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Report of the Comptroller and Auditor General

The Driver Testing Service

I have, in accordance with the provisions of Section 9 of the Comptroller and Aucditor
General (Amendment) Act, 1993, carned our i value for money examination of the
driver testing service which is administered by the Department of the Enviionment

and Local Government.

I hereby subiit my report on the above examination for presentation to Dl Eireann
pursuant 10 Section 11 of the said Act.

""\ﬂ

John Purcell
Comptroller and Auditor General

22 December 1999
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Summary

The Department of the Enviconment and Locul Government (the Deparument) is
responsible tor the provision of the driver testing service. Despite carrying out almost
150,000 tests in 1999, the waiting list for tests at the end of the year remains at 87,000
applicants. This value for money examination was concerned with aspects of the
ceonomy and efficiency of the provision of the driver testing service.

Uniformity of Driving Tests

An important element of the ctficiency of the provision of driving tests is o ensure
their uniformity across all drving test centres. To this end, supervisory testers
conduct almost 2,000 tests per vear 10 check the application of the iest procedures.
Based on the results of these tests the Chief Tester expects that the national pass rate
for the driving test should be in the range of 57% 1o 60%.

The actual pass rates reveal o wide variation when analysed according to the driving
test centres, In 1998 the pass rutes varied from 47% in Gorey 1o 71% in Sligo. The
nationitl average was 37% which is at the lower end of expectations. The variation
in pass rites 15 not random. Centres in the three eastern regions wended 10 have pass
rates below the national average while centres in the western regions generally
exceeded the national average. A similar patern can be observed in previous years
which suggests that there is either a difference in the standard of driving between
the regions or, more likely, there is a difference in the standard of the driving test
applied.

The potential causes of such a wide variation in driving test results are o combination
of the following factors.

®  Some testers fuirly consistently have pass rates subswntially higher or lower than
their colleagues in the sume centres. Analysis o identify patterns in the fuulis
observed by individual testers has shown significant differences in the types of
faults recorded, leading the Chief Tester to conclude thar different testers e
applying different standards of marking and assessment.

® There have been delays in mtroducing procedures which would help to ensure
the application of common standards.

® Refresher raiming of driver westers in the period 1995-1999 was curtailed due to
the level of demand for tests and increasing waiting imes.

@ There are no set standards in force for driving wition and the driver wsting
service has no regutatory function in respect of driving instructors.

@ Although the Department has i minimum specification of suitable road features
and required test manocuvres, it is acknowkedged that some routes are more
chullenging than orhers.




Summary

Waiting Times for Driving Tests

The waiting time for a driving test is another key efficiency indicator for the driver
testing service. Between 1995 and 1998, the number of driving tests carried out by
the Department did not increase in line with the increase in applications and the
waiting list for tests rose sharply from 26,000 at the end of 1994 10 almost 87,000 at
the end of 1998. Although the supply of tests will equal demand in 1999, the waiting
list at the end of the year will remain at the end-1998 level.

The 1999 performance target was for 95% ot all candidates to have their test within
15 weeks of the date of application. This target was not met. The average waiting
time tor all centres was in excess of 30 weeks at the start of 1999 but has been falling
gradually during the vear. The Department now expects that the Jongest waiting time
at any centre will be cut to 10 wecks by the end of 2000,

There are wide variations in waiting times for tests berween the test centres, ranging
from 13 weeks in Monaghan, a small centre, 1o 59 weeks in Finglas, one of the
busiest centres. Driving testers are appointed 10 headquarter centres and travel out
to non-headquarter centres to conduct tests on a regular rotational basis. They are
not deploved to maintain reasonable consistency in waiting times hetween test
cenrres. There is scope for reducing waiting umes, particularly in the centres in
Dublin, by the deployment of testers based on the demand for tests in cach centre,
with testers travelling out to other centres only as the need anises.

Supply of Driving Tests

The supply of driving tedts is based on the number of testers €émployed and the
productivity achieved. The Department was slow to respond to the rising level of
applications between 1995 and 1999 for a number of reasons.

® The lack of a system to analyse or forecast the demand for driving tests
hampered its ability to plan the number of testers required. The Department is
now considering developing a model to forecast demand for tests.

® Although the Department proposed the employment of extra testers on a
temporary contract basis in 1996, this was resisted by the driver testers’
representative association until November 1998

@ A backlog of work in the Civil Service Commission delayed the recruitment of
additional testers.

Staft productivity was examined by reviewing the staff utilisation rate and the average
output per tester. The theorctical maximum number of tests which could be
performed is 2,001 per tester per year. In practice, this number cannot be achicved
bucause time has to he allowed for factors such as training, sickness, admimistrative
cduties or travel. Between 1995 and 1998, the Department had set a targel productivity
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The Driving Testing Service

level of 1,716 standard tests per tester per year which s 83% of the theoretical
maximum. This target wis not met. A productivity deal under the Programme for
Competitiveness and Work increased the productivity target 1o 1,847 standard tests
per tester per vear, [Uis expected that in 1999, actual productivity will be well short
of this target. In an cffort 1o increase the number ot tests supplied, more frequent use
of overtime has heen made since 1996, One test in ten s provided on overtime.

The examination found that there is scope Tor tightening up the management ol test
appointments particularly in the area of cancetlations of tests at shon notice by the
Department.

Cost of Driver Testing

The cost of providing the service was £4.5 million in 1998 which wus 31% more than
in 1995, Just uncler 25% of expenditure relates to admmistration while the remainder
represents direct costs (principally testers’ salaries) in providing the senvice. The unit
cost per test has increased by 21% from £31 in 1995 1o £37.60 in 1998. The general
e of inflation for the same period was 7%, The increase in unit costs in real erms
over the period confirms the significant drop in efticiency already established by the
waiting time and productivity statistics.

There is scope Tor considerable cost savings twough better management of travel and
subsistence payments and a revision of headquartering arrangements. The average
travel and subsistence payments in 1998 were £7,200 per tester and £14.200 per
supenisor tester. 17 a different allocation of testers to each centre hud been used. o
2% increuse in the overall number of tests supplicd and an 8% decrease in the unit
cost per test could have been achieved. with a saving of some £290.000 in travel and
subsistence pavments. The Department is negotiating for revisions of the allocation
of staff (o test centres but has acknowledged that more extensive reform in this area
is desirable. Progress will he influenced by industrial relaiions considerations.

Further cost savings could be achiceved by changes in the rotation of testers between
centres and i the manner in which the visits of supervisory testers (0 centres is
orgamsed,

The Deparunent has a policy that sutficient revenue should be raised from driver
testing fees 10 cover the costs of providing the service. The current kevel of fees was
set in 1992 and no longer covers the casts of providing the service. In 1998, the
average lee recovered per stanckod 43 minure (est was £29.20 compared 10 an
averge cost incurred per standard test of £37 .60, This implies that only 78% of costs
were recovered. The backlog of tests at the end of 1998 was almost 87,000 tests for
which fees of approximutely £2.7 million were prepaid. The estimated cost of
providing these tests is £3.6 million, resulting in a significant subsicdy of the service
by the general taxpayer.

IH]



B e
NN,
oA

The Driver %"
Testing Service

i e d




1 Introduction

1.1 Learner drivers of motor vehicles are required to undergo and pass a driving
competency test before being fully licensed o drive.  The test is designed (o
estublish that the learner driver has reached an acceptable level of competence o
drive a vehicle safely and with due regard for the sufety and convenience of other
road users,

1.2 The test consists of a practical ditving test as well as questions on the rules of
the road Where the tester is sausfied that the applicant has demonstrated  the
necessary standard of driving and knowledge of the rules of the road, a certificate
of competency is granted.  The appheant may then apply to the relevant local
authority for a full driver's licence.

1.3 Applicants pay a fee to take the driving test. The amount of the fee depends
on the type of vehicle the applicant will be driving (e g, passenger car, motorcycle,
bus} and ranges from £30 o £60.

1.4 The Depanment of the Environment @ind Local Governiment (the Department)
is responsible for driver testing.  Applications are processed  centrally in the
Deparunent’s offices in Ballina and testing is carried out at 49 test centres throughout
the country. At December 1998, the Depanment employed 74 driver testers and 37
administrative statf to process applications and o manage the service. The total cost
of providing the service in 1998 was £4.5 million.  The fees charged are intended to
cover the costs of providing the service.

1.5 The Department is required 10 provide driver testing in an cfficient and
cconomical way. From the applicants’ point of view, the efficiency of the service is
determined primarily by the length of time they have to waii for the test. Applicants
are also concerned ahout the level of customer service, including the achigvement
of a uniforny stundard of restin all test centres, the quality of conununication during
and about the test and the Tevel of courtesy with which they are reated, o terms
of management of resources. the fevel of efficiency achicved by the Department
depends on the level of productivity of driver testers and the average cost of
providing a test.

1.6 Almost 110.000 driving tests were carried out by the Departiment in 1995,
However, it receved 146,300 applications for tests during the vear. As o result. the
number of applicants waiting to take driving tests increased by 30,000, By 1 January
1999, 86.800 people were awiting tests, Some applicants in the Dublin contres had
been on the waiting list tor almost 4 year,

1.7  The increase in the waiing list in 1998 added to a backlog which had been
growing over a number of vears. The Depurtment responded to the problem. in late
1998 and in 1999, by increasing the number of driver westers and making changes
intended 1oincrease the average number of tests each tester carries out.
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Scope and Objectives of the Examination

1.8  The overall objective of the value for money examination was to assess how
cconomically and ctficiently the Department mianages the driver testing service and
to establish it the recent initiatives 1o reduce winting times are working. In particular,
it dealt with

® (he quality of driving tests

® how long applicants have 10 wait for tests
e the productivity of driver testers
®

the cost of the provision of driving tests.

1.9 The examination focused on the performance of the driver testing service
during the period 1995 to 1998 but significant developments in 1999 in relation to
the provision of the service are also reported.

Examination Methodology

1.10 The examination was carried out by stff of the Office of the Comptroller and
Auclitor General. The performance of the driver testing service was compared  over
time, against rgets and against the performance of similar organisations in other
jurisdictions.

1.11 Information relating o the performance of the service was obtained trom the
review of records and documents as well as from interviews with relevant personnet
in the Departnent.

