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Executive Summary
Legacy file infrastructure involves a lot of moving pieces that incur (and sometimes hide) a 
number of capital and operational costs. Enterprises can reduce or eliminate these costs by 
shifting to cloud-based file storage. When developing a cost analysis for such a migration, 
it’s important to account for all costs — both hard and soft — to be sure you’re making an 
apples-to-apples comparison. Unfortunately, this comparison is not as simple as comparing 
TB costs for on-premises file storage to TB costs for cloud file storage.

Organizations of all sizes benefit by switching from legacy, on-premises file storage to 
Nasuni cloud file storage, which uses Google Cloud Archive object storage as its back end. 
Doing so can consolidate NAS and file server silos, enhance cross-office file sharing,  
improve data protection, reduce operational inefficiencies, and eliminate capacity limitations. 
But what about cost savings?

“An important benefit of Ithaca Energy in deploying Nasuni is the  
future-proof approach it provides. We do not have to go through a 
refresh every three to five years or purchase large volumes of tapes. 
These benefits offered cost efficiencies that played a critical role in  
our selection of Nasuni. 

—Malcolm Brown,  
IT Operations Manager

If you embrace a cloud-first approach and have to make the case to internal stakeholders that 
modernizing your file infrastructure is imperative to remain agile and competitive, having cost 
savings on your side, too, will help seal the deal. Across the board, the cost savings stemming 
from a switch to cloud file storage are impressive, in large part because expenses that are the 
norm in a legacy system are either reduced or eliminated.

To get a clearer picture of how much your organization could save with such a switch, this 
paper provides a breakdown of the typical costs associated with refreshing on-premises file 
infrastructure as compared to modernizing with Nasuni. While we typically help customers do 
this comparison by conducting a Business Value Assessment, this paper goes into the details 
on how to calculate the hard costs and soft costs of each approach yourself. Also included is 
a worksheet with calculations that you can customize. Of course, you can always contact us 
and we can conduct an assessment for you at no charge.

Hard costs include the capital expenses attributed to refreshing and expanding NAS, file serv-
ers, file backup infrastructure (e.g., backup software licensing, media servers, backup storage), 
disaster recovery infrastructure, and multi-site file sharing infrastructure (e.g., replication, WAN 
acceleration, duplicate storage, etc.).

Soft costs include those hours dedicated to administering existing file storage, which are  
substantially reduced by moving to the cloud (and these savings increase significantly if you 
have several office locations with file storage that you have to manage). Soft costs also  
include the expense of productivity loss, which occurs as the workforce waits for files to open, 
files to transfer across sites, and damaged or archived files to be recovered. Productivity 
losses may also occur when an organization deals with the impact of ransomware or having 
to quickly transition to a remote, work-from-home business model.



3

White paper Cost Model for Moving File Storage to Nasuni and Google Cloud

Aside from the bottom-line savings that a switch to Nasuni generally provides, most enterprises 
appreciate the ability to shift their file storage expenses from a CapEx model to a more  
predictable and controllable OpEx model.

Each organization has its unique set of circumstances, of course. But with our worksheet you 
can pencil in what costs realistically are attributable to your current environment and see how 
they would drop if you shift to Nasuni. This document serves as a way to gain initial insights 
into the financial benefits such a switch would offer your business.

Understanding the True Costs of Your Existing File Storage Infrastructure
To consider the financial feasibility of making the switch to modern, efficient file storage built 
for the cloud, it’s important to consider all assets and activities that comprise on-premises 
file infrastructure. These can be categorized as hard costs – capital expenses for purchasing 
and maintaining infrastructure hardware and software, as well as facilities costs to house and 
support these capital expenditures – and soft costs – operational expenses incurred in  
managing file infrastructure, as well as opportunity costs incurred when systems are not 
operating or are operating below peak efficiency. Figure 1 below, while not exhaustive, shows 
many of the components of on-premises file infrastructure that can be replaced by Nasuni’s 
modern, cloud approach to file infrastructure. 

