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Overview of the Sector 
Drainage and plumbing services sit at the intersection of urgency, necessity, and compliance. 

When something goes wrong — blocked drains, burst pipes, flooding — it needs fixing 
immediately. There is no delay. No deferral. No debate. 

This creates a sector defined by: 

• Essential services
• High call-out demand
• Strong recurring maintenance contracts
• Reliable cashflow
• Low customer churn (when service is good)

The sector covers both planned maintenance and reactive emergency work, making it 
particularly attractive for dealmakers seeking a blend of predictable income and high-margin 
upside. 

It is also highly fragmented, with thousands of small regional operators — many of which are 
owner-led, under-optimised, and acquisition-ready. 

Size of the Sector 
• The UK plumbing and drainage services market is estimated at £15–£20 billion,

though the commercial drainage segment is a smaller but highly profitable subset
• Specialist drainage services (CCTV surveys, jetting, relining) account for an

estimated £2–£3 billion
• There are over 40,000 plumbing and drainage businesses in the UK
• Growth is steady at 3–5% annually, driven by construction, infrastructure ageing,

and compliance requirements

Demand is consistent due to: 

• Ageing pipe infrastructure
• Increasing building density
• Environmental and water management regulations
• Insurance-driven repair work



Breakdown of the Sector 

Core Service Areas 

1. Reactive Drainage & Plumbing 

• Blocked drains and toilets 
• Burst pipes and leaks 
• Emergency call-outs 
• Flood response 

2. Planned Maintenance 

• Routine inspections 
• Drain cleaning contracts 
• Preventative maintenance schedules 

3. Specialist Services 

• CCTV drain surveys 
• High-pressure water jetting 
• Pipe relining and repairs 
• Tank and pump maintenance 

4. Compliance & Reporting 

• Environmental inspections 
• Commercial drainage compliance 
• Documentation for insurers and regulators 

 

Client Base 
• Commercial property managers 
• Facilities management companies 
• Retail chains and hospitality groups 
• Schools, hospitals, and public buildings 
• Industrial and logistics sites 
• Housing associations and councils 

Key feature: 

Clients often require ongoing support, not one-off work — especially in commercial 
environments. 

 



  



Ownership Structure 
• Small independents (1–10 staff): ~75% 
• Regional operators (10–50 staff): ~20% 
• Larger national providers: ~5% 

Most businesses are: 

• Founder-led 
• Operationally driven 
• Light on systems and structure 
• Built around local reputation 

Succession planning is often weak — creating strong acquisition opportunities. 

 

Largest Businesses and Major Players 
• Dyno-Rod (British Gas) 
• Lanes Group 
• Metro Rod 
• Willow Pumps 
• Jet Aire Services 

These larger firms focus on national contracts and infrastructure work. 

However, they do not dominate the regional SME market, which remains highly 
fragmented. 

 

Key Factors to Evaluate During Acquisition 

1. Revenue Mix 

• % of recurring maintenance contracts vs reactive work 
• Customer concentration 
• Average job value 
• Repeat client frequency 

Recurring contracts provide stability. Reactive work provides margin. 

 
  



2. Response Capability 

Speed is everything. 

Assess: 

• Average response times 
• Call-out availability (24/7?) 
• Coverage area 
• Job scheduling efficiency 

Slow response = lost clients. 

 

3. Route Density 

As with many service businesses: 

• Tighter geographic coverage = higher margins 
• Less travel = more jobs per day 
• Better utilisation of staff 

Dispersed operations reduce profitability. 

 

4. Workforce 

Evaluate: 

• Number of qualified engineers 
• Skill levels (basic plumbing vs specialist drainage) 
• Retention rates 
• Use of subcontractors 

This is a labour-dependent business. 

 

5. Equipment and Fleet 

• Jetting equipment condition 
• CCTV survey tools 
• Vehicles and maintenance costs 
• Replacement cycle 

 



Capex requirements can be significant if equipment is outdated. 

 

6. Pricing Discipline 

Many small firms: 

• Underprice call-outs 
• Fail to increase contract rates 
• Discount heavily to win work 

This creates opportunity for margin improvement post-acquisition. 

 

7. Systems and Processes 

Look for: 

• Job tracking systems 
• CRM usage 
• Invoice turnaround time 
• Reporting capability 

Most SMEs are under-digitised. 

 

Opportunities for Acquisition 

1. Operational Optimisation 

Immediate wins often include: 

• Improved scheduling 
• Route optimisation 
• Better pricing 
• Faster invoicing 

 

2. Recurring Revenue Growth 

Convert reactive clients into: 

• Maintenance contracts 
• Scheduled inspection agreements 
• Subscription-style service plans 



 

3. Buy-and-Build Strategy 

• Acquire multiple local firms 
• Combine teams and routes 
• Centralise admin and finance 
• Increase purchasing power 

 

4. Cross-Selling 

Add services such as: 

• Pump maintenance 
• Water systems 
• Facilities management 
• Hygiene or compliance services 

 

5. Technology Adoption 

• Digital job tracking 
• Real-time reporting 
• Automated scheduling 
• Customer portals 

Improves efficiency and client retention. 

 

Challenges and Risks 

Labour Availability 

Skilled engineers are in demand and hard to replace. 

 

Inconsistent Revenue 

Reactive work can be unpredictable. 

 
  



Equipment Costs 

Fleet and specialist tools require ongoing investment. 

 

Customer Expectations 

Clients expect rapid response and high reliability. 

 

Low Barriers at Entry Level 

Basic plumbing services are competitive — differentiation matters. 

 

Is It a Good Sector for Investment? 
Yes — particularly for buyers seeking: 

• Essential services 
• Strong cashflow 
• Operational improvement opportunities 
• Buy-and-build scalability 
• A mix of recurring and high-margin reactive income 

It is especially attractive for: 

• First-time buyers (relatively easy to understand) 
• Operators comfortable with field-based teams 
• Buyers looking for quick wins post-acquisition 

 

Recommendations for Deal Club Members 
• Target firms with strong commercial client bases 
• Look for at least 30–50% recurring contract revenue 
• Prioritise geographically dense operations 
• Assess workforce stability carefully 
• Identify pricing improvement opportunities 
• Avoid businesses overly reliant on one or two key clients 
• Plan for equipment reinvestment 
• Consider bolt-on acquisitions within close radius 

 



Summary 
Drainage and plumbing services are: 

• Essential 
• Recurring 
• Fragmented 
• Operationally inefficient 

Which makes them ideal for dealmakers. 

When managed well, they generate: 

• Reliable income 
• Strong margins 
• Clear expansion opportunities 

It may not be glamorous. 

But it works. 

 


