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Introduction: When contracts meet 
reality
The central question

Not: Which provider has the lowest quote?

But: Which system ensures that your security forces 
remain capable of acting under pressure - when 
communication breaks down, logistics fail, or the 
situation escalates?

The reality in the field

Certificates do not guarantee capability 
under fire

Contracts do not protect against 
operational failure

Cheap offers become the most 
expensive decision in an emergency

Private Military Contractors (PMCs) are 
deployed to protect critical infrastructure, 
secure humanitarian operations, or take on 
strategic tasks. The expectation is 
professional, resilient security performance. 
The reality is often different.



Market Context 2026: Growth Meets 
Regulatory Gaps

$300B
Market Volume

Estimated global volume for Private 
Military & Security Services by 2027

Regulatory Fragmentation

The Montreux Document and the International Code of 
Conduct for Private Security Service Providers (ICoC) offer 
guidance — but they are not binding. National legislation 
varies significantly.

Certifications such as ISO 18788 create standards 
— but no guarantee of operational competence. 
Organizations review contracts, not capabilities. 
They evaluate offers, not systems.

Demand is rising especially in Africa and the Middle East: unstable governments, fragile infrastructure, 
resource conflicts, and terrorist threats create a need that state structures often cannot meet.



Error 1: Price over system capability
Why the cheapest quote is the most expensive decision

Lower personnel qualifications
Less experience, shorter training cycles, lower 
pay - a direct consequence of price pressure

Reduced equipment standards
Outdated equipment, no redundancies, poor 
maintenance - only visible in a real emergency

Fragmented responsibility
Subcontractors for training, logistics, medicine 
- nobody bears overall responsibility

Lack of integration
No end-to-end communication systems, no 
common operational principles

Case study: An NGO hires a PMC 40% below market average. Six months later, the situation 
escalates. Guards are not trained for coordinated threats. Evacuation routes exist only on paper. 
Result: mission abort, reputational damage, a new - and significantly more expensive - PMC contract.

Evaluate system capability - the right questions:

What qualifications do the deployed 
personnel have - and when were they last 
practically assessed?

How is the equipment standardized? Are 
there redundancies for critical systems?

Who holds operational responsibility in the 
area of operations - and how is the 
decision chain documented?

Which scenarios were trained in advance? 
With what results?



Error 2: Fragmented Responsibility
When interfaces become liability gaps

Structural weaknesses

Information losses at interfaces: risk 
analysis, training, and equipment are not 
aligned

Unclear liability in case of failure: 
responsibility can be shifted, but not assigned

Lack of adaptability: every change requires 
coordination between multiple actors

What integrated responsibility requires

Continuous accountability: one point of 
contact for all phases

Systemic integration: analysis determines 
training, training determines equipment

Clear liability structures: no clauses that 
pass responsibility on to subcontractors

Central control: rapid adjustments without 
lengthy coordination processes

If a provider cannot or will not assume continuous responsibility, it creates a risk that cannot be 
mitigated through contracts.



Error 3: Certificates ≠ Operational 
Competence
Why ISO standards are not enough

ISO 18788 confirms that a 
company has a management 
system – not that its employees 
are capable of acting under fire. 
Certifications are necessary – but 
not sufficient.

A certified PMC has documented processes 
for risk assessment, personnel selection, 
and training. But that does not mean the 
personnel can implement these processes 
under stress.

What operational competence requires

Realistic training scenarios

Training must reflect the operational environment 
– not on a European training ground at 15°C 
when the mission takes place in the desert at 
45°C

Stress testing

Time pressure, unexpected turns, physical 
exhaustion, simulated losses – making decisions 
under pressure is different from doing so in a 
seminar room

Continuous qualification

Skills erode without regular practice – not a one-
time certification, but continuous training



Error 4: Equipment Without System 
Integration
When equipment lists do not match reality

Incompatible systems
Radio devices with different frequencies. Weapons 
with different ammunition. Night vision devices 
incompatible with weapon optics. Medical 
equipment that not everyone can operate.

