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ABSTRACT8
9

The Enterprise Excellence (EE) philosophy is a holistic approach for leading an enterprise to total10
excellence by achieving a sustainable significant growth in revenue and profitability, and a reduction in11
business cycle time while mitigating the enterprise risk and primarily focusing on the needs of the12
customer. There are various organizations within an enterprise but they all focus on to meet/exceed13
customer needs. This principle applies to all types and sizes of enterprise.14

The top level elements of EE philosophy are the enterprise growth and the enterprise risk15
management. Enterprise growth is an integrated approach affecting every employee, every functional16
area and strategy within the organization. It is important to note that successful enterprise growth is likely17
to require significant investments in skills, processes, organization and technology. Enterprise growth18
initiatives may be driven by external opportunities such as market segment/customers which will force the19
development of strategies such as targeted market, value proposition, or new/upgraded product/service20
offerings. Enterprise risk must be identified, assessed and prioritized as developing growth strategy21
proposal which leadership has to execute to achieve goals. As business leaders lead the efforts, they22
have to minimize, monitor and control the probability and/or impact of unfortunate events and maximize23
the realization of opportunities.24

Therefore, the need for enterprise growth entails a fundamental change in the way enterprises25
are started to optimize the probability to flourish. Those that succeed eventually must face the challenges26
of change; which some master and succeed in enterprise growth strategy. Most enterprises fail to27
transform or grow.28

The EE philosophy is applied to two businesses (Boeing and Airbus) in aerospace industry and29
analyzed their products and market data of more than fifty years. Three case study scenarios are30
presented to This analysis will demonstrate how business leaders are trying to approach or have31
approached to achieve the enterprise excellence (EE) through the enterprise growth strategy while32
mitigating the enterprise risk. –33
 Why the company was successful in achieving their enterprise excellence goals34
 Why the company was struggling in achieving their enterprise excellence goals35
 How the company leadership developed their growth strategy proposal while mitigating the risk36

issues in achieving their enterprise excellence goals.37
To gain experience from various industries these case studies have been compiled in three industries:38
Sewing, Transportation and Aerospace.39

40
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44
1. INTRODUCTION – ENTERPRISE EXCELLENCE MODEL45

46
The Enterprise Excellence (EE) philosophy is a holistic approach for leading an enterprise to total47
excellence by focusing on the needs of the customer whether within the state, the nation, and the world.48
The top elements of the EE are the enterprise growth strategy and the enterprise risk management.49
There are various high level elements under each top level elements, e.g., business vision and mission,50
innovative growth ideas; market growth and core competency are some of the high level elements under51
the top level element of the enterprise growth strategy. Businesses vision and mission, and their52



innovative growth ideas give birth to the innovative product(s) to meet/exceed the customer needs. These53
innovated products are then developed through various elements of enterprise excellence including core54
competency and enterprise transformation, and at the same mitigating the enterprise risk elements.55
Businesses regardless of industry are innovating and trying to grow/survive in a global economy. The rate56
of change in today’s competitive world is constantly increasing and the competition is forcing businesses57
to be well funded and at the same time, customers are becoming unpredictable.58

There are various organizations within an enterprise with a collection of processes in each59
organization but they all focus on to meet/exceed customer needs. This principle applies to all types and60
sizes of enterprise. The conceptual model of the EE (Figure 1) was developed based on the above61
identified elements by Kumar (2009). So Therefore, EE is achieved by developing and executing a62
sustainable growth strategy as well as mitigating the enterprise risk (Kumar 2010) to:63

 Support markets and products growth64
 Acquire new or expand business65
 Improve margin66
 Increase revenue and profitability67
 Reduce business cycle time68
The quantitative values for revenue, profitability, and business cycle time and risk management69

would vary from industry to industry, but could be compared within the same industry. Every business70
offers products for the selected market based on their vision and mission, innovation, core competency,71
market competition and risk management. But managing enterprise risk is equally important. Risk72
Management is the identification, assessment and prioritization of risk followed by coordinated and73
economical application of resources to minimize, monitor and control the probability and/or impact of74
unfortunate events or to maximize the realization of opportunities as per Hubbard (2009). So Therefore,75
risk is not just as threat but also as opportunity. Risk can come from various areas including project failure76
(at any phase of the project – from development through sustained life-cycle), financial markets, credit77
risk, accidents, legal liabilities and natural disaster.78

Highlights of the top level elements are discussed with some literature survey. Business strategy79
of achieving and sustaining the enterprise excellence at Boeing and Airbus will be analyzed utilizing the80
concepts presented in the top elements (Enterprise Growth Strategy and Enterprise Risk Management)81
as well as in some of the high level elements as will be discussed in the second section ‘Model Analysis82
with Literature Survey.’83

84
1.1 Enterprise Growth Strategy85

86
Enterprise growth is an integrated approach affecting every employee, every functional area and strategy87
within the organization. It relies on transformational change management. It is very different from88
implementing the firm’s business strategies or executing process changes in isolation, (Kumar 2010).89

Enterprise growth calls for more than superficial change. These changes can be in response to90
marketplace events or to address underperformance, but enterprise growth is quite different from a91
company’s turnaround in financial difficulties. It will inevitably be the biggest single internal program that92
any enterprise undertakes. It is expected to disrupt the existing business model as per Kumar (2010).93
There are several questions that have to be answered during development and execution of enterprise94
growth (Kumar August 2010), such as:95
 What must enterprise do to grow?96
 What do leaders transform?97
 What product, market, and/or service do they need to grow?98
 What are the vital signs that growth is underway?99

It is important to note that successful enterprise growth is likely to require significant investments100
in skills, processes, organization, and technology. Enterprise growth initiatives may be driven by external101
opportunities which will force the development of strategies such as targeted market (emerging markets102
or pursuing vertical market), value proposition (providing integrated solution), product/service offerings103
(changing the products and services provided), (Kumar 2009).104

