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Introduction
After the publication of the Department 
for Work and Pensions’ (DWP’s) confirmed 
staging timelines in late March 2024, the 
connection deadline of 31 October 2026 
remained unchanged. 

The first schemes are expected to stage 
by April 2025, and a firm timeline has been 
set for pension schemes and providers to 
plan implementation of their connection 
programmes.

The key message for schemes and 
administrators is that they need to get their 
connection project started and shouldn’t 
underestimate the task at hand. There is 
a lot to be done, even for those who have 
already begun the process, and a relatively 
short time to do it. 

The DWP’s guidance sets out a two-part 
staging timetable for different stakeholders. 

	X The first part, which applies to large 
schemes and providers, sets out 
connection dates of between 30 April 
2025 and 30 November 2025. 

	X The second part, for medium-sized 
schemes and providers, outlines 
connection dates of between 31 
January 2026 and 30 September 
2026.

 
With over a dozen of Integrated Service 
Providers (ISPs) and thousands of schemes 
needing to connect, the staging timetable 
provides a phased approach which will not 
only help with managing the volume and 
the flow of onboarding to the dashboard, 
but also ensures pension providers and 
schemes know what’s happening and are 
able to connect to the PDP ecosystem on 
time. 

In response to the DWP’s announcement, 
Equisoft held its Pensions Dashboards 
Readiness webinar in late April 2024 to help 
schemes and administrators understand 
what these confirmed timelines mean for 
their Pensions Dashboards compliance 
projects. 

The webinar attempted to highlight the 
various tasks and stages an onboarding 
project would need to complete before 
staging with the PDP’s central infrastructure, 
and suggested average durations for these 
activities based on experience Equisoft has 
had with previous engagements and clients. 

The key takeaway was an example project 
timeline starting from May 2024 and running 
to April 2025 that highlighted for the earliest 
cohort to stage. In other words, there isn’t 
much time left!

In a poll of over 250 attendees of 
the webinar, around two thirds of 
respondents said they had already 
commenced their own dashboard 
project, with around half of those 
having paused during the year-long 
reset of the PDP. Of the remainder, 
15% have just begun setting up their 
projects but around a fifth still have it 
on their ‘to do’ list. 
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By our calculation, we already passed 200 working days to go until the first staging 
date in April 2025. Anyone who has worked on large change programmes will know 
that’s not very long given how much there is to do. Many of the tasks will be familiar to 
project teams but not all; in this paper we have tried to list all of them but to highlight 
the unusual. We hope it provides a useful resource for your project and that you 
choose our ISP service to help on your dashboard journey.

Has your Dashboard Project Started?
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Pension Fusion Product Manager at Equisoft  
& Member of the PDP Advisory Group

DAVID POYNTON

“While the final PDP 
connection deadline is 31 
October 2026, schemes and 
providers should not only 
have regard for the DWP’s 
guidance on recommended 
connection dates but need 
to get their project started, or 
restarted, without delay. ”
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The path to 
readiness  

Project mobilisation 

	X Budget & project sign-off 

	X Initiation/Reinstating project 

	X Staffing requirements 

	X Internal communications 

	X Scheme and trustee engagement 

	X Vendor engagement 
 
In our experience, most large 
organisations have a prescribed process 
for kicking off new projects with various 
funding, resourcing and approval gates 
to negotiate. On average, we see clients 
taking around 8 weeks to fully mobilise 
and, while the regulatory nature of PDP 
should help with several of the internal 
hurdles, external interaction with trustees 
and vendors has the potential to stretch 
project timescales.

The regulator has been very clear that 
legal responsibility for meeting PDP 
obligations rests squarely with scheme 
trustees. Whilst that should focus minds 
on the importance of engaging with the 
programme on important decisions, it 
is unlikely to speed up the sometimes-
cumbersome decision-making of trustee 
bodies and that delay needs to be 
factored into project plans. 

Whilst technology vendors are usually 
more responsive, bear in mind that 
they will be juggling multiple clients all 
attempting to get connected to the PDP 

infrastructure in the same timeframe. 
Here at Equisoft, we are geared up for that 
wave but cannot speak for others so, the 
earlier you engage with vendors, whether 
they provide your PAS, ISP or some other 
service, the more likely you are to be near 
the front of the queue.  

