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This is the fourth in a series of studies funded 
by Forces in Mind Trust (FiMT) examining the 
local implementation of the Armed Forces 
Covenant (hereafter, ‘the Covenant’). Building 
on the previous studies, which addressed 
the core aspects of Covenant delivery and 
its impact, this research delves into the local 
realities of the Covenant’s implementation, 
including different local and regional delivery 
models, partnerships, and structures. An 
accompanying report describes findings from 
five in-depth case studies of distinct local 
Covenant delivery models. 

This study involved a large number of 
stakeholders from local authorities, the Armed 
Forces charity sector, the Ministry of Defence 
and other government agencies, as well as 
additional local public service providers. We 
would like to thank everyone who participated 
in the project’s interviews and survey, 
along with members of the Armed Forces 
Community who took part in the study’s focus 
groups. Thanks are also due to members of 
our Advisory Group, the FiMT team, and our 
Quality Assurance reviewers (Mary Keeling and 
Ruth Harris) for their insightful feedback on 
the research findings and this report. Despite 
these contributions, the authors remain solely 
responsible for the content of this report. 

RAND Europe is a not-for-profit research 
institution that helps improve policy and 
decision making through objective research 
and analysis. RAND Europe conducts 
research on multiple policy areas, including 
military personnel, ex-Service personnel, and 
military families.

Shared Intelligence is a public policy and 
research consultancy specialising in local 
governance, local economies, and local public 
service delivery. Shared Intelligence has been 
involved in all three previous ‘Our Community, 
Our Covenant’ research reports.

Meri Mayhew Consulting Ltd provides a range 
of support and services to charitable and public 
sector organisations across multiple areas and 
functions, focusing particularly on the United 
Kingdom Armed Forces Community and the 
Armed Forces charity sector.

For further information about this study, please 
contact:

Linda Slapakova

Research Leader – Defence, Security and Justice 
RAND Europe  
Eastbrook House, Shaftesbury Road, 
Cambridge, CB2 8DR 
Email: lslapako@randeurope.org
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Forewords 

Louise Sandher-
Jones MP, Minister 
for Veterans and 
People
As the new Minister 
for Veterans and 
People, and indeed 
as a veteran myself,  

I am immensely honoured to introduce the 
latest edition of Our Community, Our Covenant. 
Since the first report in 2016, these insights 
have shaped how we support the Armed 
Forces Community, not just through policy, 
but through partnership. This report continues 
that tradition, reflecting the dedication of those 
across the UK who honour the Covenant and 
reminding us why we do this: because when 
one person serves, their loved ones serve 
alongside them, often at great personal cost. 
And when their service ends, our duty does not. 
They deserve more than thanks; they deserve 
understanding and unwavering support.

This fourth edition comes at a pivotal 
moment. It offers a clear view of how the 
Covenant is being delivered across England, 
Scotland, and Wales and recognises the 
distinct context in Northern Ireland, where 
delivery continues to evolve. Drawing on 
nearly a decade of research, it explores the 
partnerships, governance, and local models 
that bring the Covenant to life, set against a 
backdrop of public sector reform, economic 
pressures, and shifting public perceptions.

I am proud to reaffirm this Government’s 
manifesto commitment to fully enshrine the 
Covenant in law. The Prime Minister himself 
made the announcement, on Armed Forces 

Day this year, of the new policy areas of this 
full, legal duty extension. 

We know that legislation alone is not enough. 
Full implementation of the Covenant is not 
only a commitment in its own right, it also 
underpins the whole-of-society approach 
required by the Strategic Defence Review. 
Renewing the nation’s contract with those 
who serve means embedding support across 
all sectors, expanding research into delivery 
in devolved and combined authority settings, 
and engaging public bodies beyond local 
government. Independent insights will be key to 
driving improvement.

