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Abstract: The commercial aircraft manufacturing industry has been largely 
dominated by the advanced economies in North America and Western Europe. 
During recent decades, several emerging economies have invested heavily in 
the commercial aircraft industry, notably in regional aircraft manufacturing. 
This paper describes the global regional aircraft industry by comparing the 
demand and available production capacity. A small number of companies are 
currently active in this industry and able to satisfy demand. Yet, a larger 
number of companies are starting or planning to start production. Under these 
conditions and forecasted demands, overcapacity is a likely result. Four 
propositions are developed to explain the behaviour of new entrants. 
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1 Introduction 

The regional aircraft segment has experienced several important changes in recent years. 
Regional aircraft are defined in this article as aircraft with a capacity of up to about 100 
passengers. The upper limit is to some extent arbitrary but is generally accepted in the 
industry. About a decade ago, the main competitors in regional turboprop aircraft 
manufacturing were companies located in industrially developed countries. These 
companies included British Aerospace (BAe) (located in the UK), Fokker (The 
Netherlands), Fairchild-Dornier (Germany) and Saab (Sweden). These companies have 
since then ceased civil aircraft production; Fokker in 1996, Saab in 1999, BAe in 2001, 
and Fairchild-Dornier in 2002. There are currently two companies that are producing 
regional jets (Embraer from Brazil and Bombardier from Canada) and two companies 
that produce turboprops (Bombardier and ATR, a Franco Italian alliance). Other 
companies such as AVIC (China), Sukhoi (Russia) and Mitsubishi (Japan) are working 
on entering the regional aircraft market in the near future. Table 1 provides an overview 
of the different manufacturers and their products. This is adopted from Endres (2006), 
Francis (2007a) and Massy-Beresford and Kinsley-Jones (2007). 
Table 1 Current regional jet manufacturers and new entrants 

Company Aircraft # passengers Range in km Entry into service 

Bombardier CRJ 700/900 70/86 3121/2774 2001/2003 

Embraer E-170/190 70/98 3104/3200 2004/2005 

AVIC ARJ21-700/900 90/105 2230/2230 Expected 2009 

Sukhoi Superjet100 78/98 2900/2950 Expected 2009 

Mitsubishi MJ-70/90 70/90 3600/3600 Expected 2013 
JADC 
(Kawasaki) 

YPX Several options 
are being 

considered 

Unknown Preliminary stage 

With the number of companies that have ceased regional aircraft manufacturing and 
already several successful companies in place, the question is whether there is room for 
more players in the market. 

This paper focuses on capacity development. If too many players are active on a 
market, a situation of overcapacity will be reached, which probably will place pressure on 
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profit margins. The fact that a number of companies have already ceased production in 
the regional aircraft segment can be interpreted as a previous overcapacity situation and 
the introduction of new companies in the near future can create a similar situation. 
Therefore, the purpose of this paper is to analyse the capacity situation in regional aircraft 
manufacturing and to determine the viability of the market for new players. This paper is 
set-up as follows. In Section 2, general background information is discussed on the 
specific industry to provide a context for the specific capacity issues. In Section 3, 
literature will be presented on capacity and specific research questions are posed. In 
Section 4, the methodology is described followed by Section 5 with a presentation of the 
results. In Section 6, the results are discussed and propositions are developed to explain 
the decisions by potential new entrants. Finally, the paper ends with a conclusion section. 

2 Aircraft manufacturing industry context 

Aircraft manufacturing has several characteristics that make it distinct from many other 
industries. In this section, a quick overview will be provided about some of the main 
characteristics to provide a context for the discussion. 

The development of aircraft is extremely expensive. To design and develop a large 
aircraft such as the Airbus 380, a 525 plus seat aircraft, costs $11 billion or more 
(Sparaco, 2000). Smaller aircraft such as the regional jet family by Embraer  
(E170-family) with approximately 70–98 seats cost $850 million to design and develop 
(Lewis, 2003). The final product itself, i.e., the aircraft, is logically also expensive. For 
example, the Boeing 737-800, a 162–189 seat aircraft has a list price of over $70 million 
(http://www.boeing.com/commercial/prices/index.html). The lifecycle of an aircraft type 
can extend beyond 20 years. For example, the most successful commercial jet aircraft in 
number of sales, Boeing’s 737, was first delivered in December of 1967 and Boeing 
737’s are still produced and sold in 2008 (Jet Information Services, 2008). In order to 
extend a product’s lifecycle that long, many technological upgrades occur within that 
time, such as, for example, changing payload-range characteristics, installing better 
engines or making product design improvements that lead to performance improvements. 
An example of the latter is the addition of winglets at the end of the wings, which reduce 
drag and lead to fuel efficiency improvements. Therefore, a competitor in the aircraft 
manufacturing industry needs to have sufficient financial resources as well as 
sophisticated technological (design and development) capabilities. 

The production of aircraft is characterised by a requirement for skilled labour, a long 
production throughput-time, low production rates, and often a low total production 
volume for a specific aircraft type (Steenhuis et al., 2007). Out of all the jet aircraft that 
have been produced, only ten aircraft types have had sales in excess of 1,000 units. The 
Boeing 737 has the highest aircraft deliveries record with 5,600 aircraft since 1967. This 
is followed by the Boeing 727 with 1,831 deliveries and the Airbus 320 with 1,827 
deliveries (Jet Information Services, 2008). Boeing, one of the main competitors in 
aircraft production, delivered a total of 441 commercial aircraft in 2007 (Jet Information 
Services, 2008). To put this into perspective, as a comparison, General Motors,  
one of the main car manufacturers, produced 5,708,038 passenger cars in 2006 
(http://oica.net/wp-content/uploads/2007/07/ranking06.pdf) . 

The commercial aircraft manufacturing industry has been a challenging industry to 
compete in as can be deduced from the exit of well-known western companies such as 
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Lockheed (USA), McDonnel Douglas (USA), British Aerospace (UK) and Fokker (The 
Netherlands). Yet, despite these apparent challenges, there have been several attempts in 
the last decades by ‘new’ companies to enter the market, in particular for regional jets, 
although frequently this has led to failure. Examples are Fairchild-Dornier (Germany; 
regional jets), IAe (Indonesia; both turboprops and jets), and Romaero (Romania; jets). 
None of these new entries has been successful. 

Fairchild-Dornier was an established turboprop manufacturer, which tried to enter the 
jet segment but ran into financial difficulties and filed for bankruptcy (Endres, 2007). IAe 
started in the 1970s from a nearly non-existent industry (Eriksson, 2003). IAe is currently 
still producing turboprop aircraft although it has stopped the production of commercial 
jets after 1998, the International Monetary Funds ordered that no more financial support 
and privileges were to be given to this state company (Stackhouse, 1998). Romaero is 
another state-owned company that eventually gave up producing jet aircraft due to 
financial constraints although it still produces turboprops (Steenhuis et al., 2007). 