Have you chosen your route to 
connection? 

 

 

Understanding your 
landscape 

	X Regulatory requirements 

	X Scheme landscape 

	X Technology landscape 

	X Risk & compliance 

	X Analysis & requirements gathering 
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If you’re reading this document, there’s 
a good chance you are already familiar 
with the Pensions Dashboards rules and 
regulations. Nevertheless, there is plenty of 
devil lurking in the detail that could still trip 
your project up. 

One particularly thorny challenge 
concerns AVCs which are linked to the 
main scheme. The regulations stipulate 
that any accrued and ERI figures 
presented to a member across the two 
must be calculated at the same date. 
That’s an entirely logical requirement 
from the member’s perspective but can 
be surprisingly difficult to implement in 
practice.

Many AVCs are run entirely separate 
from the main scheme, sometimes even 
by a different administrator. During our 
research to develop Pension Fusion 
we were surprised to learn that some 
administration systems lack a mechanism 
to link members records across schemes. 
Finding a way to add that capability and 
to synchronise accrued &  ERI calculations 
will be essential for schemes to comply 
with dashboard rules and may well add 
significantly to project timescales.

Less complex but equally important will 
be understanding your scheme mix, the 
relevant staging dates and whether you 
are likely to onboard all of your schemes 
at once, or one at a time, based on the 
guidance dates. While the process and 
requirements will, in the main, be the 
same for all schemes onboarding to the 
PDP, there are notable differences in terms 
of the information requirements and 
guidance dates between the approaches 
of the Financial Conduct Authority (FCA) 
and The Pensions Regulator (TPR).

While the Pensions Dashboards Project 
While the Pensions Dashboards Project 

While the Pensions Dashboards Project 
is all about gathering and sharing 
members’ information, it does not absolve 
administrators of their GDPR obligations. 
Given the likely volume and frequency 
of data exchange, it will be vital to 
ensure that existing controls around the 
security of member data are assessed, 
validated and, if necessary, upgraded to 
accommodate the new regime.

All these elements need to be 
considered, analysed and documented 
in whatever requirements tracking 
system your organisation has adopted 
before moving on to the more delivery-
focused phases of your project. Given 
the complexities involved, we suggest 10 
weeks would be a reasonable duration to 
plan for this phase of a PDP project. 

Data & Reporting 
	X Member data 

	X Value data 

	X Scheme/Administrator data 

	X Reporting & SLAs  

Data and reporting are at the heart of 
PDP so we’d expect to see around 12 
weeks of effort going into this phase of 
dashboard projects. Data quality has 
received a lot of attention in the run 
up to PDP with many schemes working 
hard to clean up their records ready 
for dashboards. Despite this, correctly 
identifying members’ pension data is 
likely to remain a challenge and there has 
been much focus on the matching rules 
used to retrieve data. Finding a balance 
between stringent rules that create partial 
matches requiring expensive manual 
intervention versus fuzzy rules that risk 
false positives and data breaches will be 
tricky. 
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It is important to note that responsibility 
for providing the right data (and 
penalties for failure) lie squarely with 
scheme trustees so, whatever options 
administrators come up with, it is essential 
that trustees can vary them. For an in-
depth look at matching, we recommend 
you read the article on the Equisoft 
website, ‘Strategies and Resources 
for Optimising Pensions Dashboards 
Programme Matching Criteria’.

There is plenty to consider on the 
technical front too, including PDP’s code of 
connection, reporting requirements and 
JSON schemas. Connecting via a third-
party ISP can address a lot of this heavy 
lifting but administrators will still need to 
decide how to map their member data to 
the PDP standards. 

Determining what is in and out of scope, 
both pre- and post-staging, relates 
primarily to uncrystallised accumulation 
of non-benefit-paying member records. 
Crystallised benefits, even those in partial 
payment, will be out of scope (although 
we won’t be surprised if this changes on 
day). Equally, in the BAU environment, 
members can transfer away or take 
benefits, and schemes will need to 
determine how to exclude that data 
from their ISP, or prevent it becoming 
available to PDP, following the relevant PDP 
processes for data quality and cleansing.

