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The decision
The Army had ended development of the Future Attack Reconnaissance Aircraft (FARA) after
the current prototyping phase. It planned to continue the Future Long Range Assault Aircraft
(FLRAA), with a first operational unit then planned for fiscal 2030. For Bell, the two programs
represented different demands on engineering and program-management capacity. FARA was
winding down; FLRAA was moving through a long design and development effort while Bell
continued to deliver and support other aircraft.

Assume you are advising Bell’s senior leadership on 25 April 2024. This is a fictional case
assignment, not a reported Textron management meeting or a claim that executives publicly
considered these exact choices. Recommend a staffing and governance approach for the next
12-18 months. State what capacity should be protected, where qualified FARA staff should be
considered for redeployment, how Bell should resolve competing demands, and what evidence
should trigger a change in course. Do not assume that any particular number of employees is
transferable.

A customer resets its aviation portfolio
On 8 February, the Army said it would conclude FARA development at the end of fiscal 2024
prototyping. The Army assessed that its reconnaissance needs could be met more affordably
and effectively through enduring aviation capabilities, unmanned systems and space-based
assets. It described its aviation portfolio as resource-constrained. At the same time, the Army
said it would continue FLRAA as planned toward a fiscal 2030 first operational unit. Those were
customer plans, not guarantees of future funding or delivery. [P2]

Textron’s 2023 annual report had already described FLRAA as growing within Bell’s military
work while V-22 and H-1 production moved toward transition. The Army decision therefore
sharpened a management problem: how to release people and attention from a cancelled
development program while preserving capabilities that may matter to FLRAA and maintaining
commitments across Bell’s other businesses.

The public record did not reveal how many Bell employees worked on FARA, which skills they
held, whether they could transfer to FLRAA, or what staffing levels the next FLRAA milestones
required. It also did not disclose a FARA-specific severance amount. Those gaps make an
employee-level plan impossible from public filings alone, but Bell still needs a process for
deciding what to learn and when to act.
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Bell’s work is changing on several fronts
Bell reported 2023 revenue of $3.147 billion and segment profit of $320 million, a reported
segment margin of 10.2%. Revenue was split between $1.701 billion of military aircraft and
support and $1.446 billion of commercial helicopters, parts and services. Bell backlog was
$4.780 billion at year-end. These segment totals combine programs with different economics
and staffing needs. [P1]

In the first quarter of 2024, Bell revenue increased 17% to $727 million, and segment profit
increased 33% to $80 million. The military aircraft and support category rose to $480 million
from $385 million; commercial helicopters, parts and services rose to $247 million from $236
million. Textron attributed a $95 million increase in military volume primarily to FLRAA, partly
offset by lower V-22 and H-1 volume. The military category includes other work as well: the $95
million is not FLRAA’s standalone revenue, profit, cash generation or backlog. [P6]

The profit comparison also requires care. Textron cited $30 million of favorable Bell
performance, including $13 million from lower research and development costs, partly offset by
$14 million of lower volume and mix. It did not allocate the R&D change to FLRAA or another
program. Bell’s total backlog was $4.549 billion at quarter-end, $231 million (4.8%) below
year-end 2023. Backlog includes all Bell work and changes with orders, deliveries and revenue
recognition; it does not reveal whether FLRAA’s position or profitability improved. [P6; P1]

Bell had begun mobilizing for FLRAA before the FARA decision. Textron’s shareholder letter said
Bell had added engineering resources, contracted with key suppliers, ordered long-lead
materials and broken ground on a drive-systems test lab. It did not disclose the staffing count,
investment amount, utilization or facility completion. [P5]

Bell also had work beyond FLRAA. Textron expected V-22 production deliveries to end within
two years of its 2023 filing, followed by a transition toward support. H-1 deliveries under the
then-current contract were expected to finish in early 2024, with support continuing. Bell
reported continuing production, upgrade and support orders for both platforms and a new
foreign military sale for 12 AH-1Z helicopters. Its commercial helicopter, parts and service
operations remained another distinct workload. The filings do not quantify the capacity those
activities require or the cost of moving people away from them. [P1; P6]

