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TL;DR

e The median payback period is 12 months. Across the 36 validated loT deployments in
SumatoSoft’s study, 72% paid back within 12 months and 36% within 9 months. The
fastest cases, in healthcare infection control and construction quality inspection, broke
even in roughly 4 months.

¢ Complaints and emergency calls fell by two-thirds. Respondents to SumatoSoft’s
survey reported a median 67% reduction in complaints, lockouts, and emergency calls
(range —40% to —80%).

e Response and repair got faster. The median reduction in time from incident to
resolution was 40% (range —18% to —61%). Unplanned downtime fell by a median of
28%, and energy and consumables fell by roughly 20%.

¢ Integration, not sensors, drove success. 61% of the companies in SumatoSoft's dataset
named integration of loT signals into existing systems and processes as the top enabler.
The top barrier was resistance to new practices on the ground (56%).

e The non-financial gains were consistent. 58% cited trust and transparency for clients
and auditors; 44% cited operational predictability; 42% cited staff confidence and
execution discipline.
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Abstract

Since its inception in 1990, the Internet of Things (loT) has evolved from a showcase for
prototypes to a working tool, delivering measurable results across industries such as
manufacturing, logistics, building management, healthcare, city services, and field service.
Instead of manual checks, companies receive a continuous picture of what's happening:
equipment warns of malfunctions in advance, fleets operate based on actual performance
rather than guesswork, warehouses monitor assets in real time, and facilities monitor
energy efficiency and regulatory compliance. The result includes fewer accidents and fines,
fewer fires and repeat visits, higher quality, and increased customer trust.

To understand where investments are being returned and how, we surveyed executives
who personally launched or sponsored loT implementations over the past three years. The
final dataset included only responses with specificc measurable results and a clear
description of the application area. The picture was pragmatic and encouraging. The typical
payback period is approximately 12 months. See also how to calculate the ROI of custom
software development. At the same time, projects aimed at apparent cost reduction (for
example, infection prevention in healthcare facilities or on-site quality control) often break
even within 4-9 months. The most sustainable improvements reported by participants
included fewer complaints and emergency calls (an average reduction of almost
two-thirds), faster response and repairs (approximately 40%), less unplanned downtime
(approximately 28-35%), and reduced energy and consumable consumption
(approximately 20%). Respondents also noted intangible but essential benefits:
transparency for audits and customers, increased team confidence, and a shift from
“firefighting” to planned work.

The study also notes that key implementation success factors included integrating loT data
into established workflows and systems, clear change management with local “champions”
at sites, and visible management support. The most significant barriers are resistance to
new practices, integration with legacy systems, and connectivity issues. This report provides
executives with a clear, uncluttered picture of where to start, what results are realistic to
expect, and what to consider within the organization to ensure a rapid and predictable
return on investment in loT.



https://sumatosoft.com/blog/how-to-calculate-the-roi-of-custom-software-development
https://sumatosoft.com/blog/how-to-calculate-the-roi-of-custom-software-development
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What Is loT (Internet of Things)

The Internet of Things (loT) is a corporate network that connects a company’s physical
assets (equipment, vehicles, facilities, infrastructure) to operational processes via sensors
and secure communications. Data from these assets is transformed into understandable
events and actions within familiar systems and procedures. The goal is to reduce costs and
risks, improve service availability and quality, and speed up decision-making.

Business Value

1. Operational efficiency, meaning less unplanned downtime, fewer emergency response
calls, optimal routes and shifts, and predictable work schedules.

2. Cost management involves saving energy and consumables, reducing returns and
warranty claims, and minimizing penalties under service level agreements (SLAs).

3. Quality and transparency in confirming work completion and compliance with
procedures, based on objective data, as well as preparedness for audits and inspections.

4. Security and compliance involve real-time monitoring of critical parameters and
incidents, and evidence-based reporting.

5. Revenue and customer experience include service stability, fewer customer-side
outages, and new telemetry-based service offerings.

What Constitutes an Enterprise loT Solution?

