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1. Introduction 

Following installation, the focus shifts to building and sustaining an effective trustee–administrator 

relationship. This phase is critical in supporting high-quality service delivery, effective governance and 

positive member outcomes. 

 

This final Part in the series explores how trustees and administrators can establish strong foundations, 

manage performance, address challenges and maintain a productive partnership over time. 

 

2. Building the Relationship  

Where trustees invest appropriate time and resource in a thorough installation process, the administrator 

will be better positioned to deliver a high-quality, sustainable service over the longer term. The level of 

investment, timescale and depth of review should be proportionate to the scheme’s complexity and risk 

profile. 

 

Trustees and administrators may find it helpful to agree a governance framework tailored to their scheme, 

drawing from the areas below. Not all elements will be relevant or proportionate for every scheme.  

 

A. Benefit Specifications 

Trustees – Core Expectations: Administrators – Core Expectations: 

• Ensure a signed-off benefit specification is in 

place, clearly recording the extent of adviser 

sign-off and any known limitations or areas 

requiring further work 

• Where sign-off isn’t immediately achievable, 

agree interim pragmatic approaches with the 

administrator and document how these will be 

reviewed 

• Work collaboratively with trustees and 

advisers to develop and maintain the benefit 

specification 

• Proactively identify and flag ambiguities or 

inconsistencies, proposing practical solutions 

 

Trustees – Developing Practice: Administrators – Developing Practice: 

• Prioritise resolving ambiguities in historic rules 

which materially impact current liabilities 

• Use existing scheme documentation and 

working practices as a baseline while finalising 

the specification 

• Support phased resolution of historic issues 

• Embed the specification into calculation 

routines, training and member 

communications where appropriate 

Trustees – Advanced Practice: Administrators – Advanced Practice 

• Maintain a fully signed-off benefit 

specification, reviewed periodically and 

updated following material changes 

• Ensure the specification informs automated 

calculations, training and project activity 

As above 

 

 



2 

B. Data Management 

Trustees – Core Expectations: Administrators – Core Expectations: 

• Conduct annual audits of common and 

scheme-specific data 

• Maintain a data management plan covering 

gaps, any known manual interventions 

required on member BAU activities and cleanse 

priorities 

• Provide automated audit tools to ensure 

continued maintenance and transparent 

reporting 

Trustees – Developing Practice: Administrators – Developing Practice: 

• Prioritise critical data for upcoming projects, 

such as dashboards 

• Defer non-urgent cleanses, such as spouse 

details without derisking plans 

• Offer bulk-cleansing and cost-efficient projects 

to trustees 

Trustees – Advanced Practice: Administrators – Advanced Practice 

• Integrate data audits into member 

touchpoints, such as annual member 

communications, member forms and website 

• Use AI and machine learning to predict and 

resolve data gaps proactively 

 

C. Commerciality 

Trustees – Core Expectations: Administrators – Core Expectations: 

• Avoid fee reductions which risk service quality 

• Agree fair pricing and realistic timescales for 

onboarding, ongoing administration and 

projects 

• Price services to ensure profitability and 

reinvestment 

Trustees – Developing Practice: Administrators – Developing Practice: 

• Phase large projects • Offer standardised processes to reduce costs 

and risks 

Trustees – Advanced Practice: Administrators – Advanced Practice 

• Partner with administrators investing in their 

business across areas such as people, process 

and platforms 

• Publish annual reports on platform and process 

upgrades and investments in people. Identify 

benchmarks to demonstrate success in 

delivering cost-effective services, e.g. cost per 

member or cost per transaction 

 

D. Measurable Performance 

Trustees – Core Expectations: Administrators – Core Expectations: 

• Audit performance against agreed service 

annually 

• Review administrator KPIs (e.g. error rates, 

training hours) 

• Report KPIs quarterly (e.g., errors and 

omissions, internal rework rates, complaints 

and member satisfaction) 

Trustees – Advanced Practice: Administrators – Advanced Practice 

• Commission independent third-party audits • Benchmark performance against industry 

standards 
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E. Relationship Management 

Trustees – Core Expectations: Administrators – Core Expectations: 

• Hold strategic administration meetings at 

appropriate intervals e.g. quarterly and update 

the administrator on upcoming projects 

• Proactively flag risks and errors and propose 

solutions 

• Manage expectations 

Trustees – Developing Practice: Administrators – Developing Practice: 

• Joint strategic sessions for trustees and 

administrators 

 

Trustees – Advanced Practice: Administrators – Advanced Practice 

• Establish an administration sub-committee 

(large schemes) 

• Involve administrators in discussions with 

other advisers where decisions may impact 

the administration service e.g. GMPE, 

insurance transactions, mergers, transfers out 

and other substantial scheme changes 

• Assign a dedicated strategic account manager 

• Carry out regular trend analyses 

 

Administrators should be regarded as key partners in service delivery, with appropriate involvement in 

discussions which may affect administration delivery or member outcomes. 

