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TomTom Telematics is committed 

to helping businesses raise 

standards by empowering them 

to generate smarter insights into 

fleet operations through the use 

of data.

Real-time performance data 

enables a proactive approach 

where issues can be addressed 

before they become problematic, 

allowing organisations to operate 

ever more efficiently and safely.

Zurich is eager to help customers 

understand and mitigate their fleet 

risks. The effective use of data, 

whether this is from claims, risk 

assessments or driver behaviour 

telemetry, can, when used 

appropriately, provide insights that 

will help any organisation to drive 

management and/or behavioural 

change to improve their Total  

Cost of Ownership and Total  

Cost of Risk.

Energy Saving Trust is the 

number one organisation helping 

householders, governments, 

businesses and organisations save 

energy every day. EST works to 

support fleets in reducing their fuel 

use and is committed to helping 

organisations to use data to 

run more efficiently. The Fleet Data 

Insight Forum provides a platform 

for best practice to be developed 

and shared across the industry and 

EST is pleased to be supporting  

the initiative. 

The Van Excellence initiative 

from the FTA is all about raising 

standards by sharing best practice. 

This guide will help fleet operators 

to manage risk more effectively 

and to gain real insight from the 

huge amount of available data.

FOUNDING PARTNER PARTNERS
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A range of fleet operators came together to share and develop best  practice. 
The  views of participants are intended to provide best practice ‘for the industry, 
by the industry’ but do not necessarily reflect the policy of their respective 
organisations. Contributors include individuals from the following companies:

© Fleet Data Insight 2015
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Contents
This guide outlines a best practice approach to 
using data to manage risk across a company 
vehicle fleet. Its recommendations are 
developed for the industry, by the industry 
- drawing on a wealth of knowledge from 
thought leaders and practitioners to provide 
wide-ranging yet practical guidance.

Each section outlines a core requirement in 
tackling risk and the document is structured in 
a step-by-step manner, providing a suggested 
order for how each issue might be addressed.
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6
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10  

Leadership

Establishing proper leadership is about educating and 
inspiring members of the organisation around risk reduction. 

Leadership need not come solely from above but should 
emanate from all levels, from board to drivers.

The culture of the organisation provides context and over-
arching values but the creation of leadership roles within an 
organisation relies on communicating with each job function 
in a manner that taps into their specific agenda and objectives.

Equally, leadership should also draw on the organisation’s  
core values, making it a part of the company DNA.

Introduction - what is risk?

Risk is inevitable in business but still not every 
organisation has a clear plan on how it might 

be mitigated and minimised.

This section highlights why risk is such a major 
concern for fleet operators - particularly due to 
its impact on road safety - and explains why 

good data can play a role in helping forward-
thinking organisations tackle the problem.

page 
9  

Culture

Culture is continually cited by 
operators as one of the most crucial 

aspects of any programme to manage risk. 
An over-arching safety culture sets the tone 

for what is expected of staff.

This culture should be informed by company 
principles but also shaped by any specific challenges 

that arise. It is also important that its implementation 
is both ‘top down’ and ‘bottom up’. Strong and 

clear leadership ensures the correct messages are 
communicated to staff but individual employees 

and teams must also be inspired to take the 
initiative themselves.

© Fleet Data Insight 2015
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Using data to identify 
risk and the extent of risk

Establishing proper leadership is about 
educating and inspiring members of the 

organisation around risk reduction. Leadership 
need not come solely from above but should 

emanate from all levels, from board to drivers.

The organisational culture provides context and 
over-arching values but the creation of leadership 

roles then relies on communicating with each 
job role in a manner that taps into their specific 

agenda and objectives.

Equally, leadership should also draw on the 
organisation’s core values, making it a 

part of the company DNA.

Critical 
success factors

Upon completion of the previous 
steps, it is possible to unleash the true 

potential of data in managing risk across a 
vehicle fleet.

Use of the right data is key and there are a 
number of potential critical success factors related 

to fleet risk.At the top level, this might mean 
reducing the number of incidents or KSIs (drivers 

killed or seriously injured) but delving deeper, could 
look at incidences of harsh steering or braking as a 

means of transforming driving style.

The various critical success factors are 
clearly outlined in a table, alongside an 

explanation of how and where they 
might be applied.page 

18

Framework

With the culture and 
leadership established, an 

appropriate framework should be 
designed by management to outline how 

risk might first be identified, its seriousness 
analysed, control measures developed,  

and policy moulded over time.

As part of this, a risk register might be considered 
and an example is provided for how this might be 

designed and populated.

