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Report outline

A year on from the launch of the first mutual 
joint venture out of UK central government,  
the private sector partner, Equiniti, launches  
its first review of the experience of this ground-
breaking new way of working. 

The experience is measured against four key 
criteria – investment, change, employee 
engagement and culture, and includes interviews 
from those closely involved in the partnership. 

The report also considers the place of Mutual 
Joint Ventures within the context of a wider 
debate on public and private sector partnership 
in the UK and Europe, and why the model is a 
viable one in the current environment.

MyCSP administers the pensions for 1.42 million 
civil servants – current and past employees,  
as well as retired scheme members. 
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The learnings have also been considerable. Here are some of the highlights that will 

be explored and evidenced within this review:

01  In order for MyCSP to be a successful commercial enterprise, which can compete in the 
market, transformation is required and has been a central theme during year one.

02  The MJV has given MyCSP the opportunity to transform – something that was required 
and needed serious investment, without the government having to give up total 
ownership.

03  The focus of transformation is to create a business which can stand on its own two feet 
– this requires a unique approach to knowledge transfer and working together, different 
from traditional outsourcing contracts.

04  Transferring from government infrastructure brings with it unique challenges, including 
the set up of functions previously performed by a central hub and creating a new IT 
infrastructure.

05  The MJV must be constructed to ensure employee representation at Board level and give 
employees a real stake in decisions made.

06  Joint ownership generates a unique desire by the private sector partner to transfer 
knowledge of best practice processes and procedures.

07  The level of communication with employee partners, as owners, needs to be 
considerably higher and takes a different form than in traditional businesses.

08  The strengths of each partner must be recognised and used – for example MyCSP’s 
insight into administering public sector pensions and the processes and procedures 
developed by Equiniti.

09  Investment provided by the private sector partner is ‘money can’t buy’ – giving access to 
new technologies, training and expertise, creating value that cannot be quantified.

10  The most important element in the progress to date has been the commitment from all 
individuals involved to make this a success.

Executive summary

In recent years the government has faced a clear 
challenge – the need to improve services in the context 
of reduced public expenditure.

Public-private partnerships have grown in popularity in the UK as a means of encouraging 
investment and innovation in the public sector. In fact, they accounted for around 50% of the 
European market value in 2012. Mutual Joint Ventures (MJVs) have emerged as an alternative 
to fully outsourced services. MJVs provide an opportunity to realise the benefits of a “John 
Lewis style partnership” model, which typically delivers higher productivity, profit and 
employee engagement.

Whilst over 100 MJVs of varying forms have been delivered to date, MyCSP is unique in being 
the first out of UK central government.

Equiniti entered this arrangement as the private sector partner in May 2012, knowing a 
considerable amount about the elements involved but without a roadmap for practical 
implementation. This raised some questions – what was in it for the private sector,  
what was the full scope of transformation and would the MJV allow MyCSP to become  
a successful business?

Only a year in, success has been achieved against clear criteria. Service levels have improved 
by an average 30% and all five key service levels have been hit since February 2013. Employee 
engagement has grown, reflecting the greater knowledge and influence employees have over 
their future. The foundations have been set for a future profitable business with the cost  
of service delivery being reduced by 20%. The business has benefited from a cash investment 
and 3,044 man days of time to transfer the knowledge and skills required to set up a successful 
commercial enterprise. This is alongside access to leading edge systems, which otherwise could 
not have been funded by the public purse.

From the private sector perspective, Equiniti’s relationship with government has strengthened 
along with the knowledge of government procedures and processes, setting up Equiniti for 
future success in the public sector.
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When correctly implemented, 
PPPs are said to produce 
reduced life-cycle costs,  
better risk allocation, improved 
service quality and increased 
revenue streams

Public Private Partnerships
1992–2012

The term Public-Private Partnership (PPP) has 
been in general use since the 1990s and is used 
to cover a range of different structures where 
the private sector delivers a public project or 
service. Concession-based utilities and transport 
projects have existed in EU member countries 
for many years now, with revenues derived 
from payments by end-users. The UK’s Private 
Finance Initiative (PFI) expanded this concept 
to a broader range of public infrastructure and 
combined it with the introduction of services 
being paid for by the public sector rather than 
end-users.

Outlining our position as the first 
Mutual Joint Venture (MJV)

The challenges presented in recent years have required 
both the public and private sector to move outside of 
their comfort zones.

As a business that navigates change on a daily basis, we were keen to take the calculated risk  
to be a pioneer in this arrangement.

