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The construction industry continues to grow rapidly and faces a massive shortage of workers. The 

roofing industry, in particular, is projected to grow considerably with an increased demand for 

workers in the upcoming years. One critical component of the roofing industry is distribution. 

Distributors play a significant role in ensuring that materials arrive on site in a timely and 

affordable manner and act as a bridge between the roofing subcontractors and manufacturers. 

Attracting the next generation, Generation Z (Gen Z), is critical to address workforce shortages in 

the industry. The Gen Z population has various career preferences and characteristics that 

influence them in selecting a career. Gen Z looks for a defined career path within a specific 

industry that shows how their career can grow over time. This paper aims to develop and document 

a typical career path that college students from a construction program might have within the 

distribution sector of the roofing industry,with the help of a focus group. Additionally, the focus 

group discussed information regarding worker responsibilities, experience requirements, 

compensation, and benefits for each position. This paper documents the consensus findings from 

the focus group. This information and flowchart will aid educators and industry members in 

garnering interest in the distribution sector of the roofing industry. 
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Introduction 

 
The U.S. Construction industry employs about 6% -10% of the total workforce and significantly 

contributes to the U.S. economy (Assaad & El-adaway, 2021). The construction industry heavily 

influences the functioning of many other sectors, such as manufacturing, transportation, infrastructure, 

commercial spaces, etc. (Assaad & El-adaway, 2021; Azeez et al., 2019; Baral et al., 2022). A 

construction project requires a team effort with various parties involved in different areas of project 

execution, such as the general contractor, specialty contractors or subcontractors, material suppliers 

(also known as distributors), and manufacturers. 

 

Subcontractors work on specialty areas and perform a specific scope of work, such as roofing, 

mechanical, electrical, plumbing, finishes, etc. However, for the sub-contractors to get material 
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deliveries, they typically work closely with material distributors for timely delivery of materials and 

to get competitive pricing. Distribution services are defined as wholesale trade services, retailing 

services, franchising and commission agents’ services, that act as a link between producers and 

consumers – ensuring that consumers have access to a large selection of products at affordable prices 

(World Trade Organization). Subcontractors greatly benefit from partnering with distributors as they 

ensure better quality, higher reliability, more variety and personalization, faster responses to variations 

in demand and decreased time to market (Biruk et al., 2019). Distributors in the construction industry 

play an important role in keeping up with project quality, schedule, and budget (Cengiz et al., 2017). 

 

According to the U.S. Bureau of Labor Statistics, occupations related to construction make up more 

than one-fourth of the fastest-growing careers and the industry projects a growth rate of 4% from 

2021 to 2031 (U.S. Bureau of Labor Statistics). Between 2018 and 2028, employment in the industry 

is expected to increase by 10%, with over 800,000 new job openings (Callanan & Perri, 2020). In the 

second quarter of 2022, the construction industry contributed to 3.9% of the US GDP according to the 

US Bureau of Economic Analysis. Research shows that the current labor shortage will also likely 

increase in the construction industry (Carter 2022; Choi et al., 2022).The labor shortage and the 

expected increase in work demand will be problematic and must be addressed (Pandita, 2021). The 

average age of construction workers in the U.S. is 42.6 years, and by 2024, the percentage of workers 

in the age category of 55 and above is expected to double (Sokas et al., 2019). One concern brought 

up by the Department of Labor was the replacement of this aging workforce. Keeping up with this 

pace, it was expected that roughly 240,000 workers will need to be filled in (Kim, Chang, & Castro- 

Lacouture, 2020). 

 

One of the important sectors in construction is the roofing industry. Similar to other sectors in the 

construction industry, the roofing industry is also expected to see considerable growth, thereby 

needing to bring in more workers (IBISWorld). According to the U.S. Bureau of Labor Statistics, the 

roofing industry employs 129,890 workers at a mean hourly wage of $23.51 (U.S. Bureau of Labor 

Statistics).The three main entities in the roofing industry include roofing subcontractors, distributors, 

and manufacturers. The distributor is an essential channel between the roofing subcontractor and 

manufacturer responsible for material handling and logistics, inventory management, quality, and 

training on the job site for roofing workers, providing credit to the roofing contractors and the 

delivery of roofing materials to the job site. Distributors also provide services such as estimating, 

technical services, QA/QC inspections, etc. As of 2022, three major roof distribution companies in 

the U.S. account for about 70% of the roofing distribution market and the roofing distribution sector 

employs 55,909 workers (IBISWorld, 2022). To keep up with the industry's growth and increasing 

demand, attracting and retaining professionals in the roofing distribution business is critical. 

