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Being W a te rw ise  is good for your business,
whatever business you are in. All commercial organisations use 

water, but how many know exactly how much o f this

precious resource they are using? Water bills could be 

costing your company over 1 per cent o f business 

turnover1 and many organisations are paying more in 

water and associated costs than they need to.

ENVIRONMENT AG EN CY

1 1 8 6 3 31 www.envirowise.gov.uk
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By investing a little time and money in implementing a

simple water management plan, your organisation could reduce its water consumption by up 

to 80 per cent, releasing money to be invested in other parts of your business.

Water efficiency not only has a financial impact, but an environmental one as well. Although 

England and Wales are often considered to have a wet climate, high population density means 

that some parts of the country have less water available per person than parts of Africa.2

If we do not carefully manage our natural resources and the demands we make on them, then 

the water environment, together with the plant and animal life which depend on it, will suffer.

The security of our water supply could also be in jeopardy.

Being Waterwise is good for business and good for the environment.

2 www.wri.org

http://www.wri.org


This Waterwise guide provides businesses and other organisations with 

a simple and systematic approach to developing and implementing a 

water management plan. By investing a little time and money in 

managing water effectively, your organisation can:

•  reduce operating costs

•  help preserve water resources

•  fulfil corporate and social responsibilities

•  establish‘green’ credentials

Waterwise is part of a series of free water efficiency publications from 

the Environment Agency. See page 28 for more details.





How to develop
a water management plan

A water management plan is an action programme for the efficient use of water in your 

organisation. Obtaining management and employee support and promoting successes are just 

as important as data gathering and setting targets. These aspects of a water management plan 

will enable you to achieve continuous results, rather than just a one-off hit. The six basic steps 

of an effective water management plan are set out below.

Effective water management plan

Step 1 Obtain management and staff support

Step 2 Identify the true cost of water

Step 3 Identify your water-use

Step 4 Re-assess your water-use

Step 5 Identify and evaluate water efficiency measures

Step 6 Implement your plan and report results



Step 1 Obtain management and staff support

Full management support is essential to any successful water management plan, as 

without adequate time and financial commitment, savings will be minimal. The principal 

functions that should be involved from the outset are facilities management, finance 

and operations. However, the active support of oil staff is key to the success of the 

programme and they should be involved in the planning process.

Writing a simple water policy statement is a good way of ensuring that all 

employees are fully aware of the importance of the project and what role they are 

expected to play. This could be a part of your existing environmental statement.

Positive communication is a crucial element of any water management plan; 

people can be very suspicious when confronted with water efficiency 

measures that challenge conventional views of hygiene, such as 

waterless urinals or greywater recycling.



Example water policy statement

“This organisation is committed to developing and maintaining a comprehensive 

water saving programme. This will increase efficiency, cut costs and enable us to 

make a positive contribution towards enhancing the environment/’

Step 2 Identify the true cost o f water

Understanding the true cost of water is crucial in managing water usage. Often, costs are 

unknown and mistakenly perceived to be too low to be of concern. To identify how much 

water is costing you:

•  firstly, check water bills during the previous two to three years, 
noting the annual consumption and cost;

•  next, identify any trends or patterns such as seasonal variations 
or unexplained increases, which may indicate leaks;

•  consider associated costs such as energy requirements, treatment 
and chemical input;

•  finally, read the meter on a regular basis.
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A metered water bill is made up of four separate costs:

a standing charge for water supply, which is often 
dependent on the size of the water meter (the 
bigger the meter, the greater the standing charge);

a charge per m3 for the amount of water used;

a standing charge for disposal (sewerage) costs 
also based on the size of the water meter;

-------•  a charge per m3 for the amount of water
discharged to the sewer.

In addition to these direct costs, there can be associated costs 

(depending on the organisation) which include:

•  energy costs for heating, pumping and treating 
water;

•  treatment costs for treating contaminated water 
prior to discharge;

•  maintenance costs for pumps, flow meters, and 
corrosion of pipework and equipment.



Established benchmark figures are available for a variety of organisation types (see 'Need more 

information' on page 28). By comparing your actual water usage against these, you can 

identify how great the potential is for reducing your water consumption.

Benchmark figures for office water consum ption
A figure of 8 cubic metres per full-time employee per year (8m VFTE/year) has been suggested 
as an office benchmark.

