
Note: Zomato operates mainly in India & user research was conduct on
Indians. Thus, this deck focuses on Indian market and its consumers.

Zomato aggregates customers with restaurants and delivery
partners, enabling food delivery and restaurants discovery. It
also runs raw-material procurement service to restaurant
(named hyperpure) and quick commerce (named blinkit).

Delivery Partner
 326k

Active Users 
58 million

Annual Orders
647 million 

Restaurants
210k

 Revenue
₹86.9 billion

FY23
Data

How does Zomato (Food Business) make money?
Restaurants: Order commissions, marketing, advertisement
and onboarding fees. 
Customers: Delivery fees, platform fees, subscription fees. 
Delivery Partners: Onboarding fees.

Target user segment
Young urban individuals who want doorstep food delivery and
convenient dineout experience.

Problem Statement
Increase reviews on zomato by addressing user problem while
generating business value. 

Why increasing reviews matters?
Reviews has a significant influence on online food delivery
market, with nearly 95% of consumers relying on them for
decision-making. Positive reviews elevate restaurant visibility,
and increase revenue.

Value Proposition
Bridges gap between consumers, restaurants, and delivery
partners to provide seamless food delivery and dine-out
experience with convenient payment options.

# Reviews

# Food Delivery Reviews

# Dine-out Reviews

# Transacting Users

Avg # orders per user

Avg # review per order

# Users using dine out features 

Avg review rate%

Product outcomeWhat does increasing reviews mean?

https://b.zmtcdn.com/investor-relations/Zomato_Annual_Report_2022-23.pdf
https://b.zmtcdn.com/investor-relations/Zomato_Annual_Report_2022-23.pdf
https://www.myhubble.money/blog/what-role-do-ratings-and-reviews-play-in-online-food-delivery-services#:~:text=Research%20shows%20that%20around%2095%25%20of%20consumers%20read%20reviews
https://www.myhubble.money/blog/what-role-do-ratings-and-reviews-play-in-online-food-delivery-services#:~:text=They%20directly%20influence%20visibility%20on%20the%20app%2C%20search%20rankings%2C%20and%20overall%20business%20performance.
https://www.myhubble.money/blog/what-role-do-ratings-and-reviews-play-in-online-food-delivery-services#:~:text=They%20directly%20influence%20visibility%20on%20the%20app%2C%20search%20rankings%2C%20and%20overall%20business%20performance.


24% Feel that their review
do not impact 29% Finds review process

difficult

50% Feel unmotivated to
review 37% Unable to find time

to review

49% Have privacy concerns
while writing review 30% Often forgets to add

review

65% Considers reviews
when ordering food. 54% Considers reviews

while dining out.

28% Actively give reviews
after food delivery. 17% Actively give reviews

after dining out.

15%

49%

42% Occasional Users: They don't order or dine out often,
so there's not much value in getting their reviews.

Frequent Orderers: There are enough users who order
regularly, providing ample room to increase review.

Repeat Dine-outers: There are not enough such users
and it is challenging to track all dine-outs consistently.

Impact Confidence Contraints

Lack of
incentive to
review

Medium High

Balancing incentives would
be tricky. Too much may
lead to fake reviews, and
too little might not motivate
users enough.

Review
disregard by
Restaurants

Medium Low

Tracking impact would be
operationally tough and  
forcefully tracking may also
drive away the restaurants.

Forgetfulness
to review Low Low

Zomato already has multiple
reminder mechanisms.
Introducing more could
hamper user experience.

What do customers feel about Zomato reviews?

How do customers engage with Zomato reviews?

User Segmentation and Prioritisation

Problem Prioritisation

5/7

What did the customer say in the interview?

Feel unincentivised
to write a review

4/7
Feel their reviews

doesn’t matter

3/7
Often forget to

write review
Source: User Survey, Survey Response, Survey Insight, User Interview

https://docs.google.com/forms/d/e/1FAIpQLSfpjVIolANT0b7HlISUiYg6lknZbZeul1Qz5Du6gWk-6rZ-tg/viewform?usp=sf_link
https://docs.google.com/spreadsheets/d/1q7sbFz2CeBy0S587yEVtyY_BhmQntkEmwuPGDrIV5Tw/edit?resourcekey#gid=689967672
https://drive.google.com/file/d/1lAI2rW1LnQO3i4ZfVdj_OiZzfgG6Ykow/view?usp=sharing
https://docs.google.com/spreadsheets/d/1q7sbFz2CeBy0S587yEVtyY_BhmQntkEmwuPGDrIV5Tw/edit?resourcekey#gid=213969500


What is the true problem?
User don’t feel incentivised
enough to add reviews.