1.12 Information was also gathered on the performance of the driver testing
services in Northern Ircland {(Driver and Vehicle Testing Service) and in Brittin
(Driver Standurds Agency). The ussistance provided by the ugencies in carrying out
the examination is appreciated.

Report Format

1.13 Chaprer 2 looks at the quality of driver testing, mainly in terms of how a
uniform stanclard of test is achieved.  Efficiency is considered in rerms of waiting
times for tests (Chapter 3). staff productivity and the supply of tests (Chapter 4) and
the unit cost of tests (Chapter 3).

he



2 Ensuring Uniform Driving Test Standards

2.1 The driver testing system could potentially be highly effective in protecting
road users from accidents caused by incompetent or reckless drivers by setting a very
high standard for driving test applicants to achieve. Only those who demonstrated o
level of competence and care mecting that standard would be allowed 1o drive
without the resinctions attaching 1o learner dovers.! On the other hand. by setting
an unnecessarily high standard. individual applicants could potentially be put to
extra expense, effort and delay before passing a test.

2.2 In designing a driver testing regime o achieve the correct balance, un
appropriate standard of driving which applicants are expected 1o demonstrate has 1o
be defined. Thereafter, test procedures which allow testers to form valid opinions
about the competence of the applicants” driving are required. To ensure fairness to
all test candiclates, the procedures followed should result as far as passible in the
same standard being applied in tests carried out at difterent times and places. under
different testers.

Legal Basis for Driver Testing

2.3 The 1991 EU Dircctive on driver licensing requires that a common standard of
driver testing is applied throughout Europe. In lrelund, the requirements under the
Directive are given effect in the Road Traftic Regulations. The latest regulations were
made in November 1999

2.4 The EU Directive requires that o theorny test, as well as a practical test. be
undertaken by learner drivers. The theory test s designed 10 check knowledge of
topics such as the rules of the road, risk perception, hazard awareness and good
driving behaviour. The Department intenes that this test must be passed before a first
provisional licence is granted.

2.5 The Depurtment’s target date for the introduction of the theory test was 1999
The Department has now indicated that it plans to introduce the test in 2000, The
theory test was mtroduced in Bntain and Northern reland in 19906,

Setting the Standard for Driving Tests

2.6  Test procedures for the practical driving test have Iween developed by the
supervisory driving testers (the Chiet Driver Tester and the six regional supervisors).
The procedures are reviewed, refined and chuified on an on-going basis. The
Department aims 1o ¢nsure that all supervisors have a common understanding of the

! In practice, there are relatiely few restaictions on peeple learnbig o drve passaniger cars. it s esinnted
that clmost a gquarter of all livensed dreens are procisional licence bolders
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standurd which is expected during driver testing so that this can be communicated
by them ko the 1esters in their respective regions,

2.7  The supervisory testers conduct driving tests involving a small proportion of
test candidates. These wests are used as a practical check on the application of the
driving 1est procedures. Between them, they conducted almaost 2,000 dnving tests in
1998 (almost 2% of the total). The average pass rate in these tests was around 61%.
Similar pass rates were achieved in tests carried out by SUpervisors in previous yeurs.
On that basis, the Chiet Tester wkes the view that the national pass rae for driving
tests s expected 1o be around 57% o 60%.

Pass Rates for Driving Test

2.8 The pass rate for all driving rests carried out is relatively constant from year 1o
vear. In 1998, the puss rate was around 57%, up from a level of around 353% in 1995,
The 1998 wate is at the lower end of the range expected on the basis of the tests
carned out by supervisors. This implies that testers generally are broadly applving
the required stundard, though possibly with a slight bias on the conservative side.
However, turther analysis of trends and pauerns in pass rates is required before
conclusions can be drawn about how well driving tests conform 1o the standard
which has been set.

2.9 Figure 2.1 indicates that there is very considerable variation in the puss rate
lor driving tests achieved in the various driving test centres .t In 1998, the puss rates
varied from 47% for tests carried out in Gorey 10 71% for tests carried out in Sligo.
This is o considerable deviaton from the expected national pass rue.

2.10 The variation m pass rates between centres is not andom, When grouped
under their respective regions, it appears 1hat centres in the three eastern regions
tend 1o have pass rates below the national average. while cenures in the three
western regions generally have puss rates above the national average. A similar
pattern can he observed for carlier years which suggests that a different standard of
driving test is applied in different parts of the country. Alternatively, it implics that
test canclidates in western regions are generally imore competent drivers than those
in the eastern regions,

Factors Affecting Driving Test Results

2.11 Scveral factors may influence the outcome of any individual driving test
These incluce

® the ubility of the applicant 10 demonstiate under 1est conditions the required
level of competence in driving and road use

A ap of the test contres aned supervisony vegions 1s mchicded in Approndiy A
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Driving test pass rates, by region and centre, 1998

Figure 2.1

................................................................................... B i e i e e
~
&
e T L I A A R A I N I L L R RN IR A ARt A el -~ -
g
e F
~ o~
-
............................................................... Bevoooananaaanns I— ]
S gEa’
2 # 2 2 333
° 3 ] 3 w 3o
Y EEEEETErEEEEre | | R &4 --
# 28 il
£t & ow £
ol o
& @ -
SRR IR RN IR N I IR R I L “-' ||||||||||| w lllllll ll-“ - -
%%M mm
56 5
L]
&2
O O
v 28 Y
L .. pp..... .. g7 ... LLH..... W A
un %%55 = w
3 * #2333 2
a P
n &t m
L .. BBl - - I3 AU 5 R
uﬂss n
) n
e 2
T - e R R
L
=
"~
D i O O 1 T 1 1 T T T T e v I v |
AR B & axCoo o oL c T D3> MCcOQU>XLELCH® gz EcODE >C QOO - o QXN CPLE
8955388 5583 vSRC502F53% §sCcfososf §pRogfifssy §gsitgefys
233525 EPES: WEsSBEREIR? FR:U3 Fesh BEAT52923”° $83°E°s38:
§ € 3 §98°3 g£-gzgfrozV¥z T°< U 883 8 85853 £ 5 g2%%
- s - 4 3 anP 20 - T coz® 1 ] &
£ 3 3 3 @ o 6 - o $
- = - z - ]
3 = - e} )
-] 5 [} € z
" 2 z F
5 o

57% 60% . 63% 66% 69% 72%

54%

51%

48%

National Average Pass Rate
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® varuons in test design ¢y standard road features such as roundabouts or
one-way streets may not occur within the network of roads near the test centre
and so be unavailable tor inclusion in test routes

® variations in the conditions under which the test takes place ¢.g. in the levels
of taffic. chimatic conditions or the accurrence of unusual hazards such as road
warks or other obstructions

® variations in the standard of driving expected by the tester and in the manner
in which the test is conducted.

2.12 Although it cannot control all these factors, the Depurtment aims as far as
possible o provide driving tests in all centres 1o a unitorm standard. Test routes are
designed to include as many standard roudd features as possible and the sume set of
nanocuvres is specificd over routes of similar length. Procedures for esters 1o follow
i carrving out tests have been specified. This should mean that, ideally, the result
of an individual test would not be dependent on where the test was ken or which
tester carried out the test,

2.13 Unpredicuble vatfic conditions (such as congestion caused by an accident)
can create temporary hazards for divers and may atfect the degree of difficulty of
anindividual daving test. The Department has little or no control over such factors.
Since such events arise in the normial course of driving, ihe reaction of the apphicant
o such bazards is treated as part of the test in the normal way. However, this
element of chance should also be reflected v the expected natonal pass rate so it
is unlikely that this factor would result in pass rates ar individual centres varying
significantly or consistently from regional or national norms.

2.14 Certnin weather conditions, such as ice or heavy fog, make driving particularly
hazardous. Canrying out 4 test in such arcumstances would not represent norm]
driving conditions. Driving tests are usually cancelled by the tester when such
conditions arise and are re-scheduled for a kater dae.

Applicants’ Driving Ability

2.15 The ability of the applicint 1o demonstrate under test conditions the required
level of competence in driving and road vse depends on @ number of factors
including their technical ability to drive and their level of confidence, as weli as their
preparedness for the st

2.16 Many applicants undergo a period of instruction with a driving instructor in
preparation toratest. Consequently. the number of lessons tiken and the quality of
the instruction received by applicants may impact favourably or unfavourably on the
pass rate for driving tests. There is no uniform stundard set lor driving instructors.
The quality of instraction available locally may be a factor in the occurrence of puss
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rates at test centres which are significantly different from the norm for the region or
nation:lly.

217 In early 1996, supervisory testers carned out an investigation of the factors
inHuencing the pass rate in the test centre which had the towest rate the previous
vauar. This involved the supervisory testers carrving out a pereentage of the driving
tests at the centre over a short period. Based on analysis of the pattern of driving
fFaults observed, it appeared that a significant proportion of test candidates had been
receiving  ncorrect instruction  in certiing madters. {C was concluced  thar  this
accounted for much of the difterence between the centre’s pass rate and those
occurring elsewhere.

2.18 The driving test service linises on an informal basis with local driving
instructors and  consults them about apparent problems wath the  instruction
applicants reccive. However, the role of the driver testing service in this regard s
limted s it has no regulatory function in respect of driving instructors. ‘The posiuon
is different in Britain and Northern Ireland. where driving instructors are required to
register with the driver testing agency. The agencwes assess apphaints for registration
as approved driving instractors and monitos wition standards,

2,19 The Driving Instructor Register (IIR) of Treland was founded. in 1996, by the
two main national associions for driving schools witly the financial supporn of the
Departiment and the Trish Insurance Federation. To enroll on the register, driving
instructors undergo o three-stuge examination procedure. Although it conunues (o
fund the Register, the Depantment has not set any maeasurement critena by which to
assess the contribution of the Register 1o the achievement of guality wition.

2.20 The DIR. with the Depaiment’s assistance, obtained 18C 9002 guality
cenification of its procedures. In December 1999, the Depanment announcetd
propasals tor improved quality control and/or regulation of drving instraction, The
DIR and driving  instvucior representanve bodies have been invited by the
Deparinent o participate in 2 working group, 1o agree standards which the bocdies
must mect if they are 1o be vecogmised as a sutable registration hochv. Drving
instructors not registered with such o body wall, from 1 January 2002, have 1o
undergo o compulsory test of their competence to instruct.