Despite the exit of several well-established companies in the recent past, and the 
failed attempts of Fairchild-Dornier, IAe and Romaero to enter the market, a new set of 
potential entrants has been identified which includes AVIC (China), MHI (Japan) and 
Sukhoi (Russia). The question is whether the market is economically viable to sustain 
that many players. Before analysing the economic viability, another characteristic should 
be pointed out. Lessons from IAe show that this was a government-supported initiative 
that eventually lacked a solid economic base and seems to have been more a matter of 
national prestige (Eriksson, 2003). Taiwan is a similar case where technological 
development motives played a role but where it was shown that the development of a 
civil aerospace industry is more difficult than expected (Eriksson, 2006). Todd and 
Simpson (1986) showed that the aircraft industry cannot be considered independently of 
the actions of the state and that for the civil market, government financing schemes are 
often relied upon. Eriksson (1995) provides more recent examples of, in particular, Asian 
countries and the influence of the government or national prestige. This is not limited to 
developing countries. Airbus is an example where a consortium received government 
support for a long period of time, which eventually led to a strong competitor. Japan is 
another country that has assigned strategic importance to aerospace and that has used 
technology transfer projects to increase technological skills (National Research Council, 
1994). The lesson to draw from this is that economic motives are not always the only 
motives involved in the decision to manufacture aircraft. In other words, with regard to 
capacity, the decision to add capacity in this industry may not be based upon economic 
rationale. Concerns have already been raised about the motives of potential new entrants. 
For example, with regard to AVIC’s plans for a 150-seat aircraft it has been stated that 
‘in 20 years’ time they will have something that is competitive with a 2005 jet airliner 
built by Airbus or Boeing’ and ‘there will not be any meaningful revenue for decades and 
the time it will take to get a return means the private sector won’t go near it’ (Ionides and 
Kingsley-Jones, 2008). 

3 Capacity 

It is distinctly possible that with the introduction of new players in the regional aircraft 
segment, a situation of overcapacity will be created. Some industries, such as sectors of 
the chemical industry, are frequently dealing with situations of overcapacity (Young, 
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1999). Overcapacity may lead to a reduction in prices (Adams, 1999). When looking at 
the issue of capacity or overcapacity, it is noteworthy that capacity decisions are at the 
junction of industry data (market demand) and company decision-making. The literature 
on capacity deals with the two perspectives, i.e., capacity decisions are discussed for 
individual companies (3.1) and capacity (in particular overcapacity) has been discussed 
from an industry perspective (3.2). 

3.1 Company capacity 

Capacity is one of the important structural, or long-term, design parameters for an 
organisation (Hayes and Wheelwright, 1984; Hayes et al., 1996, 2005). Capacity 
decisions deal with the amount, the timing, and the type of capacity [Hayes and 
Wheelwright, (1984), p.31]. A capacity strategy is a longer-term sequence of capacity 
decisions, which are triggered by a capital authorisation request for an expansion of 
capacity [Hayes and Wheelwright, (1984), p.46]. A capacity strategy is based on a series 
of assumptions and predictions about long-term market, technology, and competitive 
behaviour. These include: 

1 the predicted growth and variability of primary demand 

2 the costs of building and operating different sized plants 

3 the rate and direction of technological evolution 

4 the likely behaviour of competitors 

5 the anticipated impact of international competitors, markets, and sources of supply 
[Hayes and Wheelwright, (1984), p.46]. 

Hayes and Wheelwright (1984, p.47) state that it is sometimes difficult to define or 
measure capacity. For example, it can be physical space, equipment, output rates, human 
resource capabilities, materials, or a combination. Finch (2006, p.481) makes a similar 
statement and identifies several resource groups that contribute to capacity such as: 
labour capacity, equipment capacity, packaging capacity, equipment maintenance 
capacity, sales force capacity, inventory storage capacity, facility capacity, and material 
receiving capacity. 

One of the main challenges in capacity decisions is to match capacity with demand, 
as Stevenson (2007, p.177) states ‘the goal of strategic capacity planning is to achieve a 
match between the long-term supply capabilities of an organisation and the predicted 
level of long-term demand.’ Unevenness in demand may lead to under utilisation or 
overcapacity. Some of the typical strategies discussed in capacity decision are to add 
capacity proactively, neutral or reactively (Davis et al., 2003; Russell and Taylor, 2006; 
Heizer and Render, 2004). 

3.2 Industry and (over)capacity 

The literature on overcapacity is very scarce and typically only at the industry level. To 
the best of our knowledge, there is no specific literature that deals with individual 
companies decision-making and industry overcapacity situations. Rather, the literature is 
more general about how overcapacity situations might occur, i.e., industry characteristics 
that make it susceptible to overcapacity. 
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Overcapacity is a situation where capacity exceeds demand. Overcapacity may result 
from forecasting errors. An example of overcapacity as a result of forecasting errors is 
the global chemical shipping at the end of the 1990s (Young, 1999). From 1982–1997, 
the marine chemical transportation growth rate was 5% a year worldwide. Then, in  
mid-1997, due to the Asia crisis, the industry faltered, seaborne trade in chemical 
products declined 1% in 1998. Prior to the crisis, chemical shipowners had anticipated 
continued demand growth and ordered new ships. ‘It was a good market in  
1995–96… Everyone thought it would continue into 1997–1998’ [Young, (1999), p.45]. 
Shipbuilding had also become less expensive, attracting operators to an already 
overcrowded market. In 1998, the global fleet expanded by 6%. Also, fewer ships were 
being scrapped, many ships were not demolished after the typical 25 years of service. As 
Young (1999, p.45) states ‘confident of continued growth, chemical tanker operators 
ordered ships years before scrapping decisions were due.’ One owner of a fleet of 
chemical tankers stated 

“The world economy was growing so fast that we made sure our vessels were 
delivered before the older ships were scrapped… We all erred on the side of 
caution so that we would not lose market share by scrapping and then have to 
regain it with new ships. We have a great deal of replacement in mind, but the 
question is when to act [Young, (1999), p.45].” 

The oversupply in the chemical shipping sector is estimated at 30%–35% and has  
caused a 10%–20% fall in freight rates on major routes (Young, 1999).This example  
not only shows how forecasting errors may cause overcapacity in an industry but  
also the effects that overcapacity can have on the companies that operate in such an 
industry. 

Aside from the demand forecasting errors, the overcapacity situation in this example 
was exacerbated because old capacity, which was expected to be scrapped, was not 
scrapped. This may partly be caused by cautious capacity expansion decisions where new 
capacity is added before the old capacity needs to be scrapped. Another complicating 
factor may be that the decision to add capacity, due to the lead time of building the 
capacity, may have to be made (too) far in advance. 

Therefore, industries with demand uncertainty and/or industries where capacity 
decisions are made far in advance may be more susceptible to overcapacity situations. 
Aircraft production is such a situation due to the long production lead-times. 

Dearden et al. (1999) provide an example of overcapacity for markets where  
product differentiation is marginal. In these markets, prices are typically set by the 
supply-demand balance in the market place (Dearden et al., 1999). Dearden et al. (1999, 
p.59) state 

“The dynamics in many high capital investment markets produce cycles of 
various sorts… Firms, driven by the desire to capture new customers and to 
satisfy and retain existing customers invest in production capacity. When 
market demand fails to match production capacity, costs rise, prices fall and 
firms may selectively delete capacity. So, all competing firms simultaneously 
balance two objectives: they weigh their desire to capture market share through 
assurance of supply by building production capacity against their desire to keep 
capacity utilisation high by not building or even divesting production capacity. 
Although in a monopoly a firm might tune its production capacity to track 
demand cycles optimally, such coordination cannot occur naturally in an 
oligopoly when firms make decisions independently.” 
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Dearden et al. (1999) argue that demand forecasts are a primary reason for cyclical 
behaviour and they built several scenarios for firm actions. They conclude that among 
other things flexible manufacturing systems, sharing or reallocating production capacity 
with other, countercyclical products can help. In other words, companies that face 
cyclical industries should strive to be flexible or offer additional countercyclical products. 
The aircraft industry has cyclical patterns and is therefore susceptible to overcapacity 
situations. 

