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0.1
STATUS

This manual establishes quality guidelines for driver testing organisations.

0.2  
INTRODUCTION     

Members of the Commission Internationale des Examens de Conduite Automobile (CIECA) will operate within CIECA’s and their individual organisation’s defined Quality policy and according to governmental objectives. 

It is CIECA’s policy to consistently improve road safety by providing quality services in terms of the delivery of practical driving tests, which meet statutory and legal obligations whilst taking into consideration the needs of customers. 

This CIECA Document has been drawn up with the objective of promoting confidence in Driver Testing Organisations who carry out or oversee statutory driving tests. Driver Testing Organisations conduct driving tests on behalf of, or as, public authorities, according to prescribed laws, regulations, standards, directives or specifications, with the objective of certifying adherence to the requirements of these provisions.

This document will ensure the standards laid down within it comply with the statutory requirements of each country and will aim to satisfy the requirements of international quality standards.   A system of equivalence shall be established in order to recognise existing internationally-recognised quality standards within CIECA member organisations. 
Throughout this document reference to Driver Testing Organisations shall encompass the following:

· CIECA

· Organisations who conduct statutory driving tests 

· Statutory Authorities who oversee the conducting of driving tests

0.3  
SCOPE 

This Document:

· recognises that there is more than one way to achieve quality results and as such does not attempt to standardise the detailed day to day processes of Driver Testing Organisations. It sets out the high-level generic quality processes that must be put in place by Driver Testing Organisations who wish to achieve a quality label. This manual must be accompanied by documentation of each Organisation’s top level management processes for each of the subjects covered. 
· deals primarily with the practical driving test processes; however, its principles could be applied to other aspects of driving such as training and education. 

· specifies management requirements a Driver Testing Organisation should meet if it aspires to achieve quality standards along the lines of internationally recognised quality labels. 

· is applicable to Driving Testing Organisations who conduct driving tests on behalf of, or as the statutory authority (independent of owner or operator of driving schools)


· is for use by Driver Testing Authorities in developing their quality, administrative and technical systems that govern their operations. It is also for use as supplementary guidance by regulatory authorities and accreditation bodies involved in confirming or recognising the competence and quality of Driver Testing Authorities.

0.4
DEFINITIONS

For the purpose of this Document, the quality definitions given in ISO 8402 and in EN 45020 and the following definitions apply.

Driving Test

Process to perform statutory tests according to prescribed requirements and to establish the level of competence of a driver on the basis of a professional judgement.

Prescribed Requirements

List of items to be covered that are prescribed or otherwise specified in the territory where the Driver Testing is performed, such as European Union Second Driving Directive 91/439/EEC or other equivalent national or international specifications.

Testing Authority

Public or private organisation (authority, company, corporation, enterprise or institution) authorised by a national government or governmental authority to perform statutory driving tests.

Driving Examiner

Qualified and trained person who carries out driving tests for the purpose of assessing a driver’s level of competence to drive safely.

Driver Testing Centre

Facilities (i.e. building and mobile units) from which Driver Testing Organisations conduct driving tests from.

Driver Testing Material 

All documentation and equipment, including computer hardware and software, directly used for driver testing purposes. 
CIECA

"La Commission Internationale des Examens de Conduite Automobile" or "International Commission of Driver Testing Authorities" or "Internationale Kommission für Organisationen im Bereich der Führerprüfungen", abbreviated to "C.I.E.C.A.".

Executive Management

A group of persons having total overall administrative and managerial authority for the delivery of driving tests within an organisation.
Process owner

The person who coordinates the various functions and work activities of the driving test, has the authority or ability to make changes in the process as required, and manages the process from start to finish so as to ensure optimal overall performance.
Originator
An Originator is a person or their nominee authorised by the process owner to issue or change a procedural document that supports a defined process.

1.0
ADMINISTRATIVE REQUIREMENTS

The Driver Testing Authority, or the organisation of which it is a part, shall be legally identifiable and shall have a legal personality.

A Driver Testing Authority that is part of an organisation involved in functions other than Driver Testing shall be identifiable within that organisation.

If the Driver Testing Organisation is involved in activities other than Driver Testing, these activities shall be clearly defined. All such supplementary functions must not conflict with the provisions of section 2 relating to the Driver Testing Organisation’s independence and impartiality.

Driver Testing Organisations shall possess a documented description of its business conditions, including its fees
. This documentation shall be available to all interested parties.

The Driver Testing Organisations shall, where appropriate
, produce yearly accounts and shall have them audited by an independent auditor, recognised as such in the State in which it is situated.
2.0 
BUSINESS ETHICS (Independence, Impartiality, Integrity, Confidentiality)

The Driver Testing Organisation shall be committed to conducting their business to the highest standards of business ethics. The independence, impartiality and integrity of the Driver Testing Organisation must be evidently upheld at all times. To assist with this, Driver Testing Organisations shall be independent from any business involving the delivery of driver training (“Conflicting Business”) and shall operate in a non-discriminatory manner. 

