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Executive Summary

Executive Summary

INTRODUCTION AND BACKGROUND

Indecon was appointed by the Department of Transport to conduct an independent review of the
Road Safety Authority (RSA). The RSA is an agency under the aegis of the Department of Transport.
The organisation was established by the Road Safety Authority Act 2006, with objectives as set out in
the relevant legislation and regulations. This report outlines the independent findings of the
consultancy team and presents recommendations for radical changes. These are designed to inform
a whole-of-Government response to the very worrying recent increase in road fatalities and serious
injuries. The latter developments (discussed further in Section 1 of the main report) are particularly
disappointing given that Ireland had successfully achieved a remarkable reduction in fatalities from
the devastating highs experienced in the late 1990s and early 2000s. While this review is focussed on
the RSA, it is important to recognise that there are multiple factors that lead to road collisions, and
addressing these requires a multi-agency response that extends beyond the remit of the RSA. This
includes the challenge of altering dangerous road user behaviour.

STRATEGY AND RATIONALISATION/CONSOLIDATION

The RSA currently has responsibility for a large and diverse range of functions. Over time the
responsibilities allocated to RSA have expanded incrementally and its functions are now very different
from its original mandate. Given its current remit, the vision and objectives outlined in the RSA
Corporate Plan (2021-2025) were designed to align with the Government Road Safety Strategy (2021
— 2030). This whole-of-government strategy is focussed on key interventions that have been
implemented internationally to reduce road collisions and fatalities. Indecon supports the EU holistic
Safe System approach which is reflected in the Road Safety Strategy. This requires a multifaceted
approach, involving the RSA and/or the Government working in partnership with 19 lead
organisations and 38 supporting organisations. To facilitate the delivery of the Government’s
Strategy, a Road Safety Transformation Partnership (RSTP) Board was established. Indecon’s view is
that while the Strategy is appropriate, consideration of changes in responsibilities and adequate
funding are essential elements to ensure the ambitious objectives are met. There is also a need for
an effective mechanism to underpin the required whole-of-government and whole-of-society
response to the achievement of the road safety objectives.

It is important to recognise that a small, non-commercial State agency such as RSA, having a very
wide range of responsibilities but limited powers and constrained resources, cannot on its own
deliver the Road Safety Strategy. Effective implementation must involve a co-ordinated approach
across relevant agencies. This raises the important issue of whether changes in responsibilities would
be more effective than the current arrangements in addressing the worrying increase in fatalities and
injuries, as well as the challenges faced by RSA in meeting operational service targets.

To effectively implement the Government’s Road Safety Strategy, it is useful to consider several high-
level options for rationalisation or consolidation of the role of the RSA. The current structure,
whereby RSA acts as lead agency on the coordination of the Government’s Road Safety Strategy,
could be seen as involving a number of very different types of activities, including: (1) operational
customer-focused services concerning driver and vehicle licencing and testing; (2) setting of
standards; (3) promotional campaigns aimed at changing road user behaviour; (4) educational
initiatives; (5) liaising with enforcement agencies and with national and local authorities and other
stakeholders on road safety improvements; (6) commercial vehicle enforcement activities; and (7)
inputting to national legislative reforms to enhance road safety. These are supported by the research
activities of the RSA, which has a statutory role in producing official statistics on road traffic casualties.
These research activities play a fundamental role in influencing and evaluating promotional and
education campaigns, and in informing policy, legislative changes, and regulation.
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Executive Summary

Currently, the RSA is engaged in road safety promotion, education, and public awareness campaigns,
as well as road safety research and inputs to policy and legislation, and enforcement of a range of EU
rules and surveillance activities. These are in addition to its role in monitoring and evaluation of wider
progress on the Road Safety Strategy and the provision of a range of complex nationwide customer
services.! The latter involves:

— Driver Theory Testing Service.
— National Driver Licence Service.
— National Car Testing Service.

— Commercial Vehicle Roadworthiness System incorporating testing, enforcement, and
operator compliance.

— Tachograph Car Issuing Service.

— Professional Drivers CPC Service.

While it is recognised that structural changes in isolation may not always be the primary driver of
success, a key strategic question is whether a change in responsibilities would be desirable involving
the separation of the operational fee-earning customer services from other road safety measures
needed for the delivery of the ambitious vision set out in the Government’s Road Safety Strategy.
Some other countries have successfully implemented alternative structures to those which have
evolved in Ireland whereby the RSA is responsible for many nationwide operational customer
services, as well as wider public interest promotional, educational, research, and co-ordination
functions. It is not clear that all these diverse functions of the RSA should be in one organisation.
Separation of fee-earning customer services from public good activities, such as promotion and
education, would require Exchequer funding.

The World Health Organisation (WHQO) and the World Bank published a World Report on Road Traffic
Injury Prevention, which was contributed to by over 100 experts from across the world and in
different sectors, including transport, engineering, health, police, education, and civil society.? It
recognised road traffic injuries as a growing public health issue which disproportionately impacts
vulnerable road users, and indicated that more than half of road fatalities are young adults. In
implementing the recommendations of the World Report on Road Traffic Injury Prevention, a review
of best practice in lead agency models carried out by the World Bank suggested that no one lead
organisational structure arrangement was seen as the best but concluded that a central road safety
office with adequate human, technical and financial resources was essential.> Indecon has concerns
that the existing RSA structure dependent on a self-financing model has meant that this condition is
not currently being met. The World Bank highlighted that without an authoritative lead agency
structure, co-ordinating the shared responsibility for achieving road safety results has little chance of
success.

1 The primary functions of the RSA listed in the RSA Performance Delivery Agreement with the Department includes (a) Road Safety
Promotion, Education and Public Awareness Campaigning; (b) Road Safety Research, (c) Input to Policy and Legislation Development, (d)
Input to Administration of Penalty Points System, (e) Enforcement of EU Driving and Resting Time Rules, Driver CPC, and Operator
Licencing, (f) Regulation of Approved Driver Instructor System, (g) Automotive Market Surveillance Authority AMSA, (h) Monitoring
Reporting, Tracking and Evaluation of Progress on Delivery of the Road Safety Strategy 2021 — 2030.

2 WHO/World Bank, “World report on road traffic injury prevention,” (2004) eds. Peden, M., Scurfield, R., Sleet, D., Mohan, D., Hyder, A,
Jarawan, E., and Mathers, C. Accessed at: https://www.who.int/publications/i/item/world-report-on-road-traffic-injury-prevention

3 The World Bank Global Road Safety Facility, “Country Guidelines for the Conduct of Road Safety Management Capacity Reviews and the
Specification of Lead Agency Reforms, Investment Strategies and Safe System Projects”, (2009) eds. Bliss, T., Breen, J. Accessed at:
https://aprso.org/sites/default/files/document/2020-07/country-guidelines-conduct-road-safety-management.pdf
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Currently, the RSA is the lead on the co-ordination and delivery of the Government’s Road Safety
Strategy, as well as managing multiple nationwide fee-earning customer-focused services such as
NCT, Driver Testing, and Driver Licencing Services. Despite being designated lead agency, RSA has no
statutory responsibility for the implementation or funding of An Garda Siochana’s enforcement or
road safety investment. Additionally, the Courts determine fines for commercial operators. Indecon’s
analysis suggests that road safety necessitates a co-ordinated, whole-of-government response. While
no Government Department or State agency will ever have unilateral power to enforce decisions
across other departments or agencies, there is a need for an authoritative, well-resourced lead to
effectively co-ordinate the 19 different organisations that have a governmental role in addressing
different aspects of road safety. Our assessment is that this would benefit from greater central
government involvement.

Given that no one organisational structure is necessarily the best, it is not surprising that international
experience relating to road safety responsibilities shows a variety of models. In some countries such
as the UK and the Netherlands, key public interest activities concerning education promotion,
technology and the co-ordination activities are the responsibility of central Government, while
operational aspects for licencing and driver and vehicle testing are delegated to specialist agencies.
The examples of the structures in the UK are illustrative of this approach.*

Overview of Allocation of Service Delivery Organisation Responsibilities — United Kingdom

Service Allocation of Responsibilities

Marketing and The UK Department for Transport campaign 'THINK!" targeted behavioural change via
Promotional Campaigns engineering, enforcement, and education in its 2000-2010 strategy. The programme has
continued since then with additional awareness campaigns each year. Road Safety Scotland’s
main objective is to promote awareness of road safety issues in Scotland and to ensure
effective co-operation and communication between relevant bodies. It develops strategies to
address Scottish road safety problems, carries out targeted road safety publicity campaigns,
and co-ordinates road safety activity to maximise the effectiveness of national initiatives.

Education in Schools & Road Safety Scotland promotes the development of Scottish road safety educational materials.
Third-Level Institutions;
Road User Education

Driver Testing & Licensing | An executive agency of the UK Department for Transport, the Driver and Vehicle Standards
Agency (DVSA), has responsibility for driver testing, promotion of safe driving standards,
approving instructors and testers, and approving training courses for qualified drivers in
England, Wales, and Scotland. In Northern Ireland the same role is performed by the Driver
and Vehicle Agency (DVA).

The registration and licensing of drivers in England, Wales, and Scotland, and vehicles
throughout the UK is carried out by the Driver and Vehicle Licensing Agency. The registration
and licensing of drivers in Northern Ireland is carried out by the Driver and Vehicle Agency.

Vebhicle Safety & Testing The DVSA has responsibility for road vehicle standards, approving centres for vehicle testing,
directly testing lorries, buses and coaches, monitoring recalls of vehicles, parts and accessories
with manufacturers.

Development of National | The Department for Transport sets the overall road safety strategy for Great Britain, including

Strategy high-level targets, and required legislation on road safety issues.

Other, incl. monitoring The DVSA has responsibility for funding and support of traffic commissioners, carrying out
road infrastructure; traffic | roadside checks on commercial drivers and vehicles, inputting into the development of
law enforcement; etc. partnership with other public and private sector bodies.

Source: Indecon analysis of Road Safety Strategy documents and EC European Road Safety Observatory Country Profiles 2024 versions

4 There are however other options, and countries such as Norway have structures which in some ways are more similar to RSA, although
the Norwegian road safety body is very different and has much wider responsibilities including operating a roadside
policing/enforcement operation. There are also very significant differences in attitudes, practices and policies in Norway including in
areas such as low drink driving levels, high levels of enforcement, low speed limits in residential areas and road safety investment in areas
surrounding road networks.
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A number of options were identified by Indecon for rationalisation or consolidation. The two options
Indecon identified as meriting most consideration were as follows: (i) either a largely status quo
option (but with enhanced organisational clarity on responsibilities for operational and road safety
functions and with dedicated and ring-fenced staff and resources allocated to road safety), or (ii) a
more substantial change in responsibilities.

Under the latter option, the RSA would focus exclusively on operational areas, and road safety
promotion, education, and co-ordination roles would be reallocated back to central Government or
to a separate agency. Under this option, the main customer-focused operational functions would be
retained by RSA which would change the remit of the RSA to be the Vehicle and Driver Licencing and
Standards Authority/Agency.

We also considered the option whereby driver and testing services would be reallocated from the
RSA to a new or existing state agency. Our analysis indicates that there is no existing state agency
which would be likely to better manage these services. If a separate new agency was being set up,
rather than transferring these operational services, it would be preferable to transfer the road safety
functions to the Department or to a new road safety authority. This is because most RSA staff are
engaged directly or indirectly in these operational functions and transferring such a large number of
staff to a new body would be disruptive and would likely lead to a further deterioration in
performance including the attainment of the targets set for driver testing and NCT services.

We also considered the option of the Department assuming responsibility for all the activities of the
RSA, but we do not believe the Department having responsibility for operational functions such as
the NCT would be appropriate. The alternative option of the Department having responsibility only
for public interest areas would have greater organisational coherence. A new operationally focused
agency would also facilitate the transfer of certain operational functions, such as the National Vehicle
and Driver File (NVDF), from the Department.

While different organisational options have merit and elements could be incorporated into any
structural change, the potential separation of operational areas from wider public interest activities
is a key issue.

Some illustrative representative examples of stakeholders’ views expressed in the open call for
submissions presented in the next table highlight the merits of separating customer services
operations for motorists from the wider road safety public interest activities. The views of
stakeholders are important in ensuring that the structures are “accepted and fully supported by other
road stakeholders.” However, Indecon’s recommendations are based of our wider independent
assessment of the merits of alternative options.
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lllustrative Views on Possible Structural Changes

“The two main functions of the RSA conflict with each other, and there is strong argument for separating them.”
“The RSA should split off two functions, one focused on testing and other on road safety.”
“Concerned that the current structure of the RSA distracts from its primary purpose to provide road safety.”

“We support the call for a re-evaluation of RSA’s structure to potentially decouple [(i) the driver and vehicles testing and
licencing services and (ii) the road safety policy, promotion, education and research] roles.”

“Road safety should be undertaken by another Department or agency.”

“All activities that earn revenue from motorists should be undertaken by a separate body that is not responsible for
promoting road safety.”

“RSA should be restructured to focus on vehicle and driver safety.”

“Currently the RSA is severely challenged and under pressure with the multiple roles it is involved with. This in turn
reduces... their ability to focus on the crucial objective of Road Safety.”

“A separation of key functions of the RSA should be considered: Commercial service functions such as Driver Testing, Driver
Licencing, Enforcement of Road Haulage Industry, and Driver Regulations, Regulation of Driving Instruction, Industry and
Development and Monitoring of Vehicle Standards and Testing [should] remain with the current entity. Non-commercial
services such as the functions in relation to education, awareness, promotion of road safety, data collations and related
research funding [should be] moved from the current entity.”

“Road safety should be a separate function.”

“RSA should just deal with vehicle testing ..... and driver testing.”

“There is merit in consideration of the separation of education and media elements and testing and licencing.”
“A distinct agency dedicated to driver and vehicle testing which might streamline processes.”

“Road safety writ large, should be the primary function...All of the other functions that earn revenue from motor
vehicles/drivers should be assigned to a separate agency .... This would mean creating two divisions within the overall
body or creating two separate agencies...A vehicle/driver services division with fees earned from these activities, and a
road safety division, directly funded by the Exchequer.”

“The remit of the RSA should be brought under the Minister of Transport.”

“The amalgamation of the RSA’s licencing services role and road safety policy / promotion / education function is a conflict
of interest and should be separated.”

“The RSA should be split into two bodies, one focussed by driver and cars responsible for licencing etc. and one body
responsible for road safety.”

“[Driver and vehicle testing and licencing services and road safety policy promotion education and research”] functions do
not belong under the same agency. They are separate functions and should be disentangled from each other.”

“Driver testing and licencing and vehicle safety checks should be managed by a separate body to work on research, data
gathering and communications on road safety.”

“A full overhaul of functions of the RSA needs to be done so that the RSA established in 2006 can focus on making Irish
roads safer for everyone.”

“Radical overhaul of the Safety Authority is needed.”

“Vehicle and driver testing could be separate functions to an authority working to change driver behaviour.”

Source: Examples of views submitted to open call for submissions

In assessing potential structural changes, it is important to consider any issues with the current
model. A disadvantage of the status quo concerns the challenges inherent in one agency being
responsible for a very diverse range of major nationwide operational services, as well as road safety
promotion, education, and co-ordination. This is particularly the case given the requirement for RSA
to fund its activities primarily from charges from motorists for its services. As a result, there is a risk
of insufficient funds being available for road safety promotion education, and co-ordination. Indecon
understands that of topics included in RSA’s communication plan to achieve behavioural change,
there are a number where RSA has not invested in promotional or educational initiatives. There are
also distinct demands and complexities in managing the operational customer activities such as NCT
and Driver Testing Services which require high-level focus and attention from RSA management.
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Requiring one organisation to fulfil these demands and be responsible for road safety promotion,
education and leading on the co-ordination of multiple agencies and Departments is problematic.
Additionally, despite being designated the lead agency, the RSA has no statutory powers for
implementation or funding of many of its wider responsibilities. Indecon notes that the status quo
incorporates a role for the RSA as an advocate of policy, legislative and other changes. An
independent advocacy voice should form part of any structural model, and this may be facilitated by
the recently established Road Safety Stakeholder Forum, with representative organisations
continuing to play an important role.

Indecon’s key conclusions on rationalisation/consolidation are presented below. The findings
highlight that there are alternative options to the model developed in Ireland where a wide diversity
of functions was allocated on an incremental basis to the RSA. An important distinction in deciding
on any rationalisation/consolidation is to ensure clarity on responsibilities for policy design (and the
co-ordination between different stakeholders) and the implementation of interventions to improve
road safety. Regardless of the specific organisational structures proposed, there are four key
requirements® as follows:

— Accountable government body.
— Accepted and fully supported by other road safety stakeholders.
— Authoritative.

— Adequate funding, competencies and technical resources.

Conclusions on Rationalisation/Consolidation

1. Thereis a need for an authoritative, data-driven, and well-resourced organisation to lead the
implementation of the road safety strategy.

2. Existing consolidation of multiple nationwide customer operations, in addition to road safety
education and promotion, and co-ordination functions in one agency is not the only possible model.

3. Anissue with the existing structural arrangements is that while RSA has responsibility as lead agency
for Government Road Safety Strategy, it has limited resources and does not have any statutory
powers to fund or direct the role of other agencies or Government Departments.

4. There is a risk of insufficient resources and focus being allocated to road safety, education, and co-
ordination which are non-fee earning activities. This is particularly the case as RSA is facing significant
challenges in meeting customer service targets and is currently experiencing annual financial losses.

Source: Indecon

5 Indecon are very appreciative to Professor Fred Wegman for highlighting the importance of each of these requirements.
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FUNDING MODEL

The RSA is largely self-funded, and the organisation’s revenues come primarily from fees generated
from motorists. These annual fees which amount to over €90m are for the provision by RSA of a range
of nationwide services including driver licensing and testing, and passenger and commercial vehicle
roadworthiness testing. Presently, the only Exchequer funding the RSA receives is for residual pension
commitments and limited funding for its EU obligations in establishing an Automotive Market
Surveillance Authority (AMSA). COVID-19 impacted negatively on RSA revenues. RSA’s finances have
also been impacted by the indexation clauses within supplier contracts. In a period of very high
inflation, this has increased the costs to the RSA of contracted services and has reduced the RSA’s
share of any revenues received from charges for its services. The RSA is currently operating with an
annual deficit, which is expected to increase significantly in future years. If there is no change in the
funding model and no change in service user fees, it is likely that the RSA would not have the
resources to fund any promotional or awareness campaigns.

As part of our investigation, Indecon considered the advantages and disadvantages of the largely self-
funding model and whether the current model is the most appropriate approach to meet existing and
future delivery obligations and the road safety mandate. The trend in RSA income in recent periods
shows that while commercial income increased in 2022 due to the increase in volumes, there has also
been a dramatic increase in underlying costs, resulting in a significant deficit.

In the short term, it has been possible to fund the RSA deficit from accumulated reserves. Indecon
notes that RSA is currently absorbing the cost of indexation of its three largest outsourced services
namely NCT, CVRT, and NDLS. The cost of this indexation compared to a scenario where there was no
indexation in the costs of outsourced services is estimated to be €16.8m in 2024. This reflects an
element within the design of the original contracts, whereby the RSA is contractually liable for
indexation arising from inflation even if service level targets are not being met. This is because the
current contract does not link these elements and any failure in meeting targets is addressed only
through service credits.

Within RSA programme costs, a relatively small 11% of expenditure in 2023 was allocated to road
safety promotion, awareness, and education. Following discussions with the Government, the RSA
has recently significantly increased expenditure on these wider road safety areas. For example, in
2023, expenditure on road safety promotion amounted to only €4.8m compared to an expected
spend on road safety promotion in 2024 of €10.9m. Expenditure on road safety promotion,
awareness and education is also expected to increase to 19% of overall spend in 2024.
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Overview of Recent Developments in RSA Financial Performance - Income and Costs, 2021-2024 (€
Million)

2021 2022 2023 20240
Non-Exchequer Income
National Car Test Levy 27.52 25.91 25.46 24.19
Driver Licence Income 23.19 34.54 28.47 30.53
Commercial Vehicle testing Levy 15.49 16.36 15.89 10.10
Driver testing fee Income 13.47 15.37 18.57 23.15
Driver theory test Levy 1.94 1.56 1.79 1.63
Digital Tachograph Income 0.77 0.92 0.92 0.96
Approved Driving Instructor Income 0.39 0.56 0.53 0.53
Carriage of Dangerous goods income 0.33 0.34 0.32 0.35
Sponsorship Income 0.05 0.00 0.00 0.00
Miscellaneous 0.20 0.28 0.38 0.37
Total Non-Exchequer Income 83.34 95.84 92.31 91.80
Oireachtas Grant 0.72 0.99 0.95 1.07
Staff Costs 26.85 29.19 31.89 35.59
Administration Costs 8.37 11.31 10.69 11.79
Programme Costs 38.64 44.55 42.94 56.34
Total Operating Costs 73.85 85.05 85.52 103.72
Capital Costs 5.74 6.66 8.21 9.43
Surplus/ (Deficit) for the year 4.47 5.12 -0.47 -20.27
Opening Revenue reserves 6.19 10.66 15.78 15.31
Closing Revenue Reserves 10.66 15.78 15.31 -4.96
Source: RSA
Notes: Totals may not equal the sum of components due to rounding. (1) Forecast

The future funding requirement for RSA will depend on movements in the underlying cost base and
changes in the volume of users of RSA services. While there is uncertainty for forecast revenues it is
clear to Indecon that the existing funding model is not sustainable without either a significant
increase in user fees and/or an increase in Exchequer funding. An indication of the likely funding
requirements based on different policy options can be seen by reviewing the annual expected
surplus/deficit under a number of scenarios. If there are no changes in the funding model RSA's
annual deficit is expected to rise from around €20m in 2024 to nearly €45m in 2033. The projections
are based on a number of assumptions concerning inflation, cost movements and the number of
applications for services such as driver testing and licencing and NCT services.
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Financial Projections for RSA - € Million

2024 2025 2026 2027 2028 2029 2030 2031 2032 2033

Option A: Service Fees
Restricted to Current -20.27 | -26.22 | -31.86 | -35.14 | -34.12 | -36.96 | -42.38 | -45.37 | -39.75 | -44.56

Level

Option B: Service Fees
Increase by Average of
5% Per Annum from June
2025

-20.27 | -18.62 | -20.07 | -18.83 | -12.05 | -9.53 | -10.26 | -7.93 7.02 6.98

Option C: Service Fees
Restricted to Current
Level. Certain public
interest-related activities -20.27 | -5.72 | -10.94 | -13.89 | -12.41 | -14.99 | -20.13 | -22.99 | -17.09 | -21.90
are 100% Exchequer-
funded from 2025
onwards.

Option D: Service Fees
Increased by 5% in 2025
and subsequently by 2%
yearly. Certain public
interest-related activities -20.27 -1.22 -3.56 -3.45 1.70 2.49 0.40 0.96 12.18 10.79
are 100% Exchequer-
funded from 2025
onwards. Efficiency Gains
of 1% Yearly

Source: RSA Projections, based on Options Identified by Indecon.

While it might initially be thought that funding road safety from income from services to motorists
could provide certainty on funding and remove the dependence on changes in public finances, the
reality is very different. Indeed, the current largely self-funding model means that any funding for
public interest activities such as road safety awareness and promotional campaigns, educational
initiatives, and the wider road safety co-ordination function, is completely dependent on the RSA
generating a surplus from commercial fee earning activities. While surpluses were achieved during
the period 2014-2020, the RSA is currently operating with a deficit in its operational service areas.
But for the Authority’s accumulated reserves, which shortly are likely to be shortly depleted, no
funding would be available for critical road safety functions. Changes to RSA user charges for its
services are dependent on Ministerial approval and charges have not increased since 2011/2012. RSA
fees are not subject to external regulatory review and there is no formal external mechanism in place
to evaluate the efficiency of RSA services and whether fee increases are justified. At a consumer level,
motorists are legally obliged to secure driving licences and road-worthiness tests for vehicles. The
RSA either directly or indirectly (through outsourced providers) is the only provider of these services
to the consumer. Examples of public and wider stakeholder views which in general support a change
in self-funding are presented in the next table. Indecon notes that funding for many other health and
safety and wider public interest activities are funded directly by the Exchequer.
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lllustrative Views on Funding Model

“Safety of the public is a core responsibility of Government. It must be funded by Government.”

“A mixed funding model is required. If the Government is serious about reducing road deaths, then money must come
with it.”

“Fundamentally oppose the current self-funding model of the RSA...we strongly advocate for an Exchequer funded model
for the road safety functions at least.”

“Mixed funding model is best option as long as monitored by outside party.”

“The current funding model...” is not a sustainable model and there needs to be an element of public and private
funding.”

“The RSA’s Reliance on self-funding through driver / vehicle testing fees, with minimal Exchequer funding, may limit....
the ability to invest in essential areas which are not directly related to these services.”

“A more balanced mix of funding is needed.”

“The self-funding model for the RSA is not effective. The high reliance on funding from processes such as NCT and driver
testing / licencing has meant that this element of RSA activities takes precedent.”

“The RSA should “use its own independent sources of funding..... and should not have to compete with others receiving
public expenditure.”

“The core funding of road safety promotion, education and analysis should come from Government and not from fees
for providing services.”

“Road safety is a public good and as such... it would be appropriate there would be exchequer funding.”
“Diverting road safety funding from the profits of testing of motorised vehicles and licencing of drivers.... is vital.”
“A mixed funding model would allow greater scope provided it is allocated sensibly and is traceable.”

“Funding should be directly from the Exchequer.”

“The self-funding model is convenient with one section funding the other. As a business, that’s fine. However, the RSA’s
job is not just a business.”

“A self-funded authority relies on its own resources which can provide financial stability. However, it also means they
must generate their own resources, which could potentially lead to conflicts of interest.”

“Exchequer funding should be provided for prevention.”
“The current funding model is not an effective one.... Road safety needs to be supported by general exchequer.”

“In line with the Sustainable Policy which sets out a national framework for active travel and public transport to 2030,
and a move towards reduction of cars on our road network, reallocating road space to prioritise walking, cycling and
public transport...the current funding model of the RSA is not sustainable for the future.”

“as it currently has income sources, it is an appropriate model.”
“A serious conflict of interest arises when a Road Safety Authority is funded by revenue from motorists.”

“Altogether, the funding model is at odds with the primary objective of the Authority...the RSA will need a new funding
model.”

“It would be better if road safety functions were state funded.”

“The funding model needs to be changed to a direct-exchequer funded model, with an appropriately laid out budget,
alongside a rigorous oversight process.”

Source: Examples of views submitted to open call for submissions

Indecon’s conclusions from its assessment of the existing RSA funding model are presented in the
next table. The analysis suggests that the existing model is not sustainable and radical changes are
required. In the short term, a small increase in fees, combined with Exchequer ring-fenced funding
for public interest road safety activities, would be appropriate.
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Conclusions on Funding Model

1. RSA has experienced a rapid increase in the costs of providing services.
2. Service fees have not increased since 2011/2012.

3. RSAis currently using reserves to fund wider public interest activities and any deficits in
operational services.

4. Many of RSA customer services are outsourced to private providers and contracts have been
awarded following standard public procurement tendering procedures.

5. There are no regulatory measures in place to drive efficiencies in the costs of RSA services and RSA
does not face competition for its services.

6. There is no formal mechanism to establish appropriate fees.

7. Without increased Exchequer resources or increased fees, the current funding model is not
sustainable.

8. Indecon believes that radical changes are required to the funding model for RSA.

Source: Indecon

CUSTOMER SERVICES AND CONTRACT MANAGEMENT

Indecon’s review has identified that targets have been set for main RSA customer services and for
other bought-in services. This assists in the evaluation of performance and is aligned with best
practice. As part of the review, we examined both internally provided services, as well as outsourced
services. In reviewing the performance of the customer service activities managed by the RSA, it is
clear that major problems have emerged in the provision of a number of important services, with
customers experiencing significant delays in both internally provided services such as Driver Testing,
and in the NCT which is outsourced. While there have been improvements in the most recent period,
these services are still underperforming compared to agreed service level agreements. These
challenges have inevitably required a significant focus by the RSA to address these operational service
problems. Indecon notes that as well as the main operational customer service areas such as NCT and
Driver Testing and Licencing, which incur most of the RSA expenditure, the RSA also provides driver
education services such as CPC, ADI and Digitacho.

Indecon’s analysis indicates that despite notable improvements, certain service level targets are still
failing to meet the targeted levels. Critically, one of these was the important NCT Service, where
booking lead time and compliance SLAs were not being met. The NCT Service, in particular, has
performed below the targets stipulated for test booking lead time since 2022 Q1. While the target
set was for lead time on bookings to be fewer than 12 days, the performance averaged circa 21.6
days during 2022-Q1 2024-Q2 and in some cases much higher delays have been evident. The latest
figures for the second quarter of 2024 indicate an improvement, with average waiting times falling
to 15.8 days.
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National Car Testing Service — Waiting Times vs. Target

NCTS - Quarterly average wait times (days)
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Source: RSA

In addition to NCT services, delays have been evident in the driver testing service which is managed
directly by the RSA and is not outsourced to third parties. For the driver testing service, the target
wait time was 10 weeks, while, as indicated in the next chart, the average actual wait time was much
higher. There has, however, been an improvement in recent periods, resulting from an increase in
the number of tests available. In year to June 2022, RSA delivered 95,821 tests and this increased to
136,888 for the same period in June 2024. This increase in testing reflects the increase in driver test
applications which increased from 109,249 in year to June 2022 to 143,350 in the year to June 2024.
Ensuring fast provision of driver testing is very important for road safety and there is a need to
address resourcing issues quickly. This is particularly important in the context of any potential
changes which may be made to restrict multiple driving permits for individuals who have not
attended a driver test. This must be achieved, while also ensuring those taking the driving test have
been adequately prepared, with high quality training and education to develop safe and responsible
drivers.

Driver Testing Wait Times (Weeks) 2022 - 2024
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Source: RSA
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For commercial vehicle roadworthiness tests, service delivery metrics of compliance levels have also
fallen short of the target during 2022-Q1 2024. Indecon understands that the technical inspection
service has been outsourced and the CVRT service is delivered by third party garages under CVRT
regulations. The RSA have indicated that the CVRT service is controlled by CVRT regulations and not
by RSA service level agreements. We have also been informed that the CVRT quality inspection was
an additional control introduced by the RSA to prevent complacency within the CVRT network. A 99%
compliance target was initially set, based on the historical criteria for the monitoring inspections
carried out by the AA. The target was revised to 95% in 2024, reflecting a change made to the quality
inspection criteria during 2023. The quality inspections represent around 1% of the total number of
tests carried out by the CVRT network.

CVRT Inspections Compliance (%) (1/23 — 2/24) Target = 99% to 2023/95% from 2024
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Source: RSA

In considering the factors which have impacted on the underperformance of certain key RSA
customer services, Indecon’s analysis indicates that underperformance in the NCT was influenced by
the impact of COVID-19 and difficulties experienced with recruitment of staff. Indecon also notes that
there was a lift failure, but the RSA has suggested this was not the reason for the delays in NCT. There
is of course an implicit incentive for providers to address any issues, as these would otherwise impact
on revenues, while providers also face service credits. However, Indecon also believes that the design
of the original contract did not involve a sufficient incentive for the provider to urgently address any
staffing problems so that any issues that could adversely impact the achievement of SLA targets
would be quickly addressed. The approach used by the provider was to seek non-EU work permits,
which took time but ultimately helped address labour shortages. The service credits applied in the
case of any non-performance of the NCT contract are such that RSA bears no direct financial burden
from non-compliance with the SLA, although lower volumes will adversely impact RSA revenues.

In the case of the driver testing service, the increased delays experienced by customers reflected the
unanticipated increase in demand following the COVID-19 pandemic, combined with staff shortages.
From 2021, demand continued to exceed pre-pandemic levels, and a request was made by RSA to the
Department to recruit an additional 30 staff. This request was based on use of pre-pandemic data
and the approach used was subsequently proven to be an underestimate of requirements. The RSA
was granted sanction for 30 permanent testers in July 2022. Following engagement between the
Department and the RSA over the period December 2022 to March 2023, a final resourcing
submission was made by RSA which outlined a number of options to address the backlog in driver
tests. These included (i) engagement of an additional 40 contracted driver testers for a period of 24
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months (and the tracking of demand over the first 12 months of this period, which the RSA
suggested would indicate whether the case for the recruitment of 40 permanent testers could be
made, subject to further sanction and approval by the Department); (ii) engagement of an additional
60 contracted driver testers for 24 months and monitoring of demand which might again support the
RSA seeking to permanently employ 40 testers; or (iii) engagement of an additional 75 contracted
driver testers for 24 months. The RSA suggested that by end of 2024 there would be insufficient work
for these 75 testers. The RSA also suggested that, based on their demand projections, an increase in
permanent headcount would be required. The RSA recommended the first of these options, namely
the appointment of 40 additional contracted driver testers for the next 24 months in conjunction with
two supervisors. In the event, the Department approved the higher number of 75 contracted driver
testers for 24 months in order to address the delays in driver testing.

More widely, Indecon’s research with senior RSA staff suggests that a range of factors impacted the
achievement of service delivery levels (see figure below). While the majority of senior staff felt that
factors outside the control of the RSA were significant or very significant aspects in the challenges
experienced in meeting service delivery levels, other factors were seen by some staff as significant,
including the exit of senior specialist staff and the design of the original contracts.

