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Executive Summary 

 

The Global Context: The global defence sector is undergoing a structural transformation driven by geopolitical 
competition, rapid technological diffusion, and operational learning from the conflict in Ukraine. Traditional, 
long-cycle, platform-centric procurement models are being challenged by software-defined systems, modular 
architectures, and iterative innovation cycles measured in weeks rather than years. 

The Core Argument: Adaptive Velocity: Through a comparative analysis of the evolving defence ecosystems 
across Europe, Ukraine, the United States, China, Russia, and India, this paper argues that contemporary 
military advantage is no longer defined by top-line expenditure levels or platform superiority/quantity. 
Instead, the defining competitive variable is adaptive velocity: the institutional ability to integrate data, iterate 
systems, and operationalise innovation faster than adversaries within resilient institutional architectures. 

The European Challenge: The analysis examines major multinational programmes. It concludes that 
Europe's primary strategic hurdle is not technological inferiority, but rather Institutional fragmentation and 
procurement inertia, and a systemic inability to compete in environments defined by rapid operational feedback 
loops. 

Strategic Risk & Recommendation: Current policy debates risk repeating a pattern observed during the 
COVID-19 pandemic, where complex systemic challenges were reduced to simplistic, urgency-driven 
prescriptions. The intense pressure to "accelerate spending" and "respond immediately" may overshadow the 
need for sustainable capability development. 

Conclusion: Effective defence transformation requires carefully balancing short-term responsiveness 
(adaptive velocity) with long-term sustainability (strategic resilience). 

 

 

1 Gustavo Scotti di Uccio, Ph.D., was an executive in the Finmeccanica/Leonardo group for over 30 years, working in the fields of defence, security, 

and critical infrastructures. For the past 15 years, he has been the President and General Manager of AOS (Atlantic Organization for Security), AOS 
is an independent company registered in Belgium since 2012. It delivers technical, engineering, operational and management support for defence and 

security sector at national, European & transatlantic levels. In systems engineering & programme management for the development of complex & 

innovative projects. In last 5 years, AOS has carried out more than 80 NATO studies and EU projects in interoperability, emerging technologies, air 

defence, energy management, UAVs, & dual-use solutions. AOS team consists of senior managers & engineers from Belgium, the Cz. Rep., France, 

Germany, Italy, Luxembourg, Portugal & Spain with extensive experience in defence industries, Ministries of Defence, and EU institutions 
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1 A SYSTEM UNDER PRESSURE 

 

1.1 NAVIGATING THE CRISIS-REACTIVE TRAP 

During the COVID-19 pandemic, public discourse on public health 
policy was characterized by an unprecedented surge of both 
expert and non-expert commentary on highly complex 
epidemiological and economic decisions2. The sheer urgency 
of the crisis generated a powerful cognitive bias toward immediate, 
highly visible solutions.  

However, this short-term focus often came at the expense of vital 
long-term considerations, such as institutional resilience, supply 
chain robustness, and systemic adaptability. 

Today, a structurally identical pattern is playing out in defence 
policy.  

Driven by the war in Ukraine and compounding geopolitical 
instability, the prevailing policy discourse has rapidly converged 

towards a narrow set of immediate prescriptions: 

• A rapid surge in top-line defence expenditure. 

• An intense prioritization of near-term combat readiness. 

• The aggressive acceleration of existing procurement cycles without the benefit of systemic redesign. 

To be sure, contemporary conflicts have served as a brutal, real-time stress test of global defence systems. 
They have vividly demonstrated that innovation cycles can shrink from years to mere weeks, that software now 
drives lethality as fundamentally as hardware, and that instantaneous battlefield feedback loops define 
competitive advantage. This paradigm shift was a central theme at the AMROP 2026 Defence Leadership 
Forum, where senior executives from industry and investment highlighted a critical evolution: the definitive 
transition from platform-centric warfare to data-centric, software-defined defence ecosystems.  

Yet, while these rapid-fire reactions are politically understandable, they risk locking policymakers into a crisis-
reactive equilibrium, a state where immediate urgency becomes a poor substitute for enduring strategy. 