The calculation for determining the water use per person in your office is as follows
Annual water use (m3)

Number of staff (Full time equivalents)

For example, for an office with 53 full-time staff and 8 part time staff, equating to 57 full-time 
equivalents and a six monthly water use of 41 Im^ (taken from the bill) the calculation would be:

411 x 2 = 14.4m3/FTE/year 
57

While water costs may appear trivial in comparison with turnover, in terms of absolute cost they 

often represent significant amounts of money. Considerable reductions in costs can be achieved 

(potentially up to 80 per cent on a site where no previous action has been taken). Many actions 

to reduce water-use have short payback periods of 6 to 24 months.
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Example water use inventory



Step 3 Identify your water use

The next step is to carry out a water-use survey to determine how, 

where and why water is being used. The easiest way to do this is 

to draw up an inventory of all the water-using items in the building, 

noting the number, location, flow rates and operating times.

An example water use inventory is given here and a clean copy 

for photocopying can be found in Appendix 2. Remember to talk 

to operating staff in each area to find out how they use the water 

and any suggestions they may have for improvement.



Measuring/estimating flow rates and duration o f  flow

Where possible, measure the time taken to fill a container of a known quantity, such as a 

bucket, jug or plastic bag. WC cistern volumes can be calculated by gently tying up the 

ballcock, flushing and re filling the cistern from a graduated bucket or jug. Water use at 

washbasins can be gauged by temporarily disconnecting the U bend and running the waste 

into a graduated bucket, using the tap water to simulate normal use such as hand washing.

Calculation of an accurate water balance also requires accurate estimates of operating hours 

for the water-using item. Issues to consider here include the number of operating days per 

week or month, seasonal variations (such as heating and cooling systems) and staff 

occupancy.

Once the survey is complete, you should have a "water balance" which lists and quantifies 

individual items of water use. This should be compared with the amount of water metered, 

that is, the total water use for the building. A 10 per cent discrepancy for "unaccounted" water 

should be expected, but anything more is likely to mean that something has been missed or, 

more seriously, there is an undetected leak (see page 25).



Step 4 Re-assess your water use

Now you know how much water your organisation is using and you have identified all water 

uses on the premises, you need to re-evaluate the necessity for this use. This step will help to 

focus your actions for improving water efficiency.

Consider whether the quantity of water currently being used for a particular task is actually 

necessary and assess whether the task could be altered to use less water, or whether the 

water could be used more efficiently. You may decide to prioritise your actions on the larger 

water-using areas of your premises, such as the washrooms.

At this stage it is important to talk to staff who use or operate the water-using appliances, as 

they may have a better understanding of the processes or have suggestions for improvements. 

Good housekeeping activities, such as ensuring that water-using appliances are turned off 

when not in use and fixing dripping taps promptly, can save significant amounts of water at 

virtually no cost.



Step 5 Identify and evaluate water 
efficiency measures

Having identified your organisation's use of water, the 

next step is to evaluate water efficiency measures 

(WEMs) for their potential to reduce water 

consumption and cut costs. As well as reducing water 

costs, many WEMs will give additional savings on 

sewerage, energy and treatment charges. In some cases, 

WEMs may incur additional annual costs, for example, 

maintenance charges. The annual savings minus the annual 

costs will give a figure for net annual savings. Most WEMs 

provide ongoing savings. A list of WEMs that may be suitable 

for your organisation is given on page 18.



Payback periods

By comparing the expected net annual 

savings with the capital costs (one-off 

purchase and installation costs), you can 

identify a simple payback period.

Payback period = capital cost (£)

Net annual savings (£)



Once you have decided what action you are going to take, you should 

commit your water management plan to paper, identifying:

•  how you plan to save water;

•  targets for how much water and money will 
be saved;

•  who is responsible for carrying out the plan.

It is important to establish goals and timeframes. Actions should be 

detailed in full and placed in order of priority for implementation. 

Remember that your water management plan is a working document 

and should be subjected to regular review.



Step 6 Implement your plan and 
report results

Once your water management plan is approved and in 

place, it is essential that everyone in the organisation is 

fully aware of both the plan and their responsibilities. 

Remember, a plan that does not have the support 

of staff is likely to fail!



Ways of involving staff in your 
water management plan

•  Communicate key messages and progress 

on a regular basis, either through 

meetings or noticeboards, in a style 

appropriate to the audience.

•  Encourage staff participation by holding 

competitions for water efficiency ideas 

and slogans, and reward the most 

innovative suggestions.

•  Set up a reporting system for leaking 

taps and faulty water-using equipment.



By starting with simple and low capital cost actions, success can be 

achieved quickly, providing a platform on which to build. Remember to 

report all WEM successes and use every opportunity to publicise the savings, 

both internally and externally through newsletters, press releases, annual 

reports and presentations.