Views on Significance of Various Factors in Challenges Experienced in Meeting Service Delivery
Levels

Wider Factors Outside of Control of RSA

Diversity of Responsibilities of RSA 35.7% | 14.3%

0% 20% 40% 60% 80% 100%
Percentage of Respondents

Cultural issues within RSA

Exit of Senior Specialist Staff

Level of Resources and Expertise in RSA on Contract
Monitoring and Enforcement

Level of Procurement Resources or Expertise in RSA

Details of original contracts with service providers,
including levels of service credits for under-performance

B Very Significant @ Significant
O Neither Significant nor Insignificant O Insignificant

@ Very Insignificant/Not Relevant

Source: Indecon Survey of RSA Senior Staff

Indecon also examined international experience in the provision of road safety related customer
services for motor vehicle inspections, driver licenses, driver tests, and commercial vehicle testing.
This shows that a range of alternative approaches have been used (see table overleaf). In some cases,
these have reduced the dependence on single suppliers. While different approaches have been used
internationally, Indecon believes there is no one option which is preferable. This needs to be assessed
in the light of national conditions. For example, while appointing independent approved garages
would have the advantage of increasing choice for consumers, this would need to be balanced against
any risk of non-compliance. Consistency of using one provider for NCT as in Ireland has important
advantages but increases the dependence on one supplier.

I n d e c 0 n Indecon International Consultants Page xiv



Executive Summary

Overview of International Approaches

Country Vehicle Inspections Issuance of Driver Administer Driving Commercial Vehicle
Licences Tests Testing
UK/Scotland Independent garages Driver & Vehicle Driver & Vehicle Independent inspectors

approved by Driver & Vehicle
Standards Agency

Licensing Agency

Standards Agency

approved by Driver &
Vehicle Standards Agency

Netherlands

Companies accredited by NL
Vehicle Authority (RDW)

NL Vehicle Authority
(RDW)

Central Office for
Motor Vehicle Driver
Testing (CBR)

Companies accredited by
NL Vehicle Authority
(RDW)

Sweden Companies accredited by Swedish Transport Swedish Transport Companies accredited by
Swedish Transport Agency Administration Administration Swedish Transport Agency
(Transportstyrelsen) (Trafikverket) (Trafikverket) (Transportstyrelsen)

France Directorate for Road Safety | Directorate for Road | Directorate for Road Directorate for Road
partners with UTAC (external | Safety Safety Safety partners with UTAC
company) (external company)

Spain Directorate General for Directorate General |Directorate General for | Directorate General for
Traffic for Traffic Traffic Traffic

New Zealand Warrant of Fitness agents Driver licensing Driver licensing agents | Warrant of Fitness agents

appointed by NZ Transport
Agency

agents appointed by
NZ Transport Agency

appointed by NZ
Transport Agency

appointed by NZ
Transport Agency

Source: Indecon research

Indecon’s conclusions on RSA customer service operations are outlined below. These highlight that
service targets set in key areas have not been met.

Conclusions on RSA Customer Services and Contract Management

1. There has been a failure to achieve agreed target levels for some important RSA customer services
areas including NCT and Driver Testing Services.

2. Despite improvements in recent periods, performance remains below targets in key areas.

3. COVID-19 and difficulties in the recruitment of staff as well as the rapid growth in demand were
important factors impacting on performance.

4. There are staffing shortages within the RSA to support the delivery and management of customer
services.

5. RSA demand forecasting and workforce planning did not anticipate the extent of the exceptionally
fast increase in demand across service areas including for driver testing. Subsequently, RSA
requested approval of 40 contracted Driver Testers, but sanction was given for a larger number of
contracted testers. RSA did not manage to fill all the temporary Driver Tester positions sanctioned
by the Department.

6. The dependence on one contractor in areas such as NCT implies a risk to responding to any failure
to deliver service targets but there are also other advantages in one supplier in meeting and
monitoring consistent quality standards.

Source: Indecon

Indecon
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ESTATE MANAGEMENT

Indecon’s assessment of the RSA’s estate management highlighted that agency has an extensive
presence in locations in every county in Ireland. RSA’s driver testing centres are located in state-
owned or in leased accommodation. In addition, the RSA directly leases accommodation. The cost to
the RSA of directly leased accommodation amounts to €1,341,930 per annum. In addition, the OPW
leases premises for the RSA with base lease rates totalling €1.74m across 35 premises. The costs paid
by the RSA for facilities significantly underestimates the full costs as RSA head office and other offices
are owned or leased by the Office of Public Works and no rent is payable on these by the RSA. All the
property used by RSA has an economic cost and the full costs of RSA utilisation of property are not
currently estimated.

The RSA occupies its head office in Ballina and sub-offices in Loughrea, Dublin, and Cork. While the
number of other premises used varies over time, the RSA indicated that it currently has 63 driver
testing centres, including two HGV compounds. We understand that the OPW provides 41 of these
buildings some of which are in shared Government offices which makes identification of the costs
and value for using the premises difficult. In addition, 23 buildings are rented directly by the RSA to
meet their requirements or to address the backlog of driver testing.

The following map shows the multiple points of contact for the RSA with the public across all
locations: RSA offices; driver testing centres; NCT locations; NDLS locations; driver theory test
locations; and CVRT locations. Many of the offices used by RSA were based on requirements identified
over a decade ago. For example, the current office landscape for the NDLS was established in 2013
and reflected the needs of the service at that time which relied on 100% face-to-face interaction. As
the RSA moves to a digital driver license and online renewal system, this will reduce their property
requirements and will result in cost savings. Many current NDLS offices are not sustainable as
dedicated front offices with volumes moving online. The RSA has indicated it has a programme of
work and plans to rationalize and consolidate its front office footprint in line with its plans to digitise
an increased proportion of its services.

Potential for Rationalisation of Estate through Greater Co-Location
Clusters of DTT and NDLS Clusters of DTC, NDLS and DTT
DTT and NDLS DTT, NDLS and DTC
25 clusters (at 3km) 41 clusters (at 3km)
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The following figure shows the views of RSA management and senior staff on opportunities for
consolidation of office space across the office network. This highlights their assessment that there is
potential for consolidation concerning office usage. Given the changes in remote working and the
extent of space allocated to offices, it is clear that there are opportunities for cost savings.

Views of RSA Management and Senior Staff on Opportunities for Consolidated Office Space
across Network

RSA Cork

RSA Loughrae

RSA Dublin

RSA Head Office/Ballina

0.0% 20.0% 40.0% 60.0% 80.0% 100.0%
Percentage of Respondents

B Yes, opportunities exist B No opportunities exist 0O No opinion

Source: Indecon Survey of RSA Staff

Indecon’s conclusions on RSA’s estate management are outlined below. The findings highlight the
absence of a formal estate management plan. The gaps in information on the costs and utilization of
the property used by the RSA are also noted.

Conclusions on RSA Estate Management

The RSA has control of an extensive estate property portfolio in multiple locations.
The RSA does not currently have an overall estate management plan.

3. Large separate physical front office footprints increase cost and operational inefficiencies.
Indecon believes there is significant potential to reduce front office footprints.

4. Comprehensive data on the costs and percentage utilisation of all of property used by RSA is not
monitored which prevents evaluation of the full economic costs and value for money of its
property requirements.

Source: Indecon

MANAGEMENT AND OVERSIGHT STRUCTURES

In examining management and oversight structures in line with the terms of reference, the focus is
on the structures and roles and not on the individuals who hold any such roles. Members of the Board
of the RSA are appointed by the Minister for Transport as per Section 14 of the Road Safety Authority
Act 2006. Indecon notes that the Board meets at least eight times annually and is briefed at these
meetings by the CEO. The Board has a range of valuable expertise including a chair with legal and
communications skills, a solicitor, an IT and digital specialist, a trauma surgeon, a medical consultant,
an accountant, and an organisational consultant with experience in governance.
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A previous review of the performance of the RSA Board suggested that the RSA Board was high
performing but recommended that additional Board members with experience in international
enforcement, customer engagement and Government legislative experience should be appointed
given its current wide remit. If the recommendations included in this report are accepted, the future
RSA Board will require a different range of skills reflective of the proposed new focus of the
organisation.

A revised RSA organisational structure was introduced in 2022, with some small functional
realignments outstanding to complete its implementation. This current structure was developed with
external assistance and involves a functional model with an expanded number of directorates. In
evaluating the management structures, it is critical that the key areas of priority necessary to achieve
the Government’s road safety objectives are adequately resourced. A summary of the current staff
resourcing is presented in the next table. The evidence indicates that most of the staff in the RSA are
involved in fee-earning operational areas for motorists concerning driver and vehicle licencing and
testing and support activities. The numbers directly employed by the RSA in vehicle testing reflects
the outsourcing of NCT and CVRT services. Under this model, testers are employed by the providers
and not directly by RSA. The staff levels in areas such as driver testing reflect the need to deliver
national services to very large numbers of customers annually. A small percentage of staff resources
is allocated to road safety promotion and road safety education. We note that in areas such as
promotion or education, a lot of the activities are also outsourced. These important public interest
activities are part of a small Partnership and External Affairs Directorate. Indecon believes that
nationally, additional resources must be allocated on an ongoing basis to road safety promotion, road
safety education, and engagement with other stakeholders.

RSA - FTE Staff Levels of Key Areas 2024

Current FTEs Role in RSA
176.5 Driver Testing Technical
26.6 Driver Testing Administrative
26 Driver Licencing
20.4 Vehicle Testing
51.6 Enforcement
11 Research
23.59 Customer Call Centre
10.7 Vehicle Standards
24.2 Advanced Driving Instruction/Driver Education Admin
7.8 Communications and Content Management (Partnerships & External Affairs)
6 Road Safety Education (Partnerships & External Affairs)
21.2 Strategic Performance and Transformation
18.8 Finance and Corporate Services (CEO included here)
8 People, Development and Cultural
13 Technology Platforms and Solutions
445.39 TOTAL Current FTE

Source: RSA data staff numbers as at end of June 2024
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As a non-commercial statutory agency established under the Road Safety Authority Act of 2006, it is
essential that there are effective oversight structures between the Road Safety Authority (RSA) and
the Department. Unlike some, but not all, other non-commercial state agencies, there is no
Departmental representative on the RSA Board. However, in line with the Code of Practice there is
an Oversight Agreement between the Department and the RSA. A new Performance Delivery
Agreement between the Department and the RSA has been prepared covering the period from March
2024 until 31 December 2026. Indecon’s assessment is that the new Draft Performance Delivery
Agreement is an enhancement of an earlier agreement and reflects the evolving challenges and
priorities. There is, however, merit in the Agreement explicitly including detailed performance
measures. Indecon understands that in recent times the Department’s oversight has focussed on
operational matters to an extent which differs from previous experience. This is a response to
increased road deaths and higher waiting times for key services, as well as public dissatisfaction with
aspects of service delivery.

Indecon’s conclusions on the existing management and oversight structures are presented below.

Conclusions on RSA Management and Oversight Structures

1. The RSA Board has a range of skills and is a very active and committed Board.

2. If the RSA were to retain its existing mandate, there are gaps in certain skills including: (i)
Marketing/promotion/education needed to influence road user behaviour; (ii) Management of sub-
contract relationships; (iii) Enforcement; (iv) Customer services.

There is no Departmental representative on the RSA Board.
4. A new organisational structure was designed in 2022 and has been largely implemented.

The responsibilities for road safety promotion, education and for co-ordination within the RSA are part
of a small Partnership and External Affairs Directorship.

6. A comprehensive Performance Delivery Agreement has been established between the Department and
the RSA.

Source: Indecon

RECOMMENDATIONS

In our recommendations, we outline proposals for consideration by the Government concerning
radical changes in the responsibilities for aspects of road safety, as well as significant changes in the
funding of the RSA. In addition, we outline recommendations for RSA consumer operations, and for
estate management, and for the management and organisation of the proposed new structures.

Recommendations on Changes in Responsibilities for Road Safety

Indecon’s recommendations for changes in responsibilities for the delivery of road safety objectives
are designed to enhance clarity and responsibility for the achievement of the national objectives for
road safety. A key recommendation is to separate road safety public interest activities from the
provision of NCT, Driver Testing, and other operational services for motorists. While there are
different organisational options which would achieve this, on balance, we believe transferring the
public interest activities back to the Department would be the best option. Detailed implementation
plans will be needed to ensure that the changes proposed lead to the achievement of the
Government’s Road Safety objectives. The proposed changes should be reflected in the wider
Department of Transport’s strategy and will require organisational change within the Department.
Most importantly the recommendations will require the provision of adequate resourcing, and the
implementation of organisation design and change management plans to enable the Department to
fulfil its new responsibilities. Without adequate resources, the proposed changes will not be effective.
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The changes would involve the RSA focusing on its nationwide customer service activities and on
achieving operational efficiencies and meeting the challenging service level targets. As an
operationally focused service agency there would also be a case for the organisation to assume
responsibility for NVDF (National Vehicle and Driver File) information. The management by RSA of
the NVDF data would strengthen the management and verification of driver and vehicle records and
would also provide integrated data to strengthen compliance in areas such as driver licences, NCT
and CVRT requirements, and penalty point records. The system is currently maintained by the Digital
Hub (previously the Driver and Vehicle Computer Services Division) of the Department of Transport
and supports motor tax and licencing services and national vehicle and driver registers. Indecon notes
that the Report of the Special Group on Public Service Numbers and Expenditure Programme®
previously recommended the merging of the NVDF into the RSA and the Group indicated this would
bring responsibility for testing and licencing drivers and vehicles under the same management.

Summary of Recommendations on Changes in Responsibilities

Role of RSA

1. The RSA would retain its existing operational customer-focussed services for motorists including
NCT, Driver Testing, NDLS, and CVRT. This would involve the RSA becoming the Road Safety
Vebhicle and Driver Licencing and Standards Authority.

2. The new organisation should be tasked with responsibility for National Vehicle Driver File (NVDF)
which would facilitate the management of all vehicle and driver-related data operations. The
transfer of this should be on a planned basis and should take account of need for financing of this
service area.

Role of Department of Transport

3. The Department of Transport should assume national responsibility for road safety awareness
campaigns, road safety education, and co-ordination of activities of the multiple partner
organisations. This would ensure clarity on accountability and would constitute a new
Government led focus on these critical areas for road safety.

4. Inline with the new responsibilities, the Department should establish an authoritative and well-
resourced structure, encompassing behavioural analysis and road safety communications
functions, within the Department to implement its new role and to work with the Road Safety
Transformation Partnership Board to ensure delivery of the Government’s Road Safety Strategy.

Legislative Changes

5. Legislators should urgently change the Roads Act (1993) to facilitate the sharing of collision data
with Local Authorities. Legislative changes will also be needed to change the remit of the RSA to
reflect its new role as an operationally focused vehicle and driver licencing and standards agency.

Source: Indecon

Recommendations on Funding Model for RSA

Indecon’s recommendations for major changes in the funding model are presented below. These
address the current unsustainable funding model for the RSA and will provide clarity and
transparency of the level of investment by the Government in road safety promotion, education, and
co-ordination. It will also provide a transparent mechanism to determine appropriate charges for RSA
services. As is the case in the UK, this should, as one element, incorporate a public consultation
process. To incentivise service delivery, increases in fees should be conditional on achieving high
levels of service.

6 Report of the Special Group on Public Service Numbers and Expenditure Programmes, Volume 1, p.75.
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Recommendations on Funding Model

6.

The costs of road safety promotion campaigns and road safety educational initiatives, as well as
measures to ensure effective co-ordination between partner organisations, should be funded by the
Exchequer.

Fees for RSA customer service should be set to ensure customer-focused activities are self-sustainable
and are cost-reflective. This is likely to require an increase in fees in 2025 and modest increases in
subsequent years.

The setting of fees for RSA customer services should be structured so as to provide an incentive for RSA
to maximise internal efficiencies and negotiate competitive rates with service providers.

An independent review should be undertaken every 1-2 years to evaluate the efficiency of RSA service
provision and to recommend to the Minister any changes in service fees.

A public consultation process on RSA fees should be undertaken which would constitute one input to
the independent review.

Increases in RSA services fees should be conditional on substantially meeting service level targets.

Source: Indecon

Recommendations on Customer Services and Contract Management

Indecon recommendations on RSA customer services and contract management are presented
below. These are designed to support the efficient management of customer-facing services, and the
achievement of the targets set.

Recommendations on Customer Services & Contract Management

An extensive digital transformation programme should be implemented to, inter alia, digitally provide
as many customer services as feasible in order to improve customer experience. This should include
an ability for as many customers as feasible to renew driver licences remotely. Indecon notes that the
RSA has an ongoing programme of work to achieve this. Currently, RSA is processing 55% of driver
licences online and has a target to increase this to 90% which Indecon supports.

RSA should ensure that any future outsourced contracts are structured in a manner which provides a
very high level of incentive to providers to urgently address any failure to meet service targets.

Prior to the expiry of existing contracts, RSA should evaluate the merits of any alternative delivery
mechanisms which could reduce the dependence on one provider. This assessment should balance
the benefits of increased consumer choice against the inherent advantages which the existing model
provides in assuring consistency of compliance.

The efficiency of existing in-house customer services should be evaluated by RSA.

RSA should prepare a detailed multi-annual term workforce plan for approval by the Board and by the
Department.

Consideration should be given to exploring the feasibility of structuring any new outsourced contracts
such that providers cannot seek increases in their fees unless service targets have been substantially
met.

Source: Indecon

Recommendations on RSA Estate Management

Indecon’s recommendations on estate management are presented in the next table. These are
designed to enhance value for money of scarce resources.
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Recommendations on RSA Estate Management

1. The RSA should prepare a comprehensive estate management plan which should be presented to
the RSA Board for approval.

2. The estate management plan should identify short- and medium-term requirements and the merits
of short versus longer-term leasing options.

3. Adjustment should be made to the RSA’s large separate physical front office footprints in order to
reduce cost and improve operational efficiencies.

4. The RSA should prioritise the digitalisation of services such as the NDLS (via online applications
potentially using booth or other remote invigilation technology).

5. Where a physical location is required, RSA should examine the potential to reduce the physical
footprint through co-location with existing RSA/OPW provided properties.

6. NCT should continue in the short term to operate from the premises provided under contract.

7. The CVRT should continue to operate from private operators’ premises.

8. RSA should monitor the utilisation and full economic costs of all the property it uses.

9. In considering rationalisation options, the potential cost savings should be identified and the focus
should be on options which deliver significant rather than marginal savings.

Source: Indecon

Recommendations on Management Structures and Oversight Arrangements

Indecon’s recommendations on management structures and oversight arrangements are presented

below.

Detailed implementation work will be required to support the recommendations.

Recommendations for Management Structures for Vehicle and Driver Licencing Standards

Authority/Agency and for Wider Oversight Arrangements

Department of Transport
1.

Vehicle and Driving Licencing and Standards Authority/Agency
3.
4,

Oversight Arrangements

A new function should be established within the Department of Transport to assume
responsibility for road safety promotion and education, to drive behavioural change and to lead
and co-ordinate all agencies and Departments involved in Government’s Road Safety Strategy.

The new organisational structures within the Department must be adequately staffed and
resourced and should work closely with and provide support services to the RSTP Board.

Future appointments to the new Agency should reflect the revised remit of the organisation.

The Board of the Agency should ensure that there is a separate agenda item at each Board
meeting to evaluate the performance of customer service operations vis-a-vis targets.

Consideration should be given by the Agency to establishing additional specialist Board Sub-
Committees.

The existing management structure in the RSA could be the basis for the organisational structure,
but amendments will be needed to reflect the change in focus to operational areas.

Consideration should be given to the appointment of a Departmental official to the RSA Board to
facilitate the proposed changes in responsibilities.

8. The Performance Delivery Agreement should be amended with a view to giving greater
operational freedom to the new Vehicle and Driver Licencing and Standards Authority/Agency,
conditional on targets for customer services being achieved.

Source: Indecon

I n d e c 0 n Indecon International Consultants Page xxii



Executive Summary

IMPLEMENTATION ISSUES

The recommendations in this report are focused on the most effective structures and funding
mechanisms to achieve the Government’s road safety objectives. These are designed to make Irish
roads safer. Given the terrible impact on individuals, families and communities from road fatalities
and injuries, as well as the social costs, we believe that the recommendations should be implemented
as a priority. The co-operation of the RSA and all other agencies, as well as wider stakeholders and
Government Departments, will be needed to support the radical changes recommended. These
should be underpinned by legislative changes and supported by appropriate resourcing decisions.

A key recommendation is to separate road safety public interest activities from the provision of NCT,
Driver Testing, and other operational services for motorists and motorcyclists, professional drivers
and users of eBikes/eScooters. While there are different organisational options which would achieve
this, on balance, we believe transferring the public interest activities back to the Department would
be the best option. Detailed implementation plans will be needed to ensure that the changes
proposed lead to the achievement of the Government’s road safety objectives. We understand that
only a small number of RSA staff are directly involved in road safety promotion, education, research,
and co-ordination functions and many of these services are outsourced. However, it is envisaged that
an appropriately resourced behavioural analysis and communications function will be required to
support road safety when responsibility for these areas is transferred back to the Department. The
implementation plan should also evaluate in detail any support activities undertaken by the RSA given
its new proposed operational customer remit. This should include a detailed review of what elements
of the important research function might transfer to the Department or to other agencies such as TlI.
A research function will, however, need to be retained in RSA to inform the setting of standards,
although Indecon has been informed by the RSA that currently no research is conducted by the
Research Department to inform the setting of standards.

The proposed changes should be reflected in the wider Department of Transport’s strategy and will
require organisational change within the Department. Most importantly the recommendations will
require the provision of adequate resourcing and planning, and the implementation of organisation
design and change management plans to enable the Department to fulfil its new responsibilities.
Without adequate resources, the proposed changes will not be effective. The changes would involve
the RSA focusing on its nationwide customer service activities and on achieving operational
efficiencies and meeting the challenging service level targets. As an operationally focused service
agency, there would also be a case for the organisation to assume responsibility for NVDF driver-
related information.

There is a need for recognition of the scale of the challenges which will be faced in changing
dangerous road user behaviour. An awareness that this will require both a whole-of-Government and
a whole-of-society response will be important. Expectations for immediate short-term impacts are
likely to be unrealistic. However, it is essential that the best operational model is implemented as
soon as possible.

As part of the planning for the proposed changes, a detailed organisational design and change
management plan is needed. The planning of the structural changes should include a review of how
best to implement the changes within the existing organisational structures of the Department.
Workforce plans for both the Department and the new RSA Vehicle and Driver Licencing and
Standards Authority will be needed to ensure there is the capacity and capabilities required to deliver
successfully on the new mandates. Ensuring effective interaction with other parts of the Department
will be important. Apart from policy and communications areas, an integrated road safety unit could
work closely with the advisory division in the Department which includes specialist engineering
expertise. There will also be a need for close co-ordination with RSA so that any benefits of integration
of existing RSA services are taken into account. In particular, there are operational aspects of the
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current operation which should be maintained. Thus, for example, NCT centres and other RSA centres
should continue to display advertisements for road safety. A similar issue applies to awareness
measures in other agencies and institutions including in the education sector and media sector. A co-
ordination of all promotions and awareness should be the responsibility of the Department of
Transport, as is the case in the UK.

The recommendations will require increased investment in road safety communications and
educational initiatives. There will be a need as part of the planning of these changes to build in an
evaluation of the return on investment and post-campaign research on its effectiveness. Specialist
expertise will be needed to ensure initiatives are effective. This should take account of the need to
utilise multiple media types and channels and the use of influencers, localised messages, and peer-
to-peer communications. The model of the UK ‘THINK! campaign run by the UK Department of
Transport, may also be of assistance in planning the implementation of campaigns. The objective
should be to drive road safety messages down to local level and to ensure co-ordination among
various stakeholders. While implementation plans are being developed there is an urgent need for
immediate measures to be taken supported by the Exchequer. In particular, we recommend that
consideration be given in the short term to allocating ring-fenced Exchequer funding in order to invest
in road safety education and promotional activities.

OVERALL CONCLUSIONS

Achieving real change in relation to dangerous behaviour on our roads will be a challenge and there
are no short-term easy solutions. The fundamental changes recommended are, however, designed
to ensure a wider whole-of-Government response to the national priority of making Irish roads safer
and reversing the unacceptable escalation in road fatalities and injuries. The radical changes
proposed constitute a fundamentally different approach to road safety in Ireland. These have the
potential over time to deliver transformational improvements. The changes will however require
system-level actions to address the unimaginable grief and loss caused by road fatalities and injuries
with a focus on protecting vulnerable road users. In addition to the recommended structural changes
in responsibilities and the development of a new funding model, it will be necessary to focus on the
causes of collisions and to implement evidence-based measures to change attitudes and practices in
order to alter driver behaviours. This will need to be accompanied by legislative changes, changes in
penalties faced by dangerous road users, increased and consistent enforcement, changes to driver
testing, greater use of technology and investment in sustainable transport and in other road safety
investments. A collaborative approach involving a multiplicity of organisations and stakeholders will
also be needed. Regardless of whatever organisational changes are implemented, the Government’s
Road Safety Strategy should be the responsibility of a central government department rather than an
agency. Central Government commitment to ensure the changes are implemented will also be
essential. With the changes proposed supported by additional investment, Ireland has the potential
to achieve best practice in making Irish roads much safer for our citizens and visitors. There is
widespread support evident in the submission from the public consultation programme for change.
This is reflected in the view of one submission which concluded with the plea to “please act quickly
and decisively on the reform programme. Lives are being lost unnecessarily.”
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1 Introduction and Background

1.1 Introduction

Indecon was appointed by the Department of Transport to conduct an independent review of the
Road Safety Authority (RSA). The RSA is an agency under the aegis of the Department of Transport.
The organisation was established by the Road Safety Authority Act 2006 with objectives as set out in
the relevant legislation and regulations. This report outlines the independent findings of the
consultancy team and presents recommendations for radical changes. These are designed to inform
a whole-of-Government response to the very worrying recent increase in road fatalities and serious
injuries. The latter developments, discussed further below, are particularly disappointing given that
Ireland had successfully achieved a remarkable reduction in fatalities from the devastating highs
experienced in the late 1990s and early 2000s. While this review is focussed on the RSA, it is important
to recognise that there are multiple factors that lead to road collisions, and addressing these requires
a multi-agency response that extends beyond the remit of the RSA. This includes the challenge of
altering dangerous road user behaviour.

1.2 Background to Review

This review of the RSA is appropriate at this time for a number of reasons including: (i) The Authority
has not been comprehensively reviewed by the Government since its establishment despite
significant changes in its remit; (ii) The Authority faces significant challenges in the delivery of certain
core services provided to citizens (e.g., the National Car Test and the Driver Testing Services); and (iii)
The Authority’s financing model has been strained by the COVID-19 pandemic and cost-of-living crisis.

Indecon notes that the Department intends to bring forward an RSA Amendment Bill following the
conclusion of this review, which offers the opportunity to make legislative adjustments related to any
issues that are identified in this report.

The recent increase in road fatalities and injuries is particularly disappointing after Ireland had
successfully achieved a remarkable reduction in fatalities from the devastating highs evident in the
late 1990s and early 2000s. The number of road fatalities dropped sharply from 396 in 2005 to 163 in
2012. While every life lost is an unspeakable tragedy for their families and communities, the decline
up to 2012 was impressive. This long-term decline had commenced a number of years prior to the
establishment of the RSA. For example, earlier data shows that fatalities in 1998 were as high as 458
and decreased to 335 by 2003. Fatalities increased in the following two years before recommencing
a sharp downward trend in the years from 2005. It is hard to attribute the remarkable achievements
in the period to 2012 to any specific factor. Disentangling the determinants of annual changes in road
fatalities is inevitably very challenging and there is a danger in simplistic conclusions which may reflect
spurious correlations. The decline may have been influenced by the transformational investment in
motorways and other roads, and the improvements in the age and condition of vehicles, as well as
technological developments in new vehicles. The level of road policing and the introduction of the
NCT in 2000 and penalty points in 2002, the implementation of graduated licencing in 2010, the
introduction of speed cameras in the same year, as well as the reduction in the drink driving limits
and medical advancements, are all likely to have been contributory factors. Societal awareness of the
importance of wearing seat belts and of the danger of drink driving, on which advertising campaigns
commenced in 2002, may also have played a role. Following the decline in 2012, the numbers of
fatalities, however, increased in the next two years and it was only in 2015 that fatalities were back
to 2012 levels. Numbers then increased to 182 in 2016. A range of measures were introduced
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including mandatory intoxicant testing, tougher laws for unaccompanied learner drivers and
automatic disqualification for drink driving in 2018 and other measures. By 2023 fatalities had fallen
to a low of 133. Since then, there has been a worrying increase in fatalities in each of the following
two years and it looks like 2024 could be one of the worst for fatalities for over a decade.

Figure 1.1: Historical Trends and Recent Developments in Road Fatalities — 2005-2024

Historical Trend — 2005-2023
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The position in relation to serious road injuries shows a long-term increase since 2014. While there
was a decline in 2020, the numbers increased in the following two years to hit an historical high of
1,683 before declining somewhat in 2023. However, the level of serious injuries was more than 80%
higher than in 2014. In 2024, the number of serious injuries recorded between January and August
totalled 889, which was lower than during the same period in 2023 and 2022.
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Figure 1.2: Historical Trends and Recent Developments in Number of Serious Road Injuries —

2006-2024
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Notes: (1) A Serious Injury is defined as an injury for which the person is detained in hospital as an ‘in-patient’ OR any of the following
injuries whether or not the person is detained in hospital: fractures; concussion; internal injuries; crushings; severe cuts and lacerations;
and/or severe general shock requiring medical treatment. This is the definition applied at scene of collision by An Garda Siochana.

(2) Data for 2020-2024 is provisional and subject to change. There can be significant fluctuations in serious injury numbers until such a
time as the validation of these records is completed by the RSA. There is a break in the trends for injury collision and casualty numbers
from 2014 onwards, which means that serious injury numbers from 2014 are not directly comparable with previous years. This is
because there was a change in the way in which the RSA received collision data from AGS in 2014 i.e. a change from a paper based to
electronic system. This break does not affect the trend figures for fatalities.

While estimating the precise impacts of the determinants of road fatalities or serious injuries is not
feasible, it is important that all elements which address the underlying issues are part of the strategic
response. These, inter alia, are likely to include:

— Consistent and high level of investment in effective initiatives to radically change attitudes to
prevent dangerous road user activities. These are likely to require a focus on preventing drug
or alcohol while driving, prevention of mobile phone use, and addressing excessive speeding
and consistent use of seat belts. Adequate funding and a commitment to research-based
evaluation of any promotional campaigns is essential.
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— Investment in educational initiatives to ensure safe driving. This is, inter alia, likely to require
integration of road safety within primary, secondary, and the third level educational system,
as well as wider lifelong learning measures.

— Appropriate levels of penalties, policing and detection for all areas of dangers driver
behaviour. Both the penalties and the risk of detection need to be sufficient to act as a major
deterrent.

— Only permitting safe vehicles to operate on the road network. Delays in testing increases the
probability of unsafe vehicles operating on Irish roads. Penalties for driving unsafe vehicles
need to be at a scale which is sufficient to act as a real deterrent.

— Ensuring high quality driving training and testing and licencing. This will, inter alia, require
sufficient capacity to address permit drivers who are driving for significant periods on Irish
roads without ever having taken a test.

— Evidence-based investment in improving the safety of road network.

Key issues from the perspective of this review include whether changes to the current structures and
funding model for road safety and changes in the management of customer services provided by RSA
would assist in achieving these objectives.

1.3 Scope of Review

The review covers a range of aspects concerning the RSA, including the management and oversights
structures. As part of this, we considered the Authority’s functions and evolving policy priorities, and
whether the current management structure was appropriate to delivering on the needs of the
organisation. We also examined the extent to which the RSA Board has been effective in directing
and overseeing the Authority and whether there are elements of the Department’s oversight of the
Authority that could be enhanced.

On the funding model, we examined the advantages and disadvantages of the self-funding model.
We also assessed the sustainability of the current largely self-funding model in meeting the RSA’s
existing and future service delivery obligations and road safety mandate, versus a direct Exchequer
funding model or some combination of the two. In this context, we considered a mechanism for the
setting of service fees and examined any required restructuring of funding.

Our review included an examination of customer services and contract management and whether
there are any common causes or barriers to complying with achieving agreed service delivery levels
across services. We also reviewed estate management and the utilisation of RSA’s property
requirements.

On the critical issue of the strategy and the options for rationalisation/consolidation, we reviewed
the Authority’s vision and strategic goals in the context of delivery of road safety policy objectives
and the Government’s Road Safety Strategy. This included reviewing whether the Authority has
sufficient focus on the services it delivers as key enablers of road safety. We also examined whether
there are functions currently undertaken by the RSA that would be better delivered by another
agency or elsewhere across Government and whether there are other functions which should be
within the remit of the RSA.
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1.4 Approach to Review

As part of this review, inputs were received from the RSA Board, senior management and wider
stakeholder organisations. An opportunity was also provided to the public and other stakeholders to
make submissions to the review. Reflecting the interest in road safety, 169 submissions were received
as part of this process. These included detailed submissions from reputable organisations, members
of the Oireachtas and other public officials and from doctors, road safety specialists and members of
the public. The level of care and detail included in many of the submissions provided helpful insights.
The submissions, inter alia, dealt with a wide range of important issues including the funding model
and organisational remit of the RSA, as well as enforcement, growth of car usage, signage,
deficiencies in crash location data, need for ongoing driver training, concerns over perceived blaming
of victims, importance of focus on vulnerable road users, attitudes to high-vis jacket initiatives,
weather hazards, methods of transport, driver training, manufacturer vehicle safety, regulation of
driving instructors, views on effectiveness of road safety campaigns of RSA, issue of customer service,
ongoing training of drivers, traffic and vehicle technology, use of alternative channels of
communications, severity of penalties, speed limits, funding, perceptions of conflicts of interest in
funding model and the need for behavioural research. The submissions also identified proposals for
mandatory ongoing online driver training, application of technology to prevent speeding and mobile
phone uses, the compliance on imported salvaged cars, the issues concerning motor industry
sponsorships, as well as recommendations for a Road Safety Commissioner. While some of these
issues raised were wider than the scope of the current study, all are relevant to the challenges faced
in addressing road safety and all were carefully examined by the Indecon team. These inputs will also
be of assistance to wider ongoing policy assessments. Survey work with the senior staff in the RSA
was undertaken and an examination was completed of international road safety experience.
Consultations were held with the Department and with other state agencies as well as a rigorous
analysis of the available evidence on the key issues and recommendations.