The Armed Forces Covenant is more than a 
document, it’s a promise. A promise that no 
member of the Armed Forces Community 
should face disadvantage due to their service, 
and that in certain circumstances, special 
consideration is not just warranted but is the 
right thing to do. Since its establishment in 
2011, the Covenant has evolved from a moral 
commitment into a legal obligation, with the 
Covenant Duty introduced in 2022 marking a 
major step forward. As we look ahead, there  
is an opportunity to build on this foundation 
and explore where the Duty could go further  
to ensure consistent, meaningful delivery 
across society.

The Duty has brought renewed purpose and 
accountability, driving real progress in health, 
education, and housing. Local leaders such as 
Armed Forces Champions, Lead Officers, and 
strategic forums continue to play a vital role in 
ensuring services meet the needs of those who 
serve, have served, and their families.
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While challenges remain, the Covenant’s 
flexibility allows communities to tailor delivery 
to local needs. By learning from what works, 
strengthening partnerships, and building the 
evidence base, we can ensure the Covenant 
delivers lasting impact. The report highlights key 
enablers of success, including skilled personnel, 
strong collaboration, and the ability to build 
on years of experience. We must amplify and 
replicate this good practice across the UK.

This report is both a reflection of progress and a 
call to action. A call to work together. It reminds 
us that the Covenant is not just a promise made, 
it is a promise we must keep. I look forward to 
working to deliver these further benefits from 
the Covenant extension in my new role.

Michelle Alston, 
Chief Executive of 
Forces in Mind Trust
Since the introduction 
of the Armed Forces 
Covenant in 2011, 
local authorities 
across the UK have 

played a critical role in upholding the nation’s 
promise to ensure that members of the Armed 
Forces Community are not disadvantaged by 
Service. Much of this work has been captured 
in Forces in Mind Trust’s Our Community, 
Our Covenant series of reports that, over the 
last ten years, have highlighted the progress 
made in reducing disadvantage, showcasing 
examples of good practice that have often 
been driven by committed and passionate 
individuals working within local councils.

Yet delivery of the Covenant is not a 
commitment for which local government is 
solely responsible. As highlighted in our previous 
A Decade of the Covenant report, it is the shared 
responsibility of national, regional, and local 

government, and one that is often bolstered 
by the work of charities, businesses, and 
community partnerships. It is this ecosystem 
of support that we sought to examine in the 
Our Community, Our Covenant and Beyond 
project, looking deeper than ever before at the 
collaborative activities that take place and drive 
effective delivery of the Covenant.

I am incredibly grateful to all those who took 
part in the research and particularly to the local 
authorities whose insights have informed both 
this report and the updated Armed Forces 
Covenant Toolkit, which offers a resource 
for those looking to review or enhance their 
Covenant delivery, whatever stage they may be 
in the process. 

This research comes at a time when there 
is significant change and challenge for both 
local government and military communities – 
including local government reorganisation in 
England, the expansion of the Covenant Duty, 
and the increasing focus on readiness for 
conflict. Therefore, understanding what works 
to support the Armed Forces community is 
arguably more important than ever before. 

Despite progress, Covenant delivery remains 
inconsistent across the UK and, whilst 
efforts are underway to address this issue, 
we must continue to push for improvement. 
This report offers valuable insights on how 
we can achieve this goal, providing details 
on the realities of delivering the Covenant 
across England, Scotland, and Wales, as well 
the mechanisms used by local authorities 
and partners to uphold their Covenant 
commitments and support their local Armed 
Forces Community. By using this evidence 
and working collaboratively, we can work to 
ensure that no member of the Armed Forces 
Community is disadvantaged by Service. 
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Executive summary 
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Headline findings

The external environment for Covenant implementation is highly dynamic, 
presenting various challenges and opportunities.

Covenant delivery is fundamentally shaped by local government structures, 
including whether local authorities are single-level (unitary), two-tier, combined 
(including county combined and strategic authority combined), or function as 
clusters with cross-authority collaboration. However, a range of influences affect 
how these structures operate in practice.

There are various models and approaches for implementing the local building 
blocks of Covenant delivery embedded in the ‘core infrastructure’.

