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EXECUTIVE SUMMARY
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Most organizations know what they pay for their Video Management System (VMS) license. Very few have
modeled what their VMS actually costs. Enterprise VMS deployments consistently show that the initial
software license represents only 20-30% of the real five-year cost. The remaining 70-80% is hidden in
server infrastructure, storage hardware, integration labor, annual maintenance contracts, bolt-on analytics
licensing, and the compounding administrative overhead of managing a fragmented, multi-vendor stack.
This is the cost structure that traditional VMS vendors never put in front of their customers.

The price of Ambient Foundation is comparable to traditional VMS alternatives. What it delivers at that price
point is not. Agentic Video Walls, Semantic Search, and PACS Visual Previews are Al-native capabilities that
incumbents charge separately for or cannot deliver at all, powered by Ambient Pulsar, the engine that makes
Al-native video management possible. When customers account for the operational savings from
autonomous monitoring, compressed investigations, and reduced guard dispatch, Ambient Foundation’s
annual value can exceed its annual cost. The platform generates measurable return through operational
efficiency before infrastructure and maintenance savings are even counted.

For customers who deploy the full Ambient Platform, adding Ambient Advanced Forensics, Ambient Access
Intelligence, and Ambient Threat Detection on priority cameras, the return compounds. Every module added
is a capability the traditional stack cannot replicate at any price. The operational savings generated by
autonomous threat detection, 95%+ false alarm elimination, and forensic investigation compressed from
days to minutes compound year over year. When those savings are set against total platform cost, the full
Ambient Platform does not just compete with the traditional VMS stack on price. It generates a return the
traditional stack is structurally incapable of delivering, because intelligence cannot be bolted onto an
architecture built for storage.

This paper builds a five-year TCO framework across six cost categories, models two deployment scenarios,
and closes with a structured guide for presenting the economic case to finance and executive leadership.
The figures are directional and built on industry benchmarks. For a model built on your specific environment,
request a scoped TCO workshop with an Ambient.ai security specialist.

©Ambient Al, Inc.
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DIRECTIONAL ONLY: This document provides representative cost modeling based on industry benchmarks and publicly available
data. It is not a binding financial analysis or savings guarantee. All figures are illustrative. For a scoped analysis against your
specific environment, request a TCO workshop with an Ambient.ai security specialist.

THE TRUE COST OF VIDEO MANAGEMENT
Why The VMS License Is The Wrong Number To Anchor On

When organizations evaluate video management platforms, the conversation almost always starts with
software licensing. It is the most visible line item, the easiest to compare across vendors, and the number
that appears in the initial proposal. It is also the least representative of what a VMS deployment actually
costs over time.

A defensible TCO model must span at least five years and capture every layer of cost that compounds as
the deployment grows. These six categories, taken together, tell a fundamentally different story than the
license number alone.

o Software licensing is the entry point, but maintenance contracts renew annually at 15-20% of the original
license value, a cost that continues indefinitely.

o Hardware and infrastructure scale with camera count. Every new camera added to a traditional on-
premises VMS deployment requires proportional additions in server capacity, storage, and networking.

 Integration and professional services are consistently underestimated at procurement. Initial deployment
work typically runs 20-40% of the combined hardware and software cost, and every new capability
added to the stack requires a new integration cycle.

e Analytics are almost never included in the base VMS license. Third-party video analytics modules run
approximately $50 per camera per year on average, and each one brings its own interface, support
contract, and infrastructure footprint.

o Administration overhead compounds invisibly. Managing a multi-vendor security stack typically requires
one to two dedicated administrators whose fully loaded cost over five years dwarfs the original software
investment.

» Scaling costs are non-linear. Adding cameras, sites, or capabilities to an on-premises VMS triggers
proportional growth in nearly every other cost category simultaneously.