The environment is increasingly becoming a "business" issue as customers 

become more environmentally aware. Many companies are actively pursuing 

a sustainable development approach to give themselves market differentiation, 

a competitive advantage or to satisfy investor or supply chain requirements. 

Minimising water use is part of that pursuit.

A water management plan should be 
reviewed and updated at least once a year.
Actions that have not achieved anticipated savings should be analysed to identify why 

they failed and how this can be overcome.
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Water efficiency measures

This section lists some of the more common WEMs applicable to 

business, industry and public sector organisations. For more detailed 

information on the different types of WEM, together with supplier 

information, please consult the Agency's Conserving Water in Buildings 

publication (see 'Need more information' section on page 28 for details).

Some business practices such as light industry involve technical 

water-using processes. These require a more specialist approach.

The organisation Envirowise can provide free water-efficiency advice 

on specific industries and industrial process types (see page 30).



No or low cost WEMs

There are many no or low cost actions that can substantially reduce 

water consumption. These include:

•  Good housekeeping -  ensuring that water-using 
appliances are turned off when not in use and 
fixing dripping taps promptly can save significant 
amounts of water at virtually no cost.

•  Cistern displacement devices such as Hippos 
and Save-a-Flushes reduce the volume of water 
required to fill a toilet cistern after each flush by 
up to 3 litres per flush. They are often available 
free of charge from your water company.

•  Collecting rainwater in water butts can reduce 
the need for mains supply water when watering 
external plants and washing down vehicles.



M edium  cost WEMs

There are many medium cost WEMs; their suitability depends on many factors including 

building type, budget and payback periods required:

•  Low and dual-flush toilets should be considered if replacing existing 
units. The maximum cistern volume of new toilets is 6 litres, compared 
with 9 litres for older models.

•  Supply restrictor valves are easily fitted to supply pipes and keep the 
water flow constant, regardless of fluctuations in water pressure.

•  Tap controls are an easy and cheap way of reducing water consumption 
and are available in both new and retrofit versions. Different types 
include infra-red, battery operated, simple push-top and spray taps.

•  U rinal controls can be retrofitted to existing urinals, ensuring that the 
cistern only flushes during office hours, or after use, rather than 
continuously.

•  Waterless urinals use either a syphonic trap, or an outlet in the urinal 
containing a pad impregnated with a deodorising agent.



Other measures

The following options require greater investment but should be 

considered, especially in the construction of a new building:

•  Washroom control systems not only limit hot and 
cold water supply, but also control lighting and 
ventilation, therefore providing additional energy 
savings.

•  Rainwater harvesting systems collect rainwater 
from roofs or large paved areas such as car parks. 
The collected water can then be used for toilet 
flushing or vehicle washing.

•  Greywater recycling involves using wastewater 
from washroom basins and showers and using for 
flushing toilets or outside watering.
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Other issues

An effective water management plan needs to incorporate more than 

just water efficiency measures. The following issues, although not 

water-saving in themselves, can contribute greatly to achieving your 

water efficiency targets.

Metering

As discussed earlier, an organisation can only manage water effectively 

if consumption is accurately quantified. Water companies often 

estimate water consumption when billing and their readings should 

not be relied upon. Frequent meter reading by a designated individual 

is essential, not only to quantify consumption, but also to understand 

seasonal variations and identify leaks.



Meters vary in size and design, depending on the water requirements of individual 

organisations. As mentioned earlier, the standing charge for water supply is often dependent 

on the size of the water meter (the bigger the meter, the greater the standing charge). 

However, meters are of little use in water management unless they are read on a regular basis 

and the data recorded and analysed.

Sub-m etering

If your organisation has major water-using departments (such as a kitchen for example), you 

may wish to consider installing sub-meters to identify how much of the total water use they are 

responsible for. This can be extremely useful if you wish to devolve responsibility for paying the 

water bill in order to encourage staff to achieve greater water efficiency. Sub-metering can also 

be extremely useful when deciding priorities for action.



Leak detection and repair

If left undetected, leakage can result in vast amounts of water 

and money being wasted. Leaks can be both visible (such as a 

tap which cannot be turned off) or non-visible (underground 

piping). Your organisation is responsible for repairing underground 

leaks that occur on company property. Non-visible leaks are obviously 

harder to detect and an important method of detection is by noting any 

unexplained increases in metered water consumption (see the night flow 

test overleaf). Read meters at least on a weekly basis and analyse any sudden 

changes in consumption, which may indicate a leak. Other indications of 

underground leaks could be a change in ground surface appearance, such as 

unexplained damp patches or subsidence.



