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Pierre Castillon

Project Overview

• 304 West 89th Street Co-op President since 
2023 (shareholder since 2019)

• Technology Risk Oversight Director in banking 
industry

PRESENTERS

Will Kalbacker

Energy Audit

• Building Systems Director at Steven Winter 
Associates

• Leads decarbonization and implementation 
support services

Michele Pitale, M.D.

C-PACE Financing

• Head of Commercial Property Assessed 
Clean Energy (C-PACE) group at 
Counterpointe Sustainable Real Estate (SRE)

Picture TBD
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Agenda

• Overview of the building

• Engineering engagement and project 

timeline

• Energy audit and decarbonization 

roadmap

• Estimated costs

• Board decision

• Schematic design

• Financing

• Construction timeline and costs

DECARBONIZING 304 WEST 89TH STREET
Pierre Castillon (304 West 89th Street Co-op President) and Will Kalbacker (Building Systems Director at SWA)
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OVERVIEW OF 304 WEST 89TH STREET

• Built in 1923 

• In a historic district

• 36 units across 9 stories + roof and basement

• Boiler installed in 1988 for 1-pipe steam and domestic hot water

• Heating system repair costs continually increasing

• #4 to #2 oil switch in 2022

• Electric panels located in each unit unable to supply any additional power

• Potential fine exposure from Local Law 97

A major strategic decision needed to be made by the board regarding the co-op’s 

heating system. This decision would impact the building’s finances, attractiveness and 

shareholder comfort for the next 30 years.
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• In 2021, the Board contacted NYC Accelerator, who provided a preview of PACE financing and indicated that 1st step to obtain a 
PACE loan was to perform an energy audit

• From 2021-22, the Board engaged Steven Winter Associates to perform an energy audit, electrification feasibility study, and 
provide implementation support services 

ENGINEERING ENGAGEMENT AND PROJECT TIMELINE

SWA performed an ASHRAE Level 2 
Energy Audit to analyze the building’s 
energy consumption and recommend 
general energy improvements

Mid-2021 – Energy Audit

SWA assessed deeper energy retrofit 
and electrification options with the goal 
of helping the building achieve long 
term compliance with Local Law 97

Late-2021 – LL97 Roadmap 
Study

304 West 89th St Board reviewed 
options and decided to pursue 
electrification retrofit for both space 
heating and DHW

2022 - Board Evaluation

With a retrofit pathway selected, SWA 
created a schematic design package that 
could be used as a basis for design-build 
contractor engagement

Late 2022 - Schematic Design

Ownership applied for PACE financing to 
fund construction project

2024-2026 – PACE Financing

Construction began

2026 – Construction
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ENERGY AUDIT AND DECARBONIZATION ROADMAP

The goal of the energy audit is to assess the building’s current energy consumption, base 

building systems, and recommend energy conservation measures.

Major audit findings:

• Vast majority of overall building energy consumption attributable to space heating 

and DHW production

• Aging infrastructure, poor heating distribution, and resident discomfort 

Highlights from recommendations:

• Roof insulation

• Steam distribution improvements

• Controls upgrade
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• SWA then analyzed two Deep Retrofit Packages aimed at deep energy and resident comfort improvements as well as long term 
LL97 compliance:

1. Mini-split heat pumps for space heating and Heat Pump Water Heaters (HPWH) for DHW

2. VRF heat pumps for space heating and HPWHs for DHW

ENERGY AUDIT AND DECARBONIZATION ROADMAP
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COSTS ESTIMATED IN 2021

Base Retrofit Package (Gas Conversion)

New gas service installation 2 $0

Boiler replacement $275,000

Chimney liner $150,000

New gas piping and pressure booster $80,000

Gas meter and boiler room work $20,000

TRVs, venting, and controls work $69,895

SWA steam upgrades specification $25,000

Total hard costs $619,895

Contingency and soft costs (35%) $154,974

Total $774,869

Deep Retrofit Package #1 (Mini-splits) 3

Mini-split installation $640,605

Domestic hot water AWHP installation $170,828

Total hard costs $811,433

Contingency and soft cost (35%) $284,002

Total $1,095,435

Notes:

1 NYSERDA and ConEd incentives represent 25% of estimated project cost. NYSERDA incentives were applied towards energy audit and owner’s rep services. 

