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Two-day Repair VIRM Structure Meeting

On Wednesday 2nd and Thursday 3rd of November, a two-day Repair
VIRM Workshop was organised, held, and hosted by RepairCert NZ,
to begin the process of planning the changes to the outdated and
ineffective Repair VIRM.

Participants

Participating in the Repair VIRM Workshop were Tony Johnson and Ken
McAdam, all RepairCert NZ technical staff, and NZ Transport Agency
Waka Kotahi Certification Officers Stephen Brown, Craig Packard, Murray
Usherwood, and Reece Edmonds. The thinking was that these Waka
Kotahi Certification Officers involved in the repair certification system
know the Repair VIRM, and its shortcomings, better than anyone else.

Also taking part in the meeting was Waka Kotahi Manager Jim Anderson
who has an overview of all VIRM work going on within Waka Kotahi,
Andrew Lister who brought an Entry VIRM perspective, Tanja Luckow
who has been assisting RepairCert NZ in identifying problems with the
current Repair VIRM, and (in order to have a Repair Certifier perspective
at the table) experienced and highly respected Repair Certifier

Duncan Morrison.

The two-day Repair VIRM Workshop was not about the detail of the
Repair VIRM, but rather the structure - or ‘architecture’ - of the Repair
VIRM, with the conversation focusing on what sort of documentation
system, or series of replacement documents, would provide a useful and
helpful system for the Repair Certifiers to use.
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Objectives

The meeting worked through the process of starting at the beginning, and initially focused on the current Repair VIRM
issues. The participants spent time talking about problems associated with finding information, inconsistencies, the
‘Entry Certification Interface’, and ‘Thresholds’. These conversations avoided detail and remained broad - focusing on
general shortcomings of the Repair VIRM rather than specifics.

From there, the meeting focused heavily on re-writing the Repair VIRM, by establishing the desired outcomes, followed
by the guiding principles we need to observe. These discussions continued with identifying key issues associated with
the system structure, and the material within the Repair VIRM that needs to be included, moved, removed, and clarified.

Lastly, time was devoted to identifying those aspects of the Repair VIRM that require further investigation
and discussion.

Next Steps

There was complete agreement amongst all participants as to the problems and objectives, and the way in which those
objectives should be achieved.

As well as the problems associated with the Repair VIRM content, it was agreed that the current structure is not fit for
purpose. Repair certification is a highly specialised area that should not be governed by a format developed for WoF and
CoF, and Entry - it should be governed by a document structure that is bespoke and works for the Repair Certifiers, which
in turn will provide the best outcomes for the motoring public and Waka Kotahi.

In essence, the unanimous view amongst the participants was that the Repair VIRM should not be patched, or even
rebuilt, but that its present configuration should be done away with altogether and replaced by a series of documents
based on a completely different architecture. The new structure needs to be aimed at the Repair Certifiers, who are
highly skilled and practically oriented people, while focusing on high-quality technical information, and separating out
technical requirements from operational requirements. The proposed structure would be similar to the successful LVV
model, which is practically oriented and is working very well for the LVV Certifiers.

This meeting was a very important milestone in achieving a new or replacement Repair VIRM, which in turn is a critically
important element in improving the repair certification system.

The recommendations have been captured within a discussion document and forwarded to Waka Kotahi for their
consideration. This discussion document will be shared with the Repair Certifiers early in the new year. m
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A look back through the rear-view mirror at Year One
of RepairCert NZ operations, from CEO Tony Johnson.

Putting Lines through the To-do List

By nature, | don’t spend too much time looking over my shoulder at
what’s been ticked off the to-do list, because there’s always too much
work ahead to dwell on past achievements. But, as we move through
December towards the end of 2022, it’s the end of year one for our new
organisation RepairCert NZ, and | thought it worthwhile to jot down the
big-ticket items we’ve completed.