1. Sensor and device layer. Data sources include equipment status, vibration, temperature,
location, resource consumption, and asset presence or movement.

2. Communication and gateways. Reliable data transmission, local noise filtering at the
network edge, and buffering in case of signal loss.

3. Data platform. Stream ingestion and storage, event and alert rules, asset digital twin
management, and basic analytics scenarios.

4. Integrations with key systems delivered as part of loT software development services.
Enterprise resource planning (ERP), maintenance management (CMMS), building
management systems (BMS), dispatching, warehouse, and transportation logistics.

5. Application scenarios and procedures. Pre-configured incident cards, approval routes,
checklists, and instructions for staff.

6. Security framework. Access control, minimal data collection, encryption, device and key
management, and change tracking.

For planning and vendor-side discovery, consider loT consulting services.



https://sumatosoft.com/services/iot-development
https://sumatosoft.com/services/iot-development/consulting
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Key Findings from Our Study

According to SumatoSoft's survey of 36 validated loT deployments, the median payback
period is 12 months, 72% of projects pay back within a year, and the most common
measurable gains are a 67% median reduction in complaints and emergency calls, a 40%
median improvement in response and repair times, a 28% median reduction in unplanned
downtime, and a 20% median reduction in energy and consumables.

The median payback period is 12 months (n=36).

72% of projects pay off in 12 months or less, and about a third in 9 months or less.

The fastest payback occurs in the fields of medical (infection control) (see loT
development for healthcare) and construction quality inspections, often within ~4
months due to an apparent reduction in rework and incident response costs.

4. The most drastic changes occur in complaints, lockouts, and emergency calls, with a
decrease of approximately 67%.

5. Key sources of savings include preventing downtime, reducing emergency calls and
rework, achieving fuel and energy savings, lowering warranty costs and fines,
minimizing wasted trips, and “empty” kilometers. Budgeting note: loT development
costs vary with device mix, integrations, and SLAs.

6. The most helpful measure was found to be the integration of loT signals into existing
systems and processes (dispatching, maintenance, facility management).

7. The most popular hindrance was resistance to new practices among local employees.

The survey window was 14 days and was conducted via Featured and Help a B2B Writer
(HaB2BW). The number of participating companies exceeded 70; however, only 36
validated organizations were selected for quantifying results, as we only considered
responses with precise figures on impact and payback period for inclusion in the analysis.

Figure 1. Survey participation: respondents by role (validated cases, n=36)

(CEO, Founder, Owner, President)
Directors / VPs / heads of product
and operations functions

28%

Heads of IT / security /
engineering teams

14%

¢ Respondents: 58% were business owners and top executives (CEO, Founder, Owner,
President); 28% were Directors/VPs/heads of product and operations functions; 14%
were heads of IT/security/engineering teams.

e Geography: North America, Europe, Australia, Asia, with a primary focus on the US.

¢ Industries: manufacturing, field services, logistics and fleet, warehouses and inventory,
facilities and HVAC, security and access, events, healthcare, retail and consumer, and
public sector.


https://sumatosoft.com/solutions/internet-of-things-in-healthcare
https://sumatosoft.com/solutions/internet-of-things-in-healthcare
https://sumatosoft.com/blog/iot-app-development-costs
https://sumatosoft.com/blog/iot-app-development-costs
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Figure 2. Survey respondents by industry (validated cases, n=36)

Field Services & Trades NGNS 10 - 27.8%
Manufacturing & Industrial [ RGN 7 - 19.4%
Facilities, Property & Building Ops [ NG 6 - 16.7%
Fleet & Logistics [N 3 - 8.3%
Warehousing, Inventory & Asset Tracking | NS 3 - 8.3%
Healthcare & Life Sciences [l 2 - 5.6%
Events & Venues [ 2 - 5.6%
Education & Training [l 1 - 2.8%
Retail & Consumer Products [l 1 - 2.8%
Public Sector / City Services [l 1 - 2.8%

