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TRANSPORTATION SAFETY TRAINING MANUAL

RECRUITING AND SCREENING NEW DRIVERS AND DRIVER HIRING REGULATIONS

RAMIFICATIONS

As someone many years ago said, we hire 90% of our problems.  In all probability, he understated the problem.  Poor performance, late deliveries, incomplete, or improperly completed paperwork, illegal logs, equipment abuse, customer dissatisfaction, accidents, and high driver turnover can usually be directly attributed to poor or improper hiring practices.  With the high demand for drivers, companies often hire the “best of the worst” in an effort to keep their trucks in operation.  As a result many poorly qualified drivers have found their way into the workforce.  It is therefore critical for a company to know how to find, screen, hire and retain drivers.  This manual is designed to define the problems and ramifications of improper hiring and to provide transportation companies with the solutions to this growing problem.

LEGAL ISSUES

Today, plaintiff attorneys know as much, or even more than the average transportation company about proper hiring and screening of drivers.  In cases where they can prove to a jury that the company did not hire drivers of an acceptable caliber, or that the DOT required paperwork is incomplete, an additional suit for negligent hiring or negligent entrustment is likely.  In many cases, this additional demand is defended and paid for, by the insurance company.  However, the company’s failure to follow accepted safety requirements can also result in punitive damage claims, which, in most states, the insurance company is not allowed to pay.  This means that the responsibility for paying a court judgment for punitive damages falls on the transportation company.  Since these claims can be in the millions, such judgments may well cause a company to go out of business.

HIRING COSTS

Companies often yield to economic pressures and hire poorly qualified drivers just to fill seats and get the truck moving.  Even as they process the driver, they know that he is nothing more than a stopgap measure and that he will probably have to be replaced within a month or two.  The desperate hope is that he will work out until a better driver is found and that he won’t do too much damage in the meantime.  While this may seem to make financial sense, when the cost of hiring is considered, the revenues produced are overshadowed by the costs of repeated hiring.  When the books are balanced, it becomes obvious that poor hiring practices represent fiscal irresponsibility and should be avoided at all costs.

COLLISIONS

Statistically, a driver in his first six months of employment is one of the most accident-prone drivers that a company can have, regardless of his past accident record or experience.  During the first six months, the driver is learning new routes, new customers, new paperwork, and new procedures.  Necessarily, his attention is often on these issues rather than on his driving.  When this occurs, the driver becomes inattentive and is subject to having an accident.  A company with a high driver turnover rate usually has a higher than average accident rate as well.

MAINTENANCE

Thirty percent of all maintenance costs are attributable to equipment abuse.  Much of this abuse can be attributed to new drivers who are unfamiliar with the equipment.  Additional abuse can be attributed to inexperienced or indifferent drivers who have poor driving habits or don’t care about the equipment.  Hiring poorly qualified drivers will have a direct effect on the company maintenance costs.

COST OF OPERATION

Fuel costs have become a major consideration in the past few years.  Poor drivers, or inexperienced drivers tend to be less concerned with economical operation and can cost a company thousands of dollars in excessive fuel costs in the course of the year.  It is therefore incumbent on good companies to control these costs through the hiring of well qualified, conscientious drivers.
SUMMARY

In an economic environment where most companies are operating at a two to three percent net operating ratio, proper driver selection and retention can make the difference between a profitable company and one that has to file bankruptcy.  It is therefore critical for a company to have effective hiring and retention programs.  Companies can not afford to hire the “best of the worst” if they want to remain competitive and profitable.  The methods and procedures in this manual are designed to provide assistance in the areas of recruiting, screening, hiring, and retention of drivers.  The manual is also designed to provide assistance in meeting federal and state compliance requirements as they pertain to driver hiring.

*(10/29/2018) Austin, Texas - The American Transportation Research Institute, the trucking industry's not-for-profit research institute, today unveiled its Top Industry Issues report, which includes the list of the top ten critical issues facing the North American trucking industry. For the second year in a row, the driver shortage is the top-ranked issue. 

 

The need to recruit qualified truck drivers is not a new issue for the industry. In fact, the Driver Shortage has been a top-three issue in 12 out of the 14 years that ATRI has conducted this survey.  However, the driver shortage has held firm as the number one issue as strong freight demand and an aging workforce increase pressure on motor carriers to recruit and retain the best talent.
*updated 11/08/2018
FINDING AND RECRUITING DRIVERS

Driver recruiting is the foundation of the company.  Without good drivers, a company cannot succeed.  Drivers are so important to a company’s success that one company has chosen a wagon wheel as their logo.  The hub represents the operations department.  The spokes are the drivers, and the rim represents the customers. If any part of the wheel weakens, the entire structure fails.  What is not said is that the drivers are especially important to the company because they are the company representatives who are seen by the customers every day.  The impression that they make can be the difference between retaining customers and losing them to the competition.  They can even be the deciding factor in obtaining rate increases.  

Your driver selection process is also your first defense against lawsuits arising from collisions.  Good drivers not only have fewer collisions, but they are easier to defend when they do have one.  Hiring poor drivers opens the door for negligent hiring or negligent entrustment suits that can greatly exceed a company’s insurance limits.  It is therefore incumbent on a company to learn how to hire the best drivers available.   

Driver hiring begins with your ability to obtain quality applicants.  It is therefore important to know the best techniques for finding and attracting these drivers.  The following are the most common methods of obtaining applicants.

Newspaper Advertising:

Many companies rely heavily on this resource and routinely meet with great success.  Others find such advertising to be totally ineffective and consider it a waste of money.

So, why are some companies successful and other not?  The successful ones have learned what it takes to attract a potential driver’s attention. 

Many companies will try to conserve their money by putting a one or two line ad in the paper that looks like this:

“Over the road drivers needed. CDL required.  555-1234”   

While the cost of such advertising is nominal, unfortunately, it seldom, if ever, attracts a qualified applicant.  In order to attract good drivers, you must first understand what issues are important to drivers.  Studies have shown that there are five “hot buttons” that all drivers have.  Listed in order of importance, they are: 

1. How am I treated?

2. How often do I get home?

3. What sort of benefits does the company have?

4. What kind of equipment will I be driving?

5. What is the pay scale?

Knowing what the important issues are can assist you in developing effective ads that cause the drivers to call your company before they call anyone else.  

