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Base Power Company: Chapter 2
Deep Diving into Base's violent execution to build America's Electric OS
Packy McCormick · 2025-04-15
Welcome to Not Boring! Join 241,832 smart, curious folks by subscribing here: 


Today’s Not Boring is brought to you by… Rox
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Rox is on a mission to empower every business owner to secure and grow their revenue.
The best sellers at the best companies, like OpenAI, Ramp, and MongoDB, trust Rox to power their revenue. By combining warehouse-native architecture with swarms of AI agents that keep you up to speed on your top customers, Rox helps top sellers do much more in less time.
When I wrote about Rox last year, I heard from a lot of you that this is the revenue tool you’ve been waiting for. No overpromises. No Salesforce implementation. Just insights and assistance. So Ishan and I decided to team up to get more Not Boring readers on Rox.
You’re probably sick of getting AI-generated inbound. I certainly am. AI is not good enough to replace salespeople, which is why Rox doesn’t do that. Instead, it gives sellers superpowers. To hear from the man himself, watch Ishan and I discuss how Rox helps companies grow here.
Want to feel why the fastest-growing companies are choosing Rox as their new system of record? Run your own Rox Agent Swarms, with no cost (and no pain) to start.
Try Rox for Free


Hi friends 👋 ,
Happy Tuesday! 
There aren’t many generational companies. There can’t be. 
So I set a goal for myself that instead of writing about as many companies as I have in the past, I want to find the ones that I think have the best shot at becoming one of the special ones and write about them year after year, to learn and share how they operate in real-time, before history has a chance to gloss over their stories. Hopefully, by the time some of these companies have IPO’d, I’ll have basically written the book on them.
Base Power Company, I believe, will be one of the special ones. I had a hunch when I wrote about them last year. The strategy was sound and the team was killer. I have a stronger feeling now. They have executed violently over the past year, built an increasingly talented team, and raised $200 million from excellent investors. Most importantly, as they’ve tackled the inevitable challenges of building a vertical integrator in the massive, critically important power market, their ambition has only grown. 
So this is Chapter 2 in what I hope will become the Book of Base. It’s a long one, so if you want to read the whole thing online or save it for a cup of coffee, click here.
Let’s get to it. 


Base Power Company: Chapter Two
[image: Illustration from the essay]

When I talk to LPs about investing in Not Boring Capital, one of the most common questions I get is something like, “What’s the biggest mistake you’ve made?”
I have made a lot of mistakes, so there are a lot of ways I could answer it. They might want to hear that I shouldn’t have invested in a certain company that failed, or that I was too willing to overpay for certain companies. But the truthful answer, the one I give, is this:
I didn’t invest in Base Power Company last year when I had the chance.
In May 2024, as part of the company’s public unveiling, I worked with Zach Dell, Justin Lopas, and the team to write a Deep Dive on what they were up to.
Before I started writing, Zach said that there was a $60 million round closing led by Valor Equity Partners at a $300 million post-money valuation. He asked if I wanted to invest.
“That’s a much higher price than I’m investing in out of this fund,” I said, like a dumb robot. Plus, I thought, the company hadn’t launched. It hadn’t generated any revenue. It hadn’t even installed a battery on a real customer’s home! “I appreciate it but I can’t unfortunately.”
Then I wrote the Deep Dive:

And the day after I hit send, I texted Zach something like “I get it now. Please let me invest. PLEASE, for the love of God.” And he said, rightly, something like “I’m sorry, the round is closed and we’re already getting a lot of interest for the next one at a much higher price. I wish you had come in when the round was open but I’ll let you know the next time we’re raising.”
That, I thought, was that. I could only imagine how high the price on the next round was going to be. I’d laid out the argument myself! This might be one of the most valuable startups of this generation, one of those “n-of-1” companies you hear about. Those don’t come cheap.
After the Deep Dive, Cole, who runs growth at Base, sent me a Base poster as a thank you. It’s a really nice poster. I didn’t have the heart to hang it up.
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Base Poster, hanging on a wall that isn’t mine
For the next 7 months, when Zach forwarded me an investor update, or when I saw a tweet about Base doing something good, it was with the mixed emotion of watching an ex who you still care for be happy with someone else. I wanted Base to do well - I like the team, I like the mission, the country desperately needs what they’re selling, and I’d look a little smarter if a company I wrote about at launch became the next SpaceX - and I was happy for them. But I was also sad to not be a part of it, and a little mad at myself for letting a rule around price get in the way of what I thought had a chance to become a generational company.
Then in early January, I was texting with Zach when he mentioned that they were raising again and asked if I’d want to participate. We hopped on the phone that night, and he told me that Antonio Gracias, the Valor Equity Partners Founder and Chief Executive Officer and Base’s one outside board member, preempted the Series B with a term sheet after the company’s December board meeting.
Although the price was a good deal higher than I should have paid less than a year earlier, I asked Zach to send me the data room.
What I saw in there was that in the seven months since I’d written about the company, and since it launched, Base had become a real business. It had installed over 1,000 batteries on Texans’ homes, signed a partnership with the homebuilder Lennar, and perhaps most importantly, continued to build out one of the most impressive teams in tech.
When I wrote the Deep Dive, the story was the company’s strategy and the team it built around it. But they hadn’t done it yet. Demand was still a question. Operations were still a question. The ability to build software to help balance load and make money from the batteries was still a question. Like any young startup, Base was a series of questions.
Now, Base had started to answer those questions and the answers looked good. In a conversation with Molly O’Shea on Sourcery, I laid out the Base thesis I’d already written, but added something new that they’d proven: “They are executing violently.”
Watch or listen online


So I invested. I couldn’t not.
Definitionally, you don’t get many chances to invest in generational companies.
The Generational American Electric Company Thesis
While intelligence gets all of the attention, I’m increasingly convinced that what we’re entering is the Electric Era. Cars, robots, flying cars, drones, appliances, boats – anything that can go electric is going electric, because electric performs better. Even intelligence is reliant on access to electricity.
At the same time, the grid charged with delivering that Invisible Gold is failing to keep up. America is not adding new transmission lines at anywhere near the target rate the Department of Energy (DOE) set for the country.
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JP Morgan Asset Management
But that’s OK, actually. So much of the existing transmission sits underutilized the vast majority of the time. We can do much more with what we have. It is clear that batteries are the answer.
Batteries, installed right where demand happens, can soak up electrons when they’re cheap and when the grid is open, and discharge them when they’re expensive and when the grid is congested.
That’s better for consumers, who get cheaper, more reliable electricity. And it’s better for the grid, because it spreads out electron traffic throughout the day. “The grid is a highway you only drive on at rush hour and no cars the rest of the day,” Trust Ventures’ Sal Churi, an early Base investor, told me. Batteries control the flow of traffic.
All of this, and more, was the basis for the strategy that Zach and Justin shared with me for the last piece – the “Diagnosis,” in Richard Rumelt’s Strategy Kernel.
At the time, I realized that batteries were important, and that they would become more important as America electrified everything and added more variable renewable energy to the mix.
What I’ve come to believe since then is that batteries are the most important piece of the American electricity puzzle, and the layer positioned to capture the most value in the transition.
Software-enabled batteries, like the one Base makes and installs, are Electricity’s Operating System. They provide the abstraction layer between generation and consumption. An electron produced at any time flows to a battery, where it can be used at any time. I will expand on this in a bit.
As I wrote last time, I think Base’s is a brilliant strategy. Not just what they’re doing, but how. When I wrote my series on Vertical Integrators, Base was the first example I used. They don’t manufacture battery cells – the commoditized and hypercompetitive piece dominated by China – but do pack assembly, so that they can take advantage of the competition-progress in cells. It does a lot of hard but achievable things, and integrates them. The integration is the innovation:
To deploy batteries and fix the grid, Base can’t just build a battery; it needs to build a vertically integrated power company around batteries.
The power company needs to excel at a whole lot of things: manufacturing, finance, distributed systems, power trading, customer acquisition, consumer software, regulatory, and installation, to start. It needs to become a Retail Electric Provider (REP) itself.

All of this remains true.
What has changed, why I am more confident now that Base will build the Generational American Electric Company, and why I was happy to pay a higher price to invest is that all of this is really, really hard, and over the past year, Base has proven that it can execute ahead of schedule against a really, really hard problem.
“Everyone,” says Mike Tyson, “has a plan until they get punched in the mouth.”
Iron Mike’s implication is that, once punched, weaker fighters abandon the plan. Great fighters stick to it. But there’s another class of fighter not contemplated, one that feels the force and angle of the punch, learns something of their foe through it, and uses that information to improve the plan in real-time.
Base Power Company has willingly taken mouth punches and what they’ve learned in the process is that the opportunity is both harder and bigger than they initially realized.
When I asked him what’s impressed him most working with Base as their Board member over the past year, Antonio at Valor told me that, “They listen and grow fast. When you deal with young founders, you separate them quickly into people who listen and don’t, people who are open and curious, who really want to understand, who are very focused on getting better every day. They have that mindset – it’s the right mindset to win – small changes over time, whatever the challenge.”
That is what you want. A dramatically challenging endeavor that, by nature of its difficulty, means that the market is wide open to those small few who can pull it off, tackled by a team that is hungry to learn and improve. That Base is operating in the largest market there is, one dominated by sclerotic centenarian utility incumbents, at the OS layer, from which it can earn the right to expand up or down, is all the more reason to be excited about what this looks like if they execute.
I’m not alone in my excitement. There’s a reason that so many talented people are moving to Austin to build America’s Power Company. Plus, Valor’s term sheet set off a bit of a frenzy. A $100 million round turned into a $200 million round as Lightspeed, Addition, and a16z invested alongside existing investors including Valor, Thrive Capital, and Trust Ventures. Addition’s Lee Fixel is joining Valor’s Antonio Gracias on the Board. If you want to build something really meaningful, it’s hard to ask for better capital partners.
Backers like that are a moat, too. It’s hard to imagine who would even fund a competitor to Base at this point. As I wrote in Vertical Integrators: Part IV:
Among startups, I expect we’ll see much less competition. The companies that show an early ability to execute against a big and credible enough vision will attract the top talent and the limited pool of investors willing to back such hard-to-underwrite companies, sucking the air out of the room for would-be challengers.

