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Our “Dominos” shop in city of Guildford who was ranked at number 12 in United Kingdom out of 1169 is scoring low sales for the last six months and unfortunately we are at our lower position ever and the shop is ranked at position 112 from today. The impacts on the business caused from the low sales are many and from different nature. Our label cost at the moment is too high because the shop is still keeping the same number of staff like six months ago and no actions have been taken to reduce that number. Food cost is affected as well because our food ordering system is based on the sales generated for the last six months. This leads to ordering higher amount of food that the shop do not need at this point. Our customer satisfaction is suffering as well. We do have a lot of negative feedback and big number of potential customers is choosing not to use our cervices based on those reveries.
Based on the numbers that I have collect our sales six months ago was 70 000 British pound per week and continued dropping between one and five percent each week witch lead us till today where our sales are 40 000 to 50 000 British pounds per week. Low sales can be caused from a big range of possible problems such as lack of management; poor costumer service; untrained staff; food quality or low number of delivery drivers. I have tried to find what the main problem by checking our sales six months ago on Saturday. The numbers has shown to me that between 6pm and 9pm from our online ordering system ware generated over 280 orders and another 100 orders over the phone or in person. Roughly 70 percent from those orders wore with 2 pizzas or more. My calculation shows me that for those three hours the shop was supposed to make over 600 pizzas and this not including all sides such as garlic bread ; kickers etc. Considering that one pizza to be made cost 3 minutes and another nine to be baked then two minutes for the order to be cut organized and be ready for delivery or collection ; simply the shop was unable to make all those food for this limited time. The numbers I have look in to shows me as well that around 85 percent from the orders or over 280 orders are for delivering. On average our delivery drivers can deliver up to 3.5 orders per hour. On this specific day we did had 15 delivery drivers at the shops or with other words we wore able to deliver no more than 150 orders for those 3 hours. Unfortunately this clearly shows me that over 35 percent from the orders has been delivered late; cold or late and cold. We do have serious problems at this shop. Lack of management skills; huge amount of orders that the shop cannot handle and all of this leads to unhappy costumers and low sales in future.
After analyzing all this information I have made 3 plans to talk about it.                                                                    1. Guildford is very big area and it is impossible to be covered just from one shop. My suggestion is to open two more location and split the town in three different delivery zones. This will help us to improve our service and possibly expand our delivery area outside of Guildford in future.                                                                                                                                              2. We can extend the existing shop and try to cover the area with more drivers and get the chance to get our orders out on time.                                                                                                                                            3. Simply hire more staff and be ready if the rush time hit the shop.
I have decided to use SWOT analyses to identify the most appropriate action plan for us
EXTENDING THE EXISTING SHOP
STRENGTS: By extending the shop our staff will be able to work faster and be more productive.
WEAKNESES: Unfortunately to extend the existing shop we will need to shut it down for couple of weeks or even a month to be able to do this extension.
 OPPORTUNITIES: With bigger shop we can manage to open a second make line; get bigger fridges and freezers. All changes of this kind of type will help us to work more effective.
THREATS: By closing the shop for extending there is a big chance to lose some of our employees and loose a significant number of our existing customers.
HIRING MORE INSTORE STAFF AND DRIVERS
STRENGHTS: By hiring more staff we will be able to increase the chance of working faster.
WEAKNESSES: More in store staff and drivers will decrease the space in the shop.
OPPORTUNITIES: With more instore staff and delivery drivers possible we will be able to increase our productivity and decrease our delivery time.
THREATHS: With more people in the shop possibly we can be able to work faster but the lack of space will be significant problem and may affect our food quality and then loose more costumers which is the main problem that we have at the moment.
OPEN TWO NEW SHOPS AND SPLIT GUILDFORD IN TO 3 DIFFERENT DELIVERY ZONES.
STRENGHTS: By opening two new shops we will decrease the stress in the staff and this will help to increase the productivity and creativity in the team. Another positivity will be that we will be able to manage the number of orders that are coming through on time and our customer satisfaction will rise.
WEAKNESSES: To get an approval from “dominos” franchise; finding two new locations and train all those new staff will be big challenge for the management team.
