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RETROFIT 
ELECTRIFICATION 

PILOT

H P D  A N D  N Y S E R D A

• Introduction to the Electrification Pilot Program
• Purpose of the Pilot
• Process
• Tools & Resources
• Issues & Challenges
• Case Studies

WHAT WE’LL COVER



THE TEAM

NYS Energy Research & Development Authority

Taitem Engineering           Steven Winter Associates



WHY PILOT ELECTRIFICATON 
FOR AFFORDABLE HOUSING?

• Provide clean heat (and cooling) to the 
most vulnerable people in the most polluted 
neighborhoods

• Embed electrification in holistic retrofit projects 
where makes the most sense

• Work through the challenges, like cost and billing 
issues (owner-paid heating and tenant-paid cooling 
is the norm in NYC affordable housing)

We can’t decarbonize NYC without figuring out how 
to do it for affordable housing!



HPD RETROFIT ELECTRIFICATION PILOT



PILOT GOALS & STRUCTURE



HOLISTIC ELECTRIFICATION SCOPES THAT  LAYER INTO 

HPD SCOPES

• Electrification of DHW and/or Space Heating + compatible measures 

• On buildings where existing technologies make the most sense

BRIDGE THE COST GAP & STREAMLINE INCENTIVES 

• Remove hurdle of typical incentive programs, (too low/too late) 

• Incentives fill cost gap and are delivered directly into project during construction 



ENSURE QUALITY CONTROL THROUGH OVERSIGHT

• Provide technical support to ensure best practices & outcomes for early 
adopters

BUILD CAPACITY AROUND ELECTRIFICATION

• Educate designers, contractors & agency staff
• Create case studies & best practices that can be incorporated into future 

projects



R e t r o f i t  E l e c t r i f i c a t i o n  P i l o t  
S t r u c t u r e

Electrify Hot Water + Solar

and/or Electrify Space Heating + 

Efficiency

DIRECT GRANTS 

TO OWNER

TECHNICAL 

SUPPORT
From design through 

construction and 

occupancy

CAPACITY BUILDING, 

EDUCATION
Training design teams, 

HPD staff & residents and 

publishing best practices

HOLISTIC PRE-DEFINED 

SCOPES
Grants disbursed 

alongside 

construction 

financing money



PREDEFINED SCOPES

SCOPE
REQUIRED SCOPE 

ITEMS
TARGETED BUILDINGS

PILOT GAP 
FUNDING*

Electrify 
Domestic 
Hot Water 
(DHW) 
Heating

Heat pumps for DHW + 
low-flow fixtures, pipe 
insulation, lighting 
upgrades, and solar

Required: Buildings needing DHW system 
replacement, ≤ 7-stories + roof space for 
equipment.

Preferred: Substantial rehabs, buildings 
that can support solar, with 10-50 units.

Up to $2,300/DU

Electrify 
Space 
Heating

Heat pumps for space 
heating + envelope 
upgrades, lighting 
upgrades, solar, and 
electric stoves where 
feasible.

Required: Substantial rehabs replacing 
heating system, ≤ 7-stories + roof space 
for equipment.

Preferred: Buildings with oil or electric 
heating, in current/future flood zone, with 
10-50 units.

Up to $24,000/DU

*Pilot has a $1 million per-project cap

NOTE: Scopes can be combined



PROCESS
F RO M  S CR E E N I N G  TO  F U ND I N G



PILOT: PROCESS OVERVIEW  

Eligibility 
Screening

Construction 
and Cx

Bidding & 
Procurement

Design & 
Scoping

Project
Accepted 

Measurement
and 

Verification

Incentive 
Eligibility 

Letter Issued

Incentive 
Finalized

Incentive paid 
out with 

requisitions

Best 
Practices 
Manual



PILOT SCREENING AND APPROVAL 

• Owner applies by filling in

Screening Tool

• Technical Assistance Provider 

(TAP) assesses project for 

electrification

• NYSERDA estimates the 

project incentive

• HPD determines if project is 

approved



PROJECT WORKSHEET change 
scope items

Construction Costs



PROJECT WORKSHEET

add wall 
insulation

add pipe 
insulation

Operating Costs



PROJECT WORKSHEET add wall 
insulation

The worksheet spits out a summary of 

the project that is used to:

• Summarize incremental and 

operational costs

• Calculate the potential incentive

• Assess if the project should be 

approved

Pro Forma



PROJECT WORKSHEET

The worksheet spits out a summary of the 

project that is used to:

• Calculate the incentive

• Provide information about the 

assumptions used in the estimate

• Assess if the project should be 
accepted into the pilot



PROJECT WORKSHEET
Summary Form:



DESIGN

BIDDING

CONSTRUCTION

PROJECT TURNOVER

• 3 design meetings (min)
• Optimize design for

cost effectiveness & efficiency

TAP assists team to 
design and integrate 
electrification

• Ensures full scope is 
included in bid docs

• Reviews Electrification 
Rider

• 3 site visits (min)
• Reviews requisition 

payments 

• Commissioning
• Staff & Resident 

Training

TAP assists 
with bidding

TAP visits site & 
approves payments

TAP helps train 
staff & residents

DESIGN & CONSTRUCTION PROCESS

 NOTE: If a comment addresses a firm program requirement, it 
must be addressed. Recommendations (for example, best 
practices that are not program requirements) may be rejected.