This, of course, does not mean that this will be easy. Each Base team member and investor I spoke to was quick to point out the million things that might go wrong. It’s easy for me to write a smooth story; it’s harder for Dana Paz, Base’s Head of Deployments, to recruit, train, schedule, and manage the dozens of electricians who will install thousands of batteries across the great state of Texas this year alone, and then tens of thousands more all across this great nation in the many years to come, as just one of many examples.
What it does mean is that Base is better positioned than any other company to fix America’s grid and usher in the Electric Era. It’s competing against itself, and against a system so mind-numbingly complex and resistant to change that it will take the best efforts of the best talent in the country to win.
So today, after hours of conversations with Base’s leaders and investors, and after getting to feel the energy in Austin for myself, I’ll share a snapshot of where Base is today, how it’s gotten here, where it might go in the future, and the size of the prize up for grabs. If all goes well, I plan to write a Deep Dive on Base Power company every year for the next decade. There are very few companies that have the chance to be generational, and I think there’s a lot to learn from studying the ones who do in the middle of all of the real-time messiness.
For this piece, now that I’m an investor, I have a main goal: I want to convince you, smart, curious, hard-working reader, to consider packing your bags and heading to Texas to build the American Electric Company. There is an ever-expanding set of problems to solve and opportunities to conquer, and the consequences of getting it right are massive. Go work at Base.
Don’t make the same mistake I did. Don’t pass on Base. In this Deep Dive, I’ll make the case.
The House
If you spend even 30 minutes in the Base Power Company HQ in Austin, Texas, you’ll hear about The House.
As in, “Back when we were at The House…” or “So when I started here, it was just a bunch of us in The House.” Having worked at The House is a badge. It says, “I’ve been here since the scrappy early days.”
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Early Base Team at The House
The House was Sal Churi’s. The Trust Ventures Managing Partner and Seed-round Base investor, alongside Thrive Capital, had been meeting with Justin and Zach weekly for four months before they started the company. At one of those meetings, they told Sal that they were looking for an office. He joked that he’d just moved into a new house and hadn’t yet sold the old one, so maybe they could just use that. They told him that sounded perfect, because they wanted the house vibe.
“Honestly, I think they did it because they knew I’d let them do whatever the fuck they wanted,” Sal told me. “They bolted a DeWalt kit on the living room walls. They took the laundry room out and replaced it with giant inverters. They thought, ‘We can burn this house down and he’ll be OK.’”
The House was intentional. It set the tone. The tone was Thumos, the Greek term that Sal said represents “camaraderie and fighting spirit” and Google’s AI summary describes as “the spirited or passionate part of the soul, often associated with courage, anger, and the desire for recognition, and is a driving force behind action and striving for honor.” Which sounds mostly right.
Driven by that spirit, Zach, Justin, and the early Base team members didn’t burn the house down, but they did burn the midnight oil. “I’d get texts from my buddies across the street,” Sal said. “These guys never leave. They’re animals.”
That was intentional, too. A company is a reflection of its founders. “Apple,” David Senra says, “is just Steve Jobs’ 10,000 lives.”
When Zach and Justin met while Justin, then head of manufacturing at Anduril, toured Zach, then an investor at Thrive, around the defense vigintioctocorn’s facilities, they recognized that they had opposite and complementary skill sets but almost exactly the same work ethic.
One thing you’ll hear from everyone close to the company, and that you’ll certainly hear from me today, is that the Base Power Company team is stacked. Ex-Tesla, SpaceX, Anduril, you name it, and not just people who’d worked there for a year, but people who ran large pieces of those businesses.
What is harder to appreciate from the outside is just how hard those people – many of whom, on paper, probably don’t even need to work – work. How deeply the culture of The House is infused in the culture of Base. The Thumos. The fact that even big things start small, by hand.
Grand plans that seem inevitable on paper feel inconceivable in the moment-to-moment details. Dana explained:
When I started there were zero batteries in the ground... I was doing the site survey with Cole [Jones, Head of Growth] in person, driving house to house. I was hand making the permitting package... I remember Zach being like, ‘We just have to get to one a day. That's such a cool goal.’ I remember being like, ‘It's impossible.’”

It turned out, though, that it wasn’t impossible. Dana and Cole did it, one at a time.
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Dana with first inventory label, and Dana and Cole at first site surveys and installs
Then Dana moved on to a bigger challenge: scaling from one to many daily installs, and from herself to a team.
“We used to have to go to every install,” she said, “and now it's like actually we only have to talk to the installer if they have a problem.”
Even if she wanted to, it would be physically impossible for Dana to make it to every install. Base is now in three markets: Austin, Dallas, and Houston. In the company’s March investor update, Zach wrote that the Base team did more than 300 installs in March, more than 15 per working day on average. On the best day, they installed over 20.
That seems like a very big number today. In a year, it will seem very small. At some point in the future, 22 installs will be a really bad hour.
Taking a snapshot of Base every year necessarily paints a too-smooth picture, because things are going well.
From practically no batteries installed last year to over 1,000 now, including hundreds installed via a partnership with Lennar, one of the country’s largest homebuilders. In March, the team grew the installed MWh by a third MoM for something that is much harder to grow by a third than software. From a small enough team to fit in The House to a team of 78 plus 20 field crew team members driving around the state installing more and more batteries every day.
But the path isn’t smooth or inevitable. It’s made up of thousands of little decisions and actions taken over the course of 12 hour days, day after day.
Justin was blunt, “In the day-to-day it does not feel like things are going well, honestly.”
Valor’s Antonio Gracias, who has spent more time in the guts of the country’s most successful Vertical Integrators – he served on the Board of Directors at Tesla until 2021, still serves on the SpaceX Board, and is a Board Observer at Anduril – told me that’s the nature of an operationally complex business like this.
“At any given moment, if you ask them about the biggest challenges,” he explained, “They’d point out three to four micro problems in addition to the larger macro problems – design for use, drive cost down, get distribution. How do you manage all of that to get better over time? If you do, though, that’s the flywheel.”
At this stage in the company’s life, now that the company is out of The House and into the field, that is the yin and yang story of Base. Given that it’s picked the right strategy in the right market:
	What makes it hard is what makes it defensible.

	The more challenges it identifies, the bigger the opportunity becomes.


While it might feel like things aren’t going well in the day-to-day, each pain point uncovers more potential. “The deeper we get into it, the more opportunity I think there is,” Justin told me. “And the opportunity does not stop at sending someone their electricity bill each month.”
To some extent, this is true of every company. Dealing with customers and partners exposes you to more problems to be solved than you can come up with off the top of your head. But given where Base operates in the electricity stack, it is uniquely positioned to eat very big problems.


Heads up: this essay might cut off in your email in a few paragraphs. To keep reading: 
Click Here to Read the Full Essay Online


The Operating System for Electricity
I recently interviewed Julian Lehr for Hyperlegible, and when I asked him which essay of his people should read, he recommended The power of defaults. Good rec. In the piece, he provides a very useful way to look at tech ecosystems:
If you want to understand the power dynamics between different platforms, aggregators and other players in a tech ecosystem, it’s better to look at them as a vertical stack with different layers.
On each layer of the stack, companies are trying to create value and to capture value. The lowest layers of the stack are typically the most powerful. If you are able to take control of a layer, you can dictate the terms of most of the value creation and value capture that is happening in the layers above you.
As a result, you see companies trying to
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A: create layers on top of their business (everyone wants to be a platform)
B: move down the stack to get closer to the base layer (to increase defensibility)
What is the base layer?
The base layer is the final interface between the stack and the end user – which is typically an operating system tied to a piece of hardware. This is why atom-based network effects are so powerful: They help companies gain control of the most powerful layer of the stack.