It is important to remember that to reap the fullest financial benefit of Nasuni, all office loca-
tions and all file storage repositories (NAS, SAN, or Windows File Servers) should be taken 
into account. It’s best to plan to migrate all file data to fully leverage the economies of scale 
offered by Nasuni and the cloud and achieve the greatest cost savings.

Traditional File Services are Costly & Complex

Figure 1. Typical on-premises file infrastructure components rendered obsolete in the transition to cloud file infrastructure.
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Hard Costs: IT Capital and Related Expenses
Legacy file infrastructure comprises some combination of equipment for primary file storage, 
backup, and disaster recovery. Organizations make different investments based on differing 
priorities. Some companies, for example, don’t dedicate hardware to disaster recovery in any 
meaningful way. Or, those that have backup systems may have varying levels of data protec-
tion. Some may limit the number of snapshots to 30 while others may require 300. That said, 
here’s a list of likely capital expenses:

Production file storage hardware: This typically includes some combination of file servers 
and NAS. Multiple company sites usually require multiple capital investments to deploy 
and maintain infrastructure at each location and are refreshed every 5 years or so.

Backup infrastructure: This typically includes backup software, hardware, media 
servers, and storage media. Maintaining backup infrastructure at multiple locations 
may lead to information silos and/or data version control problems.

Disaster recovery file infrastructure: As with other aspects of on-premises file  
infrastructure, disaster recovery infrastructure may necessitate redundancy at multiple 
locations. Disaster recovery infrastructure may also involve the additional expense of 
contracting with an external provider for off-site or cloud-based storage.

Multi-site data transfer: Maintaining the infrastructure to transfer data across multiple 
company sites can be a significant expense. Infrastructure may include MPLS, WAN 
acceleration, scripts, and file transfer software.

Data center facilities costs: Line items for electricity, air conditioning, and security 
among other expenses must be factored into legacy file infrastructure costs.

Soft Costs: Operational Expenses and Lost Opportunity
Soft costs include time spent in person-hours attributable to conducting or supporting typical 
file storage activities, time lost waiting for typical file operations to complete in order to con-
duct company business, and opportunity lost when legacy file storage systems or activities 
fail, resulting in unplanned downtime or lost revenue. (See the included worksheet instructions 
to understand how to calculate these soft costs.)

IT Operations: The cost of administering and supporting the various elements of 
enterprise file infrastructure, including:

  • Managing file servers, volumes, and shares 

  • Managing backup and replication schedules

  • Responding to file recovery and out-of-space requests from users

  • Dealing with multiple system vendors’ contract negotiations and renewals

  • Configuring and managing WAN acceleration and remote access tools

  • Migrating data to new file servers and NAS hardware 

  • Applying system and security patches and upgrades

  • Managing off-site backup vendors

  • Building, configuring, testing, and maintaining DR sites
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Business Productivity: Often overlooked when calculating the true cost of maintaining 
legacy file storage are lost business productivity and revenue opportunity due to:

 • File server out-of-space issues

 • File recovery wait times

 • File transfer delays

 • File sync wait times

 • Long file open times

 • File server downtime

Business Continuity: Relying on traditional file infrastructure often leaves businesses 
exposed to:

 • Data loss and/or downtime from ransomware and malware attacks

 • Inability to quickly recover data after a regional outage or disaster 

 •  Inability to quickly change end-user computing workflows, support remote workers, 
or integrate acquisition.

Saving on Hard and Soft Costs with Nasuni
By shifting file storage to Nasuni and Google Cloud enterprises of all sizes enjoy the benefits 
of modernization with limitless primary file storage capacity; built-in, automatic backup and 
disaster recovery; and instant capacity expansion, across all locations.

Cost-Optimized Cloud File Storage Can Save Up to 70%
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The calculations for the costs of Nasuni cloud file storage are notable for what isn’t included. 
Many of the costs described above are dramatically reduced or are altogether eliminated by 
switching to Nasuni. 

Let’s first take note of the hard cost savings. Nasuni replaces legacy file storage hardware (NAS), 
back up infrastructure, and DR infrastructure through a subscription model. Subscription costs 
vary based on how much capacity you are licensing, your use case, and your level of support. 

