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200x200: Fast Upgrades, Equitable Outcomes 
Pilot Initiative Implementation Plan 
This report includes detailed information describing the implementation plan for the San Francisco 
Home Improvement Program for Everyone (SFHIPE) Building Upgrade Initiative to take place between 
March 2025 and September 2025. 

1. Pilot Initiative Summary 
The Full-Scale Program will upgrade 200 homes in 200 days (200 x 200) with heat pump water heaters 
(HPWH) and efficiency improvements in San Francisco’s low-income and disadvantaged communities. To 
achieve this, the Project Team will start with a Pilot Initiative (the Pilot) in the Bayview Hunters Point 
(BVHP) and parts of Visitacion Valley (Vis Valley) neighborhoods, collectively known as the Building 
Upgrade Zone. The BVHP—a state-designated disadvantaged community—and Vis Valley neighborhoods 
are located in the southeastern part of the city, and both are recognized as Justice 40 communities. The 
Building Upgrade Zone is noted for its diversity, density, vibrancy, ongoing transformation, and strong 
sense of community. The Pilot will focus on installing 120-volt HPWH and implementing energy 
efficiency and weatherization measures in 20 single-family homes, and/or small multifamily (2–4-unit) 
buildings. At this time, the Team has not selected the final 20, so is assuming a Pilot for single family 
homes. However, the Team is prepared for both single family and small multi-family installations. The 
Pilot is scheduled to run March - Sept 2025, with the Full-Scale Program to follow once learnings and 
scaling recommendations have been developed and supplemental funding sources identified. 

Table 1. Pilot Initiative Building Types and Number of Upgrades Anticipated 

Pilot Initiative Stage 
Building Types 

Single-Family 
Homes 

Multifamily 
Buildings 

Small Commercial  
(Under 25K SF) 

Large Commercial  
(Over 25K SF) 

Quantity  20 0 Not applicable Not applicable 

2. Pilot Initiative Offerings Summary    
Table 2. Summary of Pilot Initiative Offerings 
Technology/Service 
Offering  

Technology/ Work 
force Qualifiers  

Building Type 
Qualifiers  

Income 
Qualifiers   

Financial Offering(s)  

120V HPWH  Must replace natural 
gas water heater 
ENERGY STAR® rated 
with mixing valve 
Must use initiative- 
approved contractor 

Single or small 
(2 to 4 unit) 
multifamily 
residential 

 None 100% of upfront costs 
covered by existing heat 
pump rebate programs 

Weatherization Blow-in wall and 
ceiling insulation 
 
Air-sealing (caulking, 
gasket, sealants, and 
weather-stripping) 

Single or small 
(2 to 4 unit) 
multifamily 
residential 

At or below 
120% AMI  

Up to 100% of project cost 
covered by Bay Area Regional 
Energy Network (BayREN) 
single family rebate program, 
EASE 
After BayREN EASE, 
remaining project cost 
covered by San Francisco 
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Energy Efficiency and 
Conservation Block (EECBG) 
program 

Energy Efficiency  Smart thermostat 
LED Lighting 

Single or small 
(2 to 4 unit) 
multifamily 
residential 

At or below 
120% AMI  

100% of upfront cost or 
thermostat covered by 
BayREN EASE 
100% of upfront cost of LED 
lighting (up to 16 lamps) 
covered by Rising Sun Green 
House Call program 

Home Remediation 
Service 

Structural repairs – 
not replacement – of 
roof, ceiling, wall and 
windows 
Repair electrical and 
indoor plumbing 
systems 

Single or small 
(2 to 4 unit) 
multifamily 
residential 

120% of AMI 
 

Up to 100% of upfront cost 
covered by BayREN EASE 
After BayREN EASE, 
remaining project cost 
covered by San Francisco 
Energy Efficiency and 
Conservation Block (EECBG) 
program 

3. Team Capabilities, Roles, and Responsibilities  
Team capabilities  
The Team has a combined four decades of experience in residential energy efficiency and electrification, 
workforce development, and community engagement. The Team has extensive expertise and 
established credibility with communities in the Building Upgrade Zone which will ensure the successful, 
equitable implementation. 
 
San Francisco Environment Department (SFE) – SFE is a leading municipal agency in San Francisco, 
responsible for implementing the 2021 Climate Action Plan. SFE excels in marketing, education, and 
outreach, engaging diverse audiences in multiple languages to help the city achieve its net-zero 
emissions goal by 2040. SFE has decades of experience designing and managing public energy programs, 
effectively using state and federal grants to advance energy policies. SFE is an expert with years of 
experience advising on, growing and leveraging local and regional energy efficiency incentive programs. 
Currently, SFE is supporting the San Francisco Climate Equity Hub with implementing a residential HPWH 
program. SFE assists participants by stacking all available rebates to reduce their out-of-pocket costs. 
 
SFE also collaborates with the California Energy Commission (CEC) and BayREN to provide feedback on 
resource needs and future incentives. Our extensive work in programming, policy, environmental 
justice, and grantmaking has established SFE as a trusted presence in communities across the city and 
region. SFE implements the Bay Area Regional Energy Network Efficiency and Sustainable Energy 
(BayREN EASE) Home program. This program is the primary source of funding for upgrades and basic 
home repairs in the Pilot. Therefore, completed Pilot projects and their energy benefits are directly 
attributable to BayREN EASE. As such, a portion of the BayREN EASE’s administrative budget could be 
leveraged to support Pilot administration.  
 
Pilot Role and Responsibilities - SFE is the Pilot and Full-Scale Program lead. As such, SFE will deploy 1.0 
FTE Subscriber Success Specialist (the Specialist). The Success Specialist will be responsible for ensuring 
the effective implementation and overall success of the Pilot. This role involves supporting Team 

Docusign Envelope ID: AE3AD85B-13C5-4471-942A-3171B6FF920B



AMERICAN-MADE | BUILDINGS TECHNOLOGY OFFICE | BUILDINGS UP PRIZE 

 

 3 

members, various aspects of Pilot delivery, coordinating with interested parties, and addressing any 
issues that arise to ensure that the Pilot meets its objectives and delivers intended outcomes. SFE will 
also oversee quality control for each installation. The Success Specialist will be responsible for:  

• Coordinate, lead and facilitate weekly and ad-hoc internal and external meetings 
• Liaise with Team Members and other City Departments 
• Support all community engagement Discovery Events 
• Liaise with BayREN EASE Home program coordinator and technical assistance provider 
• Conduct post-installation field quality control inspections and document findings 
• Liaise with the Home Assessment Advisor and the Contractor to resolve post-installation issues 
• Disseminate electronic Subscriber satisfaction surveys 
• Develop case-studies and support SFE Outreach in promoting the Pilot in social media 
• Report progress, findings, and results to the San Francisco Commission on the Environment, U.S. 

Department of Energy (DOE), District Supervisors, etc. 
• Meet with law and policy makers, regulators, and advocates to develop a strategy to request 

incentive funding to supplement the Full-Scale Program 
• Conduct stakeholder engagement in preparation for Phase 3 
• Research potential economic advantage of bulk purchasing and group buys 
• Liaise with the City Attorney to ratify contracts; support processing invoices from Team 

members and other administrative tasks 
• Lead the preparation and mobilization for Phase 3 

SFE will lead administrative tasks during the Pilot. SFE will liaise with the City Attorney Office to ratify 
contracts with Team members. SFE’s Contracts Administration Team will support compliance, and the 
Accounts Payable department will process invoices and update budgets. SFE’s contribution to the Pilot’s 
administrative budget is detailed in the Pilot Initiative Administrative Budget and Staffing Workbook. 
During the Pilot SFE will lead the advocacy and exploration of supplemental financing pathways to 
support Full-Scale Program deployment. Specifically, SFE will be proactive in meeting with regulators 
and lawmakers to find ways to wholly or partially cover Subscriber copays in the Full-Scale Program. 
 