1.5 Structure of Report

Section 2 of this report examines the funding model and in the subsequent section, an examination
of the options for rationalisation/consolidation of the RSA is presented. Section 4 considers customer
services and contract management, while Section 5 presents a review of estate management. Section
6 reviews management and oversight structures. In the final section, Indecon’s conclusions and
recommendations for change are outlined.

1.6 Acknowledgements and Disclaimer

Indecon is very grateful to Department officials for their input into this independent review including
Keith Walsh, Jan-Claire McNeill, Tomas Campbell, Yvonne White, Lyndsey Drea, and the Secretary
General and other members of the Senior Management Team. We are also appreciative to the Chair
and the Board of the RSA for their openness and co-operation. We would also like to thank the
management and staff of the RSA who provided detailed information and clarifications on numerous
aspects of the organisation. Special thanks are also due to wider stakeholder organisations, and we
are very appreciative of inputs of 169 stakeholders and individuals who made submissions as part of
this review. Thanks are due to the Office of the Government Chief Information Officer (OGCIO), the
Office of Public Works (OPW), the National Transport Authority (NTA), Transport Infrastructure
Ireland (TIl), An Garda Siochana (AGS), the Medical Bureau of Road Safety (MBRS), and THINK! (UK).
Thanks are also due to previous members of the executive of the RSA for sharing their experience.
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Indecon is very appreciative of insights from the wider public consultations which included
submissions from members of the Oireachtas and other elected officials including Mr. Marc O
Cathasaigh T.D., Mr. Ciaran Cannon T.D., and Ms, Neasa Hourigan T.D., as well as from a number of
councillors including Alan O’Connor, Donna Toomey, and David Healy. Valuable inputs were also
received from community interest groups and representative organisations, as well as Government
Departments. These, inter alia, included submissions from the County and City Management
Association, the Department of Justice, the Fdrsa trade union, the Cork Chamber of Commuter
Coalition, the Irish Road Haulage Association, Irish Doctors for the Environment, Professional Driving
Instructors Association, Irish Cycling Campaign, Friends of the Earth, Support Living Streets Group,
Dun Laoghaire, and other organisations. Valuable inputs were also made by companies, academics,
doctors and members of the public. Finally, we would like to thank Professor Fred Wegman, Emeritus
Professor of Traffic Safety, Delft University of Technology for information and advice on aspects of
international models. The usual disclaimer, however, applies and all of the analysis and views in
this report are the responsibility of Indecon.
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2 Strategy and Rationalisation/Consolidation

2.1 Introduction

The RSA currently has responsibility for a large and diverse range of functions. Over time the
responsibilities allocated to RSA have expanded incrementally and its functions are now very different
from its original mandate. Given its current remit, the vision and objectives outlined in the RSA
Corporate Plan (2021-2025) were designed to align with the Government’s Road Safety Strategy
(2021 - 2030). The Government’s Strategy is focussed on key areas which internationally have been
implemented to reduce road collisions and fatalities. Indecon supports the EU holistic Safe System
approach which is reflected in the Government’s Strategy. This requires a multifaceted approach
involving the RSA and/or the Government working in partnership with 19 lead organisations and 38
supporting organisations. To facilitate the delivery of the Government’s Strategy, a Road Safety
Transformational Partnership (RSTP) board was established. Indecon’s view is that while the Strategy
is appropriate, consideration of changes in responsibilities and adequate funding are essential
elements to ensure the ambitious objectives are met. There is also a need for an effective mechanism
to ensure a whole-of-Government and a whole-of-society response to the achievement of the road
safety objectives. One element needed to ensure a whole of Government approach is effective
partnerships with other organisations. One recent example of this is the sharing of data on collisions.
Indecon understands that previously, data on road collisions was shared with local authorities but
these bodies have not received this information over the last six years due to a GDPR concern. Local
authorities have, however, been in receipt of information and analysis on road incidents. Following
meetings involving the Department of Transport and the RSA with the Data Protection Commission,
an agreement has recently been reached on collision data to be shared. This will require a change to
the Roads Act (1993). While we understand that this issue is likely to be resolved in coming months,
it is important to note this as an example of the interdependencies in this area.

It is important to recognise that a relatively small non-commercial agency of state such as RSA with
limited powers and constrained resources cannot on its own deliver the Government’s Road Safety
Strategy. This raises the important issue of whether changes in responsibilities would be more
effective than the current arrangements in addressing the worrying increase in fatalities and injuries
as well as the challenges faced by RSA in meeting operational service targets which are documented
later in this report. In order to effectively implement the Government’s road safety strategy, it is
useful to consider a number of high-level options for rationalisation or consolidation. The current
structure whereby RSA acts as lead agency on the implementation of the Governments Road Safety
Strategy could be seen as involving a number of very different types of activities, including: (1)
operational customer-focused services concerning driver and vehicle licencing and testing; (2) setting
of standards; (3) promotional campaigns aimed at changing road user behaviour; (4) educational
initiatives; (5) liaising with enforcement agencies and with national and local authorities and other
stakeholders on road safety improvements; (6) commercial vehicle enforcement activities; and (7)
inputting to national legislative reforms to enhance road safety. These are supported by the research
activities of the RSA, which has a statutory role in producing official statistics on road traffic casualties.
These research activities play a fundamental role in influencing and evaluating promotional and
education campaigns, and in informing policy, legislative changes, and regulatory standards.
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Currently, the RSA is engaged in road safety promotion, education, public awareness campaigns, as
well as road safety research and inputs to policy and legislation, and enforcement of a range of EU
rules and surveillance activities. These are in addition to its role in monitoring and evaluation of wider
progress on the Road Safety Strategy and the provision of a range of complex nationwide customer
services.” The latter involves:

— Driver Theory Testing Service.
— Driver Testing Service.

— National Driver Licence Service.
— National Car Testing Service.

— Commercial Vehicle Roadworthiness System incorporating testing, enforcement and
operator compliance.

— Tachograph Car Issuing Service.
— Professional Drivers CPC Service.

While it is recognised that structural changes in isolation may not always be the primary driver of
success, a key strategic question is whether a change in responsibilities would be desirable involving
the separation of the operational fee-earning customer services from other road safety measures
needed for the delivery of the ambitious vision set out in the Government’s Road Safety Strategy.
Some other countries have successfully implemented alternative structures to those which have
evolved in Ireland whereby the RSA is responsible for many nationwide operational customer services
as well as wider public interest promotional, educational, research, and co-ordination functions. It is
not clear that all of these diverse functions of the RSA should be in one organisation. Separation of
fee-earning customer services from public good activities, such as promotion and education, would
require Exchequer funding.

2.2 International Experience

The World Health Organisation (WHQO) and the World Bank published a World Report on Road Traffic
Injury Prevention, which was contributed to by over 100 experts from across the world and in
different sectors, including transport, engineering, health, police, education, and civil society.® It
recognised road traffic injuries as a growing public health issue which disproportionately impacts
vulnerable road users and indicated that more than half of road fatalities are young adults.®

In order to prevent road traffic injuries, the WHO/World Bank presented recommendations relating
to road infrastructure, safer vehicles, law enforcement, mobility planning, health and hospital
services, child welfare services, and environmental planning.’® The WHO/World Bank report
recommended the following steps for governments to assess road safety in their country:

7 The primary functions of the RSA listed in the RSA Performance Delivery Agreement with the Department includes (a) Road Safety
Promotion, Education and Public Awareness Campaigning; (b) Road Safety Research, (c) Input to Policy and Legislation Development, (d)
Input to Administration of Penalty Points System, (e) Enforcement of EU Driving and Resting Time Rules, Driver CPC, and Operator
Licencing, (f) Regulation of Approved Driver Instructor System, (g) Automotive Market Surveillance Authority AMSA, (h) Monitoring
Reporting, Tracking and Evaluation of Progress on Delivery of the Road Safety Strategy 2021 — 2030.

8 WHO/World Bank, “World report on road traffic injury prevention,” (2004) eds. Peden, M., Scurfield, R., Sleet, D., Mohan, D., Hyder, A,
Jarawan, E., and Mathers, C. Accessed at: https://www.who.int/publications/i/item/world-report-on-road-traffic-injury-prevention

° Ibid.
10 |bid.
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— Review policies.
— Take actions to improve road safety outcomes.
— Identify a lead agency in government to guide national road traffic safety effort.

— Assess the problem, policies, and institutional settings relating to road traffic injury and the
capacity for road traffic injury prevention.

— Prepare a national road safety strategy and plan of action.
— Allocate financial and human resources to address the problem.

— Implement specific actions to prevent road traffic crashes, minimise injuries and their
consequences, evaluate the impact of these actions.

— Support the development of national capacity and international co-operation.

In implementing the recommendations of the World Report on Road Traffic Injury Prevention, a
review of best practice in lead agency models carried out by the World Bank suggested that no
singular lead organisational structure arrangement was seen as the best but concluded that a central
road safety office with adequate human, technical and financial resources was essential. Indecon has
concerns that the existing RSA structure dependent on a self-financing model has meant that this
condition is not currently being met. The World Bank Global Road Safety Facility highlighted that
without an authoritative lead agency structure, co-ordinating the shared responsibility for achieving
road safety results has little chance of success.

An important distinction in deciding on any rationalisation/consolidation is to ensure clarity on
responsibilities for policy design (and the co-ordination between different stakeholders) and the
implementation of interventions to improve road safety. Regardless of the specific organisational
structures proposed, there are four key requirements!! as follows:

— Accountable government body.
— Accepted and fully supported by other road safety stakeholders.
— Authoritative.

— Adequate funding, competencies and technical resources.

Currently, the RSA is the lead on the co-ordination and delivery of the Government’s Road Safety
Strategy, as well as managing multiple nationwide fee-earning customer-focused services such as NCT
and driver testing and driver licencing services. Despite being designated lead agency, RSA has no
statutory responsibility for implementation or funding of AGS enforcement or road safety
investment. Additionally, the Courts determine fines for commercial operators. Indecon’s analysis
suggests that road safety necessitates a whole-of-Government response. While no Government
Department or State agency will ever have unilateral power to enforce decisions across other
departments or agencies, there is a need for an authoritative and well-resourced lead to effectively
co-ordinate the 19 organisations that have a governmental role in relation to road safety. Our
assessment is that this would benefit from greater central Government involvement.

11 Indecon are very appreciative to Professor Fred Wegman for highlighting the importance of each of these
requirements.
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Given that no singular organisational structure is necessarily the best, it is not surprising that
international experience relating to road safety responsibilities shows a variety of models. In some
countries such as the UK and Netherlands, key public interest activities concerning education,
promotion, technology and the co-ordination activities are the responsibility of central Government
while operational aspects for licencing and driver and vehicle testing are delegated to specialist
agencies.’ An overview of road safety structures in other countries is presented in Annex 2. Looking
at what other countries have done is informative in considering potential options, however, the
differences in responsibilities, in legal obligations, as well as differences in population and driver
behaviour is noted.

2.3 Identification of Main Options for Rationalisation/Consolidation

In considering options for rationalisation, it is noteworthy that when the RSA was first established, its
remit was primarily confined to road safety campaigns and education and the driver testing service,
as well as reporting on collisions (as per its statutory remit under Section 8 of the RSA Act 2006). Over
time, driver licencing, which was previously run by County Councils, was transferred to the RSA as a
nationally run service. Car testing was then also established and added to RSA’s remit as was
commercial vehicle testing. In addition, market surveillance as an EU requirement was added to RSA's
responsibility and RSA also brought into its remit the regulation of driver instructor and RSA also
manages the Certificate of Professional Competence for commercial drivers. A key question is
whether a narrower focus by the RSA on certain functions would be appropriate. The main issue is
whether operational functions and the wider road safety roles should be separated. While RSA
believes all its functions are inter-linked this does not mean all of the functions have to be in the one
organisation and it is noteworthy that in other countries some of these functions are separated.

The main high-level options identified by Indecon for considering rationalisation or consolidation are
outlined in Table 2.1. Within the status quo option, we also considered if there would be merit in
giving a greater focus and ring-fenced funding to RSA promotion, education, research, and co-
ordination roles. Co-ordination refers to managing partnerships with multiple Government
Departments and State agencies, as well as other stakeholders. These functions are located within a
small Partnership and External Affairs Directorate. We understand that the Director responsible
reports to weekly management meetings and has regularly attended Board meetings and made
presentations to the Road Safety Transformation Partnership Board. Our conclusion is that while
changes to the internal RSA organisational structure could be potentially useful, more radical change
may be appropriate. We also considered the option of RSA focusing exclusively on public awareness,
education, and co-ordination role and the transfer of certain operational functions to an existing state
agency, such as Tll or NTA. However, our judgement is that this would dilute rather than increase the
level of priority given to road safety functions. We also considered the option of the creation of a new
agency to handle customer service functions while RSA would continue with wider road safety roles.
If a separate agency was being set up, rather than transfer the operational service, it would be
preferable to transfer the road safety functions. This is because most of the RSA staff are engaged
directly or indirectly in the operational function and transferring such a large number of staff would
be very disruptive and would likely lead to a further deterioration in meeting the targets set for driver
testing NCT services. We also considered the option of the Department assuming responsibility for

12 Countries such as Norway have structures which in some ways are more similar to RSA although the Norwegian road safety body is very
different and has much wider responsibilities including operating a roadside policing/enforcement operation. There are also very
significant differences in attitudes, practices and policies in Norway including in areas such as low drink driving levels, high levels of
enforcement, low speed limits in residential areas and road safety investment in areas surrounding road networks.
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all of the activities of the RSA, but we do not believe the Department having responsibility for
operational functions such as NCT would be appropriate. The alternative option of the Department
having responsibility only for public interest areas would have greater organisational coherence. If
there was to be a new operationally focused agency, this would also facilitate moving operational
functions such as NVDF from the Department. Our conclusion is that the two options which merit
most consideration are either a largely status quo option (but with enhanced organisational focus on
responsibilities for operational and road safety functions and with dedicated and ring-fenced staff
and resources allocated to road safety) or a more substantial change in responsibilities, whereby the
RSA would focus on operational areas. Under this option road safety promotion, education, and co-
ordination roles would be reallocated back to central Government or to a separate agency.

Table 2.1: Summary of Main High-Level Options for Potential Rationalisation/Consolidation

= Status quo

= Restructured RSA to focus on road safety promotion, education, research, and co-ordination, with
customer operations and standards to be transferred to an existing or new state agency

=  The main customer-focused operational functions to be retained by RSA which would change the
remit of the RSA to be the Vehicle and Driver Licencing and Standards Authority/Agency, and for
road safety promotion, education, and co-ordination roles to be transferred to the Department of
Transport

Source: Indecon

A summary of the potential advantages and disadvantages of the existing status quo is outlined in the
next table. Indecon believes that a disadvantage of the status quo is the challenges inherent in one
agency being responsible for a very diverse range of major nationwide operational services, as well
as road safety promotion, education, and co-ordination. This is particularly the case given the
requirement for RSA to fund its activities primarily from charges from motorists for its services. As a
result, there is a risk of insufficient funds being available for road safety promotion education, and
co-ordination. Indecon understands that of topics included in RSA’s communication plan to achieve
behavioural change, there are a number where RSA has not been invested in promotional or
educational initiatives. While this could potentially be eased by having ring-fenced funding, there are
other features of the integrated model which have potential difficulties. In particular, there are
distinct demands and complexities in managing the nationwide and complex operational customer
activities such as NCT and driver testing services, which requires a high-level focus and attention from
RSA management. Requiring one organisation to fulfil these demands and also be responsible for
road safety promotion, education and leading on the co-ordination of multiple agencies and
Departments is potentially problematic. Additionally, despite being designated the lead agency, the
RSA has no statutory powers for implementation or funding of many of its wider responsibilities.
Indecon notes that the status quo incorporates a role for the RSA as an advocate of policy, legislative
and other changes. An independent advocacy voice should be part of any structural model, and this
may be facilitated by the recently established Road Safety Stakeholder Forum, with representative
organisations also continuing to play an important role. If major challenges arise in meeting customer
service targets for nationwide operational services, it is difficult for the management of any
organisation to have sufficient capacity and resources to give sufficient focus on wider areas.
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Table 2.2: Status Quo

Potential Advantages Potential Disadvantages

Integrates road safety
promotional and
operational activities

Challenges inherent in one agency responsible for a very diverse range
of services and functions.

Risk of lower priority to road safety promotion, education, and co-
ordination compared to fee-earning operational services in periods
where RSA is facing financial difficulties and has to meet large legal
contractual commitments.

Despite being designated lead agency RSA has no statutory
responsibility for implementation or funding of enforcement or road
safety investments.

Source: Indecon assessment

While different organisational options have merit and elements could be incorporated in any
structural change, the potential separation of operational areas from wider public interest activities
is a key issue. Some illustrative and representative examples of stakeholders’ views expressed in the
open call for submissions presented in the next table highlight views on the merits of separating
customer services operations for motorists from the wider road safety public interest activities. The
views of stakeholders are important in ensuring that the structures are “accepted and fully supported
by other road stakeholders”. However, Indecon’s recommendations are based of our wider
independent assessment of the merits of alternative options.
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Table 2.3: lllustrative Views on Possible Structural Changes

“The two main functions of the RSA conflict with each other, and there is strong argument for separating
them.”

“The RSA should split off two functions, one focused on testing and other on road safety.”

“Concerned that the current structure of the RSA distracts from its primary purpose to provide road safety.”
“We support the call for a re-evaluation of RSA’s structure to potentially decouple [(i) the driver and vehicles
testing and licencing services and (ii) the road safety policy, promotion, education and research] roles.”
“Road safety should be undertaken by another Department or agency.”

“All activities that earn revenue from motorists should be undertaken by a separate body that is not
responsible for promoting road safety.”

“RSA should be” restructured to focus on vehicle and driver safety.”

“Currently the RSA is severely challenged and under pressure with the multiple roles it is involved with. This
in turn reduces... their ability to focus on the crucial objective of Road Safety.”

“A separation of key functions of the RSA should be considered: Commercial service functions such as Driver
Testing, Driver Licencing, Enforcement of Road Haulage Industry, and Driver Regulations, Regulation of
Driving Instruction, Industry and Development and Monitoring of Vehicle Standards and Testing [should]
remain with the current entity. Non-commercial services such as the functions in relation to education,
awareness, promotion of road safety, data collations and related research funding [should be] moved from
the current entity.”

“Road safety should be a separate function.”

“RSA should just deal with vehicle testing ..... and driver testing.”

“There is merit in consideration of the separation of education and media elements and testing and
licencing.”

“A distinct agency dedicated to driver and vehicle testing which might streamline processes.”

“Road safety writ large, should be the primary function...All of the other functions that earn revenue from
motor vehicles/drivers should be assigned to a separate agency .... This would mean creating two divisions
within the overall body or creating two separate agencies...A vehicle/driver services division with fee earned
from these activities, and. A road safety division, directly funded by the Exchequer.”

“The remit of the RSA should be brought under the Minister of Transport.”

“The amalgamation of the RSA’s licencing services role and road safety policy / promotion / education
function is a conflict of interest and should be separated.”

“The RSA should be split into two bodies, one focussed by driver and cars responsible for licencing etc. and
one body responsible for road safety.”

“[Driver and vehicle testing and licencing services and road safety policy promotion education and research”]
functions do not belong under the same agency. They are separate function and should be disentangled from
each other.”

“Driver testing and licencing and vehicle safety checks should be managed by a separate body to work on
research, data gathering and communications on road safety.”

“A full overhaul of functions of the RSA needs to be done so that the RSA established in 2006 can focus on
making Irish roads safer for everyone.”

“Radical overhaul of the Safety Authority is needed.”

“Vehicle and driver testing could be separate functions to an authority working to change driver behaviour.”

Source: Examples of views submitted to open call for submission
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Some of the views in the public consultation programme on possible structure changes are aligned
with Indecon’s judgement that an option which has significant merit would involve RSA focusing on
its main existing operational activities. Under this option, like with the UK model, the customer
service roles would be retained by RSA, but the promotion, education, and co-ordination roles
transfer back to a central Government Department. This could facilitate a greater national priority
and resources to these areas and could provide an authoritative central Government lead to co-
ordinate policies with the wide range of options involved. Careful planning would be needed to
ensure that this is implemented in a way which would increase and not diminish road safety in the
public consciousness. This includes relatively operational issues such as ensuring that NCT centres
continue to display road safety advertisements and more minor issues such as facilitating drivers who
renew their licences to have an opportunity to sign up for road safety newsletters. The issue of the
RSA brand was also considered, and we note is a well-recognised brand. However, this is more an
organisational brand rather than a brand which is directed at influencing behaviour such as the
THINK! Brand used in the UK. Indecon accepts that the RSA is identifiable with their promotional and
educational activities. We also note that RSA has pursued a multi-brand strategy including separate
brand for services including for NCT, NDLS and DTT. However, more important than any existing brand
co-ordination is that by ensuring national Government responsibility and resources to these public
interest activities, Indecon believes major benefits would arise. There will, however, be a need for
specialist advice and resources to ensure effective campaigns and branding and to monitor the
effectiveness of initiatives.

Table 2.4: RSA Functions to Focus on Customer Operations and Standards and Road Safety
Promotion, Education, and Co-Ordination Role to be Transferred to Department

Potential Advantages Potential Disadvantages

Higher priority at central Government on road
safety promotion and education as per UK
model. Responsibility could facilitate co-
ordination with education sector and with
enforcement and road safety investment

Some potential disruption from transfer of staff.

Increased research expertise in central
Government to inform wider legislative
changes

Possible risks related to separation of promotion &
education from operational activities although this
is not seen as a significant issue.

Increased focus on driver and vehicle
customer services within RSA which would
become the new driver and vehicle licencing
and standards authority/agency

Would require Exchequer funding for road safety
promotion, education, and co-ordination role. We
note, however, that this needs to be balanced
against the disadvantage of the current model
where funding for road safety is dependent on
surpluses from commercial services.

Facilitate greater central Government
involvement in key areas of Government’s
road safety strategy

Department would need to establish a central road
safety office with adequate resources. This is less a
disadvantage and more a requirement to
implement the changes.

Would involve Department becoming
authoritative lead to co-ordinate Road Safety
responsibilities

Source: Indecon assessment
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2.4 Conclusions

— There is a need for an authoritative and well-resourced organisation to lead the implementation
of the road safety strategy.

— Existing consolidation of multiple nationwide customer operations, in addition to road safety
education and promotion, and co-ordination functions in one agency is not the only possible
model.

— An issue with the existing structural arrangements is that while RSA has responsibility as lead
agency for Government Road Safety Strategy, it has limited resources and does not have any
statutory powers to fund or direct the role of other agencies or Government Departments.

— There is a risk of insufficient resources and focus being allocated to road safety, education, and
co-ordination which are non-fee earning activities. This is particularly the case as RSA is facing
significant challenges in meeting customer service targets and is currently experiencing annual
financial losses.

— Exchequer funding is required for ‘public good’ activities such as road safety education and
promotion and for the co-ordination of the multiple agencies and departments involved in road
safety.
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3 Funding Model

3.1 Introduction

The RSA is currently largely self-funded, and the organisation’s revenues come primarily from fees
generated from motorists. These annual fees, which generate revenues of over €90m, are for the
provision by RSA of a range of nationwide services, including driver licensing and testing, and
passenger and commercial vehicle roadworthiness testing. In evaluating the financing of the RSA,
Indecon notes that the self-funding model was not always the basis for the funding of the RSA. For
example, in 2008 the Exchequer allocation to the RSA was €40m. Subsequently, in the context of the
exceptional crisis in the public finances, the Report on the Special Group on Public Service Numbers
and Expenditure concluded that the RSA’s driver testing/registration should be run on a full cost
recovery basis. This is consistent with the general principle of the appropriateness of cost reflectively
for the provision of many services. This is particularly the case in markets where competition is not
applicable. The Special Group, however, also supported the possibility of making the RSA entirely self-
funded. While this was understandable in the context of the unique crisis in the public finances, it is
important to distinguish commercial fee-earning services from public interest activities.
Subsequently, the RSA progressively reduced its dependence on Exchequer funding which was made
possible through the increase in RSA’s revenue streams including from revenues from driver licencing
function which RSA took responsibility for in 2013. Presently, the only Exchequer funding the RSA
receives is for residual pension commitments and limited funding for its EU obligations in establishing
an Automotive Market Surveillance Authority (AMSA). COVID-19 impacted negatively on RSA
revenues. RSA’s finances have also been impacted by the indexation clauses in supplier contracts. In
a period of very high and unexpected inflation, this has increased the costs to RSA of contracted
services and has reduced RSA’s share of any revenues received from charges for its services. The RSA
is currently operating with an annual deficit, which is expected to increase significantly in future years.
If there is no change in the funding model and no change in customer service fees, the ability of the
RSA to continue to operate sustainably as a going concern may be called into question.

As part of our investigation, Indecon examined the advantages and disadvantages of a largely self-
funding model and whether the current model is the most appropriate approach to meet existing and
future delivery obligations and the road safety mandate. An analysis of fees was completed, and we
identified an appropriate mechanism to improve transparency and cost-effectiveness.

3.2  Analysis of RSA Financial Performance

The trend in RSA income in recent periods shows that while commercial income increased in 2022
due to the increase in volumes, there has also been a dramatic increase in underlying costs, resulting
in a deficit in 2023, which is projected to widen substantially to over €20 million in 2024 (see Table
3.1). In the short term, it has been possible to fund the RSA deficit from accumulated reserves.
Indecon notes that RSA is currently absorbing the cost of indexation of its three largest outsourced
services namely NCT, CVRT and NDLS. The cost of this indexation compared to a scenario where no
indexation was applied is estimated by the RSA to total €16.8m in 2024. This reflects an element
within the design of the original contracts whereby the RSA is contractually liable for indexation
arising from inflation even if the service level targets are not being met. This is because the current
contract does not link these elements and any failure in meeting targets is addressed only through
the imposition of service credits.
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Within RSA programme costs, a relatively small percentage of expenditure in 2023 was allocated to
road safety promotion, awareness, and education. Following discussions with the Government, the
RSA has recently significantly increased expenditure on these wider road safety areas. For example,
in 2023, expenditure on road safety promotion amounted to only €4.8m compared to an expected
spend on road safety promotion in 2024 of €10.9m. Expenditure on road safety awareness is also
expected to increase significantly in 2024.

Table 3.1: Recent Developments in RSA Financial Performance - Income and Costs (€ Million)
2021 2022 2023 20241
Non-Exchequer Income
National Car Test Levy 27.52 25.91 25.46 24.19
Driver Licence Income 23.19 34.54 28.47 30.53
Commercial Vehicle testing Levy 15.49 16.36 15.89 10.10
Driver testing fee Income 13.47 15.37 18.57 23.15
Driver theory test Levy 1.94 1.56 1.79 1.63
Digital Tachograph Income 0.77 0.92 0.92 0.96
Approved Driving Instructor Income 0.39 0.56 0.53 0.53
Carriage of Dangerous goods income 0.33 0.34 0.32 0.35
Sponsorship Income 0.05 0.00 0.00 0.00
Miscellaneous 0.20 0.28 0.38 0.37
Total Non-Exchequer Income 83.34 95.84 92.31 91.80
Oireachtas Grant 0.72 0.99 0.95 1.07
Total Operating Costs 73.85 85.05 85.52 103.72
Staff Costs 26.85 29.19 31.89 35.59
Administration Costs 8.37 11.31 10.69 11.79
Programme Costs 38.64 44.55 42.94 56.34
Capital Costs 5.74 6.66 8.21 9.43
Surplus/ (Deficit) for the year 4.47 5.12 -0.47 -20.27
Opening Revenue reserves 6.19 10.66 15.78 15.31
Closing Revenue Reserves 10.66 15.78 15.31 -4.96
Source: RSA
Notes: Totals may not equal the sum of components due to rounding. (1) Forecast
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In evaluating the funding model, the evidence for 2023 indicates that the NCT and CVRT were the
main sources of income for RSA. The NCT generated significant cash flow, with net income of €24.3m,
based on €25.5m revenue from levies (excluding service credits) and NCT-related operating costs of
€1.2m. Net NCT revenues to the RSA have been impacted by the operation of the indexation clause
in the contract with Applus. Table 3.2 illustrates the impact of indexation on the allocation of NCT
fees between the RSA and Applus between 2022 and 2023, based on analysis supplied by the RSA to
Indecon and the Department of Transport.

Table 3.2: Impact of Indexation on NCT Contract - lllustrative Example on Impact of Absorbing
Indexation for One Year (2022-2023)

NCT Revenue 2022-€ 2023-€ Movement-€ Movement- %
Total NCT Revenue 25,911,435 25,460,412 -451,023 -1.7%

Service Credits 3,809,399

Profit share settlement -3,000,000

NCT Levy related 25,911,435 24,651,013 1,260,422 -4.9%

NCT Volume 2022 - No. 2023 - No. Movement %

Full tests 1,395,505 1,587,999 192,494 13.8%

Re tests 454,791 509,225 54,434 12.0%

Total Volumes 1,850,296 2,097,224 246,928 13.3%

Actual Levy Rates 2022-€ 2023-€ Movement-€ Movement-%
Full tests 15.74 13.12 -2.62 -16.6%

Re tests 8.26 6.96 -1.30 -15.7%

Indexation impact: 2023 volumes applied to 2022 vs.

2023 levy rates
Revenues based Revenues based Movement-€ Movement-%
on 2022 levy on 2023 levy

rates- € rates-€
Full tests 24,995,104 20,834,547
Re tests 4,206,199 3,544,206
29,201,303 24,378,753 4,822,550 16.5%

Source: RSA

The analysis in the preceding table shows that total NCT levy-related revenue, excluding service
credits revenue and the profit share settlement under the contract with Applus, is 4.9% lower in 2023
than 2022. However, 2023 volumes are 13.3% higher than in 2023 than in 2022. This is due to the
impact of indexation in the NCT contract from 1st January 2023. According to the RSA, the levy rates
have absorbed the impact of indexation, as the RSA has not been in a position to pass this cost onto
the customer. If the indexation clause had not come into effect in the NCT contract, the approximate
revenue based on 2023 volumes for full NCT tests and retests would have amounted to €30.3 million,
or €4.8 million higher than the actual 2023 revenue of €25.5 million. According to the RSA, this is the
revenue which the Authority missed out on due to the RSA levy reducing by this amount, which the
NCT contract fee increased by due to indexation. They have also noted that this represents the
estimated one-year impact of indexation on NCT-related revenues it receives and that the impact
may be higher in 2024 due to projected higher volumes combined with an increased indexation
adjustment.
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Indexation also impacts the CVRT contract in a similar manner, while revenues from the NDLS are
impacted by indexation applied to service/programme delivery costs. CVRT has operating costs for
€8.7m and income for €15.9m with net income of €7.2m in 2023. Driver licencing and theory testing
operating costs were €26.67m and income amounted to €30.26m, resulting in a small surplus of
€3.6m. Driver testing incurred €24.34m operating costs but only €18.57m in revenue, resulting in a
deficit of €5.8m.

As well as operational fee-earning service areas, RSA’s current mandate includes important public
interest or public good functions such as promotional, educational, research, co-ordination, and other
activities. These services have no direct source of income, either from the public or from the
Exchequer, and funding for these areas is dependent on any surplus which may be generated from
RSA customer services, or through RSA reserves. For example, road safety awareness, education, and
promotion had annual €9.7m operating costs in 2023. Combined expenditure on these areas was
ramped up in 2024 as measures were taken to attempt to address the escalation in fatalities and
injuries. As funding of these critical services is dependent on any surplus from customer operations,
there is a risk that sufficient resources may not be given to these areas by any organisation which has
a requirement to be self-financing and is facing financial losses. This may, in part, explain the low level
of RSA expenditure on road safety promotion in 2023. Indecon also notes that RSA is legally bound
to meet major significant contractual commitments. This limits RSA’s ability to fund wider road safety
promotion and educational work.

Indecon’s analysis indicates that the deterioration in the financial position of RSA has been driven by
the rapid escalation in costs and by the fact that customer fees have not increased since 2011/2012.
Combined with the requirement for the RSA to fund public interest services from its own resources,
this is no longer sustainable. Any increase in fees is subject to Ministerial approval and Indecon notes
that there is no regulatory or other mechanism to independently examine whether fee increases for
RSA services are justified. This is in a context where it is mandatory for consumers to purchase RSA
customer services and RSA is the only provider. While RSA outsources many of these services and
awards contracts based on standard public procurement tendering, there is no competition at
consumer level for the provision of these services.

