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Ukraine has set the Pace: Over 200,000 drone operations 
monthly (and rising) have made Ukraine the proving 
ground for high-intensity UAV warfare.

In 2022, Ukraine’s UAV capabilities were limited in scope 
and operational tempo. In just three years, the country 
became the most drone-intensive battlefield in history-
deploying over 200,000 UAVs per month by early 2025, with 
projections of half a million monthly by year’s end.
 
What Ukraine demonstrates is that large-scale drone 
deployments can overwhelm defenses unprepared for such 
threats. Most nations won’t face hundreds of thousands 
of drone operations every month. However, any country 
involved in escalating conflict must become combat-ready 
within weeks to handle a drone-driven battlefield. 
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WHY THIS CASE STUDY MATTERS:

This is the true story of how drone capabilities were developed 
within weeks during a conflict, demonstrating how any country 
can apply the same strategies to be prepared and fully 
operational when conflict arises.

This transformation isn’t just about buying drones - it’s about 
developing the complete capability to deploy, integrate, and 
maintain them effectively on the front lines under intense 
combat conditions before and during purchase.

THE CORE LESSONS
Winning the drone race in a conflict isn’t just about taking 
delivery - it’s about turning deliveries into an operational 
advantage within days or weeks. That requires quickly building 
organizational capability for rapid readiness, which critically 
depends on the supplier’s capabilities.
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1. TRIAL-BASED PROCUREMENT
Showcasing proven capability development to guarantee 
equipment reaches the front line and performs effectively 
during peak pressure.

THREE CRITICAL ENABLERS OF 
RAPID READINESS 
(AND WHY THE RIGHT SUPPLIER MATTERS):

2. TRAINING & DOCTRINE
A supplier capable of providing training for operators and 
establishing doctrines for commanders so systems go directly 
from the crate to combat without delays.

3. DEPLOYMENT & INTEGRATION
Partnering with a supplier experienced in adapting tactics, 
software, and hardware to honest battlefield feedback, 
ensuring drones perform and the information is available for 
fast decision making.

This case study looks closer at trial base procurement. Separate 
documents will highlight how to make the necessary changes 
to training & doctrine as well as deployment & integration to 
scale drone operations fast when needed.



THE SITUATION BEFORE THE CONFLICT 
When we first engaged with the customer, their 
procurement process was a textbook example of traditional 
defense acquisition. New systems followed a rigid sequence: 
specifications were drafted, formal tenders issued, 
competitive evaluations conducted, and only after contract 
award would production and delivery begin. Training and 
doctrine development came last - sometimes months after 
the hardware had been received. In a stable environment, 
this model worked. But it assumed time was on their side.

SUPPLY CHAINS UNDER PRESSURE

THE REAL CONFLICT AND THE NEED TO PIVOT 
Then a real conflict broke out. Operational needs 
shifted overnight. What had been a planned, deliberate 
procurement program suddenly needed to deliver results 
in weeks, not years. The traditional model was too slow 
- by the time drones could be delivered and personnel 
trained, the battlefield situation would have moved on. 
The customer faced a critical gap: they could buy drones, 
but they could not get them operational fast enough to 
influence the fight.
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BREAKING THE OLD MODEL - HOW TRIAL-BASED PROCUREMENT 
MATCHED DELIVERY TO CAPABILITY

OUR APPROACH - TRIAL BASED 
PROCUREMENT 
We replaced the long, sequential process with a short, 
capability-focused cycle designed for combat conditions:

1. Hands-on Demos – Within days, frontline units had 
drones in their hands, flying missions under real operational 
conditions.

2. Concurrent Training – Operators, maintainers, and 
commanders were trained alongside early deployments so 
systems went straight from crate to combat.

3. Live Feedback Loops – Field experience flowed directly 
to our engineering and production teams, driving rapid 
refinements in tactics, software, and hardware.

4. Surge-Ready Supply Chain – Logistics and production 
capacity were in place to scale deliveries immediately once 
the trials proved the concept.
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•	 Rapid Capability Ramp-Up  
Operational capability is reached in weeks, not years.

•	 Continuous Adaptation 
Multiple adjustment cycles (tactics, payloads, EW 
hardening, software) happen en route to full capability, 
keeping systems aligned with evolving threats.

•	 Objective-Driven 
The goal is not just to deliver hardware, but to meet a 
defined operational capability target quickly and precisely.

In less than six weeks, the customer went from having no 
operational UAV capability to sustaining regular frontline drone 
operations. Doctrine evolved in parallel with capability. When 
the order for additional systems came, the supply chain was 
ready - spares, upgrades, and new units flowed without delay. 
Under their old model, this transformation would have taken 
more than a year. With trial-based procurement, they achieved 
it before the conflict could outpace them.

THE RESULT OF TRIAL BASED PROCUREMENT AND WHY IT WORKS
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PRACTICAL GUIDE: TRIAL BASED PROCUREMENT 
FOR RAPID UAV CAPABILITY

T W O - C O N T R A C T  P R O C U R E M E N T  M O D E L

Trial Contract - Rapid Capability Validation:
•	 Small batch (5-15 systems)
•	 Delivery in 4-8 weeks
•	 On-site supplier team during deployment
•	 Immediate adaptation authority within defined limits
•	 Data collection to validate operational fit
•	 Exit criteria include validated configuration and scale-up 

roadmap

Deployment Contract - Scaled Operational Rollout:
•	 Bulk procurement based on trial-validated configuration
•	 Continuous adaptation incorporated into production
•	 Sustainment and attrition replacement plan
•	 Embedded training support for operators and maintainers
•	 Governance via monthly performance reports and 

quarterly reviews
•	 End-state: sustained operational temp

F R O M  C R A T E  T O  C O M B A T :  7 2 - H O U R 
I N T E G R A T I O N  P L A N

Day 0 - Arrival & Inventory

• Verify shipment & serial numbers
• Assign UAVs to trained operator 
teams
• Conduct basic systems check with 
supplier tech rep

Day 1 - Operational Setup & 
Familiarization

• Flight control calibration in local 
conditions
• Establish comms link to C2 
network
• Conduct short-range training 
flights with live mission loadout
• Commander briefing on tactical 
integration

Day 2 - Live Mission Simulation

• Run full mission profile including 
ISR tasking and EW countermea-
sures
• Collect feedback for adaptation 
loop

Day 3 - First Operational 
Mission

• Execute first live mission under 
operational conditions
• Immediate debrief and adapta-
tion review with supplier

This practical guide is designed for both commanders and procurement 
leads, providing a step-by-step approach to implementing trial-based 
procurement that accelerates UAV capability delivery while maintaining 
operational control.

C O M M A N D E R S  O P E R A T I O N A L  I N T E G R A T I O N  G U I D E
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Contact Thomas Jensen 
on tje@sky-watch.com 
or +45 20 91 51 00 to 
book a demonstration of 
what the RQ-35 Heidrun 
can do for your missions.


