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Winning the Battle for Drivers 
Becoming the kind of company drivers want to work for 

\ 

 

 

We’ve lived with the driver shortage in the trucking industry for years, but we’re not alone.  As the 

economy continues to improve the competition for workers in industries ranging from construction to 

information technology is fierce. 

How do you overcome this problem?  How do you create a competitive advantage in recruiting and 

retaining your drivers?  According to a recent survey by TruckersTraining.com, the best trucking 

companies to drive for are “those employers which pay well and offer good benefits; employees have high 

satisfaction levels, and truck firms that have a good corporate culture and reputation.”  In short, they are 

the kind of company that people want to work for. 
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In talking about the driver “situation” we need to differentiate between “driver shortage” and “driver 
turnover”.  The shortage of drivers recognizes the need for a net increase in drivers entering the industry 
in response to growth, and to cover those drivers who are retiring or leaving the industry for other 
reasons.   Turnover, on the other hand, includes drivers that leave one company to join another.  While 
the terms may mean different things to different people, if your company needs drivers it really doesn’t 
matter why. 
 
  

First Some Numbers (Source:  Fleet Owner, August 2017) 
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What are the factors that differentiate For Hire and Private Fleets? 

• The first and most obvious factor is driver pay.  Private fleets pay their drivers over 20% more 

than their counter parts in For Hire fleets.  In general pay is more consistent and more likely to 

include a fixed salary base.   

• Private fleets offer better benefits consistent with the rest of the company’s employees. 

• Private fleets offer more frequent and consistent home time with more consistent schedules and 

less overnight travel requirements. 

These factors not only impact driver turnover, but they also are more appealing to younger drivers and 

those new to the industry – those needed in response to industry growth and retirement. 

 

 
Ten Best Cities for Drivers 

 
1 Atlanta, GA $64,000 

2 Chicago, IL $61,000 

3 Houston, TX $58,000 

4 Charlotte, NC $55,000 

5 Dallas, TX $52,000 

6 Columbus, OH $49,000 

7 Nashville, TN $48,000 

8 Kansas City, MO $47,000 

9 Indianapolis, IN $44,000 

10 Louisville, KY $40,000 
 

(Source:  Fleet Owner, August 2017.  Based on factors including job availability, average annual salary, and local cost of living.) 
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Being a Company Drivers Want to Work For – What Does That 
Mean? 

Being a company that drivers want to work for means different things to different people, but some key 

factors include a company: 

• That is financially secure.  One that offers a degree of security and has the resources to invest in 

its operations and personnel. 

• That has a company culture and value system where people are treated as a valued member of 

the “team”.  Where their work and contribution are valued and recognized.   

• They are companies where drivers are treated as employees - not a commodity. 

• Where there is opportunity for advancement and professional growth. 

• Where there is recognition of the need for work/life balance and the needs of family 

• That offer competitive compensation and benefits. 

• That is making the investments in equipment and technology necessary to make it possible for 

drivers and other employees to maximize their effectiveness and to operate safely and efficiently. 

Creating this environment and business culture is a two-way street.  Teamwork and mutual respect and 

support at all levels are the hallmark of companies that people want to work for. 

The Cost of Turnover 

We all know that driver turnover is costly.  Costly not just in terms of the cost of replacement – the cost of 

recruiting staff, advertising, training, on-boarding, etc. – but the cost of lost productivity as trucks sit idle 

waiting for a new driver.  In fact, the cost of lost productivity can be much greater than the cost of 

recruiting. 

For example:  A mid-size fleet of 100 to 120 drivers with a turnover rate of 75% is going to have to replace 

or hire almost 8 drivers per month.  Considering the cost of recruiting staff, advertising, orientation, on-

boarding, company specific training, and other elements required to bring drivers up to speed - the total 

cost of replacing those drivers can easily be $15,000 to $20,000 per month, (depending upon the mix of 

new versus professional hires).  But that’s only part of the cost. 

If takes 30 days to replace a driver, that means you have a truck sitting idle during that time.  Assuming 

weekly revenue objectives of $3,500 per week ($15,000 per month) and a Gross Profit Margin of 35%, 

every idle truck is costing your bottom line $5,250 every month.  Eight trucks, that’s a total profit impact 

of $42,000.   
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Added to the cost of recruiting, the total cost of turnover (recruiting cost plus lost Gross Profit) in this 

example is $57,000 to $62,000 per month, or roughly an average of $8,000 per driver. That doesn’t 

consider the potential impact on safety, customer relations, and other non-monetary factors that are the 

result of losing an experienced driver. 

This example talks about the cost of replacing drivers - turnover, it does not include the cost of hiring 

drivers due to business growth, or to fill existing empty trucks.  Considering those requirements, even 

though turnover may go down, recruiting should continue to meet current and future business demands.  