I swear I didn’t make the connection between “Base” and “base layer” before copying that in just now. What I did realize immediately upon re-reading that essay is that it’s a perfect way to describe what Base is trying to do.
“The base layer is the final interface between the stack and the end user – which is typically an operating system tied to a piece of hardware.”
That sounds like Base, right?
In the first Deep Dive, we covered the dizzying complexity of America’s power grid and Base’s plan to serve as an interface between that complexity and users who just want to make sure their power is always there when they need it. If you want a refresher, you should pause and read it.
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Base Series A Deck
Base does this by installing a battery, writing software to charge and discharge the battery as needed, and serving as the Retail Electric Provider (REP) that customers interact with to pay their bill every month.
This storage + software combination is the base layer of the grid.
Julian’s whole essay could be re-interpreted as an argument for Base. He talks about why industries that end up winner-take-all or winner-take-most historically have been atoms-based, for example.
[image: Illustration from the essay]
Julian Lehr, The Power of Defaults
And about “why defensibility is just about real estate.” Base would agree. A big part of the reason they are moving so fast and why they raised so much is that once you own the battery real estate on a customer’s home, you are very hard to replace.
But the part I want to focus on is this:
“If you are able to take control of a layer, you can dictate the terms of most of the value creation and value capture that is happening in the layers above you.”
Because that is Base’s strategy: own the base layer, expand down into generation and up into consumption. That is why, the more they dig in, the bigger the opportunity becomes.
Some of the things Base is discovering are things that they kind of expected coming in. Jared Greene, the Head of Software at Base, told me for the last piece that “the heavy-hitter question is: will you be able to get telemetry data faster than every 5 minutes? The answer is definitely yes. We’ll have sub-second data, minutes aren’t in our vocabulary.”
Now, they do. When I spoke to Jared in Austin, he showed me how Base has delivered on the real-time monitoring capabilities he described in our previous conversations. The system now processes data from their battery network much faster than the industry-standard 5-minute intervals, giving Base visibility into grid conditions as they happen. This capability, which Jared had emphasized would be crucial to their strategy, is now operational and supporting their power trading operations. It’s also exposing areas where the existing infrastructure is decades behind what it would be in terms of monitoring and verification.
Which is to say, there’s one opportunity to expand from the Base layer to provide utilities with hardware and software they need to actually do real-time monitoring and verification. The grid is a haystack full of shiny needles for those willing and able to dive in.
Erin Price-Wright, the General Partner on a16z’s American Dynamism team who led the firm’s investment in Base, told me that this is what got them really excited.
“We didn’t invest because we’re interested in investing in a consumer battery company,” she said. “What gets interesting is when you start to think about the way a decentralized battery storage system is a step to modernizing the grid, as a step to building software to handle grid load that I don’t see any other angle to attacking.”
There are many ways to monetize that modernization. Do you charge utilities for software that you can uniquely build because of your distributed fleet of batteries? Do you partner with them to bring batteries to their millions of customers? Do you build your own utility, backward integrating into generation and even pieces of transmission?
This is not easy, and it’s not possible to do with Base’s current assets. We talked about backward integrating into generation in the last piece, and that might be a part of this, but it might also mean moving to the pieces between the plant and the home, like transformers and substations. That adds complexity to an already complex business.
Which to do in which order is a question of timing and team and capital and strategy, but the beautiful thing about operating at the base layer, about running the Operating System of Electricity, is that you have the choice. Much as I love generation technologies like nuclear and solar, and as much as electric products like Teslas and drones just perform better, it’s hard to imagine them integrating further downstream and upstream in the grid, respectively.
It is easier for Apple to make its own chips and apps than it is for chips and app makers to own the phone’s OS.
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The power of defaults, Julian Lehr
At the risk of stretching the analogy, the equivalent graphic for Base might look like this:
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Except, again, we are talking about electricity, a trillion dollar market that is going to grow even faster than many people expect as humanity pushes all work that can be done by electron-powered things to those things.
And over the past year, I’ve become convinced that the battery layer is not just complementary to the drivers of that growth – renewable generation on one side, electrified products on the other – but that it is the single best layer from which to both create and capture value in the Electric Era.
Antonio at Valor explained why Base’s position is so strong relative to the other layers. “The sun is the largest nuclear reactor we can conceive of, and it’s free,” he said. “Photons are free. What will matter is storage.”
To quote another recent Hyperlegible guest, Alex Danco, from his classic Positional Scarcity, “In conditions of abundance, relative position matters a great deal.” When photons are free, the ability to control their use over time becomes the scarce resource. It is the bottleneck, and Base is working to control it.
“If you think about the entire energy system, the battery is the limiter,” Antonio explained. “If you build the thing that’s most valuable in the system, you can integrate in either direction.”
But Yin. Yang. The more valuable the spot, the harder it is to win it.
Base has to excel at so many things at such a granular level, and then fit those pieces together, in order to gain and hold that spot. And then it needs to do more really hard things – some technical, some regulatory, some human – to expand in the way that only the base layer even has the option to expand.
The 2025 Base story is about doing thousands of tiny things consistently well – and learning when some things inevitably don’t go well – in order to win one of the biggest prizes there is.
So let’s zoom back into the little things.
How to Build the Base Layer
Here is where Base Power Company is today.
It has installed over 1,000 of its Gen 1 batteries in homes across Texas. It has hired and partnered with dozens of electricians and installers in the field to install them. It signed and has been executing against its partnership with Lennar. It also signed and is executing against its first partnership with a regulated utility, Bandera Electric Cooperative. By optimizing its trading algorithms, it’s increased the amount of revenue it can generate from each battery. It’s also discovered that utilities are willing to pay even more than the free market, because Base can save them from making expensive transmission upgrades. As it has gotten more certainty on its unit economics, it’s changed its pricing model - from ~$3,000 (the full cost of install) upfront, to $595 upfront and a monthly fee of $19 – which led to a 30% MoM increase in signed customers.
It is now working on its Gen 2 battery, which it’s currently testing in its Austin HQ, where, among other tests, Base puts the battery in a rain simulator for seven days to ensure reliability. It’s finding the right mix of in-house and subcontractor installers, between customer experience and flexibility. From Cole knocking door-to-door, Base’s growth strategy has become a three-legged stool: direct-to-consumer, channel partnerships, and utility partnerships. Through trial and error, its messaging has shifted from “the most affordable way to backup your home,” to “the only energy provider that delivers reliable and affordable power.” If it delivers on that, it will earn the right to position as “America’s Power Company.” On the software side, Base is now collecting and acting on real-time information from its network of batteries. The company can see outages as they happen, and respond immediately to help balance the grid. It uses the unique information it collects to trade power in both the real-time and day-ahead markets. As it expands from purely deregulated markets to regulated utility partnerships, it’s building software to help visualize and manage its distributed fleet of batteries as one resource. It is now competing with centralized storage solutions - large battery farms - to win utility contracts, in Texas, and now, beyond. On the financing side, its $200 million raise and early unit economics position the company to raise the non-dilutive capital it will require to grow efficiently.
If that seems like a lot to throw at you in a couple of paragraphs, imagine doing all of it, and working to make sure it all fits together seamlessly, even as each individual piece grows in scope and complexity.
But I told you we would zoom in. That’s still zoomed out. That zoomed out painting is pointillist, made up of thousands of little dots. To make the painting, nail the dots.
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Pointillist Base
What Base is building is a vertically integrated system, not a single product, which makes it hard to write about. “Move one thing here, and something else changes there. Move that and something else shifts.” But there is a rough order: sell a battery to customers, make the battery, then install it, grow the customer base, then connect all of the batteries with software, then do new things that you can only do once you’ve done all of the others, like partner with regulated utilities.
To understand how all of that happens, I flew down to Austin to spend time with the people responsible for each step in that journey and see the magic for myself. This is what I learned. 
Growth
The counterintuitive thing about a company like Base – a company that has to do so many hard things right, in concert – is that the biggest chunk of uncertainty might actually come down to a question every business faces: how do we get customers to buy our product?
Most of the Vertical Integrators we talk about – including SpaceX and Anduril – sell to a handful of very large customers, often government customers. They can sell on specs to customers who need certain capabilities. Tesla is different; it has to sell to individual customers. But even those customers were going to buy a car; Tesla’s job is making it sexy to buy their electric car. Starlink is different; but Starlink gets to sell as a SpaceX product now that SpaceX is SpaceX.
Base, on the other hand, is selling energy storage to customers who probably weren’t in the market for energy storage, who might have a generator but almost certainly don’t have a battery, who pay bills to a power company but at the very least don’t love it, and who’ve never heard of Base Power Company.
“This is a harder one; it requires consumer behavior change. It’s net new tech to an average homeowner,” Terrain Capital’s Willem Van Lancker, who worked with Zach at Thrive and whose firm has invested each round since Base started, explained. “Consumers don’t think about power, which is a blessing, but Base wants to say, ‘Hey, that’s something you should consider a little bit more.’”
As with almost everything Base does, on the other side of the challenge lies an opportunity.
“There are few categories as large as energy that lack a definitive consumer brand,” Willem said. “It’s a wide open space.”
And as with almost everything that Base does, turning the opportunity that the team and its investors see to one that it actually captures, takes hard, day-in-day-out execution.
In the last Deep Dive, the Strategy Deep Dive, we talked a little bit about the potential for Base to build a brand consumers love, and mentioned that Cole Jones, who worked as a Senior Product Growth Manager for Starlink at SpaceX, was on the job. Starlink did $7.8 billion in revenue selling hardware with a service to 4.6 million customers last year. That’s exactly the experience you want to bring to bear on this problem. As big and sexy as Starlink is though, building an entirely new category from the ground up takes an entirely new set of tricks. It takes hitting the actual ground.
“My first year goal,” Cole told me when we spoke in Texas, “was to find product market fit. Zach wrote the initial memo, he’s like, ‘Hardware + software, we’re going to disrupt this large, undisrupted industry,’ very Zach-level, strategic thinking. So I had to figure out, ‘Okay, hardware plus software. What does that mean to a customer? How do we translate that into something?”
That meant turning a complex technical system into something that made sense to customers, like he’d worked on at Starlink: “Internet, anywhere.” For a pure software company, maybe you’d A/B test a bunch of copy and see what worked. For something that was going to go onto peoples’ homes, though, Cole needed to go to peoples’ homes.
“My first week, Zach and I door-knocked,” he remembered.
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Zach Knocking on Doors in Texas; Picture by Cole
“Get out into the field, go to customers – the Stripe model – and a lot of what I learned doing that I use today. You have ten to fifteen seconds to make an impression, often less. Most people don’t answer the door for you. Some people answer with a gun and they’re a little frightened by you.” This is Texas, remember, but Cole assured me that no one had ever pulled a gun on him, even if they weren’t shy about having one holstered. The point is, though, that “you have to make a trusting impression immediately.”
Specifically, in case you’re planning to door knock in Texas, after you knock, you need to step back, put your hands in front of you, put a slight smile (not too big) on your face, and look not directly at the door but off slightly to the side. Then you have to get two nods.
“Are you aware of the rising volatility on the grid?”
Nod.
“Have you seen your energy costs rise?”
Nod.
“Well, we have a solution to fix both of those things. I’m Cole. I’m a local entrepreneur…”
And then you have a conversation, where you learn what resonates and what doesn’t.
“I’d start talking about this cool new technology that’s going to be cooler than Tesla and cooler than Starlink, engineering-led,” Cole makes fun of himself, now, “and no one gives a fuck! They don’t trust you! They’re like, ‘What do you mean a free battery with your neon text? None of that makes sense to me.’”
What’s cool is that you can see the results of Cole’s door-knocking right on Base’s homepage.
Here’s the website a year ago, pre-launch, courtesy of The Wayback Machine:
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Base Power Company Homepage, March 2024
And here’s the website on launch day last year:
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Base Power Company Homepage, May 2024
Do you see the neon? Look at that customer quote: “Finally, an energy company that actually innovates.”
Look at the website now:
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Base Power Company Homepage, April 2025
It’s subtle. If I hadn’t talked to Cole, I wouldn’t have noticed the differences. But I did talk to Cole, and he shared that, “Our marketing tries to make an impression in five to ten seconds, and to convey something that Texans can agree with in a way that can be trusted and is community and local feeling.” Do you see the 4.9 out of 5-star rating on Google? Did you notice that the house looks more like something a normal person would live in? That instead of putting the battery front and center, Base puts it in the shadows? That it puts the focus on the people in a well-lit house instead of on the battery, and has people in the house at all, as compared to the empty pool house in the old version? In place of the innovation quote, Base highlights five media organizations that Texans recognize, some national, some local. Even the messaging is different. “Cut your costs, not your power” focuses on what Base does for the customer, instead of trumpeting Base’s spot as “the reliable & affordable power company.”
This goes beyond the website and into the field. Cole directed me to a recent Houston Chronicle piece that featured a Base installer, Chris Link, front and center, wearing a Carhartt jacket and a dark green Base hat. As we’ll discuss in a bit, the brand experience can extend to the home as Base vertically integrates its deployment team.
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Chris Link installs a Base battery; Houston Chronicle
“A lot of companies say they value brand and design, because it sounds good, but when the time comes, they fail to follow through,” Willem noted. “Base has gone the opposite direction: leaned in harder and has made it core to their customer experience.”
[image: Illustration from the essay]
The Base Brand Includes Everything From the Website to the Person At Your Home
The same thing that Antonio said makes Zach and Justin special – that they’re willing, hungry, to listen and learn – is characteristic of the entire Base team. That means listening to and learning from investors like Willem, and it also means listening to and learning from customers. Door-knocking is one example, but now that the Growth team is bigger than Cole, there are many.
“The two things I preach to the team,” Cole said, “are speed to first, which means how quickly can you try something, and then depth and speed of iteration, so how quickly can you take lessons from what you tried and then try something different enough that’s not just a local optimum.”
I asked for an example, and he gave me a big one.
When Base launched a year ago, part of the value prop was that while companies like Tesla made customers buy the battery at a healthy margin, which meant costs of $15-20,000, Base would only charge the install cost of around $3,000. At that point, Base had a waitlist and a good idea that customers would buy, but not the dollars in the bank and batteries on homes that would serve as proof. Within weeks of launching, they did.
Over the past year, Base has grown very fast for an early-stage, vertically integrated company. “This is an extremely operationally intensive business with a lot of room for error,” Erin at a16z explained when I asked why she invested in Base. “This is a very Elon Musk problem, an operational problem you use tech to solve. And the reason you can tell they’re doing that well is that they’re meeting and exceeding every goal that seemed crazy when they set them.”
Base’s growth numbers were good, Cole agrees, “but we wanted them to be great. And the most obvious thing to do is to spread the cost of the battery over a period of time.”
So they tried it, quickly. Speed to first. “But we originally tried it in a way that was just like, ‘Get a 10-year payment plan on our cheapest battery backup.’”
With the offering in-market, Cole and the team realized, “No, we’ve got to step back and really rethink this.” So they did, quickly. Here’s Cole:
So we got together on a Sunday for eight hours, with ten people being like: here are all of the decisions we have to make across product, pricing, positioning. We decided all of these more macro things, and then we rewrote our entire backend, rewrote our entire frontend website in three days and shipped it that Wednesday.
We got the first thing out, then we got feedback that it was kind of shaky, so then we got the correct thing out just in time for Houston to launch and for us to build a long waitlist without having to launch ads, which Justin’s happy about, because he doesn’t love spending marketing money.
Now we have a long waitlist of people in Houston, and I think it can largely be attributed to getting the first thing out, and then deeply, deeply getting the next thing out as quickly as possible.

