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Cost Analysis: What a Roof Leak Really Costs Property 
Managers 
A “small” roof leak rarely stays small on the balance sheet. For multi-unit and 
mixed-use properties, even a single incident can easily reach five or six figures 
once you add up repairs, tenant disruption, and lost income.  

Proactive Electronic Leak Detection gives property teams a way to change that 
trajectory by locating breaches early and confirming roof integrity before water 
spreads into living spaces or commercial tenants’ operations. 

 

1. Direct repair and restoration costs 

Even before you consider tenants, a roof leak triggers immediate hard costs. 

• 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. 

• In multi-family buildings, restoration costs for interior water damage often 
range from $3,000 for greywater incidents up to $15,000 or more for 
blackwater contamination. 

• Across all insured properties in the U.S., average water damage claims are 
typically in the $10,000 to $14,000 range. 

For a high-rise or garden-style community, one roof breach that travels through 
several units can easily multiply these figures across multiple units and common 
areas. 

ELD limits these costs by pinpointing the exact breach point, allowing teams to 
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. Multi-unit impact and tenant disruption 

Water does not respect demising walls or lease boundaries. A survey of 
multifamily operators found that water damage is the number one type of 
insurance claim, cited by over 70 percent of respondents. 
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For property managers, that kind of event also brings soft costs that never show 
up on the adjuster’s report: staff time, coordination with residents, concessions, 
reputational damage, and potential churn at renewal. 

Because ELD identifies the breach with precision rather than relying on surface 
clues or trial-and-error exploration, teams resolve issues faster and with less 
disruption to residents. Shorter repair cycles mean fewer displaced tenants, 
fewer concessions, and a better renewal experience across the building.  

 

3. Business interruption and lost revenue 

For mixed-use and retail space under your roof, downtime is its own line item. 

• One analysis of small businesses found average lost income of about 
$8,000 per day during a period of interruption. 

• Water damage drives significant business interruption costs, ranging from 
$10,000 up to $250,000 per day according to the Institute for Business & 
Home Safety. When the source is a roof breach, those losses often 
compound because the leak can affect multiple units before it is found. 

For a ground-floor retailer, restaurant, or medical office in your building, a three- 
to five-day closure can quickly outstrip the initial restoration cost, especially 
when inventory spoilage or rescheduling of patients is involved. Those tenants 
will remember who they feel is responsible. 

ELD gives owners actionable insight during storm seasons, after high-wind 
events, or when tenant complaints surface by verifying whether a breach exists 
and exactly where it is located. With faster diagnosis and faster repair, retail, 
restaurant, and medical tenants experience fewer closures, protecting both 
tenant revenue and long-term landlord relationships.   

 

4. Insurance deductibles, premium impact, and under-insurance 

Insurance softens the blow, but it does not erase the cost. 

• The average water damage or freezing claim in recent years has been 
around $13,954, and water events are among the most common types of 
property claims. 
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• Filing a water damage claim often increases future premiums. One 
analysis found average premiums rising by about $180 per year after a 
water damage claim. 

For multi-family properties that are underinsured, owners can be left responsible 
for hundreds of thousands of dollars in uncovered costs when repair needs 
exceed policy limits. 

For owners and asset managers, this means that a single event can affect not 
just this year’s operating budget, but long-term insurance spend and net 
operating income. 

ELD supports owners with clear, objective documentation of breach location, 
which strengthens warranty and insurance submissions and reduces disputes 
about the source of water entry. Demonstrating due diligence can also 
influence how future claims are handled and how premiums evolve over time.  

 

5. The lifetime cost of “wait and see” 

Deferring action on small leaks is rarely a savings strategy. 

• Typical commercial water damage repairs span from a few hundred 
dollars into $25,000 or more, with per-square-foot costs in the $3.75 to $7.50 
range as damage escalates. 

• Industry case data shows that a serious water incident combining 
structural damage, equipment loss, and business interruption can reach 
$100,000 to $500,000 or more in total impact. 

From a portfolio perspective, preventing a handful of these events over the life 
of a roof can add up to seven-figure protection. 

