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The Executive Summary

Purpose of document
The purpose of this document is to consider the introduction of autonomy into the business area of drivers medical applications at the Driving Vehicle Licensing Agency (DVLA).
Key findings and insights
The application of licences in respect of drivers that have had their licence withdrawn due to medical conditions or initial applications where special consideration has to be given to the issue of a licence under medical conditions has always been undertaken by the submission of a paper application which is manually checked prior to return to the applicant for revision or further information or if all correct forward transmission to the medical team Lewis (2022) This process is slow and laborious, can be subject to human error, mis sending of return documents or loss and potentially vulnerable to fraud.  The work undertaken by the department was criticised heavily during the 2020 – 2022 pandemic when backlog in applications reached a peak with an increased impact on applicants adversely affecting their quality of life or indeed earning potential UK Parliament Committees, (2023) To ensure that the business area going forward is efficient and effective, meeting the demands of the public it is essential that working practices are reviewed. National Audit Office (2022),  Harland (2022).
Recommendations or proposed actions
Introduction of an automated check and test process to review the initial and subsequent applications within this area.  Introduction of automation based on a similar process within a related area provides an expectation that the implementation will be between 80% - 90% accurate and able to undertake the task 24/7, 365 days per year with minimal staffing. Harland (2022)
Benefits and Impact
The benefits to the organisation are staff cost savings, improved accuracy and efficiency, greater public confidence. DVLA(2025).  The impact is a reduction in the number of existing staff, specially trained staff required to work with the robotic (Artificial Intelligence system) however these may be redeployed to public facing areas, offered opportunities to develop or the role will attract those with such experience and help develop the workforce skill set going forward. Wallawski (2025)

Conclusion
Introduction within the area of drivers medical is at first likely to be expensive due to the movement from one system to another, however, in the longer term costs will be offset against the adaptation of existing AI package, recruitment of internal staff and upskilling and the increase in accuracy, timeliness and performance enabling staff to be redeployed elsewhere or develop skill sets suited for the next era of public sector work knowledgeable of automation, Artificial Intelligence and service delivery OCED (2019)

Background, Context 

The Driver and Vehicle Licensing Agency (DVLA),  (formerly known as DVLA) was established in 1965. RegPlates.com(2026)  In order to manage the licensing, registration and vehicle funds of drivers and vehicle both private and commercial throughout the UK.  At the time of inception there were in total approximately 34.49 million vehicles who’s records were held in local council databases – many of which were paper copies or punch card computer systems, Goodwood (2020 ) by comparison today, the DVLA holds 53 million driver records and approximately 47 million vehicle records DVLA (2025).   All applications to the DVLA and local councils were made via paper application forms with issue of paper documents to drivers.  In order to facilitate this, staff recruitment initiatives were undertaken to recruit individuals from the surrounding areas to sign up for roles within the department  to the extent that there is anecdotal evidence claiming that door to door campaigns to sign up housewives for administrative roles were undertaken.  The agency also laid on buses to convey staff to work, subsidised the canteen, provided a subsidised bar and invested heavily in staff happiness creating a culture within the organisation, Anonymous (2022).  These practices although cutting edge at the time were expensive and the computer systems although capable of holding millions of records, only contained very basic information which had to be inputted by thousands of administrators  and with all human roles contained a small degree of inaccuracy therefore requiring others to check and test the work of the inputters Anonymous,(2022).  Furthermore,  where the information held was correct, and there was requirement for amendments to records, addition of points, withdraw of license registration, or recording licences with disqualification, this once again would need to be subject to paper applications or reports, completed by administrators, check and tested by managers and the time involved would be considerable affecting the effectiveness of law enforcement and the decision making process within the courts system Harland (2022).  Moreover there was the risk of physical handling of documents, risk of loss, theft and fraud and misdirection through the mail systems Harland (2022 ).  
In 2004, the DVLA introduced Electronic Vehicle Licensing which allowed duty to be paid online, with other provisions set to follow, DVLA (nd) and today driver licence applications can also be processed in this way, reducing bureaucracy, delivering at a faster pace and adding to the convenience of the service user DVLA (2025).
However, across many business areas, antiquated systems continued to be used for four decades and the constraints came to particular notice during the Covid pandemic period where a significant delay in the application processes was demonstrated, so much so that there was pressure from driving groups, Government and general population to do something about this as most of the DVLA staff could not work on site during the pandemic and remote working together with how the department undertook its business needed to be reviewed, National Audit Office (NAO), (2022).
In response, in 2022, the DVLA introduced the first phase of its automation system.  This system, introduced into drivers licencing provided a new computer system which was capable of scanning on all driver licence applications and renewals, using Artificial Intelligence to read and evaluate the documents with those who passed evaluation, moving on to issue or rejection of the application for drivers licenses.  The system had the ability to read handwriting and was expected to achieve over 80% accuracy during the initial check and test phase however it proved to perform in excess of 90% accuracy on typed and handwritten applications and where the system was unable to read the applications, a small team of administrators remained to review and process the documents Harland ( 2022 ).  The benefits of this system were that it could run 24/7,  365 days per year and it it reduced the need for human administrators, who could be retrained and deployed elsewhere.  The processes significantly sped up service delivery to the public with a margin of error quite favourable compared to humans.  The process also reduced the likelihood of fraud and loss of documents resulting in fiscal savings, faster delivery service and more reliability Harland ( 2022 ) with the Caveat that as with all such systems they remain prone to cyber-attack  Harland ( 2022 ) or physical breakdown and require continued IT support and future development Harland ( 2022 ).