In order to ensure that Driving Tests and associated functions are performed independently and impartially, the Driver Testing Organisation and its staff:

· shall not be under the influence of organisations responsible for the delivery of driver training in practice or theory, e.g. Driving Instructors and Trainers. 
· shall be free from any external commercial, financial and other pressure that might affect their objectivity and shall not engage in any activities that may endanger trust in or conflict with their objectivity and integrity in relation to their Driver Testing activity.

· unless otherwise specified in international and/or national laws or regulations, all interested parties shall have easy access to the services of Driver Testing Organisations for the purpose of practical driving test activities.

· unless otherwise specified in international and/or national laws or regulations, personal information received from any source to enable Driver Testing Organisations to conduct their business shall always be treated in the strictest confidence. Controls will be applied to ensure that this information is not used for any purpose other than for which it was intended. Access to this type of information will be controlled and limited.

· shall comply with requirements of national data protection law.
· shall be independent to the extent laid down in the conditions under which it performs Driving Tests.

· ensure the procedures under which Driver Testing Organisations operate shall be administrated in a non-discriminatory manner.

· staff shall be committed contractually to impartiality, integrity and confidentiality. Driver testing organisations shall take all necessary measures to control strict respect of these commitments. Any breach of these commitments may result in dismissal according to the disciplinary procedure laid down in the organisation concerned.
3.0
QUALITY MANAGEMENT RESPONSIBILITY 

3.1
Quality Policy 

The Driver Testing Organisation’s executive management shall establish and define its policy for Quality in a Quality Policy Statement, which compliments the Organisation’s Mission statement. 
The Quality policy shall be a clearly defined documented statement outlining objectives for quality, including commitment to quality in general and to the requirements of this Document in particular.

The quality policy and its objectives shall be consistent with the quality policy and/or expectations of the government or authorising authority and also with the Driver Testing Organisation’s own organisational goals and objectives. 
The executive management shall ensure that:

· the Driver Testing Organisation’s quality policies are written in plain language and are communicated, understood and implemented throughout the Organisation.
· the quality policy achieves its quality objectives by implementing an effective quality system and by providing adequate and sufficient resources and training to support its development and implementation;
· the quality system is maintained at all levels of the Driver Testing Organisation through the permanent control of all quality relevant processes and by immediate corrective action, whenever required.
· it is appropriate for the needs of the Organisation and its members
;

· it includes commitment to meeting statutory and customer requirements whilst focusing on continual improvement in the application of both business and operational activities.

Note: each organisation must have their own quality policy and mission statement that is personal to them. 

3.2
Quality system

General requirements

The Driver Testing Organisation shall establish, document and maintain a quality system to implement quality management and to ensure that the objectives of the their quality policy are continuously achieved, so that:

· governmental authorities and customers (driving test candidates, driving instructors, etc) are satisfied with the services provided;

· driving tests are carried out adequately, correctly and efficiently, in compliance with the requirements of this Document and to all relevant legal and technical requirements.

· it is a cost-effective support for the control of quality; the quality system shall be reasonably adapted to the Driver Testing Organisation’s size and volume of activity, i.e. the number of driving tests carried out.

3.3
Quality manual (this document)

The Driver Testing Organisation’s quality systems shall be fully documented by means of a quality manual. The quality manual shall cover the specific quality requirements of a quality system and be supported by more specific quality procedures, covering particular aspects of the different parts of the Driver Testing process.

The overall quality manual shall contain a distribution list (of approved quality managers), or make reference to such a list, for both the overall quality manual and the specific quality procedures required for the operation of a quality system.

3.4
Quality procedures

The quality procedures, being an integral part of the Driver Testing Organisation’s quality system, shall be consistent with the requirements of this Document and assist in the delivery of the Driver Testing Organisation’s quality policy.

The range and detail of the quality procedures shall depend upon the complexity of the function, the working method used and the qualifications and training of the persons carrying it out. They should be simple, unambiguous, understandable and as short as possible.

Note: Documented procedures may make reference to work instructions that define in detail how an activity shall be performed.

3.5 
Quality Planning

The Driver Testing Organisation shall establish Quality objectives for each relevant function associated with the delivery of the practical driving test. These objectives will be consistent with the Quality Policy and the commitment to continual improvement and shall include objectives needed to meet the requirements of consistent service delivery.

The Driver Test Organisation shall identify and plan the activities and resources needed to achieve the Quality objectives. The planning will be consistent with other requirements of the management system and the results will be documented.