 
One of the ways to address the workforce shortage is to attract the Gen Z population and retain current 

professionals in the roofing industry. Gen Z tends to be ambitious, practical, and keen on challenges 

(Aggarwal, Sadhna, Gupta, Mittal, & Rastogi, 2020a). They are self-learners, possess strong multi-

tasking abilities, and are the first digitally connected generation with constant technological access 

since birth (Becker, 2022). When considering a career, this generation tends to opt for an exciting 

workplace that avoids redundancy and provides job stability. They prefer a flexible working 

environment that will allow them to work independently and be mentored (Pandita, 2021). 

They do not believe in being confined to an office place and can get work done from anywhere using 

technological tools (Csiszárik-Kocsír & Garia-Fodor, 2018). However, one of the important aspects of 

this generation is a defined career path within a specific company and/or industry (Goh & Okumus 

2020). Research shows that this generation is not afraid of switching jobs and choosing companies that 

give them a clear path to promotion with a work profile/description for each position (Aggarwal et al., 

2020b). Unfortunately, one of the primary reasons the construction industry has failed to attract the 
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younger generation so far is the lack of sufficient information regarding career paths and training 

(Hiranya Delvinne, Hurtado, Smithwick, Lines, & Sullivan, 2020). 

 

The literature review shows that the roofing distribution business is a critical sector in the construction 

industry. Like other sectors, the distribution sector will need a workforce to meet the growing 

demands of the industry (IBISWorld). The skills required to work in the distribution sector of the 

industry align with those of students who graduate from construction management programs, thus 

allowing a viable path to a career for these students in this industry sector. Currently, a clear visual 

career path and the details of each position in the roofing distribution sector are lacking to attract Gen 

Z and retain current professionals, especially for those coming from a construction management 

degree program. To that effort, the objectives of this paper are to 1) Document the different types of 

positions and their description within the roofing distributor organization suitable for someone with an 

undergraduate construction management degree, 2) Analyze the compensation for each type of 

position, 3) Document the benefits for each position, 4) the type of experience required for each 

position and promotion/vertical movement expectations and 5) Generate a visual career path focused 

on roofing distributor organizations. 
 

Methods 

Figure 1 shows this study's four (4) phase research methodology. The methodology is adopted from 

the study conducted to document the visual career path for the roofing contractors (lucas et al., 2022) 
 

Phase 1: Study Population Phase 2: Framework 

Steering Committee 
  Literature Review 

• Provide feedback Focus Group Agenda 
• Generational

 

• Aid in identifying Development 
Workforce

 
Preferences 

participating companies • Previous Studies 

 
Phase 3: Data Collection Phase 4: Data Analysis and Validation 

 
 

Focus Group 
Career Path Model 

 
 
 

Document Consensus 
• Common Positions 
• Salary and Benefits Validate Findings 
• Path to Promotion • Career Path Model 

• Experience Requirements • Position Characteristics 

• Responsibilities 

Figure 1. Phases of Methodology 

 

Phase 1: A steering committee was formed to assist in developing the study framework, provide 

validation, and select the participating companies from the roofing industry. Out of the three (3) major 

roofing distributors in the U.S., two (2) roofing distributors participated in the focus group over Zoom. 

The two participants hold CEO positions with the roofing distribution companies and are in charge of 

the national level management of the companies. The two roofing distributor companies represented 

about $10B of the roofing material supply market with over 10,000 employees. Due to the focused 

nature of the roofing distribution sector, the steering committee agreed that this was a good 

representation of the sample. 
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Phase 2: An in-depth literature review on generational workforce preferences was used to create the 

focus group agenda. Items for discussion included employee positions, salary and benefits, a path to 

promotion, experience requirements, and responsibilities. The steering committee validated the focus 

group agenda by ensuring that it met the study's objectives. 

