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What a Commercial Roof Leak Really Costs 

The financial case for Electronic Leak Detection across commercial facilities 
 
A "small" roof leak rarely stays small on the balance sheet. For commercial facilities of any type 
— government buildings, data centers, multifamily properties, museums, healthcare facilities, 
office campuses, and retail centers — even a single water intrusion incident can quickly reach 
five or six figures once you account for repairs, operational disruption, and long-term 
consequences. 
 
Proactive Electronic Leak Detection (ELD) gives facility and operations teams a way to change 
that trajectory by locating breaches early and confirming roof integrity before water spreads into 
occupied spaces, critical equipment, or sensitive assets. 
 

The Numbers at a Glance 

 

~$24,000 
Average commercial water-damage claim 
Sonicu, 2024 

$10K–$250K 
Per day in business interruption — severe 
events 
Institute for Business & Home Safety 

70% 
Of construction litigation involves water 
intrusion 
Architect Magazine, 2011 

$3.75–$7.50 
Per sq. ft. as water damage escalates 
Industry case data 

 
 

1. Direct Repair and Restoration Costs 

Before any operational impact is considered, a roof leak triggers hard costs. Early detection is 
the only reliable way to keep those costs contained. 

• Industry data shows the average water damage claim in commercial properties is about 
$24,000, with individual claims reaching into the millions in severe cases. 

• Repair costs for a single breach range from $350 to $1,250 for straightforward repairs, 
and $600 to $2,500+ for complex roof types. 

• Across all insured commercial properties, average water damage claims typically fall in 
the $10,000 to $14,000 range. 
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ELD limits these costs by pinpointing the exact breach location so teams can open only what 
needs attention. Early, targeted repair prevents the unnecessary demolition and widespread 
moisture damage that typically drive repairs from thousands into tens of thousands. 
 

2. Operational Disruption and Facility Impact 

Water does not respect building boundaries, operational schedules, or equipment layouts. For 
facilities where uptime is non-negotiable — data centers, federal buildings, laboratories, 
healthcare spaces, or cultural institutions — a leak that reaches critical infrastructure can create 
consequences far beyond the visible damage. 

• Government and federal facilities face additional compliance and documentation 
requirements when water intrusion affects occupied spaces or sensitive records. 

• Data centers and server rooms face potential equipment loss, downtime, and SLA 
exposure when water reaches raised floors or active infrastructure. 

• Museums, archives, and cultural institutions face irreplaceable asset loss if water 
reaches collections, exhibits, or climate-controlled environments. 

• Healthcare and lab environments may face regulatory requirements for remediation 
documentation following a water intrusion event. 

 
Because ELD identifies the breach with precision rather than relying on surface clues or trial-
and-error, teams resolve issues faster and with less disruption to people, operations, and 
assets. 
 

3. Business Interruption and Operational Losses 

For any facility with active operations, downtime is its own line item. 
• One analysis of commercial operations found average lost revenue of $8,000 per day 

during a period of interruption. 
• Water damage drives business interruption costs ranging from $10,000 to $250,000 per 

day depending on severity. When the source is a roof breach, losses compound because 
the leak can affect multiple areas before it is located. 

 
Whether the affected space is a data hall, a federal office wing, a retail floor, or a museum 
gallery, faster diagnosis and faster repair means fewer unplanned closures and fewer cascading 
costs. ELD gives teams actionable insight during storm seasons, after high-wind events, or 
when facility complaints surface by verifying whether a breach exists and exactly where it is 
located. 
 

4. Insurance, Liability, and Long-Term Financial Impact 

Insurance reduces exposure but does not eliminate it. And for facilities that are underinsured or 
that face repeated incidents, the downstream effects accumulate. 
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• Water damage claims average $10,000 to $14,000, and filing a claim typically increases 
future premiums by $180 or more per year. 

• Water intrusion accounts for approximately 70% of construction litigation, with roofs 
frequently cited as the point of entry. 

• Facilities without clear documentation of roof integrity face greater legal exposure when 
disputes arise between owners, contractors, and insurers. 

 
ELD produces objective, documented results that support warranty claims, insurance 
submissions, and capital planning. Demonstrating proactive due diligence can influence how 
future claims are handled and how premiums evolve over time. 
 

5. The Lifetime Cost of "Wait and See" 

Deferring action on a small leak is rarely a savings strategy. For any commercial facility, the 
cost of inaction grows with every moisture cycle. 

