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The decision

Johnson Controls International plc (JCl) had made two public moves in 2026: it acquired Nantum
Al, then launched new Al capabilities in OpenBlue, its digital building ecosystem. Energy &
Comfort Intelligence (ECI), powered by Nantum, was intended to optimize air circulation across
air-handling units, fans and related systems. JCI had also published a customer example
reporting lower airside energy use at one facility.

On 30 September, JCI filed that Julie Brandt, vice president and president of Global Commercial
and Field Operations, would leave under operating-model changes. She was expected to begin
an advisory role on 1 October and remain through year-end. The filing did not identify a
successor or connect the transition to OpenBlue, ECI or deployment authority. [P8, Item 5.02,
SEC lines 67-69]

Assignment: Assume you are advising JCI's senior leadership on the next stage of ECI
deployment. Recommend how quickly JCI should expand commercial use and what operating
rules should govern that expansion. Choose between broader platform-led scaling and
customer/use-case-gated expansion, or propose a clearly defined hybrid. Address measurable
energy and comfort outcomes, implementation and customer-support capacity, cybersecurity
review, human oversight, and the evidence that should trigger expansion or a pause. Use only
information available by the cutoff. State what additional internal evidence you would request
before setting numerical thresholds.

These are hypothetical choices for analysis. Public disclosures do not show that JCl adopted
either rollout policy or disclosed a deployment schedule.
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JCI’s building-systems business

JCl designs, manufactures, installs, retrofits and services building systems that include HVAC,
controls, security and fire protection. Its 2025 annual report presented OpenBlue as a digital
platform that connects building products, services and data; it described Al and
machine-learning capabilities among its digital offerings. In FY2025, products and systems
represented 68% of continuing-operations sales and services represented 32%. [P1, Item 1,
printed pp.4-6 / SEC lines 167-205]

The service mix matters to the decision. JCI's business includes commissioning, retrofits and
lifecycle services, not only equipment sales. Broader automation could strengthen the digital
offering and create more opportunities to serve installed buildings. It could also require
technical integration and field support across customer systems. JCI did not publish ECI-specific
margins, recurring revenue, or a support-cost profile by the case date. [P1, Item 1, pp.4-6; P2,
Note 4, pp.11-12 / lines 551-586]

Exhibit 1. Selected JCI results and demand indicators
Q3 FY2026; U.S. dollars unless noted. Company-reported measures.
Measure Reported value

Sales $6.6 billion; +9% reported,
+10% organic

GAAP earnings per share $1.23

Adjusted earnings per share
Solutions & Services orders

Solutions & Services backlog

$1.42

+27% organic

$21.0 billion; +32% organic

Americas sales $4.504 billion; +11%
Americas orders / backlog +37% / $15.9 billion, +40%
organic

Source: JCl Q3 FY2026 earnings release, 29 July 2026 [P3, lines 18-36, 47-63]. Adjusted EPS is a
non-GAAP measure. Organic growth excludes acquisition/divestiture and currency effects where
specified. Orders and backlog are Solutions & Services indicators, not ECI-specific bookings. JCI
warns that backlog conversion timing is uncertain and backlog is “not necessarily indicative of
revenue to be earned in the upcoming fiscal year” [P2, Note 16, printed p.38 / SEC lines
1598-1600].

Management attributed Americas demand growth to data centers and other mission-critical
environments. The reported backlog had also been restated to include equipment-only sales
beginning in Q1 FY2026. Neither the demand attribution nor the broad order/backlog figures
identifies customers likely to buy ECI. [P3, lines 34-36, 47-63]

Strategy & Finance | S&F-STR-337



From acquisition to launch

JCl announced it had acquired Nantum Al on 27 April 2026. In the same quarter it closed the
acquisition of Alloy Enterprises, which makes advanced direct-liquid-cooling components. The
two acquisitions together involved approximately $291 million in consideration net of cash
acquired; JCl said a “meaningful component” related to Alloy. It recorded $193 million of
goodwill, primarily related to expected synergies, and $127 million of developed-technology
intangible assets. [P2, Note 3, printed p.9 / SEC lines 497-501]

Those combined amounts do not reveal the standalone purchase price, spending plan or
expected return for Nantum or ECI. The goodwill description is an accounting explanation of
expected synergies, not evidence that benefits had been realized.