We understood the concept of this MJV inside out when it began a year ago, but what we 
couldn’t have predicted was the journey it would to take us on. This report is an opportunity 
to share our unique insight and extract lessons to share at this early stage in the game. It  
also gives us a chance to reflect on the level of change achieved throughout the year, which  
is testament to the commitment of all parties involved.

Outsourcing remains a popular option and will be the right solution in many cases. Our 
experience is that this MJV is a new and alternative model, which really can benefit all. Whilst 
Equiniti has provided the means for MyCSP to transform, in turn, MyCSP has provided us with 
the opportunity to forge a stronger relationship with government, grow our understanding  
of this market and raise our profile. In our experience, shared ownership really does mean  
we are in it together.

Whilst we may not have predicted the extent of the journey, a year in we are on our way  
to meeting our objective: to create a successful commercial business that stands on its own 
two feet.

We hope others will find the lessons we have learned of interest.

Kevin Beeston 

Equiniti Chairman
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Transport and infrastructure represented the majority of the EU market’s PPP at a striking 
dominance of 82%. The UK market on the other had in the same year showed a different focus 
with almost half the market concentrated in education, healthcare and housing.

Breakdown of PPP projects by value2

Whilst 60% of the EU market delivered in transport and infrastructure projects in 2012, the UK only 
delivered 23% of project value in this domain. More than 50% of UK projects were associated with 
waste management and education combined.

The historical drop
The lowest market value of PPP projects since 2003, but UK 
performs well compared to the rest of the EU.
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  From an Equiniti perspective, becoming part  
of the MJV allows us to look at our core business 
in an innovative way. This arrangement was a 
new experience for the government as it doesn’t 
tend to be a shareholder in joint ventures and 
it was a new experience for the private sector 
as there were three partners and nobody has 
overall control. 

Being part of the MJV also gave us the 
opportunity to forge a stronger relationship  
with government, which in turn has helped  
to raise Equiniti’s profile.

We are all working towards the same goal –  
to make the business a success – and that in 
itself is a really good driver for people. We also 
have plans to grow the business in the coming 
years, which, when you consider everyone 
has a vested interest in the business, should 
be achievable.” 

“Paul Bingham

MD Equiniti and  

NED of MyCSP

The MJV has proved to be very 
successful in the past year 
because the interests of all three 
shareholders are aligned. 

Journey in words

PPPs can take many forms and there is no 
universal model within the EU.

After a strong peak in 2007, a historical drop hit 
the EU market in 2012 with regards to the value 
of delivered projects.

The UK shows a different pattern in terms of 
project delivery than the rest of the EU: the UK 
invests much more in education, healthcare, 
waste management and defence whereas the 
rest of the EU market is more concentrated on 
transport and infrastructure projects.

One possible reason for this pattern could be 
linked to the UK’s insular identity and the fact 
that the intensity of UK-based projects are much 
lower than those of mainland Europe’s, where 
pan-European connectivity is a main factor  
when it comes to infrastructure investment.

Public Private Partnerships
Conclusion
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The mutual ethos

•  Employee partners’ 25% stake in 
the company is held in trust by the 
MyCSP Trustee Company Ltd, which 
is known as the MyCSP Trust and 
has a professional Director and two 
Employee Trustee Directors

•  An elected Employee Partnership 
Council of 10 represents employee 
partners in all aspects of business

•  Employee partners fulfil a key role 
in governance and decision making 
through their Employee Director on  
the Board and EPC membership of  
the Executive Management Team and 
other key decision making bodies

• Dedicated Mutual Guardian

•  Reflected in MyCSP’s values and 
developing HR/cultural change 
frameworks. 

In April 2011 the Cabinet Office agreed 

to develop the first government mutual 

joint venture to:

•  Retain the value of the extensive  
public sector administration knowledge 
and experience

•  Bring in new investment and new 
commercial and technical expertise 
from a private sector partner.

1.2

MJV model for MyCSP

1.3

How the governance works 

Represented  
on exec team

Outsourcing of public services has had many guises 
since the 1970’s, from the introduction of Private Finance 
Initiatives (PFI) by John Major in 1992, to PF2. In 2012, 
government spend on outsourcing public services was 
£20.4 billion, rising from £9.6 billion in 2008.

Following the government’s Open Public Services White 
Paper in July 2011, the benefits of mutual models with 
shared ownership between employees, government and 
a private sector partner were favoured.