Objectives 

1. To develop and deliver an automated process for the check and test of drivers medical application forms reducing the need for manual inspection and inputting.
2. Take forward the use of AI in checking the correct completion of the application form and that appropriate supporting evidence is included
3. Develop the skill set of existing staff to work within an automated unit
4. Create a facility that can run 24/7, weekends and bank holidays
5. Reduce the time it takes for applications to be reviewed and decisions made
6. Reduce current backlog of applications and improve performance
7. Increase public confidence
8. Deliver a more effective and efficient service
9. Review implementation and further develop
10. Contribute to Government objectives to make better use of AI capabilities within the agency
11. Reduce expenditure to public purse

Scope of Change

*It is notable that this proposal will impact on the local workforce, moral and economy  Department for Science Information and Technology ( 2026), 
*Environmental considerations given the true cost of AI requirements does not just include hardware software and specialisms but wider considerations on the environment with the need  for large cooling lakes with the  impact on natural environments and resources UN Environment programme (2025) 
*Whilst the possibility of job losses cannot be ignored, nor the potential for adverse public interest these have to be considered about the need of preserving and agency able to deliver for the future going forward and compete against current and future businesses in order to maintain growth, skills and workforce within the city and surrounding areas Government People Group (2024) therefore stakeholder engagement is paramount OCED (2026).
* This implementation would free up existing staff to spend time dealing with members of the public or to be re deployed to other business areas.  It is to be expected that this process is likely to cause concern within existing teams that their roles will become defunct and in turn possibly their place within the organisation. Government People Group (2024)
*It is important to note that opportunities will continue to exist for staff to undertake roles within this area during the project and initial phases, with limited staff roles going forward, however staff may be redeployed to areas where it is key to maintain contact with members of the public and opportunities should be provided for staff to retrain or refresh skills during this phase to move to alternative roles both within and without the organisation in order for them to feel valued and maintain the reputation of the organisation Government People Group (2024)
*It is paramount to establish Artificial Intelligence security within the organisation, to give it the power and skill set to undertake its function and protect from Cyber-attack or vulnerabilities notable is that the World Economic Forum in their Global Risks report (2026) ranked AI insecurity 6th in its list of serious threats, furthermore as we head back towards Europe, and to maintain working within the global market, it is notable that legislation now requires organisation or facilitators of AI to ensure those using such systems are conversant and fully trained Article 4 of the AI Act 2025.
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Implementation
1. Stakeholder engagement: Doctors, existing staff, Senior management team, department of transport, Commercial, Information Governance, Legal, Human Resources, Fraud, Contracts, Drivers Medical Department, Head of Drivers records and Head of Cyber Security, Information technology department.  Automation provider, Finance Dept. For Culture Media and Sport (2025)
2. Report to be provided to the Senior Management team on findings of stakeholder engagement and agreement of project Moss (2021)
3. Staff support model – Ensure that PCS, HR and Staff support facilities are in place CIPD (2025)
4. Design of product –  engagement with provider on basis of further development of software and AI package tailored to use within Drivers Medical remit – given initial product has been trialled within driver licence applications with an aim for this product to be available for implementation within 6-9 months EM law (nd)
5. Small scale testing alongside existing practices – 30% of current work to be processed via this medium in an initial three month trial  period following which a review of its effectiveness will be undertaken, optimising if appropriate and further six month trial period followed by further review (ongoing check and test of effectiveness and reliability will be conducted on 5% of the 30% work being undertaken by human intervention weekly to ensure legal compliance and maintain business confidence).
6. Project Staff – volunteers to be recruited from existing role, invited to apply for 2 positions to take this pilot working going forward – selection will be completed on the role profile with opportunities to undertake mentorship / upskill and training. CIPD(2025)
7. Full review to be undertaken prior to the end of 12 month implementation with a report being produced to the Senior Management Team inclusive of need to maintain AI audits for the Information Commissioners Office (nd)
8. Consideration of taking pilot wider across the department.
9. 

