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Quick Overview
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Boba Bhai has made a strong impact in India's bubble tea market, with its ambitious plans to 

generate ₹30 crore in FY25. While much of the recent media coverage focuses on the 
brand’s rapid growth and its appeal to Gen Z, this analysis takes a deeper look at what sets 

Boba Bhai apart from its competitors. With its quick expansion strategy, entry into the RTD 

market, and a unique cultural positioning, Boba Bhai’s long-term prospects are far from 
certain. Here, we explore not just the headline growth, but the key factors that will determine 

if this momentum can be sustained beyond the initial hype.



Overview (I / II)

What they do

• Boba Bhai, now with 57+ outlets across ~20 cities, is building a national footprint in India’s 
bubble tea market. The brand has rolled out Ready To Drink (RTD) bubble tea in 70+ 
cities via Blinkit and Zepto (₹99, 3 SKUs live). Founded by Dhruv Kholi who holds 
extensive QSR experience, Boba Bhai is building a brand with Gen Z-focused branding, 
Instagram-friendly aesthetics, and a demographic-focused menu, the brand is positioning 
itself as a homegrown contender in a what seems to be a still-open category. Recent 
momentum—including an expanding store footprint and moves into the ready-to-drink 
segment—signals growing ambition, and invites a closer look at how durable that traction 
really is.

Why it’s in the news

• Boba Bhai is set to clock in ₹30 crore in FY25 revenue—reportedly a 6x jump over the 
previous year—and is eyeing another 3x leap in FY26 (Source: Entrepreneur India). In a 
segment where sustained performance has been an exception, such numbers warrant a 
closer look. Whether this pace reflects true category fit or just early-stage velocity is 
exactly the kind of question this piece sets out to unpack, especially given Dhruv Kholi's 
extensive QSR experience, which could help accelerate scalability but also raises 
questions about whether the brand will evolve into a broader QSR offering . 

From Headlines to Fundamentals: A Closer Look at Boba Bhai 

• While most recent coverage of Boba Bhai has focused on topline growth and branding 
momentum, the table below outlines how this piece contributes deeper business model 
and investment analysis.
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Category Theme Common Media Focus This Memo Adds

Financials & Funding

Revenue Growth

Headline revenue growth 

(e.g. 5x YoY, ₹30 Cr 
FY25)

Unit-level revenue, cost breakdown, 

EBITDA margins, scalability risks, 
cost absorption in new geographies, 
and break-even timeline estimate

Funding & Valuation

Valuation Coverage of 

Series A round and Shark 
Tank deal

Coverage of Series A round and 

Shark Tank deal, Exit scenarios, 
investor rationale, valuation discipline

Product & Expansion

Product & 

Expansion

Launched of Ready-to-

Drink (RTD) packaged 
bubble tea on Blinkit

Margin impact analysis, channel 

strategy ambiguity — is RTD a 
distribution extension or a category 
pivot?

Market Positioning Competitive Positioning
Peer benchmarking, first-mover 

perception vs reality

Gen Z Brand 

Positioning

Positioning Boba Bhai as a 

category pioneer

Customer Lifetime Value analysis, 

treat vs habit framing, pricing-to-
frequency alignment

Growth & Scalability

Founder Narrative
Founder charisma and 

QSR playbook experience

Organizational scalability, SOP 

depth, transition beyond founder-led 
growth

Category Growth 

Potential

Market size projections 

and trend momentum

Critical view on consumption 

frequency, true depth of demand, 
and hype cycle exposure

https://www.entrepreneur.com/en-in/news-and-trends/boba-bhai-raises-36-crore-in-series-a-from-8i-ventures-titan/470491
https://www.entrepreneur.com/en-in/news-and-trends/boba-bhai-raises-36-crore-in-series-a-from-8i-ventures-titan/470491


Overview (II/II)

Boba Bhai at a Glance

Boba Bhai Funding Timeline
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Metric Value

Founded 2023

# of Outlets 40+ (as of August 2025)

Cities Present
20+ Tier 1 cities and Udaipur, Pune and Ahmedabad Tier 2 (with 

early presence in select Tier 2/3 markets)

Monthly Orders 100,000+ orders/month

Repeat Rate 48%

Average Order Value ₹400+

Run-rate Revenue (FY25) ₹30 Cr (projected)

Menu SKUs 45+ flavor & format combinations

Platform Mix 70% orders via Zomato/Swiggy

Total Funding ₹40.9 Cr (See Infographic below)

Lead Investors 8i Ventures, Titan Capital, GGC UK

Staff Count (est.) 200+ across outlets and operations (unverified)

Source: Company data as reported in Inc42 (March 2024), Entrackr, and official communications via bobabhai.com. 

Operational metrics reflect disclosures as of Q1 FY25. Platform mix inferred from investor commentary (Hype Capital, 

LinkedIn). Staffing estimated using industry benchmarks. City and SKU data verified via Zomato and quick commerce 

listings (April 2025). Tier 2/3 market presence (e.g., Jaipur, Coimbatore, Faridabad) verified through GST registration 

disclosures (Probe42, April 2025).

https://inc42.com/buzz/exclusive-8i-ventures-leads-30-cr-series-a-funding-in-boba-bhai/
https://inc42.com/buzz/exclusive-8i-ventures-leads-30-cr-series-a-funding-in-boba-bhai/
https://inc42.com/buzz/exclusive-8i-ventures-leads-30-cr-series-a-funding-in-boba-bhai/
https://inc42.com/buzz/exclusive-8i-ventures-leads-30-cr-series-a-funding-in-boba-bhai/
https://inc42.com/buzz/exclusive-8i-ventures-leads-30-cr-series-a-funding-in-boba-bhai/
https://entrackr.com/2024/03/boba-bhai-scoops-up-3-4-mn-in-series-a-round/
https://bobabhai.com/
https://bobabhai.com/
https://bobabhai.com/
https://www.linkedin.com/posts/hypevc_boba-bhai-has-raised-a-3-4m-series-a-round-activity-7179212259049723904-qXNe/
https://www.zomato.com/


Why Bubble Tea Hasn’t Scaled in India?
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Bubble tea isn’t a new concept in India, but most brands have failed to grow beyond a 

handful of locations. There are a few reasons why. 



Why Bubble Tea Hasn’t Scaled in India

• Low Habit Penetration1: Despite being around for roughly a decade, bubble tea has 
struggled to establish itself as a mainstream habit among Indian consumers, unlike 
traditional beverages like chai or coffee. While brands like Boba Bhai have shown early 
growth, the product remains a niche offering, largely popular among urban youth. The 
bubble tea market is still in its early stages, with projections suggesting an 8.4% CAGR 
from 2024 to 2033, reaching $930mm by 2033. However, the broader consumer base 
outside metropolitan areas may present significant challenges, particularly in terms of 
affordability and market fit. While India’s middle class, especially the youth, is expanding 
and increasingly finding ways to earn through the gig economy and online platforms, their 
purchasing power remains relatively limited—particularly in Tier 2 / 3 cities, where income 
levels are still lower compared to metro areas.

• Supply Chain Challenges2: Sourcing high-quality tapioca pearls and flavour syrups has 
been a common challenge in the bubble tea space in India, with many players likely 
relying on imports for these ingredients. This often leads to inconsistent supply, quality 
control issues, and increased operational costs. While it isn’t confirmed for all 
competitors, it is reasonable to assume that this may have been a significant hurdle for 
most brands. In contrast, Boba Bhai has taken a different approach, opting for local 
sourcing of these ingredients, which helps mitigate supply chain risks. However, as the 
brand scales, maintaining the quality and consistency of locally sourced materials will be 
key to managing costs and meeting growing demand.

• Health Pushback3: Traditional bubble tea recipes are typically high in sugar, which may 
clash with the growing health-conscious trend in India. With rising awareness around 
lifestyle diseases like diabetes, this sugar content could limit bubble tea's appeal. While 
Boba Bhai offers some customization options, its core product still relies on sweetened 
drinks, which could potentially hinder long-term growth, especially as health-conscious 
preferences continue to evolve.

