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Hays UK is a leading global specialist 
recruitment group and an expert in 
recruiting qualified, professional, skilled 
people across a wide range of industries, 
professions and sectors. Hays UK places 
someone into a new role every minute.
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Biting the bullet of GMP equalisation

Pension schemes are well accustomed to dealing with complex regulation, but many schemes have placed 
GMP equalisation or guaranteed minimum pensions https://equiniti.com/uk/news-and-views/eq-views/the-
history-of-gmp-equalisation/ consistently in the box marked ‘too hard’. Yet there is always an exception to 
any rule and the brave team of the Hays Pension Scheme are bucking the trend. 

Kath Bedford, Hays’ Pensions Manager, is currently blazing a trail towards completing GMP equalisation, 
enabling the Scheme to be fully prepared for the next stage of its development.

“
Our long-term strategy is buy-out,” says Kath, “so we need to get our records 
correct. It was paramount we started with GMP rectification and reconciliation work, 
and now that it has been completed, the next stage was equalisation.”

Kath Bedford, Hays’ Pensions Manager

Accidental equalisation trailblazers

Reconciliation and rectification are one thing but 
pushing for equalisation is quite another. And it’s 
not because the Hays Pension Scheme is desperate 
to be ahead of the curve. In fact, like many Pensions 
Managers, Kath admits that she – and the trustee – 
were not very keen on being early adopters at all. 

“The trustee was nervous about the process 
and feared they would be footing the bill for 
being innovators.” says Kath. Still, as discussions 
progressed, and coupled with their existing 
automated processes, it seemed the only 
logical solution.

Fundamentally, the long-term strategy of buy-
out means that Hays just cannot run dual records. 
Delaying equalisation by waiting for someone to hit 
retirement and then running the dual records “short 
circuits market options” as Kath puts it.

Kath also likened it to the process of deciding to 
go on a holiday, when you have a quote but don’t 
commit and continuing to look for a better price. 
“You might find the holiday cheaper, but it may 
mean you cannot book one at all,” she says. “If 
you’re confident that you can see a way through that 
process, and you’ve got all the parties agreeing that 
you have a bona fide method to get there, why keep 
trying to reinvent the wheel?”.

The challenge
Hays set itself the challenge of future proofing its Scheme in preparation for a buy-out by moving forward 
with a GMP equalisation project. This would be no easy feat. There is a reason why only a handful of schemes 
have been proactive in beginning the mandated GMP equalisation evaluations.

After working closely with EQ on other projects, the Hays Pension Scheme met with them to discuss its 
approach and to understand the help that they could bring to this complicated subject. Hays quickly 
discovered that EQ’s expertise in this area was already well established and the two companies formed what 
would become a formidable partnership.
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Experts assemble

With EQ and the Hays Pension Scheme having previously worked together successfully on the rectification 
project, Hays approached EQ to discuss their plans to move ahead on equalisation. 

A conversation with Stewart Winter, EQ’s Operations Director of Data Solutions, left no doubt that the option 
of moving ahead should be put to the Scheme. Hays immediately brought EQ and the Scheme’s actuaries 
together to brainstorm the rules of engagement for such a project. 

36%
of members identified 
that need equalising

“
The actuaries were surprised 
at how advanced EQ was in our 
preparations for handling GMP 
equalisation”

Stewart Winter, EQ’s Operations 
Director of Data Solutions

443
of transfers 
identified

3165
scheme members in 
scope for equalisation

Off to a great start

Initially, the Scheme’s actuaries assumed 
equalisation would be an actuarial exercise and 
were sceptical about the process. However, they 
soon realised that working with the EQ team, 
coupled with the Scheme’s existing automated 
processes, would be the most cost and time-
effective approach. 

“The actuaries were surprised at how advanced 
EQ was in our preparations for handling GMP 
equalisation,” says Stewart. “We’ve been through 
the process before with the Pension Protection 
Fund (PPF), and because we’d worked on both the 

PPF and Department for Work & Pensions (DWP) 
methods, we were in a good position to offer 
insights and support based on our experience.”