Please note that the question of pay is the last thing on a driver’s agenda.  Freight rates are competitive and overhead for most companies is very similar.  Therefore, most companies pay their drivers essentially the same rate.  Some companies may reduce the pay and increase the benefits, but overall, the pay between similar companies will be competitive.

The most important issue on a driver’s agenda is “How am I treated.”  Drivers want to be appreciated and treated with dignity and respect.  They want the same level of respect that we all expect from our employers and peers.    

Second on their list is “How long will I be out?”  Studies have shown that companies that routinely keep their drivers on the road for more than a week have recruiting and retention problems.  If your company gets its drivers home at least weekly, this is a marketing issue that should be capitalized on.

“What kind of benefits do you have?” is the next question.  This issue will be discussed further in the retention area.  However, good drivers who care about your company also care about their families.  Therefore, benefits are an important issue to them.  Again, if you have a benefit program, be sure that it is referenced in your ad.

Equipment is one of the last things that the driver cares about, but it is still an important issue to him.  His truck is his home, his office, and his living.  It doesn’t have to be fancy, but it does have to be well maintained and clean.  This is another issue that will be discussed further in the retention portion.

Given the above hierarchy of needs, it is easy to design an attractive ad that will attract drivers and encourage them to call you before they call the competition.  Below is a sample of what sort of ad you should consider.

“Superior Truck Lines needs a few well qualified drivers. If you are over 25, with 3 years or more OTR experience and a clean driving record, we offer:

· Family oriented company that cares about its drivers

· Home weekly (often twice a week)

· Health insurance

· 401K

· Well maintained equipment

· Competitive wages

To see if you qualify to be a member of our driving team, call John Smith at 555-1234

The above ad not only promises to satisfy the important issues that the driver has, but it also challenges him to find out if he is good enough to drive for the company.  It promises him the opportunity to be part of a team, and to be a valued member, not just a number.  In addition, the company has shown enough pride to start the ad with its company name and proudly identify itself.  A driver who is looking through the ads will see and respond to this ad long before calling the one liner that doesn’t even identify the company.  While it is certainly more expensive than the one liner, the results are positive.  No matter how inexpensive an ad is, if it does not attract anyone, it was far more expensive to run than an effective one. 

Driver Referral/Word of Mouth:

Satisfied drivers are the best advertising that a company can have.  Happy drivers brag to others about their company and the quality of their job.  This is an extremely effective way of attracting drivers if it is encouraged and controlled.  Drivers can be offered a financial incentive for referring other drivers to the company, but such incentives should not be paid until the referred driver has been with the company for at least 6 months.  Additionally, drivers should be advised of the company’s minimum hiring standards so that they are not trying to recruit unqualified personnel.  If the company operates on a local or regional basis, the drivers should also be advised not to encourage drivers who live outside of the area of operation to call.  The office staff’s time is valuable and should not be wasted on unqualified callers.  

One method of screening such calls is to print a flyer with the company information and driver qualifications on it and ask any company driver who is recruiting for them to provide potential drivers that he is talking to with a copy of the flyer.  This not only encourages them to call, but it helps to prescreen the applicants.

Truck signage:

Companies with rapid growth or high turnover often use the back of their trucks to advertise for drivers or owner operators.  While this is a good way to advertise, it is also an admission that the company has a high turnover rate, and encourages non-qualified drivers or drivers who live in the wrong area of the country to call.  If the company has a staff person or department that is dedicated to recruiting and screening drivers, this is a good method of attracting potential drivers.  However, for most smaller companies, this is not a recommended method.

Magazine Ads:

As in truck signage, magazine ads in industry publications represents the “shotgun” approach to recruiting and will attract drivers from all over the country.  If your needs are regional, or you only hire from the community that you are domiciled in, this is not a good venue.  The advantage that it has over truck signage is that it allows more information to be provided and helps to identify the necessary qualifications for working for the company.  However, even with the minimum standards clearly identified, there will be many unqualified drivers who will call in the hopes that the company will make an exception.

Recruiter:

Recruiters will often set up at truck stops or other truck-related functions and attempt to recruit.  In addition, they will go to target areas, place newspaper advertising and use a motel or other meeting place to conduct interviews.  The recruiter should be able to pre-screen prospective drivers so that only apparently qualified drivers are sent on to be processed.  Recruiters should be paid on a salary rather than on a production basis.  Production pay creates an incentive to find drivers, but it also provides an incentive for the recruiter to pass on marginally qualified drivers rather than only selecting the best that are available. 

There are several other means of attracting drivers, (such as radio advertising, brochures in the truck stops, etc.), but the primary ones have been covered.  Of all of the methods discussed, the newspaper advertising and the word of mouth marketing are the two most effective for finding good drivers.  Programs that maximize the company efforts in these areas will result in a successful recruiting program. 
*Internet and Social Media
To compete in this space, companies must recognize the changing nature and profile of the driver workforce.  Younger candidates no longer look to traditional advertising sources such as newspapers, magazines or even television.  Everything is gravitating towards online communication, cellphone, internet and social media platforms.
To be successful in today’s “driver shortage” environment companies must fully embrace new technology as a means to market benefits of coming to work for them.  Tried and true values have not changed – only the message for communicating what the company offers to a changing workforce.  Everyone is still looking for;
· More family time

· More reasonable work requirements

· Better quality equipment and work environment

· An employer that listens

Nothing can replace the employee/driver need to feel appreciated.  A recruiting and hiring program targeted towards these elements is sure to succeed.
*updated 11/08/2018
DRIVER SELECTION

The very beginning of the driver retention process is a proper selection process.  This process begins with the development of minimum hiring standards and the development of a profile that identifies the attributes that are desired in a driver.  Many companies will evaluate their best drivers and look for similar profiles in prospective hires.  However, there are a number of basic attributes that can be developed as a part of the profile.  In addition, the minimum standards should reflect a concern for safe operation.  Keep in mind that safe drivers are usually long term drivers as well.  The following standards and attributes represent a guideline for proper driver selection.

Minimum Standards:

Age:  The minimum age should be established at not less than 23 and preferably 25.  Certain intra-state operations may wish to reduce the minimum age to 21, but in general, a minimum age of 23 encourages more mature drivers with a proven safety record.

Experience:  A minimum experience level of at least 2 years of similar experience is recommended and 3 years is the preferred minimum level.  Again, this provides you with assurance that the driver has the skills and knowledge to safely operate your equipment and allows you to evaluate his past performance.

