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Australia’s national defence readiness depends on the uninterrupted availability of the
parts, systems, data, and services that sustain operational capability. In today’s
contested global environment, disruptions are no longer rare, they are expected. A single
supplier failure, cyber intrusion, or logistics delay can cascade across multiple platforms
and missions, grounding fleets, delaying deployments, and weakening deterrence.
Recent global shocks, from the COVID-19 pandemic to climate-driven disasters and
state-sponsored interference, have exposed the fragility of traditional supply models,
underscoring that resilience is now a core element of national security.

This paper discusses the need for a centralised Enterprise Supply Chain Resilience
Capability within Defence, an integrated function with the authority and intelligence to
anticipate risks, coordinate cross-program responses, and protect operational continuity.
Acting as a central hub, this capability would unify supplier intelligence, cyber posture
monitoring, geopolitical risk analysis, and operational priorities into a single,
actionable picture. It would replace fragmented, capability-by-capability approaches
with consistent standards, coordinated contingency planning, and the agility to direct
resources where they are needed most.

Resilience by design must become a guiding principle in Defence procurement
and sustainment. This requires elevating reliability, adaptability, sovereign control, and
security to the same level as cost in sourcing decisions. It also demands closer integration
with industry as a trusted partner, embedding data sharing, transparency, and shared risk
ownership across the supplier base. Protecting the digital backbone of the supply chain
through continuous cyber monitoring and uniform application of security frameworks
is equally essential, as vulnerabilities in any supplier can be exploited to compromise
Defence operations.

A resilient Defence supply chain must operate seamlessly in both stability and disruption.
In steady-state conditions, performance can be optimised while building resilience
capacity. When disruption occurs, Defence must be able to pivot instantly, activating
pre-approved contingency measures, sourcing alternatives, and sustaining
operational tempo. The approach outlined here strengthens not only Defence’s own
capabilities but also contributes to whole-of-nation resilience, ensuring that Australia can
withstand and recover from supply chain shocks in an era of persistent strategic
competition.



The Australian Defence Force (ADF) operates in an era where supply chain disruption is
no longer the exception but the expectation. Modern operational capability depends
on the uninterrupted flow of components, data, and services, and even a short delay in
one link can cascade into capability loss across multiple platforms and missions. A late
shipment of a critical spare part can ground an aircraft fleet, a corrupted software update
can compromise a surveillance network, and a single supplier failure can delay the
deployment of entire operational groups.

The global strategic environment has shifted decisively. The COVID-19 pandemic
revealed the fragility of globalised logistics, from semiconductor shortages to shipping
lane blockages. State-led aggression in Europe and the Indo-Pacific has shown that
adversaries now view supply chain interference as a legitimate tool of strategic
competition. Climate change is driving increasingly frequent extreme weather events,
with floods, storms, and bushfires disrupting transport routes and industrial hubs.
These converging pressures mean that resilience is no longer a desirable feature, it is a
prerequisite for force readiness.

The cost of inaction is strategic. Without resilient supply chains, Defence risks
reduced readiness when units are left idle for lack of parts, erosion of deterrence if critical
capabilities cannot be deployed at speed, loss of sovereign control when reliance on
foreign suppliers creates vulnerabilities, and increased exposure to cyber-physical
attacks on industrial partners.

To secure readiness in this environment, Defence must replace its limited, capability
by capability approach, with an enterprise-wide model that integrates physical,
cyber, and operational risk into a single coherent framework. This model should be
anchored by a dedicated enterprise capability, a central hub with the mandate, authority,
and tools to monitor, manage, and strengthen supply chains across all of Defence.

A modern Defence supply chain spans thousands of suppliers, hundreds of programs,
and multiple levels of subcontracting. This complexity means that vulnerabilities in one
area can cascade silently across the entire force. A single sub tier manufacturer may
produce a component critical to both naval propulsion systems and armoured vehicle
communications. Without enterprise level visibility, such dependencies remain hidden
until they trigger a disruption with force wide consequences.

