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The stakes

28 mei 2026

"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?
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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
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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
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‘From bottlenecks to a 
viable intervention model’
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Research questions & conceptual framing 
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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 
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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

‘To identify accelerate 
interventions for the 
modernisation and 
expansion of the Defence 
real estate portfolio ’
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Methodology
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Methodology
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Mixed-method

Design-oriented
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‘Data collection and 
findings’
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RQ3

28 mei 2026

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 AI and BIM. In addition, strong leadership, parallel processes, and 

organisational learning capabilities appear to be crucial for sustainable acceleration.
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RQ3
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RQ5
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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
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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
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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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RQ5
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RQ6

28 mei 2026

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
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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
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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.

Program of 
Requirements

Analysis and 
Evaluation Results

Chosen 
Design

Design 
Details

Final Reports



Ministerie van Defensie22

presentatie titel

RQ6
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‘Towards the integrated 
final design’
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Design and validation
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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.

Program of 
Requirements

Analysis and 
Evaluation Results

Chosen 
Design

Design 
Details

Final Reports



Ministerie van Defensie25

presentatie titel

The Final Model
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Key Sequence
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Discussion & Interpretation
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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
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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
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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
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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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‘Accelerating defence real 
estate in a world that no 
longer permits delay’
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