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How does it pay off?
You give your customers everything that belongs to the machine: CAD data, bill of materials,

technical documents, service manuals. None of that sells anything. So your CFO is right to
ask how it pays off. Here is the honest answer, in four stages, with numbers you can check.

$33
per machine per year is
enough for the information
portal to pay for itself.

34 months
until the portal with a parts
shop pays off at $100M
in revenue.

about 10%
of your revenue is spare
parts. That is where the
money is.

Your ERP, your service team and your customer relationships stay as they are.
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From information portal to new business: four stages.

S TAG E  1

Inform
Everything about the
machine in one place. It
saves time and replaces
what you pay today for
catalogs, printing and
an old portal.

Asset Management

S TAG E  2

Meet your
obligations
If you sell into the EU:
Machinery Regulation,
CRA, Data Act. You
have to do this anyway.
The only question left
is how.

Asset Management,
CRA module

S TAG E  3

Earn money
Sell more spare parts
and automate service.
That brings margin and
relief without new hires.

E-Commerce, Service
Requests, Maintenance,
Service Brain

S TAG E  4

New business
The machine delivers
data. That turns into
digital services and
predictable service
revenue. The potential
here is the largest and
the evidence the
thinnest.

IoT

1 There is no reliable percentage. We read McKinsey, BCG, Bain, Deloitte, Roland Berger, Gartner and
Forrester and found no clean measurement for machine builders. Fraunhofer even finds no added revenue
from pure sales platforms.

2 You can still do the math. Information has no price, but every call, every service visit and every order
does. The question is: How little has to change for the portal to pay for itself in three years?

3 It depends on your size. At $100M in revenue, the portal with a parts shop needs 4.6% more parts
revenue. At $50M, it needs 9.2%.

4 If the numbers do not work for you, that is not yet a no. Start smaller, for example with the machines of
the last ten years, and decide deliberately how much you can afford to lose.

5 The money is in parts and service, not on the hotline. Opening one more ordering channel only moves
orders around.

6 In the end, your number counts. We record where you stand today, unlock customers step by step, and
recalculate with you after twelve months.

2 Customer Portal: How Does It Pay Off? · As of November 1, 2026 transaction-network.com

T H E  A N S W E R  O N  O N E  PAG E

T H E  K E Y  P O I N T S

https://www.transaction-network.com/en/machine-builders/


B U S I N E SS  CAS E  ·  F O R  M AC H I N E  B U I L D E R S

S TAG E  1 Inform

Information is infrastructure. A road does not pay off through its asphalt but through the traffic on it. That is

why this is so hard to value:

Customers benefit first.
They find what they are looking for faster. All you see
is that something no longer happens.

What does not happen appears on no invoice.
The call that never comes, the wrong order, the
service visit: Nobody counts these today.

A clean measurement is missing.
We also found none for how much time technicians
at machine builders lose searching. The numbers
often quoted come from aviation and mean
something else.

The biggest value comes later.
Without structured master data, any automation
stays a prototype [39]. We deliberately leave that
out here.

Gerhard Schubert [37]
Replaced its self-built parts list tool. Customers find
documentation, wiring diagrams, manuals and 3D
parts lists for all their machines in one place.

The biggest hurdle: its own master data.

UNITED GRINDING Group [38]
Identifying parts and entering orders used to be
manual. Today customers see everything themselves
and can tell from the 3D model whether they need a
technician. The back office is clearly relieved.

The biggest hurdle: master data.

Both show that it works. Neither says how much. We measure that with you.
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Of 100 requests, about 7 go away.
That sounds small, but it is realistic. In the first years, about one request in four reaches the portal, and about

one in four of those is fully resolved there. Depending on the company, it is 3 to 11.

100 requests

26 reach the portal

7 are resolved there

Usage 20 to 30% [3, 8, 9], fully resolved 14 to 36% [10], our own calculation. For simple questions about price and status, the
share can be higher.

A click is not a saved call.
UPS estimated that two thirds of its web users would
not have asked at all without the web [7].

We count only what really goes away.

Offered is not used.
At DMG MORI, about one customer in five was
registered by the end of 2020 [8]. Fewer than 30%
of buyers use their suppliers' digital offers [9].