105
1.2 Enterprise Risk Management106

107



Organizations generally spent spend small fortunes to set up risk processes and supporting tools which108
then fail to deliver the expected value because their rational processes do not work well when trying to109
get groups of people to agree on what is risky, why and what to do about it. If you need to make sound110
decisions in important but risky situations; work with groups to identify, and prioritize and then respond to111
risks as well as deliver value and along the way, ensure the credibility of the process and the resilience of112
your organization. Pullan and Murray-Webster (2011) have set-out a very practical approach where risk113
management process can deliver value through effective facilitation. This developed process utilizes the114
human aspects of risk and risk attitude and the facilitation capacity of the individual. They have identified115
five areas: avoiding pitfalls, understanding of risk management, understanding your role, tried and tested116
tips for each step of the risk management process and running risk workshops. There are various risk117
areas in any enterprise including equality risk (Morden 2011), operational risk, political risk (McKellar118
2010), customer risk (Truel 2010), ethical risk (Patetta Rotta 2010), technology/product and competitive119
risk., but due to paper size limitations are not discussed here.120

The developed model concept was tested in three industries (Sewing, Transportation and121
Aerospace) with the following scenarios:122
 Why the company was successful in achieving their enterprise excellence goals in sewing123

industry: Company’s leadership invested enough time and resources in not only in developing124
their growth strategy proposal while mitigated the risks associated with the developed strategy125
but also in the strategy execution.126

 Why the company was struggling in achieving their enterprise excellence goals in transportation127
industry: Company’s leadership was lagging in analyzing the risk management issues as they128
were related to growth strategy.129

 How the company leadership developed their growth strategy proposal while mitigating the risk130
issues in achieving their enterprise excellence goals in aerospace industry: This Company is in131
the process of implementing their growth strategy proposal and all the current results indicate that132
they will achieve their enterprise excellence goals.133
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Figure 1.  The Conceptual Model of the Enterprise Excellence137
138
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140

Exhibit 1.  The Conceptual Chart of Enterprise Excellence141
142

2. HIGH LEVEL MODEL ANALYSIS WITH LITERATURE SURVEY ELEMENTS143
144

The high level elements of the EE model are identified in Figure 1 and it would not be possible to cover all145
of these elements in this paper, therefore only selected elements will be discussed in this section. The146
key discussion elements linking to Boeing and Airbus businesses would be:147
 What was the business vision and mission in 1950s and 1960s and how it was evolved with time148

and market needs during the later part of the 20th century and now in the 21st century?149
 How product innovations and core competencies supported the enterprise growth strategy while150

mitigating the enterprise risk in achieving and sustaining the enterprise excellence?151
Every product will have a life cycle with an infant period, growth period and then the152

maturity/decline period (Figure 2). This product curve is also known as ‘S’ curve. Trade (1903) defined the153
‘S’ process as the innovation-decision process. Once innovation occurs then the innovations generally154
spread from the innovator to other individuals and groups in the organization. The S-curve maps growth155
of revenue or productivity against time. In the early stage of a particular innovation, growth is relatively156
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slow as the new product establishes itself. At some point customers begin to demand and the product157
growth increases more rapidly. New incremental innovations or changes to the product allow growth to158
continue. Towards the end of its life cycle growth slows and may even begin to decline. In the later159
stages, no amount of new investment in that product will yield a normal rate of return.160

161
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Figure 2. Product Life Cycle ‘S’ Curve164
165

The following elements of the EE model are discussed and it would be very difficult to achieve the166
EE without these elements as well as mitigating the enterprise risk management.167

 Core Competency168
 Innovation Growth Ideas169
 Growth Strategy Execution and Measurement170

Enterprise excellence is a large topic, so the model analysis with the literature survey of the selected171
elements is presented in this section.172

173
2.1 Diffusion of Innovation174
As you see the product growth ‘S’ curve presented on the top of the enterprise excellence concept175
chart in Figure 1, came from Diffusion of innovation research which was first started in 1903 by176
researcher Gabriel Trade (Figure 2). Trade (1903) defined the innovation-decision process as a177
series of steps that include:178
1. First knowledge179
2. Forming an attitude180
3. A decision to adopt or reject181
4. Implementation and use182
5. Confirmation of the decision183
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Once innovation occurs then the innovations generally spread from the innovator to other individuals and190
groups in the organization. This process has been proposed that the life cycle of innovations can be191
described using the S-curve or diffusion curve. The S-curve maps growth of revenue or productivity192
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against time. In the early stage of a particular innovation, growth is relatively slow as the new product193
establishes itself. At some point customers begin to demand and the product growth increases more194
rapidly. New incremental innovations or changes to the product allow growth to continue. Towards the195
end of its life cycle growth slows and may even begin to decline. In the later stages, no amount of new196
investment in that product will yield a normal rate of return.197

198
2.1 Core Competency199

200
History reveals that If you go back in the history before the term was coined, it was known as special skills201
developed within an organization based on the skills, knowledge and the experience of employees along202
with the available equipment and the market requirements. For example, during 1980s when aerospace203
industry was machining very hard Titanium and Nichol alloy parts then the special machining skill was204
known as special skill.205

Prahalad and Hamel (1990) coined the term ‘core competency’ and identified it as the collective206
learning and coordination skills behind the firm’s product lines. They made the case that core207
competencies are the source of competitive advantage and enable the firm to introduce an array of new208
products and services.  Several measures have been proposed how to identify unique resources and209
capabilities (Barney 1991, Grant 1991, Hamel 1994, Teece et al. 1997).210

The generalized terms such as resource, asset, capability and competence are not clearly211
explained in connection with competence theory; they become an obstacle in understanding many212
contemporary management concepts as per Hafeez et al. (2002). They are categorizing resources into213
physical, intellectual and cultural assets and showing relationships between assets, capabilities,214
competencies and core competencies. There are several definitions in the literature: Knowledge view215
(Lenoard-Barton 1992), Network view (Klein and Hiscocks 1994) and Harmony view (Sanchez et al.216
1996).217