Construction inspection checklist

DESIGN & CONSTRUCTION CHECKLISTS

Design review checklist



PROJECT TURNOVER
O w n e r  R e s p o n s i b i l i t i e s

• Access to the site

• Utility data release forms

• Assist NYSERDA with owner and tenant 
surveys



1. Collect utility    
information

3. Owner surveys

2. Collect cost &     
scope info.

4. Tenant surveys

MEASUREMENT & VERIFICATION



MEASUREMENT & VERIFICATION (M+V)

HPD/ NYSERDA Retrofit 
Electrification Pilot

Best Practices + 
Case Studies



RESOURCES
S U P P O R T  A N D  G U I D A N C E  F O R  P R O J E C T  T E A M S



PILOT WEBPAGE

All interested owners must read this and the program 
requirements before we talk to them.

https://www1.nyc.gov/site/hpd/services-and-information/hpd-

nyserda-retrofit-electrification-pilot.page



RESOURCES



Legal documents reference:

• The NYSERDA grant

• Clean Heat Requirement

• The Technical Requirements

• Maintenance Requirements System 

Warranties

• TAP Access for Site Visits & 

Inspections

• Incentive Payment Structure

• Bidding Requirements

PARTICIPATION 
AGREEMENT &
ELECTRIFICATION RIDER



CASE STUDIES
P I L O T P R O J E C T S



STATUS OF THE PILOT

16 Inquires 13 applications 7 awaiting 
approval

3 Active in 
Design 1 in Construction



This 54-unit, 45,000 SF Supportive Housing building 
is pursuing Scope 2: Electrification of Heating 
System

• Oil/steam heating is being replaced with 
residential mini-splits

• Includes new high-performance windows, roof, 
and air-sealing.

Bronx, NYC

Incentive Amount: 
$1million

Estimated Savings:
$50,000/ year

Estimated GHG 
Reduction:
up to 50%

Owner pays heating and cooling, which 
is typical for Supportive Housing 

Samaritan Supportive Housing 



Pacific Street HDFC

This 17-unit, 14,300SF HDFC coop will pursue 
Scope 1+2: Electrification of Heating & DHW:

• Equipment in cellar routinely floods

• Oil/steam system will be replaced with unitized 
mini-splits & heat pump hot water heaters

• Includes high-performance roof, windows, and 
air-sealing – and possibly solar.

Brooklyn, NY

Project incentive is 
estimated to 
be $450,000

Estimated Annual 
Savings:

$11,000/ year

Shareholders will pay heating and 
cooling, which is typical for coops

Incentive Amount: 
~$450,000

Estimated Savings:
$11,000/ year

Estimated GHG 
Reduction:

> 50%



ON THE HORIZON

Multi-building Oil Conversion Proposing Scopes 1+2:

• PTHP (Ephoca) + split-system Hot Water Heat Pumps

• Gut Rehab includes in-unit electrical upgrades, wall insulation 
and tenant relocation

• Mostly studio & 1BR apartments

• Ephoca, if approved, will have heating wired to house 
meter

Rental building Oil Conversion Proposing Scopes 1+2:

• Proposing unitized mini-splits

• Significant envelope improvements

• Rental building is undergoing rent restructuring

• Project is proposing tenant-paid heating using new Utility 
Allowances for Heat Pumps



MOVING FORWARD



DISCUSSION

https://www1.nyc.gov/site/hpd/services-and-information/hpd-
nyserda-retrofit-electrification-pilot.page



Billing Challenges 
(who pays heating and who 
pays cooling, especially for
• Rental projects
• Rental to coop 

conversions

WORKING THROUGH PROGRAM CHALLENGES

Integrating the 
grant into the 
construction 
payment 
schedule

Demand is high -
and it is hard to 
say no, especially 
on large projects 
with oil

HPD 

Incremental 
costs are hard 
to establish



Identifying 
incremental 
costs

The goals 
of the 
project?

Desired 
impact?

WORKING THROUGH PROGRAM CHALLENGES

Clean Heat 
pause

Layering 
Incentives

NYSERDA

How to distill 
cooking and 
ventilation

NYSERDA 
funding docs 
vs closing 
timeline

Funding 
award 
process 
changes

Con Edison 
coordination

Program 
mgmt.

Bring on 
additional 
resources



Resident-Paid 
Heat/Owner-paid 
cooling Issue

WORKING THROUGH PROGRAM CHALLENGES

Demand is 
really high

ANCP projects

HPD 

Incremental 
costs are hard 
to establish



WORKING THROUGH PROGRAM CHALLENGES

TAITEM + STEVEN WINTERS ASSOCIATES

Emerging 
Technology

Advancing 
Best 
Practices

Incremental 
costs being  
ball park

Code 
Regulations


