WINNING SAFETY FORMULA:

DRIVER ENGAGEMENT
& CROSS-DEPARTMENT
COLLABORATION

ALL STAKEHOLDERS — FROM SENIOR MANAGEMENT TO LOCAL SUPERVISORS — SHOULD BE EN-
GAGED IN FLEET SAFETY. TO ENSURE SUCCESS, SENIOR LEADERSHIP MUST SUPPORT THE INITIATIVE
AND COMMUNICATE THAT SUPPORT TO EVERYONE WITHIN THE ORGANIZATION. BY MIKE ANTICH

river compliance is critical to the suc-
cess of any fleet program. A corporate
safety program will not succeed with-
out driver engagement. Likewise, cost-
cutting and sustainability initiatives are
similarly doomed if drivers are not engaged.
For instance, the way employees drive com-
pany-assigned vehicles can improve (or de-
crease) safety, fuel economy, and reduce (or
increase) emissions.
All stakeholders — from senior man-
agement to local supervisors — should be
engaged in the process of managing driver

behavior. To ensure success senior leader-
ship must support the initiative and com-
municate that support to everyone with-
in the organization.

In addition, it’s absolutely critical that an
organization has a well-communicated pol-
icy in place that defines acceptable driving
practices as well as standard driving perfor-
mance expectations, and that drivers ful-
ly comprehend the organization’s polices.

M Training: New hires should receive on-
boarding assessments and training. Existing
drivers should receive regular driver train-

ing to keep safety fresh in their minds. Vi-
olators should receive remedial training to
help them improve deficient skills.

B Measurement and Scoring: Organi-
zations need to measure driving behavior
through regular MVR checks and real-time
evaluation of the driver provided by telemat-
ics. Drivers should be scored for their driv-
ing performance. Whenever a driver exceeds
the organization’s threshold fora given data
parameter, the driver should be assigned
points. Points should be tracked, aggregated,
and categorized in order to identify high-risk
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drivers, as well as consistently safe drivers.

m Immediate Management Action:
When an event occurs — whether itis an
accident, an infraction, a violation, or ex-
ceeding a set organization threshold — it
is critical that action be taken immediate-
ly to improve the driver’s behavior. The ac-
tion may include driver training, supervisor
coaching, or ride-along observations, but it
needs to beimmediate in order to reinforce
safe driving expectations.

The safety message must be viewed as a
message from senior management. All em-
ployees must have no doubt that the corpo-
rate fleet safety program is being championed
by the president or CEO as the corporate
safety culture.

The message must be consistent and reg-
ularly reinforced throughout the year by all
levels of management. Focus on at-risk driv-
ers, field managers, and new-hires.

The safety culture policies must be clear
and concise for everyone. Set the level of ex-
pectation from the beginning, There should
be no gray areas in how policies are inter-
preted. Likewise, there should be no excep-
tions to violations regardless of rank or stat-
ure within the company. Everyone must be
treated equally. Establish accountability. The
best approach is a carrot-and-stick strategy.
Reward and recognize safe driving behav-
ior. Institute accountability and consequenc-
es for unsafe driving behavior. The message
must be that it is a privilege to drive a com-
pany vehicle, notan entitlement.

It is important to establish and commu-
nicate a written fleet safety policy and pro-
cedures to set clear and consistent expec-
tations of drivers. It is critical that senior
management is vocal in its support of the
fleet safety policy.

A safety program establishes the policies
and procedures to ensure a safe work envi-
ronment for employees and to help minimize
liability resulting from vehicle accidents. Es-
tablish clear hiring standards and a thorough
screening process for anyone who drives on
company business. Based on this policy, itis
important for HR to screen applicants who
would drive company vehicles.

It is important to make fleet policy flex-
ible enough to cover unanticipated situa-
tions. If fleet policy lists prohibited vehicle
uses, be sure to include a qualifying phrase
“including but not limited to.”
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Itis important for a company to identify
all employee drivers, even occasional driv-
ers who are not assigned a company vehicle.
Businesses are often not completely aware of
the full extent of their non-company vehi-
cle exposure.

LIABILITY MITIGATION

Implementation and documentation are
important to reduce a fleet’s legal liability.
There must be evidence that training pro-
grams were implemented. Programs should
be well documented including details as to
when the training occurred, length of training,
training topics, and whether there was testing
of driver retention of the materials covered.