Porter (1980) discusses the industry tendency for overcapacity. According to Porter 
(1980, p.328) the risk of overbuilding capacity is most severe in commodity businesses 
for two reasons. The demand is generally cyclical; this not only guarantees overcapacity 
in downturns but also seems to lead to excessively optimistic expectations in upturns. 
Second, commodity products are not differentiated, this factor makes costs crucial to 
competition. Also, the absence of brand loyalty means that firms’ sales are closely tied to 
the amount of capacity they have. Thus, firms are under great pressure to have large, 
modern plants to be competitive and adequate capacity to achieve their target market 
share. Porter (1980, pp.328–334) identified a range of factors that may contribute to 
overcapacity. Several important factors for aircraft production are: 

• Capacity gets added in large lumps. To be able to produce more aircraft typically 
requires that a whole series of jigs has to be duplicated and a separate manufacturing 
line needs to be set up. Although when demand declines, producers can decide to use 
less labour, the fixed costs for these jigs remain and they cannot be sold or used for 
other types of production. 

• There are significant exit barriers. This industry uses rather specific skill sets and 
equipment combined with huge investments, i.e., a high percentage of fixed cost. 
This makes it very hard to exit the industry other than by bankruptcy. As a 
consequence, capacity is not easily removed from the industry. 

• There are political motives for employment, which may keep aircraft capacity in 
place much longer than would be warranted by free market principles. Since the 
number of people involved in aircraft production is high, the loss of employment by 
terminating an aircraft program or reducing production rates can be high. For 
example, during the downturn in the early 2000s, Boeing cut its workforce by more 
than 35,000 jobs (Daniel, 2003). With these types of job cuts, there is a lot of 
pressure to keep producing. For countries with more restrictive labour laws than in 
the US, it may also be more difficult to lay people off. 

Overall, one key factor that tends to cause overcapacity in regional aircraft manufacturing 
is that the capacity for aircraft production is rather inflexible. A high capacity is needed 
in order to break-even but a lot of the tools for aircraft production are specific to a 
specific family of aircraft. Hence, an aircraft manufacturer does not have a lot of 
flexibility in times of low demand to move resources around aside from the fact that 
producers typically only produce a few aircraft types. Once an aircraft manufacturer has 
made the decision to produce, it is pretty much stuck with the decision and overcapacity 
is a continuous threat. 

Porter (1980) also offers some solutions to prevent overcapacity to occur. These 
solutions are primarily preemptive strategies. It is questionable whether these  
preemptive strategies can work in regional aircraft manufacturing because there are 
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limited players and these players do not necessarily have flexibility to move into other 
types of businesses. 

3.3 Conclusions 

The literature review shows that although capacity decisions are discussed from an 
individual firm’s perspective as well as from an industry perspective, the two streams 
have not been connected. In other words, although some industries are more prone to get 
into overcapacity situations, this is ultimately a result of a set of firms that make certain, 
often similar, decisions. Why firms make the decisions that lead to overcapacity and 
consequently poor performance is not clear. The discussion above also shows that aircraft 
manufacturing has a number of characteristics that make it susceptible to overcapacity 
situations. In this article, the focus will be on regional aircraft production and in 
particular, the 70–90 seat segment since this is the segment that is faced with potential 
new entrants. The key issue in this paper is whether there is room for new entrants in the 
market or whether that will cause an overcapacity situation. Since capacity is coupled 
with demand, the following three research questions are posed that together will provide 
insight into a potential overcapacity situation. 
1 What is the forecasted demand? 
2 What is the capacity of the existing two competitors? 
3 What are the capacity plans of the potential new entrants? 

4 Methodology 

To address these research questions, it is necessary to determine the predicted demand 
(5.2) which is related to past demand (5.1). Furthermore, capacity determination of 
current regional jet manufacturers (5.3) and the estimated capacity of new regional jet 
manufacturers (5.4) are required. As indicated, this research is focused on regional jets. 
The focus will be on the 70–90 seat segment since this is where the new entrants are 
focusing their attention. Section 5.5 will include information on the 30–50 seat segment 
for illustrative purposes. 

The analysis is based on secondary data, i.e., data that has been published on the 
aircraft industry from a variety of sources including manufacturers and industry data from 
industry publications such as Flight International, Aviation Week and Space Technology, 
are used for this purpose. 

5 Findings 

5.1 Past demand for regional jet aircraft 

The historic demand for regional jet aircraft is provided in Table 2, which is adapted from 
O’Toole and Moxon (1996), O’Toole (1997, 1998), Kingsley-Jones (1999, 2000, 2001, 
2002, 2003, 2004, 2005, 2006, 2007a, 2008a). Table 2 includes the regional jet 
manufacturers that were active from 1994 until 2008. Fairchild-Dornier went bankrupt in 
2002. AvCraft took over the 328Jet and Fairchild Dornier Industries the 728Jet 
production. Hence, all three names appear in the table. 
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Table 2 Net regional aircraft orders 
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Table 3 Backlog 
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In Table 2, a distinction is made between the roughly 30–50 seat aircraft and the roughly 
70–90 seat aircraft. This distinction is made because the aircraft in these two segments 
are typically distinct aircraft types whereas a manufacturer typically has several aircraft 
in a segment based upon derivatives. Derivates are aircraft that are typically shortened or 
lengthened versions of a base-model. For example, Embraer offers the ERJ 135/140/145 
series with respectively 37, 44 and 50 seats in the 30–50 seat range while it offers the 
ERJ 170/175/190/195 series with respectively 70, 78, 98, 108 in the 70–90 seat range. 
Another distinction is made between turboprop aircraft and jet aircraft. Table 2 does  
not separately identify Embraer’s cooperation with Harbin Aircraft Industries (part of 
AVIC II). Harbin and Embraer have a joint venture in China. This joint venture is 
producing the ERJ-145 family. Table 2 shows that the total demand (net orders) for 
regional aircraft over the last 14 years was 5,085 aircraft, i.e., 2,792 in the 30–50 seat 
segment and 2,293 in the 70–90 seat segment. 

Table 3 provides an overview of the historical development of the backlog in this 
sector. This table is based on the same sources as Table 2. Backlog exists because airlines 
typically start their aircraft purchasing decisions up to four years in advance and delivery 
of the last aircraft from an order can take place six or more years after the order is placed. 
Consequently, aircraft manufacturers need to know well in advance of delivery dates how 
many aircraft are required to be able to schedule their production. For example, Boeing 
decided to close its 757 production line in October 2003 when the order backlog was 12 
aircraft of which the last were expected to manufactured by the end of 2004 (Norris, 
2003). Similarly, Boeing decided to close its 717 production line in January 2005 because 
its order backlog was only 32 and these were due to be delivered by early 2006 
(Wastnage, 2005). 

The appearance of backlog can be interpreted as a situation of insufficient capacity, 
that is, the producers don’t have enough capacity and therefore a backlog is created. 
However, in this industry this does not apply. The backlog is a consequence of the lead 
times involved in ordering and producing aircraft. In a sense, rather than inventories of 
finished aircraft, manufacturers use ‘inventories of orders’ (backlog) to adjust capacity to 
changing demand patterns. 

