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The Multi-Property CapEx Budgeting
Framework

How to balance HVAC, exterior envelope, and staggered roof lifecycles across a portfolio —
without a spend spike that blows up a fiscal year.

Most portfolio capital plans fail the same way: three roofs reach end of life in the same budget year,
HVAC replacements land on top of them, and ownership is asked to approve a number nobody
modeled. The fix is not a bigger reserve. It is sequencing — knowing the remaining life of every major
system, then deliberately moving replacement dates so annual spend stays level. This framework is
what we walk property managers through across The Woodlands, Spring, Conroe, and greater
Houston.

What you get

o Per-building inventory of roof age, system type, and remaining useful life
o Replacement cost modeling that tracks material and labor escalation

e Staggering logic so no fiscal year absorbs two major replacements

o Restoration and coating used deliberately to shift a year of spend

e Insurance impact modeled as an offsetting cash flow, not an afterthought

o Documentation standards that defend warranty and claim positions

Step 1: Build the asset inventory before the budget

A capital plan is only as good as the condition data underneath it. For each building, record roof
system type, install date, warranty terms and transferability, known repair history, and a current
condition rating from an actual inspection. Age alone is a poor predictor in this climate — two identical
roofs installed the same week can be eight years apart in remaining life depending on drainage, hail
exposure, and maintenance history.

Step 2: Convert remaining life into an annual reserve contribution

Take today's replacement cost, escalate it to the projected replacement year, and divide by remaining
years of service life. That figure — not a flat percentage of gross revenue — is the honest annual
contribution for that roof. Run it for every roof in the portfolio and the sum is your roofing reserve line.
Roofs, HVAC, parking surfaces, and exterior envelope each get the same treatment, and the combined
curve is what reveals the collision years.

Step 3: Stagger the collisions deliberately

Once the curve exposes a year carrying two roof replacements plus a chiller, you have options:
accelerate the weaker roof into the prior year while pricing is known, or extend the stronger one with a
coating restoration and move it out two to four years. Both are defensible. What is not defensible is
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discovering the collision in the year it arrives, when the only remaining lever is emergency capital.

Step 4: Treat roofing and HVAC as one envelope decision

Rooftop HVAC units, curbs, and penetrations are roof details. Replacing units on an aging membrane
means paying twice for the same flashing work and often voiding a section of warranty. When an HVAC
replacement falls within roughly three years of a planned roof replacement, sequence the roof first or
bundle them — the combined scope is almost always cheaper than the two done independently.

Step 5: Model the insurance consequence

Carriers now price aggressively on roof age and material, and several have shifted to
actual-cash-value settlements or non-renewal past a threshold age. That means a deferred
replacement can raise premiums and reduce claim recovery at the same time — a real cost that
belongs in the model. Conversely, impact-resistant materials and a documented maintenance program
can earn credits that partially fund the work.

Step 6: Document so the plan survives a personnel change

Keep install dates, warranty documents, annual inspection reports with photography, every repair
invoice, and storm-event records in one file per building. This is what defends a warranty claim,
supports an insurance settlement, and lets the next manager inherit a plan instead of rebuilding one.
P91 supplies annual condition reports and video-verified documentation in exactly this format, and our
workmanship warranty runs 5 years with no transfer restrictions.

Frequently asked questions

How much of a property CapEx budget should be reserved for roofing?

On most multi-family and light commercial assets the roof represents 15-25% of long-term capital
reserves, second only to HVAC. The right number comes from remaining service life divided into
replacement cost, not from a flat percentage — a 6-year-old roof and a 19-year-old roof on the same
portfolio should not carry the same annual reserve contribution.

What is a roof reserve study and how often should it be updated?

A reserve study inventories each roof, estimates remaining useful life and replacement cost, and
converts that into an annual funding requirement. Refresh the condition data every two to three years,
and immediately after any significant hail or wind event, because a single storm can compress a roof's
remaining life by a decade.

How do you stagger roof replacements across a portfolio?

Group roofs by remaining life, then sequence replacements so no more than one or two land in the
same fiscal year. Where two buildings would otherwise fall in the same year, restoration or coating on
the sounder roof buys two to four years and moves it into the next cycle — the goal is a level annual
spend, not the theoretically optimal replacement date for each roof.

Should roof work be capitalized or expensed?

Generally, a full replacement or a betterment that extends useful life is capitalized and depreciated,
while routine repairs and maintenance are expensed in the period. Coating restorations often qualify
as capital improvements. Confirm treatment with your accountant — how the work is scoped and
documented affects which side of the line it falls on.

How does roof condition affect insurance costs and coverage?
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Carriers increasingly price by roof age and material, and several have moved to actual-cash-value
settlements or outright non-renewal on roofs past a certain age. Documented maintenance and
impact-resistant materials can preserve replacement-cost coverage and earn premium credits, which
belongs in the CapEx model as an offsetting cash flow.

What documentation should property managers keep for each roof?

Install date and system type, warranty terms and transferability, annual inspection reports with
photos, every repair invoice, and storm-event documentation. This file is what defends a warranty
claim, supports an insurance settlement, and justifies the replacement request to ownership.

Talk it through with us

P91 Roofing provides free on-site assessments, written condition reports, and phased budget guidance
for commercial and multi-family portfolios across greater Houston. Call (281) 948-2208 or schedule a
meeting at p91roofing.com/meeting.
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