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HON JUDITH COLLINS KC, MINISTER OF DEFENCE 

DEFENCE FORCE – BOEING 757 AIRCRAFT REPLACEMENT 

October 2025  

 

This publication provides three Cabinet papers and associated minutes of decision 
on the Government’s decision to replace the New Zealand Defence Force’s fleet of 
Boeing 757s. 

 

The pack comprises the following documents: 

 the September 2024 Cabinet paper and associated minute of decision Defence 

Force – Boeing 757 Aircraft Replacement: Indicative Business Case [FPS-24-

MIN-0025, FPS-24-SUB-0025],  

 the December 2024 Cabinet paper and associated minute of decision Defence 
Force – Boeing 757 Aircraft Replacement: Detailed Business Case [CAB-24-MIN-

0497, CAB-24-SUB-0497], and 

 the August 2025 Cabinet paper and associated minute of decision Defence Force 
Boeing 757 Aircraft Replacement: Project Implementation Business Case [EXP-

25-MIN-0080, EXP-25-SUB-0080]. 

 

This pack has been released on the Ministry of Defence website, available at: 
www.defence.govt.nz/publications/. 

 

It has been necessary to withhold certain information in accordance with the following 
provisions of the Official Information Act 1982. Where information is withheld, the 

relevant sections of the Act are indicated in the body of the document. Information is 
withheld where making it available would be likely to prejudice: 

 the security or defence of New Zealand or the international relations of the 
Government of New Zealand [section 6(a)], and 

 the entrusting of information to the Government of New Zealand on a basis of 
confidence by the government of any other country [section 6(b)(i)]. 

 

Information is also withheld in order to: 

 protect information that would be likely to unreasonably prejudice the commercial 

position of the person who supplied or is the subject of the information [section 
9(2)(b)(ii)] 

 maintain the effective conduct of public affairs through the free and frank 

expression of opinions [section 9(2)(g)(i)] 

 maintain the confidentiality of advice tendered by Ministers of the Crown and 

officials [section 9(2)(f)(iv)], and 

 enable a Minister of the Crown or any department to carry on, without prejudice or 
disadvantage, negotiations [section 9(2)(j)]. 

https://creativecommons.org/licenses/by/4.0/
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Where information is withheld under section 9(2) of the Act it is not considered that 
the public interest outweighs the need to protect it.  

 

As per usual process, Cabinet was provided with estimated costs and delivery 

timeframes that were subsequently superseded. During the early stages of this 
procurement process, Cabinet was also provided with the option for an interim 
capability solution. This interim solution was not pursued. 

https://creativecommons.org/licenses/by/4.0/
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FPS-24-MIN-0025
7 noted that Defence is investigating the potential for interim replacement aircraft; 

8 directed Defence to prepare a DBC from the agreed shortlist of options, that will refine and 
look at additional opportunities to reduce costs and recommend a preferred option for 
Cabinet consideration.

Jenny Vickers
Committee Secretary

Present: Officials present from:
Rt Hon Christopher Luxon
Rt Hon Winston Peters (Chair)
Hon David Seymour
Hon Nicola Willis
Hon Judith Collins
Hon Mark Mitchell
Hon Todd McClay
Hon Nicola Grigg

Office of the Prime Minister
Officials Committee for FPS
Office of the Chair of FPS
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Office of the Minister of Defence 

Cabinet Expenditure and Regulatory Review Committee 

DEFENCE FORCE: BOEING 757 AIRCRAFT REPLACEMENT - 
INDICATIVE BUSINESS CASE  

Proposal 

1 This paper seeks Cabinet approval for the overall approach to replacing the 
two Boeing 757 aircraft operated by the Royal New Zealand Air Force 
(RNZAF) and for Defence to begin work on a Detailed Business Case (DBC) 
to analyse the shortlisted options and recommend a preferred option, 
potentially including an interim solution. 

Relation to government priorities 

2 The replacement of the Boeing 757 aircraft fleet will ensure New Zealand 
maintains the sovereign capability to deploy New Zealand Defence Force 
(NZDF) personnel, deliver freight such as humanitarian aid, and transport 
government trade and diplomatic delegations quickly, reliably, over long 
distances and into austere environments at short notice. 