Therefore So, core competency is the fundamental knowledge, ability, or a specific subject area218
or skill set.  It can take various forms, including technicality of subject matter know-how, a reliable process219
and/or unique understanding of material flow from supplier to manufacturer to end customer. It requires220
technically qualified and dedicated employees with a deep commitment to working across organizational221
boundaries, good market coverage, leadership support, etc. So, Core competencies are the collective222
learning in organizations, and involve how to coordinate diverse skills: marketing, product design,223
production, distribution, etc. and integrate multiple streams of technologies. They These are the skills that224
the organization possesses and sets it apart from its competition. They These skills are the sources of225
competitive advantage as well as the building blocks to future opportunities. For example, Walt Disney226
World’s efficient operation of theme parks and Apple Computer’s understanding of customer needs:227
iphone, ipad, etc. Core competency fulfills three key criteria: 1. It must not be easy for competitors to228
imitate; 2. It can be re-used widely for various products/services and markets and 3. It should lead to core229
products which must contribute to the end products to meet/exceed customer needs.230

Every organization requires certain competencies to operate effectively and carry out their231
mission. These fundamental competencies are called ‘table stakes’ as per McIntire (2008). These stakes232
define the standard level of competency needed to sustain operations. Some of the There are various233
basic competencies are including marketing; product design, development and manufacturing; human234
resources; fund raising; financial; and administration., etc.235

236
2.2 Innovation Growth Ideas237

238
Innovation is the development of new product/value/idea through solutions that meet/exceed existing/new239
customer requirements (needs). Innovation generally refers to renewing, changing or creating more240
effective processes, products or ways of doing things as per Australian Government Initiative241
(business.gov.au).  For businesses, this could mean implementing new ideas, creating dynamic products242
or improving your existing services. Innovation can be a catalyst for the growth and success of your any243
business, and help you businesses to adapt and grow in the marketplace.244

Innovation strategy helps companies in three ways: exciting its customers, outperforming245
competitors and building a new product portfolio as per Bowonder et al. (2010). IBM was involved in246
transformation from computer maker to e-business servers for a large-scale, open systems computing247
during 1990s which required courage, focus and commitment at all levels of the enterprise as per Meyer248



et al. (2005). There are various innovation approaches in the literature, for example, end-user-innovation249
(Von Hippel 1988), chain-linked model of innovation (Kline 1985), companies’ growth through innovation250
(Davila et al. 2006) and research and development innovation model (Mark et al. 2008). Robotic engineer251
Engelberger (1982) strongly believes that innovation requires three things:252

1. A recognized need,253
2. Competent people with relevant technology, and254
3. Financial support.255

256
2.3 Growth Strategy Execution and Measurement257

258
The missing link between aspiration and results is execution. Too many leaders spend all of their time on259
strategy planning and fail to execute, never accomplishing what they set out to do. In today’s rapidly-260
changing and increasingly competitive world, achieving sustained success depends on having a solid261
strategy and aligning on organization’s decisions, effort and resources to execute that strategy. So262
Therefore, execution is the major job of any business leader.263

264
2.3.1 Growth Strategy Execution265

266
Execution is a systematic process where participants discuss rigorously the how and what, questioning,267
persistently following through and ensuring accountability. Some leaders believe that they may end up268
micromanaging. Actually, there is an enormous difference between leading an organization and269
managing it. Leaders who boast that they take a hands-off or put their faith in empowerment are not270
dealing with the issues of the day. They are not confronting the people responsible for poor performance271
or searching for problems to solve and then making sure that these problems get solved. These types of272
leaders are only doing half of their job.273
Leaders who excel at execution literally make themselves to participate up to certain extent in the274
execution process and even in some of the key details. They use their knowledge of the operation to275
constantly probe and question. They bring weaknesses to light and rally their people to correct them. So276
Therefore, the following is a short survey of some of the strategy execution approaches:277

Organizational resources alignment: Strategy without execution is like a race boat without enough278
horsepower engines: the boat looks great in the water, but it does not impress anyone who sees the boat279
in the race. A similar concept applies here: some CEOs do not lose sleep over the design of strategy, but280
rather worry about their company’s inability to deliver the strategy’s intended results. If a business leader281
accelerates the alignment of strategy, organizational models and people, they increase the probability of282
maximizing the potential of their business and ultimately their business results as per King and283
Kosminsky (2006).284

Critical relationship of major domains: Simply understanding the difference between strategy285
development as thinking (analysis, planning, setting goals, etc.) and strategy implementation as doing286
(follow-through, top-to-bottom, operational, goal achieving, etc.) is not enough to execute the developed287
strategy. Currently, this type of thinking is considered a traditional planning effort and has proven either288
too expensive or time-consuming: many major top-down strategy initiatives have failed. Today’s289
challenge is how to build execution into strategy as per Chan and Mauborgne (2005).290

Several other authors have made their recommendations, (Kaplan and Norton 2000),291
(Surowiecki’s 2004), (Welbourne 2005), (Donlon 2007) and (Kumar 2010).292

293
2.3.2 Growth Strategy Measurement294

295
We all know that Good growth strategy leads to more business, but how many enterprises effectively296
measure their efforts? Not as many as one would think. Most enterprises struggle to measure the impact297
of their growth strategy to see if it spurs growth. Often, this is because they are not sure what to be298
measuring and what should be the expectations for success. Almost anything can be measured, although299
not all metrics will provide the necessary information. So Therefore, before business leader you should be300
measuring their growth strategy performance, it is important to search the literature.301

Kaplan and Norton (1992) introduced the concept of Balanced Scorecard. They began with the302
premise that an exclusive reliance on financial measures in the leadership system. At the same time,303
these financial indicators were lagging indicators that were reporting on the outcomes from the past304



activities. Porter (1992) and AICPA (1994) reported that exclusive reliance on financial indicators could305
promote behavior that sacrifices long-term value creation for short-term performance. The Balance306
Scorecard approach retained measures of financial performance that were based on lagging outcome307
indicators, but also supplemented those measures with the lead indicators, of future financial308
performance.309