 

2 See broadly on crisis cognition and policy response bias during COVID-19: D. Kahneman, Thinking, Fast and Slow (London: Penguin, 2011) 
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True and effective defence transformation cannot be achieved by simply running faster on an outdated track. 
Instead, it demands solving a dual optimization problem: harmonizing adaptive velocity (short-term 
responsiveness) with structural resilience (long-term sustainability). 

2 THE GLOBAL CONTEXT: SIX DIVERGENT MODELS OF TRANSFORMATION 

The global defence landscape is not moving in a single direction. Each major power responds to modern 
technology and conflict according to its own systems and culture. Looking closely at these six specific models 
helps us understand how different countries balance speed and long-term strength. 

2.1 UNITED STATES: ECOSYSTEM DOMINANCE 

The United States maintains its leading position in defence innovation by connecting Silicon Valley technology, 
private venture capital, and clear programmatic signals from the Department of War.  

This model is characterized by agility and capital scalability. A core component of this strategy is the Pentagon’s 
Replicator programme3, which focuses on manufacturing and deploying vast quantities of autonomous 
systems within compressed timelines. Crucially, non-traditional, software-first defence firms, such as Palantir, 
Anduril, SpaceX, and Shield AI, are increasingly working alongside or disrupting traditional defence 
contractors, cementing a permanent shift from heavy hardware procurement toward software ecosystems and 
data integration.  

2.2 CHINA: SYSTEMIC CIVIL-MILITARY FUSION 

China’s transformation model is fully shaped by its Military-Civil Fusion strategy. This approach creates a 
strong link between civilian commercial technology and the military sector4. This allows for the rapid adaptation 
of dual-use advancements in artificial intelligence, advanced telecommunications, and robotics for military 
application. The primary advantage of this model is its massive industrial scale and centralized control, 
enabling the state to focus concentrated resources on specific strategic goals.  

On the other hand, the main problem with the Chinese system is its lack of freedom. Because everything is 
controlled from the top, it is harder for small startups to create natural innovation from the bottom up compared 
to Western countries.  

2.3 RUSSIA: INDUSTRIAL MOBILISATION UNDER CONSTRAINT 

Russia has created a model that shows a surprising ability to adapt and survive under severe international 
sanctions by shifting toward a state-directed mobilization economy. Moscow has effectively increased the mass 
production of low-tech ammunition, expanded drone integration on the battlefield, and established alternative 
supply chains to bypass trade restrictions. 

However, this system still faces serious structural challenges, including a heavy reliance on foreign technology 
smuggling, a lack of domestic advanced microchip fabrication capabilities, and a weak organic innovation 

 

3 Department of War designation, Executive Order 14347 dated September 5, 2025. Replicator's first line of effort ("Replicator 1") is to 

field all-domain, attritable autonomous (ADA2) systems. Attritable systems are comparatively low-cost systems with which 
DOD tolerates a greater degree of risk of system loss. In a September 27, 2024, memo, then-Secretary of Defense Lloyd Austin 

announced that Replicator's second line of effort ("Replicator 2") is to focus on countering small uncrewed aerial systems (C-sUAS).  

4 Every year, the Pentagon publishes its mandatory report to Congress entitled "Military and Security Developments Involving the People's Republic 

of China" (often referred to as the China Military Power Report). This annual assessment includes an entire dedicated chapter analyzing the progress 
of MCF, detailing how China leverages the acquisition of foreign dual-use technologies (both civilian and military) for defense purposes. Reference: 

U.S. Department of Defense - Annual Report to Congress: Military and Security Developments Involving the People's Republic of China 

(https://www.google.com/search?q=https://www.defense.gov/News/Publications/). 

https://www.federalregister.gov/documents/2025/09/10/2025-17508/restoring-the-united-states-department-of-war
https://www.defense.gov/News/News-Stories/Article/Article/3657609/defense-innovation-official-says-replicator-initiative-remains-on-track/
https://media.defense.gov/2024/Sep/30/2003555473/-1/-1/0/REPLICATOR-2-MEMO-SD-SIGNED.PDF
https://www.google.com/search?q=https://www.defense.gov/News/Publications/
https://www.google.com/search?q=https://www.defense.gov/News/Publications/
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ecosystem5. In the end, the Russian model is designed for industrial mobilisation and keeping high numbers 
of troops and weapons on the battlefield, choosing industrial mass over high-tech acceleration.  