Nasuni uses Google Cloud to store the “gold” copies of all files, so this cost must also be 
factored in. Note that Nasuni deduplicates and compresses all data before it is transmitted 
to cloud storage, reducing the amount of cloud storage needed by an average of 40%. 
Customers are also able to use a less expensive storage class called Google Archive, 
since more than 98% of I/O requests are serviced by the fast disk or flash storage on each 
Nasuni Edge Appliance.

Nasuni Edge Appliances cache copies of  
active files from cloud object storage. These 
virtual machines can be deployed in any number 
of on-premises locations or cloud data centers 
as needed to provide users with fast file access, 
and to minimize the latency and egress fees 
associated with retrieving files from cloud object 
storage. There is no charge for these VMs, other 
than the cost of the virtual infrastructure needed 
to run them.  

Note as well that there are no charges for file backup and restore which is automated by 
Nasuni’s infinite snapshot technology (Nasuni Continuous File Versioning).  

Similarly, there are no charges for Disaster Recovery. Cloud storage automatically creates 
multiple copies of all file data, and Nasuni Edge Appliances can be provisioned and hydrated 
with file system metadata on demand in less than 15 minutes, eliminating the need for dedi-
cated DR sites and standby NAS devices and file servers.

Soft cost savings are often overlooked and underestimated. (See the included worksheet 
instructions to understand how to calculate soft costs.) But intuitively, simplifying the overall 
file infrastructure with fewer vendors and less technology will yield reductions in several 
significant areas:

 Labor costs to manage a file infrastructure: Customers typically find they reclaim 
75% of their current file storage administration costs with Nasuni, as multi-site NAS, 
file servers, backup, and DR are all managed through the Nasuni Management  
Console (the proverbial “single pane of glass”).

Lost hours due to DR interruptions: Disasters are unplanned and unpredictable, 
but many customers model scenarios of a minor case (1 day) and worst case  
(3 weeks) to estimate costs due to these interruptions. The calculations compile the 
cost of lost worker productivity, using an effective hourly rate multiplied by the number of 
impacted employees. By contrast, with Nasuni, an edge appliance can be brought 
back online and made accessible in an alternative location or in the cloud within  
15-30 minutes, reducing the disaster impact of both scenarios from days or weeks to 
as little as 15 minutes.

Initial “Gold”
Version

Continuous
File Versioning
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 Lost hours due to file recovery wait time: Using the same hourly rate as above, 
this compares how long employees must wait for files to be restored from backup 
disks or tapes (usually hours or days) to how long it takes Nasuni to retrieve an earlier 
file version from cloud object storage (minutes).

The Benefits Go Well Beyond One-for-One Storage Replacement
Nasuni cloud file storage delivers many advantages over traditional on-premises file storage:

 Centralization of data: No more  
data silos 

  No limits on data volumes: Gain  
unlimited space on demand 

Enhanced collaboration: Access and 
share files anywhere, anytime

Greater storage reliability: No need to 
worry about physical deterioration

Easier budgeting: Switching from 
CapEx to an OpEx model offers more 
manageable, predictable expenditures

Better data protection: Advanced  
encryption and unlimited snapshots 
reduce file recovery points and recovery 
times to minutes 

Unrivaled disaster recovery: Global 
recovery within minutes for any number 
of sites

More efficient data management: 
Data optimization through deduplication 
and compression

More efficient operations: Overall 
reduction in personnel needed to ad-
minister file infrastructure

 Smaller storage footprint: Overall 
reduction in the amount of file storage 
capacity needed on-premises by cach-
ing only copies of the active data 

What Can Your Company Expect to Save?
To help you get started on your journey to cloud transformation and cost reduction, we’ve 
included a simple worksheet that helps estimate the financial upside of modernizing file storage 
with Nasuni. If you’re interested in a more finely tuned assessment of potential savings, please 
contact us so we can perform a no-cost estimate tailored to your company’s unique profile of needs.

