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The Consequence Approach 
to At Fault Claims

The Question 

Is it common in industry to require fleet drivers to pay a 
portion, or all, of the insurance excess for at-fault claims? 

• What is the efficacy of at-fault claim policies  
in reducing costs and subsequent incidents?

• What are the considerations for deciding to 
implement or not implement such a policy?

• Are there alternative approaches?

The scope of the problem

Fleet drivers have a substantially higher risk of being involved 
in a motor vehicle incident than non-fleet drivers1. Fleet safety 
management is a key factor in encouraging safe driving behaviours 
in employees and subsequently reducing the frequency of these 
incidents and incident-related financial losses2.

Requiring drivers to pay a portion, or all, of the insurance excess for 
at-fault incidents is becoming an increasingly prevalent strategy 
implemented within fleets3. These policies are ‘consequence 
approach’ strategies that aim to disincentivise dangerous driving 
behaviours which result in preventable vehicle incidents. These 
policies, however, are not the right fit for every organisation and 
require careful consideration before implementation. 

This Q&A draws on the expertise of leaders in the fleet 
management industry to explore and evaluate excess  
charge policies for at-fault incidents. 

Definitions

What does it mean to be at fault?

Being ‘at fault’ for a motor vehicle incident means that, through 
either your actions or lack of actions, you caused the incident 
to take place⁴. 

What is an insurance excess?

An insurance excess is a set amount that insurance clients must 
pay out of pocket when a claim is made. Amounts above this 
excess are paid for by the insurance company⁵. The excess 
amount depends on the policy and is highly variable.
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The Question 

Is it common in industry to require  
fleet drivers to pay a portion, or all, of the  
insurance excess for at-fault claims?

Why are excess charge policies implemented?

1. Financial incentive: Cost recovery for at-fault incidents

Excess charge policies allow an organisation to recover at least a 
portion of the costs associated with at-fault vehicle incidents. It 
has been estimated that excess charge policies can save a fleet 
thousands of dollars annually⁶. However, for the majority of the 
organisations interviewed, the primary benefit of the policy was 
not the direct financial benefit. 

2. Safety incentive: To encourage greater care while driving

From the perspective that at-fault incidents are preventable and 
deemed to be caused by driver negligence, having a financial 
consequence for this behaviour is thought to encourage a greater 
level of care and encourage safe driving behaviours. Having a 
clearly defined consequence for preventable incidents also creates 
a level of accountability for driving behaviour. 

Interviewed experts estimated that between 20-40% of light 
commercial vehicle fleets have adopted some form of an excess 
charge policy. It was noted that, generally, larger organisations 
were less inclined to implement an excess charge policy, or to ask 
drivers to financially contribute to the cost of vehicle incidents.

Financial and safety incentives were the two major factors found to 
motivate organisations to implement an excess charge policy.

Some comments from NRSPP partners interviewed include:

“Safety behaviour gets more traction if failure comes with a 
financial cost for the drivers, as opposed to just being the ‘right’ 
thing to do.”

“Drivers who have ‘skin in the game’ will be more likely to 
demonstrate the desired safe driving behaviours.”

“This encourages drivers to take care of their work vehicles just 
like they would their own car because the financial penalties for 
failing to take the necessary precautions to drive safely are the 
same as would exist for them driving their own car.”

“Excess charge policies require drivers to think about and take 
responsibility for their actions, preventing further incidents.”

It was noted that for most organisations who chose to implement 
such a policy, it was consistent with an emphasis on safety and a 
further way to reinforce the safety climate of their organisation. 

   Safety behaviour gets 
more traction if failure 

comes with a financial cost...

We thank the following NRSPP partners 
for their contribution to this Q&A: 
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How are excess charge policies implemented?

A variety of approaches to implementing excess charge policies 
were identified in this investigation. Each organisation took a 
considered approach to implementing their excess charge policy. 
This included reflecting on how to equitably implement the policy 
by acknowledging such factors as:

The common structures of excess  
charge policies were found to be:

1. Requiring drivers to pay the full insurance excess of a 
predetermined portion of the insurance excess for each at-fault 
incident.