5.2 Forecasted future demand 

Both current competitors provide forecasts for demand for regional jets  
for the next 20 years, i.e., 2008–2027 (Bombardier Market Forecast, Pre-Farnborough 
Media Briefing and 2008-2027 Embraer Market Outlook) and Embraer (2008). These 
companies do not distinguish the exact same market segments. Bombardier’s forecast 
probably includes the higher range segment of 100–150 seats because it is working on a 
new jet, the C-series (Kirby and Kingsley-Jones, 2007). It is also planning the CRJ1000, 
a 100–104 seat aircraft that is a stretch from the CRJ900 (Kirby and Kingsley-Jones, 
2007). Table 4 provides Bombardier’s forecast, Table 5 provides Embraer’s forecast. 
Table 4 Bombardier’s forecast 

Period 20–59 
seat 

60–99 
seat 

100–149 
seat 

Average demand per year 
(for roughly 70–90 seat segment) 

2008–2027 500 6,100 6,300 305 
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Table 5 Embraer’s forecast 

Period 30–59 
seat 

61–90 
seat 

91–120 
seat 

Average demand per year over 20 
years (for roughly 70–90 seat 

segment) 

2008–2017 275 1,075 1,800 

2018–2027 825 1,525 1,950 

2008–2027 1,100 2,600 3,750 

130 

Although the identified segments from Bombardier (60–99) and Embraer (61–90) are not 
exactly identified as a 70–90 seat segment, in this article their identified segments will be 
identified as the roughly 70–90 seat segment since the aircraft that both manufacturers 
are currently offering aircraft that fit into that category. 

It is noticeable that the two forecasts are quite different and that for the next 20 years, 
Bombardier expects almost 2.5 times as much demand on an annual basis in the 70–90 
seat segment than Embraer. This leads to an additional remark about aircraft demand 
forecasts. In the aircraft industry, there are frequent adjustments to forecasts and many 
times new aircraft models are proposed that are never developed. Examples of 
forecasting adjustments are; due to slackening of sales, Bombardier had to trim its 
CRJ200 production in 2004 (Flight International, 2004). Embraer, cut back its two year 
delivery forecast by 12% in 2004 (Shannon, 2004) and AvCraft cut its forecast from 
between 700 to 1,200 aircraft to between 250–350 aircraft (Norris, 2004). In other words, 
the forecasts from Bombardier and Embraer are subject to change. Another example is 
that in 2007, Bombardier estimated the market for 60–99 seat aircraft at 4,300 units 
(Bombardier Aerospace, Commercial Aircraft Market Forecast 2007-2026) so it 
increased its forecast by more than 40% in the last year whereas Embraer’s forecast for 
this segment in 2007 was the same as the 2008 forecast (2007-2026 Embraer Market 
Outlook). It was noted by de Bruijn and Steenhuis (2004) that aircraft demand forecasts 
may be influenced by the manufacturer’s product development plans. This may indeed be 
the situation for Bombardier, which is planning the C-series aircraft (above 100-seat 
regional aircraft) and therefore may be more optimistic about regional aircraft demand in 
general. Note that based on Table 2, the average demand for the 70–90 seat segment over 
the last 14 years was 164 aircraft per year. 

With this history of frequent forecast changes in mind and with the discrepancy 
between Bombardier’s forecast and Embraer’s forecast, and in addition with the much 
higher forecasted demand by Bombardier compared to the average net orders over  
the last 14 years, it is questionable whether the forecast by Bombardier is not too 
optimistic. 

5.3 Capacity of current manufacturers 

In this paper, capacity is viewed from an output perspective, i.e., capacity is determined 
by how many products are produced. Stevenson (2007, p.179) distinguishes two types of 
capacity. Design capacity is the maximum output rate or service capacity an operation, 
process, or facility is designed for. Effective capacity is the design capacity minus 
allowances such as personal time, maintenance, and scrap. Design capacity is the 
maximum rate of output under ideal condition. 
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Table 6 Regional aircraft deliveries 
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Effective capacity is usually less than design capacity owing to the realities of changing 
product mix, the need for periodic maintenance of equipment, lunch breaks, coffee 
breaks, problems in scheduling and balancing operations, and similar circumstances. 
Furthermore, Stevenson (2007, p.179) states that the actual output cannot exceed 
effective capacity, and is often less because of machine breakdowns, absenteeism, 
shortages of materials, and quality problems, as well as factors that are outside of the 
control of the operations managers. 

The actual output will be used as an ‘estimate’ of the effective capacity. The actual 
output is a ‘conservative’ indicator for the effective capacity since the effective capacity 
is equal to or higher than the actual output. Therefore, if an analysis of actual outputs 
indicates that overcapacity exists, then this is only compounded by looking at effective 
capacity instead of at actual output. Table 6 provides an overview of the output by 
assessing the history of aircraft deliveries. It is adapted from the same sources as Table 2. 
Table 6 shows that over the last 14 years, a total of 4,112 regional aircraft were delivered, 
i.e., 2,754 in the 30–50 seat segment and 1,358 in the 70–90 seat segment. That is, in the 
70–90 seat segment the average annual delivery was 97 aircraft. 

To determine capacity of an individual producer, the maximum production rate 
achieved in the last ten years (see Table 4) is taken as an indicator for what the company 
can achieve as a minimum with regard to production, i.e., its capacity. Table 7 provides 
an overview of the capacity for the current competitors in the 70–90 seat regional jet 
aircraft segment. 
Table 7 Capacity of current 70–90 seat jet manufacturers 

Manufacturer Aircraft Maximum output rate 

Bombardier CRJ 700/900 78 
Embraer ERJ 170/190 123 
Total 70–90 seat capacity 201 

The annual capacity of 201 aircraft is much higher than the average annual demand for 
97 aircraft over the last 14 year. Based upon Table 7, Bombardier and Embraer have a 
combined capacity to deliver 4,020 aircraft over the next 20 years. Comparing Table 7 
with the market forecasts of Bombardier and Embraer, it can be concluded that when the 
‘most optimistic’ market forecast is used, there is production room for an additional 104, 
i.e., 305–201, aircraft per year, or 2,080 aircraft over a 20-year period. This assumes that 
Bombardier and Embraer will try to utilise their capacity optimally. In Section 6, this 
assumption will be discussed. This leads to the question whether the production of 2,080 
aircraft is a sufficient amount for one or more companies to successfully enter this market 
segment. If the ‘average’ of the forecasts of Bombardier and Embraer is used, i.e., 
average annual demand of 218 aircraft per year, then there is room for an additional 17 
aircraft per year, or 340 aircraft over a 20-year period. If the ‘most pessimistic’ forecast, 
i.e., Embraer’s 2008 forecast, is used then the current competitors can already more than 
fulfil the demand. It should be pointed out that the most pessimistic forecast, i.e., 
Embraer’s 2008 forecast, still forecasts an average growth of roughly 35% for the 70–90 
seat segment compared to the last 14 years, i.e., demand for 130 aircraft per year versus 
97 aircraft per year. 

Sales of 500–700 aircraft are taken as a measure that the product is successful, i.e., 
profitable [US Department of Commerce, (1986), p.24]. This equates volume of sales 
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with the profitability of a program. However, although a small volume typically means 
that a program is not profitable, a large sales volume does not necessarily lead to a 
profitable program. This depends on the cash-flow, the amount of money invested, the 
cost of capital, the cost of production, the experience gained (learning curve effects) and 
the speed with which these are gained. This last aspect is particularly important for late 
entrants since a part of the market has already been captured. This gives the initial 
entrants opportunities to move faster down the learning curve leading to reduction of 
cost. If a company has a low market share, i.e., it only delivers a small number of aircraft 
per year, then it will not only take longer to reach a pre-determined break-even point but 
in effect, the break-even point will go up because interest cost etc., will influence it. In 
this case, the total cost of the program will increase. 