Design of Test Routes

2.21 Test routes e designed by supervisone testers, The aim s 1o ensure that soutes
are as similar as possible and dhat all routes include an appropriate set of road features
and opportunities 1o cany out the required manocuvres, Routes are regularly checked
o ensure that they are soll suitable. They may be altered or abandoned i driving
conditions are consiclered to be dangerous or it conditions. such as the level of trattic,
would make it difficult 1o carry out the test in the speciticd time
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2.22 In establishing a1 new test cenore, the Department checks that the adjacent road
network i suitable for the design of o number of routes which will include the
clesired set of roud features. However, a number of longer-established centres o not
provide all of the road features which are now considered appropriate for driver
testing due o the himitations of the adjacent road network.

2.23 Despite efforts to standardise test routes, it is accepred that all routes are not
uniform. Some routes within an area are viewed as being more challenging for test
appliciots than others. There are also differences between routes in smaller towns
and those i Jarger urban arcas, which will usually include more roud features such
as roundabouts and a range of road junction and signalling systems. The Department
has not carried out any analysis to determing if these differences in routes influence
the pass rate.

Uniformity in the Conduct of Driving Tests

2.24 In 1998, the pass rtes tor driving tests carried out by individual 1esters mnged
from 46% 10 75% - u span of almost 30%. Regional variations appear 1o contribute
10 the wide variation in pass rates between individual testers (see Figure 2.2). The
range of puss rates for individual esters is relarively narrow in the South East region
and quite broad in the West and South West regions. The range is narrowest among
the supervisory testers.

2.25 Test candlidates are assigned 1o testers on a random basis. As o result, for shon
periods or for a small number of wests, individual testers can have pass rates which

vary considerably from the expected norm. As the number of tests conducted

Figure 2.2 Range of pass rates for individual testers, by region, 1998

Supervisors I

South Leinster —

North Leinster [

South Easl —

o —

North West —

¥ *
. +

South West —

40% 50% 60% 70% B0%
Pass rales for individual testers

Source: Department of the Environment! and Local Government
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increases, the pass rate should usually tend towards the norm for the group being
tested if o uniform standard of test s applicd.

2.26  Unusually high or low puss rates for individual testers can occur occasionally,
even for a relatively large number of wsts. However. analysis of the individual pass
rates over the past few vears shows an unexpected degree of consistency in pass
rate patterns. From vear to year, the same testers tend to have pass rates substantilly
higher or lower than normal. This suggests a systemmtic ther than random
occurrence of extreme pass rate values for individual testers.

2.27 To ensure uniformity in carrving out testing, the following factors are
impaortant

®  the testers should have the competencies necessiy to carry out the test

® 1he stundard of tesung required shiould be known and understood in the same
wav by the testers

®  supervisors und/or the testers themselves should be able o identily deviations
from the standard

®  supervisars/testers should be able to wke effective action 1o remedy the
Situaton.

Recruitment and Training of Testers

2.28 Recrument of testers with the appropriate aptitudes, followed by sound
induction and regular training are the main strategies for developing competencies
and ensuring that testers share and mantain a common standard of testing. Regular
monitoring of results and processes are needed o check that the appropriaie
stanclard is being mamtained and that any remedial action which 1s taken actually
has the required effect.

2.29 A competition for driver testers was held during 1998, The competition
consisted of psychometric testing, a practical driving test and an interview. Successtul
candidates were given a six-week trmining course which consisted of classyoom
work, driving skills and both simulated and real tests.

2.30 During iital maining, testers are trained to carry out driving tests only in
passenger cars. There are three types of formal in-service training for driver testers

® ruining to carrv out other kinds of vehicle drniving tests e.g. driving of heavy
goods vehicles

refresher training tor carrving out driving tests

traning N CUSIOMET 3ErvVice.

9
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Table 2.1 In-service training of driver testers®, 1995 to 1999

Total training days
1995 1996 1997 1998 1999

Refresher training'for standard test 10 - - - -
Training for testing driving in other 275 40 - 80 240
vehicles {lorries, buses, motorcycles)
Customer service training - - - 104 32
Total training days 385 40 - 184 272
Average training days per tester 5 1 - 3 4
Note a Training for new recruits. instructors or supervisors is not included.
b Training to 3 September 1999
Source: Department of the Environmen! and Local Government

Table 2.1 shows the number of in-service raining davs during the period 1993 10
1999 In general. there has been relaively litde formal waining of serving driver
testers and no tirgets had been set for the amount ot iraining w be provided.

2.31 No refresher traiming has been provided since 1995 On that occasion, only 11
of the 71 testers pacticipated in o en-day cowrse designed 1o refresh their knowledge
andl understanding of procedures. The Department states that in view of the other
tring requirements and the level of demand lor tests, 1t was not feasible o
orgmise further car refresher courses in 19950 It Tunther states that in subsequent
veurs, refresher training was not provided. primanly beciuse the Department wanted
o tie it in with an increased level of accompaniment of testers by supervisors and
the appliction of & unilorm test standlard and also the demand Tor tests militated
aginst early and extensive provision ol training.

2.32 Al ining was suspended in 1997 due to the increasing waiting umes for
tests, Training for testing driving of vehicles other than cars was resumed in 1993
due to pressure from the driver testers Gind thar association) who were concerned
that some of them hid heen employed for vears betore they were able 10 carry out
tests for driving of vehicles other than cars, 1o 1998 and 1999, considerable resources
were absorbed i uaining new testers,

2.33 in keeping with the Department’s general commitment to provide a quality
CUSIOMCT service, i two-day customer service training course was held for all wsters

in 199871999

2.34 A programme of regular refresher taining for testers is heing planned for 2000
and subscequent vears. This is expected to start in March/Apri] 2000

10



Ensurving Cniforn Yest Standeards

Monitoring the Uniformity of Testing

2.35 There are several ways in which the uniformity of testing is monitored on a
regular basis. These include statstical analysis of pass rates for indidicdual driver
testers. review ob the marking sheets used by testers during driving tests ancd
monitoring of the tevel of complaints reccived about the wav the test is conducted.

Analysis of Pass Rates for Driver Testers

2.36 The Departiment records the result of cach driving test, the centee it was
carried out in and the name of the tester. Supervisors Gy ot regular statistical
amalysis of the pass rites in their region in order 1o identify testers whose pass rates
are consistently lower or higher than the norm.

2.37 National comparisons of test results are too crude hecause of the apparent
regional variations in test standirds. Even comparisons of test results on @ regional
busis may be too aggregate. In carrving out the analysis. the primary tocus should
be on the results of tests camried out at individual centres, comparing the pass rates
for the different westers who regularly operate there. This level of analvsis should

citectively control for most of the non-tester” Bactors which influence test results,

2.38 By recording which route was used for individual tests, the anualysis could
potentially be used also o identify routes which involve g degree of ditficulty for
applicants which falls unacceptably outside the desired limits.

Review of Marking Sheets

2.39 During a driving test, the tester completes a marking sheet on which s/he
recorvds disqualifving or serious faults observed in the test applicant’s pedformance.
A cmdidate who  commits a0 disqualifying fault (eg breaking o red Tight)
automadically Euls the test. Serious faulis are errors swwhich individually are not serious
cnough o wariant o test failure but which, it repeated frequently, indicate the
candidate has not achieved the overall required stanchud. Failure in this case s
determimed by the pattern of the fauhs vather than by their number.

2.40 Supervisory lesters cany out regular statistical analysis of a0 percentige of
marking sheets in cases where the candidates concerned failed theie tests, The aim
is to identify it there were particular patterns i the faules observed by individaal
testers. For example, an individual tester may record significantly more occurrences
of a particular kind of fault than s observed generally by testers in o particular
locality. The scale of the differences in the partems of s observed revealed by
this analysis in consuderahle On that basis. the Chiet Tester has concluded  that
dilferent testers are applving ditferent standiards of marking and assessment

!
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2.41 In 1990, the Department initiated a process designed to clarify areas of fauk
assessment tor testers. This developed into a review involving both supervisory
testers and nominees of the driver testers. The review was camried out in late 1997
and early 1998 und looked at assuring the application of the common standards. The
review resulted in the issuing of a new marking sheet. marking guidelines and
stancard procedures in 1999

2.42 The changes in guidelines and procedures were intended o simplify the
process, dassist westers i carrving out uniform tests and also make it clearer 10
canclidates why they do not pass a test. After discussions and agreement on the
changes with the tester’s representative association, the Department held information
sessions for the dover testers on these and on the changes 1o the driving test
required by the EU Directive on driver licensing. Because the driver testers were
unluppy  with aspects of the changes required under the EU Directive,
implementation of the new marking and standard procedures has been delayed.

Discussions an all the changes are ongomg.

Complaints

2.43 The nwuber of complaints received can be used as an indicator of customey
satisfuction with 1he service provided. but trends must be interpreted carefully. A

very snxill number' of complanis dre receved by the Department relating o the
manngr in which the est is curried out. This would appeir to suggest that most (est

applicants are satisfied with the level of service provided.

2.44 The driver testing agencies in Northern Treland and Britain carry out yegular
survevs on a random sample of customers 10 establish what proportion of them are
satisfied with the manner in which the test is conducted, as there is a nisk that
customers who fail a test will not complain in case it would adverselv affect them
the next tine they sit the test.

Supervision

2.45 Direct supervision is carried out by supervisors who accompany driver westers

durmng individual tests. The supervisor observes the conduct of the test and

afterwards discusses his observations with the driver ester Accompanied tests are

used

® 10 check that testers know, understand and implement the correct procedures
and test stanclare

® 0 check whether or not there is a variation from the stundard by o particular
tester where other monitoring methods indicate that there nuy be a problem

! Diernng the pertad 16 1995 10 1DOS. ot total of 150 complanils aere seceited. amuonninig o 0.04% of dests
carvied ont dioing the peviod There were no complanits or an auerage of one compleant a year against
approvunetels X of testers. A qeeiter of all Ccompleanits were made duaoist T fesiens.
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® 0 find solutions w wdenufied problems of non-standard  testing and
subsequenty o ensure that the application of the soluwtion has resulted in
return 1 uniform testing,

2.46 Currently. supervisors accomprany each driver wester during o driving rest about
once a month e twelve tests a year tabout 0.0% of tests performed). The Chief
Tester has argued for some time that this is insufficient as a means ot ensunng that
a consistent standard is applied by all westers, He has proposed that the level of
accompaniment be increased substantially. particularly for testers whaose pass mutes
ditfer markedly from the norm, and that testers be accompanicd on 2 number ot
consccutive tests. He has also propased that the supervisor should record the driving
faults, which he observes. on a marking sheer in order 0 make the post st review
more neaningtul ®

2.47 Driver testers through their representative association, have resisted increased
levels of supervision during actual tests and also the completion of a4 separate
marking sheet by the supervisor during accompanied testing. They have argued

against increasing the level of accompunied testing which they consider
® increases stress levels for both the tester and the test candidate

®  presents 4 negative image of the tester to both the candwdate and 1o driving
INSOUctors

e could have u detrimental effect on the health of a tester.

