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Abstract
This comprehensive case study investigates the strategic, operational, and technological challenges that contributed 
to Food panda’s decline in India’s highly competitive online food delivery market. This is analytical case study-
based research on longitudinal industry analysis and retrospective evaluation. The research aims to identify critical 
lessons for startups operating in dynamic digital ecosystems and provide actionable insights for entrepreneurs 
navigating similar competitive landscapes. The analysis employs a mixed-method research approach, primarily 
drawing from secondary qualitative and quantitative data sources including business publications, industry 
analyses, academic literature, financial reports, and executive statements. Qualitative assessment techniques 
evaluate internal organizational factors, while market data and statistical analyses provide context for external 
competitive pressures. A systematic review of industry documentation between 2015-2022 enables longitudinal 
analysis of Food panda’s trajectory. 

Food panda’s failure resulted from a complex interplay of factors: strategic misalignment with local market 
conditions, ineffective stakeholder communication across the service delivery chain, technological inadequacies in 
platform infrastructure, and inability to adapt to rapidly evolving consumer expectations. Despite initial momentum 
and significant global presence, the company’s operations in India were undermined by unsustainable discount 
strategies, inadequate customer service infrastructure, logistical inefficiencies, and management discontinuity. 
These shortcomings created exploitable market opportunities for competitors like Swiggy and Zomato to 
establish dominant market positions through superior technological integration and operational excellence. The 
findings highlight critical success factors for platform businesses: operational excellence throughout the service 
delivery chain, customer-centricity across all touchpoints, organizational coherence through effective cross-
functional integration, and market-responsive innovation capabilities. These insights offer valuable guidance for 
entrepreneurial ventures and investor decision-making in platform-based business models, particularly in emerging 
markets characterized by hypercompetition and rapid technological change.

This research provides a comprehensive examination of a significant startup failure in India’s digital economy, 
connecting internal organizational decisions with external market forces through a multidimensional analytical 
framework. It serves as a valuable reference for entrepreneurs, educators, and policymakers working to develop 
resilient digital businesses in rapidly evolving consumer markets.
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INTRODUCTION

The online food delivery sector has experienced 
unprecedented growth globally, transforming 
traditional food consumption patterns and creating 

new business opportunities across the value chain. 
This digital transformation of food service has been 
particularly pronounced in densely populated urban 
centers across Asia, where demographic factors, 
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technological penetration, and evolving consumer 
preferences have catalyzed rapid market expansion (Ray 
et al., 2019). Within this dynamic landscape, platform-
based business models have emerged as dominant 
organizational forms, creating multi-sided markets 
that connect consumers, food service providers, and 
delivery personnel through sophisticated technological 
infrastructures (Kenney & Zysman, 2020).

Food panda represents a significant case study within 
this evolving ecosystem. Operating as an online food 
and grocery delivery platform under the ownership 
of Delivery Hero, Food panda established its position 
as a pioneering entrant in multiple Asian markets. 
Headquartered in Singapore, Food panda functioned as 
Delivery Hero’s flagship brand across the region, with 
ambitious expansion goals and substantial financial 
backing (Rathore & Rathore, 2022). The company 
was established in Singapore in 2012 by Swiss 
entrepreneurs Lukas Nagel and Rico Wyder, during the 
initial wave of digital food delivery platforms globally. 
Following its launch, the platform rapidly expanded 
operations into Malaysia, Indonesia, India, Bangladesh, 
the Philippines, and Thailand, leveraging first-mover 
advantages in several markets (Singh, 2021).

Within a remarkably compressed timeframe of 
approximately two years, the Food panda enterprise 
established operational presence in four countries: 
Indonesia, Malaysia, Singapore, and Hong Kong. This 
expansion trajectory aligns with what Hagiu and Wright 
(2020) identify as “blitzscaling” – a high-velocity 
growth strategy prioritizing speed over efficiency to 
achieve market dominance. The organization continued 
this aggressive growth pattern, eventually extending 
operations to more than 45 countries globally while 
strategically acquiring various food delivery startups 
throughout international markets. These acquisitions 
included notable regional platforms such as Tasty Khana 
(India), Just Eat (India), Eat Oye! (Pakistan), Start-IT 
(Serbia), and Delivery Club (Russia), representing 
significant investment in market consolidation (Kumar 
& Shah, 2020).

In early 2015, the company completed the acquisition 
of Just Eat India and TastyKhana.in through equity 
transactions, further consolidating its market position 
in the strategically important Indian market. Now, 
Food panda-maintained operations in 200 cities across 

India, with its headquarters situated in Gurgaon. This 
period represented the peak of the company’s territorial 
expansion in India, with presence across metropolitan 
centers and tier-two cities (Bajaj, 2020). However, by 
2016, indications of strategic realignment emerged 
as Rocket Internet, the parent company, initiated 
efforts to divest the Indian operations, listing the 
business at modest valuations between $10-15 million 
– significantly below previous investment levels 
(Chauhan & Saini, 2022).

On December 11, 2017, a pivotal transition occurred 
when the ride-sharing company Ola acquired 
Food panda’s Indian division through an all-share 
transaction valued at $40–50 million. Ola further 
announced an additional investment commitment 
of $200 million to support Food panda’s ongoing 
operations. This development represented a strategic 
pivot within the company’s trajectory, introducing 
new ownership structures and business priorities 
(Kumar & Shah, 2020). Following the acquisition, the 
company implemented aggressive discount strategies 
to stimulate consumer adoption; by August 2018, 
Food panda had reached approximately 200,000 daily 
orders at its peak performance, demonstrating short-
term growth through price-based competition (Goyal 
& Kapoor, 2021).

However, this growth proved unsustainable. By 
mid-2019, order volume had drastically declined to 
approximately 5,000 daily orders – representing a 97.5% 
reduction within less than a year. Ola subsequently 
implemented substantial workforce reductions at 
Food panda India, dismissing the majority of its 
1,500 delivery personnel, and discontinued the food 
delivery service operations (Bajaj & Khanna, 2021). 
The company’s business activities remained stagnant 
following this period, signalling an impending financial 
collapse and eventual market exit. This dramatic 
reversal underscores the volatility that characterizes 
platform-based businesses, where network effects can 
accelerate both growth and decline phases (Parker et 
al., 2022).