San Francisco Climate Equity Hub (the Hub) – The Hub, a partnership between SFE and community-
based organizations (CBO), directs resources to homeowners and renters to increase demand for 
equitable electrification retrofits. SFE is currently implementing its new HPWH direct-install program. It 
aims to simplify the permitting and installation processes while reducing participant costs by accessing 
all available rebate programs. Committed to High Road Jobs, the Hub ensures quality working 
conditions, fair wages, benefits, and career growth, thereby creating local job opportunities in HPWH 
installation and other electrification projects. This approach supports workforce training and 
apprenticeships, helping the city meet electrification workforce needs while benefiting local workers. 
 
Pilot Role and Responsibilities – For the Pilot, the Hub will continue to serve in an advisory role to 
review and provide feedback on the final Implementation Plan. Through its direct-install program, The 
Hub will also continue to provide the Team with guidance on permitting requirements and processes to 
streamline construction and installation.  
 
PODER is a CBO whose mission is to build power among historically marginalized communities in San 
Francisco’s most diverse neighborhoods. PODER specializes in developing consensus among diverse 
groups and finding innovative solutions to address the needs of underrepresented groups. Through their 
work, PODER strives to ensure that the voices and concerns of marginalized communities are heard and 
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integrated into the decision-making processes that impact their lives. Throughout the Pilot, PODER will 
play a central role engaging community members using vetted and effective in-language tactics to 
ensure community members’ and potential Subscribers’ concerns, ideas, and feedback help to shape the 
final project. 
 
Pilot Role and Responsibilities – For the Pilot, PODER will continue to serve as the Team’s community 
engagement lead. In this role, PODER is responsible for: 
• Notify relevant CBO, business associations, faith-based organizations, and other community-focused 

entities about the Pilot, how it will work, and invite their attendance at Discovery Events. 
• Recruit community members to attend Discovery Events using various channels (e.g. tabling, social 

media, and etc.) 
• Prepare outreach and Discovery event material, requesting feedback from select entities, and 

provide Spanish translation. 
• Schedule, coordinate, host, and facilitate four Discovery Events. Take notes at each event and share 

all post-event material with SFE.  
• Set up and manage tables or stations at three community events to raise awareness about the 

benefits of energy efficiency and home electrification, and to promote Discovery Events and the 
program website. 

• Schedule and host two focus groups. Ensure that participation is inclusive and representative of the 
relevant research topics. The first event will aim to gather detailed feedback on barriers and 
concerns related to residential upgrades. The second event will explore these issues from the 
perspectives of renters, landlords, and building maintenance providers. 

• Make recommendations to the Team on how to resolve concerns and overcome barriers. 

Rising Sun Center for Opportunity (Rising Sun) is a CBO that leads the development and 
implementation of High Road Jobs Training Partnerships in the Bay Area, emphasizing job quality in 
residential decarbonization. With a presence across the region, Rising Sun's 23-year-old Climate Careers 
program has a strong track record of employing youth for home energy efficiency retrofits. Additionally, 
Rising Sun runs a high-impact construction career training program designed to support community 
members facing various employment barriers.  
 
Pilot Role and Responsibilities – For the Pilot, Rising Sun will engage small business enterprises (SBE) 
that already partner with them, especially those hiring Multi-Craft Core (MC3) graduates. MC3 is a pre-
apprenticeship curriculum developed in 2008 for the construction trades. By leveraging these existing 
partnerships, Rising Sun aims for quicker mobilization and alignment with its mission. Contractors will be 
chosen based on capacity, adherence to High-Road labor standards, and support for the Pilot and 
workforce development. Additionally, Rising Sun’s Green House Calls program, run by Climate Careers 
alumni, will conduct energy audits and minor efficiency upgrades—such as installing LED lamps, 
checking window seals, and fitting low-flow faucets and showerheads—allowing the Pilot's contractors 
to focus on more complex tasks like insulation and HPWH installations. 
 
QuitCarbon is a private vendor that serves as the Pilot’s software provider, technical consultant, and 
implementer. In addition to these roles, QuitCarbon manages many aspects of the Subscriber journey. 
The company specializes in identifying low-voltage appliances and addressing technical and financial 
challenges related to electrification. QuitCarbon has developed a software platform designed to 
streamline home energy assessments, optimize electrification strategies, identify lowest-cost/highest-
rebate scopes of work, manage procurement effectively, and predict utility bill impacts. With extensive 
expertise in electrifying residential sectors, QuitCarbon focuses particularly on HPWH installations. 
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Services include designing cost-effective electrical plans, stacking rebates and incentives, commissioning 
equipment, and providing ongoing monitoring to ensure maximum savings on utility bills. 
 
Pilot Roles and Responsibilities – For the Pilot, QuitCarbon is responsible for: 
• Implement and expedite the Subscriber journey, from screening for eligibility to facilitating trouble-

free deployments 
• Contracting and managing the Contractor 
• Addressing supply chain challenges and procuring HPWH 
• Deploy their proprietary software platform to track the status of Pilot projects and verify the 

expected energy savings 
• QuitCarbon will host a website 
•  with information about the Pilot and ways to provide feedback. The website serves as the primary 

access point for residents to stay in touch with the Team 

Decision-making and coordination 
SFE leads the Pilot and Full-Scale Program. At the start of Phase 2, SFE led the development of a detailed 
project plan, assigning specific responsibilities and tasks to Team members in both leadership and 
supporting roles. During Phase 2, SFE held bi-weekly meetings with leads from PODER, QuitCarbon, 
Rising Sun, and the Hub to review progress, identify and address barriers, and detail next steps.  
This collaborative approach will be maintained during the Pilot Phase. Each Team member will retain 
ownership and responsibility for their tasks. Each lead will conduct research, validate each task, and 
seek support from other Team members as needed to ensure successful completion. After the lead 
completes the tasks, the Team will review the results and make adjustments as necessary. Community 
leadership and participation will be integrated immediately during Discovery Events, which will be led by 
PODER, with support from SFE. PODER will also actively engage with CBOs from the Building Upgrade 
Zone to conduct activities outlined in the Community Accountability Plan. There are no changes in team 
members or staff. 

4. Pilot Initiative Technologies, Metrics, and Goals  
Summary of Goals 
The Pilot will furnish low-voltage (120V) HPWH to replace existing gas water heaters and provide 
energy-efficiency upgrades as well as home remediation as needed and as budget allows. The business-
as-usual approach to upgrades has been to wait for gas water heater failures, then replace the unit 
quickly with a very similar gas water heater. The business-as-usual approach to insulation and 
weatherization in San Francisco’s historically mild climate zone is to simply ignore it and perform no 
upgrades. The Team’s innovative approach will rapidly retrofit gas water heaters to HPWH and 
simultaneously perform weatherization and insulation upgrades. HPWH are most efficient in mild 
climates, like San Francisco. Additionally, because, as a side effect of their operation, they slightly cool 
and dehumidify the surrounding area, and installations will be coupled with insulation and 
weatherization, Subscribers will also benefit from a more comfortable home environment in the 
summer. Traditionally, these two measures are considered and pursued independently, but combining 
them into a single package helps to mitigate our region’s changing climate and rising utility rates, while 
leveraging available funding resources into a one-stop-shop for Subscribers.  
 
The Team will prioritize HPWH installations because they are a relatively simple upgrade with huge 
carbon, methane, NOx, and other pollution-cutting potential. For many homes in the Building Upgrade 
Zone, gas water heaters are the single largest source of climate and air quality pollution. Local, regional, 
and state-level funding for HPWH in low- and moderate-income (LMI) homes is significant; in many 
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cases, the full cost of the HPWH upgrade will be covered by a stack of funding sources that does not 
require any funding from the Subscriber.  
 
While the climate benefits of HPWH are significant, and funding is relatively abundant at this time, 
HPWH tend to produce little if any change in utility bills, so to achieve the goal of reducing bills for 
Subscribers, the Team must add a second measure to the package. Building insulation and 
weatherization upgrades will help Subscribers maintain warmth in their homes during the Bay Area’s 
mild winters while reducing reliance on conventional gas and electric heaters. Adding a programmable 
thermostat complements these measures. By decreasing energy use for home heating, Subscribers will 
see modest savings on their energy bills, fulfilling the program’s goal of reducing overall energy 
consumption. Offering building insulation, weatherization, and a programmable thermostat, in addition 
to HPWH, is a means of balancing the climate and air quality benefits, the availability of funding, and 
benefits to the Subscribers (in the form of utility bill reductions).  