An Enterprise Supply Chain Resilience Capability provides the visibility, authority, and
agility needed to manage these risks strategically. Acting as a central hub, it integrates
supplier intelligence, performance data, cyber posture assessments, and geopolitical risk
indicators into a real time operational picture. This enables Defence to identify
vulnerabilities early, whether a supplier is in a politically unstable region, showing signs
of financial distress, or targeted by hostile cyber activity, and act before the risk becomes
a capability gap.
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Centralisation also delivers consistency. Today, supply chain resilience is often
managed differently across capabilities and contractors, creating uneven protection and
duplication of effort. The enterprise model applies uniform standards, streamlines
supplier assessments, and eliminates redundancy in compliance processes. It also
gives Defence the agility to coordinate cross capability responses during disruption,
ensuring that scarce resources are allocated strategically rather than through competing
ad hoc efforts.

International experience underscores the value of this approach. The United States and
other allies have already embedded centralised supply chain resilience frameworks
within their broader defence industrial strategies, using them to improve deterrence,
close systemic vulnerabilities, and respond faster to crises. For Australia, embedding
such a capability within the Defence logistics and cyber security ecosystem would enable
rapid shifts between steady state and crisis operations, strengthen sovereign industrial
resilience, and project a credible signal to adversaries that Defence’s operational
backbone is protected and coordinated at the highest level.

This enterprise capability is not simply an administrative function. It is a strategic
enabler, a command post for the nation’s operational lifeline, capable of ensuring that
every deployed asset, from a single patrol craft to a joint task force, has the secure,
continuous support it needs to operate at full effect in any environment.




For decades, global commercial supply chains have been engineered for efficiency,
optimising for cost reduction, lean inventory, and just in time delivery. While these methods
deliver value in stable environments, they create fragility when confronted with
volatility, geopolitical competition, or deliberate disruption. In Defence, such fragility is
unacceptable. A shortage of a single critical part can ground an air wing, delay the
deployment of a naval task group, or compromise an operational plan in a contested
region.

Resilience by design requires Defence to embed continuity, adaptability, and
sustainability into every supply chain decision. Cost remains important, but it can no
longer dominate the decision-making process. Supplier selection must weigh reliability,
operational continuity under stress, environmental sustainability, and sovereign control
alongside price. Choosing a slightly higher cost supplier may be justified if it mitigates
dependence on a single foreign source, shortens recovery time after disruption, or
ensures compliance with environmental and regulatory obligations.

This approach demands a governance framework that elevates resilience to the same
level as cost efficiency. Procurement teams should be equipped with real time supplier
performance data, geopolitical exposure maps, and risk intelligence to guide trade-offs
at the point of decision. Contracting must include resilience clauses requiring
contingency planning, diversified sourcing, and data sharing agreements to maintain
visibility across the supply network. Capability planning should incorporate
resilience principles from concept development through sustainment, ensuring that
resilience is not a retrofit but a foundational element.

An enterprise Supply Chain Resilience Capability can enable this shift by
providing standardised resilience metrics, maintaining visibility across all Defence
programs, and embedding resilience assessments into every major procurement. Over
time, this creates a cultural shift within Defence, replacing reactive risk management
with proactive, integrated planning.

Allied models demonstrate the benefits. The United Kingdom’s Defence Supply
Chain Strategy, for example, explicitly balances cost, resilience, and sustainability in
acquisition decisions, while Australia’s Defence Industry Development Strategy calls
for secure, sovereign supply chains as essential to operational independence. Adopting
this balanced approach ensures that Defence supply chains can absorb shocks without
compromising mission outcomes, a necessary condition for sustaining strategic
advantage in an era of persistent competition.

Defence supply chains operate in two distinct contexts. The first is stability, where
predictable demand, routine procurement, and steady material flows allow for efficiency
and continuous improvement. The second is disruption, where events such as
geopolitical crises, industrial accidents, cyber incidents, or operational surges demand
rapid adaptation. Both contexts require different capabilities, governance, and decision-
making speeds, yet the ability to transition seamlessly between them is critical to
maintaining operational readiness.
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In the stability context, efficiency can be prioritised. Lean logistics, optimised contracts,
and predictive analytics help reduce costs and improve performance. Supplier
relationships can be strengthened through consistent engagement, and inventory
management can be fine-tuned for accuracy and responsiveness. However, stability is
never permanent. Sudden events can quickly force Defence into a disruption context
where priorities shift entirely.

In disruption, speed of response becomes paramount. Governance must be streamlined
to enable rapid decision making, and decision makers must have immediate access to
alternate suppliers, contingency funds, and priority transport channels. Success
depends on pre-established relationships with alternative sources, shared allied
resources, and tested contingency plans. Without preparation, Defence risks falling into
reactive crisis management, negotiating unfavourable contracts under pressure, and
accepting degraded capability.

