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Coaching for Safety in 
Residential Roofing 

By David P. GIikey, Philip Bigelow, Ph.D., 

Jeff GIibert, Curt Boyd, Scott Green­

&tain, Shella Stanley and Jim Dixon ~The twll 111os1 profound things 
th.11 changecJ 1h,_· clfcc1ivcncs, 
of our cllmpany safe ty pro­
gram were sw itching from 
piecework 10 hourly wages 
ancJ implememing a cJrug and 

e1lcohlll prngram," repllrts C urt lloyd, 
CEO ancJ llWnt:r of AcacJcmy Ruofing 
Inc., i\urnra, Colo. Ncarl)' 20 yea rs 
ago, lloyJ gracJuat ecJ from the Uni­
versi l)' of W)·oming hoping tu become 
a teacher ancJ coach . Teac hing jobs 
were scarce, so l3oyd wurkecJ as a 
,uperintendcnt for a roofing compa­
ny for four yea rs after colkge before 
he founded Academy Roofing and 
began a coach ing career in the busi- . 
nc,s world, nut 1he c lassroom . 

The Importance of Safety Meetings 

The busine,s doors opened in I 980, 
,ind hy I 984 110yd had 75 cmpluyecs. 
There were Ill> on-d1c-job injuries for 
the first 1hn:c years, hut eve ntually 

sc>mc emplllvecs hegan experie ncing 
rt'pllrtahk in1uric, . In Jan uary I lJ85, 
llo yd lllllk u> nt ro l and decided I<> 

coach hi, Wllrkcr, llll safety in the 
workplace. He conJunccJ illS fi rst safe­
iv mce1 ing 1ha1 incl utkJ infnrmat illn 
,,n safe work praclltT'>. nists. concerns 
.111d mecJil'al care. 

At tit udc, awareness, conceni rat ion 
and experience (Ar\C[) was devcl,,ped 
.ind became 1hc company ,1 ,,gan tha1 
wa, embro idered on , w,·at , h ins prn­
, 1Jcd In I he ,·rnpl.,,·,T,. l'hc co1>1p.1 -
ll ) impkm,·nicd llh>lllhly ,,1fc1y llllTl-
1ng, and 1h ,· 1op1c,. presenters Jnd 
l,>eus v.ir1nl w1cJcly Ill o:pll,c work-

ers to the multi tude of issues sur­
rounding safe work practices and the 
impact on business. 

T he rnrpora1e culture at the compa­
ny embraced safety wholeheartedly; 
workers were involved and the bene­
fits of change were evident. 

Throughout the recession in Colorado 
during the m id to late 1980s, the com­
pany shrank in size to 45 workers, but 
the monthly safety meetings continued. 
In 1990, a vicious hailstorm resulted in 
a tremendous demand for roofing ser­
vices. The staff quickly grew 10 more 
1han 100 workers. This rapid growth 
made it difficult 10 train new employ­
ees in safe work practices and injuries 
hegan 10 increase. Therefore, the com­
pany instituted a fall protection plan 
and purchased safety belts and ropes. 

Establishing a Company Policy 

On Dec. 3 I, 1990, an employee who 
failed to use the provided fo ll protec­
tion equipment fell off a roof and suf­
fered a serious head injury The injured 
employee was om of work for e ight 
months before he was able 10 return to 
permanently modified work. The emo-
1 ional dcvas1a1ion of his injury se ri ­
llUsly impacted the company ancJ I he 
linancial costs exceeded $400,000. 

lmmedia1ely, the company mst iIUl­
ecJ a po licy 1ha1 employees must wear 
fall protec tion equ ipment when they 
are working .on a roof. Some workers 
felt hampered by this rule and l~ft the 
company for less strict employers who 
cJid not re4ui re cumbersome ,afc1y 
,·quipmrnt. In JUI)' rates at 1hc compa­
ny began 10 decrease and the nimpa­
ny se t up a 1rain111g progra m . J,>ur­
ncyman Training re4u1rt·cJ J li ncw hire~ 
Ill spend 1hcir fi rs! two weeks on 1hc 

jo b with the most qualified and safest 
working company veterans. 