3.3 Funding Requirements

As part of this review, it is important to consider any required restructuring of funding (and fees)
within 3-, 5-, and 10-year outlooks, considering future service delivery options. The most immediate
challenge facing the RSA is to ensure that they have sufficient resources to meet requirements over
the next three years. In the table below, we present the RSA’s projections under a scenario where
customer service fees and charges were assumed to remain at current levels. Under this scenario, the
projections suggest that RSA income would decline. As operating and capital costs are expected to
increase, this would result in an escalating deficit reaching nearly €32m in 2026. As a result, the RSA
resources would be wiped out and the organisation would not be financially viable. The projections
are based on various assumptions concerning inflation, cost movements and the number of
applications for services such as driver testing and licencing, and NCT and CVRT services.
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Table 3.3: 3-Year Projections for RSA Financial Outlook Assuming No Change in Fees and
Charges
Audited
accounts 2023 2024 2025 2026

Oireachtas Grant 952,000 1,073,505 1,099,269 1,123,453
Other Income
National Car Test Levy 25,460,411 24,193,334 21,296,945 20,597,870
Driver Licence Income 28,468,120 30,530,000 31,884,529 29,376,757
Commercial Vehicle testing Levy 15,886,193 10,097,079 9,536,046 9,306,711
Driver testing fee Income 18,566,510 23,153,008 23,268,844 23,501,532
Driver theory test Levy 1,788,572 1,625,000 1,896,781 1,915,749
Digital Tachograph Income 916,695 955,158 907,400 952,770
Approved Driving Instructor 527,624 527,000 542,810 461,389
Income
Carriage of Dangerous goods
. 315,541 350,000 332,500 349,125
income
Sponsorship Income 0 0 0 0
Miscellaneous 380,968 371,805 375,523 379,278
Total Other Income 92,310,634 91,802,384 90,041,378 86,841,180
Staff Costs 31,894,428 35,590,867 38,078,059 38,915,776
Administration Costs 10,686,886 11,789,700 12,072,653 12,338,251
Programme Costs 42,941,572 56,338,256 57,690,374 58,959,562
Total Operating Costs 85,522,886 103,718,823 107,841,086 110,213,590
Capital Costs 8,213,348 9,426,181 9,520,443 9,615,647
Surplus/ (Deficit) for the year -473,600 -20,269,115 -26,220,882 -31,864,604
Opening Revenue reserves 15,782,328 15,308,728 -4,960,387 -31,181,269
Closing Revenue Reserves 15,308,728 -4,960,387 -31,181,269 -63,045,873
Source: RSA Projections, based on Options Identified by Indecon.

The revenue forecasts used by the RSA are derived from underlying changes in service volume
projections. These are presented in Table 3.4. The RSA forecasts suggest an overall increase in user
volumes. Indecon would note the inevitable uncertainty attached to any such forecasts.
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Table 3.4: Service Volume Assumptions underlying RSA Financial Projections
Actual Projected Projected Projected
2023 2024 2025 2026
National Car Test Levy 2,111,374 2,276,781 2,094,638 2,199,370
Driver Licence Income 794,637 801,000 890,000 820,000
Commercial Vehicle testing 562,341 584,835 608,228 632,557
Levy
Driver testing fee Income 212,568 235,000 246,750 249,218
Driver theory test Levy 196,885 206,729 208,797 210,885
Source: RSA

On the cost side, RSA is assuming that operational costs would increase by over €17m between 2024
and 2033. On staff costs, RSA has assumed that there is no change in FTE and the movement year on
year relates to the pay increase/inflation rate. This, however, assumes that the current agency staff
will be approved as sanctioned posts and that the 43 temporary Driver Testers will become
permanent posts. There may, however, be potential to secure costs savings going forward and this
should be independently evaluated as part of any medium-term review of RSA’s fees.

For administration and programme costs, RSA is assuming these costs increase with inflation. Indecon
believes that there may be savings in both staff, admin and programme costs and we understand this
is accepted by the RSA but due to uncertainty, these were not included in their projections.

Apart from covering ongoing operating costs, there is a need for RSA to have sufficient resources
available to fund capital investment, including in a major digital transformation programme. The RSA
is assuming an increase of 1% per year as system integration/transformation continues to grow to
streamline the customer experience. Indecon believes that additional increases in capital investment
may be required to comply with Government policy as well as adapt to ever-changing digital
environment and this is accepted by the RSA.

In evaluating the funding requirements, Indecon also believes that additional investment will be
required for road safety promotion, education and in supporting co-ordination in areas of
enforcement and investment in the road network.

In addition to RSA baseline projections, RSA prepared, at Indecon’s request, financial forecasts under
a scenario where fees and charges were assumed to increase by an average of 5% per annum. These
are presented in Table 3.5.

The figures show that with a 5% per annum increase in fees and charges, revenues would increase
within three years by over €6m. However, in this scenario annual deficits would continue due to cost
increases and the organisation’s finances would not be sustainable.
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Table 3.5: Projections for RSA Financial Performance — Option B: Scenario where Fees/Charges

Increase by an assumed Average of 5% per annum

Audited

Accounts 2023 2024 2025 2026
Oireachtas Grant 952,000 1,073,505 1,099,269 1,123,453
Other Income
National Car Test Levy 25,460,411 24,193,334 24,613,473 25,152,312
Driver Licence Income 28,468,120 30,530,000 33,478,756 32,387,875
Commercial Vehicle testing Levy 15,886,193 10,097,079 10,862,849 10,715,363
Driver testing fee Income 18,566,510 23,153,008 24,432,286 25,910,439
Driver theory test Levy 1,788,572 1,625,000 1,991,620 2,112,113
Digital Tachograph Income 916,695 955,158 952,770 1,050,429
Approved Driving Instructor Income 527,624 527,000 569,951 508,681
Carriage of Dangerous goods income 315,541 350,000 349,125 384,910
Sponsorship Income 0 0 0 0
Miscellaneous 380,968 371,805 394,299 418,154
Total Other Income 92,310,634 91,802,384 97,645,128 98,640,276
Staff Costs 31,894,428 35,590,867 38,078,059 38,915,776
Administration Costs 10,686,886 11,789,700 12,072,653 12,338,251
Programme Costs 42,941,572 56,338,256 57,690,374 58,959,562
Total Operating Costs 85,522,886 103,718,823 107,841,086 110,213,590
Capital Costs 8,213,348 9,426,181 9,520,443 9,615,647
Surplus/ (Deficit) for the year -473,600 -20,269,115 -18,617,132 -20,065,508
Opening Revenue reserves 15,782,328 15,308,728 -4,960,387 -23,577,519
Closing Revenue Reserves 15,308,728 -4,960,387 -23,577,519 -43,643,028

Source: RSA Projections, based on Options Identified by Indecon.

Indecon also requested the RSA to model an alternative scenario where it was assumed that the
Exchequer would fund certain public interest road safety activities. As per the resulting projections
presented in Table 3.6, this would reduce the deficit but would not be sufficient to reverse the scale

of anticipated losses.
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Table 3.6: Projections for RSA Financial Performance — Option C: Scenario where Service Fees
Restricted to Current Level. Certain public interest-related activities are 100% Exchequer-
funded from 2025 onwards.
Audited
Accounts 2023 2024 2025 2026

Oireachtas Grant 952,000 1,073,505 21,597,029 22,072,164
Other Income
National Car Test Levy 25,460,411 24,193,334 21,296,945 20,597,870
Driver Licence Income 28,468,120 30,530,000 31,884,529 29,376,757
Commercial Vehicle testing Levy 15,886,193 10,097,079 9,536,046 9,306,711
Driver testing fee Income 18,566,510 23,153,008 23,268,844 23,501,532
Driver theory test Levy 1,788,572 1,625,000 1,896,781 1,915,749
Digital Tachograph Income 916,695 955,158 907,400 862,030
Approved Driving Instructor Income 527,624 527,000 542,810 559,094
Carriage of Dangerous goods income 315,541 350,000 332,500 315,875
Sponsorship Income 0 0 0 0
Miscellaneous 380,968 371,805 375,523 379,278
Total Other Income 92,310,634 91,802,384 90,041,378 86,814,896
Staff Costs 31,894,428 35,590,867 38,078,059 38,915,776
Administration Costs 10,686,886 11,789,700 12,072,653 12,338,251
Programme Costs 42,941,572 56,338,256 57,690,374 58,959,562
Total Operating Costs 85,522,886 103,718,823 107,841,086 110,213,590
Capital Costs 8,213,348 9,426,181 9,520,443 9,615,647
Surplus/ (Deficit) for the year -473,600 -20,269,115 -5,723,122 -10,942,177
Opening Revenue reserves 15,782,328 15,308,728 -4,960,387 -10,683,509
Closing Revenue Reserves 15,308,728 -4,960,387 -10,683,509 -21,625,686
Source: RSA Projections, based on Options Identified by Indecon.

Medium- and Longer-Term Projections

It is useful to also consider medium- and longer-term projections of funding needs under different
scenarios. These are more uncertain due to greater uncertainty on the service delivery model, the
impact of cost changes and uncertainty on underlying volumes. However, RSA’s forecasts suggest
that the organisation would face an annual deficit of nearly €45m by 2033 if there was no change in
the funding model or in fees.
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Table 3.7: RSA Financial Performance — Medium-Term Projections Assuming No Changes in
Fees and Charges

2027 2028 2029 2030 2031 2032 2033
Oireachtas Grant 1145022 | 1168841 | 1188711 | 1205353 | 1218612 | 1228361 | 1,234,502
Other Income
National Car Test Levy 19.906,077 | 19,059,363 | 18334590 | 17775905 | 15770399 | 14351340 | 14131842
Driver Licence Income 28982679 | 33245891 | 33030939 | 29770836 | 30523167 | 38440562 | 34213175
Egv’;‘/memia' Vehicle testing 0088813 | 8826317 | 8614875 | 8467777 | 7752097 | 7775543 | 7,746259
Driver testing fee Income 23,736,548 23,973,913 24,213,652 24,455,789 24,700,347 24,947,350 25,196,824
Driver theory test Levy 1934906 | 1954255 | 1973798 | 1993536 | 2013471 | 2033606 | 2,053,942
Digital Tachograph Income 914,659 942,099 913,836 977,804 968,026 987,387 938,018
ﬁ]‘;‘;ﬁ‘é‘*d Driving Instructor 559,004 456,775 564,685 470478 581,626 432,840 587,442
ﬁigrlﬁge of Dangerous goods | 435 46, 345,215 334,858 358,208 354,715 361,810 343,719
Sponsorship Income 0 0 0 0 0 0 0
Miscellaneous 383,071 386,902 390,771 394,678 398,625 402,612 406,638
Total Other Income 85841907 | 8990730 | 88,372,005 | 84,665101 | 83,063,374 | 89,733,049 | 85,617,858
Staff Costs 30,694,092 | 40487974 | 41176269 | 41752737 | 42212017 | 42549713 | 42762462
Administration Costs 12585016 | 12,836,717 | 13054941 | 13237710 | 13383325 | 13490391 | 13,557,843
Programme Costs 60,138,753 | 61341528 | 62384334 | 63257715 | 63953550 | 64465178 | 64,787,504
Total Operating Costs 112,417,862 | 114666219 | 116,615,545 | 118,248162 | 119,548,892 | 120,505,283 | 121,107,809
Capital Costs 9711804 | 9808922 | 9,007,011 | 10,006,081 | 10,0642 | 10,207,203 | 10,309,276
3:;':'“5’ (Deficit) for the 35,141,837 | -34115570 | -36,061,840 | -42,383,780 | -45373,048 | -39.751,077 | -44,564,725
Opening Revenue reserves | -63,045,873 | -98,187,710 | -132,303,280 | -169,265,120 | -211,648.900 | -257,021,057 | -296,773,034
Closing Revenue Reserves | -98,187,710 | 132,303,280 | -169,265,120 | -211,648,009 | -257,021957 | -296,773,034 | -341,337,759

Source: RSA Projections, based on Options Identified by Indecon.

If, however, fees were increased 5% per annum it is predicted that RSA would be recording a
significant surplus by 2032. This level of fee increase would, however, be significantly above projected
inflation.
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Table 3.8: RSA Financial Performance — Medium-Term Projections Assuming Fees/Charges
Increase by Average of 5% Per Annum
2027 2028 2029 2030 2031 2032 2033
Oireachtas Grant 1145922 | 1,168,841 1,188,711 1,205353 | 1218612 | 1,228,361 1,234,502
Other Income
National Car Test Levy 25686,693 | 26024954 | 26473127 | 27,108998 | 25363958 | 24,301,606 | 25,156,539
Driver Licence Income 33551074 | 404105589 | 42,156,779 | 39895767 | 42949162 | 56,794,217 | 53075863
Egv’;‘/memia' Vehidetesting | 40661004 | 107119044 | 10938540 | 11391447 | 11362285 | 12313081 | 13124513
Driver testing fee Income 27478021 | 29140441 | 30903438 | 32,773,096 | 34755868 | 36,858,508 | 39,088,543
Driver theory test Levy 2239896 | 2,375400 | 2519122 | 2671528 | 2,833,156 | 3,004,562 3,186,338
Digital Tachograph Income 1058832 | 1145127 | 1166312 | 1,310,351 1362110 | 1458820 1455173
ﬁ]‘;‘;ﬁ‘é‘*d Driving Instructor 647,222 555,212 720,697 630,485 818,406 639,501 911,315
ﬁigrlﬁge of Dangerous goods | 457 gq4 419,611 427,374 480,154 499,120 534,558 533,221
Sponsorship Income 0 0 0 0 0 0 0
Miscellaneous 443453 470,282 498,734 528,907 560,906 504,841 630,828
Total Other Income 102,154,403 | 111,253,568 | 115,804,122 | 116,790,734 | 120,504,072 | 136,499,784 | 137,162,335
Staff Costs 30694002 | 40487974 | 41176269 | 41752737 | 42212017 | 42,549,713 | 42,762,462
Administration Costs 12585016 | 12,836,717 | 13054941 | 13237710 | 13383325 | 13490391 | 13557843
Programme Costs 60138753 | 61341528 | 62,384,334 | 63257715 | 63953550 | 64465178 | 64,787,504
Total Operating Costs 112,417,862 | 114,666,219 | 116,615545 | 118,248,162 | 119,548,892 | 120,505,283 | 121,107,809
Capital Costs 9,711,804 | 0808922 | 9,907,011 | 10,006,081 | 10,106,142 | 10,207,203 | 10,309,276
3:;':'“5’ (Deficit) for the 18,829,340 | 12,052,732 | 9520723 | -10,258,156 | -7,931451 | 7,015658 | 6,979,753
Opening Revenue reserves | -43,643,028 | -62,472,368 | -74,525100 | -84,054,823 | -94,312,979 | 102,244,430 | -95228772
Closing Revenue Reserves | -62,472,368 | -74,525100 | -84,054,823 | -04,312,979 | -102,244,430 | -95228,772 | -88,249,019
Source: RSA Projections, based on Options Identified by Indecon.

A range of alternative scenarios were also modelled including a scenario whereby fees increased by
5% in 2025 but subsequently increased by 2% per annum and whereby certain public interest road
safety activities were funded by the Exchequer. RSA financial projections under alternative scenarios
are presented in Figure 3.1.
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Figure 3.1: RSA Financial Projections — Comparison under Alternative Scenarios — Projected
Annual Surplus/(Deficit) - € Million
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Source: Indecon analysis of RSA Projections, based on Options Identified by Indecon.

The RSA forecast for closing revenues under each of the scenarios is presented below and indicates
that after three years, the RSA would no longer be able to operate sustainably as a going concern.

Figure 3.2: RSA Financial Projections — Comparison under Alternative Scenarios — Projected
Annual Closing Revenue/Cash Reserves - € Million
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Source: Indecon analysis of RSA Projections, based on Options Identified by Indecon.
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An indication of the likely funding requirements based on the different policy options can be seen by
reviewing the annual expected surplus/deficit for a number of scenarios. In the short term, radical
changes to increase efficiency, a small increase in fees plus Exchequer ring-fenced funding for public
interest road safety activities would be appropriate. This assumes that fees in subsequent years
increase in line with expected inflation. Capital investment may be needed to achieve certain
operational efficiencies.

Table 3.9: Comparison of RSA Projected Annual Surplus/Deficit under Different Scenarios

2024 | 2025 | 2026 | 2027 | 2028 | 2029 | 2030 | 2031 | 2032 2033

Option A: Service Fees Restricted

-20.27 | -26.22 | -31.86 | -35.14 | -34.12 | -36.96 | -42.38 | -45.37 | -39.75 | -44.56
to Current Level

Option B: Service Fees Increase
by Average of 5% Per Annum -20.27 | -18.62 | -20.07 | -18.83 | -12.05 | -9.53 | -10.26 | -7.93 7.02 6.98
from June 2025

Option C: Service Fees Restricted
to Current Level. Certain public
interest-related activities are -20.27 | -5.72 | -10.94 | -13.89 | -12.41 | -14.99 | -20.13 | -22.99 | -17.09 | -21.90
100% Exchequer-funded from
2025 onwards.

Option D: Service Fees Increased
by 5% in 2025 and subsequently
by 2% yearly. Certain public
interest-related activities are -20.27 | -1.22 | -3.56 | -3.45 1.70 2.49 0.40 0.96 | 12.18 10.79
100% Exchequer-funded from
2025 onwards. Efficiency Gains
of 1% Yearly

Source: RSA Projections, based on Options Identified by Indecon.

3.4 Strengths and Weaknesses of Funding Model

The financial projections suggest that the current funding model is not sustainable without either
very significant increases in fees or Exchequer funding. While it might initially be thought that funding
road safety from income from services to motorists could provide certainty on funding and remove
the dependence on changes in public finances, the reality is very different. While the funding model
worked for a period in terms of providing funding for public interest activities, it is no longer
sustainable. Indeed, the current largely self-funding model means that any funding for public interest
activities such as road safety awareness and promotional campaigns, educational initiatives and
wider road safety co-ordination function is completely dependent on the RSA generating a surplus
from commercial fee earning activities. While surpluses were achieved in the period 2014 — 2020, the
RSA is currently operating with a deficit in its operational service areas and, but for accumulated
reserves that are likely to be shortly depleted, there would be limited funding available for critical
road safety functions. Changes to RSA charges for its services are dependent on Ministerial approval
and have not increased since 2011/2012. RSA fees are not subject to external regulatory review and
there is no formal external mechanism in place to evaluate the efficiency of RSA services and whether
fee increases are justified. At a consumer level, motorists are legally obliged to secure driving licences
and road-worthiness tests for vehicles. The RSA either directly or indirectly (through outsourced
providers) is the only provider of these services to the consumer. This is a feature of many regulated
public services, including in emergency services, transport and other sectors.
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Examples of public and wider stakeholder views which support a change in the funding model are
presented below. Many of the contributors supported exchequer funding of public good activities.
Indecon notes that funding for many other health and safety and wider public interest activities are
funded directly by the Exchequer.

Table 3.10: lllustrative Views on Funding

“Safety of the public is a core responsibility of Government. It must be funded by Government.”

“A mixed funding model is required. If the Government is serious about reducing road deaths, then money
has to come with it.”

“Fundamentally oppose the current self-funding model of the RSA...we strongly advocate for an Exchequer
funded model for the road safety functions at least.”

“Mixed funding model is best option as long as monitored by outside party.”

“The current funding model...” is not a sustainable model and there needs to be an element of public and
private funding.”

“The RSA’s Reliance on self-funding through driver / vehicle testing fees, with minimal Exchequer funding,
may limit.... the ability to invest in essential areas which are not directly related to these services.”

“A more balanced mix of funding is needed.”

“The self-funding model for the RSA is not effective. The high reliance on funding from processes such as
NCT and driver testing / licencing has meant that this element of RSA activities takes precedent.”

“The RSA should “use its own independent sources of funding..... and should not have to compete with others
receiving public expenditure.”

“The core funding of road safety promotion, education and analysis should come from Government and not
from fees for providing services.”

“Road safety is a public good and as such... it would be appropriate there would be exchequer funding.”
“Diverting road safety funding from the profits of testing of motorised vehicles and licencing of drivers.... is
vital.”

“A mixed funding model would allow greater scope provided it is allocated sensibly and is traceable.”
“Funding should be directly from the Exchequer.”

“The self-funding model is convenient with one section funding the other. As a business that’s fine. However,
the RSA’s job is not just a business.”

“A self-funded authority relies on its own resources which can provide financial stability. However, it also
means they must generate their own resources, which could potentially lead to conflicts of interest.”
“Exchequer funding should be provided for prevention.”

“The current funding model is not an effective one.... Road safety needs to be supported by general
exchequer.”

“In line with the Sustainable Policy which sets out a national framework for active travel and public transport
to 2030, and a move towards reduction of cars on our road network, reallocating road space to prioritise
walking, cycling and public transport...the current funding model of the RSA is not sustainable for the future.”
“As it currently has income sources, it is an appropriate model.”

“A serious conflict of interest arises when a Road Safety Authority is funded by revenue from motorists.”
“Altogether, the funding model is at odds with the primary objective of the Authority...the RSA will need a
new funding model.”

“It would be better if road safety functions were state funded.”

“The funding model needs to be changed to a direct exchequer funded model, with an appropriately laid out

budget, alongside a rigorous oversight process.”
Source: Examples of views submitted to open call for submission

I n d e c 0 n Indecon International Consultants Page 28



3 | Funding Model

Indecon’s assessment of the main strengths and weaknesses of the RSA's current funding model is
presented in Table 3.11. While a potential suggested strength of the existing model is that it may
avoid some uncertainty from the annual budgetary estimates process Indecon does not believe this
is a significant issue. Indeed, our assessment is that there is a greater risk for wider public interest
activities which are not fee-earning being given insufficient resources and this is a major weakness of
the existing model. This is particularly the case given that the RSA is resource constrained and must
meet significant legal contractual commitments with suppliers. As a result, the Authority has not been
able to fund road safety promotion or education to the extent that is warranted.

Table 3.11: Summary of Strengths and Weaknesses of Self-Funding Model

Strengths

- Provides funding directly to Road Safety

- Potentially avoids some uncertainty from annual budgetary estimates process
- Very little reliance on Exchequer funding to support activities

Weaknesses

Risk that non-fee earning activities, such as critical road safety promotion, education, co-ordination
are given a low priority

Implies charging users of services to fund public interest activities

Implicit cross-subsidisation within customer-facing services

Source: Indecon assessment

As background context, it is also noted from Indecon research among RSA management and other
senior staff that there are mixed views regarding the most appropriate funding model for RSA, given
its delivery obligations and road safety mandate. As highlighted in Figure 3.3, while 56.3% of
management and other senior staff were of the view that the current largely self-funded model was
most appropriate, over one-third believed that a combination of self-funding and Exchequer funding
would be more appropriate. None of the respondents to the Indecon survey considered that a largely
Exchequer-funded model was most appropriate.

Figure 3.3: Views of RSA Management and Senior Staff on Most Appropriate Funding Model for
RSA, Given Authority’s Service Delivery Obligations and Road Safety Mandate
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Source: Indecon Confidential Survey of RSA Management and Senior Staff
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3.5 Mechanisms for Setting of Service Fees/Charges

As noted previously, the current deficit in the RSA has in part been because fees for most key services
have not been increased for over 12 years. This is not sustainable or appropriate.

Table 3.12: Status of Fees/Charges for Driver and Vehicle Licensing and Testing Services

Prices Static Since
NCT 2012
NDLS 2013
CVRT 2013
DTT 2011
DTS 2011

Source: RSA

In setting services fees/charges, the RSA operates in a context akin to a monopoly supplier and one
where there is a legal obligation on users to purchase the services although we note that outsourced
contracts are provided via standard public procurement tender procedures. It is critical to ensure
accountability and transparency that the services meet appropriate performance targets and that the
charges for services are reasonable and are cost reflective.

While RSA charges have not increased for over a decade, some of the charges are profitable and
support other areas of RSA activities. In general, the pricing principles for the charging of operational
customer services provided by the RSA services should be based on attempting to equate prices to
the marginal cost.’® This will ensure allocative efficiency and will ensure that prices are not
excessive.’® Analytically this is presented in Figure 3.4. Where government agencies such as RSA
provide services in the absence of competitive markets, there are merits in ensuring charges or fees
are cost reflective. Setting RSA prices to reflect unit costs will ensure that the funding model for those
services is sustainable. While there will be yearly variances that can be dealt with by holding an
appropriate level of reserves, total revenues (TR) should be set so as prices or fees (P) multiplied by
guantities (Q) equate to total costs. This can be seen by a simple equation, TR = P*Q, and total cost
(TC) equals Average Cost (AC) times Q: TC = AC*Q, so P=AC assures TR=TC. For wider public interest
activities such as road safety education, these represent public good and there is a case for funding
these via Exchequer resources.

13 https://www.khanacademy.org/economics-finance-domain/microeconomics/perfect-competition-topic/perfect-
competition/a/efficiency-in-perfectly-competitive-markets-cnx.

14 Here producers can be government entities, firms, public enterprise, semi-states, etc.
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Figure 3.4: Description of Conceptual Framework for Pricing
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In considering the RSA charges, it is useful as background to compare how RSA charges compare to
those provided in other countries. While RSA charges are lower than some countries, other countries
have lower charges. Indecon, however, notes that there may be differences in the type of services
provided and approval of fee changes in other countries may be influenced by wider policy objectives.
We therefore do not believe that a simple comparison of fees in other countries should form the basis
for the setting of RSA charges. However, it is informative to review how Irish charges compare as
sometimes selective comparisons can be used to justify price changes.

Table 3.13: Comparative Overview of Service Fees/Charges in Ireland versus Other Jurisdictions

NCT or equivalent Driving Test Driving Commercial Vehicle
Licence Test or equivalent

Ireland €55 €85-120R €35-55 €93-258
UK €64 €72 €16-50 €106-206
NI €44 €76 €30-73 €117-137
New Zealand €46 n/a €18-55 €94
Sweden €34 €28-183 €141 €290
Netherlands €30-60 €125 €52 n/a
Norway €150 €92-176 €8-19 n/a
Denmark €53 €48-157 €24 n/a
Finland €79-99 €74 €28 €159-280
Spain €50-60 €123 €30 €40-68
France €70-100 €30 €30 n/a
Germany €63-103 €160 €50 n/a

subject to rounding

Source: Indecon analysis of fees obtained online accessed 7.5.2024. Fees in non-euro countries converted to euros on 5.7.2024 and are

Indecon
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Indecon notes that in some countries, fees have been held static and have not been increased in line
with inflation. For example, fees for driver and vehicle licensing services in England, Scotland, and
Wales, under the administration of the UK’s DVLA (Driver and Vehicle Licensing Agency) and DVSA
(Driver and Vehicle Standards Agency), have been largely static in recent years.> 1 In 2021, the DVSA
proposed increasing its statutory fees by 1.5% and made a number of points in an associated public
consultation document. Specifically, the DVLA noted that the fees have not kept up with inflation and
have stayed largely the same for over 10 years. For example, in the UK the car driving test fee last
changed in 2009 when it was increased to £62. The DVLA noted that the ongoing investment in their
services and keeping the fees static for a long period meant that they would be facing a shortfall in
their income and fees would not cover their costs.

A similar position arose in Northern Ireland where fees for driver and vehicle licensing services were
set by the DVA (Driver and Vehicle Agency). However, in October 2023 fees increased significantly.
This was the first change to (most) vehicle test fees since 2005 and (most) driving test fees since
2009.Y As a result of the long period of time between when fees were last set and this most recent
fee reassessment, the fee increases were quite substantial. Vehicle test fees (NCT equivalent) for cars,
motorcycles, and taxis saw increases of 25%, 55%, and 6%, respectively.'® Practical driving test fees
for cars, motorcycles, and lorries/buses increased by 43%, 38%, and 32%, respectively.'®

In looking at other countries it is also of note that New Zealand has recently made major changes to
its fees and charges regime. Under the new regime, a new performance measure has been introduced
that monitors the proportion of revenue forecasted to be spent on “maintaining existing assets,
services and debt obligations.”?° When this metric approaches 100%, the new mechanism implies
that “% should be a trigger for increases to fuel excise duty and road user charges as this would
indicate that all revenue would be consumed by continuous programmes, with no scope of
responding to weather events or continuing capital programmes,” as explained in Figure 3.5.%

Figure 3.5: New Zealand Transport Agency Pricing Strategy
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Source: Waka Kotahi NZ Transport Agency annual report 2022-2023

15 Changing the cost of DVSA services for 2021 to 2022 - GOV.UK (www.gov.uk)

16 14-07-02_Annex_B_Fees_Submission_Public_Consultation.pdf (publishing.service.gov.uk)

17 Changes to driving and vehicle test fees | Department for Infrastructure (infrastructure-ni.gov.uk)
18 Changes to driving and vehicle test fees | Department for Infrastructure (infrastructure-ni.gov.uk)
19 Changes to driving and vehicle test fees | Department for Infrastructure (infrastructure-ni.gov.uk)
20 Waka Kotahi NZ Transport Agency Annual Report 2022-23 (nzta.govt.nz)

2! Waka Kotahi NZ Transport Agency Annual Report 2022-23 (nzta.govt.nz)
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A potential mechanism to set RSA charges would involve an independent annual or bi-annual review
of RSA. This would involve an independent review of: (i) the extent to which the RSA has met its
service level targets; and (ii) the adequacy or otherwise of existing charges to enable the organisation
to meet the cost of providing the services.

In evaluating any fee changes Indecon believes the independent reviewer should conduct an analysis
of the following:

(a) Efficiency in which services are provided.
(b) Whether the prices for services cover the costs of service provision.
(c) Performance of services compared to the agreed service level targets.

(d) Cost of any activities undertaken by the organisation which are not integral to the provision
of services.

Indecon believes the independent reviewer should develop draft recommendations and these should
be presented in a public consultation document. Indecon notes that a public consultation process
was used in the UK. Following completion of the analysis and the assessment of any issues identified
in the public consultation document, the reviewer should present final recommendations to the
Minister. The recommendations from the independent review should be published. Indecon believes
that this independent review would be appropriate given the requirement for customers to purchase
RSA services and the absence of any competitive supplies for consumers.

3.6 Conclusions
— The RSA has experienced a rapid increase in the costs of providing customer services.
— Service fees have not increased since 2011/2012.

— RSA is currently using reserves to fund wider public interest activities and to fund any deficits in
operational services.

— Many of RSA's customer services are outsourced to private providers and contracts have been
awarded following standard public procurement tendering procedures.

— There are no regulatory measures in place to drive efficiencies in the costs of RSA services and
RSA does not face competition for its services.

— There is no formal mechanism to establish appropriate fees.

— Without increased Exchequer resources or increased fees, the current funding model is not
sustainable.

— Indecon believes that radical changes are required to the funding model for RSA.
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4 Customer Services and Contract Management

4.1 Introduction

The very wide range of functions and services provided by RSA were discussed in Section 2 of this
report. In this section, the focus is on the main customer services provided and the issue of contract
management. Indecon’s review has identified that targets have been set for the main RSA customer
services and for other bought-in services. This assists in the evaluation of performance and is aligned
with best practice. As part of the review, we examined both internally provided services, as well as
outsourced services. In reviewing the performance of the customer service activities managed by the
RSA, it is evident that major problems have emerged in the provision of important services, with
customers experiencing significant delays in both internally provided services such as Driver Testing,
and in the NCT which is outsourced. The latter problems were due to the impact of COVID-19 and
difficulties in recruitment. While there have been improvements in the most recent period, these
services are still underperforming compared to agreed service level agreements. These challenges
have inevitably required a significant focus by the RSA to address these operational service problems.
Indecon notes that as well as the main operational customer service areas such as NCT, CVRT, and
Driver Testing and Licencing, which incur most of the RSA expenditures, the Authority also provides
driver education services such as CPC, ADI and Digitacho. Understandably, the focus of this section is
on two of the main RSA customer-focused services, namely, NCT and Driver Testing where issues have
emerged, but Indecon also recognises that the other services, namely the Driver Theory Testing
Service and National Driver Licence Service, have performed well and we are not aware of any issues
with the tachograph card issuing service or the professional drivers CPC service. In our review, we
also consider the performance of the CVRT testing service.

4.2 Contract Performance

In considering the overall contract management and the potential options for improved customer
services in areas which are outsourced, Indecon notes that contract duration varies across customer
services areas. In addition to the major contracts such as the NCTS, the RSA externally procures a
wide range of other services. These include contracts in place for HR and other shared services,
provision of payroll services, the RSA’s customer call centre and CRM/telephoning service, creative
and digital services, media buying and planning, and public relations. Research studies are also
commissioned on a project basis. Indecon notes that the National Office of Traffic Medicine is
provided by Trinity College.

In reviewing the overall achievement of SLAs, Indecon notes that the RSA had a total of 284 SLAs in
place as of June 2024. In general, Indecon believes that a smaller number of SLAs focused on key
outputs would merit consideration. Some of the associated services do not impact on customer
performance and are less relevant from the perspective of this review. Some contracted services also
have low levels of annual spend.

The next table lists those subcontracted services where payments paid to/revenue retained by these
contractors during 2023 amounted to €20,000 or more. Caution is needed in interpreting the table
and its value is to highlight the extent to which RSA services are outsourced and the financial
significance of services where service level agreements have not been met. It is also important to
note that for some sub-contractor suppliers the expenditure refers to the income retained by
contractors via levies rather than direct expenditures paid by RSA. Of the SLAs profiled, the required
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levels of performance missed was 24 in February of 2024 and 12 in June of this year. This represents
8% and 4%, respectively, of total SLAs in the period. However, in Indecon’s view this does not give an
accurate indication of the significance of the areas where service level agreements were not met. For
example, RSA had 20 SLAs for public relations, all of which were met according to the metrics set for
this supplier. There were, however, only 10 SLAs set for the important NCT area and of the two which
were not met, these were very significant from the perspective of users. While some outsourced
services are important to ensure the operation of RSA, these are not the focus of the current study,
which is directed towards a wider review of RSA and of key issues impacting on achievement of road
safety objectives. We are, however, not aware of any problems arising in relation to most of these
other procured services.

