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The eVTOL industry is entering its most consequential phase, the shift from certification milestones to commercial operations. For

manufacturers, investors, and supply chain partners, understanding these trends is no longer optional. It is the difference between

leading the market and being overtaken by it. 

The Hype Cycle Is Over. The Execution Cycle Has Begun. 

After years of prototypes, funding rounds, and conceptual renders, the eVTOL industry is reaching a genuine inflection point.

Regulatory bodies are issuing certification frameworks, order books are deepening, and the first commercial operations are within

striking distance. The global eVTOL market, valued at roughly $2.8 billion in 2025, is projected to grow at a compound annual

growth rate exceeding 30% through the end of the decade, with some estimates placing it north of $50 billion by 2035. 

But market projections don’t build aircraft, and order backlogs don’t deliver passengers. The companies that will define this

industry are the ones executing on eight critical fronts. 

1. Commercial Launch Is No Longer Theoretical 

2026 is the year eVTOL moves from “coming soon” to “operational.” Joby Aviation has entered the advanced stages of FAA

certification and is pursuing commercial air taxi services in Dubai. Archer Aviation has an order book exceeding $6 billion and is

targeting shuttle services in high-congestion corridors like Los Angeles and New York. In Europe, Volocopter has launched a

sandbox programme to simulate real-world passenger and emergency medical operations. 

The FAA’s new Special Federal Aviation Regulation for powered-lift aircraft, the first new civil aircraft category since helicopters,

has created a defined certification path. EASA’s SC-VTOL framework is doing the same in Europe. For manufacturers, this means

the regulatory ambiguity that once justified slow timelines has largely been resolved. The pressure now is on production

readiness. 
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2. Battery Technology Is Evolving Fast, But Not Fast Enough 

Current lithium-ion battery technology limits most eVTOL aircraft to approximately 100–150 miles per charge. That’s sufficient for

urban hops, but falls short of the regional connectivity that would unlock the sector’s full commercial potential. 

Progress is real. Semi-solid batteries are emerging as the near-term upgrade for 2026-era aircraft, offering meaningful

improvements over conventional lithium-ion while manufacturers refine full solid-state production processes, a capability most

expect to reach commercial scale between 2028 and 2030. EHang has already demonstrated solid-state battery flights achieving

48 minutes of continuous operation, roughly a 90% improvement over traditional systems. Advances in silicon-based anodes and

lithium-sulphur chemistry are pushing energy densities toward 400 Wh/kg, compared to 250–300 Wh/kg for today’s standard cells. 

3. Urban Air Mobility Is Being Built City by City 

The urban air mobility vision, point-to-point travel that bypasses surface congestion, is moving from concept to city-level planning.

Dubai, Los Angeles, Shenzhen, Singapore, Seoul, and Bangkok are among the cities actively developing regulatory sandboxes,

air traffic management frameworks, and vertiport networks. In Dubai, Joby Aviation is constructing a network of vertiports at

locations including Dubai International Airport and Palm Jumeirah. 

High-density Asian cities, particularly Beijing, Seoul, and Singapore, are taking aggressive positions on low-altitude air traffic

management, recognising that the infrastructure layer, not just the aircraft, will determine which cities are first to market.  

4. Hybrid-Electric Propulsion Is the Pragmatic Bridge 

Fully electric remains the long-term goal, but hybrid-electric architectures are gaining ground as a practical solution for extending

range and payload capacity. By combining electric propulsion with a combustion-based range extender, hybrid systems allow

operators to serve routes beyond the 100–150 mile ceiling of current battery-only designs, opening up regional aviation corridors

that pure electric cannot yet reach. 

This isn’t a compromise. It’s a commercially rational response to where battery technology is today, and it positions manufacturers

to transition to fully electric as energy density improves. The automotive industry learned this lesson: the path from internal

combustion to full electrification ran through hybrid, and the companies that resisted the interim step often lost market share. 