What the contract figures do-and do not-say
The Army’s December 2022 FLRAA roundtable described a $1.3 billion total contract ceiling and
a $232 million initial obligation. The initial 19-month scope covered preliminary design and
virtual prototypes; it procured zero aircraft. The Army also described approximately $7.1 billion
as the potential total value if all options were exercised, including prototype aircraft and the
first low-rate production lot. These are different scopes: the ceiling, initial obligation and
option-inclusive potential are not interchangeable. None is guaranteed funding, Textron
revenue, profit, cash receipt or an order to exercise every option. [P9; P8]

As of the cutoff, Bell had a continuing development opportunity and had begun to add
resources, while later production and option decisions remained uncertain. The Army’s stated
FY2030 objective gave the work a long horizon, but public disclosures did not provide Bell’s
FLRAA program margin, cost to complete, engineering hours, staffing plan, schedule reserve or
future cash profile. A large headline contract figure cannot answer whether the right capability
is being retained at the right cost.
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Restructuring adds urgency, not a headcount answer
Textron’s first-quarter filing said cancellations of FARA at Bell and Shadow at Textron Systems
generated additional severance costs under the company’s broader restructuring plan. On 24
April, the board expanded that plan to reduce operating expenses further through headcount
reductions. In Q1, Textron recorded $14 million of plan charges: $13 million of severance and
$1 million of impairment. The company allocated $7 million of total charges to Textron Systems,
$5 million to Bell and $2 million to Industrial. The filing did not allocate the severance
component by segment. It reported $18 million of cumulative severance at Bell under the
broader plan, without allocating it to FARA. Thus, $5 million is Bell’s total Q1 plan charges, not
Bell severance; $18 million is not FARA-specific. [P6]

The disclosure makes capacity choices timely, but it does not identify which Bell positions were
affected or whether the charges reflected employees, facilities or other plan costs by program.
Students must not use those figures to estimate FARA staffing or the savings from a particular
action.

Organizational choice under uncertainty
Organizational learning research describes a recurring tension between exploration-developing
new knowledge and capabilities-and exploitation-using and refining established capabilities. The
two compete for time and resources. This framework suggests questions about preserving novel
engineering insight while maintaining disciplined execution; it does not estimate Bell’s staffing
needs or predict FLRAA’s performance. [A1]

Research on ambidexterity in an aerospace and defense organization also highlights
coordination across executive, project and employee levels. Its qualitative single case examines
a government customer, not an aircraft manufacturer, so it offers a way to think about
coordination rather than a result that can be transferred directly to Bell. [A2]

Bell could protect FLRAA through a dedicated team and clear program authority. It could instead
manage specialized talent as a shared Bell resource, with explicit priority-setting and
escalation. Or it could reduce capacity after FARA’s wind-down, retain a core FLRAA team and
add skills later as funded milestones require. Each choice has costs: separation may preserve
attention but impede knowledge sharing; integration may improve flexibility but create priority
conflicts; resizing may lower near-term carrying costs but sacrifice knowledge or make later
hiring and schedule recovery harder.

None of these options is costless or fully measurable from the public record. Some FARA
capabilities may transfer; others may not match FLRAA or existing programs. Work on V-22,
H-1, AH-1Z and commercial helicopters may compete for staff while also giving Bell ways to use
experienced people. The amount of overlap, retraining required, customer approval constraints
and future demand are unknown.
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Exhibits