Developing a 

Safety Program 

T he compan y hired 
a full-time safety 
director in 1992 
who was direct­
ed to develop 
a comprchen­
si ve written 
safe ty program 
that included 
protection, safety awareness, hazard com­
munication, first-aid protocols. desig­
nated medical management. field audilS, 
and incentives for workers. The goals 
were to effectively manage heahh and 
safety for the well-being of the workers 
at the company and to comply with all 
OSHA regulatio ns. 

In additio n, the company insti tuted 
a manda1ory drug and alcohol screen­
ing program that provided employees 
with 30 days advance no1ice before 
bt:'.ing 1estcd. -1r you came up dirty, you 
gut fired and only one man got fired the 
first time we tested ," reported lloyd . 
From implemen1a1ion 10 da1e, six ran­
d llm 1es1s arc pcrfllrmed weekly. The 
overall rcsu hs of 1h1s program were 
astounding and included improved 
q uali1v of work . better work atten­
_dancc . less absen1ec_ism. improved 
camaracJa1e ancJ worker cohesiveness. 
and improved overall worker sa1 isfac­
t1Un . f-1nJl h ·. each work crew cou ld 
cou n1 ,,n ca,·h pns,rn cquallv for 1he 
ngh1 .111 11 uJr. Jwarcm·ss. conccntra­
t1u 11 .1nd CXfh.'rll"tKL' 

In 1'193 . 111<· compan y began a 
nwd 1f1 ccJ re1urn-1,,-work prngram 
for 11qurcd w,,rker, . \\'llrk111g w11 h 

Preliminary HomeSaf e Indicator 
Academy Roofing Loss Run Analysis 

1993 1994 1995 1996 % Change 

Nw11ber of employees 165 152 164 176 +6.25" 

lnc,oent rate 23.7 26.9 lB.4 13.1 -45.00"' 

Seventy rate 54.4 100 51.5 2.5 -99.00" 

Meo,cal costs $51.650 555,011 $29,193 57.306 -86.00" 

Compensauon costs $59,674 522.2 14 $7,143 534 -99.95" .. 
Experience mod1ticauon rate 0.77 0 .69 0 .74 0.65 -16.00" 

0 
dnn<lr, 

and injured 
~mploycc,. jllhs \\·ere 

reshapccJ to accomnwda1c injured 
workers with impaired capabilities and 
limi1a1ions. The message srnt 1n all 1hc 
workers was one of caring and con ­
cern, as well as a reminder that employ­
ees are a valuable asset w the compa­
ny even if they have been hurt. The 
severity rate plummeted during I he 
next several years to zero by 1997. 

The company shified all workers 
from a piece-pay-rate to hourly wages. 
No longer would there be an incentive 
to sacrifice safety for speed. Working 
safe ly was imperative. Jcf(Gilhcn , the 
new safety director. enforced constant 
compliance with cnmpany health and 
safe1y rules and ,;olicies. 

The company. obtained C<lsl Con­
ta inment Cert ifica tion for it s excel­
lence in safe1y and hcallh managl'nll'nl 
from the \Vllrkcrs· Co mpt·ns.llion J>rr­
mium Cost Cnn1ai nment Program, 
sponsored hy the Dcpartme111 of l.ahor 
and Emplurment , Division o f Work­
ers' Cumpcnsa1io n . This program 
paved the way fo r progre;,ivc dis­
counts and savings experienn·d to 
date . (Sec figure below.). 

In 1995, . .\cademy Ro<lfing hccam,· 
involved wi1 h I l<lmcSak through I Ill' 
H t11llL' lluddcr, .-\»llciallllll or t\h-ln>· 
p,,li1an Denver ( l lllr\l. Cilhn1 . ,up­
ponccJ hy Boyd, hcca111r an arn ,·,· 1111.-\ 
team 111 c111hcr wll rking wi1 h l bl I:\ 
Region VII I .-\Jminbtra111r. l\an Ch;id­
w1ck , and 111, 1ca m 10 d,·,·,· lo p 1h,· 
I lnmcSak l'il,>t l' rugram . .-\ c.1,k1m· 
Roofing hccainc a f1111d ,11ncmal f,,,n· 
111 ,haprng dw I lllmcSJk l'r11gr,11n's Ill 
l' , >1 11 1 l. i,1. The cllm pany·s 11r,·"·11n· 
rt•ni;1111cd on 1hc forcfron1 ll\'lT 1hr 11rxi 
duce year, ,,r I lomcSaf,.-, devdopmnu . 

