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About this Whitepaper

Across two decades of industrial digital transformation, one pattern repeats with depressing reliability: ambitious
pilots that produce working dashboards, board-level applause, and a press release — and then quietly stall before
they ever reach production at scale. McKinsey's research puts roughly seven in ten manufacturers in that position.
Bain finds four out of five organizations scaling fewer than 60% of their lIoT proofs of concept. Eseye's 2025 State
of IoT Adoption Report goes further still: 99.6% of deployments fail to meet required connectivity levels when the
full Total Cost of Ownership is not assessed up front.

This whitepaper is written for the industrial leaders who do not intend to repeat that experience. It is the first in
10T83's flagship series and the most important of the seven, because every other conversation about Al readiness,
monetization, total cost of ownership and platform sovereignty assumes you have first solved the pilot trap.

What follows is a practical framework. It begins with an unflinching look at the numbers, examines the structural
reasons most industrial IoT initiatives stall before production, introduces the Flex83 reference architecture across
its three integrated layers — Flex83 Edge, Data Platform and AloT Solutions — gives buyers a 25-question
diagnostic they can run against any platform, and ends with a staged rollout playbook tied to explicit KPI gates.
Quantified outcome benchmarks — 10x faster time-to-market, 6x lower TCO, decision latency down 40-60%,
integration effort down 30-50%, unplanned downtime down up to 50% — are drawn from the 10T83 Customer
Value Model and validated at scale across Tier 1-3 industrial OEMs and enterprises.

Read it linearly if you are new to the topic. Skip to Chapter 4 if you are running an active vendor evaluation. Hand
Chapter 6 to your program office if you already know what to buy and need to know how to roll it out.
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Executive Summary

The problem in one line

Most industrial IoT pilots are technically successful and operationally orphaned. They prove a feature but cannot

prove a program.
The hard numbers

Six independent studies converge on the same uncomfortable conclusion. McKinsey reports approximately 70% of
manufacturers cannot move IoT beyond pilots. Bain finds four-fifths of organizations scale fewer than 60% of their
[1oT proofs of concept. Eseye's 2025 State of [oT Adoption Report concludes that 99.6% of [oT deployments fail to
meet required connectivity levels when TCO is not properly assessed up front. Altoros and Bain show that 42% of
companies cite "interfacing with existing applications" as the top barrier to scaling. ABB and Microsoft find that
around 20% of [oT projects cannot manage and utilize the data they collect — the rise of the industrial data
swamp. McKinsey's longitudinal survey shows that 85% of companies spend more than a year stuck in pilot mode,
and 28% remain there for two or more years.

Why pilots really fail

In every case we have audited, the pilot itself worked. The platform stack that built the pilot was the wrong stack
for production. Specifically, pilots fail at four hidden seams that do not show up in a demo: ingestion (one protocol
works, ten do not), semantics (two assets, same tag, three meanings), asset lineage (no path from a sensor reading
back to ERP context), and application enablement (bespoke code that cannot be patched, audited or scaled). A
platform that closes one or two seams will pass the pilot. Only a platform that closes all four on Day-1 will survive
scale.

The Flex83 thesis

[0T83's Flex83 is built as an enterprise-grade AloT platform organized into three integrated layers — Flex83 Edge,
Data Platform and AloT Solutions — over an FCAPS-grade infrastructure and security foundation. It arrives 80%
solution-complete on Day-1, with 250+ platform functions, 50+ edge connectors, 35+ pre-built micro-services,
multi-tenant FCAPS-grade reliability, cloud-agnostic deployment and full IP ownership. The architecture, the
connectors and the application enablement layer are all owned 10T83 intellectual property. The pilot you build
today scales into the production system you run tomorrow — on any cloud, in any country, against any combination
of MES, ERP, CRM and SCADA you have inherited.

What you should expect at scale

Industrial enterprises that complete the staged rollout described in Chapter 6 should expect, in order of board-
visibility: 10x faster time-to-market on each new use-case; 6x lower five-year TCO than a hyperscaler + bespoke
stack; integration effort reduced 30-50%; custom build effort reduced 50-70%; decision latency reduced 40-60%;
unplanned downtime reduced up to 50%; maintenance cost reduced 18-25%; and throughput up 10-30%. The

composite ROI envelope is 3-5x within 12-15 months on a program of three or more plants.
How to read this whitepaper

The chapters are structured to take the reader from market context to actionable decision in a deliberate
progression.



e Chapter 1 frames the scaling opportunity using the most cited industry benchmarks.
Chapter 2 examines the structural reasons most industrial |oT initiatives stall before production.
Chapter 3 introduces the Flex83 reference architecture across its three layers — Edge, Data Platform, and AloT
Solutions — and explains how each layer contributes to an enterprise-ready, scale-ready foundation.
e Chapter 4 provides a 25-question diagnostic that buying committees can apply to any platform under evaluation,
including Flex83.
Chapter 5 situates the dedicated AloT platform within the wider technology category landscape.
Chapter 6 presents a staged rollout playbook anchored by explicit KPI gates.
Chapter 7 quantifies the outcomes industrial enterprises should expect at scale.

Chapter 8 maps the key takeaways to each executive persona involved in the buying and delivery cycle. Chapter 9
lists every source consulted, and the methodology behind every benchmark cited.

TL; DR for the board

Pilots stall not because the technology was wrong, but because the platform was incomplete on Day-1. Buy a platform
that arrives 80% complete and 100% portable, instrument the rollout with KPI gates, and the pilot trap stops being a
structural problem and becomes a solved one. Flex83 was built to do exactly that.




Chapter 1

The Pilot-to-Scale Chasm in Numbers

If the only number you read in this chapter is 70%, you have read the most important number in industrial digital
transformation. Roughly seven in ten manufacturers cannot scale [oT beyond pilots. That is McKinsey's headline
finding, and it has stayed remarkably stable across the last six years of their research. Bain's parallel work is even
sharper: four out of five organizations scale fewer than 60% of their [1oT proofs of concept. In a typical enterprise
pursuing Industry 4.0, eight pilots are running in parallel; one or two survive into production. The rest become
slides in a board deck and a quiet line item in next year's budget.

This chapter assembles the six numbers every industrial leader should be able to recite and then walks through
why each one matters when you are sitting in a buying committee or a program review.

1.1 Six numbers that define the chasm

Six Numbers That Define the Chasm

70% 4/5 99.6%

of manufacturers scale fewer than of deployments miss
cannot scale beyond pilots 60% of their lloT POCs required connectivity levels
McKinsey Bain & Company Eseye 2025
cite app integration as of loT projects struggle spend over a year
the top scaling barrier to manage their data stuck in pilot mode
Altoros & Bain ABB & Microsoft McKinsey

Figure 1 - Six independent data points that, together, describe the pilot-to-scale chasm in industrial [oT.
70% — manufacturers that cannot scale IoT beyond pilots

This is McKinsey's most cited finding on industrial IoT and has been replicated across their 2020, 2022 and 2024
manufacturer surveys. It is not a measurement of how many pilots are launched — it is a measurement of how
many enterprises ever cross the bridge to production. The implication for any leader sponsoring an IoT program is
sobering: the base-rate probability of failure, before any execution risk is added, is seven in ten.