They can include for-profits, not-for-
profits, charities, social enterprises 
and community-interest companies.

The government defines public 
service mutuals as:
•  An organisation that has  

spun out of the public sector
•  Continues to deliver public 

services
•  Involves a high degree of 

employee control

1.0

Mutual Joint Ventures 

What does employee ownership offer?

According to research, employee-owned companies outperform comparative businesses that 
have a more traditional private-ownership model. Here are a few points that illustrate this:

•  Employee-owned companies currently contribute some £25 billion to the British 
economy. According to an annual index compiled by a leading law firm, they outperform 
the FTSE by roughly 10% each year.

•  Evidence suggests that employee ownership can boost overall productivity by up to 19%.

•  John Lewis, one of Britain’s best-known mutuals, continually tops customer satisfaction 
polls and has 50% of the average staff turnover and sickness absence of the retail sector.

•  According to research from Cass Business School, part employee-owned businesses:
 •  Deliver far better customer satisfaction
  •  Are significantly more resilient in an economic downturn.

•  Not only is there a financial benefit for MyCSP employees, but there is also a tendency 
for staff working in mutuals to be more engaged. This relates to them being more aware 
of business performance and how both good and bad decisions can have an impact on 
the business. 

1.1 

What makes mutuals a 

viable option in the UK?
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Since staff own 25% of the business, the EPC 
was put in place to make sure employees had  
a voice, and were appropriately represented  
at management meetings. Part of my role is to  
look after the EPC and make sure it gets access 
to the information it needs to fulfill its role as 
owners of the business. The mutual element has 
definitely had a positive impact on engagement, 
and I think this will be boosted further this year, 
as we hope to declare a dividend.

 There are still big business transformations  
to happen and some of our services need to  
be improved, but I feel very positive and I think 
there’s a good future for us at MyCSP Ltd.” 

The last year has been incredibly exciting and 
we’ve all worked hard to deliver great results.
We’ve had to embark on a major business 
change to modernise our IT and processes and 
to strengthen our management.

 In partnering with Equiniti, it was able to offer 
expertise in areas that didn’t previously exist in 
MyCSP. This has been great and has allowed us 
to learn so much. 

Prior to the MJV, MyCSP never had to sell itself 
in the commercial world, and that’s a skill we 
have learned from Equiniti. We’ve also learned 
different ways of approaching our work, to meet 
the demands of a contract, which has been a 
good thing.

Sharon Crosland

Head of Corporate Affairs 

and Mutual Guardian MyCSP

Journey in words

Equiniti has brought a much more 
commercial mindset and combined 
with the public sector’s knowledge of 
government operations, the pensions 
system and our customer base, we 
have been able to come together and 
really make the first year a success.
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Workstream Key achievements

IT infrastructure • Completely new IT platform
•  196 MyCSP and transformation users migrated and working 

from the new infrastructure
•  5.5 million files successfully migrated and reconciled for 

Liverpool and Worthing

Software relating  

to pensions

• Coding underway on 18 new pensions calculations
•  250 new letters / outputs identified and specified to improve 

communication and meet scheme requirements
•  70 new workflows specified to improve efficiency  

and process

Contact Centre •  Liverpool Contact Centre environment established, including 
scanning, post room 

• Daily average of ‘one and done’ 81%
• 98.82% of calls answered on time

MI reporting and work 

management system

• 95 new reports specified
• New MyWork system implemented

Business development • 47 new clients on-board
•  Liverpool MyInnovation Centre for Training  

Services established
•  Launched new training service –  

60 training courses held
•  New brand launched with first commercial  

collateral and website

People skills and  

talent management

• 720 training days undertaken by staff
• 19% studying professional qualification exams

Employee engagement 

and transformation 

communications

• CEO roadshows at all sites during June 2012
•  CEO coffee mornings at all sites during  

September 2012
• 14 annual kick-off meetings held in April 2013 
• EPC elections in May 2012
• Issued 10 updates from the Transformation Programme
• Issued 8 issues of the internal newsletter, MyWord

Quality Accreditation 

support

• Working towards ISO9001, 14001 and 23001

Premises / facilities 

management

•  Worthing office moved to private offices at Highdown House, 
Worthing

• Cheadle new office building activities underway 

The result of this approach has seen 
the delivery of significant changes  
over the first 12 months, a selection  
of which are outlined right:

It was recognised by the government that MyCSP’s in-house delivery model required 
transformation, which in turn required serious investment.