Covenant delivery has seen marked advancements in some areas but continues 
to be hindered by various challenges in others. Further progress is needed 
particularly with regard to awareness of the AFC and the Covenant among front-
line service providers, identification of AFC members at first point of access 
to public services, understanding of the characteristics of the local AFC and 
potential areas of disadvantage, communication and signposting to AFC services, 
and strategic planning.

Partnership working is a fundamental enabler of Covenant delivery, with local and 
national partners performing a range of roles. While there are examples of strong 
partnerships in some local areas, there are opportunities for further strengthening 
of local partnerships in others.

Emerging evidence of good practice could help further promote and facilitate 
effective Covenant delivery. This includes Covenant delivery models such as 
regional Covenant coordinators, military champions, Covenant delivery centres, 
local Covenant funds, gateway organisations, and Armed Forces Community hubs. 
However, tailored and context-aware adoption of these models and other good 
practices is essential.

1	 The OCOC research series is commissioned by Forces in Mind Trust.

Research objectives
Since 2011, all local authorities in mainland 
Great Britain and four Northern Ireland councils 
have pledged to uphold the Armed Forces 
Covenant (hereafter, ‘the Covenant’) and 
continue to play a pivotal role in advancing 
its aim of ensuring that the Armed Forces 
Community (AFC) is treated fairly and faces no 
disadvantage compared to other citizens when 
accessing public and commercial services. 

This study is the fourth iteration of the ‘Our 
Community, Our Covenant’ (OCOC) research 
series that examines local Covenant delivery 
and offers guidance as to how it may be 
improved.1 Building on findings from the 
previous studies, it sheds light on the practices 
and realities of how the Covenant and wider 
support for the AFC is being delivered. 
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The research had four key objectives: 

•	 Characterise the evolving environment for 
delivery of the Covenant and wider support 
to the AFC.

•	 Examine how local and national partners 
work with statutory authorities to support 
delivery of the Covenant and wider 
collective effect for the AFC.

•	 Improve understanding of how the 
Covenant is delivered at a regional level to 
mitigate disadvantage among the AFC.

•	 Characterise how different local delivery 
models shape the implementation of the 
Covenant and wider support to the AFC, 
including what constitutes good practice.

This study only examined the Covenant’s 
implementation in England, Scotland, and 
Wales. The context for Covenant delivery in 
Northern Ireland is highly distinct from the 
devolved nations of Great Britain, and including 
Northern Ireland within the project’s scope 
therefore risked masking findings relating to 
this unique setting. Additionally, while the study 
acknowledges the role of local bodies other 
than local authorities (e.g. NHS bodies, state-
funded schools and colleges) in local Covenant 
delivery, it did not collect data from those 
service providers. 

Research approach
The project employed a mixed-methods 
approach that was guided by the principles of 
theory-based and realist evaluation. Theory-
based evaluations examine the delivery or 
impact of a programme based on a Theory of 
Change (ToC), which articulates how and why 

2	 Milton Keynes, Greater Manchester, the East Riding of Yorkshire, East Sussex, Warwickshire, Cardiff & the Vale of 
Glamorgan, Flintshire, Glasgow, and Moray. 

3	 The survey was distributed by the Local Government Association, Welsh Local Government Association, 
Confederation of Scottish Local Authorities, and London Councils, as well as shared directly with 354 local authorities 
across England, Scotland, and Wales. A total of 54 useable responses were returned. 

4	 A project advisory group was convened by the research team to validate the project’s design, help to identify and 
engage key stakeholders, and offer feedback on emerging themes and findings.

a programme is expected to lead to desired 
outcomes. Realist evaluation, by contrast, 
focuses on investigating ‘what works, for 
whom, under what circumstances, and how’. 
The study was conducted in three phases:

The exploration phase included a 
literature review, regional engagement 
with nine local authorities,2 17 
interviews with national statutory and 
non-statutory partner organisations, 
and desk research to map different 
local Covenant delivery models and 
understand the external environment 
for Covenant implementation. These 
tasks also helped to refine a ToC for 
local Covenant delivery that guided 
subsequent analysis. 

