CIECA Road Safety Charter working group: implications of a Quality Label

“Setting up a quality system: a step-by-step approach”
The following is an outline approach for the implementation of a CIECA Quality System, based on the documents prepared by the Road Safety Charter working group. 
Any project to implement a quality standard requires the support of senior management within the organisation. This support is not only required for ensuring that the necessary resources are channelled into the process, but also for facilitating change in the business culture of the organisation. 
A Gap Analysis* (GA) will follow an initial assessment of current practices and a review of documents relating to operational procedures. The GA will indicate where work needs to be undertaken to reach the standards required in the future quality system. 
After the GA, a plan will be developed to implement work necessary to meet the quality standard. This plan will ensure that changes from both a quality and operational viewpoint will then be introduced and an audit of their effectiveness carried out.  This audit will initially be of an educational nature for driving test personnel and may well identify any additional gaps that need to be filled.
Assuming that all work to overcome any irregularities has been completed, accreditation can then be sought. After accreditation, a programme of internal quality audits by driving test personnel or their representative will be set up to ensure ongoing system compliance. 
*Gap analysis is the study of the differences between two different information systems or applications, often for the purpose of determining how to get from one state to a new state. A gap is sometimes spoken of as "the space between where we are and where we want to be." Gap analysis is undertaken as a means of bridging that space.

Implementation phases
Phase 1: Planning: 
· Determine the scope of quality system implementation
· Interviews with the relevant technical personnel to determine quality requirements
· Review of current operational documentation and procedures
· Determine common methods for storing quality and operational procedures
· Production of a quality implementation plan  
Phase 2: Gap Analysis and resultant action: 
· Conduct Gap Analysis to determine work areas requiring improvement to meet new quality and operational requirements
· Production of new and/or amended operational documentation; 
· Production of a Quality Manual and supporting quality procedures to meet the requirements of the quality standard.
Phase 3: Education, implementation and accreditation 
· Educate and train operational staff in the use of new and revised quality and operational procedures
· Implement and educate personnel on the recording methods which support the Quality System
· Audit of procedures to ensure compliance with quality standard and operational procedures
· Audit review
· Seek formal quality accreditation*.
Phase 4: Ongoing maintenance and review
· Provide resources to maintain and audit the Quality System and liaise with accreditation body on programming issues
· Provide resources to ensure that accurate operational procedures are maintained
· Provide resources to ensure correct application of operational procedures 
* The responsibility for the formal quality accreditation could either be assumed by an independent organisation, such as ISO, or be carried out by an internal CIECA audit team. This auditing team could be composed of specially-trained representatives from CIECA member organisations who would be chosen on a case-by-case basis according to the language of the country/organisation being audited and the accompanying needs for objectivity and fairness. Costs are not easy to estimate, but – for the CIECA auditing team, for example – the training of the auditors, the on-site time and reporting time of the audit team, and periodic re-accreditation requirements, combined with the absence of these CIECA representatives from their normal work all need to be taken into account.
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