Based on these considerations, it can be established that the average measure of an 
additional 340 aircraft over a 20-year period is not a sufficient quantity for additional 
manufacturers to be able to survive. If the most optimistic forecast of Bombardier is used, 
then the additional 2,080 aircraft over a 20-year period is probably a sufficient quantity 
for one additional manufacturer but it remains questionable whether two additional 
companies can survive due to the advantages of early entrants as explained above. First, 
due to higher cost the earlier estimate of 500–700 aircraft as a break-even quantity may 
go up and second, due to higher cost the aircraft may be less competitive so the ability to 
reach the higher required sales level goes down. For one new entrant to survive, that still 
assumes that the new entrant will be able to capture a significant part of the market. 

The above is based upon the estimates of production capacity as provide in Table 7. 
Note that Table 7 is a ‘very conservative’ estimate for the effective capacity of 
Bombardier and Embraer. This is because both manufacturers have already demonstrated 
that they can achieve this production quantity. The capacity may go up due to shifts in 
emphasis between product lines. Figure 1 shows how market demand in general has 
shifted from the 30–50 seat segment to the 70–90 seat segment. 

Figure 1 Net regional aircraft orders 
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Figure 2 shows the response of regional aircraft manufacturers in the number of 
deliveries. 

Figure 2 Regional aircraft deliveries 
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Figures 1 and 2 show that a shift in demand has occurred from the 30–50 seat segment to 
the 70–90 seat segment. The two main regional jet manufacturers Bombardier and 
Embraer show a similar pattern as shown in Figures 3 and 4.  

Figure 3 Capacity shifts at Bombardier 
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Figure 4 Capacity shifts at Embraer 
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Analysing Figures 3 and 4, it can be assumed that both Bombardier and Embraer have 
more available capacity in the 70–90 seat segment than the estimate from Table 7. This is 
due to some flexibility to move capacity from the production of 30–50 seat aircraft to the 
production of 70–90 seat aircraft. Table 8 provides an indication of the capacity of 
Bombardier and Embraer in the 30–50 seat segment. This capacity is significantly higher 
than their capacity in the 70–90 seat segment. 
Table 8 Capacity of current 70–90 seat jet manufacturers in the 30–50 seat segment 

Manufacturer Aircraft Maximum output rate 

Bombardier CRJ100/200/440 155 
Embraer ERJ 135/140/145 157 
Total 30–50 seat capacity 312 

There is some flexibility to switch capacity to the other aircraft segment. For example, 
flexibility occurs by switching personnel although this may involve training. The general 
production techniques/tools can also be used to some extent for other aircraft. However, 
this is not a straight relationship, i.e., the capacity for regional jet production is not 
simply a sum of the capacity in the 30–50 seat segment (Table 8) and the capacity in the 
70–90 seat segment (Table 7) because not only did the output for these segments peak at 
different times, the capacity flexibility is also limited due to aircraft specific production 
items such as jigs etc. that can not be used for different aircraft types. In aircraft 
production, these types of specific production capacity form a high fixed cost and large 
part of the production process. Also, some shifts, such as in personnel between 30–50 
seat aircraft production and 70–90 seat aircraft production may already have appeared in 
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the past. Nevertheless, based upon the above, it can be concluded that Bombardier and 
Embraer have potentially more capacity available than indicated in Table 7. 

To conclude, at best, with Bombardier’s most optimistic forecast, it seems that there 
is room for one additional competitor to add capacity in the market. If the most 
pessimistic forecast (Embraer) is taken or if Bombardier’s forecast from 2007 is taken 
and also if the average of Bombardier’s 2008 forecast and Embraer’s 2008 forecast is 
taken, there is no room for an additional competitor in the market since Bombardier and 
Embraer are capable of delivering most of the anticipated demand. 

5.4 Capacity plans by new entrants 

Five potential new entrants in the 70–90 seat market have been identified: Sukhoi,  
AVIC I, Mitsubishi, JADC (Kawasaki) and Rekkof. The first three of these are 
determined new entrants where either production is already taking place or a program has 
officially been launched. The last two companies have publicly made statements but at 
this point, it is uncertain or doubtful that they will enter the market. The last two are 
included in the discussion to illustrate additional ‘plans’. 

• Sukhoi 

A Sukhoi led consortium is working on the SuperJet100. This will be the first 
Russian aircraft designed from scratch to meet Western certification standards. 
Sukhoi is also working on a stretched 120-seat version (Turner, 2007a). Alenia took 
a 25% stake in Sukhoi Civil Aircraft in 2006 (Turner, 2007a), illustrating western 
involvement. The first SuperJet100 is expected to be delivered in 2009 (Ranson, 
2008). Sukhoi expects to capture about 20% of the market, which it translates into 
about 800 aircraft (Massy-Beresford and Kingsley-Jones, 2007). Although Sukhoi 
does not give any time-period, if a 20-year period is assumed for the forecast (this is 
used by the main aircraft manufacturers such as Bombardier, Embraer but also 
Airbus and Boeing) then this means that Sukhoi expects demand for roughly 4,000 
aircraft, which is somewhere between Embraer and Bombardier’s forecast. As 
pointed out in Section 5.3, Embraer and Bombardier have the capacity to deliver this 
number of aircraft. 

• Mitsubishi 

Mitsubishi Heavy Industries (MHI) is currently developing the MRJ family 
consisting of the MRJ90 (90-seat class) and the MRJ70 (70-seat class). After 
receiving an initial 15 aircraft order from ANA, MHI formally launched their 
program in April 2008. The entry into service is expected in 2013 (Francis, 2008). 
The expected cost for developing the aircraft is $1.5 billion (Kingsley-Jones, 2008b) 
and MHI projects demand for about 1,000 of these aircraft (Govindasamy, 2008), 
this is a 20% share of MHI’s forecast for 5,000 aircraft in the 70–90 seat segment 
(Kingsley-Jones, 2008b). MHI did not provide a specific time-period for the forecast 
but if a 20-year forecast is assumed then this means that MHI expects to sell 1,000 
aircraft, which is roughly the difference between MHI’s forecasted demand of 5,000 
units and the roughly 4,000 units that Bombardier and Embraer have capacity for as 
shown in Section 5.3. 
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• AVIC 

AVIC I is currently producing the ARJ21 prototype, it started cutting the first metal 
in January 2004 and final assembly was started in March 2007 (Francis, 2007c). 
Chinese certification is expected in the second half of 2007 (Endres, 2006). AVIC I 
and Bombardier disclosed at the Paris air show in 2007 that they will be partners. 
Bombardier will invest $100 million to work with AVIC on a 105-seat stretched 
version of the ARJ21. AVIC I will invest $400 million into its aircraft factories to 
prepare them to work on the planned Bombardier C-series, a 110–130 seat aircraft 
(Francis, 2007a). China is also planning an additional 70-seat turboprop, the MA700. 
The first flight is expected in 2013 or 2014 (Francis, 2007b). No data could be found 
on AVIC’s expected demand or sales. 