The cumulative result is a cost structure where the initial software license, the number that anchors the
buying conversation, represents only 20-30% of the real five-year investment. The remaining 70-80% builds
silently in the background, often never fully visible until a renewal, a hardware refresh, or a new capability
request forces it into view.
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Where Ambient Foundation Sits In This Model

Ambient Foundation is an Al-native video management platform with a hybrid edge-to-cloud architecture,

sold as a per-stream subscription. Because it is built Al-native from the ground up rather than assembling
intelligence as bolt-on additions, several of the cost categories above behave differently than they doin a

traditional VMS deployment. The comparison below maps each cost category across both architectures.

COST CATEGORY
Software Licensing .
Hardware / .
Infrastructure
Integration & .

Professional Services

Analytics Add-On .
Licensing o

VMS Administration .
Labor (5 years) .

Scaling Costs .

TRADITIONAL ON-PREM VMS

Perpetual per-camera license: $150-$300/cam
Base server license: $5K-$15K

Annual maintenance: 15-20% of license value
per year

Analytics modules licensed separately

On-prem servers plus storage: $500-$1,500/
cam

Network switches and recording workstations
Hardware refresh required at Year 5: $150K—
$500K

Year 1 deployment: 20-40% of HW+SW cost
(~$65K-$360K)

Ongoing integrator labor: $15K-$40K/yr
Every new capability requires a separate
integration cycle

Third-party analytics: ~$50/cam/yr average
500 cameras x $50 x 5 years = $125K

Each vendor adds a separate Ul, contract, and
infrastructure footprint

1-2 dedicated VMS administrators required
~$400K-$800K fully loaded over 5 years
Higher training burden across multi-vendor
stack

Non-linear: each new camera adds server,
storage, and licensing cost

Per-feature licensing creates a stacking cost
effect

Multi-site federation adds configuration
complexity

AMBIENT FOUNDATION

°

Single per-stream subscription

Includes Agentic Video Walls, Semantic Search,
and PACS Visual Previews

No annual maintenance fee

No separate analytics licensing at base tier

Ambient Edge Appliances handle local Al
inference and storage

No servers, no NVRs, no dedicated storage
arrays

Appliance refresh required at Year 5

Cloud-managed deployment reduces Year 1
professional services cost significantly
Unified platform reduces ongoing break/fix
cycles

New capabilities added within the same
platform and support contract

Agentic Video Walls, Semantic Search, and
PACS Visual Previews: included

No incremental cost for base-tier Al capabilities
Ambient Advanced Forensics, Ambient Access
Intelligence, and Ambient Threat Detection
available as add-on modules

Centralized cloud management reduces admin
overhead by approximately 50%
~$200K-$400K fully loaded over 5 years
Agentic capabilities reduce the manual
workload that drives training and staffing
requirements

Scales without adding servers or NVRs;
additional Ambient Edge Appliances support
camera fleet growth

Per-stream pricing scales linearly with camera
count

Multi-site management included in base
subscription
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WHERE AMBIENT FOUNDATION CHANGES THE COST MODEL

Ambient Foundation is not a traditional VMS with Al added on top. The intelligence layer is inherent to the
platform, not a separate cost center bolted onto a storage-first architecture. Six structural differences drive
the TCO advantage.

1. Al-Native Architecture

Ambient Foundation is built on Ambient Pulsar, the industry’s first always-on, edge-optimized reasoning
Vision-Language Model purpose-built for physical security. Ambient Pulsar is the engine behind every Al-
native capability in the platform: Agentic Video Walls, Semantic Search, PACS Visual Previews, and the add-
on advanced software modules in the platform. Customers who later add Ambient Advanced Forensics,
Ambient Access Intelligence, or Ambient Threat Detection do so within the same platform, the same
architecture, and the same support contract, because the intelligence foundation is already in place.
Traditional VMS customers face a separate procurement cycle, a separate vendor relationship, and a
separate infrastructure investment for every new capability they want to add.