The limitations of managing solely with the financial measures, however, have been known since310
the late 20th century. Nonfinancial measurements were added on ad hoc basis as more like checklists of311
measures for business leaders to keep track of and improve the comprehensive system, (Kaplan and312
Norton 1993). Measurement system was linked with the strategy; and also with the cause-and-effect313
relationship that described the hypotheses of the strategy, (Kaplan and Norton 1996). The tighter314
connection between the measurement system and strategy elevates the role for nonfinancial measures315
from an operational checklist to a comprehensive system for strategy execution, (Kaplan and Norton316
1996).317

In the industrial-age competition of the 19th and much of the 20th centuries, businesses achieved318
competitive advantage from their investment and management of tangible assets such as facility,319
equipment and inventory, (Chandler 1990). In tangible assets dominated economy, financial320
measurements were adequate to support the growth strategy. Income statements could capture the321
expenses associated with the use of these tangible assets to produce revenues and profits, but by the322
end of the 20th century, intangible assets became the major source for competitive advantage. In 1982,323
tangible book values represented 62 percent of industrial organizations’ market values; in 1992, the ratio324
dropped to 38 percent, (Blair 1995). By the end of the 20th century, the book value of tangible assets325
accounted for less than 20 percent of companies’ market values, (Webber 2000, quoting research by326
Baruch Lev).327

Commonly identified intangible assets are innovative products and services,328
supplier/manufacturer/customer relationship, responsive and high-quality processes, knowledge and skills329
of the workforce, the information technology that supports the workforce and links the business to its330
suppliers and customers, supports the continuous improvement and problem-solving activities, and331
maintains the organizational environment that encourages innovation. All of these assets support’s the332
product/service throughput.  But businesses were unable to adequately measure their intangible assets.333
Incomplete or insufficient information from management publications indicated that many companies334
could not implement their new strategies in this environment, (Charan and Colvin 1999). They could not335
manage what they could not explain or measure. Tangible assets are still critical in financial statements,336
but strategies for creating value have been shifted from managing tangible assets to knowledge-based337
strategies that create and deploy an organization’s intangible assets.338

As identified earlier that there is a shift in resources from tangible to intangible, but businesses339
still need to measure tangible assets through financial measures such as revenue, profitability and cash340
flow. Kumar (2012) has logically linked intangible assets to business cycle time. Business cycle time is341
defined as ‘Order booking through payment.’342

343
3. BUSINESS SCENARIOS AND DISCUSSION344

345
Business strategies of two aerospace companies (Boeing and Airbus) will be analyzed in relation to some346
of the high level elements of the enterprise excellence (Figure 1) and their impact in achieving and347
sustaining the EE in these two enterprises. Two key issues as listed in section 2 ‘Model Analysis with348
Literature Survey’ are also repeated below. These issues will be discussed in relation to business349
strategies of Boeing and Airbus.350
 What was the business vision and mission in 1950s and 1960s and how it was evolved with time351

and market needs during the later part of the 20th century and now in the 21st century?352
 How product innovations and core competencies supported the enterprise growth strategy while353

mitigating the enterprise risk in achieving and sustaining the enterprise excellence?354
355

Products of late 20th Century through the early 21st Century356
357

After WWII, Boeing was the main source of commercial aero-planes manufacturer in the non-358
communistic world. During 1950s and 1960s, energy was not the issue and the airlines were very much359
interested in having a larger plane for the long-distance flights. With Boeing’s vision and mission, product360



innovation ideas, their core competencies and the market demand which helped the company in361
mitigating their risk factors and developed the product known as Boeing 747 (Jumbo jet) plane during362
late 1960s. Plane went in flights in 1970s. This brought growth in the company’s revenue and profitability363
during 1970s and 1980s.364

The Boeing 747 is a wide body and four-engine commercial airliner and cargo transport aircraft365
manufactured by Boeing’s Commercial Airplane division. It is among the world’s most recognizable366
aircraft and was the first wide-body ever produced. The 747-400 passenger version can accommodate367
416 passengers in a typical three-class layout, 524 passengers in a typical two-class layout, or 660368
passengers in a high density one-class configuration, (Wikipedia January 09, 2012). It was first flown369
commercially in 1970, (Wikipedia August 03, 2010). McDonnell Douglas followed the Boeing lead to370
mitigate their enterprise risk and produced MD-11 commercial aircraft in 1986. MD-11 is a three-engine371
medium- to long-range wide-body jet liner, which originally was manufactured by the McDonnell Douglas,372
but later Boeing bought the company and continued to manufacture the jet liner at Boeing‘s Commercial373
Airplanes division. The following analysis of the Boeing activities demonstrates how the company was374
achieving and sustaining the enterprise excellence:375

 To support the market, Boeing innovated and manufactured the product: Boeing 747 jet liner;376
 To continue and sustain the enterprise excellence, Boeing purchased the McDonnell Douglas377

company and continued to manufacture the MD-11 jet liner;378
 By doing so, Boeing improved their margin and gained market share; which379
 Provided increased revenue and profitability and hopefully, reduced business cycle time as well.380

These points are listed in the first section ‘Introduction – Enterprise Excellence Model’ which validates the381
enterprise excellence model.382

These jet liners take some twenty-year from market research and innovative ideas through383
manufacturing and then offering the product in the market as well as billions of US dollars. This is a very384
complicated and lengthy process. The innovative idea of 1950s ended-up is providing the Boeing 747 for385
commercial flights in 1970s. Now continue the analysis process along the time line. During 1970s, world386
faced oil embargo from the OPEC (Organization of the Petroleum Exporting Countries) which created a387
significant energy issue. Four-engine jet liners were one of the major sources of energy consumption in388
the commercial flights; therefore airlines were looking for more energy efficient jet liners.389