© Fleet Data Insight 2015



Introduction The Fleet Data Insight group and subsequent forum events have been set up 
with the mission of establishing consensus on best practice for the use of data 
in managing business vehicle fleets.

Founded By TomTom Telematics and led by three other key partners - Zurich 
Risk Engineering, the Freight Transport Association and the Energy Saving 
Trust - Its core ethos is to create value for the industry, by the industry. This is 
done by bringing together thought leaders from across the industry, drawing 
on a wealth of knowledge and experience from the UK’s fleet operators and 
suppliers in a bid to share practical applications of current best practice and 
innovation.

This guide focuses on using data to reduce risk and combines the findings 
of the forum with expertise from the founding partners in order to provide 
practical advice. Its content will evolve over time to keep pace with changes in 
the industry and the overall risk management landscape, and will be shaped by 
the forum’s participants.

From establishing the appropriate framework to identifying problems 
and transforming the culture of an organisation, there are a number of 
considerations that must be addressed if data is to be used effectively in 
tackling risk.

INSIGHT: Irvin Gray 
TomTom Telematics

6© Fleet Data Insight 2015

https://www.youtube.com/watch?v=CCLOUPVA_90


The problem  
of risk

Risk is inevitable in business. Regardless of the industry, nature or 
size of an organisation, it will face a disparate range of different 
risks, varying in seriousness and significance.

If these risks are left unchecked, the consequences could be as 
grave as loss of life or, in a business sense, loss of revenue. A  range 
of risks faced by a fleet manager are outlined in the next section 
looking at framework.

However, despite the inherent nature of business risk, its effect can 
be mitigated, reduced or even eliminated through careful analysis 
of the issues and implementation of appropriate control measures.

Such action is particularly crucial for companies operating a vehicle 
fleet, as the risks associated with this element of an organisation 
can leave a sizeable footprint on society as a whole. For example, 
a company’s failure to tackle incidences of speeding or poor 
driver behaviour will have a negative impact on other road users, 
detracting from safety standards on the roads.

Every year, more than 20,000 people are killed or seriously 
injured on Britain’s roads and more than a quarter of all road 
traffic incidents are believed to involve somebody who is 
driving as part of their work.1 

A failure to act can have the gravest of consequences.

1Reported Road Casualties Great Britain, Department for Transport

Every 
year, more 

than 20,000 
people are killed 

or seriously injured 
on Britain’s 

roads 
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The eye- 
opening effect 
of good data

The good news is that businesses are potentially equipped with more data 
than ever before, allowing them to identify risk, understand its causes and 
take effective action to improve standards.

The prevalence of data means there are more opportunities than ever 
before for businesses to effectively reduce or eliminate risk. Risk assessments 
can provide a snapshot in time of the existing risks but telematics offers 
insight in real time whenever it is required, providing a level of insight 
that was previously unavailable. As a result, organisations are empowered 
to strive towards ever greater standards in the management of risk and 
establishment of safety standards.

Without using data, companies are effectively tackling the problem 
blind. The stats provided by an insurer, accident management provider or 
telematics system can offer insight into the potential root cause of collisions, 
poor performance or overall inefficiency, highlighting exactly where 
problems lie and providing benchmarks for improvement.

INSIGHT: 
Mark Cartwright 
FTA
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Section one  
- culture

There may be a pre-existing set of company principles that can form the basis of a risk 
management culture, whether that’s a commitment to staff safety or a commitment to 
performance excellence. 

Culture will inevitably be established by the traditional ‘leaders’ within the organisation, tying 
into hard-wired company values. But, equally, it is important to create a ‘bottom up’ effect too, 
where employees are inspired and empowered to make a difference. In this way, the over-arching 
culture and set of values can help to create new leadership roles throughout a company.

Without the presence of a clear set of principles, staff are likely to remain unclear about what 
they are being asked to achieve and lack the motivation or aspiration to make substantial 
changes to their own behaviour. However, by establishing a culture of on-road safety, employees 
themselves will become advocates for change.

Such an approach goes far beyond box-ticking and instead attempts 
to improve overall safety standards on the roads by encouraging 
employees to be more aware of the risks around them.

The most-forward thinking companies in this area even view their 
role as being much broader than simply improving standards 
within the organisation. Skanska, for example, is acutely aware 
of the impact its fleet has on other road users and is keen to 
contribute to an overall reduction in risk on Britain’s roads 
while acting as a role model for other businesses.

By establishing 
a culture of 

on-road safety, 
employees 

themselves will 
become advocates 

for change

01

Culture is frequently cited as 
one of the biggest priorities 
when establishing an effective 
programme for the management 
and reduction of fleet risk. This 
culture must both inform and be 
informed by the values of the 
organisation.