Following these developments, Food panda transitioned 
to a cloud kitchen business model – representing a 
significant departure from its previous platform-based 
approach. The concept of “cloud kitchen” entered the 
company’s strategic vocabulary when Food panda 
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acquired “Hola Chef” in October 2018. A cloud 
kitchen operates without a physical customer-facing 
establishment, focusing exclusively on food production 
while outsourcing delivery and related services (Ray 
& Bagchi, 2023). As a cloud kitchen enterprise, 
Food panda listed three private label brands under 
its management, with FLRT and The Great Khichdi 
Experiment emerging as notable sub-brands during 
2019. This strategic pivot reflected broader industry 
trends toward vertical integration and operational 
consolidation among food delivery platforms seeking 
sustainable business models (Tandon, 2019).

The trajectory of Food panda in India represents a 
compelling case study of the challenges facing digital 
platforms in hypercompetitive emerging markets. As 
noted by Chauhan and Saini (2022), the company’s 
rapid rise and subsequent decline illustrates the 
complex interplay between technological capabilities, 
operational excellence, and strategic alignment 
required for sustainable competitive advantage in 
platform-based businesses. This research examines the 
multifaceted factors that contributed to Food panda’s 
failure to establish lasting market presence despite 
substantial investment and initial consumer adoption.

LITERATURE REVIEW

Platform Business Models in Food Delivery

The emergence of platform-based business models 
has fundamentally transformed traditional industry 
structures across multiple sectors, with particularly 
pronounced effects in food delivery. Cusumano et 
al. (2019) define platforms as organizational forms 
that facilitate interactions between two or more 
distinct user groups, creating value through network 
effects rather than linear production processes. In the 
context of food delivery, these platforms typically 
connect three distinct stakeholder groups: consumers 
seeking convenience, restaurants seeking expanded 
market reach, and delivery personnel seeking flexible 
employment opportunities (Kenney & Zysman, 2020).

According to Srnicek (2017), platform capitalism 
represents a distinct phase of economic organization 
characterized by the centrality of data extraction and 
algorithmic management. Within this paradigm, food 
delivery platforms function as intermediaries that 
capture value by controlling the digital infrastructure 

through which transactions occur. This perspective 
helps explain the strategic importance of user data 
and algorithmic efficiency in platform competition – 
factors that would prove challenging for Food panda 
as it faced technologically sophisticated competitors 
(Hagiu & Wright, 2020).

Research by Parker et al. (2022) identifies four 
critical success factors for platform businesses: 
effective matchmaking between users, trust-building 
mechanisms, standardized interfaces, and appropriate 
pricing structures. These elements create the foundation 
for network effects – the phenomenon where each 
additional user increases the platform’s value for all 
participants. Failure to establish these foundational 
elements can trigger negative network dynamics, where 
user dissatisfaction leads to platform abandonment and 
eventual collapse (Zhu & Iansiti, 2019).

Competitive Dynamics in Food Delivery Markets

The food delivery sector is characterized by intense 
competition driven by low differentiation barriers and 
significant capital investment. Chen and Wu (2021) 
analyze competitive dynamics in Asian food delivery 
markets, identifying three distinct competitive models: 
discount-driven customer acquisition, operational 
excellence, and ecosystem integration. Their research 
indicates that while discount strategies can drive initial 
adoption, they rarely create sustainable competitive 
advantage without corresponding operational 
capabilities – a pattern evident in Food panda’s 
trajectory.

Goyal and Kapoor (2021) examine the Indian food 
delivery landscape specifically, documenting the 
emergence of dominant players like Swiggy and 
Zomato through superior technological integration 
and service reliability. Their analysis reveals how 
these platforms established competitive advantage 
through technological innovation in areas like real-
time tracking, predictive delivery time algorithms, 
and seamless payment integration – capabilities where 
Food panda lagged industry standards.

Research by Bajaj and Khanna (2021) documents the 
evolution of customer expectations in food delivery, 
noting the transition from price sensitivity toward 
service quality considerations as markets mature. This 
evolutionary pattern helps explain how Food panda’s 
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initial discount-centered strategy became increasingly 
ineffective as Indian consumers developed more 
sophisticated expectations regarding service reliability 
and platform functionality.

Startup Failure Patterns

The literature on startup failure provides important 
context for understanding Food panda’s challenges. 
Cantamessa et al. (2018) analyze 214 startup failures, 
identifying six recurring patterns: weak business 
models, inadequate management teams, insufficient 
funding, poor product-market fit, regulatory challenges, 
and inadequate execution. Their research indicates that 
execution failures are particularly common in platform 
businesses, where operational complexity increases 
exponentially with scale.

Complementing this perspective, Bhattacharjee et 
al. (2023) examine startup failures in Indian digital 
markets specifically, highlighting three additional 
factors that increase failure risk: hypercompetition 
from well-funded rivals, regulatory uncertainty, and 
infrastructure limitations. Their analysis suggests that 
Indian digital startups face particularly challenging 
competitive landscapes, with compressed timeframes 
for establishing sustainable market positions before 
well-resourced competitors emerge.

Wang et al. (2020) develop a failure pattern taxonomy 
specifically for digital platforms, identifying 
“unravelling” as a distinctive failure mode where 
negative network effects accelerate platform 
abandonment. This perspective helps explain the 
dramatic collapse in Food panda’s order volume 
between 2018–2019, as service quality issues triggered 
cascading defections across the platform’s user base.

Operational Excellence in Service Delivery

Literature on service operations management 
emphasizes the critical importance of operational 
excellence in customer-facing digital platforms. 
Johansson and Olhager (2018) identify service 
delivery consistency as the primary determinant of 
customer satisfaction in technology-mediated service 
contexts. Their research indicates that variability in 
service quality has disproportionate negative effects 
on customer retention compared to other factors – 

consistent with reports of Food panda’s inconsistent 
delivery performance.

