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Introduc�on 

In 2019, the District of Central Saanich secured a grant of $500,000 from the Federa�on of 

Canadian Municipali�es’ (FCM) Green Municipal Fund (GMF) to implement a two-year financing or 

PACE (Property Assessed Clean Energy) pilot program to make the upfront cost of conver�ng 

exis�ng oil (fossil fuel) hea�ng to electric heat pump systems more a9ainable for homeowners.  

The program provided up to a $12,000 zero-interest loan that is paid back on the homeowner’s 

property taxes over 10 years.    

 

The Heat Pump Financing pilot program (formally 

known as the Oil to Heat Pump Program) was 

designed to support key ac�on pathways iden�fied 

in the District’s Climate Leadership Plan of 

conver�ng 100% of oil-heated homes to electric air 

source heat pumps by 2030, and have 3% of exis�ng 

buildings renovated per year to use 50% less energy 

and install zero emissions home hea�ng.  The pilot 

would result in decreased energy use and 

greenhouse gases (GHGs) in the community by 

providing financing support for homeowners to help 

them switch to a heat pump, which is a more 

energy efficient and renewable fuel source of air 

space hea�ng. 

 

The pilot’s target was to support 50 homeowners in the transi�on to heat pumps and was 

an�cipated to run un�l the end of 2023.  This project is also complementary to the District of 

Saanich heat pump financing program which was also approved for GMF funding in 2019 to help 

homeowners.  This report presents key highlights from the pilot program – from key design details, 

to promo�ons, quan�fiable results, feedback received and lessons learned. 

Purpose  

The purpose of the Heat Pump Financing program was primarily to accelerate the adop�on of heat 

pumps, in order to:  

 

• reduce green house gases which contributes towards our climate ac�on targets; 

• reduce the up-front financial/capital barriers for homeowners; address inequi�es for those 

who may not be able to access tradi�onal financing op�ons; 

• reduce the environmental and economic risks associated with oil spills; 

• improve hea�ng affordability (by reducing homeowner energy costs); 

• improve the liveability of homes (i.e., providing hea�ng, cooling, air filtra�on and humidity 

control).  

Graphic courtesy of CRD 
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Senior ci�zens (43% of households in Central Saanich) are par�cularly vulnerable to air quality and 

can also benefit from the cooling aspect that heat pumps provide in summer�me – a cri�cal 

considera�on as climate impacts result in increased hazards such as wildfire smoke and extreme 

heat.   

 

The pilot also provides a case study from a smaller, more rural community, as smaller 

municipali�es oGen face hurdles to implement PACE programs because of minimal staff capacity 

and smaller tax bases.   

 

Program Overview 

The pilot program officially launched in March 2022, with residents on a waitlist eager to 

par�cipate.  The District of Central Saanich acquired a third-party administrator, City Green 

Solu�ons, to help facilitate program design and provide administra�ve assistance throughout the 

pilot in collabora�on with municipal staff.   

 

The program provided homeowners with up-front support, including some assistance with 

contractor deposits (if needed) so homeowners would not have to pay some or all of cost of a heat 

pump out-of-pocket. The FCM sponsored program allowed the District to offer a 0% interest loan 

with no administra�ve fees. 

 

As part of the program, homeowners were required to undertake Natural Resources Home 

EnerGuide evalua�ons.  Pre- and post retrofit EnerGuide evalua�ons provide informa�on about 

energy use and emissions released from par�cipa�ng homes and could be used to assess 

reduc�ons achieved as part of the program.  At the �me of project launch, the federal Greener 

Homes Grant program offered rebates to homeowners who completed EnerGuide assessments (up 

un�l early 2024 when it closed).  

 

In January 2023, about a year later aGer launch, the District expanded the program to offer the 

financing benefit to a wider range of homeowners wan�ng to switch from any fossil fuel (oil, 

propane or natural gas) to heat pump.   The expansion would help boost the par�cipa�on rate and 

with that, increase the level of home energy efficiency and GHG reduc�ons a9ained and help 

reach the 50 par�cipant target.  The formal name of the pilot was then changed from “Oil to Heat 

Pump Program” to “Heat Pump Financing Program”.   

 

The District’s Heat Pump Financing program was also approved (by FCM) for extension into 2025 

which allowed more �me for the District to achieve program goals0F0F

1. 

 

 
1 External programs such as the more generous federal Greener Homes loan program (up to $40,000) beginning mid-

2022 may have a9racted Central Saanich homeowners to this loan instead.  The loss of the federal grant (rebate) 

program with substan�al heat pump rebates (open to all homeowners) ended early 2024. 
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Outreach and Promo�on 

Before program launch, the District hosted a heat pump 

informa�on webinar with CleanBC in 2021 (during the 

pandemic).  AGer launch, the District con�nued to partner 

with Clean BC to deliver two local in-person workshops in 

order to provide educa�on to residents about heat pumps by 

an energy specialist, promote the financing program (to 

boost par�cipa�on) and answer specific ques�ons.  