4 out of 5 — organizations scaling fewer than 60% of their IIoT POCs

r.n

Bain's "Beyond Proofs of Concept” research adds the second axis to the McKinsey number. Even among

organizations that do escape the pilot, the majority cannot replicate that success across their portfolio. The



structural failure is not in proving a use-case once. It is in proving it twice — at a second plant, a second region, a

second customer — without restarting the engineering work from scratch.

99.6% — IoT deployments that fail to meet required connectivity levels when TCO is not
properly assessed

Eseye's 2025 State of IoT Adoption Report is the most quantitatively rigorous TCO study in the public domain. Its
central finding — that almost every deployment fails to meet required connectivity levels when Total Cost of
Ownership is not assessed up front — is not a connectivity problem. It is a procurement problem. The pilot was
budgeted on year-one infrastructure. The production system runs into hidden egress, IAM, storage, and re-
platforming costs that were never on the board's slide.

42% — companies citing "interfacing with existing applications" as the top barrier to
scaling IIoT

Altoros and Bain's joint research surfaces the integration tax that hits every scale-out effort. Modern industrial
plants speak Modbus, OPC-UA, MQTT, HTTP, S7, BACnet, Profinet, EtherNet/IP and a long tail of vendor-specific
dialects, with MES, ERP, CRM, PLM, SCADA, QMS, CMMS and CRMs on top. A pilot makes one of these talk. Scale
requires all of them to talk, in production, at FCAPS-grade reliability, all the time.

~20% — IoT projects that struggle to manage and utilize their data

ABB and Microsoft's combined research found that roughly one in five IoT projects accumulate data faster than
they can use it. EMQ's industrial data report calls the outcome a "data swamp". The economic consequence is that
the Al/ML, GenAl and digital-twin investments stacked on top of this data collapse into unreliable insights,
untrainable models and a governance position that fails any serious audit.

85% — companies that spend more than a year stuck in pilot mode

This is McKinsey's longitudinal survey number, and it is the one most likely to drive the board to fund a different
approach. A year in pilot is a year in which stakeholder fatigue sets in, the engineers who built the pilot move
teams, the operational sponsor changes role, and the next budget cycle begins. Twenty-eight percent of programs

stay in pilot for two years or more — which, in industrial timescales, is effectively forever.



1.2 Eight pilots, one scaler — the structural funnel

Eight Starts, One Scaler

The average industrial enterprise runs 8 pilots in parallel. Only 1 or 2 ever reach production at scale.

Stage 1 8 pilots launched 8ofs

Initiation

Stage 2 : 6 reach a working demo 60f8

Working demo

Stage 3 3 survive past one year 30f8

Pilot purgatory

1-2 reach scale

Stage 4

Scaled production

1-2 of 8

Figure 2 - The pilot funnel — eight starts per enterprise, six demos, three crossings of the one-year line, one to two pilots that reach production.

Aggregating McKinsey, Bain, Industry Week and our own customer field data produces the funnel above. A typical
industrial enterprise pursuing Industry 4.0 has approximately eight active pilots at any time. Six of them get to a
working demonstration. Three of them survive the first year. One to two ever reach scaled production. The
implication is brutal: even when a pilot is technically successful, the structural probability of it becoming a
production system is roughly 12-25%.

Every drop in the funnel is a structural failure, not a technology one. The pilot that fails at Stage 2 does not fail
because the model was wrong. It fails because no one designed the ingestion layer for ten protocols, only one. The
pilot that fails at Stage 3 does not fail because the dashboard was ugly. It fails because no one designed the asset
lineage to survive a second plant. The pilot that fails at Stage 4 does not fail because the use-case was
undifferentiated. It fails because the application layer cannot be patched, audited or governed at scale.

1.3 Why this matters now
Two macro shifts have made the cost of staying in pilot purgatory higher than at any point in the last decade.

Al readiness depends on data foundation. Every executive briefing on industrial Al in 2025 and 2026 assumes the data is
there, governed, lineage-aware and serve-ready. Most enterprises do not have that — and the gap between the Al
ambition slide and the data swamp underneath is now a board-level issue.

Connected services are the new margin layer. For industrial OEMs, the hardware sale is the entry ticket; the recurring
digital service is the margin. You cannot operate a service if you cannot operate the platform.

Sovereignty is now a procurement variable. Cloud sovereignty, Al sovereignty and data sovereignty are now line-items in
industrial RFPs. A platform that does not offer cloud-agnostic deployment, full IP ownership and an exit path is no longer
competitive in many geographies.



Chapter 1 takeaway

The pilot-to-scale chasm is not a hypothesis. Six independent data sources put the base-rate probability of scaling at
one in three or worse. The cost of staying in pilot is rising fast as Al, monetization and sovereignty become board-level

conversations. The rest of this whitepaper is about what to do about it.




Chapter 2

Why Pilots Fail at the Seam, Not the Surface

Walk a CIO through any stalled pilot and you will hear the same diagnosis: "We were ready, the vendor was ready,
the data was there, but...". The sentence rarely ends well. In our field experience across hundreds of industrial

enterprises, more than 80% of pilot-to-scale failures share a single root cause: the pilot solved a surface problem,
but the platform underneath could not close the four hidden seams that production demands. This chapter names

them.

Four Hidden Seams Where Pilots Break

Invisible in the pilot. Fatal in production.

SEAM 1 SEAM 2 AM 3 SEAM 4
Ingestion Semantics Asset lineage App enablement

Pilot: Pilot: Pilot:
one driver works. hand-coded mapping. spreadsheet of IDs. one engineer owns it.

Scale: Scale: Scale: Scale:

ten drivers don't. data swamp at 10k+ tags. no audit, no governance. rewrite from scratch.

Flex83 closes all four — by design.

Figure 3 - The four hidden seams that decide whether a pilot becomes a production system. Each is closed by a specific set of capabilities in the
Flex83 platform.

2.1 Seam 1 — Ingestion

Pilot symptom: one driver works. The demo machine talks to the platform over OPC-UA. The screen lights up. The

vendor goes home. The slide deck is approved.

Scale failure: ten drivers do not work. The next plant runs Modbus over a serial gateway. The line after that has
been retrofitted with a smart sensor on MQTT. The press in Hall 3 still speaks S7. The hardware that arrived from
the new acquisition speaks BACnet because it came from a building-services lineage. Suddenly the integration team
is writing a custom adapter every four weeks, the adapters do not handle reconnects, and the pilot dashboard is full

of green tiles that are actually stale.

The 42% Altoros/Bain statistic — 42% of companies cite "interfacing with existing applications" as a top barrier —
is this seam, in the field. Pilots that rely on hand-rolled drivers cannot survive a portfolio of plants. Production
demands a connector library that already speaks every protocol your installed base does, plus an extensibility

surface that can absorb the inevitable long tail without writing a new pipeline each time.