“As a specialist administrator, EQ’s knowledge 
of the Scheme put them in the driving seat”, 
commented Kath. “Their GMP reconciliation 
work with Hays made EQ aware of the Scheme’s 
peculiarities, and they knew the condition of 
the data, having previously been through a data 
cleanse.” With all the benefits recalculated and 
retranched, equalisation was simply the next logical 
step for the Scheme.
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“
We’re trying to marry a protective view for our 
members with the characteristics of benefit they 
might be losing, we are going to do it for 
everybody whether they’re in or out of scope to 
simplify the Scheme for a final buy-out”

Kath Bedford, Hays’ Pensions Manager
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Early progress gives confidence

The Scheme initially settled on a pseudo-GMP approach, but over time and coupled with further clarity, 
realised that what they thought was the ideal solution needed some rethinking. So, instead, Hays has 
decided to replace GMP with a new excess which will be increased by CPI during deferment and then fixed 
during retirement.

“We’re trying to marry a protective view for our members with the characteristics of benefit they might be 
losing,” says Kath, “We are going to do it for everybody whether they’re in or out of scope to simplify the 
Scheme for a final buy-out”.

“Following our data cleanse and GMP reconciliation projects, we already had our benefits tranched and knew 
what elements we were talking about. We were able to identify those people in scope and, in fact, had very 
few members that weren’t, so we decided on Conversion and to rid the Scheme of GMP for everyone”. 

Hays can manage this approach because it is two or three steps in front of many other schemes having 
already gone through the rectification and reconciliation work. 

Working in harmony

The Scheme team are currently working on the 
behind the scene processes that mean when Hays 
decides to pull the trigger, it is confident everything 
is going to work like clockwork. 

The working relationship between the various 
stakeholders has been excellent, and Stewart credits 
Kath’s knowledge and attitude as being critical to 
achieving that. 

“Kath knows what she wants but is willing to 
compromise and listen to what’s being put in front 
of her. We were there to provide our consultancy 
expertise and expert insight,” he commented.

EQ have taken a structured approach by 
segmenting the Scheme, and at this stage, the 
concept is relatively straightforward. However, it can 
get complicated when you get down to the nitty-
gritty and the key to success is bringing the Scheme 
and Employer through the process in partnership. 

“The trustee board makes the ultimate decisions, 
but they do that based on what we’ve provided 
them,” says Stewart. “We provide as much 
information as possible to ensure decisions are 
made based on facts – is what you know to be true 
– rather than what you fear. 

“We started with the post-1990 GMP and 
constructed a relatively exacting calculation to 
determine who the winners and losers might be. 
Once you know that, you can start to make decisions 
based on facts rather than conjecture.”

EQ know that everything should be proportionate 
because schemes don’t have unlimited funds for 
projects like equalisation.

As Kath summarised “And, at the end of the day, 
it will be minimal for the vast majority of people. 
It’s certainly not going to change someone’s lifestyle 
in retirement.”
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The solution
EQ removes the devil from the detail

EQ have supported the Hays team with several key project tasks:

• Identifying what might require further data cleansing to allow the Scheme access to ‘clean’ admin records 
for GMP conversion; 

• Interrogating the data and enabling the team to identify member groupings to prioritise the work; and

• Segmenting members who require their record to be data cleansed and have complex features requiring 
further work.

“You cannot underestimate the importance of 
accurate data” says Stewart, “because the process 
requires tools to be built. EQ builds their tools to 
individual specification. We don’t just want to make 
them effective, we also want to mitigate any risk of 
things being wrong.”

The term “Vanilla member” is used to describe 
those who met specific criteria that meant GMP 
equalisation calculations could be completed 
via automation, with minimal risk of incorrect 
calculations being performed. Identifying this 
core group of vanilla members can make the GMP 
process much quicker and more cost effective to 
implement using EQ’s/Hays’ automated systems.