It may also advisable to maintain high recruiting levels in order have a backlog of drivers you can call on 

when needed. 

 

 

A Strategy for Winning 

Long-term success in winning the battle for drivers requires discipline and commitment.  It is a process of 

continuous evaluation and improvement. 
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Planning 

As with any strategy, the process starts with planning and developing a vision of where you want to be as 

a company - one, five, ten years or longer down the road.  This includes: 

• Defining operational tactics that are going to maximize productivity and asset utilization, including 

drivers. 

• Setting specific short and long-term goals and objectives consistent with your business strategy, 

growth objectives, and identifying how each part of your operation will contribute. 

• Consistent with those business goals, establishing and monitoring Key Performance Indicators for 

every part of your operation, from individual drivers to business managers and executives. 

• Most importantly – COMMUNICATE.  Communication, and the involvement of your drivers and 

other employees in this process is critical to its success and effectiveness. 

This planning process will help to determine your driver requirements – not just numbers but the personal 

characteristics that are going to help you be most effective: 

• Being able to define the type of drivers you’re going need over time – local, regional, long-haul, 

dry van, heavy-haul, etc. – consistent with that vision.  The driver who may be an ideal candidate 

for a local service, may not work in a long-haul environment. 

• To maximize truck utilization and operational productivity are you considering operating multiple 

shifts, “slip-seating”, “drop-and-hook”, or having drivers in multiple domiciles and/or terminals?   

• You also need to understand your current driver situation.  Do you have older drivers that may be 

considering retirement?    

These factors are going to enable you to plan more effectively and will determine your recruiting 

requirements now and in the future.   

 

Personnel Practices 

Putting this vision into practice requires the development and implementation of basic personnel policies 

that will determine its ultimate success. 

From compensation strategies and benefit packages, to recognition and family leave policies, driver 

attitudes are changing and your personnel practices have a significant impact on driver satisfaction and 

retention.  These practices most profoundly reflect a company’s culture and value system.  They promote 

a value system where people are treated as employees, as a valued member of the “team”, and where 

work and contribution are appreciated and recognized. 
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A Driver Career Path 

A critical part of that value system is the opportunity for advancement and professional growth – a career 

path that allows drivers to advance, as professionals, within their profession, and within the company. 

 

 

 

Beginning with entry level drivers, such a path recognizes seniority and performance.  It provides drivers 

the opportunity to advance – from entry level to senior level driver positions – and to explore other 

opportunities for advancement within the company, or as an independent owner/operator, where their 

experience and expertise are invaluable. 

Compensation and Benefits 

Consistent with this career path model, compensation practices need to be reconsidered.  Traditional 

practices based on a rate-per-mile, per-hour, or percentage-of-load-value may not be the most effective 

way to compensate your drivers and promote the kind of performance you need, or to encourage 

retention.  Consideration should be given to a model that provides a guaranteed base salary – adjusted by 

seniority and job classification – augmented by bonuses awarded based on such factors as safety, 

customer satisfaction, and achievement of performance goals and objectives.   
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Companies need to recognize that driver attitudes are changing and benefit packages and family support 

programs play an ever more important role in driver satisfaction and retention.  In addition to normal 

medical and retirement, and work / life balance programs, companies might consider unique approaches 

such as: 

• On-line education programs 

• Concierge services for families while drivers are on the road 

• Profit sharing 

These types of programs can go a long way toward developing a culture of employee value, loyalty and 

satisfaction, which will be reflected in improved driver retention. 

 

Organization Consistency 

Personnel practices and policies must be consistent across the organization and focused on developing an 

environment of mutual support and “teamwork” toward meeting common goals and objectives.  Each 

area of your organization: 

• Operations 

• Finance 

• Technology and Information Systems 

• Sales and Marketing 

• Maintenance 

• Administration 

needs to be working together to support each other in meeting the company’s objectives.    

Finally, key to promoting consistency, personnel policies must establish accountability at all levels and 

areas of the organization consistent with business strategy, goals and objectives. 

• Define Key Performance Indicators 

• Conduct regular performance reviews to recognize contribution and hold people accountable 

• Recognize and reward achievement 
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Recruiting: 

Recruiting is a sales process!  The product is your company; the customer is prospective drivers.   

The total Recruiting process involves three main stages: 

1. Marketing 

2. Hiring 

3. On-Boarding 

Driver Recruiting Sales Process 

 

Marketing 

The marketing strategy that is employed will depend upon the type of drivers you’re looking to recruit, 

which is dependent on the short and long term needs of the business.  The process will vary depending 

upon your requirements and the market you are trying to cultivate:   

• Experienced professional drivers 

• Former military 

• Driving School graduates 

• Ethnic minorities  

• Other skilled trades 

• College graduates as part of an overall management training program 

• High school and/or trade school graduates 
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Marketing to professionals should focus on the benefit of working for your company over your 

competitors.   