Planning will cover: -

· The processes required in the management system (and the scope of a recognised quality standard).

·  identification of resources to support the different stages of the process, and to achieve the desired result required by the Organisation and the customer.

· The verification activities
 (e.g. audits), criteria for acceptability and the records needed.

Planning will ensure that organisational change is conducted in a controlled manner and that the quality system is maintained during this change.

3.6
Quality audits 

Quality system audits shall be scheduled and conducted annually. These programmes shall be based on the status and importance of the area/activity to be audited as well as the results of the previous audits. The audit programme shall ensure that each element of the Quality System is audited at least once a year.

In addition, each Driving Examiner conducting practical driving tests shall have their practical performance verified to ensure consistency and accuracy in their delivery of defined practical test procedures. Quality audits shall be held on the technical part of the Driver Testing process at least once a year. For less quality relevant parts, quality audits may be scheduled on a two yearly basis.

Organisational procedures shall be developed to control the internal audit and driving test verification processes. In addition to the audit programme, audit scope, audit reporting and responsibilities/requirements for conducting audits, these procedures shall address the audit & verification methodologies (process or duty based
) for practical driving tests.
The Driver Testing Organisation shall plan and carry out annual quality audits, in order to:

· verify that the quality of the Driver Testing process still complies with the criteria specified in this Document and the Organisation’s quality manual
;

· verify staff are properly trained and their skill levels are maintained and updated on a regular basis to ensure that the quality of the test is not threatened.

· verify processes are in place to identify potential problems at an early stage so appropriate guidance is given or remedial action taken if necessary.  

· determine whether the quality system effectively achieves the quality objectives stated by the Driver Testing Organisation’s executive management in its quality policy;

· provide an opportunity to improve their quality system.

In addition to the annual quality audits, a quality audit may be initiated for any of the following reasons:

· an initial evaluation to verify that the quality system has been correctly implemented;

· when significant changes have been made, e.g. reorganisations and/or procedural revisions;

· when the performance or quality level of the services provided are in, or are suspected to be in, jeopardy, due to irregularities (see section 16);

· to verify that the necessary corrective action has been taken and effectively implemented;

· to evaluate the Driver Testing Organisation’s quality system against a quality system standard.

Quality audits shall be carried out by auditors who are independent of the activity or geographical area being audited and have suitable competence, knowledge and qualifications. Preferably, they should report directly to the executive management.

It is recommended that quality audits be undertaken in accordance with the provisions of EN ISO 10011 or equivalent standard. The results of quality audits shall be recorded and brought to the attention of the staff having responsibility in the activity. The management responsible for that activity shall take appropriate corrective actions on deficiencies found during the audits, according to the provisions set out in this Document.

3.7
Quality system review 

A management review of the Quality System shall be held each year. This will ensure its continuing suitability and effectiveness in satisfying the requirements outlined in the quality manual and that of the Driving Test Organisation’s stated quality policy and objectives.

The quality system review should include the following items:

· follow-up action from previous Management Reviews of the organisational structure
, including the adequacy of staff and resources,

· the degree of implementation and status of the quality system,

· the actual quality of the driving test compared to that required,

· the information received through customer feedback, quality audits and Driver Testing performance.
· Appeals and Complaints

· Results from Internal and External Audits

· Corrective & Preventative Action

· Performance, compliance and effectiveness of processes associated with the delivery of the practical driving test 
· Training & Resources

· Results of analyses of supervised driving tests

Typical outputs from the Management Review will include actions to improve the overall Quality System, such as:

· Process improvement recommendations

· Additional enhancements to the overall process
 

The quality system review shall be well structured, giving recurring/severe problem areas special attention. The results shall be analysed for trends and indications of systematic problems and shall be discussed with the staff concerned. Necessary changes and corrective actions shall be taken and implemented, according to the provisions set out in this Document.

Note: The results of quality audits shall form an integral part of the input into the annual quality system review by the Driver Testing Organisation’s executive management.

The Driver Testing Organisation shall keep records of the results of the quality system reviews.

4.0
RESPONSIBILITY AND AUTHORITY 
Management and staff responsibility shall be defined for each relevant area and function within the scope of its activities. 

Adequate authority shall be delegated to staff managing, performing and verifying work affecting the quality of driving tests, in order to allow them to exercise their responsibilities for achieving the Driver Testing Organisation’s quality objectives with the desired efficiency, in particular by:

· initiating all necessary actions to prevent the occurrence of any irregularities;

· identifying and recording any problems related to initiating, recommending or providing quality solutions,

· monitoring the implementation of agreed corrective action and initiating further development until the deficiency or the unsatisfactory condition has been corrected.