“Those who are outside that scope require a little 
more thought,” says Stewart, “however, we have 
now greatly reduced the number of members 
where we felt further work or a manual review 
was required.”

Non-vanilla criteria – anything that might be 
considered non-standard – was captured by EQ’s 
data cleansing and analytics process. 

This included: 

• members with dual rate for GMP revaluation 
who previously transferred-in or have section 
148 revaluation transfers;

• anything not handled within the GMP 
reconciliation project, such as historic markers 
on the internal database that required double-
checking; and 

• divorce cases, because like pension schemes, 
it is very rare for two divorces to be the same.

“
EQ builds their tools to individual specification. We don’t just 
want to make them effective, we also want to mitigate any risk 
of things being wrong..”

Stewart Winter, EQ’s Operations Director of Data Solutions
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The outcome: Positive teamwork 

It is still early days – equalisation has yet to happen – but throughout, the working party has been testing and 
retesting the methodology. Due to this ongoing evaluation and culture of open communication within the 
team, they were able to identify and correct a problem early in the process. While this resulted in delays to 
the equalisation exercise, it has prevented bigger problems further down the line. 

Kath has played a key role in instilling this open, collaborative approach “There is only one way to make this 
work, and that is to bring everybody together. It’s essential that there is a joined-up thought process with 
every party involved.

“Whoever is involved with any part of the process 
must be involved from the start” she continued. 
“Everyone has relevant experience and can bring 
something important to the table. Why wait 
until the end to find out that you don’t have the 
expertise in every area? That also means including 
the administration team, as far too often, they are 
brought in at the very end.”

This approach extends beyond the Trustee board 
to the working party and any training offered. 
This ensures the Trustee and Company are always 
present so all parties can see that they are working 
together, in step, on the project. 

“That, too, is really important,” says Kath. “We have 
a good relationship across the group, results in trust 

and cooperation and that they’re all working 
together in a joined-up fashion.”

Stewart adds, “Working in partnership is not only 
more rewarding for the team but is highly beneficial 
for the scheme.”

“It allows us to identify scheme-specific issues that 
would require intervention by, or collaboration with 
the Trustee or the Actuary before GMP equalisation 
could be achieved, such as later earnings additions 
or benefit tranching.”

He concludes “Here, as in many other cases, we 
were able to demonstrate that our consultancy 
expertise and expert insight due to our in-depth 
knowledge of the Scheme and its data can prove 
invaluable to the client.” 

Building on the successes

The Hays Pension Scheme has made significant progress in the past year, and there are no parts of the 
process that Pensions Manager Kath would change if she had the time over, and certainly no regrets.

This task has offered a space to consider some of the outlying or smaller categories and when they should 
be included in the process, including a DC group with a DB underpin that must also be equalised. 

“The project has allowed us to consider wider options than we might have before we started,” 
commented Kath.

A challenge yes, but not as hard as it seems

Having gone through this GMP equalisation project, Kath believes people too often look at GMP and 
confuse what is required with being too difficult and use that as a reason not to make a start. 

“We lack clarity in some areas, but that is no reason to abandon the project before it has begun.” She 
commented “As a starting point, schemes should consider what they can do and break the exercise down 
into more manageable tasks rather than thinking it all has to be completed in one go. Of course, the ability 
to make that start will very much depend on where your Scheme is starting from and what your objective is. 
That will determine how many real options you have. 

“Either way,” Kath concluded “you still have to make some of those decisions and not just keep putting them 
off, waiting for everything to be absolutely crystal clear is never going to happen.”
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Find out more about GMP equalisation
We recognise that GMP is hard to get to grips with. But it has to be 
dealt with, so we offer this Made Simple Guide as an introduction to 
this highly complex subject. Contact us today to kick start your GMP 
equalisation project.

Join the conversation on LinkedIn today, search GMP Equalisation Hub group

https://equiniti.com/uk/news-and-views/eq-views/gmp-equalisation-made-simple-guide/

