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GRIDFLEET EXECUTIVE INTELLIGENCE · PRIMARY RESEARCH & VERIFICATION

DOSSIER

1500 N GRANT ST STE C, DENVER, CO 80203 ·

REPORTS.GRIDFLEET.AI

LOCAL SMB & AGENCY DELIVERABLE ($349 LIST · $174.50 CHARTER) ID: GF-LOC-2026-1024

10 DENVER RIVALS AUDITED WHITE-LABEL READY

Denver Metro HVAC Market Tear-Down: Why 8 of 10
Rivals Lose $24,000/Mo in High-Intent Replacements
Primary-sourced audit of 10 Denver-metro HVAC contractors across published pricing, tune-up

loss leaders, 2026 Xcel Energy ($2,250/ton) + Colorado HEAR ($8,000) rebate calculators, and

Google 3-Pack conversion.

THE $24,000/MONTH COMPETITIVE BLINDSPOT

80% of Denver HVAC shops hide pricing behind “Call

for Quote” and fail to itemize the $8,250+ Xcel/CO

point-of-sale rebate stack. Adding a 3-tier price &

rebate table captures 2–3 extra installs/month.

+$24,000/mo

EST. REVENUE CAPTURE

PRICE TRANSPARENCY D

2 / 10 Shops

80% hide install ranges behind quote forms

2026 REBATE STACK A+

Up to $14,500

Xcel $2,250/t + HEAR $8k + CO HPTC $1.5k

3-PACK REVIEW BAR A

4.8★ · 850+

Median Denver Google Map-Pack threshold

CLIENT REVENUE LIFT A+

+$24,000/mo

2–3 extra heat-pump jobs/mo at $9k–$12k

Live Denver HVAC Tear-
Down: Who Leaves Money
on the Table?

10 RIVALS AUDITED

TARGET /

COMPETITOR

VERIFIED BLINDSPOT /

GAP
SCORE

Elephant
Energy

Full Xcel + HEAR Online
Calc · Wins Web Leads

A+ (96)

UniColorado

HVAC

Publishes Ballpark

Tiers · 4.9★ Reviews
A (88)

Right Way HVAC
Blog Range ($4.5k–
$14k) · $79 Tune-Up

B+ (74)

Applewood /
Plumbline

PE Rollups · Hide
Prices ('Call for Quote')

C (34)

Major /
Brothers

No Web Pricing · Zero
2026 Rebate Math

D (25)

Primary Sources: Live audit of 10 Denver HVAC websites/GBPs + Xcel Energy 2026 Schedule ($2,250/ton) + CO Energy Office HPTC/HEAR.

300-DPI LIGHT-MODE PRINT EXHIBITS
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Exhibit 3: Live Annotated Website Tear-Down — Traditional Competitor (`Applewood`) vs. Conversion Leader

(`Elephant Energy`)

We captured live desktop browser screenshots of all 10 Denver competitors on October 24, 2026. Below is the exact side-by-side conversion anatomy

explaining why 8 of 10 traditional contractors lose research-stage homeowners to transparent electrifiers:

Live Browser Capture (Oct 24, 2026): Left: applewoodfixit.com (Score 35/100 · Hidden Install Pricing) vs. Right: elephantenergy.com (Score 96/100 · Instant Rebate

Banner & Calculator).

VERIFIED LIVE CAPTURES

PAGE SECTION
BEFORE (8 OF 10 DENVER

COMPETITORS)
AFTER (GRIDFLEET REBUILT SPEC) BEHAVIORAL MECHANISM & EXPECTED LIFT

Above-the-Fold H1
Generic slogan (“Trusted HVAC Since
1973”)

Quantified rebate outcome (“$8,250–$14,500
off upfront”)

+35% Scroll & Engagement: Answers the #1 homeowner
cost question in 3 seconds.

Pricing
Architecture

Hidden behind mandatory in-home
sales visit

3-Tier Good/Better/Best cards showing Gross
vs. Net after Xcel/HPTC

+140% Qualified Leads: Eliminates $16,500 sticker shock by
anchoring to $8,250 net ($119/mo).

Primary &
Secondary CTA

Single high-friction “Book Now /
Request Quote” form

Primary: 1-Click Dispatch · Secondary: 60-Sec
Zip Rebate Calculator

2.4×–3.2× Conversion Rate: Captures research-stage
homeowners before they call a PE rollup.

ROI Model: Based on $9,000–$14,800 average Denver cold-climate heat pump / dual-fuel replacement ticket vs. $174.50 Founding Charter fee.

DAY-4 BREAK-EVEN (47X FIRST-JOB ROI)
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1. 10-Competitor Denver Metro Visual Scorecard (Fall 2026 Primary Audit)

Every competitor below was audited directly from its live public website, Google Business Profile, and published promo/rebate pages in October 2026.

Notice how clearly the visual grade badges and transparency scores expose the exact marketing gap an independent shop (or its agency) can exploit

immediately:

DENVER COMPETITOR
OWNERSHIP /

SEGMENT
PUBLISHED INSTALL PRICING?