Several brands have attempted to popularize bubble tea in India over the past decade, 

with limited success. Most have remained confined to metropolitan areas, struggled 
with consistency, or failed to build a scalable and recognizable brand identity4.
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1https://www.custommarketinsights.com; 2https://d imensionmarketresearch.com; 3https://www.indianretailer.com; 4The Economic Times

https://www.custommarketinsights.com/
https://www.custommarketinsights.com/
https://www.custommarketinsights.com/
https://www.custommarketinsights.com/
https://www.custommarketinsights.com/
https://www.custommarketinsights.com/
https://www.custommarketinsights.com/
https://dimensionmarketresearch.com/
https://dimensionmarketresearch.com/
https://dimensionmarketresearch.com/
https://dimensionmarketresearch.com/
https://dimensionmarketresearch.com/
https://www.indianretailer.com/
https://www.indianretailer.com/
https://www.indianretailer.com/
https://www.indianretailer.com/
https://www.indianretailer.com/
https://www.indianretailer.com/
https://www.indianretailer.com/
https://hospitality.economictimes.indiatimes.com/news/speaking-heads/indias-bubbling-bubble-tea-market-trends-and-innovations-for-2024/106784460
https://hospitality.economictimes.indiatimes.com/news/speaking-heads/indias-bubbling-bubble-tea-market-trends-and-innovations-for-2024/106784460
https://hospitality.economictimes.indiatimes.com/news/speaking-heads/indias-bubbling-bubble-tea-market-trends-and-innovations-for-2024/106784460


Peer Snapshot: Institutional Funding vs. 
Bootstrapped Players
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This section examines how Boba Bhai compares to other players in the bubble tea space, 
focusing on their funding strategies and operational approaches. It looks at competitors like Dr. 
Bubbles and Easy Boba, who have opted for a bootstrapped approach, and contrasts that with 
Boba Bhai's aggressive, VC-backed growth. 



Peer Snapshot: Institutional Funding vs. 
Bootstrapped Players (I / II)

Bootstrapped Players

Funding and Strategic Choices of Key Competitors

• Dr. Bubbles and Easy Boba have opted not to raise external funding, likely due to 
strategic decisions made by founder Adnan Sarkar.

o Dr. Bubbles adopted a franchise-led growth model, which enabled the brand to 
generate cash through partner investments. This approach allowed the company to 
avoid venture capital (VC) funding while still expanding through organic demand. 
Sarkar appears to have preferred retaining control and scaling at a controlled pace.

o Easy Boba, Sarkar’s subsequent venture, was founded after his exit from Dr. 
Bubbles. While the reasons behind starting another bubble tea brand remain 
somewhat speculative, it's likely that Easy Boba was a strategic attempt to 
differentiate itself in a competitive market and offer a premium bubble tea experience. 
With Dr. Bubbles following a more accessible, mainstream approach, Easy Boba may 
have been created to target a more niche, higher-end market. This venture could also 
be seen as an opportunity to refine the model and reposition the bubble tea category in 
India, leveraging Sarkar’s experience and expertise from Dr. Bubbles.

• On the other hand, Boba Bhai and Got Tea pursued VC-backed strategies to fuel rapid 
growth.

o Got Tea secured seed funding to build initial traction and expand, while Boba Bhai 
opted for an aggressive growth trajectory, launching 57+ outlets in its first year and 
reporting an annual revenue run-rate of ₹30 Cr2. Notably, Boba Bhai also appeared on 
Shark Tank India Season 4, where it raised ₹90L from investors Namita Thapar and 
Viraj Bahl. Despite the Sharks raising concerns about the lofty valuation and the 
reliance on the Korean food trend, the deal underscored Boba Bhai’s growing 
momentum. This aligns with the analysis undertaken in this memo, which suggests 
that while trend-based positioning can fuel initial growth, its long-term sustainability 
may depend on whether the brand can pivot successfully if the trend loses steam.

7

# Brand Promoters Background Funding 

Raised

Notable 

Investors

Latest 

Revenue

1 Boba 

Bhai

Dhruv Kholi QSR expert, Forbes 

30 Under 30 Asia; 

built brand fast with 

strong branding.

~₹42.9 Cr 8i Ventures, 

Titan Capital, 

Viraj Bahl 

(Veeba)  etc.1

₹30 Cr 

(FY25E)

2 Got Tea Armaan 

Bindra, 

Joseph 

Touthang

Woodstock School 

alumni; launched 

Got Tea in 2020 to 

bring bubble tea to 

India.

$479K 

(~₹3.5 Cr)

Red Baron, 11 

Angel Investors

₹9.22 Cr 

(FY24)

# Brand Promoters Background Latest Revenue

3 Dr. 

Bubbles

Adnan Sarkar

Former construction entrepreneur; 

bootstrapped Dr. Bubbles since 

2015.

₹10 Cr (FY25E)

4 Easy 

Boba

Founded after exiting Dr. Bubbles; 

aims for premium bubble tea 

experience.

Not disclosed

1Inc42; 2Entracker 

https://inc42.com/buzz/bubble-tea-brand-boba-bhai-nets-inr-30-cr-to-roll-out-new-korean-offerings-expansion/#:~:text=D2CX-,Bubble%20Tea%20Brand%20Boba%20Bhai%20Nets%20INR%2030%20Cr%20To,($4.9%20Mn)%20till%20date.
https://inc42.com/buzz/bubble-tea-brand-boba-bhai-nets-inr-30-cr-to-roll-out-new-korean-offerings-expansion/#:~:text=D2CX-,Bubble%20Tea%20Brand%20Boba%20Bhai%20Nets%20INR%2030%20Cr%20To,($4.9%20Mn)%20till%20date.
https://entrackr.com/snippets/bubble-tea-brand-boba-bhai-raises-rs-30-cr-in-series-a-round-8614194


What Boba Bhai Is Doing Differently
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This analysis takes a detailed look at Boba Bhai’s growth trajectory and its distinct approach 

within the bubble tea and QSR space. The brand’s product positioning, localized innovation, 
and strong appeal to Gen Z have fuelled its initial success. This section delves into Boba 

Bhai’s key differentiators—ranging from its menu experimentation and branding to its 

operational strategy that emphasizes efficiency and scalability. 



What Boba Bhai Is Doing Differently

• Localized Innovation: Boba Bhai is attempting to carve out a space in the Indian market 
by offering over 45+ flavour options and introducing Korean-inspired snacks and ice 
creams (see menu in the next section), now scaling across outlets to boost average order 
value and diversify revenue beyond beverages. Regional flavour variations within India 
remain a core part of the menu strategy. While this move to localize the offering isn’t 
entirely novel—many global QSR brands adjust their menu to cater to regional tastes 
when entering new markets—Boba Bhai’s unique approach is in changing its flavour 
offerings based on the region within India. This adds a layer of customization that could 
help appeal more directly to local preferences, but its success will depend on how well it 
scales this regional adaptation.

• Cultural Positioning: Tapping into Gen Z’s affinity for K-pop aesthetics and bolstering its 
presence on social media, Boba Bhai has made significant strides in brand recognition. 
Similar to how McDonald's leverages its Happy Meal to engage younger customers, Boba 
Bhai aligns itself with cultural trends to connect with a highly targeted demographic. 
However, the real challenge is maintaining this cultural appeal as the brand grows, 
especially as new competitors enter the space.

• Operational Execution: Owing to Dhruv Kohli’s prior experience in the QSR industry, 
Boba Bhai has successfully scaled to 57+ outlets in under 18 months—an impressive feat 
that suggests strong operational execution and early market validation. Kohli’s deep 
understanding of the QSR playbook, from supply chain management to scaling outlets 
efficiently, positions Boba Bhai well for long-term success. The operational momentum 
here is key to expanding sustainably, as it’s a space where many new brands struggle.

• Early Traction1: Boba Bhai reports a strong 48% repeat rate and a run-rate of INR 24 Cr, 
indicating positive early traction. While some of this may be driven by novelty, the brand is 
showing promising signs of consumer loyalty and product-market fit, essential for scaling 
in an industry where many brands falter after the initial hype.

• Investor Confidence: With investment from Titan Capital, Global Growth Capital UK, and 
other seasoned investors, Boba Bhai benefits from strong financial backing. The funds 
are likely being allocated to key areas like supply chain improvement and outlet 
expansion, ensuring sustainable growth in a competitive QSR space.

• Outlet Growth and Expansion: Boba Bhai has set ambitious targets to reach 100 outlets 
by the end of 2025 and 500 outlets in the next five years, with plans for international 
expansion in Saudi Arabia and Dubai. This aggressive growth trajectory is not unlike 
other QSR brands that have scaled quickly in India and abroad, demonstrating Boba 
Bhai’s potential to compete on a much larger stage.

Funds are likely being deployed toward supply chain strengthening and footprint 
expansion.
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1Source: Inc42 – “Bubble Tea Brand Boba Bhai Nets INR 30 Cr To Roll Out New Korean Offerings,” March 2024

 https://inc42.com/buzz/bubble-tea-brand-boba-bhai-nets-inr-30-cr-to-roll-out-new-korean-offerings-expansion 

https://inc42.com/buzz/bubble-tea-brand-boba-bhai-nets-inr-30-cr-to-roll-out-new-korean-offerings-expansion
https://inc42.com/buzz/bubble-tea-brand-boba-bhai-nets-inr-30-cr-to-roll-out-new-korean-offerings-expansion
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Operational Snapshot

• Order Volume: Processes over 100,000 orders monthly across 57+ outlets (as of April 
2025)1.