5.0
DELEGATION OF AUTHORITY 

Persons with specific responsibilities for implementation and maintenance of the quality system shall have named deputies who will assume their responsibilities and authority in case of absence for a significant period (e.g. 1 month or more). This delegation shall be communicated to all relevant levels. If the absence is to be prolonged then line management, in consultation with senior management, shall consider alternative arrangements.

6.0
MANAGEMENT REPRESENTATIVE 

The Quality Manager is appointed by the Organisation's Board as the Management Representative. He/she shall have overall responsibility for standards of the driving test and quality issues surrounding it. Irrespective of other duties and responsibilities the Quality Manager will have the authority to:
· Ensure that the management system is implemented and maintained in accordance with requirements of the driver testing organisation’s defined Quality Manual.

· Report to senior management annually on the performance of the management system, including recommendations regarding improvement opportunities.

· Ensure that personnel are completely aware of their quality-related responsibilities, and of customer requirements and expectations.
7.0
 ORGANISATION’S MANAGEMENT STRUCTURE 

The Driver Testing Organisation shall have an organisational structure that enables it to maintain its capability to perform Driver Testing functions adequately and correctly and with the desired quality.

The Driver Testing Organisation shall define and document the reporting structure, responsibilities, authority delegations and inter-relationships between different functions, if any, within the organisation.

The Driver Testing Organisation’s management shall consist of at least an executive manager and/or a technical manager, as well as a quality manager
.

8.0
STAFF RESOURCES AND MANAGEMENT

Staff resource requirements for all functions shall be correctly identified and adequate and sufficient staff shall be made available for all the functions. These include management, training, documentation and verification as well as internal quality audits.

In particular, the Driver Testing Organisation shall have a sufficient number of driving examiners with the relevant knowledge and the required expertise to perform Driving Tests and all other functions directly related to the Driver Testing process both adequately and correctly.

The driving examiner shall be an employee of – or authorised by - the Driver Testing Organisation.

9.0
DRIVING STANDARDS MANAGER

The Driver Testing Organisation shall have a driving standards manager who is suitably qualified, experienced and employed in the operational procedures of driver testing. The driving standards manager shall have overall responsibility to ensure that the driving tests are performed according to the requirements of this Document and the relevant regulations, standards and directives. The driving standards manager shall be a permanent employee.

10.0
QUALITY MANAGER

The Driver Testing Organisation shall have a quality manager, reporting directly to the executive management. The quality manager shall be a permanent employee.

Irrespective of any other duties he/she may have in the Driver Testing Organisation, the quality manager shall have defined and adequate authority for all quality assurance matters and in particular for:

· ensuring that a quality system is established, implemented and maintained in accordance with the requirements of this Document;

· reporting to the Driver Testing Organisation’s executive management on the performance of the quality system for the purpose of review and as a basis for further improvement.

If the quality manager has other responsibilities in the Driver Testing Organisations, these functions shall be clearly defined, in order to avoid any conflicts of interest and to ensure that the effectiveness of the quality system is not threatened.

11.0
DOCUMENT CONTROL 

11.1
General 

Procedures shall be established to control documents that relate to the operation and delivery of services associated with the practical driving tests and the Quality System. These documents may be in hard copy and/or electronic format and shall include the Quality Manual, Procedures, Instructions and Forms supporting quality and operational processes. 

11.2
Approval and Issue 

All controlled documents shall be given a unique identification code and shall have an assigned owner. Development of documents shall be assigned to suitably qualified and experienced staff. Documents shall be reviewed and approved for adequacy by authorised staff prior to release. Access to relevant background information shall be available to relevant staff to facilitate the development or review and approval process.

Where possible, all controlled documentation shall be held on the Driver Testing Organisation’s Intranet web site.

11.3
Document Changes and Date Control

The Driver Testing Organisation shall establish and maintain documented procedures to control all documentation and data directly related to the Organisation’s quality system in general and to the Driver Testing process in particular. The procedures shall apply to internal as well as to external documentation (e.g. European directives, international or national regulations and standards).

Note: Documents and data may be recorded and produced using any type of media, e.g. paper copy or electronic media.

The document and data control procedures shall clearly state for all relevant documents and data:

· when and how they shall be reviewed, which should be at least each time a legal or technical regulation relevant to Driver Testing is significantly amended;

· who is responsible for their development, review, update, change, approval, issue, recording, distribution and removal.