Driving Record:  Before using the driver, his MVR should be checked.  Drivers with 4 or more moving violations in the past 3 years should be declined.  Drivers with more than 2 moving violations in the past 12 months should also be declined.  No driver with a misdemeanor violation such as reckless driving, DUI, leaving the scene, drag racing, or unsafe operation in the past 5 years should be considered.  

Accident Record:  The average driver only has one collision every 5 years.  This is inclusive of preventable as well as non-preventable collisions.  Drivers who have had a collision in the past 5 years should be interviewed to determine the nature and cause of the collision.  Drivers who have had more than one collision within the past 3 years should not be considered for hire.  Keep in mind that the only difference between a major collision and a minor one is luck.  The minor backing or lane change collision could well have been major if the circumstances had been slightly different.  Do not overlook a collision just because it resulted in a minor claim.

Job History:  Job jumpers should be avoided when considering a new hire.  Multiple jobs in the past 3 years are usually indicative of an attitude problem or some other significant issue.   Three driving positions in the past 3 years should be considered marginal and a driver with 4 or more jobs in a three-year period should be avoided.  

Drug and alcohol use:  Drivers with any history of drug or alcohol abuse in the past 5 years should not be considered for employment in a safety sensitive capacity.  There is a high rate of recidivism in these persons that makes them an unacceptable safety risk.  

Physical Condition:  When establishing hiring guidelines, take into consideration the physical requirements of the job.  If it requires heavy lifting, stooping, or other physical activities, define the job parameters and make sure that the applicant has the ability to perform the tasks and is prepared to do so.  Make the requirements clear to the applicant.

Developing a Driver Profile:

In addition to the above minimum standards, it is often helpful to develop a profile that has proven successful in the past.  Drivers who come close to this profile are generally the most likely to stay with the company and do a good job.  However, keep in mind that there are exceptions to every rule.  Don’t overlook a good prospect just because he does not fit the profile.  Issues to consider when developing a profile might include:

Age and Experience:  While you should have developed minimum standards in these areas, you may want to identify the ideal levels of age and experience.  The ideal is often much higher than the minimum standards.  As a rule, people tend to settle down and become more resistant to change as they grow older. They also tend to become more dependable and concerned about the quality of their work.  Most companies find that middle-aged drivers are more settled and less likely to be job jumpers.  Likewise, drivers with at least 5-10 years of experience have already confirmed that the pay and requirements within the industry are similar at all companies.  They are therefore more inclined to find a company that they can stay with on a long-term basis.
Education:  Recent studies have shown that educational background is a major consideration in accident prevention.  Typically, the driver with more education has fewer collisions than the less educated driver.  Certainly, there drivers with little formal education that are excellent at what they do.  However, as a general rule, part of the ideal driver profile should include a minimum educational level of high school graduate or its equivalent.  Drivers with less than an 8th grade educational level may find it difficult to read road maps and street signs or to complete logs and other required paperwork. 

Marital Status:  While single drivers may do an excellent job, historically, drivers with familial responsibilities tend to be have more job stability and to do a better job than single drivers.  In part, this is due to the financial responsibility that a family imposes.  It is also normal for married drivers to be older and to have developed the desired maturity that is necessary for long-term employment.

Financial Considerations:  Drivers who are financially stable tend to be better drivers and to stay with the company longer.  Proof of financial stability can be obtained through enquiries regarding home ownership, wage garnishments, and other financial questions.  

Always keep in mind that when developing a profile, there will be applicants who do not meet the profile requirements, but that will still make excellent additions to the company driving force.  Attitude is probably the most important issue that separates good, safe, long-term drivers from the rest of the applicants.  While drivers with a positive attitude normally fit the profile, there are exceptions.  When selecting drivers, always keep in mind that while the minimum requirements are standards that may not be abrogated, the profile is designed with the intent of identifying potentially good applicants.  It should not be a rule of hire, but rather a guideline that is used to help with the selection process.
DRIVER SCREENING

Driver attitude is the most important factor in selecting a driver and yet, the typical interview fails to take any valid steps to evaluate personality or attitude. Few companies have any program to properly interview drivers and the art of the interview is poorly understood.  Drivers are brought in, asked to fill out an application, and then asked questions about past employment that simply verify that the driver can remember what he wrote on the application.  No effort is made to evaluate the driver’s attitude or to substantiate the veracity of the information on the application.  The driver is so used to the questions that are asked that he has all the answers memorized and the interviewer learns virtually nothing that is not already on the application.
Ask Unexpected Questions:  In order to better evaluate a prospective driver’s attitude, questions that he is not prepared for need to be developed.  These questions should address attitude and issues related to performance.  They should also provide insight into why the driver left his last employer and if your company is a good fit.  Samples of such questions are as follows:

1) Why did you leave your last employer?

2) What did you like about him the most?

3) What did you like the least?

4) Who in the company did you have the most trouble getting along with?

5) Why?

6) What is the most important thing to you when evaluating a prospective employer?

7) What is the second most important thing?

8) What do dispatchers routinely do that upsets you?

9) What is the hardest part of driving?

10) What do the cars do that upsets you the most?

11) What do you do in response?

12) What is your favorite part of the country to drive in?

13) Why?

14) Why do you think our company will be a good fit for you?

15) How did you hear of us?

16) What do you see yourself doing in 5 years?

17) Why?

18) How long have you been involved in your current relationship?

19) How does your wife/girlfriend handle your job responsibilities?

20) What are your off duty activities?

21) Are you involved in any fraternal organizations?

These are representative of the types of questions that need to be asked.  You will probably want to add to the list and modify it to fit your needs.  However, keep in mind that the goal of the interview is to determine if the applicant will be a safe driver and whether he will be a long-term employee for your company.

Appearance:  Drivers are the primary representatives of your company.  When interviewing, observe the driver’s appearance as well as his attitude.  Clothing should be neat and clean.  Personal grooming should be considered.  If hair is long, it should be combed and clean.  Beards and mustaches should be trimmed and maintained.  Visible tattoos should not be offensive or indicative of an antisocial attitude.  Clothing should not have offensive messages on it.  In addition to the driver’s personal appearance, his vehicle is a valuable insight into his character.  While he is filling out his application, step outside and check his vehicle.  Many drivers have older cars, so age should not be a consideration.  However, a quick look at the inside will reveal much.  If the car is full of trash, it is usually representative of how he will treat your equipment.  Empty beer cans in the vehicle may well be indicative of an alcohol problem.  Use this opportunity to gain additional insight into the character and habits of the applicant.

