
Budgeting with 
Multi-Year 

Replacement 
Plans
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Why This Matters

2

Defend transfers Explain fund balance 

Avoid one-time money 

misuse 

Improve board 

conversations



❑ Deferred maintenance 
builds over time

❑ Large purchases hit all at 
once

❑ One-time funding used 
incorrectly

❑ Decision-making 
becomes reactive
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The Problem



The Solution
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❑ Replacement plans

❑ Dedicated funds

❑ Annual transfers

❑ Multi-year projections



What is a 
Replacement Plan?
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A replacement plan is a 
multi-year financial and 
operational strategy that 
schedules asset 
replacement based on 
useful life and condition 
and aligns funding to 
sustain those needs over 
time.



Components of a Strong Replacement Plan
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Asset Inventory

• Inventory

• Quantity

• Type

• Useful life

• Condition

Costing

• Unit costs

• Inflation

• Specification 

changes

• Market 

changes

Funding

• Planned 

contributions

• Smooth cost 

impact
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❑ Annual funding transfers are even

❑ Pay large cost spikes with accumulated funds

❑ Predictability improves decision-making

Smoothing 
the Spike
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Predictable budgeting

Reduced surprises

Better asset condition

Better communication

Underfunding transfers

Ignoring inflation

Using one-time funds

Not updating annually

Benefits Pitfalls



Best Practices
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Treat transfers as 

non-negotiable

Update plans 

annually

Show multi-year 

projections

Align with strategic 

goals



What Happens If You Skip a Year?
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Future costs 

increase

Fund balance 

declines

Replacement cycles 

break

Pressure shifts to 

future budgets
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Communicating 

with the Board Focus on predictability

Use visuals to show smoothing 

effect

Explain long-term savings

Connect to student impact



Building a 
Robust 
Replacement 
Plan
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Step 1: Identify assets with spikes

Step 2: Set useful life and cost assumptions

Step 3: Build multi-year schedule

Step 4: Calculate annual transfer

Step 5: Create or align fund

Step 6: Update annually

How to Build the Plan
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General Fund

Fleet 
Replacement 

Fund

Fleet 

Replacement 

Plan

Instructional 
Resources 

Fund

Textbook 

Adoption 

Plan

Technology 
Replacement 

Fund

Technology 

Replacement 

Plan

Capital Projects Funds

Capital 

Maintenance 

Plan

Capital 

Improvement 

Plan

Roanoke County Public Schools
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❑ You cannot eliminate future costs 

❑ You can control timing and impact 

❑ Stability is a decision, not a result 

❑ Consistent funding builds credibility with your board

Key Takeaways for Finance Leaders
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Susan Peterson

Director of Finance

Roanoke County Public Schools

speterson@rcps.us
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