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IoT- Systems Monitoring Strategy

 The platform is offered as part of a BIM - as - a- Service approach 
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BEFORE ANYTHING ELSE

Forever
is how long you are locked in

when hardware and software ship as one unit.

Not a contract term — an architectural one. The best product on the market today still owns your building 

tomorrow if you cannot separate the two.
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THE BIG IDEA

Separating hardware from software is the 
north star.

Not because it is elegant, but because every other route ends with someone else 

holding the keys to your building. Open the industry and innovation stops needing 

permission.

2026 framing · the analysis that follows is unchanged from 2020
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Intelligent Buildings Approach

“IoT Systems Monitoring” Building Automation Context ONE Future – Three approaches Assumptions - Main Options for the platform Slide 9Products to strive for

Interoperable standardized solutions are the foundation of smarter buildings One big obstacle in realizing Smart from the Start Manufacturing – The past, the present  The Future Separation of hardware and software as the North Star APPLE approach vs truly open – 100 year perspective

Why is this important? Open Industry – Software ready Buildings Slide 18 Severe integration challenges in the CRE-space Risk/Reward - Combining leading-edge and proven solutions Hybrid Strategy recommendation

“IoT” Systems Monitoring
- Building Automation context

One Future
- Three approaches

Assumptions – Main Options
For the platform Products to strive for Digital Twin Journey

The Foundation of 
Smarter Buildings

One BIG obstacle in realizing
Smart from the Start

Building Automation – The past
the present & the Future

Separation of hardware and
Software as the North Star

APPLE approach vs
Truly open – 100 year perspective

Hybrid Strategy
recommendation

Open Industry –
Software Ready buildings

New Construction
Connectivity

Severe integration challenges
in the CRE - space

Risk/Reward, Combining leading - edge 
and proven solutions
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“IoT Systems Monitoring” Building 
Automation Context

 All the material focuses on 
the building automation 
aspects of a building 
(BAS/BMS) and how to 
monitor, optimize HVAC 
systems and getting these 
connected in a future - proof 
way with/without the help of 
“IoT” and wireless.

 There is a separation from 
the building automation 
perspective and other 
systems, which altogether 
are important for users and 
tenants, but not in focus of 
this strategy. 
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ONE Future – Three approaches

One Future

Connected Digital Twins as the one true source for the total real estate 
lifecycle, cradle to the grave. 

Three approaches

1. New ConstructionHow can the platform help construction companies 
“build smart from start”?

2. Existing Buildings with existing systemsHow can the platform help 
owners create more logic in buildings?

3. Existing Buildings without any logicHow can the platform help owners 
create logic in buildings?
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Assumptions - Main Options for the 
platform

 What are the main options for the platform in connecting buildings? 

Hybrid

-  Use partner solutions until own 
solutions can be utilized

-  Provide material to vet partners 
understanding the limitations existing 

companies and solutions have.
-  Suggest solutions for partners 

Partner up
(completely)

-  Most companies want to lock 
everyone in to their own solutions. 

 -  No one are vendor - agnostic. 
-  Not fast enough

- Nor different enough
- Won’t give the company an edge

Yes

Partner Own

Own the 
solution

Too far from the core 
to do everything on your

own from the start. 
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The 
platform 
offering

1. The CDT
The Connected Digital Twin

Smart Building Strategy with partner(s)

Smarter Buildings

Existing 
Building

2. Partner up to solve the total needs
Smart buildings need Smart Organizations

Smart 
Building

Smart Organization Strategy with partners

Existing Building

Scanned + 
Connected Building

Smarter 
Organizations

Smart 
Organization

3. Digital First Real Estate
Data - driven decision making

The Digital Twin Journey

Data - driven
decision - making

Place & Play Sensors
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The platform 
offering

Connected Digital Twin 
(CDT)

1. The CDT
The Connected Digital Twin

• Show Before and After
• Access to information
• Scan/Deploy sensors
• Control the narrative

Smart Building Strategy with partner(s)

• Integration partner
• Security
• Data Quality
• Scalability
• IoT/OT/IT/ET
• Proptech
• Audio
• Emergency systems 
• HVAC control

