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BUDGET JUSTIFICATION BRIEF 

Making the Case for Proactive Roof Testing: 

A Budget Justification Framework for Government Facilities 
Managers 

Prepared by Honza Group Inc. 

 

How to Use This Brief: This document is designed to help facilities managers build an 
internal case for ELD testing budget. Share it with your budget approver, contracting officer, 
or capital planning committee alongside your request. Language throughout is intentionally 
plain and focused on cost outcomes. 

 
Government facilities managers understand the value of preventive maintenance. But when budget 
cycles are tight and visible problems are competing for attention, proactive roof testing can be a hard 
sell — especially when the roof isn’t leaking yet. 
 
This brief gives you the framework, the numbers, and the language to make the case internally. It’s built 
around the reality of government procurement: multiple approval layers, deferred maintenance 
backlogs, and the need to frame every expenditure in terms of asset protection and lifecycle cost. 

 

Section 1: The Cost of Waiting 
The most compelling argument for proactive ELD testing is what it costs not to do it. The figures below 
are drawn from documented industry data sources. 
 

$24,000 
Average commercial water damage claim 

per incident 
Sonicu, 2024 

70% 
Of construction litigation is driven by water 

intrusion issues 
Architect Magazine, 2011 

 
 
Put simply: catching a breach through ELD testing costs $0.05–$0.10 per square foot. Remediating the 
same breach after water has infiltrated insulation, decking, and interior systems costs orders of 
magnitude more — and in government facilities, often triggers emergency procurement processes that 
bypass normal competitive bidding. 
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Federal Asset Context: GSA and DoD facilities guidance consistently identifies roofing as 
one of the highest-cost building systems in long-term capital planning. Proactive testing 
directly supports asset preservation goals and reduces unplanned capital expenditure — 
both priorities in current federal facilities management frameworks. 

 

 

Section 2: Cost Comparison at a Glance 
The table below shows ELD testing costs against the scenarios it prevents. All figures are sourced from 
published industry data; actual costs vary by facility type, region, and scope. 
 

Scenario Cost Range Source Notes 

ELD / government sized 
roof inspection 

$2.4k–$3.2k (~$0.30–
$0.40 sq ft) 

Roof Medic (2025) Cost-effective 
preventive step 
compared to any of 
the scenarios 
below. 

Minor leak repair — 
caught early 

$1,500–$2,500 Litespeed 
Construction (2025) 

Repairs are 
relatively 
inexpensive only 
when the breach is 
caught before 
moisture spreads. 

Average commercial 
water damage claim 

~$24,000 per incident Sonicu (2024) Baseline cost 
before multi-unit 
impact, business 
interruption, or loss 
of rent. 

Water damage repair — 
escalated 

$3.75–$7.50/sq ft; up 
to $25,000+ 

HGI Cost Analysis 
(2025) 

Per-square-foot 
costs accelerate 
fast once hidden 
moisture spreads 
into insulation and 
decking. 

Business interruption — 
tenant/retail 

$8,000/day avg. lost 
revenue 

Sonicu (2024) Ground-floor 
tenants lose 
revenue 
immediately. A 3–5 
day closure can 
exceed the initial 
repair cost. 

Business interruption — 
severe event 

$10,000–
$250,000/day 

Institute for Business 
& Home Safety 

Mixed-use buildings 
with medical, 
restaurant, or retail 
tenants face 
compounded 
losses. 
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Serious water incident 
(structural + BI) 

$100,000–$500,000+ HGI Cost Analysis 
(2025) 

Combines 
structural damage, 
equipment loss, 
and business 
interruption in a 
major event. 

Commercial roof 
replacement 

$5,000–$50,000+; 
large roofs 
$750,000+ 

A1 Roof Pro (2024) When undetected 
leaks accelerate 
membrane aging, 
full replacement 
moves forward by 
years. 

 
 

Breakeven Point: On a 30,000 sq ft roof, ELD inspection costs approximately $9,000.00 –
$12,000. A single undetected leak event averaging $24,000 in direct damage alone means 
the testing cost is recovered on the first avoided claim — before business interruption or 
tenant impact is even factored in. 

 

 

Section 3: Framing ELD as Preventive Maintenance — Not a 
Discretionary Cost 
One of the most effective ways to secure budget approval for ELD testing is to correctly classify it. ELD 
is not an optional inspection — it is preventive maintenance infrastructure, in the same category as fire 
suppression system testing or HVAC filter replacement. 
 