2 Gas conversion costs are assumed to be zero; must be confirmed with ConEd ahead of installation

3 Electric circuit upgrade costs are not included in this estimate. Some residents in the building have upgraded their circuits as part of apartment renovations. The cost for these services should be known 

to the building.

Pre-incentive costs1. Do not include building and apt electricity upgrades and apt finishes.
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BOARD DECISION

Considerations

• Safety (in case of switch to gas boiler)

• Long term viability

• Cost and financial impacts

• Benefits of electrification (includes cooling, reduced noise and operating costs, 

increased resale value, modernized building)

Board’s Decision: Deep Retrofit Package #1 (Mini-splits + HPWH)

• Electrical panel upgrade to support additional load from heat pump individually for 

each apartment, also will allow for additional load in the future if needed

• Installation of heat pump in each bedroom and living space for zoned heating and 

cooling controlled by shareholder

• Heat pump water heater
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• After the board’s decision to pursue mini-split heat pumps, SWA developed a schematic design that included heat pump 
selections, an electric infrastructure assessment, and service determination 

• Equipment selection for a sample apartment:

• Electrical assessment:

• Service from ConEd: Upgrade needed!

SCHEMATIC DESIGN
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Not enough credit through Co-op’s existing lender to pay for electrification and other planned projects. As a result, Co-op Board 
worked with Counterpointe SRE to pursue a PACE loan.

Existing mortgage was refinanced in Feb 2022:

• Lender: Citizens Bank 

• Rate: 2.95% fixed for 10 years (6 years remaining)

• Line of credit: $500,000 at 8.5% (prime plus 1.00%)

Citizens imposed additional constraints to allow PACE Loan (to sign the consent letter):

• Reduced amount initially requested 

• Imposed annual fee, audit of coop accounting, 10% budget surplus, and to escrow taxes and PACE payment with no interest paid 
escrow

PACE terms (closed March 26, 2026):

• 7.5% fixed over 25 years for $1M loan

FINANCING
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Timeline:

• Oct 2023 – May 2024: Obtained quotes from Contractors  

• Oct 2024: Signed contract with selected Contractor and finalized design 

• Sep 2025: Onboarded Owner’s Rep through NYSERDA incentive (should have hired earlier)

• Nov 2025: Finalized shareholder choices for individual design variables

• Q1 2026: Building and apt electric upgrades, heat pump installation in apts and communal space

• Q4 2026: Start all units, install piping and DHW

Project cost 

• Initial 2024 contract was $1,636,840

• $60,500 change order to upgrade to R-32 equipment (resulting in $1,697,340 total cost)

• Apt finishes (e.g., drop ceiling, soffits) make up about 10% of project cost ($170,000)

• 2021 SWA estimate for HPs and DHW only (no electric upgrades or apt finishes) was $1,095,435

CONSTRUCTION TIMELINE AND COSTS



12

COMMERCIAL PROPERT Y ASSESSED CLEAN ENERGY (C-PACE)
100% Financing of Eligible Measures enabled as LL96 (Climate Mobilization Act)

C-PACE is a Public Private Partnership 

• Private capital provides financing  through property taxes

• Municipality places voluntary property tax assessment on property

• Financing collected with regular local real estate taxes

• Allows commercial property owners to finance 100% of the costs of energy upgrades and repay as 

OPEX on property tax bill. Off balance sheet

PACE financing is repaid as an additional line item on the property tax bill in 

NYC.

Not on bill and billed by 3rd party  in New York state.

Why C-PACE?

• 100% Financing of Projects : hard, soft and related costs of eligible construction and equipment 

including design, permits, and service contracts

• Property Based Financing: Non-recourse to property owner with no  personal guarantees. No 

credit check

• Repayments can transfer to a new property owner without any restrictions - No due on sale clause.

