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Executive Summary
The case study below highlights a large Trucking company that had issues with retention, profitability and
production. Through strategic help from Hiring Solutions and Assessments 24x7’s versatile DISC
Assessment platform, this company was able to improve communication, selection and retention for this
population of drivers.
Overview:
•
•
•
•

Timeline: 3 years
Resources: Hiring Solutions and Assessments 24x7
Average drivers retained per year: ~120
Minimum net savings (hard costs): ~$1,020,000 per year

About the Company and Industry
Industry: Trucking
Company overview:
A leading fleet, owner-operator, equipment leasing
division for a large trucking company in the United
States. They are one of the fastest growing and
most profitable leasing organizations in the country,
primarily supporting their parent company with
quality owner-operators.
Key Employee:
One of the key players in this study was Dan Kleiser,
who was instrumental in getting the program
started, monitoring and utilizing the information in
day-to-day and strategic decisions for all driver and
equipment related actions for his organization.
Dan’s insights into how the information could provide long term advantage to his staff and client base,
were invaluable in the handling and distribution of data from the DISC system and other support services.

Assessments24x7.com | HiringSolutions.net

CASE STUDY

The Challenge
This company needed help with screening, interviewing and supporting independent contractors. The main
area with which the independent contractors needed help was finance and leasing contracts for their
trucks and trailers. Additionally, there were challenges with converting new owner-operators into
profitable independent contractors in order
to support the primary organization’s fleet
growth and profitability.
The relationships were dynamic on two key
levels: First, as a client, with the financial
services that were provided to drivers to
lease and possibly purchase their own trucks;
and second, as independent contractors to
support the parent company.
The company was doing very well and is a
large player in the space. However, they
needed guidance in a few key areas. They
reached out to Dave Haddox at Hiring
Solutions. Dave has over thirty years of Heavy
Truck Industry experience. That depth of
understanding translates into real world
utilization and application of the information,
data and analysis that is available when using
the Assessments 24x7 DISC model.
A relationship of trust led to coaching
opportunities and custom training, followed
by extended conversation concerning
retention of their lease clients/drivers, with a
goal of minimizing exposure to dropped contracts. Dropped contracts bring the potential for abandoned,
damaged, abused assets, and/or equipment that is not maintained. This, in turn, results in assets that are
extremely expensive to recondition for sale, or to lease again.
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The Solution
After many conversations and years of client frustration, Hiring Solutions suggested that the key problem
areas of retention, profitability and production for the
parent company needed targeted correction to include
the following:
•
•

•
•
•
•

Change the relationship between the owneroperators and their client service representative.
Provide a standard reference point based on the
DISC Styles that everyone brings to those
interactions.
Benchmark the client population
Train for best practices in how to support the driver
population.
Ongoing analysis to identify gaps between top and
bottom performers.
Additional coaching and online support to provide
ready access to information on how to support all
types of clients, in order to create, improve and
maintain quality relationships.

The solution needed to be a scalable program that
would enhance relationships, both internal and external.
A series of workshops were developed with a focus on
interviewing, customer service, communication and
using the DISC model to support these conversations.
Training was also supplemented with the following support elements and products:
•
•
•
•
•
•

Weekly newsletters
A specific DISC website with hours of audio and video content, as well as articles, newsletters and
educational items for all DISC participants.
Weekly analysis of data from the DISC export using the metrics that were provided by the client as
part of the filtering and tracking process.
DISC Assessments from Assessments24x7.com to provide a baseline of reference to support all
communication between individuals.
Dr. Tony Alessandra’s Virtual Training System
Hiring Solutions DISC Support

Assessments24x7.com | HiringSolutions.net

CASE STUDY

DISC Assessment Implementation
The DISC implementation was crucial in order to help facilitate the process and support communication, as
the assessment provides a baseline of reference to support mutually beneficial relationships. Training was
provided for staff members to learn the foundation of the model.
Historically, the company was using a comprehensive selection tool from Hiring Solutions for their internal
hires. The only exposure they had had with DISC was a few workshops over the years that focused only on
communication. They had been using an online safety screening questionnaire specifically for truck drivers
that had a simple rating system for the hiring process. After nearly 3 years of using the tool, they found no
improvement in retention, profitability or
production of the clients/drivers. It became
apparent that a different approach was
necessary.
Once the decision was made to move forward
with the DISC program, all internal employees
completed the assessment, were provided their
report and attended a one-half day DISC training
with Dave to understand themselves and each
other from a new and enlightening perspective.
Once the basic training was completed, the client
base was offered the opportunity to participate
in the DISC Assessment tool in a variety of ways,
including:
•
•
•
•

Links in staff email signatures when emailing
drivers
Email and newsletter campaigns

Online links on the support website
Phone, text and email recommendations and
reminders to the driver base to participate in
the DISC Assessment

Once sufficient data on the driver population was gathered, reports were generated, including the Team
Wheel pictured above. The Wheel clearly shows a distribution of participants that are Indirect (S and C
Styles) in the majority of this sampling.
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Even this bit of information was very helpful in highlighting the need to slow down the interactions
between staff members and clients; a communication preference for S and C Styles. Awareness of this
single core behavior helped avert a number of minor disputes, conflicts and communication pitfalls that
might have led to larger issues.