Industry Respondents Share
Field Services & Trades (HVAC, plumbing, cleaning, sanitation, towing) 10 27.8%
Manufacturing & Industrial (CNC, cranes, timber, precision) 7 19.4%
Facilities, Property & Building Ops (access, security, smart lighting) 6 16.7%
Fleet & Logistics (routing, telematics) 3 8.3%
Warehousing, Inventory & Asset Tracking 3 8.3%
Healthcare & Life Sciences (infection control, compliance) 2 5.6%
Events & Venues (expos, footfall) 2 5.6%
Education & Training 1 2.8%
Retail & Consumer Products 1 2.8%
Public Sector / City Services 1 2.8%
Total 36 100%

e Inclusion criteria: measurable results (payback percentage/months), clear application
scenario, description of the baseline.

e Exclusion criteria: only “stories without numbers,” pure software telemetry without
physical loT, and context-free quotes.

e Calculation methods: median values and ranges; intangible effects are shown
separately and not mixed with “hard” money.

e Limitations: self-reported data; figures vary by industry and maturity; conclusions are
just guidelines.
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Can a “Responsible” loT Accelerate Business Resilience and
Efficiency?

Operational disruptions, on-site skills shortages, rising costs, and process blind spots are
common risks for many industries. When events unfold rapidly (accidents, demand surges,
supply chain disruptions), the Internet of Things (loT) enables companies to visualize the
situation in real time and take proactive measures: predict failures, reduce emergency
response times, save energy, and confirm compliance with customer and regulatory
obligations.

To understand where and how these benefits arise, we interviewed executives who have
personally launched or sponsored loT projects over the past three years and were able to
demonstrate quantitative results.
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What Problems Do Companies Solve Using loT?

According to managers’ responses, loT was deployed in areas where money was being
wasted and there was a lack of transparency in daily operations:

maintenance: unscheduled downtime and breakdowns;

N

field service and vehicle fleets (see loT in logistics development): emergency calls,
urgent tasks, delays, and empty runs;

facilities: excessive energy and consumable consumption;
asset tracking: warehouse losses and mis-sorting;
safety/incidents: too many false alarms, slow response;

quality and warranty claims: costly rework and claims;

N o o MW

clients/audits: lack of “proof of work performed” and transparency.

Key Pain Points Before Implementation

Figure 3. Key pain points before implementation (validated cases, n=36; multiple choice possible)

Blind spots and manual checks _ 29/36 - 81%
Unscheduled downtime and reactive repairs RN 18/36 - 50%
Emergency trips, extra miles/fuel [N 12/36 - 33%
Excessive energy consumption and peak loads I 10/36 - 28%
Lack of “proof of work performed” and complex audits NGNS 9/36 - 25%

Security and access B 7/36 - 19%

Lack of asset visibility and accounting errors [ NS 7/36 - 19%

Quality and warranty cases/rework I 6/36 - 17%

Pain point Respondents Share
Blind spots and manual checks 29 81%
Unscheduled downtime and reactive repairs 18 50%
Emergency trips, extra miles/fuel 12 33%
Excessive energy consumption and peak loads 10 28%
Lack of “proof of work performed” and complex audits 9 25%
Security and access 7 19%
Lack of asset visibility and accounting errors 7 19%
Quality and warranty cases/rework 6 17%

1. Blind spots and manual checks (no real-time data, disjointed reports) — 29 out of 36
(81%).

— These pain points were manifested through late statuses, questionable facts of work
performed, and decisions based on feelings.


https://sumatosoft.com/blog/internet-of-things-in-logistics

S SUMATOSOFT

2. Unscheduled downtime and reactive repairs — 18 out of 36 (50%).

— These pain points were manifested through emergency stops, missed maintenance
windows, and delayed production and service schedules.

3. Emergency trips, extra miles/fuel (field work, fleet) — 12 out of 36 (33%).

— These pain points were manifested through slow response times, inaccurate ETAs, repeat
customer calls, and inefficient routes.