 

Phase 3: Data were collected through discussions among two (2) roofing distributor companies. The 

primary participants of the distributor companies were the president and owner that had in-depth 

knowledge about their company structure and characteristics. There were three focused discussion 

points: 
a. Different types of positions within the company. 

b. Job responsibilities, salary, benefits, and experience required for each position. 

c. Identifying the typical career path that maps entry-level through upper-level positions in the 

roofing industry. 

The data were collected and documented in real-time by giving dedicated discussion time to each 

distributor and then reaching a consensus after each discussion point. 

 

Phase 4: The data collected were analyzed to develop a general career path for roofing distributor 

companies. Each position was analyzed and compared regarding responsibilities, experience 

requirements, compensation, and benefits. The mapped career path and documented information were 

validated with the steering committee and the two (2) distributor companies participating in the focus 

group. 
 

Analysis Results 

Positions and Responsibilities 

The positions in the roofing distribution sector where construction management graduates could be 

employed fall into two categories: sales/service (technical sales and technical services) and 

management (branch manager, district manager, regional vice-president and executive position). The 

data indicates that, as seen in most organizations and occupations, entry-level positions come with the 

least number of responsibilities. As a person climbs the hierarchical ladder of the organization, they 

are laden with more duties and responsibilities. The management trainee in a roofing distributor 

organization has a narrow range of duties compared to the branch manager, who has a broad range of 

responsibilities. The entry-level positions focus more on general training to get acquainted with the 

nature of business and manage day-to-day sales. In contrast, higher positions are seen to be requiring 

more leadership and management skills. The management trainee gets a good overview of various 

aspects of the distribution business aided by the rotational nature of the position. The demand for 

leadership skills also increases depending on the level of management within the company's hierarchy. 

The branch manager focuses on the operations of the specific unit, while the regional vice-president 

oversees multiple units within the region and leads district managers. The findings for the individual 

positions are outlined below in Table 1. 

 
Table 1  

Responsibilities for various positions 

Position Responsibilities 

Management Trainee 
Rotational training to be a Branch Manager to gain knowledge of the overall 

distribution operations. 

Technical Sales 
Inside and outside sales to acquire new business and the role of customer 

consultant. 
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Technical Services Quantity take-offs and estimating 

 

Branch Manager 
Managing the business unit or the specific branch and all of its 

operations. 

 

District Manager 
Managing multiple branches, providing leadership and mentorship to 

branch managers. 

Regional 
Vice-president 

Managing multiple branches that are allotted within the specified region, 
providing leadership and mentorship to district managers. 

Executive 
Managing and leading operations, procurement and logistics. 

 

Compensation 

Higher compensation usually accompanies higher positions that require greater expertise and 

knowledge. The data collected shows a steady increase in compensation as the employee progresses in 

their career. From the entry-level management trainee position to the position of technical services, 

there is a 39% increase in compensation. However, it must be noted that technical services salary 

heavily depends on the number of years in the position. Focus group participants noted that some 

employees prefer to remain in the technical services position for their entire career, which can result in 

an increase in salary. On the management side, there is a considerable increase in salary from branch 

manager to executive, which corresponds to their experience and scope of responsibilities. The 

highest-paid position in a roofing distributor organization is the executive position. Compared to the 

management position, the sales positions have lower compensation; however, the sales team also has 

an opportunity to make a commission of up to $100,000 annually on sales. Generally, the salaries for 

each position in the distribution sector match or exceed the industry average. 

 

A detailed matrix of compensations and benefits for each position is outlined in Table 2. 

 
Table 2   

Position Compensations   

Position Average Range 

Management Trainee $45,000 $40,000 - $50,000 

Technical Sales $47,500 $45,000 - $55,000 

Technical Services $62,500 $50,000 - $75,000 

Branch Manager $100,000 $100,000 and above 

District Manager $120,000 $90,000 - $150,000 and 
above 

Regional Vice-President $375,000 $250,000 - $500,000 and 
above 

Executive $375,000 $250,000 - $500,000 and 
  above  

 

Benefits 

There is no variation in benefits across the career path for both the sales/services and management 

sectors. All positions receive the same benefits that include insurance (health, vision, dental), 401K 

match, bonuses (depending on the company), equity sharing (depending on the organization structure), 

profit sharing bonus, and paid time off. However, the technical sales position receives an additional 

benefit. Along with standard benefits such as insurance (health, vision, dental), 401K match, profit 
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sharing bonus, paid time off, and base salary, they also receive a commission. Consistent benefits are 

critical since it ensures the same care and coverage from the company, irrespective of any position. 