Some areas for development were acknowledged as:

2.0

Assessment

2.1 

Where we were one  
year ago

2.2 

Change/transformation

“   A year in and our primary focus is still transformation. We are replacing the IT 

infrastructure, which is a massive undertaking, but very much necessary for this 

business to achieve its full potential. This new delivery model will reduce costs in 

comparison to when the business was wholly government owned.” 

The first challenge as part of transformation was to further quantify the scope of the change 
required, based on the areas identified as part of the contract. Two months after coming out 
of government, a transformation team of over 40 people had been established. This consisted 
of both MyCSP and Equiniti employees, with 25 workstreams to implement change across 
most areas of the business. Against this, new measurements and supporting activities were 
undertaken, including the establishment of a Target Operating Model – contributed to by all 
staff and signed off by the Board.

“ From day one we were aware there was a lot to do and there was a clear appetite 

for change, particularly when it came to upgrading the IT systems.” 

“ The challenge was to break the task down into manageable chunks and 

begin working together across the boundaries of the different organisations, 

something the workstream approach helped us to do. The root and branch review 

performed over the first three months was also helpful in developing an in-depth 

understanding of processes and procedures used across MyCSP.”

“ With the excitement which surrounded the set up of MyCSP, it was tempting to dive 

straight in and start making changes from day one. What was required was a more 

detailed understanding of the gaps and requirements, which only came through 

sharing information and building relationships in the early days.”

Nicky Hurst 

CEO MyCSP

Joe Duddridge 

Transformation Director

Amy Madden

seconded to the project 

for Marketing and PR

•  Cost of delivery, which exceeded 
industry benchmarks

• Administration arrangements
• Implementation of pension reforms
• Governance
• Replacement of outdated systems
• Quality of the member experience
•  The working environment and staff 

experience

The ambition was to provide the investment, 
commercial and technical expertise to 
transform MyCSP into a business with the 
capability to provide the best services in the 
market. These goals provided the benchmark 
for what could be achieved.
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Transformation of the IT infrastructure was one of the first areas to address and 

required significant change:

“ Pensions administration tended to be at the bottom of the queue in general for 

all the various government departments that were doing it – they were last to get 

updates or new IT. Most of them had IT systems that were late 1990s early 2000s 

at best.”

Prior to 1st May 2012, MyCSP was made up of four pension administration centres  
and two commercial centres. Each centre represented a particular area of the government, 
for example the Ministry of Defence and HMRC. Each centre used a different IT system, 
which made effective communications difficult – email addresses varied depending on 
where you were based, calendars couldn’t be shared and even sending documents proved 
to be difficult, due to variations in the versions of software. Although MyCSP was one body, 
it was very much made up of a number of different areas. 

“With every centre using a different IT system, communication across centres 

was incredibly difficult.” 

“ Straight forward business activities such as checking colleagues’ calendars and 

sharing documents were so much more difficult than they needed to be, simply 

because of the variances in software.”

To resolve this issue, as part of the contract set out at vesting, Equiniti agreed to build a 
bespoke IT platform that would not only upgrade the existing systems so that the best 
could be made from modern technology, but would also align each of the four MyCSP sites. 
This would not only have the result that it would make employees feel more like they were 
working for one operation, but it would have the added benefit of allowing people to work 
better, improve communication and speed up business processes. The process of moving all 
four MyCSP sites onto the new IT system is halfway through.

There are numerous benefits of the new IT system for staff and the wider business. The 
infrastructure will enable it to operate as a standalone business where everyone can 
communicate, everyone is on the same version of software and there are no compatibility 
issues. It will also include new technologies, such as voIP, which leads to significant cost 
savings when making internal telephone calls. MyCSP now also has Lync as standard, which is 
a very useful communication tool that allows for instant messaging amongst staff. Hardware 
has also been upgraded – staff have 24inch monitors, which proves particularly beneficial 
when working on multiple documents.

“ The technology and solutions we have implemented will enable MyCSP to 

work as a stand alone business.” 

“ Everyone will be able to communicate as they will all be on the same 

version of software. This will not only increase productivity, but will help to 

streamline internal processes even further.”

2.4

Getting the IT building blocks 

in place

Willie Samuel 

Transformation Support

Ross Preston 

IT Project Manager

Ross Preston 

IT Project Manager

MyCSP has a target of generating £300m revenue over 10 years, which requires 

transformation to become a commercial enterprise.