4. Excessive energy consumption and peak loads — 10 out of 36 (28%).

— These pain points were manifested through higher-than-normal bills,
overheating/undercooling of areas, and a lack of accurate schedules.

5. Lack of “proof of work performed” and complex audits/SLAs — 9 out of 36 (25%).

— These pain points were manifested through disputes with clients, labor-intensive audit
preparation, and poor traceability.

6. Lack of asset visibility and accounting/search errors (warehouse, inventory, equipment)
— 7 out of 36 (19%)).

— These pain points were manifested through lost/duplicate items, slow pick-and-pack,
mis-sorting, and shipping errors.

7. Security and access: False alarms, slow response — 7 out of 36 (19%).

— These pain points were manifested through on-call teams’ time wasted on “noise,” and
incidents are closed late.

8. Quality and warranty cases/rework — 6 out of 36 (17%).

— These pain points were manifested through complaints, rework, and quality penalties.
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What Results Were Achieved, and Which KPIls Were Important

The reported improvements focus on four areas.

Customer incidents and complaints are significantly reduced (often by half or more).
Response and repair times are reduced by approximately one-third to one-half.

Unscheduled downtime is steadily declining, which helps stabilize schedules.

A

Energy and consumable consumption are reduced, especially with remote management
and intelligent scheduling.

Additionally, in some cases, throughput/space utilization is increased, and defect and
warranty rates are reduced.

Figure 4. Improvements after loT implementation — validated executive cases (A/B), median effect

[ Reduction [ Increase

Complaints and lockouts (n=7) _ 1 67%
Response and repair time (n=7) . ¢« 40%
Quality/Warranties (n=2) . | 38%
Unscheduled downtime (n=5) _ 1 28%
Throughput (n=2) N T 26%
Energy/Consumables (n=6) _ 1 20%

Metric Median effect Cases
Complaints and lockouts l 67% n=7
Response and repair time { 40% n=7
Quality/Warranties { 38% n=2
Unscheduled downtime 1 28% n=5
Throughput T 26% n=2
Energy/Consumables 1 20% n=6

1. Complaints/lockouts/emergency calls — median decrease is 67% (range —40% to
—-80%; n=7). Measurement methods include “Where is my technician/car” calls, help
desk tickets, and insurance/incident records. Capital gains: fewer repeat calls and
unscheduled work, lower customer compensation, and SLA penalties.

2. Response and repair speed (time from incident to shutdown) — median decrease is
40% (—18% to —61%; n=7). Measurement methods include average response time and
time to repair (in dispatch/maintenance logs). Capital gains: fewer overtime and night
emergency shifts, higher utilization rates for shifts without incidents.
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3. Unplanned equipment/service downtime — median decrease is 28% (-20% to —52%;
n=5). Measurement methods include downtime hours, canceled shifts/slots, and lost
output. Capital gains: prevented shutdowns, lower fines and revenue losses, and
schedule alignment.

4. Energy and consumables — median decrease is 20% (-9% to —30%; n=6).
Measurement methods include energy bills, kWh by zone, and service material
consumption. Capital gains: reduced idle consumption and peaks, optimized
HVAC/lighting modes, and fewer write-offs.

5. Throughput/space utilization — median increase is 26% (+18% to +34%; n=2).
Measurement methods include service/pickup speed, zone, and flow route utilization.
Capital gains: more processed orders/visitors in the same windows, higher revenue with
the same infrastructure.

6. Quality/warranty cases and rework — median decrease is 37.5% (—34% to —41%;
n=2). Measurement methods include the number of warranty claims and the share of
rework due to quality checks. Capital gains: fewer returns and repairs, lower material
costs, faster project closure.
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What Changed After loT Deployment

Since implementing loT, companies describe a consistent pattern of change: from reactive to
preventative work, from manual checks to verified data, from disparate systems to a unified
workflow (signal = event — request = action — confirmation). This is reflected in specific
business metrics, including fewer emergency calls and complaints, faster incident closure,
reduced downtime, lower energy consumption, increased space utilization, and higher
throughput.