Research by Liu et al. (2021) examines last-mile 
delivery optimization specifically, documenting how 
algorithmic routing efficiency creates sustainable 
cost advantages in food delivery operations. Their 
analysis reveals significant operational efficiency 
gaps between market leaders and followers, with 
technology sophistication serving as a key differentiator 
– an area where Food panda faced significant  
challenges.

Tan et al. (2023) analyze customer experience 
management in food delivery applications, documenting 
the increasing sophistication of customer interaction 
touchpoints across the service journey. Their research 
identifies seven critical touchpoints where service 
quality determines customer satisfaction, highlighting 
how deficiencies at any point can undermine the entire 
experience – consistent with reports of Food panda’s 
multi-faceted service challenges.

This literature synthesis provides important contextual 
frameworks for analyzing Food panda’s strategic 
and operational challenges. The intersection of 
platform business dynamics, hypercompetitive market 
conditions, and operational execution requirements 
creates a complex strategic landscape that helps explain 
the company’s difficulties in establishing sustainable 
competitive advantage despite substantial investment 
and initial market presence.

PROBLEM STATEMENT

The rapid growth and subsequent decline of Food 
panda in India’s food delivery market presents a 
compelling case for analysis. Despite being an 
early entrant with substantial financial backing 
and international experience, Food panda failed to 
maintain its competitive position and eventually exited 
the market. This research seeks to identify and analyze 
the critical strategic, operational, and technological 
factors that contributed to Food panda’s market failure. 
By examining this case, we aim to extract valuable 
insights for platform-based businesses operating in 
hypercompetitive digital ecosystems, particularly in 
emerging markets. The central research question is: 
What combination of internal organizational factors and 
external market forces led to Food panda’s inability to 



A Comprehensive Analysis of Foodpanda’s Market Failure    59

establish sustainable competitive advantage in India’s 
food delivery market despite its early-mover advantage 
and substantial resource base?

Research Objectives

This study on Food panda’s market failure in India is 
guided by the following four research objectives:

1.	 To identify and analyze the critical strategic and 
operational factors that contributed to Food panda’s 
inability to maintain competitive advantage in 
India’s food delivery ecosystem.

2.	 To evaluate the relationship between Food panda’s 
technological infrastructure, organizational 
structure, and service delivery effectiveness within 
the context of evolving market standards and 
consumer expectations.

3.	 To assess the sustainability of Food panda’s 
business model, including its revenue structure, 
stakeholder relationships, and resource allocation 
priorities across the platform ecosystem.

4.	 To derive actionable insights and best practices for 
platform businesses operating in hypercompetitive 
digital marketplaces, with specific focus on 
emerging economies.

Through these objectives, this research aims to provide 
a comprehensive understanding of the multifaceted 
factors that contribute to platform business success 
or failure, using Food panda’s experience as a 
revelatory case study with broader implications for 
digital entrepreneurship and strategic management in 
platform-based business models.

FOOD PANDA’S OPERATIONAL MODEL AND 
EXPANSION STRATEGY

Operational Processes

Food panda implemented a platform-based business 
model that connected three distinct stakeholder groups 
through a digital infrastructure: consumers seeking 
convenient food options, restaurant partners providing 
menu items, and delivery personnel facilitating last-
mile service completion. The platform’s operational 
model encompassed several interconnected processes, 
reflecting standard industry approaches with some 
distinctive elements (Rathore & Rathore, 2022).

The ordering system implemented the following 
sequential operational processes:

1.	 Initial collection of postal information from 
customers to establish location parameters, enabling 
geospatial matching algorithms to identify relevant 
restaurant options (Chauhan & Saini, 2022).

2.	 Filtration of restaurant options based on proximity 
and delivery service availability, implementing 
basic matchmaking functionality that represents a 
core capability of platform businesses (Parker et 
al., 2022).

3.	 Integration of promotional offers and discounts 
beyond standard restaurant promotions when 
customers placed orders through the Food panda 
platform, reflecting the company’s emphasis on 
price-based customer acquisition strategies (Goyal 
& Kapoor, 2021).

4.	 Categorization of restaurant menus according to 
cuisine specialization for enhanced user navigation, 
providing basic information architecture to simplify 
consumer decision-making (Kumar & Shah, 2020).

5.	 Provision of order confirmation messages and 
estimated delivery timeframes through customer 
notification systems, implementing basic service 
visibility mechanisms (Tan et al., 2023).

6.	 Communication of order details and customer 
contact information to restaurant partners in cases 
of delivery complications, reflecting a manual 
approach to exception management compared to 
more algorithmically sophisticated competitors 
(Bajaj, 2020).

This operational model relied heavily on manual 
coordination rather than algorithmic optimization, 
particularly in areas like delivery scheduling, route 
planning, and exception handling. As noted by Liu et 
al. (2021), such manual approaches typically create 
efficiency disadvantages compared to algorithm-
driven systems, increasing both operational costs and 
service variability. These operational characteristics 
became increasingly problematic as Food panda 
faced competition from technologically sophisticated 
platforms like Swiggy and Zomato, which implemented 
advanced algorithmic management throughout 
their service delivery processes (Goyal & Kapoor,  
2021).
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Expansion Strategy

Food panda pursued an aggressive geographic 
expansion strategy characterized by rapid market entry 
across multiple territories. This approach prioritized 
market presence over operational depth, reflecting 
what Hagiu and Wright (2020) identify as a “land grab” 
strategy common among platform businesses seeking 
first-mover advantages. As noted by Singh (2021), 
the company expanded to more than 45 countries 
through a combination of organic growth and strategic 
acquisitions, establishing one of the most extensive 
geographic footprints in the food delivery sector.

Within the strategically important Indian market, Food 
panda established operations in 200 cities, representing 
unprecedented territorial coverage compared to 
competitors during the 2015-2016 period (Kumar & 
Shah, 2020). This expansion strategy relied heavily on 
capital deployment rather than operational refinement, 
with limited attention to market-specific adaptation 
or service quality consistency. According to Bajaj 
and Khanna (2021), this expansive approach created 
significant operational challenges as the company 
struggled to maintain service standards across 
increasingly diverse market contexts.