2.48 Insteud of increased levels of accompanied testing, the representatives of the
driver testers have proposed regular training and refresher courses tor all testers.
Special training, discussion and demonstrations for testers whose test results are
significantly and consistently different from the norm was also proposed as the

preferred way to deal with the problem of non-uniformity of test standards.

2.49 In Britain and Northern Ireland, inteosive supervision can be carried out
where there appears o he alack of unitormity. The number of accompanied tests
to be carried out in these cases is not specitied. Marking sheets are completed by
the supervisor for all accompanied tests and these are compared with the marking

sheet completed by the driver tester during the post-rest discussion.

The restdt of the fest depends solelv on the udpment of the drvey tester The marking shoet completed by
the supervsor wonld wot be takear tnto quenot 05 arneoig ol a test result
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Conclusions

2.50 The Department has not vet introduced a driving theory test as required by
the 1991 EU Directive,

5

4
2.51 On the basis of the slist o4l evidence and the specil investigations carried
out by the supervisory testers (although Tnted me scaleld. a unitorm standard: of
driving test is not being applied. This has no mplication for most test candidates
who would pass or fail the test irrespective of where they took the test or which
tester was involved. But for a significant proportion of candidites, the test outcome

appewrs o depend on the location of the test and who is doing the testing,

2.52 Some vanation in drving test pass cies between regions and testers s
inevitable due to particular local circumstances and to random events. However, in
nuinaging and developing the testing process, the aim should be 1o eliminate the

Kind of systematic patterns evident in the pass rmtes in recent veurs.




3 Waiting Times for Driving Tests

3.1 The length of ime an applicant has 1o wuit for a driving test is o major
determinant of the quahity of service provided by the Deparunent in respect of driver
testing. This chaprer examines how waiting tmes tor driving tests have changed in
recent vears to establishat the Department has improved its efficiency in that regard

and o identify how winting tuiwes dare nianaged.

Meeting the Demand for Driving Tests

3.2 Figure 3.1 shows the nwmber of applications received by the Department cach
vear since 1991 Up to 1995, applications averaged just over 100,000 o year. The
number of applications increased significantly in 1996 and again in 1993, Based on
the number of applications seceived by the Depamment in the first eleven months of
1999 a4 2% increase in applications is expected in 1999

3.3 The number ol driving tests carried ou by the Departiment cach vear between
1994 and 1998 did not increase in line with the number of applicanons.
Consequently, the number of people waiting for driving tests increased from 16.800
at the end of 1993 10 over 86,800 at the end of 1998 -

3.4 The waiting list continued o rise duning carly 1999, reaching a peak ot 101.900
in Mav. As there has been a significant increase Gibout 36% extrad in the supply of
tests in 1999, i is expected that the ot number of tests carried our in the vear will
cqual the number of applications received. Despite this progeess, there will soll be
around 87,000 applicants on the wating hst at the end of 1999,

Figure 3.1 Throughput of driving tests, 1991 to 1999

200.000
150,000
Tests carried out*
100,000
50,000
0 1991 1992 1993 1894 1995 1996 1997 1998 1999
Note a Tests carried oul includes fest appomiments where the applicant fais to attend or s
not properly prepared.
Source Department of the Environment and Local Government
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3.5 A number of factors influence the level of applications for driving tests.

®  Demographic factors, such as the high birth mtes in the lute 1970s and carly
1980s, can result in substantial changes in the number of people in the age
group pernittecd to drive.

¢ Fconomic growth and changes in emplovment levels increase the number of
people who can afford to drive or who need to drive for work purposes.

®  Changes in driver licensing and testing requiremients can result in sudden or
temporary increases in the number of applicants for tests.

3.6 No rescarch has been carried out by the Depariment into the relative
contributions of each of these factors o the growth in applications for driving tests
which has tuken place in recent years. The Departent also has no methodology for
prechcting the future level of applications, even when changes it nakes o driver
licensing and testing regulations are likely to have an impact on the demand for
tests, The lack of such a forecasting system undermines its ability to plan its services
to meet future demand.

3.7  The Driving Standirds Agency in Britin has developed @ maodel to forecast
the demand for driving tests, using relevani demographic and cconomic data. [t also
takes into account tends in test pass rates and in the likelihood that those who fail
their driving tests will apply for further tests. This provides o reasonably accurate
basis tor planning the provision of services in the short to mediom erm.

3.8  The Department should examine the possibility of developing a model of this
kind as a basis for planning dniver testing services in Ireland. The Department states
that the model used in Britvin may not be appropnate for use here due to differences
in the scale of demund. However, it is investigating the development of a model 1o
forecast demand.

Waiting Time Targets

3.9 In December 1997, the Depariment adopted the following performance tirgets

in relation to the amount of time applicants tor driving tests would have to wait for

their tests,

®  Driving tests would continue 1o be arranged it short notice for all applicants in
urgent need of a driving test (c.g. where the applicant requires a full licence 1o
ke up o job offer).

® From the begimning of 1999, driving tests would be provided 10 95% of
applicants within 15 weeks of the date of application.

@ Irom the beginning of 2000, driving tests would be provided for all applicants
within 10 weeks of the date of application.

16
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3.10 ‘The target waiting times adopted by the Deparunent are similar o the target
times adopted for driver testing services elsewhere. For example

® In Northern Ircland. the target is that driving tests will be otfered within 9
weeks of the date of application In addition, there s a target that the average
waiting time tor a wst will be 4.3 weeks.

® In Britain, the target is that driving tests will be availuble within 10 wecks at
00 of test centres. The target national average waiting time is O weeks

In both Northern Treland and Briain, the waiting time targets were achieved in
1998794

Actual Waiting Times

3.11 The Department mongors two prinary. measures of waiting time for driving
texts, For cach four-week period it identifies

® the longest tune an individual applicant s been on the waiting list

® the average time those who are tested have been watng.

3.12 Figure 3.2 tracks the two measures from January 1996 to November 1999 This
indicates that there has been g very significant lengthening in the nme applicants

Figure 3.2 Waiting times for driving tests, January 1996 to November 1999

Weeks

waiting
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30 PtV e LRI )

10 p- Mmoo iab it ss e

Average wait for applicants tested . . :
0 STV p e gy
1996 1997 1998 1999
Note Data on the average wait for applicants lested was nol prepared from January lo August
1998
Source Department of the Environment and Local Government
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have 1o wait for ests over the period in question. The silwation deteriorated very
rapidly during 1998, when the number of applicants for tests was substuntially
higher than the number of wsis provided.

3.13 since awly 1999, the average waiting time for o test has fallen somewhat. The
longest time applicants had Deen waiting continued o rise until i reached a level of
62 weeks in May 1999, This measure has only begun to [all since October. Both
measures need o move in a downward direction to demonsirate reliably that an
improvement in waiting times has been achieved.

3.14 7The longest number of weeks applicants have been on the waiting list 1s an
important mesure hecause it corresponds closely 1o the Depuartnient's waiting time
trget. The Deparunent faled 1o reach the tnget set for 1999 and aceepts that its
January 2000 target will not be achieved. The Depiriment’s revised objective s that
by the end of December 2000, driving tests would be provided tor all applicants
within 10 weeks of the dite of upplication.

Variations in Waiting Times between Test Centres

3.15 Figure 3.3 shows the longest tme that applicants for wesis were waiting in
individual driving test centres in November 1999, This varies from around 13 weeks
in Monaghan. a relatively small centre, 1039 weeks in Finglas. which is one of the
busiest test centres.

3.16 For seasons of efficiency and fairness, driver twesters should ideally be
deployed so as o maintain reasonable consistency between the waiting times in the
difterent centres and between regions. In practice. some vanations in waiting times
between centres and between regions would probably emerge in the short term.,

3.17 Hulf of the driving test centres are designated as headquarters for staff
assignment prrposes (see Appendix A) Each driver tester is assigned to a particular
beadquarters.* Tests in non-headqguanters centres wre carried out by esters who tavel
out from o headquarters centre on arotational basis. In the North and South Leinster
regions, all diver testers are headquantered in Dublin and vravel o centres such as
Mullingar, Tollaimore and Gorey 1o cany out tests one week in three, Inall other
regions. tesiers work at their headquarters and at other centres on alterniate weeks,
In orcer to achieve this level of wavelling away from their headquarters testers may
also travel 1o other headquanter centres.

Fon 1999 e drwier esieas reprgsentetive cssec et bate agreed fo the leaporary beadegioartering of
o sipeher of contract resters i Neaes, Neeeen Wcklon . aned Hallow




Weriting Times for D 1osis

Figure 3.3 Longest waiting time for driving tests, by centre,
November 1999
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3.18 Bused on the pattern displaved in Figure 3.3, the current staft assignment and
rotation wrangenients we not achicving optimum efficiency. particularly in the two
Lemnster regions. There i3 a very considerable disparity: between the longest waiting
times in the headquanters centres. which are also the centres with the most
applicants, and those in the non-headquarters centees. This implies that considerably
more of the ol amount of driver testers” tine which s avaitable in the Leinster
regions should be used in carrving out tests in Dublin,

3.19 Apart from reducing the waiting imes in the Dublin centres and balancing the
wititing times between centres, a change in the ratio of time spent working a1 non-
headquaner centres would reduce the amount of tavel and subsistence payments
nuicde to driver testers and the nme lost in travelling to non-headquarter centres.
However, the staff association sepresenting the driver 1esters have resisted any
changes which would reduce their level of travelling.

