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	Notice:

	This book is an independent work of an informative and educational nature. The brand mentioned and others cited throughout the text are the property of their respective owners and are used here only for the purpose of historical contextualization and analysis.

	This book is a work of fiction based on real events. Some information may be omitted or interpreted differently from reality.

	This work is not affiliated with, authorized, sponsored or endorsed by any of the brands mentioned. All trade names, logos, slogans and trademarks remain the property of their respective owners. There is no claim of any relationship with the companies mentioned, nor does it represent their interests.

	Any similarity to business strategies, corporate decisions or characters related to the brands is based on public sources, news reports, historical records and research conducted in good faith.

	If any image in this work contains recognizable elements, it was used without the intention of officially representing the brand, and without suggesting any type of endorsement, sponsorship or affiliation. This work is independent and has an informative and educational character.

	 

	 

	 

	 

	 

	 

	 

	


Chapter 1: Subway's Promising Beginnings and Rise

	The story of Subway begins with a simple but powerful idea: to offer a healthy alternative to traditional fast food. Founded in 1965 by Fred DeLuca and Peter Buck, Subway was initially called " Pete's Super Submarines ". The goal was clear: to create a sandwich restaurant that was fast, affordable and healthy, something unusual in the gastronomic scene at the time. In an era dominated by burgers and fries, Subway emerged as an innovative proposal for fresh and quick meals.

	Over the following decades, Subway grew exponentially, with its proposal for customizing sandwiches, where consumers could choose the ingredients and assemble their options according to personal preferences. This do-it-yourself business model quickly spread, and Subway became one of the largest fast food chains in the world. The brand expanded to over 40,000 units, making Subway a household name and a dominant presence in the fast food industry.

	However, despite the global success, something started to change. The rise of competing brands, changing eating habits and internal pressures began to challenge the winning formula that had made Subway a giant. But what exactly happened behind the scenes at that fast food giant to make it lose its relevance?

	Practical Example: During a visit to a Subway store in 2015, a consumer who had been a loyal customer for years noticed a decrease in the level of service. While the sandwiches were still good quality, the service was more impersonal and the atmosphere in the store felt less welcoming. What appeared to be a simple oversight in the customer experience was actually a reflection of changes happening behind the scenes.

	

	

	Chapter 2: The Impact of Rapid Growth and Global Expansion

	With the rapid growth of its franchises, Subway has become one of the largest fast food chains in the world. The brand expanded into new international markets, reaching countries where the concept of fast food was relatively new. This global growth, however, began to become a challenge for the brand, especially when local franchises began to feel the effects of excessive centralization.

	Rapid expansion led to a lack of consistency across many franchises. Each Subway location, despite operating under the same name and offering a basic menu, began to offer an inconsistent experience. While some stores offered great service and fresh food, others had issues with quality control, cleanliness, and service. This lack of consistency was reflected in consumer perception, who began to associate the brand with impersonal and, in some cases, poor quality service.

	Another problem that arose was market saturation. Although Subway was one of the first to create a successful franchise model, the duplication of locations in close proximity created internal competition. In cities with many Subway stores, franchise owners struggled to attract customers, which impacted the performance of many locations.

	Practical Example: In a case study conducted in an American city where there were five Subway stores within a two-kilometer radius, the franchise owners noticed a drop in sales, not due to a lack of customers, but because consumers were not willing to buy from a specific store. They chose to go to the one where the service was more pleasant or where the sandwich was more carefully prepared. This created unfair competition between the units, with a direct impact on the finances of each franchise.

	

	

	Chapter 3: Lack of Innovation and Loss of Brand Identity

	In the years following its peak of success, Subway began to struggle to reinvent itself. While its competitors, such as McDonald's and Burger King, began to innovate with new products and promotions, Subway remained with a virtually unchanged menu for many years. While the customization of the sandwich was a big draw, the lack of new items on the menu left the brand feeling stagnant.

	Subway failed to keep up with the food trends that were dominating the market, such as the increased demand for vegan, vegetarian and gluten-free options. Furthermore, competition from chains that began offering faster and more practical alternatives, such as the rise of delivery apps and offerings of fast food with superior quality, also affected Subway. The brand has become increasingly associated with the "past" and has lost the ability to position itself as innovative.

	One of the biggest flaws in this process was the lack of a strong identity. Subway began to dilute its initial "healthy fast food" proposition as it was forced to compete with lower prices and more convenient options. This led to a loss of brand authenticity, which ended up damaging its image among the public who initially considered it a healthier alternative.

	Practical Example: During a period of promotions at several Subway franchises, a local store was encouraged to sell "promotional combos" with soft drinks and fries. Over time, consumers began to associate Subway with a less healthy meal, even though the brand tried to maintain its image as a light and healthy snack. This was a clear failure to communicate Subway's value proposition.

	

	

	 

	Chapter 4: The Problem of Unsuccessful Partnerships and Promotions

	With increasing competition and the need to stand out, Subway began investing in promotions and partnerships to attract more customers. While many of these initiatives were well-intentioned, not all of them were successful. One of the biggest mistakes was its partnership with the endorsement of Jared Fogle , who became the face of the brand after claiming to have lost a significant amount of weight eating Subway. Fogle became a marketing icon for the brand, but his subsequent arrest for serious crimes created a significant image crisis for Subway.