Always remember, the goal of the interview is to obtain as much information as possible about the applicant before going to the time and expense of continuing with the hiring process.  Look for reasons to disqualify the driver, not excuses for hiring him.  Too often persons responsible for filling the trucks bring on drivers with the full knowledge that they are not right for the job, but they represent a temporary measure to keep the trucks moving.  Unfortunately, this attitude results in increased collisions, freight claims, and vehicle abuse.  It also results in the truck being parked again while another replacement driver is found.  There is no shortcut to hiring well-qualified, long term drivers.

DRIVER RETENTION

While driver recruiting will always be necessary, the need to find new drivers can be minimized if the fundamentals of driver retention are known.  Driver turnover rates in the transportation industry are phenomenal in comparison to other industries with many companies having a 50% to 60% or more driver turnover rate.  At the same time, there are many companies in the industry that only have a 20-30% turnover rate, and a few have an even lower number of drivers quitting.  It is therefore obvious that high turnover does not have to be accepted as a part of the cost of doing business.  Instead, companies need to evaluate the causes for turnover and develop remedial programs that resolve the issues and encourage drivers to stay.

As the issues are discussed, keep in mind that the cost for replacing a driver is now over $1000.  This figure includes the pure cost of advertising, drug testing, and processing the driver.  What it does not take into consideration is the cost of having empty trucks parked in the lot while a new driver is recruited.  It also fails to take into consideration the lost efficiency that occurs as the driver learns a new system.  

An additional concern is that during the first six months of employ, new drivers, no matter how experienced, have a much higher accident rate than drivers that have been with the company for at least a year.  Accidents result in higher insurance premiums freight claims, out-of-pocket deductibles, and poor customer relations.  When it is all added together, the cost of losing a driver could become astronomical.  It is therefore incumbent on a company to learn how to keep their good drivers.  
Addressing the Treatment Issues

The first step in improving driver retention is to review company procedures.  Keep in mind that the most important thing to a driver is “How am I treated?”  Drivers spend long hours behind the wheel with nothing to do but consider real or imagined offenses by dispatchers, mechanics, or others within the company that they work with.  Molehills rapidly become mountains in their thought process and, if not addressed, will result in a driver quitting.  Unfortunately, before he leaves, he often talks to other drivers and passes on his discontent.  To combat this problem, a company needs to take the following steps:

1. Develop a training program that assists operations and others with their personal relations skills.  Make them aware that their contact with the drivers is often over the phone and that intent or other issues are not apparent to the driver when he is talking to them. As a consequence, a small, apparently inoffensive statement may have long reaching ramifications.  Every conversation is important and should be treated in that way.  

2. Reinforce the fact that the drivers are human and get tired like the rest of us.  By the time that they talk to someone in the office, they may have been on the road all day, dealt with unhelpful dock personnel, heavy traffic, and rude drivers.  A drop of sympathy and understanding can make all the difference in the world.

3. Make sure that the operations department understands that the goal of the company is not to move freight, but to move freight safely and profitably.  This means ensuring that the drivers have adequate rest between loads and that delivery schedules allow time for adequate rest and breaks.  It is usually the best drivers who are pushed the hardest because they always try to please and seldom complain.  It is also the best drivers who end up burning out and quitting because they were pushed too hard. Never push drivers over their limits.

4. Establish someone in the company to field driver complaints and to follow up on the valid ones.  Many times, drivers simply need someone in the company to vent to.  They recognize that the issues are a part of the job and not correctable, but need someone to talk to in order to release their frustration.  In cases where there is a legitimate issue that can be resolved, a third party driver advocate within the company is critical for the fair resolution of any conflicts.  This person should be adept at identifying legitimate issues and resolving them.  If there is a conflict between the driver and someone else in the company, the designated advocate should be able to bring the two parties together and resolve the problem.  The presence of such a person within the company should be strongly communicated to the drivers so that they are aware that they have recourse if they have an issue.

5. Make sure that there is an open door policy that allows the drivers to meet with other management members.  The opportunity to speak with the owner/president is a powerful tool and tells the driver that the company legitimately cares about him.

6. Company functions such as picnics, etc. encourage a sense of belonging and make it harder to leave the company.  As a consequence, informal company outings are recommended.  

7. Individual recognition generates a personal pride and acknowledges that the company appreciates the efforts of the driver.  Driver of the month, driver of the year, and other rewards can be extremely effective.  One of the best systems of reward combines all aspects of driver performance.  In this system, the driver is assigned points for miles driven, tows made, or other measures of job performance.  From this total, points are subtracted for late deliveries, failure to properly secure loads, equipment abuse, collisions, freight claims, or any other safety/service failure.  The driver who has the most points at the end of the month is designated as “driver of the month” or “employee of the month”.  His name is posted on the bulletin board, and a plaque is provided to him.  The driver of the year is the driver with the most points at the end of the year.  An award such as a paid vacation to the Bahamas should be provided to this driver.  The award should be something that the driver’s wife of significant other can share in.  This creates incentive for them to encourage the driver to excel.  The net result of such a program is that the driver is more productive and is more conscientious about turning in completed paperwork.  In addition, due to the company and peer recognition, he has a greater incentive to stay with the company.

8. Provide drivers with hats and shirts that are identified with the company logo.  Such apparel provides the driver with a sense of belonging to the group and encourages him to develop a “family” attitude.

The most important issue to remember is that the driver wants the same level of respect and courtesy that you, yourself expect.  If treated in this manner, 90% of the cause for driver turnover will have been eliminated.

Dispatch and Home Time

Studies have found that drivers that are required to stay on the road more than a week tend to look for jobs that provide them with more home time.  While there are times that a driver must stay out longer, the goal of the company should be to get the driver home at least weekly and allow him two days at home between trips.  If at all possible, drivers should be recruited from areas that allow them to pass through home while enroute to, or coming back from deliveries.  

As with all of us, drivers occasionally have issues come up that need to be addressed.  When this occurs, every effort should be made to route him home to take care of them in a timely manner.  Drivers understand that deliveries must be made, but they do not understand a failure on the part of the company to recognize their needs as well.  The key to resolving this problem is to find a balance between the immediate company needs and the driver’s needs.  If the issues are of an emergency nature, the driver’s needs should take precedence.  In all other cases, viable solutions are normally easy to find if proper communication is maintained.