This membership-based pricing model is even more attractive to customers: they pay just $595 upfront, and then $19/month for the 10-15 year life of their battery. By soaking up energy when it’s cheap and discharging it when it’s expensive, Base may even be able to save customers that $19 each month on their bill.
And the numbers back up Cole’s notes on the membership-based pricing model’s success. In a recent update, Base wrote that 90% of customers opt for the membership-based pricing model, and that it contributed to 30% MoM growth in signed customers ready for installation from February to March.
There are more fun experiments, too.
One day in early February, Cole was having lunch, trying to take a break from work, and complaining about the thing that a lot of Texans, and every Mavs fan like him, were complaining about in early February: the Luka Doncic trade.
JP Reilly, the growth engineer on his team, realized there might be something there. “We’re in Dallas, we’re in DFW,” he said. “We should pull off a Luka billboard that goes viral.”
The Lakers were coming to town to play the Mavs in three days, so they had to move fast. At lunch, they came up with the concept, then they went back to JP’s desk, started a Slack thread where “the best copy won,” handed off to Victoria, Base’s one-and-only designer, to whip up a design, then over to Gabe, who leads marketing, to call the out-of-home advertising company and secure a billboard at the border of Dallas and Fort Worth, right in their target area. They got the billboard up the day of the game, asked their field service team to reschedule a fix to go take a picture of it, and got it online.
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The Luka Billboard in DFW
Some people on the team (Justin) weren’t happy about it. Justin, remember, doesn’t love spending money on marketing, even though, at the time, Base was in the middle of doubling the size of its inbound fundraise to $200 million, and even though the whole thing only cost $6,000.
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Justin’s Thoughts on the Billboard
But sometimes, you gotta hire talented people and let them cook. They cooked. Online, the image got millions of views.
And then one week later, 400,000 people in DFW lost their power. “Many of them are now a little more brand aware,” Cole said, “Which is the exact motion you want: shine a light on the fact that Base = backup, and then a bunch of people in Dallas lose power and our numbers are exploding.” Plus, they hired an electrician who saw the ad.
It’s just one billboard, but I think it says a lot about Base. Cole was able to convince Justin that it was a worthwhile use of resources. They moved fast and had fun with it. And while it was fun, it did exactly what Cole said Base’s marketing should do: get Texans nodding their heads along with a local brand that they trust.
In a year, Cole has gone from door-knocking to using billboards to get customers banging down Base’s door. There are currently over 1,000 on the waitlist awaiting installation. An even bigger change, though, is that the direct channel, which was the only leg of the stool last year, is now one of three legs, or one of three heads in what Cole calls Base’s “three-headed go-to-market monster.”
Leg two is homebuilders. In December, Base announced a partnership with Lennar, one of the nation’s leading homebuilders, through which Base installs its batteries in new homes within Lennar communities as part of the homebuilding process. Already, Base has installed hundreds of batteries to back up Lennar homes in Austin and DFW, with thousands more expected this year.
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Neighboring Lennar Homes with Base Batteries
Leg three, one we’ll talk about more later, is regulated utilities, starting in Texas. Last month, Base announced a partnership with Bandera Electric Cooperative (BEC), a member-owned Texas cooperative, to offer batteries to BEC’s customers at no upfront cost for a low monthly fee. It’s the first of what Base hopes to be many partnerships with regulated utilities in Texas and beyond. From BEC’s perspective, they get to bring storage online quickly, “enabling it to aggregate and operate the batteries to enhance grid and market operations through Apolloware, its real time, energy management platform.” Importantly, better managing the existing grid means BEC will be able to save on expensive grid upgrades and additions.
I asked Cole when he knew that Base was working from the go-to-market side, and he answered that it was when they added those two legs. “When one of the legs is more seasonal or isn’t working,” Cole said, “you always have the other two. And suddenly our whole motion becomes stronger.”
That said, he doesn’t think they’d be able to serve homebuilders and utilities as well if they hadn’t started small and direct: “Go direct-to-consumer, figure out what makes the product work for one. Make sure it's providing value to them, and then see if they talk about it. And then develop every motion around it: deployments, support, all of that stuff. All of that gets you the credibility to develop the second and third legs of the stool, the channel partnerships.”
Of course, the more legs the growth team sets running, the more batteries the rest of the team has to make and install.
Manufacturing
Dino Sasaridis had just signed up to join Base when I wrote my Deep Dive last year. I wrote, “Dino Sasaridis spent 13 years at Tesla, where he worked on the original Roadster and most recently led mechanical engineering on Tesla’s Powerwall 3. He will lead engineering on Base’s battery.” Just a couple sentences that mask the challenge of even getting someone like Dino to join the team.
Watch or listen online


Sal at Trust Ventures said that people like Dino, leaders at companies like Tesla, represent “scaled hardware’s crown jewels,” and that he spent four hours trying to close him.
The thing was, Dino didn’t want to do batteries again. He’d done batteries. Instead, after more than a decade working for someone else at Tesla, Dino wanted to do his own thing in solar.
First, he planned to disrupt Enphase by making better micro-inverters for solar panels. As he dug in on solar – climbing up on his own roof to install panels, “turn every nut and bolt and feel the pain to get to know the problem” – he realized two things. One: mico-inverters are dumb. He didn’t want to eat Enphase’s lunch, because he thought Enphase was eating the wrong lunch. Two: the process of installing solar panels is still built on the premise that solar panels cost more than gold, which they don’t anymore. So second, he planned to build a better solar company by eliminating the mounting, racking, and wiring in order to speed up installs.
Then he realized what Antonio helped us realize earlier: photons are basically free anyway. “Already at [America’s] pricing, solar is the lowest marginal cost way to make a watt right now,” he learned. “So if I go make the cheapest thing cheaper, I have not moved the needle.”
That’s when he met Zach, Justin, and Jared, and started to talk to them about batteries, which again, he did not want to work on again. But…
“What I implicitly knew but had not put the numbers to paper to think about,” he admitted to me, after admitting it to himself, “was that the thing that will really throttle the energy transition, which is my motivator, is the availability of batteries, not the availability of cheap solar.”
I’m not sure that there’s a better way to make the case for Base than that. The investors I spoke with are all incredibly excited about Base’s potential, but they need to invest in companies, and they invest in multiple companies. Same for me. Dino had plenty of options to do his part to make the energy transition happen, and he certainly didn’t want to work on batteries, for someone else. And yet… Dino now works on batteries at Base.
The guys here were like, ‘So you want to come design another residential battery?’ and I was like ‘Absolutely not. I just did that.’ But ultimately I changed my mind because I decided that whatever I did there I can do it again and I can do it better here and then Base Power Company can have the absolute best residential battery in the world. And I think we’re going to easily achieve that, honestly.