	Furthermore, promotional campaigns that sought to attract customers with aggressive discounts failed to build a loyal consumer base. Instead of focusing on product quality and consistency, Subway chose to follow the trend of promotions and discounts, which harmed its perception as a premium brand. The lack of innovative promotions that aligned with the brand's initial proposal was also a factor that contributed to the loss of relevance.

	Practical Example: In 2014, a "$5 Subway" sandwich promotion spread quickly, attracting large numbers of customers. However, while this initial promotion was a success, continued similar campaigns without any significant differentiation in product or experience led to market saturation and the perception that Subway was only competing on price rather than quality.

	

	

	 

	 

	 

	 

	Chapter 5: Lack of Customer Focus and the Customer Experience Challenge

	Over the years, one of the biggest challenges Subway has faced has been a lack of focus on customer experience. As the brand has expanded, its ability to maintain a consistent customer service standard and experience across its locations has become increasingly difficult. Additionally, with pressure to reduce costs and maximize profits, many franchises have begun to adopt a more impersonal approach to customer service.

	Subway failed to create a unique experience for its customers. While the concept of customization was a huge advantage in the beginning, the sandwich assembly process, which was once an enjoyable experience for customers, ended up becoming a rushed and uninvolved experience. This damaged the emotional connection the brand had with its customers.

	Practical Example: During a recent visit to a Subway location, a customer noticed that the quality of service had declined considerably. The attendant seemed disinterested and the ingredients, which had previously appeared fresh and well-presented, were disorganized and uncared for. The customer was disappointed with the experience, which resulted in a negative perception of the brand.

	

	

	 

	 

	 

	 

	 

	 

	 

	Chapter 6: The Changing Food Market and Convergence towards New Trends

	As consumer eating habits evolved, Subway failed to keep up with the shift to more natural, organic options with fewer preservatives. The market began to realize that while Subway was seen as a healthy alternative to traditional fast food, it was not necessarily "healthy" in the broadest sense of the word. In a scenario where organic and chemical-free food options were gaining traction, Subway failed to reposition itself to align with these new trends.

	Practical Example: When visiting an organic food market, a customer noticed that several options of sandwiches and ready meals offered greater transparency about the origin of the ingredients and their quality. This was a direct response to a growing trend that Subway had not embraced effectively.

	 

	 

	 

	 

	 

	 

	 

	 

	 

	 

	Chapter 7: The Impact of Changes in Consumer Behavior and the Underestimation of New Generations

	In recent years, Subway, like many traditional brands, has underestimated the appeal of new generations of consumers, especially millennials and Gen Z. These generations were not only looking for quick and affordable food, but also for a more personalized and authentic experience. They were more conscious about where their food came from, concerned about sustainability and ethical issues in brands. This posed a major challenge for a company like Subway, which was not quick to adapt to these demands. In addition, these generations were more inclined to support brands that aligned with their values, such as those that promoted sustainable practices, offered healthier options or were transparent about their business practices. Subway, on the other hand, maintained a somewhat old-fashioned image, with a menu that, while customizable, did not reflect modern dietary preferences, such as gluten-free, preservative-free or organic products.

	At the same time, the growth of delivery apps and on-demand food services, such as Uber Eats and DoorDash , has also negatively affected Subway. The brand failed to quickly adapt to the growing demand for convenience in food consumption, especially in times of pandemic, when food deliveries became a necessity in many regions.

	Practical Example: During a market research conducted in 2019 with young people aged 18 to 30, it was observed that many preferred to choose faster and more innovative options, such as bowls and wraps made with fresh and natural ingredients, something that Subway did not offer on a large scale. The focus on traditional sandwich options was considered old-fashioned by these consumers, especially when compared to other chains that were adapting to new food trends and consumption habits.

	      Chapter 8: The Image Crisis and the Challenges in Marketing

	In the 2000s, Subway was known for its strong presence in traditional media and its aggressive marketing, with campaigns focused on "Jared", the famous "Subway diet" boy. For a time, this marketing strategy worked, making the brand quite popular and bringing notoriety to its healthy menu. However, with the arrest of Jared Fogle in 2015 for sexual crimes involving minors, the brand began to suffer a severe image crisis.

	Subway failed to properly handle the situation. Despite distancing itself from Fogle , the scandal had a profound effect on the public perception of the brand. Instead of revamping its marketing strategy and focusing on creating its own, more modern identity, Subway remained without a clear marketing leader, allowing other brands to take the lead. The loss of such an important ambassador left a gap that was difficult to fill, and Subway failed to effectively reinvent its image.

	Furthermore, digital marketing, which had become one of the largest channels of communication with consumers, was not adequately explored by Subway. Social media campaigns were not having the desired impact, and the focus on promotions and discounts, rather than a solid and exciting value proposition, meant the brand was seen as a “generic” option in the market, without anything truly new to offer consumers.
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