2. Charging for at-fault incidents based on a scale, where the 
fee charged depends on the number of incidents in a given 
period (typically in a one- or two-year period). This included the 
following approaches:

A sliding scale:

• The driver is not required to pay any fee  
for the first at-fault incident in the period

• The driver is required to pay a portion of the excess  
for the second at-fault incident in the period

• The driver is required to pay the full excess for the third  
at-fault incident and all subsequent incidents in the period

Get one free:

• The driver is not required to pay a fee  
for the first at-fault incident in the period

• The driver is required to pay the full excess for the second at-
fault incident and all subsequence incidents in the period

Three strikes:

• The driver is required to pay the full  
insurance excess after the third at-fault incident.

The average salary of a driver 

The cost of the excess payment

How the cost of the excess payment 
compares to the average salary of a driver 

The statistically increased risk of an 
incidents due to the frequency of driving

3. The contribution required for an at-fault incident is decided on 
a case-to-case basis according to the driver’s grade and salary. 

• This approach prioritises equity and considers the impact  
a given fee has on the employee.

• One organisation chose to decide the portion of the cost 
passed on to the driver based on the circumstances of the 
incident, with blatant misuse of the vehicle resulting in a  
driver paying the full excess costs.

In this investigation, the excess charge drivers were required  
to pay ranged from $400 to $1,500.

An additional discretionary clause to the policy implemented by 
one organisation was that each incident would be investigated 
to determine fault for the incident, independent of the insurer’s 
determination of fault. For example, while a driver may be 
considered at-fault from an insurance perspective if they  
were rear-ended and hit a car in front of them, this would  
not be viewed as an at-fault incident internally.

Do excess charge policies reduce  
at-fault incidents in fleets?

Multiple partners noted that this policy was part of a larger safety 
management strategy, and as such it was difficult to separate this 
component and comment on whether this policy reduced at-fault 
incidents in their organisation. 

In previous investigations, it has been suggested that forms of 
excess charge policies have resulted in a marked reduction in 
incident rate and vehicle damage for the Longhurst Group and  
the Mears Group3.
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Part of the bigger picture

Interviewed partners suggested excess charge policies must be 
part of a holistic safety management strategy and should be 
supplemented by other strategies such as:

Sitting down with the driver post-incident to 
determine the circumstances around the incident

Further disciplinary actions for repeated  
at-fault incidents

Clear communication of safety commitments 

Incident investigation

Driver training and re-training 

Risk assessment processes

Driving and hazard awareness assessments

What are the obstacles to implementing this policy?

1. Will an excess charge policy harm the incident reporting 
culture in your organisation and encourage dishonesty?

• Excess charge policies may create fear among employees, 
which may breed dishonesty and encourage individuals to 
distort their reports of incidents to avoid a fine.

• One partner detailed an experience they witnessed 
where, after implementing an excess charge policy, drivers 
became paranoid about driving safety, but the number 
of ‘unknown third party at fault’ claims substantially 
increased. 

• This predicament is outlined by Arval Fleet and Road Safety 
Manager Tracey Scarr in a similar investigation by FleetNews:

“A company car is a valuable asset and drivers must take 
a level of accountability for their actions. Not passing any 
cost on would potentially send out the wrong message 
and promote a flippant attitude to driving. But the danger 
with taking a very harsh approach is that you can drive 
damage underground, where drivers either don’t admit to 
causing damage or lie about it because of the consequences. 
This makes it very difficult to take corrective action and 
understand where the real fleet issues lie.”

• It was noted that some partners who chose to implement an 
excess charge policy did not witness a distortion in incident 
reporting, expressing that quarterly vehicle inspection keeps 
individuals accountable for vehicle damage and uncovers any 
unreported damage. 

2. Union resistance: Two partners expressed that, while they 
would be interested in implementing an excess charge policy, it 
would not be practical due to opposition from workers’ unions. 
We spoke to a representative from the Transport Workers Union 
(TWU) to further understand its stance on excess charge policies.

• TWU’s position was employees are not to contribute to excess 
for any claim. Transport companies are able to claim tax 
rebates for all expenses related to their vehicles. Employees 
are not able to get insurance coverage for this matter as 
they do not own the vehicle. This policy is viewed as unfair 
to the employee, placing the entire blame for the incidents 
on the employee and not taking responsibility for any of 
the pressures put on the drivers by the organisation. TWU’s 
view is that drivers who are not doing the right thing will be 
disciplined in other ways and that there are more effective 
methods to discourage preventable incidents.