How Flex83 closes Seam 1: the Flex83 Edge layer ships with 50+ pre-built edge connectors, including the major
industrial fieldbus protocols (OPC-UA, Modbus, S7, EtherNet/IP, Profinet, BACnet, CANopen, DNP3), the modern
messaging stack (MQTT, AMQP, HTTPS, Kafka), the hyperscaler edge runtimes (AWS loT Greengrass, Azure loT
Edge, Litmus Edge), and the Flex Edge Agent that handles offline buffering, store-and-forward, edge compute and
over-the-air updates as native capabilities, not afterthoughts.

2.2 Seam 2 — Semantics

Pilot symptoms: hand-coded mapping. A bright engineer writes a YAML file that maps the sensor reading to a
meaningful business term: "machine3_spindle_load_pct" becomes "Press 14, spindle load, percentage". The pilot
dashboard renders correctly. The board is delighted.

Scale failure: data swamp at 10,000+ tags. Two months later, a second plant joins. The same physical signal is called
"P14.spdLoad" there. A third plant is on a different MES which exposes the same signal as a derived field "loadldx".
Now nobody is sure which is which, three different YAML files disagree, and the Al team is training a model on a
dataset that conflates three different definitions of the same metric. The ABB/Microsoft 20% statistic — about a

fifth of [oT projects struggle to manage and use their data — is this seam, scaled out.

How Flex83 closes Seam 2: the Data Platform layer provides a semantic layer that is first-class infrastructure, not a
folder of YAML files. Every signal is bound to a canonical asset model with units, dimensions, provenance, and
quality flags. Streaming and batch share the same semantic surface, so an analyst querying historical data sees the
same definition the dashboard renders in real time. The semantic layer is the precondition for every Al/ML or
GenAl capability you want to build later — and the reason the AloT data foundation argument we make in

Whitepaper 05 is downstream of this one.

2.3 Seam 3 — Asset lineage

Pilot symptoms: spreadsheet of IDs. The pilot has 50 assets. Somebody maintains an Excel sheet that maps each
asset to a plant, a line, a work-order and a customer. It works because one person remembers every row.

Scale failure: no audit, no governance, no trust. The CFO asks, "Of the 23 unplanned downtime hours in March, how
many assets were covered by the service contract we sold to Customer X?" The Excel sheet cannot be answered.
The auditor asks, "Show me the chain of evidence from this sensor reading to the work-order it triggered." Silence.
The cybersecurity review asks, "Show me the RBAC matrix on every asset touched by an external partner." The pilot

has none.

How Flex83 closes Seam 3: the Data Platform layer treats device and asset management — registry, digital twin,
hierarchy, lifecycle, RBAC, audit trail and tenancy — as foundational capabilities. Every asset has a registry record, a
hierarchy, a lifecycle state and a fully audited trail of every state change; every command issued, every role that
touched it. Multi-tenant isolation is enforced at the data and the API surface, not bolted on. Where the auditor's

question used to be a project, it becomes a query.

2.4 Seam 4 — Application enablement

Pilot symptom: one engineer owns the app. The pilot dashboard, the alerting logic, the customer-facing portal — all
of it lives in a repository, the original engineer wrote. It works beautifully. Then they take a new role.

Scale failure: bespoke code that cannot be patched, audited, or scaled. The new team cannot extend the app safely.
The security review flags the absence of SSO and SAML. The QA team flags the absence of automated tests. The



operations team flags the absence of observability. A patch is required for a CVE in a library, but the dependency
graph is opaque. Eventually the decision is made to rewrite from scratch — and the pilot's value is written off.

How Flex83 closes Seam 4: the AloT Solutions layer ships 35+ pre-built micro-services for the application
enablement layer — APM, ARM, customer portal, workflow engine, KPI dashboards, alert routing, notification
fabrics, multi-tenant Ul shell, mobile delivery, billing-grade telemetry — exposed via Ul/UX, API and CLI. The
customer's bespoke logic sits on top of those services as configuration and extension, not as a parallel codebase.

When the engineer leaves, the platform stays.

2.5 The seam math

If you accept the four-seam model, the math of pilot survival becomes simple. Assume each seam has a 50% chance
of being closed by Day-1 in a bespoke pilot. The probability of all four being closed is 0.5* = 6.25%. That is
uncomfortably close to the McKinsey base-rate of "non-scalable” pilots, which is no coincidence. A platform that
closes three of four seams on Day-1 raises the probability to 12.5%. A platform that closes all four natively — which
is the design intent of the three Flex83 layers over the FCAPS-grade foundation — raises the probability to
whatever your execution adds on top.

Bespoke Build vs. Flex83 — Side by Side

A typical pilot consumes 24 months. A Flex83-anchored programme reaches production in 7.

BESPOKE / IN-HOUSE BUILD 24 months

RFP - Edge wiring - Custom pipeline - Bespoke app - Re-platform

FLEX83-ANCHORED PROGRAMME 7 months
Deploy & connect
Bespoke cost Flex83 gain
50-70% ~80%
of effort spent on plumbing solution-complete on Day-1

no reusability - high stakeholder fatigue 50+ connectors - full IP ownership

Figure 4 - A bespoke-build 24-month timeline vs. a Flex83-anchored 7-month timeline. The seams determine the duration.

2.6 The bespoke-build timeline vs. the Flex83 timeline

A typical bespoke or hyperscaler-stitched pilot takes 24 months from RFP to a working second plant — and 50-
70% of the engineering effort is plumbing, not value. A Flex83-anchored program reaches the same milestone in
approximately 7 months because the four seams are closed natively on Day-1. The remaining engineering effort is
invested in customer-specific solution logic, not in building yet another connector or yet another semantic mapping

or yet another lineage table.



Chapter 2 takeaway

The seams are invisible in the pilot and fatal in production. Any platform you evaluate must close all four — ingestion,
semantics, asset lineage and application enablement — natively, on Day-1. Anything less is a pilot waiting to fail.




Chapter 3

The Flex83 Reference Architecture for Scale

Closing the four seams is the design problem. The Flex83 platform answers it with a deliberately layered, cloud-
agnostic AloT architecture in which each layer is a single-purpose stack of capabilities with its own responsibilities,
its own governance, and its own published contract to the layers above and below it. Three integrated layers —
Flex83 Edge, Data Platform and AloT Solutions — sit on an FCAPS-grade Infrastructure and Security foundation.
The result is an architecture in which the pilot you build today is the scale system you operate tomorrow —
because they are the same system.

The Flex83 Reference Architecture

Three integrated layers on an FCAPS-grade foundation.