Figure 5. What changed after loT deployment (selected outcomes) — validated executive cases (A/B),
% change vs baseline

I Reduction vs baseline M Increase vs baseline

DASH Symons — Lockout callouts _ 1 78%
Portable Sanitation — Emergency service calls . L 67%
City Facilities — Incident resolution time _ 1 61%
Cranes — Unplanned downtime N L 52%
Cleaning Services — Complaint tickets _ 1 44%

Property Mgmt — Water damage claims _ 1 40%
Blue Diamond Towing — Response time NN | 38%

Franchise Expo — Space utilization KNG T 34%

HVAC Contractor — Emergency calls _ ! 34%

Office Facilities — Off-hours energy use _ 1 30%

Case Metric Change
DASH Symons Lockout callouts ! 78%
Portable Sanitation Emergency service calls 1 67%
City Facilities Incident resolution time l 61%
Cranes Unplanned downtime ! 52%
Cleaning Services Complaint tickets ! 44%
Property Mgmt Water damage claims l 40%
Blue Diamond Towing Response time ! 38%
Franchise Expo Space utilization T 34%
HVAC Contractor Emergency calls !l 34%
Office Facilities Off-hours energy use { 30%

1. Public sector — City facilities: incident resolution time went down 61% (18 —»
<7 minutes).

— What changed: incidents are closed faster, with fewer false alarms (an additional 45%),
and staff see unified statuses.
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— Why it's critical to management: savings on on-call staff and contractors, higher facility
availability, and reduced reputational risks.

2. Building operations — DASH Symons: lockout callouts went down 78%.
— What changed: residents no longer have to wait for key/card replacements, the company
saves on emergency calls, and system uptime is 99.7%.

— Why it's critical: direct operational savings + increased resident satisfaction; predictable
SLA.

3. Field services — Portable sanitation: the number of emergency service calls went
down 67%.
— What's changed: level sensors and GPS automatically set tasks before overflow, and
routes are optimized.

— Why it's critical: fewer fires, savings on fuel and overtime, and more predictable
schedules.

4. Manufacturing and heavy equipment — Cranes: unplanned downtime went down
52%; mean time to repair went down 35%.
— What's changed: transition to condition-based maintenance, purchasing spare parts as
needed (—22% spare parts inventory).

— Why it's critical: high downtime costs; predictability reduces the risk of major project
failures.

5. Property management — water damage claims went down 40% (loT leak
detectors/smart meters).
— What's changed: accidents are caught early, and insurers recognize active risk
management.
— Why it's critical: fewer claims and deductibles, property safety, and tenant confidence.

6. Facilities and HVAC — HVAC Contractor: emergency calls went down 34%; customer
satisfaction score 7.2 — 9.1.
— What's changed: proactive visits during business hours instead of late-night emergencies;
customer energy savings of 15-23%.
— Why it's critical: increased contract renewals, less overtime, higher service plan margins.

7. Fleet and towing — Blue Diamond: response time decreased by 38% (45 — 28
minutes), and “Where is my truck?” calls reduced by 78% (related metric).
— What's changed: telematics and dispatching are now in a single stream, providing
customers with accurate ETAs.
— Why it’s critical: fewer repeat calls and cancellations, fuel savings (-23% excess
mileage), and quick payback.
8. Facilities and cleaning — complaint tickets decreased by 44%, with SLA compliance
improving by 19 points (additional metric).
— What changed: sensors (air quality, occupancy, equipment) are synchronized with
cleaning plans, enabling “on demand” cleaning rather than scheduled cleaning.

— Why it's critical: reduced SLA penalties and overtime, transparent proof of work
performed.
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9. Small office and facilities — off-hours energy use went down 30% (smart
locks/plugs/cameras/thermostats).
— What changed: automatic shutdown of “parasitic” loads, remote monitoring.

— Why it’s critical: quick return on investment without complex integrations; “peace of
mind” as an intangible benefit.

