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The Edge Is Where
Decisions Happen Now
Real-time manufacturing intelligence is moving off the cloud round trip. Local

models and on-prem agents are starting to sense, decide, and act at the source.

90%
Latency cut processing at the
edge vs. the cloud

<10ms
Typical edge inference time for
closed-loop control

97%
Of CIOs have Edge AI on their
2026 roadmap

stragentech.com
Agentic Technology Advisors
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T H E  S H I F T

From Sensors That Report
To Agents That Act
Industrial IoT was built to collect and report. Agentic AI at the edge closes the

loop, it senses, reasons, and acts without waiting for a human to read a

dashboard.

Edge computing revenue is on track to grow from $15.3B in 2025 to roughly $18.8B in 2026, a

19.9% CAGR, with an estimated 4.9 billion edge-enabled IoT devices in service by year end.
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T R A D I T I O N A L  I I OT

Sensors stream data to the cloud for
processing

Dashboards surface trends after the fact

A person reads the alert and decides what to
do

Action happens minutes to hours after
detection

AG E N T I C  E D G E

Local models score conditions where the
data is born

Agents diagnose the anomaly in the same
pass

Bounded actions execute automatically, on
the floor

A human is informed, not required, for
routine cases



W H Y  I T  M A T T E R S

The Floor Doesn't Wait
For A Round Trip
A cloud round trip runs 100 to 400 milliseconds under good conditions. For a

robot arm, a pressure valve, or a line that needs to stop now, that gap is the

difference between a near miss and a claim.

up to 90%
Latency reduction processing locally instead
of round-tripping to the cloud

1–10ms
Typical edge processing window once data
reaches the local model

80%
Cut in data backhaul cost by filtering noise at
the source

30–40%
Energy cost savings reported from edge-first
architectures

Sources: Edge computing latency and cost benchmarks, 2026 industry reporting
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O L D  M O D E L  V S .  N E W  M O D E L

Monitoring Is Not
The Same As Deciding
Most IIoT programs stopped at visibility. Agentic AI at the edge asks a harder

question: what should the system do about what it just saw, without waiting for

permission every time?

Pattern observed across 2026 industrial agentic AI deployments: edge-resident agents replacing cloud-dependent monitoring
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V I S I B I L I T Y  O N LY

Continuous data collection, periodic reporting

Alert fires, someone investigates, then
decides

Every edge case routes back to a person

Breaks down when connectivity is intermittent

B O U N D E D  AU TO N O M Y

Local model scores anomalies against a live
baseline

Agent acts within pre-defined limits,
immediately

Only exceptions outside those limits escalate

Keeps functioning when the link home drops



A L R E A D Y  I N  P R O D U C T I O N

What Early Adopters
Are Already Seeing
This isn't a 2027 roadmap slide. These are results from agentic AI deployments

already running in operational environments.

Suzano

95%
Reduction in query time for materials data, pulling answers from
operational context instead of a manual search.

Danfoss

80%
Of transactional order-processing decisions automated by agents acting
on live operational data.

Elanco

$1.3M
In avoided productivity impact per site through automated document
management alone.

Source: Manufacturing Dive, "2026: The Year Agentic AI Transforms Industrial Manufacturing," 2026
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O N  T H E  F L O O R  T O D A Y

Where This Is
Already Working
Different sectors, same pattern: decisions that used to wait for a dashboard

review now happen at the point of production.

01 · AUTO

Automotive

Assembly-line sensors feed local models that
flag and adjust for defects in the same
production cycle, not the next shift review.

02 · ELEX

Electronics

Edge-enabled inspection systems catch
defects instantly, before rework and scrap
compound across a batch.

03 · F&B

Food & Beverage

Local monitoring enforces quality and
compliance thresholds in real time instead of
flagging violations after the fact.

04 · PHARMA

Pharmaceutical

Environmental condition monitoring with on-
site enforcement of quality standards
throughout production, not just at audit.

Source: IoT For All, "Industrial IoT and Edge Computing: Building Real-Time Manufacturing Intelligence," Jul 2026
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G E T T I N G  I T  R I G H T

What It Takes To Do
This Safely
The technology is the easy part. These are the decisions that determine whether

an agentic edge program earns trust or gets shut off after the first bad call.

Bound the autonomy explicitly

Document which decisions the agent makes alone and which ones escalate. High-impact actions get
an override path from day one.

Size the model to the hardware

An on-prem model tuned for edge compute beats a cloud-scale model that never fits the gateway it's
deployed on.

Design for the connection dropping

Agentic edge only pays off if the agent keeps making sound decisions when the link home is
intermittent, not just when it's not.

Fix data quality before scaling

Bad sensor data produces confident wrong decisions exactly as fast as good data produces right
ones.

Governance framework drawn from bounded-autonomy deployment patterns in industrial agentic AI programs, 2026
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S T R A G E N T E C H  ·  F R A C T I O N A L  C T O  A D V I S O R Y

Where Is Your Operation
Still Waiting On A Round Trip?

I work with manufacturers and industrial operators as a Fractional CTO,

designing edge and agentic AI architectures that make sound decisions on the

floor, not just in the dashboard.

What's one decision in your operation that still waits for a
human to check a dashboard, that the floor already has

enough data to make on its own?

STRAGENTECH
Bilal A. Khan · Fractional CTO · 25+ Years Engineering Leadership

stragentech.com
info@stragentech.com
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