
 
 

PORTFOLIO-LEVEL PLANNING FOR  
BUILDING PERFORMANCE UPGRADES  
A practical guide for owners of multiple buildings looking to 
modernize them cost-effectively. 

 

 

This guide is part of the MassCEC Building Electrification and 
Transformation Accelerator (BETA): Roadmaps program. This resource 
and more can be found via the Building Performance Exchange. 

Most building owners tackle energy improvements one building at a time, which is slow, expensive, and misses 
portfolio-level optimization opportunities. Portfolio planning is an essential first step that saves time and money. 

 

WHY IT’S WORTH IT: The Business Case for Portfolio Planning 
 

SAVES MONEY 
Coordinating upgrades unlocks bulk 
purchasing, avoids redundant purchases, 
and optimizes equipment strategy. 

MAXIMIZES INCENTIVES 
Planning ahead lets you capture early-
adopter rebates, grants, and tax credits 
before programs fill up or expire. 

REDUCES CARBON EMISSIONS 
Stay ahead of emissions regulations 
across your whole portfolio and avoid fines 
that compound year after year. 

TACKLES AGING EQUIPMENT 
Replace old systems on a planned 
schedule before they fail and force a 
costly emergency replacement. 

STREAMLINES PLANNING 
Completing a portfolio plan before 
engineering studies could save time and 
tens of thousands of dollars per building. 

INCREASES SAFETY AND VALUE 
Planful upgrades improve indoor air 
quality, comfort and safety for occupants, 
and property value. 

 

 
WHAT PORTFOLIO OWNERS SAY 

 

“We manage over 600,000 square feet of community 
buildings with gyms, pools, childcare centers, and with 13 
sites across Greater Boston, we didn’t know where to start on 
decarbonization. The portfolio roadmap gave us a building-
by-building game plan with real cost numbers: $20–34 million 
in potential savings, millions in compliance fines avoided, and 
a clear path to net zero by 2050. Starting with the roadmap 
was the best investment we made. It's saving us from 
spending money in the wrong places and instead, investing 
wisely and with purpose."  
— Helio Rosa, VP of Facilities and Real Estate 
YMCA of Greater Boston 
View case study 

“As a university with 5 buildings and 875,000 square feet in 
Boston, we knew BERDO compliance deadlines were coming 
— but we didn't have a plan to meet them. The portfolio 
roadmap showed us exactly where to start: efficiency 
upgrades first, then electrification, then solar across all 5 
rooftops. Now we have a clear path to net zero by 2050, up to 
$4.5 million in savings, and a way to avoid $5 million in 
BERDO fines. For a $9.6 million investment after incentives, 
the math was a no-brainer." 
— Anthony Sankale, AVP of Real Estate and Facilities 
Simmons University • Boston, MA 
View case study 

  

60%  avg. reduction in energy use $250k  avg. incentives per bldg 57kW  avg. solar potential per bldg 

https://builtenvironmentplus.org/wp-content/uploads/2026/06/ymca-portfolio-case-study.pdf
https://builtenvironmentplus.org/wp-content/uploads/2026/06/simmons-portfolio-case-study.pdf


 

WHAT YOU CAN EXPECT FROM PORTFOLIO PLANNING 
 

Serves as Internal Resource 
The plan is a useful document to get buy-in from 
leadership early-on, and as a resource to mitigate 
delays due to staff turnover. 

Charts a Course Forward 
Pinpoints which buildings need detailed engineering 
studies and which don’t. Some buildings require a 
deeper assessment before moving forward. 

Data is the Hard Part 
Gathering utility bills and equipment info takes time, but 
it makes every future decision faster and measurable. 

Refresh Every 3–5 Years 
Technology and incentives evolve; revisit your roadmap 
regularly to keep it current. 

 
 

WHAT’S INCLUDED IN A PORTFOLIO DECARBONIZATION ROADMAP 
 

A portfolio roadmap is a low-cost, high-value planning tool that gives you a clear picture of every building’s energy and 
cost-savings potential, as well as a practical plan for getting there. 
 

01  Desktop Assessment 
Cost-effective approach that identifies the potential for 
energy savings, electric upgrades, and solar at every 
building. 

02  Building-by-Building Priorities 
Recommends exactly which projects to do at each 
building and when, based on equipment age, cost-
effectiveness, and your goals. 

03  Costs & Available Incentives 
Evaluates the full project costs alongside available 
rebates, grants, tax credits, and financing — so you 
know the real net cost. 

04  Compliance Clarity 
Maps your portfolio against building performance 
standards, plots a path to compliance, and shows how 
to avoid costly penalties. 

05   Implementation Strategies 
Practical guidance to help you execute the plan, including financing options, project phasing, and procurement tips 
to reduce costs. 

 
 

HOW TO GET READY 
 

Gathering the right information upfront makes your roadmap faster to complete and more accurate. Here’s what to pull 
together before you start. 

BUILDING INFO 
Dig out those building records 

✓  Gross square footage by building 
✓  Building type and primary use 
✓  Year built and roof ages 
✓  Dates of replacements/renovations 

ENERGY BILLS 
Reach out to your utility 

✓  24 months of electric bills 
✓  24 months of gas, oil, or steam bills 
✓  Any prior energy audit reports 

EQUIPMENT INFO 
Check your facility database 

✓  Type & age of HVAC systems 
✓  Fuel type for heat & hot water 
✓  Existing facility and maintenance       

records 

 

Ready to map your portfolio’s path to net zero?  
Contact a portfolio planning professional and check out the Building Performance Exchange for more resources.  

https://buildingperformance.exchange/