9
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INSIGHT: 
Alison Moriarty 
Skanska
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Section two  
- leadership

The established culture within a company can inform 
a new type of leadership, which creates key roles at all 
levels. By championing the organisation’s core principles, 
drivers can become leaders as much as senior management.
Consequently, the leadership responsibilities will not be 
viewed as a surprise or an imposition, rather an integral part 
of the company’s DNA and an expected standard for how 
things should be done.

Although the fleet manager is responsible for looking after 
all vehicle-related operations, effective data-based fleet 
management is only possible if other job roles understand 
what they are trying to achieve, how to achieve it and how 
fleet risk factors impact upon them.

As such, inspiring leadership is crucial in achieving 
transformation within an organisation. It is the job of the 
leader to develop and to share their vision of fleet safety. 
When this sort of vision is in place, the management of fleet 
risk using data will be welcomed as the practical element of 
turning vision into reality.

Such leadership must be seen at every level:

• Board and Senior Management Team

• Local and middle management

• Drivers

It is the job 
of the leader to 
develop and to 

share their vision 
of fleet safety

02

Like culture, leadership as a 
key element in any strategy to 
tackle fleet risk and extends far 
beyond allocating specific tasks 
and responsibilities to certain 
employees or members of the 
management team. Successful 
risk management is dependent 
on gaining continuous buy-in 
from the different tiers of an 
organisation from board level 
and senior management to the 
drivers.

10
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02 Section two - leadership 02
Board and senior management team
When it comes to senior management and the board, the biggest 
challenge is often in convincing them that fleet has a fundamental impact 
on the business as a whole. Similarly, when seeking the necessary budget 
to implement certain measures to manage risk, the fleet manager will 
often be required to put together a business case to demonstrate the 
necessity and return on investment.

A comprehensive business case might combine all of the above, 
quantifying the current impact of poor performance and identifying the 
savings that could be made if certain achievable KPIs are met. This can 
be further strengthened by benchmarking against competitors. What 
standards are other companies achieving and what kind of advantage is 
that giving them in the market?

 
The impact of fleet on a business can most readily be explained through 
some of the worst case scenarios involved with a failure to tackle risk:

•  Death or injury. The human cost of failing to tackle road risk is grave 
and companies face the very real consequence of injury to drivers if 
they fail to enforce certain standards out on the road.

•  Prosecution. Further to the possibility of prosecution under the 
Corporate Manslaughter Act in the case of death to a member of 
staff, organisations can also face prosecution for working time or 
health and safety infringements, resulting in significant financial 
penalties and damage to reputation.

•  Loss of profitability. Without the implementation of appropriate 
control measures, the cost of insurance, claims and incidents can 
easily spiral out of control, putting a major dent into profitability.

•  Loss of ‘O’ licence. For companies required to carry an operator’s 
licence, this would be devastating, bringing all vehicle-related 
operations to a complete halt and causing untold disruption to the 
business. This can occur if vehicles are not properly maintained, if 
health and safety requirements are not met or if the business is 
convicted of certain offences.

•  Irreparable damage to reputation. All of the above can result in 
damage to reputation. Increasingly, when it comes to tenders, 
companies are being targeted on their commitment to health and 
safety as well as sustainability, so those who fail to meet expected 
standards will lose out. Equally, a poor record on fleet risk can lead to 
a poor reputation within the industry and hamper efforts to recruit 
and retain the best staff.

INSIGHT: 
Tim Anderson 
Energy Saving Trust

© Fleet Data Insight 2015
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Local and middle management
When attempting to address poor driving behaviour, it is perhaps to be 
expected that resistance will be encountered from drivers but more surprising 
is resistance received from some areas of management.

Fleet managers have reported they are regularly being asked by local or 
departmental managers not to reprimand certain problem drivers who are 
their ‘best workers’. However, they are not looking at the bigger picture. For 
example, when it is pointed out that the costs incurred by those employees 
through poor driving performance outweigh the revenue brought in, 
managers’ attitudes change.

Typically, management at this level will focus on their core responsibilities, 
whether that’s ensuring the profitability of a regional branch or making sure 
jobs and call-outs are completed efficiently and on time, so the proper use of 
vehicles will very much be a secondary concern. However, these managers are 
an important tool in helping to enforce a programme to reduce road risk.

Talking to managers in their language

Getting managers on side hinges on getting them to understand why they 
should be concerned about how vehicles are driven, communicating the 
consequences of risk in language they will understand. This might be in terms 
of profit and loss, providing a figure for the amount of revenue that needs 
to be made up to cover the costs incurred through an incident, or business 
disruption, calculating how many fewer jobs will be completed while a 
vehicle is off the road.