2. Agentic Video Walls

Al-driven dynamic video walls automatically surface the cameras and scenes with the most relevant activity
based on live context, replacing the passive, static layouts that traditional VMS operators manually scan.
Human attention on static video monitors degrades significantly after approximately 20 minutes, according
to National Institute of Justice research. The cost impact is direct: operators cover more cameras without
adding headcount. Customers report more than 10,000 operator hours saved annually through autonomous
monitoring alone. For organizations that want to extend this from reactive monitoring to proactive threat
response, Agentic Video Walls are the foundation on which Ambient Threat Detection builds, adding
autonomous detection of 150+ threat signatures in real time.

3. Semantic Search

Semantic Search lets operators query video using plain language, even while incidents are still unfolding.
Ambient Real-Time Stream Indexing continuously tags activity as it happens, enabling near-real-time search
that traditional VMS timeline scrubbing cannot match. This compresses routine investigative tasks from
hours to minutes at the Foundation tier. For organizations that need to go deeper, Semantic Search is the
foundation on which Ambient Advanced Forensics builds, adding License Plate Recognition, Similarity
Search, and Incident Timelines for complex multi-camera investigations.
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4. PACS Visual Previews

Traditional VMS forces operators to scroll through Physical Access Control System (PACS) alarms with no
immediate visual context. PACS Visual Previews instantly attach a video preview to every access event,
giving operators the context to triage, escalate to live video, or check the floor plan without switching
applications. This eliminates the manual correlation step that drives alarm fatigue and wasted guard
dispatch. For organizations that want to move beyond triage to full automation, PACS Visual Previews are
the foundation on which Ambient Access Intelligence builds, auto-clearing 95%+ of false-positive door
alarms before they reach an operator.

5. Hybrid Edge-to-Cloud Architecture

Ambient Foundation processes Al inference locally via Ambient Edge Appliances while the cloud layer
handles management, orchestration, and the Cloud SOC. Customers avoid both the bandwidth costs of full-
cloud solutions and the server-room burden of full on-premises deployments. Storage for recording, replay,
and archiving is handled locally, eliminating the need for large centralized NVR arrays while still delivering
centralized cloud management.

6. Bring-Your-Own-Camera

Ambient Foundation supports 200+ ONVIF and RTSP-compliant cameras out of the box. Customers retrofit
their existing camera infrastructure instead of replacing it, eliminating the camera replacement cost that
proprietary vendors require and the degraded capability that hardware-dependent platforms impose on
non-native cameras.
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REPRESENTATIVE 5-YEAR TCO SCENARIOS

ILLUSTRATIVE SCENARIO: All figures are directional estimates based on industry benchmarks and publicly available pricing.
Actual costs will vary by deployment complexity, vendor negotiation, and customer-specific requirements.
This is not a quote or binding projection.

Scenario Profile

The following assumptions apply to both Scenario A and Scenario B. All figures are representative of a
typical multi-site enterprise deployment.

PROFILE ELEMENT DETAILS

Organization type Multi-site enterprise

Camera count 500 IP cameras across 10 locations

Video retention 30 days standard

Current state On-premises VMS with separate analytics bolt-ons

GSOC operators 6 SOC operators across shifts

Security guards ~20 guards (approximately 2 per site), fully loaded cost ~$55K/year per guard

Annual investigations ~500 routine investigations per year, averaging 3 to 4 hours each on a traditional VMS

PACS readers (Scenario B) ~250 access control readers across all sites, generating typical DFO and DHO event volumes

Scenario A: Ambient Foundation as a VMS Replacement

This scenario models Ambient Foundation deployed as a direct replacement for a traditional on-premises
VMS, with no additional intelligence modules. The goal is to establish a cost baseline: how does Ambient
Foundation compare on pure VMS economics before any advanced Al capabilities are factored in?



