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The Problem With Hidden Costs

The direct cost of video production is easy to see: agency invoices, software subscriptions, storage

bills. The hidden cost is harder to find, but it is almost always larger.

Hidden cost accumulates in the gaps between systems. In the hours spent searching for content
that should take seconds to find. In the agency brief that gets written because nobody knew the
content already existed. In the compliance training that gets scheduled again because the on-
demand version is not trusted. In the storage bill that grows because nobody has ever taken a view

of whatis actually worth keeping.

This guide is a framework for finding and quantifying those costs in your own organization.

Where the Cost Hides

Duplication: Paying Twice for the Same Content

In organizations without a central content library, the same video gets made multiple times. L&D
produces an onboarding video. Six months later, Internal Communications produces a different
version of the same content because nobody told them the first one existed. A year after that, a

third department commissions an agency to produce it again.

Across a large organization, this pattern repeats across dozens of content categories. The
cumulative cost is substantial, and entirely recoverable. A conservative estimate for a 5,000-

person organization: $150,000 to $400,000 per year in duplicate production spend.
Agency Dependency: Paying a Premium for Content You Already Own

When internal content cannot be found, the default response is to commission new content
externally. This is not a production quality decision, it is an access failure. The organization already

owns content that would serve the purpose. It simply cannot locate it.

The Hidden Cost of Content Chaos | April 8, 2026 2



VARDE

MEDIA SOLUTIONS

Every externally commissioned piece of content that duplicates something already in your
organization’s library is a direct cost of disorganization. For organizations that spend $500,000 or
more annually on agency video production, recovering even 20% of that spend through better

content reuse represents a significant return.
Compliance Exposure: The Cost That Arrives Without Warning

The compliance cost of disorganized video infrastructure is not a monthly line item. It is a risk that
materializes suddenly, when a regulator asks for evidence, when a legal matter requires discovery,

when an audit surfaces a gap in training records.

In regulated industries, financial services, healthcare, manufacturing, government, the inability to
produce a complete audit trail of who watched which version of which training video, and when, is
not a process inconvenience. It is a liability. The cost of a compliance failure in most regulated

sectors dwarfs the cost of the infrastructure that would have prevented it.
Productivity Loss: Time Spent Searching Is Time Not Spent Working

Research consistently shows that knowledge workers spend between 15% and 25% of their
working time searching for information they need to do their jobs. For video-heavy functions, L&D,
Internal Communications, Marketing, Legal, a significant portion of that search time is spent

looking for content assets.

In ateam of 20 people, each spending 30 minutes per day searching for content that should be
findable in seconds, the annual productivity cost exceeds $150,000 at average knowledge worker

rates. Scaled across an organization, the number is significant.
Storage Waste: Paying Premium Prices for Commodity Data

Organizations that have been producing video for several years without a storage strategy are
almost universally paying more than they need to. The common pattern: everything goes into a
single-tier cloud storage environment because that is the path of least resistance. Nobody applies
lifecycle policies. Nobody moves content to lower-cost tiers as it ages. Nobody deletes content

that has no remaining value.
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A tiered storage architecture, high-performance NAS for active production, object storage for near-
line content, LTO tape for deep archive, reduces total storage cost by 60 to 80 percent in most
enterprise video environments. The investment in implementing that architecture typically pays

back within 12 to 18 months.
Calculating Your Organization’s Content Chaos Cost

Use the following framework to estimate what disorganized video infrastructure is costing your

organization annually.
Display as a structured worksheet with input fields in the PDF/print version and a table in the web version.
e Annual external video production spend: $

e Estimated % of external spend on content that already exists internally: % =%

¢ Number of employees in video-intensive roles (L&D, Comms, Marketing, Legal):

e Average annual salary of those employees: $

e Estimated % of working time spent searching for content: % =9 per person per

year

e Annualvideo storage cost: $

Estimated % that could be moved to lower-cost tiers: % potential savings = $

Total estimated annual cost of content chaos: $

Most organizations that complete this exercise find a number between $300,000 and $2,000,000.
The actual number is always higher than expected. The cost of addressing it is almost always

lower.
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What Addressing It Looks Like

The organizations that have solved this have done it by building the infrastructure that makes
content findable, reusable, and governed. They have not done it by buying more storage or hiring
more production staff. They have done it by treating content as an asset, one that requires the

same management infrastructure as any other enterprise asset.

Varde helps organizations build that infrastructure. We start with an assessment that quantifies the
current cost and maps the path to a solution. The assessment is a paid engagement, but the

findings pay for it many times over.
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