2.4 INDIA: EMERGING DEFENCE INDUSTRIAL POWER 

India is expanding its defence industrial base through the state-directed Atmanirbhar Bharat (Self-Reliant India) 
initiative. This growth is propelled by an immense engineering talent pool, expanding domestic procurement 
budgets, and deepening strategic partnerships with international allies including the United States, the 
European Union, and Israel6. 

Thanks to these factors, the Indian model offers strong engineering skills and a large industrial base that is 
becoming part of Western supply chains. India is emerging as a robust competitor in aerospace, missile 
systems, and defence-specific software architectures.  

2.5 THE SWEDISH PARADIGM 

Sweden stands out as a highly positive example of flexibility and institutional capability. The evolution of 
Sweden's defence procurement strategy and its industrial partnerships has transformed radically following its 
full accession to NATO. The kingdom is pivoting away from a historically sequential procurement process 
toward rapid capacity growth, "dual planning horizons" (balancing short-term wartime readiness with long-term 
technological expansion), and integrated allied supply chain.7 

By maintaining a streamlined procurement architecture, fostering deep public-private trust, and intentionally 
designing platforms for rapid, modular software upgrades, Sweden successfully achieves high-tier adaptive 
velocity without compromising strategic resilience. 

2.6 UKRAINE: WARTIME INNOVATION ECOSYSTEM 

Ukraine represents a unique model of rapid innovation driven entirely by operational necessity and existential 
pressure. This defence ecosystem bypasses traditional bureaucratic acquisition processes to iterate on 
technology in weeks rather than years.8  

The core of the Ukrainian model is a direct, flat feedback loop connecting frontline operators with software and 
hardware developers, supported by a decentralized network of tech startups and volunteer engineers. The 
continuous refinement of First-Person View (FPV) drones and uncrewed surface vessels, such as the Magura 
V5, to counter evolving electronic warfare environments demonstrates that active combat is a powerful 
accelerator for technological innovation.  

 

 

 

 

5 The UK MoD releases near-daily updates and structural overviews via its Defence Intelligence network, tracking the reorganization of state-owned 

enterprises (such as Rostec) and the transition of civilian production lines to manufacture ammunition and drones. Reference: UK Ministry of Defence 

Guidance and Reports 

6 CSIS (Center for Strategic and International Studies) continuously monitors India’s economic and military reforms. Their reports highlight how the 

surge in defence spending combined with the push for industrial self-reliance (Make in India) is reshaping global markets and driving innovative 

partnership agreements between foreign defence contractors and private Indian firms. Reference Website: CSIS Analysis on India's Military 

Modernization 

7 Interim Report SV-AR Part II – "Defense Industry and Equipment": This core policy and planning assessment outlines Sweden’s shift to a 12-year 

Investment Plan (IP) alongside an Alternate Production Plan (APP). The strategy explicitly implements a "boundary value analysis" to accelerate the 

mass acquisition of materiel, manage supply chain security, and balance the bureaucratic risk of skipping standard procurement rules against battlefield 

readiness deadlines. Reference: The Royal Swedish Academy of War Sciences (KKRVA) 

8 The country has grown from roughly seven drone manufacturers before 2022 to around 500 domestic entities. It is on track to produce roughly 4.5 
million FPV drones in 2026 (with an installed annual capacity of up to 10 million). Key fast-iterating producers include Wild Hornets (famed for FPV 

strike and interceptor drones), Vyriy (known for its Molfar FPV platforms), and Terminal Autonomy (producers of mass-scale quadcopters and the AQ-

400 Scythe). 

https://www.gov.uk/government/organisations/ministry-of-defence
https://www.gov.uk/government/organisations/ministry-of-defence
https://www.csis.org/analysis/indias-military-modernization
https://www.csis.org/analysis/indias-military-modernization
https://en.kkrva.se/forsvarsindustri-och-materiel/
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3 EUROPE: A SYSTEMIC PARADOX 

Europe occupies a contradictory position 
characterized by world-class industrial capability 
alongside profound institutional fragmentation. While it 
possesses premier defence prime contractors such as 
Airbus, Thales, Leonardo, Rheinmetall, and Saab, its 
primary bottleneck is not technological inferiority, but 
rather procurement frameworks weighed down by 
multi-layered bureaucracy and divided national 
leadership. 

