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These rapidly changing dynamics mean that video providers need to constantly evolve their 
services as needs of both their users and their internal organizations change.

Research commissioned by Accedo shows that the OTT video market will continue to grow, with 
particularly strong increase in the tier 3 segment. Niche services with content targeted to specific 
interest groups will see very strong growth over the coming five years. 

This opens up the question: how can smaller services with a low TCO (Total Cost of Ownership) 
provide premium user experiences that are on par with larger competitors that invest billions in 
their development? The answer is simple: it is often not possible for tier 3 companies to develop 
a service in-house that will leverage a number of best-of-breed vendors while enabling growth in 
both engagement and monetization.  

At the same time, the video ecosystem is increasingly complex and the infrastructure needed to 
deliver an engaging offering keeps changing. Just as it is important to build a service that sets 
you apart from competitors, it is crucial to ensure that you can continue to grow it in the future. 
In order to do this, you will need to constantly evaluate and optimize your feature set and by 
extension also add or swap out integrated third-party vendors.
 
In this paper, we will discuss the key considerations and challenges that niche and relatively 
small video service providers face when growing their video business. We will also make 
recommendations of ways to address the challenges in order to scale with confidence.

The video industry keeps evolving at a tremendous pace 
and there seems to be a never-ending increase in consumer 

interest for new services and content.
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Operational 
Considerations 
When Scaling Your 
Video Service
Smaller providers can’t rely on brand name 
or huge content catalogs like the bigger 
OTT players so providing a functional 
offering is paramount.



1.2. Understand your audience

The ability to understand your audience, its 
behavior and preferences, is key for setting 
your service up for success in the long-run. 
However, it is equally (if not more) important 
to turn knowledge into actionable insights 
so that you can make decisions on how and 
when to optimize your service. It is important 
to understand how users interact with 
different parts of your offering. This means 
understanding both how changes to the user 
experience impact consumer engagement, 
and also if content recommendations result 
in increased viewership. Unfortunately, many 
analytics tools lack the ability to provide 
recommendations on optimizations. Another 
challenge is that if systems are not responsive 
enough, it can impact a business’ ability to 
make necessary adjustments quickly.

 

 

1.1. Ensure quality and stability

In order to be successful in an increasingly 
competitive market, a video service needs 
to ensure the highest possible quality 
and stability. Smaller providers can’t rely 
on brand name or huge content catalogs 
like the bigger OTT players so providing a 
functional offering is paramount. Drops in 
quality can be triggered by many factors 
and are vitally important to address, as even 
a brief occurrence will likely have a negative 
effect on churn and subsequently lead to a 
loss of revenue.
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Ensure you have a reliable and scalable 
infrastructure in place. 

Implement a diligent validation process 
for use with any kind of new third-party 
integration. 

Understand how improving quality 
and stability decreases or increases 
customer support costs. 

Consider the combined uptime service 
level agreement of the providers you 
use as a part of your service.

a

b

c

d

Recommendations:

a

b

c

d

Make sure to have a process in place for 
turning data into actionable insights on 
what is and isn’t working. 

Use analytics tools that go beyond just 
displaying performance data, providing 
recommendations on optimizations 
based on the insights collected.  

Establish systems that are responsive, 
allowing you to make adjustments 
quickly and easily based on real-world 
data. 

Once you have actualized a particular 
optimization – such as adding a new 
feature or swapping out a third-party 
provider – make sure you are able 
to measure whether this update 
actually led to an increase in consumer 
satisfaction and engagement.

Recommendations:



1.3. Optimize the user experience
 
The importance of understanding and 
improving your user experience can’t be 
overstated. A seamless and optimized UX will 
keep customers returning and make them 
engage with the service and its catalog over 
time. Your user experience should be a key 
consideration when evaluating potential 
new vendors. However, most procurement 
processes tend to focus on tech-driven 
requirements with less emphasis on how the 
end users will be interacting with the service.
 

 

1.4 Evolving and scaling your video service 
over time
 
To ensure that your video service remains 
competitive even when customer needs and 
market conditions change, you need to be 
able to easily evolve. 

Hardware-based infrastructure can make 
integration and scalability difficult because, 
by it’s very nature, it lacks flexibility. When 
looking to evolve and scale your video 
service, it is essential to be able to integrate 
different tools from different vendors without 
it impacting the end user experience. Even 
a temporary problem or bug could lead to 
a drop in viewers and corresponding loss 
in revenue. Added to that, migrating to a 
cloud-based infrastructure can be a complex 
process and needs to be managed properly 
to avoid negative impact on end user.
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a

b

c

d

When evaluating potential new 
vendors and their capabilities, make 
user experience a key consideration. 

Understand how your customers 
interact with your platform, including 
their path to content discovery. 

Choose a vendor who provides flexible 
templates, enabling you to create 
something uniquely branded that can 
be optimized based on the results of 
data-driven experiments. 

Do not underestimate the value of an 
easy-to-use front end and beautifully 
designed cover art for your service; 
something that is often overlooked as 
a part of the experience. The service 
needs to be logical and stable but also 
look fantastic.

Recommendations:

Opt for a cloud-based infrastructure 
so it is easy to switch out vendors, 
enabling you to design and evolve 
your own unique back-end over time.  

For a seamless transition to a cloud-
based infrastructure, plan carefully 
and choose the right partner.  