ELD offers a non-destructive, repeatable way to confirm roof performance each 
year, after major storms, or before turnover cycles. By locating breaches before 
damage spreads, property teams avoid accelerated roof aging, unexpected 
replacement timelines, and the compounding costs that come with hidden 
moisture.  
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How to tie this back to proactive maintenance 

When you layer these numbers together, the financial case for proactive testing 
becomes clear: 

• Direct damage and restoration: often tens of thousands per event 
• Business interruption for your tenants: often thousands to hundreds of 

thousands per day 
• Ongoing impact on insurance and asset value: multi-year effects on 

operating costs and NOI 

Proactive testing gives owners and property 
managers a way to identify breaches early, verify 
repairs, and document roof integrity before they 
face these downstream costs. 

ELD elevates that strategy with fast, accurate, 
weather-independent results that make roof 
integrity a predictable operational line item. For 
portfolios with multi-unit or mixed-use buildings, 
preventing even one major incident can offset 
years of scheduled testing. 

 
 

Why Property Managers Trust Honza Group 

Roof leaks are expensive, unpredictable, and avoidable when issues are caught 
early. Honza Group gives property teams a way to stay ahead of those risks with 
testing that is fast, accurate, and built for multi-unit environments. 

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 rely on weather conditions or surface clues 
• Non-destructive testing that protects existing membranes and finished 

spaces 
• Documentation that supports warranty claims, capital planning, and 

portfolio-wide maintenance programs 
• A partner that helps you standardize testing across properties, so teams 

work from the same reliable process 

Industry data shows that an 
average commercial water 
damage claim runs around 
$24,000, and serious multi-
unit events can climb into 
the millions when you factor 
in tenant displacement and 
lost revenue. That is why 
proactive ELD testing is not 
just a maintenance 
decision. It is a portfolio-risk 
decision. 
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For owners, asset managers, and onsite teams, this approach turns roof integrity 
into a predictable part of operations rather than an emergency line item. It is 
how you reduce avoidable losses, protect NOI, and keep tenants confident in 
the buildings they call home. 

If you want to talk through a property or upcoming project, the Honza Group 
team is ready to help. Contact us today. 
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Cost Analysis Table for Property Managers 
What Roof Leaks Really Cost 

Issue / Cost 
Area 

Typical Cost Range 
(Real Data) Source Why It Matters for 

Property Managers 

Water intrusion 
from rooftop 
amenities 

“A few thousand dollars to six 
figures” depending on 
severity 

AMPR Consulting 
(2025) 

Rooftop decks, terraces, and 
green roofs create complex 
pathways for water entry. 
Damage spreads quickly across 
multiple units. 

Average 
commercial 
water-damage 
claim 

~$24,000 per incident Sonicu (2024) 

Baseline cost of a “standard” 
incident before multi-unit impact, 
business interruption, or loss of 
rent. 

Leak repair (single 
breach) 

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

Litespeed 
Construction (2025) 

Repairs are relatively inexpensive 
only if the breach is caught early. 
Costs accelerate fast with hidden 
moisture. 

Commercial roof 
inspection 

$250 – $800 (or about $0.05–
$0.10 per sq. ft.) Roof Medic (2025) 

Cost-effective preventive step 
compared to multi-unit repairs, 
tenant displacement, or legal 
exposure. 

Commercial roof 
replacement 

$5,000 – $50,000 typical 
range; complex/large roofs 
average around $15/per sq. 
For 50,000 sq = $750,000+ 

A1 Roof Pro (2024) 

When leaks accelerate aging, 
replacement moves forward by 
years, hitting CapEx budgets 
unexpectedly. 

Business 
interruption — 
retail/tenant 
impact 

$8,000 per day average lost 
revenue for small businesses 

Sonicu citing small-
business analysis 

Ground-floor tenants (restaurants, 
stores, clinics) lose revenue 
immediately, creating 
downstream friction with 
landlords. 

Business 
interruption — 
severe water 
events 

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

Institute for Business 
& Home Safety 

Mixed-use buildings with medical, 
restaurant, or high-traffic retail 
spaces face fast, high-impact 
losses. 

Insurance claims 
& premiums 

Water-damage claims 
average $10,000–$14,000; 
premiums often increase 
$180+ per year afterward 

ConsumerAffairs 
(2024) 

One claim can raise premiums 
and deductibles for years, 
affecting NOI across a portfolio. 

Under-insurance 
exposure 

Uncovered losses can reach 
hundreds of thousands of 
dollars 

AMPR & industry 
under-insurance 
analysis 

Many properties lack adequate 
coverage for high-cost water 
events, leaving owners 
responsible for major repairs. 

Construction 
litigation related 
to water intrusion 

Water issues drive ~70% of 
construction litigation 

Architect Magazine 
(2011, still widely 
cited) 

Water intrusion issues often 
escalate into disputes between 
owners, contractors, and insurers. 
Early detection helps avoid this. 