SOURCES CONSUMERS
PLCs CEO / COO
SCADA Plant mgr
Sensors Maintenance
Cameras Engineers
Robots LAYER;2 Data science
Gateways Data Platform /ot
P Semantic layer - Al/ML & GenAl handlers - governance & lineage 1 Customers
MES Device & asset management - digital twin - RBAC - audit
ERP SURFACES
PLM Web Ul
CRM LAYER 1 Mobile
e Flex83 Edge e
CcMMS g CLI
Universal connectivity - 50+ connectors - edge compute - offline-safe
Identity Copilots
Cloud apps Bl export

FOUNDATION
Infrastructure & Security - FCAPS - multi-tenant - cloud-agnostic

Figure 5 - The Flex83 reference architecture — three integrated layers (Flex83 Edge, Data Platform, AloT Solutions) on an FCAPS-grade
Infrastructure and Security foundation.

3.1 Layer 1 — Flex83 Edge

The Flex83 Edge layer is the first contact point with the physical world. Its job is to ingest data from every device,
every protocol and every gateway in your estate, normalize it at the edge, run latency-sensitive compute close to

the asset, and survive periods of disconnection without losing data or context.
Key responsibilities

Protocol ingestion across 50+ pre-built connectors: OPC-UA, Modbus (RTU/TCP), S7, EtherNet/IP, Profinet, BACnet,
CANopen, DNP3, MQTT, AMQP, HTTPS, Kafka, AWS loT Greengrass, Azure loT Edge, Litmus Edge and the Flex Edge Agent.



Edge compute for control-grade inference: anomaly detection at the line, vision-Al quality at the camera, predictive
analytics where the data is born — and only the relevant features sent upstream.

Offline-first store-and-forward: deterministic buffering during network outages, replay on reconnect, no silent data loss.
Over-the-air updates and edge configuration management with full rollback.

Edge security: device identity, attestation, certificate rotation, encrypted local storage, signed configs.

Why it matters for scaling

If the Edge layer is incomplete, every new site is a custom project. If it is complete, every new site is a templated
rollout. The Flex83 Edge layer alone closes Seam 1 (ingestion) and pre-empts most of the Eseye TCO trap, because

the cost of connecting Plant 11 is the same as the cost of connecting Plant 2.

3.2 Layer 2 — Data Platform

The Data Platform is where industrial data becomes industrially useful. It receives normalized streams from the
Flex83 Edge layer, contextualizes them against the semantic layer, governs them, persists them in time-series and
lake stores, lineage-tracks them, and serves them to AI/ML, GenAl, dashboards and external systems on a single
fabric. It is also where centralized device and asset management lives — registry, digital twin, lifecycle, RBAC and
audit.

Key responsibilities — data handling

Unified streaming and batch processing on the same semantic surface — analytics, dashboards and Al/ML models read
the same definitions in real-time and in retrospect.

Semantic layer with units, dimensions, asset binding, data quality flags and provenance — the precondition for every Al
capability you want to build later.

Governance: lineage, version control, retention policy, data-quality scoring, audit trail.

Al/ML model handler: pre-built models for predictive maintenance, anomaly detection, forecasting and process
optimization; managed lifecycle for custom models.

GenAl handler: contextual retrieval, prompt management, vector store, agentic orchestration grounded in the same
semantic surface.

APIs: REST, GraphQL, streaming, native SDKs for Python, Node and Java.

Key responsibilities — device & asset management

Asset registry with full hierarchy: enterprise = region - plant - line - cell - asset - component.

Digital twin: state model, telemetry binding, command surface, simulation hooks.

Lifecycle: provisioning, commissioning, in-service, maintenance, decommission — each with audit.

Identity, RBAC and tenancy: SSO, SAML, OIDC; role hierarchies; multi-tenant isolation at data and API layers.

Audit trail: every state change, every command, every role grant, every export — queryable.



Asset-lineage queries: from a sensor reading back to the ERP work-order, the QMS batch and the customer service
contract.

Why it matters for scaling

The Data Platform closes Seam 2 (semantics) and Seam 3 (asset lineage). It is the structural reason why Al
investments downstream actually pay back, and it is the layer the auditor will want to see when they ask, "show me
the chain of evidence". The 3-5x composite ROI envelope in our Customer Value Model is, in operational terms, a
Data Platform story:.

3.3 Layer 3 — AloT Solutions

The AloT Solutions layer is where the platform meets the people. It hosts the application enablement layer that
turns curated data and governed assets into outcomes humans care about: Asset Performance Management (APM),
Asset Reliability Management (ARM), customer-facing service portals, workflow engines, alerting fabrics,
dashboards, mobile experiences and the partner ecosystem.

Key responsibilities
APM and ARM as native, pre-built solutions — not bolted-on, not vendor-of-vendor.

35+ pre-built micro-services for application enablement: alerts, notifications, workflows, KPIs, dashboards, billing-grade
telemetry, multi-tenant Ul shell, customer portal, mobile delivery, Bl export, webhook fabric.

Ul / API / CLI surfaces: Ul for differentiation, API for ecosystem and partner integration, CLI for automation and DevOps.

Composable application logic: customers extend services rather than rewriting them; bespoke code is the exception, not
the rule.

Custom APM/ARM and customer-centric solutions for OEMs offering Asset-as-a-Service.
Digital twin solutions exposed as visual, interactive experiences for plant, customer and partner users.
Why it matters for scaling

The AloT Solutions layer closes Seam 4 (application enablement). Bespoke pilot dashboards become composable
services. The platform stays even when the engineer leaves. New use-cases are configured, not coded — and that is
what 50-70% reduction in custom build effort actually means in practice.

3.4 Foundation — Infrastructure & Security

Under all three layers sits a foundation built to telco-grade FCAPS reliability (Fault, Configuration, Accounting,
Performance, Security). It is cloud-agnostic by design — Flex83 deploys on AWS, Azure, GCP, sovereign clouds, on-

premise and hybrid — and supports multi-tenant operation as a first-class capability, not a configuration option.
Key responsibilities
Multi-tenant isolation at the network, data and API layers; tenancy crossings are explicit and audited.

Cloud-agnostic deployment topology with portable infrastructure-as-code; no hyperscaler-specific runtime
dependencies.

Telco-grade observability: fault management, performance management, capacity planning, real-time SLA monitoring.



Defense-in-depth security: zero-trust networking, hardware security modules, encrypted-at-rest data, comprehensive
IAM, threat detection, continuous compliance.

Full IP ownership commercial option: source-code ownership at capex terms, with no perpetual SaaS rent and no vendor
lock-in on the customer's exit.

Architecture takeaway

Three integrated layers — Flex83 Edge, Data Platform, AloT Solutions — on one FCAPS-grade foundation. One
semantic surface, one asset registry, one control plane. The architecture itself is the answer to the four seams — and
the reason a Flex83-anchored program reaches production in less than a third of the time of a bespoke build.




Chapter 4

The Day-1 Solution-Completeness Test (25
Questions)

The single most useful exercise an industrial buying committee can run is to take every shortlisted platform —
including Flex83 — and score it honestly on Day-1 solution completeness. Day-1 means: what does the platform do
natively, today, on the version you would buy now? Not what is on the roadmap, not what a partner could build, not

what a custom contract would add. Native, today, multi-tenant, production-grade.

