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The stakes

“In the 80 years since our establishment, the threat has never been this serious.”
Simone Smit, Director-General AIVD, April 2026

Real estate is a critical enabler of readiness, yet it is currently becoming a limiting factor.
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What is Defence Real Estate?

Defence real estate is the physical and licensed infrastructure that enables operational
readiness, including training, maintenance, deployment, and personnel support.

It directly supports personnel, materiel, and training readiness and is therefore a critical
enabler of military capability.

The Dutch Defence real estate portfolio consists of a large and complex network of bases,
training areas, offices, warehouses, airfields, ports, and operational facilities across the

Netherlands.

467 locations - 11.000 Buildings — 6 million m2 - 40 years average building age
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Problem statement & research gap

Rising geopolitical tensions and the deteriorating European security environment require the
Dutch Ministry of Defence to rapidly modernise and expand its real estate portfolio to maintain
operational readiness.

The current portfolio of 11,000 buildings across 468 locations is ageing, fragmented, growing.
Constrained by governance complexity, limited execution capacity, and external regulations
such as nitrogen restrictions and grid congestion.

13 structural and interconnected bottlenecks prevent the Defence real estate chain from
delivering the speed, scalability, and flexibility required for modern military capability
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Problem statement & research gap

CHAPTER 1 > CHAPTER 2
Bottleneck Assessment metrics
#1 Inadequate provision of information throughout the entire
chain
#2 Fragmented governance and unclear responsibilities and
roles
#3 Limited financial control over the real estate portfolio
#4 Lack of predictability for internal and external stakeholders

and late involvement

#5 Inconsistent decision-makin . . . L
8 Support operational readiness & function within the
#6 Unclear prioritisation broader defence organisation structure

#7 Current organisational model is oriented on maintenance and (Van den Eijkel, 2025)

risk management

#8 Poor demand articulation, prioritisation and upfront planning
#9 An overly complex chain that lacks effective chain integration

#10 Insufficiently skilled employees

#11 Absence of information standards

#12 Insufficient external commissioning

#13 Legal and administrative barriers beyond sphere of influence
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‘From bottlenecks to a
viable intervention model’




Research questions & conceptual framing

How can Defence accelerate the modernisation and expansion of its real estate portfolio to
support organisational objectives?
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Research questions & conceptual framing

1. What strategic and operational requirements do the organisational objectives impose on the real estate
portfolio?

2. What is the structure and scale of the Defence real estate supply chain and how effective is it in meeting
these requirements?

3. What theoretical models and concepts can contribute to acceleration?
4. Which interventions identified in RQ3 are most relevant for accelerating the modernisation and
expansion of the real estate portfolio?

5. What acceleration strategies are employed by comparable international organisations, and what lessons
can be derived from these?
6. How can the selected interventions be clustered, designed and validated into an integrated approach to

accelerate modernisation and expansion?
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Methodology

RQ3 & RQ4
Conceptual Design: Translating Customer Requirements into Engineering Specifications

Analysis and
Evaluation Results

RQ6 Final Reports
Design Communication P RQ4

Preliminary Design

RQ5

Detailed Design Chosen Design

Design Details

RQ1 & RQ2 Problem Definition: Problem

Program of Requirements Detailing Requirements statement
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Methodology

Mixed-method

Design-oriented

11

Document analysis

RQ1 & RQ2 Problem Definition:

Detailing Requirements rogram or Requirements

Literature review

RQ3

ol sie] Peske Analysis and Evaluation Results

First round of expert panel validation (n=18)

RQ4

. : Ch Desi
Preliminary Design osen Lesien

International interviews (n=4)

RQ5

Detailed Design Design Details
Second round of expert panel sessions (n=9)

RQ6

. L Final Reports
Design Communication 5
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RQ3

Problem statement identifies three main causes of delays in defence real estate: institutional
constraints, fragmented governance, and a lack of information and capacity. Based on these
findings, in the literature review 23 acceleration interventions were identified.