5. The Partnership and Consolidation Phase Is Accelerating 

The eVTOL landscape is rapidly consolidating around strategic alliances. Joby Aviation has deep backing from Toyota. Archer has

manufacturing partnerships with Stellantis and route agreements with United Airlines. At CES 2026, Archer announced integration

of Nvidia’s IGX Thor AI platform into its Midnight aircraft. Volocopter has been absorbed into the Diamond Aircraft Industries

portfolio. Boeing’s Wisk and Embraer’s Eve continue to leverage their parent companies’ manufacturing and

certification expertise. 

This isn’t just about capital. These partnerships bring production know-how, supply chain depth, and regulatory experience that

pure-play startups simply cannot build fast enough on their own. At the same time, companies without strong manufacturing

partners are increasingly vulnerable as the industry shifts from design to volume production. 

6. Vertiport Infrastructure Is the Emerging Bottleneck 

You can certify an aircraft. You can build an aircraft. But you can’t operate an aircraft without somewhere to land, charge, and turn

it around. Vertiport infrastructure is rapidly becoming the most significant constraint on commercial eVTOL deployment. 
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The energy demands alone are substantial. According to the National Renewable Energy Laboratory, an average vertiport requires

a minimum charging capacity of 1 megawatt, equivalent to powering approximately 800 homes. A busy multi-pad facility could

consume over 5 megawatts, requiring dedicated grid infrastructure, substations, and potentially on-site energy storage systems of

1 to 5 MWh. The estimated infrastructure cost per vertiport for charging equipment alone ranges from $500,000 to $2 million,

before accounting for land, construction, and grid upgrades. 

The good news: investment is surging. Major real estate developers are beginning to incorporate vertiport-capable infrastructure

into premium commercial developments. But the pace of vertiport construction will ultimately determine how quickly operators can

scale from a handful of showcase routes to viable urban networks. 

7. Autonomy Is Coming, But Piloted Operations Will Dominate the Near Term 

EHang’s EH216-S became the first pilotless eVTOL to conduct human-carrying flights under Thailand’s Advanced Air Mobility

sandbox initiative in late 2025, a milestone in autonomous flight. Archer’s Nvidia partnership is explicitly designed to make the

Midnight aircraft “autonomy-ready.” The trajectory is clear. 

But for the first wave of commercial operations, human pilots will be in the cockpit. Public trust, regulatory caution, and the

complexity of urban airspace management all point to a phased transition. The economics are compelling, removing the pilot is the

single largest lever for reducing per-flight operating cost, but the regulatory and social licence requirements are non-trivial. 

8. Cost Competitiveness with Helicopters Is the Real Benchmark 

The economic proposition for eVTOL isn’t about competing with ground transport on price, at least not initially. The real market

opportunity is offering a cheaper, quieter, and more accessible alternative to conventional light helicopters for VIP services, airport

transfers, medevac, and corporate shuttle operations. 

Helicopter operating costs are substantial, driven by fuel, maintenance intensity, noise restrictions, and pilot wages.

eVTOL aircraft promise significantly lower per-flight-hour costs through electric propulsion, simplified drivetrains with fewer moving

parts, and reduced maintenance requirements. If operators can deliver reliable scheduled service at a price point meaningfully

below helicopter charter, the addressable market expands dramatically. 

What Comes Next 

The eVTOL industry is past the point where a compelling aircraft design is enough. The winners in this space will be defined by

their ability to scale production, manage complex supply chains, launch into regulated markets on schedule, and sustain

operational performance after day one. 

That’s a very different capability set than what gets a company through prototype and certification. It’s the capability set that

separates manufacturers from companies that built a prototype. 

Seraph is a global operations and management consulting firm that helps manufacturers navigate the transition from development

to scaled production. From new product introduction to supply chain resilience and operational excellence, we work inside

organisations to deliver results, not recommendations. Contact us to discuss how we can support your eVTOL programme. 
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