• No financial covenants-no approvals or notifications required upon sale or refinancing of 

mortgage
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RETROFIT DECARBONIZATION
$1 million for LL97 2050 Compliance                 Pre-war 
Cooperative owned Multifamily | NYC

inquiry@CounterpointeSRE.com | 855 431-4400

$1 million Avoided HOA Assessment of 36 units

Ground Up Decarbonization
$156 million for LL97 2050 Compliance                      Lt. Industrial 

Film and TV Production Studio | Bklyn

$51 million Avoided Cost of Capital
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HOW C-PACE WORKS
Standardized and simple tax lien contract

OWNER (Co-op Board) Signs Agreement

Majority owned by MassMutual

Recorded Notice of New Charge 
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PACE PROCESS

PROCESS

1 Submit project info and address to determine eligibility

2 Collect documents for  underwriting

3 CounterpointeSRE obtains all approvals for project

4 Contracts executed, assessment recorded and funded

5 Owner reimbursed for expenses

6 Disbursements wired directly to contractor
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NEW YORK UNDERWRITING AND CLOSING CHECKLIST
Substantially less documents required than other forms of financing

NEW CONSTRUCTION EXISTING BUILDING

1 Appraisal & Environmental Reports Appraisal & Environmental Reports

2 Pro forma financials and Development Budget 3 Years of verified financials

3
If applicable: lender consent and mortgage 

documents

If applicable: lender consent and mortgage 

documents

4 Organizational documents and EIN Organizational documents and EIN

5
Executed Construction Contract(s) and draw 

schedule, permits

Executed Construction Contract(s) and draw 

schedule, permits

6 Energy report/Feasibility study Energy report/Feasibility study

7 Technical Certification & Workbook Technical Certification & Workbook
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PACE COST BENEFIT ANALYSIS
Analysis is impact of capital projects to Operating Budget instead of Capital Budget

This is a cost benefit analysis of a proposed NY project 

$4.77 million project with projected annual impact to OPEX as $78,708

Recommendation: Add additional measure(s) to reduce annual cost and offset $2.4MM cost of roof replacement

Weighted average by cost EUL determines maximum financing term of assessment in multi-measure projects 
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C-PACE ELIGIBLE PROJECTS
New Construction, Completed Projects, and Renovations are eligible

Energy Efficiency

HVAC, lighting, elevators, generators, controls and building automation systems, 

building envelope, windows, doors, commercial equipment, and co-generation

Renewable Energy Generation 

Solar, wind, geothermal, fuel cells, RNG, and battery storage systems

* Measures available in most  states 

Enabled by state law-waiting on NYSERDA Guidance before can be eligible 

Water Conservation

Resiliency

Seismic, flood, fire, wind, stormwater $8.5 Million HVAC upgrades 

for equipment at end of EUL 
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TECHNICAL WORKBOOK AND CERTIFICATION
Certified and Completed by Professional who prepared the Energy Report (or Feasibility Study) 
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LENDER CONSENT
Required from Lender to Co-op, not from Lenders to Shareholders

Source: PACENation

Sampling of Lenders that have approved C-PACE
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PROPERT Y ELIGIBILIT Y

Property Types

• Office

• Multifamily

• Mixed Use

• Retail

• Healthcare

• Private Schools

• Industrial

• Self-Storage

• Affordable Housing 

• Others

ALL PRIVATE COMMERCIAL PROPERTIES ARE ELIGIBLE

Ownership

• Public buildings are not eligible

• Leased properties are eligible

• Not for profit owned properties are 

eligible

• Co-op properties are eligible

• Condominiums are not eligible unless 

commercially owned 

Condominiums

• Complicated with solutions being 

sought to enforce collection if HOA 

signs docs
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For more information, 
please visit our website at

www.counterpointesre.com

(855) 431-4400  | inquiry@counterpointesre.com
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