A centralised Supply Chain Resilience Capability can coordinate operations across
both contexts. In stability, it sustains supplier intelligence, performance monitoring, and
process optimisation. In disruption, it activates pre-approved contingency playbooks,
manages rapid procurement channels, and directs coordinated responses across
affected programs. By integrating both contexts under a single governance framework,
Defence can ensure that the transition between stability and disruption is deliberate,
efficient, and rehearsed rather than improvised.

The value of this approach lies in its ability to preserve operational tempo regardless
of conditions. In stability, Defence can maximise value for money while strengthening
resilience over time. In disruption, it can act decisively to protect critical capabilities.
Lessons learned from each disruption feed back into stability operations, creating a
continuous cycle of improvement that increases Defence’s ability to anticipate, absorb,
and recover from future shocks.



True supply chain resilience depends on Defence and industry operating as an
integrated enterprise rather than as a collection of isolated actors. The Australian Defence
supply chain already possesses significant strengths, including deep technical
expertise, longstanding partnerships with key primes, and a growing sovereign industrial
base, but greater integration offers the opportunity to lift performance further. By
moving from fragmented processes to coordinated enterprise-wide approaches,
Defence can unlock efficiency gains, accelerate innovation, and expand collective
resilience.

The opportunity lies in embedding integration into daily operations so that
procurement, logistics, engineering, operations, and cybersecurity operate with shared
priorities and a common understanding of risks and trade-offs. This fosters faster
decision making, improves visibility of potential disruptions, and strengthens trust across
the supply chain. Importantly, it enables suppliers, whether prime contractors or smaller
sub-tier providers, to be treated as genuine partners who can share risk data and
resilience plans with confidence.

Achieving this vision requires deliberate reform, but the benefits are
considerable. Consolidating commercial arrangements where appropriate can simplify
oversight, reduce duplication, and strengthen visibility across critical suppliers.
Governance structures that support real-time data exchange and shared risk ownership
can build a supply chain that is transparent, agile, and responsive to both routine
pressures and strategic shocks.

A centralised Supply Chain Resilience Capability provides an avenue for Defence and
industry to establish a “single source of truth” for supplier intelligence, performance
metrics, and risk monitoring. Such a hub can institutionalise high-maturity behaviours,
from collaborative scenario planning to rapid joint decision making, and ensure resilience
principles are applied consistently across programs.

The greatest opportunity, however, is cultural. By embedding a mindset of
collaboration, shared responsibility, and mutual trust, Defence and industry can transform
their relationship into a genuine enterprise partnership. This cultural shift will not only
strengthen resilience but also create a more innovative, adaptive, and competitive
defence industry capable of supporting national security objectives in an increasingly
contested environment.

While a centralised Supply Chain Resilience Capability offers clear benefits in terms of
visibility and coordination, its design must carefully account for commercial realities.
Suppliers will only contribute meaningful data if they trust that sensitive information will
not be misused. There is an inherent tension between the transparency needed for
resilience and the competitive pressures that shape defence contracting. Smaller
companies in particular may fear that disclosures about financial fragility, cyber posture,
or supply vulnerabilities could be leveraged against them during tender evaluations, rather
than used to strengthen their resilience.



Equally, there are important legal and policy boundaries around competition and
procurement fairness. Aggregating supplier intelligence risks creating perceptions of
preferential treatment if certain companies are seen to gain early access to insights or
decision-makers. To avoid this, Defence must clearly separate the resilience function
from commercial evaluation processes, ensuring that participation in the hub
enhances, rather than undermines, open competition.

Overcoming these challenges requires a governance model that is transparent,
independent, and fair. Sensitive supplier data may need to be anonymised or aggregated,
with strict controls on how it is shared. Trusted intermediaries, such as industry
associations or accredited auditors, could play a role in collecting and validating
data, reducing concerns about disclosure. Equally importantis creating reciprocal value:
if suppliers provide visibility into their risks, they should receive benefits in return, such
as early-warning alerts, benchmarking insights, and access to resilience-building
resources.