The evaluation phase focused on 
examining progress in the Covenant’s 
implementation, analysing how 
different delivery models shape 
implementation of the Covenant, and 
identifying examples of good practice 
in local Covenant delivery. This 
included: (i) five in-depth case studies 
of local delivery models (Oxfordshire, 
Greater Manchester, the East Riding 
of Yorkshire, Glasgow, and Cardiff 
and the Vale of Glamorgan) and (ii) a 
survey of English, Welsh, and Scottish 
local authorities.3

The data analysis and synthesis 
phase consolidated the study’s 
findings and developed corresponding 
recommendations via cross-cutting 
analysis, a stakeholder workshop, 
and a consultation with the project’s 
advisory group.4
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Although the study provided insight on 
progress towards achieving the Covenant’s 
objectives as well as mechanisms for 
improving its delivery, it was not conducted as 
a formal evaluation of the Covenant. Alongside 
challenges relating to data availability, this 
is because the Covenant is inherently non-
prescriptive in nature and delivery therefore 
varies across local authorities. As such, the 
Covenant does not represent a nationally 
uniform and coherent programme of work that 
can be easily evaluated. 

The study was conducted between August 
2023 and May 2025 and therefore precedes the 
expansion of the Covenant Duty announced in 
June 2025.

Key findings
The external environment for Covenant 
implementation is highly dynamic, presenting 
various challenges and opportunities.

•	 The introduction of the Covenant Duty 
is a defining feature of the external 
environment for local Covenant delivery. 
The Duty was seen by the vast majority 
of participants as having had a beneficial 

impact by giving new momentum to the 
Covenant and increasing awareness of 
available support among the AFC. This 
stems from the practical steps taken by 
many local authorities and other public 
service providers to incorporate the Duty 
into their ways of working, ranging from the 
revision of existing policies and procedures 
to the delivery of dedicated training and 
enhanced collaboration with partners.

•	 The UK Governments proposed expansion 
of the Covenant Duty and launch of the 
VALOUR regional support network for 
veterans are contributing to a highly 
dynamic policy landscape. The two 
initiatives, while still being agreed and 
finalised, are anticipated to have significant 
impact on Covenant delivery and wider 
AFC support. 

•	 The ongoing expansion of devolution 
across England is anticipated to change 
the organisation of many local authorities 
and their level of autonomy over service 
provision. This sits alongside recent 
declines in central government funding 
and corresponding reductions in local 
authorities’ core spending power, which 
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have contributed to some councils sensing 
that they are increasingly having to ‘do 
more with less’. 

•	 Although the Covenant typically enjoys 
broad cross-party approval, the study 
found that local and national elections can 
pause or slow down government activity 
during handover and review periods, 
with implications for Covenant delivery. 
Personnel changes resulting from elections 
can also alter the degree of priority awarded 
to the Covenant and bring about shifts in 
policy that have direct implications for its 
scope and administration. 

•	 Lastly, stakeholders believe that COVID-19, 
the ‘cost of living crisis’, and shifting public 
awareness of the Armed Forces are all 
affecting both levels of AFC support (e.g. 
through declining financial donations and 

volunteering) and the nature of service 
delivery (e.g. with sustained adoption of 
hybrid and remote working).

Covenant delivery is fundamentally 
shaped by local government structures, 
with a range of influences affecting how 
they operate in practice.
Local authority boundaries typically provide 
the basic structures for local Covenant 
delivery (see Table 0.1). How these structures 
manifest in practice, however, depends on a 
range of factors, including a local authority’s 
physical geography, population characteristics, 
and infrastructure, alongside existing policy 
frameworks and partnerships. Together, 
these influences determine what models 
and mechanisms may be most suitable and 
effective for Covenant delivery in a local area.
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Table 0.1. Overview of local government structures for Covenant delivery

Local authority 
structure

Covenant delivery 
features Strengths Risks/limitations

Single-level 
(unitary) 
authorities 
(England, Scotland 
and Wales) 

Delivery of the 
Covenant is often 
based on the 
single authority 
area and relies 
heavily on the work 
of local partner 
organisations

