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Accelerating sovereign 
defense ecosystems
Balancing strategic autonomy in a multipolar world

Nations require strategic integration of defense 
ecosystems to effectively balance sovereignty 
with global interdependence.1 Sovereignty remains 
cornerstone to international law and the defense of a 
nation is a priority of national security strategies. The 
strategic context is characterized by uncertainty and an 
accelerating change in the character of conflict, requiring 
three strategic integration approaches to define and 
deliver defense ecosystems in a multipolar world:

1.	 The levers of national power – diplomacy, 
informational, military, and economic (DIME) – to 
address geopolitical power shifts and economic 
security as a determinant of strategic advantage.

2.	 Combined, joint, intra-governmental, inter-agency, 
and multinational (CJIIM) constructs, including 
industry and academia describe the defense 
ecosystem connecting policy, capital, and alliances 
into an agile, collaborative architecture that 
delivers sustainable capability over decades.

3.	 The elements of capability including technology 
and innovation with a shift from procurement to 
portfolio investments for defense.2

Strategic context: The changing 
character of conflict
Current wars underline the enduring nature of 
competition and defense remains the upmost priority 
of states. While the nature of conflict endures, strategic 
drivers changing the character of war include:

Strategic threats from state-on-state competition 
threatens sovereignty and nations have recently 
deployed conventional capabilities as seen in the 
Ukraine, the 2025 Twelve-Day War, and through 
global corridors. Equally, asymmetric threats persist 
with actors exploiting power vacuums particularly 
in boarder regions. Predatory actors are aligning 
efforts globally and employ proxies to achieve their 
interests with disregard to international norms. The 
information environment, cyber and space domains 
are highly contested and where conflict often starts, 
ends, and can be won or lost. The increasing demand 
for energy and rare earth metals are accelerating 
strategic threats through resource scarcity. This 
drives sovereignty in supply chains and the need 
for resilience. Ballistic missiles, cyber warfare, 
submarines, speedboats, mines and improvised 
devices, unmanned aerial vehicles, weapons of mass 
destruction, novel, and advanced weapons continue 
to pose existential threats with actors demonstrating 
an increasing appetite to use them. 

Uncertainty and strategic ambiguity characterize 
the strategic context. Future contextual predictions 
are inherently risky assumptions that may or may not 
continue to be valid. For example, increasing levels of 
uncertainty and ambiguity may not endure if state-on-
state conflict continues to emerge. Multipolarity and 
sovereignty may continue to be challenged, or it may 
change radically with NATO, UN and EU reform.

Constant competition spans a continuum from 
cooperation to the use of armed conflict. States 
compete if it generates political and popular support, 
legitimacy, and to unlock financial and legal constraints 

1 Integration is defined as the strategic coordination and unification of military capabilities, governmental institutions, industrial sectors, and 
allied or civilian entities to enhance the effectiveness, efficiency, and adaptability of national defense operations.

2 Military capability are the assets (doctrine, organization, training, materiel, leadership, personnel, and facilities) needed to achieve 
objectives when confronting the most probable threat.

Across the four foundational pillars of integration – strategic, military, technology, and industry – this 
paper focusses on the need to achieve strategic integration. Contextual drivers explain why strategic 
integration is required more than ever before and three approaches propose how it can be achieved. 
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as demonstrated by European NATO members 
doubling defense expenditure in response to the 
Ukraine conflict. The pace of change is the defining 
characteristic. Strategic integration is essential to 
quickly counter the adversary, and then counter-
counter actions and narratives.

The international rules-based order is challenged 
by emerging partnerships, regional realignments, 
and non-traditional threat actors reshaping defense 
collaboration. As global power continues to shift to the 
pacific, nations require strategic integration to achieve 
their homeland defense, regional, and global interests.

Technology is intimately involved in determining 
strategic objectives and is corner stone to strategy 
itself. Disruptive technologies such as AI, autonomy, 
hypersonics, mass deployment of expendable 
unmanned aircraft systems, edge and software defined 
technologies accelerate the pace and dynamics of 
competition. Traditional force structures must adapt, 
increase lethality, mass, readiness, and integrate 
capabilities or risk falling behind adversaries.

Multi-domain across land, air, sea, cyber, space 
domains and the information environment with 
adversaries increasingly exploiting the gaps between. 
Isolated responses are no longer sufficient; integrated, 
cross-domain capabilities are essential to regain 
strategic advantage.3

Data is a strategic asset and an essential commodity 
to retain sovereign decision-making, inform investment 
decisions, and exploitation. Modern defense platforms 
generate vast amounts of data, but without integration 
across domains, organizations, and systems, much 
of it remains fragmented and underutilized. Strategic 
integration ensures that data flows securely and 
effectively across the enterprise, enabling timely insight, 
informed decision making, and coordinated operations 
with data at the heart.