• Delivery vs. Dine-In: As of the Shark Tank India episode, 85% of Boba Bhai’s revenue 
came from delivery, with just 15% from dine-in1. This split isn’t incidental—it reflects a 
deliberate strategy to build a lean, capex-light QSR model designed for speed, 
replicability, and unit-level efficiency.

• Compact Format, High Efficiency: Boba Bhai’s stores typically operate in 150–200 sq 
ft1 spaces, enabling the brand to spend less on opening new locations while driving higher 
revenue per square foot. The focus is on throughput, delivery optimization, and compact 
urban visibility rather than large-format dine-in experiences (which is not unusual for a 
QSR company).

• Format Experimentation & Cost Discipline: One of the more telling examples of Dhruv 
Kohli’s capital-efficient approach is how he staged Boba Bhai’s early format transition – 
the first outlet began as a cloud kitchen, allowing him to test demand and unit economics 
in a low-capex environment. Once the model proved profitable, he converted it into a dine-
in location—effectively derisking the store launch while preserving operational discipline1.

• One investor on Shark Tank India, Arjun Vaidya, even called it “the smartest thing 
he’s done”—underscoring Dhruv’s ability to balance experimentation with financial 
caution, a trait not always visible in early-stage consumer brands chasing top-line 
growth.

• Commissary-Led Standardization: A central commissary in Bangalore supports supply-
side standardization and helps streamline operations across outlets—particularly 
important as the brand begins to scale across cities. This backend integration supports 
consistency while keeping store-level ops relatively light.

• That said, the trade-off in a low-capex model is higher dependency on aggregators 
(reported at ~16% of revenue1), which results in tighter margin levers—meaning a 
significant portion of revenue is shared with third-party platforms, leaving less for 
direct profit. While this model is more cost-efficient in the short term, it also limits 
Boba Bhai’s ability to build in-store loyalty, which is more critical in traditional QSRs. 
However, with the overwhelming majority of Boba Bhai’s revenue coming from 
delivery channels, the brand appears well-positioned to leverage the growing 
preference for food delivery2, similar to other major players in India like Domino’s3 or 
McDonald’s4, who have seen delivery platforms contribute significantly to their 
revenue, especially post Zomato3 and Swiggy’s3 rise. Delivery-focused QSRs have 
not only increased margin efficiency but have also gained a stronger foothold in 
urban markets.

Maintaining product quality and brand experience—especially in a delivery-heavy 
model—will be critical as Boba Bhai moves into its next growth phase.
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1Source:Boba Bhai Shark Tank Episode; 2RedSeer Consulting, "Food Delivery Market in India" Report, 2019; 3Company Annual / Quarterly 

Reports; 4McDonald's India - Delivery Report post-Zomato/Swiggy integration



Breaking It Down: A Closer Look at Boba Bhai’s 
Strategy
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Boba Bhai’s early success is promising, but as seen with other trend-driven brands, 

maintaining growth after initial momentum can be challenging. Can the brand sustain its 
appeal beyond the Gen Z bubble tea trend, especially if similar players emerge in the 

market? And with 57+ outlets so far, how scalable is the model across hundreds of stores?

Let’s break down these factors further, starting with its product positioning and operational 

scalability 



1) Is It Truly Gen Z Accessible?

While Boba Bhai called itself as a Gen Z-first brand on the Shark Tank episode, its pricing of 
Rs. 150–250 per drink places it in the "occasional treat" category for many students or young 
earners. This pricing works well in Tier 1 cities, where disposable income and trend-driven 
spending are higher. However, it may limit repeat business in Tier 2 cities or smaller metros 
unless either pricing adjusts or the product offerings localize further.

The brand has primarily focused on urban markets like Mumbai, Delhi, Bengaluru, and 
Hyderabad—regions with a higher adoption of trends and experience-based consumption. 
Expanding beyond this base will require careful repositioning to ensure that Boba Bhai 
maintains its appeal while addressing affordability and accessibility in smaller markets.
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Note: This is a custom-generated image created solely for illustrative and analytical purposes. It does not reproduce or modify 

any copyrighted visual material. All menu item names and prices have been referenced from publicly available sources (e.g., 

Zomato, Swiggy, official brand listings). This approach was intentionally chosen to avoid any copyright infringement. 

2) Cultural Tailwinds vs Structural Stickiness 

Boba Bhai is tapping into something that resonates with the young crowd, but will it stick? 
Right now, it's riding the wave of K-pop and visual-first trends—genius for grabbing attention, 
but the real question is: can it transition from a trend to a lasting habit? What’s working in Tier 
1 cities might not have the same impact as they scale, especially if the novelty fades.

One thing to note: with over 45 drink options, the brand is clearly tapping into the craving for 
customisation. But as it grows, it’s worth asking—how will they handle operational 
consistency and decision fatigue?

And this is where the RTD move comes into play—could it be a more sustainable growth 
option? Keep reading to see how that could pan out for Boba Bhai’s long-term strategy. 



3) Founder Leadership and Organizational 
Scalability

Boba Bhai’s early traction has been shaped in large part by its founder, Dhruv Kohli, whose 

entrepreneurial streak, execution-led approach, and strategic intuition have been central to 

the brand’s consumer resonance and visibility.

Not new to building, Dhruv brings prior entrepreneurial experience to this venture—and it 

shows. He has demonstrated an acute understanding of Indian consumption behaviour, 

particularly the insight that in India, tea is rarely consumed in isolation. Rather than 

launching with just bubble tea—a simpler MVP—he made the intentional choice to build a 

full-fledged QSR-style offering from the outset, combining bubble tea with food.

This product architecture was based on a strategic learning from earlier players, whom 

Dhruv believes failed to contextualize their offerings to Indian consumer habits. His early 

decision to focus on basket size, occasion fit, and local dining patterns reflects clear, 

thought-through business design.

He’s also built the brand at the cultural intersections where Gen Z lives—activating at large-

scale events like Lollapalooza, Comic Con, and the Ed Sheeran concert, and doubling down 

on Instagram to build community and relevance.

Today, Boba Bhai reportedly holds the largest market share in India’s organized bubble tea 

segment, and Dhruv’s role has gone well beyond founder-as-operator. He’s played brand 

architect, consumer educator, and culture shaper.

As the company matures, the next institutional questions will focus on:

• Building leadership depth beyond the founder

• Systems for geographic scaling and franchise enablement

• SOP and quality assurance infrastructure

• Brand and service consistency across formats

But the foundation—rooted in entrepreneurial drive and sharp consumer instinct—

suggests that Dhruv has done more than just ride a trend. He’s actively tried to shape 

how that trend fits the Indian consumer.

Whether that calibration is enough to overcome the category’s structural challenges 

remains to be seen. But it does point to a founder who is thinking several steps 

ahead—not just reacting to demand, but trying to design for it.
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4) Competitive Moats

First-Mover Advantage?

Boba Bhai is often considered a first mover in India’s bubble tea space, but were they truly 

the first? Brands like Dr. Bubbles and Got Tea had already established themselves in the 

market before Boba Bhai came onto the scene. What Boba Bhai might have pioneered is a 

rapid, high-visibility growth model that’s well-tailored for venture capital investment.

Product Replicability and Supply Chain Concerns

While Boba Bhai has captured attention with its rapid scaling, the product itself isn’t 
proprietary. The supply chain is easily replicable, and their signature cultural aesthetic—
though unique—might be outpaced by better-funded competitors moving faster.

Geographic Expansion

Boba Bhai’s expansion into international markets such as Saudi Arabia and Dubai shows its 

commitment to positioning itself as a global player in the bubble tea segment. This 

international push indicates an ambition to lead, but the market outside India is equally 

competitive, and it remains to be seen whether the brand can successfully adapt to new 

regions.

The Core Question: Speed vs. Sustainability

The true question is not whether Boba Bhai was the first; it’s whether they’ve moved 
fast enough to secure lasting market recognition before competitors catch up. Will 
Boba Bhai's pace of expansion outlast potential competitors who might soon enter the 
space with similar or superior offerings?
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5) Product Frequency and Consumption 
Dynamics? 

• Novelty vs Habit: Boba Bhai's strong early traction appears to be driven by a product 

positioning that still largely relies on novelty and cultural trends, rather than habitual 

consumption. Despite the impressive 48% repeat rate, bubble tea remains an occasional 

indulgence in India—more akin to a treat than a daily ritual like chai or coffee. As Boba 

Bhai expands, its ability to convert this novelty into a sustained habit will be crucial for 

long-term success.

