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Overview
Appex Corporation (AC, Apex, or, “The Company”) provided MIS and intercarrier network services (ICS) to cellular telephone companies. Intercarrier services included managing the information of cellular companies. This focused on when their customers went to and from other markets or “roamed.” They authorized the customer, let the call through, and handled billing. The MIS business line was an extensive service in a carrier’s home market: accounts receivable, billing, customer information, collection information, etc. 
Their core competency is their wide range of services. Evaluating the primary service: ICS provides comprehensive services for cellular companies with roaming customers. The ICS has an online system to verify their client’s customers before routing calls through. After this ICS settles roamer charges between carriers, as well as handles the national location and call forwarding system to forward calls to roamers phones. This represented sixty percent of Appex’s revenue stream. Appex also provides MIS systems to further differentiate their wide range of services. Rather than be the “price-setters” Appex can differentiate themselves by providing complete coverage for cellular companies to effortlessly handle their systems and let their cellular companies focus on their customers.
BN’s primary market is their ICS customers. Like previously stated: ICS covers sixty percent of their revenue. This is because ICS focuses on roamers whereas MIS focuses on the company’s home market. In the 90’s roaming charges where a big business and Appex took advantage of that. There was a lot of hassle in figuring out billing, authorizing, charge disputes, forwarding, and all that goes into roaming. This called for very high roaming fees for the customers, which in turn related to large profits for the cell companies, and in turn large revenues for Appex.
Their generic strategy is differentiation. This allows Appex to control the price. Appex has the whole solution for their customers which is something not a lot of businesses are supplying to cellular companies. Unless the cellular companies either had complex, comprehensive systems to handle all the trivial details that Appex did, or wanted to figure all of that out on their own, they had to rely on Appex.
Mission Statement
Appex does MIS and ICS for cellular telephone companies, primarily for their ICS customers, differentiating their services from their competitors. 
Company Strategy
Appex uses a strategy of differentiation rather than cost leadership. They do this because there is not a lot of competition. It is very hard and takes a long time to develop the all-inclusive solutions that Appex has available for their customers.  They differentiate themselves with those extra additives that come with their product. In their case, this is in both of their business lines: MIS and ICS. Both solutions offer extra features that customers pay extra for: to not worry about call forwarding to roamers, roaming charge disputes, accounts receivable, billing, etc. Appex has everything and more that their customers could need. This lets them offer more services instead of offer lower prices.
Organizational Strategy
	A brand-new CEO to the scene: Shikhar Ghosh attempted to keep up a strategy with a rapidly growing company. To examine Appex’s strategy depends entirely in the exact moment. : Appex did not have a strategy, that is, because it changed so frequently and as often as every six months.  The structure changed every six months but this in turn changes the company’s strategy. The strategy for the most part of Appex’s history is one of firefighting. To focus on your projects and put out fires as they come, then go back to your projects. In a small company this is more manageable as the fires are less frequent and more dispersed. However, whenever the company grows so large, the fires start to reoccur if you do not attack the root issue. In a small company, you can still be innovative but this halts innovation and production in a larger company. 
Porter’s Five Forces || ICA
When we consider Michael Porter’s Five Forces it helps to understand the company and their mission: what they do, and who/how they do it. These five key factors help evaluate potential opportunities and risks the company might face. The five forces cover: bargaining power of customers, bargaining power of suppliers, competitive rivalry, threat of new entrants, and threat of substitutes. 
1. Bargaining Power of Customers
The company’s customers were few: giving them lots of bargaining power compared to you or I at a gas station. With so few suppliers for Appex’s customers to choose from to handle their needs, their buying power would be rather low.
2. Bargaining Power of Suppliers
Appex was essentially an in-house company, requiring very little from “suppliers.” All that could be argued to be used of Appex is office supplies. One major “supplier” however, is the employees: both prospective and current. These employees had high bargaining power as the industry was brand new and almost no one had experience. Therefore, those that had experience were a hot item and had bargaining power over their employer. 