We calculate with 20 to 30% usage.

Tried is not solved.
Only 14% of issues are fully resolved in self-service,
36% of very simple ones [10].

Hence 3 to 11% relief, not 50.

Online does not mean more revenue.
At KION North America, about 80% of orders ran
online and volume barely grew [11].

More revenue needs a reason, such as the right
part for the serial number.

A saved hour is not yet a dollar.
It only becomes money if a position goes away or you get more done without hiring [12]. Germany's federal
administration separates the two as well [13].

We show money and time separately.
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An information portal earns no
money. It only has to pay for itself.
Our example is not an offer but a calculation you can check. This manufacturer pays $65,200 a year for

the portal, or $20 per machine. To pay off in three years, it has to bring in $106,400 a year. That is $33

per machine.

$100M revenue $500,000 machine price 20 years of use 3,200 machines in the field

What the portal brings this manufacturer per year

Service relief (time) Handover of new machines (time) Unpaid service visits (money)

$0 $50,000 $100,000

Cautious $45,100

Realistic $88,800

Optimistic $125,800

Break-even: $106,400

Realistic benefit against the break-even (red line), by revenue

$20M $44,000 short

$50M $41,300 short

$100M $11,700 short

$200M pays for itself

Assumptions: Customer service costs 0.7% of revenue [6], of which 3, 7 or 11% goes away. 1.5 unpaid visits per $1M of revenue
at $1,500 each, of which 3, 10 or 14% can be avoided [18]. Each handover takes 8 hours, 25% of which is saved. Visits and
handovers are sample values from our calculator.

What this means
From about $100M in revenue, the portal nearly
pays for itself, mostly through freed-up time. Below
that, it has to replace about $40,000 a year that
you spend today on catalog software, printing,
shipping or an old portal. Or the next stages
carry it.

Watch out: master data
The example budgets only $5,000 for data
preparation. At Schubert and United Grinding, that
was exactly the biggest effort. Every additional
$10,000 raises the break-even by $5,000 a year.

Why we calculate this way: The UK Treasury requires, as a minimum standard, finding the point at which a measure tips and
explaining whether it is realistic [14]. Half of German CFOs think in payback periods [15], and internal forecasts are considered
reliable for only about two years [16]. So we look three years ahead at most, with a ramp-up of 30, 70 and 100%.
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S TAG E  2 Meet your obligations

If you sell machines into the EU, part of this information is no longer voluntary. A U.S. headquarters does not

change that [43, 44]. It changes the math, because this work comes up even without a portal. Four rules play

a part, and each one governs something different.

2026 2027 2028

Sept. 2025

Data Act applies
Data on request

Sept. 2026

CRA: inform users
Data Act: access by design

Jan. 2027

Machinery Regulation
Manuals may be digital

Dec. 2027

CRA in full
Keep available for ten years

today

Digital product passport
still open for machinery

Machinery Regulation [29]
Operating manuals may be digital. They must then
be downloadable and stay online for the life of the
machine, at least ten years. Paper only if the
customer asks for it at purchase.

You may, you do not have to. Stricter rules apply for non-
professional users.

Cyber Resilience Act [19]
You inform affected users about exploited
vulnerabilities and the fix, including for products
already delivered. From late 2027, you keep user
information and updates available for at least
ten years.

Applies only to products with digital elements. The
reportable case itself is rare.

Data Act [30]
Your customers can demand their machine data and
have it passed to third parties, free of charge and
machine-readable. Access may run through your
portal [31].

It covers machine data, not manuals, parts lists or
CAD data.

Digital product passport [32]
There is no legal act for machinery yet, and the
work plan through 2030 does not name it. Linking
machine and documents cleanly today still lays
the groundwork.

An option, not an obligation. It counts as zero in our math.

We found no general obligation to hand over CAD data and complete parts lists. You decide that yourself. This is not legal advice.
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«Is it worth it?» becomes «Which route is cheapest?»
Where an obligation exists, the work comes up anyway. If your own route costs about $45,000 a year, about

half a position, the information portal pays for itself at each of these sizes.

What the information portal still lacks per year

$20M $44,000

$50M $41,300

$100M $11,700

$200M no gap

If your own route costs $45,000

Printing and shipping
can go away.
From January 2027, a digital
manual is enough for the EU,
unless the customer asks for
paper at purchase.