The 25 questions below are organized into the eight axes of the Day-1 Solution-Completeness Scorecard. Each
question is binary or scored 0-5. Total possible score is 125. Anything above 100 indicates a platform that is
genuinely Day-1 complete. Anything below 75 is a pilot waiting to fail.

The Day-1 Solution-Completeness Scorecard

Eight axes. Each scored 0-5 from the 25-question diagnostic in Chapter 4.

Edge connectors

Legend

|:| Flex83

= 4/5 on every axis

IP ownership Data fabric

|:| Hyperscaler + bespoke

strong infra, weak app

Pass / Fail

Pass: total = 32
Fail: total < 24

FCAPS & security Semantic layer

App enablement Asset lineage

RBAC & audit

Figure 6 - The Day-1 Solution-Completeness Scorecard. The 25-question diagnostic produces this eight-axis radar for any shortlisted platform.

Axis A — Edge connectors (Questions 1-4)

How many industrial protocols are supported as first-party connectors, productized, with documented SLAs? (Target:
30+)

Is there a native, supported edge runtime that runs disconnected and store-and-forwards on reconnect, without data
loss?

Can a new gateway / connector be added by the customer with platform-grade SDK and CI/CD, without vendor
escalation?



Are over-the-air updates, signed configs and edge security primitives (identity, attestation, certificate rotation) native?

Axis B — Data fabric (Questions 5-7)
Are streaming and batch processed on the same semantic surface, or are they two separate stacks?
Are Al/ML and GenAl handlers native to the data fabric, not separately purchased SKUs?

Is data lineage queryable from any analytics or model output back to the originating sensor and asset?

Axis C — Semantic layer (Questions 8-10)

Is there a canonical asset model with units, dimensions, provenance and quality flags? (Target: yes, productized, not
YAML files)

Can the same semantic definition be used in real-time dashboards, historical analytics and Al training?

Can the semantic layer be extended by the customer without versioning conflicts across tenants?

Axis D — Asset lineage (Questions 11-13)
Can the platform answer "show me every command issued to asset X in the last 90 days" as a query, not a project?
Is asset hierarchy enforced and versioned (enterprise / region / plant / line / cell / asset / component)?

Is there a digital twin per asset with bound telemetry, simulation hooks and command surface?

Axis E — RBAC and audit (Questions 14-16)

Is RBAC enforced at the APl and data layers, with role hierarchies that can be customized per tenant?
Are all configuration changes, role grants, exports and data accesses captured in an immutable audit log?

Does SSO/SAML/OIDC work out of the box with your enterprise identity provider, with no custom code?

Axis F — Application enablement (Questions 17-20)

Does the platform ship a productized APM (Asset Performance Management) capability — or do you have to build it?
Does the platform ship a productized ARM (Asset Reliability Management) capability — or is it a partner SKU?

Are workflow, alerting, notification, KPI, dashboard, mobile and customer-portal services native and composable?

Can a new use-case be delivered as configuration and extension, or does it require a parallel codebase?

Axis G — FCAPS and security (Questions 21-23)

Is the platform engineered to telco-grade FCAPS reliability, with documented SLOs on fault, configuration, accounting,
performance and security?

Is multi-tenant isolation a foundational capability at the network, data and API layers, or a configuration option?

Are encrypted-at-rest data, HSM integration, zero-trust networking, threat detection and continuous compliance native?



Axis H — IP ownership and portability (Questions 24-25)
Is full IP ownership available as a commercial option (capex, source-code ownership) — and not just SaaS rental?

Is the platform genuinely cloud-agnostic — deployable on AWS, Azure, GCP, sovereign clouds and on-premise without
rewriting the application?

4.1 Scoring guide

Score 0 — Not in scope. Score 1 — Roadmap / undefined. Score 2 — Partner or third-party plug-in only. Score 3 —
Available, requires integration. Score 4 — Native, single-tenant ready. Score 5 — Native, productized, multi-tenant.

A vendor that scores 4 or 5 on every question is a Day-1 complete platform. A vendor that scores 3 or below on
more than five questions is not — regardless of how impressive the pilot demo was.

Use the scorecard on Flex83 too

Take this exercise to your shortlist — and to [oT83. If we cannot answer 4 or 5 on every question, with documented

evidence, we want to know. Honest scoring is the only fair way to evaluate any platform against this bar.




Chapter 5

Why a Dedicated AloT Platform Is the Fifth Path

Most industrial buying committees still operate on a four-box decision matrix when they evaluate IoT platforms:
build in-house from scratch, buy a hyperscaler IoT service, buy IloT-as-a-service, or assemble low-code/no-code.
Each of those has a well-documented failure mode. None of them is a complete answer to the four seams described
in Chapter 2. The [0T83 brand framework recognizes a fifth path: adopt a dedicated AloT platform — a category
purpose-built for industrial scale, not a hyperscaler primitive, not a vertical Saa$, not a hand-built stack.

Five Paths — Why the Fifth Wins at Scale

Across four dimensions that decide whether a pilot becomes production.

Hyperscaler lloT-as-a-Service In-house Build Low-code Flex83
AWS - Azure  GCP vertical Saas from scratch Irag & drop dedicated AloT

Day-1 completeness
how complete out of the box

Primitives One vertical ~0% Ul only ~80%
5-year TCO at scale
100k+ assets

Cliff at scale SaaS rent Hidden cost Re-platform 6% lower
Time-to-value
first production use-case
12-18 m 6-9 m 18-24 m 3-6m 10x faster

IP & portability
app + data + cloud

Locked-in Vendor-bound If you finish Platform-bound Full + capex

Figure 7 - Five paths to industrial IoT, compared across the six dimensions that decide whether a pilot becomes production.

5.1 Hyperscaler IoT platforms (AWS, Azure, GCP)

Strength: world-class infrastructure primitives — networking, storage, identity, observability — and the deepest

ecosystem of cloud-native services.

Failure mode at scale: hyperscaler [oT services are primitives, not solutions. They give you message brokers, device
registries and rule engines; they do not give you a semantic layer; an asset lineage system or a productized APM.
Worse, they bind your application to one cloud's runtime and pricing surface. Cloud egress, [AM management and

re-platforming costs are the silent line-items that break the five-year TCO model.

5.2 IloT-as-a-Service (vertical SaaS)

Strength: vertical depth — strong in chemicals, oil and gas, or process manufacturing, with named customer

outcomes.



Failure mode at scale: solution completeness is high inside the vertical, low outside it. The platform is multi-tenant
SaaS, which means IP is vendor-bound, customization is gated and the customer cannot exit cleanly. If your
portfolio spans multiple industries — which most Tier 1-3 OEMs and enterprises do — the platform that works for

one plant cannot serve another.

5.3 In-house build (from scratch)

Strength: full IP ownership — at least nominally — and exact fit to requirements.

Failure mode at scale: 18-24+ months to first production use-case, 50-70% of engineering effort spent on
plumbing rather than value, and a maintenance burden that grows linearly with every new connector, semantic
mapping and lineage table. The platform you finally finish in Month 24 is the platform you should have bought in
Month 0.