3.20 In Brain d Northern Ireland, driver testers are headquanéered on the basis
ol the level of demand for tests in individual centres. Testers wavel to other centres
as the need rises e 100 meet customer service targets or where they are

underutilised in their headgquarters.

Conclusions

3.21 The number of driving tests carried our by the Department between 1995 and
1998 dicl not increase in line with the munber of applications. In 1999, it is expected
thar the number of tests carried out will cqual the number of applications received,
However, the waiting st at the end of 1999 will he siround the same as the end 1998

Jeseeel,

3.22 The Department does not have o system 1o torecast the demand for driving
tests and this hampers its ability to plan its services to meet future demand. Tt is
currently investigating the possible development of & maodel to forecast demand.

3.23  Waiting times tor driving tests are much longer than the target times set by the
Department. The gap between the tirget and actual waiting is so large that the
targets can only be seen as aspirational at this stage. More realistic interim targets
should be ser and revised regularly (sav, every six months), based on the latest
planned strategies and taking into accoum the current backlog of applications. The
current status and interim targets should be published and made known 10
applicants.

3.24 The cument stalf assignment and rotation anangements are not achieving
optimum cfficiency. There is scope for reducing waiting times in the centires where
applicants wre wainng longest for tests, particularly in the centres in Dubling
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4 Managing the Supply of Driving Tests

4.1  The nunber of driving tests which the Departiment needs o supply - the
outpui of the service - 15 determined by the number of applications received. The
Department has supplied significanily tewer tests than required in recent years, This
bas resulted in the growing backlog of applicants waiting for tests and a pressing
need o increase the supply of tests. Since the nature of the test cannot readily be
changed, an increased supply of tests can by achieved by emploving more testers,
by increasing the number of tests carried out by those currently emploved or by a
combination of haoth.

4.2 This chapter considers chunges in the number of twsters emploved since 1993
and examines the efficiency with wlich the Deparimenr uses its driver testing staft,

The way in which driver test appointments are managed is also considered.

Number of Testers Employed

4.3  The number of dover testers emploved by the Department is the main factor
determining the number of wests it can supply. Driver testing is a demand-led service
This means that the level of output required is not directly controlled by the
Depuartment. which must trv o plan o meet the demuand tor tests as efficiently as
possible. Because the Department has not developed a system tor analvsing or
torecasung demand for tests. it is hampered in tying to plan the number of wsters
required.

4.4 The level of demand for tests can change tor reasons which are likely to
persist over the medium or Jong term (eg demaographic change or economic
growthy, or which are short lived (eog announced  changes in driving test
procedures, which may accelerate applications from current provisional Jicence
holders). In planning the use of staff resources 1o meet such changes, achieving high
levels of efficiency is likely 10 require o degree of tlexibility in the wayv saft are
recruited or used. For example, staft may be recroited on o permanent basis to deal
with the underlving level of demand for teses. Temporary increases in demand may
be met by recruiting statt on fixed term contracts or by more use of overtime work.

4.5 The backlog of apphaants wawng for driving tests can be viewed as o bufter
between the demand for wests from the public and the ability of the Deparient 1o
meet that demand. With o proper balance between supply and  demand. the
Department should be able to control the level of the backlog. Flexible and efficient
wanagement of the level of staff resources criploved would facilitate initiatives go
lower {or riuse. f necessanyy the backlog and waiting times in a planned way,

4.6 Figure 4.1 shows that the number of testers emploved by the Departiment bas
been very slow 1o respond to changes in the level of demand tor wests, The drop in
demund between 1990 and 1997 could have suggested that temporary factors were




The Driver Testing Sereice

Figure 4.1 Indices of change in demand for tests and in average number
of testers employed, 1995 to 1999

Index value (1995 = 100)
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Source Analysis by Office of the Cotnplroller and Auditor General

at play and that reervitment of stafl oo wmporary contracts would have been
appropriite. In the event, there was no recruitnient of extra testees until almost three

veurs lter the increase i denind began

4.7 The Depariment was reluctant 10 employ exirn testers on i penmanent basis
until it could be sure that the ongoing, level of demand for tests would renxiin at the
mereased level In 1996, it proposed the employment of a number of testers on a
contract basis. Although this was permitted under the 1erms of the Programme for
Competitiveness and Work (PCW), the proposal wis strongly resisted by the driver
testers” representitive association who wanted ny new testers recruited 10 be
emploved permanently. The representative association also resisted a later proposal
o employ tive retired testers on a conkract basis, Agreement on the engagement of
NewW testers on one-yvear renewible contracts was reached only in November 1998
as e ol a pay deal negotiated under the terms of the PCW. As pant of this deal, it
wis agreed that contract testers would be rostered in exactly the same way us the

eXisting pernument driver testers,

4.8 [0 1997, the Department decided thar extra permanent stadt were required o
meet the ongoing extra demand for wests. In August 1997t asked the Civil Service
Commission 10 carry out a4 recruitment competition on its behalf. Beciuse of
backlogs in the Commission, the competition was not held untl June 1998, The lirst
st were recruited in November 1998,

o
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Staff Productivity

4.9 Efhiciency in the use of staff resources can be explored in terms of labour
productivity Le. the level of outpul per head of statf employved. Two measures of
labour productivity can be used

® average output per tester, measured by the average number of tests
provided per tester per vear

®  staff utilisation rate, where the average output per tester is expressed as a
percentage of the maximum possible output per tester.”

4.10 The standard amount of time provided to carry out a driving test of the driver
of a passenger car is 43 minutes. The Department's schedule allows for an individual
tester to carty out nine such standurd tests during o normal working day. Since a
ester is nérmully expected to work 229 days a year, the maximum number of
standard tests which can be supplied is 2,061 per tester per year,

4.11 In practice, a tester could not carry out this number of tests in any one vear
tor a vanety of reasons. For example, the following routinely reduce the time
available for individual testers to carry out tests

® tme spent by esters in undergoing training

tume spent by experienced testers involved in instructing new recruits

®  ubsences due to sickness or compassionate leave
® nme required to carry out administrative work
® tme required to travel during official hours between headquarters and other

test centres.

4.12 Other, less routine factors can also reduce the number of tests which can be
carriec out. For exumple

® Tests sometimes have 10 be cancelled at shont notice because weather or road
conditions are unsuitable for safe conduct of the west.

®  The Department reduces the number of tests scheduled during winter months
due to early evening darkness. [n excess of 100 tests per tester are lost in this
way.

® In certain areas, such us popular tourist centres, the number of tests 10 e
carried out during peak tourist season was also reduced 1o eight a day because
of traffic congestion,

® The Department agreed that less than the full number each day would be
scheduled for a small number of testers, on medical advice.

The way wr which ot of texts and number of testers emploved & measured s expliaied o
Appende §5.
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Target and Actual Productivity Levels

4.13 For practical purposes, a target staff productivity level is set. The gap between
the target and the maximum number of tests o be carried out allows for all the kinds
of “losses” referred 1o above.

4.14 Up to November 1998, the target productivity the Depanment aimed to
achieve was the cquivalent of 1,716 standard tests per tester per year (83% of the
maxmum achievable). Following agreement of a procductivity deal under the PCW
in November 1998, the target has been revised up 1o the equivalent of 1.847 standard
tests per tester per year (90% of the maximum). The increase of 131 tests per 1ester
is intended to be achieved by scheduling a test during lunchtime cach day during
penods when tests are lost due to failing light, by cutting down on the amount of
time provided for carrying out administrative work and by reducing the time allowed
for travelling 10 other centres.

4.15 Figure 4.2 shows the trget and actual productivity of driver westers in terms
of the utilisation rate. The target level of productivity (i.e. 1.716 standard tests) was
not reached between 1995 and 1998, After an improvement in productivity between
1995 and 1990, productivity declined in 1997 but recovered slightly in 1998. 1t 1s
estimated that there will be no increise in productivity levels in 1999 despite the
increase in the target level. The Department states that the underachicvement of

Figure 4.2 Target and actual productivity in driver testing, 1995 to 1999

Percentage ot testers time utilised for tests
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Source Analysis by Office of the Comptroller and Auditor General
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productivity in 1999 was due to the raining requirements for new testers which
involved an exceptional level of existing testers” time being required in acting as
NSIrUCorns.

Overtime Working

4.16 Carrving out driving tests on overtinie is o means of raising the output of tesis
hy increasing the amount of time atester is available for work: Since both inputs and
outputs are affected by overtioe work, tests carried out on overtime are not included
when calculating statt productivity: The impact of overtime working on efficiency
levels can e measured instead in teeins of unit costs of wsts (discussed in the next
chapter).

4.17 1o 1995 and 1990, less than 3% of the Department's output of tests was
produced on overtime working. The level of overtime working more than doubled
in 1997, Since then, one test in en has been provided on overtime.

Comparison of Productivity Levels

4.18 The drver testing agencies in Britun and Northern Ireland set and monuor
productivity levels tor driver resters: for planning and - management purposes.
However, drawing comparisons between agencies is difficult because, although the
basic concepts used are similar, there are differences in the way productivity s
measured. The measures are also difficult o interpret because of differences in tie
arrangements for deploviment of statf e g the extent and manner of use of overtime
testing. Comparisons of efficiency between agencics are more meaningtully done in
terms of unit cost of tests.

Management of Test Appointments

4,19 The measwre of outpur of tests by the Department is the number of test
appointiients. For a variety of reasons, appomntments may not be kept. Ensuring that
as many appointments as possible are used to carey ont tests and reduce the backlog
of applicants is 4 means of maxinusing efficiency.

Appointment Cancellation by the Applicant

4.20 The Depautment writes o appheants for doving teses giving them five weeks
advance notice of the date and time of their tesis, 11 the appomiment offered doesnt

suit the applicant and he or she gives sufficient notice G least 10 days), the

ke
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Depanment will normally arrange another appointment free of charge’ The original
appointment time is usually offered 10 an applicant who has indicated that he or she
would be available at short notice o take a test,

4.21 In the period 1995 to 1998, around 235,000 (18% to 20%) of the appointments
offered by the Department cach yeur were cancelled by the applicants concerned.
This gives rise to considerable extra administrative work. Almost all of the
appointment times which became free through such cancellations were taken up by
other candidates seeking tests quickly.