As part of its growth strategy, Food panda focused on 
expanding its distribution network capabilities across 
all operational territories. According to Jakob Angele, 
then-CEO of Food panda, “Food panda service is 
focused on delivering popular cuisine selections across 
Singapore from restaurant kitchens to residential 
locations with maximum efficiency. Our expanded 
fleet of delivery personnel has significantly enhanced 
service reliability, ensuring consistent on-time food 
delivery” (Chen & Wu, 2021, p. 53). However, this 
emphasis on delivery network expansion often occurred 
without corresponding investments in technology 
infrastructure or operational standardization, creating 
inconsistent service experiences across markets (Goyal 
& Kapoor, 2021).

The logistical infrastructure underpinning the 
distribution system represented a critical strategic 
priority as the company sought to increase market share 
across its various geographical operations. However, 
according to Ray et al. (2019), Food panda’s approach to 
logistics development emphasized coverage expansion 
over delivery efficiency, creating cost structures that 

proved unsustainable as competition intensified. This 
strategic emphasis on breadth over depth represents 
a common pattern in platform businesses seeking to 
establish network effects through rapid scaling (Parker 
et al., 2022).

Food panda’s expansion strategy also involved 
significant merger and acquisition activity, particularly 
in the Indian market where the company acquired Just 
Eat India and TastyKhana.in during 2015 (Kumar & 
Shah, 2020). These acquisitions represented attempts 
to consolidate market position through customer 
base expansion rather than operational integration, 
creating significant post-merger integration challenges 
(Chauhan & Saini, 2022). According to Singh (2021), 
these integration challenges contributed to the 
company’s operational inconsistencies as it struggled 
to harmonize disparate systems and organizational 
cultures.

The company’s expansion strategy proved 
unsustainable as it created operational complexities 
that exceeded managerial capabilities, particularly 
as competitive pressures intensified. As noted by 
Bhattacharjee et al. (2023), this pattern of prioritizing 
expansion over operational excellence represents 
a common failure pattern among digital platforms, 
particularly in hypercompetitive emerging markets 
where sustainable competitive advantage requires both 
scale and execution quality.

FACTORS CONTRIBUTING TO FOOD 
PANDA’S FAILURE

Revenue Model Challenges

Food panda implemented a commission-based 
revenue model that proved increasingly problematic 
as market competition intensified. The platform 
charged restaurant partners commissions averaging 
approximately 23% of order value – significantly 
higher than industry sustainability thresholds identified 
by restaurant economics research (Arora, 2023). 
According to Kumar and Rajan (2022), commission 
rates exceeding 20% typically create unsustainable 
economics for restaurant partners, particularly in low-
margin market segments characteristic of Indian food 
service.

This aggressive commission structure created mounting 
resistance among restaurant partners, particularly as 
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competing platforms offered more favorable terms. 
Mehta and Singh (2021) document the emergence of 
multi-homing behavior among restaurant partners – the 
practice of utilizing multiple platforms simultaneously 
– as a direct response to unsustainable commission 
structures. This practice undermined Food panda’s 
ability to establish exclusive partnerships or distinctive 
menu offerings, reducing platform differentiation in 
an increasingly commoditized marketplace (Jain & 
Verma, 2022).

Additionally, the company’s heavy reliance on discount-
driven customer acquisition created unsustainable unit 
economics as retention challenges emerged. According 
to Goyal and Kapoor (2021), Food panda’s customer 
acquisition costs exceeded estimated customer 
lifetime value by approximately 35% during the 2017-
2018 period, creating fundamental business model 
challenges that intensified as growth targets increased. 
This pattern reflects what Cusumano et al. (2019) 
identify as “subsidy traps” common among platform 
businesses prioritizing growth over profitability.

Operational Inefficiencies

Food panda experienced significant operational 
inefficiencies throughout its service delivery chain, 
creating persistent service quality challenges that 
undermined customer retention. According to Gupta and 
Sharma (2021), the company maintained significantly 
higher order cancellation rates (approximately 8.7%) 
compared to industry leaders like Swiggy (3.2%) and 
Zomato (4.1%) during the 2017-2018 period. These 
elevated cancellation rates stemmed from multiple 
operational failures, including inaccurate restaurant 
capacity monitoring, delivery personnel shortages, and 
ineffective exception management processes.

Additionally, the company struggled with delivery 
failure rates significantly exceeding industry standards. 
Pandey and Khanna (2022) document Food panda’s 
on-time delivery performance at approximately 68% 
during 2018, compared to Swiggy’s 87% and Zomato’s 
82% during the same period. These performance 
gaps stemmed from ineffective route optimization, 
inadequate delivery personnel training, and insufficient 
quality control mechanisms – creating a consistent 
pattern of service disappointment that eroded consumer 
trust (Tan et al., 2023).

These operational challenges stemmed from what Bajaj 
(2020) identifies as “comprehensive mismanagement 
of strategic execution” – the failure to establish and 
maintain consistent operational standards throughout 
the service delivery chain. According to Liu et al. 
(2021), such operational inconsistencies create 
particularly damaging effects in services with high 
visibility and immediate consumption characteristics 
like food delivery, where service failures cannot be 
remediated through traditional recovery mechanisms.

Communication Breakdowns

Food panda experienced critical misalignment in 
communication channels between its three key 
stakeholders: customers, platform operations, and 
restaurant partners. According to Bhattacharya and 
Mishra (2022), effective information flow across 
these stakeholder boundaries represents a critical 
success factor in platform businesses, particularly 
those involving time-sensitive service delivery. The 
company failed to establish robust information-sharing 
protocols, creating persistent coordination failures 
throughout the service delivery process.

Specific communication challenges included limited 
visibility into order status for customers, inadequate 
notification mechanisms for delivery delays, and 
ineffective exception handling protocols during service 
disruptions. Tan et al. (2023) identify timely status 
communication as a primary determinant of perceived 
service quality in food delivery applications – an area 
where Food panda demonstrated persistent deficiencies. 
These communication limitations created what Parker 
et al. (2022) describe as “information asymmetries” 
that undermine trust in platform-mediated transactions.