Impact Assessment
The automation of any role within a Government Agency is likely to cause uncertainty for staff as some may feel threatened by such changes DVLA (2025).  It is indeed true that where automated processes are introduced there is a possibility that this will affect the need for Human Head count within an organisation and currently it is expected that organisations will reduce their head count by 17% in the forthcoming year CIPD(2025).  Whilst is noted that  such changes will not always be welcomed, staff being worried about jobs, lack of confidence in the AI ability, lack of staff knowledge of AI processes how the implementation is managed is critical Badhirussa and Dass ( 2023  ).  The trend towards the adoption of AI within the Civil Service will continue as to date initial testing within the Civil Service across all departments it has been found that approximately 2 working days were saved for each person using AI across a 12 month period Dept. For Innovation and Technology (2025). Further evidence of how AI can reduce costs and likelihood that more automation will follow is the statistic that call handling cost can be reduced by nearly 50% when utilising AI rather than all calls being dealt with by a human and time taken is also reduced London School of Innovation (2026) surely therefore all Civil Service departments must embrace this change to move forward at the same pace as external companies.



The Communication and Engagement Strategy
1. Internal communications – staff will already be aware that the current UK Government wish to automate more business practices. To fully utilise the benefits of Artificial Intelligence, however given that the Dept is a key employer within the region it is imperative that all communications are factual and come from the centre rather than word of mouth therefore an initial briefing will be conveyed to all staff informing them that the Drivers Medical Department is to be considered for development of working practices over a 12 month period with assurances from Senior Management Team that this currently does not affect day to day working practices or head count. CIPD(2025)
2. External communications – Annual report and website to include a brief statement that following the introduction in one business area, the Dept is considering the effectiveness of expanding its use. Cabinet Office (2014)
3. Internal communications to continue with monthly update in electronic staff briefing, holding of Guildhall events at centre for those working within the department or internal stakeholders to attend. Cabinet Office (2014)
4. Transparency is key, all affected staff to be informed of progress at 3, 6, 9 and 12 month junctures and how this relates to the forthcoming business plan. Civil Service Management Code, 2016(updated 2026)
5. Following the 12 month period should it be deemed appropriate to fully automate this role, staff will be consulted, together with HR and Unions together with communication a time frame for doing so, career development opportunities and if relevant options to exit the organisation.  Civil Service Management Code, 2016(updated 2026)
6. Wider communication of this to staff across the agency to prevent misinformation. Civil Service Management Code, 2016(updated 2026)
7. Press release from Senior Leadership Team and inclusion in annual report (public facing document).

Training and Development
1. Project manager to be appointed with experience in public sector and implementation of automated services and AI CIPD(2025)
2. Project Officers – recruited from within given their existing prior knowledge of role and function. CIPD(2025)
3. Opportunity to gain Prince 2 qualification  alongside role (supported by Civil Service Career development)
4. Mentoring – staff undertaking the role, will be provided with a mentor from Drivers Licence implementation team to support them in this role CIPD (2025)
5. All staff within department to complete Civil Service online learning in relation to  Artificial intelligence, Automation, GDPR and Data Protection DVLA(2025)
6. Weekly supervision meetings to continue as per current business arrangements DVLA (2025)
7. Finally consider increasing the Dept talent pool with a workforce within Information technology and Cyber Security who are fit to take this adaptation of new systems going forward Government People Plan (2024).

Adaptation and Continuous Improvement
Whilst the project will be reviewed weekly formal review process will be considered at the following junctures, 3, 9 and 12 months.
Should the pilot prove to be effective, cost efficient and improve services, full implementation is to be undertaken across the next 12 month period. Dept for Science, Innovation and Technology (2019)
Given the relationship with the automation programme provider and AI system and caveat within the agreement currently stipulates ongoing support throughout the pilot, it is essential that Commercial and legal negotiate such terms going forward prior to full implementation or variance to licence where skills internal facilitate maintenance and review of products so as to avoid implementation of a process which is likely to become outdated as such technology moves on. Dept for Science, Innovation and Technology (2019)



Conclusion

To summarise, the Department has already successfully introduced a system which can work 24/7 365 days a year to undertake the initial review of drivers license applications.  The purpose of this proposal is to further develop this business practice to being used within the Drivers Medical Unit, an area which is subject to great public scrutiny given its poor performance in delivery of service.  By introducing an automated service, it will hope to reduce the time taken from application to review, enable existing staff to undertake other work within that area or other areas of business and improve service delivery .  There will be an initial cost to the organisation in adapting the original automated system and AI provision, and likely to be unsettlement of staff within that area but if managed well, introduced in phases, with opportunities to check, test, review and revisit, whilst supporting staff in upskilling or career progression then it is likely to increase confidence in the organisation and its performance both within the organisation, sector and with the public, ensuring that the  best possible service delivery is obtained with a clear appetite for constant improvement and development.
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