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A common example of platform restructuring value chains is UK internet take out (8.9bn; 28m users) (Statista, 2023). 
		Source: Grand View Research (2025)
The growth in 10 increased to 33 percent of food service sales in 2023 because of smartphones (essentially no growth at all), which were growing to serve as the priority of the Gig work and COVID-19 (CMA, 2022; McKinsey and Company, 2023). That is what the distinction between Deliveroo (Up + logistics with gig couriers) and Just Eat (down + marketplace then added logistics) is (Deliveroo, 2023a; Just Eat Takeaway, 2023a; Srnicek, 2017). RQs: labor regulation and pioneer vs follower platforms; marketing to differentiate; network effects and long-term platform architecture; platform architecture to long term advantage? Our argument was informed by platform theorists who posit that the scale of advantage in the form of winner-take-most focuses on regulation/labour headwinds to profitability30 (Kenney and Zysman, 2016).



2.0 Industry Context and Organisational Profiles
[image: A screenshot of a graph]The UK online food delivery has gone through three waves: Aggregation (2001-2013) as Just Eat directs the orders to the restaurants; Logistics (2013-2020) as Deliveroo and Uber Eats establish their courier networks; and Consolidation (2020-present) when three players own over 90% of the market share although their enterprises do not make much profit (Statista, 2023). The winner-take-most dynamics generate local density network effects, which leads to competition between customers and restaurants with losses of over PS500m/year (Parker et al., 2016). The normalization after the pandemic and the pressure on costs of living decreased frequency and became more sensitive to prices (McKinsey and Company, 2023). 













Source: Lumina Intelligence (2025)
The first mover: Deliveroo (2013): The first mover delivering high-quality restaurant food, based on an algorithmic system of courier-restaurant-customer matching and management of gig labour capacity (Deliveroo, 2023a). Differentiated on the basis of the quality restaurants by delivering within the boundaries of the 30 minutes, which allows premium pricing (Srnicek, 2017). Restaurant commission earnings (25-35%), delivery (PS2.49-PS4.99) and Deliveroo Plus subscriptions (PS3.49/month). The 2022 losses hit PS224m on PS1.8bn revenue notwithstanding its international expansion, Editions kitchens, and grocer partnerships (Financial Times, 2023). Just Eat (follower): UK launch 2006, has marketplace with asset-light operation, which charges 10-14% commission without courier charges (Just Eat Takeaway, 2023a). Rides on the initial relationships in restaurants and covers. Competition in integrated logistics has been responded to by acquisition of SkipTheDishes, construction of Scoober, and the merger with Takeaway.com in 2020 (EUR9bn). Although the UK experienced a loss of EUR1.1bn in the group in 2022, it is still a profit-generating core (Just Eat Takeaway, 2023b).

3.0 Critical Macro-Environmental Analysis
3.1 Regulatory and labour market pressures:
The platform labor framework is under growing pressure that questions the economic principles (Vallas & Schor, 2020). The so-called self-employed couriers are not only reported to address variable costs but have the problem of algorithmic control (Taylor et al., 2017; Wood et al., 2019). Crucial rulings: Uber BV v Aslam (2021) ruled that drivers are workers deserving minimum pay, and IWGB v CAC (2021) ruled that courier drivers are self-employed because they are entitled to substitution.
Such legislative measures as consultations of the UK Government regarding the clarity of the status, suggested minimum earnings during logged-in time, and holiday entitlements are presented (Department for Business and Trade, 2023). Europe is progressing more: The 2021 status-presumptive law and a future EU Platform Work Directive (2023) in Spain assume a presumption of employment except in cases that can be proven to the contrary
(European Commission, 2023).