5.4 Low-code / No-code IoT platforms
Strength: very fast for the first 80% of a pilot — drag-and-drop U], visual workflows, citizen-developer accessible.

Failure mode at scale: the last 20% of the pilot is impossible. Custom logic, real-time governance, multi-tenant
tenancy and the application enablement layer are out of reach. Re-platforming at scale is almost inevitable. Low-
code is excellent for the dashboard layer and dangerous for the platform layer.

5.5 Dedicated AloT platform — the fifth path

A dedicated AloT platform is a category designed around five defining traits, none of which the other four
categories deliver simultaneously: (1) cloud-agnostic deployment, (2) a modular three-layer architecture
engineered to close the four seams, (3) full IP ownership as a commercial option, (4) Day-1 solution completeness,
(5) multi-tenant FCAPS-grade reliability.

Flex83 is the 10T83 implementation of this category. It is not the only credible attempt — Cognite, Cumulocity and a
small number of others occupy adjacent territory — but it is the only one currently combining all five traits in a
single platform with the benchmarks listed in Chapter 7.

5.6 How to use the five-path framing in a buying decision

In an active vendor evaluation, the five-path framing serves three purposes. It lifts the conversation above the
platform-feature comparison. It exposes which category each vendor is really competing in (a hyperscaler IoT
service answering against a vertical SaaS is comparing apples to a different tree). And it gives procurement a
structured way to weigh dimensions that do not appear on a feature sheet — portability, IP ownership, exit costs

and category alignment to your portfolio.

Chapter 5 takeaway

Buy and build is not a category — it is a tactic. The real category of choice is between five paths, and only the fifth one
closes the four seams of Chapter 2 while satisfying the six dimensions of the comparison above. The dedicated AloT

platform is not a marketing phrase. It is a procurement category.




Chapter 6

A Staged Rollout Playbook from First Plant to Global Multi-
Tenant

Choosing the right platform is half of the problem. The other half is the rollout. The staged playbook below is the
one we run with enterprises moving from a single pilot to a global multi-tenant production system. It is five phases,
~18 months end-to-end, anchored at every transition by an explicit KPI gate. Cross the gate and proceed. Miss the
gate and diagnose the seam — do not push through.

Staged Rollout — Five Phases, One Discipline

Each phase ends at a KPI gate. Cross the gate or pause the rollout.

N (— (— (— (—
FOUNDATION PILOT SECOND PLANT REGIONAL GLOBAL
Months 0-2 Months 2-5 Months 5-8 Months 8-14 Months 14-18+

Goal Goal Goal Goal Goal
Deploy platform & connect First use-case in Replicate with 80% 5-10 plants live; Cross-region tenancy;
first 3 sites. production (PdM). template re-use. GenAl use-cases. services monetised.
KPI gate KPI gate KPI gate KPI gate KPI gate
100% connectivity Decision latency | 40% Integration ! 30-50% Downtime ! 30-50% ROI 3-5x in 12-15m
Assets registered PdM model live Custom build { 50% Throughput T 10-30% TCO 6x advantage
Layer Layer Layer Layer Layer
Edge + Data Platform + AloT Solutions All three active All three - multi-region All three - global SPoG

o J . J/ . J

Figure 8 - The five-phase staged rollout playbook from First Plant to Global Multi-Tenant, with KPI gates and Flex83 layers active at each stage.

6.1 Phase 1 — Foundation (months 0-2)

Objective: stand up the platform, the tenancy model, and the first connected sites. No business use-case is in
production yet; the goal of this phase is to make sure the runway is built before the aircraft takes off.

Activities

Deploy the Flex83 control plane in your chosen cloud (or on-premise, or hybrid).

Stand up tenants, RBAC, identity and audit logging — turn audit on from day one.

Connect to the first three edge sites via the Flex Edge Agent and the relevant pre-built connectors.
Define the initial semantic model — start with the assets and signals you have, not a global ontology.

KPI gate



100% edge connectivity across the three pilot sites, with documented connector health.
Asset registry populated and hierarchy versioned.
End-to-end telemetry latency below 5 minutes from source to dashboard.

Layers in play: Flex83 Edge + Data Platform (initial activation). Stakeholders: CIO, plant IT/OT lead.

6.2 Phase 2 — Production pilot (months 2-5)

Objective: take the first business use-case from idea to live, governed production. This is where most pilots stop; in
this playbook, it is where they begin.

Activities

Light up the first use-case — typically predictive maintenance on a critical asset, or vision-Al quality on a high-value line.
Activate the Data Platform's semantic layer; bind the use-case to canonical asset definitions.

Connect MES and ERP integrations so context flows into the Data Platform.

Deliver the first AloT Solutions dashboard — APM-grade, not a one-off Grafana board.

KPI gate

Decision latency reduced 40% versus baseline on the chosen workflow.

First PdM model live in production with closed-loop alerts.

Audit trail complete; security review signed off.

Layers in play: Flex83 Edge + Data Platform (full activation) + AloT Solutions (first dashboards). Stakeholders:
plant manager, maintenance lead.

6.3 Phase 3 — Second plant (months 5-8)

Objective: replicate. The test of an AloT platform is not pilot 1; it is pilot 2 on the same platform with 80% template
reuse.

Activities

Onboard a second plant by template — connectors, semantic model, asset hierarchy, dashboards.
Validate template re-use; the goal is 20% bespoke effort on Plant 2.

Add a second use-case (anomaly detection or OEE) on the existing data fabric — not on a parallel stack.
Deliver the first mobile experience and a customer-facing service portal on the AloT Solutions layer.
KPI gate

Integration effort reduced 30-50% compared to Phase 2.

Custom build effort reduced 50% compared to Phase 2.



Reusable templates account for 280% of the configuration of Plant 2.

Layers in play: all three layers active. Stakeholders: COO, innovation lead.

6.4 Phase 4 — Regional rollout (months 8-14)

Objective: scale from two plants to a region (typically 5-10 plants), with multi-tenant hardening and the

introduction of more sophisticated capabilities.

Activities

Onboard 5-10 plants on the regional control plane.

Multi-tenant hardening: isolation testing, capacity planning, FCAPS attainment, performance budgets.

Introduce GenAl-grounded use-cases (shift-handover assistant, agentic anomaly triage) on the same Data Platform.
Where applicable, stand up ARM and service contracts as a new revenue line on the AloT Solutions layer.

KPI gate

Unplanned downtime reduced 30-50% in the regional aggregate.

Maintenance cost reduced 18-25%.

Throughput up 10-30% on production-line use-cases.

Layers in play: all three, multi-region. Stakeholders: CFO, VP Operations.

6.5 Phase 5 — Global multi-tenant (months 14-18+)

Objective: cross-region, cross-business-unit tenancy, with the platform serving both internal operations and

external customers as a service.

Activities

Cross-region tenancy with sovereign-grade data residency where required.