If drivers are required to stay out longer than a week, then make-up home time should be provided.  Remember, the driver is doing a job for you, but he still has a life outside of the truck.

Benefits

Drivers who care about the company also care about the security of their families.  As a consequence, knowledgeable companies will adjust the pay in order to provide benefits such as health insurance, life insurance, and 401K programs for their drivers.  In many cases, in order to make such programs economically feasible, employee contributions may be necessary.  Drivers recognize this and are not deterred by the need to make contributions.  Rather, they are concerned about the availability of the programs that are necessary to protect themselves and their families.  

Typically, within the transportation industry, a driver who quits a company can go to another similar company and start work without losing any tenured benefits.  Changing companies is a lateral move with no loss to the driver.  Therefore, benefit programs such as an employer contribution retirement fund that is vested over time, accrued vacation time, or health benefits that the company assumes more of the cost of over time, encourage a driver to stay with the company.  Ultimately, the goal is to invest the driver into the company to such an extent that he recognizes a substantial loss if he leaves.  This eliminates the lateral move that the driver can make without losing anything.

Equipment

A driver’s truck is his office, his home, and his source of revenue production.  In order for him to be happy, it needs to be clean and well maintained.  Chrome accessories and extra lights are not necessary.  However, it still must be a source of pride when he is on the road or in a truck stop.  One of the most important issues is the response of the shop to comfort issues.  Issues such as faulty air conditioning, broken door handles, missing knobs, etc., may seem minor, but to the driver who is in the truck all day, they are just as important as the same issues would be in your office.  Major maintenance that keeps a truck on the road is of paramount importance.  However, make sure that the mechanics have the time and resources to address the issues of driver comfort as well.  If a driver has no air conditioning, or has other mechanical issues that create an uncomfortable environment, he will only stay in the truck long enough to find another job.  On the surface, this issue is related to maintenance.  However, the real key goes back to the primary question of “How am I treated?”  Be sure that your drivers have a process that ensures that maintenance issues are taken care of.  If issues of parts availability occur, communicate with the driver and obtain the parts as quickly as possible.  In no event should a driver go more than a week without the complaints being resolved.

Be sure that the equipment is clean and well serviced.  This not only affects the driver attitude, but it affects how the shipper or receiver sees your company.  

Pay:  

Pay is the least of the issues that affect driver retention.  Most companies operate on roughly the same margins and have the same constraints on driver pay levels.  The primary issue in this area is to be sure that the driver is made realistic promises at the time of hire.  Don’t exaggerate the revenues and create false expectations.  If the company only provides an average of 2500 paid miles per week, don’t promise the driver more.  It does no good to make promises that are not kept.  In fact, when this occurs, the driver’s employment with the company is short-lived and is likely to tell others of the shortcomings, making it harder to recruit drivers in the future.  If benefits are provided, the pay will be less, but good drivers recognize this limitation and will accept the lesser pay in exchange for a good benefit program.  Once driver turnover is reduced, the resources dedicated to finding new drivers can be freed up and pay levels can be enhanced even more.  

By understanding the above issues, a company can develop policies and procedures that encourage driver retention and substantially reduce the costs and headaches of driver recruiting.  The best way to find good drivers is to keep the ones that you have.  The extra effort to do this is well worth the investment.  Remember, the good driver that you are looking for is the one that someone else lost because they failed to follow these guidelines.

DRIVER PROCESSING (CFR49, PART 391)

Once a driver has been accepted by the company for employment, the hiring process must meet the standards found in the Federal Motor Carrier Safety Regulations (FMCSR).  Since all but two states have also endorsed these regulations and made them state law, even if a company is operating intra-state only, it is likely that they are required to follow the same procedures.  In addition, since the requirements found in these regulations have been accepted as the minimum standards for safe operation, they are a standard that all companies should use, even if not required by the laws of their state.  

The FMCSR define a commercial vehicle as any vehicle with a gross vehicle weight rating (GVWR) of 10,001 or more, any vehicle that is transporting more than 15 passengers, or any vehicle that is transporting placardable amounts of hazardous materials.  Companies using vehicles that fit any of these criteria must meet the qualification requirements found in Part 391, FMCSR.  In addition, if the company qualifies due to the transport of passengers or hazardous materials, they must comply with the requirements of parts 382 and 383, FMCSR.

Part 391 Requirements:  Under this section of the motor carrier regulations, the company must conduct various investigations into the driver’s background and provide the appropriate documentation.  This documentation is kept in the “Driver Qualification File” and is subject to inspection by various federal and state enforcement agencies.  Listed below are the various items that must be included in the file along with a brief description of each.  

1. Driver Application:  The application must conform to the requirements of the regulations.  In order to do this, it must provide information on the driver’s employment in the past 3 years and must list any driving employment during the past 10 years.  In addition, it must list all licenses, tickets, and collisions that the driver has had in the past 3 years.  Information on license suspensions and revocations must also be listed. It also requires the normal contact and general information that is found on general employment applications.

2. Past Employment Checks:  Past employment verification must be obtained from all employers (regardless of type of employment) during the most recent 3 years.  These checks should include information regarding the dates of employment, types of equipment operated, accidents that the driver had during his employ, and whether he is eligible for rehire.  A release form should be obtained from the driver that allows the company to provide this information.  This form should be faxed to the past employer along with the questions to be answered.  Phone contact with the past employer is acceptable, but the record of the phone call should include the name of the person supplying the information, their position with the company, and a brief synopsis of the information that they provided.

3. Inquiries Regarding Positive Drug/Alcohol Tests:  If the driver is CDL qualified, inquiries regarding any drug or alcohol tests that the driver tested positive for during the most recent 2 years must be made.  These inquiries must be in writing and accompanied by a signed, original release form that allows the previous employer to provide the medical information that is being requested.  It is recommended that the request be photocopied prior to be sent, and the photocopy placed in the qualification file as evidence of a valid attempt to obtain the information.  Upon receipt of the completed form, the photocopy of the request can be discarded.  This requirement may not be necessary if the driver is not a CDL qualified driver.  However, it is still recommended that companies perform this check on all drivers.