The benefits offered by distribution companies align with industry standards. 

 

Experience 

The experience required for entry-level positions is minimal, with more emphasis placed on training 

programs or college degrees. For higher positions, priority is given to those with experience. For an 

employee to be promoted to a higher position, they must have worked in the organization for a 

minimum number of years and should have proven their capabilities. The typical experience required 

for promotion from entry-level positions such as management trainee or technical sales to branch 

manager could be between four to seven years. This could be accelerated based on factors such as 

employee performance or company requirements. The climb from management trainee to technical 

services positions is not steep. It should be noted that positions often overlap in a career path. For 

example, a person in the position of technical services could be qualified to take up a branch manager 

position based on experience. The experience requirements for the individual positions are outlined 

below in Table 3. 

 
Table 3  

Experience requirements 

Position Experience required 

Management Trainee 
Prior technical sales and service experience and / or a bachelor's degree or 

master's degree 

Technical Sales Entry level position for roofing distributors 

 
Technical Services 

Technical sales experience and / or a two-year associate 
degree 

 

Branch Manager 

Completed management in training program, outside sales 
experience, additional financial understanding beyond a construction 
degree 

District Manager Extensive experience as a Branch Manager 

Regional Vice- 

president 
Extensive experience as a District Manager 

Executive 
Extensive experience as a District Manager and/ or Regional 

  V.P.  

 
Career Path 

The typical career path within a roofing distributor company is shown in Figure 2. A potential worker 

entering the roofing distributor organization can choose either the sales/services or the management 

path. A recent college graduate looking for an entry-level position within roofing contracting 

companies would be employed as a management trainee or in the technical sales/ services position 

based on their background and qualification. Over time this employee will progress in rank throughout 

their career. Regional vice president and executive-level positions generally require extensive 

experience within the roofing industry. 
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Figure 2. Visual Career Path Model 

 

Conclusion 

The main objective of this study was to clearly define and document a visual career path for the 

roofing distributor sector of the industry so construction management graduates could consider this 

sector for employment upon graduation. The entry-level positions in the sector have a narrow scope of 

responsibilities and are more focused on training, whereas the higher positions have a broader scope of 

duties. With higher positions comes the demand for leadership. While a branch manager has to be 

equipped to handle the workings of a particular branch, a district manager must be equipped to handle 

the workings of multiple branches and lead many branch managers. As seen in most organizations, 

compensation is higher for top managerial positions when compared to entry-level and sales/services 

positions. This is because of the experience and knowledge that these positions require and the higher 

level of responsibility attached to the position. Sales positions have comparatively lower 

compensation, but they get commissions on sales to compensate for some part of it. Entry-level 

positions require little to no prior experience and focus on training programs that can benefit from 

college degrees. On the other hand, higher positions rely heavily on previous experience. Employees 

might need to invest four to seven years in the company to get promoted to a higher managerial 

position. The benefits offered to all positions are the same except the technical sales position, which 

gets a base salary plus commission. 

 

Roofing distribution organizations are often large firms with a large number of employees. These 

firms provide employees with desirable working conditions and consistent care through company 

benefits. Distributors play an important role in the supply chain between roofing contractors and 

manufacturers. Working in the distributor sector is challenging and is far from being tied to an office 

space or desk, which makes it a desirable option for the Gen Z population. There is freedom, job 

stability, mentorship and the possibility to grow in the sector. The literature review showed the 

importance of having a visual career path and different career positions to attract a younger workforce. 

This visual career path and the job responsibilities, compensation, benefits, and salary will provide 

Gen Z a viable career option to consider. Roofing distributors can also use the study's results to train 

and create awareness amongst new and existing employees. The flowchart gives a clear understanding 
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of the expected career trajectory within the sector. 

 

The limitation of this study is that the focus group participants are representatives of the roofing 

distribution sector only in the U.S. There is still the need to analyze job responsibilities and map career 

paths for other distribution sectors of the construction industry. This research paves a starting point to 

attract and retain Gen Z sector into the roofing distribution sector. There needs to be further research to 

understand other factors that possibly affect and influence Gen Z career preferences. 
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