By highlighting the effect staff can have on the business as a whole while 
driving their vehicles, performance behind the wheel will become as 
important as performance in their job roles. Staff who spend a significant 
amount of time out on the road must not only be skilled at the job they are 
employed to do but also at driving safely and efficiently.

Getting 
managers 

on side hinges 
on getting them 

to understand why 
they should be 

concerned about 
how vehicles 

are driven

0202 Section two - leadership

INSIGHT: 
Nick Falconer 
Sainsbury’s

© Fleet Data Insight 2015

https://www.youtube.com/watch?v=dWNH91_IkPc


13

Drivers
Leadership is not just about the people within the conventional 
management structure.  Within every team of drivers we see the people 
who are clearly leaders within their peer group. These leadership roles 
might be as a consequence of union activity and they might equally be 
evidence of hard-won respect.

What can we do to engage these leaders in our programme of risk 
management using data? Often staff are resistant to change, especially 
when it involves taking a magnifying glass to their performance and 
questioning standards.

Of course, the first step is to think about why these issues of risk 
management are so important to drivers and what benefits they might 
enjoy as a result of a concerted effort to reduce risk. Addressing objections 
need not be overcomplicated and barriers can largely be overcome by 
employing clear and concise communication throughout the process and 
using several tried and tested techniques:

•  Listen to your drivers. A good starting point is surveying staff to find 
out what motivates them, what challenges they face and what factors 
make them drive the way they do. Perhaps working-time pressures or 
unrealistic job schedules are causing them to take risks on the road - 
inviting feedback allows these issues to be raised and addressed.

•  Explain the benefits. Failure to tackle fleet risk has grave consequences 
so it is in everyone’s best interest to make efforts to reduce it. RoSPA 
research has found employees who drive 25,000 miles a year have a one 
in 8,000 chance of dying behind the wheel of their company vehicle 
every year. If standards are improved on the road, drivers can benefit 
from improved safety, reduced stress and even greater job security due 
to the cost savings frequently associated with reduced risk.

•  Hold consultations. When implementing a scheme to reduce fleet risk, 
it is important to consult all relevant stake-holders from the outset, 
present plans and invite feedback, involving union representatives 
where appropriate. Explain to drivers that the intention is not to 
penalise them, rather to help them strengthen their skills.

Leadership 
is not just 
about the 

people within the 
conventional 
management 

structure

0202 Section two - leadership
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•  Use carrot and stick. Drivers must be given clear performance goals to 
aim towards, with consequences attached to both success and failure. 
Frequently, strict instruction is required to outline exactly what is 
expected of staff but incentives can be equally effective. This might 
involve league tables for driver performance with the winner given a 
bonus, prize or just recognition, while the others are offered advice 
and training to address areas where they are lacking. Financial rewards 
could feasibly be self-funding due to the savings associated with 
reduced risk.

•  Establish driver advocates. Employees will naturally be more receptive 
to their peers, so it is important to identify those drivers who are 
most engaged and encourage them to coax improvement from their 
colleagues. A culture of positive reinforcement, where good behaviour 
is rewarded and praised, can create an atmosphere of healthy 
competition and the achievers will give their workmates something to 
aspire to.

•  Review regularly. Particularly when using data to analyse elements such 
as driving style, it is important to hold regular reviews with staff to talk 
through any problems or areas for improvement and to offer advice on 
how they might address issues and become better drivers. Data-driven 
performance reports might be distributed among staff on a weekly or 
monthly basis to highlight any particular trends and bring attention to 
areas for focus with more in-depth meetings held when necessary.

Ultimately, the key is to empower drivers by involving them in the process 
and giving them the tools they need to effect positive change, whether 
through telematics, driver training or improved routing and scheduling.

This approach has been adopted by Iron Mountain in order to develop 
a culture of excellence among its drivers. Whenever an incident occurs 
involving one of their vehicles, whether at-fault or not, management will 
discuss what happened and how they might have done things differently. 
The result is a culture where drivers are more aware of hazards and will 
adapt to mistakes made by other road users rather than simply focusing on 
their own performance.

The 
key is to 

empower drivers 
by involving them 
in the process and 

giving them the 
tools they need to 

effect positive 
change

0202 Section two - leadership

INSIGHT: 
Rory Morgan 
Iron Mountain
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Section three  
- framework

Assessment and analysis
The process starts with assessment and analysis of the 
situation in order to better understand the different element 
of risks and how they apply to the organisation in question.