•	 Allows for a strong focus 
on strategic planning

•	 Provides clear 
accountability and decision 
making mechanisms

•	 Enables easy adaptation 
of service delivery to local 
needs

•	 Single authorities may 
face greater challenges 
with conflicting resource 
demands, limiting the 
potential for economies 
of scale and coordinated 
service delivery

Two-tier 
authorities 
(England) 

Often features a 
division of labour 
between the 
county council and 
constituent district 
councils, with the 
former focusing on 
strategic guidance 
and convening 
partners, and the 
latter focusing on 
operational delivery

•	 Can help to identify 
potential duplication of 
effort or inconsistencies 
among individual districts

•	 Can reduce burden on 
individual district councils 
and thus foster greater buy-
in for Covenant delivery

•	 Sustaining alignment 
between district councils 
can be resource-intensive

•	 Delivery may be 
inconsistent across 
districts

•	 Structure may be 
confusing for the AFC, 
potentially presenting 
barriers for engagement 
with relevant support

Clusters and 
cross-authority 
collaboration 
(England and 
Scotland)

Partnerships 
involving 
neighbouring 
councils aimed 
at coordination 
of Covenant-
related activity at a 
regional level

•	 Greater consistency in 
service provision at the 
regional level 

•	 Improved access to 
Covenant stakeholders and 
potential delivery partners, 
along with an enhanced 
ability to share information 
and learn from others

•	 Sustaining cluster 
models can be a 
challenge

•	 Commitment from 
partners may be uneven 

•	 Operational or political 
differences may 
undermine collaboration 

Combined, county 
combined, and 
strategic authority 
coordination 
(England) 

Features a 
more formal 
collaboration 
arrangement 
and joint working 
between councils 

•	 Combined authorities 
can use their convening 
role to align Covenant 
delivery among partner 
organisations 

•	 Can help mainstream 
support for the AFC into 
regional governance

•	 Impact on Covenant 
delivery is highly 
uncertain, as combined 
authority structures are 
subject to significant 
variation and highly 
dependent on the depth 
of devolution 

Source: RAND Europe & Shared Intelligence.

There are various models and approaches 
for implementing the local building blocks 
of Covenant delivery embedded in the 
‘core infrastructure’. 
The project identified a suite of local, regional, 
and sub-regional mechanisms through which 

local authorities and their partners work to 
uphold and deliver the Covenant. These often 
mirror the four building blocks of the Covenant 
‘core infrastructure’ recommended in previous 
OCOC studies: 
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Collaboration mechanisms: 
Collaboration in Covenant delivery 
and service provision takes place 
across multiple dimensions and 
performs different purposes. Strategic 
and operational Covenant forums 
exist in many local areas to support 
the coordination (strategic) and/
or execution (operational) of the 
Covenant-related activities within 
a given area by drawing together 
relevant stakeholders. Regional 
Covenant forums operate in some 
areas to coordinate Covenant delivery 
across local authority boundaries, 
frequently based on the identification 
of common needs or requirements 
and a desire to achieve economies of 
scale. Some identified examples of 
good practice also feature bespoke 
collaboration set-ups. These include, 
for example, partnerships between 
local authorities and third-sector 
partners to provide ‘gateway’ facilities 
dedicated to connecting members 
of the AFC with relevant service 
providers from across the local area 
and beyond. 

Key individuals: Many local authorities 
have key personnel (e.g. Armed 
Forces Champions and Covenant 
lead officers) appointed to support 
Covenant delivery. The nature of these 
roles varies significantly, depending on 
factors such as resource availability 
and the post holders’ motivation and 
dedication, and can be uncertain in the 
absence of formal role descriptions. 
Further to personnel that operate 
within the local authority, some 
areas are also supported by regional 
coordinators (e.g. Armed Forces 
Liaison Officers in Wales). 