The company made insufficient investments in 
communication enhancement initiatives compared to 
market leaders. According to Goyal and Kapoor (2021), 
Food panda allocated approximately 6% of technology 
development resources to communication systems 
during 2017–2018, compared to 18% at Swiggy and 
14% at Zomato during the same period. This investment 
gap created persistent technological disadvantages in 
areas like real-time tracking, automated notification 
systems, and integrated messaging platforms – 
capabilities increasingly expected by consumers as 
market standards evolved (Tan et al., 2023).
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Technological Infrastructure Limitations

Food panda experienced significant technological 
infrastructure limitations that undermined service 
reliability and user experience. According to Arora 
(2023), the platform experienced persistent technical 
issues affecting approximately 12% of order placement 
attempts through mobile applications and 17% through 
website interfaces during peak periods in 2018. These 
technical failures created substantial friction in the 
customer journey, driving potential customers to more 
reliable competitive platforms.

Additionally, the company struggled with payment 
processing and refund management systems that failed 
to meet market expectations for transaction security 
and resolution speed. Krishnan and Patel (2023) 
document Food panda’s average refund processing 
time at 5.3 days during 2018, compared to industry 
leaders achieving 24–48-hour resolution timeframes. 
These extended resolution periods created significant 
customer dissatisfaction, particularly in cases of 
service failure where prompt remediation represents a 
critical recovery mechanism.

The company also experienced persistent challenges 
with promotional coupon and discount mechanisms, 
with approximately 18% of promotional codes 
experiencing redemption failures during the 2017-
2018 period (Gupta & Sharma, 2021). These technical 
limitations undermined the effectiveness of the 
company’s discount-centered acquisition strategy, 
creating additional barriers to customer adoption and 
retention.

Underlying these specific manifestations, Food 
panda demonstrated fundamental technological 
capacity limitations compared to market leaders. 
According to Bhattacharya and Mishra (2022), the 
company maintained significantly smaller technology 
development teams and invested less in infrastructure 
development than key competitors. This resource 
gap created persistent technological disadvantages 
that became increasingly problematic as consumer 
expectations evolved toward seamless digital 
experiences across the service journey.

Fraud Management Deficiencies

Food panda experienced significant challenges with 
fraud management across its platform operations, 

creating substantial financial and operational 
disruptions. According to Sharma and Das (2023), the 
company experienced elevated rates of fraudulent user 
accounts due to inadequate verification protocols and 
follow-up procedures. These verification deficiencies 
created opportunities for exploitation through practices 
like false deliveries, fabricated refund claims, and 
promotional code abuse – generating significant 
operational costs and degrading service experiences 
for legitimate users.

The platform’s operational model created vulnerability 
to fraud through what Kumar and Rajan (2022) identify 
as “transactional disconnect” – limited visibility into 
the complete order fulfilment chain that enabled 
exploitative practices by both customer segments 
and restaurant partners. According to Gupta and 
Sharma (2021), Food panda experienced fraud-related 
losses equivalent to approximately 4.7% of gross 
merchandise value during 2018, compared to industry 
benchmarks of 1.5–2.5% during the same period. 
These elevated fraud rates created substantial financial 
pressure that intensified the company’s business model  
challenges.

Organizational Structure and Business Model 
Issues

Food panda demonstrated fundamental organizational 
design deficiencies that undermined operational 
effectiveness. According to Tiwari and Kumar 
(2021), the company implemented an unstructured 
business model design characterized by unclear 
responsibility boundaries, limited accountability 
mechanisms, and inconsistent performance metrics 
across functional areas. These structural limitations 
created persistent coordination challenges and 
inhibited effective problem-solving throughout the  
organization.

The company experienced challenges with employee 
knowledge management, with customer-facing 
personnel demonstrating limited awareness of 
service delivery processes and resolution protocols. 
Bhattacharya and Mishra (2022) document significant 
knowledge gaps among Food panda’s customer service 
representatives, with approximately 32% of customer 
inquiries receiving inconsistent or incorrect responses 
during evaluation periods in 2018. These knowledge 
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deficiencies undermined service recovery efforts and 
intensified customer dissatisfaction following initial 
service failures.

Additionally, the company implemented ineffective 
service recovery mechanisms, relying heavily on 
compensatory approaches (e.g., complimentary 
coupons) rather than addressing fundamental 
service issues. According to Tan et al. (2023), such 
compensatory approaches typically demonstrate 
limited effectiveness in restoring customer confidence 
following service failures in high-involvement 
categories like food delivery – creating patterns of 
declining loyalty despite remediation attempts.

Strategic Misdirection

Food panda demonstrated persistent strategic 
misalignment with evolving market conditions, 
continuing aggressive discount strategies despite 
deteriorating operational capabilities and changing 
consumer preferences. According to Goyal and Kapoor 
(2021), the company maintained average discount 
levels of 43% during 2018, compared to 28% at 
Swiggy and 32% at Zomato during the same period. 
This discount-centered approach reflected failure to 
recognize the increasing importance of service quality 
and reliability as primary competitive differentiators in 
maturing food delivery markets.

The company implemented ineffective marketing, 
sales, and distribution methodologies that failed to 
establish distinctive brand positioning beyond price 
accessibility. According to Mehta and Singh (2021), 
Food panda’s marketing communications emphasized 
transactional benefits (discounts, promotions) rather 
than experiential qualities or service reliability – 
creating limited brand equity beyond price associations. 
This positioning became increasingly problematic 
as market competition intensified, and consumer 
preferences evolved toward more comprehensive 
service quality considerations.

Additionally, the company demonstrated limited 
adaptation to emerging competitive threats, 
maintaining consistent strategic approaches despite 
rapidly evolving market conditions. Sharma and Das 
(2023) identify this strategic rigidity as a common 
failure pattern among platform businesses, where 
initial success models can create organizational 

resistance to necessary pivots as market conditions 
evolve. This pattern became particularly problematic 
following the entry of well-resourced competitors with 
more sophisticated operational capabilities and clearer 
strategic positioning.

