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Pumping Up 
Sustainability: 
Embracing Heat Pumps in 
Commercial Real Estate



ULI Net Zero Mission Priority

Decarbonizing the real estate 
sector and accelerating our 
progress to net zero
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Defining Net Zero

A net zero building portfolio is highly efficient and fully powered by 
on-site and off-site renewable energy sources and offsets
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How do heat pumps work?



Myths Around Heat Pumps in Commercial Developments
❑ MYTH 1: Heat pumps are not cost-effective, and my utility bill will go up by switching to heat 

pumps.

❑ MYTH 2: Heat pumps are not a viable option for properties in cold climates.

❑ MYTH 3: Heat pumps are not commercially proven; they are too new.

❑ MYTH 4: Heat pumps are only for single-family homes or small commercial and don’t work 
for mid-rise, high-rise, or industrial properties.

❑ MYTH 5: Heat pumps can only be implemented in new construction, not in retrofits.

❑ MYTH 6: Electric heat pumps do not heat as well as gas systems.

❑ MYTH 7: There is only one type of heat pump.

❑ MYTH 8: Heat pumps are too loud and take up too much space.



MYTHS AROUND HEAT PUMPS IN COMMERCIAL 
DEVELOPMENTS

Myth 1: Heat pumps are not cost-effective, and my utility bill 
will go up by switching to heat pumps.















MYTHS AROUND HEAT PUMPS IN COMMERCIAL 
DEVELOPMENTS

Myth 2: Heat pumps are not a viable option for properties in 
cold climates



MATCHING ALL-ELECTRIC SYSTEMS TO BUILDING TYPES
SIMPLE REPLACEMENTS –  IN COLD CLIMATES SMALL OFFICES, SCHOOLS, ETC

Heat Pump Rooftop Package Units

VRF

Considerations & Strategies:
• Integrated HRV/ERV
• Select for Correct OAT
• Minimize Electric Resistance 

Heating



COLD CLIMATE HEAT PUMPS → SANITARY WASTE ENERGY 
EXCHANGE

Electrification 

DOMESTIC HOT WATER: THE POWER OF POOP



COLD CLIMATE HEAT PUMP → GROUND SOURCE! 
OPTIMIZE THE EQUIPMENT



COLD CLIMATE HEAT PUMP → GROUND SOURCE!
OPTIMIZE THE EQUIPMENT
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Water Heating

Elevator & Escalator

Plug Load
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Heating



MYTHS AROUND HEAT PUMPS IN COMMERCIAL 
DEVELOPMENTS

Myth 4: Heat pumps are only for single-family homes or 
small commercial and don’t work for mid-rise, high-rise, or 

industrial properties.



Myth 4: Community Scale Heat Pumps
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Highlights
▪ Community-scale, multi-phase 

development across 28 acres
▪ >2.2 million SF

▪ 2,400 affordable and 
supportive housing units

▪ 15K SF healthcare clinic
▪ All buildings will have individual 

geothermal systems for all 
thermal loads

Alafia, Brooklyn



MATCHING ALL-ELECTRIC SYSTEMS TO BUILDING TYPES
MEDIUM OFFICE AND SIMILAR VAV/REHEAT SYSTEMS

Heat Pump AHU’s, ASHP-HR

VRF

Considerations & Strategies:
• Consider Heat Recovery Heat 

Pump Integrated with AHU & 
Reheat Loop

• Integrated HRV/ERV



MATCHING ALL-ELECTRIC SYSTEMS TO BUILDING TYPES
CENTRAL CHILLER / BOILERS WITH HYDRONIC SYSTEMS

6, 4 and 2-pipe ASHP’s

Heat Recovery Chillers

Considerations & Strategies:
• Maximize Heat Recovery
• Consider adding Thermal Energy 

Storage to increase Heat 
Recovery Potential

• Consider adding TES for shifting 
heating load into daytime hours

• Footprint will be challenging
• Consider Augmenting with 

Ground-Source Heat Exchange
• Can be challenging to maintain 

consistent Delta T



MATCHING ALL-ELECTRIC SYSTEMS TO BUILDING TYPES
CENTRAL CHILLER / BOILERS WITH HYDRONIC SYSTEMS



MYTHS AROUND HEAT PUMPS IN COMMERCIAL 
DEVELOPMENTS

❑Myth 5: Heat pumps can only be implemented in new 
construction, not in retrofits.



MYTHS AROUND HEAT PUMPS IN COMMERCIAL 
DEVELOPMENTS

❑Myth 7: There is only one type of heat pump



Myth 7: Heat Pumps in New Construction
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Clockwise from the top left: Beach Green II – geothermal, Sendero Verde - VRF, 
Marcus Garvey Extension, geothermal

L+M has used heat pumps in large multifamily construction since 2018



Myth 7: Heat Pumps in New Construction
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L+M is starting to apply heat pumps in building renovations, even when residents are in place 



Myth 7: Heat Pumps in Existing Buildings
L+M is starting to apply heat pumps in building renovations, even when residents are 
in place 

28

Packaged Terminal Heat 
Pumps (PTHPs) in each unit

Harlem River NYCHA PACT Renovation



Myths Around Heat Pumps in Commercial Developments
❑ MYTH 1: Heat pumps are not cost-effective, and my utility bill will go up by switching to heat 

pumps.

❑ MYTH 2: Heat pumps are not a viable option for properties in cold climates.

❑ MYTH 3: Heat pumps are not commercially proven; they are too new.

❑ MYTH 4: Heat pumps are only for single-family homes or small commercial and don’t work 
for mid-rise, high-rise, or industrial properties.

❑ MYTH 5: Heat pumps can only be implemented in new construction, not in retrofits.

❑ MYTH 6: Electric heat pumps do not heat as well as gas systems.

❑ MYTH 7: There is only one type of heat pump.

❑ MYTH 8: Heat pumps are too loud and take up too much space.
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