The analysis should start with organisational risks. These are 
the issues which are unique to the particular organisation, 
resulting from its particular structure, culture and 
operational needs. This could, for example, mean strict or 
unrealistic KPIs for mobile worker response times, causing 
employees to take more risks on the road in order to make 
sure they arrive at a job on time. Research conducted by 
TomTom Telematics among commercial van drivers in the UK 
found 59 per cent are more likely to speed or take risks as a 
result of working time pressures.

A major factor is proven risks, such as those highlighted by 
collision data. Frequency, value and type of claims can all 
provide insight into the problems that are occurring most 
frequently in a vehicle fleet. Dynamic risks, including those 
related to driver behaviour, are also useful and rely on good 
driver behaviour data from any telematics system.

On top of this there are the theoretical risks, those 
highlighted by driver risk assessments, pointing to potential 
problems related to the driver, the journeys they are making 
or the vehicle they are using. 

Taken together, understanding these four areas of risks 
form a rounded understanding of the challenges faced by an 
organisation and targeted analysis can be conducted in any 
particular area to determine where the biggest issues exist 
and where priorities lie.

59 per cent 
of van drivers 
likely to take 

risks as a result 
of working time 

pressures

03

Before attempting to apply the 
wealth of data available to them, 
it is essential for fleet operators 
to first establish a framework 
that ensures any efforts are 
coordinated, focused and tailored 
towards business goals.

Data analysis must not be 
viewed in isolation or conducted 
as a one-off exercise in the 
identification of risk but instead 
should form the bedrock of a 
continuous, defined process for 
improvement and refinement.

As specialists in risk 
management, Zurich Risk 
Engineering has established a 
base model to provide operators 
with a process designed to  tackle 
fleet risk.
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Implementation of control measures
Once an understanding has been developed and issues identified, the next 
step is to take action to control these risks and those factors contributing 
to them.

It is important to approach this in a methodical manner. The first 
question to be asked is whether the risk can be eliminated, for example 
by eliminating some of the mileage that needs to be travelled by drivers, 
perhaps by reorganising the areas that are covered by each.

If the risk cannot be eliminated, can it be substituted? This can be difficult 
but might mean transporting goods by a different means of transport, 
perhaps using trains instead of the road in situations where it may be 
appropriate.

Finally, if neither of the other options are available, operators can look at 
how the risk might be reduced. Taking driver fatigue as an example, this 
might mean enforcing regular stop-offs and breaks to ensure drivers do 
not spend too long behind the wheel.

Maintain, monitor and review
It will not suffice to merely identify risks and implement control measures. 
The evolving nature of business means risks will continuously change 
over time. New risks will emerge and priorities will become different. 
Therefore, constant evaluation and regular reviews are necessary to ensure 
a programme remains effective and relevant.

A cornerstone of this is the maintenance of a safety culture, continuing 
the flow of advice and information to staff long after the initial 

implementation. This will ensure focus does not diminish with time by 
keeping the core issues front of mind and making sure staff are updated 
on any developments that might affect the management of risk. It could 
take the form of regular email communications with staff or even face-to-
face meetings, informing them about trends in performance and providing 
specific guidance on problem areas.

In order to ensure the advice provided is relevant and any risk management 
programme remains effective, continued analysis of the available data 
is also required. This is not only crucial in tracking improvements over 
time but also in spotting emerging issues and in altering priorities when 
one element of risk is brought within accepted parameters and another 
requires attention.

This is where the review process comes into play, using the information 
available to make decisions on where the organisation is succeeding or 
failing, what areas require urgent attention and where budget might best 
be spent.

INSIGHT: 
Andy Price 
Zurich
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The value of a risk register
A risk register is a useful tool to identify, prioritise, manage and monitor 
risks associated with running a fleet.

The risk register assigns each risk a value depending on:

1. The likelihood of the risk                     2. The impact of the risk

Risks are then prioritised based on these scores and associated mitigation 
and contingency plans created. Accountability and associated action plans 
can be created and monitored.

The Risk Register is a live document, not a one off process and should be 
updated regularly. 

Risks will obviously be very different for different companies –  
a pharmaceutical company may want to plan schedules better to reduce the 
mileage profile of drivers, whereas a haulier may want to reduce fuel usage 
as well as collisions and spiralling insurance costs.

The risk register in action 

To provide an example of how a risk register might be applied, imagine the 
case of an organisation suffering from a high number of vehicle collisions.  
It determines that the chance of a collision is likely, resulting in a score of 
four out of five. The consequences of a collision, however, are judged to 
be only moderate, since most collisions  normally result in relatively small 
losses, resulting in a score of three.