3.1 COLLABORATIVE FRICTION: BUREAUCRACY AND 

PROGRAMMATIC INERTIA 

The clearest evidence of these structural impediments 
appears in multinational programs governed by rigid, 
workshare-driven bureaucratic structures. When 
multiple nations impose divergent national 

requirements, project timelines expand, costs escalate, and strategic cohesion fractures.  

• Future Combat Air System (FCAS): Intended as a landmark collaboration between France, 
Germany, and Spain to develop a next-generation fighter jet, uncrewed loyal wingmen, and a shared 
combat cloud ecosystem, FCAS has faced severe headwinds.  After nearly a decade of political and 
industrial arguments over who manages the project and who owns the technology, mostly between 
Dassault Aviation and Airbus, the program is now completely paralyzed. Recent reports show that 
FCAS is on the brink of a total collapse, and an official announcement to end the project is much more 
likely than a restart. Because of this deadlock, Germany is already evaluating alternative exit and 
contingency strategies, including potential alignments with competing consortia.  

• Eurodrone: Initiated in May 2015 by Germany, France, and Italy (and later joined by Spain), 
Eurodrone exemplifies the vulnerabilities of design-by-committee procurement. Over six years of 
debates surrounding operational requirements, such as Germany’s insistence on a heavy, twin-engine 
configuration for domestic airspace compliance, delayed the formal contract signature until February 
2022. 

With the first flight delayed to 2027 and service entry projected for the late decade, the program’s 15-

year development cycle risks delivering a platform that is structurally over-engineered, financially 

prohibitive, and uncompetitive in the global export market.. 

• Main Ground Combat System (MGCS): Launched in the mid-2010s to build a new European battle 
tank to replace German Leopard and French Leclerc battle tanks, the project has faced constant 
delays because of industrial protectionism and arguments over which country gets to build the main 
parts. Instead of achieving a unified, high-volume European production line, participating nations 
frequently default to national mid-life upgrades, perpetuating market fragmentation 

• Air and Missile Defence: Even though European consortia can build top-tier technology, updating 
these systems takes decades due to separate national tests, fragmented budgets, and diverging 
conceptual solutions among the various potential consortia9 While theater operations in Ukraine 
demonstrate the necessity of altering missile and sensor software within weeks to counter electronic 
warfare, European programs remain tethered to multi-year bureaucratic update cycles. 

 

  

 

9 See “The Battle of the “Domes” Ref https://www.aofs.org/2026/03/20/the-battle-of-the-domes/ 
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3.2 FRAMEWORKS FOR SUCCESS: FLEXIBILITY, INTEGRATION, AND INDUSTRIAL ALLIANCES 

Conversely, when European nations adopt streamlined management structures, flat decision architectures, or 
commercial partnerships, they deliver highly efficient capabilities within viable timeframes. 

• The rMCM (Replacement Mine Counter Measures) Program: This naval cooperation between 
Belgium, the Netherlands, and France demonstrates the efficacy of a unified procurement authority. 
Initiated in 2016, a €2 billion contract was awarded in 2019 to Belgium Naval & Robotics. The 
governance model was strictly divided: Belgium led the procurement of the mission systems and 
uncrewed toolboxes, while the Netherlands managed the vessel platform architecture. France 
integrated into this established structure in September 2023. Thanks to this fast decision-making 
structure, the first Belgian ship entered service in November 2025, and the first Dutch ship followed 
immediately in February 2026. The entire rMCM program successfully completed its journey from the 
first idea to active service in just 9 years, delivering a modern fleet of 12 ships using advanced 
underwater and surface drones.This builds on the historic legacy of the historic Tripartite minehunter 
program between France, Belgium, and the Netherlands. That project began with a preliminary 
agreement in 1973 and a formal contract in 1975. The three nations shared the work perfectly: France 
built the sonar systems, the Netherlands made the main engines, and Belgium provided the hunting 
propulsion and electrical power. Construction on the first ship, the French Éridan, started at the end of 
1977, and it entered service in April 1984. Taking about 11 years from conception to active duty, this 
program successfully delivered 35 standard ships and proved that European nations can achieve great 
things together when they share a unified design. 