• JADC 

JADC from Japan is at an earlier stage. Currently, it carries out feasibility studies for 
an indigenous regional jet. The Japanese Government has been focusing on regional 
jets for a longer time. Approximately ten years ago, it was looking into the YS-X, a 
100-seat regional jet, but it gave up these plans in 1998 to focus more on components 
and subsystem technologies (Flight International, 1998). In 2002, JADC again 
initiated studies on a 30-seat regional jet (Doyle, 2002) and a 150-seat regional jet 
(Sobie, 2003). Both of these fall outside of the 70–90 seat segment but the 150-seat 
jet falls into the highest number of seat segment mentioned in Bombardier’s forecast 
hence, it is mentioned here. As part of JADC, Kawasaki revealed at the 2006 
Farnborough air show that it has plans for the YPX, a 110–130 seat aircraft but a 
final decision has not yet been made (Flight Daily News, 2006). Another 
interpretation has been that Kawasaki might be working on an aircraft that is similar 
to the Embraer E-190 (Endres, 2006). 

• Rekkof 

Rekkof is included as a potential new entrant although it is highly unlikely at this 
time that it would become a competitor. It is mentioned because although Fokker 
went bankrupt in 1996, Rekkof has expressed its intention in continuing the 
production of Fokker 70 and Fokker 100 aircraft. India expressed interest in the 
Rekkof production of Fokker aircraft. ‘Talks are continuing on possible license 
production of revamped versions of the Fokker regional jet types in India’ (Ionides, 
2006). ‘There is some interest in Fokker aircraft in India… we would have to make it 
for the overseas market as well to be viable and improvements would have to be 
made to the original design to reduce operating costs’ (Ionides, 2006). Estimated 
production rates for Rekkof are based on past available data from Rekkof’s website 
(http://www.rekkof.nl). 

To put the plans of the potential new entrants into perspective, a couple of remarks will 
be made. First, when assuming a 20-year forecast, then the new entrants have more 
optimistic forecasts than Embraer but less optimistic forecasts than Bombardier. Second, 
currently Bombardier and Embraer together hold a 100% market-share. Therefore, any 
company that plans to enter the market and considering that demand will not exceed the 
current combined capacity of Bombardier and Embraer assumes that it will be able to 
take marketshare away from these two companies. An example above is Sukhoi. Third, if 
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market growth is forecasted, i.e., demand will exceed current combined capacity of 
Bombardier and Embraer, then it might be possible to take advantage of the growth. An 
example above is Mitsubishi. However, this assumes that Bombardier and Embraer will 
not expand their capacity. Lastly, the points above illustrate the challenges for a new 
entrant in competing with Bombardier and Embraer. What has not even been taken into 
consideration is the possibility of two or more new entrants and how they will have to 
compete not only with Bombardier and Embraer but in addition with the other new 
entrants. 

Table 9 provides an overview of the planned production rates for new entrants. 
Table 9 Expected capacity of potential entrants and entry timing 

Manufacturer Aircraft Estimated output rate per year Expected entry into 
service 

Sukhoi SuperJet 100 70 by 2011 (Karnozov, 2007) 2009 

AVIC I (ARJ21) ARJ21 30 by 2011 (Francis, 2007a) 2009 

Mitsubishi MRJ Not yet available 2013 

Rekkof (Fokker) Fokker 70/100 45 Unknown 

JADC YS-X Not yet available Unknown 

Section 5.3 showed that in the ‘most optimistic demand scenario’ there is room for an 
additional 104 aircraft per year and that this was based on ‘very conservative estimates 
for existing production capacity’ of Bombardier and Embraer. Table 9 shows that there 
are five potential new entrants of which, three are serious and the bottom two are 
uncertain. When the new entrants are taken together, they will add more than 104 aircraft 
per year in capacity. Even if only Sukhoi, AVIC and MHI are included it will add more 
than 104 aircraft per year since MHI will have to produce more than four aircraft per 
year. Furthermore, in Section 5.3 it was concluded that with the most optimistic forecast 
there was probably room for one new entrant. In addition, if the more pessimistic 
forecasts were used there was barely any necessity for additional capacity, i.e., no room 
for additional new entrants. Overall then, it can be concluded that three to five new 
entrants would lead to overcapacity and that two or even one new entrant (dependent 
upon the forecast used) will likely lead to an overcapacity situation. 

6 Discussions 

The purpose of this paper was stated as analysing the capacity situation in regional 
aircraft manufacturing and to determine the viability of the market for new players. The 
observation was made that when looking at past demand data as well as forecasted 
demand data in combination with current and expected future production capacity in the 
70–90 seat segment, a situation of overcapacity is likely to occur when too many new 
entrants enter the market. An important question is: why are companies planning on 
entering this market segment under those conditions? There are several possible answers 
to that question. This will be explored by looking at the matching of (forecasted) demand 
and (forecasted) capacity. Logically, misunderstandings about forecasted demand, 
forecasted capacity or not basing decisions on economic criteria can explain the plans of 
new entrants. This leads to five possible scenarios: 
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1 The demand forecasts are correct and there is room for more than one additional 
competitor. That is, the conclusion reached above is incorrect, there will be no 
overcapacity or companies are able to survive by producing fewer aircraft than 
assumed necessary in the discussion above. 

2 The conclusion reached above, i.e. there is overcapacity, is currently correct. 
However, this situation will change because future demand will exceed the discussed 
demand forecasts and therefore there will be room for additional capacity (new 
entrants). 

3 The conclusion reached above, i.e. there is overcapacity, is currently correct. 
However, the new entrants have other reasons to assume that they can flourish. That 
is, their capacity will have to replace some of the capacity of the current competitors. 

4 The conclusion reached above, i.e. there is overcapacity, is correct. The potential 
entrants are underestimating the situation and there is not enough room to add 
capacity (new entrants) in a financially viable way. 

5 The conclusion reached above, i.e. there is overcapacity, is correct. However, the 
new entrants have other, non-financial motives, which do not require economic 
survival in the market. 

Each of these five possible explanations will be discussed in the following four sections 
leading to a proposition for each scenario. 

6.1 Overcapacity is not occurring 

A possibility is that the forecasted figures are correct but that this situation is not a 
situation of overcapacity or at least it means that more than three regional aircraft 
manufacturers can survive together. This is depicted in Figure 5, where it shows that the 
forecasted capacity is similar to the forecasted demand yet more companies can survive 
together. 

Figure 5 Overcapacity does not occur 

 

This explanation might be correct because it might be possible that a manufacturer needs 
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effective capacity. For example, when taking Bombardier’s forecast of 6,100 aircraft and 
if a break-even point of roughly 700 aircraft were used for a manufacturer, then this 
would lead to a potential market for almost nine manufacturers. However, in this case,, 
almost nine manufacturers would break-even, and not make a profit. Secondly, it is 
possible that the break-even point for manufacturing is lower than the 500–700 aircraft 
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stated as 350 units (Bonnassies, 2007). Because of the changes in what Sukhoi 
announced, these figures were not used in the previous analysis because of reliability 
issues. Furthermore, as was pointed out in Section 5.3, the break-even point is connected 
to the learning curve and the speed of deliveries. When production rates are low, then it 
will not only take longer to reach the break-even point but the break-even point will also 
shift upward and the cost of aircraft will remain longer at a higher level. A complicating 
factor for new entrants is that both Bombardier and Embraer at the beginning of 2008 
have already delivered respectively 342 and 204 aircraft in the 70–90 seat segment. This 
means that they have learning advantages, i.e., lower production costs, which makes them 
more competitive. Later entrants might have to sell their aircraft for lower prices than 
initially anticipated leading to yet an even higher break-even point. Although there are 
some logical arguments against the possibility of multiple new entrants, the following 
proposition is formulated so that at least the possibility is not ignored. 