Abstract the technology & Focus on 
Value/Money/Increased Revenue

Existing 
Building

Lightweight Connected Digital Twin

• The Connected Digital Twin 
as an overlay, separate 
from existing building 
systems

• Sensors sending info to the 
platform

• Standardized offering
• Platform for data - driven 

decisions
• Platform to build future 

innovation programs
• Options to scale up sensors

2. Journey to a Smarter World
Smart buildings need Smart Organizations

Smart Building

Autonomous Building

• Organizational Redesign
• Data harmonization
• Alignment between:

- People
- Culture
- Processes
- Hierarchy
- IT - systems

API/Interface

Smart Organization Strategy with partners

Existing 
Building

Scanned/
Connected Building

• Open Systems
• Interoperability
• No - vendor lockin
• Standardized APIs
• Modular solutions
• Data strategy
• Short - term/long - term
• Future - proof
• Sustainability thinking

Organizations need to be able to move 
fast and leverage all data

Smart 
Organization/
Ecosystems 

Thinking

3. Digital First Real Estate
Data - driven decision making

• CM Programs
• Quick wins
• Strategic Alignment
• Fun places to work
• Attracting new talent
• Modern workplace
• AI - strategies
• Data - driven decisions

Digital Twin
Real - time data
Autonomous 
sequencing

Platform - thinking
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Real Estate owners should be in control of their data and to enable them to invite vendors who to 
innovate with their buildings in a standardized way.

Remote monitoring Analytics & Control Partners EcosystemNo BAS/BMS

Interoperable standardized solutions are the 
foundation of smarter buildings
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One big obstacle in realizing Smart from 
the Start

 The weakest link in creating value from existing buildings is not what 
people think - It’s not to get data out.

 It’s to get existing systems to do what you want without having to use 
the proprietary software from existing equipment. That’s where the 
BIGGEST challenge is. But there are Different ways to solve it.

 Complete separation from hardware and software.

 Creating a software ready building

 Potential to be Smart from the Start

 Game the system, running AI over the top
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Smart Building Strategy with partner(s)

Smarter Buildings

• Need to use vendor tools 
for configuration

• Wired for the most part

Open Industry M. Technology
Open Industry

Modern
Technology

Open 
Industry

Modern 
Technology

• Choice to use vendor tools 
for configuration

• Wireless for the most part

time

• Need to use vendor tools 
for configuration

• Everything wired

Building Automation –The past, the present & The Future

Wired infrastructure

Hardware Software
Logic

 Logic Logic

Hardware

Proprietary 
software

Hardware

Proprietary 
software

xx
Hardware

Proprietary 
software

Hardware

Proprietary 
software

Hardware

Proprietary 
software

 Logic

x

Wired infrastructure

Wireless augmentation
Wireless augmentation

Wired and Wireless Infrastructure

1. Legacy Technology 2. Automated Hardware/Software systems 3. Decoupled Hardware/Software
– With distributed logic
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1. Legacy Technology 2. Automated Hardware/Software systems

• Old technology (PID loops, sequences)
• Proprietary data formats
• Hard to get data out
• Minimal vendor interoperability
• Wired solutions dominate
• Inconsistent data tagging

• Need to use vendor tools for 
configuration

• Everything Wired

• Modern technology
• Interoperable data formats
• Vendor interoperability
• Wired and Wireless solutions
• Business model vendor lock - in
• Vendor dependency
• Hardware and Software coupled

• Need to use vendor tools for 
configuration

• Wired for the most part

• Hardware/software separation
• Open Industry with AI at the edge
• Interoperable modern data formats
• Modular – Robust – Useful – Attractive 
• Vendor interoperability
• Distributed trust and verifiable data
• Real - time digital twins

• Choice to use vendor tools for 
configuration

• Wireless for the most part

3. Decoupled Hardware/Software
– With distributed logic

Wired infrastructure

Hardware Software
Logic

 Logic Logic

Hardware

Proprietary 
software

Hardware

Proprietary 
software

xx
Hardware

Proprietary 
software

Hardware

Proprietary 
software

Hardware

Proprietary 
software

 Logic

x

Wired infrastructure

Wireless augmentation
Wireless augmentation

Wired and Wireless Infrastructure

Cloud

Edge
Logic Time

Open Industry M. Technology Open Industry

Modern 
Technology

Open Industry
Modern 

Technology

Data Traffic

Edge

Real - time data

Siloed data

Manufacturing –The past, the present & The Future
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Separation of hardware and software as 
the North Star