Regarding the document and data control procedures, the Driver Testing Organisation shall ensure that:

· only experienced persons are authorised to develop, review, update, change and approve documents and data prior to their issue and distribution;

· the responsible persons have direct access to all relevant background information upon which to base the development, review and approval of documentation;

· updates, changes or amendments shall be processed in adequate time;

· consideration is given to the effect that a proposed change may have on other parts and/or procedures inside and/or outside the organisation;

· other affected parties inside and outside of the Driver Testing Organisation, particularly staff, are notified of changes and amendments, where relevant;

· all necessary actions are taken prior to the implementation of a change; 
· updated versions of appropriate and approved documentation are available at all relevant locations and to all relevant staff in charge of the operations essential for the effectiveness of the quality system;

· superseded, invalid and obsolete documents are promptly removed from use throughout the organisation, with one copy, suitably identified as "obsolete", being filed for at least three years.

A master list of all relevant documents shall be maintained, identifying who is responsible for approval and distribution, and revision status.

Changes to documents shall be reviewed and approved by an employee with the function that performed the original issue and approval. Once the requirement for a document change is identified, the change shall proceed in a controlled and timely manner. The change process will ensure that,

· the nature of the change shall be identified either in the document and/or appropriate attachments, where practicable;

· All necessary actions are taken prior to the implementation of a new or revised procedure; 

· When a document or form has been introduced, revised or withdrawn, the Driving Test Organisation shall be notified of such change by the originator;

· Obsolete documents are suitably identified and retained for a minimum of one year

11.4
Documents of External Origin

Documents of external origin which impact on the operation of the Driver Testing Organisation’s driving test operations shall be identified and monitored. These documents will largely refer to legal and statutory requirements concerning the Organisation’s operations. The Driver Testing Organisation will have access to these documents. When changes to these documents are made, the relevant Driver Testing Organisation’s documentation, were applicable, will be reviewed to determine the impact of the changes on the Organisation’s systems and the relevant personnel will be notified of pending changes. 

12.0
DRIVER TESTING IDENTIFICATION

The Driver Testing Organisation shall ensure that all driving tests are uniquely identified. This is best achieved using, where possible, the candidate’s unique Driving Licence number. If this is not available, a unique application number shall be used.

13.0
DRIVER TEST TRACEABILITY

The Driver Testing Organisation shall ensure that it is possible to trace complete details of all driving tests for at least two years
.

14.0
DRIVER TESTING PROCESS CONTROL 


The Driver Testing Organisation shall ensure that all quality-related processes, and especially the Driver Testing processes, are carried out under controlled conditions.

The Driver Testing process control shall include:

· documented procedures clearly defining the process, particularly where the absence of such procedures could seriously affect the process quality;

· what facilities and equipment (if applicable) should be used;

· establishment and maintenance of a suitable and safe working environment;

· compliance with relevant reference standards and/or legal and regulatory provisions;

· monitoring and (statistical) control of relevant parameters of process;

· approval of procedures and equipment (if applicable);

· availability of sufficient and adequately qualified and trained staff;

· performance criteria, stipulated in the clearest and most practical manner, e.g. written procedures and/or work instructions, representative samples.
15.0
IN-PROCESS VERIFICATIONS

The Driver Testing Organisation shall ensure that in-process verifications are carried out in order to allow early identification of irregularities and timely initiation of corrective action.

For that purpose, appropriate sampling procedures and statistical control techniques shall be used to identify trends before irregularities actually occur. These statistical evaluations may also be useful for identifying defective processes that require attention and improvement.

16.0
IRREGULARITIES 

An irregularity shall be defined in four ways (1) an occasion when a service level falls significantly outside that specified in the relevant Performance Indicator table (see section 24.2), (2) when the data shows a trend outside the performance level for a specific indicator (3) if the defined process is not being applied and (4) when a service introduced into the Organisation has an adverse effect of the operation of the practical driving test process. In the first three instances, Corrective Action processes shall be applied and will be designed to reduce or eliminate the cause of the irregularity in order to prevent reoccurrence.

The procedure for Corrective Action will define the requirements for: -

· Identification of irregularities
· Determining the causes of irregularities
· Evaluating of the actions to ensure that irregularities do not reoccur

· Recording the results of actions taken

· Reviewing that corrective action taken is effective and recorded.

In respect to the 4th instance, the Quality Audit process will be applied to identify the underlying cause of the problem.

17.0
CONTINUAL IMPROVEMENT 

A Continual Improvement philosophy shall be applied throughout the delivery of practical driving tests. An Organisation Performance Management System process shall be developed to monitor the performance of the Practical Driving Test. The process shall aim to continually improve delivery of the practical driving test by identifying those aspects that are not being delivered and focusing on continually improving them. In addition, the system shall focus on the identification and elimination of potential causes of irregularities. The process will take into consideration the following: 
· Quality objectives, 

· Internal Audit Results, 

· Analysis of process performance data, 

· Customer Satisfaction results, (as appropriate) to facilitate Continual Improvement. 