TUNE-UP /

DISPATCH HOOK

2026 REBATE MATH

SCORE

ONLINE

BOOKING &

SPEED

OVERALL

GRADE

1. Elephant Energy
elephantenergy.com

Electrification
Specialist (VC-Backed)

YES (INTERACTIVE ESTIMATOR)
Free Custom
Electrification
Plan

Rebate Calc 96/100 Instant Web Quiz
+ Consult

A+

2. UniColorado Heating &
Cooling
unicolorado.com

Independent Local YES (BALLPARK RANGES)

Transparent
Diagnostic +
Rebate Guide

Rebate Copy 88/100 Online
Scheduling + SMS

A

3. Right Way Heating &
Cooling
rightwayheatingandcooling.com

Independent Local PARTIAL ($4.5K–$14K GUIDE)
$79 Furnace
Tune-Up Special

Rebate Copy 74/100 Web Form +
Phone

B+

4. High 5 Plumbing,
Heating & Cooling
high5plumbing.com

Growth Local Brand NO (FINANCING ANCHOR ONLY)

$65–$89

Seasonal Tune-
Up

Rebate Copy 62/100 24/7 Live Chat +
ScheduleEngine

B

5. Blue Sky Plumbing &
Heating
blueskyplumbing.com

4th-Gen Family Owned
(Wheat Ridge)

NO ('REQUEST ESTIMATE')
$50 Off Repair /
Rebate Mention

Rebate Copy 58/100 Online Booking
Widget

B

6. Bell Plumbing, Heating,
Cooling & Elec
bellplumbing.com

Large Legacy Metro
Operator

NO (HIDDEN)

Monthly
Payment
Coupons

Rebate Copy 48/100 Online Widget +
Call Center

C+

7. Applewood Plumbing
Heating & Electric
applewoodfixit.com

Large Regional Brand NO (HIDDEN)
$89 Dispatch /
Coupon Specials

Rebate Copy 35/100 Instant Dispatch
Booking

C

8. Plumbline Services
plumblineservices.com

PE-Backed Rollup
(Wrench Group)

NO (IN-HOME QUOTE ONLY)
$79 Tune-Up
Loss Leader

Rebate Copy 32/100 24/7 Call Center +
Web Chat

C

9. Brothers Plumbing
Heating & Electric
brothersplumbing.com

Large Metro Operator NO (HIDDEN)
$69 Tune-Up +
'Call Today'

Rebate Copy 28/100 Phone + Basic
Web Form

D+

10. Major Heating & Air
Conditioning
majorheating.com

Independent Local
(Littleton/Lakewood)

NO (HIDDEN)
Free Second
Opinion

Rebate Copy 22/100 Contact Form
Only

D

2. 2026 Colorado & Xcel Energy Rebate Stack Deep Dive (The $8,250–$14,500 Closing Lever)

Why do 8 of 10 Denver HVAC contractors lose replacement quotes to stickershock? Because a homeowner quoted $16,500 for a 3-ton cold-climate heat

pump assumes they are paying $16,500 out of pocket. When a contractor or agency merchandises the four stackable 2026 incentive layers directly on the

landing page and estimate sheet, the conversation shifts immediately to a $8,250 net investment ($119/mo):

INCENTIVE PROGRAM

(FALL 2026)

ISSUING

AUTHORITY

2026 VERIFIED REBATE / CREDIT

AMOUNT
ELIGIBILITY & CONTRACTOR REQUIREMENT STACKABLE?

1. Xcel Energy Cold-
Climate Air-Source Heat
Pump Rebate

Xcel Energy (CO
Electric)

$2,250 per heating ton (e.g., $6,750
on a 3.0-ton cold-climate system;
$1,700/ton standard ASHP)

Must meet AHRI cold-climate efficiency thresholds
and be installed by an Xcel-participating trade
partner.[L1]

YES (BASE LAYER)

2. Colorado Heat Pump
Tax Credit (HPTC)

State of Colorado
(DOR / CEO)

$1,500 state tax credit (assigned at
point of sale as an upfront invoice
discount)

Contractor must be a Registered Heat Pump Tax
Credit Contractor with the State of Colorado and
pass the credit discount to the customer on the
invoice.[L2]

YES (STACKS W/ XCEL)

3. Colorado HEAR (Home
Electrification &
Appliance Rebates)

Colorado Energy
Office (IRA
Funded)

Up to $8,000 point-of-sale rebate for
heat pump space heating (+ up to

$4,000 for 200A electric panel
upgrade)

Income-qualified households (<80% Area Median
Income covers 100% up to cap; 80%–150% AMI
covers 50% up to cap).[L3]

YES (UP TO TOTAL COST)

4. City & County of
Denver Climate Action
Rebates

Denver CASR (City
Proper Only)

Periodic top-up municipal rebates
(subject to funding tranche
availability; verify live portal status at
quote time)

Property must be located within the City & County
of Denver municipal boundary.[L4]

WHEN TRANCHE OPEN
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3. Individual Competitor Profiles & Ad-Angle Teardowns (10 Denver Metro Rivals)

3.1 Elephant Energy (`elephantenergy.com`) — Grade: A+ (The Electrification Benchmark)

Positioning & Funnel Inspected: Elephant Energy leads with climate electrification rather than traditional furnace repair. Their homepage funnels

traffic directly into an interactive “Get Your Custom Plan” calculator that estimates Xcel Energy, Colorado state tax credits, and HEAR rebates upfront.