 

Regular, structured engagement supports stronger working relationships. Some trustee boards have found 

value in periodic service review meetings, providing a space for open discussion of performance, priorities 

and forward plans. 
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Case Study Spotlight: Building an Effective Partnership 

Following an asset and liability modelling exercise in 2016, the trustees believed the scheme assets were 

broadly aligned with its liabilities. Administration was operating smoothly, service levels were being met, 

member complaints were low and no concerns had been raised through valuations or audit processes. 

 

Over time, however, the trustees began to explore aspects of historical benefit change in more detail, 

including the move from RPI to CPI and reduction in caps. While there was no immediate trigger for 

concern, they recognised the value of gaining greater clarity over how these changes were reflected in 

practice.  

 

In 2018, the trustees commissioned the development of a formal benefit specification. The 

administrators prepared an initial draft, with expectation it would be reviewed and validated by the 

trustee’s legal advisers. While most materials were obtained, some historic materials remained missing.  

 

The review highlighted, despite a relatively straightforward benefit design, multiple rule sets applied 

across different member cohorts. This reinforced the importance of understanding how benefits had 

evolved and were administered in practice. 

 

Over time, the trustees, advisers and administrators worked collaboratively to align administration 

practices alongside the developing specification. This improved understanding of historical data and 

highlighted how earlier processes had focused on funding rather individual benefit accuracy.  

 

The relationship between the trustee and administrator evolved alongside this work. Greater 

engagement including site visits and broader involvement in trustee discussions, created space for more 

open and constructive dialogue. Issues were raised earlier and addressed collaboratively.  

 

As the specification was finalised, corrections were made where required and handled in a structured 

and proportionate way. This work strengthened confidence in both the administration framework and 

the underlying liability profile. 

 

Lessons Identified 

• Early investment in benefit clarity supports long-term confidence 

• Collaboration improves understanding of historic data and practices 

• Strong relationships enable open discussion of risks and solutions 

• A structured approach supports proportionate and effective remediation 
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3. Managing and Maintaining the Relationship  

When managing the relationship and reviewing administrator performance, trustees should look beyond the 

agreed service levels. While SLAs remain an important measure, effective oversight also requires 

consideration of a broader range of qualitative and quantitative factors, including: 

 

• the end-to-end member experience and engagement 

• themes emerging from member feedback and complaints 

• how effectively processes operate in practice 

• the impact of automation on service quality and outcomes 

• lessons learned from errors, issues or project delivery 

 

The process for capturing this information should be agreed during the installation project. Where 

shortcomings are identified, a plan to address them should be agreed promptly.  

 

An example Balanced Scorecard of a broader range of issues to be reviewed regularly has been included in 

the accompanying Toolkit. 
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Other practical points to consider: 

 

• Hold a dedicated joint meeting at least annually to review performance over the previous year and 

agree priorities and plans for the year ahead, including projects, data improvement initiatives, 

automation and online functionality. The discussion should consider longer term objectives and 

include a review of administration related items on the risk register and the trustees’ business plan. 

Key priorities should be agreed, such as increasing member engagement with online services, 

improving communications, extending automation or introducing new technologies, with issues 

and solutions informed by data rather than subjective opinions 

 

Case Study Spotlight: Rebuilding Confidence and Ways of Working 

Following the transition to a new administrator, the trustees agreed to commission a rectification project 

with an agreed fee range. As the project progressed, technical decisions were required and a discussion 

was arranged between the project administrator and a trustee. 

 

At the same time, the first invoice for the project was issued. Concerns were raised regarding costs at 

the start of the call which had been scheduled to focus on technical delivery. As senior contacts weren’t 

present the discussion didn’t take place in the most constructive or prepared setting. 

 

The administrator reflected clearer alignment on the purpose of the meetings would have enabled a 

more structured discussion and ensured the appropriate people were involved. The situation highlighted 

how unexpected conversations can affect confidence within delivery teams. 

 

In response, the administrator adjusted its approach to future engagement by ensuring a senior 

representative attended subsequent calls. This supported more balanced conversations and helped re-

establish confidence across both parties.  