4. Driving Record:  A current copy of the driver’s motor vehicle driving record (MVR) must be obtained and placed in the driver qualification file.  DOT provides that this must be done within 30 days of hire.  However, it is recommended that a copy be obtained prior to using the driver for the first time.  A new MVR must be obtained annually and the copy in the file must be not less than one year old.  It is recommended that a new MVR be obtained for all drivers at the same time each year.  This eliminates the logistical problem of tracking individual MVR’s to determine when new ones need to be obtained.

5. Physical:  The company must obtain a record of the driver’s physical that is less than 2 years old.  A photocopy of a current medical card is acceptable.  However, it is strongly recommended that the long form of the physical be obtained in lieu of accepting the medical card.  It is further recommended that the company designate a company doctor or clinic to perform physicals and require all driver applicants to undergo a new physical at the time of hire.  New physicals must be obtained every two years unless the driver has a blood pressure recording in excess of 160 on the systolic side or 90 on the diastolic side.  In this case, the driver must reduce his blood pressure below 140/90 within 90 days and then must take a new physical annually to ensure that his blood pressure and other cardio/vascular issues are within the defined limits. Drivers with blood pressure readings in excess of 140/90 may drive, but must renew their physical annually.

6. Drug Testing: Pre-hire drug testing is required for all CDL qualified drivers.  An authorization for such testing must be signed by the driver and placed in the driver qualification file prior to the testing being done.  Testing must comply with the requirements of Part 40, FMCSR.  This means that the collection site must be conversant and compliant with the regulations and that the lab that they use must be a NIDA approved lab.  Most clinics are aware of these requirements and are good sources for drug test processing.  The drug testing regulations will be covered more thoroughly in the drug and alcohol section of the manual.

7. Road Test:  All drivers should be required to undergo a road test.  The test record of the test should be completed on an approved form that identifies all areas evaluated.  Road tests should include at least 20 miles of driving and require the driver to complete the types of duties that are a normal part of his employment.  These duties may include, but not be limited to, backing, load securement, chaining, towing hook-ups, etc.  The person providing the road test should be knowledgeable of safe driving practices and be able to properly evaluate the driver’s skills.

8. Certificate of Violations in Past 12 Months:  This form must be filled out by the driver at the time of hire and annually thereafter.  The driver must list all citations received in the past 12 months, regardless of what kind of vehicle they were driving at the time of the citation.    This form should be checked against the MVR to ensure accuracy.

9. Annual Review:  After reviewing the driver’s MVR, Certificate of Violations in the Past 12 Months, his accident record, and any other documents related to his safe operation, the company must complete the Annual Review form and sign off as to the driver’s continued safety clearance.  This process must be done at the time of hire and annually thereafter.

10. I-9 Employment Eligibility Verification:  Although not required by the DOT, this form is required by the Department of Labor and must be in the file.  The form requires that the company validate the applicant’s right to work by verifying that he is either an American citizen or that he has the appropriate legal alien paperwork.  This form must be completed at the time of hire and the corroborative documentation must be reviewed and recorded.

11. Receipt for the FMCSA Safety Regulations:  A copy of the safety regulations handbook should be provided to all drivers at the time of hire.  The inside flyleaf should be dated and signed and torn out of the handbook for inclusion in the driver qualification file.

12. Company Policy on Drugs and Alcohol:  If the company uses CDL qualified drivers, it must supply them with a written policy on drugs and alcohol.  The driver must acknowledge receipt of the manual and the receipt should be placed in the driver qualification file.

13. Company Policy and Safety Manual:  The company should have a written policy and safety manual and a copy should be provided to all drivers.  The driver should sign for receipt of the manual and the receipt should be placed in the driver qualification file.

14. Photocopy of current license:  A photocopy of the driver’s current driver’s license should be made and placed in the driver qualification file.  As new licenses are acquired, copies should be made to replace the expired one.

15. Photograph:  This is not required by the regulations, but is a recommended inclusion in the file.  A color photograph of the driver will assist in identification in the case of vehicle theft or other issues that require the driver’s description.

Other items such as pay issues, wage garnishments, safety awards, and disciplinary actions should be maintained in a separate driver personnel file.  Keep in mind that the driver qualification file is a federal/state requirement and is subject to inspection by various interested parties.  It is therefore important to only keep required or recommended paperwork in that file.  It is also recommended that the drug test results and long-form physical results be kept in a sealed envelope within the file so that they are not made available to the general public.  The driver qualification files should be kept in a locked cabinet so that they are not accessible to non-qualified persons.

Driver qualification files must be maintained and current for all active drivers, and must be kept by the company for a period of 3 years after the driver leaves their employ.

DRUG AND ALCHOHOL TESTING REGULATIONS

The following is a brief synopsis of the drug testing regulations.  The full regulations can be found in Part 40 and Part 382 of the FMCSR.  Please review these regulations to ensure full compliance with the regulations.

General:  All companies that use CDL drivers must have a drug and alcohol screening program.  This program must include pre-hire testing for drugs with the results being returned before the driver can be used.  It must also include drug and alcohol testing on a random basis, after a qualifying accident, and when there is reasonable suspicion that the driver is under the influence of a prohibited substance.

Company Policy on Drug and Alcohol Abuse:  In addition to the testing, the company must provide all drivers with a company policy on drugs and alcohol.  This policy must be in writing and, at a minimum, cover the consequences of drug or alcohol use, explain the process that must be followed when drug/alcohol tests are given, and the processes involved when a positive test is received.  It must also advise the driver of resources that are available to him in the case of chemical dependency.  The driver should sign for receipt of this manual and the receipt should be made part of the driver qualification file.

Supervisor Training on Substance Abuse Recognition:  At least one supervisor within the company must attend two hours of training on drug and alcohol abuse recognition.  This training provides that individual with the information necessary to recognize the symptoms of abuse and qualifies him to require drivers to submit to reasonable suspicion testing.  Upon completing such a program, the supervisor should receive written certification of completion.

Testing Facilities:  Testing facilities should be conversant with the criteria set forth in Part 40, FMCSR.  This includes the requirements regarding the nature of the lab where the sample is submitted, handling and chain of custody requirements, and criteria for the area where the driver provides the sample.  Most industrial clinics are fully qualified to obtain and send off the samples for processing.  However, to ensure that your program is in compliance, be sure to verify that the clinic is knowledgeable and complies with the requirements of the regulations.