The obligation
outlasts any project.
At least ten years online means:
If you build it yourself, you run it
that long too.

You must know who
has which machine.
With second owners, some
manufacturers do not know that
today [24]. That is exactly what
the machine record from Stage
1 delivers.

With Transaction-Network
Asset Management brings machine, serial number, customer and documents together. The CRA module adds
software versions, updates and notifications, for $4 per machine per month, $49,200 a year in the example. It
also lays the groundwork for the product passport. We promise no more than that.
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S TAG E  3 Earn money

This is where money comes in, in two ways: You sell more spare parts, and you automate your service. Both

sit on the machine record from Stage 1. This much is proven, and this is where it ends:

50% vs. 15 to 25%
Gross margin on spare parts vs. new machines [1].

About 100 large machine builders. This says nothing
about portals.

3%, then 10%
That is how much more revenue a reworked portal
brought in its first and second year [4].

One anonymous large manufacturer, no method given,
existing portal.

$18M a day
That is what Caterpillar sells online, up from about
$10M two years earlier. About $4.5B in 2024 [2].

Global group. The source does not say whether this
revenue is additional.

about 5% a year
That is how fast Fecon grew in parts, 27% over
five years. Its online share rose from under 10 to
63% [5].

Vendor figures, not adjusted for prices.

26%
That is how much aftermarket revenue runs digitally,
according to manufacturers themselves [3].

Just under 100 manufacturers, read via trade press.

$1.84 vs. $13.50
Self-service vs. live contact, per contact [6]. The old
$0.10 vs. $8.01 is outdated.

Medians across industries, not per solved case.

0.7%
That is the median share of revenue companies
spend on customer service [6]. So there is little to
gain on the hotline.

Across industries, not shown for machine builders.

no added revenue
Companies with pure sales platforms show no
relevant revenue effect. With service added, it
averages 3% more service revenue [23].

German data from 2018, correlation not cause. The
strongest objection to any added revenue.

Spare parts: click in the 3D model and order Service: the Service Brain knows every machine
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About 10% of your revenue is spare parts.
Service makes up about 18 to 20% of revenue at German machine builders and 22% in Bain's benchmark, 15

to 30% depending on the company [25, 26, 27, 28]. About half of that is spare parts [26, 27, 28]. At Gerhard

Schubert, service contributes more than 25% [37]. We found no public statistic for mid-sized U.S. machine

builders, so the 10% is our model assumption.

Out of every $100 in revenue

$80 new machines $10 $10

Spare parts Other
service

You know your own number: parts revenue divided by machines in the field. In our example, it is about $3,100

per machine per year.

EXAMPLE:  $100M
REVENUE

COST PER
YEAR

BREAK-EVEN PER
YEAR

PER MACHINE PER YEAR

Information portal $65,200 $106,400 $33 or 0.6 hours of work

With parts shop $114,100 $184,000 $58 or 1.1 hours or $144 added
revenue

Plus Service Brain $175,600 $276,300 $86 or 1.6 hours or $216 added
revenue

Manufacturer price sheet as of October 21, 2026, in dollars for this paper, net, capped at 1,500 billed machines. Plus one-time
onboarding, workshop, data and ERP connection for the shop, 20 of your own working days in the first year and 10 in each further
year. Break-even means: in the black after 36 months. One hour costs $53.98 at $95,000 in loaded personnel cost [17, 45],
added revenue at a 40% contribution margin. For comparison: An hour in U.S. manufacturing costs $48.62 [17].

How much more parts revenue the portal with shop needs if it has to carry the cost alone

What the evidence shows: 3 to 10%

$20M 16.9%

$50M 9.2%

$100M 4.6%

$200M 2.3%
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Calculated realistically, it pays
off from about $100M in revenue.

0 · 3 · 10%
more parts revenue: cautious,
realistic, optimistic [4, 11, 23].

The optimistic value is a
single case.

3 · 7 · 11%
less effort in service.

Our own calculation [3, 8, 9, 10].

3 · 10 · 14%
fewer unpaid service visits [18].

Vendor data, volume and price are
sample values.