Communication, training and 
upskilling: Local authorities draw 
on various resources (e.g. Covenant 
guides, toolkits, communication 
materials) as well as training to further 
Covenant delivery, which all vary 
significantly in format and style. Many 
participating local authorities identified 
a need to improve the exploitation 
of existing training and for greater 
guidance from national government to 
reduce burden on councils. 

Vision and planning: Activities 
relating to local needs assessments, 
research, and strategic planning vary 
significantly, particularly in terms 
of their formality and the nature of 
underlying processes. For example, 
while some local areas have formal 
annual priority-setting processes that 
underpin their strategic planning, 
others have adopted more informal 
and frequent (e.g. quarterly) 
mechanisms for reviewing and 
amending Covenant delivery priorities. 

Covenant delivery has seen marked 
advancements in some areas but 
continues to be hindered by various 
challenges in others. 
It remains difficult to ascertain the actual level 
of progress achieved in Covenant delivery 
across all local authorities. In this and previous 
OCOC studies, local authorities who are more 
active in Covenant delivery are more likely to 
participate in research. In contrast, it is often 
difficult to engage with local authorities for 
whom Covenant delivery is not as high on
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the list of local government priorities (this 
includes local authorities with very limited 
AFC presence). Similar challenges exist in 
understanding progress in adoption of the 
Covenant legal duty by other local service 
providers subject to the duty (e.g. NHS bodies 
and state-funded schools and colleges).5

Recognising this challenge, the study found the 
following trends in terms of what progress is 
being achieved in Covenant delivery: 

•	 Engagement with local authorities 
suggested that, in many areas, councils’ 
ability to mitigate areas of disadvantage, 
give special consideration to the AFC 
where relevant, and deliver effective 
support to the AFC is improving. Many 
surveyed authorities were confident that 
significant progress has been achieved 
over the last five years, often enabled by 
increasing awareness of the AFC, areas of 
disadvantage, and the Covenant among 
local authority staff. 

•	 However, limited or slow progress 
was indicated in relation to several key 
outcomes, including:

•	 Awareness of the AFC and the 
Covenant among front-line service 
providers.

•	 The ability of local authorities and 
other public service providers to 
identify AFC members at first point 
of access.

5	 Ministry of Defence (2024).

•	 Access to quality data on the 
characteristics of the AFC and 
potential areas of disadvantage.

•	 Clear/transparent communication 
and signposting to AFC services. 

•	 Additionally, there appears to be significant 
inconsistency across local authorities in 
strategic planning, the setting of Covenant-
related priorities, and understanding of 
what ‘good’ Covenant delivery looks like. 

•	 Many stakeholders believe that 
awareness of the Covenant among AFC 
members remains poor, with common 
misconceptions about its scope creating 
confusion and additional burdens on front-
line staff. Some AFC members are also 
believed to be unaware of the breadth 
of available local services, often seeking 
support only during moments of crisis. 
This reinforces the need for consistent 
and clear information-sharing and 
engagement with the local AFC, including 
through updated and accessible public-
facing communications and portals (e.g. 
council websites).

Several cross-cutting enablers and barriers 
appear to be affecting these trends (see 
Table 0.2).
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Partnership working is a fundamental 
enabler of Covenant delivery, but there are 
opportunities for further strengthening of 
local partnerships.
While the Covenant legal duty centres on 
local authorities and service providers, 
partner organisations including the third 
sector perform various roles in the delivery of 
Covenant pledges and the wider ecosystem of 
support for the AFC. This includes:

•	 Provision of specialist services

•	 Education of service providers and 
contributing expertise to Covenant 
implementation

•	 Gatekeeping and partnership coordination

•	 Funding provision

•	 Advocacy and awareness raising to address 
gaps in provision, and the reinforcement of 
accountability for furthering progress on 
Covenant-related outcomes.

In many cases, these roles involve work that 
partners have performed over significant 
periods of time and thus precede the Covenant 
and are not exclusively tied to it. However, 
effective Covenant partnerships often help 
to harness local and national partners’ work 

and capabilities alongside those of other 
organisations that were developed in response 
to Covenant pledges.