Exhibit 1. Bell segment snapshot

Measure FY2023 Q1 2024 Q1 2023 comparator

Revenue $3,147m $727m $621m

Segment profit $320m $80m $60m

Segment profit margin 10.2% 11.0% 9.7%

Military aircraft and support
revenue

$1,701m $480m $385m

Commercial helicopters, parts
and services revenue

$1,446m $247m $236m

Backlog $4,780m at Dec. 30, 2023 $4,549m at Mar. 30, 2024 -

Source: Textron 2023 Form 10-K, Item 7, “Bell,” pp. 22-23; Q1 2024 Form 10-Q, Item 2, “Bell,”
pp. 20-21, and backlog table, p. 19. The filings report these segment aggregates; they do not
provide FLRAA standalone revenue or margin. Q1 figures are unaudited. [P1; P6]

Exhibit 2. What was changing across Bell

Workstream Public information by 25 April 2024 What remains unknown

FLRAA Army continued development toward
a planned FY2030 first operational
unit. Bell had added engineering
resources, contracted key suppliers,
ordered long-lead materials and
started a drive-systems test lab.

FLRAA staffing needs, program
margin, cost to complete, schedule
reserve, skill bottlenecks and future
funded scope.

FARA Army ended development after the
FY2024 prototyping phase. Textron
cited FARA cancellations among
program cancellations generating
additional severance under its wider
plan.

Bell FARA employee count, affected
roles, employee skills, transfer
eligibility and FARA-specific
severance.

V-22 and H-1 Production was expected to wind
down, with support work continuing;
Q1 military volume was partly offset
by lower V-22/H-1 volume.

Program-by-program staffing, support
workload, economics and transferable
capacity.

AH-1Z and Bell commercial Bell received an order for 12 AH-1Z
helicopters; Q1 commercial revenue
was $247m and included helicopters,
parts and services.

Required capacity, margins and
whether staff can move without
harming delivery, quality or service.

Sources: Textron 2023 Form 10-K, Item 7, “Bell,” pp. 22-23; Q1 2024 Form 10-Q,
“Restructuring,” pp. 16-17, “Bell,” pp. 20-21; Textron 2023 shareholder letter, Bell paragraph.
[P1; P5; P6]
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Exhibit 3. FLRAA contract scope at award

Army-reported amount or scope Meaning at award

$1.3bn Total ceiling for the announced
contract

$232m Initial obligation for a 19-month
preliminary design and
virtual-prototype phase

Zero aircraft Aircraft procured in the initial
portion

About $7.1bn Potential total for the award
with all options, including
prototype aircraft and the first
low-rate initial production lot

Source: Army, 7 Dec. 2022 roundtable transcript, contract-value Q&A (lines 34-44, 59-62,
103-115 and 155-166); GAO, 6 Apr. 2023 protest statement. Amounts describe distinct contract
scopes; option exercise and later funding were not assured. They are not Textron recognized
revenue or profit. [P9; P8]

Exhibit 4. Q1 2024 restructuring disclosure

Measure Reported amount

Q1 plan charges, all segments $14m

Q1 severance component, all segments $13m

Q1 impairment component, all segments $1m

Bell allocation of total Q1 plan charges $5m

Cumulative Bell severance under the broader plan $18m

Source: Textron Q1 2024 Form 10-Q, Note “Restructuring,” pp. 16-17. The filing does not
allocate the $13m severance by segment or either Bell amount specifically to FARA. [P6]

Assignment
Prepare a two-page recommendation for Bell’s senior leadership, based only on information
available through 25 April 2024. Your recommendation should:

1. choose a staffing and governance approach for the next 12-18 months, or combine the
alternatives with a clear sequence;

2. state which decisions Bell should make now and which it should defer until it has employee,
program and customer evidence;

3. identify the minimum skill, workload, cost, schedule and customer data needed to decide
which FARA capabilities can be retained, redeployed, retrained or released;

4. define review milestones and indicators that would cause Bell to protect, move or reduce
capacity; and
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5. present the strongest argument against your recommendation and explain how you would
address it.

Do not calculate a FARA-specific severance saving or FLRAA return from the aggregated figures.
Label any staffing counts, percentages, costs, probabilities or milestones you introduce as
hypothetical assumptions.
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