About Nasuni
Nasuni® is a file services platform built for the cloud, powered by the world’s only global file sys-
tem. Nasuni consolidates network attached storage (NAS) and file server silos in cloud storage, 
delivering infinite scale, built-in backup, global file sharing, and local file server performance, all 
at half the cost of traditional file infrastructures. Enterprise customers use the Nasuni software-
as-a-service platform for NAS consolidation; backup and recovery modernization; multi-site file 
sharing; and rapid, infrastructure-free disaster recovery, while also serving as a foundation for 
data analytics and multi-cloud IT initiatives.

Leading companies from a wide-array of industries rely on Nasuni to enhance workforce pro-
ductivity, reduce IT cost and complexity, and maximize the business value of their unstructured data. 
Sectors served by Nasuni include consumer goods, manufacturing, creative services, engineering 
and construction, technology, pharmaceutical, oil and gas, financial services, and public sector 
agencies. Nasuni is based in Boston, Mass. USA. For more information, visit www.nasuni.com.

One Marina Park Drive
Boston, Massachusetts 02210 

United States 
www.nasuni.com 

SAL-0172    11/20
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Appendix

Cost Savings Worksheet Instructions
This worksheet lays out the expected cost differential between refreshing your legacy on-premises file storage infra-
structure and modernizing with Nasuni cloud file storage. It is based on real-world data and examples from hundreds 
of enterprise deployments. While your situation will be unique, this worksheet can give you a sense of what to expect.

Hard Costs
“Hard costs” are defined as capital expenditures  
associated with having to maintain or refresh traditional 
file infrastructure, and include:

First Year Costs
•  Production file storage hardware (NAS, Windows  

File Servers)

Annual Costs
• Maintenance costs for NAS and file servers
•  Annual costs of backup software (new licenses for 

growth, maintenance on existing licenses)
•   Annual costs of backup tape, disk, or cloud  

storage (targets for backed up data)
• Annual costs of backup/media servers
• Data center costs (power, AC, real estate)
• Data transfer costs to replicate to multiple locations
• Cost of DR infrastructure 
• Annual DR co-location or site fee

Organizations make different investments based on 
differing priorities. Some companies, for example, 
don’t dedicate hardware to disaster recovery in any 
meaningful way.

Soft Costs 
“Soft costs” are defined as operational expenses  
associated with having to manage traditional file  
infrastructure, and include:
•  Managing file servers, volumes, and shares
• Managing backup and replication
•  Responding to out-of-space requests from users
•  Configuring and managing WAN acceleration and  

remote access tools
•  Upgrading and migrating data to new file servers
•  Restoring files from backups to meet recovery demands
• Configuring and testing DR sites

All of these items are consolidated into a single field  
entitled labor costs to manage storage. This number 
is derived by calculating the total hours spent per 
week by the relevant staff members, multiplied by 52 
(assuming the tasks continue year-round) and further 
multiplied by the average burdened wage of the people 
performing the tasks.

Example: 5 hours per week x 52 weeks  
x $80/hour = $20,800 (1 person only)

Harder to quantify, but critical to understand are the costs associated with lost business productivity. These losses 
occur whenever knowledge workers are idled by system downtime or interruptions that prevent them from completing 
tasks dependent on the file storage. Such losses are due to:
• File server out-of-space issues
• File recovery wait times
• File transfer delays

• File sync wait times
•  Data loss from ransomware and 

malware attacks

• Long file open times
• File server downtime

It’s unlikely that your organization has detailed records accounting for the lost hours due to these factors. We’ve therefore 
suggested a few “defaults” that can give you a starting place for determining what this lost productivity is costing you.

Taking a conservative approach, we suggest estimating that each of your knowledge workers loses 5 hours a year due 
to data sharing inefficiencies, 1 hour per year due to DR interruptions, and 2 hours per year due to file backup interruptions. 
As with the IT administration costs, the numbers to insert for each field are derived by multiplying these durations by the 
number of affected knowledge workers by the average salary of these workers.