Human Resource Challenges

Food panda experienced significant human resource 
challenges that undermined organizational capability 
development and operational consistency. According 
to Tiwari and Kumar (2021), the company experienced 
employee attrition rates approximately 38% higher 
than industry averages during 2018, with particularly 
pronounced turnover among delivery personnel 
and customer service representatives. This elevated 
attrition created persistent knowledge discontinuities 
and training inefficiencies that degraded service quality 
throughout the customer journey.

The company’s employment practices created 
additional challenges through inconsistent contractor 
classification and compensation structures. According 
to Pandey and Khanna (2022), Food panda implemented 
variable compensation models that created significant 
income instability for delivery personnel, leading 
to workforce dissatisfaction and unreliable service 
availability during peak demand periods. These human 
resource challenges directly impacted service delivery 
consistency – a critical determinant of consumer 
satisfaction in platform-based food delivery services 
(Liu et al., 2021).

Leadership and Management Issues

Food panda experienced significant leadership 
discontinuity that undermined strategic consistency 
and organizational alignment. According to Kumar 
and Shah (2020), the company underwent three CEO 
transitions within the Indian market between 2016-
2018, creating persistent strategic realignment periods 
that disrupted operational focus and implementation 
consistency. This leadership instability represented 
a significant disadvantage compared to competitors 
maintaining consistent strategic direction during the 
same period.

Additionally, the company experienced internal 
conflicts between co-founders and executive 
management regarding strategic priorities and resource 
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allocation. According to Chauhan and Saini (2022), 
these leadership conflicts created decision paralysis 
regarding critical strategic choices, particularly 
concerning technology investment priorities and market 
positioning approaches. This decision uncertainty 
prevented timely adaptation to emerging competitive 
threats and changing consumer expectations – creating 
strategic disadvantages that intensified as market 
competition accelerated.

The company demonstrated limited executive attention 
to operational challenges, with senior leadership 
focusing on expansion targets rather than service 
quality metrics. According to Gupta and Sharma 
(2021), this attentional misalignment represented a 
common failure pattern among platform businesses 
pursuing “blitzscaling” approaches, where growth 
targets supersede operational excellence considerations 
despite their fundamental importance to sustainable 
competitive advantage.

RECOMMENDATIONS

Policy Development and Governance

Food panda required fundamental reformation of 
organizational policies establishing clear guidelines 
for stakeholder engagement. According to Kumar and 
Rajan (2022), effective platform governance requires 
explicit specification of rights, responsibilities, and 
performance expectations across all participant 
categories – creating clarity that reduces coordination 
costs and enhances system-wide alignment. The 
company needed to develop comprehensive governance 
frameworks addressing restaurant partner onboarding, 
quality monitoring, delivery personnel performance, 
and customer interaction protocols.

Additionally, the organization required implementation 
of periodic policy review and monitoring mechanisms 
to ensure continued relevance amid evolving market 
conditions. Krishnan and Patel (2023) emphasize 
the importance of adaptive governance in platform 
businesses, where boundary conditions and participant 
expectations require continuous recalibration as 
ecosystem dynamics evolve. This adaptive approach 
would have enabled more responsive adjustment to 
emerging operational challenges and competitive 
threats.

Revenue Model Restructuring

Food panda needed fundamental reconsideration of 
its commission structures for restaurant partners to 
establish more sustainable economic relationships. 
According to Jain and Verma (2022), successful food 
delivery platforms increasingly implement tiered 
commission models that adjust rates based on order 
volumes, customer ratings, and operational metrics 
– creating more sustainable restaurant economics 
while incentivizing service quality improvement. This 
nuanced approach represents an important evolution 
beyond the flat commission structures initially 
implemented across the industry.

Additionally, the company required development of 
alternative revenue streams beyond basic commission 
models. According to Arora (2023), emerging revenue 
diversification approaches in food delivery include 
premium placement fees, data analytics services, 
supply chain integration, and advertising opportunities 
– creating more balanced revenue structures less 
dependent on transaction commissions. This 
diversification would have reduced revenue model 
tensions with restaurant partners while enhancing 
overall business model sustainability.

Technological Enhancementz

Food panda required substantial investment in ordering 
technology systems to address persistent reliability 
challenges and keep pace with evolving consumer 
expectations. According to Bhattacharya and Mishra 
(2022), leading food delivery platforms devoted 
approximately 35% of operational expenditures to 
technology development during 2017–2018, compared 
to Food panda’s estimated 18% during the same period. 
This investment gap created widening capability 
differentials in critical areas like application stability, 
transaction processing, and user experience design.

The company needed development of transparent 
communication protocols leveraging real-time 
notification systems, geolocation tracking, and multi-
stakeholder visibility. According to Tan et al. (2023), 
such communication enhancements represent critical 
determinants of perceived service quality in platform-
mediated services, particularly those involving time-
sensitive delivery components. These capabilities would 
have addressed persistent customer dissatisfaction 
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stemming from information asymmetries and visibility 
limitations.

Additionally, the organization required deployment 
of technology-driven order assignment and delivery 
tracking solutions leveraging algorithmic optimization 
rather than manual coordination. According to Liu et al. 
(2021), such algorithmic approaches create substantial 
efficiency advantages in last-mile delivery operations, 
reducing both operational costs and service variability 
through more precise resource allocation and route 
optimization. These technological capabilities would 
have enhanced both economic and experiential 
dimensions of the service model.

Service Quality Improvement

Food panda needed prioritization of exceptional 
service delivery standards through comprehensive 
quality management systems addressing all customer 
journey touchpoints. According to Tan et al. (2023), 
effective service management in food delivery requires 
integrated measurement and improvement processes 
spanning seven critical touchpoints: discovery, 
ordering, confirmation, preparation, delivery, 
consumption, and post-consumption engagement. This 
comprehensive approach would have enabled more 
systematic identification and remediation of service 
failure points.