 

Over time, clearer expectations were agreed regarding communication, escalation and the purpose of 

meetings. This enabled the project to progress more smoothly and supported a more effective working 

relationship. 

 

Lessons Identified 

• Clear meeting objectives support more effective discussions 

• Early alignment on commercial and technical matters is important 

• Senior engagement can help reset confidence and direction 

• Open communication supports stronger working relationships 
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• Use this annual discussion to reflect on experiences and issues from the preceding year, capturing 

shared learning and ideas from both the trustees and administrator to improve efficiency, member 

experience and data quality. It should support greater transparency around anticipated out of scope 

costs and budgets, a shared understanding of realistic project timescales and enable more effective 

forward planning 

 

• Ensure the scheme’s longer-term strategy is clearly understood by the administrator. For DB 

schemes this may include whether the objective is buy-out, run on or continued active accrual. For 

DC schemes this should clarify whether they’re expected to continue on a standalone basis or 

whether consolidation may be considered 

 

• Promote open and transparent dialogue with the administration team, recognising the complexity 

of administration delivery and the need to balance resourcing effectively. Decisions on fees, scope 

and delivery timelines should be based on a shared understanding of the work involved, as 

unrealistic budgets or timescales can undermine service quality and the effectiveness of the working 

relationship. Plans should allow appropriately for preparation, project management, checking, 

rework, fulfilment activities, issues identified during delivery, changes requested by third parties 

(such as the sponsor, actuary, lawyers or insurer) and the handling of subsequent member queries 

 

• Review overall service performance holistically, identifying any pressures resourcing, 

opportunities for additional staff training or process improvements and areas where service delivery 

could be strengthened 

 

• For projects, request regular progress updates, including proportion of work completed and 

budget utilised. Ask whether any unexpected issues or emerging concerns have arisen. Trustees 

should encourage early and open discussion of any issues so these can be actively managed, 

realigned and jointly adjusted where necessary 

 

• Seek clarity on the impact of projects on member data, benefit calculations and processes and how 

these changes have been communicated across teams. Where appropriate, request formal 

confirmation all data updates have been applied to the administration system and any calculation 

or process changes have been fully tested and embedded 

 

• Develop targeted management information to support effective oversight, such as reporting on 

the extent of member option automation and the volume of unresolved member queries 

outstanding beyond an agreed timeframe. Trends in member queries or issues may indicate 

underlying data, process or communication concerns. Trustees should also consider how the benefit 

specification is maintained and validated, including periodic testing of calculations against the 
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specification. The scope and frequency of such testing should be proportionate to scheme size and 

complexity and cover a representative range of benefit events and member categories 

 

• Review the administration contract periodically to ensure it remains relevant, comprehensive and 

fit for purpose, annually for larger or more complex schemes, and at appropriate intervals (such as 

every three to five years) for smaller schemes. Where contracts were put in place some time ago, 

trustees may wish to consider whether they continue to reflect current service requirements and 

whether they include services they no longer need 

 

4. Managing Challenges and Resetting the Relationship  

Regular review meetings with engagement and collaboration between trustees and administrators can help 

to prevent a relationship from becoming strained. 

 

Common factors contributing to tension may include: 

 

• Cost and value – administrators need to be remunerated appropriately for the work they carry out 

to operate sustainably and invest in capability and systems. Trustees rightly expect value for money, 

but this shouldn’t be pursued at the expense of service quality or long-term resilience 

• Approach to partnership – relationships can become unbalanced where engagement is overly 

directive rather than collaborative, or when administrators feel constrained from raising investment 

needs which could lead to higher pricing. Equally, if there’s a focus on simply retaining business, 

rather than delivering a high-quality, sustainable service this can undermine open dialogue  

• Information flow and transparency – tensions may arise where trustees, sponsors, advisors or 

administrator don’t share plans, issues or concerns openly and in a timely way 

• Perception of service value – While some trustees view administration as a core professional 

service, others may see it primarily as a delivery function. This can result in administration receiving 

less prominence in strategic discussions and having more limited input into forward looking 

decision-making 

 

Where a relationship has become strained, taking time to reset expectations can be valuable. This involves 

trustees and administrators reflecting together on what has contributed to the current position and 

identifying the underlying causes and agreeing constructive next steps. In many cases, these causes may 

relate to one or more of the following: 

 

• service delivery or quality concerns 

• cost, scope or resourcing assumptions 

• misunderstandings or differences in expectations 



9 

• communication practices or limited opportunities to build effective working relationships 

• investment in systems, people or processes 

• interpersonal dynamics or other contextual factors 

 