Technologies 
The Team will include the following minimum technologies and strategies in the Pilot Initiative:  

• Efficient, low-voltage (120V) HPWH 
• Insulation and weatherization  
• Low-flow showerheads and faucet aerators 
• LED lamps 
• Programmable thermostats 

 
Heat Pump Water Heaters (HPWH) - HPWH use electricity to move heat from the surrounding air to 
water in a tank, rather than generating heat directly. They consist of a compressor, evaporator coil, 
condenser coil, and water tank. The purpose of HPWH technology is to heat water more efficiently than 
traditional electric resistance water heaters. HPWH typically use 60-70% less electricity, resulting in 
lower energy costs and reduced environmental impact.  

There are two physical configurations of HPWH and two voltages, as shown in the following table. The 
Team will typically install unitary 120V HPWH, but split and 240V options will be available as needed to 
meet the physical, electrical, and hot water usage characteristics of the homes in the Pilot and Full-Scale 
Program. 

Table 3. Summary of HPWH by Configurations 

Feature Split HPWH Unitary HPWH 

Installation Split outdoor and indoor units, 
flexible locations for both 

Integrated unit, simple installation 

Efficiency Potentially slightly more efficient Efficient 
Space 
Requirements 

Tanks available in compact 
dimensions (short and wide, tall 
and skinny). Compressors require 
outdoor installation, unless placed 
in larger basements. 

Requires indoor space of up to 1,000 cubic. 
Produces some sound at location of tank.  

Ideal Use Homes with specific spatial 
constraints 

Various residential settings, typically in 
basements, garages, and large utility rooms 
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Table 4. Summary of HPWH by Electrical Voltage 

Feature 120V HPWH 240V HPWH 

Installation 

- Easier installation in homes with 
existing 120V outlets 
- Plug-and-play, no need for new 
electrical work in most cases 

- May require new electrical work if 240V 
outlet not available 

Efficiency 
- Slightly less efficient than 240V 
models 
- Longer recovery times 

- Slightly more efficient overall 
- Faster recovery times 

Ideal Use 

- Smaller households with lower hot 
water demand 
- Replacing gas heaters in existing 
homes with limited electrical capacity 

- Larger households with higher hot water 
demand 
- Homes with plenty of electrical capacity 
- Replacing electric resistance water heaters 

 
Weatherization – Weatherization is a range of measures, like windows and doors, insulation, air-sealing, 
and weatherstripping, aimed at improving a building's energy efficiency and comfort. In particular, 
insulation is the use of materials to reduce heat transfer between the interior and exterior of a building. 
Common insulation materials include fiberglass, cellulose, foam, and mineral wool. Insulation is typically 
installed in walls, attics, floors, and crawl spaces. The purpose of insulation is to: 

• Improve energy efficiency and longevity of heating and cooling systems 
• Reduce heating and cooling costs 
• Enhance indoor comfort 
• Prevent moisture-related issues due to water leaks, etc.  

The following energy efficiency measure will create a more stable indoor environment and can reduce a 
home's energy consumption and associated utility bills. 
 
• LED lamps offer energy efficiency, longevity, and reduced environmental impact. They consume 

significantly less power compared to traditional incandescent lamps, leading to lower electricity bills 
and a smaller carbon footprint. Additionally, LEDs have a much longer lifespan, often lasting up to 
25,000 hours or more, which reduces the frequency of replacements and waste. Their durability and 
low heat emission also contribute to a safer, cooler environment. 

• Low-flow showerheads and faucet aerators provide substantial water conservation benefits while 
maintaining performance. By reducing water flow without sacrificing pressure, they help cut down 
on water usage, leading to lower utility bills and a decrease in water wastage. Efficient use of water 
reduces the energy required to heat water which mitigates electricity costs increases of HPWH. 

• Smart thermostats offer significant advantages in both energy savings and convenience. By allowing 
users to set specific heating and cooling schedules, smart thermostats help optimize energy use, 
ensuring that the Subscriber’s home is only heated (or cooled if applicable) when necessary. This can 
lead to substantial reductions in energy bills and lower overall energy consumption. Additionally, 
smart thermostats often come with features such as remote control and smart home integration, 
which enhance user convenience and provide greater control over indoor climate settings.  
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Metrics 
The Team will apply the following metrics to track building upgrade scenarios and progress throughout 
the Pilot. The physical starting point of the building includes, but is not limited to, the following: 

• Building characteristics – age, type of construction, number of occupants, bedrooms, 
bathrooms, etc. 

• Details of the existing gas water heater – size, location, age, etc. 
• Details of the existing electrical infrastructure – main service amperage, configuration of circuit 

breaker panels, availability of unused or underused circuits, etc.  
• Conditions impacting energy use (e.g. leaky doors and windows)  

 
Additionally, the Team will track: 

• Details of the upgrades 
• Size, voltage, location, etc. of upgraded HPWH 
• Details of air-sealing and insulation upgrades, including number of days to complete work 
• Details of any home remediation work performed, including number of days to complete work 
• Building’s energy usage before and after upgrades, measured in both kWh and therms  
• Factor weather conditions into the measurements (i.e. “weather normalize” the measurements) 
• Energy cost savings (energy bill comparisons) for both electricity and gas  
• Isolate usage-based costs from other contributing cost factors (i.e. weather and tariff-normalize) 
• Implementation costs (before and after incentives) for project Team 
• Implementation time (in number of days from mobilization to passing final field inspection) 
• GHG emissions reduced (metric tons) before and after building upgrades 
• Effectiveness of using software to monitor and track utility costs resulting in savings 

b. Pilot Initiative Evaluation Framework  
The following framework outlines the key elements and metrics that the Team will track and evaluate 
during the Pilot. This evaluation will inform the development of a Full-Scale Program by identifying areas 
for improvement and validating the assumptions made during the Pilot. 
 
Subscriber Satisfaction 
Key Questions: 

• How satisfied are Subscribers with the installation of HPWH and insulation? 
• What aspects of the service (installation, communication, timeliness) do Subscribers find most 

and least satisfactory? 
• Did the upgrades and home repairs result in changes to your energy use and costs? 

Metrics: 
• Survey results on overall satisfaction, rated on a scale from 1 to 5 
• Specific feedback on installation process, including contractor professionalism and clarity of 

information provided 
• Repeat engagement interest, measured using the standard Net Promoter Score (NPS) survey. 

The NPS survey is a tool used to measure customer loyalty and satisfaction and is designed to 
gauge how likely customers are to recommend a product or service to others. 

• Did the tracking and monitoring of post-installation utility costs through QuitCarbon’s platform 
result in energy reduction and utility cost savings? 
 

Contractor Satisfaction 
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Key Questions:  
• How satisfied are contractors with the Pilot requirements?  
• How satisfied are contractors with the permitting and inspections process?  
• How satisfied are contractors with Team communication? 
• Did the project proceed according to schedule? 
• Did the project costs align with expectations?  

Metrics: 
• Survey results on satisfaction with Pilot program requirements, rated on a scale from 1 to 5 
• Survey results on satisfaction with permitting and inspections, rated on a scale from 1 to 5 
• Survey results on satisfaction with SF HIPE communications, rated on a scale from 1 to 5 
• Analysis of open-ended survey results with specific feedback on friction points pertaining to 

requirements, processes, communications, timing, and costs 
• NPS survey 

 
Occupant Comfort 
Key Questions: 

• Has occupant comfort changed pre- and post-installation, esp. in relation to water heating? 
• Are there issues or improvements in indoor air quality and humidity levels/thermal comfort? 

Metrics: 
• Pre- and post-installation comfort levels, assessed through Subscriber surveys 
• Qualitative feedback on any perceived changes in indoor environment quality 

 
Workforce Capacity 
Key Questions:  

• What was the overall capacity and readiness of the local workforce to meet the Pilot needs? 
• Is there a need to grow the local workforce via training and certification? 