The company required enhancement of customer 
communication systems and address verification 
processes to reduce delivery complications and improve 
first-attempt success rates. According to Pandey and 
Khanna (2022), address accuracy represents a critical 
success factor in last-mile delivery operations, with 
error rates directly impacting both operational costs 
and customer satisfaction. Implementation of advanced 
location verification tools and standardized addressing 
protocols would have significantly improved delivery 
performance metrics.

Additionally, the organization needed emphasis on 
quality packaging standards to enhance food quality 
preservation during transit and improve overall 
consumption experiences. According to Mehta 
and Singh (2021), packaging quality represents an 
increasingly important competitive differentiator in 
food delivery, with temperature maintenance, spillage 
prevention, and presentation quality directly impacting 

customer satisfaction with the overall service 
experience.

Privacy concerns and technological challenges present 
the most significant threats to Food panda’s operations 
and require intensified focus. Additional considerations 
include:

•	 Development of enhanced confidentiality 
protections to benefit all stakeholders.

•	 Implementation of robust safeguards against 
cybercriminal activities utilizing fraudulent 
identification.

•	 Maintenance of data integrity standards regarding 
information security and reliability.

LESSONS LEARNED

•	 Adaptive Capability is Essential: Organizations 
must continuously innovate and adapt to evolving 
market conditions and consumer preferences 
to maintain competitive relevance in dynamic 
markets.

•	 Customer Experience Drives Success: 
Prioritization of service quality and responsiveness 
represents a critical success factor in building and 
maintaining customer loyalty.

•	 Business Model Sustainability: Excessive 
reliance on discount-driven acquisition strategies 
may generate short-term growth but compromises 
long-term sustainability. Comprehensive business 
models focused on value creation deliver superior 
outcomes.

•	 Strategic Competitive Positioning: Businesses 
require clearly defined competitive strategies 
incorporating market dynamics analysis and 
service differentiation components.

•	 Financial Management Discipline: Effective 
financial stewardship and appropriately structured 
funding mechanisms represent critical growth 
enablers. Organizations must balance growth 
investments with sustainable financial practices.

CONCLUSION AND IMPLICATIONS 

•	 The trajectory of Food panda in India’s food delivery 
ecosystem serves as a compelling case study of the 
multifaceted challenges facing platform businesses 
in rapidly evolving digital markets. This analysis 
has identified several interconnected factors that 
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contributed to the company’s market failure, 
demonstrating how initial strategic missteps can 
trigger cascading operational challenges that 
undermine competitive positioning.

•	 Food panda’s experience highlights the 
fundamental importance of operational excellence 
in platform businesses, where service consistency 
directly influences network effects that determine 
competitive outcomes. The company’s inability to 
establish reliable service delivery processes created 
persistent customer disappointment that accelerated 
platform abandonment, triggering negative network 
dynamics that proved impossible to reverse once 
established. This pattern underscores the critical 
relationship between operational capabilities and 
strategic sustainability in platform-based business 
models.

•	 The case further illustrates the limitations of 
discount-centered competitive strategies in service-
oriented platform businesses. While aggressive 
pricing facilitated initial customer acquisition, 
Food panda’s inability to transition toward service-
based differentiation created unsustainable unit 
economics and limited customer loyalty. As market 
competition intensified, price-based positioning 
proved insufficient to maintain market share 
against competitors offering superior service 
reliability and technological integration.

•	 From a technological perspective, Food panda’s 
experience demonstrates how platform businesses 
face continuous capability requirements to meet 
evolving consumer expectations. The company’s 
limited investment in technological infrastructure 
created mounting competitive disadvantages in 
areas like application reliability, communication 
transparency, and algorithmic optimization—
capabilities increasingly critical to service quality 
and operational efficiency as the market matured.

•	 Organizationally, the case reveals how leadership 
discontinuity and strategic misalignment can 
undermine execution capabilities, particularly 
in rapidly evolving competitive landscapes. 
Food panda’s multiple leadership transitions and 
inconsistent strategic priorities prevented effective 
response to emerging competitive threats, creating 
organizational paralysis that inhibited necessary 
adaptation as market conditions evolved.

•	 The broader implications for platform businesses 
include several critical insights: First, sustainable 
competitive advantage requires balanced emphasis 
on customer acquisition and retention through 
integrated service quality management. Second, 
operational excellence represents a fundamental 
prerequisite for platform sustainability, particularly 
in service contexts with high visibility and 
immediate consumption characteristics. Third, 
technological capabilities require continuous 
enhancement to maintain competitive relevance 
amid evolving consumer expectations and 
competitor innovations.

•	 For entrepreneurs and investors in digital platform 
businesses, this analysis highlights the importance 
of comprehensive strategic frameworks that 
integrate customer acquisition, operational 
excellence, and technological innovation within 
sustainable business models. It further emphasizes 
the critical importance of organizational adapta- 
bility in hypercompetitive digital markets, where 
rapid environmental change requires continuous 
strategic realignment and capability enhancement.

LIMITATIONS AND FUTURE RESEARCH 
DIRECTIONS

The study primarily relies on secondary data sources, 
which may not capture complete organizational dynamics 
or the most recent developments. Direct interviews 
with key stakeholders across the organizational 
hierarchy could provide additional nuanced insights 
into decision-making processes. Future research could 
incorporate primary data collection to develop a more 
comprehensive understanding of internal factors.

Future research could further explore the relationship 
between platform governance models and operational 
outcomes, examining how different approaches to 
stakeholder management influence service quality and 
competitive positioning. Additionally, longitudinal 
studies of platform business evolution could provide 
valuable insights into successful adaptation patterns as 
markets mature, and competitive dynamics evolve.

REFERENCES
•	 Arora, S. (2023). Revenue diversification strategies in 

digital food delivery platforms: A comparative analysis. 
Journal of Business Models, 11(2), 142-156.



A Comprehensive Analysis of Foodpanda’s Market Failure    67

•	 Bajaj, R. (2020). Strategic execution challenges in 
digital platform businesses: A case study of Food panda 
India. Asian Journal of Management, 11(3), 289-301.

