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The Trustee–Administrator Lifecycle Series 

Strong trustee–administrator relationships are built deliberately, through clarity, 

transparency and shared understanding. 

 

This four-part series explores the lifecycle of the relationship: 

1. Why the relationship matters 

2. Appointing a new administrator 

3. Managing installation and transition 

4. Building and maintaining an effective partnership 
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1. Introduction 

The appointment of a new administrator is a significant governance decision. Whether prompted by service 

concerns, strategic change or contractual review, the process provides an opportunity for trustees to reflect 

on current arrangements and define future expectations. 

 

This Guidance explores the considerations trustees should address before, during and after a market review. 

 

2. Reflecting Before Going to Market 

Reviewing the market to appoint a new administrator provides trustees with an opportunity to appraise the 

administration support they’re currently receiving, both in relation to standard BAU services and project 

delivery.  

 

Trustees should reflect on any issues experienced with their incumbent administrator, such as project 

delivery and unexpected costs or errors, to understand the underlying causes. They should consider what 

would need to change to prevent recurrence and how these lessons can inform the development of a strong, 

effective partnership with any new administrator.  

 

When undertaking a market review, trustees should be clear about their objectives and success criteria for 

the exercise, even if they aren’t shared externally in full. In some cases, the market review may lead trustees 

to conclude repairing and strengthening the relationship is preferable to appointing a new administrator, 

particularly where there’s a risk of carrying forward existing issues into a new arrangement. 
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Case Study Spotlight: When Issues Surface at Transition 

For many years, the trustees of this scheme focused primarily on funding and covenant considerations. 

Administration was reported quarterly, service levels were monitored and member complaints reviewed. 

Data scores were discussed and reassurance provided where improvement activity was underway. 

As funding levels improved and the scheme moved closer to full funding on a technical provisions basis, the 

trustees began to reassess future plans. Against a backdrop of increasing resourcing pressures at the 

administrator and growing complexity around GMPE and dashboards, a market review was undertaken and 

a new administrator appointed in 2024. 

During transition, a number of historic issues emerged.  

Data gaps were identified for certain groups of pensioners transferred from predecessor schemes, where 

only pension amounts had been recorded, with limited or no supporting information such as service history, 

commutation at retirement or pensionable salary. This created challenges for exercises requiring detailed 

historic data. 

Additional issues were identified, including: 

• AVC pots disinvested but not settled at retirement 

• Deferred members not brought into payment at normal retirement age 

• Late retirement uplifts applied based on the wrong set of scheme rules 

• A material underpayment of a widow’s pension, resulting in significant arrears 

Remediation work involved time, cost and additional liabilities. The trustees recognised while the 

administrators are responsible for accurate calculations, responsibility for defining and understanding the 

scheme’s benefit structure ultimately rests with the trustees. 

Reflecting on this experience, the trustees acknowledged earlier and deeper engagement on benefit 

structure and administration practice may have provided greater visibility of risks. The transition prompted 

a reset in approach, with a stronger focus on benefit clarity, structured reporting and more proactive 

governance with the incoming administrator. The sponsor, while not closely involved in the detail, supported 

the remediation work and recognised the value of addressing these issues while the scheme still has time to 

do so.  
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3. Trustee Self-Assessment 

As part of any review process, trustees should reflect honestly on their current position. While this may 

involve addressing uncomfortable issues, a clear understanding of where things stand will help establish a 

stronger foundation for future working relationships, including an acceptance of some degree of 

uncertainty. Suggested considerations to support this self-assessment and the wider market review are set 

out below. 

 

Legal Documentation and Benefit Structure 

This may include consideration of: 

 

• Whether a complete set of signed legal documents is available 

• Whether any documents are known to be missing 

• Whether a legally signed-off benefit specification has been drawn up 

• The degree of confidence in the legal entitlements constituting the benefit structure 

• Whether documentation and benefit specification would meet the requirements of a buy-out 

provider 

 

Trustees should also consider whether legal advice has been taken on finically material issues such as: 

 

• Changes to normal retirement date and late/early retirement rights 

• Caps, collars, indexation and revaluation 

• Caps on pensionable earnings 

 

Data and Administration Practice 

Trustees should consider: 

 

a) The level of confidence in the quality of the scheme data 

b) Whether benefit audits have been undertaken beyond the annual audit for accounts purposes 

c) How calculations are evidenced and tested 

d) How scheme knowledge is captured and maintained 

e) How data is validated, audited and reviewed 

 

Further detailed self-assessment questions are set out in Appendix A. 
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4. Questions for Current and Prospective Administrators 

During a market review, trustees may wish to explore: 

 

Service Capability and Structure 

• Capabilities across core specialist services 

• Team structure across BAU and project delivery 

• Monitoring of resourcing adequacy 

 

Commercial Arrangements 

• What’s included in the core fixed fee 

• What services sit outside core scope 

• Pricing of installation and ongoing services 

• Whether charges are fair and proportionate 

 