Identifying leaks: the night flow test

If a leak is suspected take a meter reading last thing at night when everyone 

has gone hom e and first thing in the morning before everyone arrives.

If the reading has changed, indicating consumption, this is likely to be 

a leak. (A ny known night use will have to be shut off or accounted for).

If a major underground leak is suspected, it should be located and 

repaired as quickly as possible, not only to save water, but also to 

prevent water-related damage. Detecting external leaks is a skilled job 

and it is advisable to use a specialist contractor (your water company 

may provide a free or subsidised leak detection service).
i
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Need more information?

The following organisations can provide advice and free publications on water efficiency: 

Environment Agency

The Agency's National Water Demand Management Centre publishes a range of water 

efficiency publications. For free copies of the publications listed opposite, or for further 

information on the work of the Centre, please contact the helpdesk via email: 

paula.wood@ environment-agency.gov.uk, by telephone: 01903 832073, or by filling 

in and returning the fax-back form at the back of this publication. Publications marked (*) 

can be downloaded in pdf format from www.environment-agency.gov.uk/savewater

mailto:paula.wood@environment-agency.gov.uk
http://www.environment-agency.gov.uk/savewater


Water Efficiency Awards 2001* and Water Efficiency Awards 2000
-  These publications from Water UK and the Environment Agency 
highlight good practice water efficiency case studies from industry, 
business, agriculture and the public sector.

Conserving water in buildings* (2001) —This series of 1 1 fact cards 
provides more detailed information on the different types of water 
efficiency technology available in England and Wales. It is supported by 
an up-to-date supplier list.

Save water, save the environment and save your school money! (2001)
— This leaflet explains how and why schools should be saving water and 
how water efficiency is linked to the National Curriculum.

www.environment-agency.gov.uk/savewater -  The Savewater pages 
on the Agency’s website show you how and why you should be using 
water wisely, both at home and at work.

http://www.environment-agency.gov.uk/savewater


Envirowise

Envirowise is a government programme offering free, independent advice on practical ways to 

minimise waste and convert turnover into profit. Every year, the Envirowise programme helps 

thousands of businesses across the UK to improve profits. It has published more than 70 best 

practice guides, many of which relate specifically to water efficiency. Consult the Envirowise 

website: www.envirowise.gov.uk or call the Environment and Energy helpline: 0800 585 794.

Watermark

Watermark is an initiative from OGCbuying.solutions (part of the Office of Government 

Commerce in the Treasury) for public sector organisations. Participating in Watermark 

during the two-year pilot period could save you both water and money. Consult 

www.waterm ark.gov.uk for more information.

Your water company

Your water company will be able to provide you with information and advice on water 

efficiency and metering. If you are unsure who your supplier is, consult the Water UK 

website: www.water.org.uk

http://www.envirowise.gov.uk
http://www.watermark.gov.uk
http://www.water.org.uk






Appendices

The appendices inserted in the wallet at the back of this publication 

have been designed to help you implement your water management 

plan. The forms can be photocopied as required.

Appendix 1

Waterwise checklist

Appendix 2

Waterwise water-use inventory

Appendix 3

Publication fax-back form





CONTACTS:
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Tel: 01733 371 811 
Fax: 01733 231 840
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Tel: 0121 711 2324
Fax: 0121 711 5824
NORTH EAST
Rivers House
21 Park Square South
Leeds LSI 2QG
Tel: 0113 244 0191
Fax: 0113 246 1 889
NORTHWEST
Richard Fairclough House
Knutsford Road
Warrington WA4 1HG
Tel: 01925 653 999
Fax: 01925 415 961

SOUTHERN 
Guildbourne House 
Chatsworth Road 
Worthing
West Sussex BN11 1LD 
Tel: 01903 832 000 
Fax: 01903 821 832 
SOUTHWEST 
Manley House 
Kestrel Way 
Exeter EX2 7LQ 
Tel: 01 392 444 000 
Fax: 01 392 444 238 
THAMES
Kings Meadow House 
Kings Meadow Road 
Reading RG1 8DQ 
Tel: 0118 953 5000 
Fax: 0118 950 0388 
WALES
Rivers House/Plas-yr-Afon 
St Mellons Business Park 
St Mellons 
Cardiff CF3 0EY 
Tel: 029 2077 0088 
Fax: 029 2079 8555
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0845 933 3111
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0845 9881188
E N V I R O N M E N T  A G E N C Y  
E M E R G E N C Y  H O T L I N E

0800 80 70 60
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