3. Adverse effects on employee morale 

• One partner expressed that being charged, or knowing that 
they could potentially be charged,  a significant amount 
of money would likely be distressing for many employees, 
particularly those who are in a vulnerable financial position 
and may not be able to make such a financial sacrifice. 

• Organisations who implemented this policy noted that 
they had generally not experienced any issues rolling out 
their policies and that they were generally well received. 
It was noted that ensuring your policy is fair and considers 
the average salaries of your drivers, ensuring that special 
circumstances and hardship can be dealt with on a case-
by-case basis, and that clearly outlining, communication 
and defining your policy are keys to 
successfully implementing an  
excess charge policy.
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right fit for their organisation’s culture or ethos. For example, one 
partner outlined that such policies did not align with their values 
as a church-based organisation, and they preferred to take a more 
compassionate approach that avoids financially penalising drivers.

Additionally, one fleet management expert discouraged policies 
that pass on excess to drivers as a deterrent for unsafe driving 
behaviours, instead encouraging organisations to focus on 
alternative safety management strategies that strengthen the 
overall safety culture. Such efforts would save an organisation 
more in the long-term, considering that the excess cost is a very 
small part of the overall financial impact of crashes in general. 

“It’s about engagement…it’s about showing leadership within the 
organisation. It’s about creating a cohesive work culture rather 
than a divisive work culture…[excess charge policies] are a coarse 
measure to minimise something which is far more nuanced in the 
workplace.”

The flip side: Why do organisations choose to not 
implement an excess charge policy?

Alternatives to excess charge policies

When seeking to create a sense of accountability and care on 
behalf of the driver, there are several alternatives to financial 
penalties, which partners have found to be effective in changing 
driver behaviour and, in turn, reduce the overall costs of 
preventable vehicle incidents.

Examples of alternative strategies mentioned  
by interviewed partners include:

• Take a whole picture approach and make everyone 
stakeholders so they share in the organisation’s successes and 
failures. Ensure all levels of senior management express their 
commitment to safety.

• Develop a data-based risk management program.

• Implement clearly defined consequences for poor driving 
behaviour. It is important to note that whatever form 
consequences for poor driving performance take, they should 
only be considered once all possible organisational and 
management root causes for the inappropriate behaviour 
have been eliminated. 

• Investigate all incidents and implement appropriate retraining.

• In the event of unusually high motor vehicle claims, inform 
staff that future motor vehicle incidents will be brought to the 
CEO’s attention.

• Increases in driver education and training sessions, including 
skills training, dissemination of the organisation’s key driving 
behaviours, toolbox talks, and pre-employment driver 
assessments. 

• Implement incentives for safe driving behaviour, which many 
partners have found effective in reducing incidents and 
changing how staff drive and treat their vehicle.

• As one fleet safety manager stated, drivers don’t deliberately 
go out to do the wrong thing. Often at-fault incidents happen 
when drivers are doing what they think is the right thing, such 
as getting to the next job. While this particular organisation 
did implement an excess charge policy, they did not witness 
a decrease in at-fault incidents as a result. They noted that 
behavioural research indicates the best motivators are positive 
incentives that incorporate a social element. This may include 
a recognition and reward scheme for safe driving behaviours, 
safe driving scoreboards or best driving awards.

• Another solution to creating a sense of accountability for 
driver behaviour was the presence of telematics in vehicles. 
In-vehicle monitoring devices act as a deterrent for unsafe 
driving behaviours as drivers understand that their behaviour 
and actions are being monitored and recorded. 

These strategies are corroborated by fleet safety literature, which 
has previously found that organisations with lower insurance 
claims reported the following safety characteristics more 
frequently than higher claimers⁷:

1. Have a formal approach to policy breaches  
and discipline for safety breaches

2. Incentives for safety innovations

3. Pay employee and freelance  
subcontractor drivers for time worked  
(as opposed to a set salary)

4. Check incident history on employment 

5. Encourage driver input into OHS

6. Respond faster to safety concerns  
from employees 

7. Conduct pre-start checks 
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