Always approach any issues with an open mind to understand what’s happened, how the current difficult 

situation has developed and how it can be resolved. Agreeing a clear and proportionate process for 

managing such situations can help prevent issues from escalating and support timely resolution. This should 

include: 

 

• agreed escalation and, where relevant, whistleblowing processes for errors or concerns  

• realistic and clearly documented expectations, including timescales for investigation and resolution 

• a shared expectation of open and frank discussion to understand the causes of issues and agreeing 

appropriate remedies. In some circumstances this may include changes to processes or, where 

appropriate, changes in personnel on either side 

• documenting agreed actions in an improvement plan with ownership, review points and timescales 

to ensure progress is monitored and issues are resolved to the satisfaction of both parties 

 

5. When a Relationship Can’t Be Restored  

In some circumstances and despite best efforts on both sides, issues may not be resolved satisfactorily.  

 

As a first step, trustees should consider whether the administrator can be given a reasonable timeframe to 

make improvements under a clearly defined and appropriate improvement plan. Where trustees aren’t 

prepared to allow this, or where agreed improvements aren’t achieved within the agreed timeline, it may be 

appropriate to consider conducting a market review to appoint a new administrator. 

 

This isn’t a decision trustees should take lightly. However, in discharging their duties to members, trustees 

shouldn’t be obliged to accept a service which consistently fails to meet agreed standards or their members' 

best interests. Administrators are generally experienced in managing scheme transitions and establishing 

new working relationships, and with appropriate planning the associated risks can be identified and 

mitigated. 

 

Where a market review is undertaken, key considerations may include: 

 

• Ownership of the process: whether the review will be managed by the trustees themselves, an 

existing adviser or a specialist consultancy. The sponsor may also wish to be involved. While they 

may not have a vote, it’s critical to gain buy in. However, trustees should be mindful the sponsor’s 

interests may not completely align with their own 
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• Trustee involvement: whether a sub-set of the trustee board should lead a focused process on 

behalf of the full board 

• Timing and planning: when to commence the review and the timetable for completion. Market 

reviews and subsequent transitions take time to do properly. If a transition is rushed, this increases 

risk and undermines the foundations of the new relationship. Trustees should also factor in scheme 

activities, holidays and contractual commitments 

• Incumbent participation: whether the current administrator will be invited to re-tender. If the 

relationship has broken down irretrievably, trustees should be open and honest with the incumbent, 

recognising tender processes are time-consuming and costly. Where the exercise is intended 

primarily as a pricing benchmarking, this should be clear and the scope managed accordingly 

 

6. Looking Ahead 

Trustee-administrator relationships benefit from being reset and reframed as collaborative partnerships, 

rather than transactional arrangements. Administration is a specialist service and a critical enabler of good 

member outcomes, effective trustee decision-making and the successful management of scheme risks, 

liabilities and long-term objectives.   

 

This Guidance has been developed to support trustees and administrators in working more effectively 

together by encouraging earlier, better-informed and more strategic conversations. It provides practical 

prompts, governance considerations and tools to help both parties develop a shared understanding of 

administration delivery, reporting, constraints and opportunities with the aim of strengthening 

transparency, trust and overall effectiveness. It’s intended to support constructive dialogue rather than 

prescribe behaviours or roles.  

 

We recognise trustee boards operate from different starting points with varying levels of resource. A 

proportionate approach to adoption, focusing on core ‘must-do’ elements could therefore be appropriate. 

Trustees may also find value in drawing on established frameworks and standard solutions offered by their 

consulting and administrative partners. External support can be obtained from specialist administration 

consultants and, in some cases, teams within professional trustee firms, to provide expert insight alongside 

trustees when discussing these matters with their administration partners. 

 

Given the specialist nature of pensions administration, there’s an opportunity for professional trustee firms 

to support this approach through internal advocacy, with designated ‘administration champions’ promoting 

good practice and the principles set out in this Guidance. Where there’s no professional trustee on a Board, 

or where there’s no specialist resource within the firm, external support can be obtained to help with training 

and discussions. 
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Over the coming months, PASA intends to continue engaging with trustees, administrators and other 

industry stakeholders to test, refine and build consensus around this Guidance.  

 

This dialogue will extend to TPR and relevant industry bodies including the Pensions Management Institute 

(PMI), the Society of Pension Professionals (SPP), the Association of Professional Pension Trustees (APPT), 

Pensions UK,  the Institute and Faculty of Actuaries (IFoA) and the Association of Pensions Lawyers (APL) to 

consider how these principles might inform wider Guidance, standards and trustee development initiatives.     
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