Metrics: 
• Ratio of available contractors to installations required 
• Assessment of any workforce shortages and their impact on the project timeline 

 
Supply Chain Assessment 
Key Questions: 

• Were there any delays or issues in procuring HPWH for the Pilot? 
• Were there sufficient quantities of HPWH available to meet the Pilot’s needs? 

Metrics: 
• Percentage of orders delivered on time versus delayed 
• Average lead time from order placement to delivery 

 
Outreach and Discovery Event Effectiveness  
Key Questions: 

• How effective was the outreach in informing and engaging Subscribers about the Pilot? 
• What methods of communication were most successful in reaching the target audience? 

Metrics: 
• Analysis of communication channels used (e.g., online ads, direct mail, referrals from other 

CBOs) to recruit attendees for the Discovery Events + website, and their relative effectiveness. 
• Number of strategic partners receiving outreach  

Docusign Envelope ID: AE3AD85B-13C5-4471-942A-3171B6FF920B



AMERICAN-MADE | BUILDINGS TECHNOLOGY OFFICE | BUILDINGS UP PRIZE 

 

 10 

• Number of attendees in each Discovery event 
• Number of attendees from Building Upgrade Zone who attended each Discovery event 
• Number of attendees opted-out of the Pilot 
• Typical website analytics 
• Number of visitors who expressed interest in joining the Pilot via the website 
• Number of visitors who provided comments and feedback via the website 
• Number of parties on the waiting list for the Full-Scale Program 
• Analysis of communication channels used (e.g., online ads, direct mail, referrals from other 

CBOs) to recruit attendees for the Discovery Events, and their relative effectiveness. 
 
Building Repairs and Health and Safety Measures 
The process for addressing basic building repairs and energy-related health and safety measures starts 
with a site assessment conducted by the Team’s Contractor and their trade-specific subcontractors. 
During this walk-through, they will identify and prioritize necessary repairs and safety measures. They 
will also identify and address any pre-existing health conditions in the home to ensure that 
weatherization efforts do not worsen these issues. The assessment will cover several key areas: 

• Structural Deficiencies: Identifying and prioritizing any structural issues for home remediation. 
• Electrical Issues: Evaluating electrical systems, including inspecting insulating knob-and-tube 

wiring and repairing overloaded circuits. 
• Fire Hazards: Assessing potential fire risks such as inadequate combustion appliance clearances 

and creosote buildup. Check for presence of smoke detectors in every bedroom and basement. 
 
After the site assessment, the Contractor will provide a report of the findings to the Home Assessment 
Advisor and Subscriber for review and feedback. The report identifies all basic building repairs and 
energy-related health and safety needs. The Advisor will map out which rebate program would cover 
what aspects of the upgrades and home remediation. Should the Subscriber decide to proceed with the 
repairs and upgrades, the Advisor will transfer the Subscriber to the BayREN EASE program.  
 
BayREN EASE is a regional rebate program that provides up to 100% upgrade and home remediation 
costs. It has a dedicated technical assistance provider who will support the Subscriber throughout the 
process. BayREN EASE allocates 30% of its incentives for deferred maintenance work essential for energy 
efficiency and weatherization upgrades. For low- and moderate-income (LMI) Subscribers, BayREN EASE 
caps copayments at 20% of project costs, up to $1,000. In the event the home repair portion of the 
project exceeds the copayment cap, the Subscriber can request financial relief from the San Francisco 
Energy Efficiency and Conservation (EECBG) program. The EECBG program provides up to $5,000 in 
rebates for home repairs necessary for energy efficiency and efficient electrification upgrades. The 
Advisor will refer the Subscriber to the SFE’s Success Specialist to enroll into the EECBG program. 
 
To further ensure healthy outcomes after installation, the Pilot requires the Contractor and 
subcontractors to strictly adhere to lead-safe weatherization procedures. Although lead abatement is 
not included, following the procedures minimizes lead paint exposure risks. The Team will also 
confidentially identify any residents with pre-existing health conditions to ensure that weatherization 
efforts do not worsen these issues and will use measures to ensure safety during construction. 
 
Financing Approach 
The goal of the Pilot is to test the Team’s approach to Full-Scale Program implementation. The 
objectives are to complete 20 projects at no cost to the Subscribers within the timeline. The Team’s 
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financing approach is critically dependent on existing and planned local and state rebate programs. As 
such, the Team’s evaluation will consist of the following: 
 
Track and Assess Existing Rebate Programs 
Key Questions: 

• What is the status of each program’s incentive budget? 
• Have the eligibility requirement(s) changed? 
• Determine if there is sufficient budget remaining to accommodate the Full-Scale Program. 

 
Assess Pilot Project Financial Metrics 
Key Questions: 

• What are the equipment costs for HPWH, insulation (sq-ft), programmable thermostats, LED 
light bulbs (by form factor), air sealing material (linear ft), and low-flow showerheads and faucet 
aerators?  

• What are the installation costs? 
• Determine key project metrics: average project cost, number of projects exceeding the budget 

and % excess, per-project and average energy savings ratio (Annual Forecasted Energy 
Savings/Project Cost), and rebate-to-cost ratio (Rebate Amount/Total Project Cost)  

• Compare actual project costs with average HPWH from the TECH Clean California Reporting 
database and QuitCarbon’s proprietary database specifically for San Francsico. Analyze any 
differences to understand the reasons for discrepancies 

• Compare actual project costs with estimates provided in the Implementation Plan 
• Use historical data to forecast budgetary needs in Full-Scale Program 

 
Analyze the Strategy for Full-Scale Program 
Key Questions: 

• Is funding from the current and planned rebate programs sufficient to yield a rebate-to-cost 
ratio of 1 for each project? 

• If not, what is the expected $-gap? 
• How could the Team fill the gap? 
• Consult with financial and energy professionals to develop and assess possible approaches 
• Did the tracking and monitoring of post-installation utility costs result in energy reduction and 

utility cost savings and should it be continued in the Full-Scale Program? 

5. Subscriber Strategy 
a. Pilot Initiative Design/Program Model  

The Pilot is designed to ensure that all eligible homes within the Building Upgrade Zone are under 
consideration. To the extent possible, the Team will notify community organizations about the Pilot and 
how it will work and invite them to attend a Discovery Event. Held monthly, and conducted in both 
English and Spanish, these events will allow attendees to learn about the benefits of energy efficiency 
and efficient electrification, discover more about the Pilot and opt-out enrollment approach, and 
provide input to shape the Full-Scale Program. At each Discovery Event, the Team will give an overview 
of HPWH and explain their benefits for residents and the environment. They will also describe the Pilot 
program and outline the vision for the Full-Scale Program. Participants are encouraged to share their 
feedback, raise any concerns, and discuss issues affecting their community. Event staff will carefully 
document all feedback and concerns. Since the Pilot is testing an opt-out approach for recruiting 
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Subscribers, meaning that all residents in the Building Upgrade Zone are automatically considered for 
inclusion in the Pilot, all attendees whose residences are in the Building Upgrade Zone are automatically 
considered for the Pilot unless they explicitly choose to opt out. Since the Pilot is limited to 20 projects, 
residents must either attend a Discovery Event or visit the website to join the Pilot Interest List. The 
Team aims to compile a list of 100 interested residents, from which 20 will be selected as Subscribers. 
The remaining individuals will be placed on a waiting list for the Full-Scale Pilot. The Team expects that 
some residents may choose to opt out after learning more about the Pilot. Some may opt out further 
down the journey because of the results of feasibility and eligibility screenings or situations where 
project costs exceed available incentives, despite efforts to zero-out Subscriber costs. To ensure an 
adequate number of qualified Subscribers, the Team will lower the barriers to participation by:  

• Hosting monthly in-language Discovery Events and promoting the website 
• Taking a staged approach to Subscriber screening and approval 
• Engaging deeply with the community via outreach and support from community organizations 
• Providing a single point-of-contact Home Assessment Advisor for Subscribers, minimizing the 

logistical challenges that residents typically face when planning and preparing for upgrades 

Initial Subscriber Screening Graphic 1. Screening Flow Diagram 

 
After the screening stage, the Team will assess whether the project is ready to proceed with HPWH 
installation and insulation/weatherization upgrades. If additional home remediation is needed to 
prepare for these upgrades, the Team will conduct further evaluation before moving forward. 