3. Competitive Rivalry 
There is very little for the company to worry about in terms of competitors. Appex already had a clear majority of the market, so even if threat of new entrants is high, competition is low because it takes time to win over market share.
4. Threat of New Entrants
This treat is moderately high: with no massive infrastructure needed to enter an entrant could come about rather quickly and inexpensively. All they needed was automated processing software to handle the customer’s needs as well as gaining market share. In this industry, there were only a few big cellular companies for Appex or other competitors to fight over.
5. Threat of Substitutes
[bookmark: _GoBack]Threat of substitutes is very low. There is nothing similar or “off brand” to a complex information system. The case never mentions anything of substitute products for this industry. 
Problem Statement
The cellular industry, at the time of Appex, was a brand-new industry and Appex was growing faster than they could control or organize themselves. From the time the company started off they were already disorganized; employees would play basketball and come in at 10AM rather than sharply at 8 like most businesses. They had no definitive titles or roles, and their structure was…well, it wasn’t. The company had no true structure or formation. This was okay and worked well enough as the company was small enough to not have huge or reoccurring problems, as well as small enough staff to not bring politics into the mix. When the cell industry blew up at alarming rates, so did Appex. This exponential increase was too much for new CEO, Ghosh to handle, although he tried. 
Ghosh tried to handle the expansive growth of the company by reorganizing the structure very frequently to keep up with the growth. He tried several different structures that he thought would solve all the problems, but instead created new and unforeseen problems with each iteration of new company structure. He went from a circular structure, to horizontal, to hierarchal or functional, to divisional. Each time he saw the problems pop up he tried to revise the structure but eventually just had to ditch the changes and start fresh with a new company structure. These “phases” of structure would cause problems such as:  lack of executive control, lack of titles leading to company-wide employee politics and “role” or responsibility disputes, authority was functional rather than managerial: leading to the best engineer having the most authority with no managerial experience rather than a true manager, as well as many other structural related issues. Ghosh tried many times to resolve these problems, either with structural revisions, or just starting from scratch with a new company structure. 
Stakeholders
Employees
The employees of Appex hold a large stake in the success of Appex. Their jobs literally depend on how well Appex does, so thus it can be assumed that they are invested in seeing the success of the company.
Shareholders
Investors obviously hold very high stake in Appex with trusting their finances in Appex’s hands. They want Appex to do well more so for their own personal and financial gain than just their “love of the company.”
Customers
Appex’s customers do not necessarily care for how “well” Appex does, but want to ensure that they stay afloat so they can keep consuming Appex’s superior services.

Solutions || Alternatives
1. DO Nothing
Appex can continue the way that they are, changing structure every six months and having to play catch up with the problems they are having. Fighting fires one at a time rather than looking ahead at where there could be a fire. Appex is being reactive rather than proactive, which they’ve already seen catch up with them. 
2. Matrix Structure
Appex also has the option to choose a proactive structure: one that sets their organization up to succeed by seeking out potential problems before they arise. They have tried just about every company structure there is, failing every time.  Appex cannot afford for information not to flow correctly or for innovation and decision making to be halted. They are a type of organization that would thrive on a matrix structure. Not only thrive, but the company needs this structure to stay above water. 
A matrix organization is one that “systematically attempt[s] to combine the kind of functional or departmental structure or organization found in a bureaucracy with a project-team structure (Morgan 51).” Further, a matrix organization allows for the flow of information and data is both horizontal and vertical (Cash). This allows them to have a combination of cross and vertical communication, which is exactly the type of thing they kept missing with each change implemented by CEO Ghosh. 

Stakeholder Impact
DO Nothing
Employees
If nothing changes structurally and they continue their regular changes, the employees will continue to be frustrated and politics will remain. Each new change will bring about their own problems however, looking to the past problems we could assume they would have similar types of struggles going forward. These would-be things mentioned above like: role/title disputes, authority was functional rather than managerial, lack of executive control, and who knows what would follow in the future if this cycle continued.