Marketing to potential candidates new to the industry requires a customized community outreach and 

education approach - working with schools and community based social and/or cultural organizations to 

educate members on potential career opportunities, and participating in local job fairs to get your 

message across.   

Marketing to former military personnel is a very specific opportunity, and there is considerable assistance 

available from various government and veteran’s organizations. 

Reputable driver training schools are an obvious source.  Partnering with driver training schools in your 

hiring area not only gives you an advantage in recruiting, but gives you the opportunity to influence their 

programs to better meet your specific requirements.  Unfortunately, not all schools are created equal.  

The Federal Highway Safety Administration and most state agencies set minimum licensing standards and 

curriculum guidelines.  In addition, organizations such as the Professional Truck Driver Institute (PTDI.org), 

the Commercial Vehicle Training Association (CVTA.org), and others, have developed uniform skill 

performance, curriculum, and certification standards for the industry that go beyond basic standards. 

Regardless of the type of driver you are looking for, your company’s web site, social media, (Facebook, 

You Tube, Instagram, LinkedIn, etc.) and on-line job boards, are a must: 

• Your Company Website.  Your website is the first-place potential candidates will go to get more 

information about your company.  It needs to have a page (or pages) dedicated to recruiting that 

provides details about your operations, driver opportunities, and a focus on the benefits of 

working for your company.  It should also include testimonials from current drivers and provide 

the ability to apply on-line.  An added bonus would be the inclusion of information for families 

providing details about home time, benefits, and other services your company provides to 

families. 

• Leverage Social Media.  Especially for younger prospects, social media is a primary source for 

information and can be very cost effective.  There are numerous sites on various social media 

outlets that are focused directly toward people interested in driving careers.  You can advertise 

openings and, in many cases, post videos that promote the advantages of working for your 

company. 

• Web Based Job Boards.  On-line jobs boards have replaced newspaper classified ads as the 

primary source for advertising job openings.  As with social media, there are a variety of options 

from broad based boards such as CareerBuilder, Glassdoor, and Indeed to those that are 

specifically targeted to the trucking industry such as JobsInLogistics, CDLjobs, and others.  Most of 

these sites enable you to target specific geographic areas, and generally enable potential 

candidates to apply on-line. 



 

 
 

11 TRINCON GROUP LLC | WINNING THE BATTLE FOR DRIVERS 
 

Hiring 

Hire Right!   The key to successful recruiting is making sure you hire the right person for the job.  This 

means someone who not only meets the basic requirements for the job, but also is a good fit for your 

company, its values and operations, and is career oriented.  The greatest instance of driver dissatisfaction 

occurs in the first six months of their employment when they discover that the job is not meeting their 

expectations, or is not what they thought or were told it was going to be.   

The hiring process starts with Selection - evaluating potential prospects, reviewing applications, resumes, 

and a series of interviews.   

Discussions with potential candidates are a key part of the overall process and should be a two-way 

conversation: 

• First to make sure the application is the right person for the job,  

• Secondarily, to make sure the applicant understands your operations and expectations, and the 

benefit of working for your company.   

Honesty is key. 

Those interviews should involve not only the recruiting staff, but also operations management and 

optionally other drivers.  Depending on the position it may also involve a “ride along” to make sure that 

applicants really understand the nature of the position. 

The second step is Verification.  Verify driving school completion, employment history, references, driving 

records, and safety history.  It may also include an actual “behind the wheel” evaluation of their skills and 

capabilities. 

Once a decision is made, an offer extended and accepted, the process does not stop.  In that interim 

period between acceptance and orientation, the sales process needs to continue.  Keeping in touch with 

the candidate and his family to reinforce their decision can be critical and can prevent candidates from 

considering other offers or changing their mind.  Something as simple as a welcome packet providing 

additional detail on your company, its operations, and benefits sent to the candidate and his family can 

further cement the relationship. 

On-Boarding 

The On-Boarding process includes three major steps: 

1. Orientation 

2. Training 

3. Probationary Period 
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Orientation  

The old saying is right. You never get a second chance to make a good first impression. Other than the 

hiring period, orientation is the first real image an employee (driver) has of your company, and that 

picture will likely stay with the driver (employee) throughout his or her tenure with your company.  By 

failing to make orientation a priority, you lose a perfect opportunity to instill company processes, values 

and corporate culture.  A good orientation program sends the signal to a driver that the company wants 

to help him succeed.  

