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Capital, not technology, is emerging as the critical test for 

regional aviation’s propulsion revolution says ALTEA 
 

New ALTEA analysis finds that financing horizons, risk allocation and lifetime aircraft 

economics could determine which electric, hybrid and hydrogen aviation programmes reach 

commercial service. 

 

London, October 5th  2026:  The race to transform regional aviation has entered a new phase, with 

capital endurance and commercial structure emerging as critical factors alongside propulsion 

technology, according to a new white paper from aviation advisory firm ALTEA. 

‘Beyond the Hype: The Real State of Alternative Propulsion for Regional Aviation’ examines the 

electric, hybrid-electric and hydrogen aircraft landscape as of September 2026 and identifies a 
fundamental tension within the emerging market. 

 “The routes with the strongest need for smaller alternative-propulsion aircraft are often those least 
able to absorb the risk of new technology going wrong, whatever the resources of the operator flying 

them,” states Chris Holliday, ALTEA Associate, regional aviation specialist, and author of the report. 

Thin regional routes, island connections and essential air services represent natural markets for 
sub-30-seat electric and hybrid aircraft. These services often have no fallback capacity if new 
technology runs into trouble, regardless of how well-resourced the operator flying them happens 

to be.                                                                                                                              
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The result, ALTEA argues, is a disconnect between those organisations best equipped to adopt new 

propulsion technology first, and the routes the technology is ultimately intended to serve. The 
report also identifies a structural mismatch between aircraft certification timelines and 
conventional venture-capital horizons. 

“Clean-sheet aircraft programmes can require eight to ten 
years or more to progress from design to entry into commercial 

service, while venture capital investors typically work against 
substantially shorter return horizons,” Holliday argues. “This 

mismatch can provide a stronger indication of uncertain 
programme resilience than propulsion technology alone.” 

The report examines programmes across the market, including 

Heart Aerospace, BETA Technologies, Electra, Ampaire, 
ZeroAvia, Aura Aero, Vaeridion, Elysian, JEKTA and others, and 

distinguishes between headline order-book announcements 
and the deeper indicators of programme credibility. 

These indicators include strategic investment, engineering capability, certification progress, 

established OEM support, manufacturing commitments and the contractual status of customer 
orders. The analysis cautions against treating letters of intent, memoranda of understanding and 

other pre-certification commitments as equivalent to deposit-backed aircraft orders. 

“Customer interest matters,” Holliday says. “But paper demand and capital depth need to be 
assessed together.” 

Beyond certification and financing, the report identifies another potentially significant shift: 

alternative-propulsion OEMs could capture a substantially greater share of an aircraft’s lifetime 
economic value than traditional manufacturers. Electric and hybrid aircraft manufacturers are 

forecast to retain control over batteries, powertrain software, health monitoring, operational data, 
and recurring support services.  

Battery replacement alone could represent a significant lifetime revenue stream.  ALTEA’s report 

highlights BETA Technologies’ public-market disclosures, which estimate that an aircraft operating 

for 20 years could require 18 to 20 sets of replacement batteries and generate approximately $13 

million in battery revenue using the assumptions disclosed by the company. 

For aircraft lessors and financiers, ALTEA says this raises important questions about residual value, 
battery ownership, second-life value, maintenance economics and the balance of negotiating 
power between OEMs and asset owners. The challenge is compounded by the absence of 

transaction history for electric and hybrid aircraft. 

“Without comparable secondary-market transactions, appraisers and lessors will need much 
greater access to OEM data - including real-world battery degradation, cycle life, replacement 
economics and dispatch performance - to establish defensible asset values,” Holliday predicts. 
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The paper does not argue that the aviation industry should wait for every uncertainty to be solved 

before investing in alternative propulsion. Instead, ALTEA argues that operators, manufacturers, 
lessors, financiers and public authorities need to decide how those uncertainties should be shared. 

Among the questions the report puts to the industry are who should underwrite early-technology 
risk on vital air-service routes; who carries the downside risk if battery residual-value assumptions 
prove incorrect; what data should manufacturers provide to appraisers and lessors; and who should 

finance the infrastructure required to support new propulsion systems. 

“The answers could determine not only which aircraft programmes survive, but whether the 

technology ultimately reaches the regional communities it is designed to serve,” concludes 
Holliday. 

‘Beyond the Hype: The Real State of Alternative Propulsion for Regional Aviation’ examines the 

state of the market as of September 2026 and the commercial questions that will shape its next 
phase. 

 

About ALTEA: 

ALTEA advises operators, lessors, OEMs, financiers and public authorities on regional aircraft, new propulsion 

technologies and the commercial structures required to make them viable. Its work spans route-level economic 

modelling, residual-value analysis, transaction structuring, risk allocation and market assessments for aircraft 

manufacturers and infrastructure providers. 

ALTEA is retained by those who want fresh thinking secured by experience in asset management; procurement and sales; 

financial solutions and design. Specialising in business jets, regional aircraft and helicopters, the expert team interprets 

knowledge and insight to achieve extraordinary results. Clients include financial institutions, operators, aircraft 

manufacturers, governments and private individuals who seek a blend of specialist knowledge, integrity, and inspiration 

to resolve complex and sensitive aircraft projects. Visit: https://altea-aero.com/  

 

About Chris Holliday: BSc Aeronautical Engineering 

Chris brings four decades of aviation industry expertise spanning aircraft marketing, development and sales, airline 

operations and strategic consultancy. He began his career at British Aerospace in airline analysis and product marketing 

before advancing to Communications Manager at the European Regions Airline Association and International Sales 

Manager at Slingsby Aviation. 

During fourteen years with Eastern Airways Group, Chris held senior commercial and operational positions, including key 

nominated post holder roles and was accountable manager for the Group’s Air Southwest subsidiary. He helped transform 

Eastern from a three-aircraft operation into an award-winning, profitable airline with over thirty aircraft. 

Since 2013, Chris has specialised in aviation consultancy. He has also held non-executive leadership roles with an island-

based regional airline, airport operators, an engineer training organisation and a technology company developing 

sustainable aviation solutions.  Leading cross-functional teams, Chris has delivered projects spanning airlines of all scales, 

special mission operations, and airport infrastructure development. As an associate at ALTEA, he focuses on commercial 

and regional aircraft projects, bringing deep operational knowledge to complex aviation challenges. 
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