‘When liability claims occur, theability to
produce records can reduce theamount of a
potential settlement.

The biggest deficiency in safely training
programs is a lack of ongoing driver engage-
ment. Safety training should be ongoing for
all drivers regardless of seniority. They should
be reminded and reinforced of the lessons
learned in previous training sessions.

When experienced drivers received repeat-
ed defensive driving courses, theyre more
likely to apply that training in an emergency.
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There should be no exceptions to violations regarless
of rank or stature within the copmany. Everyone must
be treated equally in order to establish accountability.

MAINTAINING DRIVER ENGAGEMENT

Securing management buy-in to a safety
program is critical, but so too is getting driv-
er input and support.

The driver is the “on-the-job expert” who is
doing the work day in and day out. More times
than not, they are the people who can iden-
tify the inefliciencies and possible remedies.

Hold quarterly safety meetings to rein-
force the company safety policy, but also to

solicit driver feedback, such as ways to min-
imize backing up accidents, and reinforce
compliance with the fleet’s core safety values.

For new drivers, onboarding programs
allow them an opportunity to get to know
a fellow driver to discuss issues or ask ques-
tions they would not feel comfortable ask-
ing a manager.

For veteran drivers, quarterly safety meet-
ings help avoid complacency and ensures
they are up-to-date on the company’s safe-
ty standards.

A safety program will not work if drivers
do not comply with safety policy or do not
modify bad driving behavior. The way em-
ployees drive company vehicles can either
improve or decrease the incident of prevent-
able accidents.

ATTAINING MANAGEMENT SUPPORT

Senior management support is the key to
success for a fleet safety program.

The hard reality is that many senior man-
agers do not consistently view fleet safety as
a top priority.

When you talk with suppliers of fleet safe-
ty programs and related services, they point
out that the “talk” often does not translate into
action. Management interest in fleet safety
ebbs and flows.

Fleet safety is currently a hot button issue
due to fleets experiencing an uptick in pre-
ventable accidents. The primary cause of the
uptick is due to driver distraction. Liability
exposure resulting from preventable acci-
dents has made senior management more
sensitive to enforcing fleet safety policies. Un-
fortunately, this sensitivity sometimes aris-
es after the fact following a lawsuit or fleet-
related fatality.

Industry studies show that accidents rep-
resent 14% of a fleet’s total expenses, although
it is probably even higher since these studies
do not take into account soft costs, such as
downtime, lost employee productivity, etc.

The annual accident rate for fleets averag-
es around 20%, with some industries, such
as pharmaceuticals, even higher. In terms of
fleet safety programs, any vehicle-related ac-
cident should be viewed as a defect. What
company would view a 20% or more defect
rate as acceptable?

Ofthe 20% of vehicles involved in an acci-
dent, about 40% are involved in preventable
accidents due to driver negligence. If 40% of
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DRIVER ENGAGEMENT

all accidents are preventable, this presents
a huge opportunity to reduce what a fleet
spends on accident-related costs.

Overall, accidents represent 14% of a
fleet’s total expenses. Eliminating prevent-
able accidents would lower the expense rate
to just over 8%. In today’s fleet world, there
are few areas where such dramatic cost sav-
ings can be achieved.

CROSS-DEPARTMENT COLLABORATION

Fleet should seek out cross-collaboration
opportunities with other departments. One
cross-collaboration opportunity is with EHS,
which is responsible for employee safety is-
sues elsewhere in the company, such as the
factory floor and workstation ergonomics.
In recent years, EHS has been extending
its reach into fleet because company driv-
ers are one of the largest sources of work-
ers’ comp claims.

Driver-related ergonomics issues that re-
sult in workers' comp claims are on the rise
attruck fleets. OSHA requires an employer
to provide a workplace free from recognized
hazards and OSHA considers company ve-
hicles to be a workplace.

Vehicle ergonomics has a direct bearing
on driver productivity, employee satisfac-
tion, and frequency of workers’ comp claims.
Optimized ergonomics can increase acci-
dent avoidance. Poor ergonomics increases
driver discomfort, which increases fatigue,
a key contributor to preventable accidents.