The risk level rating therefore is 12 (four multiplied by three). The risk 
register suggests an analysis of data related to driver performance in order 
to identify the potential reasons for collisions. This allows further root 
cause analysis and then consideration for targeted interventions to address 
problem areas. This approach would be repeated with other significant 
identified risks until the risk register was populated with a list prioritised 
according to rating.

Essential elements of an effective risk register:

• The key efficiency objectives for your fleet

• The risk to the achievement of each key objective

•  The allocated numerical ‘score’ for each risk (in terms of likelihood 
of occurrence and potential impact/cost)

• The overall rating for each risk (from very low to high)

• Planned mitigation actions to control each risk

•  Confirmation of who is responsible for ensuring the 
implementation of the agreed actions

For fleet managers, risk can include the following:

•  Reputation risks – your field workers drive dangerously and cause 
collsions/complaints from the public

• Financial risks –  loss of revenue and fuel usage

•  Regulatory risks – you fail to comply with Duty of Care/Working 
Time Directive, Corporate Manslaughter legislation

•  Contractual risks – you fail to deliver on service level agreement 
contracts for customers

• Health and safety risks – risk your drivers will become injured 

•  Unlawful activity risks – one of your drivers is stealing fuel from 
company vehicles

INSIGHT: 
Michael Rayner 
Turris 

03 Section three - framework 03
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Section four  
- using data to identify 
risk and extent of risk

04 04
Before attempting to properly 
manage risk, data has a role 
to play in determining the 
prevalence and seriousness of 
the different factors.

This data can be drawn from 
a wide range of sources but, 
when looking at a vehicle fleet, 
will primarily originate from the 
following:

18

Insurance claims The data provided by your insurance provider can be extremely revealing. Beyond 
baseline stats such as the number of claims made and the value of those claims - which 
provide a strong guide for the extent of the problems faced - it is possible to look 
at when and where most incidents occur to identify hotspots or times of year when 
incidents are most likely. Also create benchmarks against groups of similar drivers to 
spot trends or anomalies.

 Accident management This should be used to supplement insurance data in order to determine the full cost of 
incidents to a business. It includes the cost of uninsured repairs, the impact of vehicle 
off-road (VOR) time, lost orders and output, administration and legal fees This often 
adds up to significantly more than the cost of an insurance claim and could even be 
related back to an individual driver or average at a cost centre.

Telematics Modern telematics systems are a crucial source of live, dynamic data, providing 
fleet operators with insight into their operations in real time. This information can 
be particularly effective in addressing poor driver behaviour as it could include 
comprehensive stats regarding speeding, MPG, and incidences of harsh steering or 
braking. Telematics can also report on driving time, routing (to ensure drivers are being 
sent on the most efficient routes), as well as maintenance scheduling.

  Tachograph All goods and passenger vehicles are governed by working time regulations, limiting the 
amount of time drivers can spend behind the wheel without breaks. Data for working-
time compliance can be drawn from a telematics system but, in the case of vehicles 
weighing more than 3.5 tonnes or carrying more than nine passengers including the 
driver, a tachograph will also be fitted. Data from the tachograph must be collected 
every 56 days for the vehicle and 28 days for the driver to ensure compliance. In this 
case, tachograph management tools with exception reports can be used to gather and 
analyse data to ensure compliance.

Data Source Explanation

© Fleet Data Insight 2015
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04 Section four - using data to identify risk and extent of risk

 Maintenance data/
defect reporting

A fundamental of fleet management is ensuring the vehicles operated are roadworthy. An operator’s ‘O’ licence can 
be revoked if vehicles are found not to meet basic maintenance requirements. Consequently, it is a necessity to ensure 
vehicle checks and services are regularly scheduled and these schedules are adhered to. Servicing data, alongside 
defect reporting from drivers and from the vehicle’s own on-board diagnostics, are key in identifying issues and 
dealing with them before they become a problem.

Driver licence checks One of the current best practices is to verify drivers’ licences with the DVLA to determine eligibility, history and 
endorsements. Such checks should be conducted on an ongoing basis to ensure continued eligibility and supplemented 
by health checks and eyesight tests to ensure the employee is fit to drive.

Health and eyesight 
checks

Further to the data on driver licences, it is important to regularly check the health and eyesight of employees to ensure 
they are fit to do the job.

Customer and public 
feedback

This is particularly important in terms of reputational risk. It may not be the richest source of accurate data but 
complaints received from customers and the public can provide further anecdotal evidence to reveal which drivers are 
causing problems out on the road.

04
   Data Source    Explanation
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04 Section four - using data to identify risk and extent of risk

Set clear 
goals and key 
performance 

indicators (KPIs) 
for what might be 

achieved using 
data.

