
From Allocations to Outcomes: 

Embedding Member Experience into
Investment Decision Making in African
Pension Funds



Benefit Counselling and 2 Pot Changed the Relationship

Fund Employer



Energy security is fundamental
to economic development.
Whether this is traditional
generation, renewable energy
or transmission networks. 

Technology is transforming
economies across Africa. From

Fintech to telecommunications and
digital infrastructure. 
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Energy Technology 

Infrastructure Housing
Roads, ports, rail networks,
water systems and digital
infrastructure all require patient,
long-term capital. 

Affordable housing remains a
challenge in many African

economies. This is a social
investment as well as creating

investment opportunities. 

AFRICA’S INVESTMENT OPPORTUNITY

AFRICA
REQUIRES

CAPITAL FOR



Alternative investments have
become.a major focus as funds
search for diversification,
inflation, protection & enhanced
returns. 

Ultimately, all of these discussions
are underpinned by the pursuit of
returns. Trustees have a fiduciary

obligation to ensure members
receive the best possible retirement
outcome and investment remains a

critical part of that responsibiity. 
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Alternative Investments Returns

Regulation Private Markets
Regulation plays a critical role
in creating the guardrails that
protect members while enabling
funds to pursue long-term
investment opportunities.  

Private markets continue to mature
across Africa and are creating

opportunities that were not
available to previous generations of

pension fund investors.

THE INDUSTRY FOCUS IN DISCUSSIONS 

AFRICA
REQUIRES

CAPITAL FOR



HOW DO WE UNLOCK CAPITAL WHILE
MAINTAINING MEMBER CONFIDENCE?



INVESTMENT DECISION MAKING - CURRENT

Trustees, guided by investment consultants and advisors

determine how capital should be allocated in pursuit of returns. 

Investment Decision

Asset Managers are responsible for implementing the strategy.

They select investments, manage risk and seek to deliver

expected returns within agreed parameters. 

Assets Allocated

Success is typically measured through performance indicators

such as returns, benchmark comparisons, funding levels and

compliance with mandates.

Performance
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INVESTMENT DECISION MAKING - FUTURE

MEMBER
CENTRED

INVESTMENT
DECISIONS

INVESTMENT DECISION

+ metrics from the three additional
areas included in this slide. 

MEMBER UNDERSTANDING

Members need to know why a
decision is being made, what risks
are being taken and how those
decisions support their retirement
objectives. 

MEMBER BEHAVIOUR

Understanding influences behaviour
- members who understand long-

term investing are far more likely to
remain invested during periods of

volatility. 

MEMBER OUTCOMES

Ultimately, member outcomes are
not determined solely by portfolio
performance, they are a combination
of investment performance and
member behaviour.



THE TRUST GAP

MEMBERS

CREATES
INFRASTRUCTURE ALLOCATIONS

ANXIETY

ALTERNATIVE INVESTMENTS

DISTRUST

VOLATILITY

POOR DECISIONS

LONG-TERM INVESTMENT
HORIZONS

LOWER PRESERVATION RATES

ALPHA 

PRIVATE EQUITY

The challenge is not
only capital allocation,

it is confidence
allocation.



Did the
portfolio
perform?

Did the
portfolio
create the
intended
member
outcome?



TRUSTEES

Approve the investment

strategy

Asset Managers

Implement the strategy

Members

Live with the consequences

Administrators

Administer the application

of returns

Member Outcomes

FUNDAMENTAL TO

GOVERNANCE DECISIONS

THE REALITY
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BOARDS
MONITOR

WHAT IS
NOT

TRACKED?

Market Risk Panic swiitching

Early withdrawals

Low preservation

Poor Engagement

Lack of understanding

Credit Risk

Liquidity Risk

Operational Risk

Manager Performance

BEHAVIOURAL RISK: THE FORGOTTEN RISK



WHY DOES TRUST MATTER?

TRUST
INFLUENCES

CONTRIBUTION
BEHAVIOUR

INVESTMENT
CONFIDENCE

PRESERVATION
BEHAVIOUR

ENGAGEMENT AND
UNDERSTANDING

RETIREMENT 
ADEQUACY
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GOVERNANCE
ROBUSTNESS

TRUSTEE 
EDUCATION

CLEAR
COMMUNICATION

STAKEHOLDER
UNDERSTANDING

SOUTH AFRICAN CONTEXT
REGULATION 28 > GREATER INFRASTRUCTURE INVESTMENT OPPURTUNITIES! 