5 Year Cost Projection
Multiply the annual recurring costs by 5 and then add the one-time, first year cost for on-premises file infrastructure. 
Compare them to the recurring costs of Nasuni and cloud storage over 5 years. You’ll likely be surprised by  
how much you’ll save with cloud transformation.

Specific instruction for each cell is on the page following the Cost Savings Worksheet.



On-Premises File Storage Nasuni Cloud File Storage
Hard Costs to Consider Existing Costs Hard Costs to Consider Costs After Switching

File Storage 
First Year Costs

1  Estimated ‘raw’ 
storage cost

File Storage
Annual Costs

14  Nasuni subscription

File Storage 
Annual Costs

2  Maintenance costs of 
NAS or file servers

15  Google Cloud 
Archive subscription

3  Data center costs Data center costs 
(Estimate 90% of  
on-prem costs)

4  Data transfer costs to 
replicate to multiptle 
locations

16  Nasuni Edge 
Appliance(s) $0 (Included)

17  Data transfer costs to 
replicate to multiple 
locations

$0 (Eliminated)

Disaster 
Recovery 
Annual Costs

5  Cost of physical DR 
storage

Disaster 
Recovery 
Annual Costs

 Cost of physical DR 
storage $0 (Eliminated)

6 Annual DR co-location 
or site fees

Annual DR co- 
location or site fees $0 (Eliminated)

File Backup 
Annual Costs

7  Annual cost for 
backup software

File Backup 
Annual Costs

Annual cost for  
backup software $0 (Eliminated)

8  Annual cost for backup 
media or cloud storage

Annual cost for backup 
media or cloud storage $0 (Eliminated)

9  Annual cost for backup 
services

Annual costs for 
backup services $0 (Eliminated)

Annual Hard Costs Total* Annual Hard Costs Total

Soft Costs to Consider Existing Costs  Soft Costs to Consider Costs After Switching
File Storage 
Annual Costs

10  Labor costs to 
manage

File Storage 
Annual Costs

18  Labor costs to 
manage  
(Estimate 75% less)

11  Lost productivity 
due to data-sharing 
inefficiencies

19  Lost productivity 
due to data-sharing 
inefficiencies

$0 (Eliminated)

Disaster 
Recovery 
Annual Costs

12  Lost productivity due 
to DR interruptions

Disaster 
Recovery 
Annual Costs

20  Lost productivity due 
to DR interruptions 
(Estimate 30 minutes 
per event)

Backup 
Annual Costs

13  Lost productivity due 
to backup/restore 
procedures 

Backup 
Annual Costs

21  Lost productivity due 
to backup/restore 
procedures 
(Estimate 30 minutes 
per event)

Annual Soft Costs Total Annual Soft Costs Total

Year 1 Total Annual Costs Year 1 Total Annual Costs

Total Over 5 Years
On-Premises File Storage Nasuni Cloud File Storage

First Year Cost + (Year 1 Total Annual
Costs) x 5

5 Year Total (Year 1 Total Annual 
Costs) x 5

Savings

Cost Savings Worksheet (U.S. Currency)

*Do not include First Year Costs



Cost Savings Worksheet Instructions
On-Premises File Infrastructure (Business as Usual)

Hard Costs: Primary File Storage
1  Estimated ‘raw’ storage costs— Add up the costs to 
purchase new NAS and file server capacity, which is typically 
refreshed every 5 years. Most enterprises purchase enough 
‘raw’ capacity to account for ‘usable’ storage needed at the 
end of 5 years, as well as the capacity overhead required by 
RAID levels, snapshots, and actual utilization rates. For example, 
if your usable capacity needed for all enterprise file shares in  
5 years is expected to be 500 TB, you will likely need to pur-
chase 750-1,000 TB of raw capacity today. 

2  Maintenance costs of NAS or file servers—Add up the 
costs of maintaining storage that is no longer covered by a 
warranty.

3  Data center costs—Calculate total costs, including cool-
ing and heating, electricity, rent, etc.

4  Data transfer costs to replicate to multiple locations— 
Calculate the costs of transferring data among all your 
organization’s locations for sharing purposes.