Pre- hire Drug Testing:  All CDL drivers must be drug tested as a part of the hiring process.  The negative result must be received prior to the company using the driver for the first time.  Applicants who test positive for controlled substances during their pre-hire screening may not be considered for hire.  Companies should also consider that there is a high recidivism rate among reformed drug abusers and develop their hiring policies accordingly.  Pre-hire alcohol tests are not given since the presence of alcohol in measurable amounts is not illegal unless the driver is performing a safety sensitive task such as driving.

Random Testing:  Motor carriers are required to random test their driving force.  The equivalent of 50% of drivers must be tested for drugs on an annual basis.  The equivalent of 10% must be tested for alcohol.  Because it is a random program, the tested driver’s name is placed back in the pool of driver names and may be subject to being selected again within that calendar year.  The selection procedure must be random with the names selected in a “scientific” manner.  If the company does not have a large pool of drivers and a method of satisfying this requirement, it is recommended that they place their drivers in a drug testing consortium where they will be included with drivers from other companies in a random selection process.  Consortium membership has the added benefit of ensuring that drug testing records are kept in the prescribed manner. 

 Drivers that are selected for random testing must report to the testing facility immediately upon being notified.  The only exception to this rule is for drivers who are engaged in a safety sensitive function that must be completed before ceasing the function.  In such cases, the driver must submit to the appropriate testing immediately upon completing the function.  

Since alcohol is not an illegal substance unless the driver has a measurable amount in his system while performing safety sensitive functions, such testing should not be performed unless the driver is engaged in such a function or immediately after he has completed such a function.  

Reasonable Suspicion Testing:  Drivers who exhibit the symptoms of drug or alcohol use may be singled out for reasonable suspicion testing provided that a management representative that has completed the drug and alcohol abuse recognition training confirms that there is cause for such testing.  In the case of reasonable suspicion testing, the driver should be transported to the testing facility.  Under no circumstances should the company as him to drive to the facility.  

Post-Accident Testing:  If a driver is involved in a qualifying accident, a post-accident drug and alcohol tests will be necessary.  The criteria for determining if a driver requires such testing are as follows:

If the accident results in a fatality, the driver must drug and alcohol test regardless of whether any citations are issued.  The drug test must be completed within 32 hours of the collision.  Alcohol testing must be conducted within 2 hours of the collision.  If the 2 hour criteria cannot be met, the company must document why it was not done and continue to attempt such testing for up to 8 hours, documenting the delay at each 2-hour interval.  If the alcohol test cannot be completed within 8 hours, efforts to do so are terminated.

If the accident results in injuries that require treatment away from the scene of the accident, or if the damage to any vehicle requires towing for reasons other than tires, the driver must drug and alcohol test as described above if he receives a citation.  If the driver does not receive a citation, drug testing is not required unless a fatality resulted from the collision.
Positive Drug Test Results:  If a driver tests positive for drugs or alcohol, he must immediately be removed from any safety sensitive activities such as driving, and may not resume such duties until he has completed a drug abuse program and/or been certified by a substance abuse professional as no longer being an abuser.  If an individual provides such certification and the company reinstates him in a driving capacity, they are required to give him 6 random drug or alcohol tests (depending on what substance he tested positive for) during the first 12 months that he is back to work.

Although the drug testing requirements are only required for CDL drivers, it is a good company policy to adopt these rules for all drivers and driver-applicants.  By doing so, the company incorporates the minimum safety standards that the federal government has determined to be necessary for safe operation. 
CONCLUSION
As stated earlier, this manual is designed to help companies with their driver selection, processing, and retention.  While there is no guarantee that any program will work, the concepts put forth herein have a proven success rate when implemented.  The foundation of any successful company is its employees.  Good management begins with good employees.  Long-term drivers tend to be the best employees that the company can have, and its best advertising for new drivers when they are needed.  Driver selection is the foundation of driver retention, timely deliveries, fewer accidents, and increased profits.  Learning and embracing the concepts that encourage such retention is the cornerstone of company success.  Consequently, successful companies continually strive to improve the programs that find and keep good drivers.  Don’t limit your efforts to the issues listed in this manual.  Instead, seek to improve the programs and develop new ideas.  

ADDENDUM

  MAINTENACE AND LOGGING

Maintenance

Maintenance records must be kept on all vehicles that have a Gross Vehicle Weight Rating (GVWR) in excess of 10,001 pounds.  Each vehicle should have its own file that is identified with the company number if so designated, the year, make, and serial number, and the tire size.  In addition, if the vehicle is not owned by the company, the name of the owner should be on the file.  

Records kept in the file should include a record of all maintenance, all lubrication, and all inspections.  Maintenance records should include all repairs or adjustments, no matter how minor.  Inspection records should include all inspections performed by personnel other than the driver.  

The driver must perform a daily vehicle inspection each day that the vehicle is operated, and provide a copy of it to the company.  The company must keep a copy of this inspection for a period of 90 days.   All other maintenance records must be kept as long as the vehicle is in the company’s control, and for 2 years after it is disposed of.  

Records must be kept where the vehicle is housed or maintained.  Owner operators may keep the maintenance records for their vehicles, but must be able to provide them to the company or the DOT upon demand.  If they are not in compliance, the company that uses the owner-operator is held responsible and will receive the file.  For this reason, it is recommended that the company keep approved maintenance records on all equipment, including owner-operator equipment. 

Equipment that is leased from the major truck leasing companies are normally maintained by that company or its designated repair facilities.  
Files for these trucks are kept by the leasing company and are normally fully compliant with the record-keeping regulations.  However, if the company has additional inspection criteria, or performs maintenance or lubrication on the vehicles that is not included in the leasing company’s files, records of such activities should be maintained.

A copy of any inspections that are performed by state or federal officials must be kept in the file along with a record of any repairs that are made as a result of the inspection.

Records of brake inspection and maintenance are especially important.  Most out of service defects found in roadside inspections relate to brakes.  Further, if the vehicle is involved in a serious collision, poor brakes can result in serious allegations against the company.  It is therefore critical that the brakes be well maintained and that there be adequate records of such maintenance.

Logs

Part 395, FMCSR, requires that non-CDL drivers of commercial vehicles with a GVWR of over 10,001 pounds maintain a record of their hours of service unless the following criteria are met:

a. The driver stays within a 150 air-mile radius

b.  Returns to the location that he was dispatched from at the end of each duty tour and is released from duty

c. Has at least 10 consecutive hours off before returning to work

d.  Does not exceed 11 hours of driving during his duty tour

e.  Has time left in his 60/70 hour limits

f. Does not drive after the 14th hour after coming on duty on 5 days of any period of 7 consecutive days, or after the 16th hour after coming on duty on two days of any period of 7consecutive days 

g. The company maintains records that identify the time that he began work, the number of hours that he was on duty that day, what time he was relieved of duty, and how many hours he has worked in the past 7 days.