TELEMATICS AS A SAFETY TOOL

Many fleets have successfully adopted ef-
tective technology solutions, such as telemat-
ics systems and GPS productivity tools, to
modify driver behavior. These fleet man-
agers have successfully developed the busi-
ness case to acquire these technological tools.
Telematics and GPS productivity tools have
proven to be highly effective getting drivers
to reduce fuel consumption, drive “greener,”
and be safer behind the wheel of a vehicle.

One way to identify at-risk drivers is by
using telematics. GPS-based telematics has
come a long way from just being a routing
and location solution. Today, it is used in a
fleet safety program to minimize risk asso-
ciated with distracted driving and risky driv-
ing behaviors.

Telematics technology can help fleets
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modify driver behavior by helping to mon-
itor, identify, and correct the underlying be-
havior that leads to increased risk, crashes,
and liability exposure. Telematics documents
dangerous driving behaviors, such as aggres-
sive driving, hard braking, hard cornering,
and sudden lane change allowing identifica-
tion of drivers who need coaching or reme-
dial driving skills.

Telematics can pinpoint the specific driving
behavior that needs to be corrected. Because
telematics monitoring is often in near-real-
time, fleets can address these driving issues
quickly before an incident occurs.

TRAINING DRIVERS

Safe driving is intertwined to other cor-
porate initiatives, such as fuel cost reduction
and achieving corporate sustainability goals.
The best opportunity to modify driver behav-
ior is by training drivers to perform their job
more efficiently. For instance, if up to 30% of
a vehicles fuel efficiency is impacted by driv-
er behavior, you need to make partners out
of drivers to achieve corporate cost reduc-
tion and sustainability goals.

The way employees drive their vehicles
can either increase or decrease fuel econo-
my and greenhouse gas (GHG) emissions.
If you change the driving behavior of your
employees, you have a directimpact on the
amount of fuel consumed and the amount of
emissions produced. Even small increases in
mpg can result in substantial savings when
extrapolated across the entire fleet.

Fleet managers who have implemented
eco-driving training programs report a 5%
to 30% reduction in annual fuel consump-
tion by changing driver behavior. The term
eco-driving refers to specific driving behav-
iors that can improve fuel economy, reduce
operating expenses, decrease GHG emis-
sions, and promote safe driving. In fact, eco-
driving practices, by default, make employ-

Overall, accidents repre-
sent 14% of a fleet's to-
tal expenses. Eliminating
preventable accidents
would lower the expense
rate to just over 8%. In
today's fleet world, there
are few areas where
such dramatic cost sav-
ings can be achieved.

ees safer drivers by discouraging aggressive
driving and speeding. Many fleets correctly
view eco-driving and safe driving asbeing in-
tertwined. Besides decreasing fuel consump-
tion, eco-driving also helps lower other oper-
ating costs by extending the life of wear items,
such as tires and brakes. A good example is
to recommend to drivers to pre-plan trips to
minimize stop-and-go driving, which burns
fuel more quickly and increases emissions.
To maintain driver motivation, you need
to have an ongoing eco-driving training pro-
gram for new hires and periodic refresher
courses for current drivers, offering tangible
incentives for employees who perform well.

POLICY IMPACTS COMPLIANCE

All too often, managers attempt to con-
trol fleet costs on the backend. The best time
to control cost is before it occurs and the
way to do this is through establishing pol-
icies and procedures that inhibit unneces-
sary spending and establish the parameters
as to how drivers operate and maintain an
asset. By establishing fleet policies up-front
for expense control and making a concert-
ed effort to ensure these policies are upper-
most in the minds of your drivers, you will
reap substantial cost savings. Fleet policy in-
stitutionalizes the mechanisms to curb mon-
ey-wasting behaviors.

Unless you have an enforcement program
with incentives, the danger is that drivers will
drift back to old behaviors. It has been prov-
en that by using more “carrot than stick” you
can maintain these efficiencies over the lon-
ger-term. The No. 1 reason corporate sustain-
ability programs are not “sustainable” is due
to driver non-compliance. To make sustain-
ability programs work, you must turn drivers
into stakeholders in the program. The over-
whelming majority of drivers want to do the
right thing, but most do not see sustainabil-
ity as part of their job responsibilities. &
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