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Purpose and Mandate
This 2025 Heroes Help report presents a comprehensive assessment of the service welfare 

needs of members of the Nigerian Armed Forces.  It provides an evidence-based, policy-

ready snapshot of the welfare terrain for all three branches of the Nigerian Armed 

Forces—Army, Navy, Air Force—covering serving personnel, re�rees and their extended 

families (spouses, children under 25, and registered dependents). 

The mandate is twofold:

       ·    Diagnos�c: quan�fy the breadth, depth and lived reality of welfare gaps.

· Prescrip�ve: supply implementable, �me-bound solu�ons that can be enacted by 

the Office of the Na�onal Security Adviser (ONSA), the Federal Ministry of Finance 

(FMoF), the Ministry of Defence (MoD), and the Na�onal Assembly.

The findings reveal a mixed landscape: while there are ongoing efforts and stated 

commitments from military leadership and the government to improve welfare, 

significant challenges persist.

Methodology in Brief

· Primary data: 120 semi-structured interviews (May–June 2025) across 

six geo-poli�cal zones and the FCT; par�cipants include 38 ac�ve-duty 

personnel (ranks Pte–Maj-Gen), 57 re�rees, 15 spouses, 4 policy-

makers, 6 NGO reps.

· Secondary data: triangula�on of 2019–2025 budget documents, 

PenCom reports, DHIS claims data, 7 previous protest communiqués 

and numerous research ar�cles.

· Analy�cal lens: thema�c coding followed the six welfare 

pillars—pensions, healthcare, mental health, housing, educa�on, and 

governance/corrup�on.
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Key Findings at a Glance

Strategic Implica�ons

· Opera�onal readiness: Persistent welfare gaps correlate with a 17 % rise in AWOL incidents in 

2024–2025.

· Na�onal security: Unpaid pensions create a cohort of financially desperate veterans—poten�al 

recruitment pool for non-state actors.

· Social contract: 81 % of interviewed personnel believe “the government does not value military 

service”, feeding reten�on and recruitment crises.

· Es�mated annual welfare financing gap: ₦68 bn (pensions) + ₦22 bn (healthcare) + ₦14 bn 

(housing maintenance) = ₦104 bn (≈ 0.4 % of 2025 federal budget). Closing this gap could avert 

projected produc�vity losses of ₦260 bn over five years.

Dr Joel Adams, PhD MSc Beng (Hons) DIC CEng MIMechE

President & Na�onal Chair, Heroes Help
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Introduction: Context and Scope
Operational and Socio-Economic Landscape 

The operational and socio-economic environment confronting members of the Nigerian Armed 
Forces in 2025 remains fraught with significant challenges, directly impacting their welfare and 
morale. Persistent security issues, particularly in the northern regions, continue to demand 
extensive military engagement  (131) ., placing considerable strain on personnel  

The humanitarian situation in the North-East, specifically in Borno and Yobe States, has 

deteriorated due to escalating conflict and insecurity, leading to mass displacements and 

increased civilian casualties, further complicating the operational landscape.

Economically, Nigeria faces a complex terrain characterized by inflationary pressures, currency 
devaluation, and a challenging cost-of-living crisis, Inflation is projected to peak at 35% in 2025, 
with the naira's experiencing  70% devaluation against the US dollar between 2023-2024 (133), 
(135) 

Identify challenges Comprehensive overview

Human impact

Assessment Objective

Provide evidence - based assessment of

current welfare state

Synthesize personal narratives and

Case studies

Highlight  persistent systemic issues and welfare gaps

Policy influence
Inform discussion and advocate for targeted

interventions
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R1 - Pensions and Re�rement Benefits – A Zero-Arrears Road-Map (2025-2027)

Establish a Military Pension Trust Fund (MPTF) under the regulatory umbrella of the Na�onal 

Pension Commission. Seed the fund with an immediate transfer of fi�y billion naira from the 

Excess Crude Account, followed by a standing direc�ve that two per cent of the monthly 

Federa�on Account Alloca�on Commi�ee inflow is ring-fenced for the MPTF. This structure 

removes pension payments from the unpredictable annual appropria�on cycle and 

guarantees liquidity. 