18.0
PREVENTIVE ACTION

The Driver Testing Organisation shall undertake preventive action to prevent the occurrence of quality-related irregularities and to assist in their prompt identification, if they should arise.

Preventive action includes:

· ensuring availability and use of appropriate and up-to-date sources of information;

· regular in-process verifications;

· systematic analysis of quality records relating to non-conformities, audit results, customer complaints, service reports and management review records.

19.0
CORRECTIVE ACTION

The Driver Testing Organisation shall take corrective action whenever necessary. This will initiate process improvement whenever problems are detected in the quality system and/or in the Driver Testing process and to prevent the recurrence of any identified quality relevant irregularities.

Reasons why corrective action may be necessary include:

· absent or inadequate procedures and documentation;

· irregularities identified through in-process control, analysis of Driver Testing records, audit observations, customer complaints, service reports, management review results or observations and reports by staff, etc;

· major non-compliance with procedures;

· poor scheduling;

· lack of training;

· inadequate working conditions;

· inadequate availability of staff.

In order to keep corrective action useful and effective, the Driver Testing Organisation shall:

· clearly state when corrective action is required, accepting that corrective action shall be in proportion to the relevance of the problems encountered;

· clearly establish the responsible staff who shall have authority to take corrective action;

· define how the corrective action is carried out;

· fix target date limits for implementing the corrective action;

· bring the implemented corrective action to the attention of the staff having responsibility in the activity concerned, e.g. by means of appropriate amendments to the relevant procedures and/or documents;

· verify the effectiveness of corrective action.

Regarding the technical part of the Driver Testing process, corrective action shall be 

· required each time any major quality-related irregularity is identified;

· taken immediately;

· the responsibility of the highest level manager (or of his deputy);

· documented and brought to the attention of all examiners concerned;

· checked for its effectiveness by means of a timely internal quality audit after the issue has been addressed.

The Driver Testing Organisation shall keep records of all corrective actions taken.

20.0
CUSTOMER CARE 

20.1
Customer Satisfaction 

A process for determining customer satisfaction, including frequency of customer surveys, shall be implemented. Objectivity and validity of results shall be assured by the application of suitable controls. In addition, each test candidate shall be offered a debriefing on completion of the test.

20.2
Internal Communication 

The Management Boards of the Driving Test Organisation will make known to staff, on a regular basis through a Team Brief mechanism, the performance of the organisation according to the quality objectives set for the practical driving tests. This communication shall ensure that staff are fully aware of what is expected of them and of the role they performed in meeting these targets.

Standards of Service
 in relation to practical driving tests shall be published regularly and displayed to the public at the organisation’s locations.

20.3
External Communication

The Driving Test organisation shall make available to the public details of all services available to them in respect of the practical driving test. This shall be achieved through publications and/or websites and should include details of driving test requirements, details of fees, site locations, complaints procedures and performance of the organisation in service delivery.

20.4
Enquiries 
The Driver Testing Organisation shall provide a customer enquiries service at each location, where economically viable. Enquires shall be accepted verbally or electronically. All enquires shall be answered with adequate detail and in a timely manner. In addition, a dedicated Customer Information Line shall supply details of current test fees for the services delivered by the Driver Testing Organisation.

20.5
Customer Complaints 


A centrally controlled complaint handling system shall be provided for customers who are dissatisfied with the delivery of practical driving tests. The complaints system shall be simple, user friendly and transparent. Complaints shall be accepted either in writing, face-to-face or by phone at any of the Organisation’s locations. The system shall ensure that all complaints are effectively handled; this shall include the [electronic] recording and tracking of all complaints. Complaints shall be thoroughly investigated and processed within a defined timescale. Where necessary and practicable, immediate action will be taken to resolve a customer complaint to the satisfaction of all concerned. 

20.6
Appeals Process 

Where candidates have the right of appeal it should be processed in a timely, fair and transparent manner. Appeals shall be processed at each test centre and data and findings will be recorded and analysed to highlight any trends. 
21.0
HUMAN RESOURCE MANAGEMENT 
21.1
Recruitment and Remuneration 


The Driving Test Organisation shall set clear criteria for selecting and recruiting driving examiners. Such criteria should include:

· school education

· driving experience

· knowledge of the programme and the content of initial training, including any training beginning at school. 

· knowledge of the highway code/rules of the road, and the main principles of road safety 

· technical knowledge of vehicle control

· driving ability

The Driving Test Organisation shall recruit and assign people who respond to the challenges of the relevant position. All employees are encouraged to compete for any vacancy/promotion within the organisation for which they have the experience, qualifications, ability and potential. People shall only be recruited for a position if they meet the pre-defined requirements for that position. In addition, the recruitment process shall aim to identify persons who are capable of growing and developing within the role and the Organisation.


