The first pillar is the maintenance of economic stability by revising business international strategy and influence the process and practices. It has been evaluated that Zomato placed reliance on business international market expansion to increase brand value and maintains brand competitive edge. This includes market entry and adoption, which examines the speed and effectiveness. Zomato can penetrate both the consumer and the vendor sides of the American market with this pillar. The report published by Grand View Research (2025a) stated that the online food-delivery market in the U.S. is projected to rise in the future to over 72 billion by 2033, having been approximately US$31.9 billion in the same year. 
The second pillar is the commitment to influence peoples’ lives and increase community development by reshaping business CSR strategy and functions. It has been evident from the report of Zomato-Community (2020) that Zomato’s “Feeding Philippines initiative” enabled the business to feed the marginalised communities in the country. Operational efficiency and unit economics is concerned with whether Zomato is capable of dealing with the increased costs in the U.S. There are increased costs of delivery labour due to minimum wage legislation, insurance and regulations. Tracking the cost to acquire a new customer (CAC) is necessary as the platforms, such as DoorDash and Uber Eats, invest a significant amount of money in marketing to retain market share (Popan, 2023). The third pillar is the planet and it highlights how a brand contributes to maintain environmental balance. The report published by The Economic Times (2024) suggested that Zomato initiated to offer green deliveries to the customers to eliminate the probability of using plastics. The company aims to reach a 100% green deliveries to the customers to promote sustainability. This is effective for the brand. However, Platform Health and Competitive Position, assesses the sustainability of the marketplace by Zomato. The lifetime value (LTV) of customers demonstrates whether the business offers sufficient value to retain users (Ali and Shabn, 2024). Customer and restaurant partners’ churn rates are indicators of dissatisfaction or competition. According to my observation, quantifying satisfaction with both NPS and CSAT helps individuals understand about the quality of service.
[bookmark: _Toc216111731]4.3 Monitoring and Mechanisms of Governance 
In the context of assessing the expansion of Zomato to the U.S., a performance system measurement is required that is not restricted to the usual Triple Bottom Line. The TBL framework assists in screening social, environmental, and financial impacts of internationalisation (Rosliani et al., 2025). However, the U.S. food-delivery market is highly competitive and developed and requires a different strategy. This strategy should be centred on the quality of the business operations, the number of users, the health of the platform and Zomato’s performance in comparison with competitors. In terms of identifying KPIs and success metrics, an Alternative Market-Entry and Platform Performance Measurement are preferred as per my observation. There are three pillars of this system, which are market entry and adoption, operational efficiency and unit economics, and platform health and competitive strength (Zhao et al., 2020). The KPIs of each pillar are data-based and suitable for the initial expansion of Zomato in the U.S.
	Dimension
	KPI
	Purpose

	Customer Value and Retention
	LTV, churn rate
	Measures long-term customer viability

	Satisfaction and Experience
	NPS, CSAT
	Assesses customer perceptions

	Restaurant Stability
	Restaurant churn, partner satisfaction
	Indicates supply-side health

	Competitive Positioning
	Market share by city, revenue mix
	Tracks strategic foothold


Table 5: KPIs and success metrics for Platform Health and Competitive Position
[bookmark: _er5q1pzgy9vi](Source: Self-Created)
However, a high potential is controlled by a small number of major players, such as DoorDash. This organisation owns approximately 60-67% of the market in 2024, and Uber Eats owns 23-26% (Business Research Insights, 2025). I think Zomato will need to monitor the number of new users it attracts, the number of downloads it makes, and the number of people using the app every month. I think this is required to compete for the number of clients retained and returning, and the number of new customers becoming regulars. These figures indicate the extent to which the customers are embracing the service and whether Zomato is making early advances.
	Dimension	
	KPI
	Purpose

	User Growth and Engagement
	App downloads, MAUs, first-time vs. repeat customers
	Measures adoption and behaviour

	Order Performance
	Total monthly orders, order frequency, AOV
	Assesses engagement depth

	Restaurant Coverage
	Number of onboarded restaurants, onboarding rate and restaurant mix
	Indicates marketplace liquidity

	Geographic Reach
	Cities covered, population coverage, and regional penetration levels
	Tracks expansion footprint


Table 6: KPIs and success metrics for Market Entry and Adoption
(Source: Self-Created)
Zomato should also monitor the number of orders that the company receives and the frequency of the orders, since these figures indicate the extent to which individuals are using the platform once they have tried it. The average cost of a delivery order in the U.S. is USD$25-40, and monitoring the average order value (AOV) helps new businesses determine its right pace with the average spending of people in the area(Bennett et al., 2025). It is equally important to monitor the onboarding of restaurants and merchants. Jung, Yoon and Song (2021) highlighted the need to monitor the number of restaurants joining and the rate of joining restaurants per month. The type of restaurants includes quick-service restaurants, casual dining establishments, premium kitchens and ghost kitchens. Ghost kitchens represent a rapidly developing segment of the American market. I also have to observe the number of cities that cover and much proportion of the population. The profit per order is one of the main measures to determine whether the business can continue being profitable based on the commission rate, delivery costs and incentives. This includes the ease of use of the app, as well as the precision of delivery and customer service. Finally, monitoring market share of both regions in the U.S and more so since any percentage of winning over the established players in large metro areas will be a huge victory.
[bookmark: _Toc216111732]Conclusion
It can be concluded that this report confirms the strategic viability of the expansion of Zomato to the US by incorporating environmental, competitive, and market-entry modelling. The suggested approaches are to develop digital food-delivery services and to reduce the risk that can be present in an environment that is highly competitive. Empirical evidence demonstrates that the platform-to-consumer segment is the widest and quickest expanding segment in the American food-delivery industry. Under the system of performance evaluation, customer satisfaction and employee retention become key performance indicators. The quick-commerce (diversification) experience of Zomato can enable it to adjust to the heterogeneous consumer preferences in the new market. However, the monopoly of established companies and the level of competition mean that any entry will face serious challenges in the market.
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