Broad Communications 
District Supervisor Offices, local businesses, community groups, and other entities will be engaged to 
spread the word about the program to encourage broad and inclusive participation. The Team will work 
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with PODER for on-the-ground engagement such as tabling in community events. The Team will provide 
program information to all residents in the Upgrade Zone that will: 

• Be translated in multiple languages and distributed through multiple channels 
• Build knowledge within the community about energy efficiency, efficient electrification, 

potential energy savings and pollution reduction, and the impact of upgrades on daily life 
• Provide residents with a variety of pathways to access, learn about, ask questions, and provide 

input to the Pilot and Full-Scale Program 

b. Subscriber Audience and Eligibility Criteria  
Subscribers for the Pilot and Full-Scaled program are residents in the Building Upgrade Zone, which is 
fully defined in the Community Accountability Plan and Analysis and Engagement Report. As 
aforementioned, to be considered for the Pilot, residents must attend a Discovery Event. After compiling 
a list of 100 potential Subscribers for the Pilot, the Team will use additional screening factors including 
the age of the water heater and how much home remediation is needed to select the final 20 Pilot 
homes, as well as screening and prioritization criteria gathered from the community, which is described 
in the Analysis and Engagement Report. 
 
Strategic Partnerships 
The Team will build on existing strategic partnerships to promote Subscriber recruitment. Team member 
PODER will leverage its established relationships with Emerald Cities Collaborative, Candlestick Point 
Park Advisory Committee, BVHP Community Advocates, and faith-based organizations to maximize 
attendance at Discovery Events and increase website visits. To compliment these existing partnerships, 
PODER will also contact local businesses associations and District Supervisor offices. During Phase 2, the 
Team learned that on-the-ground outreach is vital for maximizing inclusion. Therefore, Team 
representatives will use existing strategic partnerships to enable tabling at community events to 
promote the Discovery Events and website. Recurring events such as Sundown Cinema, Sunday Streets, 
and Celebrating Communities, Families, & Health provide excellent opportunities to connect with 
community members. Team member Rising Sun will form strategic partnerships with SBE Contractors, 
whose workers are recent graduates of MC3 curriculum. Rising Sun will attempt to recruit one or two 
Contractors into the Pilot. For the Full-Scale Program, Rising Sun will nurture existing partnerships while 
forging new ones with support from the SFPUC’s Contractor Assistance Center and SFE.  

Community Meetings 
The Team’s monthly Discovery Events are designed for business owners, interested parties, and 
residents to learn about the Full-Scale Program and the Pilot. At these events, attendees will receive 
educational materials that highlight the benefits of upgrades, such as: 

• Improved energy efficiency 
• Cost savings 
• Environmental sustainability (including pollution reduction) 
• Greater resiliency during disasters 

Process for Participation:  
In addition to attending the Discovery Events, an online form will be available for community members 
to express interest in the Pilot. All interested parties will be placed on the Pilot Interest List to receive 
regular, direct communication and updates from the Pilot’s Home Advisor. Once residents are on the 
list, their homes will be screened per the eligibility criteria noted in section 5b, to narrow the final group 
of selected Pilot Subscribers. Interested parties will be notified as to whether or not they are still eligible 
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for the Pilot. Once the final list of Pilot Subscribers is established — including back-up Subscribers for 
last-minute drop-offs—the following process takes places: 
 
Step 1: Get on the Pilot Interest List 

• All Discovery Event attendees with primary residences in the Building Upgrade Zone are 
automatically placed on the Pilot Interest List unless they explicitly decline. 

• Parties that are interested in the Pilot but did not attend a Discovery Event can be added to the 
Pilot Interest List through the website. 

Step 2: Initial Screening 
• Once the Pilot Interest List reaches 100, QuitCarbon’s Home Assessment Advisor will close it. 
• QuitCarbon’s Home Assessment Advisor screens the interested parties for eligibility. If eligible, 

the party is further assessed for prioritization in the Pilot. Those not eligible are placed on a 
waiting list for the Full-Scale Program. 

Step 3: Remote Home Assessment 
• The Advisor conducts a remote home assessment and prepares an analysis using QuitCarbon’s 

software. The analysis report, Consumer Protection Document, and the Pilot Participation 
Agreement form, are sent to the interested party for review and approval. 

Step 4: Conversion 
• After returning the completed forms, the interested party is converted to a Subscriber. The 

Advisor schedules a Green House Call and refers the Subscriber to a Contractor for a 
construction walkthrough. The Subscriber, and the landlord, must return a signed Consumer 
Protection and Disclosure Form. 

Step 5: Conduct Rising Sun’s Green House Call 
• Rising Sun’s Climate Career graduates conduct a Green House Call, installing LED lamps, low-

flow showerheads and faucet aerators, and provide energy efficiency recommendations 
Step 6: Conduct Construction Walkthrough 

• The Contractor conducts the required construction walkthrough and - at no cost to the 
Subscriber – provides a construction estimate including needs for home repair and a 
construction schedule and outlines the next steps. 

Step 7: Review, Feedback, and Approval 
• The Advisor reviews the construction bid and schedule, providing feedback to the Subscriber 

and/or Contractor. Once the Subscriber approves the revised bid and schedule, they notify the 
Advisor to proceed to the next step. 

Step 8: Enroll in Rebate Programs 
• If necessary, the Advisor assists the Subscriber and Contractor with completing required rebate 

enrollment documents, such as applications and site access agreements. 
Step 9a: Schedule and Permitting (Projects Requiring Home Remediation) 

• The Contractor schedules mobilization and construction and pulls permits for home remediation 
in preparation for HPWH and efficiency installations. 

Step 9b: Schedule and Permitting (Projects Requiring No Home Remediation) 
• The Contractor schedules and obtains permits for HPWH and weatherization or insulation 

upgrades. 
Step 10: Project Completion 

• The Contractor completes the installation and provides copies of permit and installation 
verification forms to QuitCarbon. The Advisor then educates the Subscriber on the efficient 
operation of the new HPWH, assists with warranty enrollment, and ensures the Subscriber is 
signed up for the lowest-cost electric rate and relevant demand-response programs. 

Step 11: Finish Rebate Process 
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• As needed, the Advisor helps the Contractor and Subscriber complete rebate closeout 
documents to complete the rebate process. 

Step 12: Complete Satisfaction Survey 
• The process concludes with the Advisor sending an electronic satisfaction survey to the 

Subscriber for completion. 
 
6. Approval Processes 

Table 5. Summary of Required Approvals for Building Upgrades 
Building Type/Upgrade Type Approval Documentation 

Needed 
Who Obtains Approval 

HPWH replacement of gas 
water heater with 
weatherization, efficiency, and 
home remediation (as needed) 
in owner-occupied home 

Signed Consumer Protection 
and Disclosure Form 

Home Assessment Advisor 

Building permit from local 
permitting department 

Contractor 

Homeowner association 
approval (if applicable) 

Subscriber 

Stacking incentive program 
approvals 

Home Assessment Advisor 

HPWH replacement of gas 
water heater with 
weatherization, efficiency and 
home remediation (as needed) 
in tenant-occupied home 
 

Signed Consumer Protection 
and Disclosure Form 

Home Assessment Advisor 

Signed Consumer Protection 
and Disclosure Form 

Renter 

Building permit from local 
permitting department 

Contractor 

Stacking incentive program 
approvals 

Home Assessment Advisor 

The proposed building upgrades will not alter the historical characteristics of the buildings that are 45 years 
or older, and the Pilot is therefore eligible to bypass the EQ-1 Form Process. See the Buildings UP Standard 
Upgrade Worksheet for details. Before any work is conducted, Subscribers will receive thorough Consumer 
Protection Documentation outlining the process, risks, and benefits of program participation.  