Indecon believes a better indicator of the significance of the areas where SLAs were not met is the
overall share of expenditure on contracts where one or more SLAs were not met. The total
expenditure on subcontracted services, including where payments were made by the RSA or which
revenue was retained by contractors, amounted to over €103 million in 2023. Indecon’s estimates
indicate that the share of total expenditure on contracted services where one or more SLA was not
met represented approximately 65% of this expenditure. The RSA have, however, indicated that there
is only one of these contracts which was customer facing, where SLAs were not met. Indecon notes
this also excludes the important driver testing area where one or more SLAs were not met. This
important area is internally provided by RSA and is not outsourced and not included in the next table.
This table also does not include the Commercial Vehicle Registration Roadworthiness Testing Service
as this is not an outsourced contract, and the service is provided under regulation whereby 150 plus
garages run this service. The table also excludes concession contracts. RSA noted that for the major
NCT service, 2 of the SLAs were not met. While accepting these points, the key message is that
significant SLAs were not met for some of the most important services provided by SLAs and where
significant resources were allocated.
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Table 4.1: RSA Contracted Services

Contract Less >€100,000 >€1m >E6m >€50m | Whether 1 or
than -€1lm andless | and less more SLAs
€100,000 than €6m than missed in
€15m 2023 or to
May 2024
NCTS Technical Inspection Services v Yes
Central Licence Processing Unit (CLPU) v No
National Car Testing Service (NCTS)® 4 Yes
Provision of Content Management System and Related v No
Services
Check it Fits 2021 - 2024 (/26/28/30) 4 No
Monitoring of CPC Training Organisations 2020 - 2028 v No
Driving Licence PCDU v No
Provision of Driver CPC Cards 2018-2028 v No
Provision of Driver Etacho card production 4 No
Internal Audit Services 2021-2025 v No
NCTS Supervision Services v No
Public Relation and Communications Services 4 Yes
Supply, Maintenance and Management of RSA Fleet 2021
-2024 v No
Creative and Digital Campaign Services 4 Yes
Engagement Letter Relating to the Provision of Payroll v No
Services to the RSA
Provision of Legal Services 4 No
Single Party Framework Agreement for the Provision of
Facility Management and Related Services to the RSA - 4 No
2022 to 2026
Driver Theory Test Services 2017-2024 v No
Provision of Logistical Support Services for the RSA's v No
Mobile Education Resources
NRSES 2019-2026 v Yes
AGNE NDLS Front Office - 2020 - 2024 v No
Media Strategy, Planning and Buying 4 Yes
Storage, Fulfilment, Distribution and Merchandising of v No
Road Safety Materials 2019 - 2028
Medical Fitness to Drive Services? 4 No
Multi Party Framework Agreement for the Provision of v No
Road Safety Related Observational Studies
Human Resources Government Shared services No
Total of above contracts 103,153,829

Source: Indecon analysis of RSA data

(1) Levy contract: no payments to supplier. Figure is estimate of the portion of the collected revenue retained by the outsourced provider to run the

service. Net revenue excluding VAT and levy paid to RSA.

(2) No spend in 2023 as the contract was being reprocured. The new contract has a contract value of between €100,000 and €1m per annum.
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Asindicated in Table 4.2, the contract for the key NCT Service runs to 2030, which restricts the options
for any radical changes until post 2030. The long length of the NCT contract reflects the need for the
provider to significantly invest in staff and resources to meet specific requirements. There is,
however, a need for RSA to rigorously monitor all the contacts and to pursue any options feasible
within legal constraints to enhance performance.

Table 4.2: Contract Duration on RSA Outsourced Customer-Facing Services

=  NCTS: Applus —new contract 2020-2030
= NDLS:
— Abtran (BO) — In contract until February 2027
— SGS (FO) — In contract until February 2026
— CCS (Card Producer) — In contract until February 2027
= DTT: Prometric — Currently in contract until December 2026
= CVRT: AA-In contract until end of 2024
=  CVRT - Peter Harman of Equipment Consistency — 2024 - 2027

Source: RSA

Indecon’s analysis indicates that despite notable improvements, certain service level targets are still
failing to meet the targeted levels. For outsourced service areas, the evidence indicates that for the
important NCT Service and booking lead time and compliance SLAs were not being met.

In view of the importance of the national car testing service, we examined the service delivery metrics
in detail. These include vehicle owner notification of test due date; booking lead time; test outcome
audit compliance; and customer satisfaction ratings. Schedule 22 of the NCT contract agreement
specifies Service Levels, Service Thresholds, and Service Credit Points calculation formulas. Service
Credit Points are calculated/applied when Contractor fails to meet SLA. The increase in backlog
following the pandemic and the end of the derogation period resulted in performance significantly
below target concerning booking lead time. We understand that there were problems in recruitment
necessary to clear backlog. This was eventually resolved by hiring personnel from the Philippines and
significant amounts of service credits were levied against Applus.

The NCT Service performed below targets for test booking lead time from 2022-Q1 to June 2024.
While the target set was for lead time on bookings to be fewer than 12 days, the performance
averaged circa 21.6 days during 2022-Q1 2024-Q2 and in some cases much higher delays have been
evident. The latest figures for the second quarter of 2024 indicate an improvement, with average
wait times falling to 15.8 days.
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Table 4.3: NCT Car Testing Service — Recent Developments re Waiting Times

NCTS - Quarterly average wait times (days) versus target (<12 days)
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Source: Indecon analysis of RSA data

In addition to considering vehicle safety performance, we also considered the issue of driver testing
and driver licencing. In terms of contract robustness for driver licencing Indecon notes that service
delivery metrics include the following:

— Number of learner permits issued.

— Number of permit holders on subsequent permits.

— % of NDLS applications “straight through”.

— Applications received.

— Application processing times (non-problem and problem applications).
— Call abandon rate.

— Customer email queries and response times (<2 working days).

— Driver Theory Tests completed (outsourced to Prometric).

Indecon believes these are appropriate metrics and the application processing times are particularly
significant. We understand that online applications have grown significantly but to date only
approximately 57% of NDLS applications are made online. This is likely to be because of the
requirement for consumers to have a verified MyGovID account. Indecon understands that following
discussions with OGCIO/DSP there has been agreement that applicants could use a dual
authentication mechanism although customers must use MyGovID account to access the EU Digital
Wallet. We understand that the RSA Driver Licencing business team are currently reviewing options
to implement a dual authentication mechanism. Indecon believes this should be pursued as a priority
to enhance customer services.

In addition to NCT Services, delays have been evident in the driver testing service which is managed
directly by the RSA and is not outsourced to third parties. For the driver testing service, the target
wait time was 10 weeks, while the average actual wait time was 23 weeks. The service delivery
metrics for driver testing service include:

— Driving Test wait times Cat B.

— Driving Test wait times other categories.
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— Number of driving tests booked by customers.
— Driving Test slots lost.

— Pass rates — car driver.

— Pass rates — other (commercial, motorcycle).

For the driver testing service delivery targets on wait times the RSA have failed to meet targets during
2022-Q1 2024. This, in part, reflects the rapid increase in demand for driver tests in the period post
the COVID-19 pandemic. The target wait time was 10 weeks, while, as indicated in the following chart,
the average actual wait time was much higher (Cat B) and we note an improvement in recent periods.
Specifically, we understand that the service recovered from an average of a 30-week lead time to
slightly below 16 weeks, because of an increase in the number of tests. In year to June 2022, RSA
delivered 95,821 tests and this increased to 136,888 for the same period in June 2024. This increase
in testing reflects the increase in driver test applications which increased from 109,249 in year to June
2022 to 143,350 in the year to June 2024.

Figure 4.1: Driver Testing Wait Times (weeks) 2022 - 2024
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The increased delays experienced by customers waiting on their driving test reflected the
unanticipated increase in demand following the COVID-19 pandemic, combined with staff shortages.
From 2021, demand continued to exceed pre-pandemic levels, and a request was made by RSA to the
Department to recruit an additional 30 staff. This request was based on use of pre-pandemic data
and the approach used was subsequently proven to be an underestimate of requirements. The RSA
was granted sanction for 30 permanent testers in July 2022. Following engagement between the
Department and the RSA over the period December 2022 to March 2023, a final resourcing
submission was made by RSA which outlined a number of options to address the backlog in driver
tests. These included (i) engagement of an additional 40 contracted driver testers for a period of 24
months (and the tracking of demand over the first 12 months of this period, which the RSA
suggested would indicate whether the case for the recruitment of 40 permanent testers could be
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made, subject to further sanction and approval by the Department); (ii) engagement of an additional
60 contracted driver testers for 24 months and monitoring of demand which might again support the
RSA seeking to permanently employ 40 testers; or (iii) engagement of an additional 75 contracted
driver testers for 24 months. The RSA suggested that by end of 2024 there would be insufficient work
for these 75 testers. The RSA also suggested that, based on their demand projections, an increase in
permanent headcount would be required. The RSA recommended the first of these options, namely
the appointment of 40 additional contracted driver testers for the next 24 months in conjunction with
two supervisors. In the event, the Department approved the higher number of 75 contracted driver
testers for 24 months in order to address the delays in driver testing.

The RSA conducted a national open competition for the positions of Temporary Driver Testers in April
2023, but we understand that the RSA have not since tested the markets to see if additional suitable
candidates could be available. The RSA received 473 applications. Overall, however, the RSA indicated
they were only able to recruit 41 suitable candidates of which 37 remain in service. This may reflect
the difficult labour market or the nature of the contracts. The RSA has also suggested that the annual
submissions on workforce requirements to central government do not lend itself to meet annual
workforce planning.

Sufficient testing capacity is a prerequisite for the Government to be able to pursue various road
safety policy interventions. One example of such intervention would be the introduction of measures
to reduce the number of multiple-driver permits which could be obtained. This was included as Action
27 in the Government’s Road Safety Strategy but in the absence of sufficient testing capacity, it has
not been feasible to implement. In this context, we note that as of end May 2024, of those who held
a third or subsequent Learner Permit, 50.2% or nearly 30,000 drivers (29,198) never conducted a
driver test.

In addition to passenger vehicles, a separate commercial vehicle roadworthiness test has agreed on
service delivery metrics including:

— Number of CVRT TISP inspections.

— CVRT Inspections Compliance.

— CVR tests conducted.

— Pass rate.

— Number of roadside inspections conducted.

— % major defects.

For the Commercial Vehicle Roadworthiness Test, service delivery metrics relating to compliance
levels have also fallen short of the target during 2022-Q1 2024. (See Figure 4.2.) Indecon understands
that the technical inspection service has been outsourced and the CVRT service is delivered by third-
party garages under CVRT regulations. The AA, on behalf of the RSA, monitors the quality of CVRT
(and NCT) tests based on a sample of tests. In relation to the CVRT, we understand that the criteria
for the inspections were changed in 2023 to ensure that CVRT operators do not become complacent.
We also understand that the target for compliance was amended in 2024 to a revised target of 95%
compliance. The RSA has indicated that CVRT service is controlled by CVRT regulations and not by
RSA service level agreements.
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Indecon understands that the technical inspection service has been outsourced and the CVRT service
is delivered by third party garages under CVRT regulations. The RSA have indicated that the CVRT
service is controlled by CVRT regulations and not by RSA service level agreements. We have also been
informed that the CVRT quality inspection was an additional control introduced by the RSA to prevent
complacency within the CVRT network. A 99% compliance target was initially set, based on the
historical criteria for the monitoring inspections carried out by the AA. The target was revised to 95%
in 2024, reflecting a change made to the quality inspection criteria during 2023. The quality
inspections represent around 1% of the total number of tests carried out by the CVRT network.

Figure 4.2: CVRT Inspections Compliance (%) (1/23 — 2/24) Target = 99% to 2023/95% from 2024

97

96

95
94
93
92
91

q’/\z"o,{/bq:b’b’b’b’b’b’b")":%b‘b‘b‘b&v,‘y

\\ v Vv (:1/ v "\/ v
NCQEN Y \>°0 S F G F @ & &

Source: RSA

4.3 Assessment of Factors Impacting Service Performance

In considering the factors which have impacted on the underperformance of the RSA customer
services areas, Indecon’s analysis indicates that underperformance in NCT was influenced by the
impact of the pandemic and the difficulties in recruitment. Indecon also notes that there was a lift
failure, but RSA have suggested this was not the reason for the delays in the NCT. The RSA has
suggested that the booking lead times were a result of the closure of the service due to COVID and
the phased reopening of the service. These events resulted in the initial deferral of vehicle testing for
around 20% of the national fleet and the phased reopening did not meet the testing capacity
requirements. Normal service resumed in 2022, however, by this stage there were significant staffing
issues. Indecon notes that as a result of international recruitment and training, there has now been
an increase in the number of testers from 553 in 2022 to 670 as of July 2024.

There is of course an implicit incentive for providers to address any issues, as these would otherwise
impact on revenues, while providers also face service credits. However, Indecon also believes that
the design of the original contract did not involve a sufficient incentive for the provider to urgently
address any staffing problems so that any issues that could adversely impact the achievement of SLA
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targets would be quickly addressed. The approach used by the provider was to seek non-EU work
permits, which took time but ultimately helped address labour shortages. The service credits applied
in the case of any non-performance of the NCT contract are such that RSA bears no direct financial
burden from non-compliance with the SLA, although lower volumes will adversely impact RSA
revenues. For driver testing area, the delays were impacted by the unanticipated level of demand
and resultant staff shortages.

The views of RSA staff on the reasons for underperformance are presented in Figure 4.3. While the
majority of RSA senior staff suggested that a range of factors were outside their control, we note that
a percentage of staff noted exits of specialised staff and wider issues concerning resources in RSA.
Indecon believes that having sufficient resources in RSA to manage contractors and to ensure the
appropriate design of contract incentivises to ensure the achievement of targets is important.

Figure 4.3: Views of Senior Staff on Significance of Various Factors in Challenges Experienced in
Meeting Service Delivery Levels
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Source: Indecon Survey of RSA Senior Staff

On the issue of contract management procurement, Indecon understands that the procurement and
contract management within RSA involves a very small internal, centralised team of three staff. This
team supports the Business team with guidance, policy and support through the procurement and
contract management of services. The Business team has several contract managers either solely
dedicated to specific contracts or managing contracts as part of their role’s capacity, depending on
the size of the contract. For large procurements, external services are procured to support delivery.
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On the issue of contract design suppliers, benefit from revenues from the higher volume of tests and
also by the level of service credits. The significance of the latter is that the RSA has indicated that the
level of service credits applied to the operator of the NCT service because of delays eroded the
majority of their 2022 profits, but news reports indicated the provider returned to profitability in
2023. Indecon, however, notes that despite not achieving targets, the operator benefited from the
indexation arising from the recent peak in inflation.

4.4 Overview of International Approaches

Indecon examined international experience in the provision of road safety-related customer services
for motor vehicle inspections, driver licenses, driver tests, and commercial vehicle testing. This shows
that a range of alternative approaches have been used. In some cases, these have reduced the
dependence on single suppliers. While it is clear that different approaches have been used
internationally, Indecon believes there is no one option which is preferable. This needs to be assessed
in the light of national conditions. While appointing independent approved garages would have the
advantage of increasing choice for consumers, this would need to be balanced against any risk of non-
compliance. Consistency of using one provider for NCT Services as in Ireland has important
advantages but increases the dependence on one supplier. We also note that a different approach
has been used for CVRT testing.

Table 4.4: Overview of International Approaches
Country Vehicle Inspections Issuance of Driver Administer Driving Commercial Vehicle
Licences Tests Testing

UK/Scotland Independent garages Driver & Vehicle Driver & Vehicle Independent inspectors
approved by Driver & Licensing Agency Standards Agency approved by Driver &
Vehicle Standards Vehicle Standards Agency
Agency

Netherlands Companies accredited NL Vehicle Central Office for Companies accredited by
by NL Vehicle Authority (RDW) Motor Vehicle Driver NL Vehicle Authority
Authority (RDW) Testing (CBR) (RDW)

Sweden Companies accredited Swedish Swedish Transport Companies accredited by
by Swedish Transport Transport Administration Swedish Transport Agency
Agency Administration (Trafikverket) (Transportstyrelsen)
(Transportstyrelsen) (Trafikverket)

France Directorate for Road Directorate for Directorate for Road Directorate for Road
Safety partners with Road Safety Safety Safety partners with UTAC
UTAC (external (external company)
company)

Spain Directorate General Directorate Directorate General Directorate General for
for Traffic General for for Traffic Traffic

Traffic

New Warrant of Fitness Driver licensing Driver licensing Warrant of Fitness agents

Zealand agents appointed by agents appointed agents appointed by appointed by NZ
NZ Transport Agency by NZ Transport NZ Transport Agency Transport Agency

Agency

Source: Indecon
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4.5 Conclusions

— There has been a failure to achieve agreed target levels for some important RSA customer
services areas including NCT and Driver Testing Services.

— Despite improvements in recent periods, performance remains below targets in key areas.

— COVID-19 and difficulties in the recruitment of staff as well as the rapid growth in demand were
important factors impacting on performance.

— There are staffing shortages within the RSA to support the delivery and management of
customer services.

— RSA demand forecasting and workforce planning did not anticipate the extent of the
exceptionally fast increase in demand across service areas, including for driver testing.
Subsequently, RSA requested approval of 40 contracted Driver Testers, but sanction was given
for a larger number of temporary Driver Testers. RSA did not manage to fill all of the contracted
Driver Testers sanctioned by the Department.

— The dependence on one contractor in areas such as NCT implies a risk to responding to any
failure to deliver service targets but there are also other advantages in one supplier in meeting
and monitoring consistent quality standards.

I n d e c 0 n Indecon International Consultants Page 44



5 | Estate Management

5 Estate Management

5.1 Introduction

Our assessment of RSA’s estate management highlighted that RSA has an extensive presence in
locations in every county in Ireland. RSA’s driver testing centres are located in state-owned or in
leased accommodations. In addition, the RSA directly leases accommodation. The cost to the RSA of
directly leased accommodation amounts to €1,341,930 per annum. In addition, the OPW leases
premises for the RSA with base lease rates totalling €1.74m across 35 premises. The costs paid by the
RSA for facilities significantly underestimate the full costs as the RSA head office and other offices are
owned or leased by the Office of Public Works and no rent is payable on these by the RSA. All of the
property used by RSA has an economic cost and the full costs of RSA utilisation of property are not
currently estimated.

5.2 Overview of RSA Estate

The RSA occupies its head office in Ballina and sub-offices in Loughrea, Dublin, and Cork. These
premises are owned by the Office of Public Works and no rent is payable by the RSA. While the
number of other premises used has varied over time the RSA indicated it currently has 63 driver
testing centres including two HGV compounds. We understand that the OPW provides 41 of these
buildings some of which are located in shared Government offices which prohibits identification of
the costs and value for money of using of these premises. The RSA currently only pays a share of
service charges for premises located in shared Government offices. We have also considered RSA's
practice of directly leasing premises. We understand that 23 buildings are rented directly by the RSA
to meet their requirements or to address the backlog of driver testing. The estate occupied by the
RSA can be broadly summarised as presented in Table 5.1.

Table 5.1: Overview of RSA Estate

— Office/Administration Accommodation: Head Office other locations:
= Combination of OPW-provided and RSA leased accommodation
— Driver Testing centres:
= Combination of OPW-provided and RSA leased accommodation
— RSA services in other locations — provided as part of contracted services
— National Driver Licence Service (NDLS) — offices nationwide
— Driver Theory Test (DTT) Contract Locations — locations nationwide
— National Car Test (NCT) Contract Locations —National Car Test (NCT) centres

— Commercial Vehicle Roadworthiness Test (CVRT) Contract Locations — at locations nationwide
(private operators’ commercial premises are not counted as RSA-operated/controlled locations)

Source: Indecon

Where property is leased by the OPW for use by RSA staff, RSA is not required to pay rent on these
premises. However, there is a cost to the State associated with these leases, with base lease rates
totalling €1.74m across 35 premises (OPW data). This brings the overall cost of the RSA leased estate
to an estimated €3m per annum. This, however, underestimates the overall economic cost as RSA's
use of OPW-owned premises is not included in this figure nor is the cost of property used by
outsourced service providers.
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The cost of the remaining 124 RSA locations where contracted services are provided is included in the
cost of the outsourced contracts (NDLS, DTT, and NCT). The RSA’s business model has been to
outsource services as separate contracts and to include the physical office space associated with
these services as part of these contracts. As a result, there are property costs associated with this
model that are currently not transparent. The following map shows the multiple points of contact for
the RSA with the public across all locations: RSA offices; driver test centres; NCT locations; NDLS
locations; driver theory test locations; and CVRT locations. Many of the offices used by RSA were
based on requirements identified over a decade ago. For example, the current office landscape for
the NDLS was established in 2013 and reflected the needs of the service at that time which relied on
a 100% face-to-face interaction. If the RSA were to move to a nearby completely digital driver license
renewal system this would have adjustment impacts on property requirements. Indecon understands
that the RSA is taking steps in this regard, and we also recognise that there are likely to be political
and local pressures to maintain front office locations, particularly in more rural areas. This is
consistent with a previous Bearing Point review which suggested that many current NDLS offices are
not sustainable as dedicated front offices with volumes moving online. There may be potential
opportunities which could be investigated to add to the services provided by certain offices to make
them more cost-effective. The RSA has indicated that a programme of work has been developed and
that plans have been designed to rationalize and consolidate the agency’s front office footprint in line
with plans to digitise an increased proportion of its services.

Figure 5.1: Multiple Points of Contact for the RSA with the Public
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The following map shows the multiple points of contact for the RSA with the public across all
locations: RSA offices; driver test centres; NCT locations; NDLS locations; driver theory test locations;
and CVRT locations. Many of the offices used by RSA were based on requirements identified over a
decade ago. The current office landscape for the NDLS was established in 2013 and reflected the
needs of the service at that time which relied on 100% face-to-face interaction. As the RSA moves to
a digital driver license renewal system, this will reduce their property requirements and will result in
cost savings. Indecon acknowledges that the RSA has previously identified savings in this area which
are built into its OneRSA plan. RSA proposals include reducing the footprint from 74 offices to 48
offices whilst retaining a minimum of 3-4kms from the current locations in order limit a geographical
shift, particularly in rural Ireland. In addition, options such as setting up kiosks and pop-up stores are
under consideration by RSA as part of the new NDLS.

Figure 5.2: Potential for Rationalisation of Estate through Greater Co-Location
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5.3 RSA Estate Planning and Potential Options

Indecon understands that there is no formal documented estate strategy in place in the RSA. Indecon,
however, notes that the planning and management of the RSA estate is carried out via internal
consultations with the RSA and discussions with OPW. We understand that the facilities personnel in
RSA hold internal driver testing meetings to discuss and plan the requirements of the driver testing
section. These meetings are attended by senior management from both driver testing and facilities.
Meetings are also held with driver testing supervisors to address any expanding capacity
requirements in their centres throughout the country. A key element of the identification of
responses to requirements is through meetings by RSA with OPW. As noted above, the largest
proportion of the RSA estate, both administrative buildings and driving test centres, are provided by
the OPW. These centres are located in either RSA sole tenancy buildings or as the RSA as a minor
tenant in Government buildings. The RSA facilities team meets on a regular basis with the OPW
property management section. These meetings are used to discuss both the RSA’s current
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requirements, for example in light of blended working and the organisation’s future needs in relation
to new driving testing locations and compounds. The OPW also contacts RSA where vacant properties
arise in their portfolio which may address a need in a certain location. The RSA approach is to attempt
to secure facility requirements within the OPW portfolio, however, there are situations where RSA
requirements cannot be met by OPW which leads to RSA taking private leases as interim measures.
It is clear that needs are identified on an ongoing basis rather than via a formal estate management
process within an overall documented strategy. We also note that there are also gaps in available
data on the level of utilisation and costs of all property used directly or indirectly by RSA.

In terms of potential adjustment to the RSA estate, Indecon’s detailed analysis of locations of RSA
services suggests that there may be potential opportunity for “one-stop shop” locations, where all
driver services including driver testing, driver theory testing and NDLS could be co-located. While we
note that RSA has suggested that driver test locations are operating at 100% of capacity some co-
location may be feasible in the context of developments at EU level re Digital Driving Licence and
availability of technology that would support driver theory testing in booths or with remote
invigilation within existing RSA/OPW estate. A seamless technology-based renewal of driver licences
such as has been implemented for passports would not only enhance convenience for consumers but
would free up property requirements.

For NCT, an issue is whether test centres should continue to be sourced and indemnified by a third-
party contractor, or if they are required long-term as a vital element of State infrastructure that
should be state-owned and operated on its behalf by a service provider on a contract for services only
basis. Upfront and ongoing investment would be required in premises if state ownership was to be
considered. The Concessions Directive has been used to procure these services and reduce public
exposure to risk/debt. It is noted that the NCT includes an obligation to transfer the infrastructure to
any new contractor. This is a longer-term issue which could be considered when NCT contract is
nearing completion. The CVRT is operated from privately owned premises but may provide a useful
reference point as an alternative approach to service delivery to the NCT (e.g., similar to the MOT in
the UK) and in comparing the costs where there is no property overhead.

Consideration should also be given to reducing the office accommodation footprint in line with
changing work practices relating to remote working.

5.4 Views of RSA Senior Staff

The views of senior RSA staff on the appropriateness of the overall configuration of the RSA office
and test centre footprint for the delivery of services are presented in Figure 5.3. Only a minority of
staff felt that the existing test configuration of the RSA office was inappropriate.
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Figure 5.3: Views of Senior Staff on Appropriateness of Overall Configuration of RSA Office and
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Figure 5.4 shows the views of RSA management and senior staff on opportunities for consolidation
of office space across the office network. This highlights their assessment that there is potential for
consolidation concerning office usage. Given the changes in remote working and the extent of space
allocated to offices, it is evident that there are opportunities for cost savings.

Space across Network

Figure 5.4: Views of RSA Management and Senior Staff on Opportunities for Consolidated Office
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5.5 Conclusions
— The RSA has an extensive estate property portfolio in multiple locations.
— The RSA does not currently have an estate management plan.

— Large separate physical front office footprints increase cost and operational inefficiencies.
Indecon believes there is significant potential to reduce front office footprints.

— Comprehensive data on the costs and percentage utilisation of all the property used by RSA is
not monitored which prevents evaluation of the full economic costs and value for money of its
property requirements.
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6 Management and Oversight Structures

6.1 Introduction

In examining management and oversight structures in line with the terms of reference, the focus is
on the structures and roles and not on the individuals who hold any such roles. A review of the current
management and oversight structures of the RSA is important in light of the challenges facing the
organisation. The review of the management and oversight structures is focused on the extent to
which the RSA Board has been effective in directing and overseeing the Authority and whether senior
executive management structure is appropriate to delivering on the needs of the organisation. We
also examine whether there are elements of the Department’s oversight of the Authority that could
be enhanced.

The RSA reports to the Minister for Transport and is accountable to the Oireachtas through the Public
Accounts Committee and the Joint Oireachtas Committee on Transport and Communications. The
Government have delegated responsibility for road safety to a Minister of State at the Department
of Transport through a series of Statutory Instruments since 2020, most recently, Statutory
Instrument No. 354/2024 - Transport (Delegation of Ministerial Functions) (No. 2) Order 2024. The
Department of Transport provides policy advice to the Minister of State on a range of road safety
issues, including the development and implementation of road safety policies; road transport
operating licencing and haulage strategy; promoting and advancing safety on the roads; corporate
governance of the Road Safety Authority and the Medical Bureau of Road Safety; and the
management of the national driver and vehicle databases and related services. The Department is
also responsible for the preparation of primary and secondary legislation related to road safety.

6.2 Role and Operation of the Board of RSA

In common with all State bodies, the RSA is required to comply with the Government’s Code of
Practice for the Governance of State Bodies. The Code covers many aspects of governance including
the role of the Board, Chairperson, board members and overall board effectiveness, as well as
compliance with the appropriate codes of conduct relating to ethics, disclosure of interests, and
protected disclosures. Relationships with the Oireachtas, the Minister and the parent Department
and quality customer service are also dealt with under the Code. This, inter alia, includes adherence
to Associated Code Documents in areas such as Business and Financial Reporting Requirements; Audit
and Risk Committee Guidance; and Remuneration and Superannuation.

Members of the Board of the RSA are appointed by the Minister for Transport as per Section 14 of
the Road Safety Authority Act 2006. The Board consists of a chairperson and at least six but no more
than 11 ordinary members. The Road Safety Act provides that “Each member of the Board shall be a
person who in the opinion of the Minister has wide experience and competence in relation to roads,
road safety, transport, driver education and examination, industrial and commercial matters, local
government, the organisation of workers or administration.”

Indecon notes that the Board meets at least eight times annually and is briefed at these meetings by
the CEO. These CEO reports follow a standardised format, covering the following issues: (1) road
safety outcomes; (2) RSA operational services updates; (3) key campaigns and social media; (4) public
affairs, policies and consultations, departmental and stakeholders matters; (5) people, HR and
organisation updates; (6) corporate plan and strategic projects; and (7) corporate risks. The Board
also receives updates on fatalities and serious injuries. While the under-performance of customer
services is discussed at Board meetings there is no separate agenda item which explicitly examines
performance vis-a-vis the targets set.
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The Board agendas examined by Indecon include an update from the CEO on a range of issues
relevant to the Board; updates from members of the Executive on matters in relation to the strategy
and operations of the RSA; reports from Committee Chairpersons; as well as other non-routine items.
An indication of wider issues dealt with at board meetings is presented in the following table.
Presentations in recent years have included discussions on matters including enforcement, the role
of the Courts service, speed limits reviews, local government road safety, drug testing, and
emergency medicine. The diversity and range of issues dealt with by the Board is noted. Documents
provided to Indecon by the Road Safety Authority which included the Board agendas and CEO reports
indicated that in general appropriate business and financial reporting is taking place.

Table 6.1: Examples of Issues Dealt with by the Board

Agenda Iltem Item Description
Chairperson Report Update on Chair activities since the last meeting.
CEO Report Overall account by the CEO to Board on current issues, challenges, alerts,

and allows board to question CEO on areas such as statistics on fatalities,
operational matters, HR, legislation and engagements with Department of
Transport and Road Safety Strategy.

Finance/Risk Risk is a standing item for each board meeting. The Executive provides an
update on risks, ratings and mitigating controls since last meeting. Financial
updates and projections are also provided.

Presentations on Road These presentations are a mix of External and Executive presentations on
Safety Policy road safety issues.

Items for Decision/ This may include but not limited to financial statements, all procurements
Information with contract values exceeding €1m, specific policies, effectiveness of

internal controls and other governance matters under the Code.

Source: Indecon Analysis of Board documentation

The RSA Corporate Governance Board Manual 2023 was examined by Indecon and this covers the
vision, mission and values of the organisation and sets out the five strategic themes that support their
achievement. Table 6.2 summarises the strategic themes prioritised by the RSA.

Table 6.2: RSA Strategic Themes

1 Customer Experience

2 Supporting people to drive change

3 Innovation in everything we do
4 Organisational Excellence
5 Partnership and collaboration

Source: RSA Corporate Governance Board Manual — March 2024
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Indecon, in reviewing the role of the Board, also examined the Corporate Risk Register. The Board
had identified a number of important risks. Indecon believes the risks identified are related to the
range of functions which have been allocated to the RSA and the largely self-funding model applied.
Indecon in particular notes the analysis of the Audit and Risk Committee meeting of 22" February
2024, which highlighted the risk that the reduction or elimination of the RSA surplus due to having to
meet the costs of contracts indexation, would impact on the ability to deliver on the road safety
commitments.

The Audit and Risk Committee also identified the risk that the RSA would not be in a position to deliver
its committed interventions as part of the Government’s road safety strategy due to issues with
legislation, inter-agency dependency and/or resource constraints. The Committee highlighted risks
concerning collision data sharing needed to conduct effective analysis and inform road safety
priorities and activities. On service delivery, the risk of challenges in NDLS was noted. Other risks
identified included over reliance on single suppliers for outsourced services and the fact that Driver
Testing and NCT Services continue to have recovery actions applied to return these services to
required service level targets.

The Corporate Governance Board Manual also sets out the organisation structure, the roles of the
Chairperson and members of the Board, committees, matters reserved for the decision of the Board,
board processes and policies, and provisions for continuous improvement. Indecon notes that the
Board Manual references an Audit and Risk Sub-Committee, a Remuneration Sub-Committee, and a
Governance Sub-Committee. We understand that the first two committees are in place but that the
Governance Committee was only set up for special purpose of developing the Board manual. No other
committees have been established. Given the limited number of Board members, and the range of
issues deal with at Board meetings, there would be value in establishing Board sub-committees to
examine in detail key areas of operation and issues arising. These could include sub-committees to
review areas of underperformance of service areas and to identifying actions to address issues.
Another Board sub-committee could deal with estate management and there may be merit in
establishing a Board sub-committee to review operation cost efficiencies.

In reviewing the governance and oversight structures of the Board of RSA, Indecon has noted the
openness of the Board to reviewing its performance in line with requirements of the Code of Practice
for State Bodies. The Board has also considered ways of enhancing effective governance and this has
led to improvements. This was evident from Indecon’s consultations with the Chair and other board
members. It is also reflected in the decision of the Board to commission a number of independent
reviews of its effectiveness. Examples of previous reviews of board governance examined by Indecon
are presented in Table 6.3 and are discussed in subsequent paragraphs. These reviews are
informative in highlighting how the board governance oversight structures have changed.

Table 6.3: Examples of Previous Reviews of RSA Board Governance

e Deloitte Board Effectiveness Review 2017
e Governance Ireland Board Evaluation Survey (Final Assessment Report 2019)

e KPMG External Board Effectiveness Review 2022

Source: Indecon
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Examining the previous board reviews is useful in understanding whether the Board has acted on
areas identified for further improvement. One of the documents examined by Indecon was a board
effectiveness review completed in 2017 and undertaken by Deloitte. This involved an evaluation in
line with the Code of Practice for the Governance of State Bodies.

The review of board effectiveness completed in 2017 made a number of recommendations for
improvement. The review found that the Board at that time was not in full compliance with the Code
of Practice and noted that there were skills gaps including in relation to formal financial and
accountancy expertise. This has since been addressed. In addition, it was recommended that board
reporting should be clearly linked to the implementation of the RSA Corporate Plan. Enhancements
were also recommended to aspects of the risk management documentation being provided to the
Board, as well as changes to ensure clarity amongst board members on the respective roles of the
Board and the Executive. The review also identified elements of good practice, and these are aligned
with Indecon’s assessment.