• Horizon-Class Anti-Air Frigates: For larger surface warships, the Horizon-class anti-air frigates show 
how flexible two-country cooperation can save a project. It started in 1992 as a big project between 
France, Italy, and the UK., but the program faced paralysis due to UK fundamentally incompatible 
requirements regarding hull size and radar suites. France and Italy rapidly restructured the initiative 
into a bilateral joint venture, signing a contract for four hulls in September 2000. Construction began 
in 2002, and the first Italian ship, the Andrea Doria, entered active service in December 2007. Despite 
the massive crisis and the loss of the UK, the switch to a two-country team allowed France and Italy 
to complete the project in just 7 years, creating a world-class radar and missile shield. 

• Commercial Industrial Alliances (Leonardo & Rheinmetall): In the land domain, private industry is 
actively bypassing slow government frameworks. Rather than waiting for the protracted MGCS 
timeline, Leonardo and Rheinmetall formed a dynamic, agile joint venture to develop a new European 
Main Battle Tank and armoured infantry fighting vehicle. By combining Rheinmetall’s advanced 
weaponry with Leonardo’s electronic suites and localized manufacturing, this commercial alliance 
bypasses traditional state-level committee delays bringing an operational platform to market on an 
accelerated timeline.  

• Global Combat Air Programme (GCAP): In the air domain, the trilateral partnership between the UK, 
Italy, and Japan is utilizing advanced digital engineering and a flat management structure with fewer 
bureaucratic layers. This approach is enabling rapid design iteration, setting a new benchmark for 
modern international defence consortia.  

3.3 EUROPEAN DEFENCE STARTUPS: THE EMERGENCE OF A DUAL-USE LAYER 

Complementing traditional defence primes, a new generation of European technology companies is 
expanding, shifting the centre of gravity from heavy hardware platforms to software-defined systems. These 
entities focus primarily on artificial intelligence (AI), rapid software iteration, and commercial dual-use 
technologies.  

• Helsing: Specialises in AI-driven battlefield data processing to optimise command-and-control loops 
and accelerate decision-making velocity.  

• Quantum Systems: Manufactures autonomous reconnaissance uncrewed aerial vehicles (UAVs) 
embedded with advanced data analytics, currently deployed and iterating within active combat zones.  

• ARX Robotics: Develops modular, uncrewed ground vehicles (UGVs) designed for autonomous 
scouting, logistics deployment, and training simulations.  
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3.3.1 CAPITAL INJECTION AND THE PIVOTAL ROLE OF EDF 2025 

To institutionalise this agility, the European Defence Fund (EDF) has significantly accelerated its support for 
the startup ecosystem and Small and Medium-sized Enterprises (SMEs), aligning them with the mobility and 
readiness benchmarks of the Defence Readiness Roadmap 2030. Through the extraordinary funding 
allocation of the EDF calls, the European Commission is investing €1.07 billion across 57 collaborative 
projects. 10 

This investment cycle is programmatically split into two strategic pillars:  

• €675 million allocated to 32 collaborative capability development initiatives.  

• €332 million designated for 25 collaborative defence research projects addressing emerging and 
future threats.  

The impact of startups and agile industrial players is substantial: SMEs represent over 38% of all selected 
entities (encompassing 634 unique legal entities across 26 EU Member States, Norway, and Ukraine), 
absorbing more than 21% of the total funding.  

Furthermore, to attract non-traditional talent from outside the classic defence sector, projects focused on the 
mass production of affordable drone munitions will launch dedicated ‘sub-calls’. These allow smaller startups 
to secure rapid funding of up to €60,000 each to integrate novel innovations.  

3.3.2 FLAGSHIP PROJECTS AND DUAL-USE SYNERGIES 

More than 15 projects are explicitly tied to the EU’s readiness pillars in 2026, combining battlefield superiority 
with profound technological spillover effects (dual-use applications) for civilian industries such as aerospace, 
cybersecurity, and green energy:  

1. Drone Defence Initiative (Project AETHER): Aims to design and demonstrate a next-generation 
European unmanned aerial system (UAS), focusing on endurance, stealth, advanced propulsion, and 
thermal management.  