The study identified a mixed landscape of 
partnership working, with strong cases of 
collaboration in some locations and more 
mixed examples elsewhere. There is therefore 
opportunity to strengthen and extend 
collaborative working (in a manner appropriate 
to individual local contexts). Factors such 
as jurisdictional boundaries, organisational 
commitments, and political affiliations may 
hinder this in some contexts. 

Emerging evidence of good practice could 
help further promote and facilitate effective 
Covenant delivery; however, tailored and 
context-aware adoption is essential.
Through case study engagement with local 
authorities, our research highlighted a selection 
of mechanisms that may be conducive to 
effective Covenant delivery in different local 
contexts (see Figure 0.1). Rather than providing 
a ‘one size fits all’ blueprint for mitigating or 
reducing disadvantage, these cases offer insight 
into how existing models of Covenant delivery 
might be amended, extended, or updated subject 
to their unique contexts and circumstances.

Table 0.2. Identified enablers and barriers for progress in Covenant delivery

Enablers for Covenant delivery Barriers for Covenant delivery

•	 Access to human resource and expertise, 
including resourcing of key Covenant-
related posts 

•	 Partnership working and economies of 
scale

•	 Historic funding for Covenant activity

•	 Financial resource constraints
•	 Competing local authority priorities
•	 Limited staff availability and high turnover
•	 Constraints on data quality, accessibility and 

availability
•	 Mobility of the AFC and associated monitoring 

difficulties

Source: RAND Europe & Shared Intelligence.
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These mechanisms are complemented 
by several cross-cutting good practice 
behaviours. These include fostering wider 
community engagement in, and support for, 
Covenant-related projects, prioritising peer-
to-peer learning and delivery in Covenant 

training and education programmes, the 
strategic selection of partner organisations, 
fostering cultures of continual improvement, 
and generating additional buy-in to the 
Covenant by emphasising the role and value 
of a thriving AFC.

Figure 0.1. Overview of identified ‘good practice’ mechanisms for Covenant delivery

Regional Covenant Coordinators Military Champions Covenant delivery centres

Regional Coordinators provide a 
focal point for AFC support across 
multiple local authority areas. 
These individuals can help to 
cohere Covenant-related initiatives, 
identify potential inconsistencies 
or duplication of effort, share 
national-level guidance, and host 
Covenant forums

Military Champions provide a 
strategic link between a local 
authority and individual military 
establishments, including through 
facilitating information exchange, 
publicising available Covenant 
services, and developing an in-
depth understanding of the AFC

Centralising local authority staff, 
services, and information dedicated 
to implementing the Covenant 
in a publicly accessible location. 
These facilities can enhance the 
accessibility of Covenant-related 
support to both local authority staff 
and members of the AFC and can 
aid the development of informal 
support networks

Local Covenant funds Gateway organisations Armed Forces Community Hubs

Local authority- or partner 
organisation-maintained funds 
that supplement national funding 
sources to support local Covenant-
related projects

Local authority- or third sector-run 
facilities dedicated to connecting 
members of the AFC with relevant 
service providers from across 
the local area and beyond. These 
facilities are designed to be a 
central point of access to a pre-
existing network of Covenant 
delivery partners

Charity- or volunteer-maintained 
hubs that provide community and 
peer-to-peer support as well as 
dedicated spaces for members of 
the AFC to socialise

Source: RAND Europe & Shared Intelligence.
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Recommendations
Table 0.3 summarises the project’s 
recommendations for local authorities, national 

government and, third sector partners, as well 
as future research and analysis. 

Table 0.3. Overview of project recommendations

Raising awareness and improving understanding of the Covenant

Local, regional and national stakeholders should continue to actively promote and improve 
understanding of the Covenant among relevant service providers, the AFC, and the wider public.

1.	 Local councils should maintain active and inclusive communication with the AFC (including through 
active webpages) to ensure members of the community can access up-to-date information.

2.	 UK and Devolved Government stakeholders should continue to work with local areas to raise 
awareness and improve understanding of the Covenant among the AFC.