1. For New Construction

 Help construction companies specify solutions 
which separate hardware and software and built 
for the end strategies

2. Existing Buildings with existing systems

 Scan buildings +  deploy sensor line + get data 
out from existing systems with a trusted data 
layer + tie it to the platform and make data - driven 
decisions with partners. 

 Separation of hardware and software as the true 
North Star

3. Existing Buildings without any logic

 Same as number 2 with the add - on of adding 
modern BAS/BMS offering on top.

• Hardware/software separation
• Open Industry with AI at the edge
• Interoperable modern data formats
• Modular – Robust – Useful – Attractive 
• Vendor interoperability
• Distributed trust and verifiable data
• Real - time digital twins

• Choice to use vendor tools for 
configuration

• Wireless for the most part

3. Decoupled Hardware/Software
– With distributed logic

Hardware Software
Logic

 Logic Logic

Wireless augmentation

Wired and Wireless Infrastructure

Open Industry
Modern 

Technology Edge

Real - time data
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Products to strive for

 When talking to partners and vetting leading -
edge solutions, strive for products that cater 
to the future requirements in the market.

 Software is separated from the hardware

 Open, interoperable solutions

 Modular, with standardized APIs

 Local control as well as Cloud augmentation

 Wireless first - strategy focusing on modular

 Open - Source based products if possible

 An idea of metadata tagging and 
understanding of the importance for turning 
data into information

• Hardware/software separation
• Open Industry with AI at the edge
• Interoperable modern data formats
• Modular – Robust – Useful – Attractive 
• Vendor interoperability
• Distributed trust and verifiable data
• Real - time digital twins

• Choice to use vendor tools for 
configuration

• Wireless for the most part

3. Decoupled Hardware/Software
– With distributed logic

Hardware Software
Logic

 Logic Logic

Wireless augmentation

Wired and Wireless Infrastructure

Open Industry
Modern 

Technology Edge

Real - time data

INTELLIGENT BUILDINGS APPROACH 15 / 23



info@winniio.io

APPLE approach vs truly open – 100 
year perspective

 The challenge with using products that are better than 
everything else today, but lock companies into their 
business model is that they might be locked in forever. 
Companies might not want to buy new hardware every 
year, nor do companies want to pay for unnecessary 
upgrades either. 

 Everyone wants products and buildings that work, and if 
possible, can run themselves. If customers are forced to 
use the specific tools from a company and their 
proprietary technology to create an autonomous building, 
they might regret the decision down the line. 

 Even if the solution takes the building, and the industry 
technology level to new heights. Because, it keeps 
owners and integrators locked in to ONE solution, forever.

 How important is choice?

2. Automated Hardware/Software systems

• Modern technology
• Interoperable data formats
• Vendor interoperability
• Wired and Wireless solutions
• Business model vendor lock - in
• Vendor dependency
• Hardware and Software coupled

• Need to use vendor tools for 
configuration

• Wired for the most part

Wired infrastructure

Hardware

Proprietary 
software

Hardware

Proprietary 
software

Hardware

Proprietary 
software

 Logic

x

Wireless augmentation

Open Industry

Modern 
Technology
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Why is this important? Open Industry –
Software ready Buildings

1. For New Construction – Setting the platform standard

 Automation people are always last to the scene. Working with software 
separated controls would let them “install” whatever works, also making 
sure that it’s the latest technology that is deployed on site. It also has the 
potential to build smart from start, disrupting existing ways of working.

2. Existing Buildings with existing systems – Democratize Innovation

 Everyone is locked into existing systems where it costs an extreme amount 
of money for integration. Utilizing modern technology with a software 
approach will create smarter buildings without having to rip out existing 
infrastructure and it will open up the industry for innovation. 