04
Establishment of a data policy 

With such an incredible wealth of data now available, it might appear easy 
to get swamped by the sheer volume. This is why a clear, structured policy 
is so critical.

The policy must outline who has responsibility for the data, perhaps 
identifying key management figures to look after particular areas, and 
must make provision for where the data is stored to guarantee security 
and privacy. Telematics can be useful in this respect, as modern systems can 
integrate with various hardware and software applications to consolidate a 
number of different sources on one platform for easier analysis.

After determining responsibility, set clear goals and key performance 
indicators (KPIs) for what might be achieved using the data – these should 
link into key organisation objectives and values. 

Making use of KPIs 

For example, in order to ensure vehicles comply with maintenance 
standards, one KPI might be to ensure work on vehicles is coordinated 
immediately upon identification of a potential issue.

This would require the employee responsible to ensure all vehicle servicing 
and MOT details are logged and reminders set when services are required. 
Driver checks would need to be enforced to ensure they were happening 
on a regular basis with details added to the database and scores potentially 
allocated to quickly identify the condition of different parts.

Consequently, management would have a quick overview of how long it 
has been since the vehicle was serviced, when tyres and parts were last 
replaced and might need replacing again, with actions and alerts triggered 
when problems are logged or parts reach questionable condition. Vehicles 
could also be quickly removed from the road in the case of critical faults.

By coordinating data-driven processes in this manner and making them 
a core element of standard operations, the framework for managing risk 
will become an ever-changing document capable of adapting to new 
challenges that may arise. Any major issues highlighted by the data - for 
example, if drivers are found to be habitual speeders - can be integrated 
into the programme as a priority focus, making it more flexible and 
appropriate in the long-term.
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Section five  
- critical success 
factors

Given the sheer volume of data available to modern fleet operators, we 
need to be selective about exactly what is required. Not all data will be 
relevant when looking to tackle risk and some may not be aligned with 
a particular organisation’s priorities, so it must be filtered to ensure it 
provides the required insight.

Industry experts who attended the Fleet Data Insight Forum identified a 
number of key datasets that can be identified as critical success factors for 
the reduction of fleet risk. Each provides a different kind of insight into 
operations and can be used to address distinct areas of performance.

The challenge for operators is to:

1. Choose those areas that are most significant to them

2. Use the data to analyse the extent of the problem

3.  Set benchmarks to identify the standards to which they aspire

4. Isolate areas where improvement can be achieved

05
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Critical success factor Explanation

Number and cost of 
insurance claims

Insurance data is an ideal place to start when attempting to weigh up the extent of the risk problem faced by a fleet 
operator. The cost of insurance claims is a useful monetary value that is useful for highlighting the scale of the problem, 
particularly when demonstrating the necessity of tackling fleet risk to management. Delving further, incident figures will 
also provide useful insight into when and where most incidents occur.

Number of KSIs and 
incidents

The amount of incidents involving drivers and the number of drivers killed or seriously injured (KSI) are both of utmost 
importance. Each provides a good baseline for where an organisation stands in terms of its fleet risk. A steady decline in 
numbers will usually indicate that initiatives are having a positive effect.

Incidents per 10,000 miles 
or per 1,000 drops

Clearly, the likelihood of incidents occurring is proportional to the amount of time a driver spends on the road. Therefore, 
to create a situation where different drivers are being assessed on equal terms, looking at the number of incidents in 
relation to the number of miles travelled or journeys completed might be more useful. But, of course, these figures must 
also be viewed in context, as an employee who drives 10,000 miles around London will encounter different risks than one 
covering the same distance in the Scottish Highlands.

VOR time The time a vehicle spends off the road (VOR time) is crucial when attempting to quantify the impact of incidents in terms 
of business disruption. While off the road, working capacity may be reduced, causing a knock-on effect on profitability, 
customer service and the ability to satisfy KPIs. The amount of jobs completed in a day or work might also be taken into 
account as part of this.

Total incident cost This figure provides an overall footprint for each incident. Building on the cost of insurance claims, it takes into account 
the total cost impact of an incident, including the cost of replacement vehicles, uninsured losses and business disruption.

Total incident cost vs sales 
revenue

To make the total incident cost figure more useful when attempting to tackle the performance of drivers, it might be 
viewed against sales revenue. This could be done on an entire fleet basis or on a departmental and individual basis - 
looking at how much specific employees or groups of employees make compared to how much they cost in incidents - in 
order to justify the need for change.

Maintenance cost per 
driver

Further to costs incurred as a result of the incidents themselves, ongoing maintenance costs can point to general issues 
with the way vehicles are being driven. By analysing these costs by driver, it makes it possible to benchmark the fleet and 
more easily identify where unnecessary costs are being incurred through poor driving practice or lack of care regarding the 
condition of the vehicle.