Occupational schemes will need to 
ensure that all relevant and available 
employment data is linked back to 
member record. There is a regulatory 
requirement to provide value data to 
members for any requests, so this is the 
time to ensure that value data is available 
and to determine whether or not it is in 
digital form. It’s worth highlighting, with  
 

respect to the 3-10 day SLAs for missing 
values, that they relate to any calculations 
that are yet to be carried out. If you 
have already supplied value data on a 
statement to a member, that must be 
made available through a dashboard and 
provided within the initial view request.

In terms of Scheme and Admin data, 
although there is expected scheme 
information you’ll need to provide, there 
will be some new PDP specific details 
that might require some thought. Where 
trustees are looking to utilise the Pension 
Link facility (to enable a main scheme 
to link to an AVC scheme) a GUID will 
need to be created, shared and applied 
between the relevant schemes to enable 
any matched pensions to be displayed 
together on a Dashboard. Signpost data, 
such as the schemes Cost & Charges, 
Statement of Investment, Annual Report, 
etc must be made avilable via a URL for 
to enable the member access to review. 
Understanding your preferred contact 
method for any members to get in touch 
following a full or possible match and will 
it be the same? Bear in mind it will be the 
members choice how they get in contact, 
even if you present a preference! 

Reporting and SLAs also need to be 
addressed in this phase although, 
the revised Reporting Standards and 
supporting technical information is yet to 
be released PDP and is expected in the 
summer 24. Unless your third-party ISP is 
taking care of it, scheme administrators 
will need to build out SLA Tracking & 
Reporting capabilities to adhere to the 
Reporting Standards, with even less time 
to complete

All in all, there is a lot to do!
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Technology
	X Requirement gathering 

	X ISP selection 

	X Development/Integration 

	X Test, test and test again! 

	X Deployment 

	X Rinse & repeat 
 
Technology usually takes the lion’s share 
of change effort and PDP projects will 
be no exception. The requirement for 
dashboard data to be available 24/7 
will be quite a challenge for an industry 
more accustomed to monthly batch 
jobs and overnight downtime for system 
maintenance. For many administrators 
that challenge has been instrumental in 
the decision to select a third-party ISP 
who can securely store a copy of their 
member data using technology that can 
provide the necessary responsiveness and 
scalability.

Pension Fusion, for example, can take 
data from any PAS and has been 
specifically designed to handle hundreds 
of thousands of find and view requests 
with 24/7 X 365 availability along with 
the ability to provide real-time value 
data. Nevertheless, administrators will 
still need to integrate their own systems 
with any third-party ISP and ensure those 
integrations also deliver the required 
levels of resilience and reliability. Decisions 
will be needed on whether updates are 
performed in real time or batches - daily, 
weekly, monthly or even for some clients, 
quarterly. 

For several clients, their workflow engine 
will be a key component of the dashboard 
landscape, used to drive processes 
such as complaint and breach handling, 
manage SLAs and provide key reports. 

Any associated data management and 
retention policies will need to meet PDP 
standards and all of this will be new, 
requiring careful analysis and design.

Once all these components have been 
delivered, it’s then a case of test, test, and 
test again. If you’re using a third party ISP, 
you will need to test your data load, test 
your integration, carry out UAT testing 
to make sure everything is working as 
expected and, if you’re providing real 
timevalue data, that you can meet the PDP 
View SLA. 

Ensure your matching rules are working 
as you’d expect, especially with unusual 
cases. And importantly, agree a disaster 
recovery plan in case something 
goes wrong. This should include the 
ability to back out changes, make sure 
other systems aren’t impacted and, 
where necessary, make sure you are 
coordinating with your third party ISP on 
any of these processes. 

There is an awful lot of work to cover in this 
phase but, with a clear plan and active 
stakeholder engagement, we believe it 
should be possible to get everything done 
in 22 weeks.
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Operational Readiness 
	X New operational processes 

	X Testing 

	X Impact to existing operations 

	X Staff training 
 
Whilst technology is driving a lot of PDP 
discussion, it’s important to remember 
that people and processes will be vital to 
the success of Pensions Dashboards. 

New administration processes will be 
needed to manage scheme data, 
matching rules and the regular exchange 
of data with an ISP. Even more demanding 
will be BAU processes to review and 
resolve any possible matches within 
the allotted timeframe and having the 
ability to complete relevant calculation 
to provide missing value data within the 
agreed SLA. If these processes are to be 
managed via a workflow tool, there will 
be significant configuration to complete 
and test as well as wider staff training to 
schedule.