Handled well, the hub can shift from being perceived as a compliance burden to
being recognised as a shared asset that helps all parties manage risks more
effectively. By embedding safeguards for commercial competitiveness into its design,
Defence can secure the buy-in of industry partners and ensure that supply chain
resilience is achieved without compromising the principles of fairness and trust that
underpin the defence industrial base.

In modern Defence operations, cyber security is inseparable from supply chain resilience.
The supply chain is now a complex, interconnected digital ecosystem where Defence
and its suppliers share systems, networks, and data flows. This integration delivers
efficiency, but it also expands the attack surface, giving adversaries opportunities to
infiltrate through the weakest link. A single compromise of a supplier’s network can
cascade through multiple capabilities, exposing sensitive information, halting
production, or degrading operational readiness.

To meet this challenge, cyber security must go far beyond basic hygiene
measures. Continuous cyber risk monitoring, vulnerability scanning, and proactive cyber
posture scoring should be standard practice across the entire supply network.
Integrating live threat intelligence feeds allows early identification of adversary
campaigns, new vulnerabilities, and targeted activity, enabling Defence to implement
countermeasures before damage occurs.

Defence must also monitor for signs of compromise within illicit online environments.
The detection of leaked credentials, the creation of malicious domains, or discussions
about Defence suppliers on the dark web can provide valuable early warning. Acting on
these signals before adversaries exploit them can prevent operational or reputational
harm.

These measures must be underpinned by recognised security frameworks, including
the Defence Industry Security Program, the Protective Security Policy Framework, the
Australian Cyber Security Centre’s Essential Eight, and ISO/IEC 27036. Critically,
compliance with these frameworks should be embedded not just in Defence systems but
across the supplier base, with regular reassessments to ensure evolving threats are met
with updated defences.



A centralised Supply Chain Resilience Capability can oversee the uniform application of
these cybersecurity measures, provide enterprise-wide visibility of cyber risks and enable
rapid, coordinated responses when threats emerge. This approach ensures that the digital
backbone of Defence’s supply chain remains secure, resilient, and capable of supporting
operations in both stable and contested environments.

Proactive Cybersecurity for Defence
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Reducing Dependency Risks

Diversity of supply is one of the most effective safeguards against disruption. In a
globally interconnected economy, even a single point of failure can cause
disproportionate impacts across multiple capabilities. For Defence, the consequences of
such disruption are amplified, as reliance on a sole supplier for critical inputs can directly
affect operational readiness. This vulnerability can be triggered by geopolitical instability,
natural disasters, industrial disputes, cyber-attacks, or economic shocks.

To manage this risk, Defence should apply a structured supplier criticality and tiering
model that classifies vendors based on their operational importance, their level of
integration with Defence systems, their exposure to geopolitical risks, the uniqueness of
the services or goods they provide, and the sensitivity of the data they handle. This
classification is not an academic exercise. It is a decision-making tool that directs where
diversification must be prioritised and where redundancy should be built in before a crisis
occurs.

Where both dependency and exposure are high, action should be taken in advance of
disruption. This can include identifying and qualifying alternative suppliers, establish
dual sourcing agreements, and invest in domestic production capacity for essential items
such as fuel, ammunition, and specialised military hardware. By taking these measures,
Defence not only secures continuity of supply but also strengthens sovereign industrial
resilience, reduces strategic vulnerabilities, and increases control over quality, security,
and delivery timelines.

Multi-vector intelligence | Continuous monitoring | Actionable remediation



A centralised Supply Chain Resilience Capability can coordinate diversification
strategies across all Defence capabilities, ensuring that vulnerabilities identified in
one program are addressed enterprise wide. This prevents duplication of effort,
allows economies of scale in engaging alternative suppliers, and ensures that
supply resilience is built into Defence planning rather than improvised during a crisis.

Achieving Supply Chain Resilience
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Agility in Supply Chain Operations

Resilience is not only about building strong defences, but also about moving quickly
when circumstances change. Agility ensures that Defence can adapt to disruptions in
real time, sustaining operational tempo and minimising downtime. This requires a supply
chain that is continuously mapped, with accurate, up to date information on
suppliers, sub tier dependencies, and corporate ownership structures. Such visibility
allows Defence to identify vulnerabilities, emerging choke points, or changing risk
profiles before they become critical failures.