Asymmetric impact:
Deliveroo: Reclassification would add 20-30% to the costs in minimum wage, holiday pay (12.07%), employer NI (13.8%), and pension auto-enrolment (3%), and decrease the 
flexibility (Institute for Fiscal Studies, 2022). Among the responses, one is voluntary protection and improved forecasting (Deliveroo, 2023a). 
Just eat: Marketplace model based on role of avoidance of direct labour duties, whilst Scoober expansion poses corresponding exposure (Just Eat Takeaway, 2023a).
Market Leader (Deliveroo) Threats: Reclassification of workers and paid logged in time may significantly increase unit costs in periods of low density. The use of collective bargaining in major hubs may limit the flexibility of algorithms. Dark kitchen inspection can restrain the Editions growth. Take rates on high-end restaurants would be squeezed by commission price caps. 
Opportunities in the market leader area: Active charter arrangements with cities can be used to influence permissive regulations but discriminate on rider welfare. Demand is smoothed by switching to higher verticals (grocery, catering). Transparent pay calculators will relieve regulatory temperature and enhance retention. 
Follower (Just Eat) Threats: Hybrid exposure Scoober riders incur all on costs as marketplace partners pitch to reduce costs squeeze both sides of the P&L. The same orders of liability ambiguity incurred between the two models boost overhead. Just Eat being the largest aggregator may be subjected to targeted fee limits first. 
Follower Opportunities: There is use of rider pools in select areas which facilitate positioning of corporates to trusted delivery. Breadth of markets facilitates good-value discussions with restaurant lobby groups. Hybrid models enable optimization on a particular basis, which limits the effects of one-size-fits-all mandatory models.
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3.2 Technological Platform Dynamics:
The provided advantages are matching, routing, demand prediction, and UX (Parker et al., 2016). Systems make best use of real-time courier-order matching, traffic-aware routing, and dynamic pricing to decrease delivery times (Rosenblat & Stark, 2016; Srnicek, 2017). 
The first-mover advantage of Deliveroo is based on the customized logistics: real-time GPS, predictive timing, ensuring an appearance and prep-time match, and ML-based matching with the ability to deliver products within the shortest possible time of 30 minutes against 35 to 40 in other companies (Deliveroo, 2023a). The compounds of efficiency are generated through the increase of data scale that generates local network effects (Parker et al., 2016). Nevertheless, those benefits are undermined by competitors recruiting talent and licensing like systems (Kenney and Zysman, 2016). 
The nature of Just Eat as a marketplace meant that its logistical requirements were not as sophisticated; the competition necessitated hybrid build-buy-partner models (Scoober) which leveled with, rather than surpassing, the competition (Just Eat Takeaway, 2023a). Path dependence - the combination of logistics and legacy stacks make it more costly and more complicated (Warner & Wager, 2019).
Advanced forecasting allows advance dispatching and dynamic pricing, but surge pricing is seen as predatory, so both companies are limited to small price changes (~PS0.50-PS1.50) (Khan et al., 2024; Kellogg et al., 2022). The network effects are enforced by mature ecosystems (POS integrations, APIs) making switching costs (Cusumano, 2014). 
Market Leader (Deliveroo) Threats: Tech parity - competitors that recreate algorithms cut time benefits to minutes, which are not enough to charge premiums. Explainability regulations in algorithms lead to lower optimization. Competitors focus on mobility cross-subsidies (Uber) and spend more money on engineering.
Opportunities in the market leader area: More profound integrations of POS/kitchen and AI cook-time synchronisation increase lag times. Order-batching and micro-fulfillment raise the courier productivity. Individualised merchandising increases AOV and margins. 
Follower (Just Eat) Threats: Integration risk-by attaching logistics to marketplace, it introduces latency, making it less accurate. Lack of consistency in experience in the models of delivery demeans retention. Talent competition covers the costs of ML/OR engineers. 
Follower Opportunities: Standardization layer upon standardization layer evens out the market/logistics flows, reducing tech debt. Partnerships based on scale invest in forecasting to enhance predictability. Speed is not the only difference that is made by the loyalty programs and planned delivery. 
Synthesis: Regulation and technology are not of permanent benefit. Such a model of Deliveroo is vulnerable to regulation; the hybrid characteristic of Just Eat introduces complexity and does not explicitly bring a competitive advantage. The benefits of technology will be short-lived given that the performance gap can be reduced by a few minutes. Lasting benefit needs to coordinate the coordination of technology with operations, brand, and
ecosystem coordination as well as regulatory maneuvering (Teece, 2009; Eisenhardt and Martin, 2000). Strategic positioning is a key to success and not individual abilities.
4.0 Strategic Marketing Response Compare and Contrast. 
4.1 Platform-Led Innovation of Deliveroo. 
Deliveroo is an example of a platform leadership that employs integrated technology, operations, and value creation (Gawer and Cusumano, 2014). The strategic marketing of the company focuses on premium positioning in the food delivery ecosystem where the company competes not on prices, but through quality and speed. 
Segmentation, Targeting, and Positioning: 
Segmentation: Time-conscious urban professionals who are conscious of prices; price-conscious diners that want variety in the restaurant; digital natives (18-45) who are at ease with services that are provided via an app. 
Targeting: Centres in major cities (London, Manchester, Edinburgh) with 1km2 catchment and 15+ orders/hour with rural areas being targeted after density requirements are met. 
Positioning: Fantastic food, in a hurry--WH: focus on quality restaurant associations and 30 minutes’ delivery which is reliable and offered over the cheapest price competition. 
Marketing Mix (7Ps): Offering: 3-sided business that links customers, restaurants, and courier services; Deliveroo Plus (PS3.49/month) unlimited free delivery; Editions dark kitchens that optimize high-demand cuisines; grocery (Co-op, Waitrose) that extends the frequency and size of the basket (Deliveroo, 2023a). 
Price: Restaurant receives commissions of 25-35% depending on the amount and exclusivity; delivery costs PS2.49-PS4.99 according to the distance/demand; service fee is around PS0.99; minimum orders are PS10-15 that safeguard the unit economics of delivery (Deliveroo, 2023b). 
Place: Digital-only app/website-led distribution; strategic withdrawal from certain markets (Spain, Netherlands, Australia) and concentration on profitable high-density ones (Financial Times, 2023).
Promotion: performance-based dominance (60% spend); influencer deals with millennials; PS10 referral incentives producing viral growth; PR with innovation leadership; CRM segmentation with 25% more LTV; total CAC approximation PS20-30. 
People: 3,000+ corporate workers that work within technology/operations; 3,500+ restaurant partners that supply; 50,000+ self-employed couriers that work flexibly. 
Process: Algorithmic matching proprietary of courier-restaurant-customer triangulation; real-time GPS reduction of anxiety; chatbots of AI answering 70 percent of queries; constant performance measurement of SLA. 
Physical Evidence: Branding brightly by the door with turquoise-coloured riders and street level presence!best in class app UI/UX DUA (Design user experience) Quality sealed professional packaging to ensure no tampering of food.
Critical Assessment: PS1.8bn revenue (2022) through premium positioning and technological offers were sustained by the continued loss (PS224m) and sustainability is questionable. The reclassification of labor risks 20-30 percent costs rise; the benefits of the super-app in Uber Eats put the pressure on profits; the crisis of the cost of living decreases the frequency of orders. Oligopoly has been generated because of network effects instead of the winner-takes-all, which has continued the subsidy wars (Deliveroo, 2023b; Financial Times, 2023; Kenney and Zysman, 2016).