Proposition 1 Actual demand for regional jets is as indicated in published forecasts. 
The market is large enough for the current competitors and new 
entrants to survive together. 

This proposition can be tested by following the 70–90 seat regional jet segment over the 
next decade or so to determine whether market forecasts have indeed been correct and 
whether new entrants are able to survive. 

6.2 Overcapacity is occurring but demand will grow 

The new entrants might be using different forecasts that are higher than the published 
forecasts by Bombardier and Embraer. Demand is therefore expected to grow beyond the 
current forecasts resulting in an adjustment in the forecasts. These forecasts might 
indicate to the new entrants that there is enough demand for their products. This is 
depicted in Figure 6. 

Figure 6 Demand will grow 
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checks indicate that these sources report similar data. The past orders and deliveries 
figures are therefore deemed reliable. The published forecasts have typically been too 
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Proposition 2 Actual demand for regional jets is higher than indicated in published 
forecasts. The market is large enough for the current competitors and 
new entrants to survive together. 

Forecasted 
demand 

More 
demand 

Demand 
growth 

Overcapacity 
not occurring 

Room for 
additional 
companies 

 Room for 2-3 
companies 

Reality 
equals Match



   

 

   

   
 

   

   

 

   

   364 H-J. Steenhuis et al.    
 

    
 
 

   

   
 

   

   

 

   

       
 

This proposition can be tested by following the 70–90 seat regional jet segment over the 
next decade or so to determine whether market forecasts have indeed been adjusted 
upward and consequently new entrants were able to survive. 

6.3 Overcapacity not a problem 

Another possible explanation for the decision-making of new entrants is that although 
they are aware of the numbers as presented in Section 5 (that is that overcapacity exists), 
they sense that the overcapacity situation will not apply to them. In this situation, the new 
entrants are expecting to operate in the market but expect to change the current status of 
competition. This is depicted in Figure 7. 

Figure 7 Overcapacity not a problem 

 

For example, when Bombardier and Embraer developed their regional jets in the 30–50 
seat segment, they introduced a new product that replaced the existing turboprops. 
Although the overall demand for regional aircraft may not have changed much, the 30–50 
seat regional jet manufacturers replaced the 30–50 seat regional turboprop manufacturers. 
Therefore, whether overcapacity existed for the turboprop segment could be viewed as an 
irrelevant factor for Bombardier and Embraer’s decision making to enter the 30–50 seat 
market. In order to be able to capture a piece of the market regardless of the existing 
overall capacity, a new entrant will have to introduce a new product that will attract 
sufficient customers and/or the new entrant needs a protected market that is significant in 
size. 

One strategy might be to close of the domestic market to sell enough units in that 
closed market and/or to gain production experience, i.e., become more internationally 
competitive. Both China and Russia might be able to close their domestic markets for 
outside manufacturers but in both cases, this is deemed insufficient as a sole factor for 
survival by ACAC and Sukhoi. A total market for 500 ARJ21 is foreseen in China but the 
focus is also on Southeast Asia and South-America for exports (Endres, 2006). For 
Sukhoi, the domestic market is also not considered sufficient. Sukhoi expects to sell 800 
aircraft over the next 20 years, of which 250–300 from airlines in Russia and the CIS 
(Kingsley-Jones, 2007b; Massy-Beresford and Kingsley-Jones, 2007). 

It appears therefore, that the new entrants will have to sell their aircraft in 
international markets and they will need to introduce a product that is attractive to 
customers to take market share from Bombardier and Embraer. Export is a challenge for 
a new entrant due to the need to meet western standards, certification issues and the need 
to provide a global sales and support network (Steenhuis et al., 2007). To deal with this 
problem, both AVIC I and Sukhoi have used western companies to provide them with 
advice (Francis, 2007a; Turner, 2007a). In September 2007, AVIC I had firm orders for 
35 aircraft from Chinese airlines and memorandums of understanding for another 28 
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aircraft of which two for its first international customer from Laos (Francis, 2007a). 
Sukhoi currently has a backlog from Russian customers for 61 aircraft (Kingsley-Jones, 
2007a). According to Sukhoi, it has also an international customer: ItAli Airlines  
has ordered ten Superjet 100/95 in a long-range version 98-passenger, with options for 
ten additional aircraft (http://www.sukhoi.superjet100.com/mediacenter/news/00026/). 
Table 10 provides some insight into how the new entrants think that they can distinguish 
themselves, i.e., be attractive to part of the market. 
Table 10 Distinguishing features new entrants 

Company Claims 

AVIC No specific claims found that make the aircraft more appealing than existing 
aircraft from Bombardier and Embraer. 

Sukhoi ‘SSJ will have significantly lower operating costs [than Bombardier and 
Embraer] – our target is to be 10–15% better – and its wider cabin will offer 
more comfort.’ 

‘Sukhoi says the SSJ’s catalogue price is $27.8 million, undercutting its  
direct rivals, the Embraer 190 and 195, by 18–22%.’ (Massy-Beresford and 
Kingsley-Jones, 2007) 

Mitsubishi ‘MRJ is the next generation regional jet made with cutting-edge technology. The 
aircraft will achieve the best combination of operating economy and cabin 
comfort’ (http://www.mrj-japan.com/) and ‘the aircraft will burn 20% less fuel 
and emit less noise than its competitors’ (Flight International, 2007) 

Rekkof ‘The Fokker 70 NG and the Fokker 100 NG will have the lowest purchase price 
of any aircraft in their class’ and ‘on an average 500 nm trip, the total direct 
operating costs of the Fokker 70/100 NG will be 10% less than the present day 
Fokker 70/100 and compared to the nearest competitor the DOC advantage will 
be 15%’ (http://www.rekkof.nl/bannerframes/frame_the_operation.htm) 

JADC No specifics provided 

In this particular situation, the new entrants expect to capture a piece of the market, 
which means that there will be less of the market available for their competitors. Whether 
the new entrants will be competitive depends upon a range of factors, see for example 
(Steenhuis et al., 2007) and goes beyond the scope of this article. If market demand 
overall is correctly forecasted (as in number of aircraft) and if the new entrants are 
successful in capturing a significant part of the market, then this must result in a loss of 
market share for either Bombardier and/or Embraer. This may lead to a displacement of 
one or both of these manufacturers. 

Proposition 3 Actual demand for regional jets is similar to that indicated in published 
forecasts. The market is not large enough for the current competitors 
and new entrants to survive together. The new entrants offer a distinctly 
new and attractive product that replaces the current competitors leading 
to a displacement of one or both of the current competitors. 

This proposition can be tested by following the 70–90 seat regional jet segment over the 
next decade or so to determine whether the market forecasts by Bombardier and Embraer 
have indeed been correct and whether new entrants have been able to capture a 
significant part of the forecasted demand. 
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6.4 Underestimating overcapacity 

Another possibility is that the new entrants are underestimating the overcapacity or that 
they are overestimating their ability to become successful. This is depicted in Figure 8. 