Governance and Relationship Management 

• Proposed meeting attendance and reporting structures 

• Points of contact for different types of issues 

• Expectations of trustees 

• Approach to developing a collaborative relationship 

 

Technology and Strategy 

• Levels of automation 

• Future technology roadmap 

• Measurement of service beyond SLAs 

• Evidence-based responses and data-driven reporting 

 

Further detailed questions are set out in Appendix B. 
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5. Key Considerations 

Trustees should also consider: 

 

• The prospective costs, risks and timescales associated with exiting contractual arrangements 

• The impact of transition 

• The importance of engaging openly with both outgoing and prospective administrators  

 

A well-managed appointment process provides clarity on priorities and expectations and supports the 

development of a strong and effective working relationship from the outset. 

 

The decisions made at appointment shape the quality of installation and long-term service delivery. Part 3 

explores the installation phase and the importance of structured transition planning.
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Appendix A: Trustee Self-Assessment Deep Dive 

 

Legal Documentation and Benefit Structure 

1) How much is known about the scheme’s legal documentation? 

a) Is there a complete set of signed legal documents available? From the interim deed onwards, 

including all sets of trust deeds and rules and amending resolutions or documents? Are there known 

documents referred to but missing? 

b) Have working copies been made up to show the amendments in context with the stated effective 

dates? 

c) Is there a complete chain of appointment documentation from the original trustees to the current 

trustees and documenting any change in principal employer? 

 

2) What degree of confidence is there about the legal entitlements constituting the benefit structure: 

a) Has a legally signed-off benefit specification been drawn up based on the documentation applying 

to all generations of members? If so, what caveats were attached? 

b) What risks arise from any missing legal documents?  

c) Are there doubts about whether documents were validly executed or whether temporal limits such 

as backdating were effective? 

d) Has any comparison taken place between the provisions of the governing documents and the day-

to-day delivery of administration and benefits to members? 

e) Will the documentation and benefit specification meet the requirements of a buy-out provider? 

 

3) Has legal advice been taken on the most financially material issues? These may include the treatment of 

date splits for tranching benefits arising from changes to: 

a) The payable age (normal retirement date and early and late retirement rights) 

b) Caps/collars, index used and reference period for revaluation in deferment and increases in 

payment? 

c) Caps on pensionable earnings? 

 

4) What level of confidence is there the scheme’s benefit structure is being administered is in line with 

members’ legal entitlements? 

a) Have any benefit audits been carried out in addition to the annual audit for accounts purposes? How 

comprehensive was it? Are there known sensitivities? 

 

Data and Administration Practice 

1) What level of confidence is there in the quality of their data and what evidence do they have to back this 

up? 
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2) How confident are the trustees’ calculations are being completed (retirement, transfers, pension 

increases, etc) in line with legal entitlements, and how is this evidenced? 

 

3) How is scheme knowledge captured, maintained and shared consistently across teams working on the 

scheme? 

 

4) How is scheme data validated, audited and reviewed, both at take on and on an ongoing basis?  

 

5) Have any data or benefit correction exercises been undertaken historically, and what were the 

outcomes? 

 

6) To what extent are calculations automated and how are these audited on an ongoing basis? 
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Appendix B – Questions for Current and Prospective Administrators Deep Dive 

Service Capability and Structure 

1) What are the administrator’s capabilities across core and specialist services? 

2) How would the team working on the scheme be structured across BAU and specialist projects and how 

is adequacy of resourcing monitored? 

3) Do the people proposed by the new administrator demonstrate the capability, professionalism and 

culture you would expect from individuals working as part of your own extended team?  

 
Commercial Arrangements 

1) What’s included in the core fixed fee and what sits outside as additional/optional services? How will 

these be priced? 

2) What’s included in the core installation charge and what sits outside as optional extras? 

3) Are the installation and ongoing charges fair and proportionate, delivering value for the scheme and 

supporting sustainable service delivery by the administrator? 

 

Governance and Relationship Management 

1) How will the relationship be managed and who are the suggested points of contact for various types of 

issues? What’s your proposal for meeting attendance and reporting? 

2) What are the administrator’s expectations of the trustees? What suggestions do they have for 

developing a successful collaborative working relationship? 

3) What’s the current quality of the working relationship between the trustees and the current 

administration team, and what level of mutual trust exists?  

 

Technology and Strategy 

1) What levels of automation are planned for BAU activities? Are there any areas where this won’t be 

possible/practical and why? 

2) What’s your employee engagement score and how do they train and motivate their people?  

3) What’s the administrator’s future strategy for increasing levels of automation and introducing new 

technologies? Is there a technology roadmap for the business? 

4) How will services be measured and what information will be captured to enable assessment beyond 

SLAs, including end-to-end delivery and the overall member experience? 

5) Are all responses evidence-based and data-driven?  
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