3. Existing Buildings without any logic – Faster time to value creation

 Add intelligence to the building, without high costs, with plug and play 
offerings that can scale and that are open by nature. bolt - on intelligence
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High level requirements for New Construction Connectivity

In order to be robust, building components need to be 
modular

• Hardware/software separation
• Open Industry with AI at the edge
• Interoperable modern data formats
• Modular – Robust – Useful – Attractive 
• Vendor interoperability
• Distributed trust and verifiable data
• Real - time digital twins

• Choice to use vendor tools for 
configuration

• Wireless for the most part

3. Decoupled Hardware/Software
– With distributed logic

Hardware Software
Logic

 Logic Logic

Wireless augmentation

Wired and Wireless Infrastructure

Open Industry
Modern 

Technology Edge

Real - time data

1. Use products that are built for the end looking at the total cost of 
ownership for the construction company as well as the customer 
journey

2. Data should be easy to get out. 

3. Sensors should be used during the whole construction process, 
also enabling owners to receive a building that is smart from start

4. Local control when it comes to building automation systems

5. Separation of hardware and software with open APIs

6. Quality data is necessary for future analytics and AI requirements 

7. Security as a given when it comes to the building automation 
network, and IT/OT/IoT thinking

8. A clear idea of who owns the data
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Severe integration challenges in the 
CRE-space

 “We have a lot of clients that have invested heavily with a number of 
technologies that are now either unsupported or very expensive to maintain. 

 Any platform that is exclusive with its products has the possibility of becoming 
a nightmare. Companies working with VC dollars that end up refocusing, 
companies that are purchased for their clients and then the product retired, or 
those that base the product on something that loses market support/favor 
(Lonworks , Sedona, Java...)

 We have seen thousands of buildings with smart thermostats that can no longer 
be updated and the clients pay monthly fees to access via the cloud portal.

 What was originally a low cost means of managing retail sites at an enterprise 
level is now a huge operating expense and if a device fails they cannot replace 
it and connect to the same platform”.

-  Michael Johnston Lead Solutions Architect at CBRE, LEED AP
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Mainstream ProductsEarly Products

Risk/Reward - Combining leading-edge 
and proven solutions

Go to MarketInnovate/Pilot

 Early products use more modern 
technology in general than the 
mainstream products but might 
need “help” with product -
market - fit and assisting them in 
what is needed to “cross the 
chasm”

 Mainstream products have the 
benefit of being proven in the 
market. But they might not be 
what’s going to enable a 
competitive edge. 

 Use products that are favoring 
openness, interoperability and 
standardized ways of working. Managed risk, reliable reward
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Hybrid Strategy recommendation

Control & Value

Time

Proven
solutions

Leading edge

Robust offering

Now

Industry Maturity/
Openness

low

High

Medium

1. For real customers, always use proven solutions with 
complete material, support, and organizations backing 
the solution. Less risk, someone else owning the 
product/solution. 

2. At the same time, pilot sensor solutions on your own, 
go for the scanned + Digital Twin offering as soon as 
possible. This is more about controlling the narrative, 
get more value and speed up time to value creation.

3. Working with leading - edge solutions will benefit the 
industry more and provide more value for customers. 
But it could also mean more risk, and the potential of 
moving too far away from the core.

4. Continuous innovation with the latest will bring more 
value to the platform, keep the offering leading - edge 
and distinct, and it will also open the industry making it 
more interoperable.

Unique offering

CDT

Partner
Connected
Digital Twin

CDT

Own
Connected
Digital Twin

Mainstream MarketEarly Market

Take to MarketInnovate/Pilo
t

Control
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THE ONE THING TO REMEMBER

The weakest link

is not getting data out of the building.

It is getting existing systems to do what you want without the 
vendor's own software.

Everyone optimises the read path. The write path is where the lock - in actually lives — and where the 

value is.
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WHAT GOOD LOOKS LIKE

The building that answers back.

Software - ready buildings, smart from the start

Innovation without ripping out existing infrastructure

Bolt - on intelligence where there is no logic at all

Choice — not one vendor, forever

Method & maturity ladder winniio.io/method

INTELLIGENT BUILDINGS APPROACH

winniio.io/method

ceo@winniio.io

Method & maturity ladder

Talk it through
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