• High ATV, Low Frequency: While Boba Bhai’s relatively high average transaction value 

(ATV) stands out as a key driver of revenue, it also signals a potential issue with lower 

purchase frequency. This model is often seen in QSRs that rely on high-value offerings to 

boost revenue per transaction, but may struggle with repeat visits. Does this model make 

sense for Boba Bhai, especially as a Gen Z-first brand? Given the price point, is the target 

audience truly Gen Z, or is the product attracting a more earning, older demographic? 

This strategy could have worked well for early-stage traction, but does it hold long-term 

promise, especially in a competitive market?

• Expansion vs Customer Retention: Boba Bhai may consider leveraging bundling or 

expanding its menu with complementary products like RTD beverages or Korean snacks. 

However, these strategies come with operational complexity and the risk of diluting the 

brand's core offering. It’s worth noting that the brand’s repeat rate of 48%—while 

impressive—doesn’t provide clarity on whether customers are returning for the bubble tea 

specifically or for the supplementary offerings like the snacks. In the absence of habitual 

consumption, the brand’s growth will likely depend on geographic expansion and 

effectively managing customer acquisition costs (CAC).

Key takeaway: Boba Bhai’s success will depend on whether it can evolve beyond its 

initial novelty-driven appeal to establish a more consistent and sustainable revenue 

stream. While geographic expansion is a natural goal for any growing brand, Boba 

Bhai’s challenge lies in balancing its QSR identity with its boba tea positioning. As the 

brand continues to expand, it will need to ensure it can retain customers while still 

keeping its offering relevant to its target demographic. Ultimately, the question remains: 

Will Boba Bhai maintain its distinct identity as a bubble tea brand, or will it gradually 

morph into just another mainstream QSR player offering the same high-value, 

occasional indulgence?
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6) What Could Slow Boba Bhai Down (I / II)

1. Supply Chain Challenges

• Managing a growing supply chain as Boba Bhai scales will be crucial.

• While Boba Bhai sources ingredients domestically, rapid expansion, new product 

launches (such as RTD beverages), and increasing volume may create logistical 

complexities. Ensuring consistency and controlling costs will be vital as the brand grows 

beyond its current markets.

2. Menu Complexity and Execution Risk

Boba Bhai offers a diverse menu—bubble teas, milkshakes, Korean burgers, fries, and 

desserts—that appeals to many, but scaling this variety brings its own challenges:

• Training Demands: As the brand grows, training will need to cover a broad range of 

items, increasing time and cost (Source: National Restaurant Association Report on QSR 

training costs, Nov 2024).

• Slower Service: More items on the menu can slow service times, with studies showing 

increased prep times in QSRs with diverse offerings (Source: QSR Magazine on menu 

complexity in fast food, July 2024).

• Inconsistency: While a centralized commissary can help, ensuring quality across all 

locations is tough as Boba Bhai scales. This challenge is common in expanding 

franchises (Source: Franchise India on consistency, Mar 2025).

Expanding through franchises may make it harder to maintain standardization and service 

quality. The big question: Can Dhruv Kholi's QSR background help overcome these 

growing pains, or will Boba Bhai’s rapid pace stretch its resources too thin? With Kunal 

Bahl’s backing, operational issues may be managed better, but can they scale without losing 

what makes them unique?

3. Franchise Model Viability

The franchise model adopted by Boba Bhai is designed for speed and capital efficiency, with 

small-format stores and low capex. However, the franchise format itself is not a guarantee of 

sustainable growth—and global precedents like Subway have shown how rapid, loosely 

controlled franchising can erode brand equity and operational consistency.

The success of this model will depend on the company's ability to enforce training, manage 

quality across geographies, and resist the temptation to scale faster than its systems can 

support

4. Operational Bandwidth and People Risk

Early-stage F&B brands often rely heavily on a small, hands-on leadership team. Scaling to 

100+ outlets will require:

• Regional managers and ops infrastructure (PTO)
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6) What Could Slow Boba Bhai Down (II / II)

• (Contd.) Franchisee onboarding and performance systems

• Consistent customer experience controls

Without a robust back-end foundation, rapid store expansion can quickly outpace execution 

capability

5. Founder Dependency

Founder Dhruv Kohli has been central to the brand’s early momentum, visibility, and 

storytelling. As Boba Bhai scales, long-term success will depend on how well the business 

can institutionalize operations and reduce reliance on founder-led problem-solving.

6. Geographic and Demographic Portability

Boba Bhai has found resonance with urban Gen Z consumers in metro cities.

However, expanding to Tier-2 and Tier-3 markets—or serving older, more price-sensitive 

consumers—could require menu, price point, or brand tone adjustments that test scalability 

and consistency.

7. RTD and Quick Commerce: Scaling Sales or Stretching Margins?

As part of its broader growth strategy, Boba Bhai has launched ready-to-drink (RTD) bubble 

tea through platforms like Blinkit. This packaged format reflects a shift from in-store QSR to 

FMCG-style distribution, leveraging shelf-stable, convenience-oriented consumption formats.

Boba Bhai’s RTD line—currently live on Blinkit—marks a strategic expansion beyond QSR.

8. Korean Positioning Clarified 

Bubble tea—Boba Bhai’s signature beverage—is actually Taiwanese in origin, while the rest 

of the menu draws thoughtfully from across Asia: Japanese matcha and Thai milk teas, 

Korean-style burgers and ice creams, and Chinese-inspired snacks like momos. Framing it 

as a pan-Asian menu with Korean-inspired flair (rather than a Korean brand per se) aligns 

reality with branding and keeps us credible. 

9.   Zomato and Swiggy Rating

Boba Bhai averages ~3.9 on Zomato and ~4.1 on Swiggy, a weak signal for a scaling QSR 

brand where platform ratings drive discovery and conversions.

In summary: Boba Bhai has shown that it can grow quickly. The next test is whether it 

can scale sustainably. Without more structured operational depth, stronger supply 

chain control, and a plan to de-risk founder dependence, the same speed that built the 

brand could become its biggest vulnerability.
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7) Competitive Pricing & Target Market Mapping: 
Where Does Boba Bhai’s RTD Fit? (I / II)

Boba Bhai’s RTD rollout is now complete, with 3 SKUs priced at ₹99 for 330ml available 

via Blinkit and Zepto in 70+ cities, and two more SKUs in the pipeline. Management expects 

RTD to contribute 10–20% of total beverage revenue by FY26. This places Boba Bhai at 

the intersection of mass-market dairy/juice brands and a growing premium lifestyle segment 

targeting urban Gen Z and millennials.

Strategic Takeaway: A Crowded, Fragmented Middle

Boba Bhai is straddling two market realities:

• Too premium for mass RTD consumers

• Too new to command loyalty in premium RTD

Unlike RAW or Sleepy Owl, which lean into health, functionality, or coffee rituals, Boba Bhai 

is selling a cultural novelty. This can be powerful—but it also means the category norms are 

still undefined.

In this landscape, Boba Bhai must prove that bubble tea—historically a dine-in indulgence—

can translate into a repeatable, self-serve FMCG product that justifies premium pricing.

Target Market Reality Check

While Boba Bhai’s RTD product is priced alongside premium RTD brands like RAW 

Pressery, Slay Coffee, and Sleepy Owl, the underlying buyer profiles may diverge 

significantly. Most established premium RTD players target earning individuals—office-

goers, health-conscious professionals, and urban millennials—who purchase these drinks 

for functional value (energy, wellness, coffee ritual). (PTO)
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Brand Price Range (INR) Product Type Primary Target Consumer

Smoodh (CavinKare) ₹10–₹15 Flavored milk
Tier 2/3 youth, college 

campuses

Amul Kool ₹20–₹30 Flavored milk, lassi
Working-class and rural 

consumers

Paper Boat ₹30–₹50 Ethnic fruit beverages
Urban families, nostalgia-

driven buyers

Nestlé / Nescafé ₹30–₹60 Cold coffee, milk drinks
Young adults, impulse 

purchases

Boba Bhai ₹99 Bubble Tea Urban Gen Z & millennials

RAW Pressery ₹120–₹150 Cold-pressed juices
Health-focused, urban 

upper-income

Slay Coffee / Sleepy 

Owl
₹100–₹150

RTD coffee, flavored 

brews

Urban millennials, lifestyle-

driven digital buyers



7) Competitive Pricing & Target Market Mapping: 
Where Does Boba Bhai’s RTD Fit? (II / II)

(Contd.) In contrast, Boba Bhai’s brand is designed to appeal to Gen Z sensibilities—quirky 

packaging, cultural relevance, digital buzz. 

But Gen Z is not the primary spender in this price bracket. Often, the drink is being 

purchased with parents' discretionary spending or during limited outings.