The Preventive Maintenance Argument 
Facilities managers can frame ELD testing using the same language that supports any PM budget line: 
 

• Extends the serviceable life of an existing capital asset (the roof membrane) 
• Reduces unplanned emergency repair expenditures 
• Documents facility condition for asset management and capital planning purposes 
• Supports compliance with applicable warranty terms 
• Produces defensible documentation for budget requests, audits, and post-incident review 

 

The Risk Management Argument 
For facilities where roof failure would disrupt operations — military installations, federal office buildings, 
data centers, healthcare facilities — the risk management framing is equally powerful: 
 

• Water intrusion in secure or mission-critical facilities can cause operational disruptions far more 
costly than the physical damage alone 
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• Mold and moisture issues in occupied federal buildings create health, safety, and liability 
concerns that can trigger emergency abatement requirements 

• Documented testing history reduces institutional risk exposure and demonstrates due diligence 
in the event of an insurance claim or congressional inquiry 

• Water intrusion issues drive approximately 70% of construction litigation — early detection and 
documented testing history are the clearest defense (Architect Magazine, 2011) 

 

 

Section 4: Addressing Common Objections from Budget 
Approvers 
If you’re presenting a request for ELD testing budget, you’ll likely encounter one or more of the 
following objections. The responses below draw on documented cost data. 
 

Common Objection Your Response 

“We don’t have a leak right 
now.” 

ELD detects sub-surface moisture and membrane breaches 
before they produce visible leaks. By the time water appears 
inside the building, damage has already occurred — and 
remediation costs are significantly higher. Average commercial 
water damage claims run around $24,000 before tenant 
impact or business interruption is factored in. (Sonicu, 2024) 

“This isn’t in the current 
budget.” 

A commercial roof inspection costs $250–$800, or roughly 
$0.05–$0.10 per square foot. (Roof Medic, 2025) A single 
undetected leak event averages $24,000 in direct damage 
alone, not counting business interruption. The cost of testing is 
recovered on the first avoided event. 

“We’ll address it in the next 
capital cycle.” 

Undetected breaches worsen over time. Per-square-foot repair 
costs rise from $3.75–$7.50 as moisture spreads. A serious 
water event combining structural damage and business 
interruption can reach $100,000–$500,000 or more. Early 
detection defers — not accelerates — capital replacement 
spend. 

“The roof is still under 
warranty.” 

Many manufacturer warranties require documented 
inspections and testing to remain valid. ELD testing may be a 
compliance requirement, not just best practice — and failing to 
perform it can void coverage at the moment you need it most. 

“We’ll get to it after the 
renovation.” 

Post-construction ELD is actually ideal timing. Testing after 
any membrane work confirms a watertight installation, creates 
a documented baseline, and is the most cost-effective moment 
to identify installation defects — before warranty disputes 
arise. Water intrusion issues drive approximately 70% of 
construction litigation. (Architect Magazine) 
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Section 5: How to Structure Your Budget Request 
When submitting a formal budget request for ELD testing, the following structure will support a clear, 
persuasive justification: 
 

1. Facility and roof system description 
Include: building name, address, square footage of low-slope membrane, approximate 
installation date, and any known history of repairs or water events. 
 

2. Testing method and standard 
Specify the most appropriate testing method (low- or high-voltage) based on the roof type, 
conditions, and project goals, and briefly explain why. 
 

3. Cost estimate and comparison 
Provide a vendor quote or per-sq-ft estimate for testing. Include a comparison to the average 
commercial water damage claim ($24,000) as a baseline reference. 

 
4. Lifecycle and asset protection context 

Note the current age of the membrane, expected remaining useful life with vs. without proactive 
maintenance, and estimated deferred capital cost if full replacement is extended. 

 
5. Recommended testing cadence 

Most facilities benefit from annual ELD testing. A multi-year testing schedule with a total cost 
over 3–5 years demonstrates long-term budget predictability vs. a reactive repair model. 

 

Documentation Tip: If you’ve had any water events, repair history, or warranty-related 
correspondence in the past three years, include that documentation as supporting evidence. 
It establishes the roof system as a known maintenance priority and makes the case for 
proactive testing more concrete. 

 

 

Sources 
Sonicu (2024) — Understanding the Costs of Water Leaks in Commercial Buildings 
Roof Medic (2025) — Commercial Roof Inspection Cost: What Do They Cost In 2025? 
Litespeed Construction (2025) — What Is The Cost Of Commercial Roof Leak Repairs? 
A1 Roof Pro (2024) — 2024 Commercial Roof Replacement Costs: What to Expect 
Institute for Business & Home Safety — Business Interruption Cost Ranges 
Architect Magazine (2011) — When It Leaks It Pours 
HGI Cost Analysis (2025) — What a Roof Leak Really Costs Property Managers 
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Need Support Building Your Request? 
HGI works with federal facilities managers, contracting officers, and capital planning 
teams to develop testing programs that fit within agency budget structures. We can 

provide a no-cost site consultation and a written scope and cost estimate that supports 
your internal approval process. 

Contact HGI: honzagroupinc.com  |  301-953-7210  |  info@honzagroupinc.com 

 