Agility also depends on continuous business risk monitoring. Indicators such as
leadership changes, emerging insolvency risks, or significant legal disputes often
precede operational disruption. Detecting these signs early enables Defence to act
decisively, whether by activating contingency suppliers, adjusting procurement
schedules, or repositioning critical resources.

Decision making authority must be flexible enough to allow local units to engage
alternative suppliers without unnecessary delays. In fast moving operational
environments, the ability to make sourcing decisions at the tactical level can preserve
readiness when central approvals would take too long. Pre-positioned supply depots,
strategically located to support priority operations, can further reduce lead times during
urgent resupply situations.

A centralised Supply Chain Resilience Capability can integrate these agility measures across
the enterprise. By linking risk monitoring, contingency planning, and rapid decision
frameworks, it ensures that Defence can shift seamlessly from steady state operations
to disruption response. This combination of foresight and flexibility strengthens the
ability to sustain capability in both predictable and contested environments.

Multi-vector intelligence | Continuous monitoring | Actionable remediation

10



"

Defence supply chains do not exist in isolation; they are embedded within the broader
national infrastructure and industrial base. Telecommunications, energy, transport,
and even the civilian supply of essentials such as food and fuel directly influence
Defence readiness. A disruption in any of these areas can degrade operational capability
as effectively as the loss of a platform or weapons system. For this reason, strengthening
supply chain resilience must be treated as a national security priority.

Defence should work in close partnership with government agencies, state and
territory authorities, and private sector operators to secure the infrastructure that
underpins both military and civilian life. This collaboration should extend to developing joint
contingency plans, securing priority access to resources during crises, and conducting
coordinated readiness exercises.

National monitoring systems should integrate business risk intelligence with cyber
and physical threat reporting, creating an early warning capability for vulnerabilities in
critical infrastructure. By combining operational planning with national risk awareness,
Defence can anticipate disruptions that might otherwise occur without warning.

A centralised Supply Chain Resilience Capability can serve as the Defence lead in these
partnerships, ensuring that military priorities are understood in whole-of-nation planning.
By embedding Defence requirements in the governance of critical infrastructure, it
becomes possible to align civilian and military resilience measures, ensuring that both
are mutually reinforcing. This approach strengthens not only the operational continuity of
the ADF but also the nation’s overall capacity to respond to crises.

Clear governance is the backbone of supply chain resilience. Without well-
defined responsibilities and authority, even the most capable systems can falter when
disruption strikes. Itis important that Defence has unambiguous assignment of roles for risk
identification, escalation, and remediation, supported by a governance framework that
enables rapid and coordinated responses across the enterprise.

This governance should be fully integrated into the broader Defence strategy so that

supply chain resilience is factored into capability planning, resource allocation, and
operational decision making. When resilience is embedded at the strategic level, it

ceases to be an afterthought and becomes an inherent part of Defence readiness.

Maintaining alignment with suppliers and stakeholders requires regularassurance
engagements, where risk positions are reviewed, mitigation progress is assessed, and
emerging issues are identified early. These should be complemented by periodic reviews of
risk scoring models, monitoring thresholds, and remediation performance to ensure
governance remains relevant in an evolving threat landscape.



A centralised Supply Chain Resilience Capability should hold the authority to direct
risk mitigations, coordinate responses between capability areas, and ensure lessons
learned from each disruption are incorporated into future planning. By providing a single
accountable point for Defence-wide supply chain resilience, this capability ensures that
information flows quickly, decisions are made based on complete intelligence, and
operational continuity is protected even under the most challenging conditions.

Cyber Capability Pty Ltd is a Canberra-based technology firm dedicated to
bolstering government and Defence resilience by connecting strategic business and
IT imperatives. Founded with the mission of creating lasting operational capability, the
company draws on its core expertise to serve Australian Defence and public sector
clients with a pragmatic, outcome-oriented mindset

The company’s services span several multidisciplinary domains, tailored to the
unique challenges Defence faces. These include digital transformation and

warfighting support, cybersecurity, and critically, Supply Chain Resilience, an area aligned

with Defence's evolving focus on sustained operational readiness. Cyber Capability
prides itself on matching capabilities to mission-driven needs by sourcing
professionals with specialised skill sets necessary for delivering enduring outcomes.

Operating from Canberra, Cyber Capability positions itself at the heart of Australia’s
national security ecosystem, enabling direct engagement with Defence stakeholders
and facilitating agile collaboration across the public and private sectors.
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