7. Funding and/or Financing Options 
Financing and Funding Narrative:  

The Pilot will utilize available California and regional rebates to fund HPWH and any necessary related 
electrical upgrades. Weatherization measures will be financed through a mix of regional and federal 
funds. By combining these various funding sources, the Team will ensure that 100% of the Pilot project 
costs are covered for Subscribers. A summary of all available funding is shown in the Table below. 
 

Table 6. Summary of Financing and Funding Available for Building Upgrades 
Funding/ Financial 
Offering (loan, 
rebate, etc.) 

Funding Source Name Total Funding 
Available for Pilot 
Initiative Building 
Upgrades  

Anticipated Number 
of Upgrades the 
Funding Source Can 
Support 

Rebates for HPWH Golden State Rebate $18,000 ($900/unit) 20 
Rebates for HPWH BayREN Mid-Stream HPWH 

Incentive for Participating 
Contractors 

$20,000 ($1,000/unit) 20 
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Rebates for HPWH California Energy Commission, 
Equitable Building 
Decarbonization 

$20,000 ($1,000/unit) -
anticipated 

20 

Rebates for 
weatherization 
measures, smart 
thermostat, home 
repairs 

BayREN EASE $240,000 
($12,000/unit) 

20 

Funding for HPWH, 
weatherization 
measures, home 
repairs 

Energy Efficiency and 
Conservation Block Grant 
(EECBG) 

$800,000 20 

Total Funding Available for Building Upgrades $1,080,000  
 

Proportion of Costs Covered (Equity-Centered Innovation teams only):  
In the Pilot, the financial offering is expected to cover 100% of the costs of upgrades. As indicated in the 
following “Financials for Example Scenarios,” table, federal, state, and regional rebate programs are 
available to substantially or completely cover the cost of home remediation. Subscribers will experience 
modest decreases in utility bills. See scenarios below for details.  

Table 7. Financials for Example Scenarios 

Scenario 1: Heat Pump Water Heater and Weatherization (no Home Remediation) A natural gas water 
heater in a low-income owner-occupied single-family home is replaced with a high efficiency, 120V HPWH. In 
addition, the home is treated with weatherization measures. The Subscriber qualifies for the following HPWH 
rebates: $900 from Golden State Rebates, $1,000 from the BayREN Mid-Stream HPWH Incentive, $1,000 
Equitable Building Decarbonization direct install rebate. The Subscriber qualifies for weatherization and home 
repair rebates from BayREN EASE and San Francisco EECBG. 
Does this upgrade scenario take place in an Equity-eligible building? Yes 
Item Costs* Description 
Total Installed Cost of Upgrade  $25,000 • HPWH: $10,000 

• Weatherization: $15,000 
 

Funding/Financing Amount 1 ($900) Golden State Rebate HPWH Incentive 
Funding/Financing Amount 2 ($1,000) BayREN Mid-Stream HPWH Incentive 
Funding/Financing Amount 3 ($1,000) CEC Equitable Building Decarbonization HPWH 

Rebate 
Funding/Financing Amount 4 ($17,680) BayREN EASE: HPWH and weatherization (covers 

max 80% of remaining project cost) 
Funding/Financing Amount 5 ($4,420) San Francisco EECBG 
Net Cost $0 Subscriber Copay  
Proportion of Upfront Cost Covered 100% This exceeds the Buildings UP requirement to cover 

75% of installed cost of upgrades in equity-eligible 
buildings. 

Annual Utility Bill Impact  ($100)  Utility bill neutral or modest savings 
Annual Maintenance Costs $0 No expected annual maintenance 
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Total Annual Net Impact ($100) decrease in total annual costs. 
$100 savings/year   

Years to Payback 0 0-year payback for Subscriber 

Change in Cost to Building Occupants ($100) Subscriber saves $100/year in energy bill costs  

Scenario 2: Heat Pump Water Heater, Weatherization, and Home Remediation (minimal home 
remediation intervention)   
A natural gas water heater in a low-income owner-occupied single-family home is replaced with a high 
efficiency, 120V HPWH. In addition, the home is treated with weatherization and home remediation 
measures. The Subscriber qualifies for the following HPWH rebates: $900 from Golden State Rebates, $1,000 
from the BayREN Mid-Stream HPWH Incentive. The Subscriber qualifies for weatherization and home repair 
rebates from BayREN EASE and San Francisco EECBG. 
Does this upgrade scenario take place in an Equity-eligible building? Yes 
Item Costs* Description 
Total Installed Cost of Upgrade  $20,000 • HPWH: $10,000 

• Weatherization: $5,000  
• Home repairs: $5,000 
 

Funding/Financing Amount 1 ($900) Golden State Rebate HPWH  
Funding/Financing Amount 2 ($1,000) BayREN Mid-Stream HPWH  
Funding/Financing Amount 3 ($1,000) CEC Equitable Building Decarbonization HPWH 

Rebate 
Funding/Financing Amount 4 ($13,680) BayREN EASE: HPWH, home repairs, and 

weatherization (covers max 80% of remaining 
project cost) 
 

Funding/Financing Amount 5 ($3,420) San Francisco EECBG  

Net Cost $0 Subscriber Copay  

Proportion of Upfront Cost Covered 100% This exceeds the Buildings UP requirement to cover 
75% of installed cost of upgrades in equity-eligible 
buildings. 

Annual Utility Bill Impact ($100)  Utility bill neutral or modest savings 
Annual Maintenance Costs $0 No expected annual maintenance 
Total Annual Net Impact ($100) decrease in total annual costs. 

$100 savings/year   

Years to Payback 0 0-year payback for Subscriber 

Change in Cost to Building Occupants ($100) Subscriber saves $100/year in energy bill costs 
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Scenario 3: Heat Pump Water Heater, Weatherization, and Home Remediation (moderate home 
remediation intervention)   
A natural gas water heater in a low-income owner-occupied single-family home is replaced with a high 
efficiency, 120V electric HPWH. In addition, the home is treated with weatherization measures and home 
remediation measures. The Subscriber qualifies for the following HPWH rebates: $900 from Golden State 
Rebates, $1,000 from the BayREN Mid-Stream HPWH Incentive. The Subscriber also qualifies BayREN EASE for 
weatherization and home remediation rebates, but not the CEC Equitable Building Decarbonization HPWH 
program because the program has oversubscribed. 
Does this upgrade scenario take place in an Equity-eligible building? Yes 
Item Costs* Description 
Total Installed Cost of Upgrade  $25,000 • HPWH: $10,000 

• Weatherization: $5,000  
• Home repairs: $10,000 

Funding/Financing Amount 1 ($900) Golden State Rebate – heat pump water heater 
Funding/Financing Amount 2 ($1,000) BayREN Mid-Stream HPWH Incentive 
Funding/Financing Amount 3 $ 0  CEC Equitable Building Decarbonization HPWH 

Rebate is out of rebates 
Funding/Financing Amount 4 ($18,480) BayREN EASE: HPWH, home repairs, and 

weatherization (covers max 80% of remaining 
project cost) 

Funding/Financing Amount 5 ($4,620) San Francisco EECBG 
Net Cost $ 0 Subscriber Copay  
Proportion of Upfront Cost Covered 100% This exceeds the Buildings UP requirement to cover 

75% of installed cost of upgrades in equity-eligible 
buildings. 

Annual Utility Bill Impact ($100)  Utility bill neutral or modest savings 
Annual Maintenance Costs $0 No expected annual maintenance 
Total Annual Net Impact ($100) decrease in total annual costs. 

$100 savings/year   

Years to Payback 0 0-year payback for Subscriber 

Change in Cost to Building Occupants ($100) Subscriber saves $100/year in energy bill costs  

*Negative costs, shown in parentheses, indicate savings.  
The Team aims to maintain the zero-cost feature for Subscribers in the Full-Scale Program as much as 
possible. However, there is a risk that current local and state rebate programs might end sooner than 
anticipated due to budget constraints. For example, in August, the California State Legislature proposed 
an amendment to accelerate the closure of several popular energy-related programs, including a rebate 
program for self-generation and another providing no-cost solar and solar hot-water heating to 
affordable multifamily housing.  
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The Team, led by SFE, will engage state and local representatives, including lawmakers and officials from 
the CEC, state utility regulator, and the local community choice aggregator to request supplemental 
funding for Subscriber incentives. The goal is to highlight the Pilot’s impact on the speed and quality of 
residential efficiency and electrification in disadvantaged communities, address funding shortfalls, and 
reduce Subscriber copays during the Full-Scale Program. Concurrently, the Team will also explore bulk 
purchasing discounts for equipment with industry stakeholders. The Team is aware of several group buy 
programs, one in the Bay Area, and another in Colorado. As such, SFE will contact their administrators to 
identify potential opportunities to effectuate the Full-Scale Program. 
 