2. Eastern Flank Watch (Project FAMOUS3): Engineered to maximise standardisation, interoperability, 
and commonality across European armoured vehicles, thereby reducing life-cycle costs on the eastern 
frontier.  

3. European Space Shield (Project SPIDER2): Focused on the development of affordable, multi-
mission satellite constellations dedicated to space-based intelligence, surveillance, and 
reconnaissance.  

These initiatives are complemented by cross-cutting programmes such as project A.W.A.R.E. (Advanced 
Warfare Analysis and Visualization Environment), which rejects rigid, monolithic software designs in favour of 
a modular, microservice-based architecture. 

Furthermore, major European defence contractors, such as Leonardo, are actively collaborating at this level—
leveraging EDF results to deploy autonomous systems (Project ASIMOV) and AI-driven communication 
solutions (Project ANEMOS), enabling systems to adapt in months rather than decades.  

 

 

 

10 Commission to invest €1.07 billion for European Readiness Flagships: Ref https://defence-industry-space.ec.europa.eu/commission-invest-eu107-

billion-57-defence-projects-supporting-european-readiness-flagships-2026-04-15_en 
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3.4 TWO PROCUREMENT PARADIGMS: EUROPE VS UKRAINE  

As visualized in the Two Procurement 
Paradigms chart, the global strategic 
landscape has fractured into two distinct 
operational philosophies:  

3.4.1 EUROPE: PROCUREMENT-BY-DESIGN 

The European model relies on ex-ante 
requirement definitions, multi-layer 
bureaucratic approvals, and comprehensive 
risk minimization.  

While this ensures high safety standards, 
systemic reliability, and strict regulatory 
compliance, it results in long-cycle acquisitions that are fundamentally decoupled from real-time operational 
feedback loops.  

3.4.2 UKRAINE: PROCUREMENT-BY-

COMBAT FEEDBACK 

Operating under existential imperatives, the 
Ukrainian model functions via real-time 
operational feedback, rapid prototyping, and 
direct user-to-developer integration. This 
iterative approach prioritizes immediate 
battlefield effectiveness over rigid, preplanned 
specifications, allowing systems to evolve 
continuously in response to adversary 
countermeasures.  

4 STRATEGIC RISK: CRISIS-DRIVEN 

POLICY MAKING 

The preeminent strategic risk in contemporary defence policy is the prevalence of crisis-driven decision-
making. When leaders react reflexively to geopolitical shocks, they frequently inject substantial capital into the 
existing defence industrial base without addressing the underlying institutional pathologies. Instead of fixing 
things properly, they prefer to choose highly visible, short-term actions that look good on the news, which, 
unfortunately, leads to a serious underinvestment in changing our institutions, mirroring the policy distortions 
observed during the COVID-19 pandemic. 

4.1 MISSING THE SPEED: THE STRUCTURE GAP 

Europe's prolonged procurement cycle contrasts sharply with the compressed, threat-driven iteration cycles of 
its peers. The updated global structural gap evaluation highlights Sweden's position as a positive European 
anomaly: this friction point is evaluated below:  

 

Dimension 
Europe 

(General) 

Sweden (the 

exception) 

United 

States 
Ukraine China India Russia 

Innovation 

Cycle 

Decadal / 

Long-cycle  

Rapid / 
Continuous 
Updates 

Rapid 

(Months)  

Continuous 

(Weeks)  

Fast 

(Industrial)  
Medium-term  

Fast Mass / 

Slow Tech  
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Decision 

Architecture 

Multi-layered 

/ Fragmented  

Flat / 
Integrated 
(FMV-Saab) 

Ecosystem 

Fluidity  

Flat / 

Operational  

Centralized 

/ Top-down  

Expanding 

Domestic  

Centralized 

Mobilization  

Procurement 

Paradigm 

Pre-defined / 

Risk-averse  

Modular / 
Software-
First 

Venture & 
Software-
led  

Combat 
Feedback / 
Iterative  

Civil-Military 

Fusion  

Self-reliance 

(Atmanirbhar)  

Industrial 
Under 
Sanctions  

Adaptability 
Capacity 

Moderate / 
Inertial  

Extremely 
High 
Flexibility 

High 
(Capital 
Scale)  

Extremely 
High  

Moderate 
(Low 
Bottom-up)  

Growing 
Engineering 
Depth  

High Mass 
Resilience  

 

4.2 THE VULNERABILITY OF FAST BUT FRAGILE CHOICES 

If European policymakers accelerate funding without corresponding structural reform, they will create a 
defence ecosystem characterized by increased spending without a proportional gain in actual capability. 
Rushing capital to buy legacy platforms simply to meet urgent readiness targets locks in outdated technological 
baselines. The result is a high-expenditure, low-adaptability system that is fast but fragile, rather than an 
enduring, resilient defence ecosystem.  