In its April announcement, JCI said the first combined offering was being piloted. The offering
applied occupancy-based airflow optimization alongside existing chiller-plant offerings. [P4,
lines 318-325] On 5 August, JCl announced that ECI was powered by Nantum and would provide
recommendations and enhanced controls for air-handling units, fans and other air-circulation
equipment. The same release announced an agentic Al assistant and an Al-native data
architecture. [P5, lines 320-324]

Evidence from early use

JCI reported that financial-software company DATEV implemented ECI and reduced airside
energy use by nearly 10% on applicable equipment. The release said the system issued
thousands of automated commands and that DATEV's facility team received no comfort
complaints. DATEV’s representative said the company planned to expand use to more facilities.
[P5, lines 326-327]

The public account did not give a baseline, measurement period, number of buildings, study
design, whole-building energy denominator or independent validation. The claim describes
applicable equipment at one customer; it does not establish an average outcome for ECI
customers.

JCI also described OpenBlue Intelligence (OBI) as an assistant that surfaces insights,
recommends actions and executes approved workflows while keeping people in the loop. It said
new onboarding processes across OpenBlue solutions could reduce implementation time by “up
to 95%,” from months to days in complex facilities. The release provided no sample or
validation details for that maximum claim. Human approval described for OBl workflows should
not be assumed for every ECI control action. [P5, lines 329-334]

At the end of the release, JCI cited a Forrester study for “up to 155% ROI.” The original report is
dated April 2025 (printed p.1). Its methodology and interviewee table, followed by the modeled
composite description, appear on printed pp.8-11: Forrester interviewed five people at
organizations using OpenBlue; one also used FM:Systems. The study combines OpenBlue and
FM:Systems; it does not evaluate the August 2026 Al features, Nantum or ECI alone. Its
modeled ROl is not a JCl realized return or ECI forecast. [P5, line 341; P11, printed pp.1, 8-11]

Trust, control and competition

JCI’'s 2025 annual report identified technology-development and product-acceptance risks,
alongside risks involving Al, privacy and cybersecurity. Its Q3 FY2026 filing discussed cyber
exposure from connected digital systems, including OpenBlue. These disclosures identify areas
for management control; they do not report an ECI incident. [P1, Item 1A, pp.10-12 / SEC lines
352-362, 411-416, 430-435; P2, Part Il ltem 1A, pp.44-45 / lines 1812-1826]
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Competitors were also describing automated building controls. Siemens’ Building X Comfort Al
product materials described Al-based HVAC setpoints and controls for radiators and fan-coil
units; its June 2026 release notes described an Al-based occupancy schedule recommendation
in beta. Schneider Electric published 2026 research using modeled AI-HVAC outcomes validated
against pilot deployments. Trane had earlier announced cloud Al control for its Tracer SC+
systems. These disclosures concern different products and evidence types; no comparable
performance, price, adoption or cybersecurity measure was available. [P10]

Exhibit 2. What the public record does-and does not-show

Publicly disclosed by 3 October Not disclosed for ECI/Nantum

Acquisition closed; first combined offering had been described as in pilot; ECI publicly  Rollout schedule, eligible-site
launched. [P2-P5] count, customer pipeline or
deployment cohorts

One customer example reported nearly 10% lower airside energy on applicable Baseline, duration, sample,

equipment. [P5, lines 326-327] independent measurement,
whole-building result or
repeatable cohort outcomes

OBI was described as executing approved workflows with people in the loop; Airwall Whether all ECI controls

features were described. [P5, lines 329-339] require approval,
product-specific safety,
cyber-testing and incident data

JCl reported broad demand and backlog, with conversion uncertainty. [P2-P3] ECI revenue, pricing, margin,
renewals, support cost or
expected returns

A senior commercial and field-operations leader’s transition was filed. [P8] A stated link between the
transition and ECI, or any
successor/deployment decision
right

The comparison summarizes public disclosure, not proof that undisclosed data do not exist
internally.