10. Events — Franchise Expo: space utilization optimized by 34%; setup/breakdown time
—2.3 hours/event (related metric).
— What's changed: flow and occupancy sensors enable real-time zone relocation, speeding
up setup/dismantling.
— Why it's critical: higher revenue per square meter, higher exhibitor satisfaction, and
increased booth extensions.

Executive Synthesis

The most repeatable result in service businesses and the municipal sector: faster response
times and a reduction in emergencies (often —30% to —60%) due to routing and integrating
loT signals directly into ticketing systems.

The most predictable monetary effect in manufacturing and heavy equipment: —20% to
—-50% reduction in unplanned downtime through predictive maintenance.

Quick wins at facilities include achieving —15% to —30% energy savings and significantly
reducing complaints when loT data controls HVAC/lighting modes and confirms completed
work.
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Payback: Did the Project Pay Back, and When?

In the validated cases, the typical payback period is 12 months (median). 72% of projects
pay back in 12 months or less, 36% in 9 months or less. Scenarios that directly reduce
costs, such as emergency visits, downtime, warranty claims, and energy, have the fastest
payback. Implementations with complex integrations and diverse legacy assets take the
longest.

Figure 6. loT project payback — distribution (validated cases, n=36)

I Paid back within 12 months — 26/36 (72%) 13-24 months — 10/36 (28%)

13 cases - 36.1%

8 cases - 22.2% 8 cases - 22.2%
5 cases - 13.9%

2 cases - 5.6%

<6 months 7-9 months 10-12 months 13-18 months 19-24 months
Payback window Cases Share
<6 months 8 22.2%
7-9 months 5 13.9%
10-12 months 13 36.1%
13-18 months 8 22.2%
19-24 months 2 5.6%
Total 36 100%
Measure Value
Median payback 12 months
Paid back in <12 months 26/36 (72%)
Paid back in <9 months 13/36 (36%)

That is, for most companies, loT isn’t a long story with an uncertain return, but a calendar
year before payback, often faster.

Where do quick paybacks come from? Projects that directly “cut” operating costs pay for
themselves the fastest, preventing emergency response and complaints, reducing
unplanned downtime, energy, and consumables. These scenarios have a low integration
threshold (sensor = event = request in an existing system), a clear connection to the P&L,
and transparent recording of the effect in accounting data. This is why there are so many
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cases in the <12 months bucket.

When timelines stretch, the ranges of 13-18 and 19-24 months are typical for complex
landscapes: multiple brands and generations of equipment, strict security and connectivity
requirements, and distributed objects. Here, integration and standardization consume a
significant portion of the budget. However, even such projects remain economically rational
when they involve high downtime costs or penalties for SLA failure.
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Biggest Non-Financial Gains

Money isn’'t the only impact. Repeatable non-financial gains: trust and transparency for
clients and auditors, predictability of work, and team confidence. These factors consistently
support cost savings: fewer disputes, fewer urgencies, and higher quality.

Figure 7. Biggest non-financial gains from loT (multi-select; n=36)

Trust & transparency (clients/audits) _ 21/36 - 58%
Operational predictability/peace of mind [ RGN 16/36 - 44%
Employee confidence & data-driven culture _ 15/36 - 42%
Proof of work/SLA evidence NG 12/36 - 33%
Customer satisfaction/experience N 11/36 - 31%
Safety & compliance posture _ 9/36 - 25%

Gain Mentions Share
Trust & transparency (clients/audits) 21 58%
Operational predictability/peace of mind 16 44%
Employee confidence & data-driven culture 15 42%
Proof of work/SLA evidence 12 33%
Customer satisfaction/experience 11 31%
Safety & compliance posture 9 25%

1. Trust and transparency for clients/auditors — 58% (21/306).

— Key point: Unified event logs and confirmation of completed work eliminate disputes and
speed up audits.

2. Operational predictability — 44% (16/36).

— Key points include fewer unscheduled calls and “night” incidents, along with stable
schedules.