The hypothesis worth testing: Can a ₹150 novelty drink—positioned as a youth impulse 

item—scale in an FMCG format that typically depends on habitual, self-funded 

consumption? If not, Boba Bhai may face headwinds in driving repeat usage at scale without 

repositioning or repricing.

Margin Compression and Distribution Risk

RTD beverages come with different economics than QSR:

• Lower average order value (single-unit vs combo meals)

• Higher per-unit cost (packaging, preservation, logistics)

• Reliance on platform partnerships or offline distributors

The result: even at higher sticker prices, net margins may be materially lower, especially 

when quick commerce platforms charge 20–25% commissions on each order.

Strategic Implication: Identity Drift and Execution Load

With an aggressive push into QSR, ice cream, burgers, and now RTD formats, there’s a 

growing risk of brand sprawl. If Boba Bhai stretches too far without clearly segmenting its 

value propositions:

• The core brand identity may blur

• Operational complexity may rise

• And execution bandwidth may become overstretched relative to team size and maturity

The RTD rollout is bold—but unclear. Without a sharply defined customer, competitive moat, 

and pricing-to-margin alignment, Boba Bhai risks spreading thin at the exact moment it 

needs to consolidate brand equity and operational excellence.
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Unit Economics and Store-Level Profitability of 
Boba Bhai

20

Let’s take a closer look at the unit-level economics and store profitability that underpin Boba 

Bhai’s rapid expansion and assess how well the brand is set up for sustainable growth 



Unit Economics and Store-Level Profitability 
of Boba Bhai (I / II)

Outlet Investment and Format

• Investment: Setting up a Boba Bhai outlet requires an investment of c. ₹15 lakh for 

company-owned stores, while franchise-owned outlets necessitate around ₹19 lakh. 

• Format: The brand operates compact outlets, generally ranging from 150 to 250 square 

feet, ensuring efficient use of urban retail space. These outlets are designed for high-

traffic, high-footfall areas, often focusing on minimalistic interior layouts that maximize 

seating and customer throughput.

(Source: Indian Retailer) 

Revenue and Profitability

• Product Contribution: Bubble tea accounts for c. 50% of total revenue, with ice cream 

and quick commerce contributing 10%, and Korean offerings making up the remainder (c. 

40%).

(Source: Inc42, Apr 2025)

Operating Cost Structure & Leadership Compensation (As of FY25):

This lean but functional cost structure reflects an effort to balance growth with operational discipline. The burn reduction from 

₹1.8 Cr/month to ₹30L/month underscores improving efficiency, even as the team scales. The allocation to experienced 

operational leadership also suggests a clear focus on executional depth—a critical piece as the brand prepares for wider 

national rollout. Further, production cost is not disclosed by the Company. However, we understand production cost is to be 

~40%.
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Metric Value Notes

FY23–24 Revenue (6 months) ₹5.2 Cr Post-launch, Oct ’23–Mar ’24

FY24–25 YTD Revenue (as of the 

Shark Tank episode)
₹17 Cr As of Shark Tank recording (likely Q3 FY25)

Projected FY25 Revenue ₹30+ Cr Management forecast

Monthly Revenue (latest) ₹4 Cr Primarily driven by quick commerce + delivery

Monthly Burn (FY23–24) ₹1.8 Cr Reflects early format + setup costs

Monthly Burn (FY24–25) ₹30 lakhs Significant improvement in cost efficiency

Profitability  Not yet profitable But trending toward lower cash burn

Burn has declined from ₹1.8 Cr / month in FY23–24 to ₹30L / month as of FY25 — suggesting tighter cost 

control and stronger unit economics as the brand scales. While profitability remains a forward milestone, the 
reduction in cash outflow signals more sustainable expansion.

Operating Cost Breakdown (as % of revenue)*
Cost Head Approx % Notes

Rent 8% Compact 150–200 sq ft formats reduce capex exposure

Salaries 12–13% Includes lean HQ + store staff; ops-heavy model

Aggregator Commissions 16% Reflects delivery-dominant channel mix (~85%)

Marketing (Performance) 7% Likely includes paid campaigns across digital + influencer

Other Operating Costs 2% Day-to-day incidentals

Brand Marketing + Corporate 

Overheads
~Balance Discretionary + non-operational

*Source: SharkTank Episode S4

https://www.indianretailer.com/restaurant/article/bubble-tea-vs-chai-can-india-s-930m-market-challenge-the-king-of-beverages.12234?utm_source=chatgpt.com
https://www.indianretailer.com/restaurant/article/bubble-tea-vs-chai-can-india-s-930m-market-challenge-the-king-of-beverages.12234?utm_source=chatgpt.com
https://inc42.com/buzz/exclusive-boba-bhais-revenue-zooms-6x-to-inr-30-cr-in-fy25-eyes-3x-growth-next-year/?utm_source=chatgpt.com


Unit Economics and Store-Level Profitability 
of Boba Bhai (II /II)

Leadership Compensation

• Dhruv Kohli (Founder & CEO): ₹2.5 lakhs/month

• Reflects conservative founder draw relative to company stage and cash burn

• VP – Operations: ₹42 lakhs/year

• One of the highest paid team members

• Validated during Shark Tank India as “justified,” given the ops-intensive nature of 

QSRs and the need for execution rigor across formats and geographies

Margins

• Gross Margin: 65%; Reflects strong contribution margin, likely driven by centralized 

commissary, compact store formats, and premium pricing on beverages.

• EBITDA Margin: 20%; Highlights solid operational efficiency, driven by Boba Bhai’s 

compact store formats and effective cost management strategies. While the brand is 

currently benefiting from strong unit economics, this margin could face compression as 

the company scales, especially with the added complexity of expanding its product 

offerings and increasing reliance on external delivery platforms.
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Key Financial Projections Summary and cash 
positive timeline

Revenue Projections:

• FY25 Run-rate: ₹30 crore annual revenue based on the current monthly revenue run-rate 
of ₹4 crore.

• Optimistic Growth: Projected 30% YoY growth in FY26 to ₹39 crore, with RTD 
contributing 10–12% of total revenue in its first full year.

• Conservative Growth: Projected 20% YoY growth in FY26 to ₹36 crore, with RTD 
contributing ~8–10% of total revenue and slower adoption in Tier 2/3 markets.

• Key Drivers: Completed RTD rollout (expected to contribute 10–20% of beverage 
revenue by FY26, targeting urban Gen Z and millennials via quick commerce), 
geographical and international expansion, and menu diversification (including Korean-
inspired ice creams).

EBITDA Projections:

• FY25: Estimated at ₹6 crore with a steady 20% EBITDA margin.

• FY26: Projected EBITDA of ₹7.2 crore to ₹7.8 crore, with margin stability in the optimistic 
case and slight compression in the conservative case from quick commerce commissions 
on RTD.

Cash Burn & Break-even Timeline:

• Current Burn: Estimated at ₹30 lakh per month (~₹3.6 crore annually) based on Shark 
Tank insights.

• Optimistic Scenario: Burn reduction to ₹2.4 crore in FY26, with a break-even by FY27.

• Conservative Scenario: Burn remains at ₹3 crore in FY26, with a break-even 
potentially pushed to FY28.

Key Assumptions:

• Based on Boba Bhai's current performance, expansion strategy (100 outlets by FY25), 
RTD product uptake, and strategic partnership with Arjun Vaidya (founder of Veeba).

• Aggressive marketing spend and operational improvements are expected to scale as 
Boba Bhai expands.

(Please refer to the appendix for detailed assumptions and analysis of the above)
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What Might Have Convinced Investors

24

While Boba Bhai’s model isn’t without its risks—from trend dependence to menu 

complexity—the brand has managed to raise ₹30 crore in Series A funding from investors 
including 8i Ventures, Titan Capital, and Global Growth Capital. So what may have prompted 

institutional backers to lean in despite the concerns?

Here’s a likely perspective. 



What Might Have Convinced Investors

1. Early Growth That Signals Market Pull

Boba Bhai reportedly scaled from ₹5 Cr to ₹30 Cr in revenue in under a year, with over 

70,000 orders per month across ~57+ outlets.

For early-stage investors, this kind of velocity often suggests strong initial product-market 

resonance—even if long-term retention and consistency remain to be proven.

2. A Brand That Connects with Gen Z Culture

Boba Bhai isn’t positioning itself as a traditional beverage brand—it’s embedding itself in 

youth culture through bubble tea, Korean-inspired food, and a bold, pop-forward aesthetic.

That cultural positioning can create stickiness and virality, even if it remains to be seen 

whether it translates into durable lifetime value.