The results show that acceleration can mainly be achieved through regulatory streamlining,
improved collaboration and governance architecture, integrated project teams, and the use of
digital technologies such as Al and BIM. In addition, strong leadership, parallel processes, and
organisational learning capabilities appear to be crucial for sustainable acceleration.
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CHAPTER1->  CHAPTE

143,13 #1 Regulatory streamlining to reduce complexity and schedule Locatelli et al.
overruns. (2017)
"3 #2 Targeted exceptions to standard procedures for specific projects  Hartley & Belin
3 (2019}
#13 g #3  Minimising the impact of political infiuence Mahalingsm and
H Levitt, (2007)
13 £ g4 Explicit legistative authorisation and public legitimacy for Flyvbjerg (2014)
acceleration measures
3 #5  Algament of interventions with regulatory, normative and Score (2001)

cultural-cognitive institutiona! pillars

44,46 7} #6  Earlyintegration of real estate into broader military planning for  Van Den Eijkel
R increased predictability (2025} Lynch et al.
z (2021)
0,89 i "7 L ‘entire. Locatelli et al.
E: project delivery chain (2014)
# 8 the hinformal  Kiakegg etal
mechanisms (2016}
S, 87 w9 g th th and Eriksson et al.
collaborative depth (201}
7 E #10  Adopting integrated project teams to deliver projects (Shiftto  Almohsen and
5 3 parallel collaboration between RVB and Defence {nat linear]] Ruwanpura, (2016)
2
#12 2 #11 Collaborative governance with long-term investment in dialogue  Ansell & Gash
§ and transparency (2008)
e #12 Shared ibil public and private act & !
(2012}
#a,49 #13 Cooperation through
. ioritize productivity over flexibility (buy existing assets,
{pri flexibiliy
standardize new builds)
] E #14  Balancing ity and Andrews et al
c process and bullding standardisation (2011)
2
o E #15  Long-term contracts for life cycle optimisation and innovation Eriksson et al.
2 incentives (2018}
@
#5 #16  Reduction of fragmented decision-making through enhanced el {2013)
§ coordination between institutions. Use uniform KPls across the
‘5 chain
a8 3 #17  Transparent P delay Tang & Wang
5 and cost overrun (Improve end-user communication) (2017)
'
1 S #18  Digital transformation (), AR/VR, digital twins) based on Akhaimi (2025);
% organisational readiness Wuni (2025)
19 g #19  Platform-based approach to overcoming public sector constraints  Cac et al. (2023)
a {progress, asset condition)
#1 #20  Paralle! information gathering and early start to the design phase  Eriksson et al.
g priof to granting a permit (2019)
#10 & #21 Empowered and dedicated project leadership committed to Barnes and
project successis a critical enabler of acceleration Wearne (1993}
210 %22 Investing in fast staff recruitment and retention of experienced  Assaf and Al-Hejji
project (Establish departments for recruitment, training, and staff (2008}
development)
#1,#10 #23 Developing organisational capabilities and team leaming at Denicol et al.
individual, team and organisational level (Establish departments (2020 Kiskegg et
for information management, communication, research] al.(2016)
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RQ5

Institutional Level

Nitrogen regulation and grid congestion are the most critical external blockers

A significant share of regulatory burden is self-imposed; internal over-regulation and grey
areas offer immediate room for manoeuvre

The current political climate is unusually favourable but likely time-bound

Public legitimacy exists around security but rests on a thin narrative; a broader story around
societal resilience and value creation is largely absent
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RQ5

Governance Level

Governance structures are formally correct but behaviourally absent — role drift and
asymmetry between Defence and RVB cause structural delay

Integrated area teams are the highest-consensus intervention
Capacity shortage is critical but has a long lead time

A market strategy built on standardisation, long-term contracts, and continuous dialogue only
delivers when internal demand is stable and predictable
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RQ5

Process Level

Transparent project information and selective parallel information acquisition offer the greatest
short-term acceleration potential, conditional on portfolio prioritisation being in place

Digital transformation is technically feasible but organisationally blocked by absent cloud
infrastructure, classification policy, and cultural readiness

Recruitment and capability development require early initiation

A KPI-driven Strategic Real Estate Plan is currently missing but functions as the essential
steering framework for all other process interventions
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CHAPTER 1

BN Nr

#3,#13 H1 55 3 H 1 Al #1 and Al #2 are most urgent, as
56 m ooas nitrogen and grid congestion block projects
before governance or process