 

A webpage for the pilot program was developed which included 

informa�on about the program and a link to a simple, on-line 

registra�on form.  Promo�onal materials developed for the 

program included a press release, social media posts, and 

informa�on boards displayed at community events and key 

intersec�ons in the community, for example.   Promo�ons were 

also included in several newsle9ers that are mailed out to all 

homeowners quarterly (u�lity bill inserts). 

 

A presenta�on was developed 

and delivered virtually to contractors which outlined the process of 

the District’s financing program.  Once completed, the contractor 

was then added to a program-registered contractor list and placed 

on the website – which provided a suite of approved contractors 

that homeowners could use to reach out to for quotes. 

 

In 2024, a set of tes�monials were produced highligh�ng the 

experiences of three separate Central Saanich homeowners that 

par�cipated in the program.  These tes�monials were used in social 

media posts and on presenta�on boards and other materials for 

community events.  This ini�a�ve brought a more personal touch to 

program promo�ons to a9ract more homeowners to the program. 

Program Results 

Homeowner Par�cipa�on 

Table 1.  Central Saanich homeowner par�cipa�on in Heat Pump Financing Program 

# Homeowners Registered and approved to par�cipate 73 

# Par�cipants Completed Installa�ons 45 

• # Par�cipants switched from Oil 29 

• # Par�cipants switched from Propane   1 

• # Par�cipants switched from Natural Gas 15 
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A total of 73 par�cipants registered and were approved for the District’s Heat Pump Financing 

Program; however (like many ini�a�ves) a number of them withdrew from the program. Reasons 

for withdrawal included, changes in priori�es and �ming, financial challenges (e.g. �me and 

expense of electrical service upgrade) or not needing the capital in the end.  Of those 73 

par�cipants, 45 completed their heat pump installa�ons and received financing from the District 

(See Table 1).   

 

Total Energy Consump�on & GHG Reduc�ons 

An analysis 1F1F

2 of energy performance of each home was 

conducted using data from the par�cipa�ng 

homeowners’ pre-retrofit energy and post-retrofit 

evalua�ons.   

Results related to total home energy consump�on 

reduc�ons before and aGer the retrofit showed an 

average reduc�on of 49 GJ/year (or approx. 41% average 

reduc�on in energy use)(Figure 1).  For all par�cipa�ng 

homes, total energy consump�on reduc�on amounted to 

2,164 GJ/yr (i.e., a drop from 5,282GJ to 3,118 GJ). 

 

Results related to greenhouse gas reduced, showed an 

average heat pump-related reduc�on of about 4.7 tCO2e 

per home.  Average household GHG emissions before 

retrofit was about 5.1 tonnes tCO2e/yr and aGer it 

dropped to 0.5 tCO2e/yr (which represents a significant 

90% reduc�on)(Figure 2). 

 

Total emissions reduc�on of all par�cipa�ng homes 

contributed to an amount of on average 204 tCO2e/yr 

(range: 224-201 tCO2e/yr).  This translates to an es�mated 

reduc�on of 4,080 tonnes of carbon emi9ed over 20 years 

or the opera�ng life�me of hea�ng equipment.   

 

Heat Pump Installa�on & Energy Costs 

Average cost spent by the homeowner for the heat pump 

installa�on a part of the program was approximately $19,462 (range:  $11,786 – $41,987).  

Energy cost savings, show an average annual savings for par�cipa�ng homeowners in the order of 

around $1,000 a year.  Specifically, homeowners that were originally on oil showed greater energy 

 
2 A total of 44 data points were captured (instead of 45), as one homeowner was unable to provide pre-retrofit informa�on. 

 

Figure 1. Comparison of average home energy use before 

and aGer retrofit, for par�cipants of program. 

Figure 2. Comparison of avg. greenhouse gas emissions 

before and aGer retrofit, for par�cipants of program. 
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cost savings (es�mate average = $1,900/yr).  If this cost savings was a9ained by the homeowner, it 

would surpass the annual financing repayments of $1,200/yr for a $12,000 loan. 

Financial Results 

The average loan amount awarded to the 45 homeowners was $11,741, with the majority (41 

par�cipants) receiving the full amount of $12,000.  The total amount financed for all 45 

par�cipa�ng homeowner proper�es was in total: $528,367.  By the end of December 31, 2025, six 

homeowners completed the full payback of their loan.  This amount along with the annual 

incremental payback of the loan of each property (through the District’s Parcel Tax process) helps 

to support addi�onal funding for future par�cipants of the program. 

 

Sa�sfac�on Survey – Homeowner Feedback 

Each homeowner was asked to par�cipate in a survey upon comple�on of the program, to gain an 

understanding about their experience in the program and mo�va�ons to complete other home 

energy retrofits in the future.   In total, 29 responses2F2F

3 were received.   

Key highlights from the responses are provided below: 

• 96% of the par�cipants were very sa�sfied or sa�sfied with the District’s Heat Pump 

Financing program;  

• 92% felt the 0% financing with no addi�onal fees was a deciding factor to par�cipate and 

undertake the upgrade 

• 58% agreed or strongly agreed that the program addressed a financial barrier in the market 

that would otherwise have prevented them from upgrading to a heat pump system. 