A presiden�al direc�ve should mandate that the Accountant-General of the Federa�on opens 

a dedicated sub-account in the Central Bank with dual signatories: the Permanent Secretary of 

the Ministry of Defence and an independent trustee nominated by the Nigeria Labour 

Congress. Quarterly audited statements must be published on the Ministry's website within 

thirty days of quarter-end.

Create a Digital Pension Dashboard that allows any re�ree, spouse or next-of-kin to log in with a 

biometric or Na�onal Iden�fica�on Number and view in real �me the status of every kobo 

owed. The Military Pensions Board will procure a cloud-based so�ware-as-a-service pla�orm 

for four hundred and fi�y million naira and complete rollout by December 2025. Data 

migra�on will be phased: pre-2010 records first, then 2010-2020, followed by the ongoing 

contributory scheme. A help-desk reachable by toll-free short-code 6226 will be staffed from 8 

a.m. to 6 p.m. daily.
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R2 - Healthcare and Mental Health – A Frontline-to-Home Con�nuum
Deploy twenty-four Forward Surgical Teams, each with Level-2 trauma capability, to the twelve 
most dangerous theatres of opera�on in the North-East and North-West. Every team will 
consist of two surgeons, one anaesthe�st, two cri�cal-care nurses and a portable digital X-ray. 
The Defence Headquarters will fund eighteen billion naira for specialised field kits, armoured 
ambulances and refresher training. Rota�on will occur every six months to prevent burnout 
and maintain currency.
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Open twelve Veterans Service Centres across the country—one in each geo-poli�cal zone plus 

Abuja—housed in refurbished post offices under a public-private partnership with the 

Nigerian Postal Service. Each centre will combine a walk-in recep�on, a tele-lawyer booth and a 

kiosk that prints pension statements on the spot. Funding of two point eight billion naira 

between January and September 2026 covers civil works, solar power and staffing. The target 

is to process any new claim within ten calendar days; the measure will be tracked through a 

simple metric: the median days from file submission to credit alert.

Fast-track the Veterans Federa�on Bill through the Na�onal Assembly by convening weekly 

joint commi�ee si�ngs chaired alternately by the Senate and House Commi�ees on Defence. 

Civil-society organisa�ons should form a lobbying coali�on, meet weekly during plenary 

sessions and provide concise briefs to legislators. The goal is presiden�al assent before the 

2026 budget is signed, embedding the MPTF and the Veterans Service Centres in primary 

legisla�on rather than execu�ve regula�on.
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R3 - Housing – Halving the Deficit by 2027
Begin the Accelerated Barracks Renewal Programme by commissioning the Nigerian Army Corps of Engineers 
to renovate forty-two priority sites iden�fied in a 2024 structural survey. The programme will cost thirty-four 
billion naira over eighteen months and will be executed in two tranches. The first tranche focuses on 
plumbing, electrical rewiring and roof replacement; the second on external works and recrea�onal spaces. An 
occupancy standard of no more than two persons per room will be achieved in eighty per cent of renovated 
blocks.

Scale the Affordable Home Ownership Op�on for All Soldiers (AHOOAS) to deliver ten thousand units per year 
na�onwide. Funding will come from a blended finance structure: thirty per cent equity from the Federal 
Government, fi�y per cent from commercial mortgages packaged by the Federal Mortgage Bank, and twenty 
per cent from contributory pension funds seeking long-term assets. Each two- or three-bedroom unit will be 
priced at eight million naira with a built-in step-down op�on for soldiers with service-related disabili�es, 
whose en�re cost will be borne by the Army. Title insurance will protect buyers against land disputes.
Index the exis�ng housing allowance to a quarterly market-rent survey conducted by the Revenue 
Mobilisa�on Alloca�on and Fiscal Commission. Any divergence of more than fi�een per cent between 
allowance and median rent will trigger an automa�c adjustment published as a circular within thirty days.
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Launch a Mental Health Task-Shi�ing Programme that trains one thousand peer-counsellors 
drawn from non-commissioned officers and warrant officers. A twelve-week curriculum 
developed with the World Health Organisa�on and the Heroes Help Charity will cover 
psychological first aid, suicide-risk screening and referral pathways. Graduates will receive a 
monthly s�pend of twenty thousand naira and access to an anonymous helpline that routes 
calls to a pool of thirty military psychologists. The target is a fi�y per cent reduc�on in s�gma 
scores within eighteen months, measured by a validated scale administered anonymously at 
unit level.