CDL qualified drivers do not need to log if the following criteria are met:

a. The driver stays within a 100 air-mile radius

b. The driver returns to his home terminal within 12 hours and is released from duty

c. Is given 10 consecutive hours off duty (8 consecutive hours if transporting passengers)

d. Does not exceed 11 hours of driving (10 if transporting passengers)

e. Stays within the maximum allowable hours in a 7 day period

f. The company maintains 6 months of records that identify the time the driver came on duty, the hours worked, and the time released from duty.

Drivers as described above must begin logging as soon as they become aware that any of the above provisions have been exceeded.

If a driver logs, the following hours of service regulations must be complied with. A driver may not drive more than: 

a. 11 cumulative hours following 10 consecutive hours off duty 

b. For any period after the end of the 14th hour after coming on duty following 10 consecutive hours off duty 

· On duty time does not include any time resting in a parked vehicle. In a moving property-carrying CMV, does not include up to 2 hours in passenger seat immediately before or after 8 consecutive hours in sleeper-berth. 

c. After having been on duty for 60 hours in a period of 7 consecutive days if the company does not operate vehicles 7 days a week or 

d. After having been on duty for 70 hours in a period of 8 consecutive days if the company operates 7 days a week 

e. Until July 1, 2013, a driver may restart a 7/8 consecutive day period after taking 34 or more consecutive hours off duty. 

· Effective July 1, 2013, in order to qualify for the “34-hour restart provision”: it (1) must include two periods between 1 am- 5 am home terminal-time and (2) may only be used once per week. 

f. Effective July 1, 2013, May drive only if 8 hours or less have passed since end of driver's last off-duty period of at least 30 minutes. [HM 397.5 mandatory "in attendance" time may be included in break if no other duties performed] 

For commercial vehicles transporting passengers, the rules listed above in parts a, b & f are modified as follows:

a. May not drive more than 10 hours after having 8 consecutive hours off duty

b. May not drive after having been on duty 15 hours after having 8 consecutive hours off duty

f. The 30 minute break requirement does not apply to passenger carrying vehicles.

Speeds must conform to the laws of the states traveled in. The DOT feels that if a commercial vehicle operates within the speed limit, the average speed will be at least 5 miles per hour under the posted speed on a 4-lane highway and not more than 45mph on a 55mph 2-lane highway.  If a vehicle routinely exceeds this rule, the DOT may require proof that the trips can be completed at the recorded speeds.

All logs should identify the miles driven that day.  Changes of duty must be identified by the closest city and state to the change of duty location.  Line 4, (On duty, not driving) should be identified as to the nature of the work being performed.  Total hours on each line should be totaled with the total equaling 24 hours.

Auditing Logs

All companies must audit the logs for accuracy and compliance with the regulations.   

Accuracy must be verified by checking the log entries against corroborative documents such as fuel receipts, toll tickets, bills of lading, Qualcomm or other satellite tracking, and ECM downloads.  

Mileage entries between stops as well as total miles for the day should be checked against PC Miler, Rand McNally, or other mileage programs.  
Auditors should be alert for inadequate mileage or speeding when checking the miles. 

The logs should be checked to verify that the driver has stayed within the 11, 14, and 60/70-hour rules, and that required breaks between duty periods are at least 10 hours.  

Finally, logs should be checked for acts of omission such as failing to record the bill of lading number, duty changes, etc.  On duty time for such items as pre and post-trip inspections, loading & unloading, and roadside inspections should be checked for.  

The company should have a log violation policy in place that provides increasingly severe penalties for repeat offenses.  Training programs should be in place to ensure that all drivers fully understand the logging regulations are capable of complying with them.   It is understood that even well trained drivers will make mistakes on their logs.  As a consequence, the violation policy should begin with minimal consequences for violations and only become severe when a driver shows a continual disregard for the regulations.  Log falsification, however, is an intentional act that jeopardizes the safety of the motoring public and should not be tolerated.  Stiff penalties should be in place to prevent drivers from falsifying their logs.

DRIVER TRAINING PROGRAMS

Driver training programs are an important part of maintaining a good safety program.  Driving is a repetitive job that requires continued emphasis on good safety habits.  In addition, a good training program reflects the commitment of the company to safe operation and reinforces to the drivers that the company holds them to professional standards.  

Studies have shown that regular safety meetings have a positive effect on driver attitude.  Without regular emphasis and training, the average driver will have an accident every 5 years.  With effective training, the number and frequency of these collisions is substantially reduced.

Training should be provided in all areas of defensive driving to include following distances, attitude, and attention to seasonal hazards such as school traffic, winter driving, and tourists.  The training should be provided by persons who are qualified to provide the training and who can be effective communicators.  If the drivers are routinely on the road and the entire driver force cannot attend the meetings, then they should be held several times a year to ensure that all drivers have the opportunity to attend at least two per annum.  

SAFETY AWARDS AND OTHER PROGRAMS

Safety programs can take many forms and use combinations of methods that are designed to heighten the driver’s safety awareness.  Methods may change as drivers begin to ignore programs that have been in place for a long period of time.  Don’t hesitate to try new programs or change old ones when they begin to lose effectiveness.  Some safety programs that are commonly used include safety flyers that are included with the paycheck, driver of the month/year awards, recorded messages that are played over the phone while the driver is waiting to talk to dispatch, messages sent over Qualcomm or other communication devices, and peer recognition programs.

Of the various safety programs, the awards program has proven to have a continued success.  However, to be effective, these programs should be totally objective, have high goals, and provide non-monetary awards.  Keep in mind that while a plaque or other physical award remains with the driver, monetary rewards are spent and forgotten.  Be sure that the driver that receives such an award does so publicly, and that a record of it such as the driver’s name posted on the bulletin board or other similar recognition is made.    

Always keep in mind that while some programs are more effective than others, all programs have value and help prevent collisions.  As a consequence, the money spent on them results in revenue retention that is well in excess of the monies spent on the program.  Stay innovative, but no matter what, be sure to maintain the proper emphasis on safety.
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