3. Multi-Channel Ambitions

The push into delivery, dine-in, and now quick commerce (via packaged bubble teas on 

Blinkit) may have signalled to investors a willingness to diversify channels and hedge 

operational concentration risk.

That said, success in quick commerce is still early-stage, and margins remain untested at 

scale.

4. An Asset-Light, Replicable Format

With compact 150–200 sq ft stores, ₹15–19L setup costs, and a 12–18 month payback 

window, the brand’s format is built to scale fast in urban clusters.

While that looks attractive on paper, scaling food is rarely linear—brand dilution, 

consistency, and ops fatigue are known hurdles in QSR.

5. A Category Yet to Be Built—Not Just Entered

Boba Bhai isn’t just early to bubble tea—it appears to be positioning itself ahead of a 

category that has yet to be clearly established in India. While that could offer first-mover 

visibility, it also implies the need to educate consumers and build demand from the ground 

up. The space remains nascent, and whether it evolves into a scalable segment is still 

uncertain.

In short: Investors may see a fast-moving brand with strong cultural appeal and a 

format that appears designed for scale—if operational discipline and category maturity 

evolve in tandem with the brand’s current momentum. But from an outsider’s lens, the 

opportunity still carries meaningful execution and sustainability risk.
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Investor Exit Scenarios: An Analytical Perspective

26

Boba Bhai's recent ₹30 crore Series A, led by 8i Ventures with participation from Titan 

Capital, Winners Fund, Global Growth Capital, and others, underscores investor confidence 
in the brand's ability to scale in India’s burgeoning bubble tea market. Between February 

2024 and January 2025, the company raised over ₹52 crore through a mix of equity and 

preference shares. Notably, the share premium rose ~74% within just nine months—from 
₹28,995/share in early 2024 to ₹50,485/share by early 2025—indicating strong valuation 

momentum and investor appetite. This uptick in pricing and structure reflects both brand 
traction and investor belief in the long-term upside of India’s Gen Z-led QSR plays. (Source: 

MCA filings)

Given the dynamic nature of India’s QSR ecosystem and evolving beverage consumption 

habits, it’s pertinent to examine potential investor exit pathways, grounded in fund behaviour 
and macro trends



Investor Exit Scenarios: An Analytical 
Perspective 

1. Track Record & Market Dynamics

Both Titan Capital and 8i Ventures have a history of aggressive entry + disciplined exit. 

Titan’s early bet on Urban Company turned ₹57 lakh into ₹111 crore (~200x return), while 

8i’s M2P exit shows savvy timing. Given the sector’s nascency, Boba Bhai’s cap table 

reflects a structure designed for control + optionality—allowing promoters to retain decision-

making while unlocking investor liquidity as scale is achieved. (Source: Inc42, Oct 2024; 

Economic Times, Jul 2024)

2. Strategic Acquisition by F&B Conglomerates

Investors may anticipate an exit via acquisition by a food & beverage major looking to enter 

or double down on the bubble tea format. The Indian bubble tea market—valued at $95M in 

2022 and projected to reach $199.3M by 2032 (CAGR: 7.74%)—presents a compelling case 

for portfolio diversification. Global precedents like Mixue’s rapid scaling (45,000+ outlets 

globally) highlight the format’s appeal to strategics with expansion capital (Source: AP News, 

Mar 2025)

3. Secondary Sale to PE/VC Funds

A more likely short-to-mid-term outcome is secondary stake sales to growth-stage funds. 8i 

Ventures, for instance, has a track record of facilitating exits via larger funds (e.g., their 12x 

exit from M2P Fintech in 4.5 years). This route allows for liquidity without operational 

disruption and is common for brands crossing the early PMF threshold. (Source: Mint, Oct 

2024; Inc42, Oct 2024)

4. Initial Public Offering (IPO)

With stated ambitions of reaching 100 outlets by Dec 2025 and a reported 45% monthly 

repeat rate, Boba Bhai’s growth levers align with the kind of scale and stickiness public 

markets seek. The robust share premium trajectory over 2024-25 further signals institutional 

confidence—positioning the brand as a potential QSR IPO candidate, following in the 

footsteps of players like Barbeque Nation and Burger King India (Source: Indian Retailer, 

Apr 2024).

Conclusion

Whether via secondary sale, strategic acquisition, or IPO, Boba Bhai’s capital 

structuring appears to reflect a business preparing for milestone-driven optionality. 

Investors may be calibrating timing against valuation inflection points and store-level 

profitability. While the brand’s financial momentum and early format traction suggest a 

degree of investor readiness, execution depth and category maturity will likely 

determine the pace and viability of eventual exit outcomes.
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Why it matters 

Boba Bhai's growth trajectory offers valuable insights into the intersection of trends, 

scalability, and market nuances. The brand’s initial momentum—driven by its unique 

approach of tailoring flavors to local preferences and focusing on high-quality offerings—has 

garnered investor confidence. Its ability to leverage the founder’s previous QSR experience 

to scale rapidly is crucial to its success, as seen with its swift expansion and the strategic 

backing from key investors, including the ₹90 lakh investment secured through Shark Tank 

India.

However, while early results show promise, several concerns remain. The potential 

challenges in sustaining this momentum, particularly as the novelty wears off, remain a key 

risk. The company’s completed rollout of the RTD line—an organic extension aimed at 

diversifying channels—is now live in 70+ cities via Blinkit and Zepto (₹99, 3 SKUs). 

Management projects RTD to contribute 10–20% of beverage revenue by FY26. 

Additionally, there’s the question of whether the price point fits with Boba Bhai’s target 

audience—especially since the price range seems more suited to a higher-earning 

demographic, not necessarily Gen Z.

The brand’s expansion into Tier 2/3 cities and international markets, including Saudi Arabia 

and Dubai, will test its scalability and ability to execute in new regions. As the company 

faces mounting competition and works to navigate India’s health-conscious market, 

particularly concerning sugar content and diabetes, it’s critical to assess whether Boba Bhai 

can maintain relevance and growth beyond the initial buzz.
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What to Watch
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What to Watch (I / II)

• Trend-driven growth: Current momentum appears closely tied to Gen Z’s interest in K-

pop and visual-first formats. Sustaining relevance may require evolving with shifting 

cultural preferences.

• Limited habit formation: Bubble tea remains more of an occasional indulgence than a 

routine choice in India. Previous players—like Dr. Bubbles and Tea Trails—have 

maintained a metro presence but haven’t scaled meaningfully, suggesting limited 

category stickiness to date (source).

• Menu complexity: A broad menu may pose challenges for operational consistency and 

throughput as the brand scales. Korean-inspired ice creams are gaining traction and 

supporting basket size growth, reinforcing the brand’s non-boba revenue streams.

• Affordability trade-offs: The current price point aligns with Tier 1 spending patterns but 

could limit accessibility in more price-sensitive markets.

• Health perceptions: With increasing scrutiny around sugar consumption—especially in a 

country where over 100 million people are living with diabetes—bubble tea’s long-term 

positioning may come under pressure. Gen Z is also gradually leaning into more health-

conscious choices. As the category remains an occasional indulgence, it will be worth 

watching how Boba Bhai balances indulgence with shifting consumer expectations 

(source).

Additional Watchpoints (Post-RTD and Scale Insights)

• Target Market Tension in RTD: Boba Bhai’s RTD rollout is now complete, with 3 SKUs 

priced at ₹99 for 330ml live in 70+ cities via Blinkit and Zepto, and two more SKUs in the 

pipeline. The core positioning remains Gen Z-first, but actual repeat purchases are likely 

to come from older millennials and working professionals with self-funded discretionary 

spending, while younger Gen Z purchases are often parent-funded. The challenge will be 

driving habitual consumption in a category still dominated by functional and health-led 

RTD players.

• Margin Pressure from Quick Commerce: RTD sales through platforms like Blinkit incur 

packaging costs, commissions, and delivery discounts—potentially creating thinner 

margins than dine-in or direct QSR formats. If volumes don’t scale meaningfully, this 

channel could drag blended profitability.

• Category Crossover Risks: From bubble tea to burgers to packaged beverages, Boba 

Bhai’s fast product expansion raises brand focus questions. Will consumers see it as a 

cohesive lifestyle brand—or just another multi-format F&B startup?

• RTD Distribution Feasibility Beyond Tier 1: While Blinkit provides metro traction, 

scaling RTD into Tier 2/3 markets without localized pricing or shelf presence may be 

commercially challenging, especially with incumbents like Smoodh and Amul Kool 

dominating value-based RTD.
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What to Watch (II / II) 

• Exit Timing vs. Operational Readiness: With ₹30 Cr already raised and institutional 
VCs onboard, the pressure to demonstrate scalable, repeatable growth may precede true 
operating maturity. Watching whether infrastructure catches up with ambition will be 
critical.