Boeing leadership utilized their all high level elements of enterprise excellence including business390
vision and mission, innovative growth ideas, business core competency, and market demand along with391
mitigating the enterprise risk elements and developed and manufactured Boeing 777 jet liner in 1995.392
The Boeing 777 is a long-range wide-body twin-engine jet liner developed and manufactured by Boeing’s393
Commercial Airplanes division. It is the world’s largest twinjet and has a typical seating capacity for 314 to394
451 passengers, with a range of 5,235 to 9,380 nautical miles (9,695 to 17,370 km). Innovative ideas and395
core competency helps in creating core product(s) which ends-up producing commercial products. Boeing396
has developed several versions of Boeing 777 in the last fifteen-year as listed in Table 1.397

398
Table 1. Boeing 777 Models399

400
Boeing Model Year Introduced in the Market
777-200 1995
777-200 ER (Extended Range) 1997
777-300 1998
777-300 ER (Extended Range) 2004
777-200 LR (Long Range) 2006
777F (Freighter) 2009

401
If apply the same EE analysis for the 777 models as previously did, the results would be that Boeing did402
continue to achieve and sustain the enterprise excellence as they did for the Boeing 747. The Boeing403
products 747 and 777 are also satisfying the concept of product life-cycle curve “S” as presented in404
Figure 2.405

Airbus has also developed similar product series called A330 Family: the A330-200, A330-300,406
A330-200F, ACJ330 and A330 – which cover all market segments with one twin-engine aircraft type. The407



combination of low operating costs, high efficiency, flexibility and optimized performance. The above408
discussed analysis of enterprise excellence is also applicable to A330 Family.409

The next generation of twin-engine jet liners is Boeing’s 787 (also known as Dreamliner) and410
A350 from the Airbus. Similar analysis can also be applied to Boeing’s 787 and the Airbus A350. These411
two products have created a fierce competition between Boeing and Airbus. The following statistics412
validates the status of fierce competition as well as support their continued drive to sustain the enterprise413
excellence.414

The Boeing 787 Dreamliner is a long-range, mid-size wide-body, twin-engine jet liner developed415
by Boeing Commercial Airplanes. Its seating capacity varies from 210 to 330 passengers. Boeing states416
that it is the company’s most fuel-efficient airliner and the world’s first major airliner to use composite417
materials as the primary material in the construction of its airframe, (Norris et al. 2005). The Boeing 787418
has been designed to be 20 percent more fuel efficient than the Boeing 767 it is to replace (Croft January419
20, 2013 and Schofield June 13, 2012). As per Wikipedia (2013), the Boeing 787 was first introduced in420
the commercial flight (All Nippon Airways) on October 26, 2011. By October 2013, the Boeing 787421
program had logged 982 orders from 58 customers, with International Lease Finance Corporation (ILFC)422
having the largest number on order (The Boeing Company October 4, 2013).423

The Airbus A350 XWB is a family of long-range, twin-engine wide-body jet liners developed by424
European aircraft manufacturer Airbus. The A350 is the first Airbus with both fuselage and wing425
structures are primarily made of carbon fiber-reinforced polymer, (Wikipedia March 27, 2009). It can carry426
250 to 350 passengers in a typical three-class seating layout, or maximum seating of 440 to 550427
passengers, depending on variant. The launch customer for the A350 is Qatar Airways, which ordered 80428
aircraft of all three variants, (Wikipedia October 31, 2013). The jet liner is scheduled to enter airline429
service in mid-2014, (Flight International October 23, 2012). As of October 2013, Airbus has received430
orders for 725 aircraft from 37 different customers around the globe, (Wikipedia October 31, 2013). The431
prototype A350 first flew on June 14th, 2013 at Toulouse-Balgnac Airport, France,432
(http://www.a350xwbfirstflight.com/).433

There is a tough competition between Airbus and Boeing in the large jet airliner market since the434
1990s. This resulted from a series of mergers within the global aerospace industry, with Airbus435
beginning as a European consortium while the American Boeing bought its former arch-rival, McDonnell436
Douglas in a 1997 merger. Other manufacturers, such as Lockheed Martin and Convair in the United437
States and British Aerospace, Dornier and Fokker in Europe, were no longer in a position to compete438
effectively and withdrew from the market. During the 1990s both companies researched the scope for a439
new model of very large aircraft, compared to the current largest passenger carrying aircraft then in use,440
Boeing's 747. Boeing decided the project would not be commercially viable, (Wikipedia, December 30,441
2011) with Airbus launching it’s a full-length double-deck aircraft A380 a decade later. The latest442
modification of Boeing’s largest wide-body airliner 747 is Boeing 747-8. Therefore, Boeing’s 747-8 and443
the A380 are placed in direct competition on long-haul routes. Both Boeing 747-8 and Airbus A380 are444
four-engine jet liners. Fuel economy is one of the most critical issues for airliners in this globally445
competitive market. The following is a short list of claims from both the companies (Boeing and Airbus).446

Boeing claims the 747-8I to be over 10 percent lighter per seat and have 11 percent less fuel447
consumption per passenger, with a trip-cost reduction of 21 percent and a seat-mile cost reduction of448
more than 6 percent, compared to the A380. The 747-8F's (Freight liner) empty weight is expected to be449
80 British tonnes (88 US tons) lighter and 24 percent lower fuel burnt per ton with 21percent lower trip450
costs and 23 percent lower ton-mile costs than the A380F, (Wikipedia May 21, 2011).451

Equally, Airbus claims the A380 to have 8 percent less fuel consumption per passenger than the452
747-8I and emphasizes the longer range of the A380 while using up to 17 percent shorter runways453
(Wikipedia February 08, 2008). The A380-800 also has cabin 478 square meters (5,145.1 sq ft) of floor454
space, 49 percent more than the 747-8. Other commentators noted the lack of engine noise, with the455
A380 being 50 percent quieter than a 747-400 on takeoff (Saporito September 21, 2010).456