O THE ECONOMICS OF THE AI-NATIVE VIDEO MANAGEMENT SYSTEM

HARD COST TRADITIONAL ON-PREM VMS AMBIENT FOUNDATION
Software Licensing Perpetual license + annual maintenance (~15- Single annual subscription, no maintenance
20%/yr) fees
Total: $139K-$282K Total: $750K
Hardware Infrastructure Servers, storage, and EOL refresh: $400K- Ambient Edge Appliances handle local Al
$1,250K inference and storage
No servers, NVRs, or dedicated storage arrays
required
Analytics Add-On ~$50/cam/yr x 500 x 5 = $125K $0 incremental (Al included in base)
Licensing
Integration & Maintenance Year 1 services + ongoing: $125K-$520K Year 1 deployment: ~$25K-$75K

Ongoing professional services: ~$5K-$15K/yr
Total: ~$45K-$135K

VMS Administration Labor 1-2 dedicated VMS admins: ~$400K-$800K Cloud-managed: ~$200K-$400K

Estimated 5-Year TCO $119M - $2.87M $1.10M - $1.69M
Cost creep accelerates as capabilities are Predictable; no hidden infrastructure or bolt-on
added layers

Scenario A: Estimated Operational Savings (Foundation Only)

Beyond TCO, Ambient Foundation delivers measurable operating cost savings that traditional VMS cannot.
These are directional estimates based on the 500-camera, 10-site scenario.

OPERATIONAL SAVINGS HOW FOUNDATION DRIVES IT ANNUAL SAVINGS 5-YEAR SAVINGS
Guard Service Agentic Video Walls automate situational $110K-$165K $550K-$825K
Optimization awareness. 10-15% guard hour reduction.

Investigation Efficiency Semantic Search compresses investigations from $50K-$70K $250K-$350K

3-4 hours to 15-30 minutes. 500 cases/yr x 2.5-
3.5 hrs saved.

SOC Operator Productivity Autonomous monitoring eliminates manual feed $150K-$200K $750K-$1M
scanning. 10,000+ hours recaptured annually (~5
FTE-months).

Estimated OPEX Savings Ambient Foundation capabilities only $310K-$435K/yr $1.55M-$2.18M

TOTAL 5-YEAR ECONOMIC IMPACT OF SWITCHING TO AMBIENT FOUNDATION

HARD COST ADVANTAGE OPERATIONAL SAVINGS TOTAL ECONOMIC IMPACT

$0.09M-$1.18M + $1.55M-$218M = $1.64M-$3.36M

©Ambient Al, Inc
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Scenario B: Full Ambient Platform (With Intelligence Modules)

This scenario models the full Ambient Platform with intelligence modules deployed at coverage levels that
reflect typical enterprise deployments. Ambient Foundation and Ambient Advanced Forensics cover all 500
cameras. Ambient Threat Detection is deployed on the 20% of cameras covering the highest-priority
perimeter and critical area locations. Ambient Access Intelligence is deployed on the 40% of cameras at
access-controlled entry points, reflecting a larger door population than the perimeter zone. The same
scenario profile and assumptions from Scenario A apply.

MODULE TIER CAMERAS LICENSED DEPLOYMENT RATIONALE

Ambient Foundation Base layer (required) 500 (100%) Required base layer. Includes Agentic Video
Walls, Semantic Search, PACS Visual Previews,
and real-time indexing.

Ambient Advanced Add-on module 500 (100%) Fleet-wide investigation coverage via LPR,
Forensics Similarity Search, and Incident Timelines.
Ambient Threat Detection Add-on module 100 (20%) Highest-priority locations: perimeter zones and

critical areas only.