Driver endorsement points This top line figure offers an indication of how safely employees are driving, including factors such as speeding and driving 
without due care and attention or without reasonable consideration for other road users.

05 Section five - critical success factors 05
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Critical success factor Explanation

Incidences of speeding Drilling down further than endorsement points, the actual number of incidences of speeding, which can be provided by a 
telematics system, will highlight whether there is an issue with staff driving too fast, who are the worst offenders and how 
seriously they are speeding.

Number of driving events Further to speeding, information on driving events - incidences of poor driving style, such as over-acceleration and harsh 
steering or braking - provided by telematics is extremely useful for improving driver behaviour. 

MPG (miles per gallon) This figure is not as insightful as incidences of speeding or driving events when reducing risk is the priority but a driver’s 
MPG figure is usually a solid benchmark for how safely and efficiently they drive. If drivers are not over-accelerating and 
cornering smoothly, fuel consumption will typically decrease.

Training Training can be  a powerful tool for addressing underlying root causes identified from driver behaviour telemetry data or 
other root cause analyses. It must be targeted to address the areas of most need.

Mileage This can be more difficult to control than other factors in the list, as working schedules and journeys will typically fluctuate 
on a weekly or monthly basis, but reducing unnecessary mileage can contribute to an improved risk profile. Compare the 
actual mileage travelled by staff to that suggested by telematics or routing software and cut down on out-of-hours or 
unauthorised usage by keeping mileage logs.

Hours spent behind the 
wheel/breaks

Working time is already monitored by those vehicles fitted with a tachograph but should be a concern for all fleets. Daily 
and weekly working-time limits should be established in line with legislative and safety requirements and alerts set to 
warn both management and drivers when breaks are due to be taken.

PCN cost High frequency of penalty charge notices (PCNs) perhaps indicates staff are not taking enough care when making drop-
offs or parking at jobs. In order to reduce this figure, it is important to identify why they are being incurred - for example, 
time pressures may lead to an attitude where drivers are merely trying to complete each job as quickly as possible - and 
provide support to avoid this.

Servicing schedules Ensuring vehicles are well maintained and serviced is one of the main requirements in holding an ‘O’ licence and fulfilling 
Duty of Care requirements. Detailed logs should be kept for all vehicles to ensure services are not missed and notifications 
can be set at the proper mileage or time intervals to act as a failsafe.

05 Section five - critical success factors 05
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Section six 
- conclusion

This is why the list of critical success factors outlined in 
the previous section is far from definitive. It is up to each 
individual company to choose those elements that are most 
appropriate to them and use the available data to assess, 
analyse and understand existing problems.

The wealth of data now available to fleet operators provides 
greater insight than ever before into day-to-day operations. 
Dynamic, real-time data allows organisations to be extremely 
proactive in tackling problems, providing feedback to staff as 
problems occur rather than being forced to wait for a collision 
to occur. 

But effective use of data relies on the processes outlined in 
this document. Best practice requires:

• Establishment of an over-arching culture of excellence in 
risk management.

• Strong leadership at all levels to communicate cultural 
principles and inspire staff.

• An appropriate framework establishing responsibility and 
plotting a course of action.

• Identification of the appropriate data sources for  
analysing risk.

• Creation of key critical success factors, using data to set 
targets and review progress.

Organisations who follow these steps will be well equipped 
to face the future with confidence, while contributing to the 
improvement of safety standards on our roads.

The wealth 
of data now 

available to fleet 
operators provides 

greater insight 
than ever before 
into day-to-day 

operations 

06

There is no one-size-fits-
all solution for fleet risk 
management and the 
recommendations outlined in 
this document will, of course, be 
applied differently by different 
organisations. When developing 
an appropriate programme and 
choosing the critical success 
factors, it is necessary to always 
bear in mind the aims, values 
and challenges that are specific 
to the organisation.
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If you are interested in participating in the Fleet Data Insight Forum  
to share best practice, visit the website to find out more.

Real World Strategy is a UK based 

sales and marketing consultancy with 

extensive experience in the world of 

transport and logistics. We help our 

clients to co-create greater value with 

their customers by designing processes that enable 

better collaboration. We lead the development 

of vision, strategy and outcomes of the Fleet Data 

Insight Forum to ensure independence and credibility.

Join the conversation... 

If you have a question or would like to share your own fleet data insights, we are 
keen to hear from you in our LinkedIn discussion forum and via social media.

FLEET DATA INSIGHT
LEADERSHIP | BEST PRACTICE

www.fleetdatainsight.com
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