Executive Summary 

3 The Boeing 757s are 32 years old. They are breaking down more often, 
experiencing increased unscheduled maintenance and routine maintenance is 
taking more time to resolve. The cost of running the aircraft is increasing as 
maintenance issues worsen and spare parts become harder to source.  

New Zealand needs to maintain a sovereign strategic air transport capability 

4 The two Boeing 757 aircraft provide Defence’s sovereign ‘strategic air 
mobility’ capability. Strategic air mobility missions are generally long-range 
flights outside of contested or hostile airspace, landing at airfields with 
supporting infrastructure. Sovereign aircraft are owned and registered to a 
government rather than a commercial or private entity, providing certain 
privileges only afforded to government aircraft. 

5 The strategic air mobility capability contributes to defence, foreign and trade 
policy objectives. This includes the transportation of troops and equipment to 
coalition military operations, evacuation of civilians and transportation of 
important Government and trade delegations. This capability provides the 
government’s fastest, most responsive, and flexible method of deploying 
personnel and certain types of freight for military as well as humanitarian and 
disaster relief operations over long distances. 
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3 

the C-130J fleet of five aircraft, and the strategic air mobility fleet, currently the 
Boeing 757 fleet of two aircraft.  

  

RNZAF C-130J – Tactical Air Mobility RNZAF Boeing 757 – Strategic Air Mobility 

15 Tactical air mobility aircraft generally have a range of less than 3,000 nautical 
miles and are used predominantly for military operations in hostile or austere 
environments. Modern strategic air mobility aircraft usually have a range of 
over 5,000 nautical miles. Accordingly, strategic air mobility missions are 
generally long-range missions between nations or continents outside of 
contested or hostile airspace, landing at regular airfields with supporting 
infrastructure. 

16 An example of a military operation involving the strategic air mobility capability 
is Operation Tieke supporting the defence of Ukraine. This operation involved 
using the Boeing 757 fleet to transport over one hundred NZDF personnel to 
the United Kingdom to provide military training to Ukrainian volunteers. This 
type of transportation, whilst possible with tactical air mobility aircraft, would 
take considerably longer and require more flights. 

17 Deployments like Operation Tieke would also be possible on a commercial 
airline. The drawback of using a commercial airline is responsiveness and 
operational security. Use of military aircraft with military aircrew allows the 
operation to be planned around what timing works best to complete the 
mission rather than relying on the scheduled flights of the airline or when a 
chartered aircraft can be made available. Military aircraft also allow the 
passengers to be transported alongside hazardous cargo such as weapons 
and ammunition. 

18 The tactical fleet has already been replaced (CAB-20-MIN-0251 refers), with 
the new C-130Js now entering into service in 2024. 

Replacing the Boeing 757s 

The Boeing 757s are becoming increasingly difficult to maintain and expensive to 

support 

19 The current Boeing 757 fleet were second-hand commercial airliners 
purchased in 2003, originally manufactured in 1992, and later modified to 
include a cargo door. These aircraft can transport pallets of freight and around 
150 passengers. The interior of the aircraft can be modified to carry purely 
freight, purely passengers, medical stretchers or a combination of all three.  
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23.2 Sovereign aircraft are available to fly wherever directed by the Defence 
Force and the government. This arrangement allows the Boeing 757 
fleet to fly to locations where commercial airliners cannot or do not 
operate. The ability to fly to these locations at short notice affords 
flexibility not provided by non-sovereign aircraft. An example of these 
types of missions are the flights to Antarctica that the Boeing 757s 
carry out each year in support of Scott Base and the bases of other 
nations. 

24 The availability and flexibility of a sovereign air transport capability is also 
valued for non-military missions. When an aircraft is fully government 
operated, diplomatic and trade missions can build their itinerary around the 
value it will bring to New Zealand rather than being constrained by 
commercial flight schedules.  

There are a number aircraft types that can deliver a new Strategic Air Mobility 

Capability  

25 A fixed-wing aircraft remains the only viable way to deliver the outputs that the 
current strategic air mobility capability offers. Other forms of transport do not 
have the same combination of range, capacity  and speed provided by fixed 
wing aircraft. When looking at options to replace the Boeing 757s, there are 
two broad categories; those aircraft of a military design and those aircraft of a 
civilian design. Within those categories there are a number of aircraft types.  