The Driving Test Organisation shall operate an Equal Opportunities policy. Entry to the Organisation and progression within it shall be based on objective criteria and personal merit. The Driving Test Organisation shall not tolerate any form of discrimination being practised against staff or potential staff because of their sex, marital status, religion or on the grounds of race, colour, creed and ethnic or national origin, or because persons may be disabled. Concerning this last point, it is important that any impairment does not constitute an obstacle to the role performed by an examiner.

Remuneration for staff directly involved in practical driving tests shall not depend on the number of tests carried out or on the results of these tests.

21.2
Job descriptions, qualification and training

The Driver Testing Organisation shall make all staff in its organisation, whose function and work directly affect the quality of Driving Tests, aware of their responsibility and authority in quality matters. All such functions shall be clearly described and documented in appropriate job descriptions, including the minimum requirements for education, qualifications, training, technical and theoretical knowledge and experience.

The driving examiners shall have sufficient knowledge of the programme and content of initial training of candidates, including any education starting in school, of the highway code and the main principles of road safety. They will have proven technical driving ability so that they can make professional judgements on whether or not the driving licence candidates meet the prescribed requirements. 

The Driver Testing Organisation shall develop an appropriate training plan and shall ensure that responsible managers, supervisors and driving examiners, as well as other staff whose functions and work directly affect the quality of the Driving Test, attend regular training and/or education courses.

All staff shall be trained to apply quality processes and operational procedures.

The education and training courses shall take into account the qualifications and experience of the staff involved and the individual training needs required for satisfactory performance, particularly for new recruits or staff transferred to new assignments.

The courses shall include specific technical training necessary for performing Driver Testing. They shall focus on new technical developments and recent changes and amendments of the prescribed requirements, in order to keep relevant staff, and particularly managers, supervisors and driving examiners up-to-date. 

The courses shall also include general and quality-related training to instil and to increase quality awareness. Special consideration shall also be given to provide staff with effective and adequate customer communication skills.

The Driver Testing Organisation shall keep up-to-date records about the qualifications, training and experience of each member of staff, which can be used to identify any gaps in training.

A procedure will be established and maintained to:

· Determine competence and training needs

· Provide training to address identified needs

· Evaluate the effectiveness of training at defined intervals

· Maintain appropriate records of requested and delivered training.

Initial training shall be given to all new staff to ensure that they are competent to carry out their duties. Guidance shall be provided to staff on how to conduct themselves with the public and they will be made aware of: -

· The importance of complying with the Quality Policy, and with the requirements of the Quality System.

· The significant impact of their work activities on Quality, whether actual or potential

· The benefits of improved staff performance

· Their roles and responsibilities in achieving compliance with the Quality Policy, practical procedures and the requirements of the Quality System

· The potential consequences to the Organisation of deviation from relevant procedures

For persons directly involved in practical driving tests, initial training (either delivered “on site” or formally) shall address administrative and/or technical aspects of the work. Furthermore, to ensure the required level of competence is continually maintained, proficiency in practical driving test delivery shall be assessed internally throughout the year and as part of annual training reviews.
21.3
Responsibility and authority

Adequate authority and organisational freedom shall be delegated to staff managing, performing and verifying work affecting the quality of driving tests. This shall allow them to exercise their responsibilities for achieving the Driver Testing Organisation’s quality objectives with the desired efficiency, in particular by:

· initiating all necessary actions to prevent the occurrence of any non-conformities;
· identifying and recording any quality relevant problems and initiating, recommending or providing appropriate solutions;

· monitoring the implementation of agreed corrective action and initiating further development until the deficiency or the unsatisfactory condition has been corrected.

22.0
DRIVER TESTING FACILITIES AND EQUIPMENT 

22.1
General requirements

The Driver Testing Organisation shall ensure that suitable and adequate facilities and equipment are available to perform driving tests in compliance with the prescribed requirements.

The buildings used to conduct driving tests from shall:

· be suitable for its function

· be compliant with disability requirements;

· be provided with adequate heating and ventilation systems;

· have sufficient and suitable outside parking for the driving test

· have adequate sanitary facilities, preferably separate ones for staff and visitors;

· be in an area that is accessible to suitable road infrastructure to ensure compliance with the legal requirements of the driving test (see separate document: Quality of the Location of the Driving Test)
Note: Regardless as to whether a Driving Test Organisation uses fixed or non-fixed driving test routes, clear written procedures must be in place specifying the adherence to the legal requirement and how this is met and monitored.