Connected services monetized — Asset-as-a-Service, outcome-based contracts, customer-facing portals.
M&A onboarding template — any newly acquired plant joins on the same playbook in 90 days.
Composite ROl board review; reinvest TCO savings into the next wave of Al / GenAl use-cases.

KPI gate

Composite ROl 3-5x in 12—15 months on the program cohort.

Five-year TCO trending toward 6x advantage over hyperscaler + bespoke baseline.

Full IP ownership of customer-facing applications; capex commercial position settled.

Layers in play: all three, global Single Pane of Glass. Stakeholders: CEO, board, external customers.



The KPI Gate Decision Tree

A repeating discipline between phases. Cross the gate or pause the rollout.

End of phase
Run KPI gate checklist

PASS FAIL

All KPls = target One or more KPI miss

{ ™ 4 N\
Proceed Diagnose, don't push through
+ Promote templates to gold + Which layer is starving the KPI?
- Move scope to next plant - Re-check Day-1 scorecard
- Reinvest savings in Al - Use the platform's native fix
- Board value review - Pause new scope until green
. J L J

Figure 10 - The KPI gate decision tree — the discipline that turns the playbook into a repeatable, audit-ready programme.

6.6 The KPI gate decision tree

Between every two phases sits a decision: cross the gate or pause. The discipline of the decision tree is the single
most underrated factor in industrial scale-out programs. Most failures occur not because the technology was
insufficient, but because the program pushed past a missed gate by adding bespoke code or a manual workaround.
That work then becomes the technical debt that breaks Phase 4.

If a gate is missed, the response is to diagnose the seam — which layer is starving the KPI (Flex83 Edge, Data
Platform or AloT Solutions), which axis of the Day-1 scorecard slipped — and use the platform's native
remediation. If the platform cannot remediate natively, that is a serious finding about Day-1 completeness that the

board should know about.

Chapter 6 takeaway

Five phases. Explicit KPI gates. No pushing through misses. The playbook is not a Gantt chart — it is the discipline that
protects the architecture from execution drift.




Chapter 7

Outcomes You Should Expect at Scale

Every benchmark in this chapter is drawn from the 10T83 Customer Value Model and validated at scale, not at pilot.
The distinction matters: pilot-stage metrics often flatter the underlying capability. Production-stage metrics,
measured across multiple plants over 12 or more months, are the only ones that should anchor a board
commitment.

Eight Outcomes You Should Expect at Scale

Benchmarks from the 10T83 Customer Value Model — measured in production, not in pilot.

! 40-60% ! 50% ! 18-25% T 10-30%

Decision latency Unplanned downtime Maintenance cost Throughput

Single Pane of Glass predictive maintenance PdM + ARM process Al

l 30-50% | 50-70% 6x lower 10x faster

Integration effort Custom build effort 5-year TCO Time-to-market

50+ edge connectors 35+ micro-services portable + capex Day-1 complete

Composite ROI 3-5x - payback within 12-15 months

Figure 9 - Eight outcome benchmarks an industrial enterprise should expect from a Flex83-anchored program reaching scale.

7.1 Time-to-market — 10x faster

On a Day-1 complete platform with all three Flex83 layers active, the time from a new use-case being scoped to
running in production is typically reduced by an order of magnitude. The baseline is the bespoke-build 18-24
months to first production use-case; the Flex83 number is 2-4 months. The compression is structural: connectors,
semantic mappings, asset lineage and application enablement are pre-built, so the engineering work is invested in
the use-case itself, not the plumbing underneath it.

7.2 Total cost of ownership — 6x lower

Across a five-year horizon at 100,000+ assets, a Flex83-anchored program typically delivers a 6x lower Total Cost
of Ownership than a hyperscaler + bespoke alternative. The savings compound across four lines: infrastructure (no
egress cliff, no per-asset SaaS rent), engineering (50-70% reduction in custom build effort), portability (no re-
platforming when cloud strategy changes) and IP ownership (capex commercial option versus perpetual rent). The
Eseye 2025 finding — 99.6% of deployments fail to meet required connectivity when TCO is not properly assessed
— is the negative-case headline; the 6x number is the positive-case engineering outcome.

7.3 Decision latency — reduced 40-60%



Unified visibility across IT/OT/1oT/ET — Single Pane of Glass — collapses the time from event to decision by 40-
60% on the workflows we have measured. The mechanism is mundane: stakeholders stop pivoting across MES,
ERP, SCADA, CRM and Excel to assemble context. The Data Platform and AloT Solutions layers do the assembly

upstream.

7.4 Unplanned downtime — reduced up to 50%

Predictive maintenance and anomaly detection on a properly governed Data Platform typically reduce unplanned
downtime by up to 50% on critical assets. The phrase "up to" is important — the lower bound on our cohort is
closer to 25% and depends on the maturity of the existing maintenance organization, the criticality profile of the
asset base and the willingness of the floor to act on the model's alerts.

7.5 Maintenance cost — reduced 18-25%

Closely related to downtime reduction is a direct reduction in maintenance cost of 18-25% across the asset cohort,
driven by a combination of fewer reactive repairs, better spare-parts planning, condition-based service intervals

and the elimination of "truck-rolled" diagnostic visits where the data already exists on the platform.

7.6 Throughput — up 10-30%

Process-Al use-cases on the Data Platform — anomaly detection on quality streams, set-point recommendation
engines, energy-aware scheduling — typically deliver throughput uplift of 10-30% on the affected lines. The upper
bound corresponds to operations that combine quality-loss reduction with energy/throughput trade-offs, where a

small reduction in scrap unlocks a disproportionate increase in usable output.

7.7 Integration effort — reduced 30-50%

Pre-built edge connectors and 35+ pre-built micro-services in the AloT Solutions layer reduce integration effort by
30-50% on the first program and by considerably more on every subsequent plant or region — because the
connectors and services are already paid for.

7.8 Custom build effort — reduced 50-70%

In the application enablement layer, the 35+ micro-services, the composable Ul shell and the configuration-first
delivery model reduce custom build effort by 50-70%. The remaining custom work is genuine differentiation, not
plumbing.

7.9 Composite ROI — 3-5x in 12-15 months

Across a program spanning three or more plants on a Flex83 platform, the composite ROI envelope is 3-5x within
12-15 months. This is the board-ready number, drawn from a combination of the benchmarks above and validated
against customer outcomes across multiple verticals. Composite ROI is the right anchor for board commitment —
single use-case ROI flatters the program composite ROI is the picture the CFO will sign for.

How to use these benchmarks

Bring this chapter to your vendor scorecard. Ask any platform you evaluate to commit, in writing, to the seven outcome
benchmarks at scale. If they cannot, that is itself a finding worth recording.




Chapter 8

Who Reads This — Reader Action Map

Each stakeholder in an industrial enterprise crosses the pilot-to-scale chasm differently. The persona map below is
designed for use in a stakeholder alignment workshop — pin it on the wall, walk each leader to their row, and agree
with the success metric they will track for the next four quarters.