26 Defence consulted internally and with the wider New Zealand Government to 
identify investment objectives and critical success factors to narrow the field of 
options. Meetings were subsequent y held with partner nation militaries, 
commercial airlines such as Air New Zealand and with aircraft manufacturers 
in order to understand the market.  

27 At this stage, a key planning assumption is that the solution will require two 
aircraft. This assump ion is in place from studies carried out to decide the 
optimum fleet mix when paired with the five new C-130J aircraft. Given that 
aircraft require extensive maintenance, it is necessary to have two aircraft to 
maximise availability. This assumption will be revisited in the DBC.   

28 As part of preparing the IBC, Defence analysed a long list of 17 options, 
considering not just what type of aircraft the project would deliver, but also 
ownership, financing, timing and service delivery. This followed best practice 
process for options assessment laid out by The Treasury. This Long List was 
then analysed to narrow it down to a short list, which can be found in Table 1 
below. 

29 Note the images used in the short-list are generic examples and the costs are 
indicative only and based on informal engagement with a limited number of 
industry partners. The RFI will provide a broader view of the market and the 
most up to date cost information for the DBC. 
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30.2 Military medium: Acquiring these aircraft would provide a larger and 
common fleet to the NZDF for air transport (these aircraft would likely 
be the same as the existing fleet of Hercules C130-J). As stated above, 
these aircraft are slower, would require multiple stops to refuel for 
longer haul flights, and are less comfortable than civilian airliners. 
These aircraft are not suitable for most government delegations. 

30.3 Civilian medium: Newer civilian medium aircraft have increased range 
over the current fleet. As these aircraft are most like the current Boeing 
757 fleet, there would be little change to existing training and 
infrastructure requirements. There would also be synergies with other 
New Zealand-based aircraft in terms of spares, repairs and 
maintenance. The main drawback of this option is the continued lack of 
oversized freight transport such as the transportation of la ge military 
vehicles by air. Transportation of large military vehicles by air would 
continue using current charter and partner arrangements.  

30.4 Civilian Heavy: These aircraft have increased range and speed over 
smaller aircraft as well as increased passenger and cargo capacity. 
There would be synergies with New Zealand-based aircraft fleets. 
However, they have a higher cost, including the possible need for new 
infrastructure to accommodate the increased size. The aircraft provide 
no oversize freight capability such as the transportation of helicopters. 

30.5 Military Heavy: These aircraft can move a large amount of freight 

(including oversized freight such as helicopters) and personnel over 

long distances into austere and hostile environments. Almost all of our 

partner militaries possess an aircraft of this type. Military aircraft would 

not be suitable for the transportation of trade and diplomatic 

delegations given their military design and austere interiors. Like the 

civilian heavy aircraft, this may also need new infrastructure to 

accommodate the increased size.  

31 Based on the short-list above, the current preferred way forward is the 
delivery of two civilian medium aircraft. This option will deliver a similar 
passenger capability to the current Boeing 757 fleet and whilst it can carry 
cargo, unlike the 757s, it lacks the capability to transport palletised freight. 

32 Options such as shared ownership, leasing, new vs second-hand and service 
delivery will be considered in the DBC.  

33 While new aircraft are costed in Table 1 above, the DBC will consider other 
options such as second-hand or leased aircraft. The RFI to industry may 
return information on aircraft that meet some specific requirements but are not 
present in the short list, such as small civilian jets. These will also be 
assessed in the DBC. 

Investigating an interim solution 

34 Due to the current state of the aircraft market, there are long lead times on the 
delivery of new aircraft, which can be as long as seven years. Because of this, 
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7 direct Defence to prepare a Detailed Business Case that will recommend a 
preferred option for Cabinet consideration. 

 

Authorised for lodgement 

 

Hon Judith Collins KC 

Minister of Defence 
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CAB-24-MIN-0497

Cabinet

Minute of Decision
This document contains information for the New Zealand Cabinet. It must be treated in confidence and 
handled in accordance with any security classification, or other endorsement. The information can only be 
released, including under the Official Information Act 1982, by persons with the appropriate authority.

