
The Quinquennial Review of the Armed Forces 
Compensation Scheme Update 

Following The Quinquennial Review (QQR) of the Armed Forces Compensation Scheme 

(AFCS) overview update, published in October 2025, below is a more in-depth look at   

progress. To summarise the progress of 67 recommendations, we have categorised them 

into four overall themes: Policy, Legislation, Delivery and Communication. 

Policy Recommendations –  

We continue to progress the open policy recommendations which will either be brought into 

the next quinquennial review (planned for 2027) or taken forward as part of our regular work; 

the main updates are set out below.  

Status   Number of Recommendations   

Completed / Closed    10  

Open / In Progress   3  

Paused  1 

Rejected  6    

Total 23 

 

Implementation Progress –  

Completed  

Both recommendations 26 & 27, which relate to the Independent Medical Expert Group 

(IMEG), have been addressed and completed. To better ensure representative recruitment to 

the IMEG, suitable advertising arrangements are already in place, utilising various social 

media channels alongside traditional methods previously employed. The importance of the 

recommendation that IMEG membership include practising consultants rather than solely 

academics, is acknowledged. However, existing arrangements already meet this criterion, 

and no updates to the terms and conditions are deemed necessary. 

Recommendation 41, to redraft the definition of ‘functional limitation’ in Tables 3 (Mental 

Disorders) and 4 (Physical Disorders, Illness and Infectious diseases) to align with Article 

5(3) of The Order 2011, has been considered. While the principle was accepted, it was 

concluded that the current approach remains appropriate. Physical injuries in Tables 1 and 2 

typically present clear and consistent limitations, whereas conditions in Tables 3 and 4, such 

as mental health disorders, often involve fluctuating symptoms influenced by environmental 

factors, making functional limitations harder to measure objectively. The AFCS compensates 

individuals for lasting injuries impacting lifetime earning capacity, including salary and 

pension. For conditions like PTSD, functional limitation is assessed based on the ability to 

undertake work appropriate to experience, qualifications, and skills, as this provides a 

practical measure of the condition’s impact. This approach benefits claimants who may be 



unable to work but can still fulfil non-work roles, and no changes to the definition were 

deemed necessary. 

The requirement for a consultant-level diagnosis for mental health disorders, 

recommendation 51, was reviewed and published by IMEG (published in 7th IMEG report), 

which concluded that this requirement could be broadened, and policy wording has been 

developed. Engagement with internal and external stakeholders is ongoing, and the updated 

policy is set to be introduced into law in April 2026. 

In Progress 

The importance of recommendation 20, to regularly review and update synopses of 

causation, is acknowledged. While this recommendation has been accepted, work to agree 

the prioritisation and review process during 2024/25 is currently paused due to ongoing 

interdependencies with other projects.  

Legislation Recommendations –  

We are continuing work on the legislation recommendations that remain open which will 

either be brought into the next quinquennial review (planned for 2027) or taken forward as 

part of our regular work. Key progress points summarised below. 

 

Status   Number of Recommendations   

Completed / Closed    1 

Open / In Progress   2 

Paused  0 

Rejected  3  

Total 6 

 

Implementation Progress –  

Completed  

The Ministry of Defence (MoD) has made significant progress on several key 

recommendations from the QQR regarding legislative changes. Recommendation 66, to 

uprate the AFCS lump sum, has now been approved and is currently going through the 

necessary legislative processes and is set to come into force in April 2026. This ensures that 

the lump sum awards remain fair and reflect the changing economic environment. 

Additionally, the Department is working to develop a mechanism for periodic reviews of the 

lump sum award to maintain the long-term value of these payments. 

In Progress 

Another important ongoing recommendation, Recommendation 63, involves amending 

legislation to allow the Secretary of State to review awards in cases of suspected fraud. We 

have acknowledged that the current AFCS provisions are insufficient to address instances of 

fraud. To address this, discussions have been held with the Ministry of Defence Legal 



Advisers (MODLA), and we are currently reviewing the details of the recommendation and 

considering the best way forward. We plan to engage with key stakeholders later in the year 

to gather input and assess the implications of the proposed changes, ensuring any 

amendments are well-informed and balanced.  