8. Workforce and Supply Chain Capacity 
Summary: In the Pilot, Rising Sun’s contractor engagement and workforce capacity initiative focuses on 
testing the effectiveness of connecting small business enterprises (SBEs) with residential energy audits 
and decarbonization projects. By coordinating efforts between the Pilot program and contractors, the 
Team aims to develop a scalable approach that supports local small and minority-owned businesses 
(SBEs) and offers opportunities for workforce development. 
 
Contractor Engagement: For the Pilot, Rising Sun will prioritize SBEs that already partner with them, 
particularly those that hire graduates from the MC3 construction trades program. Leveraging these 
existing partnerships will allow for faster mobilization and alignment of the Pilot objectives with Rising 
Sun’s mission. If additional contractors are required, Rising Sun will collaborate with the SFPUC 
Contractors Assistance Center to identify local SBEs committed to hiring MC3 graduates. Contractors will 
be selected based on their capacity, alignment with high-road labor standards, and ability to support a 
Pilot focused on decarbonization and workforce development. Contractors engaged in the Pilot must 
adhere to high-road labor standards, which include: 

• Paying prevailing wages and offering healthcare, retirement plans, and paid time off. 
• Prioritizing the hiring of local workers from disadvantaged communities, particularly those 

trained by Rising Sun. 
• Providing mentorship and career development opportunities for entry-level workers. 
• Ensuring a safe, inclusive, and compliant workplace environment that upholds all safety 

regulations and labor codes. 

Integration of Green House Calls Program: Rising Sun’s Green House Calls program, conducted by 
Climate Careers alumni, will play a pivotal role in the Pilot by performing energy audits and identifying 
homes for decarbonization projects. This preliminary work will allow contractors to focus on more 
technical installations such as insulation, air sealing, and HPWH retrofits, providing contractors with a 
detailed overview of the home’s needs before they begin their work. By aligning Green House Calls 
audits with contractor schedules, the Pilot will minimize disruptions for residents and optimize the 
contractors' workflow, particularly benefiting SBEs with limited resources. Green House Calls alumni will 
perform these audits independently, ensuring contractors can focus on installations without delays. 
 
Funding and Contractor Support: Recognizing the financial challenges faced by SBEs, the Pilot will align 
with existing rebate programs and other sustainable funding sources to cover equipment and labor 
costs. Rising Sun will maintain clear communication with contractors regarding funding availability, 
timelines, and reimbursement processes to reduce financial strain. Timely reimbursements will help 
smaller contractors manage cash flow and participate competitively alongside larger firms. 
 
Capacity Building through Continuous Learning: To build workforce capacity for the Full-Scale Program, 
the Pilot will include continuous learning opportunities for contractors and workers. Regular workshops 

Docusign Envelope ID: AE3AD85B-13C5-4471-942A-3171B6FF920B



AMERICAN-MADE | BUILDINGS TECHNOLOGY OFFICE | BUILDINGS UP PRIZE 

 

 20 

will focus on emerging energy efficiency technologies, decarbonization methods, and installation best 
practices. Mentorship programs will pair experienced workers with new hires, providing guidance and 
on-the-job training. Safety training and project management workshops will ensure that all workers 
have the skills needed to succeed both during the Pilot and in future projects. 

Table 8. Summary of Workforce Training Programs 

Training Provider Training Program Training Capacity Credentials Associated 
with Training 

Energy Skilled 
Recognized 

Rising Sun Center for 
Opportunity 

Opportunity Build 
Construction Trades 
Multi-core (MC3) 

15 students / 
cohort 

NATE Certification with 
Heat Pump Installation 
Specialty 

Yes 

Rising Sun Center for 
Opportunity 

Climate Careers – 
Green House Calls 
Training Program 

15 students / 
cohort 

Home Electrification and 
Decarbonization 
Building Performance 
Analyst 

Yes 

Rising Sun Center for 
Opportunity 

Heat Pump Water 
Heater Hybrid 
Training Course  

15 students / 
cohort 

NA NA 

 
The Pilot creates a structured pathway for both installers and general contractors to benefit from 
growing demand in sustainable building technologies. General contractors will be integral to the success 
of the initiative as they not only manage the installation of HPWH but also take on the responsibility of 
mentoring the local workforce—installers trained using the MC3 Construction Trades Curriculum. 
 
By incorporating apprentices from this training program, the Pilot contractors will have access to a 
reliable, skilled labor pool, allowing them to efficiently scale up their operations while maintaining 
quality control. This creates multiple benefits for contractors, as they can reduce labor shortages, ensure 
project deadlines are met, and enhance their reputations as leaders in energy-efficient construction. The 
mentorship role provides contractors the opportunity to cultivate a future-ready workforce, while 
reinforcing their own operational capabilities in an evolving industry. 
 
In addition to these workforce benefits, the Pilot contractors will also gain from being part of a 
movement toward decarbonization, positioning themselves for future contracts in the growing green 
construction sector. The combination of workforce development and high-quality project execution 
ensures a lasting economic impact for both contractors and their apprentices. 
 
For contractors, we are implementing several strategies to align their practices with the Department of 
Labor’s Good Jobs Principles: 

• Job Quality: Contractors participating in the initiative will be encouraged to adopt best practices 
that include offering competitive wages and comprehensive benefits. By working with trained 
apprentices, contractors can provide sustainable, long-term employment opportunities that align 
with these principles. 

• Mentorship and Skill Development: Contractors will serve as mentors to installers and apprentices, 
directly contributing to their professional growth. This hands-on experience, guided by seasoned 
contractors, ensures that apprentices gain real-world skills in HPWH installation and home 
electrification. This aligns with the Good Jobs Principle of providing clear career pathways and 
fostering professional development within the workforce. 
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• Workplace Equity and Inclusion: Contractors will be encouraged to build diverse teams by 
incorporating installers from various backgrounds, especially from underrepresented communities. 
This commitment to diversity, equity, and inclusion ensures that all workers have access to the 
economic opportunities created by the initiative. 

• Worker Health and Safety: Contractors will be required to implement and maintain high standards 
of workplace safety. As part of this, they will ensure that both installers and apprentices adhere to 
all safety protocols during heat pump installations and electrification work. Ongoing safety training 
will be provided to prevent workplace incidents and create a safe working environment for all 
employees. 

Supply Chain Readiness  
See “Analysis and Engagement Report - Section:  Workforce and Supply Chain Analysis” for details on Supply 
Chain Readiness. The table below summarizes HPWH supply chain capacity. 

Table 9. Summary of Supply Chain Capacity 

Equipment  Supplier Capacity Supply Sufficient to 
Meet Demand? 

Heat pump water 
heaters (HPWH) 

Pace Supply, Lowes, 
Heieck Supply, Cal-Steam, 
Ferguson, Bayshore 
Supply 

Each of these suppliers 
typically stocks one or 
more units of one or 
more varieties and can 
quickly acquire stock 
from other locations 

Yes 

9. Quality Assurance Plan 
The Pilot features a comprehensive Quality Assurance Plan to ensure highest level quality installations 
and a positive experience for Subscribers, which are crucial for the Pilot’s success. To achieve these 
goals, the Team will employ highly qualified Home Assessment Advisors and experienced installation 
contractors who have the expertise to build trust throughout the Subscriber journey. Additionally, the 
Team will actively engage with interested parties and Subscribers through Discovery Events, the 
website, and other channels to address their concerns and gather feedback. This feedback will be used 
to continually improve the service, with insights shared directly with Advisors and contractors. 