3. Staff confidence and execution discipline — 42% (15/36).

— Key point: Decisions are made based on data, which in turn improves compliance with
regulations.

4. SLA evidence base — 33% (12/36).

— Key point: Objective artifacts (geotagging, telemetry, photos/videos) are becoming the
standard for calculations and claims processing.

5. Customer experience — 31% (11/36).

— Key point: Accurate ETAs and transparent statuses increase satisfaction and contract
renewals.

6. Security and compliance position — 25% (9/306).

— Key point: Actual monitoring of conditions and actions reduces regulatory and insurance
risks.
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Top Enablers of Success

We asked executives to name the factors that transformed loT from a pilot project into a
sustainable operational result. Responses from various industries converged on one thing:
the key to success is the operationalization of signals. The most frequently cited were:

1. integration into existing processes and systems — 61% (22/36): automatic creation of
requests and tasks in CMMS/ERP/dispatching;

2. change management and local champions — 50% (18/36): training, simple response
rules, on-site support;

3. visible management support — 449% (16/36): clear goals, prioritizing loss elimination,
reducing organizational friction. Second-tier: simple UX (red/yellow/green, mobile-first)
— 33% (12/36), reliable integration partners — 28% (10/36), and edge noise filtering +
the “minimal data” principle — 19% (7/36).

Figure 8. Top enablers of success (multi-select; n=36)

Integrations into existing workflows/systems _ 22/36 - 61%
Change management & local champions _ 18/36 - 50%
Visible leadership sponsorship _ 16/36 - 44%
Simple UX: R/Y/G alerts, mobile-first [ NN 12/36 - 33%
Strong partner ecosystem I 10/36 - 28%

Edge filtering & minimum data design I 7/36 - 19%

Enabler Mentions Share
Integrations into existing workflows/systems 22 61%
Change management & local champions 18 50%
Visible leadership sponsorship 16 44%
Simple UX: R/Y/G alerts, mobile-first 12 33%
Strong partner ecosystem 10 28%
Edge filtering & minimum data design 7 19%

Successful implementations share a common logic: the loT signal is immediately converted
into action according to a known procedure and is delivered to the systems where teams are
already deployed. What and who helped the surveyed companies to enable the success of
loT deployment:

1. aplan for connecting to existing processes;
a specific manager who is responsible for each target metric, with monthly reporting;
R/Y/G scenarios on a single screen + mobile task cards; trained “champions” on-site;

proven connectors/gateways for a wide range of equipment and protocols;

o W

filtering and aggregation at the edge that speed up responses and simplify
security/compliance.
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Top Barriers

Based on the combined responses, organizational and integration barriers are the primary
ones. The most frequently cited barriers were resistance to change on the ground (20 out of
36, 56%), integration with legacy and heterogeneous equipment (18 out of 36, 50%), and
connectivity and security limitations (14 out of 36, 39%). These three categories account for
approximately 71% of all barrier mentions (in multiple-choice), reflecting the systemic
nature of the barriers: human behavior and processes, heterogeneity of the equipment fleet,
and network requirements and countermeasures.

Less frequent but consistent themes included data noise/signal quality (8 out of 36, 22%),
privacy and compliance issues (7 out of 36, 19%), and stakeholder fatigue/coordination (6
out of 36, 17%). These barriers were encountered in cases involving distributed
infrastructure, mixed vendor environments, and increased regulatory burdens.