Classic Styles Analysis

Key Data Points (from chart above)
There are 15 Classic DISC profiles (far left column) that help define characteristics of those who have
similar scores. This table shows the correlation between the general population and who gravitates toward
the driver position. Additionally, it shows the number and percentages of drivers Retained, Terminated
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and overall turnover for each of the Classic Styles. The data reveals a great deal of information which, in
turn, informs potential recruitment and coaching strategies.
•

•

•
•

High Turnover styles and recruitment strategies
o Highest turnover styles include Dynamo, Explorer, Producer and Finisher.
o Adjustments could be made in the recruiting phase to downplay the position responsibilities
which might appeal to applicants with these styles.
High Retained styles and strategies for success
o Identify the Classic Style descriptive qualities and include those behavior descriptors in
advertising and recruiting programs. In this study, the Formalist would be a good example.
o Coach all other styles on the team to react to their responsibilities in a manner that is consistent
with the highest retention style; the Formalist.
o Train supervisors and support personnel on communicating and supporting the behaviors for
Formalists, playing to their strengths.
Coach all current employees to modify their natural styles to accommodate the behaviors that are
most like the high retention, high producing styles.
Identify high performing styles, their pace and priority, then steer your culture, goals and objectives
to capitalize on, draw out and support those desired behaviors from all of your employees.

What the Data Shows
The average turnover for this specific group of 656 drivers is 17%, which is half of the general population of drivers
at 34%, according to the overall culture database. This is significant.
The Formalist Style is the largest single group at 183, or 28% of the total driver population. This is almost double
the 15% of Formalists in the general population and matches very well with the random 100 driver wheel report
shown as an example. This suggests that Formalists:
•

Seem naturally attracted to the driver position at a level that is 12% higher than the 2nd place Technician
Style.

•

Are the 2nd most populace group in the general population behind the Coach Style at 20%, which
represents a very large population from which to recruit.
Have the highest retention rate of any style group at 23%, with the 2nd highest being Technician at 12%.
Represent almost 40% (183) of all 462 low turnover drivers in this group.

•
•

Analysis of the data clearly identifies a single group of prospects who will have the greatest potential for success.
With this information, we can be intentional with marketing, using the characteristics explained and supported in a
number of DISC reports. If used wisely, this can have a significant impact on the organization and applicants from
the beginning of the relationship.
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Formalist vs the Technician – Overview and Graphs
Let’s take a close look at the overview pages for the lowest turnover of drivers by style (Formalist) and the highest
(Technician), and what we can conclude about the comparison.
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Here we can see that the Technician graph shows a much higher “I” and a lower “D” score than the Formalist. This
need to interact with, motivate and receive recognition with others does not match well with the indirect behaviors
that help define a long-term successful driver. The slightly lower “D” when coupled with a high “I “might indicate a
tendency to want to “look good” over delivering a good result.
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DISC Styles that do NOT Gravitate Towards Drivers
While there are seven Classic Styles that have a lower turnover percentage than the Formalist, we need to take a
few more facts into consideration when analyzing and targeting these groups. They represent a smaller segment of
the general population with the exception of the Coach Style and they do not seem to naturally select for, or
gravitate towards the driver position. Let’s look at the data for the Assessor, the Coach, the Networker and the
Results Driven Styles:
Classic style

Percentage of General
Population

Percentage of Driver
Population

Total Drivers by Style
(Out of 656 overall)

Assessor

7%

4%

25

Coach

20%

9%

59

Networker

9%

3%

17

Results Driven

2%

1%

7

Graphs for the Coach, Networker, Assessor and the Results Driven
Assessor Graph

Coach Graph
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A commonality of all four of these styles is a high “I” score in each. All but the Assessor also have a low “C” score.
Both of these characteristics show up as a determining factor in the Termination table analysis shown previously.

Styles that Gravitate Towards Drivers
There are three other styles that have a lower turnover percentage than the Formalist Style: the Planner, the FactFinder and the Examiner Styles. Notice in the data chart below that a common thread for each is that they are
attracted to the driver position at almost twice the rate that their group appears in the general population.

Classic Style
Planner
Fact-Finder
Examiner

Percentage of General
Population
5%
4%
4%

Percentage of Driver
Population
9%
9%
8%

Total drivers by Style
(Out of 656 overall)
60
56
55

In addition, none of them have a “D” or I”” score above the center/energy line of the graph included on the
overview pages.
This result matches the Formalist style, the random 100 driver team wheel analysis, and our initial hypothesis that
people on the Indirect side of the DISC are better suited for, more comfortable with, and are naturally attracted to
the driver position. Below, we provide the full overview and graphs for each, as they give us more insight into the
behaviors that gravitate towards the driver role.
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Overview and Graphs for the Planner, Fact-Finder and the Examiner
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These three styles represent 27% of the driver population (171), nearly equal to the overall number of Formalist
Style drivers. Additional key facts about all four of these styles:
•
•
•