That best residential battery is Base’s Gen 3, which it’s planning for now. Gen 2 is up next, later this year. Gen 1 is in market today.
Vertical integration is a process. No one starts fully vertically integrated from day one. You use what you need to use to prove what you need to prove, and earn the right to vertically integrate as you scale. Vertical integration comes with upfront costs and risks and complexity which, at scale, are offset by better margins and better product quality.
Each level of vertical integration is harder, and each, if successful, means deeper moats.
Gen 1 is partially integrated. Gen 2 will be more integrated. Gen 3 will be more integrated than that. Moats compound. When you’re 10% integrated, it’s easier to compete with you. When you’re at 30%, it’s incrementally harder. Then when you’re 100% integrated, it’s virtually impossible for someone to come in and replicate what you’ve built.
But first, you just need to prove that people actually want to buy good residential batteries before you can spend the time and money building “the absolute best residential battery in the world.”
When Dino joined, Base was already rolling out its Gen 1 battery, which is essentially an off-the-shelf, white-labeled battery from Growatt, and beginning to work on its Gen 2 with a manufacturing partner. The early Base team had agreed that the partner would make them a battery, and told them how big and how powerful to make it, but hadn’t told them enough detail to make exactly what the company needed.
So Dino and team got to work writing specific requirements and getting them approved by the partner. The requirements, he believes, are the difference between the Tesla Powerwall and what Base is building.
Because Tesla sells Powerwalls directly to customers – for $15,000 - $20,000 a pop – its requirement is making a good, luxury battery that it can sell for a high price at high margins, which it does. But it’s not used to stabilize the grid or buffer solar or do any of the great things that it could do.
At Base, however, the requirements are clear. “We’re purpose building a battery to trade energy, time shift solar, and back up peoples’ homes,” Dino said, sharing his product design secret. “Honestly, it is just that, just knowing exactly what the goal is that enables making the product extremely low cost and high reliability. It’s just like, care about the things you should care about. This is the only trick in product design as far as I’m concerned.”
The Gen 2 battery is being built to handle the things that Base cares about.
Dino’s team is testing Gen 2 at Base HQ, which is something you can do when you no longer work out of someone’s house. There are thermal tests and rain tests and all sorts of tests to make sure that when the conditions get extreme, which they’re more and more wont to do, Base will deliver, safely.
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Testing Batteries at Base HQ
Of all the things you should care about, safety is at the top of the list. “Safety is the number 1, 2, and 3 thing a business thinks about dealing with these mission-critical systems,” Antonio told me.
Right after safety, in Base’s case, come power and speed. In addition to the more power, Dino highlights that Gen 2 “installs super fast.” Because as we discussed at length in the first Deep Dive, Base is designing a system more than it’s designing batteries.
Because to get to the kind of scale Base needs to get to to fix the grid, he explains, “We will basically have to be a very large, very parallel operation that is just cranking out the batteries in a factory and sending them immediately on a truck to someone’s house,” where installers can just put in a base, slide the battery onto the pins, connect, and move on to the next.
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Base Production Facility in Texas (see: flags), photo: Justin Lopas
Part of the trick – as is the case with Cuby, small modular reactors, and so many modern hard tech companies – is moving as much of the work as possible away from on-site and into the relative order of the factory floor.
“Electrician time is very expensive; it’s more expensive in dollars, but it’s also expensive in rate,” Dino shared. “Like if we could pay an install crew double to do two installs in a day, we would do that. Because soon we will be rate limited by how many people we can have driving around batteries and putting them on houses.”
Which is why Dana has the Turtle.
A Note on the Turtle
When Cole worked at SpaceX, he worked his way up the assembly line to manage the second stage. Because the second stage was not reusable, “we had to build a shit ton of second stages to launch this global constellation of Starlinks,” he remembers.
And my job was to find the critical path, at the assembly level. Take the like 3,000 parts that go into the second stage and find the thing that's moving the slowest.
We're doing the same thing. Like we gotta get 100 megawatt hours on the grid by summertime frame and we know precisely where the constraint is and why.

To make it abundantly clear to everyone in the company where the critical path lies, Base uses a toy turtle (a few now, actually) that sits on the desk of the person responsible until the constraint moves somewhere else.
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The Turtle(s), Zen Turtle left, De-Stress Turtle center, Plant Turtle right
“The turtle is an indicator of that, so when the turtle moves…” he laughs, “there’s a zen one and one with little toys to play with during the day to de-stress you while you have the turtle, because it’s stressful to be on it. The turtle indicates who’s the most stressed and who’s slowing the business down, and it forces you to allocate resources that way.”
What is it about Base’s culture, I asked, that makes having the turtle not a terrible experience, not some emerald letter?
“It’s kind of like in a relay race, you get handed the baton,” he analogized, “You’re not not stoked to get the baton. You’re ready to step up. You’re ready to sprint.”
Everyone gets the turtle. Cole’s had it. Justin’s had it. Dino’s had it. Zach’s had it. It means what you’re doing is critical, and it’s your turn to make it happen for the business.
And now, because Base needs to figure out how to scale a bunch of electricians in Houston, Dana has it.
Deployment
One way you can tell scaling electricians is turtle-worthy is that it convinced Justin to get in front of the camera to sell them on working at Base.
Watch or listen online


While everyone in and around Base is quick to highlight Zach’s virtuoso recruiting skills, electricians aren’t the first key hire Justin brought in.
“I worked for Justin at Anduril,” Dana said. “So when Justin left, I was like, ‘That’s pretty interesting.’”
In the few years the two of them worked together at Anduril, they’d built trust in the trenches. “Justin always had my back and my best interest,” Dana told me. “At Anduril, there were times where he'd be like ‘It would be easiest for me to leave you on this project, but I think it's better for your growth and career to move you to this other project.’ That’s the person I want to be holding my career a little bit in their hands.”
Justin, for his part, wanted to keep working with Dana, too. “When I left Anduril, they said, ‘Don’t poach anyone’ and I was like, ‘Yes sir,’ but I said, ‘Except Dana’ under my breath.”
Like Dino, Dana wasn’t a sure get. She was happy at Anduril, happy living in LA, and risk-averse like a good engineering manager should be. But she asked Justin what he was up to, and…
All of a sudden, we were talking about Base, and at the time it was just Zach, Justin, and Jared. So I’m like, ‘It’s a house. There’s three dudes running a company.’ But I really trusted Justin, and I really liked working for him, and I feel like every engineer is like, ‘I’m gonna join a startup!’ and then no one ever does, so I was like, ‘Man, it would be pretty silly for me to pass up this opportunity given that it’s with someone I know.’
I mean, people do that all the time but I can’t imagine I’d just pick up and move, bring my fiancé with me - luckily his job was trying to get him to come to Austin anyway so it was pretty serendipitous - doing all of that and it’s just three random people I don’t know would be a lot. So I think it was really helpful that it was with someone I trusted and respected.

Everyone always says that A-players hire A-players, but this is what it actually looks like. A-players are often happy where they are, because they’re good at what they do. Convincing them to give up their comfortable and familiar gig to join three dudes in a house in another city requires a great deal of trust, often trust earned over years.
The trust goes both ways. While Dana was used to Anduril’s high-mix, low-volume – “every drone that came off the line we had a nickname for” – manufacturing floor, Justin figured Dana was good enough to figure out how to run a different kind of factory: the Deployment Factory.
“I thought that a manufacturing floor had a ton of variability,” Dana laughed, “But it turns out residential homes have way more variability.”
Every AHJ – that’s the Kafka-name-having “Authority Having Jurisdiction,” for the uninitiated – is a little different. They can supersede the NEC - “National Electric Code” - with their own rules. This piece is largely about the very specific challenges that occur when strategy meets reality, so indulge me some additional detail. Here’s Dana:
We have to put ground rods in if a house isn’t a new build. Some AHJ’s, you’ll pound it all the way flush, and you’ll be like, ‘It’s there. Here it is. But it’s flush, so a lawnmower doesn’t hit it.’ And then they’ll be like, ‘No, it needs to be an inch and a half above the ground.’ Other times, you’ll leave it an inch and a half above the ground, and they’re like ‘You need to put that flush.’ If you do the most conservative thing and implement what every AHJ wants, you’ll still be wrong.

What about the human piece, I asked, the ruthless dictatorship that infects those who rule over the smallest kingdoms? Does it matter if an inspector is just having a bad day?
That can matter, too. Sometimes they'll get us with stuff that's existing on the house before we even get there. Some of them will let you just fix it right there and then you'll be good. And other ones are like, ‘You need to go, but nope. Fail.’ So then you'll get a fail and have to come back, even though if it was a different inspector, you might have passed.
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Franz Kafka and Dana discussing ground rod heights with AHJ inspectors, colorized
But Justin was right. Dana is good. And part of her job is systematically turning all of the little things that will trip any company up in the beginning into things that the Base team now knows how to handle.
“We track everything in JIRA,” Dana explained. “We’re measuring everything by how many times Base has to intervene per install. It could be a mispacked kit, or the homeowner was fine with where we planned to install the battery yesterday but doesn’t want it there today. Today, we’re involved in 75% of them, often for some small thing, but that number probably needs to get down to 25%.”
The goal is to turn stumbling blocks into moats, even as the number of AHJs grow and the team grows and many of the people doing installs don’t even work for Base.
That’s another big thing Dana is focused on: nailing the mix between in-house, Base-employed installers and contractors.
Like most things in an eventually vertically integrated business, and like most things in this business specifically, Base got up and running by working mainly with partners, and is earning the right to bring more in-house with scale.
In the beginning, Dana said, they worked mostly with subcontractors on installs, and had the in-house team focus on field service. Now, Base has hired and is continuing to hire its own installers in each of its markets. Over time, Dana expects, as Base moves from 20 installs per day to 100 and more, teams will specialize further. Today, though, “everyone knows how to do everything, and the crew leader is on the hook to make sure that the crew they show up with knows how to do everything.”
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Base Installers On-Site
Building out an in-house team, especially with a fresh $200 million in the bank, is one of those things that seems fairly straightforward until you think deeply about it.
There are clear benefits to building out an in-house team:
	Quality Control: You can train and manage your people to your standards.