Figure 9. Top barriers to loT adoption (multi-select; n=36)

Change resistance on the ground _ 20/36 - 56%
Legacy integration/multi-brand equipment _ 18/36 - 50%
Connectivity & security constraints _ 14/36 - 39%
Data noise/signal quality I /36 - 22%
Privacy & compliance concerns I 7/36 - 19%
Stakeholder fatigue/coordination I 6/36 - 17%

Barrier Mentions Share
Change resistance on the ground 20 56%
Legacy integration/multi-brand equipment 18 50%
Connectivity & security constraints 14 39%
Data noise/signal quality 8 22%
Privacy & compliance concerns 7 19%
Stakeholder fatigue/coordination 6 17%

The barriers are primarily operational and architectural in nature, rather than technological:
implementations are constrained by teams’ willingness to change practices, the need to
“stitch” together generations and brands of equipment, and network/security limitations.
Based on the responses, cases dominated by legacy and connectivity were more likely to
have longer payback windows (13-24 months). In comparison, projects without these
constraints had payback windows of up to 12 months. Taken together, the data suggest
that scalability is more determined by process manageability and environment compatibility
than by the mere presence of sensors and platforms.
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FAQ

What is the typical payback period for an loT project?

12 months, based on SumatoSoft’'s analysis of 36 validated deployments. 72% of projects
paid back within 12 months and 36% within 9 months. Projects that directly cut operating
costs, such as preventing emergency callouts, downtime, and energy waste, paid back
fastest.

Which loT projects pay back fastest?

Cost-removal scenarios with simple integration paths. In our data, healthcare infection
control and on-site construction quality inspections often broke even in roughly 4 months,
because the savings from avoided rework and incident response are immediate and visible
in accounting data.

What are the biggest barriers to loT adoption?

Organizational and integration barriers, not technology. In SumatoSoft's survey, the most
cited were resistance to new practices on the ground (56%), integration with legacy and
heterogeneous equipment (50%), and connectivity and security constraints (39%). Where
legacy and connectivity issues dominated, payback windows stretched to 13-24 months.
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Conclusion

Across validated, executive-led case studies, loT has moved from promise to practice. The
evidence is consistent and cross-industry: projects typically reach payback within a
12-month cycle (median), with 72% recovering investment in <12 months and 36% in <9
months. The fastest returns occur where telemetry removes visible waste, such as
emergency callouts, unplanned downtime, rework, and excess energy, because savings are
immediate and recorded in operational and financial systems.

Reported outcome magnitudes are repeatable: complaints and emergency calls are down
by roughly two-thirds, response/repair times are down by ~40%, unplanned downtime is
down ~28-35%, and energy/consumables are down ~20%.

Success correlates with embedding loT signals into existing workflows and systems,
supported by structured change management with local champions and visible executive
sponsorship. Barriers are likewise practical: resistance to new practices, integration with
legacy/multi-vendor estates, and connectivity/security constraints. Where these constraints
dominate, payback windows extend to 13-24 months; where they do not, outcomes
consolidate within a year.

Alongside the “hard” savings, respondents consistently highlighted non-financial gains,
such as audit-grade transparency, predictable operations, and higher team confidence, that
stabilize performance and reduce indirect costs.

This study is based on self-reported, quantified results and reflects industry, baseline, and
maturity variation. Even with these limits, the pattern is clear: loT delivers measurable
improvements and cash-generative profiles on an annual planning horizon when treated as
an operations system.

For executives, the data provides a realistic envelope for expected results and a practical
lens for sequencing: outcomes are driven by the fit to process, the quality of integrations,
and the discipline of measurement.

Looking to validate the business case and scope an loT rollout? SumatoSoft can help you
define the use cases, the data you actually need, and how the results will be measured in
your operational and financial systems. Contact us to start with a short discovery and a pilot
plan focused on payback and integration fit.
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How to Cite This Research

Shamrei, Y. (2025, updated 2026). loT ROI: Payback Benchmarks and a Quantification
Framework from 36 Deployments. SumatoSoft Research. https://sumatosoft.com/research/
practical-framework-for-quantifying-iot-return-on-investment

Dataset: 36 validated deployments selected from 70+ submissions, collected over 14 days
via Featured and Help a B2B Writer, screened for measurable results, a clear application
scenario, and a described baseline.

Statistics and charts from this study may be reused with attribution and a link to the online
version of this study.
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for your time!

Any questions? Drop us a line!

Headquarters Other ways to get in touch

One Boston Place, Suite 2602 info@sumatosoft.com
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