As Boba Bhai positions itself for expansion, several critical factors will dictate its long-term 
trajectory:

1. Sustaining Core Consumer Appeal: While Boba Bhai’s current momentum is strong, its 
ability to maintain appeal beyond its core Gen Z audience will be vital. Gen Z’s interest in 
K-pop and visual-first formats is driving current demand, but shifting cultural preferences 
and the brand’s ability to sustain repeat customers will be key to long-term success.

2. Entry into the RTD Segment: The brand’s expansion into the Ready-to-Drink (RTD) 
segment represents a major strategic pivot. While the RTD space offers significant growth 
potential, its success depends on how well Boba Bhai can integrate this new offering into 
its existing product lineup. Observing how the RTD segment fares in terms of consumer 
reception and its contribution to overall revenue will be crucial.

3. Strategic Partnership with Arjun Vaidya (Veeba): Boba Bhai’s partnership with Arjun 
Vaidya, founder of Veeba, offers significant operational advantages. Arjun’s deep 
knowledge of the F&B industry and strong market connections could streamline supply 
chain efficiencies and enable smoother market penetration. This partnership could 
accelerate both Boba Bhai’s domestic and international expansion, particularly in Tier 1 
cities and beyond.

4. Geographic and Market Expansion: Boba Bhai is focused on aggressive geographic 
expansion, with plans to reach 100 outlets by FY25 and 500 outlets in five years. The 
success of its strategy will depend on how well the brand navigates operational 
complexities, especially as it scales across different cities and expands into international 
markets like Saudi Arabia and Dubai. Geographic expansion, especially into Tier 2 and 3 
cities, will present unique challenges in terms of consumer acquisition, supply chain 
management, and local competition.

5. Quick Commerce and Operational Complexity: Boba Bhai’s reliance on quick 
commerce platforms like Blinkit for delivery represents a double-edged sword. While 
these platforms provide quick access to metro consumers, they also introduce margin 
pressures due to packaging costs, commissions, and delivery discounts. If Boba Bhai 
cannot scale its RTD offerings significantly or optimize delivery costs, this could impact 
the brand’s profitability and long-term sustainability.

6. Positioning as a Unique Brand vs. Generic QSR: A key question to address is whether 
Boba Bhai can maintain its identity as a bubble tea-centric brand or whether it will 
transition into a more generic QSR player. The brand’s rapid expansion into various 
product lines like burgers, Maggie, and beverages could dilute its initial positioning, 
potentially confusing customers and eroding its unique market differentiation.

7. Future Product Expansion and Health Trends: As consumer preferences shift toward 
healthier options, particularly within Gen Z, Boba Bhai will need to navigate this transition 
without losing its core customer base. The brand's ability to balance indulgence with 
health-conscious alternatives will be crucial. Furthermore, in a country where over 100 
million people live with diabetes, Boba Bhai’s strategy will need to address growing health 
concerns and adjust its offerings to appeal to a broader, more health-conscious market.
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Sidebar: Maggi’s Korean Flavour Play vs. 
Boba Bhai’s Cultural Immersion 

In 2023, Nestlé launched Korean-inspired instant noodles under the Maggi brand—a nod 

to the rising demand for Korean spice profiles in India. With instant noodles already 

entrenched as a household staple, Maggi simply layered cultural novelty onto an existing, 

habit-forming product.

By contrast, Boba Bhai’s approach is deeply intertwined with Korean culture—

extending beyond flavours to encompass brand identity, store aesthetics, and menu design. 

With over 50% of its revenue derived from bubble tea, a category with limited historical 

traction in India, its reliance on a trend-driven format naturally raises questions about long-

term sustainability.

During their appearance on Shark Tank India, Boba Bhai’s spicy Korean-style burgers 

received mixed feedback—highlighting how even within the Korean trend, product 

acceptance may vary.

This contrast underscores a key distinction: between incorporating a trending flavour into a 

familiar format, and building an entire brand around a cultural wave. While Maggi’s Korean 

noodles capitalize on flavour familiarity within an everyday staple, Boba Bhai’s success 

depends on whether a lifestyle-driven concept can transition into a repeatable, scalable 

business.

If Korean spice is entering the mainstream, does that necessarily mean Korean-

inspired beverages—and premium visual-first formats like bubble tea—can scale the 

same way? Or will Boba Bhai eventually face the same plateau risks that have slowed 

down past QSR plays in this category?
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Closing Thoughts
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Closing Thoughts 

• Boba Bhai’s trajectory highlights how thoughtful brand positioning, localized product 

innovation, and operational discipline can create early momentum in a segment that has 

yet to see a category-defining breakout. Despite multiple players over the past decade, no 

player has emerged as a clear national leader—underscoring both the promise and the 

executional challenges in India’s bubble tea market.

• While Boba Bhai shows encouraging signals—such as strong repeat rates and rapid 

outlet expansion—questions remain around the durability of this traction as the brand 

scales beyond its early core. Execution in newer markets (especially Tier 2/3), 

consistency in consumer retention, and maintaining margin discipline will be key to 

determining whether this momentum evolves into defensible leadership.

• The brand’s completed rollout of the ready-to-drink (RTD) segment marks a significant 

extension of its product ecosystem. With 3 SKUs priced at ₹99 for 330ml live in 70+ cities 

via Blinkit and Zepto, management expects RTD to contribute 10–20% of beverage 

revenue by FY26. While this channel offers new reach beyond QSR and delivery, it also 

introduces distribution and shelf-life complexities that differ fundamentally from in-store 

operations. The strategic impact will hinge on whether RTD becomes a repeatable, habit-

forming product or remains a novelty-driven add-on.

• Ultimately, investor exits will depend on how these strategic choices unfold. If Boba Bhai 

maintains profitability while scaling and successfully navigates newer channels like RTD, 

exit pathways through strategic acquisitions or secondaries could materialize. But if 

traction stalls or the brand overextends, timelines may elongate—particularly in a 

category still proving its long-term fundamentals. For now, the momentum is undeniable—

but the moat still needs to be built.
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Revenue Projection Analysis (I / II) 

Revenue Projections Assumptions:

1. Current Performance: Boba Bhai is on track to generate ₹30 crore in FY25 based on its 

current monthly run rate of ₹4 crore, with 57+ outlets operational as of FY25.

2. Funding Utilization: The projections are based on the assumption that Boba Bhai will 

effectively utilize its ₹30 crore Series A funding, along with the ₹90 lakh raised from the 

Shark Tank episode (which may have already been partially utilized by the time the 

episode was recorded), bringing the total raised to ₹40 crore by the time of the episode. 

This funding is expected to support the following:

1. Geographic and Outlet Expansion: Significant capital will be allocated towards 

opening new outlets, contributing to both geographic and market segment 

diversification. The target of 100 outlets by the end of FY25 and 500 outlets within 

five years will be largely driven by these funds. This assumption is based on the 

founder’s statements in the Shark Tank episode and the current expansion 

trajectory. However, scaling across multiple regions, including Tier 2/3 cities, 

presents uncertainties related to customer acquisition, operational consistency, and 

localized consumer preferences.

2. Operational Enhancements: A portion of the funding will go toward operational 

improvements, including scaling their commissary operations and enhancing 

supply chain efficiencies. This is expected to improve margins and support the 

brand’s rapid expansion. However, the company is likely to face cost pressures as 

it scales and diversifies its product lines, particularly in managing supply chain 

complexity and ensuring operational consistency across locations.

3. Quick Commerce & RTD Launch: A significant chunk of the capital will likely be 

allocated to fuel quick commerce partnerships (Blinkit, Instamart, Zepto) and the 

introduction of the Ready-to-Drink (RTD) product line, aligning with the brand’s 

innovation-driven strategy to capture more consumer touchpoints. However, the 

exact impact of this product line on overall growth remains uncertain and will 

depend on market reception.

It's important to note that by the time of the Shark Tank episode, Boba Bhai may have 

already utilized a portion of the funding raised, which could affect cash flow and burn 

rate analysis. This analysis assumes that the funds are still being strategically 

allocated to drive the company’s growth.

3. Strategic Partnership with Arjun Vaidya (Veeba): The partnership with Arjun Vaidya, 

founder of Veeba, is assumed to provide strategic benefits such as improved access to 

premium retail locations, enhanced supply chain management, and smoother 

international expansion. His involvement is expected to reduce operational risks and 

accelerate market penetration, though the full impact on long-term growth yet to be seen.

(PTO)
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Revenue Projection Analysis (II/II) 

4. Marketing and Branding: Aggressive digital marketing, influencer partnerships, and 

social media campaigns will support brand visibility and customer acquisition. We 

assume that marketing spend will increase as the brand enters new cities and launches 

new product lines (RTD beverages, Korean-inspired ice creams). However, the cost-

effectiveness and long-term ROI of these campaigns will need to be assessed as the 

brand scales. 