Defence Force - Boeing 757 Aircraft Replacement: Detailed Business 
Case

Portfolio Defence

On 16 December 2024, following reference from the Cabinet Expenditure and Regulatory Review 
Committee, Cabinet:

Background

1 noted that in September 2024, the Cabinet Foreign Policy and National Security Committee 
agreed to a short-list of options for the replacement of the two Royal New Zealand Air 
Force Boeing 757 aircraft, and directed officials to prepare a Detailed Business Case for 
Cabinet’s consideration [FPS-24-MIN-0025];

2 noted that a continued strategic air mobility capability is needed to support New Zealand’s 
defence, policy, and trade objectives;

Long term solution

3 noted that Defence has reassessed the short-list of options following the results of market 
engagement, and has developed and assessed options for ownership arrangements and 
aircraft models;

4 agreed that the preferred long-term option for the Future Air Mobility Capability – Strategic
Project be two civilian medium aircraft, either the Airbus A321 LR/XLR or Boeing 737 
Max 8;

5 noted that two procurement options are being considered:  lease-to-buy, and direct purchase;

6 noted that based on a lease to purchase arrangement, the Minister of Defence will be 
seeking approximately $542.0 million capital and $100.6 million in operating funding for 
the New Zealand Defence Force (NZDF) at Budget 2025, as part of the Defence Capability 
Plan funding process, to fund this long-term capability, subject to the finalisation of these 
costs in the Project Implementation Business Case;

1
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Other Implications 

44 There are no cost of living, legislative, population, or human rights implications 
from this paper. 

Use of External Resources 

45 The Ministry of Defence has contracted three commercial aviation subject 
matter experts to support the development of the Detailed Business Case. These 
contractors provided insights into commercial aircraft markets and leasing 
arrangements not held by Defence and assisted with analysing the RFI data.  

46 A commercial advisor was contracted to accelerate the release and evaluation 
of the RFI and develop the commercial approach for the project. 

47 The total cost of these external resources was $84,870.  

Consultation 

48 This paper was prepared by the Ministry of Defence and the New Zealand 
Defence Force. It has been consulted with The Treasury, Department of Prime 
Minister and Cabinet, Antarctica New Zealand, the Ministry of Foreign Affairs and 
Trade, the National Emergency Management Agency, New Zealand Police, Fire and 
Emergency New Zealand, and Maritime New Zealand. 

Communications 

49 If funded through Budget 25 the communication of this project will be 
coordinated through the Budget announcement process. 

Proactive Release 

50 This paper will be proactively released with appropriate redactions as part of 
the Budget 2025 proactive release process. 
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12 note that maintaining the current Boeing 757s was found to be the only option 
affordable within current Defence Force funding;  

13 authorise Defence to seek firm pricing for chartering and leasing a business jet 
for an interim capability as part of the Request for Proposal and present 
findings in the Project Implementation Business Case; 

Next steps 

14 direct Defence to develop a Project Implementation Business Case for the long 
term and interim solutions approved by Cabinet, subject to the outcomes of 
Budget 25; and  

15 note that if a finance lease is required, approval will be sought from the Minister 
of Finance to proceed. 

Authorised for lodgement. 

 

 

Hon Judith Collins KC  
MINISTER OF DEFENCE 
 
 

Annexes: 

A. Aircraft taken forward to the Request for Proposal stage 
B. Detailed Business Case 
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EXP-25-MIN-0080 

6 

   

Present: Officials present from: 
Hon David Seymour (Chair) 

Rt Hon Winston Peters 

Hon Chris Bishop 

Hon Simeon Brown 

Hon Erica Stanford 

Hon Paul Goldsmith 

Hon Judith Collins KC 

Hon Mark Mitchell 

Hon Brooke van Velden 

Hon Shane Jones 

Hon Casey Costello 

Hon Chris Penk 

Hon Andrew Hoggard 

Hon Mark Patterson 

Officials Committee for EXP 

Office of the Minister of Defence 

Office of the Minister of Corrections 

Ministry of Defence 

New Zealand Defence Force 
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