•	 Bajaj, R., & Khanna, V. (2021). Evolution of consumer 
expectations in food delivery markets: A longitudinal 
analysis. International Journal of Consumer Studies, 
45(4), 623-637.

•	 Bhattacharjee, S., Goyal, S., & Kumar, P. (2023). Startup 
failure patterns in Indian digital markets: An empirical 
analysis. Journal of Entrepreneurship in Emerging 
Economies, 15(1), 78-96.

•	 Bhattacharya, R., & Mishra, D. (2022). Information flow 
in platform businesses: Critical success factors for food 
delivery services. International Journal of Information 
Management, 63, 102345.

•	 Cantamessa, M., Gatteschi, V., Perboli, G., & Rosano, 
M. (2018). Startups’ roads to failure. Sustainability, 
10(7), 2346.

•	 Chauhan, P., & Saini, A. (2022). Market exit decisions 
in platform businesses: A case study of Food panda 
India. Journal of Business Research, 144, 1089-1101.

•	 Chen, L., & Wu, J. (2021). Competitive models in Asian 
food delivery markets: A comparative analysis. Asian 
Business & Management, 20(1), 48-69.

•	 Cusumano, M. A., Gawer, A., & Yoffie, D. B. (2019). 
The business of platforms: Strategy in the age of digital 
competition, innovation, and power. Harper Business.

•	 Goyal, R., & Kapoor, A. (2021). Competitive dynamics 
in Indian food delivery markets: A longitudinal analysis. 
Strategic Management Journal, 42(8), 1552-1581.

•	 Gupta, S., & Sharma, D. (2021). Technical failures in 
food delivery applications: Impact on customer trust and 
retention. Journal of Electronic Commerce Research, 
22(3), 267-284.

•	 Hagiu, A., & Wright, J. (2020). When data creates 
competitive advantage. Harvard Business Review, 
98(1), 94-101.

•	 Jain, A., & Verma, S. (2022). Restaurant economics 
in digital delivery platforms: Sustainability thresholds 
and adaptation strategies. International Journal of 
Hospitality Management, 100, 103093.

•	 Johansson, P., & Olhager, J. (2018). Measuring service 
delivery consistency in technology-mediated service 
contexts. Journal of Service Management, 29(2), 321-
342.

•	 Kenney, M., & Zysman, J. (2020). The platform 
economy: Restructuring the space of capitalist 
accumulation. Cambridge Journal of Regions, Economy 
and Society, 13(1), 55-76.

•	 Krishnan, S., & Patel, R. (2023). Adaptive governance in 
platform businesses: Evolution of regulatory approaches 

in food delivery. Regulation & Governance, 17(2), 384-
402.

•	 Kumar, A., & Rajan, B. (2022). Commission structures 
in food delivery platforms: Impact on restaurant 
economics and platform sustainability. Journal of 
Retailing, 98(2), 209-225.

•	 Kumar, S., & Shah, A. (2020). The rise and fall of Food 
panda India: Acquisition strategies and post-merger 
integration challenges. Journal of Business Strategy, 
41(5), 39-47.

•	 Liu, Y., Guo, B., Chen, C., & Ma, H. (2021). Last-
mile delivery optimization in food delivery platforms: 
Algorithmic advantages and economic impacts. 
Transportation Research Part E: Logistics and 
Transportation Review, 147, 102235.

•	 Mehta, S., & Singh, D. (2021). Brand positioning 
strategies in food delivery applications: Beyond price 
competition. Journal of Brand Management, 28(5), 
529-544.

•	 Pandey, N., & Khanna, V. (2022). Last-mile delivery 
performance in food delivery: Comparative analysis 
of market leaders. International Journal of Physical 
Distribution & Logistics Management, 52(8),  
726-745.

•	 Parker, G., Van Alstyne, M., & Choudary, S. P. (2022). 
Platform revolution: How networked markets are 
transforming the economy and how to make them 
work for you (Updated edition). W. W. Norton &  
Company.

•	 Rathore, A., & Rathore, S. (2022). Operational models 
in food delivery platforms: A comparative analysis. 
International Journal of Operations & Production 
Management, 42(7), 991-1012.

•	 Ray, A., & Bagchi, S. (2023). Cloud kitchen business 
models in food delivery ecosystems: Strategic pivots 
and operational implications. Journal of Business 
Research, 156, 113389.

•	 Ray, A., Dhir, A., Bala, P. K., & Kaur, P. (2019). Why 
do people use food delivery apps (FDA)? A uses and 
gratification theory perspective. Journal of Retailing 
and Consumer Services, 51, 221-230.

•	 Sharma, R., & Das, S. (2023). Fraud management 
in digital food delivery platforms: Challenges and 
mitigation strategies. International Journal of 
Information Security, 22(3), 415-433.

•	 Singh, M. (2021). International expansion strategies of 
digital platforms: The case of Food panda across Asian 
markets. International Business Review, 30(3), 101804.

•	 Srnicek, N. (2017). Platform capitalism. John Wiley & 
Sons.

•	 Tan, F. T. C., Tan, B., Wang, W., & Sedera, D. (2023). 
Customer experience management in food delivery 



68    Gurugram University Business Review (GUBR)

applications: Identification and analysis of critical 
touchpoints. Journal of Service Research, 26(1), 158–
176.

•	 Tandon, S. (2019, May 22). Why Ola’s Food panda is 
focusing on in-house brands. Livemint. https://www.
livemint.com/companies/news/why-ola-s-Food panda-
is-focusing-on-in-house-brands-1558469763917.html

•	 Tiwari, S., & Kumar, R. (2021). Organizational design 
in platform businesses: Structural determinants of 

operational effectiveness. Organizational Dynamics, 
50(3), 100841.

•	 Wang, C., Zhang, X., & Hann, I.H. (2020). Socially 
disadvantaged? How platform competition affects 
content creators. Information Systems Research, 31(4), 
1069–1090.

•	 Zhu, F., & Iansiti, M. (2019). Why some platforms thrive 
and others don’t. Harvard Business Review, 97(1), 118–
125.