	Margin Improvement: You don’t need to support subcontractors’ margins.

	Ease of Scheduling: Your employees don’t have other customers to service.

	Strategic Moat: Building a specialized workforce, especially when there is a shortage of electrician talent, is another few feet of moat against would-be competitors and a resource that can be put to work on an increasing number of products over time.

	Brand Experience: An in-house team can show up in Base trucks wearing Base gear and provide a consistent standard of experience.


That means figuring out how to make a different type of employee tick.
When I was at Breather, we had a team of in-house Operations Associates responsible for cleaning and maintaining our spaces. We spent months figuring out an options plan, so that they could get equity in the company like everyone worked in the office, then we had a big town hall to let them know. They could not have cared less. (Turns out, based on the eventual value of Breather shares, that they were right.) They wanted a good wage, a predictable schedule, to be listened to and respected, and to feel like part of the team.
Dana is figuring out what makes electricians tick, too. “What makes a software engineer tick is very different than what makes a manufacturing engineer tick which is different than what makes an electrician tick,” she recognized. “Ultimately, I want people to genuinely enjoy it. So that way they tell their friends it's a good place to work. They are joyful in front of the customer. They want to show up every day and give it their all.”
If Base is able to grow and train a large team of in-house installers, what is currently a challenge will turn into an advantage. The number of electricians they’ll have to employ to do this at scale is a real long-term moat.
That said, there are benefits to working with subcontractors, too:
	Flexibility: Base can subcontract out install work to match seasonal demand.

	Speed to Market: Base can roll out in new cities without spinning up a team.

	Risk Management: Avoids hiring out a large team in anticipation of forecasts.

	Local Knowledge: Subcontractors already understand local AHJs and requirements.


If Base weren’t planning to grow much – if it were aiming to build a decent-sized battery installation company in Texas – the answer would probably be to just go in-house. But Base wants to build America’s Next Generation Power Company, which means spreading across America. It wants to grow really fast – from one “impossible” installation a day when Dana started to twenty a day today to “fifty a day to a hundred a day to, hopefully, we’ll be doing thousands of installations a day in the coming years,” as Zach told Molly O’Shea on Sourcery.
To grow that fast across that many Authority Having Jurisdictions, each with its own quirks and personalities, “I think we’ll always have a mix of the two,” Dana predicted.
Which means more complexity, which is OK if you think about Base as a machine that eats complexity and turns it into moats.
One of Base’s goals is to be the fastest (and most capital efficient) way to get megawatt-hours of storage hooked up to the grid, faster than centralized battery farms, which don’t have to deal with thousands of individual locations to get to scale, but do have to wait for long permitting timelines. It’s already getting close; in its fundraising announcement, Zach wrote “We’ll continue to ramp install rate in the coming months and by the end of the year we’ll be the fastest (MWh/week) and most capital efficient ($/MWh) battery developer in the country.”
Speed is crucial to Base, and it’s also crucial to the grid. Sebastian Duesterhoeft at Lightspeed said that one of the things that attracted him to Base is that if they get it right, “They will get to a scale that matters to utilities in a timeframe that’s much faster. A similar build-out for grid-scale would take two to three years.”
Which is why, despite the fact that Dana has ramped deployments from zero to twenty per day, she’s often greeted at her desk by a cute little turtle. Because Base is building a Deployment Factory, and the deployment itself is where the rubber hits the road. Each install is a small piece of real estate that Base will, if it delivers for customers, be able to own, monetize, and pull data from for years.
As Julian wrote in The Power of Defaults, “You can’t have eight competing rail road networks because there simply isn’t enough real estate to build them.” Something similar is happening here. You can’t have eight competing batteries on a house because there simply isn’t enough real estate for them (and because you only need one, particularly with the 30 kWh Gen 2).
This dynamic, incidentally, is one of the reasons Zach told me they raised so much money, twice as much as they were planning to, and why they work so hard. Every install is a physical moat against would-be residential battery competitors, and a virtual one against centralized battery farms. As Base proves that it can bring megawatts of storage online more quickly and capital efficiently than centralized players, combined with the better data and ability to balance the grid that a decentralized solution provides, it believes more and more utilities will choose to partner with Base than with centralized competitors. Speed wins.
Cole’s relay metaphor may have been more apt than he meant. You want to get the baton. You’re ready to run. The other benefit of the turtle, they told me, is that it means you get help from all of the other teams. Because to do installs well means doing installs well, but it also means batteries designed for fast installation, and customer-submitted site photos turned into site plans, and software that makes it easier for installers, in-house or contracted, to do their jobs.
Dana gave me a glimpse of the all-hands-on-deck approach to deployment:
Our sales team will ask ‘Can we do this?’ and sometimes, I’ll have to say no, because that would slow the machine down. Our master electrician is helping to build the battery prototypes to make sure they’re easy to install. And doing the deployments, it’s a thing where when you zoom out, you’re like ‘That shouldn’t be that hard,’ but when you get into it, you realize, ‘My gosh, there’s so much involved.’ And I think people get it.
We force most people on the team to go to an install to see what it’s like. That’s how you get buy-in from the team to think, ‘Okay, how can I make this installer’s day better?’ So Jared’s got folks on his team who are working on an Installer App and they have to figure out: the installers are your customer. How do you make their job better so they don’t need to rely on our internal teams as much?

All of those interteam connections are pieces of the moat, too. Any company might be able to hire a great sales team or build great batteries or get great at installations or write great software independently, but can you get your sales and hardware and deployment and software teams to work together as one unit? That, too, is a hard thing that becomes an advantage over time.
And for Base to win, it’s a necessary thing. “You can kind of brute force your way through ten a day, and then you get to fifteen a day, and you’re like ‘Nope, things are starting to drop,’” Dana admits. “And then at twenty, you realize, ‘Absolutely we need a system.’ We’re definitely at the point where you have to have buy-in from other people, because otherwise it won’t work.”
Building a coherent Deployment Factory is everyone’s job at Base. But if there’s one place it all comes together, it’s at the install. And if there’s one team making the glue that binds it all together, it’s the Software team.
Software
Everything that I’ve written thus far – the Operating System, growing across markets, partnering with utilities, purpose building batteries to trade energy, installing them next to peoples’ homes – all of it only makes sense if the distributed network of batteries can talk to each other and take actions based on what they hear in real-time.
That means there is a lot of software to write. Dana mentioned the installer app. Cole mentioned that he needed a growth engineer, which is how JP ended up on his team and how the billboards ended up in DFW. Customers interact with Base to pay their bills and check the status of their batteries through its customer-facing app. Base makes money trading power through its software. The company’s real-time telemetry is, compared to the state of the grid’s current software, a marvel of distributed systems engineering made possible by Jared’s time working on similar problems for Starlink’s laser mesh network. There is a lot of software.
Software is how Base makes money, given that it installs batteries at-cost. The main way it does that today is through trading power. In recent months, in three-year backtest simulations, Base has increased how much it’s able to make trading power by 30% in real-time markets only, and nearly 2x when you include day-ahead markets. A lot of that has come from improvements in the software, in the algorithms Base uses to trade. Last year, Base brought on Chase Dowling, who worked on ML engineering and algorithm development for Tesla’s Autobidder platform to lead behind-the-meter battery aggregation and ERCOT trading. He and his team have been cooking, too.
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“We are basically trying new ways of predicting the future,” Jared told me, as we sat outside in the backyard at Base HQ. “We’re trying new optimization functions and coefficient tuning that is allowing us to get better and better at predicting based on fixed inputs. A lot of the things we’re doing are using things like day-ahead pricing for forecasts and getting smart about tuning discharge based on individual home load as opposed to aggregated home load.”
I asked whether Base would eventually have the most sophisticated power trading algorithms in the market, if that was the goal, and surprisingly, he said it wasn’t.
“I expect our trading function will get bigger and bigger because we have a natural edge and better information in the market,” he replied. The key is the vertical integration, like it was for his team at SpaceX:
I come from Starlink, and Starlink is not the best network team, they’re not the best packet routing team in the world, but they are super vertically integrated and so they understand their own hardware in a way that nobody else really could. They can operate in a way that nobody else could. And that’s the same thing for us.
When we go to determine how we should discharge, we’re looking at the thermal derate expectations for the system to understand which hardware is able to push to have some boost mode and have extra power, and which hardware is actually in the sun so we want to curtail its discharge amount.
It's like the integration between the specific current limit on the bus bar and the current ambient temperature at that home and how we've seen its thermal performance work over the last year is something that is gonna be really hard for anyone else to match.