4.2 The evolution of Just Eat Takeaway’s marketplace
Just Eat has an elaborate hybrid business model that tries to strike a balance between marketplace economics that are asset-light and logistics functionality needed in premium restaurants (Just Eat Takeaway, 2023a). 
Segmentation, Targeting, and Positioning: 
Segmentation: Value-conscious takeaway customers who care more about decision-making than speed; families who want local and familiar with them; people who live in secondary/tertiary towns that do not have good coverage of the premium platforms. 
Targeting: 97% coverage in the UK (lower-density areas), mass-market coverage. Positioning: Your favourite takeaways delivered- with focus on breadth, familiarity, and value instead of premium experience. 
Marketing Mix (7Ps):
Product: 2-sided marketplace feature--30,000+ restaurants get delivered to their own plus 5,000+ high-quality partners with Scoober logistics; convenience/grocery features that expand the use cases (Just Eat Takeaway, 2023b). 
Price: Marketplace 12-14% to drive volume; logistics replaced 20-30% to offer a premium service; delivery PS2-3. 99 by model; hybridization clouding price leader.
Place: Omnichannel distribution through both app/website and partnership integrations; widest UK geographic coverage even the unprofitable countryside. 
Promotion: TV advertisement building brand recognition; UEFA sponsorships reaching mass audiences; hardcore discounting (20% codes) makes people trial it but kills the margins; marketing consumes 15-18% of the revenue, compared to 8-10% at Deliveroo. 
People: Scattered workforce- technology teams across various buys; marketplace restaurant partners doing delivery of their own; Scoober hired riders who created disparities in costs. 
Process: The integration complexity is caused by two operational flows; orders are not taken care of in the marketplace; orders in logistics are costly; and the experience with customers is irregular across models (Verhoeff et al., 2015). 
Physical Evidence: Variable brand presence uncontrolled delivery in the marketplace with branded Scoober uniforms; inconsistent packaging-standards; old-fashioned app-interface compared with the high-end design of Deliveroo. 
Critical Analysis: The hybrid structure represents the concept of the Porters (1996) that is stuck between the middle of the risk-taking-game: neither marketplace efficiency, nor logistics excellence. Misalignment of capabilities between light heritage of assets and operational intensity will result in gaps in execution. Management is distracted by technology and cultural integration issues of Takeaway.com merger (EUR9bn) and Grubhub acquisition ($7.3bn). Financial performance is an indicator of strategic disorientation: group losses of EUR1.1bn (2022), slowing order growth, and share price decrease at rate of 70% since merger (Just Eat Takeaway, 2023a, 2023b). The model tries to cater to all of them but does not focus on them well, with higher-end orders going to Deliveroo and the less-value ones to marketplace exparts