 
A key part of this element has been the implementation of standards, captured within the 
agreement with the Scheme Management Board (SMB). The SMB’s role is to ensure the 
Civil Service Pension Scheme is administered to the highest standards and to govern the 
interests of the scheme members.

Prior to the MJV, MyCSP worked within the parameters of Key Performance Indicators and 
Service Level Agreements with employers. Today, the organisation works within the terms 
of the contract agreed with the Scheme Management Board, which outlines key services 
that must be delivered within a certain timeframe. This contract sets out particulars that 
need to be achieved as part of the MJV, including performance goals and indicators, service 
levels, commercial areas and a robust programme to steeply reduce revenue streams.  
The contract also has a clear financial model around the revenues that will be received per 
MyCSP member.

“ The big challenge is learning to deal with a target-driven remit that we didn’t 

have before.” 

“ The contract completely changed the way we worked. From day one we  

were very much more commercial. Employee partners are aware of their 

responsibility and their ownership.”

Equiniti’s expertise and processes around client management added value here. 

“ We were able to bring across all the functions of a commercial business to 

support this culture change.”

“ Balanced scorecards, the monitoring of service levels and technology such as 

MyWork to log and monitor work, has all contributed.” 

“ The big transition has been from a civil service culture where you are given 

a budget and draw costs from it. We have flipped this on its head to move 

ownership of the budget to everyone in the business. This means that employees 

are far more aware of costs and understand how important it is to deliver within 

a set budget.” 

“ We’ve been transparent about the strategy of the business at every level, through 

activities such as publishing the balanced scorecard each month and running 

strategy workshops. It has been important to create the link between individual 

contributions and overall business performance – employees have a stake in the 

business and can really make a difference.”

2.3

Transforming from government 

into a commercial entity

Willie Samuel

Transformation Support

Lucy Hughes

Operational Head of  

the Liverpool site

Joe Duddridge 

Transformation Director

Mike Best 

Programme Manager

Nicky Hurst 

CEO, MyCSP

2.0

Assessment

2120



2.6

Conclusions
 Transformation is at the heart of the MJV and will  
be crucial in establishing MyCSP as a business for  
the future.

 Change has been approached in a planned and 
collaborative way, ensuring requirements are fully 
explored to deliver optimum results.

 Shifting the culture towards one that is more highly 
measured has been a central theme, using tools and 
processes from Equiniti’s experience managing  
contracts in the private sector.

 A connection between each employee’s contribution  
and the wider strategy has created a greater culture  
of ownership.

 New IT systems are changing the way in which 
employees communicate with each other, whilst  
bringing the organisation closer together.

2.5

What has been achieved as  

a result of transformation?

“ In my career, I have never experienced the level and 
pace of change we have seen in MyCSP over the last 
twelve months. 

“ We have achieved a massive amount by pulling 
together, however there is still more to do to ensure  
we can compete with the best in the industry for  
new business.”

 Nicky Hurst 

 CEO, MyCSP

2.0

Assessment

Overall, improvement has been seen  

in the following areas:

•  Service levels
• Customer satisfaction
• Employee satisfaction
• Financial management

Costs have been reduced and a first year 
profit is anticipated, which has been seen 
in dividends to all shareholders, including 
employees, in the form of dividends.  
The business is operating with no debt.
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Private sector partner: Value

Access to key 
resources

Business-specific 
knowledge & market 

understanding

Technology & 
change expertise

Controls & 
governance

Access to wider 
capabilities

Sector 
expertise

Transform 
capability

Commercial  
& Contracting 

capability

Ways of 
working

Experience of 
carve-outs  

Public & private 
sector

Mike Best 

Programme Manager

Amy Madden

Head of PR, Equiniti 

& seconded to MyCSP

Joe Duddridge 

Transformation Director

Nicky Gould

Transformation 

Programme Project 

Manager

Mike Best 

Programme Manager

MyCSP was a government agency and needed to fill gaps in organisational structure  
quickly. MyCSP didn’t previously have dedicated sales representation and there was no 
compliance function. 

“  A different mind shift was needed, as were new sales divisions and externally 

focused divisions to help us achieve our goals. We also trained staff on profit and 

loss and revenue accounts, and the general project management skills required to 

make a business profitable.”

“ One of the most important differences from a traditional outsourcing contract is 

that we are creating a new entity together. Doing the job on behalf of MyCSP will 

not achieve the end game – we needed to transfer skills, something you don’t often 

see in outsourcing contracts where tasks are simply taken away or staff TUPE 

transferred into the outsourcing company.”