OPPORTUNITIES: With three shops in the town we will have the opportunity to expand our delivery area which will give us the chance to get more costumers and have the ability to serve them correctly. One more benefit will be that if some of the shop is busy than usual to transfer staff  between for the day .
THREATS: In this scenario I don’t see many threats. Legal requirements will be our threat.

After I have the results from my SWOT analyst my opinion is that the plan for opening two new shops may look challenging but is the best one and give us a lot of opportunities to grow in many directions also improve in many areas. To guarantee our success I have built up a five steps plan to follow.
STEP ONE.
After good research we have to find bought of the new locations. They have to be perfectly located to guarantee us that there will have enough carpark spaces for our delivery drivers and costumers and after splitting the town in three delivery areas each shop will have eques zones to cover . In this step we need to be sure that we are following all the legal requirements from the government and the local council for opening a pizza shop.
STEP TWO:
After completing step one we will focus only on one of the new locations. Building and construction work can take up to three months; also delivering the equipment’s it is time consuming. Our goal in this step is to prepare our first location on 100%. 
STEP THREE: 
After the first location is ready to open we are going to need staff; that is why we will move our focus on to the existing old shop that we already have. By transferring the whole staff in to the new shop we will be able to do a full renovation without closing the business. The flow of orders will be transferred to the new location and the phone number will be change as well. This is how we will keep running our business. Renovation should take no more than three weeks and during that time we will start hiring new people and have enough time to train them.
STEP FOUR:
In this step all management team have to be involved such as shift runners; assessment managers; managers; area managers etc. After the renovation is ready we will split the team in two. One half will stay in the new location the other have will go back to the original shop. At this point Guildford delivery area will be split on two eques zones and bought of the shops will start having better performers. This action should give us enough time without stress to focus on step 5.
STEP FIVE:
At this stage we will focus on our second new location. During the construction period the managers from new location 1 and our original shops will start hiring more people and training them to take over the new shop. Again in this situation the shop should be ready in maximum 3 months and when is ready for opening we will move all that staff that we trained for the last 3 months. After the shop is open we will split the delivery area in three eques zones so each shop to start working smoothly without any problems. 

I did send my plan with all researches and data that I have collect to our CEO and operation managers and they have approved it. Also I have done an online questioner that been send to over 2000 of our customers. 85 percent of them confirm that they would be very happy if they have more shops in the area; 10 percent says it’s a good idea to expand the existing shop and only 5 percent suggest to hire more people. After my management team and the CEO of the company support my ideas and over 85 percent from the costumers also agree that we need more shops I feel more than happy to proceed with the 5 step plan that I have built.
To ensure successful implementation of my saving plan I have create a guardian list that need to be followed by the managers ; assessment managers and area managers during the five steps action plan. Before step one the CEO of the company or his directors has to ensure that “Domino’s pizza „franchise allow us to open two new locations. After this is confirmed we can start follow our plan. When step two is finalized the area manager who is in charge for Guildford area have to make sure that all “Domino’s Pizza” requirements are been followed before launching the new location 1. Also he / she will be asked to go through each equipment to make sure everything is working properly. Step three will be managed by the existing manager and the assessment manager from our original shop. They have to provide a perfect logistic for transferring the food from the old shop to the new. They will have the hard job to find the balance of the label cost during the hiring process for the relaunching of the original shop after the renovation. 
Step four will be critical. At this point the whole management team has to work in perfect symbiosis and be very flexible during the relaunching. They will have to guide every new member of the team and also to help to the new managers who will take over of one of the locations. At step five the area manager will have to repeat the same thing before the lunching of new location 1. Checking the equipment’s etc. The stress will be lower but still the management team has to be careful and to ensure that the team who will take over new location 2 are running the shop smoothly.    After all steps are finalized and each member of the team is doing his job there should have no problems to gain back our trust in the community. The area manager will continue monitoring all the sales from all three locations and when the total income jumps back over 70 000 pounds he / she can precede with expanding each delivery zone to gain more and new costumers. Each single step is explained to the management team and I guarantee this will bring our company to a next level.
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