The biggest strategic risk right now is that 
European politicians might react too quickly to 
bad news without changing the underlying 
system. This means countries might spend a lot 
of money very quickly on old types of weapons 
just to look fast, instead of changing the way they 
buy technology. This mistake mirrors what 
happened during the COVID-19 pandemic, 
when leaders chose fast, visible solutions 
instead of fixing long-term supply chains and 
institutional problems.  

If Europe just spends money without reform, it will create a high-expense system that is fast but fragile, rather 
than a truly adaptive defence ecosystem.  

5 ADAPTIVE VELOCITY: THE NEW AGE 

The main lesson of this study is that a modern defence system needs a perfect balance between two important 
things. The first is adaptive velocity, which is the speed of updating technology and learning from the front line. 
The second is strategic resilience, which is the long-term power to keep operations going, protect supply 
chains, and fund new ideas over time. 

Modern conflict demonstrates that platform superiority or raw financial expenditure no longer guarantees 
strategic advantage. 

5.1 FRAMEWORKS FOR SUCCESS: FLEXIBILITY, INTEGRATION, AND THE SWEDISH MODEL 

Conversely, when European nations adopt streamlined management structures, flat decision architectures, or 
high-trust institutional cultures, they deliver highly efficient capabilities within viable timeframes.  

While bilateral alliances like the Leonardo & Rheinmetall joint venture or the rMCM Program 
(Belgium/Netherlands/France) prove that streamlined frameworks work, Sweden provides the ultimate 
national blueprint for flexibility and capability 
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THE SWEDISH ACQUISITION PARADIGM 

Institutional Feature Strategic Impact 

• Small, Flat Procurement Agency (FMV) + 
Integrated Military 

Minimizes multi-layer bureaucratic friction; slashes 
decision cycles from decades to months. 

• "Software-First, Hardware-Later" Architecture 
(e.g., Gripen-E) 

Platforms designed with decoupled flight-critical and 
mission system code for immediate threat-updates. 

• Tripartite Trust Circle (State - Military - Saab) Enables rapid prototyping and agile commercial tech 
absorption. 

 

Sweden's unique approach demonstrates three core pillars of positive flexibility: 

1. Decoupled Software/Hardware Architectures: Unlike legacy European platforms that require multi-
year certification pipelines for basic modifications, Sweden's aviation and naval systems are 
architected to separate flight/hull safety code from mission software. This allows mission apps, 
electronic warfare suites, and sensor algorithms to be updated in days based on threat-speed 
feedback. 

2. Agile Procurement via FMV: The Swedish Defence Materiel Administration (FMV) operates with a 
flat management structure, a sharp contrast to the multi-layered committees seen in broader Europe. 
This agility enables Sweden to act as a fast adopter of dual-use technologies.  

3. Industrial Alliances and Global Scalability: Through its trilateral positioning within the Global 
Combat Air Programme (GCAP) alongside the UK, Italy, and Japan, Sweden utilizes digital 
engineering to bypass traditional collaborative friction, creating a benchmark for modern international 
defence consortia.  

Instead, the most important factor today is adaptive velocity: the capability to integrate disparate data streams, 
iterate software architectures, ingest operational feedback, and seamlessly bridge tech startups with traditional 
industrial scale faster than the adversary.  

5.2 BALANCING ITERATION SPEED WITH SYSTEMIC DEPTH 

As illuminated by the From Speed to Adaptive Velocity and Resilience infinity framework, a modern defence 
ecosystem must execute a dual optimization strategy:  

• Adaptive Velocity: Encompasses the speed of software iteration, rapid deployment frameworks, 
direct user-developer feedback integration, and operational agility.  