“ The mindset you take in this environment feels very different from a traditional 

outsourcing deal. There is an openness in sharing the best you have with your 

colleagues at MyCSP because the success of the business is crucial to us all.”

“ Whilst MyCSP employees might not have a great deal of experience in a 

commercial world, their public sector expertise is of incredible value and crucial 

for the success of the enterprise. If the private sector partner was to approach the 

joint venture without consulting the business properly, the danger is employees 

are disenfranchised and productivity falters, something we can’t afford to do.”

“ They’ve got that commercial awareness that people from the civil service don’t 

have. They’ve got strong leadership skills and they haven’t brought in anyone that 

people haven’t either liked or respected. So the people they have brought in now 

feel like they’re part of MyCSP – they’ve integrated with MyCSP and become part  

of the team.”

The nature of this investment was not without its challenge for the private sector, and involved 
full-time transfer of staff, including Nicky Hurst, MyCSP’s CEO, who moved from a post as an 
Operations Director within Equiniti almost immediately. 

“ The deal was high profile for Equiniti – we had punched above our weight to win 

it, and being so new it meant getting the resourcing levels right took some work 

at our end. It was also something new and exciting – the tendency was therefore 

to draft in our best people, which needed managing from our side to ensure we 

continued to deliver excellent service to our client base.”

Equiniti’s 40% share was made up not only of a cash investment but included within it 
people, technology and expertise. The diagram below identifies some of the value delivered 
by Equiniti to the MJV. 

“ This is investment which money simply can’t buy, from those who have built a 

market-leading pensions business.”

Whilst it could be assumed that the financial aspects would make the biggest contribution, 
the value of the ‘people’ and the transfer of their expertise cannot be underestimated. 

During 2012 there were over 30 people seconded from Equiniti working as part of the 
transformation team. Given the objective of creating an independent business, this number 
will reduce in the coming years. Today the number is still in the mid twenties, but the 
intention is to reduce the amount to less than 10 from Summer 2014. To the end of May 
2013, 3,044 man days’ effort has been delivered by Equiniti.

The profile of those seconded is typically senior and deeply experienced – to give a 
snapshot, the three sales and marketing people seconded brought in a combined 60 years’ 
experience and each of the IT team of 15 have between 10 and 20 years’ experience. 

This level of expertise was crucial in order to:

•  Quickly set up functions that didn’t previously exist.
•  Transfer skills and expertise in a way that delivered results.
•  Implement processes and procedures.

3.0

Investment

3.1 

Investment beyond 

the financial

Nicky Hurst 

CEO, MyCSP
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The MJV is constructed to enable Equiniti to deliver 
far more than a simple cash investment, including 
technology, expertise and training.

Investment which ‘money can’t buy’ – transferring the 
expertise, processes and procedures, which Equiniti has 
built over many years, has been invaluable.

The objective is to create a commercial business which 
can stand on its own two feet.

This represents a considerable difference from a 
traditional outsourcing contract – consultation and 
knowledge transfer are key parts of the investment.

New opportunities for staff, which wouldn’t necessarily 
exist in the Civil Service, are now available.

3.3

Conclusions

The shape of the business is also changing in recognition that new skills are 

required. 115 new positions have been advertised to fill gaps in skills –  

345 interviews have been undertaken, 720 training days have been delivered  

to employees and 19% have undertaken professional qualifications.

“ Right across the business, the opportunities have been put out there and 

progression planning is also being considered, so that as an organisation  

we know who our future leaders might be. A further plus point has been that  

staff have been encouraged to obtain pensions qualifications, which is 

something that wouldn’t have happened before the MJV. So yes, there are  

many more opportunities for progression and development, which is having  

a positive effect on employee engagement.”

The future deliverables also include Equiniti’s market leading software for pensions 
administration, Compendia. This will provide MyCSP the opportunity to become a 
competitive player in the future.

3.0

Investment

3.2 

Investing for the future 

Lucy Hughes

Operational Head of  

the Liverpool site
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We’ve also created a central contact centre and
have 36 agents working there – this will rise to
50 once we’ve completed transformation. 
MyCSP’s management tools have been improved 
which means that all information will now go
into one work management system, making it
easier to track correspondence with customers –
this is another element of the IT upgrade.

We are also looking to launch an app that will 
allow customers to logon – via the web or mobile
application – to view their benefits. Achieving 
accreditations and industry standards such  
as ISO9001 and 27001 is a key focus. All of this 
forms transformation and what it intends  
to deliver.