Along with the Formalist, these additional three styles represent 54% of the driver population
They all seem naturally attracted to the driver position
The current recruiting practices seem to be working
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•

The styles are similar enough, that if the client ramps up recruiting to appeal more to the Formalist style,
the Planner, Fact-Finder and Examiner will also be attracted because of their similarities

The overview pages for each of these low turnover Classic Styles identify key behaviors, goals, values and strengths.
This clear and concise information can support an approach in marketing and recruiting to attract more applicants
that fall under these productive driver styles.
The worksheet below shows a number of gap analysis points for the Natural and Adapted DISC styles using a
100-point scale, with 1 representing the lowest score, and 100 representing the highest score. Each of the DISC
scores are the average score on the four scales of the assessment for that specific group.
As with any gap analysis, there can be many related benefits as long as there is a consistent gathering of scores
followed by a comprehensive set of metrics to sort and compare the data for trends.

Group
Tops
All Termed
Gap between
Tops and all
Termed
Safety
Termed
Gap between
Tops and
Safety
Termed

# in
Adapted
Group
D

Adapted
I

Adapted
S

3

-3

47

-5

23
113

9

42
39

45
48

64
65

Adapted Natural
C
D

Natural
I

Natural
S

Natural
C

73
68

36
41

41
44

69
64

-1

5

-5

-3

5

6

46

65

69

43

54

65

45

-1

-1

4

-7

-13

4

20

There are three groups represented:
• Top Performers- Top performing Drivers based on earnings, safety, ease of admin support, timely
deliveries, lack of complaints, etc. These are the cream-of-the-crop as they say.
• All Terminated - This group represents both voluntary and involuntary terminations without
specific data to support the decision. In other words, a catch-all of ending employment outside of
Safety Termed.
• Safety Termed - These individuals either caused an accident or were caught breaking a primary
safety rule and were terminated immediately. This is a highly specific data point.
Now to the value statements concerning the data. All of these drivers “looked” the same during the screening
process. By reviewing the adapted scores for each group, you can see that they all have similar scores across
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65
59

the four Adapted DISC Styles scores. The largest gap is only 5% between the three groups in the Adapted
scores.
The adapted behaviors that they portrayed during the interview and screening events were very similar as they
all knew what the position called for and had experience in the role. Consequently, recruiters based their
decisions on these observed behaviors. Once on board, safely in their own truck, their natural behaviors come
to the forefront.
When you compare the Top Performer group to the All Terminated group, you can see that there are increases
in the gaps for the four styles. While not a major shift, we do see a division starting even with this generic
group.
Safety Terminated vs. Top Performers
Reviewing the Top Performer group scores against those from the Safety Terminated group we see the largest
gaps between groups. There is only one score with a gap of less than 5 points, and that is the “S” scale with a
gap of 4. The other three scales are all above a 7-point split with a high of over 20 points in the “C” style
between the Top Performer group and Safety Terminated group.
This comparison tells us two very important details. First, the difference between Natural and Adapted scores
can be critical when making placement decisions. Second, the more specific the metrics and details, the more
powerful the analysis can be.
Benefit of this data for current Drivers
Training, recruiting and support programs that encourage the focus away from the higher “I” behaviors, while
encouraging a greater focus on the detail, data tracking and analysis of the “C” type behaviors will result in a
higher success rate for current drivers.

The Outcome
By implementing the process and solution, the client outcome was extremely positive. Right away, the
organization saw improvement in their interviewing and relationship building. As the implementation began to
take hold, higher quality drivers were matched to the best suited support manager for a long term, profitable
relationship. Over the course of the contract, this not only boosted conversions and profits, but it also
increased retention. Larger client portfolios developed since there were fewer “high maintenance”
relationships for the Client Relationship Managers to handle. This resulted in higher volume, higher profits,
better retention and reduced stress for all people involved.
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Turnover numbers for the client were already low at 62% compared to industry standards of 85%. After
implementing our process along with two additional changes and enhancements internally, turnover was
reduced by an additional 28% down to 34%. This is 51 points below the industry average at the time of this
publication. Internal enhancements included a single point of contact for Drivers for all issues, and better
marketing for the load board for owner- operators.
The company attributed more than 1/3 of the improvement directly to the DISC program, coaching, support
and training efforts. A conservative estimate would be that a 10% increase in retention was due specifically to
this program.
•
•
•
•

Average population count: ~1,200
Drivers retained per year: ~120
Average refurbished cost savings per unit: ~$8,500 (does not include cost of recruiting and
training new owner-operators)
Minimum net savings (hard costs):
~$1,020,000 per year

Closing Remarks
The end results speak for themselves but only tell part of
the story.
Please remember that this study is specific to a single
culture. Your organization may find success with a
completely different set of styles and scores that reflect
successful drivers in your culture. Every company is
different.
As we gain new insight from the data analysis, the depth
and value of the collected data will increase on an ongoing
basis. The continuing change and addition of useful
metrics evolves as the database grows. This creates a tool
that grows and develops in a manner that we could not
have foreseen or considered at the start of the project but
is hugely beneficial as it evolves and is monitored and
managed.
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