Lack of environmental adaptation
Equipment designed for European conditions fails 
in tropical or arid climate zones. Vehicles built for 
asphalt are unusable in regions without 
infrastructure.

No redundancies
Critical systems must be fail-safe. If one radio fails, 
an alternative means of communication must be 
available. Supply lines must be secured.

Lack of familiarity
Even high-quality equipment is useless if 
personnel cannot operate it under stress. New 
systems require intensive training.

Case study: A government organization commissions a PMC with modern radios, armored vehicles, 
and advanced weapons systems. After three months: radios do not work in mountainous terrain. 
Vehicles overheat in the desert. Weapons systems are too complex for local personnel. Result: 
significant additional costs for rework.



Error 5: Lack of cultural and operational 
context knowledge
When tactical skills are not enough

Risks from a lack of contextual 
knowledge

Escalations through cultural 
misunderstandings

Body language, communication styles, 
and how to deal with local authorities – 
what is appropriate in a Western context 
can be perceived as provocative 
elsewhere

Misjudging local actors

Who are the relevant power brokers? 
Which groups are allies, which are 
adversaries? Without this knowledge, 
threat assessment is impossible

Ineffective communication

Local dialects, indirect communication 
styles, nonverbal signals, and cultural 
codes must be understood

What contextual knowledge requires

Regional expertise: Not just "Africa 
experience," but knowledge of specific 
countries, regions, and local dynamics

Cultural sensitivity: Training in customs, 
religious practices, social norms, and 
historical conflicts

Local networks: Contacts with authorities, 
community leaders, and security forces

Adaptive tactics: Movement patterns, 
interaction with the population, cooperation 
with local forces

Language proficiency: At least part of the 
team must speak the local language or 
dialects

Case study: A technically highly trained 
PMC team in East Africa is perceived as 
arrogant. Local authorities feel 
bypassed. Rumors spread. The security 
situation deteriorates – not despite, but 
because of the PMC deployment.



Error 6: Insufficient Worst-Case 
Preparation
When emergency plans exist only on paper

Full 
Simulation

Partial 
Simulation

Tabletop 
ExercisePaper Plan

Every PMC contract includes emergency plans. Their effectiveness only becomes apparent when they 
are tested under real conditions. And that is precisely what does not happen in most cases.

Typical Weaknesses

No realistic tests: Tabletop exercises instead 
of full simulations - no time pressure, no 
physical strain

Failure to involve all stakeholders: Local 
partners, clients, and authorities are not 
included in tests

Insufficient resource planning: Evacuation 
plans rely on vehicles that may not be 
available in an actual emergency

No updates: Plans are created initially, but not 
reviewed regularly

What Robust Preparation Requires

Full simulations: With all stakeholders, under 
realistic conditions, with complete equipment

Documented results: What problems 
occurred? Which assumptions were wrong?

Redundancies: Alternative routes, transport 
options, communication systems

Regular review: At least quarterly - more 
often if needed

Case study: Planned evacuation in 4 hours. 
Actual duration: 18 hours under chaotic 
conditions. Route blocked. Vehicles 
unavailable. Communication failed.



Error 7: No Continuous Chain of 
Responsibility
When fragmented structures create decision vacuums

Delayed responses
When it is unclear who decides, critical 
situations must be escalated - time that is not 
available in an emergency

Conflicting instructions
Different stakeholders make different decisions 
- operational workflows are disrupted or put at 
risk

Diffusion of responsibility
After critical incidents, it is unclear who made 
which decisions - and who is responsible for 
them

Overload of individual decision-
makers
If all decisions must be made centrally, the 
Operations Manager becomes the bottleneck

Define clear decision-making authority

Operational decisions: Team leader on site

Tactical decisions: Operations Manager

Strategic decisions: Client

These responsibilities must be documented and 
known to all stakeholders.