Shareholders
The shareholders would likely not be bothered by the do nothing approach unless it starts to impede productivity and innovation to the extent that it affects revenues and in turn, stock value. They would probably be calm since they are not in the day-to-day and would likely have be clueless about all the structural changes. If it got to a point that it affected shares, then shareholders would likely be very upset, demand changes, or sell their shares and part from the company. 
Customers
Also, without being involved in the day-to-day operations of the company the customers would also be clueless of structural changes, unless it impeded productivity and innovation to the point that it hurt customer relations or operations. In this case the customers would obviously be upset and potentially pull their contracts with Appex. The case did mention one customer calling several times over several days with no follow up or support from Appex. This lack of support for their customers would continue and they would be unhappy.
Matrix Structure 
Employees
Employees would be thrilled. Any organization will have struggles but this would just about solve all the issues that have been presented thus far in the case. Employees would know their titles and roles, executives would have proper control where it is needed but not need to be involved in every situation, and management would flow up the proper chain of events. 
Shareholders
The shareholders would likely be pleased. When the matrix structure is implemented it would allow for so much more efficient flow of everything: data, innovation, productivity. This would result to new products, new customers and contracts, and in turn, higher share values. 
Customers
With “do nothing” customers may be left alone with no support when problems arise. The matrix would allow these types of issues to both be handled with reasonably as well as attacked before they expose themselves. Customers would be supported and very happy. 

Conclusion 
Selected Option – Matrix Structure 
Just looking over stakeholder impact alone, it is easy to see how the do-nothing approach checks out with all unhappy results and the matrix solution returns with all pleased stakeholders. The “pros and cons” list here is unanimously in the matrix structure’s favor.
Appex needs a matrix structure because this is the only type of structure that can easily fit Appex’s rapidly changing culture. It is one that needs rapid innovation, quick thinking, and fast changes. We see how divisional or functional structures drastically slow down decision making time. The tech industry is an industry that requires rapid innovation and decision to be successful, especially the cellular industry, a brand-new industry to the scene. 
When using a matrix formation, Appex gets the best of both worlds: functional and divisional. With a divisional form Appex would solve their issue of clashing jobs, responsibilities, and disputes over roles and titles. A divisional form allows for the joining of job responsibilities “so that they complement each other as perfectly as possible and are linked together through the scalar chain of command (Morgan 21).”
By implementing a matrix formation, Appex gets to take advantage of the functional form, they can see improvements in “centralizing the design and development products or services (Morgan 28).” Here they gain the advantage of having all their product innovation in one place. This allows for more rapid innovation, when paired with a divisional form. 
The matrix form brought the best features from both a divisional and a functional structure while at the same time taking away just about all the disadvantage they kept seeing follow them no matter the structure they adapted to. The divisional aspect of the matrix allowed for overlapping job duties which solved their debating job titles issue because the duties complimented one another. The functional aspect carries over the rapid innovation part which is something they were lacking, and something they were needing to thrive in the cell industry. 
Neglected Option – Do Nothing 
Appex needs to move away from all other previously attempted strategies and they need to move fast. Although there were many changes to their structure over the CEO’s time at Appex, they all seemed to revolve around a functional structure, or at least carry over aspects of it. The main weakness of keeping a functional structure at the core of the company is the “inability to respond to a differentiated environment or one which [Appex] must respond differently in each product category in which it operates (Cash).”
They also seemed to revolve around a divisional form which, when implemented alone, brought about problems of its own. The divisional form can have many advantages but with Appex, they brought out its worst: “reduction in efficiency due to a loss of scale economies (Cash).”
If Appex chose to do nothing and cycle between functional or divisional they would likely keep large aspects of one or the other. They kept bouncing back and forth and grabbing the worst parts of each. It is because divisional and functional alone brings out the worst, and together bring out the best aspects of structural formation, that Appex should not just “do nothing” and should implement a Matrix structure. 