Although there are eight people now (most of us part-time) who are
involved in RepairCert NZ operations, for most of the year we’ve been
functioning on the equivalent of 3.5 full-time people. While there are
lots of important milestones we can tick off for year one, here’s some |
think are worthy of mention, in no particular order:

kY W Technical Support Helpdesk

.
, “d The Repair Certifiers have been working in isolation, and largely unsupported, for many
years, so one of the first things we’ve put in place is a technical support helpdesk. This
enables Repair Certifiers to engage with their peers to ask a question, get a second
opinion, or just bounce ideas around. This support helps them to understand what right
looks like, and be confident they’re making good decisions. Thanks Uncle Mike!

New Repair Certifier Assessments

The backbone of the future repair certification system is the national network of Repair
Certifiers, so it’s critical people who become Repair Certifiers have the appropriate
qualifications, experience, and approach. To increase the likelihood of this occurring,
RepairCert NZ is supporting Waka Kotahi NZ Transport Agency in the Repair Certifier
assessment process. This step places a person who is at least equal to the applicant in
terms of collision repair expertise into the assessment and determination process, and
ensures that only very high-quality applicants make the grade. »
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It was quickly apparent that there is a shortage of Repair Certifiers willing or able to
provide a repair certification service to owners of vintage and classic vehicles, so a
‘Pre-1990’ Repair Certifier Category has been established, with the first ‘Pre-1990 Repair
Certifier’ appointment made recently. This is operating on a trial basis, and if Waka
Kotahi determines this is successful, a small number of Pre-1990 Repair Certifiers will be
introduced in areas where there is a need.

Appointments

While working closely with Waka Kotahi in the assessment area, we learnt there were a
number of different ‘qualification and experience’ criteria for becoming a Repair Certifier,
which led us to develop improved qualification and experience criteria for Post-1990,
Pre-1990, and Motorcycle Repair Certifiers. The bar has been set very high to ensure
future Repair Certifiers have a high level of experience and competence.

Application Information Guide

To help people who are interested in becoming a Repair Certifier to understand what’s
involved, we’ve developed a comprehensive new ‘Application Information Guide’, which
outlines exactly how someone goes through the process of applying to become a Repair
Certifier, and how the assessment and appointment process works.

Electronic File Repository/File Review System

Good progress has been made on getting all of the Repair Certifiers onto the Waka Kotahi
SharePoint Electronic File Repository System. Currently we’re carrying out ‘File Reviews’
on all newly appointed Repair Certifiers, and this is helping us to ‘get into the groove’ in
readiness for next year when we crack into the critically important File Review process on
all Repair Certifiers, as required by our Contract for Service with Waka Kotahi.

On-site Visits

Following the LVV template, ‘On-site Visits’ for Repair Certifiers has been introduced,

and this function will be in full swing in 2023. On-site Visits provide an opportunity

for a one-on-one ‘how can we help?’ style of meeting between a Repair Certifier and

a RepairCert NZ technical staff member, where a Repair Certifier can - without any
judgment or black marks - ask questions and seek coaching in a confidential environment.
There’s no such thing as a dumb question.

Communications

It was important for RepairCert NZ to quickly build a good relationship with Repair
Certifiers, and to keep them abreast of what’s going on. A key means by which to achieve
those things has been through the publication of our regular ‘RepairCert NZ Updates’.
This RepairCert NZ Update is the 17th, therefore we’ve produced and distributed these to
Repair Certifiers and the repair industry, at an average rate of one RepairCert NZ Update
every three weeks over the last year. »
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Induction Training

We soon saw how ill-equipped new Repair Certifiers were, as they came into the system
without any training, and so we quickly implemented ‘Induction Training’ for all newly
appointed Repair Certifiers. Starting at one day’s duration in Wellington with RepairCert
NZ, we’re now up to two days, and the new Repair Certifiers are getting great value from
the training program. Straight away, we’re seeing a clear pattern of very high-quality
inspections, decisions, and use of documentation from those who have been through the
Induction Training programme with Mike and Marty before they kick-off.

‘Foundation Fix’

Our biggest early learning about the repair certification system is the substantial
misalignment that’s occurred over the years between the outcomes the Repair Rule

is seeking to achieve, and what is actually taking place within the repair certification
system. We described this in a discussion document called the ‘Foundation Fix’, and this
has been reviewed at the highest levels within Waka Kotahi. We’ve had agreement and
support from Waka Kotahi about the direction recommended in the document, which
is important, as the direction the ‘Foundation Fix’ points us all in will have a lot of (very
positive) long-term consequences for the Repair Certifiers, the repair industry, and the
motoring public.