 

  



 Cost Analysis: What a Roof Leak Really Costs Property Managers 

ã Copyright 2025 Honza Group Inc. All rights reserved. | HonzaGroupInc.com   7 

SOURCES 

1. “The Average Cost of Water Damage Insurance Claims for Commercial Buildings” — Perceptive 
Things, Jan 2025.  - https://www.perceptivethings.com/post/the-average-cost-of-water-damage-
insurance-claims-for-commercial-buildings 

2. “Understanding the Costs of Water Leaks in Commercial Buildings” — SonicU blog, Mar 2024.  - 
https://www.sonicu.com/blog/understanding-the-costs-of-water-leaks-in-commercial-buildings  

3. “Water Damage Facts” — McGuire Manufacturing.  - https://www.mcguiremfg.com/water-
damage-facts  

4. “Water Damage Statistics” — Ruby Home blog, Sep 2025.  - 
https://www.rubyhome.com/blog/water-damage-stats/  

5. “Top reasons for multifamily property claims” — Multifamily Dive, Jul 2023.  - 
https://www.multifamilydive.com/news/top-reasons-for-multifamily-property-claims/686724/  

6. “The 5 Most Common Business Insurance Claims” — Globe MW-AI, (2015 study) referenced on 
water damage cost ~$17,000.  - https://www.globemw-ai.com/news/the-5-most-common-
business-insurance-claims/  

7. “Cost of Water Damage – Flood Detection” — Ackerman Security blog. - 
https://www.ackermansecurity.com/blog/high-cost-of-water-damage   

8. “Water damage insurance claims statistics” — ConsumerAffairs guide.  - 
https://www.consumeraffairs.com/homeowners/water-damage-insurance-claims-statistics.html 

9. “The True Cost of Water Intrusion from Rooftop Amenities: What You Need to Know” — AMPR 
Consulting - https://www.amprconsulting.com/post/the-true-cost-of-water-intrusion-from-rooftop-
amenities-what-you-need-to-know 

• Highlights that water intrusion from rooftop amenities can lead to major structural 
damage, reduced property value (properties with past water damage may sell for ~3% 
less).   
• Notes repair costs for roof leak damage “ranging from a few thousand dollars to six 
figures, depending on severity.”   

10. “Understanding the Costs of Water Leaks in Commercial Buildings” — Sonicu (March 22 2024) - 
https://www.sonicu.com/blog/understanding-the-costs-of-water-leaks-in-commercial-buildings  

• Average water-damage claim in commercial properties: ~ $24,000.   
• Highlights that roofs are the #1 source of interior water damage losses in commercial 
buildings.   

11. “What Is The Cost Of Commercial Roof Leak Repairs?” — Litespeed Construction (2025 local-study) 
- https://litespeedconstruction.com/what-is-the-cost-of-commercial-roof-leak-repairs/ 

• Average cost of a commercial roof leak repair ranges $350 – $1,250 per leak for a 
general national figure.   
• States full-leak repair involving more complex material/roof types can go up to ~$600–
$2,500+ (metal roofing examples).   

12. “Commercial Roof Inspection Cost: What Do They Cost In 2025?” — Roof Medic (Sep 11 2025) - 
https://roofmedic.com/blog/commercial-roof-inspection-cost/  

• Typical commercial roof inspection cost: $250 – $800 (or ~$0.05-$0.10 per square foot).   
13. “2024 Commercial Roof Replacement Costs: What to Expect” — A1 Roof Pro (Nov 5 2024) - 

https://www.a1roofproct.com/average-cost-of-commercial-roof-replacement-in-2024-what-to-
expect  

• Average commercial roof replacement cost: $5,000 – $50,000, with large/complex 
projects exceeding $200,000. Average $15/sq * 50,000 = $750,000   

14. “Cost-Benefit Analysis of Commercial Water Leak Detection Systems” — RoofDesign.com (2024-25) 
- https://roofdesign.com/cost-analysis-with-commercial-leak-detection/  

• Leak detection systems: initial investment from a few hundred to few thousand dollars 
depending on sensors and complexity.   
• Points out that ongoing maintenance is required to ensure detection systems deliver 
value.   

15. “When It Leaks It Pours” — Architect Magazine (June 6 2011) - 
https://www.architectmagazine.com/technology/when-it-leaks-it-pours_o  

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