 A good orientation program will: 

• Reduce start-up cost and help the new driver get “up to speed” more quickly  

• Reduce anxiety  

• Save time for driver managers and co-workers  

• Develop Realistic Job Expectations  

Orientation can take a variety of forms, including elements that may be on-line.  It should cover topics 

ranging from a general overview of operations, company history, organizational structure, and personnel 

practices to specifics regarding driver roles and responsibilities, performance expectations, detailed 

operational processes, and customer relationships.  It is also when drug screenings are performed, and 

necessary employment documentation completed. 

This program should span two or three days, and a key to its success is the involvement of ownership and 

executive management, who should take the lead in establishing a valued relationship between the 

company and the driver.   

Orientation should also include more job-specific information to help the driver understand what his job 

truly is and how he is to work with the organization as a whole. This includes:  

• Job task, duties, responsibilities 

• Company’s customer base  

• Geographic markets  

• The driver’s role in supporting customer relationships 

• Driver compensation & benefits program  

• Driver incentives & recognition programs  

• Payroll and procedures   

• Insurance program and procedures  

• Equipment & Maintenance  

• Road repairs procedures  
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• Operations Department   

• Regulatory compliance and HOS guidelines 

• Dispatch control  

• Planning  

• Safety Accident reporting  

• Scheduled training programs  

Throughout the orientation period, it is important to keep the driver’s family in mind. A new job means 

adjustments for the entire family. Do what you can to ease the transition and make them feel comfortable 

and a valued member of the team. 

 

Training 

The second stage of the On-Boarding process is training on the specific job requirements.  This includes 

verification of equipment operation, but will also include training on unique requirements such as: 

• HazMat certification 

• Flat-bed operations 

• Specialty bulk operations 

• Log and/or ELD reporting and usage 

• Use of TMS systems and driver responsibilities 

• Load tracking and reporting of shipment status 

• Unique customer requirements 

• Expanded safety and training on regulatory requirements 

It is highly recommended that this training last up to two weeks, when new hires are assigned to their 

regular routes, but are accompanied by a senior driver, or driver/trainer, to evaluate the new driver’s 

performance.  He will help reinforce company processes and procedures, and serve as a mentor to the 

new driver – someone besides his manager he can go to for advice and guidance.  It also provides training 

necessary to acclimate the new driver to specific driving conditions, (heavy traffic areas, road conditions, 

etc.) that may be associated with his route.  This additional training may be required by your insurance 

carrier to compensate for the lack of experience. 
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Probationary Period 

The first 90 days of employment should be considered a probationary period when driver performance is 

closely monitored and evaluated, including all aspects of operations, safety, regulatory compliance, and 

equipment maintenance.  Informal evaluations should be conducted with the driver, including 

recommendations for improvement, as well as recognizing good performance, every two weeks.   

At the end of the 90 day period a formal review and evaluation should be conducted between the driver 

and driver management with a recommendation for retention or dismissal.  It is important that this final 

review also be the opportunity to recognize positive as well as negative performance. 

The key here is to inspect what you expect.  It should be the objective of this probationary period to build 

confidence, develop a true feeling of belonging and create a sense that the driver has found a place to 

work that respects him, and values his contribution to the company. 

Employers need to realize that creating a sophisticated driver orientation is not just a nice gesture put on 

by the company as a good show. It is something that benefits everyone.  As the employer, you get a 

program that speeds driver productivity and serves as an important element of your recruitment and 

retention processes. The driver gets a program designed to increase his self-respect, work ethic and value. 

Further, he knows he has arrived at an organization that wants him and his skills. 

A Final Thought 

While the focus of this paper has been on Drivers, becoming the kind of company drivers want to work for 

requires a holistic approach to the business and organization – Administration, Finance, Sales, 

Maintenance, and Operations.   

Drivers are employees – Drivers are a critical part of the organization – Drivers need to feel as though they 

are a valued member of the organization, not a commodity to be traded back and forth.  All employees 

need to know their role in the organization and how they contribute to the organization’s success or 

failure. 

Throughout this process and beyond, regular communication is critical: 

• Keep people informed as to the status of the business, key performance milestones, changes to 

business strategy, what’s going on in the industry, regulatory issues, etc.   

• Solicit feedback on issues  

• Most importantly LISTEN and ACKNOWLEDGE 

Ask yourself, “Would I want to drive for this company?”  If not, you have work to do.  If so, then you’re on 

your way to being the kind of company people want to work for. 
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About Trincon Group LLC 

Trincon Group is a business advisory and technology solutions firm working exclusively with the trucking 

industry.  In business since 1982, Trincon Group has worked with companies across the nation, and in a 

wide variety of disciplines, to help them improve operational excellence, improve productivity, and increase 

profitability. 

Trincon Group is the developer of TruCosting®, a comprehensive cost modeling solution that uses Activity 

Based Costing principles to analyze a company’s operations and financial data to help management better 

understand costs, and to identify areas of their operations that are profitable, or unprofitable, and most 

especially, why. 