An effective joint venture cannot be 
achieved without the parties working 
together. I can see the areas of 
improvement from where MyCSP was 
a year ago, which gives me a great 
deal of job satisfaction.”

Mike Best

Programme Manager

Transformation

Journey in words

As with any business, we needed to establish  
an operating model right from the start to make 
sure we could achieve what we wanted for 
the future – to deliver the best for customers 
and grow the business. Operationally and 
functionally, we came up with an overall model 
of how the business would work to help us 
achieve our transformation targets as set out 
in the MyCSP Ltd contract. As a result, we 
needed to introduce a number of new functions, 
such as compliance and project management 
components, which weren’t part of the MyCSP 
model prior to the MJV, but would be essential 
going forward.

Transformation touches almost every area of the 
business, but one of the most significant areas is 
in the delivery of a new IT infrastructure, which I 
have been helping to deliver. The IT platform we 
have built is bespoke for MyCSP Ltd, and we are 
currently migrating each of the four sites onto 
this platform. Implementing this was a challenge 
as there were so many disparate sites and IT 
systems and providers, but we have already 
completed half of this.

“
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Equiniti has also brought a commercial mindset to the table, which was a learning 

curve for the public sector:

“I found the whole process very exciting.” 

“ I knew there would be a lot I could learn from people that were of such a high 

calibre and could pass on their knowledge as to how commercial areas worked.”

“ Equiniti had the commercial awareness that people from the civil service simply 

didn’t have – it wasn’t part of our culture.”

“ Equiniti brought in strong leaders, who everyone respects, and as a result,  

it has helped us develop a strong commercial culture.”

“ We’ve also had to learn about new working practices, how to deal with new 

computers and new systems over the course of the year. The big challenge is 

learning to deal with a target driven remit that we didn’t have before.”

Lucy Hughes

Operational Head 

Liverpool site

Nicky Gould

Transformation 

Programme Project 

Manager, MyCSP

Willie Samuel

Transformation 

Support

As with any significant change, there will always be differences in how it is 

received. It was no different when MyCSP moved from being a public sector 

body, to a private sector business. However, a year into the MJV staff feedback is 

positive and engagement is high:

“ It was clear to me that at a strategic level such investment from the private sector 

partner worked really well. Upgrading our IT systems will not only help us to 

work better, but to keep up with the market, which has a positive effect on staff 

engagement.” 

“ Now that we own 25% of the business, we are generally far more engaged, as 

undoubtedly any decisions that are made have an affect on our dividend. Being 

involved in the decision making has a huge impact on how engaged you are with 

the business, especially since there is also a financial incentive.” 

Aside from the financial benefits, there are also greater opportunities for staff to learn 
and develop under MyCSP, as Lucy Hughes, Head of the Liverpool Pension Service 
Centre, explains: 

“ Since we’ve become MyCSP Ltd, the operating model is very clear, and staff know 

what they need to do to progress. As part of our commercial development, more 

than 130 interviews have taken place at the Liverpool site alone, as we need to 

recruit more expertise to help with the implementation of functions that we never 

had before the MJV, like sales and compliance. A contact centre has also been 

formed, which has recruited a number of new staff. All telephony services will, 

over time, be moved to the contact centre, which will deliver more consistent 

customer service.”

The Employee Partnership Council (EPC) was founded to ensure that staff were 
suitably represented at board level, and that their thoughts, feelings and concerns were 
represented. Staff have engaged well with the Council, and are aware of its importance in 
representing their stake in the business.

“ The EPC is made up of medium and junior level managers, rather than senior 

representatives.”

“ It’s an elected body, where those that sit on the Council meet monthly to discuss 

the performance of the company, and particular areas of interest for employees.”

“ The EPC is also working on the My Ideas scheme. This will further engage staff by 

asking them for suggestions on how the business could be improved.”

4.1

Engagement

Nicky Gould

Transformation 

Programme Project 

Manager, MyCSP

Lucy Hughes

Operational Head 

Liverpool site

Sharon Crosland

Head of Corporate  

Affairs and Mutual  

Guardian of MyCSP

4.0

Employee engagement 
and culture
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4.3

Conclusions
 The constructs of the employee partnership need to be 
strong and enable real employee engagement

 The level of communication is higher than traditional 
businesses’ constructs to ensure employee engagement

 Cultural change is an ongoing journey – MyCSP needs to 
create a culture of its own outside the government and 
Equiniti to take it to the next level.