Strategic integration: Three approaches
1.	 The levers of national power require an 

integrated whole of nation approach between 
Diplomacy, Information, Military, and Economic 
levers to address geopolitical power shifts and 
economic security as a determinant of strategic 
advantage. Military power is an extension of 
politics and economic security is fundamental 
to prosperity, economic diversification, and to 
resource agile capabilities. Sovereign narratives 
must balance burden sharing with alliances 
and partners as well as the global retreat from 
bodies such as the UN, EU, and NATO. A portfolio 
approach needs to strategically align, prioritize, and 
inform balance of investment decision making. 
Comprehensive national security strategies 

need to retain agility, be integrated with intra-
governmental and inter-agencies, and align with 
spending reviews. An innovative portfolio approach 
that accounts for intangible benefits of defense 
as a public good is needed because traditional 
commercial perspectives that consider just profit 
and cost are inadequate.

2.	 Combined, joint, intra-governmental, inter-
agency, and multinational (CJIIM) modern 
ecosystems, including industry and academia, 
connect policy, capital, and alliances into an agile, 
collaborative architecture that delivers sustainable 
capability over decades. Civil-military collaboration 
ensures that defense is embedded in a broader 
whole-of-government posture, enabling coordinated 
responses to complex challenges such as hybrid 
threats, cyber resilience, societal instability and 
national crisis management. Strategic capabilities 
such as special forces, cyber and electromagnetic 
activities (CEMA), joint logistics, medical, and 
C5ISTAR need to be centrally sponsored to sit 
across operating models because they provide the 
connective tissues that deliver strategic advantage. 
Shared policy, foresight, and planning enhance 
resilience and long-term preparedness across 
modern defense ecosystems through:

•	 Observation platforms that identify tracks, 
strategic and market trends, and technologies.

•	 Research units conducting in-depth studies to 
uncover technical insights.

•	 Think tanks shape long-term innovation 
strategies by analyzing trends, technologies, 
and policies.

•	 Open innovation platforms that engage external 
stakeholders to source ideas, technologies, and 
market insights.

•	 Localization initiatives that balance the inherent 
strategic risk of burden sharing and the need to 
achieve strategic advantage particularly in joint 
enabling capability areas, with efficiencies and 
value for money across defense ecosystems. 

3.	 Capability management approaches must address 
the totality of the strategic portfolio, all capability 
lines of development, and whole life costs to ensure 
return on investment. As defense converges with 
civilian sectors, workforce models must evolve, 
blending military and commercial expertise, building 
new skill pipelines, and aligning incentives to attract 
and retain top talent. While there is a proliferation 
of readily available technology, nations that retain 
access to advanced technologies and can harness 
the power of innovation will prevail across the 
competition continuum. Strategic integration design 
drivers of a capability management approach require 
three sequential steps:

3 The changing character of conflict has led to a recognition of a new Cyber and Electromagnetic Domain.
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•	 Foresight: Where to play. At the front end 
of the funnel, clear triage and codification 
of technology would differentiate between 
strategic self-sufficiency and technological 
dependence. Defense ecosystems need 
to conduct horizon scanning, harness 
organizational memory, and balance market 
pull with technology push, supported by think 
tanks, industry, and academia.

•	 Pipeline management: How to win. 
Trend and technology management allows 
national portfolios to invest in the right 
things. This requires data, policy compliant 
scenario-based workshops, corporate finance 
deals, investment attraction, and change 
management to effectively prioritize, and to 
balance ideas with resources.

•	 Adoption: How to get adopted. Adoption 
and return on investment require an 
innovation portfolio. Prioritized projects need 
to be backed up with adequate investment, 
novel technologies, open, and adaptive 
architectures that meet security needs. 
Venture building, incubators, accelerators, 
and training centers of excellence are 
keyways to ensure capability delivery by 
doing things right.

Balancing strategic autonomy with 
global interdependence
Strategic integration enables national ambition to align 
with policy frameworks, international partnerships 
and coalitions to deliver coherent, future-oriented 
defense outcomes. It provides the foundations for 
all other forms of integration. The strategic context 
is characterized by uncertainty and an accelerating 
change in the character of conflict, requiring strategic 
integration to define and deliver defense ecosystems 
across three cross-cutting approaches that balance 
strategic autonomy with global interdependence:

1.	 The levers of national power (diplomacy, 
information, military and economic) where 
economic security is a determinant of strategic 
advantage.

2.	 Combined, joint, intra-governmental, inter-agency, 
and multinational (including industry and academia) 
defense ecosystems which require whole of 
government and integrated strategies that retain 
agility to manage uncertainty and are adequately 
resourced.

3.	 And an agile innovative capability management 
portfolio that harnesses disruptive technologies 
such as AI, strategically aligns initiatives, 
prioritizes, and informs balance of investment 
decision making to maximize innovation return on 
investment with a foresight, pipeline management, 
and adoption end-to-end process.

Access the KPMG WDS 2026 resource center.

KPMG is the official Knowledge Partner for the World Defense Show 2026 

KPMG brings its team of dedicated Defense and Security experts to lead the discussions on defense 
integration, innovation and localization under Vision 2030 – along many other themes. As Saudi 
Arabia advances toward the ambitious goals of Vision 2030, the localization of defense industries is 
becoming a strategic priority. This transformation is about building national capabilities, supporting 
local talent, empowering SMEs, and fostering innovation. WDS 2026 will showcase cutting-edge 
technologies, bring together global and local leaders, and spark the collaborations needed to 
accelerate the Kingdom’s defense and industrial ambitions. At KPMG, we are proud to support this 
transition and to integrate technology and capability development.
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