Boeing 747 stayed in production for more than 30 years and as per Wikipedia (December 02,457
2013), Boeing has delivered 1475 jet liners through October 31, 2013 and 627 jet liners are still in458
operation (October 31, 2013). Boeing is trying to offer a deal to buy back 747-400 and replace with 747-8459
at the negotiated price. Airbus is also not receiving enough orders for A380 from around the world. Mostly460
Middle-East airlines (e.g. Emirates) are ordering the jet liner. Mostly European and the US airlines are not461
interested in either Boeing 747-8 or A380.  According to the product “S” chart (Figure 2); these products462
are falling at the maturity/decline state of their life cycle. Even though the manufacturers are spending a463



great amount of their resources, but they are facing very tough time to sell the product. This validates the464
concept of “S” curve.465

The new Boeing 777X Series is now in development stage. Boeing expects to bring production466
in 2017, and start deliveries in 2020. This is a refreshed version of the 777, with a longer, composite wing467
and a new GE engine. The 777X family includes two jets: the 777-8X and 777-9X. The 8X will offer a468
range of over 9,300 nautical miles and have room for 350 passengers. The bigger 9X will have a range of469
over 8,200 nautical miles and have room for 400 on board. Competition does not have any matching470
product to 777-9X jet liner. Boeing says the 8X will compete with the Airbus A350-1000, while the 9X "is471
in a class by itself." In Dubai Air show of November 2013, Boeing sold 259 jet liners of family 777X to472
European and Middle-East airlines in one day, (Davies November 18, 2013). The analysis of the above473
information in relation to the enterprise excellence model: Boeing has demonstrated an excellent vision474
with a defined mission for the market needs; they innovatively are utilizing their resources in developing475
the enterprise growth product (777X Family); they have the core competency to support the innovative476
product; they are mitigating their risk throughout the process (planned production in 2017 and start of477
delivery in 2020) and they are executing their growth strategy to gain the market share (through offering478
the product in air show in Dubai, November 2013), and increasing their revenue and profitability (through479
advanced sale of their product). They are also clearly following the “S” curve as presented in Figure 2.480

It is interesting to note that neither company is ready to walk away from the wide-body, four-481
engine jet liner and both the companies are offering their products: Boeing’s 747-8 and A380 from Airbus.482
There is a sound reasoning behind it, 627 (Boeing’s 747-400) jet liners are still operational. Leadership of483
both the companies could be arguing that some percentage of this large number (627) plus some new484
prospective customers would still be interested in this wide-body, four-engine jet liners. Even the small485
percentage of operational 627 jet liners would be a significant number of jet liners, therefore, the business486
leaders of neither company are ready to walk away from the prospective customers. Boeing is trying to487
mitigate their enterprise risk through the purchase program of older 747-400 and replacing it with new488
747-8 at the negotiated price.489

Business scenarios of two businesses (Boeing and Airbus) have been discussed covering over490
sixty years of time period from 1950s through early decades of 21st century. Both the companies have491
their great vision and mission; they have been developing series of innovative products to meet/exceed492
the market needs which are also following the life cycle “S” curve; they have been developing their core493
competency as market and product demands are changing throughout the analysis period; each494
company innovatively mitigating their enterprise risk, and executing their growth strategies in achieving495
and sustaining the enterprise excellence as well as increasing their revenue and profitability.496

497
Three enterprise excellence scenarios are presented here. This will set the stage for discussion and498
conclusion which are presented in the next sections.499

500
3.1 Sewing Industry501

502
The enterprise excellence scenario in the sewing industry was in a non-profit organization where one of503
their product lines was sowed products. Blind employees were sewing these products. Company hires504
typical blind people (generally no training in sewing), trained them and their sewing work is as good as505
any regular worker would do. Good percentage of their contracts was with government organizations, but506
they were also selling their products through their own stores to general public. They were also involved507
in cloth cutting business as outsourced business for the other sewing companies.508

Business situation: This non-profit organization was producing highly specialized products based509
on military specifications. They were supplying products to six military Defense Supply Centers510
nationwide and were acting as a distribution center for the federal General Service Administration.511
Therefore, their customers were expecting nothing less than the designated order, right down to the512
gauge of thread used in sewn components. None of these parameters were especially noteworthy, until513
you take into account that most of those producing said items were blind. Some of their products were in514
growth stage of their life cycle while others in the maturity/decline stage of their life cycle. Company515
leadership believes in product growth curves as presented in Figures 1 and 2. This company generally516
designs only simple sewing products and somebody else designs the complicated sewing products.517
Business leadership not only strongly believes in continuous improvement but also practices in most of518
the areas including operations, sales and marketing and finance.519



520
3.2 Transportation Industry521

522
The enterprise excellence scenario in the transportation industry was in a re-built truck engine523
components manufacturing company. Their major components were Air compressor, Air dryer, Alternator,524
Caliper, Fan clutch, Hydraulics, Starter and Water pump. This was a family owned business for three525
generations. Many people cannot afford to buy a new vehicle right now, said Ken Carter, chairman of the526
Engine Repower Council. "Repowering is a sensible economic option that saves big money in the long527
run. For the cost of an average down payment on a new car or truck, you can repower your vehicle with a528
remanufactured/rebuilt engine and gain years of reliable service without monthly car payments and higher529
insurance rates."530

Business situation: Business leader was experiencing growth in his business (growth in revenue531
and profitability) and was forecasting, that his business will continue to grow for several years. Current532
site was not large enough to handle business growth and the manufacturing processes were poorly533
organized and managed. Parts and components were stored throughout the facility (huge inventory534
issue). There was no production manager in the business, business owner rarely used to go on the535
manufacturing floor and generally production supervisors used to update the business owner. He536
(business owner) had a great interest in marketing, sales and finance. Business owned the current537
manufacturing facility, but it was in a very poor condition and close to the shopping mall area. Shopping538
area was growing, so the land value in the area was also increasing. This business owner was a very539
smart person. He found a great site in the industrial park almost twice as big as was his current facility.540
So, he leased the facility in the industrial park at a very low leasing price with the option to buy the facility541
during the lease period or latest at the end of the lease period for the pre-agreed price. He was not sure542
how he would move from the current site to the new leased site and utilize space correctly for the543
business growth.544