A,·adcmy Rnol ing has i11,·,·,1cd n1<>H' 
1han S1ll0,ll0ll. since l<l'H. in new lall 
prntcction and llthn ,afc1y l'q11iprnn 11. 
1 n 199(1, a comprchcn,ivc 7 -h, 111 r 11,·w 
hire safe!)' I rain ing program was in,1 1-
1U1cd. Availahk for new hire l'lll p lll)'· 
res who pass their drug and .dc<l h<ll 
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There's Danger In 
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Unless J'ou Have A 
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The company msututed a oohcy that employ, 

ees must wear fall orotect1on eou1pment 

wnen they are wotkfng on a roof . 

screening test. the program ertcom­
passes aII of the company's safet)'. hcahh 
and company policies and 1s present­
ed in both Spanish and English. TeaC"h­
ing methods include visual. auditory 
and kines1he1ic approaches to ma.~i ­
mizc lcarnin!! dfrc1ivcncss. 

The hig pa~·ofl mm,· in I lltl7 whrn 
the corn pan~· main1ainecl unc cnrnplc1c 
year of no lost time injuries. The expe­
rience moclilica1inn rate plummeted 10 
0.-+ 7. an all-time low. The .-·orkers· cnm­
pcnsation pn:-mium dividend was H• 

great. Bord 100k 50 of his emplop·t·s 
who had mainta ined f11Il -1 imt: jobs with 
the nimpany for 1he entire year'" Las 
Vegas for a weckrnd of fun :rn<l cde­
lm11i,1n. The n>arhing paid off for the 
long-trrm crnployrrs who had k;m1nl 
Ill work s:1frh: 

Thi: company t'l'li:hr:11,·~ Its ,11<Tt'SS 

with the annual ,kad ,·11n· Awards. a 
lttnC' of f<'t'.O)!llilion f,1r the 111:111)' :lt'n>ln· 
plishmcnts and n1 m111it 11u·111, of 
,·mplnyccs. Boyd hdi,·vc, 1lta1 lw i., f:m 

:ind hi. nnnp:iny allord< :111 oppor111-
nt1y for propk 111 w11r k ;ind pnl\'idr 
qua lity s,·n·i<",·. makr a li\'lllg :md ta l;i· 
pridr in that t·xp,·r1nn-r 

Conclusion 

f11day. floyd :lllrlhlltt'S I h<" d1:111g1·, Ill 

,:tkty and hr,t!th nia11:tgnnn11 ln ., 

..;. wuc..·h frn 111 p:1~~1,·(' tn ag}!n-,,1\·1· 111a11-

3j!C'll1Clll of this arr;i nl hi< husim·s< 
( )\"nail prnclul't J\' 11\ . qualll\· and ,11,1 
,·Hil'irnl'y h;1w inrrc:i,nl ,,nn· hr tkrnl ­
ccl lo c,,arh his c111pl11y1-r< 1111 w11rk1ng 
<martcr. nnt hardn 

Thr f,,cu< of 1hr rnn1 p,111y 1, 1>11 
rmplnyccs. nnl rusts 1111yd lnum) 1h:11 
t'<'Sl rc<lucttons follow good manage­
ment prnnit-c, and lw <ttll :ittcmb :11 
least half of th,· u1111 p:111 y safr ty mrrl· 
111g~ 11<- t·n111y, spt'ak111g 111 h" n11pluy­
rrs pcrsnn:illy. cnrnur:1g111g t h<·111 111 
work safdy and <ta~· hc:iltlw for rh,·111-
srivr< and thC' proplc thry lcwr. 

Gilbert h:i< rrm:11ncd IO\'oh-nl wllh 
th<" 1 lnnll'Saft- l'ilnt l'1<1gra111 l:,1111.-lu·d 
111 January JQl/i hr II U,\ and l>SI IA. lo 
:ill nf rhr I lomcS:ifc P:in nns. ,\t"aclcmy 
Rnofing ~rrvcs as an rxamplr 11[ how 
<u t·ccss in safel y rnn hr :td11nTd . CM 