4.22 In Britain, the Driving Standards Agency operates both a postal and welephone
booking system for driving test appointments. Applicants can phone an Agency
office and nominate a date (or dates) which would suit them for taking a test.
Agency staff check a computerised appointment reservation system covering all
tosting centres 1o identify a test time which is free. The applicant is offered the
appointment, which may be secured by payment of the relevant fee. Credit card
payment is accepted. The appointment is confirmed by post and the applicant is
notified of the requirements he or she must fultil (e.g. production of a current
provisional licence} when presenting for the test. The possibility of setting up a
similar system in Northern Ireland is being investigated by the Driver and Vehicle
Testing Agency.

Candidates Failing to Keep Test Appointments

4.23 Each year, 0% to 7% of candidates scheduled (o take tests fail 10 appear at the
appointed time and so are not tested. Their applications Lipse as a result and they
must make fresh applications and pay the requisite fees.

4.24 1t a large number of applicants regularly failed 1o wren up, there could be
scope to schedule extra appointments so that testers are kept busy. However, this
would only be practical in centres with a very large throughput of tests cach day.
The current incidence of applicants failing 10 show up for tests is 100 low to warrant
introduction of an over-booking system, without running a high risk that many
applicants could be left waiting for lengthy periods to have their tests.

Appointment Cancellation and Licence Renewal
4.25 Up to August 1994, local authoritics could issue a third {or subsequent)
provisional licence only it the driver concerned had applied 1o tke a driving test or

had sat (and presumably failed) a driving test in the preceding two vears. The

Apphcanis may refuse ufi 1o three appointment times offered in response (o an application, Thereafier,
the application lapes.

26



Managing the Supply of Drving Tests

Deparument then changed the regulations so that an applicant tor the renewal of a
provisional  licence had o have taken a test. The regulation was relaxed
subsequently so that drivers who had not undergone the est could have their
provisional licences renewed for one vear if a driving test appointment had been
arranged.

4.26 'The changes in the licensing regulations resulted in 2 significant increase in
the number of applicants secking test appointments urgently. The Department
estimates thar, since December 1997, over 60,00 appointments have been oftered
on foot of Ictters from local authorities confirming that applicants had o have test
appoimntments arranged before their provisional licences could e renewed.

4.27 There is a risk that some drivers may only apply for tests to fulli] the licensing
conditions and may fail 10 attend the appointment once the licence has been
received. The Department has examined a sample of cases where applicants failed
to show up for est appointments and concluded that the system is being used in this

WAV,

Candidates Unprepared for their Driving Test

4.28 When the Department notifies test applicants of their appoinunent dates., it
provides a list of requirements to ensure that their vehicle will be roadwaorthy for the
test and that they will have all relevant documentation ce.g. a valid licence, insurance
and motor tax disc) with them. Despite this, around 2% of test applicants cach year
tail to meet the requirements. In those circumstances, the test cannot proceed. The
candickue’s application lapses and a fresh application must be made.

Test Cancellation by the Department

4.29 In 1998, the Departinent cancelled around 2300 (2.1) of the scheduled tests
at relatively short notice due to unavailability of a driver tester because of sudden
illness or other unexpected reasons. Where the Department cancels a scheduled test,
it tries to notity the applicant concerned immediately and, if possible, to stop the
applicant making an unnecessary journey to the test centre. An alternative
appointment to suit the applicant s offered free of charge. Where the test s
cancelled on the scheduled test day due 1o the unavailability of the tester (400 cases
in 1998). candidates can be compensated it they have hired a car for the west. In 1998,
car hire compensation was paid in 10 cases at a otal cost of £303.

4.30 In order o keep cancellanons to a minimum, the Department has assigned
two testers to provide emergency cover for testers who are unexpectedly absent.
Two Dublin based testers are assigned to relict wster duties on a rotational basis. In
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accordance wirh an agreement with the westers” representative association on utilising
relief testers, priority is given in the case of one of the relief westers 1o cover absences
outsidle Dublin. This can result in a relief tester vavelling o another centre even
where there is an unexpected absence in his/her own headguarters. Management
should ensure that wtilisation of relicf testers is always based on maximising their
operational efficiency.

4,31 In some circumstances, supervisors may also be used 1o provide emergency
cover for unexpected absences by testers. The number of cancellations could be
reduced if supervisors were used more often 1n these cases.

4.32 Where it cancels a test at short notice, the Driving Stindards Agency in Britain
is obliged 10 pay compensation 1o the applicant in recognition of the inconvenience
and possible loss of carnings caused. As a result, it regards the percentage of tests
it cancels as a key customer service and efficiency measure. In Northern Irelind,
compensation equivalent to hall the test fee is paid in cases where atest is cancelled
by the Driver and Vehicle Testing Agency. Both agencies also provide a replacement
test free of charge.

4.33 In both Brwin and Northern Treland, the aim is 10 keep test cincelluions by
the testing Agencies 1o o minimum. Fewer than 0.5% of test appointments were
ameelled by the Agencies in 1998,

Conclusions

4.34 The emergence of Tong backlogs in the number of applicants waiting for
driving tests is evidence that the Depatment has not managed the supply of driving
tests adequentely. 1t had insuthicient Rexibility in responding 1o the need for changes
in stutfing levels because of problems in reaching agreement with the staff
representative assocition ind because of ditficulties in the ¢ivil service recruitment
procedures.

4.35 The Depariment is not achicving the tiget level of staff praductivity set and
relies heavily on testing crried out on overtime in delivering test appoiniments.
Both these factors suggest room tor improvement in the supply of tests and have
implicitions for the cost of test provision.

4.36 The Depanment is Jess cfficient than driver testing agencies in Briwin and
Northern Ireland st mininusing cancellibions. Performance could be improved with
more cfficient use of the reliel westers and greater use of supervisors in providing
eMErgency cover.




5 The Cost of Driver Testing

5.1 The driver testing service is provided o applicants on a fee-paying basis. The
Department’s stated policy is to raise sutficient revenue front fees to cover the costs
of providing the service. To ensure it s achieving that objective, the Department
neecds 1o know with a reasonable degree of accuracy the cost of providing the service.

5.2  The unit cost of driving tests is a useful measure of the cost of providing the
service. [t can also be used as a measure of the level of effiaency achieved by the
Department. since it relates the costs incurred to the quantity of output. The unit cost
is directly affected by changes in the tevel of productivity achieved and also takes
into account changes in the use of overtime, Consequently, monitoring both unit
costs and waiting time for tests should give a reasonably reliable overview of the
Deparunents performance in relation to the achievement of cfticiency in the delivery

of the service.

5.3 The unit cost of providing driving twsts is examined in this chaprer. Because
tavel and subsistence payments to driver testers represent a sigoitficant part ot the
unit cost, 4 number of possible ways of reducing expenditure in that area are
considered. Finally, the extent 1o which fees charged cover the costs of providing the
service 13 examined.

Unit Cost of Driver Tests

5.4 The costs of providing the drver testing service are not identified separately
in the annual appropriation account for the Department. Consequently. it has limited
information  about the costs associated  with the  processing of - driving fest
applications. Overall estimates of the cost of administration and of the provision of
tests have been compiled by the Department, based generally on costing principles
recommended by die Department of Finanee. These include recognition of the full
overheads and deferred costs (such as pension payviments) associated  with the
provision of public services. Estimates of the cost of the service tor the years 1993
10 1998 are presented in Appendix C.

5.5 The toral cost of the driving test service i 1998 s estumated at £4.5 milhon
{see Figure 5.1 This represents an increase of 31% on the level of expunditure
incurred for 1995 Since the number of staff engaged in the provision of the service
was largely unchanged over the period, most of the growth in expenditure was the
result of increases i rates of pay and an overtime and travel and subsistence
])}l}"ln('[“.‘i.

5.6 Just under a quanter of the expenditure incurred cach vear relates 1o the
administration functions involved in receiving and processing applications, booking
appointments and management and planning. The remuinder of the expenditure,
comprising driver wester saliries and expenses and the costs of running test centres.

represent the direet costs associated with providing teses,
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Figure 5.1 Total cost of driver testing service and unit cost per test,
1995 to 1998

Total cost of service Unit cost per test

£5m £40

£4m
£30

£3m
£20

£2m
£10

£1m
0 0

1895 1996 1997 1998 1995 1996 1997 1998
Source Analysis by Office of the Complroller and Auditor General

5.7 The rapid increase in wotal cost of providing the driver testing service over the
period 1995 10 1998 is reflected in a similar increase in the unit cost per test. The
unit cost dropped berween 1995 and 1996, because the output of (ests increased
more than total expenditure. Since 1993, the average unit cost of tests increased by
21%. The general rate of inflation over the same period was 7%.

5.8  Since both the unit cost of tests and the waiting time for tests huve increased
substantially, the level of etficicncy achieved by the Department in providing the
driver testing service clearly dropped significantly between 1995 and 1998, The
Depuartment should monitor and report on movements in these measures on a
regular basis to establish the effects on efficiency of changes in the mamigement of

the service or in the scule of the service provided.

5.9  The unit cost of providing driver tests 1t Britain in 1998/1999 was £40.43
(Sterling £34.22). In Northern Ireland, the unit cost in 1998/1999 was £31.37 (Sterling
£20.54).

5.10 It s difficult to identify the costs of tests in individual test centres. This restricts
the Depamment’s ability to analyse variations in the levels of efficiency achieved and
to identify areas where there 15 scope for improvement in performance at local level,

Travel and Subsistence

5.11 The level of travel and subsistence payments o driver testers is one area of
expenditure which appears to ofter significant scope for cfficiency improvements. In
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Table 5.1 Travel and subsistence payments to driver tester staff, 1998
l Supervisors Driver testers
Total travel and subsistence payment £100.,000 £548,000
Average payment in year £14,200 £7.200
_Maximum individual payment £16,100 £11.200

|

Source: Department of the Environment and Local Government

1998, driver testers received a otal of 2648000 in respect of travel and subsistence
claims. This 1s equivalent to £5.42 (14%) of the unit cost per test. In the Driver
Testing Agency in Britain, travel and subsistence payments accounted tor less than
2% of unit costs.

5.12 Table 3.1 shows the averuge travel and subsistence payment made to driver
testers and supervisors in 1998, The maximum payment 10 an individual in each
grade is also shown. The high level of ravel and subsistence payments arises mainly
because of the way driver testers are headquanered and because of the practce of
rotating driver testers between headquarter and non-headguaner est centres.