Ambient Access Add-on module 200 (40%) Cameras at access-controlled entry points.
Intelligence Requires Ambient PACS Connector.
HARD COST TRADITIONAL VMS + BOLT-ONS FULL AMBIENT PLATFORM
Software Licensing Perpetual + maintenance: $64K-$132K Full platform subscription (500 streams x ~$54/
Analytics bolt-ons: $125K+ stream/mo blended rate)
Total: $269K-$422K+ Single vendor, single contract

Total: ~$1,620K

Hardware Infrastructure Servers/storage: $250K-$750K Ambient Edge Appliances handle local inference
Hardware refresh: $150K-$500K and storage
Total: $400K-$1,250K No servers, NVRs, or storage arrays required

Appliance refresh at Year 5
Total: ~$70K-$150K

Integration & Maintenance Year 1: $65K-$360K Year 1: $25K-$75K
Ongoing integrator retainers: $60K-$160K Ongoing professional services: ~$5K-$15K/yr
Total: $125K-$520K Total: $45K-$135K

VMS Administration Labor $400K-$800K $200K-$400K

Estimated 5-Year TCO $1.19M - $2.99M $1.94M - $2.31M
No autonomous detection, no Al search, Full platform: Al-native VMS, agentic forensics,
no real-time intelligence at any cost level threat detection, and access intelligence in one

architecture
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Scenario B: Estimated Operational Savings (Full Platform)

The operational savings from the full Ambient Platform build on the Foundation baseline established in
Scenario A. The following figures represent the incremental savings generated by adding Ambient Advanced
Forensics, Ambient Access Intelligence, and Ambient Threat Detection on top of Foundation.

OPERATIONAL SAVINGS

HOW THE FULL PLATFORM DRIVES IT

ANNUAL SAVINGS

5-YEAR SAVINGS

Foundation Baseline
Savings

Guard Dispatch & Patrol
Reduction

Advanced Investigation
Efficiency

Agentic Video Walls, Semantic Search, PACS
Visual Previews (from Scenario A)

Ambient Access Intelligence on 200 cameras
auto-clears 95%+ false door alarms. Ambient
Threat Detection on 100 cameras enables
targeted perimeter response.

Ambient Advanced Forensics (LPR, Similarity
Search, Incident Timelines) on all 500 cameras

$310K-$435K

$150K-$195K

$60K-$180K+

$1.55M-$2.18M

$900K-$975K

$300K-$900K+

resolves cases in minutes. Previously infeasible
cross-site investigations become solvable.
GSOC Operator Efficiency Ambient Access Intelligence on 200 cameras $80K-$140K $400K-$700K
eliminates alarm fatigue and reclaims 3,000-5,500
operator hours/yr from false alarm triage.
Cost Avoidance $120K-$340K+

(Insurance, Liability)

Ambient Threat Detection on 100 priority cameras $600K-$1.7M+
supports 5-15% reductions in security-related
insurance premiums. Incident prevention avoids

litigation and reputation damage.

Estimated Total OPEX
Savings

Full platform capabilities $720K-$1.29M+/yr $3.76M-$6.47M+

TOTAL 5-YEAR ECONOMIC IMPACT OF SWITCHING TO AMBIENT FOUNDATION

PLATFORM INVESTMENT (5 YRS)

$1.94M-$2.31M Vs

OPERATIONAL SAVINGS (5 YRS)

$3.76M-$6.47M+

NET VALUE ABOVE PLATFORM COST

The traditional VMS stack at comparable total cost delivers none of these operational savings. It is a cost
center. The full Ambient Platform is a value driver that compounds year over year as each module extends
the intelligence layer already in place.

PRESENTING THIS ANALYSIS TO LEADERSHIP

This document is designed to be used by the security leader or champion who will present the economic
case for Ambient Foundation to finance, procurement, or executive leadership. The figures here are
directional, built on industry benchmarks and representative deployment data. They are a starting point for
conversation, not a binding financial projection.
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The following guidance will help you present this analysis with confidence and credibility to a skeptical
financial audience.

How to Frame the Numbers

STATEMENT TO MAKE TO LEADERSHIP WHY IT WORKS

“Here is what the five-year cost Grounds the conversation in a concrete, comparable scenario before asking for any
comparison looks like for a deployment decisions. Finance stakeholders respond to specifics, not abstractions.
similar to ours.”