The work that the rest of the team does gives the software team an advantage, and the work that the software team does gives the rest of the teams an advantage.
Justin told me Base has a number of software tools for everything it does: “We have a bunch of tools for various different things: for generating permits, for submitting permits, for automating customer acceptance, for onboarding gateways, for the computer device inside of the battery.”
There are challenges here, too, of course. Justin and Jared admitted that these tools are more siloed than they’d like, and that they want to turn them into a Base OS. “I think the promise of a vertically integrated company is that there’s – I don’t want to use the word,” Justin cringed, “but there’s this synergy across tools. And that’s something we’re now spending more time on.”
What’s interesting, though, is that while Base’s software touches every part of its internal operations, it’s also the piece of the company that interfaces most with the rest of the grid.
So the thing that keeps happening at Base – that the more they do and the more challenges they overcome, the bigger they realize the opportunity actually is – happens most acutely on Jared’s team. I asked him where they’d been right and wrong about what they thought a year ago, based on what he’s seen from that view.
“Where we’ve been right is in a lot of the ways our system is starting to develop. That’s not surprising,” he said. “Things that were surprisingly difficult, I mean, there were a bunch of them dealing with the electricity market. You kind of just think that people in these industries have made sensible decisions…”
Oftentimes, they haven’t. Not because any one player in the system is dumb, but because the system has been patched together for a century, and it’s full of what people assume to be third rails because everyone’s been afraid to touch them.
“We have repeatedly been scared of our own shadow,” Jared admitted, “because people have told us that something’s scary, and then we realized that actually they just didn’t know what they were doing.”
He gave me an example:
Take billing for the electricity provider, for the REP. People are like, ‘Look, there’s a regulatory barrier here. You have to make sure that you’re a regulated billing entity and it’s a super complicated thing to do.’
Then you would talk to people and they would say ‘There are these four edge cases,’ and they’d all say the same edge cases now that you think back on it, and you’re like ‘OK, wait, you said those, but are there others?’ And then you’d talk to the right person and they’re like, ‘Yeah, there are actually these five.’ And you’re like, ‘OK.’
So we went with a vendor to figure out billing for the REP and they were, like, atrocious. The worst software people that we’d ever worked with. They would send emails that were like, ‘We’re going to have eight hours of downtime.’ We’re like ‘Umm… why?’ And they’re like, ‘Well, we have to deploy software.’ We’re like, ‘OK, this is a problem that people have actually solved. We can send you some blog posts from the ‘90s.’

So Base built their own billing software. It wasn’t so bad. They just handled the five edge cases.
Thanks to repeated experiences like that one, Jared said, “We’re not quite at building everything ourselves, but it’s very important that we understand why we’re not building something if we’re not.”
These examples are everywhere, and Base is still just in Texas. Here’s another:
There’s a networking protocol where we’re connecting to ERCOT (Electric Reliability Council of Texas), and now we’re working on a project to connect it directly to the ERCOT wide area network (WAN). And a lot of people told us, ‘Don’t even try it, people spend a year trying to do this.’
We had one call where someone was like, ‘Yeah, but they write this stuff in C programming language,’ and we’re like, ‘Yeah, that’s totally fine. That’s totally OK. We can write in C.’