The Team will maintain open and transparent communication with Subscribers, setting appropriate 
expectations on timing and potential utility cost impacts. Each Subscriber will receive detailed project 
plans outlining the retrofits. They will also be provided with cost projections, generated by QuitCarbon's 
software platform, showing estimated utility savings. However, Subscribers will be informed that actual 
utility costs after the project may not decrease due to factors beyond the Pilot's control, such as colder 
weather, higher utility rates, or changes in energy usage due to changes in occupant’s behavior. 
Elements of the Pilot’s Quality Assurance Plan are outlined below. 
 
Technology Performance/Installation Quality  
Equipment optimization – The Pilot will use QuitCarbon’s software platform to collect home 
assessments and provide optimized equipment recommendations to ensure that Subscribers receive the 
optimal HPWH for their particular home environment. The Advisor will review contractor bids to ensure 
alignment with recommended scopes of work and with rebate program requirements.  
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Installation optimization – Completing 200 upgrades in 200 days requires utmost installation 
optimization without sacrificing safety and quality of installations. Therefore, in the Pilot, the Team will 
test various tactics to enhance and speed up the installation process for both Subscribers and 
Contractors (including subcontractors) in preparation for the Full-Scale Program. Initially, the Team will 
collect the addresses of all Subscribers to identify geographic clusters and proximity. The Contractor will 
schedule the in-field assessments to minimize disruption, particularly for Subscribers with children, and 
to ensure full access of the buildings. Following the assessments, the Contractor will provide 
construction costs and schedule to the Advisor and Subscriber. To ensure complete satisfaction, both 
parties can provide feedback to the Contractor.  
 
Based on proximity and needs, the Contractor will draft a preliminary construction schedule. The 
schedule will segment homes with home remediation needs and homes that are eligible for immediate 
retrofits. The Contractor and subcontractors will mobilize parallel pathways: retrofit homes that are 
ready while home remediation work is being conducted in other homes. 
 
At each project location, the Contractor and subcontractors will implement a series of best practices to 
minimize number of trips to project site, disruption to the residents and neighbors, and ensure installed 
equipment performs to the manufacturer’s specifications of performance. The installation practices will 
be modeled after the US DOE quality installation check list developed by Pacific Northwest National 
Laboratory. After installation, the SFE Success Specialist will liaise between Subscriber and the 
Contractor to resolve any issues. 
 
Post-installation Inspections – A certified Quality Control Inspector (QCI) from SFE will conduct all on-
site efficiency quality control inspections. Each inspection entails a thorough evaluation process 
designed to ensure that energy-saving measures and installations meet the highest standards of 
performance and reliability. During this inspection, the QCI evaluates all installed measures, such as 
insulation, lighting, thermostat, and HPWH HVAC systems, to verify that they are installed correctly and 
functioning as intended.  
 
The QCI also verifies all applicable permits were pulled and finished, identifies any issues or 
inefficiencies, and ensures that all materials and techniques used are consistent with best practices. This 
meticulous review helps confirm that the energy efficiency and electrification measures will deliver the 
expected benefits, such as reduced energy consumption and lower utility bills, while maintaining overall 
system effectiveness and durability. 
 
Utility savings tracking – The Advisor will track and analyze utility data in QuitCarbon’s proprietary 
software platform. Utility usage for at least one year prior to retrofit will be compared to the same 
months for at least one year post retrofit. Weather normalization will be applied, when necessary (e.g. if 
the weather in a given month is notably different from the same month a year later).  
 
Long-term maintenance – Insulation, weatherization, and home remediation upgrades require no 
maintenance. HPWH require a simple annual cleaning of the air filter. Subscribers will be instructed in 
how to perform filter cleaning and will be reminded annually (via email) to do so. 
 
Subscriber Grievances  
The Team will provide easy access to the SFE’s Residential Program Success Specialist (via phone, email, 
and in-person contact) for Subscribers to report equipment issues, air grievances, and provide feedback 
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regarding the Pilot. The Success Specialist can activate a no-cost contractor call back for Subscribers for 
a period of one year to address any concerns regarding the operation and performance of the installed 
equipment. This is in addition to the support offered under the manufacturers and contractors’ standard 
warranties.  
 
SFE’s Success Specialist will log all inquiries from Subscribers including the nature of the issue or 
grievance and any actions taken to resolve it. Given that one purpose of the Pilot is to discover issues 
that must be addressed as we advance to the Full-Scale Program, the Team will be proactive in seeking 
feedback and addressing Subscriber concerns throughout the Pilot.   

10. Risk Assessment and Mitigation Strategies 
In preparation for the Pilot implementation, the Team has proactively identified potential 
implementation and Subscriber risks and is developing strategies to mitigate them. Leveraging their 
experience with energy projects and community outreach, the Team is using this expertise to shape 
their approach to risk assessment and mitigation. Detailed overviews of the risk assessment and 
mitigation strategies are provided in the tables below. 
 
Table 10. Implementation Risk and Mitigation Strategy Table 

Risk Description (e.g., nature of the 
risk, location/timing of risk, magnitude 
of risk) 

Mitigation Strategy 

Reduction in available rebates and 
incentives 

Identify any and all sources of funding; optimize project 
timing to take advantage of short-term rebates; 
negotiate bulk purchase for equipment and services to 
keep costs low 

Challenging installation conditions in 
building upgrade sites 

Develop criteria to identify and select ideal installation 
candidates; identify other funding sources to cover home 
remediation measures; identify “off ramps” for 
candidates whose needs are greater than what Pilot 
projects can accommodate  

Low participation rates Implement an “opt-out" approach in which all single-
family homes in the Building Upgrade Zone are assumed 
to be eligible and filter candidates/projects out as we 
gain knowledge of their details  

 
The Table below outlines Subscriber risks and mitigation strategies; community risks are addressed in 
the Community Accountability Plan. 

Table 11. Subscriber Risk and Mitigation Strategy Table 

Risk Description (e.g., nature of the 
risk, location/timing of risk, magnitude 
of risk) 

Mitigation Strategy 

Utility bill increase 
Magnitude of risk: Moderate 

• Install weatherization and complimentary energy 
efficiency measures 

• Prioritize Subscribers who qualify for rate assistance 
programs 
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• Conduct a utility-rate review to ensure Subscriber is 
on the most appropriate residential electric rate. 

• The Home Assessment Advisor will provide 
information to educate Subscribers on efficient use of 
equipment. 

Rent increase 
Magnitude of risk: Low 

• During each Discovery Event, PODER will remind 
attendees that the San Francisco Rent Ordinance 
does not allow zero-cost improvements to be passed 
on to tenants.  

• The website will clearly state that rent increases will 
not occur as a result of the upgrades we implement. 

Decreased availability/reliability of hot 
water service 
Magnitude of risk: Moderate 

• Conduct Quality Control Inspection on every 
completed project. 

• Negotiate with Contractors to provide rapid response 
for equipment issues. 

• The Team to establish a process to quickly resolve 
HPWH -related issues and complaints. 

120V HPWH reliability 
Magnitude of risk: Moderate 

Although they are commercially available, 120V HPWH 
are nascent as compared to their 240V equivalents. 
Therefore, to ensure highest reliability to maintain 
Subscriber satisfaction, the Team will: 

• Conduct due diligence in selecting the most reliable 
120V HPWH 

• Meet with HPWH distributor to determine most 
common parts, points of failure. 

• Evaluate the HPWH distributor to ensure sufficient 
back-stock for most commonly failed parts. 

• Based on the discussions with HPWH distributor and 
the Team, establish a process to quickly resolve 
HPWH -related issues and complaints. 

• Monitor the reliability and number of Contractor 
callbacks associated with the 120V HPWH installed in 
the Pilot. 

• SFE’s Subscriber Success Specialist will gather 
feedback from Contractor, Subscriber, and Home 
Assessment Advisor during the Pilot and make 
necessary adjustments to address any problems or 
limitations. 

Occupant disruption during 
construction 
Magnitude of risk: Moderate 

• Develop a process that streamlines installation 
• Educate and train new workers to execute the 

process consistently. 
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