SUCCESS 
ENABLERS



THE LANGUAGE GAP

Illiquidity Premium

Diversification

Infrastructure Allocation

Alternative assets

Can I get my money when I need it?

Is my money safe?

How does this help me retire?

Why are we doing this?

VS

INDUSTRY MEMBERS



THE ADMINISTRATOR ADVANTAGE
Withdrawal Trends
Administrators have visibility of withdrawal behaviours
in a way that very few stakeholders do.

Claims Behaviour
Claims are often the moment when a member or
beneficiary experiences the fund most directly. 

Financial Distress Indicators
Administrators often observe signs of financial pressure
first through engagements in contact centres and
contribution trends. 

Communication Effectiveness
Administrators have access to information that helps
determine whether communication is actually working. 

Engagement Patterns
We also observe engagement trends across different
demographics, industries and member segments. 
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ADMINISTRATORS AS TRUST ARCHITECTS

Administrators connect
capital to people

Asset Managers manage capital

Regulators Oversee Capital

Trustees Govern Capital

This is where trust
is built or lost.



KEY TAKE-AWAY FOR TRUSTEES

Asset Managers: tell you how investments are performing.

Administrator: can help tell you how members are
responding. 

If our objective is outcomes → both perspectives matter. 



MEMBER INCLUSION WITHOUT DILUTING
FIDUCIARY RESPONSIBILITY

Members
SHOULD
Influence

Members
Must
NOT

Select Asset Managers Education Priorities

Select Asset Classes Communication
Approaches

Approve Mandates

Direct Investment
Strategy

Outcome Measures

Behavioural Insights

Members are NOT
decision makers. 

Members are
decision informants.



CURRENT BOARD QUESTIONS

Do we have an approved IPS?

Did we outperform the benchmark?

Are we regulation 28 compliant?



FUTURE BOARD QUESTIONS 

Did Members
Understand the

Strategy?

Did we see preservation
decisions improve?

01

02

Did member
behaviour support

outcomes?

03

Did TRUST increase? 

04



THE FUTURE GOVERNANCE DASHBOARD

Returns

Returns

Competitive Fees

Engagement Levels

Benchmarks

Preservation Rates

Reg 28 Compliance

Behavioural Trends

Retirement Adequacy Trust Indicators

Current Dashboard

Future Dashboard



MEMBER EXPERIENCE & ACCESS



HOW ASSET MANAGERS CAN HELP 

MOVE FROM

We allocated
10% to

infrastructure

MOVE TO
This investment

supports inflation
protection & long-

term retirement
income. 

Reporting needs to be enhanced to explain the purpose and not just performance.



CROSS-BORDER
INVESTMENT REQUIRES

CONSISTENT MEMBER MESSAGINGSHARED COMMUNCATION FRAMEWORKS

GOVERNANCE ALIGNMENTREGULATORY ALIGNMENT

THE AFRICAN COLLABORATION OPPORTUNITY

COLLABORATION is not only about capital, it is about confidence.



FIVE PROPOSED ACTIONS FOR TRUSTEES
Member Impact Assessments
Develop & include relevant member impact
assessments.

Measure Trust Indicators
Communicate role responsibilities and
success criteria from the start

Behavioural Metrics in Board Packs

Understanding behaviour is critical to
understand what action is required. 

Require Joint Communication Strategies
Communication must seek to educate not just

inform and it should be measured. 

Administrator Insights
Utilize administrator insights to support
the investment decisions. 



Calculators



Financial Wellness 



IN CLOSING...
Africa does not have a CAPITAL shortage

It has a CONFIDENCE challenge

The next evolution of pension governance in not better investing 

It is making investment decisions that are:
Informed by member behaviour;
Understood by members & 
Trusted. 

BOARDS DO NOT ONLY GOVERN PORTFOLIOS → BOARDS GOVERN OUTCOMES. 



“THE FUTURE OF RETIREMENT
ADMINISTRATION IS TRUST MADE VISIBLE” 



Thank
you!

www.salteb.co.za
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