3.	 Third sector partners should continue to raise awareness and educate public service providers (e.g. 
GPs and schools) about the unique characteristics and support needs of the AFC. 

4.	 Third sector organisations should actively work to improve understanding of the Covenant among 
their beneficiaries and the public more broadly. 

5.	 Government, local authorities and others should support sustained investment in training to improve 
awareness of the Covenant among council staff and other service providers.

Planning, monitoring and evaluation

Covenant delivery and support for the AFC should be grounded in and evaluated against tangible and 
measurable outcomes.

6.	 Local areas must ensure that their planning for Covenant delivery is embedded in clearly specified 
and measurable outcomes. These outcomes should be identified through robust local needs 
assessments and other available data sources.

7.	 The MoD should encourage outcomes-based planning and evaluation in local Covenant delivery, 
including through the integration of an outcomes perspective into existing Covenant guidance.

8.	 The UK and Devolved Governments (including the Ministry of Defence (MoD) and the Evaluation 
Task Force) should support the development of consistent monitoring and evaluation frameworks 
for local Covenant delivery. 

9.	 To support robust planning, monitoring and evaluation, the UK and Devolved Governments should 
work to improve the accessibility of existing data (e.g. national datasets, Census data). This should 
be paired with capacity-building at the local level to ensure that local organisations have the 
requisite capabilities to make effective use of available data. 

10.	 Evaluation plans should be incorporated into planning for Covenant-related activities and wider 
support to the AFC, to ensure that they align with agreed strategic outcomes.
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Collaboration and engagement

All organisations supporting delivery of the Covenant and wider support for the AFC are encouraged 
to actively engage in partnership working.

11.	 Due to their convening power, councils should make a concerted effort to draw together relevant 
partners, resources, and infrastructure in support of the Covenant’s implementation.

12.	 Covenant delivery structures should be grounded in both robust accountability mechanisms and 
cultures of collective learning.

13.	 The third sector should actively participate in local Covenant partnerships, assist public service 
providers in identifying gaps in support for the AFC, and reinforce accountability mechanisms for 
Covenant delivery by advocating on behalf of their beneficiaries.

14.	 Local authorities should pursue opportunities to engage with town/parish/community councils 
when developing Covenant-related services where appropriate.

15.	 Local organisations should adopt participatory approaches to deliver Covenant activities and 
support services, engaging both the AFC and the wider public in the design and delivery of services.

Mainstreaming and enabling effective Covenant delivery

There are opportunities to further strengthen and better enable Covenant delivery at the local, regional 
and national level.

16.	 UK and Devolved Government stakeholders should work together to reinforce and align Covenant 
delivery across the entirety of national government.

17.	 Councils should maximise use of existing resources (e.g. role descriptions), information-sharing 
structures, and data management systems to help mainstream Covenant-related activities into local 
authority processes and ensure the sustainability of Covenant delivery.

18.	 Local areas should consider how to incorporate the delivery mechanisms and good practice 
presented in this report.

19.	 The UK and Devolved Governments should work with public service providers to identify 
opportunities for strengthening existing Covenant guidance. 

20.	 The MoD should actively engage with public services and their partners to identify how the regional 
architecture of VALOUR can further support Covenant delivery. 

21.	 Local authorities and service providers should continue to update their processes for ‘asking the 
question’ to identify members of the AFC and ensure that this information is recorded in a structured 
and consistent manner.

Future research and analysis

Effective delivery of the Covenant and wider support to the AFC should be embedded in robust data, 
research and analysis.

22.	 Assess the implementation and emerging impacts of the planned extension of the Covenant legal 
duty. 

23.	 Examine the impact of unfolding devolution in England on Covenant implementation in combined 
authority settings as well as the announced expansion of the Covenant Duty.

24.	 Explore Covenant implementation by bodies other than local authorities who are covered by the 
Covenant Duty.

25.	 Further refine existing Theories of Change and logic model frameworks to help guide monitoring and 
evaluation of Covenant and AFC support delivery at local, regional and national levels.

26.	 Examine Covenant delivery in Northern Ireland.
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