Table 6.4: lllustrative Examples of Areas for Improvement Identified in 2017 Review

Board Composition and Role of Board

— Need for an adequate number of members and an appropriate mix of skills and expertise

— Need for additional expertise including in Finance (with formal financial and accountancy expertise),
Legal, Procurement and Information and Communications Technology

— Chair needs to ensure all members contribute on key matters and invite executive to present on key
initiatives and risk

Strategic Oversight
— Need for Board to oversee the implementation of its corporate strategy
Risk Management

— Risk management documentation is not sufficiently linked to strategy
— Reporting to Board on risk is limited
Source: Indecon Summary

A subsequent RSA Board Evaluation Survey was completed in February 2019 by Governance Ireland.
This assessment included a board evaluation survey covering the role of the Board, the oversight
agreement and performance delivery agreement, division of responsibilities, as well as other aspects
of oversight and the operation of the Board. This survey covered themes which are in line with the
Code of Practice for the Governance of State Bodies.

The review found that the RSA Board had improved its performance and encouragingly had addressed
a number of issues which emerged from the 2017 Review. A number of additional areas for
improvement were, however, identified including the need for enhanced understanding of the
Oversight and Performance Delivery Agreements with the Department. In addition, it was
recommended that the Board should ensure optimum participation of all members; balance strategic
and operational matters through its agenda and discussion time; and facilitate enhanced reporting
by Board members on their engagement with stakeholders on behalf of the organisation. The
assessment reported that while nearly all respondents believed that board expectations were met;
however, over half of members indicated they had some issues or concerns and nearly half believed
there were areas where they could offer more to the RSA. A summary of the overall results of the
evaluation is presented in Table 6.5. Governance Ireland suggested that a ranking of between 3.6 and
4.0 was in best practice range. A lower score was given at that time to the Board’s performance in
relation to the important Oversight Agreement and the Performance Delivery Agreement. The 2019
review highlighted a number of strengths of the Board, as well as areas requiring attention.
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Table 6.5: Evaluation of Key Areas Identified in 2019 Review

Overall Rating — Max. Point of 4
Role of the Board 3.7
Oversight Agreement and Performance Delivery Agreement 3.2
Division of Responsibilities 3.7
Board Effectiveness 3.4
Codes of Conduct and Conflicts of Interest 3.8
Business and Financial Reporting 3.9
Risk Management Oversight 3.7
Performance Oversight 3.7
Relationship with Management 3.8
Board Member — Evaluation 3.6
Overall Summary Score 3.6
Source: 2019 Board Effectiveness Review

The issues requiring attention identified in the 2019 Review are presented in Table 6.6.

Table 6.6: Examples of Areas Identified in February 2019 Review

Role of Board
e Need to ensure the recruitment of new members gives regard to approximate mix of skills/diversity
of the Board
Strategic Oversight
e Some Board Members are not very familiar with the Oversight and Performance Delivery
Agreement oversights with the Department
e ABoard Member should accompany management to all future review meetings of the Performance
Delivery Agreement with the Department
Board Effectiveness
e Board to consider how to ensure the right balance between strategic and operational matters
e Board should endeavour to enhance its working relationship with stakeholders
Risk Management
e Board should ensure an external review of RSA’s Risk Management Framework on a periodic basis

e Some uncertainty about the effectiveness of the current Risk Register and whether the Board is
providing effective oversight of risk across all categories with the RSA
Source: Indecon Summary of 2019 Review

On the issue of strategic oversight, the 2019 Review recommended board participation in
Departmental meetings. This may have been influenced by the absence of a current Department
official on the Board of the RSA. Indecon understands that requirements under the Code of Practice
for the Governance of State Bodies are met through meetings between the RSA Chair and CEO and
senior officials from the Department at annual oversight meetings. The identified need for the Board
to consider how to ensure the right balance between strategic and operational reflects the diverse
mix of responsibilities of the RSA. On the important issue of whether the Board was providing
effective oversight of risks, Indecon’s review of the current risk reports from the Board suggests that
the Board has identified the current key risks facing the organisation.
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A more recent review of the performance of the RSA Board was completed in November 2022 by
KPMG. The scope of this evaluation included both the Board and the Audit and Risk Committee, as
well as the Terms of Reference for the Remuneration Committee. While the 2022 external
assessment outlined an opinion that the RSA Board was high performing, it recommended that
additional Board members with experience in international enforcement, customer engagement, and
Government legislative experience should be appointed given its current wide remit. There were also
a number of other recommendations, including that the Corporate Governance Board Manual should
be updated. Indecon notes that this has since been completed, with the latest version dated January
2024. Indecon notes that attendance at Board meetings was only 70% in 2022 but improved to 75%
in 2023. Indecon is of the view that a very high level of Board attendance is needed.

Table 6.7: Examples of Recommendations from the 2022 Board Effectiveness Review
Area of Focus Recommendations
e Board dynamics | Seek methods to increase attendance at Board meetings
and culture
o Relations with Enhance the identification of stakeholder dependencies in relation to strategy
stakeholders execution
e Reporting to Formalise the Road Safety Transformation Partnership update relative to the seven
the Board safe system priority intervention areas dependant on other Stakeholders
e Secretariat Perform Annual Internal Consider enhancing the forward- Improve Action
Assessments of Board looking agenda for the Board and tracking
members ARC and the process for agreeing
Board meeting agenda
e Audit and Risk Seek additional Risk Undertake annual top-down horizon | Minimise re-
Committee Management scanning and strategic risk baselined
enhancements from assessment workshops Internal Audit
Management issues at the
ARC
Source: 2022 Board Effectiveness Review

In reviewing RSA Board structures, Indecon believes it is important to consider the skills and
experience of the Board. A summary of the key skill areas of the Board is presented in Table 6.8.
Indecon notes that the Board has a diverse range of expertise and includes a chair with legal and
communication skills, a solicitor who has expertise in public procurement, a digital transformation
expert, a trauma surgeon, an emergency medical consultant, an accountant, and a governance
expert. The Board previously had representatives from road safety victims which provided a direct
perspective and voice on the impact of fatalities and injuries. Indecon understands that pending the
outcome of the current review, the Department has paused new appointments to the Board, so these
roles have not been replaced following the expiry of Board members in 2023. The Department has,
however, established the Road Safety Forum comprised of a range of stakeholders, including road
safety advocates to inform the development of RSS Phase 2 Action Plan.
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Table 6.8: Summary of RSA Board Skills 2024

Legal/Procurement/Supplier Contract Negotiation

Communications/PR/Political

Compliance/Risk Management/Financial

IT and Cyber Security/Project Management/Strategy

Medical
Source: Indecon Analysis of RSA Skills Matrix — March 2024
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6.3 Management Structures

The RSA management structures have been reviewed a number of times over the course of the last
decade. Documents examined by Indecon include Review of the RSA undertaken by the Road Safety
Division of the Department in November 2013; Organisational Structure and Resource Review
conducted in August 2014; Value for Money and Policy Review of the Driver Testing Service in 2017;
and a major Organisational Design Review undertaken in 2022. While the latest review of structures
is most relevant, analysis of previous reviews is informative in considering the evolution of RSA
structures and in evaluating whether previous issues have been addressed.

The RSA 2014 Review conducted by Mazars found that there was an inadequate organisational
structure in place to support the agenda of the Authority, which included a significant commercial
focus. They also noted the complex operational elements; the challenge in the management of large
contracts and the presence of numerous projects with cross-functional working. The Review
suggested that the organisational structure did not adequately support the agenda and of the
Authority. This view was supported by managers consulted during the 2014 review with 77% agreeing
that the structure was not fit for purpose. Mazars however suggested that the fitness for purpose
issues were more focussed on other factors outside of the structure itself including additional
responsibilities placed on some Directorates; effectiveness of corporate services and other related
functions; organisation flexibility and co-operation; communication structures; and gaps in the
organisation structure and processes. The issue of how the organisational structure was impacted by
additional responsibilities being allocated to RSA is noted.

At a strategic and operational level several capability gaps were evident, including procurement,
contract management and project management. Concerns were highlighted regarding public-facing
service contracts and how they were managed across the Authority. It was also reported by managers
during the 2014 Review that silos existed in the Authority. This had evolved over time and appears to
have developed from the challenge of managing complex deliverables with limited resources and
ineffective cross-function support frameworks.

The 2014 Review concluded that overall resources and skills within the Authority were not adequate
to meet the current and future demands. The organisation had employed a number of different
strategies to plug these resources and skills gaps using agency staff, contracts for service and external
engagement partners. Mazars pointed out that these strategies are effective in the short term but
present a number of challenges and risks in terms of higher costs and loss of knowledge on
termination of contracts. There was evidence of limited flexibility in resource allocation across the
Authority. Concerns were also highlighted regarding contracts for service and how they are managed
across the Authority. Indecon notes that resource constraints and attempts to plug gaps by external
sourcing of services remains an issue for the RSA.
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Historically, the organisational structure at the RSA was divided into four Directorates: Vehicle
Standards and Enforcement; Finance and Commercial Services; Road Safety Research and Driver
Education; and Driver Testing and Licensing. Names of each directorate have changed over time but
the structural model in 2015 — 2016 was broadly reflective of the organisation in prior years. The next
figure depicts the organisational structure in 2015-2016.

Figure 6.1: RSA Organisational Structure 2015-2016

RSA Board

N

Vehicle Finance & Road Safety
Standards & Commercial Research &
Enforcement Services Driver Education

Driver Testing &
Licensing

Source: RSA Annual Reports, 2015, 2016

As shown in Figure 6.2, the Corporate Strategy, Policy, and Technology Directorate was added to the
RSA organisational structure in 2017.

Figure 6.2: RSA Management Structure 2017

RSA Board

1

CEO

Corporate Finance & Road Safety
Strategy, Policy, Commercial Research &
& Technology Services Driver Education

Driver Testing & Vehicle Testing &

Licensing Enforcement

Source: RSA Annual Report 2017

In 2018, the Vehicle Standards Directorate was separated from the Vehicle Testing and Enforcement
Directorate. This remained the organisational structure from 2018-2021. While Indecon understands
the reason for this change at the time it had the disadvantage of not having all the customer-focused
activities in one Directorate.
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Figure 6.3: RSA Management Structure 2018

RSA Board

Corporate Finance &

Road Safety
Research & Driver
Education

Driver Testing & Vehicle Testing &

Licensing Enforcement Uigliiele e e

Strategy, Policy & Commercial
Technology Services

Source: RSA Annual Report 2018

The changes made to the organisational structure in 2022 are presented in Figure 6.4. The Driver
Testing and Licensing Directorate no longer exists, nor does the Vehicle Standards and Enforcement
Directorate. New directorates were added covering: Strategy, Performance, and Transformation;
Customer Operations; Research, Standards, and Assurance; Finance and Corporate Services; People,
Development, and Culture; Technology, Platforms, and Solutions; and Partnerships and External
Affairs. In considering the appropriateness of the senior executive management structure, Indecon
notes that the new organisational structure is focused on a strategic functional model with seven
directorates. The new structure involves an expanded number of directorates. This new management
structure is in the process of being embedded. As the new structure is still in its infancy, its impacts
have not yet materialised. This functional model is like the New Zealand model, where, for example,
there are functional directorates responsible for areas such as People, Engagement and Partnerships,
and Customers. Other road safety organisations have structures which combine support services
functional directorates such as IT or General Secretariate and include directorates explicitly
responsible for specific areas of activities such as Road Training and Education.

Figure 6.4: RSA Management Structure 2022

RSA Board

| 1 1 1 1 1 1
Strategy, Customer Research, Finance & People, Technology, Partnerships &
Peformance, & . Standards, & Corporate Development, & Platforms, & .
: Operations ’ : External Affairs
Transformation Assurance Services Culture Solutions

Source: RSA Annual Report 2022

A policy life cycle approach has been used by RSA in developing their management structure as
indicated in the next figure. The RSA has indicated that this policy lifecycle was a key consideration in
the RSA’s rationale for the adoption of a functional target operating model to meet its future vision
and objectives.
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In the RSA Organisational Design Consolidated Implementation Roadmap prepared in September
2022 by KPMG, the preferred management organisational structure had a designated directorate
entitled Customer Operations. Indecon’s assessment indicates that this makes sense, as it brings all
of customer service operations into one Directorate and includes driver testing, driver theory testing,
driver licencing, driver training, NCT, CVRT, as well as other related services such as contact centre,
card processing, enforcement and compliance, demand Management, and capacity planning and
benchmarking. Such services are also likely to be complementary to other potential services which
could be provided if, for example, the NVDF was to be transferred to the RSA.

In evaluating the management structures, it is critical that the key areas of priority necessary to
achieve the Government’s road safety objectives are adequately resourced. A summary of the current
staff resourcing is presented in the next table. The evidence indicates that most of the staff in the
RSA are involved in fee-earning operational areas concerning driver and vehicle licencing and testing
and support activities. The staff levels in areas such as driver testing reflect the need to deliver
national services to very large numbers of customers annually. The new Partnership and External
Affairs Directorate, which is responsible for promotional and educational campaigns, and for co-
ordination with multiple external stakeholders, is a very small Directorate. A small percentage of staff
resources is allocated to road safety promotion and road safety education. We, however, note that
in the areas of promotion or education, a lot of the activities are also outsourced. As a result, direct
employee numbers do not reflect the overall resources. Indecon, however, believes that nationally
additional resources must be allocated on an ongoing basis to road safety promotion, road safety
education and engagement with enforcement agencies and with Local Authorities and other
stakeholders.

Table 6.9: FTE Staff Levels of Key Areas 2024

Current FTE Role
176.5 Driver Testing Technical
26.6 Driver Testing Administrative
26 Driver Licencing
20.4 Vehicle Testing
51.6 Enforcement
11 Research
23.59 Customer Call Centre
10.7 Vehicle Standards
24.2 Advanced Driving Instruction/Driver Education Admin
7.8 Communications and Content Management (Partnerships & External Affairs)
6 Road Safety Education (Partnerships & External Affairs)
21.2 Strategic Performance and Transformation
18.8 Finance and Corporate Services (CEO included here)
8 People, Development and Cultural
13 Technology Platforms and Solutions
445.39 TOTAL Current FTE

Source: RSA data on staff numbers as at end of June 2024

Indecon
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As well as the overall organisational structure, it is important to consider whether the management
skills are aligned with the evolving policy priorities. The findings of an Indecon survey of RSA
management and senior staff in relation to their views on the extent to which, the current senior
executive management structures are fit for purpose to deliver on the needs of the Authority suggests
while a majority of the management and senior staff believe the directorate structures are fit for
purpose, a minority of 23% expressed the view that the structures were inappropriate or very

inappropriate. Table 6.10 lists the skills of the Management Team. This shows a diversity of skills.

Table 6.10: Management Team Skills

Skill Areas

Number of Senior Management Team Members with Specialist Skills

Procurement

1- Chartered Institute of Procurement and Supply

Supplier Contract
Negotiation

1- 10+ years’ experience managing multi-million value contracts

Marketing/Promotion/
Customer Experience

1- Diploma in Digital Marketing
10+ years Sales and Marketing both national and international
10 + years developing customer centric retail services

Compliance

1- Chartered accountant and certificate in corporate governance
1 - Certificate in Charity Law Trusteeship & Governance

Communications/PR

1 -Bachelor in English & History, Diploma in Public Relations, MPRII
13 plus years’ experience across PR and Communications.

Education Programme
Management/Awareness

Over 20 years’ experience of Education programme management and
awareness campaign management

Engineering

1 Degree Engineering & Automotive Technology & 1 Bach. Technology

6+ years in project and programme management/strategy and innovation

:;;)chgtement/Strategy Post Graduate Diploma in Strategy and Innovation Post Grad in
Transformation and Change

Research 22 years’ experience in total across research programme management and
dissemination experience
1 - ICAI Chartered accountant (FCA) 16 years

Finance 1 MSC Business Management

10 years plus experience in Cost and Profit optimisation

Risk Management

1- Chief Risk Officer
1- Certificate in Business Management

Human Resources

1 - Bachelor of BBS MCIPD 20 years working in People discipline

Legal Director has access to SME specialism in-house
. 1- Bachelor of Computer Science
IT
& Cyber security 20 plus years across technology roles with 15 at leadership level

Medical 1 - Clinically trained nurse

1- Certificate in Local Government Studies & BA Social & Political Science &
Political History

6 plus years of political/advocacy experience

1 Chartered Membership of Institute of Director. Over 50 plus years’
Leadership experience of Leadership across the CLT including Board Experience,

Finance, Communications/PR, Strategy, Operations, Research, Technology,
People, Contract and Supervisory governance at national and global level

Source: RSA Skills Matrix — March 2024
Note: Each individual member of the Management Team may have more than one of the skills listed above.
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Within the Senior Management Team, Indecon notes that there have been significant changes
following the recent organisational review which led to the setup of the current structures. There is
a reliance on an external agency providing communication services to the RSA. Our review indicates
that there are gaps in the implementation of the new management structure, and we note that the
RSA is working towards filling some gaps through a combination of internal and external
appointments, but there have been no approved permanent posts since 2021, and resource
constraints are impacting on the organisation.

6.4 Department of Transport Oversight

As a non-commercial statutory agency established under the Road Safety Authority Act of 2006, it is
essential that there are effective oversight structures between the Road Safety Authority (RSA) and
the Department. This is needed to: (1) facilitate the RSA in carrying out its functions; (2) enable the
Government via the Department to monitor the ongoing progress of the RSA in meeting the
objectives as set out in the Act; (3) ensure the effectiveness and efficiency of public services
implemented by the RSA; and (4) ensure compliance with the Code of Practice for the Governance
for State Bodies, and other governance requirements.

In examining whether the Department's oversight of the Authority could be enhanced it is useful to
consider the following key issues:

- Oversight Agreement.

- Performance Delivery Agreement.

- Ongoing meetings and the exchange of information.
- Appointment of board members.

The Code of Practice for the Governance of State Bodies recognises the importance of an oversight
agreement and defines the oversight agreement as a written statement between the relevant
Minister/parent Department and the State body under its aegis which clearly defines the terms of
the parent Department’s relationship with that body. The Code states, “the oversight agreement
should reflect the State bodies legal framework; the environment in which it operates (e.g.,
commercial, non-commercial, regulatory body); the purpose and responsibilities of the State body;
the State body’s level of compliance with this Code; details of the Performance Delivery Agreement
(e.g. outputs to be delivered); and arrangements for oversight, monitoring and reporting on
conformity with Government policy including those actions and areas of expenditure where prior
sanction from the parent Department and/or the Department of Public Expenditure and Reform is
required.”

Unlike some, but not all, non-commercial state agencies, there is no Departmental representative on
the RSA Board. In line with the Code of Practice, an Oversight Agreement between the Department
and the RSA was signed in 2023. Indecon notes that a Performance Delivery Agreement was also
established between the Department of Transport and the RSA to formalise the agreed level of
service and performance for the period 1 January 2021 and the 31t°" December 2023. Indecon has
examined this Performance Delivery Agreement in detail and note that the RSA was obliged to
provide the Department of Transport with key performance and measurement indicators at regular
intervals over the term of the Agreement across the following range of public services:

1. Report on implementation of the Road Safety Strategy 2021 — 2023

2. Driver Theory Testing Service
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Driver Testing Services
Road Safety Promotion, Education and Public Awareness Campaigning
Road Safety Research

National Driver Licence Service

3

4

5

6. Inputinto Policy & Legislation Development

7

8. Input to the Administration of Penalty Points System
9

. Enforcement of EU Driving and Resting Time Rules, Driver CPC and Operator Licensing
10. Tachograph Card Issuing Service

11. Commercial Vehicle Roadworthiness System (incorporating testing, enforcement and
operator compliance)

12. National Car Testing Service

13. Regulation of Approved Driving Instructor System
14. Professional Drivers CPC Service

15. Automotive Market Surveillance Authority (AMSA)

The Agreement notes that the RSA in conjunction with the Department of Transport will review key
performance and measurement indicators on an annual basis over the term of the Agreement to
ensure they are appropriate and accurately measure performance. In terms of monitoring of its
performance, the Agreement notes that the RSA shall present an evaluation of its performance
against its targets in its annual report and in addition:

— Provide relevant and appropriately detailed performance information for inclusion in the
Revised Estimates for Public Services.

— Provide relevant and appropriately detailed performance information to allow for
monitoring of this Agreement.

— Monthly liaison meetings between the RSA and the Department.
— Quarterly reports on staff numbers to the Department of Transport.

— Twice-yearly meeting between senior management of the Department and representatives
of the Board and senior management of the RSA.

A new draft of the Performance Delivery Agreement (PDA — or “the Agreement”) between the
Department and the RSA has been prepared, covering the period from January 2024 until 31%
December 2026. It documents the agreed level of service between the parties and contains the
commitments between the parties and the financial and human resource inputs. In addition, it
highlights potential risks and allows for a level of flexibility and amendments to the targets where this
may be required. It also specifies the monitoring arrangements between the Department and the
RSA.

Section 5 of the PDA includes key Outputs and Targets for 2024 and defines the output and outcome
indicators on which performance will be measured against the RSA’s primary services and functions
over the course of the period of the Agreement. In a departure from the previous Performance
Delivery Agreement, this latest document also sets out a range of Actions, Output and KPIs for the
RSA which are aligned with the goals in the Department of Transport’s Statement of Strategy 2023-
2025. Indecon is supportive of these changes which we believe will facilitate effective oversight of
the RSA and support the RSA Corporate plan and the implementation of the Government’s Road
Safety and Strategy.
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Indecon’s assessment is that the new Draft Performance Delivery Agreement is an enhancement on
an earlier agreement and reflects the evolving challenges and priorities. There is, however, merit in
the Agreement explicitly including detailed performance measures. Indecon understands that in
recent times the Department’s oversight has focussed on operational matters to an extent which
differs from previous experience. This is a response to increased road deaths and higher waiting times
for key services, as well as public dissatisfaction with aspects of service delivery. An important
element of Departmental oversight is to ensure legislative clarity on delegated functions of all
agencies. We understand that this current report will inform the wider changes needed. In order to
enhance enforcement and to target road improvements, there is a need to improve the sharing of
information. This in particular concerns sharing of detailed information on road collisions with Local
Authorities.

In terms of wider governance, it is also important that there is effective co-ordination between the
many agencies involved in Road Safety and that this is underpinned by legislation. During our
consultations, the challenges in the sharing of information between agencies were highlighted. This
is discussed in our conclusions and recommendations. In addition to data on road collisions, sharing
of data should involve the potential for greater compliance/enforcement related to licences, NCT,
insurance and penalty points. The issue of the need for sharing of information was highlighted in a
number of submissions. For example, it was suggested that “the lack of shared crash location data
inhibits collaboration and co-ordination among stakeholders.” Another detailed submission indicated
that “currently the lack of provision of comprehensive data is a concern. Comprehensive and timely
data on historic road collisions should be published with a level of detail necessary for detailed
analysis.”

6.5 Conclusions
— The RSA Board has a range of skills and is a very active and committed Board.

— If the RSA were to retain its existing mandate, there are gaps in certain skills including: (i)
marketing/promotion/education needed to influence road user behaviour; (ii) management of
sub-contract relationships; (iii) enforcement; and (iv) customer services.

— There is no Departmental representative on the RSA Board.
— A new organisational structure was designed in 2022 and has largely been implemented.

— The responsibilities for road safety promotion, education and for co-ordination within the RSA is
part of a small Partnership and External Affairs Directorship.

— A comprehensive Performance Delivery Agreement has been established between the
Department and the RSA.
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7 Conclusions and Recommendations

7.1 Summary of Key Conclusions

In our recommendations, we outline proposals for consideration by the Government concerning
radical changes in the responsibilities for aspects of road safety, as well as significant changes in the
funding of the RSA. In addition, we outline recommendations for RSA consumer operations, and for
estate management, and for the management and organisation of the proposed new structures.
These are based on our detailed independent findings presented in our report. We summarise our
key findings below.

Funding Model

Indecon’s conclusions on the funding model are presented in Table 7.1. The analysis suggests that the
existing funding model is not sustainable and radical changes to the funding model are required. In
the short term a small increase in fees plus Exchequer ring-fenced funding for public interest road
safety activities would be appropriate.

Table 7.1: Conclusions on Funding Model

RSA has experienced a rapid increase in the costs of providing services.
Service fees have not increased since 2011/2012.

RSA is currently using reserves to fund wider public interest activities and to fund any deficits in
operational services.

4. Many of RSA customer services are outsourced to private providers and contracts have been awarded
following standard public procurement tendering procedures.

5. There are no regulatory measures in place to drive efficiencies in the costs of RSA services and RSA does
not face competition for its services.

6. There is no formal mechanism to establish appropriate fees.
7. Without increased Exchequer resources or increased fees, the current funding model is not sustainable.

8. Indecon believes that radical changes are required to the funding model for RSA.

Source: Indecon

Strategy and Rationalisation/Consolidation

Indecon’s conclusions on strategy and rationalisation/consolidation are presented in Table 7.2. The
findings highlight that there are alternative options to the model which developed in Ireland where
a wide diversity of functions was allocated on an incremental basis to the RSA.
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Table 7.2: Conclusions on Rationalisation/Consolidation

1. Thereis a need for an authoritative and well-resourced organisation to lead the implementation of the
road safety strategy.

2. Existing consolidation of multiple nationwide customer operations, in addition to road safety education
and promotion, and co-ordination functions in one agency is not the only possible model.

3. Anissue with the existing structural arrangements is that while RSA has responsibility as lead agency
for Government Road Safety Strategy, it has limited resources and does not have any statutory powers
to fund or direct the role of other agencies or Government Departments.

4. There is a risk of insufficient resources and focus being allocated to road safety, education, and co-
ordination which are non-fee earning activities. This is particularly the case as RSA is facing significant
challenges in meeting customer service targets and is currently experiencing annual financial losses.

Source: Indecon

Customer Services and Contract Management

Indecon’s conclusions on customer services and contract management are presented in the next
table. These highlight that service targets set in key areas have not been met.

Table 7.3: Conclusions on Customer Services and Contract Management

1. There has been a failure to achieve agreed target levels for some important RSA customer services
areas including NCT and Driver Testing Services.

2. Despite improvements in recent periods, performance remains below targets in key areas.

3. COVID-19 and difficulties in the recruitment of staff as well as the rapid growth in demand were
important factors impacting on performance.

4. There are staffing shortages within the RSA to support the delivery and management of customer
services.

5. RSA manpower planning did not anticipate the extent of the exceptionally fast increase in demand
for driver testing. Subsequently, RSA requested approval of 40 contracted Driver Testers, but
sanction was given for a larger number of temporary testers. RSA did not manage to fill all of the
temporary Driver Testers sanctioned by the Department.

6. The dependence on one contractor in areas such as NCT implies a risk to responding to any failure
to deliver service targets but there are also other advantages in one supplier in meeting and
monitoring consistent quality standards.

Source: Indecon

Estate Management

Indecon’s conclusions on RSA estate management are presented below. The findings highlight the
absence of a formal estate management plan. The gaps in information on costs and utilisation of the
property used by RSA are also noted.
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Table 7.4: Conclusions on RSA Estate Management

1. The RSA has an extensive estate property portfolio in multiple locations.
2. The RSA does not currently have an estate management plan.

3. Large separate physical front office footprints increase cost and operational inefficiencies.
Indecon believes there is significant potential to reduce front office footprints.

4. Comprehensive data on the costs and percentage utilisation of all of the property used by RSA is
not monitored which prevents evaluation of the full economic costs and value for money of its
property requirements.

Source: Indecon

Management and Oversight Structures

Indecon’s conclusions on the existing management and oversight structures are presented below.

Table 7.5: Conclusions on RSA Management and Oversight Structures

1. The RSA Board has a range of skills and is a very active and committed Board.

2. If the RSA were to retain its existing mandate, there are gaps in certain skills including: (i)
Marketing/promotion/education needed to influence road user behaviour; (i) Management of sub-
contract relationships; (iii) Enforcement; (iv) Customer services.

There is no Departmental representative on the RSA Board.
4. A new organisational structure was designed in 2022 and has largely been implemented.

The responsibilities for road safety promotion, education and for co-ordination within the RSA are part
of a small Partnership and External Affairs Directorship.

6. A comprehensive Performance Delivery Agreement has been established between the Department and
the RSA.

Source: Indecon

RECOMMENDATIONS

In our recommendations, we outline proposals for consideration by the Government concerning
radical changes in the responsibilities for aspects of road safety, as well as significant changes in the
funding of the RSA. In addition, we outline recommendations for RSA consumer operations, and for
estate management, and for the management and organisation of the proposed new structures.

Recommendations on Changes in Responsibilities for Road Safety

Indecon’s recommendations for changes in responsibilities for the delivery of road safety objectives
are designed to enhance clarity and responsibility for the achievement of the national objectives for
road safety.
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Table 7.6: Summary of Recommendations on Changes in Responsibilities

Role of RSA
1. The RSA would retain its existing operational customer-focused services for motorists including

2. The new organisation should be tasked with responsibility for NVDF which would facilitate the

Role of Department of Transport
3. The Department of Transport should assume national responsibility for road safety awareness

4. In line with the new responsibilities, the Department should establish an authoritative and well-

Legislative Changes
5. Legislators should urgently change the Roads Act (1993) to facilitate the sharing of collision data

NCT, Driver Testing Services, NDLS, and CVRT. This would involve the RSA becoming the Road Safety
(Vehicle and Driver Licencing and Standards) Authority.

management of all vehicle and driver-related data operations. The transfer of this should be on a
planned basis and should take account of need for financing of this service area.

campaigns, road safety education, and co-ordination of activities of the multiple partner
organisations.

resourced function within the Department, encompassing behavioural analysis and road safety
communications, to implement its new role and to work with the Road Safety Transformation
Partnership Board to ensure delivery of the Government’s Road Safety Strategy.

with Local Authorities. Indecon understands that this change is currently in process which will
enable local authorities to receive this information. Legislative changes will also be needed to
change the remit of the RSA to reflect its new role as an operationally focused vehicle and driver
licencing and standards agency.

Source: Indecon

Recommendations on Changes in Funding Model

Indecon’s recommendations for major changes in the funding model are presented below. These
address the current unsustainable funding model for the RSA and will provide clarity and
transparency of the level of investment by the Government in road safety promotion, education, and
co-ordination. It will also provide a transparent mechanism to determine appropriate charges for RSA
services. As is the case in the UK, this should, as one element, incorporate a public consultation
process. To incentivise service delivery, increases in fees should be conditional on achieving high
levels of service.

Table 7.7: Recommendations on Funding Model

6.

The costs of road safety promotion campaigns and road safety educational initiatives as well as
measures to ensure effective co-ordination between partner organisations should be funded by the
Exchequer.

Fees for RSA customer service should be set to ensure customer-focused activities are self-sustainable
and are cost-reflective. This is likely to require an increase in fees in 2025 and modest increases in
subsequent years.

The setting of fees for RSA customer services should be structured so as to provide an incentive for
RSA to maximise internal efficiencies and negotiate competitive rates with service providers.

An independent review should be undertaken every 1/2 years to evaluate the efficiency of RSA service
provision and to recommend to the Minister any changes in service fees.

A public consultation process on RSA fees should be undertaken which would constitute one input to
the independent review.

Increases in RSA services fees should be conditional on substantially meeting service level targets.

Source: Indecon
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Recommendations on Customer Services and Contract Management

Indecon’s recommendations on RSA customer services and contract management are presented in
Table 7.8. These are designed to support the efficient management of customer-focused services,
and the achievement of the targets set.

Table 7.8: Recommendations on Customer Services

An extensive digital transformation programme should be implemented to, inter alia, digitally provide
as many customer services as feasible in order to improve customer experience. This should include
an ability for as many customers as feasible to renew driver licences remotely. Indecon notes that the
RSA has an ongoing programme of work to achieve this. Currently, RSA are processing 55% of driver
licences online and have a target to increase this to 90% which Indecon supports.

RSA should ensure that any future outsourced contracts are structured in a manner which provides a
very high level of incentive to providers to urgently address any failure to meet service targets.

Prior to the expiry of existing contracts, RSA should evaluate the merits of any alternative delivery
mechanisms which could reduce the dependence on one provider. This assessment should balance
the benefits of increased consumer choice against the inherent advantages which the existing model
provides in assuring consistency of compliance.

The efficiency of existing in-house customer services should be evaluated by RSA.

RSA should prepare a detailed multi-annual term human resources plan for approval by the Board and
by the Department.

Consideration should be given to exploring the feasibility of structuring any new outsourced contracts
such that providers cannot seek increases in their fees unless service targets have been substantially
met.

Source: Indecon

Recommendations on Estate Management
Indecon’s recommendations on estate management are presented below. These are designed to
enhance value for money of scarce resources.

Table 7.9: Recommendations on Estate Management

L ® N o

The RSA should prepare a comprehensive estate management plan which should be presented to
the RSA Board for approval.

The estate management plan should identify short- and medium-term requirements and the merits
of short versus longer term leasing options.

Adjustment should be made to the RSA’s large separate physical front office footprints in order to
reduce cost and improve operational efficiencies.

The RSA should prioritise the digitalisation of services such as the NDLS (via online applications
potentially using booth or other remote invigilation technology).

Where a physical location is required, RSA should examine the potential to reduce the physical
footprint through co-location with existing RSA/OPW provided properties. Indecon understands that
currently where requirements are identified, the RSA liaises with the OPW.

NCT should continue in the short term to operate from the premises provided under contract.
The CVRT should continue to operate from private operators’ premises.
RSA should monitor the utilisation and full economic costs of all the property it uses.