Hard Costs: Annual Disaster Recovery
5  Cost of physical DR storage— Determine the costs of 
the physical storage required for DR.

6  Annual DR co-location or site fee— If your DR is stored 
elsewhere, insert the annual fees assessed.

Hard Costs: File Backup
7  Annual costs for backup software, including new licenses 
needed for capacity growth and maintenance on existing 
backup licenses (typically 18-22%).

8  Annual cost for backup media or cloud storage—  
Annual costs to purchase backup media and/or fees charged 
for cloud storage.

9  Annual cost for backup services— If you pay someone else to 
manage your backup or provide off-site media storage.

Soft Costs: File Storage
10  Labor costs to manage storage— Add up all hours used to 

manage file storage (installing patches, swapping out hard-
ware, configuring volumes, provisioning capacity, etc.) and 
multiply by the average hourly rate of those doing the work.

11  Lost productivity due to data-sharing inefficiencies— 
Add up all the hours used as knowledge workers wait for 
data to be shared from one location to another. (We sug-
gest using 5 hours per worker per year as a default.) Multi-
ply hours by average hourly rate of affected workers.

Soft Costs: Disaster Recovery
12  Lost productivity due to DR interruptions— Add up all 

the hours lost as knowledge workers wait for data to be 
restored during a disaster recovery. (We suggest using 1 
hour per worker per year as a default.) Multiply hours by 
average hourly rate of affected workers.

Soft Costs: Backup
13  Lost productivity due to backup/restore procedures— 

Add up all the hours used as knowledge workers wait for 
data to be available due to backup activity. (We suggest 
using 2 hours per worker per year as a default). Multiply 
hours by average hourly rate of affected workers.

Nasuni and Cloud Storage Modernization

Hard Costs: File Storage
14  Nasuni subscription— Work with Nasuni or your reseller 

to include the correct Nasuni cost based on your usable 
capacity needs and use cases. With Nasuni, you will only 
have to purchase the capacity you actually need today. 
For example, if your usable capacity for all enterprise file 
shares today is 400 TB, you will only need to purchase a 
400 TB Nasuni subscription. You can expand on-demand 
at any time or at the end of each year. This “pay-as-you-
go” model means you won’t have to purchase 500 TB of 
usable capacity until your organization needs it in Year 5.

15  Google Cloud Archive subscription—Take the total usable 
capacity that is required and reduce it by 40%. This reduction 
is gained through Nasuni compression and deduplication of 
file data before storing it in object storage. A good default is 
$35–40/TB/year.

16  Nasuni Edge Appliance(s)—There is no charge for this.
17  Data transfer costs to replicate to multiple locations – 

Nasuni utilizes public internet links for secure transfer of 
file data, offloading the private WANs.

Hard Costs: Disaster Recovery
 DR storage costs— This function is covered by switching 
to Nasuni so there are no hard costs.

Hard Costs: FIle Backup
 File backup costs—This function is covered by switching to 
Nasuni so there are no hard costs.

Soft Costs: File Storage
18  Labor costs to manage— Most customers save 75% of 

their current administration costs due to the “single pane of 
glass” Nasuni Management Console and elimination of back-
up and DR systems.

19  Lost productivity due to data sharing inefficiencies— 
Nasuni eliminates issues with sharing files because all files 
can be accessed anywhere globally.

Soft Costs: Disaster Recovery
20  Lost productivity due to DR interruptions Use the same 

footnote 12, but use 30 minutes as the multiplier because 
Nasuni can restore a region or office within 15–30 minutes.

Soft Costs: Backup
21  Lost productivity due to backup/restore procedures— 

Use the same footnote 13, but use 30 minutes as the mul-
tiplier because Nasuni can restore a region or office within 
15–30 minutes.

Your Next Steps 
For a detailed review of possible cost-savings based on your 
company’s specific attributes and file storage needs, please 
contact Nasuni.

+1.857.444.8500 
sales@nasuni.com

One Marina Park Drive
Boston, Massachusetts 02210 

United States 
www.nasuni.com 
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