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Audit of preparatory work for the F-35A

armasuisse

KEY FACTS

Switzerland's current fighter aircraft are set to be replaced, with the procurement of new F-35A aircraft. Con-
struction work is required at the Payerne, Meiringen and Emmen military airfields for the stationing and de-
ployment of this fleet. The Federal Assembly approved a commitment appropriation of CHF 120 million for this
purpose in 2022. Construction work began in Payerne in spring 2025, with all the work scheduled for comple-
tion by 2030. It is being implemented as part of the real estate sub-project, which is embedded in the New
Fighter Aircraft (NFA) project and is therefore part of the Air2030 programme.

The Swiss Federal Audit Office (SFAO) conducted an audit at armasuisse and other project participants to de-
termine whether the building and safety requirements had been implemented and to ascertain the project
status. The SFAO was able to verify the consistent implementation of quality and safety requirements in the
project planning. The Federal Department of Defence, Civil Protection and Sport (DDPS) has already announced
additional costs and is working on a supplementary credit. Meeting the deadlines is critical.

Quality and safety requirements incorporated into planning

The quality and safety requirements set by the US partners and the Air Force have been implemented in the
project planning. They have been verified in audits and approved for implementation.

armasuisse is conducting the procurements based on the project planning results. Up to now, the requirements
have —as far as can be verified —been incorporated into the invitations to tender. The procurement documents
revealed occasional deficiencies. For example, some of the specified award criteria were not evaluated. This
must be avoided in future.

The security organisation is well structured. There are clear access rules and control processes in place to pro-
tect sensitive data and information. The security officer is planning further improvements to reinforce these
structures.

Substantial additional costs on the horizon

The cost ceiling of CHF 120 million for the required real estate was set in 2018, but selection of the aircraft did
not take place until 2021. The specific construction requirements were not yet known at the time of the credit
request (2022 Armed Forces dispatch), which meant that the cost estimate was not sufficiently reliable. Each
subsequent phase completion revealed additional costs over and above the original cost ceiling. These were
rejected by the higher authorities without any objective basis. In future, applications for commitment appro-
priations must be made on a sound basis and unavoidable additional costs must be factored in and requested
early on.

The revised cost estimate for the construction project, compiled in March 2025, shows newly forecast costs of
CHF 200 million (CHF 182 million + 10% for cost uncertainty). CHF 14 million of the additional costs are due to
inflation. However, there are still uncertainties surrounding the calculation of inflation that need to be clarified.

The DDPS announced additional costs in June. The supplementary credit application was still pending at the
time of the audit.
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The SFAO identified additional projects worth over CHF 50 million that are related to the project in terms of
content and timing. They are intended to be implemented as separate stand-alone projects and are therefore
not included in the CHF 200 million. According to armasuisse, the obligation to aggregate costs cannot cur-
rently be met, primarily because the projects are not yet at a mature stage. The SFAO is demanding that addi-
tional costs from related projects be transparently disclosed to decision-makers as part of the supplementary
credit application, to ensure transparency regarding the total costs of the preparatory work.

Risk of deadlines not being met

The project has run into delays. Construction work in Payerne started around six months later than planned,
meaning that the earmarked reserves have already been used up. At the Meiringen and Emmen military air-
fields, there is at least one year's delay to the originally scheduled start date.

The project managers underestimated the time required to implement the planning procedures (Sectoral Plan
for the Military and military planning approval procedure). There was inadequate coordination between GS-
DDPS Spatial Planning and Environment and armasuisse Real Estate. The building permits for Emmen and Me-
iringen are not expected to be ready before mid-2026.

Until a supplementary credit is available to finance the additional costs or waiver measures are agreed, the
obligations cannot be fully met. This will also mean a delay to construction work.

Infrastructure completed in accordance with the contracting partners' specifications is a requirement for op-
erating the F-35A. If the infrastructure is not yet fully available at the time of delivery, there may be interim
stationing in Switzerland or the country of manufacture following clarification by armasuisse with the respon-
sible authority. In the SFAQ's view, the impact and likelihood of this scenario still need to be assessed.
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