Two deployment approaches

Broader platform-led scaling. Expand ECI across a wider set of technically eligible OpenBlue
customers and use early commercial deployment to build adoption and operational learning.
This path may help JCI take advantage of its installed base and existing customer relationships.
It would require a credible approach to system eligibility, commissioning, customer consent,
support capacity and monitoring.

Customer/use-case-gated expansion. Expand in selected customer and building
configurations, requiring explicit evidence on energy, comfort, implementation burden and
cybersecurity before broadening eligibility. This could protect customers and build a more
comparable evidence base. It may also slow learning and commercial reach if gates are too
broad, burdensome or poorly matched to site risks.

Management could combine the approaches, but should specify which customers or uses
qualify, which decisions are automated or reviewed by people, and what evidence changes the
deployment scope. Public sources do not supply numerical thresholds or an ECl-specific
business case.
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Recommendation memo

Prepare a two-page memo for JCl's senior leadership team. Choose a deployment approach and
explain the trade-offs. Identify decision rights, minimum customer and building eligibility,
evidence to monitor, and the process for revising scope. Separate published company claims
from measured facts. List the internal information required before assigning a rollout target or
financial return. Any thresholds or deployment calendar you introduce are classroom
assumptions, not disclosed JCI plans.

Source key

* P1 - FY2025 Form 10-K

* P2 - Q3 FY2026 Form 10-Q - P3 - Q3 earnings release

* P4 - Nantum acquisition announcement - P5 - OpenBlue Al expansion release
* P8 - 30 September Form 8-K

* P10 - Competitor context: Trane - Siemens Comfort Al - Siemens release notes - Schneider
Electric

* P11 - JCI study summary - original Forrester TEI PDF
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https://www.sec.gov/Archives/edgar/data/833444/000083344425000097/jci-20250930.htm
https://www.sec.gov/Archives/edgar/data/833444/000083344426000087/jci-20260630.htm
https://www.sec.gov/Archives/edgar/data/833444/000083344426000083/q3ex991xq3fy26earningsrele.htm
https://www.johnsoncontrols.com/media-center/news/press-releases/2026/04/27/johnson-controls-acquires-nantum-ai-to-accelerate-ai-driven-energy-optimization
https://www.johnsoncontrols.com/media-center/news/press-releases/2026/08/04/johnson-controls-unveils-ai-powered-openblue-platform-expansions
https://www.sec.gov/Archives/edgar/data/833444/000083344426000098/jci-20260925.htm
https://www.trane.com/commercial/north-america/us/en/about-us/newsroom/press-releases/new-trane-autonomous-control-powered-by-brainbox-ai.html
https://www.siemens.com/en-us/products/building-x/applications/comfort-ai/
https://www.siemens.com/en-gb/products/building-x/release-notes/
https://www.se.com/us/en/about-us/newsroom/news/press-releases/Schneider-Electric-finds-AIenabled-buildings-can-cut-energy-use-by-up-to-22-save-on-annual-utility-costs-and-carbon-6ab0dfed92c09675dc0ef083/
https://www.se.com/us/en/about-us/newsroom/news/press-releases/Schneider-Electric-finds-AIenabled-buildings-can-cut-energy-use-by-up-to-22-save-on-annual-utility-costs-and-carbon-6ab0dfed92c09675dc0ef083/
https://openblue.johnsoncontrols.com/insights/report/total-economic-impact-study
https://www.johnsoncontrols.co.uk/-/media/project/jci-global/johnson-controls/us-region/united-states-johnson-controls/open-blue/ob-tei-v2/the-tei-of-johnson-controls-openblue-april-2025_updated.pdf