In considering rationalisation options, the potential cost savings should be identified, and the focus
should be on options which deliver significant rather than marginal savings.

Source: Indecon
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Recommendations on Management Structures and Oversight Arrangements

Indecon’s recommendations on management structures and oversight arrangements are presented
in the next table. Detailed implementation work will be required to support the recommendations.

Table 7.10: Recommendations for Management Structures for Vehicle and Driver Licencing
Standards Authority/Agency and for Wider Oversight Arrangements

Department of Transport

1. A new function should be established within the Department of Transport to assume
responsibility for road safety promotion and education, to drive behavioural change and to lead
and co-ordinate all agencies and Departments involved in Government’s Road Safety Strategy.

2. The new organisational structures within the Department must be adequately staffed and
resourced and should work closely with and provide support services to the RSTP Board.

Vehicle and Driving Licencing and Standards Authority/Agency
3. Future appointments to the new Agency should reflect the revised remit of the organisation.

4. The Board of the Agency should ensure that there is a separate agenda item at each Board
meeting to evaluate the performance of customer service operations vis-a-vis targets.

5. Consideration should be given by the Agency to establishing additional specialist Board Sub-
Committees.

6. The existing management structure in the RSA could be the basis for the organisational structure,
but amendments will be needed to reflect the change in focus to operational areas.

7. Consideration should be given to the appointment of a Departmental official to the RSA Board to
facilitate the proposed changes in responsibilities.!

Oversight Arrangements

8. The Performance Delivery Agreement should be amended with a view to giving greater
operational freedom to the new Vehicle and Driver Licencing and Standards Authority/Agency,
conditional on targets for customer services being achieved.

Source: Indecon
(1) The recommendation to consider the appointment of a department official should involve an official not directly
involved with the RSA in order to ensure no fiduciary conflicts with the responsibilities of the Board.

7.2 Implementation Issues

The recommendations in this report are focused on the most effective structures and funding
mechanisms to achieve the ambitious Government’s road safety objectives. These are designed to
make Irish roads safer. Given the terrible impact on individuals, families and communities from road
fatalities and injuries, as well as the social costs, we believe that the recommendations should be
implemented as a priority. The co-operation of the RSA and all other agencies, as well as wider
stakeholders and Government Departments will be needed to support the radical changes
recommended. These should be underpinned by legislative changes and supported by appropriate
resourcing decisions.

A key recommendation is to separate road safety public interest activities from the provision of NCT,
Driver Testing, and other operational services for motorists and motorcyclists, professional drivers
and users of eBikes/eScooters. While there are different organisational options which would achieve
this, on balance, we believe transferring the public interest activities back to the Department would
be the best option. Detailed implementation plans will be needed to ensure that the changes
proposed lead to the achievement of the Government’s road safety objectives. We understand that
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only a small number of RSA staff are directly involved in road safety promotion, education, research,
and co-ordination functions and many of these services are outsourced. However, it is envisaged that
an appropriately resourced behavioural analysis and communications function will be required to
support road safety when responsibility for these areas is transferred back to the Department. The
implementation plan should also evaluate in detail any support activities undertaken by the RSA given
its new proposed operational customer remit. This should include a detailed review of what elements
of the important research function might transfer to the Department or to other agencies such as TII.
A research function will, however, need to be retained in RSA to inform the setting of standards,
although Indecon has been informed by the RSA that currently no research is conducted by the
Research Department to inform the setting of standards. Indecon also note that the NOTM has an
important role in medical fitness to drive standards. The proposed changes should be reflected in the
wider Department of Transport’s strategy and will require organisational change within the
Department. Most importantly the recommendations will require the provision of adequate
resourcing and planning, and the implementation of organisation design and change management
plans to enable the Department to fulfil its new responsibilities. Without adequate resources the
proposed changes will not be effective. The changes would involve the RSA focusing on its nationwide
customer services activities and on achieving operational efficiencies and meeting the challenging
service level targets. As an operationally focused service agency, there would also be a case for the
organisation to assume responsibility for NVDF (National Vehicle and Driver File) information. The
management by RSA of the NVDF data would strengthen the management and verification of driver
and vehicle records and would provide integrated data to strengthen compliance in areas such as
driver licences, vehicle NCT and CVRT requirements, and penalty point records. The system is
currently maintained by the Digital Hub (previously the Driver and Vehicle Services Division) of the
Department of Transport and supports motor tax and licencing services and national vehicle and
driver registers. Indecon notes that the Report of the Special Group on Public Service Numbers and
Expenditure Programme?? previously recommended the merging of the NVDF into the RSA and the
Group indicated this would bring responsibility for testing and licencing drivers and vehicles under
the same management. This proposal did not proceed at that time possibly to avoid any diversion in
the RSA focus on public interest road safety functions. However, the creation of a new operationally
focused Driver and Vehicle Licencing and Standards Authority/Agency would suggest the merits of
revisiting this.

There is a need for recognition of the scale of the challenges which will be faced in changing
dangerous road user behaviour. An awareness that this will require both a whole-of-Government and
a whole-of-society response will be important. Expectations for immediate short-term impacts are
likely to be unrealistic. However, it is essential that the best operational model is implemented as
soon as possible.

As part of the planning for the proposed changes, a detailed organisational design and change
management plan is needed. The planning of the structural changes should include a review of how
best to implement the changes within the existing organisational structures of the Department.
Workforce plans for both the Department and the new Vehicle and Driver Licencing and Standards
Authority/Agency will be needed to ensure there is the capacity and capabilities required to deliver
successfully on the new mandates. Ensuring effective interaction with other parts of the Department
will be important. Apart from policy and communications areas, an integrated road safety unit could
work closely with the advisory division in the Department which includes specialist engineering
expertise. The Department’s Data Analytics function could also bring value added to road safety
promotional and educational campaigns. There will also be a need for close co-ordination with RSA

22 Report of the Special Group on Public Service Numbers and Expenditure Programmes, Volume 1, p.75.
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so that any benefits of integration of existing RSA services are taken into account. In particular, there
are operational aspects of the current operation which should be maintained. Thus, for example, NCT
centres and other RSA centres should continue to display advertisements for road safety. A similar
issue applies to awareness measures in other agencies and institutions including in the education
sector and media sector. A co-ordination of all promotions and awareness should be the responsibility
of the Department of Transport as is the case in the UK.

The recommendations will require increased investment in road safety communications and
educational initiatives. There will be a need as part of the planning of these changes to build in an
evaluation of the return on investment and post-campaign research on its effectiveness. Specialist
expertise will be needed to ensure initiatives are effective. This should take account of the need to
utilise multiple media types and channels and the use of influencers, localised messages and peer-to-
peer communications. The model of the UK ‘THINK! campaign run by the UK Department of
Transport, may also be of assistance in planning the implementation of campaigns. The objective
should be to drive road safety messages down to local level and to ensure co-ordination among
various stakeholders.

While implementation plans are being developed there is an urgent need for immediate measures to
be taken supported by the Exchequer. In particular, we recommend that consideration is given in the
short term to allocating ring-fenced Exchequer funding in order to invest in road safety education and
promotional activities. Specialist expertise will be required to facilitate the proposed changes, and
this will require recruitment and mechanisms to access expert resources. Investigation of the
potential for the exchange of personnel or secondments from Governments or Road Safety Boards in
other countries may also be appropriate.

In framing our recommendations, Indecon recognises and would like to highlight, that several
measures are in train within RSA to improve various aspects of customer services and contract
management and to achieve savings in estate management. These initiatives, if fully implemented,
are aligned with Indecon’s recommendations and are a recognition of the need for improvements.
For example, the RSA has commenced a digital transformation programme and in the case of
renewing driver licences. Measures have also been taken by RSA to support digital functionality of
the Driver Testing Services. We also understand that digital projects underway include an overhaul
of the driver education service and underlying system and measures are planned to increase the
provision of digital and online services for commercial vehicles. Indecon’s assessment is that
implementation and resourcing of an extensive digitalisation programme will be essential to improve
customer services. Measures to achieve savings in the property area include plans identified in the
‘OneRSA’ plan and proposals to reduce the footprint of the NDLS real estate.

On the issue of ensuring any future outsourced contracts are structured in a manner to provide
sufficient incentives to address any failures to meet service targets, the RSA have indicated they have
appointed an external management consultancy firm to support future procurements which will
allow RSA to access competencies which are currently limited within the RSA.
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7.3 Overall Conclusions

Achieving real change in relation to dangerous behaviour on our roads will be a challenge and there
are no short-term easy solutions. The fundamental changes recommended are, however, designed
to ensure a wider whole-of-Government response to the national priority of making Irish roads safer
and reversing the unacceptable recent escalation in road fatalities and injuries. The radical changes
proposed constitute a fundamentally different approach to road safety in Ireland. These have the
potential over time to deliver transformational improvements. The changes will however require
system-level actions to address the unimaginable grief and loss caused by road fatalities and injuries
with a focus on protecting vulnerable road users. In addition to the recommended structural changes
in responsibilities and the development of a new funding model, it will be necessary to focus on the
causes of collisions and to implement evidence-based measures to change attitudes and practices to
alter driver behaviours. This will need to be accompanied by legislative changes, changes in penalties
faced by dangerous road users, increased and consistent enforcement, changes to driver testing,
greater use of technology and investment in sustainable transport and in other road safety
investments. A collaborative approach involving a multiplicity of organisations and stakeholders will
also be needed. Regardless of whatever organisational changes are implemented, the Government’s
Road Safety Strategy should be the responsibility of a central government department rather than an
agency. Central government commitment to ensure the changes are implemented will also be
essential. With the changes proposed supported by additional investment, Ireland has the potential
to achieve best practice in making Irish roads much safer for our citizens and visitors. There is
widespread support evident in the submission from the public consultation programme for change.
This is reflected in the view of one submission which concluded with the plea to “please act quickly
and decisively on the reform programme. Lives are being lost unnecessarily.”
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Annex 1 | Allocation of Road Safety Responsibilities in Other Countries

United Kingdom

In the UK, the Department for Transport sets the overall road safety strategy for Great Britain,
including high-level targets, and required legislation on road safety issues.?® A road safety agency, the
Driver and Vehicle Standards Agency (DVSA), has responsibility for driver testing, road vehicle
standards and enforcement, promotion of safe driving standards, funding and support of traffic
commissioners, and inputs into the development of partnership with other public and private sector
bodies, amongst other things, in England, Wales, and Scotland. In Northern Ireland, the Driver and
Vehicle Agency performs the same role.

Allocation of Summary of Service Delivery Organisation Responsibilities — United Kingdom

Service

Summary

Marketing and Promotional
Campaigns

The UK Department for Transport campaign 'THINK!" targeted behavioural change via
engineering, enforcement, and education in its 2000-2010 strategy. The programme has
continued since then with additional awareness campaigns each year. Road Safety
Scotland’s main objective is to promote awareness of road safety issues in Scotland and
to ensure effective co-operation and communication between relevant bodies. It
develops strategies to address Scottish road safety problems, carries out targeted road
safety publicity campaigns, co-ordinate road safety activity in order to maximise the
effectiveness of national initiatives.

Education in Schools & Third-
Level Institutions; Road User
Education

Road Safety Scotland promotes the development of Scottish road safety educational
materials. THINK! also provides educational materials related to road safety and
branding material which is available to local authorities to provide consistent
messaging.

Driver Testing & Licensing

An executive agency of the UK Department for Transport, the Driver and Vehicle
Standards Agency (DVSA), has responsibility for driver testing, promotion of safe driving
standards, approving instructors and testers, and approving training courses for
qualified drivers in England, Wales, and Scotland. In Northern Ireland the same role is
performed by the Driver and Vehicle Agency (DVA).

The registration and licensing of drivers in England, Wales, and Scotland, and vehicles
throughout the UK is carried out by the Driver and Vehicle Licensing Agency (DVLA). The
registration and licensing of drivers in Northern Ireland is carried out by the Driver and
Vehicle Agency (DVA). The DVA include the functions provided by the third motoring
agency in the UK, Vehicle Certification Agency, which oversees vehicle type approvals.
VCA is home to the Dangerous Goods Office which is the UK authority for the
certification of packaging and intermediate bulk containers used for the transport of
dangerous goods, in accordance with national and international regulations.

Vehicle Safety & Testing

The DVSA has responsibility for road vehicle standards, approving centres for vehicle
testing, directly testing lorries, buses and coaches, monitoring recalls of vehicles, parts
and accessories with manufacturers.

Development of National
Strategy

The Department for Transport sets the overall road safety strategy for Great Britain,
including high-level targets, and required legislation on road safety issues.

Other, incl. monitoring road
infrastructure; traffic law
enforcement; etc.

The DVSA has responsibility for funding and support of traffic commissioners, carrying
out roadside checks on commercial drivers and vehicles, inputting into the development
of partnership with other public and private sector bodies.

versions

Source: Indecon analysis of Road Safety Strategy documents and EC European Road Safety Observatory Country Profiles 2024

2 https://www.itf-oecd.org/sites/default/files/united-kingdom-road-safety.pdf
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The strategic aims of the DVSA are as follows:

— Customer centric in the way services are delivered to ensure to get drivers and vehicles on
the road as quickly and as safely as possible.

— Dynamic, digital organisation which provides high quality, innovative and secure-by-design
services.

— Data driven to make the best use of the large amount of information held.

— A great place to work and an inclusive place which offer good quality, rewarding jobs.

The UK Department of Transport conducted a campaign in conjunction with the Government’s 2000
Road Safety Strategy, with specific behaviour change objectives developed under the ‘'THINK! brand,
which formed part of the Government’s 2000 road safety strategy, Tomorrow’s Roads: Safer for
Everyone.?* To meet its targets, the Government used a three-pronged strategy to reduce road
casualties: Engineering, Enforcement, and Education.? The THINK! brand has continued to promote
targeted awareness and behavioural change campaigns each year since then, e.g., Guardian Mates
campaign specifically targeted towards young drivers against use of handheld devices while driving;
Mates for Life campaign to discourage drink driving.?®

Regional authorities, such as Transport Scotland, may vary certain road safety measures, for instance
the drink-driving limit. Local Authorities are responsible for road safety on their roads and for local
educational campaigns to improve safety.

Scotland

Road Safety Scotland is part of Scotland’s Road Safety Framework to 2030 and sits within Transport

Scotland, the Scottish Government’s transport agency. Its vision is for Scotland to have the best road

safety performance in the world by 2030. The main objective of Road Safety Scotland is to promote

awareness of road safety issues in Scotland and to ensure effective co-operation and communication

between relevant bodies. To achieve its objectives, the strategic aims of Road Safety Scotland are:
1. To raise and maintain public awareness of road safety issues.

To work with the Scottish Government and Transport Scotland.

To develop strategies to address Scottish road safety problems.

To contribute to the delivery of Scotland’s Road Safety Framework to 2030.

To promote the development of Scottish road safety educational materials.

To carry out targeted road safety publicity campaigns.

N o v ks wbN

To co-ordinate road safety activity in Scotland in order to maximise the effectiveness of
national initiatives.

8. To contribute towards achievement of the Scottish Government’s targets for casualty
reduction by the year 2030.

9. To evaluate Road Safety Scotland’s activities to ensure the efficient and effective use of
resources.

2 https://www.thensmc.com/resources/showcase/think
% |bid.
26 https://www.think.gov.uk/about-think/story-of-think/
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As part of its functions, Road Safety Scotland runs the Road Safety Information Tracking Study (RITS),
which examines driver habits, attitudes and behaviours, and has been running since 2010.?

Netherlands

The Dutch strategy for road safety is designed by the Netherlands Ministry of Infrastructure and
Water Management with a vision to aim for a maximally safe traffic system, i.e., as safe a system as
possible, with zero road casualties by 2050 (in line with the ambitions of the European Union). The

Netherlands no longer works with an interim quantitative target.?®

Allocation of Summary of Service Delivery Organisation Structure — Netherlands

Service

Netherlands

Marketing and Promotional
Campaigns

Every year, the Ministry of Infrastructure and Water Management draws up a national
calendar for information campaigns about road safety. The calendar indicates when a
campaign theme will be central, and all campaigns include specific enforcement
activities. The regional road safety bodies (Regionaal Orgaan Verkeersveiligheid, ROV) in
each province support information activities and work in collaboration with partners to
provide information and advice.

Team Alert: is the road safety organisation run by young people for young people to
make them aware of and to encourage responsible road use.

Education in Schools & Third-
Level Institutions; Road User
Education

Regional road safety bodies (the ROVs) in each province provide education activities
targeted to audiences of different age: for toddlers and their parents (0-4 YOA); a Traffic
Active School programme for children from 4 to 17 YOA; for young people from 17 to
27; for adults from 25 to 60; and for seniors 60 years or older. It has also published a
brochure which sets out all road signs and traffic rules in the Netherlands.

Driver Testing & Licensing

The Central Office for Motor Vehicle Driver Testing (Centraal Bureau
Rijvaardigheidsbewijzen, CBR) works on behalf of the Minister of Infrastructure and
Water Management and administers both theory and driving exams and investigates
whether a driver is mentally and physically capable of driving a motor vehicle.

Vehicle Safety & Testing

RDW, the Netherlands Vehicle Authority, is responsible for the licensing of vehicles and
vehicle parts on the Dutch and European market; supervising companies accredited by
RDW and monitoring the technical condition of vehicles, gathering, storing, updating
and managing data concerning vehicles, their owners and vehicle documentation and
providing information about this data to interested parties; issuing of documents that
are required for vehicles or owners, including vehicle registration certificates. The
licence register is also held by the RDW.

Development of National
Strategy

The Dutch strategy (2020-2030) and action plans (current: 2022-2025) for road safety
are prepared by the Central Government (Ministry of Infrastructure and Water
Management) in cooperation with other stakeholders (Ministry of Justice and Security),
and including the provinces, urban regions, and municipalities.

Other, incl. monitoring road
infrastructure; traffic law
enforcement; etc.

Landelijk Parket Team Verkeer and the police: monitor drivers’ compliance with the
road traffic rules, fine offenders, and prosecute serious offences in a court of law.

profiles_en

Source: Indecon analysis of Road Safety Strategy documents and EC European Road Safety Observatory Country Profiles 2024
versions, accessed at: https://road-safety.transport.ec.europa.eu/european-road-safety-observatory/data-and-analysis/country-

27 https://roadsafety.scot/research-and-reports/rits-road-safety-information-tracking-study/?highlight=rits
28 https://open.overheid.nl/documenten/ronl-d55ff6bc0b5d564c03906bb54019eb485f83842¢/pdf
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The Dutch Strategy 2030 identifies nine themes: safe infrastructure, heterogeneity in traffic,
technological developments, vulnerable road users, inexperienced road users, driving while
intoxicated, speed management, distraction, and traffic violations. To implement the strategy, the
Ministry works closely with stakeholders including the provinces, urban regions, and municipalities,
(which are responsible for traffic safety on the roads in their respective jurisdictions), including many
other governmental and non-governmental stakeholders, such as the Ministry of Justice and Security,
road safety NGO’s (Dutch traffic safety association VVN, Team Alert for youngsters, the Dutch Cyclists’
Union, the Dutch touring club ANWB), the police, research institutes (such as the national institute
for road safety Research (SWQOV), Association of Provinces (IPO) and Municipalities (VNG), and urban
regions (Amsterdam, Rotterdam-The Hague). Additionally, the Knowledge Network Strategic Plan
Road Safety?® plays a crucial role for practitioners when implementing measures.

The strategy is based on detailed data analysis of the factors associated with road deaths, serious
road injuries and permanent injury, while also taking into account expected future developments
until 2030, such as societal change and technology. It builds on previous editions of the strategy,
analysing what has worked, what has not worked and what has changed.

A data-driven approach is utilised for the identification of risk factors as well as for an optimal
allocation of responsibilities. The most significant risk factors are monitored as intermediate goals
and are analysed to understand the underlying problems hindering road safety. These risk factors are
also considered for assigning roles and responsibilities to the various road safety stakeholders,
including spatial planners, road authorities, enforcement officers, lawmakers, safety education
officers and other traffic professionals with operational responsibility.

The safety measures in the Dutch Road Safety Action Plan 2022-2025 (translation in measures of the
2030 Strategy are grouped into five categories as follows:°

1. Safe infrastructure — 9 measures.

2. Vulnerable road users —9 measures.

3. Safe vehicles and driver assistance systems — 6 measures.
4. Safe behaviour — 6 measures.

5. Driving while intoxicated — 13 measures.

Norway

The Norwegian Government’s National Transport Plan 2022-2033 (NTP) is, like Ireland, based on
Vision Zero, the vision of no one being killed or seriously injured within the road transport system.
Also similar to Ireland, the interim target is for the number of fatalities and serious injuries in road
traffic to be reduced to a maximum of 350 by 2030, a reduction by 50% on current figures.3!

The Norwegian Public Roads Administration (NPRA) is responsible for the planning, construction,
operation and maintenance of the national road network. It has also responsibility for vehicle
inspection and requirements; and driver training and licensing. Furthermore, the agency has a
sectoral responsibility for road traffic safety, climate and environmental issues and urban transport
mobility.

2 https://www.kennisnetwerkspv.nl/
30 https://open.overheid.nl/documenten/ronl-d55ff6bc0b5d564c03906bb54019eb485f83842¢/pdf
31 https://www.regjeringen.no/en/dokumenter/national-transport-plan-2022-2033/id2863430/?ch=6
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Allocation of Summary of Service Delivery Organisation Structure — Norway

Service

Norway

Marketing and Promotional
Campaigns

Marketing and promotional campaigns are conducted by the parties who participate in
the development of National Strategy, including the Ministry of Transport and
Communication, the Norwegian Public Roads Administration (NPRA), local and regional
bodies, and road safety interest groups.

Education in Schools & Third-
Level Institutions; Road User
Education

The Norwegian Council for Road Safety (Trygg Trafikk) acts as a link between the
public, interest groups, and authorities to promote road safety, primarily through
public education.

Driver Testing & Licensing

The Norwegian Public Roads Administration is the body responsible for driver training
and licencing.

Vehicle Safety & Testing

The Norwegian Public Roads Administration is responsible for vehicle safety inspections
and licencing.

Development of National
Strategy

Key participants in policy making include: the NPRA, the police, the Norwegian
Directorate of Health, the Norwegian Directorate of Education and Training, the county
administrations, seven large city municipalities and the Norwegian Council for Road
Safety, the Norwegian Labour Inspection Authority, the Norwegian Correctional Service,
and others.

Other, incl. monitoring road
infrastructure; traffic law
enforcement; etc.

The Norwegian Public Roads Administration has a sectoral responsibility for road traffic
safety, climate and environmental issues and urban transport mobility. The NPRA has
been tasked by the Ministry of Transport and Communication with leading an inter-
agency forum to assess future research needs regarding road safety. The forum will
feature representatives from the National Mobile Police Service, the Norwegian
Directorate of Health, the Norwegian Directorate of Education and Training, the
Accident Investigation Board Norway and other operators as required.

profiles_en

Source: Indecon analysis of Road Safety Strategy documents and EC European Road Safety Observatory Country Profiles 2024
versions, accessed at: https://road-safety.transport.ec.europa.eu/european-road-safety-observatory/data-and-analysis/country-

To achieve the road safety objectives of the NTP, the National Plan of Action for Road Safety 2022-
2025 sets out the following areas of work:*?

1. Prepare a wide range of coordinated and professionally anchored measures.

2. Strengthen cooperation between the key parties working with road safety.

3. Present how the parties should contribute to a reduction in the number of people killed and

seriously injured.

4. Set targets for the development of conditions within areas of great importance for road

safety.

32 https://nvfnorden.org/wp-content/uploads/2022/10/02-National-Action-Plan-on-Road-Safety-2022-2025-NVF-K%C3%B8benhavn-

13.10.22-1.pdf
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The Norwegian road safety system places great emphasis on the cooperation and collaboration of
the various parties involved. These include interest organisations, State parties, Ministries, county
administrators, and large city municipalities. The parties involved collaborate to identify and select
measures aimed at enhancing road safety, for each of the priority areas set out in the NTP. The
measures are selected based on six criteria:

1. The measure must provide an expected reduction in number of people killed and seriously
injured compared to if the measure had not been carried out;

2. The measure must be in accordance with guidelines given in the National Transport Plan
(NTP) and must not be in conflict with other political signals given by the Government.

3. The measure must be anchored in the management of the actor responsible for
implementation;

4. The measure must be possible to implement within the expected financial framework;
5. The measure must be possible to implement within the expected staffing; and
6. The measure must have an expected outcome.

The parties then commit to implement the selected measures, with a clear allocation of
responsibilities and well-defined targets. A follow-up system exists at national, regional and local
levels, and annual performance reports are prepared to monitor progress made by each party.

Within this cooperative approach to road safety, the Norwegian Council for Road Safety acts as a link
between interest groups and the road safety authorities to promote road safety, primarily through
public education.

Denmark

In Denmark, the National road safety strategy is prepared by the Danish Road Safety Commission,
operating in support of the Ministry for Transport and in collaboration with other relevant actors,
which are represented in the Commission. The strategic objective is to limit the number of road traffic
fatalities to 90 or fewer; the number of serious injuries from road traffic incidents to 900 or fewer;
and the number of slight injuries to 10,000 or fewer, by 2030.34

3 https://www.tryggtrafikk.no/om/norwegian-council-for-road-safety/

34 https://www.faerdselssikkerhedskommissionen.dk/media/eymfxrOn/fsk_resume_handlingsplaneng_2021-2030_final.pdf
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Allocation of Summary of Service Delivery Organisation Structure — Denmark

Service Denmark

Marketing and Promotional The Danish Road Directorate and Danish Road Safety Council are responsible for
Campaigns publicity campaigns in support of the strategy.

Education in Schools & Third- | The Danish Road Safety Council is responsible for improvement in road user
Level Institutions; Road User |education.

Education

Driver Testing & Licensing The Danish Road Traffic Authority is responsible for driver testing and licensing.
Vehicle Safety & Testing The Danish Road Traffic Authority is responsible for vehicle safety testing and licensing.
Development of National The Danish Road Safety Commission, in support of the Ministry for Transport and in
Strategy collaboration with other relevant actors, develop the national road safety strategy. The

Road Safety Commission’s Action Plan (2021-2030) contains 50 specific measures
divided into six main categories.

Other, incl. monitoring road | The Danish Road Traffic Authority is responsible to ensure green, safe transport on the
infrastructure; traffic law roads and to develop technical and environmental regulations for vehicles. Police are
enforcement; etc. responsible for traffic law enforcement.

Source: Indecon analysis of Road Safety Strategy documents and EC European Road Safety Observatory Country Profiles 2024
versions, accessed at: https://road-safety.transport.ec.europa.eu/european-road-safety-observatory/data-and-analysis/country-
profiles_en

The Danish Road Safety Council and Road Directorate are responsible for publicity campaigns in
support of the strategy; and the Danish Transport and Construction Agency is responsible for
improvement in road user education and vehicle safety.®

The Road Safety Commission’s Action Plan (2021-2030) contains 50 specific measures divided into six
main categories, including:

1. Teaching and communication: 19 measures;
Road design and traffic management: 8 measures;
Legislation, sanction and control: 10 measures;

2
3
4. Vehicle and safety equipment: 3 measures;
5. Collisions data: 4 measures; and

6

Research and cooperation: 8 measures.

35 https://road-safety.transport.ec.europa.eu/system/files/2021-07/erso-country-overview-2016-danmark_en.pdf
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The Danish Road Safety Commission monitors implementation of the measures on an ongoing basis.
Over the course of the planning period, two in-depth reviews of implementation status are carried
out with regard to both meeting the objectives and implementation of suggested actions by the
responsible bodies. This is aimed at ensuring that the necessary initiatives are prioritised, and that
each actor’s commitments are maintained.

In addition to monitoring the implementation of the actions, the Danish Road Safety Commission
monitors 8 KPls, selected on the basis of data-driven research into the most important factors
connected with road collisions in Denmark. Other than the five main indicators related to behaviour
ontheroad (e.g., speeding, helmet use), KPIs also include indicators to monitor road safety education
in primary schools, and the adoption of Municipal road safety action plans.

The Danish Road Traffic Authority is the national agency responsible for the following tasks:

1. To ensure green, safe transport on the roads;
2. To develop technical and environmental regulations for vehicles;

3. Regulatory, approval and supervision tasks in both the road and driver’s licence area, the car
inspection market and the haulage area (bus, freight, and taxi); and

4. To carry out company inspection of heavy vehicles with a focus on driving and rest time.

Sweden

The Swedish Transport Administration (Trafikverket) is the Government agency responsible for road
safety policy and for the long-term planning of the transport system. It operates under the Ministry
of Rural Affairs and Infrastructure. The Swedish Transport Administration (Trafikverket) is in charge
of the state road network, as well as leading road safety work in collaboration with other societal
actors. Management of road safety is guided by 12 road safety performance indicators (KPls). These
indicators relate to road traffic conditions with proven relationships to safety outcomes, (including
traffic sobriety, share of traffic volume on state roads with a high level of safety, etc.) and based on
the design principles of Vision Zero. Annual systematic evaluations of road safety performance are
carried out in close collaboration with a broad range of road safety stakeholders. These evaluations
are based on analyses of fatality and serious injury outcomes, as well as other road safety
performance indicators.

Additionally, the administration is involved in road user education, as well as vehicle and road
infrastructure improvements.3® The Swedish Road Safety Action Plan 2022-2025 is based on Vision
Zero principles and contains 250 measures that 33 authorities and stakeholders intend to implement
to increase road safety.?” These include both safety and sustainability measures. The safety measures
enumerated in the Road Safety Action Plan 2022-2025 are grouped into the following broad
categories:

1. Speed management and compliance — 39 measures;
Sober driving — 31 measures;

Safe cycling — 81 measures;

Safety for pedestrians with a focus on falls — 20 measures;
Suicide prevention — 14 measures; and

o vk wnN

Leadership for road safety — 59 measures.*®

36 https://road-safety.transport.ec.europa.eu/system/files/2021-07/erso-country-overview-2017-sweden_en.pdf
37 https://trafikverket.diva-portal.org/smash/get/diva2:1773442/FULLTEXTO1.pdf

38 Total measures do not add to 250 as some measures are repeated under different categories where relevant.
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Allocation of Summary of Service Delivery Organisation Structure — Sweden

Service

Sweden

Marketing and Promotional
Campaigns

The Ministry of Enterprise and Innovation, the Swedish Transport Agency, the Swedish
Road Administration, and Vision Zero Academy are the key actors responsible for
publicity campaigns in Sweden. The National Road Safety Association (NTF) is a free,
independent and idea-based organisation that works for safe and sustainable traffic.
Nationally, the NTF coordinates activities and assignments for authorities and other
locally based, interested parties, and projects are conducted in all counties and
municipalities. The mission of the NTF is to inform, increase risk awareness, and create
insight, with the aim of changing the behaviour of road users who expose themselves
and others to traffic risks. It offers training services such as information sessions at child
health clinics, safe and economical driving, the car as a safe workplace, and continuing
education for certificates of competence for companies and employees. Additionally,
consulting services are available for benchmarking studies, measurements, and
management support systems.

Education in Schools & Third-
Level Institutions; Road User
Education

The Swedish Transport Administration (Trafikverket) is involved in road user
education in support of the strategy, along with the Swedish Transport Agency and
Public Transport Authorities.

Driver Testing & Licensing

The Swedish Transport Administration (Trafikverket) is responsible for driver testing and
licensing.

Vehicle Safety & Testing

The Swedish Transport Administration (Trafikverket) is involved in the EuroNcap testing
program for vehicle safety rating. The Swedish Transport Agency (Transport Styrelsen) is
responsible for domestic vehicle safety testing.

Development of National
Strategy

The Swedish Transport Administration (Trafikverket) is the Government agency
responsible for road safety policy and for the long-term planning of the transport
system. It operates under the Ministry of Rural Affairs and Infrastructure. The objective
by management is based on performance indicators that are annually evaluated. The
Swedish Road Safety Action Plan 2022—-2025 is based on Vision Zero principles and
contains 250 measures that 33 authorities and stakeholders intend to implement to
increase road safety

Other, incl. monitoring road
infrastructure; traffic law
enforcement; etc.

Trafikverket is also in charge of the state road network and infrastructure
improvements. Other key authorities and stakeholders include: Cities and
municipalities; National Association for Road Safety; Motorists’ Associations; Local and
Regional Authorities; Bus and Coach Federation; Public Health Agency; National
Association of Driver Educators; Policy Authority; Work Environment Authority;
National Board of Housing, Building, and Planning; and National Association of Road
Transport Companies.

profiles_en

Source: Indecon analysis of Road Safety Strategy documents and EC European Road Safety Observatory Country Profiles 2024
versions, accessed at: https://road-safety.transport.ec.europa.eu/european-road-safety-observatory/data-and-analysis/country-

The National Road Safety Association (NTF) is a free, independent, and idea-based organisation that
works for safe and sustainable traffic.3° Nationally, the NTF coordinates activities and assignments for
authorities and other locally based, interested parties, and projects are conducted in all counties and

39 https://ntf.se/var-kompetens/

Indecon

Indecon International Consultants

Page 83


https://road-safety.transport.ec.europa.eu/european-road-safety-observatory/data-and-analysis/country-profiles_en
https://road-safety.transport.ec.europa.eu/european-road-safety-observatory/data-and-analysis/country-profiles_en

Annex 1 | Allocation of Road Safety Responsibilities in Other Countries

municipalities with member organisations and volunteers.*® The mission of the NTF is to inform,
increase risk awareness, and create insight, with the aim of changing the behaviour of road users who
expose themselves and others to traffic risks. It offers training services such as information sessions
at child health clinics, safe and economical driving, the car as a safe workplace, and continuing
education for certificates of competence for companies and employees.** Additionally, consulting
services are available for benchmarking studies, measurements, and management support systems.*?

