Narrowbody Fleet Watch:
Navigating the Capacity Crunch

Q1 2026 Strategic Briefing for SA LCC Operations

Analyzing the cascading impact of OEM delivery misses, propulsion
groundings, and surging lease rates on 737/A320 fleet planning.
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The Delivery
Squeeze

The duopoly bridge phase Is
over. 16,000+ aircraft remain
trapped in backlogs. Both
Airbus and Boeing missed
optimal targets in 2025.

The Propulsion
Crisis

GTF powder metal inspections
and LEAP durability fixes are

actively grounding current-
generation fleets worldwide.

The Market
Reality

Soaring demand limits
current-tech availability,
driving alternative lenders to
price near traditional
aviation bank levels.

The SALCC
Imperative

Network survival requires
decoupling paper capacity
from effective capacity via
aggressive lease extensions
and proactive MRO hedging.
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Global Deliveries: The 2025 Year-End Tally

The bridge phase of the duopoly recovery is over, but 16,000+ aircraft remain trapped in the backlog.

Airbus: 784 Deliveries

Target: 790. Driver: A321neo dominance.
Bottleneck: Q4 fuselage panel supplier
issues.

Boeing: 595 Deliveries

Target: 588. Driver: 737 MAX recovery.
Escaping the quality hangover; Renton
output breached the 42-per-month cap.

995

COMAC: 38 Deliveries

Target: 50. Driver: C919 ramp-up.
Bottleneck: Supply chain snags limiting
production, keeping it a long-term
solution.
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The Supply Chain & Geopolitical Choke Points

Supplier constraints will prevent a smooth capacity ramp-up through 2026.

Raw Material Squeeze

Export controls on rare earths. Chinese

| exports of Yttrium to the US dropped from
333 tons to 17 tons post-controls, choking

high-temperature engine coating production.

Geopolitical Disruption &Y

Conflict disrupting Red Sea shipping and
driving up defense demand, which crowds
out commercial aerospace forging capacity.

Component & Labor Bottlenecks 3
Lingering shortages of experienced 2 1
personnel leading to component deficits in )
aerostructure fasteners and chip supply.
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The Propulsion Crisis Matrix

For a mixed A320/737 fleet, neither engine option provides a safe harbor.

Platform
Applicability

Pratt & Whitney GTF

A320neo family

CFM LEAP

737 MAX (LEAP-1B), A320neo
(LEAP-1A), C919 (LEAP-1C)

Powder metal contamination

Root Cause e : Premature wear and durability

: requiring premature high-pressure . .. .
Failure turbine disk replacement. issues in hot/harsh environments.
Operational Accelerated fleet-wide removals Increased on-wing inspections,
Impact based on strict cycle limits. shortened overall time-on-wing.
MRO Reality Severe shop backlog stretchingto ~ Congested shop floors lacking

250+ days.

sufficient replacement parts.
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The AOG Cascade & Spare Engine Stockout

How a single airworthiness directive drains the global spare pool and parks an SA LCC airframe.

Step 1: Accelerated Removal

Airworthiness Directives force engines off-wing
months or years ahead of forecasted shop visits.

Step 2: MRO Bottleneck

Engines enter facilities lacking replacement parts.
Turnaround times double or triple.

Step 3: Spare Pool Drain

Operators scramble to lease spare engines. The
global leasing pool is rapidly and completely depleted.

Step 4: Aircraft on Ground (AOG)

Without spares, functional airframes are parked.
A single missing engine effectively removes
~180 daily seats and millions in revenue.
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Lease Rates & The Value of Current-Tech Assets

New Aircraft Delivery Delays

High

The Ishka Data Reality
High demand continues to
severely limit current-tech
narrowbody availability.

Low
2023

2024

2025

Lending Shifts

Alternative lenders are now pricing
closer to traditional aviation bank
levels as 15-year-old assets
become fiercely competitive.

The Silver Lining

Part-out prices for A320ceos are
softening slightly due to market
restructuring (e.q., Spirit), offering a

slight reprieve for USM procurement.

I

2026

Very High

Low

Lease Rates & Market Value
(A320ceos/737-800s)
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The Narrowbody Long-Haul Revolution

The Narrowbody Long-Haul Revolution
Narrowbodies are now strategic

assets unlocking point-to-point,

long-haul markets.

The A321XLR Factor

Capable of replacing 757s and \
opening secondary transcontinental
markets without widebody risk.

A321XLR standard
narrowbody range

The Distance Benchmark
IndiGo is utilizing the A321XLR for
Bengaluru to Perth—an 8-hour,
3,482nm flight operating with 195
economy seats.

Cape Town

LCC Implication

Fundamentally altering route 4,700nm
economics and regional (A321XLR Range)
competitive dynamics.
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The Challenger. Can COMAC Break the Duopoly?

A highly viable future alternative to leverage in OEM negotiations, but not a near-term capacity savior.

Traction & Variants International Footprint The Catch

Nearing 1,000+ orders. Brunei's GallopAir ordering 15 units. Heavily reliant on Western components
Expanding beyond the baseline with Active talks in Europe and Asia to (CFM LEAP-1C engines, Honeywell
high-altitude variants (C919-600) to use COMAC as leverage against avionics), making It x_rulnerable tU'thE
operate at 14,472 ft. duopoly pricing. exact same geopolitical chokepoints.
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Synthesis: Paper Capacity vs. Effective Capacity

SA LCCs must deliberately over-subscribe fleet plans or extend legacy leases just to maintain current schedule block hours.

The lllusion of the Order

Book: Having 50 aircraft on OEM Haircut: 6-12 month
order dl::-e_s not transfate to delays on new metal. Maintenance Haircut:
50 aircraft flying. GTF/LEAP groundings force

a permanent 5-10% reduction
in availability.
The true flyable
fleet reality.

Planned Fleet Size Delivery Delays Engine AOGs Effective Capacity
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Strategic Playbook for the SA LCC: Fleet & Leasing

1

2 3

Secure the Diversify Spare Factor Delays into
Legacy Fleet Engine Access Network Planning
Proactively lock in lease Do not rely solely on OEM Assume all new
extensions for existing pooling. Engage alternative Boeing/Airbus deliveries will be
737NGs and A320ceos 18-24 lessors and exploit softening minimum 6-12 months late.
months prior to expiry. A320ceo part-out markets to
expiry. Accept higher rate build a localized, Strictly avoid selling tickets on
premiums to guarantee proprietary spare engine buffer. routes relying on un-

baseline capacity. delivered metal.
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Strategic Playbook for the SA LCC: MRO & Operations

1

Forward-Deploy
MRO Slots

Book engine shop visits
years in advance. Treat
heavy MRO slots with the
same strategic intensity and
financial commitment as
airport landing slots.

2

Optimize
Utilization

Compensate for AOGs by
Increasing the daily

utilization of the healthy fleet.

Implement robust overnight
maintenance and accelerate
ground turns at SA airports.

3

Leverage Hybrid
Sourcing

Aggressively explore PMA
(Parts Manufacturer Approval)
and USM (Used Serviceable

Material) to bypass OEM
supply chain choke points
and reduce turnaround times.
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Strategic Playbook for the SA LCC: Conclusion & Final Takeaways

Conclusion: Navigating the Choke Point

Engines Over Airframes

: Fleet strategy is no longer dictated e i
The Era of Scarcity by which airframe you buy, but by Agility Wins
The narrowbody market has how effectively you can keep its The SA LCCs that thrive will master
permanently shifted from an era of engines on-wing. the secondary lease market, stockpile
abundance and discounts to an era critical USM, and plan networks around
of structural scarcity and premiums. realistic, risk-adjusted capacity.




