
Management of money for roofing
projects may never be more impor-
tant than it is right now.

The bad economy and its effect on the
construction market in 2009 are well docu-
mented. The best estimate is that the com-
mercial roofing market was down 35% in
2009. With the slowing of the overall econo-
my, companies and building owners
reduced their capital expenditures. A very
obvious decline in new construction took
place in late 2008 and throughout 2009.
The National Roofing Contractors Asso ci -
ation (NRCA) has estimated 28% of the
overall market came from new construction
in 2007. In 2009, the commercial roofing
market was clearly a reroofing market.
Some estimate it will take three to five years
to return to contract levels of 2007. 

These difficult times create some very
significant challenges for our industry. The
commercial roofing market is very competi-
tive. Many manufacturers have invested
heavily in state-of-the-art production equip-
ment within the last five to ten years,
resulting in an overcapacity in many prod-
uct categories. Roofing contractors are bid-
ding projects that in the past have had
three to five bidders and now find ten or
more bidders. The result will be very com-
petitive material and labor pricing for some
time to come. At the same time, unfortu-
nately, materials and labor costs (labor
rates, insurance, etc.) continue to rise. This
squeeze will result in pressure on all parties
involved. Within the last few months, a
number of contractors have gone out of
business due to financial challenges.
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With new construction, the general con-
tractor typically manages the payment flows
throughout a project. On reroofing projects,
we have found the payment process is quite
loose, at best. In the last six months, we
have had numerous situations where a
building owner has released all monies due
for a reroofing project to the roofer without
requiring a lien waiver signed by the roofing
system manufacturer. The roofer then
claims he does not have the money to pay
for materials. The owner, having paid in full,
is then looking for a warranty. 

The purpose of this article is twofold:
1. Raise awareness of the potential for

money issues on projects without
proper money management.

2. Provide some suggestions for roof
consultants to reduce the potential
for money management problems.

In speaking with a few roofing and
water proofing consultants, we find that
they all deal differently with project money
management. In many cases, the consul-
tants have used a proven systematic
approach to ensure proper money flow
management. In other cases, consultants
seem to be removed from the money flow
management of the project. Recent experi-
ence tells us consultants taking charge of
the money flow of a project are providing

their customers with a valuable service.
With respect to money flow manage-

ment, we offer the following specification
language and required submittals as part
of the payment process.

PAYMENTS
• Payments made to the contractor

shall be made in accordance with
Article 9 of the AIA Document 201-
2007, modified to meet a project sit-
uation.

• A contractor’s pay request template
or form should be provided in bid
documents. AIA Documents G702-
1992 and G703-1992 are more or
less the industry standard.

• A contractor’s Affidavit of Release of
Liens should be provided with each
pay request. AIA Document G706A-
1994 is widely used (see Attachment
#1).

In addition to the contractor’s release of
liens, it is highly recommended that the
contractor be required to provide a release
of lien(s) from the roof system manufactur-
er indicating payment for material to date
(see Attachment #2, Waiver and Release of
Lien Upon Progress Payment form). A Final
Waiver and Release of Lien form (see
attachment #3) should also be required
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prior to the release of final payment.
Generic examples of these forms are provid-
ed. However, requirements for release of lien
vary by state.

NOTES
The amount of percentage retained until

project closeout should be made clear in the
bid documents.

Many manufacturers offer “early bird”
warranties (warranties supplied by the
manufacturer to the roofer prior to final
completion and payment for materials sup-
plied). Obtaining the warranty from the
contractor is not necessarily an indication
that materials have been paid for.

Most manufacturers state as an exclu-
sion in their warranty that the warranty is
not valid until all materials have been paid
for.

The payment/money management pro -

cess described above is just one example.
Consultants may already have a process
that works for them and their customers.

We would suggest, however, that just
because there have been no issues to date
does not mean there will be none in the
future. Review contracts and bid docu-
ments to make sure a process is in place
and that it is working well.

We estimate we receive a request for lien
waivers on 20% of the projects with which
we are involved. This would indicate many
projects do not have a payment money flow
management process in place, or the
process has left out the critical step of hav-
ing the roofing system manufacturer
involved.

The idea of money flow management will
be a concern to some, although it is in
everyone’s best interest to have a process in
place for every project. It is important for
everyone involved to understand this
process. Trust, professionalism, and com-
munication are critical should the process
break down in any way.

The author thanks Gary Mays, president of
Mays Consulting & Evaluation Services, Inc.,
of Delaware, Ohio, for sharing his thoughts
and experience regarding money manage -
ment flow for roofing projects.
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The National Roofing Contractors Association (NRCA) has updated its design R-value recommendation
for polyisocyanurate roof insulation. In its 2011 NRCA Roofing Manual: Mem brane Roof Systems, the associ-
ation recommends designers determine thermal insulation requirements using an in-service R-value of 5.0
per inch of thickness in heating conditions and 5.6 per inch of thickness in cooling conditions. Previous rec-
ommendations (since 1987) called for an across-the-board in-service R-value of 5.6 per inch of thickness.
The in-service value should be based on the dominant conditions for building use and climate where the
building is located. This can be done by comparing heating degree-day (HDD) values with cooling degree-
day (CDD) values provided in the ASHRAE Fundamentals Handbook. NRCA also recommends designers
specify polyisocyanurate insulation by its desired thickness, not its R-value, to avoid possible confusion.
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