Other key authorities and stakeholders include, for example:*
- Cities and municipalities;
- National Association for Road Safety;
- Motorists’ Associations;
- Local and Regional Authorities;
- Bus and Coach Federation;
- Public Health Agency;
- National Association of Driver Educators;
- Policy Authority;
- Work Environment Authority;
- National Board of Housing, Building, and Planning; and
- National Association of Road Transport Companies.

Finland

The Finnish Road Safety Strategy 2022-2026 covers all modes of transport: road, rail, waterborne,
and aviation.* The strategy is guided by Vision Zero, according to which no one, regardless of the
mode of transport, would have to die or be seriously injured on the roads by 2050.* The Road Safety
Strategy has seven strategic guidelines that describe the focus areas of traffic safety work.*® The
guidelines are:

1. Road safety is a common concern for the whole society — 8 measures;
Decision-making must be based on knowledge — 15 measures;
Transport expertise of different actors must be increased — 19 measures;
Attitudes must change in transport — 18 measures;

2

3

4

5. The transport system and all its parts must be safe — 18 measures;
6. Technological developments increase safety — 8 measures; and

7

Legislation must promote safety — 17 measures.

40 |bid.

4 |bid.

42 |bid.

43 |bid. at p. 11 for full list

4 https://julkaisut.valtioneuvosto.fi/handle/10024/163951
4 |bid.

46 |bid.
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Allocation of Summary of Service Delivery Organisation Structure — Finland

Service

Finland

Marketing and Promotional
Campaigns

The Finnish Road Safety Council, Ministry of Education, Police, Ministry of Social Affairs
and Health, and Finnish Institute for Health & Welfare contribute to marketing and
publicity campaigns in support of the strategy. The Finnish Transport Safety Agency
(Traficom) and the Finnish Transport Infrastructure Agency are also involved in road
safety campaigning.

Education in Schools & Third-
Level Institutions; Road User
Education

The Finnish Ministry of Education is responsible for education in schools. The
Finnish Transport Safety Agency (Traficom) ) is responsible for driving schools. The
Finnish Road Safety Council are responsible for road user education materials in
schools, and public education campaigns.

Driver Testing & Licensing

The Finnish Transport Safety Agency (Traficom) controls the Vehicular and Driver Data
Register which contains information on driver examinations and licences.

Vehicle Safety & Testing

The Finnish Transport Safety Agency (Traficom) controls the Vehicular and Driver Data
Register which contains information on vehicle safety inspections and approval.

Development of National
Strategy

The Ministry of Transport and Communications is responsible for the national road
safety strategy, which is based on the EU’s Vision Zero in road traffic. The Ministry
developed the strategy with inputs from provincial traffic planning departments and
provincial traffic safety committees.

Other, incl. monitoring road
infrastructure; traffic law
enforcement; etc.

The Finnish Transport Infrastructure Agency is responsible for public roads. The Finnish
Crash Data Institute is responsible for in-depth accident investigation and the accident
database of insurance companies. Automobile Club of Finland, University of Tampere
Transport Research Centre Verne, Statistics Finland, and the Finnish bicycle union all
contribute additional relevant acts in support of the strategy.

profiles_en

Source: Indecon analysis of Road Safety Strategy documents and EC European Road Safety Observatory Country Profiles 2024
versions, accessed at: https://road-safety.transport.ec.europa.eu/european-road-safety-observatory/data-and-analysis/country-

The Road Safety Strategy Action Plan describes 103 measures.?”’ The measures have been divided
under strategic guidelines and responsible parties have been defined for each measure.*® Some of
the measures have been prioritised, and each measure has a verbal impact assessment based on a
more extensive impact assessment carried out during the preparatory work.*

47 https://julkaisut.valtioneuvosto.fi/bitstream/handle/10024/163951/LVM_2022_3.pdf?sequence=1&isAllowed=y

“8 |bid.
 bid.
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Spain

Road safety in Spain is the responsibility of the Directorate General for Traffic (DGT) under the
Ministry of the Interior.>® In addition to development of road safety strategies and coordinating road
safety campaigns, the DGT’s roles include:

1. Issuing/renewing driver licenses and vehicle registrations;
2. Regulating private driving schools;

3. Enforcing traffic laws on interurban roads;

4, Centralisation of road traffic statistics; and

5. Coordination of crash investigations.”*

In Spain, the relevant department also funds and manages road policing.

Allocation of Summary of Service Delivery Organisation Structure — Spain

Service Spain

Marketing and Promotional The Directorate General for Traffic (DGT) under the Ministry of the Interior is
Campaigns responsible for promotional campaigns in support of the strategy. The DGT works in
conjunction with others, including the Ministry of Transport and Sustainable Mobility,
as well as the Ministries of Health, Justice, and Ecological Transition and Demographic
Challenge, as well as local entities, and public and private actors.

Education in Schools & Third- | The DGT, along with regional governments and local entities are responsible for
Level Institutions; Road User |road user education.

Education

Driver Testing & Licensing The DGT is responsible for issuing/renewing driver licenses.

Vehicle Safety & Testing The DGT is responsible for issuing/renewing vehicle registrations.

Development of National Road safety in Spain is the responsibility of the Directorate General for Traffic (DGT)
Strategy under the Ministry of the Interior.

Other, incl. monitoring road | Additional roles of the DGT include: regulating private driving schools; enforcing traffic
infrastructure; traffic law laws on interurban roads; centralisation of road traffic statistics; and coordination of
enforcement; etc. crash investigations.

Source: Indecon analysis of Road Safety Strategy documents and EC European Road Safety Observatory Country Profiles 2024
versions, accessed at: https://road-safety.transport.ec.europa.eu/european-road-safety-observatory/data-and-analysis/country-
profiles_en

The Spanish Road Safety Strategy 2030 was developed under the Safe System approach with the
target of Vision Zero by 2050. Its main targets are aligned with those set by the European Commission,
i.e., to halve deaths and serious injuries until 2030 compared to 2019.%% The Strategy contains targets
for the different road users, types of roads, and age cohorts. The National Road Safety Observatory
monitors progress and publishes yearly reports.>® The stated mission of the strategy is:

%0 https://www.itf-oecd.org/sites/default/files/spain-road-safety.pdf
51 |bid.
52 |bid.
53 |bid.
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“..to reduce the number of traffic accidents and victims on public roads in Spain, by
spearheading and coordinating the actions and outcomes of all the actors involved in safe
mobility.”>*

Strategic areas enumerated are as follows:**

1.

France

W O N v~ W

Trained and competent individuals — 8 actions;

Zero tolerance to risk behaviours — 7 actions;

Safe cities — 7 actions;

Safe roads — 7 actions;

Safe and connected vehicles — 8 actions;

Effective and fair response to accidents — 4 actions;

Data and knowledge for risk-based management — 7 actions;

Safe administrations, companies, and organisations -7 actions; and

Integrated policies and international cooperation — 6 actions.

Road safety in France is the responsibility of the Directorate for Road Safety (DSR) under the Ministry
of the Interior. The Ministry of Transport addresses the vehicle and infrastructure matters whereas
the DSR deals with behavioural approach with the missions described below:

1.

The Highway Code: coordination on legislative and regulatory works. Legislation on traffic
laws, vulnerable road users’ equipment, etc.;

Driving license and road safety education professional regulation;

Coordination of road safety policy at national and local levels, implementation of
partnerships at national level;

Management of the automated control policy;
Coordination of road safety campaigns; and

Managing road safety studies and research program with the help of the National
Interministerial Road Safety Observatory (ONISR).

S4https://seguridadvial2030.dgt.es/export/sites/sv2030/.galleries/descargas/Road_Safety Strategy 2030_Summary_EN.pdf

%5 bid.

I n d e c 0 n Indecon International Consultants Page 87



Annex 1 | Allocation of Road Safety Responsibilities in Other Countries

Allocation of Summary of Service Delivery Organisation Structure — France

Service

France

Marketing and Promotional
Campaigns

The French Directorate for Road Safety acts on road user behaviour to make them more
responsible. It targets behavioural change through promotional campaigns on TV, radio,
podcasts and billboards. In 2023, the main campaigns highlighted the danger of alcohol
and drugs while driving. Other campaigns promote actions that can save lives, such as
wearing light-coloured clothes at night to increase visibility in the darkness, always
wearing a seatbelt when travelling in a vehicle, and organising in advance a way home
when going out drinking.

Education in Schools & Third-
Level Institutions; Road User
Education

The French Directorate for Road Safety defines the rules and conditions governing the
organization of driving tests, as well as provisions relating to driving instruction and
road safety, and the organization of professional networks for driving instruction and
road safety.

Driver Testing & Licensing

The French Directorate for Road Safety coordinates the networks responsible for
organizing driving tests and issuing driving licenses.

Vehicle Safety & Testing

Vehicle safety and testing are managed by the Ministry of Transport. An external
organisation, UTAC, is subsidized to conduct pre-regulatory and regulatory studies.

Development of National
Strategy

In France, the road safety strategy is announced with each meeting of the
Interministerial Road Safety Committee. The last one was held on 17th July 2023.

Other, incl. monitoring road
infrastructure; traffic law
enforcement; etc.

The French Directorate for Road Safety coordinates legislative and regulatory work on
the Highway Code. It coordinates road safety policy at national and local levels and
implements partnerships. It designs and implements systems for monitoring and
processing traffic offences and it manages the driving license and vehicle registration
systems. Through the French Road Safety Observatory, it oversees studies in the field of
road safety.

profiles_en

Source: Indecon analysis of Road Safety Strategy documents and EC European Road Safety Observatory Country Profiles 2024
versions, accessed at: https://road-safety.transport.ec.europa.eu/european-road-safety-observatory/data-and-analysis/country-

In France, the road safety strategy is announced with each meeting of the Interministerial Road Safety
Committee. The last one was held on 17th July 2023. This committee emphasised the importance of
reducing the number of people killed and seriously injured on the roads, and noted that while the
number of people killed and seriously injured has remained stable overall over the last 10 years, the
accident structure has changed, with a higher proportion of vulnerable road users seriously injured.
The committee issued a report containing 38 measures grouped into seven key areas, as follows:>®

Education on road sharing;

Better detection, monitoring, and assessment of driving disqualifications;

Protect vulnerable road users and support victims;

Combat the most dangerous behaviours;

Improve ease of use for all road users; and

1
2
3
4. Commit to safety for all road users;
5
6
7

Improve road safety in French overseas territories.

56 https://www.onisr.securite-routiere.gouv.fr/en/road-safety-policy/interministerial-road-safety-committees
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Portugal

Road safety in Portugal is the responsibility of the National Road Safety Authority (ANSR) under the
Ministry of the Internal Administration.

Allocation of Summary of Service Delivery Organisation Structure — Portugal

Service

Portugal

Marketing and Promotional
Campaigns

National Road Safety Authority (ANSR), under the Ministry of Internal Administration is
responsible for marketing and promotional campaigns. The development and
implementation of road safety campaigns are strategically aligned with the National
Road Safety Plans. These campaigns are planned on an annual basis and are executed in
collaboration with pertinent stakeholders, ensuring a unified approach to promoting
safer road.

Education in Schools & Third-
Level Institutions; Road User
Education

National Road Safety Authority (ANSR) develops educational materials and
collaborates with the Directorate General for Education under the Ministry of
Education.

Driver Testing & Licensing

The Institute for Mobility and Transport (IMT), under the Ministry of Infrastructure and
Housing, is tasked with selecting, licensing, and supervising training bodies, examining
bodies and private driving schools, in terms of overseeing the installation conditions,
equipment, and organisation of the bodies and schools, as well as the teaching
provided. The IMT is also responsible for the methods and programs for training and
evaluating staff involved in teaching and driving exams, as well as promoting the
updating and uniformity of the criteria for evaluating staff.

Vehicle Safety & Testing

The Institute for Mobility and Transport (IMT) approves, homologates, and certifies
vehicles and equipment related to land transport systems, ensuring they meet the
necessary technical and safety standards. Additionally, the IMT oversees the licensing of
entities that participate in the certification and vehicle inspection processes ensuring
they meet the necessary technical and safety standards.

Development of National
Strategy

National Road Safety Authority (ANSR) develops and monitors the National Road Safety
Strategy that is approved by Government after public consultation.

Other, incl. monitoring road
infrastructure; traffic law
enforcement; etc.

Institute for Mobility and Transport (IMT), promotes the quality and the safety of road
infrastructures and enforces the rules and obligations of the road network
management. ANSR coordinates the enforcement of the highway code made by police
(National Guard (GNR), Public Safety Police (PSP) and Municipal police).

profiles_en

Source: Indecon analysis of Road Safety Strategy documents and EC European Road Safety Observatory Country Profiles 2024
versions, accessed at: https://road-safety.transport.ec.europa.eu/european-road-safety-observatory/data-and-analysis/country-

In addition to the development of road safety strategies and coordinating road safety campaigns, the

ANSR’s role includes:*’

1. Deciding and applying administrative sanctions for driving offenses (restrictions of driving
rights, driving licences, and penalties);

2. Road accident and enforcement data collection and quality control in cooperation with

police;

57 http://www.ansr.pt/Pages/default.aspx
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3. National Speed Camera Network installation and operation;

4. Road safety inspections and issuing recommendations to the road management entities
regarding road safety, including signage; and

5. Network-wide road safety assessment (Directive 2008/96/EC on road infrastructure safety
management).

The ANSR developed the Portuguese Road Safety Strategy, called Vision Zero 2030 under the Safe
System approach with the same targets as the European Commission, i.e., to halve deaths and serious
injuries (MAIS3+) until 2030 compared to 2019.% The first biannual plan is being prepared with
relevant stakeholders. Vision Zero 2030 approval is one of the tasks for new Government. Strategic
intervention key areas of Vision Zero 2030 are:

1. Inside Urban Areas;
Outside Urban Areas;
Risk factors (alcohol, drugs, distraction and fatigue);
Institutional interventions;
Post-crash care; and

o v s wWwN

Correction of hazardous locations on the rural network.

New Zealand

The Minister for Transport is responsible for New Zealand’s Road Safety Strategy 2020-2030, Road to
Zero, which was developed in consultation with representatives from various levels of Government,
actors in the private transport sector, and road safety experts and advocates.® The consultation
process included workshops with stakeholders from across New Zealand to gauge road safety
concerns, priorities, and level of support for the new strategy. Feedback was submitted from over
1,300 interested parties about proposals contained in the Road to Zero consultation document.®°

The Road to Zero vision is that no one to be killed or seriously injured in road crashes. Seven guiding
principles for the vision®! are as follows:

1. Promote good choices but plan for mistakes;

2. Design for human vulnerability;
3. Strengthen all parts of the road transport system;
4. Share responsibility for improving road safety;
5. Actions are grounded in evidence and evaluated;
6. Road safety actions support health, wellbeing, and liveable places; and
7. Safety is a critical decision-making priority.
58 |bid.
%9 https://www.transport.govt.nz/assets/Uploads/Report/Road-to-Zero-strategy_final.pdf
% Ibid.
51 |bid.
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The five key action areas under Road to Zero are:®?

1. Infrastructure improvements and speed management — 20 measures;

vk wnN

Vehicle safety — 7 measures;
Work-related road safety — 8 measures;
Road user choices — 16 measures; and
System management — 7 measures.

Allocation of Summary of Service Delivery Organisation Structure — New Zealand

Service

New Zealand

Marketing and Promotional
Campaigns

The New Zealand Transport Agency supports road safety through public awareness and
marketing campaigns.

Education in Schools & Third-
Level Institutions; Road User
Education

The New Zealand Transport Agency provides road safety education programmes to
schools, businesses, and communities.

Driver Testing & Licensing

The New Zealand Transport Agency is responsible for driver testing and issuing licences.

Vehicle Safety & Testing

The New Zealand Transport Agency is responsible for vehicle safety testing and issuance
of Warrant of Fitness.

Development of National
Strategy

The Minister for Transport is responsible for New Zealand’s Road Safety Strategy 2020-
2030, Road to Zero, developed in consultation with representatives from various levels
of Government, actors in the private transport sector, and road safety experts and
advocates. The New Zealand Transport Agency is responsible for implementation of the
strategy.

profiles_en

Source: Indecon analysis of Road Safety Strategy documents and EC European Road Safety Observatory Country Profiles 2024
versions, accessed at: https://road-safety.transport.ec.europa.eu/european-road-safety-observatory/data-and-analysis/country-

The New Zealand Transport Agency is the authority responsible for marketing, educational, and public
awareness campaigns; driver testing and licencing; and vehicle safety ratings, testing, and issuance
of warrant of fitness upon successful completion of vehicle testing.®

62 |bid. at pp. 62-63

63 https://www.nzta.govt.nz/safety/what-waka-kotahi-is-doing/
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Introduction

In reviewing the organisational structure of the RSA, it is useful, as background information, to
consider the organisational structures of road safety organisations in other countries, as well as some
Irish non-commercial state agencies.

Overview of International Comparators

United Kingdom

The Driver and Vehicle Standards Agency (DVSA) is an executive agency of the UK Department for
Transport. Its governance structure follows a vertical structure, with the Secretary of State for
Transport at the top, overseeing the agency through a DVSA Board. The Board, consisting of executive
and non-executive members, manages operational oversight via various committees such as
Executive, Audit, Risk & Assurance, Health & Safety, and Remuneration Committees.

DVSA Governance Structure

Ministers
p— Secretary

of State for
Transport

Accountable

Advisory

Parfiamentary
Under Secretary
of State (Roads

and Local
Transport)

DVSA Board

Executive
Committee

Investment
Strategy & Change People
Committee v Committee
Committee

Source: DVSA Annual report and accounts 2022-2023
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The Driver and Vehicle Licence Agency (DVLA) is also is an executive agency of the UK Department for
Transport. Its governance structure operates under the Secretary of State for Transport, with the
DVLA Board providing oversight. This Board includes executive directors responsible for various
operational areas, three non-executive directors, and a non-executive Chair.

DVLA Governance Structure

B Accountability
Parliament B Assurance

Secretary of State

Parliamentary Under
Sacretary of State
(Roads and Local Transport)

Department for Transport
Permanent Secretary

Accounting Officer
[DVLA CEOQ)

DVLA Board

Executive Team
CEO and
6 Executive
Directors

CEO and
6 Exacutive
Directors

. A and Risk Portfolio Facilities
Hgmumi:tm" Management Management Futures
e Board Programme Board

Senior Management Team

Source: DVLA Annual report and accounts 2022-2023
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Sweden

The Swedish Transport Agency was established in 2009 and consists of five core departments: Civil
Aviation and Maritime, Driving Licenses, Road and Rail, Vehicle Information, and Strategic
Development and Management.®* The following figure presents an illustration of the agency’s
governance structure. This indicates a structure where road safety activities are part of a wider
transport agency.

Swedish Transport Agency Governance Structure

: Internal Audit

Director General

Deputy Director
General

Office of the
Director General

Strategic
Road and Rail Development
and Management

Civil Aviation Vehicle

Driving Licenses o : .
2 and Maritime Information

Human
Resources

Communications

Source: Swedish Transport Agency website at: https://www.transportstyrelsen.se/en/about-us/

Norway

Like Sweden, in Norway road safety is part of a wider public roads administration. The Norwegian
Public Roads Administration (NPRA) is an administrative agency operating under the Ministry of
Transport. It comprises the Road Director; Norwegian Public Roads Directorate, which comprises
Internal Audit, Employer and HSE, Communications, Finance and Corporate Governance; Data,
Insights, and Analytics; and Authority and Regulations.®> Additionally, the following six divisions
support the functions of the core areas listed, i.e., Road Users and Vehicles; Development; Operation
and Maintenance; Transport and Society; IT; and Shared Functions and Human Resources.®®
Additionally, the administration is responsible for road traffic safety, environmental issues, and urban
transport/mobility.®” The NPRA serves as the competent authority on road safety and is also the
expert agency and acts as the contracting client (where third parties are engaged to provide public
services). The following figure illustrates the organisation chart of the NPRA.

4 https://www.transportstyrelsen.se/en/road/
55 https://www.vegvesen.no/om-oss/om-organisasjonen/organisasjonskart/?enhet=AAA0Q
%6 |bid.

57 Norwegian Public Roads Administration - regjeringen.no.
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Norwegian Public Roads Administration, Road Directorate Governance Structure

Road
Directorate

Norwegian
Public Roads Divisions
Directorate

Road users &

Internal Audit | g

vehicles

Employer & HSEjgd Development

. Operation &
Communication | g .
maintenance
Finance & I Transport &
Governance society
Data, insights & § il T
analytics

Authority & HR & shared

regulations functions

Source: https://www.vegvesen.no/om-oss/om-organisasjonen/organisasjonskart/

Finland

The Finnish Ministry of Transport and Communications has overall responsibility for roads, and the
agency responsible for road safety is called Traficom.®® Traficom is organised into four areas of
expertise, with shared services and two impact networks.®® Areas of expertise include: Motorist
Services; Transport System Services; Digital Connectivity; and National Cyber Security Centre. Shared
services include IT, safety, communication, and administrative services. Impact networks are
designated as data economy and sustainable environment. The next figure illustrates the governance
structure.

88 https://road-safety.transport.ec.europa.eu/system/files/2021-07/erso-country-overview-2017-finland_en.pdf

59 https://traficom.fi/fi/traficom/tietoa-traficomista/organisaatio
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Finland Traficom Governance Structure

Rail regulatory
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Source: https://traficom.fi/fi/traficom/tietoa-traficomista/organisaatio

Spain

The Directorate General for Traffic (DGT) is Spain’s Government authority responsible for road safety.
The Directorate has a support unit for administrative functions, and there are six priority areas,
namely, General Secretariat, Mobility Management and Technology, National Road Safety
Observatory, Road Training and Education, IT Management, and Regulations units. The DGT
governance structure is illustrated in the next figure. This involves a combination of areas of
responsibility such as Road Training and Education and functional areas such as IT. This has some
similarity to the structure which previously applied to the RSA.
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Spain Directorate General for Traffic Governance Structure

Directorate
General for
Traffic

Support Unit Director General

Mobility National Road
Management & Safety
Technology Observatory

Road Training & IT Management
Education Unit

General
Secretariat

Regulations Unit

Source: https://www.dgt.es/conoce-la-dgt/quienes-somos/estructura/

New Zealand

The New Zealand Transport Agency is organised into eight divisions as illustrated in the figure below.
In addition, there are five Directors of Regional Relationships, who “build, maintain, and enhance the
Waka Kotahi strategic alignment and reputation within a specific geographical boundary.””® This
structure is based on a functional model. This is like the current structure being implemented by RSA.

New Zealand Directorate General for Traffic Governance Structure

Waka Kotahi
Board
Chief Exectutive it 67 .ChIEf
Executive
T T T T T T T 1
System‘ RerEery Digital Trangport rapello 1 iy Commercial & Engagemept & Customer &
leadership services corporate partnerships services

Source: https://www.nzta.govt.nz/assets/About-us/docs/waka-kotahi-structure-and-regional-relationships-2023.pdf

70 https://www.nzta.govt.nz/about-us/about-waka-kotahi-nz-transport-agency/our-structure/
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France

The Road Safety Delegation (DSR) agency is a central administration, attached to the Ministry of the
Interior.”* This directorate operates under the authority of the inter-ministerial director for road
safety, and is responsible for creation and implementation of road safety policy. Coordination Unit
for Combating Road Insecurity (UCLIR) is responsible for coordinating the action of law enforcement
agencies in their road safety missions.”? The French Road Safety Observatory (ONISR) collects and
analyses road accident and road user behaviour data and disseminates information to the public.”®
The organisation chart for the DSR is depicted in the figure below.

France Road Safety Delegation (DSR) Governance Structure

Road Safety
Delegation

Dept of
Communication &
Information
(campaigns)

Sub-Directorate for Sub-Directorate of Sub-Directorate of Department of
Protection of Road Transversal Actions & Road Education & Automated Control
Users Resources Driving Licenses (GELELS)]

Source: The Road Safety Delegation | Road safety (securite-routiere.gouv.fr)

The Netherlands

The Roads and Traffic Safety Directorate in the Netherlands falls within the purview of the Ministry
of Infrastructure and Water Management. The Directorate works with provincial and local partners,
which are not structurally part of the Authority. For example, Veilig Verkeer Nederland (VVN) (Safe
Traffic Netherlands) operates in local levels to prevent speeding, drink driving, and road aggression.”
The Regionaal Orgaan Verkeersveiligheid (ROV) (Regional Traffic Safety Organisation) operates in
each province to provide education and information, as well as provide design advice for
infrastructure layout.” The Scientific Research on Road Safety (SWOV) is an independent organisation
that provides the ministry with road safety research and data.’® The Landelijk Parket Team Verkeer
(LPTV) (National Prosecutor’s Office for Traffic) and the police are in charge of enforcement. Finally,
Team Alert is a road safety organisation run by young people and is geared towards raising awareness
and encouraging responsibility of young people for road safety.””

1 https://www.securite-routiere.gouv.fr/mieux-nous-connaitre/qui-sommes-nous/la-delegation-la-securite-routiere
72 https://www.onisr.securite-routiere.gouv.fr/en/node/180

73 |bid.

7 https://www.government.nl/topics/mobility-public-transport-and-road-safety/road-safety

> |bid.

76 |bid.

77 |bid.
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The following figure illustrates the broader organisational context in which the Roads and Traffic
Safety Directorate operates under the Minister of Infrastructure and Water Management. Other
directorates are not included in the graphic.

The Netherlands Roads & Traffic Safety Directorate Governance Structure

Ministry & Secretary General of
Infrastructure & Water

Management

DG for Mobility & Transport

Roads & Traffic Safet:
Directorate

Public Transport &
Railways Directorate

Innovation & Strateg
— for Mobility
Directorate

Mobility & Regions
Directorate

Sustainable Mobility
— & Transport
Programme

HGV Charge & Tolls
Programme

Source: Organisation chart Ministry of Infrastructure and Water Management | Publication | Government.nl

Portugal

Road safety in Portugal is the responsibility of the National Road Safety Authority (ANSR) under the
Ministry of the Internal Administration. The following figure illustrates its governance structure.
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Portugal Road Safety Authority (ANSR) Governance Structure

President & VP

Road Safety Prevention Traffic Inspection Unit President’s Support
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Traffic Inspection Unit .
Road Safety for Administrative Organisational

Observation Unit Offenses Development Support

Communications,
= Innovation, & Special
Projects

Engineering & Planning Observation Unit for

Unit Road Offenses

Source: http://www.ansr.pt/Organograma/Pages/default.aspx

Organisational Structures at Comparator Irish Agencies

It is also useful to review the management organisation structures of the other Irish regulatory
agencies. Specifically, we consider the HSA and Transport Infrastructure Ireland. The Health and
Safety Authority executive team comprises the Chief Executive Officer and Assistant Chief Executives
in each of the following four divisions: Occupational safety, Occupational Health, Chemicals and
Industrial Products, and Corporate Services. Additionally, the Irish National Accreditation Board
reports to the Chief Executive Officer of the HSA. This structure has the advantage of clarity on
responsibilities for the key work of HSA. Assistant Chief Executives are responsible for each of the
main areas.

Irish Health & Safety Authority Governance Structure

Board of
Directors

Irish National
CEO Accreditation
Board

| 1 1 1
. . Chemical
Occupational Occupational 'e ca's @ Corporate
industrial .
safety health services
products

Source: Indecon analysis of HSA organisation at: https://www.hsa.ie/eng/about_us/organisational_structure/
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Transport Infrastructure Ireland has a Board of Management comprising up to 14 members and a
Chair. The Executive Team comprises a CEO and CEQ’s office, as well as seven core directorates:
Network Management, Commercial Operations, Corporate Services, Professional Services, Capital
Programme Management, and Communications.”®

Transport Infrastructure Ireland Governance Structure

Chief Executive
Officer
1
| 1 1 1 1 1 | 1
. . Network Commercial Corporate Professional Capital . .
Business Services i, . . Programme Communications CEO Office
Management Operations Services Services
Management

Source: Indecon analysis of Tll organisation at: https://www.tii.ie/about/about-tii/structure/

Concluding Remarks

The foregoing overview of management structures, both internationally and in other agencies in
Ireland, suggests that several alternative structures have been implemented. These include divisional,
functional and matrix structures.

78 https://www.tii.ie/about/about-tii/structure/
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The Code of Practice for the Governance of State Bodies recognises that Civil Servants may be
members of the Boards of non-commercial State bodies and makes specific reference to the
requirements of Civil Servants under these circumstances.

The Code sets out the formal reporting requirements between the Chairman of the Board and the
Minister. In addition, Section 3.4 states that “where there is a significant public policy issue at stake
or a disagreement within the Board on a major public policy issue, the civil servant should request
the Chairman to notify the relevant Minister or, failing that, notify the Minister himself/herself.”

The Code of Practice also references Department of Finance Circular 12/2010: Protocol for Civil
Servants Nominated to the Boards of Non-commercial State Bodies which provides that further
arrangements for information sharing may be agreed between the Board and the
Minister/Department - including that a civil servant nominated to the Board may brief his/her
Minister from time to time on matters that he/she considers of significant importance. This circular
also outlines the steps to be taken when a civil servant nominee to the Board of non-commercial
State bodies has an unanswered concern where there is a significant public policy issue at stake.

As per the Circular 12/2010, the Minister must be notified without delay where:

i there are serious weakness in controls that have not been addressed despite being drawn to
the attention of the Board or the Chairperson;

ii. there is a significant strategic or reputational risk to the State body that is not being
addressed;

and/or

iii.  there are serious concerns about possible illegality or fraud occurring in a State body. A Board
member may have obligations under company law (if it applies) in situations where a State
body is not being conducted in accordance with law - this may require that action be taken
in addition to reporting matters to the Minister.

The table overleaf presents a listing of Government Departments alongside various state agencies,
authorities, commissions, etc., which have at least one Department official on their Boards.
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Government Departments and State Boards with/without Dept Officials on Board of Directors

Department

State Boards with Dept
Official on Board

State Boards* without Dept Official on Board

Agriculture, Food, & the
Marine

Teagasc, An Bord Bia

An Bord lascaigh Mhara, Agri-food regulator, Coillte, Horseracing
Ireland, Greyhound Racing Ireland, Marine Institute, National
Milk Agency, Sea Fisheries Protection Authority, Veterinary
Council of Ireland

Children, Equality,
Disability, Integration,
& Youth

National Disability
Authority

Adoption Authority, Child & Family Agency, Gaisce, Human
Rights & Equality Commission

Defence

Army Pensions Board

Education

National Council for
Special Education, The
Teaching Council

Gaeltachta/Gaelscolaiochta, Caranua, National Council of
Curriculum & Assessment, Residential Institutions Redress
Board, Residential Institutions Review Committee, School
Transport Appeals Board, State Examinations Commission

Enterprise, Trade, &
Employment

Health & Safety
Authority, Injuries
Resolution Board,
National Standards
Authority of Ireland,
Enterprise Ireland, IDA
Ireland

Auditing & Accounting Supervisory Authority, Low Pay
Commission, Workplace Relations Commission

Finance

Credit Union
Restructuring Board,
Central Bank
Commission

Financial Services & Pensions Ombudsman Council,
Homebuilding Finance Ireland, Fiscal Advisory Council, National
Asset Management Agency, National Treasury Management
Agency, Strategic Banking Corp. Ireland

Foreign Affairs & Trade

n/a

n/a

Further & Higher
Education, Research,
Innovation, & Science

Science Foundation
Ireland

DIAS Council, Grangegorman Development Agency, Higher
Education Authority, Irish Research Council, Léargas, Quality &
Qualifications Ireland, SOLAS, Skillnet Ireland, Student Grants
Appeals Board

Health

Food Safety Authority, Health Information & Quality Authority,
Health Insurance Authority, Health Products Regulatory
Authority, Health Service Executive, Medical Council, Nursing &
Midwifery Board

Housing, Local Govt, &
Heritage

Housing Finance
Agency, Housing &
Sustainable
Communities Agency,
Local Government
Management Agency

An Bord Pleanala, Approved Housing Bodies Regulatory
Authority, Ervia, Gas Networks Ireland, Land Development
Agency, Maritime Area Regulatory Authority, Irish Water
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Government Departments and State Boards with/without Dept Officials on Board of Directors

Department State Boards with Dept | State Boards* without Dept Official on Board
Official on Board
Justice Courts Service, Private Legal Services Regulatory Authority, Policing Authority, Property

Security Authority,
Legal Aid Board

Services Regulatory Authority

Public Expenditure &
Reform

NSSO Advisory Board

Data Governance Board, Public Appointments Service Board

Rural & Community
Development

Charities Regulatory Authority, Pobal, Water Safety Ireland,
Western Development Commission

Social Protection

Pensions Council

Citizens Information Board, Social Welfare Tribunal, The
Pensions Authority

Tourism, Culture, Arts,
Gaeltacht, Sport, &
Media

Arts Council, Failte Ireland, Sport Ireland, RTE, TG4, Udaras na
Gaeltachta

Transport

AirNav Ireland, Dublin Bus, Bus Eireann, CIE, Dublin Port
Company, Irish Coast Guard, Irish Rail, Irish Aviation Authority,
Marine Casualty Investigation Board, National Transport
Authority, Road Safety Authority, Transport Infrastructure
Ireland, DAA

Environment, Climate,
& Communications

Sustainable Energy
Authority Ireland,
National Oil Reserves
Agency

Environmental Protection Agency, An Post, Bord na Mdna,
ComReg, CRU, Digital Hub Development Agency, EirGrid, ESB,
Mining Board

Taoiseach

National Economic &
Social Council, National
Statistics Board

Attorney General

Law Reform Commission

Source: Membership of State Boards accessed on 22.04.2024
Note:*List includes Boards of agencies, authorities, and commissions is representative but not exhaustive.
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