Install Tele-Medicine Hubs in every divisional headquarters, linked via VSAT to ter�ary 
hospitals in Lagos, Abuja and Kaduna. The Na�onal Informa�on Technology Development 
Agency will build the network backbone for three point five billion naira and guarantee ninety-
nine point five per cent up�me through a service-level agreement. Electronic medical records 
will be interoperable with the civilian na�onal repository, ensuring con�nuity when personnel 
re�re or relocate.



R4 - Educa�on and Family Support
Expand the Command School system so that every military cantonment with more than one thousand 

school-age children hosts a fully equipped secondary school. Funding will priori�se science laboratories, 

digital libraries and teacher housing to a�ract qualified staff. A “Con�nuity Card” will store each child's 

digital transcript in the cloud, allowing seamless transfer between Command, Unity or state schools when 

families move. The pilot will begin with twenty schools and be scaled na�onwide by 2027.

Create a Spouse Upskilling Fund of five hundred million naira per year dedicated to online diploma and 

micro-creden�al programmes delivered through the Na�onal Open University of Nigeria and global 

pla�orms such as Coursera. Courses will be remote-first to accommodate frequent reloca�ons, and 

cer�fica�on will be recognised by the Federal Ministry of Labour for civil-service entry.

Double the scholarship budget for children of fallen heroes from two billion to four billion naira star�ng in 

the 2026 fiscal year. Renewal will be automated through the same dashboard that tracks pension claims, 

elimina�ng the need for families to re-apply each year. A grievance escala�on line will operate seven days a 

week to resolve any lapses within forty-eight hours.

R5 - Governance, Transparency and Accountability
Publish a Quarterly Public Welfare Scorecard that tracks key performance indicators for every welfare pillar. 

The Ministry of Defence will host an open-data portal updated within thirty days of quarter-end. Civil-society 

organisa�ons will receive raw datasets under a permissive licence to create their own visualisa�ons and 

commentary.

Establish a dedicated Whistle-Blower Hotline and fold military-specific protec�ons into the exis�ng federal 

framework. Reports will be triaged by a small unit inside the Defence Intelligence Agency that is insulated from 

the chain of command. Successful recoveries will a�ract rewards of up to five per cent of funds saved, payable 

through a confiden�al banking arrangement.

Convene a Joint Civil-Military Welfare Oversight Board chaired on a rota�ng basis by re�red senior officers and 

prominent civil-society representa�ves. The seven-person board will have veto power over any new welfare 

project un�l an independent audit is published. Public hearings will be live-streamed, and annual reports will 

be laid before the Na�onal Assembly within ninety days of the fiscal year-end.
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R6 - Funding and Sustainability
Float a ten-year Service Welfare Bond through the Debt Management Office at an eight per cent coupon. The 

proceeds—targeted at two hundred billion naira—will be ring-fenced in a sinking fund dedicated solely to seeding 

the Military Pension Trust Fund and financing the Accelerated Barracks Renewal Programme. A parliamentary 

resolu�on will lock-box the bond proceeds so that they cannot be re-appropriated in future budgets.

R7 - Monitoring and Evalua�on Framework
A lead-indicator dashboard will be updated monthly by the Ministry of Defence and reviewed at quarterly 

performance clinics chaired by the Chief of Defence Staff. A third-party mid-term review conducted by KPMG in 

collabora�on with the Na�onal Human Rights Commission will assess progress at the end of 2026. An exit survey 

of one thousand serving personnel and five hundred re�rees will measure perceived welfare improvement at the 

end of 2027, feeding directly into the next five-year strategic plan.
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