Rejected 

The Department has also reviewed the current recommendation 55, to retire Article 

10(3)(c)(ii) of the AFCS, which allows dependents of veterans with tariff level 1 to 9 awards 

to claim death benefits if the death occurs more than 7 years after service. While the 

recommendation was accepted, the Department has since concluded that Article 10(3)(c)(ii) 

is ultimately beneficial to dependents, allowing them to claim beyond standard time limits in 

cases of serious injury or late-onset illnesses. During the 2024/25 legislative cycle, the 

Department reviewed the tariff levels at which death benefits are payable to determine if they 

should be expanded. This work was completed and closed as of 2025.   

Delivery Recommendations –  

14 of the delivery recommendations are still in progress and will either be brought into the 

next quinquennial review (planned for 2027) or taken forward as part of our regular work 

highlights of activity are outlined below.  

Status   Number of Recommendations   

Completed / Closed    10 

Open / In Progress   16 

Paused  2 

Rejected  2 

Total  28 

 

Implementation Progress – 

In Progress 

Following on from Recommendation 16, which sought to expand the range of 

communication tools available to caseworkers by enabling routine use of email and text 

messaging where appropriate, the MoD has successfully introduced email as a 

communication tool for claimants and is piloting the use of text messaging. This ensures 

claimants can engage with the Department in a way that suits them, while continuing to have 

the option to contact the department by telephone or in writing if they prefer. These methods 

are fully aligned with existing service standards, guaranteeing no claimant is disadvantaged 

regardless of their chosen communication method. 

Looking ahead, the MoD is developing a transformative self-service portal, set to launch in 

early 2027. This platform will provide claimants with real-time updates on their claims, allow 

them to upload evidence digitally, and to message directly with caseworkers. Accessible 

from any device, anywhere in the world, the portal reflects the MoD’s commitment to 

modernising services and delivering a seamless, user-friendly experience for AFCS 

claimants and others. 



We continue to reinforce our commitment to fairness and transparency by implementing 

robust processes for the regular review of tariff descriptors and award levels. These 

descriptors, which form the foundation for allocating compensation under the AFCS, are 

currently being reviewed to ensure they remain appropriate and up to date. 

As part of this process, IMEG carefully considers both vertical and horizontal equity across 

the full spectrum of injury categories. This includes a specific focus on ensuring fairness 

between mental health conditions and physical disorders. By maintaining these rigorous 

review practices, the MoD continues to uphold its dedication to delivering a balanced and 

equitable compensation system for all. 

Communication Recommendations –  

There are 2 communication recommendations still open; progress against these is described 

below.  

Status   Number of Recommendations   

Completed / Closed    1 

Open / In Progress   1 

Paused  0 

Rejected  1 

Total 3 

 

Implementation Progress -  

In Progress 

The MoD has made significant progress in improving communication and clarity within 

the AFCS, addressing key recommendations from the QQR. Recommendation 1. “to 

establish a clear definition of compensation in order to set realistic expectations for 

claimants", highlights the need to articulate what compensation is intended to represent. 

This includes recognition of damage or suffering predominately caused or worsened by 

service and clarifying that compensation is intended to address ongoing disadvantage 

arising from such harm in proportionate way. In response, the Department has committed 

to better explaining the different elements of the Scheme through both internal and 

external guidance.  

Recommendation 2 focused on ensuring that all AFCS documents, including guidance for 

decision-makers and claimants, clearly state the implications of the Scheme's 'no fault' 

nature. This includes explaining that blame is irrelevant when deciding a claim and that 

the 'no fault' principle does not limit or affect a claimant's right to pursue a negligence 

claim against the MoD. The Department has addressed this by reviewing Joint Service 

Publication (JSP) 765, which already included this information. The review has now 

concluded, and the 'no fault' principle has been better explained in the opening 

paragraphs of the document. This updated guidance is also pending publication and will 



help ensure that claimants and decision-makers have an understanding of the Scheme’s 

principles. 

 