Persona Action Map

What each leader needs to take away.

PERSONA KEY CONCERN FLEX83 ANSWER METRIC TO TRACK

CEO / Board .
) Pilots that never reach P&L Portable IP, capex option Composite ROl 3-5x%
Strategic owner
Clo / CTO
) ) Audit, RBAC, lock-in FCAPS - multi-tenant - cloud-agnostic Day-1 scorecard = 32
Architecture & risk
VP Operations
Downtime & throughput APM/ARM + asset lineage Downtime | 50%
Plant outcomes
Head of Product
Connected services, ARR 35+ micro-services + portal Time-to-launch | 10x

Monetisation

Figure 11 - A persona-value-metric map for executive, technical and product readers — for use in stakeholder alignment workshops.

8.1 For the CEO and the board

The pilot trap is a P&L problem before it is a technology problem. The composite ROI envelope of 3-5x in 12-15
months is the number a board can sign. The IP ownership conversation — capex vs. perpetual rent — is the
strategic question that determines whether the platform is an asset on your balance sheet or a liability on someone
else's. Read the executive summary and Chapter 7. Ask your CTO to read Chapters 2 and 3.

8.2 For the CIO and the CTO

The four seams are architecture conversation. The Day-1 scorecard in Chapter 4 is the tool that will protect you
from a procurement decision that looks good in PowerPoint and fails in the second region. Multi-tenant FCAPS,
cloud-agnostic deployment, RBAC and audit native to the platform — these are the non-negotiables you will be

measured on when something goes wrong. Read Chapters 2, 3, 4 and 6 in order.

8.3 For the VP of Operations and the plant manager

Unplanned downtime down up to 50%, maintenance cost down 18-25%, throughput up 10-30% are the numbers
your line will feel. The KPI gate discipline in Chapter 6 is the protection against the pilot that demoed well and then



disappeared. Make sure the platform you back closes Seam 4 — application enablement — natively, because that is
the layer your shift supervisors will live in. Read Chapters 2, 6 and 7.

8.4 For the head of product and the head of innovation

The 35+ pre-built micro-services in the AloT Solutions layer, the customer portal, APM and ARM capabilities, and
the capex commercial option are the building blocks of connected services and Asset-as-a-Service. The five-path
framing in Chapter 5 is the conversation to take to procurement when defending a dedicated AloT platform
decision against a hyperscaler [oT service or a vertical SaaS. Read Chapters 3, 5 and 7.

8.5 For the data, ML and Al leadership

Everything downstream of the data fabric is your problem. The Data Platform layer — semantic layer, lineage,
Al/ML and GenAl handlers — is the foundation your roadmap depends on. The Whitepaper 05 in the [0T83
flagship series goes deeper on the AloT data foundation; this paper sets the table for it. Read Chapters 2 and 3 in
detail.



Chapter 9

Methodology, Sources & References
9.1 Methodology

This whitepaper is a synthesis of four input streams: (1) primary research published by McKinsey, Bain, Eseye,
Altoros, ABB and Microsoft, all cited in line; (2) the IoT83 Customer Value Model, which captures painpoint = USP
— impact benchmarks across 10 attack points; (3) the [0T83 V4 Brand Bible 2025, which sets the positioning, USP
and persona framework; and (4) field experience from Flex83 deployments across Tier 1-3 industrial OEMs and

enterprises in North America.

Where statistics are cited from third-party research, the original publication is referenced. Where benchmarks are
drawn from the [0T83 Customer Value Model, the range — not a single number — is reported, to reflect the

variance across customer environments. Where comparisons are made against alternative categories (hyperscaler
[oT, [loTaaS, in-house build, low-code), the comparison is on the six dimensions of Figure 7 and represents typical,

not best-case, profiles for those categories.

9.2 Primary statistics — sources

McKinsey, "A manufacturer's guide to generating value at scale with Industrial loT" — 70% of manufacturers cannot scale
loT beyond pilots.

McKinsey, "It's the last IT/OT mile that matters in avoiding Industry 4.0's pilot purgatory" — 85% of companies spend
more than a year in pilot mode; 28% spend more than two years.

Bain & Company, "Beyond Proofs of Concept: Scaling the Industrial loT" — four-fifths of organizations scale fewer than
60% of their lloT proofs of concept.

Eseye, "2025 State of loT Adoption Report — Beyond the Price Tag: The True Cost of loT Connectivity" — 99.6% of loT
deployments fail to meet required connectivity levels when TCO is not properly assessed; 68% of senior loT decision-
makers agree low-price connectivity providers are not a good long-term investment.

Altoros & Bain, joint industrial loT scaling research — 42% of companies cite "interfacing with existing applications" as a
top barrier to scaling lloT.

ABB & Microsoft, combined loT data utilization research — approximately 20% of loT projects struggle to manage and
utilize data effectively.

EMQ, industrial loT data management report — "data swamp" risk and the need for governance-grade scalable storage.

Industry Week, "8 Reasons Why Your lloT Project Is Stuck in Pilot Purgatory" — supporting case studies and qualitative
insight.



About IoT83 and the Flex83 Platform

[0T83 is a product-technology company headquartered in the United States. We build Flex83, an enterprise-grade
AloT platform that enables industrial OEMs and enterprises to transform connected equipment into intelligent,
high-value digital services. Flex83 unifies and governs data from edge to cloud, accelerates Al/ML adoption, and
manages complete asset lifecycles at scale.

Our cloud-agnostic, modular architecture — proven across millions of assets — delivers the benchmarks cited
throughout this whitepaper: 10x faster time-to-market, 6x lower TCO, and complete IP ownership. Flex83 ships
with 250+ platform functions, 50+ edge connectors and 35+ pre-built micro-services across three integrated layers
— Flex83 Edge, Data Platform, AloT Solutions — and an FCAPS-grade Infrastructure and Security foundation. The
platform is multi-tenant and deployable on AWS, Azure, GCP, sovereign clouds, on-premises and hybrid topologies.

Our offering

Flex83 is available across six commercial configurations, from full enablement across all three functional layers to
single-layer subscriptions, including a capex source-code-ownership option for OEMs who want to monetize
without paying perpetual SaaS rent. Conversations typically begin with an architecture session, the 25-question

Day-1 scorecard in Chapter 4, and a five-phase rollout plan modelled on Chapter 6.

Talk to us

If you are at the start of a scaling decision, we will walk you through the Day-1 Scorecard against your shortlist —
including ours.

If you have a stalled program, we will diagnose the seam with you in a single working session and tell you honestly
whether the platform under your pilot can be saved or should be replaced.

If you are building a connected services business, we will help you scope the AloT Solutions layer and the CapEx
versus OpEx commercial model that fits your portfolio.

Give us a call: +1 650-455-6961 | Email: info@iot83.com | Book a Free Trial |

Explore: @ Flex83 AloT Platform | One Platform Replacing 25+ Services


https://www.iot83.com/free-trial
https://www.iot83.com/free-trial
https://www.iot83.com/product
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