‘Best Practice’ Technical Bulletins

Supporting the new Repair VIRM - in whatever shape that might be — will be a series of
‘best practice’ Technical Bulletins, that RepairCert NZ will be progressively developing
over time, to provide Repair Certifiers with clear technical guidance, subject by subject,
to refer to as they carry out their repair certification activities. We’ve produced the first
three this year, largely thanks to our resident collision repair guru Marty Lane.

Technical Support Group

A ‘Technical Support Group’ has been established, comprising eight highly experienced
and trusted Repair Certifiers, to provide RepairCert NZ technical staff with an additional
‘ring of confidence’ on complex technical matters - in some cases providing a peer review
role, and adjudication work. A process of engagement with the TSG members has been
established, and they are already helping RepairCert NZ staff to make good technical
decisions on complex matters.

Website

In recent months the RepairCert NZ website has been under development in-house by
our own Nikki Kidd (NJ) and is now up and running. Type RepairCert NZ into your search
engine and you'll find it at or near the top. It’s early days, and over time there will be a
lot of good resources added onto the website as we create more ‘best practice’ technical
guidance and other reference information into the future. »
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Repair VIRM

We all agree that the Repair VIRM is a problematic document, and its current
configuration and content is compromising the development of a good repair certification
system. While a lack of information and guidance is far from ideal, incorrect information
is even worse. While we haven’t commenced work on rebuilding the Repair VIRM (or
developing a replacement) yet, we’ve done a lot of work on engaging with stakeholders
(Repair Certifiers and Waka Kotahi repair certification system experts) to understand
what sort of document - particularly in relation to the architecture, rather than just
content - would provide the best technical and operational guidance and support for the
Repair Certifiers. We’ve developed a good feel for that now, and a proposal on how we
think the Repair VIRM should be structured will be in the hands of Waka Kotahi before
the year’s end. If agreed to, we’ll have a clear direction on how we go about rebuilding or
replacing the Repair VIRM next year.

Complaint Management

During the year, we’ve assisted Waka Kotahi with (amongst many low-level complaints)
three major complaints that had been gaining momentum over a number of years and
were heading towards litigation. These related to a Lancia, a Commer Van, and a Land
Rover Discovery. By engaging with the complainants, bringing in a very high level of
technical expertise, and preparing comprehensive reports, we’ve been able to steer all
three away from threatened legal action, and out of Waka Kotahi in-boxes. While the
three vehicle owners haven’t necessarily been happy with the outcomes, they’ve at least
been properly responded to, and have finally gained a thorough understanding of their
respective situations.

Geographic Coverage

The fear of Repair Certifier over-subscription, with its associated inevitable ‘race to

the bottom’ has been discussed at length this year, and a careful balancing act has

been made between (1) observing the provisions of the Commerce Act (not to stifle
competition), (2) taking into account the requirements of the Vehicle Compliance Rule
(that the Director must consider those Repair Certifiers already appointed and available),
and (3) being mindful that there are many legal precedents which make it clear that

a regulator’s duty of care is to the public rather than the commercial interests of an
individual or company. This consideration has resulted in adopting a more measured
approach to appointing additional Repair Certifiers than has occurred in the past. A new
process for consideration of appointments has been agreed and further information is
now available on the RepairCert NZ website, in the ‘Become a Repair Certifier’.

While those summaries look straight-forward, achieving these things takes a lot of time and effort, particularly when
there’s a need to satisfy a government agency which has overall responsibility and therefore must be fully satisfied of
every step. | think we’ve done okay, and a lot of really good foundation work has been carried out, which will make
system improvements quicker and easier moving forward into Year Two. »
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Thank You to Our Team Members

I'd like to acknowledge and thank our little team, primarily mainstays Nikki Kidd (NJ), Mike Gregory, and Marty Lane, who
have given 120% during 2022 to get this ship afloat, and have done an awesome job:

NJ has been a huge help. On top of her primary

publications’ responsibility, she stepped up to help me
with overall office management, project planning, and
generally being a great mother hen looking after us all.