• Per-square-foot remediation costs range from $3.75 to $7.50 as damage escalates — 
and those figures compound across large floor plates. 

• A serious water incident combining structural damage, equipment loss, and operational 
interruption can reach $100,000 to $500,000 or more in total impact. 

• Hidden moisture accelerates membrane degradation and moves roof replacement 
timelines forward — often hitting capital budgets unexpectedly. 

 
ELD offers a non-destructive, repeatable way to confirm roof performance annually, after major 
storms, or before planned capital cycles. By locating breaches before damage spreads, facilities 
avoid accelerated roof aging, unplanned replacement, and the compounding costs that come 
with hidden moisture. 
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Cost Reference Table: What Roof Leaks Really Cost 

The table below reflects published industry data across commercial facility types. 
 

Cost Area Typical Range Source Why It Matters 

Average commercial 
water-damage claim 

~$24,000 per 
incident 

Sonicu (2024) Baseline cost of a single incident before 
business interruption or structural escalation. 

Roof leak repair 
(single breach) 

$350 – $1,250 
basic; $600 – 
$2,500+ complex 
roofs 

Litespeed 
Construction 
(2025) 

Costs only remain low when the breach is 
caught early. Hidden moisture accelerates 
damage fast. 

Commercial roof 
inspection 

$250 – $800 (or 
~$0.05–$0.10/sq. 
ft.) 

Roof Medic 
(2025) 

Cost-effective preventive step compared to 
unplanned repairs, shutdowns, or litigation. 

Commercial roof 
replacement 

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

A1 Roof Pro 
(2024) 

Hidden leaks accelerate membrane 
degradation and move replacement timelines 
forward unexpectedly. 

Business interruption 
— operational 
facilities 

$8,000/day 
average lost 
revenue 

Sonicu citing 
small-business 
analysis 

Any facility with active operations — data 
centers, labs, retail, clinics — loses revenue 
immediately when a leak forces shutdown. 

Business interruption 
— severe water 
events 

$10,000 – 
$250,000/day 
depending on 
severity 

Institute for 
Business & 
Home Safety 

High-consequence facilities face 
compounding losses when a leak source isn't 
identified quickly. 

Insurance claims and 
premium impact 

Claims avg 
$10,000 – $14,000; 
premiums often 
rise $180+/year 
after a claim 

ConsumerAffairs 
(2024) 

One event can affect insurance costs for years 
and reduce long-term operating budget 
predictability. 

Construction 
litigation related to 
water intrusion 

Water intrusion 
drives ~70% of 
construction 
litigation 

Architect 
Magazine (2011) 

Facilities without clear documentation of roof 
integrity face greater legal exposure when 
disputes arise. 
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How the Costs Stack Up 

Layering these figures together, the financial case for proactive testing is clear across every 
commercial facility type: 

• Direct damage and restoration: often tens of thousands per event 
• Operational interruption: thousands to hundreds of thousands per day 
• Insurance and asset value impact: multi-year effects on operating costs and long-term 

facility budgets 
 
Proactive ELD testing gives facilities a way to identify breaches early, verify repairs, and 
document roof integrity before these downstream costs materialize. For any organization 
responsible for a commercial roof, preventing even one major incident can offset years of 
scheduled testing. 
 

Ready to get ahead of your next roof event? 
Contact Honza Group to schedule a consultation 

 

Why Facilities Teams Trust Honza Group 

Honza Group provides Electronic Leak Detection testing for commercial roofs across 
government facilities, data centers, multifamily and mixed-use properties, cultural institutions, 
healthcare campuses, and general commercial buildings. Every engagement is built around fast, 
objective, and documented results. 
 

What You Get with Honza Group 
• Pinpoint breach detection that shows exactly where water is entering so repairs start in 

the right place 
• Objective results that do not depend on weather conditions, surface clues, or invasive 

demolition 
• Non-destructive testing that protects existing membranes, finished spaces, and active 

equipment 
• Documentation that supports warranty claims, capital planning, insurance submissions, 

and facility maintenance programs 
• A scalable testing partner that standardizes roof integrity evaluation across single 

assets or multi-building portfolios 
 
For owners, facilities directors, asset managers, and operations teams, this approach turns roof 
integrity into a predictable part of operations rather than an emergency line item. 
 
Questions about a facility or upcoming project? Contact the Honza Group team today. 
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