“The VMS license is only 20-30% of what Reframes the evaluation from a license price comparison to a total investment

we actually spend on video management question. Most budget owners have never modeled the full stack cost. This opens
over five years.” the conversation.

“The operational savings in Scenario A This is the strongest single statement in the analysis. It establishes that the platform
exceed the platform cost before pays for itself on operational value alone, before any hard cost savings are added.

infrastructure savings are even counted.”

“The full platform in Scenario B generates Positions the investment decision as a return question, not a cost question. Lead
$1.82M-$4.16M+ in net value above its with the value generated, not the price paid.
total cost over five years.”

Anticipating Finance and Procurement Questions

How defensible are these numbers? Every figure in this document is directional and based on industry
benchmarks. For a model built on your specific environment, request a scoped TCO workshop with an
Ambient.ai security specialist who will build the analysis using your actual camera count, PACS reader count,
operator headcount, and investigation volume.

What assumptions drive the operational savings? The Scenario A savings are based on the deployment
profile detailed at the start of the TCO scenarios section: 500 cameras across 10 sites, approximately 20
security guards, 500 routine investigations per year, and 6 SOC operators. If your environment differs
materially, the figures will scale accordingly. The directional relationship holds across deployment sizes.

Is the full platform cost competitive with what we pay today? In Scenario B, the full Ambient Platform total
cost of $1.94M-$2.31M over five years is comparable to a traditional VMS stack with bolt-on analytics at
$119M-$2.99M. The difference is not cost parity on paper. The traditional stack at that cost level delivers
zero autonomous detection, zero real-time intelligence, and zero agentic capability. The full Ambient
Platform delivers all three and generates $1.82M-$4.16M+ in net value above its total cost.

What is the payback period? Based on Scenario A, the operational savings from Ambient Foundation alone
($310K-$435K/yr) cover the annual subscription within the first year of deployment at the representative
scenario scale. A formal payback model requires your actual numbers.
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Next Steps

» Request a scoped TCO analysis: an Ambient.ai security specialist will build a model using your actual
deployment data and present it to your finance or procurement team.

» Run a pilot: Ambient Foundation deploys alongside your existing infrastructure without rip and replace. A
scoped pilot across 10-50 cameras at one or two sites produces real operational data within weeks, and
that data becomes the core of your internal business case.

» Download the companion white paper: The Business Case for Agentic Physical Security provides the
broader ROI framework for the full platform, including unit economics for labor efficiency, false alarm
reduction, investigation time savings, and risk reduction.

CONCLUSION

The price of Ambient Foundation is comparable to any traditional VMS. What it delivers at that price is not.
Agentic Video Walls, Semantic Search, and PACS Visual Previews are included by default, powered by
Ambient Pulsar, while a traditional VMS at the same price delivers passive recording and manual search.
When the hard cost advantage and operational savings are combined, Ambient Foundation generates
$1.64M to $3.36M in five-year economic value for this scenario. When customers add Ambient Advanced
Forensics, Ambient Access Intelligence, and Ambient Threat Detection, that figure grows to $1.82M to
$4.16M+ in net value above total platform cost. The traditional VMS stack at comparable or higher cost
generates none of this return. Every dollar it consumes is a cost. Every dollar the Ambient Platform
consumes generates measurable operational improvement on top of it.

For a scoped analysis built on your specific environment, request a TCO workshop with an Ambient.ai
security specialist.

O Ambient.ai

Ambient.ai is the leader in Agentic Physical Security. At the core of its platform is
Ambient Intelligence, a breakthrough engine powered by the most advanced edge-
optimized reasoning Vision-Language Model, Ambient Pulsar, purpose-built for
physical security. Trusted by Fortune 100 companies across campuses, data centers,
and critical infrastructure.
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