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When a country renowned
for engineering excellence
takes seven years to procure
a basic service rifle, it's a
signal of systemic
dysfunction. Germany’s
latest defense procurement
embarrassment, as reported
in the Financial Times,
exposes a procurement
model unfit for a world of
geopolitical uncertainty,
supply chain volatility, and
rapid innovation.

This is not a new story. For at
least the last 20 years,
Germany’s defense
acquisition system has been
criticized for being slow,
fragmented, and

unresponsive. What’s different now is the geopolitical
urgency. The Bundeswehr is under growing pressure to
modernize quickly, but legacy structures, siloed ownership,
and weak commercial capability continue to sabotage even
basic progress.

Fragmentation and cultural constraints

Germany's post-Cold War disinvestment in defense led to a
procurement system which is marked by:
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o Siloed responsibilities and unclear
ownership across procurement, legal,
and project teams

o Excessive procedural requirements,
often  self-imposed beyond EU
requirements

e A culture of risk aversion and over-

specification, driving slow decision
cycles
o Low commercial capability within

government, with insufficient training
or strategic empowerment

To a degree, Germany is not alone in this
problem: it’s just at an extreme. According
to World Commerce & Contracting
(WorldCC) research, the aerospace and
defense sector consistently ranks among
the slowest and most fragmented in
contracting performance. Contract cycles
are up to 60% longer than average, digital
adoption is sluggish (often due to defense
department risk aversion), and commercial
strategy is often an afterthought.

Technology alone will not fix the
problem

Given the low level of adoption, there is
growing political momentum for digital
reform in procurement, but that can
backfire if approached carelessly. Too often,
technology is seen as a silver bullet, but in
complex

ecosystems  like  defense,

automating dysfunction simply makes

failure faster and more expensive.

WorldCC has consistently warned against
premature tech deployments. Case studies
such as Rolls-Royce, with its 850% share
price increase over the last 3 years,
illustrate the value of focus on the

commercial fundamentals. Before adopting
digital contracting tools (e.g., CLM systems,
supplier dashboards, or Al-enabled review),
organizations must invest in:

o Contract and data taxonomy — defining
key terms, obligations, and metadata

o End-to-end process mapping -
identifying bottlenecks, hand-offs, and
rework loops

o Clear data ownership and workflows —
assigning accountability for obligation
tracking, approvals, and change
management

Without this foundation, even the best
technology  will  misfire,  providing
dashboards of incomplete or unreliable
data.

From KPIs to OKRs

While cycle times, compliance rates, and
dispute volumes (classic KPIs) remain
relevant, they are inadequate for addressing
the challenges Germany faces. These
indicators =~ measure  efficiency, not
effectiveness. They diagnose, but do not
inspire real change. Instead, Objectives and
Key Results (OKRs) offer a stronger
foundation. They translate strategic intent
into actionable commitments. For example:

OKR (Outcome-Focused

KPI (Traditional Metric) Approach)

Objective: Improve
operational readiness
through accelerated
acquisitions

% of contracts delivered
on time

Key Result: Reduce
average contract award
time for top 10 programs
by 30%

Average contract cycle
time (days)
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Objective: Strengthen
supplier accountability
and mission delivery

% of supplier obligations
fulfilled

Key Result: Fewer than 2
escalated disputes per
year in critical systems.

Dispute rate per contract

By shifting toward OKRs, successful

acquisition can tie directly to military

readiness, industrial resilience, and
supplier innovation, not just process
efficiency.

EU procurement rules: problem or
excuse?

EU procurement law is often cited as a
defense for inaction, but this is often not
the case. Article 346 of the Treaty on the
Functioning of the European Union (TFEU)
allows exemptions from EU rules for
defense procurement, when justified on
grounds of national security.

Many NATO countries, including the UK,
France, the Netherlands and the US have
created fast-track, defense-specific
frameworks that operate outside standard
rules. Even though these are far from
perfect, Germany has tended to make
things worse by voluntarily layers of
additional partly due to
political and partly due to

complexity,
caution
institutional inertia.

A better approach would be to use the
exemption powers confidently and
transparently, introducing tighter oversight
and commercial expertise to ensure
integrity and speed.

Strategic procurement, not faster
paperwork

Drawing on its global research and
engagement with the defense sector, the
CCM Institute suggests there are five areas
where Germany should act:

1. Centralize Commercial Ownership
Establish a unified contract and
commercial management (CCM) function
within the defense ministry, with defined
lifecycle, from

authority across the

requirements to performance review.

2. Map Data and Processes Before
Automating

Undertake a structured contract process
diagnostic:

e Map workflows, obligations, and
approvals
o Classify contract types and critical
clauses

« Identify delays and accountability gaps

This creates the foundation for successful
tech implementation.

3. Adopt Simplified And Flexible
Contract Frameworks

Reduce negotiation time and legal friction
through simplified contract structures, fed
by balanced terms and clause libraries,
agreed fallback positions, and automated
playbooks. This, when combined with
commercial  upskilling, is a core
recommendation that boosts speed and
reduces inconsistency.

4., Reframe Metrics Around
Outcomes

Adopt OKRs across acquisition programes,
aligning contract success to defense
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missions and delivery capability, not just
reporting of past performance.

5. Use EU Exemptions Strategically
Operationalize Article 346 to create a
streamlined, defense-only procurement
track, avoiding unnecessary delays while
ensuring legal integrity and commercial
rigor.

Grasping the opportunity

Germany's "Zeitenwende" pledge to
modernize its defense posture will achieved
only if there is a commercial mindset shift.
The acquisition workforce must evolve
from rules-based compliance enforcer to
delivering strategic integration - through
commercial competence combining legal
clarity, financial acumen, and digital
readiness.

It’'s a journey that requires leadership,
capability investment, and cultural reform,
not just new laws or software. And it should
start today.
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