Headquartering of Driver Testers

5.13 Each driver tester s assigned to a particular headquanters. Tests in non-
headquarters centres are carried out by testers who travel out from a headquarters
centie Currently, driver testers are headguantered based on tustorical headgquantering
arrangements rather than on the hasis of the current level of demand for tests in
inclividual centres. Verv few changes 1o headquartering of testers have occurred in
recent years, despite the increase in the level of demand for tests.

5.14 A limited revision of headquartering arrangements was achieved in the context
of the recruitment of new testers in 1998 and 1999, The driver testers’ statf
associaiion agreed o the emporary assignment of five contract testers 1o non-
headquarner centres in Naas, Navan, Wicklow and Ballina. The Depuarunment agrees
that more extensive reform in this arca s desirable and further revisions are being
pursued through negotiations with the drver testers” representative association. The
Dep:utment states however that predictable or desired outcones are not always
obtainable from the industrial relatons process.

5.15 A change in the headguartenng arrangements should lead to an increasc in
the nuinber of tests which could he carried our, since time lost in travelling to centres
should be reduced. The unit cost of tests should alse fall because the travel and
subsistence costs currently incurred in servicing the non-headguarters centres should
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Table 5.2 Estimated impact of headquartering of driver testers in 1998
based on target productivity level

Estimated impact of
change in headguartering

Unit cost of providing driving tests - 8%

Travel and subsistence payments to driver testers - 53%

Tests carried oul + 2%

Number on waiting list at year end - 2%
Source: Analysis by Office of the Complrolier and Auditor General

be reduced. Table 5.2 shows an estmate of the impact on the performance of the
driving testing service in 1998 if ar least one tester had been headquartered in each
centre where o minimum of 1,716 tests (e the warget productivity level per tester)

were crried oul,

5.16 It is estimated that this minor chunge in headguartering would have halved
the cost of travel and subsistence and would have reduced the unit cost of tests by
around £3 The number of tests carried out would have been increased by arouncd
2.000 rests and the waiting list reduced accordingly. The impact of the change in
headquartering would bave been particularly significant in the North and South
Leinster regions, which had the longest wanting lists in 1998, Travel and subsistence
costs would have reduced by 605 and an additional 1.000 ests woulkd have been
completed.

5.17 The employment of a significant nuimber of new driver testers during 1999
could have been used as an opportunity 1o revise headguartering arrangements on
the busis of the current level of demand for tests in individual centres. Most of the
required chunges could have heen carried out without the need for widespread re-
location of the driver testers already emploved.

5.18 In November 1998, the Department’s right o alter headquanering
arrangements 10 improve etliciency and cconomy was affirmed in the findings of an
Adjdication Board on proposed measures to improve the flexibility and productivity
i the delivery ol the driver testing service. The Board concluded thar

there is nothing in the (general Aexibility document agreed under the
Programme for Competitiveness and Work) which would prevent the
Department from assigning or rotting temporary driver tester staff to such
locations us it saw it 50 us 10 reduce lest arrears .. this accords with the
general principle that the employer is free. subject of course 1o appropriate
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consultation, to decide where to assign staff in the interests of economy and
efficiency *

5.19 In currying out any revision ol headquartering arrangements. the option of
closing or relocating test centres should also be considered. The volume of tests
carried out ar some centres s very low. In most cases, these centres e located in
snll towns with relatvely underdeveloped road systems and a limited number of
raffic features. Decisions about their continued suiability as test centres should e
hased pnniarily on test standard criteria but their impact on the unit cost of providing
tests should also he assessed. Closure of such centies on the grounds that they do
not provide an adequate opportunity to test applicants might inconvenience some
test applicants but could abso reduce unit costs.

Rotation of Driver Testers between Centres

5.20 [Driver testers ravel 1 other centres on aregalar rotation Dasis, Qne reason
for the regular rotation was so that candidates who were repeating tests were not
tested again by the same tester. The driver testing Agencies in Britain and Northern
breland do not consider it necessary o ensure that repeat candickares are tested by
difterent testers. '

5.21 The current levels of uavelling 1o other centres i.e. every second/third week
15 far in excess of the level required in order to ensure that repeat candidates are
tested by different testers 1t is estimated that in 1998, the level of travelling ro other
centres could have bheen reduced by 17% while still providing for repeat tests o be
carried out by a different wster each time. This would have reduced uxpchclimrv on
travel and subsistence by £91,000 and an extra 700 tests could have been performed

5.22 During 1999, as a temporry measure to reduce the number of tests lost
through rotation of driver testers, the Department agreed 1o allow testers to travel
outside of normal working tme. Driver testers who volunteered 1o operate the
svstem received overtime and extra subsistence payments. These resulied in the unit
cost of the extra tests being considerably higher than the 1998 average unit cost for
tests. (See case study over.)

Travel by Supervisory Testers

5.23 sSome savings coukd be muade in rvel and subsistence  pavments to
supervisors it in general they allocated therr supervisory visits on the basis of the
number of testers

Appendiv 1o Departmental Cotorcdd Report on Agreement i relanon lo Driver Testens, 16 Noventber

1998
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Initiative to reduce the impact of travelling time on output of tests

Driver teslers work al non-headquarter centres for a week at 2 time. Depending on the
distance the driver tesler has to travel to the caentre, a number of test periods are not
scheduled for the tester al the start of the week to allow time for travel and a review of
test routes. In April 1999, the driver testers agreed that, on a voluntary basis, they would
travel on overtime and carry out extra tesls during normal working hours. In return, the
Department agreed to pay them for the time spent travelling at overtime rates and to
pay an extra overnight subsistence payment.

Between 31 May and 28 August, driver testers elected on 319 occasions to be
scheduled for extra tests at the start of their duties atl non-headquarters centres. An
extra 545 tesls were carried out, at a total extra cost to the Department of around
£25,600. The unit cost of the extra tests was around £47.

warking in particular centres. rather than on visiting each centre on an equal basis.
For example, in North and South Leinster, the supervisors travel each week 1o each
centre even though during any week the majority of the testers in the region are
working in the Dublin centres.

Fee Income

5.24 Asa matter of policy, the driver testing service is required 1o be self-financing.
This means that the income generated through fees should be sutficient 1© cover the
cost of the provision of the service.

5.25 The Department decides the level of fees 1o be charged for tests. which are
set by Ministerial order. The current scheduie of fees (see Table 5.3) was set in 1992
Since tests in commercial vehicles tuke twice as long o carry out as tests in

Table 5.3 Test fees in 1999
Type of vehicle Test fees Time allowed for test
Motorcar £30 45 minutes
Motorcycle £30 45 minutes
Small commercial vehicles £50 90 minutes
Large commercial vehicles £60 90 minutes
Source: Department of the Environment and Local Governmen!
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puassenger cars (i.e. two standard test units), higher fees are imposcd. However. only
£30 is charged for tests in light commercial vehicles, although the ume required 0
carry out a test is the same as for large commercial vehicles, for which the fee is £60
There is no variation in fees for tesis carried out on Satrdays.

5.26 Because the fee structure favours applicants for tests in light commercial
vehicles relative 1o other applicants, the average fee received by the Department tor
tests carned out in 1998 was £29.20 per stindard (45 minute) test unit. Since the unit
cost of providing tests in 1998 was £37.60. this implies the Depariment recovered
only 78% of its costs. By comparison, it recovered through fees almost 97% of the
cost of tests carmed out in 1996. (See Figure 5.2)

5.27 Overall receipts from fee income have increased rapidly in hne with the
increased demand for ests. In 1998, the Department received 14.0 million from
applicants for 1ests. This represents an increase of 36% on the mcome from fees
received in 1995

5.28 Fee income in 1998 was almost sufficient 1o cover the estimated cost of
providing the service in that year. However, because of the continuously increasing
backlog for tests, the Depanment reccived a considerable amount of fee income in
advance of the time when tests will be carried out. I is estimated that for the backlog
of 86,800 applicatons at end December 1998, the Department has received pre-
payments of around £2.7 million in fees. The estimated cost of carrying out those
tests at 1998 prices is £3.6 million. Allowing for further cost increases, including the
carryover effects into 1999 of pay increases awarded durning 1998, this implies o very
substantial financial loss to the taxpayer in providing the driver testing service.

Figure 5.2 Percentage of unit costs of driver tests recovered through fee
income, 1995 to 1998

% of unit cost recovered

100%
96%
90%
B0%
70% e e e :
1995 1996 1997 1998
Source: Analysis by Office of the Complrolier and Auditer General
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Comparisons on Cost Recovery

5.29 The driver tesung services in Northern Teeland and Brituin are required not
only to recover costs through fees but also to generate a sufficient margin ol tee
income over expenditure o generate a farget return on the capital employed in
providing the service Test fees currently charged for passenger car tests are 20%
higher in Northern Trelund and 43% higher in Britain than those charged by the
Department. Fees for motor cycle tests are 67% higher in Northern Treland and 77%
higher in Britain.

5.30 In both Britain and Northern lreland, applicants can opt 1o have their tests
cirried out in the evening or on a Saturday but must pay o higher fee. The premiam
pavable ranges from 22% to 50% of the basic application fee. No such premiums arc
applicd by the Deparoment. The Department states that as the provision of tests on
Saturday is o temporary measure designed to reduce the waiting hist (and not to offer
customer choice), 1€ would not be appropriate at present to charge a0 premium.
However, it will be considered in the future.

Conclusions

5.31 The unit cost of driving tests rose rapidly over the period 1995 10 1998. Since
this occurred when waiting times for tests were also becoming considerably longer,
the level of efficiency achieved by the Depaniment in providing the service fell
substantindly during the period.

5.32 There appeiurs (o be considerable scope for achieving greater economy and
efficiency in the operation of the driver testing service through o change in the
current headquartering and rostering arrangements. Headquartering testers in test
centres on the basis of denand for tests and reducing the amount of tme westers
trave]l between centres to the level required to achieve operational efficiency offer
the greatest scope for generating savings and increasing the output of 1ests.

5.33 Driver testers travel 1o other centres on a regulie rotation hasis. One reason
for the regular rotation was so that candidates who were repeating ests were not
tested again by the sume tester. The current levels of vavelling o other centres are
far in excess of the level required m order to achieve this aim.