4.0

Employee engagement 
and culture

As 25% owners of the business, employee engagement as part of mutuality  

is imperative. The following steps were put in place to encourage this:

• Elected Employee Partnership Council (EPC) before mutualisation
• EPC participated in the bid evaluation process
• Held regular CEO and senior management team road shows with Q&A sessions
•  Monthly ‘all employee’ calls with Q&A sessions with the CEO and senior  

management team
• Directors’ visits to offices, ‘coffee talks’
• ‘Ask the CEO’ inbox – lots of questions about pensions.

4.2

Employee engagement
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This opportunity has also allowed Equiniti to demonstrate its strengths, not just within the 
pensions market, but as innovators within the industry. In taking on this challenge, Equiniti 
has learnt that employing the right talent is pivotal in helping a business to achieve its goals.

As the first MJV, all three parties have had to adapt to this new way of working, which has 
come with its challenges. Equiniti has demonstrated that this model delivers benefits to all,  
if the shareholders interests are aligned and they are focused on achieving success.

The learnings have also been considerable. 

01  In order for MyCSP to be a successful commercial enterprise, which can compete in the 
market, transformation is required and has been a central theme during year one.

02  The MJV has given MyCSP the opportunity to transform – something that was required 
and needed serious investment, without the government having to give up total 
ownership.

03  The focus of transformation is to create a business which can stand on its own two feet 
– this requires a unique approach to knowledge transfer and working together, different 
from traditional outsourcing contracts.

04  Transferring from government infrastructure brings with it unique challenges,  
including the set up of functions previously performed by a central hub and creating  
a new IT infrastructure.

05  The MJV must be constructed to ensure employee representation at Board level and  
give employees a real stake in decisions made.

06  Joint ownership generates a unique desire by the private sector partner to transfer 
knowledge of best practice processes and procedures.

07  The level of communication with employee partners, as owners, needs to be 
considerably higher and takes a different form than in traditional businesses.

08  The strengths of each partner must be recognised and used – for example MyCSP’s 
insight into administering public sector pensions and the processes and procedures 
developed by Equiniti.

09  Investment provided by the private sector partner is ‘money can’t buy’ – giving access to 
new technologies, training and expertise, creating value that cannot be quantified.

10  The most important element in the progress to date has been the commitment from all 
individuals involved to make this a success.

5.0

Conclusion and lessons 
learned 

When we began the process, a diagram was created depicting what a successful MJV looked 
like. It is clear that a year in we have gone some way to achieving this model. MyCSP is 
delivering a better service at a lower cost overall. There is a greater focus on the skills and 
capabilities required by a professional pension administrator and MyCSP is better able to 
face the challenges ahead and can offer the benefits of our investment and experience 
to others. Employee partners have a real voice in the way we do things at all levels of the 
Company and we are on track to halve our administration costs – great news for taxpayers, 
employers and members.

From the private sector perspective, the MJV has been beneficial for Equiniti in a number 
of ways. Its relationship with government has strengthened, and Equiniti’s knowledge of 
government procedures and processes has developed. This will hopefully benefit Equiniti 
in the future in terms of new business coming from the public sector. It has also allowed 
Equiniti to become involved in administering 1.5 million civil service pensions, across  
250 employers. 

Although Equiniti is an expert within the pensions field, working with MyCSP staff, who are 
very knowledgeable in the MyCSP product, has allowed Equiniti to extend its expertise in 
this area of public sector pensions.

5.1

Equiniti has extracted 

valuable lessons to share
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6.0

MJVs – Their place in 
the future / conclusion

Although MyCSP has only been in existence since May 
2012, it has clearly set the bar high for expectations 
around what MJVs can deliver.

Early signs are that the mutual is working well, service 
levels have improved, costs have been reduced and 
skills are being transferred.

The result is testament to the commitment of everyone 
involved. The interests of all three shareholders are 
aligned, and all three will benefit from the successes, 
both in terms of job satisfaction and the obvious 
financial benefits.

Since all three parties have a vested interest in the 
success of the business, and are all involved in the 
decision-making, employee engagement is higher, which 
in turn, has positive effects on the business.

If MyCSP continues to keep up the current pace, 
undoubtedly even more MJVs will follow. On the whole, 
staff consider it to be a good thing, and endorse other 
MJVs, which is encouraging.

6.1

Equiniti 
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