At the same time, schemes and providers 
will need address the impact on existing 
operations - from the ability to deal with 
new queries, to setting up specific teams 
to deal with a whole range of difference 
processes triggered by PDP requirements. 

Many of these activities will require 
extensive stakeholder communication 
and management including with scheme 
trustees. As a result, we estimate this 
phase will take up to 18 weeks on average 
and perhaps longer depending on how 
responsive partners are. 

Staging & Beyond 
	X Understand onboarding process 

	X Complete ISP/PDP onboarding 
process 

	X Pre-DAP cs Post-DAP 

	X Analyse solution success 

	X Evaluate matching criteria & data 
quality 

	X Future enhancements 
 
Beyond operational readiness, schemes 
and providers will move into the Staging 
Process, which we estimate will take 4 
weeks on average. Understanding the 
onboarding process and then completing 
ISP/PDP onboarding will be a crucial step. 
Before the dashboard available point 
(DAP) there will be limited users of the 
dashboards, as it won’t yet have been 
made public. However, post-DAP anyone 
will be able to use the dashboard to start 
finding their pension, placing more load 
on systems. 

All of the new processes involved in 
connecting to the PDP will need to be 
analysed to assess the success of the 
solution, alongside evaluation of the 
matching criteria and data quality. If you 
end up being inundated with possible 
matches, your matching criteria may 
be too lax, or your member data not up 
to standard. Schemes and providers will 
need to continually analyse all of these 
new processes in order to refine them and 
reduce the operational impact as much 
as possible.

While we haven’t incorporated this into 
the four-week timeline, there is also the 
possibility of future enhancements to 
the dashboard that may need to be 
addressed.
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Clearly, there may be other considerations 
for schemes and providers that aren’t 
accounted for in the above schedule: 
regulatory changes, changes to budget 
requirements or resource availability, 
planned downtime, proposition 
enhancement projects, scheme 
migrations, and business as usual 
activities.

None of the above tasks and associated 
timeframes account for slowdown periods 
or change freezes within the industry. Tax 
year end is the obvious example and one 
which clashes unnervingly with an April 
staging date.

From May 1st, 2024, if we aim for a 
completion date of February, 28th 2025 to 
avoid tax year end, as well as accounting 
for summer slowdown and skeleton 
staffing and change freezes over the 
Christmas period, the time available to 
complete the outlined project activities 
above is likely to be nearer to 171 working 
days (34.2 working weeks) compressing 
already tight timelines to deliver the 
activities mentioned above. That of course 
doesn’t consider the weeks that have 
passed since the timeline was presented, 
so the challenge of getting these projects 
delivered is now even more acute.   

9
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Having regard 
for connection 
deadlines 
The Pensions Regulator (TPR) has published 
guidance (updated in April 24), which 
reiterates the DWP’s message to pay due 
regard to the ‘connect by date’ for particular 
schemes and providers. 

Not following this guidance could expose 
them to a greater risk of non-compliance 
with their dashboard duties, and trustees or 
scheme managers will need to be able to 
demonstrate how they have had regard to 
the guidance or risk being in breach of the 
law.

Anecdotally, it appears that a significant 
number of schemes and providers are 
already on board with this advice, with 
around half of those polled by Equisoft 
planning to connect all their schemes at 
once at the earliest guidance date or per 
scheme at the relevant guidance date.

However, around two-fifths said they are not 
sure of their approach at this time. This is a 
decision they need to take quickly in order 
to begin their preparations for connection 
and demonstrate to TPR, FCA and the DWP 
that they have regard for the guidance.

 

 

Will you connect all the schemes 
at once or at the relevant 
guidance date?

 

1010



About Equisoft  

Equisoft is a global provider of advanced insurance and investment digital solutions, recognized as a 
valued partner by over 278 of the world’s leading financial institutions. We offer a complete ecosystem 
of end-toend and scalable solutions that help our clients tackle any challenge in this era of digital 
disruption. Our business-driven approach, deep industry knowledge, innovative technology, and 
expert teams help our partners solve their biggest, most complex problems. 

For more information, visit  www.equisoft.com.

Have questions or want to  
request a demo?
Contact us at info@equisoft.com to  
learn more about Equisoft’s solutions.

Email Us
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