Who are facing this problem?
Young adults between 20-25 residing in
metro cities, who frequently order food.

How do we know that it is a real problem?
In our survey, 50% of the respondents felt unmotivated or incentivised
while writing reviews. They also feel writing reviews is waste of time.
Lack of reviews has negative impact on a restaurant's revenue and
growth.

Why should we solve this now?
Zomato has recorded its first profitable quarter (Q1 FY24) since inception. In
order to sustain this growth and ensure long-term profitability, Zomato
needs to continually increase revenue and enhance user satisfaction.

What is the value generated by solving this problem?
Customers: This will incentivised customers while adding reviews, and
more reviews will help other customers in decision-making improving
their customer experience.
Restaurants: This will provide more data-points to restaurants to
improve upon, resulting in increase in number of order and revenue.
Zomato: This will increase number of orders which will increase revenue.
This will also improve user satisfaction for customers and restaurants

Defining the typical user

Rohan
23, Male, Marketing Executive, Delhi
Lives alone, occasional cook

Job-to-be-done: He wants the convenience of
home delivered food, driven by mood, cravings,
and social media influence.

Pain Point: Extreme (good or bad) food experience
invokes emotional reviews, but average ones does
not motivate enough.

Neha
28, Female, Analyst, Bangalore
Loves to explore food 

Job-to-be-done: She wants an easy and enjoyable
food ordering experience with tasty meals and  
straight forward feedback.

Pain Point: She loves food and writes many
reviews to genuinely appreciate good meals, but
feels her efforts are unrewarded.

https://docs.google.com/spreadsheets/d/1q7sbFz2CeBy0S587yEVtyY_BhmQntkEmwuPGDrIV5Tw/edit?resourcekey#gid=689967672
https://www.reviewdoctor.co/post/writing-reviews-on-zomato-is-it-a-waste-of-time
https://www.hospitalitynet.org/opinion/4089762.html
https://www.business-standard.com/companies/news/slice-of-success-have-zomato-swiggy-finally-figured-out-the-right-recipe-123121401344_1.html
https://www.business-standard.com/companies/news/slice-of-success-have-zomato-swiggy-finally-figured-out-the-right-recipe-123121401344_1.html
https://www.businessinsider.in/business/news/zomato-can-show-ebitda-profitability-in-the-next-three-years-but-only-on-one-condition/articleshow/92095600.cms


How to incentivise customers to write reviews? 

Provide tangible incentive Provide not-so-tangible incentive

Cashbacks Freebies Redeemable Coins

Offering cashback would
decrease in the average

revenue per order.

Giving out freebies may
cause a significant drain

on cash resources.

Coins will be redeemed at intervals,
ensuring a need for a comparatively

low capital investment.

Reach Impact on
customer

Impact on
business Confidence Total

Providing cashbacks for each
review written. 2 3 3 2 36

Providing freebies for each
review written. 2 3 3 3 54

Providing virtual coins for each
review written which can be
redeemed to unlock offers.

3 2 4 3 72

142 cr

13 cr

8.7 cr

43 lakhs

21 lakhs

Scale: 1 means low, 5 means highSolution Prioritisation

Guesstimate: 
How many people are likely to
be interested in writing reviews
to earn virtual coins?

Population of India

Population of Metro
cities

9.1%

Internet penetration
in metro cities

Users who order
frequently

Users interested in
virtual  coins

67%

5% (Assumed)

50% (Assumed)

Note: Effort is not considered, as we have infinite tech bandwidth. Formulae used: Total=R*I*I*C

https://en.wikipedia.org/wiki/Demographics_of_India
https://en.wikipedia.org/wiki/List_of_metropolitan_areas_in_India
https://en.wikipedia.org/wiki/List_of_metropolitan_areas_in_India
https://www.grabon.in/indulge/tech/internet-users-statistics/
https://www.grabon.in/indulge/tech/internet-users-statistics/


Awareness Consideration Decision Service Loyalty

User Action User finds reviews and
ratings section

User wants to express
their food opinion 

User provides reviews
and receives zoins

User redeems zoins to
unlock offers

User applies offer in
future orders

Thoughts
"What if I share my

recent food
experience?"

"I want share opinions
with the restaurant and

others?"