Decision autonomy for critical 
situations

In situations where there is no time for escalation 
- immediate threat, danger to life - team leaders 
on site must have decision-making authority. This 
autonomy must be clearly defined and prepared 
through training.

Every decision must be documented: 
Who decided? Based on what 
information? With what result?



The integrated PMC system
When analysis, training, equipment, and deployment function as a closed system

Option 1: Qualifying local forces

Existing security forces are trained to developed 
standards, equipped with coordinated gear, and 
integrated into operational processes. This 
increases local capability, reduces dependence 
on external forces, and improves cultural 
integration.

Option 2: Deployment of specialized 
units

Fully qualified and equipped teams take over 
operational tasks directly - independently or in 
collaboration with local forces. This is suitable 
when local capacities are insufficient or specific 
capabilities are not available locally.

In both cases, analysis, training, equipment, and deployment are aligned with each other and 
are the responsibility of a single provider. This eliminates interfaces, reduces risks, and ensures 
that all elements function as a system.



Implementation Roadmap
How to build an integrated PMC system

1Phase 1
Requirements Analysis & Risk 

Assessment
4–6 weeks

Inventory, threat analysis, environmental 
analysis, gap analysis

2 Phase 2
Team Assembly & Qualification 
Definition
2–4 weeks
Requirements profile, personnel 
selection, background checks, team 
structure

3Phase 3
Pre-Deployment Training

6–12 weeks
Scenario training, stress training, cultural 

training, emergency simulations 4 Phase 4
Equipment Integration
4–6 weeks
Equipment selection, compatibility 
testing, environmental testing, 
redundancy planning

5Phase 5
Operational Handover

2–4 weeks
Deployment, local integration, 

operational commissioning, adjustments 6 Phase 6
Continuous Support
Ongoing
Situation assessments, training 
refreshers, equipment maintenance, 
incident analysis



Summary: The 7 Principles of Systems 
Integration

End-to-end 
accountability
One provider responsible for 
the entire system — from 
analysis through operational 
implementation

Systems integration
All elements are aligned and 
function as a whole — no 
interfaces, no information 
loss

Operational 
competence
Proven capabilities under 
realistic conditions — not 
certificates, but documented 
performance evidence

Cultural & operational 
contextual knowledge
Understanding of the 
specific operating 
environment — regional 
expertise, local networks, 
adaptive tactics

Resilient worst-case 
preparation
Tested contingency plans 
with documented results — 
full simulations, not tabletop 
exercises

The question is not: Can we afford it? The question is: Can we afford the risk of not doing it?



Checklist for Provider Evaluation & Next 
Steps
Mattlock Global GmbH – Strategic Consulting for Integrated Security Solutions

Systemic Evaluation Criteria

Category Key Question

System Capability Are analysis, training, 
equipment, and 
deployment 
integrated?

Operational 
Competence

When was the 
personnel last 
practically assessed?

Equipment Integration Has the equipment 
been tested for the 
operational 
environment?

Context Knowledge What experience exists 
in the specific region?

Worst-Case 
Preparation

Have emergency plans 
been realistically 
simulated?

Responsibility 
Structures

Is the decision-making 
chain clearly 
documented?

References Are there verifiable 
references for 
comparable 
deployments?

If a provider cannot give convincing answers 
to more than three of these points, there is 
significant risk.

Next Steps

If you are planning PMC services or 
reviewing existing structures:

Can the provider demonstrate that all 
elements are integrated?

What references exist – with 
documented results?

How is the chain of responsibility 
defined?

Have all emergency scenarios been 
tested realistically?

How are risks reviewed regularly?

Mattlock Global GmbH

Specialized in integrated security solutions 
for international operations. We analyze 
your requirements, assess existing 
structures, and develop robust solutions – 
from risk analysis and training to equipment 
and operational implementation.

Arrange a confidential strategy 
conversation.

Mattlock Global GmbH 
Weingartener Str. 11
76646 Bruchsal 
Germany 
info@mattlock-global.com
https://mattlock-global.com/
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