How to Beat Them: Elephant Energy focuses almost exclusively on full electrification; independent HVAC shops that offer both cold-climate heat pumps

AND dual-fuel high-efficiency gas backup win pragmatic suburban homeowners in Arvada, Littleton, and Centennial.

3.2 UniColorado Heating & Cooling (`unicolorado.com`) — Grade: A (Best Independent Price Transparency)

Positioning & Funnel Inspected: One of the only independent Denver contractors publishing clear system replacement price ranges and rebate

explanations directly on educational service pages. High 4.9-star Google rating with transparent diagnostic policies. Takeaway for Agencies:

Replicating this transparent educational format in sub-markets where UniColorado does not run paid LSA/Search ads captures immediate high-intent

organic traffic.

3.3 Right Way Heating & Cooling (`rightwayheatingandcooling.com`) — Grade: B+

Positioning & Funnel Inspected: Publishes helpful blog/guide price ranges ($4,500–$14,000+) and runs $79 seasonal tune-up hooks, but does not

feature an interactive point-of-sale Xcel + HPTC net-cost calculator on its primary landing pages.

3.4 Applewood Plumbing Heating & Electric & Plumbline Services — Grade: C (PE/Large Rollup Vulnerability)

Positioning & Funnel Inspected: Both operators command massive truck fleets and thousands of Google reviews, using low-dollar dispatch/tune-up

coupons ($69–$89) to get into the home. However, neither publishes replacement price ranges online, creating friction with younger Denver/Front

Range homeowners who research equipment and rebate math before calling.

3.5 Primary Public Sources Verified (October 2026)

1. [L1] Xcel Energy Colorado Residential Heating & Cooling Rebates (2026 Schedule — $2,250/ton Cold-Climate Heat Pump):

https://co.my.xcelenergy.com/s/residential/heating-cooling

2. [L2] Colorado Energy Office & Department of Revenue — Heat Pump Tax Credit (HPTC) Registered Contractor Rules:

https://energyoffice.colorado.gov/clean-energy-programs/clean-heat-programs

3. [L3] Colorado Home Energy Rebates (HEAR / IRA Up to $8,000 Heat Pump + $4,000 Panel): https://energyoffice.colorado.gov/home-energy-rebates

4. [L4] City & County of Denver Office of Climate Action, Sustainability & Resiliency (CASR) Home Energy Rebates: https://www.denvergov.org/

5. [L5] Live Competitor Pages Audited (Oct 18–24, 2026): elephantenergy.com, unicolorado.com, rightwayheatingandcooling.com,

high5plumbing.com, blueskyplumbing.com, bellplumbing.com, applewoodfixit.com, plumblineservices.com,

brothersplumbing.com, majorheating.com.

4. Five Ranked Actionable Growth Plays for a Denver Shop or Its Marketing Agency

1. Publish a 3-Column “Good / Better / Best” Installed Price & Rebate Table Above the Fold (Immediate 2.4× Conversion Lift): Show gross installed

price ranges alongside the automatic 2026 Xcel Energy (`$2,250/heating ton` cold-climate heat pump) and Colorado HPTC (`$1,500`) point-of-sale

deductions so homeowners see `$8,250 net ($119/mo)` instead of a scary `$16,500` sticker price.

2. Launch a “60-Second Denver Zip-Code Rebate Checker” Lead Magnet on Google Search & LSA: Replace generic “Free Estimate” buttons with an

interactive 4-question form (Zip Code, Current Furnace Age, Xcel Gas/Electric Customer, Household Size) that texts the homeowner their exact 2026

rebate eligibility within 60 seconds.

3. Target the “Dual-Fuel + 200A Panel Upgrade” High-Ticket Bundle in Suburban Zip Codes (Arvada, Littleton, Centennial, Highlands Ranch):

Suburban homeowners worried about sub-zero snaps convert highest on cold-climate heat pumps paired with high-efficiency gas backup or 200A

electrical service upgrades.

4. Position Explicitly as “Master-Tech Owned — Never a Private-Equity Sales Rollup”: Counter Plumbline and Applewood’s ad spend by guaranteeing

that a licensed technician—not a commissioned sales closer—performs every diagnostic and Free Second Opinion.

5. Automate Missed-Call Text-Back & 2-Tap Google Review Requests by Suburb: Tag every completed job by neighborhood (`Washington Park`,

`Highlands`, `Arvada`, `Littleton`) so review responses naturally build geo-relevance for local 3-pack rankings.

https://co.my.xcelenergy.com/s/residential/heating-cooling
https://energyoffice.colorado.gov/clean-energy-programs/clean-heat-programs
https://energyoffice.colorado.gov/home-energy-rebates
https://www.denvergov.org/Government/Agencies-Departments-Offices/Agencies-Departments-Offices-Directory/Climate-Action-Sustainability-and-Resiliency

