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 Mrs. Fields Cookies
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2
 Overview of Case
 Explore the use of IT to enable rapid growth while maintaining control
 Opportunity to study the design of an IT architecture
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 Role of IT at Mrs. Fields
 Strategy Structure Control Leads into discussion of IT architecture
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 IT Architecture
 Discuss Exhibit 4 Applications running on PCs at store vs.
 applications running on minis at corporate headquarters
 Stores communicate via modems Stores not “online” all the time Daily sales info collected and uploaded
 in evening
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5
 IT Architecture
 Store controllers track 35-75 stores, analyze and aggregate data
 Summary report sent to Debbi and Randy and to VP of Operations daily
 Problems communicated to store manager or to his/her superior
 IT Architecture/technology infrastructure components of: HW, SW, networks, data, people, policies
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 Why IT Architecture Needed
 Facilitate decision making on specific IT acquisitions
 Ensure compatibility of IT and business strategy
 Improve likelihood of IT integration and interconnectivity
 Define framework for control Influence user decision making concerning IT
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7
 IT and Organization Structure
 Traditional reporting structure– 500+ store managers 105 district mgrs
 17 regional directors 4 senior regional directors VP of operations Debbi and Randy
 – Anything but flat– Fairly traditional 5:1 ratio– Relies on verbal and in-person supervision
 and reporting
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8
 IT and Organization Structure
 More formal reporting structure– 500+ store managers 6 store controllers VP of
 Operations Debbi and Randy Third structure
 – Informal– Store managers connected directly to Debbi
 through email and voice mail– This may provide a rationale for why organization is
 perceived flat– Should Debbi communicate with 500+ people?
 Overload of duties and responsibilities?
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 IT and Management Control
 Influence of IT on design of control systems– “Even when Debbi isn’t there, she’s there.”– IT leverages her ability to project her
 influence into more stores than she could ever reach effectively without IT.
 • IT clearly has enabled standardization and tight control
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10
 IT and Management Control
 – Is this good or bad? Look at store manager• 20-25 year old store manager• High school graduate• College students• Working way through college• 100% turnover annually• $20-25K plus bonus
 – Probably OK as long as things don’t change
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11
 IT and Management Control
 IT used to expand store manager capabilities in the role Debbi and Randy wish them to fill– Store managers “innovate” on sales process and
 motivate employees to do same– Store managers don’t innovate on production
 process. IT does this!!!– Fields’ challenge is to hire right people as
 managers as job has been designed. CONSCIOUS MANAGEMENT DECISION.-
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 IT and Management Control
 IT enables store managers to function quickly– Minimal $$ invested in training mgrs.
 Control systems may have begun to fail in 1987? Why?– Expansion into bakery business and
 outside US
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 Typical Work Day
 Store manager– Structured task– Production scheduling, hiring, inventory,
 maintenance, perhaps with expert systems– IT relieve store manager of tasks he/she
 can concentrate on marketing, promotion to the public, etc.
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 Typical Work Day-Store Manager
 Technology issues– Day Planner
 • Day of week• School day or holiday• Weather conditions• System asks questions, compute day’s schedule• Manager advised how many cookies to bake per hour,
 type of cookies, number of batches to mix and when to mix them
 • System capable of revising projections and offering recommendations
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 Typical Work Day-Store Manager
 Technology issues– Interview
 • Manager makes initial interview• Data entered into system, compare with previous hires
 by the system• System assists in narrowing the pool• Promising applicants recalled for computer-based
 interview• System compares answers with those of existing
 employees• System makes final recommendation; manager can
 override
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 Typical Work Day
 Regional Director of Operations– Manages 6 district managers, each of
 whom manages 6 stores– May manage a store too– Close contact with controller in Utah– Involved with local marketing decisions– 300 or so pages of reports on a daily basis
 • May be buried in data, lacking in information
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 Typical Work Day
 Debbi and Randy– Debbi- product development, human resources,
 corporate culture, external relations, unstructured areas
 – Randy – business strategy, expansion, real estate, finance, computer systems
 – Each receives daily reports: Randy for control, Debbi for understanding business and new products
 – IT well aligned with Debbi and Randy in this matter
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 Management Choices
 Promote from within Hire young and enthusiastic middle
 managers; same with store managers but with less education
 Highly centralized, strong internal controls, managers follow same procedures and processes
 Given the IT, is middle management needed?
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 Challenges
 Competition, such as Frito-Lay, Nabisco, other mall-oriented outlets
 Examine management philosophy that brought them to where they are
 Financial challenges to meet growth and expansion
 Is diversification the way to go? Is the current use of IT appropriate?
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20
 Advice to Randy and Debbi
 International expansion and La Petite Boulangerie present different problems; Fields not used to this and the lack of fit they present in terms of the model that made them successful
 May need new software to accommodate degree of control desired
 Perhaps more highly educated professional managers to assume more responsibility at local level
 Is franchising an option to consider? Company not headed in right direction
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 Mrs. Fields Today
 5,111,391 System and method for making staff schedules as a function of available resources as well as employee skill level, availability and priority
 5,299,115 Product demand system and method
 Mrsfields.com (www.mrsfields.com) Owned by 4 investors in 1993
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 Mrs. Fields Today
 http://www.mrsfields.com/
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