5.0 Competitive Positioning and Strategic Implications
Porter’s Five Forces (Porter, 2008)
Competition: Competitive rivalry is over-stated as Oligopoly with Deliveroo, Just Eat and Uber Eats taking 90% of the share. The competition is conducted through rider subsidies by customers (discount, free delivery subscription and referrals) and under-cutting commission on exclusives and pay inflation to couriers who are making the industry suffer losses in general even though they are scaling (Competition and Markets Authority, 2022). Buyer power (customers): High: no switching cost, the search cost is low and multi-homing influences decision making partially; compensated by Deliveroo Plus and habit formation (Deliveroo, 2023a). 
Buyer power (restaurants): Moderate and increasing through multi-homing and pushback against 30%+ charges, although where 40-60% of orders are done through the platform, the bargaining power is limited (Competition and Markets Authority, 2022). 
Supplier power (couriers): Growing with tight labour, IWGB action and pro-worker regulation; platforms bid up pay/conditions, and costs grow (Wood et al., 2019). 
Risk of new entrants: Moderate; Capital, network effects and regulation will keep new entrants at bay, but new entrants (funded) such as Amazon, DoorDash) can come in (Kenney and Zysman, 2016). 
Substitute Threat: In-restaurant Restaurant delivery (direct), meal kits and grocery delivery; greater cost encourages substitution (McKinsey & Company, 2023). 
Resource-Based Comparative Assessment (Barney, 2014) Deliveroo VRIN: Tech focus on logistics (valuable, less rare, moderately imitable); operational competence (valuable, rarer, impossible to copy fully); brand equity in the high-end segment (valuable, somewhat less frequent, impossible to recreate in the long term); high-density city presence (valuable; but not available anywhere at the moment). 
Just Eat VRIN: Relations in the restaurant (valuable/costly, common); marketplace technology (valuable/common), national coverage (valuable/less rare, more imitative), hybrid marketplace-logistics capability (valuable/ less rare/ more imitable). Conclusion: None of the firms have VRIN resources. Fruits become far more a matter of extractive capabilities, exogenous, regulation, consumer choice, capital flow, rather than of the nature of resources (Eisenhardt and Martin 2000).

6.0 Conclusions
This conversation hints that the competition in platforms is unlike what we’re used to. Food delivery has an oligopolistic fight: Deep-pocketed players scale and compete away a winner-takes-(almost)-all dynamics as subsidies discount value. The lead in tech of Deliveroo, or the marketplace origins of Just Eat, will not deliver a sustainable edge, regulation, labour battles and profits pressure loom over strategy notwithstanding. It also tempers platform triumphalism. Unlike software that has near zero marginal costs and can become a monopoly, food delivery is operationally intensive, fragmented, low margin and growing revenue hides losses. The lasting losses at Deliveroo, and the integration problems at Just Eat Takeaway, would appear to have cast the sector beyond the limits of platform theory. It’ll all depend on externalities: the degree to which regulations affect the cost and ease of labor use, the post-crisis spenders’ penchant for spending, how much investors are willing to stomach losses rather than insist on profit. Possible tracks: roll-ups, exits, or slow cascades down the slippery slope of fewer subsidies, more cost sharing (higher prices), tighter operations and a contracting convenience. Network effects, plus operational excellence, regulatory legitimacy and good economics, are what make long-term winners.
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