CAUTIOUS REALISTIC OPTIMISTIC

$20M revenue not within 5 years not within 5 years not within 5 years

$50M revenue not within 5 years not within 5 years 24 (29)

$100M revenue not within 5 years 34 (not within 5 years) 8 (13)

$200M revenue not within 5 years 14 (20) 2 (3)

In parentheses: only what works as money, without freed-up time.

How to read this
Without added revenue, the portal does not pay off at any of these sizes. The decision is made on spare parts,
not on the hotline. The right column is not an expected value. Below $100M in revenue, you need another
reason: costs that go away, an obligation or a smaller start, for example with only the machines of the last
ten years.

Look here first
What do you pay today for catalog software, printing, shipping and an old portal? Every dollar of that lowers
the break-even right away.
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More than 70% of service time went
into preparation and coordination.
That is how one internationally active machine builder described it [33]. It is one voice and not a

measurement, but it shows where the lever is. The machine reports a replacement, configuration and history

are ready, the part is identified, the partner has the order. That only works once Stage 1 is in place. Without a

clear match, AI stays an analysis without effect.

How much of its direct service costs the Service Brain has to save

0% 5% 10% 15%

What studies of AI assistants show: 3 to 15%Needed: 1.5%

In the example, the Service Brain has to bring in an additional $92,300 a year. Service without parts is about

$10M in revenue, at about 39% gross margin [28] that is about $6M in direct costs. About 1.5% of that is

needed. This is our calculation and no promise. The lever here is bigger than in Stage 1, because it acts on

technician time and not on the hotline.

15% more cases
per hour resolved by support teams with an AI
assistant, 30% for less experienced staff [34].

One company, customer support. Transferring this is
an assumption.

about 3%
of working time saved by AI chatbots on average
across 25,000 employees in Denmark [35].

Eleven occupations. This is the damper on every AI story.

In practice
At UNITED GRINDING, thanks to the maintenance calendar, technicians usually know which parts are due before
they arrive [38]. Gerhard Schubert wants to run tickets, guided maintenance on the 3D model and training
through the same portal. Large customers order from their own ERP, and the shop becomes their catalog [37].

This only turns into money if the time gained is planned for: more service revenue, or instead of new hires.

U.S. manufacturers may need up to 3.8 million new workers by 2033, and 1.9 million of those jobs could stay

unfilled [36]. For industrial machinery mechanics alone, the government expects about 51,900 openings a

year [45].
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S TAG E  4 New business from machine data

Up to here, the registered machine is enough. Now it starts to report: You see how your machine runs at the

customer's site. That turns the machine builder from supplier into operating partner [33]. This is the stage

with the greatest potential and the least evidence.

28%
of new machines are remotely
connected today [1].

About 100 large machine builders.

4%
of machine builders earn
recurring revenue from digital
services [1].

The goal is clear. Few have made it
so far.

$1.1B
in deals closed by Caterpillar in
one year from events reported
by machines in the field [2].

Global group with over 1.5 million
assets reporting data.

The simplest math
A machine that reports live data costs you $8 a month, or $96 a year. A single avoided service visit at $1,500
therefore carries 15 machines for a full year.

What you can sell
Service packages with fixed
response times, paid access,
AI as an add-on [39]. That
turns into predictable service
revenue [33].

Why the data is
coming anyway
If you sell into the EU, new
machines with data functions
must provide data access, and
your customer can have the data
passed to third parties [30]. If
you do nothing with it, you leave
the field to others.

The catch
Condition monitoring lowers
parts demand [40]. More data
does not automatically mean
more parts revenue.

We deliberately did not run the numbers for this stage, because the evidence is missing. If you enter here,

you do so for strategy, not because of a calculation.
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Not in the math, but in the decision

Building it yourself
For most companies, a platform
of their own will not pay off, said
Germany's machinery
association VDMA [20]. Across
1,471 IT projects, costs overran
by 27% on average, and one
in six by an average of 200%
[21]. The builder carries that
risk alone.

Customer loyalty
At one U.S. bank, the online
channel first raised cost per
customer, while customers
stayed more loyal over three
years [22]. For machine builders
there is no measurement, and
Deloitte warns that loyalty fades
when personal contact declines
[24]. So we left it out.