Mike Gregory has been our technical mainstay, and
has become the heart and soul of our day-to-day
technical operations. He provides advice, support,
Induction Training, On-site Visits, SharePoint training,
mentoring to new Repair Certifiers coming on board,
File Reviews, and a whole list of other things.

Marty Lane has developed the Technical Bulletins, the
technical content in the RepairCert NZ Updates, plus
he’s managed complaint investigations, supported
Mike on complex technical queries, and played

a critical role in steering RepairCert NZ along a
pragmatic but safe path to ensure the right outcomes
are being achieved in every step we take.

Linda Washington for looking after insurances,
planning and coordinating events and people,
document proofing and editing, and financial planning
and oversight. »
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Ken McAdam for Contract Management, and hugely
valued general support and wisdom.

Shelley McAdam who has recently come on
board to take some load off NJ by providing office
management, operational support, and process
development.

Deane McMiillan for coordinating the Technical
Support Group.

The members of the newly formed
Technical Support Group.

Thank You to Waka Kotahi

Let’s not forget that Waka Kotahi has made all of this happen, along with the good things we’ll be doing into the future,
by funding RepairCert NZ, and supporting our actions and decisions every step of the way.

In particular, I'd like to thank Janene Moodie (Lead Advisor - Safer Vehicles) who has made all of this happen and keeps a
close eye on us. Thank you, Janene. I'd also like to thank Waka Kotahi Certification Officers Rob Pauletic, Stephen Brown,
Craig Packard, Reece Edmonds, and Murray Usherwood. You’ve been a great bunch of guys to work with, and we’re all
very appreciative of everything you have done for us and the Repair Certifiers throughout this formative year. »
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Thank You to the Repair Certifiers

The biggest kick for the RepairCert NZ team is when we get some positive feedback from you guys, the Repair Certifiers.
We know things aren’t happening fast enough for you, and we thank you for your patience. We're profoundly humbled
by the huge number of positive comments we get by email and over the phone. We are also incredibly committed to
making things better in your world, and we’ll get there if we all stay positive, and work together.

To the few Repair Certifiers who haven’t been happy with the direction and the outcomes, thank you for coming to us
with your concerns, and we hope you can keep an open mind so we can try to satisfy your needs and wants as we keep
on moving forward, whilst putting the much-needed systems, processes, forms, and technical guidance in place.

Merry Christmas to you all, have a great break, stay safe, and we look forward to working with you
and supporting you in 2023. Tony Johnson m

Can You Help?

LT308 Work Schedules

As | read through the End of Year Report from Tony and think
about the many different areas that RepairCert NZ has been
working in over the past year, I'm reminded that there is a
need to develop better working documents for both
newly-appointed and existing Repair Certifiers, in respect of
the LT308 form. The feedback from Repair Certifiers during the
roadshows completed earlier in the year certainly highlighted
to us that the current LT308 form generates a lot of duplication
for many Repair Certifiers as they fill out a separate work
instruction sheet and a checklist in addition to, or as part of,
the LT308 documentation process.

To that end, we are looking to create a standard template that
would cover most (if not all), repair certification activities for
both work instructions and check sheets.

If you use one (or both) of these documents in your

day-to-day repair certification inspection regimes and are happy to share, please send us copies! We are looking to
collate the information and create singular templates that all Repair Certifiers can use to, with the aim of providing
consistency, less opportunity for important information to be over-looked or not recorded, and minimising any potential
misunderstandings of the required repair processes (especially for more complex procedures).

At this time of year we appreciate it’s often a mad panic to get your desks cleared, and it may not be a top priority to
engage with us on this subject - however, if you have the opportunity to think about what works for you (or doesn’t),
when filling out your certification documents, we’d love to hear from you!! Please email shelley at shelley@repaircert.nz.

Over the next several years, the repair certification industry as a whole has a unique opportunity to gain from the
knowledge of our older, more experienced Repair Certifiers, and include new ideas and expertise that comes from the
progressive appointments of younger, tech-savvy autobody technicians.

I wish all the repair certifier community a Merry Christmas and a prosperous (stress-reduced!),
New Year. Marty Lane m
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