• 46% shared that aGer comple�ng the EnerGuide Home evalua�on, pursuing an upgrade 

became a higher priority than before the evalua�on. 

• 75% felt that it would have been unlikely to pursue home energy upgrades if rebates were 

not available. 

• All par�cipants expressed that they would recommend the financing program to a friend or 

family member or neighbour. 

• Almost all of them (96%) said they took advantage of Federal Greener Home Grant 

program. 

• 75% of the par�cipants took advantage of the provincial CleanBC Be9er Homes Program 

with 14% taking advantage of specifically the Income Qualified rebate stream. 

 

 

 
3 Represents a survey comple�on rate of 62% 
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Lessons Learned 

The results outlined above and feedback received from par�cipants demonstrate that the Central 

Saanich Heat Pump Financing Program was indeed a success.  In order to achieve success, the 

District learned that it was necessary to monitor outcomes and pivot or adapt the program along 

the way to meet program goals.   

 

Some key challenges and lessons learned are provided below: 
 

• Average cost spent by par�cipa�ng homeowners for the heat pump installa�on was on 

average $19,462, which is more than an�cipated before the program began.  This may 

suggest that infla�on, high interest/rush to take advantage of substan�al heat pump 

rebates, and industry capacity limita�ons, may have drove costs up.  An unexpected 

increase in heat pump cost may have influenced par�cipa�on. 

• The federal Greener Homes Loan Program was launched a few months aGer the launch of 

the District’s PACE program (mid-2022).  This loan provided a larger loan (up to a $40,000) 

with zero % interest whereby homeowners could complete more comprehensive energy 

retrofits with that loan program (e.g., envelope upgrades, solar installa�on).  Although this 

federal financing offer was available, homeowners con�nued to par�cipate in the District’s 

loan program3F3F

4. 

• The District’s program required each homeowners’ property to be brought to Council as 

part of a Local Area Service (LAS) bylaw adop�on, of which takes at least a month (aGer 

registra�on) for the homeowner to receive approval by Council.  When an intake period 

was specified, this wait would be even longer.  To provide be9er and quicker service, the 

District decided to eliminate the intake period for homeowners and bring proper�es more 

directly to Council aGer registra�on. 

• To be9er maximize the funding provided by FCM, the District was kindly granted expansion 

of the program in order to allow more homeowners to par�cipate (i.e., switch to heat 

pump from all fossil fuels, extra �me to complete the pilot program).   We feel that if it 

wasn’t for the ability to adapt our program, we would have not be able to achieve our 

favorable result of 45 par�cipants. 

• The closure of the federal Greener Homes Grant program also came with a loss in rebates 

for the comple�on of EnerGuide evalua�ons.  EnerGuide assessments are a requirement 

for the District’s Heat Pump Financing program and this rebate was a nice perk to incent 

homeowners to undergo one.  In response, in June 2025, the District launched an 

EnerGuide subsidy program 4F4F

5 which appeared to a9ract a few addi�onal par�cipants during 

the last two quarters of the final pilot year. 

 
4 Benefits to the District’s program include more personalized, in-person service (if needed).  Credit check is not 

required and the loan is a9ached to the property and not the individual. Review process is oGen quicker and less 

complex. 
5 The EnerGuide subsidy program offers homeowners a $99 pre-retrofit assessment and $50 post-retrofit assessment. 
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• The program in its early stages was challenging to undertake, especially for our small 

municipality with limited staffing resources.  The 3rd party administrator (i.e., City Green 

Solu�ons) and their knowledge of PACE programs was instrumental, especially ini�ally to 

help the District plan and develop the program.  Even though the program matured and 

became more integrated into day-to-day business, having 3rd party administrator 

contribu�on5F5F

6 was important for the decision of program expansion and con�nua�on. 

 

Next Steps  

The District will con�nue to implement the Parcel Tax process each spring for the current pilot 

proper�es (currently 41) and set aside loan payback amounts (collected from pilot program 

par�cipants) to support climate ac�on projects, such as the PACE program, each year.   

The District plans to con�nue its successful PACE pilot through the implementa�on of a formal 

program in 2026.  Given the es�mated par�cipa�on rate of about 4 homeowners/yr, the District 

has set aside a loan payback amount of $48,000 to support four addi�onal par�cipants this year.  

Dedicated staffing and external consultant resources to support the program will also con�nue.  

The District will monitor levels of par�cipa�on by homeowners in the con�nued program and the 

influence of any external factors (e.g., new governmental incen�ves) which, as observed, may 

result in the need to pivot the program accordingly.  

 

 

 

 

 

 

 

 

 

 

© 2026, District of Central Saanich. All Rights Reserved. 

This project was carried out with assistance from the Green Municipal Fund, a Fund financed by the 

Government of Canada and administered by the Federa(on of Canadian Municipali(es.  Notwithstanding 

this support, the views expressed are the personal views of the authors, and the Federa(on of Canadian 

Municipali(es and the Government of Canada accept no responsibility for them. 

 

 
6 Extra resources are required to help implement the somewhat onerous loan arrangement process.  Unlike other 

provinces, BC legisla�on does not enable municipali�es to effec�vely implement climate-related improvements 

through local government financing programs.     