The foundation
The machine record is the
precondition for everything else:
orders, service, knowledge,
evidence. We value it at zero.
Your CFO may read that as
a reserve.

A benefit without a name does
not belong in a business case.
The result comes from inside your company, and it does not happen by itself.

BENEFIT WHAT HAS TO CHANGE ON YOUR SIDE WHO OWNS IT HOW YOU MEASURE IT

Usage You actively invite customers. From
commissioning, access belongs to the machine.

Service and
sales

Customers with one
transaction in 90 days

Added
revenue

Parts match the serial number, prices and
availability are right.

Head of
aftersales

Parts revenue per machine

Fewer
inquiries

Inquiries go to the portal, and the time gained is
planned.

Head of inside
service

Requests per 100
machines

Fewer
visits

Before a trip, someone checks for a remote fix. Head of service Unpaid visits per 100
machines
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Five questions your CFO will still ask.

1 Why Transaction-Network?

Because we have built such portals. Gerd Bart and his team at the SAP
consultancy Sybit developed customer portals for machine builders such as
myBühler, MyMULTIVAC and KHS Connect [41]. We know your ERP and where
manufacturer portals end.

Gerhard Schubert UNITED GRINDING

Industrie 4.0 Award Baden-Württemberg 2023

CECIMO MTI Award 2025 with UNITED GRINDING

$82,300
information portal

$139,700
with parts shop

2 What is the most we can lose?

The first year, if it brings nothing at all. Those are the amounts in the $100M
example, including setup and 20 of your own working days. The contract runs
twelve months and ends with three months' notice [42]. Only more demanding
master data would add to it.

3 What is the alternative?

YOUR ROUTE FOR IT AGAINST IT

Do nothing No project, no new invoice. Stage 2 stays if you sell into the EU. See question 5.

Build it yourself Everything exactly as you want
it.

Build, operation and updates over the life of the
machine. You carry the cost risk alone [20, 21].

Portal on the
ERP

Close to orders and prices. The ERP knows orders. You still have to build the
record for each machine.

Transaction-
Network

Built for machine builders,
monthly price, annual exit.

You tie yourself to one vendor. See question 4.

4 What if you or we stop?

Then you take your data with you. It belongs to you, even after the contract ends [42]. The master data you build
stays your asset, no matter who displays it in the future.

Data handed over at any time No right of retention Up to 12 months of paid transition help

Data only in the EU and EEA No AI training on your trade secrets
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And if we do nothing?
So far we have compared the portal with a today that stays as it is. That is the most comfortable assumption

in this paper. As far as we could find, nobody has cleanly measured what manufacturers lose by doing

nothing. You can still do the math, with the same threshold as on page 9.

5 How much can you lose before doing nothing costs more?

YOUR
REVENUE

THE PORTAL WITH SHOP
MUST BRING

DOING NOTHING COSTS MORE
IF YOU LOSE

THAT IS

$100M 4.6% more parts revenue about 4.6% of parts revenue parts for about 150 of 3,200
machines

$50M 9.2% about 9.2% parts for about 150 of 1,600
machines

$20M 16.9% about 16.9% parts for about 110 of 640
machines

Our own calculation, assumptions as on page 9. The reversal holds only roughly, because a loss runs differently from a
portal's ramp-up.

Digitization
Manufacturers report that 26% of their aftermarket revenue runs digitally [3]. At the same time, fewer than 30%
of buyers use their suppliers' digital offers [9].

The direction is clear, the pace is not.

Competition for parts
Spare parts often carry 80% or more of aftersales profits, and online traders attack catalog parts [40]. Your
customer can also have machine data passed to third parties [30].

If you do nothing with it, you leave the field to others.

AI and automation
Without structured master data, any automation stays a prototype [39]. At Gerhard Schubert and UNITED
GRINDING, master data was the biggest hurdle [37, 38].

If you wait, you start later at the same point.

Our assessment
Nobody is likely to disappear from the market within a few years because of this. It is more likely that parts and
service business drifts away quietly, machine by machine. There is no measurement for that, so we count it in
no calculation in this paper. You can check it yourself: How many of your machines bought no spare parts from
you last year?
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