"Wow! Earned coins for
writing reviews!"

"What can these coins
get me?"

"Nice, writing reviews
pays off. I think I should

write more."

Actors User(self) User (self & others),
Restaurant User(self) User(self) User(self)

Emotions 🤨 Curious 🧐 Thoughtful 🤩 Excited 🤨 Curious 😍 Happy

What?
Zoins are virtual intangible coins
redeemable for offers.

Why?
Users would want to earn and redeem
Zoins to save money on future orders.

Where?
Zoins are can only be used within
Zomoto's ecosystem.

How?
Users will receive notification as well as can proactively add reviews to earn Zoins
which can be redeemed on profile or during checkout to unlock offers.

Who?
Although this solution is ideated for frequent orders in metro cities, but it makes
more product sense to enable all customers to use this solution.

When?
Users will earn zoins while adding reviews and can redeem as per offer availability.
Zoins earned would depend upon review quality (photos, text, or just ratings)

Introducing zoins

User Journey Mapping



How to earn zoins?
This wireframe illustrates the process after a food item is delivered (presumably consumed)

Review section
before submitting

Order History Page Order History PageCheckout page Earned Zoins Page

Order
Details

Review
Label

Photo review
section

Text review
section

Earned
zoins

Total
zoins

Review section
after submitting



How to use zoins?
This wireframe illustrates the process to redeem zoins for offers for future orders. 

Zoins
wallet

Profile Page Checkout cart Page Redeem Zoins Page Redeem Zoins Page Checkout cart Page

Reedem zoins
section

Total
Zoins

Avaliable
Offers

Redeemed
Offer

Updated Total
Zoins

Offer
applied



Reviews API
LoadBalance

Zomato App

Input reviews

Reviews
Database

 Offers API
Server

Reviews API
Server

Redirects reviews

Stores reviews User Zoins
Database

Stores zoins

Redeems zoins 

Offers
Database

Stores offersUnlock offer Redirects unlock offer

Offers API
LoadBalancer

System Design: How Zoins will be implemented?

Metrics: How will  we track Zoins to ensure its success?

Note: 
Avg # reviews per order and avg review rate are product outcomes impacting #Reviews for food delivery and dine-out, respectively (Page1). 
We have prioritised frequent orderer user segment (Page 2). Thus, the north start metric would be average reviews per order.

User Acquisition
# First Time Reviewer/Total Active User

User Activation
# First Time Redeemers/Total # Reviewers

User Retention
L1: Avg # order with offer applied/Total #Orders
L2: Avg # Zoin Redeemers/Total Active User
Guardrail: Avg cost of unlocked offer per user

User Engagement
L1: Avg # reviews per user
L2: Avg time spent writing review/Avg session time
Guardrail: Avg # orders per user

North Star
Metric

Average no of
reviews per order

https://www.canva.com/design/DAF2zao7UP4/EiF6IXkxMUKl91TpuytjxA/edit


Pitfall 1: Accumulation without Redemption
Issue: Users may earn lots of Zoins but only redeem
them on special days, causing sudden spikes in
redemptions.
Concern: This could adversely impact Zomato's cash
flow during peak periods.
Mitigation: Zoins will expire if not redeemed within a
set timeframe, prompting users to utilize them promptly
and avoiding a surge in redemptions during peak
periods.

Pitfall 2: Excessive Reviewing for Zoins
Issue: Users might try to accumulate more zoins by
writing numerous reviews, both for recent and past
orders.
Concern: This could potentially lead to abuse of the
system and an inflated zoins circulation.
Mitigation: Zoins will be credited only once per order,
and reviews will not be allowed after a specified cutoff
(let's say after 3 days) to prevent excessive reviewing.

Second Order Thinking

High entry barrier: 
With increase in reviews, ratings become a truer reflection of
service which fosters users trust on ratings for ordering. 
New restaurants onboarded on Zomato without reviews may
face significant struggle to break even.
This could lead to leading to increased dissatisfaction and a
lower onboarding rate of new restaurants. However, it could
also increase marketing fees revenue from new restaurants. 

Extended Gamification: 
Earning zoins can be extended to other activities on the app
such as completing account profile details, placing orders, or
giving tips.
This will improve users engagement and also serve as a loyalty
program, preventing them from switching to competitors.

Go-to-market Strategy

Crediting some zoins (lets say 15) as an introductory offer.
Promotion through email and social media marketing.
Utilising push notification & app advertisement for awareness.