This was a 35 years old family business with the annual revenue of $13-14 million and pre-tax545
profit of $600-700K which was about 5 percent of the revenue. Business was managed by the second546
generation owner who faced several patent infringement law suits in the past. During that period he547
borrowed money from his customers in exchange for some percentage of partnership in his family548
business. Owner also borrowed about $8 million at the annual interest rate of eight percent from the bank.549
He was only paying interest on the borrowed capital from the bank and so far he has not paid any550
principal. Second generation owner had decided to retire, so he announced his son (third generation) as551
the President of the company.552

553
3.3 Aerospace Industry554

555
The enterprise excellence scenario in the aerospace industry was in a small Company which is a closely556
held organization and their business is an integrated supplier and technical services provider specializing557
in components and subsystems for a variety of aerospace and defense applications. The business profile558
of the Company has a strong aftermarket focus with the Department of Defense and General Aviation and559
Commercial Aircraft Original Equipment Manufacturers (OEMs). The Company has a history of growth560
through acquisition and implementing operational excellence with the acquired business in order to561
improve operating margins.562

Business situation: The Company's vision is to create significant shareholder value by growing563
into a leading international specialist provider of parts, services and logistical support for aging aircraft564
fleets and other legacy non-aircraft hardware. It will achieve the vision by capitalizing on a variety of565
opportunities to grow, both organically and through acquisition, in the domestic and international566
aerospace and defense markets, (Devine 2013).567

Company invests a considerable amount of time in analyzing potential acquisition targets and has568
a history of investing in these acquisitions to grow the business.  The company’s financial investment in569
acquisition activities to grow the business is analogous to financial investments in traditional product and570
market research and development by other companies (Devine 2013).571

572
4. DISCUSSION573

574



Business situations of three companies from three different industries are presented above. Business575
leadership made certain decisions based on their understanding of the elements of the enterprise576
excellence model. Discussion section will identify those decisions and their impact in achieving and/or577
expected in achieving the enterprise excellence. These case studies would provide excellent learning578
opportunities for business leaders…579

580
4.1 Sewing Industry581

582
Business leaders knew that some of their sewing products were in either reaching and/or in the583
maturity/decline stage of their life cycle. They had four possibilities in the combination of two products584
(existing and new) and two markets (existing and new) for business growth. They also knew that they585
neither have resources to design and/or modify the sophisticated products nor they have experience in586
designing and/or modifying these complicated products. Sewing industry is highly labor intensive. So,587
leadership must have a plan to reduce business cost to stay competitive. The following were some key588
activities and achievements as Kumar (August 2010) identified:589

 Streamlined processes: 5 products, 4 cutting tables, storage area, and receiving and shipping590
areas.591

 Reduced the facility requirements to one-half the original space (from 200,000 Ft2 to 100,000592
Ft2)593

 Minimized total material handling in various areas including receiving and shipping docks,594
warehouse and manufacturing floor.595

 Performed strategic capacity-load analysis to meet future throughput requirements.596
 Reduced products cost significantly, gained share in the existing market and captured new597

markets in non-governmental businesses.598
 In quantitative term: the economic impact of over $6.6 million, hired 40 employees during deep599

recession of 2009 and the revenue went-up 30 percent.600
They went into the product market where they do not have to design the products, but601

manufacture the product at competitive cost to win the contracts. So, they primarily stayed in the602
government product contracts and received a contract for a new product. They developed manufacturing603
processes for the new product, developed and installed a new product line. This product brought604
approximately 25 percent of their total revenues for the fiscal years 2009 and 2010. They looked into their605
core competency of training blind people in sewing complicated products and they kept their core606
competency up as the requirements were changing. They were continuously upgrading and improving607
their business structure (marketing, operations, people and finance) in this competitive market. One of608
their major cost elements was supply chain where they developed longer term contracts with frequent609
material delivery and reduced capital requirements in inventory. They also used similar concept in their610
product delivery and improved their cash flow.611

612
4.2 Transportation Industry613

614
This was a family owned business where the third generation family member became the business leader615
(President of the Company). Actually this was not a pure case of family business. When this company616
was in trouble, the second generation business leader (Company President) got money from customers617
in exchange of some shares of family business. He also borrowed huge sums of money from the bank618
(Approximately $8 million). Second generation business leader did not lead the operations properly; and619
production and sales were not compared for product throughput, revenue, profitability and cash flow. He620
also never did the inventory count. In some areas they had produced so much extra product which621
became obsolete, so some employees were taking out the good parts to use in the current production.622

In the third generation leader’s estimates, the value of current inventory was way short compared623
to borrowed capital. So, the business leader had a tough time in evaluating the risk of letting all the624
business owners know the actual financial status of the company. He did hire the Production Manager to625
lead the manufacturing floor, but he could not do the real analysis of balance sheet and cash flow due to626
the risk of exposing the actual inventory status to all the business partners as well as to the bank. They627
did started some parts supply chain relationship with Chinese manufacturers to reduce material cost. So,628
continuous improvements in operations were providing limited improvements towards business growth629



and the enterprise excellence. He (third generation leader) had great operations experience, so he630
recognized the business core competency in re-building components and products, but he had limited631
marketing experience. The combination of products (existing and new) and markets (existing and new)632
play the critical role in business growth. The Company had already borrowed $8 million earlier and they633
were paying back only interest and no capital, so he had a limited opportunity to borrow any more capital.634

The concept of business measurement (especially the financial statements) was not utilized635
completely (balance sheet and cash flow analysis). Most of their investments were tangible (facility,636
equipment, material, etc.) and their intangible investments were very limited (software development,637
system integration, etc.), so financial statements were the key measurement tools.638