5 improvements can take effect e
#13 - 43 345 L Il Political involvement is seen as supportive. &
& ppo g
2 2 rather than obstructive 2
#13 o E #0543 M Il Al#d and Al #5 are necassary £
= % R complements: the political window isin
= favour but temparary, and the organisation
3 must use it rather than wait
#2,#9 s W 334 H IV Al#T, & chain-wide governance structure
. v W6 3 32 M with clearly assigned roles, is explicitly
g identified as a prerequisite for Al #5, Al #3
é and the capacity gains anticipated under Al
< i
§
£ ki #0 4 5 5 H ¥ AI#10, integrated area teams, is the only
P € % 143 M intervention to receive unanimous high
. & scores and directly resolves the handover
# & 3 #8 445 H losses and context fragmentation that o
#5, 47 2 § ¥ 4 35 H generate structural delay across the £
K1 g portfolio &
4 H
#12 K ) 13 43 L VI AIFIL must precede Al #13; Al F1Sand Al &
4,80 B Mo Oms 521 are effective when Al #6 and Al #0
5 have created stable portiolic priaritisation
#3 i 42 2 13 L and decentralised mandates.
#3 £ HS 3 45 M
£ = 4 3 4 3 H Wil AI#14 is at the top of the priority list,
g despite its low feasibility score, because
g the capacity gap it addresses is nat
2 incidental but crucial
1,43 2 My 4 s 4 H Vil Al#17 and Al #19 are the most
e 2 M 564 0 immediately deployable interventions with
3 the highest short-term acceleration
= potential, provided the governance.
g conditions far portfolio pricritization are in
5 place.
#11 g ] M8 444 M X Defence-specific condition: classificatian
" € 3 #0 5 5 5 W policy for real estate information Is.an B
a & institutional prerequisite without which the &
& scalability of digital instruments remains =
structurally blocked,
#10 #22 2 4 3 M X Al#22 and Al #23 carry lower strategic
P m oo oA o pricrity but require eariy initistion given
their long lead times.
1,110 w3 233 L
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RQ6

Institutional Level

Energy autonomy via microgrids reduces operational dependence on grid rather than resolving
the network problem

Project-specific exemption (for example monumental buildings) accelerate delivery while
preserving democratic accountability

Legislative mandates and EU instruments (e.g. Article 346 TFEU) provide opportunities for
accelerated procurement.

Acceleration requires both political legitimacy and societal support to remain sustainable.
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RQ6

Governance Level

Hybrid agency models increase speed but can create financial-political tensions

Central coordination combined with decentralised mandates prevents fragmentation and
delays.

Mandatory government-wide project standard eliminates repeated structural redesign

Integrated project teams and co-located decision-makers reduce coordination loops and
bottlenecks.
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RQ6

Process & Capacity Level

Reliable project data requires decades of cumulative investment; data maturity is a long-term
prerequisite

Parallel processing enables design and engineering to start before all permits are completed.

Workforce growth, recruitment, retention, and security clearances are critical acceleration
factors.

Regional knowledge-sharing and competency development improve long-term organisational
resilience.
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Design and validation

Defence real estate modernisation is blocked by three simultaneous constraints: institutional
barriers such as nitrogen regulation and grid congestion, governance gaps, and structural
capacity shortfalls.

The Acceleration Model links targeted interventions across institutional, governance and
process levels, with conditionality relations that govern their implementation sequence.

Progress requires not new structures, but enforced governance, integrated area teams, and an
immediate formal commitment from Defence to RVB on expected workload.
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The Final Model
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Key Sequence

Unlocking conditions . Governance foundations - Process outcomes + long-lead investments

! Al#9 ! * Al#19 + Al#21
Mandate Paralell acq. + Leardership

Al#22 - AI#23 - Al#14 T
LP#30-34 - NO SE FI DK DE
Results 3yr+ - Start now

A1l Alf#t13
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Discussion & Interpretation

This research demonstrates that delays in Defence real estate are primarily caused by
institutional constraints, fragmented governance, and limited execution capacity, and that
acceleration requires an integrated approach across all three levels. The resulting Defence
Real Estate Acceleration Model shows that sustainable acceleration depends not only on

structural reforms, but also on behavioural change, organisational legitimacy, and the parallel
implementation of interventions.
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Limitations

This research contributes an evidence-based acceleration model that helps the Dutch MoD
prioritise and sequence interventions across institutional, governance, and process levels to
improve defence real estate delivery. The findings show that successful acceleration depends
on simultaneous implementation, international best practices adapted to the Dutch context,
and a careful balance between speed, quality, and democratic legitimacy.
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Recommendations

Future research should focus on empirically testing the Defence Real Estate Acceleration
Model through longitudinal implementation studies and further investigation of key bottlenecks
such as nitrogen regulation, grid congestion, governance structures, and digital
transformation.

Comparative and interdisciplinary research across NATO member states could strengthen both
the practical application of the model and the broader scientific understanding of military real
estate management under conditions of operational urgency.
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Conclusion

Political will and increased funding alone are insufficient to accelerate Defence real estate
modernisation and expansion without structural solutions to nitrogen restrictions, grid
congestion, governance architecture, and execution capacity.

The ‘Defence Real Estate Acceleration Model’ provides an integrated framework to overcome
these bottlenecks and sustainably strengthen Defence operational readiness.
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