23.0
RECORDS 

A procedure will be developed and implemented for the control of records generated in the operation of the quality system and the practical delivery of driving tests. The procedure shall address the identification, storage, retrieval, protection, retention time and disposal of records associated with practical driving test activities. The system shall ensure that records are readily available for a defined period. After this period has expired the records will be archived to ensure continued accessibility for a further defined period.

Only after the archived period has expired will records be disposed of in a controlled and environmentally-friendly manner.

24.0
PROCESS CONTROL 

24.1
General Requirements 

Operations required for the delivery of practical driving test services shall be planned and controlled. To this end, a Quality Plan - in the form of a process map - shall be developed and implemented. The Quality Plan shall be supported by

· Clearly understandable Work and Test Instructions (Driving Test Instructions will be in compliance with current requirements).

· The provision of suitable and safe working environments

· The implementation of suitable monitoring or verification activities

· Suitably qualified/trained/experienced staff to perform specific assigned tasks

Each practical driving test and each booking shall be uniquely identified and all parameters relating to a test will be traceable. 

24.2
Performance and Compliance Monitoring 

To determine the performance of the Practical Driving Test process a range of Key Performance Indicators (KPI’s) shall be identified and monitored on a routine basis. These KPI’s shall include as a minimum:

	  Performance Indicator


	Criteria



	Average waiting time for Practical Driving Test delivery
	Not to exceed xx days for any booking


A procedure shall be established to control the collection and analysis of this data. 

Other measures should be put in place to ensure compliance and to identify opportunities for continual improvement. Such measures shall provide information on: -

· The suitability, effectiveness and adequacy of the Quality System

· Process output trends (and deviation from trends) against planned targets

· Customer satisfaction (and dissatisfaction)

· Compliance with legal requirements

24.3
Statistical Monitoring 

A process shall be in place to monitor and measure the delivery of the practical driving test process. This shall include the routine monitoring of Test Results for any anomalies. When such anomalies are identified they will be investigated, documented and action will be taken.

25.0
FACILITIES MANAGEMENT 

25.1
General

The test centre shall be suitably maintained to ensure continued ability to deliver the service. This responsibility shall be limited to the maintenance and safety of the building and defined boundaries for customers making test appointments or performing their practical driving test. As the delivery of practical driving tests takes place largely on the public road, it shall be the test candidate’s responsibility to supply a roadworthy vehicle complying with all legal requirements for the purposes of such tests. 

25.2
Maintenance of equipment and buildings

Appropriate resources shall be provided to support an effective and preventative maintenance system in terms of building maintenance conducted on behalf of the Driving Test Organisation. 

The condition of equipment and buildings shall be routinely monitored and reported to the Organisation’s management. Any maintenance required to keep the buildings at an acceptable and safe standard shall be completed in a timely manner.

26.0
AUTHORISATION 
The CIECA Quality Manual for the delivery of practical driving tests has my full authorisation.

...............................................

CIECA President - Permanent Bureau
Date: 

An electronic copy of this manual is published on the CIECA Internet site.
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�It seems the first half of the sentence is redundant because, either way and from whatever source, some form of documentation on business conditions and fees must be available. And either way, the testing organisation should have it available to interested parties.


�Why “where appropriate”?


�What exactly does this mean? Can we remove or rewrite this?


�What does “appropriate” mean? Is this linked to the 4th bulletpoint in 3.2? Are the members employees?


�IMPORTANT: I understood this document to be left untouched, and for the quality systems of each individual testing organisation to be documented in a separate document specific to the organisation in question. Here it seems that it is this document which needs to be adapted (as opposed to a new document altogether). Which one is it?


�This is not totally clear to me…ask Brian


�This may need a definition.


�It has just been said above that quality audits on “each element of the quality system” “at least once per annum”. Which is it going to be?


�“Process or duty-based” requires an explanation.


�Perhaps this addition is not necessary if they are one and the same document….


�This is not clear. Is there a comma missing here?


�What does this mean?


�These positions require definitions….


�Is this the same as a Technical Manager (see Section 7, last sentence)? If so, there is a need to be coherent..


�This conflicts with the last bulletpoint in this section (below), which reads “a minimum of one year”.


�PAGE \# "'Page: '#'�'"  �Page: 1���This timescale will need to be agreed


�Seems to be an overlap here with section 19. Check for possibilities of streamlining


�Whilst customer satisfaction is a priority, it is not the major one. The major one is carrying out objective, consistent and effective driving tests from a road safety perspective.


�Does this need a definition


�This is already stated in Section 8. Delete?


�There is a lot of repetition in this section…..


�What does the “disposition of records” mean? Whether they are feeling well or not? (


�Already mentioned in section 12.


�It states here that the KPI should include the contents of the box below “as a minimum” but then the box has “example only “ written on it. This is not clear. 


�What are “legalisation requirements”? Are they just legal requirements?
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