All of this, I floated, seems really annoying to have to deal with day-to-day, but from the company perspective, seems like a pretty great situation. Opportunities everywhere.
“It depends who you are, right?” Jared replied. “If you’re building in the space, yes, it’s great. If you’re a human being in the world who likes to believe that the world makes sense, no. It’s great for the prospects of Base; it’s not great for my trust and belief in the institutions. That’s lost. My whole view of the world is actually, we just need to kind of rebuild everything.”
One of the things I’ve come to realize studying Vertical Integrators is that because they necessarily interact with so many pieces of the systems in which they operate, they find more opportunities to expand than a company building a point solution would. And because they necessarily interact with so many players in the system, they understand that what’s currently being done can be done much better by a world-class team.
“The grid is aging,” Erin at a16z observed, “and it’s going to take the positive insidiousness of being everywhere and having software deployed everywhere to manage large pieces of it.”
In the near-term, as Base builds out its fleet of distributed batteries, that means that just as Base’s batteries give it an advantage in trading power, it can give its partners an advantage in managing their grid. Jared pulled up a map to show me.
“Here’s a view of completed installs, and here are some installs are in progress,” he pointed to different spots on the screen, “but here is completed installs by the max voltage at that home over the last 24 hours, and you can see topological groupings based on different parts of the grid that they’re connected to.”
Some of the voltages read 253 at max reading, which isn’t great, because “you’re really not supposed to be over 252.” At 255 volts, you can start to damage electronics. This kind of information is incredibly valuable to grid operators, and Base has it at a level of granularity, in real-time that no one else does. As the network grows, the information will get better.
So how do you create and capture value from that?
“We’re starting to sell into utilities,” Jared responded, “and the idea is that you can sell them a button that charges and discharges, and eventually, we can say, ‘Hey, we made this map. If you want to put in your grid topology it’ll run some algorithms for you, and it’s free.’ And then you start to build a tool where they’re like ‘Woah, I can both see the status of the grid in real-time and I can control what it’s doing. I can make sure that this transformer does not exceed one hundred amps because I want to extend its lifetime.’”
Then, utilities are able to defer costs for infrastructure improvements, which is real savings in terms of dollars, and increasingly, with a transformer shortage and the increasing difficulty of putting in transmission lines, maybe the only shot.
“But you need to demonstrate that you can do that,” Jared said, “and start to look like a trusted alternative. Utilities can decide between: we could build out a distribution system in this area, or we could just litter this community with Base batteries. And for one of them, you need to build from a hundred miles east all the way to the community. For the other, you just need to install.” Installation is easier, and will keep getting relatively easier as Base keeps getting better at it.
Soon, you have “a system that all communicates with each other in real-time and that you can real-time optimize to reduce load on a transmission line that’s twenty miles away.”
That’s how you begin to build the Operating System for Electricity, the Base layer.
From the Base layer, you can expand up or down in the stack. Maybe you start putting more electric appliances in peoples’ homes. Maybe you backward integrate into becoming a modern utility, which is the long-term plan. Certainly, you can provide an immediate competitive advantage to the utilities that partner with you, and to their customers.
When I wrote about Base last year, I mentioned that at some point, Base planned to expand beyond deregulated markets into regulated ones, where it would need to partner with utilities. I wasn’t expecting it would happen so quickly - I’m not sure they were, either - but Base moves fast. While growing the core business, it’s already time to expand.
Expansion
One of the most fun parts of writing this essay has been getting to learn first-hand how some of the best venture investors in the world underwrote one specific investment. I asked each how Base might fail, and they talked about it not in absolutes, but in degrees.
One highlighted a few challenges: vertical integration is a double-edged sword, the capital intensity could be so high that it slows their trajectory. But the first one they brought up was this: “If Base doesn’t work outside of deregulated markets, if it can’t break into utilities, it becomes a less good business. The size of the prize is smaller, and it’s more competitive.”
As I started gearing up for this piece and those conversations, once I’d thought of the Operating System analogy and realized the potential Base had to move up and down the stack, one of the biggest questions I wanted to answer was: how do you decide, among all of those options, what to do next? If you’re going to break the startup rule of thumb to focus, how exactly do you do that? And why, when expanding too far, too quickly might kill a good thing.
I asked Erin at a16z this question, and she agreed it was a risk: “If they push too quickly into larger scale regulated utilities, there's just a lot of complexity there and it won't always be perfectly in control of the company.” But you can’t sit still, she said, and “Starting with slightly smaller, localized but still regulated utilities as a stepping stone and proving ground is exactly the right call.”
Sebastian at Lightspeed noted that, “Texas is a darn big market, and you could build a big business there and get a great outcome. But you want to know sooner or later if that’s the end state. You probably do want to prove out one other regulated market very quickly to show that you can make both of them work. Consumers and utilities are just very different.”
So if Base wants to build a good business, it can keep doing what it’s doing. But if it wants to build a multi-generational company (it does), then it needs to prove that it can work with regulated utilities. Certainly, if it wants to build the Operating System for Electricity, it will need to work with the 80% of the meters in the US that are regulated.
So no pressure, Tim Pianta.
I didn’t get to meet Tim in person, because he was going to be on the road speaking with utilities when I planned to be in town. So we hopped on a call, me from New York and Tim from Houston, where he was preparing to present the regulated utility side of Base’s business for the first time.
Tim’s on the road a lot. When you start at Base, he told me, you get a thoughtful onboarding doc with your goals for the first couple of weeks and months. The one Zach wrote for Tim was well thought out, but essentially boiled down to: “Go build out a regulated business.”
That doesn’t mean that he has to do it alone. He mentioned that he was currently working with Jared on building out a software product for utilities, and that when he landed a meeting with a large Texas utility the week before, Zach was in the car with him road-tripping to San Antonio. But it does mean that it’s his responsibility, which means lots of face time with utilities.
This is exactly what Tim wants to be doing. Like everyone else you’ve met, he had other options. In fact, when Tim decided to leave Bain, where he consulted for large investor-owned utilities, after starting his career as a design engineer at GE Power (which touches 30% of the world’s electricity), he did an extensive search for growth stage power and clean energy.
By the time he met Zach and Justin, in fact, he already had a job lined up. But what Base was doing stood out in a sea of “climate companies that will take 10 years and $1 billion to get to a customer,” so he came down and interviewed. Five days later, he signed. Ten days later, he moved from San Francisco to Austin.
“Zach and Justin came at this from a zero-basis opportunity standpoint,” he said when I asked what made him join. “Coming from the incumbent standpoint, I found what they dreamt up as a solution to be a powerful one.”
But it mattered to the work that Tim needs to do that it’s now more than just a dream. “The way they sequenced this worked well,” he said, referring to Base’s decision to start with the DTC leg of the stool. “You can’t show up to a utility without some level of deployment in the field. Now, though, we can say, ‘We’ve installed over 1,000 batteries. We’re installing storage at a faster rate than any developer in Texas. We can get you 50 MW in a year - faster than anyone else can get you.’”
As you’re intimately familiar with at this point in the story, that is an insanely hard statement to be able to deliver on. But just like Cole realized about consumers when he started door knocking, leading with INNOVATION in bright green letters isn’t the way to win deals with utilities, either. Base has to start by competing on the things that they know and care about, against the front of the meter grid-scale storage solutions they’re used to buying.
Tim said that the go-to-market motion with utilities is to land by delivering value the same way a grid-scale storage plant would – by matching supply and demand across the service territory – and then expand into adjacent areas where Base’s distributed network can provide value that centralized solutions can’t.
To win that first, more basic use case, Base has to sell against front of the meter grid-scale batteries and against multi-device VPPs (Virtual Power Plants), which aggregate and control assets customers already own, like their thermostats, to balance load.
Centralized grid-scale is the bigger competitor. Against them, Base wins because there is load growth happening across the country, and with interconnection queues, getting big battery farms connected takes too long. Base wins on speed to capacity.
VPPs are a capital efficient solution. They can work well under certain conditions, and they’re distributed in the same sense that Base is. But the devices controlled by VPPs weren’t designed for grid usage, and the consumer is in the loop and can decide when to intervene. If it’s hot and someone doesn’t want their AC throttled, they can just override. Plus, the goal isn’t really to use less energy at the expense of human discomfort; it’s energy abundance. Base wins on reliability.
In fact, since utilities have been excited and then let down by VPPs, Base has a bigger hill to climb. It needs to prove that it’s not like all of those other distributed solutions. That it really is more reliable. That vertically integrated is completely different than 3rd party. To that end, Base is nearing qualification for ERCOT’s Aggregated Distributed Energy Resources (ADER) program, which would allow Base to bid into ancillary service markets in Texas, and which Tim says will be an ERCOT “stamp that Base batteries are approved for grid usage.”
The only true way for Base to prove itself, though, is to “chop wood, carry water,” as Zach likes to say. To power hundreds then thousands of homes with high reliability, then partner with smaller regulated utilities, and then larger ones. Base has earned the right to compete, now it needs to earn the right to win and the right to expand.
As mentioned earlier, Base recently signed its first regulated utility partnership, with Bandera Electric Cooperative in Texas. Tim told me they have another one at the finish line.
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First Bandera Install Under the Big Texas Sky
With these Texas partnerships, Base is starting a Tolling Agreement or Power Purchase Agreement (PPA) under which utilities pay a fixed fee based on the fleet size. With a foot in the door, it can prove that it’s able to deliver value to both the utilities and for their homeowner customers, beginning with familiar use cases.
That, Tim said, “will allow for the adoption of additional use cases that are relatively nascent, so are not priced or valued today.” As Jared shared, they can offer utilities real-time maps and granular control. As Tim puts it, “We can offer utilities localized control of the batteries to support specific regions of the grid where assets are distressed because they’re old or at capacity and can’t handle the EV fleet or hydrogen hub manufacturer standing up down the street.”
Then, more software, more hardware, in more places. “In the next five years,” Tim told me, “using batteries to balance intermittent loads is the right way to create and capture value. In a distributed fashion, we can take capacity utilization from 50% to 80%.”
That’s big value. It means saving millions on transformers and transmission. Recall what Sal said: “The grid is a highway you only drive on at rush hour and no cars the rest of the day.” Base can fix that.
Fixing that in a way that makes utilities happy might be the difference between a few-billion-dollar outcome and the S&P 500, a goal Zach and Justin have for the company. “We want to build a 50-year company,” Zach told me. “We want to be in the S&P 500.”
As it fixes, it earns the right to grow. Willem Van Lancker at Terrain described power businesses as “spiderweb things. Unlike software businesses, power companies actually are this latticework of insanely complex things that all link together.”
Base is in the web now, and as it moves towards the center of the web, towards the Base layer, it puts itself into a position to choose which threads to repair. All it has to do now is get everything right, at the same time, while growing a physical network the speed of software in a system that hasn’t changed all that much in 150 years.
America’s Next-Generation Power Company
The spiderweb analogy is apt. Thinking about Base reminds me of that Tim Urban image:
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Tim Urban
So much has happened in just 18 months to get to where Base is now. Zach and Justin have built a team that every investor, when I ask “What’s the one thing I can’t miss in this piece?”, brings up. That team, some of whom you’ve met today, working alongside nearly 100 excellent people you haven’t, have knocked on doors, contracted one generation of hardware, designed and are testing another, installed thousands of batteries, first by hand, then with contractors, then with an in-house team, built software to trade power and balance the grid, and software to turn lessons into moats, and have even started working with regulated utilities, all ahead of schedule. They’ve raised over $250 million from some of the best venture investors in the world.
But the sense I’ve gotten spending time with Base is that, by tackling so many challenges in such a short period of time, it has more opportunities ahead of it than it realized even a year ago.
“Most companies, we know we have a pretty good sense for what the business will look like in a crazy success case,” Sebastian at Lightspeed said. “In the case of Base, it really feels like there are 2-3 different paths that could create a huge company.”
In the near-term, there’s real urgency to get enough storage online to fix the grid. As Sal put it, “We are getting massively overcharged on our energy bills, we’re going through blackouts, and few people understand how close we are to a crisis. Few people realize how bad it is or how solvable it is. We know the answer. We just need to execute.”
“Just” doing that, of course, will take a Herculean effort from everyone on Base’s team today, and hopefully, from some of you. The existing roadmap is long.
Dino’s team, for example, as they test and roll out Gen 2, is already working on Base’s fully vertically integrated Gen 3 battery. That battery will move Base’s unit economics from “great” to “eye-popping,” and its install speed from fast to woah. “This thing needs to go on a house not in two hours, but in like 20 minutes,” Dino said. “How do we make that happen?”
Cole and Tim will need to sign up customers big and small all over Texas, and soon, in markets all over the country. Will customers in California respond to the same messaging as customers in Texas? A Luka billboard on the 405 would probably be a little more celebratory, at the very least. Will an investor-owned utility in Florida care about the same things as a cooperative in Texas? Certainly, they’ll want to better match supply and demand and defer infrastructure investments, but there will undoubtedly be nuance.
As Cole, Tim, and their teams grow the demand for Base, Dana and her team will need to figure out how to install thousands and then tens of thousands the batteries that Dino and his team are making across hundreds and then thousands of AHJs, with less and less involvement from the in-office Base team, even as the number of Base team members in the field multiplies.
Jared and his team will have to build software to make all of that internal work smoother, handling a growing but not-impossible list of edge cases as the complexities of the internal business grow. At the same time, they’ll need to build software to trade in different markets, to bill in different markets, and to integrate with, and ultimately replace, the clunky, cobbled-together codebases on which the flow of American electricity depends, no matter which language they’re written in.
Justin, and the people on his team, will need to figure out which products to build next, when there are so many products to potentially build. Zach will need to keep the capital and talent flowing to support the ever-expanding scale of the company’s ambitions.
Which is to say, there is a lot of work to be done, and it will only get harder from here.
But as we’ve learned, every challenge Base encounters births new opportunities. Base seems uniquely well-suited to capitalize on them.
First, because doing all of those things earns Base the right to win the coveted place as the Operating System for Electricity. If I’m right, it’s one of the most valuable positions to occupy in the world, as electrons become abundant and the demand for them balloons.
To Sal’s mind, if things go right, “Base could be a $1 trillion company. Energy is the largest sector of the economy, and this is the best energy company.”
Second, because Base has the people to pull it off, the ability to continue to bring people in, and the confidence to give those people control over their piece of the goal. If most 18-month-old companies told me they were considering doing as much as Base is, I’d throw up. Whenever Zach updates me on the plan, I get more and more fired up.
Third, because Base is showing that it knows how to vertically integrate, by going fast and making mistakes and learning and building the machine with those learnings. Vertical integration is both the biggest risk and the biggest strength: done right, the business gets stronger and stronger over time. Batteries get cheaper. Installs get faster. Software gets smoother. And the capabilities Base is able to bring to bear on any new challenge become more substantial.
Finally, though, and maybe less intuitively, the reason Base is able to capitalize on new opportunities as they present themselves is that they are deeply tied to the mission while remaining flexible on the strategy and tactics.
This was a core theme of the first Deep Dive, when changing strategies meant writing different words in a Google Doc – hard, but not that hard.
What’s impressed me so much is that they’ve maintained that nimbleness as the strategy turned into actions, as people have gone out into the field and seen what works and what doesn’t, what others are doing well and what leaves tons of room for improvement. That things are going so well in deregulated markets in Texas and Base is so willing to say, “OK, let’s look at regulated markets in other states” is a sign of that.
“Very few great companies get built with ‘a priori, this is the thing I’m going to build,’” Antonio Gracias reflected at the end of our call. “Most great companies are built by analogy.”
Being married to one solution – because that’s the thing you’ve always wanted to build ever since you were a little kid, or because that’s what you studied in your PhD, or because you think your idea is more clever than anyone else’s - can be an anchor.
Seeing a problem, though, and doing whatever it takes to fix it, even as the particular solution changes, is how the really big ones happen.
Uber was, “I can’t find a taxi, and I don’t want to wait for a ride—let’s improve transportation with technology.” Airbnb was, “I don’t want to sleep on an uncomfortable couch.” Facebook was, “I want to connect with interesting classmates.”
“The thesis,” Antonio said, “is that disruption almost always happens by analogy as opposed to building a brand new thing.”
In Base’s case, the goal is not to build a new and better battery. As Antonio described it, it’s, “I want to fix a utility market that hasn’t been disrupted for 150 years using batteries, technology, installs, whatever it takes.”
When I first met Justin, he didn’t tell me about a new cell chemistry he’d dreamt up; he showed me a chart of the total cost of electricity, and said his goal was to bring that down.
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It turns out, to do that, you need to lower delivery costs. To do that, you need to fix the grid. To do that, you need to install a lot of batteries. And from there, from that position as Electricity’s Operating System, from the Base layer, you need to do a whole lot of other things, too.
It will take a lot to modernize the grid. But it’s doable. And Base is doing it. Executing violently. Chopping wood, carrying water. Focusing on the big prize.
“What we are building is the best bet to bring down the total cost of energy,” Zach told me as we wrapped up our conversation in Austin, before I went to meet the rest of the team and he headed to a recruiting call. “This is how you get energy too cheap to meter.”
This, too, I’m betting, is how you build America’s Power Company. But it’s going to take a lot of work. Join ‘em.


Thanks to all of the Base investors and team members who spoke to me for this piece.


That’s all for today. We’ll be back in your inbox Friday with a Weekly Dose.
Thanks for reading,
Packy 
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The second thing that I found interesting hit me when I looked at

examples of industries that had indeed achieved winner-take-all

dynamics:
e Telephone ok
e Railroads these
* VHS businesses
¢ Smartphones have
e QWERTY keyboards common?

If you study the list closely, you’'ll notice that these businesses
all have something in common. Something that the before-mentioned

industries don’'t have. They are based on atoms, not just bits.
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