5.34¢ The Depanment is not achicving its stated policy of recovenng the cost of the
driver testing through charging fees for the service. Currently, the fees charged cover
only about three quanters of the costs incurredt. This implies @ very substantial
financial loss 1o the tixpayer in providing the driver testing service If the stated
policy is to be implemented. the level of fees charged must be increased. However,
any acjustnent 10 fee levels should take into account the scope far reducing costs
through improved cfficiency.
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Appendix A Driving Test Centres

The map shows the location of the driving test centres and their staws e,
headquarters and non-headquarters. For 1999. five contract testers are temporarily
headquarntered at non-headquarter centres Naas (2), Navan, Wicklow and Ballina.

Two new centres were opened in 1999, in Raheny and Tallaght. The following
centres are combined by the Department for statistical purposes

- Raheny and Finglas

- Tallaght, Churchtown and Rathyar.

Al
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Appendix B Measuring Staff Productivity

Staff productivity within u service is concerned with the relatonship between the
level of output achieved by the service and the level of resources employed in
producing that output. In general, the ligher the level of staff productivity, the
greater the level of efficiency achieved. Planning of staffing levels for the efficient
provision of a service depends on knowing what level of sttt productivity s
achievable.

Measurement of the level of staff productivity achieved requires definition and
measurement of output and staff units. Issues of definition and measurement in
relation to the driver testing service are discussed in the following sections.

Output of the Driver Testing Service

The abvious measure of output of the driver testing service i the number of tests
provided. However, not all rests 1ake the same amount of time. The standard amount
of time provided 1o carry out a driving test in a passenger car is 45 minutes.
Motorcycle driving tests take about the same amount of time. Tests on heavier
vehicles require about twice as long 1o complete.

For comparison purposes, the number of tests provided can be converted to an
equivalent number of stancdard 45-minute tests. Table B.1 shows the number of
actual tests carried out each year from 1995 to 1998 und the equivalent number of
stanclard tests.

The Department’s output of driving tests is greater than the number of tests actually
carried out. A significant number of applicants fail o wrn up for the tests scheduled
for them. A turther significant number of tests do not proceed because the applicants
turn up for the test without the necessary documentation (e.g. a valid current
provisional driving licence) or with « car which, in the opinion of the tester

Table B.1 Driving tests carried out and equivalent number of standard
tests, 1995 to 1998

Year Number of tests Standard (45 minute}
carried out tests equivalent

1995 93.400 100,700

1996 103,500 111,800

1997 103,400 112,300

1998 100,100 109,300

Source Department of the Environment and Local Government
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Tabte B.2 Qutput of driving tests, 1995 to 1998

1995 1996 1997 1998

standard (45-minute) test units

Tests carried out 100,700 111,800 112,300 109,300
- Applicant fails to show up 7,900 8.700 8,200 7,300
Applicant not properly prepared 2.000 2,500 2,600 2,800
I Applicant repeatedly refuses appointment 500 00 600 300
; Total output of tests 1.1.1.100 123,500 123,700 119,700
Of which, carried out on overtime 2,900 5100 12,300 11,600

Source: Department of the Environment and Local Govermnment

concerned, is not roadworthy. In cither case, the Department has supplied a test
opporunity which should be counted as part of its output of tests

Applicants are notified four to five weeks in advance of the date and ume of their
tests, If an appointment offered is unsuitable, the applicant concerned may cancet
the appointment. As long as the applicant gives the Department at least 10 days
notice, the Depariment offers a replacement appointment free of charge. Where an
applicant declines offers of appoinunents for the third time, the application s
regarded as having lapsed. This arises in relation 1o around 300 1o 500 applications
per year,

Table B.2 shows the total oupur of the driver testing service each veur from 1995 o
1998, based on the number of standard test units. All completed applications are
included, whether or not an actual driving test has been carried out.

Tesis carried out on Saturdays on overtime are part of output. Overtime work s
carried out on a voluntary basis and involves extra payments and is @ means of
increasing the amount of (staff) inputs for an activity. Consequently, since it affects
both the level of output and the level of staff resources. and mav be resorted o as
circumstances demand, it is best to exclude it from comparisons of productivity over
e,

Level of Staff Resources

In calculating staft productivity levels, the number of “whole time equivalent’ (WTE)
driver testers must be estimated. This takes account of changes in the number of
testers cmploved throughout the period examined as individual testers resign or
retire and new testers are employed. Also, since testers on long-term sick leave are
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Table B.3 Number of driver testers at 1 January and whole time
equivalents for year, 1995 to 1999

1995 1996 1997 1998 1999

Driver testers (at 1 January) 71 72 70 68 74
Whole time equivalents 715 71 69 66 87

Source: Department of the Environment and Local Government

unavailuble o carry out testing work, they are discounted when calculating
productivity. {When estimating unit ¢osts, their salary expenses should be included
as an overhead)

Supervisory driver testers are excluded from the estimate of WTE westers. While they
carry out some scheduled tests tor standard sctting purposes and may occasionally
carry out tests when driver testers are unexpectedly unavailable, they are not relied
on in planning the supply of tests.

Table B.3 shows the number of driving westers employed on 1 January cach year from
1995 10 1999. The number of WTE testers for cach vear 19935 10 1997 is estimated as
an average of the number emploved at the stan of that year uand the number
employed at the suirt of the following yvear. The WTE estimate for 1998 is calculated
differently because six exura driver testers were recruited only in November 1998 and
spent the remainder of the year in tmining, Consequently, they are not regarded as
being available 10 carry out testing work. The number of WTE testers for 1999 is
estimated as an average of the aumber emploved at the start of that year and the
number employed at the beginning of December 1999

The number of days o driver tester is nomnlly expected to work each year, after
allowing for weekends, public holidays and annual leave 15 estimated at 229, The

buasis for this estimate is set out in Table B.4.

Table B.4 Number of normal working days for driver testers

Number of days

Days in year 365
Less Weekend days 104
Public holidays/privilege days 12
Annual leave allowance 20
Normal working days 229
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Appendix C

Technical Costs

Salaries’

Overtime

Total salary cost
Employers PRSI
Pension

Travel & Subsistence
Overheads®

Total

Administration Costs

Salaries

Employers PRSH
Pension

Travel & subsistence
Overheads®

Total

Total Costs

Driver Testing Costs 1995 to1998

1995 1996 1997 1998
€000  £000  £000  £000
1,330 1378 1422 1672

30 63 169 163

o 1,360 1.441 1.591 1,835

51 a6 46 53
222 230 237 279
567 607 649 648
408 429 468 542
2608 2753 2991 3357
a76 519 603 652
13 12 " 15
79 87 100 109
7 9 8 9
256 279 321 354
831 906 1,043 1,139
3433 3,650 4034 4,496

Note: a  Programme for Competitiveness and Work arrears paid in 1398 have been allocated to the
years to which they relate.

b QOverheads arc estimated at 25% of total salary cost for technical staff and 47% of total

salary cosl for admimstrative staff.




Appendix D Recommendations
Ensuring Uniform Driving Test Standards

1. The Department should take steps o ensure that uniform test standurds are
put in place o remedy the current suuation where for a significant proportion of
candlidates, the test outcome appears 10 depend on the location of the test and who
is doing the testing.

2. Efforts should continue 1o be made to standardise test routes. Consideration
should be given 1o closing centres where, due 1o the limitations of the adjacent road
network, the routes do not provide all of the desired test features. Analysis should
be carried out o determine if differences in routes influence the pass rate.

3. In an effort to mmprove uniformity in the conduct of driver testing, the
Department should

®  sct annual training level turgets

® provide both on-the-job and formal training in order to remedy skill/knowledge
deficiencies of driver testers

@® continue to carry out regular statistical analysis of pass rates (In carrying out
the analysis, the primary focus should be on the results of tests carried out
individual centres, comparing the pass rates for the different testers who
regularly operate there.)

® infroduce the revised marking sheet, murking guidelines and  standurd
procedures as soon as possible

® review all test procedures and documentation regularly with some input from
driver testers

@ camry out regulur customer surveys o assess customer satisfaction with the
service provided

® ke accompanied testing more effective at achieving its aims by including the
completion of @ marking sheet by the supervisor during the test and increased
levels of accompanied testing in relevant cases identified through fixed
prolocols.

Waiting Times for Driving Tests

4.  Changes should be muade to the current staff headquartering and rotation
arrangements to help meet waiting time targets.

5. Realistic 1argets for waiting times should be set and revised regulasly. The
targets should be published and made known o applicants.

o



Appendix [: Reconmendations

6.  The Depantment should set internal rgets for maximum and average waiting
Lmes.

Managing the Supply of Driving Tests

7. Variations in the backlog of applicants waiting for driving tests should be
monitoredd as an efficiency indicator.

8. The Depanment should make every effort 1o minimise short term cancellation
of tests. This could include more efficient deployiment of relief testers and grewter
use of supervisors in providing emergency cover. Where cancellations are made on
the day of the test, due to the unavailability of the tester, all applicants should be
informed of the available conipensation allowinces.

The Cost of Driver Testing

9. The Department should monitor and report on movements in both the unil
cost of tests and the waiting time for tests on a regular hasis 1o establish the ctfects
on efficency of changes in the management of the service or in the scale of the
service provided. This should be done on a national, regional and individual centre
basis.

10. The headquartering of driver testers should be based on the level of demand
for tests at individual centres. Testers should only ravel 1o other centres based on
operational need el w0 meet customer service  targets or where  they  are
underutilised in their headguarters.

11.  In carrving out any revision of headquanering arrangements, the option of
closing test centres should be considered. In order to reach a decision, the
Depanment should take into consicderation customer senvice. stancardisation of route
design and cost factors,

12.  The practice of rotating testers in order to ensure that candidates repeating
tests are not tested again by the suame tester should be reviewed. The review should
consicler the level of demand for this service From current customers, the cost of
providing the service and whether there are alternative methods of achieving the
aimn. In acvance of the review, in order 1o reduce costs, the current level of rotation
should be reduced ro the minimum level required 1o achieve the original aim.

13.  Any adjustment 10 fee levels designed to ensure recovery of the cost of driver
testing should take into account the scope for reducing costs through improved
clhiciency.
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