• Strategic Resilience: Encompasses the capacity to sustain long-term operations, ensure supply 
chain depth, maintain industrial mass, and secure continuous, non-crisis funding for foundational 
research.  

Prioritizing velocity at the expense of resilience yields a fragile system that collapses during protracted, high-
intensity industrial warfare. Conversely, prioritizing resilience without velocity results in technological 
obsolescence.  

If you only focus on one, you create a dangerous imbalance. For example, if you have speed without resilience, 
your system becomes fragile and breaks under pressure. But if you have resilience without speed, your 
technology becomes old and useless very quickly.  

The biggest danger right now is creating a high-expenditure, low-adaptability system. This means spending 
billions of euros without getting any real advantages, because the procurement system remains fragmented 
and inefficient. The true goal should not be to throw money away faster, but to learn and adapt much better as 
time goes on.  

5.3 BEYOND THE CRISIS CYCLE  

To transcend the crisis-reactive loop, European defence planners should implement the following structural 
reforms:  
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• Implement Dual-Speed Procurement Architectures: Formally divide defence acquisition into two 
distinct operational pipelines: 

o Track 1 (Software-Defined & Attritable Systems): An agile, highly compressed pipeline for 
software, electronic warfare modifications, and uncrewed systems. Procurement here must 
operate on cycles of weeks or months, utilizing commercial software-development standards 
and rolling battlefield feedback.  

o Track 2 (Strategic Platforms & 
Capital Assets): Reserved for 
major platform development (e.g., 
next-generation submarines or 
clean-sheet fighter airframes) 
where structural resilience, long-
term safety guarantees, and deep 
industrial supply chain auditing are 
non-negotiable.  

• Institutionalize Operational Learning 
Loops: Rather than attempting to copy 
wartime conditions, European 
procurement authorities must 
institutionalize Ukraine’s rapid feedback 
mechanisms. This requires embedding 
software engineers directly within 
operational commands and establishing 
pre-vetted digital sandboxes to deploy 
iterative updates safely.  

• Mitigate Compression Bias: 
Policymakers must resist the political 
temptation to oversimplify highly complex 
structural challenges into visible, short-
term spending targets. Budgets must be 
rebalanced away from pure platform 
acquisition toward invisible but critical 
digital infrastructure, including secure 
cloud computing, unified data standards, 
and sovereign AI-driven decision 
architectures.  

6 CONCLUSIONS 

The global defence landscape is undergoing a profound shift, moving away from old-fashioned, platform-
centric warfare and transitioning into a fast-paced era of ecosystem-centric competition driven by software-
defined architectures.  

In this newly accelerated environment, a central and pressing danger is our tendency to fall into a crisis-
reactive trap. 

When immediate panic dictates long-term strategy, it triggers a knee-jerk overreaction to geopolitical urgency.  

This flawed approach rushes massive financial expenditure into the system without implementing any of the 
structural reforms needed to make it work, choosing highly visible, short-term actions over true institutional 
transformation. This exact phenomenon mirrors the behavioural distortions witnessed during the COVID-19 
pandemic, proving that raw acceleration and frantic spending alone do not equal a sustainable strategy.  

For Europe, the primary challenge is not a lack of technological capability or inferiority. Instead, the real hurdle 
is institutional adaptation and a critical misalignment with the speed of modern warfare. The temptation to 
handle geopolitical crises by simply throwing money at them risks producing a defence system that is fast but 
incredibly fragile. If Europe wants to convert its world-class industrial excellence into a definitive strategic 
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advantage, it must successfully integrate startup agility, dual-use innovation ecosystems, deep procurement 
reform, and AI-driven decision architectures.  

The temptation to respond to geopolitical crises through accelerated spending alone risks producing a “fast 
but fragile” defence system.  

Sustainable advantage will instead depend on the ability to combine adaptive velocity with long-term strategic 
resilience. 

As synthesized in the final framework (The Strategic Dilemma), sustainable advantage depends on Europe's 
capacity to integrate startup agility and dual-use innovation ecosystems into a deeply reformed, collaborative 
procurement architecture. True strategic maturity requires decision-makers to maintain clarity under pressure, 
balance near-term readiness with long-term resilience, and build defence institutions capable of continuous, 
self-directed adaptation.  
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