639
4.3 Aerospace Industry640

641
This company has been growing through acquisition for the last several years which created medium to642
high risk growth strategy. These acquisitions create a degree of uncertainty regarding the accuracy and643
completeness of information and the future prospects of the targeted business. The company utilized the644
concept of Ansoff's (1957) model and then they developed their own Risk-Reward Matrix (Figure 3).645

646

647
648

Figure 3. Company's Market Growth - Risk and Reward Matrix649
650

So, historical growth has been achieved through a combination of acquisition, incremental new651
product and market development, and organic revenue growth of the existing businesses. This new652
strategic growth plan involves an innovative new product and market development. This is a joint venture653
(JV) partner who had the technical capability to develop the new product. The JV partner already654
designed and manufactured a similar product in the auto industry, so they were familiar with the655
developmental challenges, schedule and cost to develop the product. The JV partner also had the656
financial resources, which when combined with the financial resources of the Company, would be657
sufficient to bring the new product to market and to support the product and JV through the initial product658
launch until contracts could be won and recurring revenue  realized to sustain the new venture.659

The new JV product business will be low volume and will also contain a lot of product variability.660
The Company has proven experience in developing and optimizing the supply chain for low volume661
business unlike the JV partner which is more familiar with high volume production. A significant part of the662
physical production cycle will be outsourced in order to reduce total manufacturing costs and capital663
investments in new equipment. However, the Company does manage and retain internally key aspects of664
the supply chain in order to protect its intellectual property (IP). The Company evaluates outsourcing risks665
and has developed strategic alliances with suppliers because it is a challenge to leverage suppliers due666
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to low volumes of production involved. Models from Marshall et al. (2005) and Clemons and Hitt (1997)667
help organizations to evaluate the outsourcing process, decisions and risks.668

The Company was awarded their first contract for the new product which they developed through669
their joint venture and the award information was taken from the flyer as presented in Figure 4.670

671
5. CONCLUSIONS AND THE CHALLENGES672

673
The analysis of over sixty years of information from Boeing and Airbus is validating the EE model (Figure674
1) in achieving and sustaining their enterprise excellence through the enterprise growth strategy and also675
mitigating the enterprise risk with the following conclusions:676
 To support the market and product growth, both the companies have been developing series of677

products to meet/exceed customer needs and supporting the concept of product life cycle curve678
“S” (Figure 2).679

 Both the companies have either acquired other companies or developed consortium for680
expanding their businesses.681

 Both the companies have been improving their margin through various elements of the enterprise682
growth strategy including vision and mission, innovative product growth ideas, core competency683
and market share.684

 Both the companies have been mitigating their enterprise risk through products offerings.685
The above listed conclusions have been resulting in increased revenue and profitability and both the686
companies are trying to reduce their business cycles.687

688
689

This section is concluding the enterprise excellence activities of their respective industries.690
691

5.1 Sewing Industry692
693

With the help of a consultant, leadership not only developed but also executed their enterprise growth694
strategy while mitigating risk elements to achieve the enterprise excellence goals. These goals are695
presented as quantitative measurements in the Discussion section. If you compare to the concept chart696
as presented in Figure 1, they did utilize directly or indirectly almost all of the elements listed in the chart,697
except they did not design the complicated product. So they searched for those customers who would698
provide designed products for manufacturing.699
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Figure 4.  First Contract – News Release703
704
705

5.2 Transportation Industry706
707

For the new President (third generation family member), inventory and financial issues were very critical708
to satisfy his business partners and the bank. He did hire a production manager to lead the manufacturing709
floor under his guidance. He was expecting some improvements in margin and profitability through710
continuous improvements on the manufacturing floor which would improve the payments to the bank711
(may be some principal plus interest). He was evaluating that the reality risk of inventory and the financial712
were too great to share with the business partners and the bank. His options were limited, so he would713
have to wait to achieve the enterprise excellence until the above identified factors improve enough to714
share with business partners and the bank.715

716
5.3 Aerospace Industry717

718
Business growth opportunity was proposed based on the enterprise excellence elements as presented in719
the concept chart (Figure 1). Some of those elements were validated, for example, core competency of720
the JV partners, a matured supply chain strategy, the validation of market needs and the validation of new721
product’s capabilities to meet those needs, the availability of resources – both financial and human722
capital, and the effective execution and measurement plan to support the JV and achieve the enterprise723
excellence through innovation. Their growth strategy with mitigated risk worked very well.  They received724
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the concept chart (Figure 1). Some of those elements were validated, for example, core competency of732
the JV partners, a matured supply chain strategy, the validation of market needs and the validation of new733
product’s capabilities to meet those needs, the availability of resources – both financial and human734
capital, and the effective execution and measurement plan to support the JV and achieve the enterprise735
excellence through innovation. Their growth strategy with mitigated risk worked very well.  They received736



their first contract as presented in the new release flyer (Figure 4).  This also validates the concept of725
Enterprise Excellence as presented in Figure 1.726

These case studies are from three different industries (Sewing, Transportation and Aerospace)727
and when the developed enterprise excellence concept was applied to these industries, it clearly728
validated the concept. So, this is an excellent concept which can easily be followed and would also729
provide a great help to business leaders to achieve their enterprise excellence.730

731
5.4 The Challenges732

733
These studies had provided some very positive impacts as discussed above, but also identified some734
challenges based on the participants’ collective experience:735

 Organizational complexity and diversity:  Various organizations (businesses and partners,736
customers, suppliers and governmental agencies)737

 Slow organizational and inter-organizational adaption to change: The ways organizations define738
themselves, relate to the environment, approach their work, and select processes, tools and739
techniques all evolve slowly than the technology around them.  This was compounded when740
multiple groups must work together.741

 Everybody’s participation from planning through execution is very critical to achieve the742
enterprise excellence goals.743
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