Figure 8 Overcapacity underestimated 

 

Lovallo and Kahneman (2003) describe how many managers make decisions based upon 
delusional optimism. Over-optimism can be traced to cognitive biases as well as 
organisational pressures. It is likely that this optimism is occurring in the new entrants in 
regional jet manufacturing as well. Lovallo and Kahneman (2003, p.63) state ‘it is in the 
planning of such de novo efforts (entering an entirely new market) that the biases toward 
optimism are likely to be great.’ As an example, Mitsubishi estimates that demand for 
70–90 seat aircraft for the next 20 years will be over 5,000 units. This is 92% more than 
Embraer’s forecast and 16% more than Bombardier’s forecast even though Bombardier 
used a smaller category (that is from 60–99 seats). 

In addition to over optimism, Comino identified that a market entry decision typically 
involves uncertainty and that companies use different types of information to deal with 
this uncertainty. One of those is information externalities, that is information inferred 
from the behaviour of other investors (Comino, 2006). The implication is that when one 
company decides to enter the market, others might do the same because they perceive the 
entry of the initial company as a signal of profitability; otherwise, the initial company 
would not have entered the market. This kind of decision-making underestimates capacity 
issues. Reid and Zyglidopoulos (2004) studied failed investments in China and found 
similar explanations. Key issues were failure of understanding and failure of anticipation. 
Failure of understanding can be found when companies mirror the actions of competitors. 
Failure of anticipation is for example a significant overestimation of demand and/or 
facing an unforeseen level of competition (Reid and Syglidopoulos, 2004). Both create an 
over optimism situation as mentioned by Lovallo and Kahneman (2003). 

It is quite possible that this situation is also occurring in the 70–90 seat regional jet 
segment. As explained in Section 2, the regional jet market may have characteristics that 
encourage overcapacity on a structural basis. This lends support for an explanation of 
new entrants behaviour based on optimism of new entrants. This leads to the following 
proposition: 
Proposition 4 Actual demand for regional jets is similar to that indicated in published 

forecasts. The market is not large enough for the current competitors 
and new entrants to survive together. The new entrants have been too 
optimistic and do not offer a distinctly new and attractive product that 
replaces the current competitors. Therefore, the new entrants cannot 
survive in the market. 

Forecasted 
demand 

Forecasted 
capacity 

Overcapacity 
underestimated 

2-3 
companies 

No room for 
additional 
companies 

2-3 
companies 

Match
Reality 
equals 



   

 

   

   
 

   

   

 

   

    New entrants and overcapacity 367    
 

    
 
 

   

   
 

   

   

 

   

       
 

This proposition can be tested by following the 70–90 seat regional jet segment over  
the next decade or so to determine whether the market forecasts by Bombardier and 
Embraer have indeed been correct and whether new entrants have not been able to 
survive. 

6.5 Non-economic motives 

The last possibility is distinctly different from the previous four. The previous four 
propositions were all based on rational economic decision making from companies. The 
decision to enter is therefore dependent upon the perceived probability of being able to 
financially survive in the market. Another possibility is that the new entrants have other, 
non-economic motives, as has been illustrated in the past, see Section 2. This is depicted 
in Figure 9. 

Figure 9 Non-economic motives 

 

For example, they may want to manufacture aircraft as part of a technological 
development strategy even if this is not economically beneficial. It may also be a  
matter of national prestige or creating employment. This leads to the following 
proposition: 

Proposition 5 Actual demand for regional jets is similar to that indicated in published 
forecasts. The market is not large enough for the current competitors 
and new entrants to survive together. The new entrants have been too 
optimistic and do not offer a distinctly new and attractive product  
that replaces the current competitors. Therefore, the new entrants 
cannot economically survive in the market. However, the new entrants 
have other, non-economical, motives that keep them active in the 
market. 

This proposition can be tested by following the 70–90 seat regional jet segment over the 
next decade or so to determine whether the market forecasts by Bombardier and Embraer 
have indeed been correct and whether new entrants have not been selling a significant 
number of aircraft (around 500) but remain active in the market. 
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7 Conclusions 

In this paper, the regional aircraft industry has been analysed from a capacity perspective. 
In the recent past, a number of experienced western manufacturers have ceased regional 
aircraft production. Additionally, several companies have attempted to enter this market 
but have failed. Despite these histories, currently, a number of non-western 
manufacturers are planning to enter the 70–90 seat regional jet segment. The question 
raised in this paper is whether there is room in this market for these additional new 
entrants based upon a capacity viewpoint. The literature review showed that the regional 
jet manufacturing industry has characteristics that make is susceptible to overcapacity 
situations. Findings from this industry may also apply in other industries with similar 
characteristics. The analysis in this paper of past demand, forecasted demand, and 
available capacity indicate that there is probably not enough room for all new entrants to 
coexist with current manufacturers and that an overcapacity is likely to occur. 

Despite the publicly available data on forecasted demand and available capacity in 
this market, several of the new entrants are in advanced stages of introducing their 
products. In the literature, the capacity decision has been described from an individual 
firm perspective and overcapacity has been treated from an industry perspective. The 
linkage of individual firm decisions related to overall industry data is limited. In this 
paper, this last aspect has been explored by looking at explanations for the behaviour of 
new entrants that have forecasting data available to them. Information on market 
expectations from the new entrants shows that they implicitly either expect to take 
advantage of market growth, i.e., fill the demand that is in excess of the capacity of 
current manufacturers, or they implicitly or explicitly expect to take market share away 
from the current manufacturers. One factor that is unclear in the expectations of new 
entrants is the role of other new entrants. 

Based upon the functioning of existing manufacturers and the formulated intentions 
of the potential new entrants five propositions were developed to explain the potential 
outcome of the decisions. Four propositions were developed based upon rational-
economic motives. These four propositions relate to different interpretations about 

1 what is necessary with regard to capacity in order to survive 

2 higher forecasts then what is publicly stated 

3 the possibility that new entrants take market share away from existing manufacturers 

4 a situation of over-optimism from the new entrants. 

A fifth proposition was developed, which did not assume a rational-economic motive. 
This last aspect may be more specific to the particular industry that was studied. Previous 
experiences of some of the failed attempts to enter the regional jet manufacturing 
industry has shown that non-economic considerations such as prestige or local 
development can be included in the decision-making of potential new entrants. 

The analysis and development of propositions highlights an important characteristic 
of capacity decision making. A firm’s capacity decision-making relates to matching its 
forecasted demand with capacity. It is possible that forecasted demand is over-optimistic. 
This is maybe even more so in markets with relatively few competitors where there is a 
perceived opportunity for capacity in addition to that of the main competitors. This type 
of situation resembles the prisoner’s dilemma. That is, each of the potential new entrants 
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faces an attractive situation to enter the market because there is room for an additional 
competitor. However, if all potential new entrants enter the market, it is likely that all 
potential new entrants will suffer because there is not enough room for all of them to be 
economically viable. Add to this that some of the new entrants may have other,  
non-economic motives, and the probability increases that too many new entrants will try 
to enter the market, which results in a situation of overcapacity. This raises an important 
challenge in capacity decision making: although the capacity decision is at the firm level, 
the demand forecast is at the industry level and influenced by other players. 
Overcapacity, in particular, might occur when there is a lot of uncertainty in the market 
forecast that relates to activities of other competitors or potential new entrants. Tracking 
the regional aircraft industry for the next decade will have to show which of the 
propositions will be confirmed which would contribute to the understanding of the 
relationship between firm-level capacity decisions and the uncertainty in industry-level 
forecasts. 
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