5. Market Growth Rate: The Indian non-alcoholic beverage market is projected to grow at 

a CAGR of approximately 7.06% from 2024 to 2029. While this growth is positive, the 

exact pace at which Boba Bhai can capture market share will depend on factors such as 

consumer preferences, competitor activity, and the brand's ability to execute on its 

strategic initiatives.

Revenue Projections

1. Base Case: In this scenario, we project a modest 10-15% growth in FY25, factoring in 

the company's current performance and initial traction. This conservative estimate 

assumes steady growth, with product diversification being a primary driver of incremental 

revenue.

2. Upside Case: In a more optimistic scenario, assuming strong uptake of the completed 

RTD rollout and continued rapid expansion, we expect a 20–25% revenue growth. RTD 

is expected to contribute 10–12% of total revenue in FY26, with early traction from metro 

quick commerce. This scenario takes into account the robust growth in the RTD category 

and Boba Bhai’s ability to leverage its growing distribution and marketing capabilities.

3. Conservative Case: We forecast a slower growth rate of 5–10%, assuming that the 

market adoption of Boba Bhai’s offerings, especially RTD beverages, may take longer to 

materialize. RTD contribution in FY26 is estimated at ~8–10% of total revenue, with 

slower Tier 2/3 adoption. This is coupled with the challenges of scaling operations and 

controlling costs as the brand expands.

(PTO)
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EBITDA projections

Boba Bhai's EBITDA projections are based on its current performance, revenue growth 
assumptions, and margin expectations. As of FY25, Boba Bhai has an EBITDA margin of 
20%. However, we acknowledge that the margin may fluctuate as the company scales and 
diversifies its revenue streams.

Current EBITDA Analysis:

• FY25 Projected Revenue: ₹30 crore (based on the current monthly run rate of ₹4 crore).

• EBITDA for FY25: ₹30 crore * 20% = ₹6 crore.

Key Assumptions for EBITDA Projections

1. Revenue Growth: Projections are based on an expected 20-30% annual revenue growth, 
driven by expansion into new geographic markets and product diversification, including 
the RTD segment. As the company scales, revenue growth will naturally impact EBITDA, 
as more efficient operations and higher volumes should improve margins.

2. Margin Variability: While the assumption here is that margin would remain stable at 20%, 
this is likely to fluctuate as Boba Bhai scales. Operational efficiencies, particularly around 
supply chain management and staffing, could help sustain or improve margins. However, 
the complexity of scaling, increased product diversification, and higher operating costs 
could lead to margin compression, affecting overall EBITDA.

3. Cost Management: Boba Bhai’s strategy revolves around cost-effective expansion, using 
commissary-led supply chains and compact store formats. The assumption here is that 
this model allows them to maintain a 20% EBITDA margin, with operational levers 
focused on managing staffing, logistics, and marketing costs. However, as they scale, 
rising costs will need careful management to prevent margin erosion.

EBITDA Growth Assumptions:

Given the expected growth, we anticipate the EBITDA margin may fluctuate as Boba Bhai 
diversifies its revenue streams and scales. Below are the projections based on two growth 
scenarios:

1. Optimistic Scenario: Assuming a 30% revenue growth in FY26, Boba Bhai's revenue 
would increase to ₹39 crore, with RTD contributing 10–12% of total revenue.

• EBITDA for FY26 = ₹39 crore * 20% (Assuming margins remain stable despite 
growth) = ₹7.8 crore.

This scenario assumes strong uptake across new product lines like RTD and rapid 
expansion, sustaining margins through economies of scale.

2. Conservative Scenario: Assuming a 20% revenue growth in FY26, revenue would 
increase to ₹36 crore, with RTD contributing ~8–10% of total revenue.

• EBITDA for FY26 = ₹36 crore * 18% (Assuming slight margin compression due to 
higher operational costs as the brand scales) = ₹6.48 crore.

A more conservative scenario reflects challenges in scaling, with margin pressure from 
increased operational costs.

Thus, assuming steady or fluctuating margins, Boba Bhai's EBITDA for FY26 could 
range between ₹6.48 crore and ₹7.8 crore, depending on how well it manages 
operational efficiency and scale.
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Cash burn analysis – Break even estimate

Current Cash Burn Estimate:

• As of the Shark Tank episode, Boba Bhai's monthly cash burn was reported at ₹30 lakh 
(₹3.6 crore annually). We will use this as a starting point for FY25 and adjust it in the 
future scenarios based on our revenue projections and EBITDA margins.

• The high burn rate is typical of early-stage brands that are scaling aggressively and 
investing in infrastructure, product development, and customer acquisition.

Cash Burn Scenarios Based on Revenue & EBITDA Projections:

Optimistic Scenario (30% Revenue Growth):

• Revenue Growth Assumption: We expect 30% YoY revenue growth in FY26, driven 
by successful scaling and the completed RTD rollout, projected to contribute 10–12% of 
total revenue in its first full year.

• EBITDA Margin: Assuming that the EBITDA margin holds steady at 20%, the projected 
EBITDA for FY25 is ₹6 crore, growing to ₹7.8 crore in FY26 (calculated from our revenue 
projection).

• Cash Burn Estimate for FY25: ₹3.6 crore (current burn rate).

• Cash Burn for FY26: With 30% revenue growth, RTD contribution, and improvements in 
operational efficiencies, we estimate a reduction in burn to ₹2.4 crore.

• Break-even Point: In this scenario, Boba Bhai could potentially break even by FY27 or at 
least reduce the cash burn to near zero, assuming economies of scale and continued 
operational discipline.

Conservative Scenario (20% Revenue Growth):

• Revenue Growth Assumption: In this more conservative case, we expect 20% YoY 
revenue growth in FY26. This assumes slower-than-expected uptake of the completed 
RTD rollout, with contribution limited to ~8–10% of total revenue and slower adoption in 
Tier 2/3 cities, alongside challenges in expansion.

• EBITDA Margin: Maintaining the 20% EBITDA margin, we estimate EBITDA for FY25 at 
₹6 crore and ₹7.2 crore for FY26.

• Cash Burn Estimate for FY25: ₹3.6 crore, with the current burn rate.

• Cash Burn for FY26: In the conservative scenario, we estimate that the burn will remain 
high at around ₹3 crore due to slower RTD contribution, quick commerce commissions, 
and ongoing operational challenges. The brand may continue to invest heavily in 
expansion and marketing.

• Break-even Point: The break-even point could be pushed back to FY28 under this 
scenario, as lower growth will necessitate continued capital investment and higher 
operational costs.

Key Assumptions for Cash Burn & Break-even Projections:

1. Revenue Growth Rate:
The optimistic scenario assumes 30% revenue growth (primarily driven by RTD and 
geographic expansion), while the conservative scenario assumes 20% revenue growth.

(PTO)
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Cash burn analysis – Break even estimate

2. Operational Costs:

i. Salaries & Staff Expansion: The brand is expected to increase its staff by 20-30% 
annually, particularly as it expands into new cities and products.

ii. Supply Chain Costs: With the addition of more stores, we anticipate ₹2-3 crore in 
additional logistics and supply chain costs.

iii. Marketing & Customer Acquisition: Digital and traditional marketing spend is 
expected to double, potentially reaching ₹2 crore annually.

iv. Miscellaneous Costs: Additional costs from store openings, technology 
investments (e.g., POS systems), and operational scaling are expected to total 
around ₹1 crore annually.

3. Funding Impact:

i. ₹42.5 crore raised (₹30 crore Series A + additional funding) will provide the initial 
capital required to cover the high burn rate in FY25. We assume a 20% burn rate on 
the raised capital for the first year, equating to ₹5-8 crore.

ii. If Boba Bhai raises an additional ₹20 crore in FY26 (optimistic scenario), it will 
enable them to scale more aggressively, but it may also delay the break-even point.

4. Margins & Operating Leverage:

i. EBITDA Margin is projected to remain at 20%, with potential for slight improvement 
as economies of scale set in. An improvement in margins will reduce the cash burn 
faster.

ii. Inventory Management: As the brand expands, we expect higher inventory costs 
due to increased stocking and logistics.

Summary of Cash Burn Timelines:

A. Optimistic Scenario:

• Cash Burn in FY25: ₹3.6 crore

• Cash Burn in FY26: ₹2.4 crore

• Break-even Expected in FY27

B. Conservative Scenario:

• Cash Burn in FY25: ₹3.6 crore

• Cash Burn in FY26: ₹3 crore

• Break-even Expected in FY28
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