Do a careful evaluation of the vendors 
involved in delivering your service - 
now and as your business grows - and 
make sure new third-party tool sets 
are able to grow with you as your 
service continues to evolve. 

Flexibility is key, so make sure you 
can easily remove or add features as 
your needs evolve.

Recommendations:

a

b

c

d
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Considerations When 
Monetizing Your 
OTT Offering
By letting data inform your product 
roadmap and work with optimizing the user 
experience, you will by extension unlock new 
opportunities for monetization.



2.1 Understand the role of data

The ability to maximize revenue streams 
often starts with data. In order to push 
content recommendations, tailor advertising, 
or experiment with things like shoppable 
experiences, it is vital that you understand 
the behavior and preferences of different 
kinds of users. By letting data inform 
your product roadmap and work with 
optimizing the user experience, you will 
by extension unlock new opportunities 
for monetization. At the same time, data 
collection is a tricky field and consent must 
be managed according to relevant laws. 
Consent management can be complex, but 
is absolutely critical. Data is an incredibly 
powerful tool but it needs to be collected in 
accordance with privacy regulations. Without 
the right user data, it is very difficult to truly 
engage an audience over time. And without 
user engagement, it is almost impossible 
to make the right business decisions and 
unlock new opportunities for monetization. 

2.2 Define and implement a monetization 
strategy

A monetization strategy is a plan that 
defines how revenue will be generated from 
a platform, audience, or content. Developing 
this is essential regardless of whether the 
chosen business model is Subscription 
Video on Demand (SVOD), Advertising 
Video on Demand (AVOD), Pay-Per-View 
or a hybrid model. Data should be at the 
heart of any monetization strategy. All video 
service providers have access to insight 
about their audience, many are using it to 
some extent, but few are truly maximizing 
its potential. An effective monetization 
strategy should constantly evolve and adapt 
to current market dynamics but also to 
consumer expectations.  
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Make sure all your vendors are 
compliant with local tracking 
regulations and have the tools and 
integrations in place to ensure you 
are following the relevant data 
protection laws.

Look to data for simplifying the path 
to content discovery by verifying that 
users can quickly and easily navigate to 
the content that they want to watch.

Use data to push personalized content, 
and for hybrid business models, to 
push recommendations of pay-per-
view content, that is most likely to be 
appealing to a particular subscriber.

Use data to build a compelling case for 
advertisers who want to serve ads to a 
much more tailored audience.

Recommendations:

a

b

c

d

User engagement is vital for unlocking 
monetization opportunities so ensure 
the experience across all aspects of 
your service.

Continuously review and optimize the 
monetization strategy based on data 
collected.

Use data and insight about the 
audience to make decisions about 
how to best monetize content.

Data derived from in-service 
behavior has its limitations so talk to 
customers and collect feedback from 
them often. Ensure you have a well 

Recommendations:

a

b

c

d
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2.3 Plan for the future

While it is essential to make sure that the current monetization strategy is right, it is also really 
important to plan what is coming next. Monetization strategies are not static and will change 
over time through constant evaluation or as new ways to engage with users are created. As 
consumption habits change, it may become more challenging to monetize one’s offering in 
traditional ways. It is about creating the foundation for your next investment so you can expand 
your monetization strategy as required. 

Recommendations:

a

b

c

d

Continuously evaluate the monetization strategy in order to stay competitive in a fast-
evolving market. 

Aim to constantly expand your monetization strategy by creating and evaluating new 
ways to engage with consumers. 
 
Explore potential new business features to add in the future, such as gamification, 
shoppable experience or immersive technologies. 

While certain engagement could lead to new revenue streams, it is best to experiment 
first to evaluate effectiveness before a full roll-out.
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Considerations When 
Experimenting With 
Your Video Service 
Provision
Video companies need to fully utilize both 
user and behavioral data in order to plan, 
carry out and evaluate the effectiveness 
of experimentation.
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3.1 Establish what is a good user 
experience

While having a rich and exclusive catalog is 
key, the right user experience will make all 
the difference when it comes to increasing 
subscriber engagement and minimizing 
churn. Most video providers will likely 
agree that continuously optimizing the 
user experience is crucial but before they 
can start optimizing, there is a need to 
establish what a good user experience really 
is. This can be challenging because it will 
vary greatly between different audiences, 
depending on demographics as well as 
regional and cultural factors.

3.2 Experiment effectively
 
By experimenting with different user 
experiences, it is possible to see what works 
best for a certain subset of your audience. And 
in order to do this effectively, it is vital to start 
by collecting and analyzing the right kind of 
data. Video companies need to fully utilize 
both user and behavioral data in order to plan, 
carry out, and evaluate the effectiveness 
of experimentation.  

Use data to better understand users’  
preferred search and navigation 
process. 
 
Design a content discovery journey 
which is tightly aligned with what 
consumers actually want. This will 
not just lead to happier users in the 
moment but also to an audience who 
is interested in coming back.  

Make sure the user experience is 
effective by ensuring it is simple, 
streamlined, and relevant to each user.  
 
Ensure you have the ability to 
experiment with different user 
experience iterations so that you can 
understand what users want and 
leverage this knowledge to make 
optimizations that will truly make
an impact.

Recommendations:

a

b

c

d

In order to minimize disruption to 
satisfied users, carry out experiments 
on a small section of the audience first.

Target specific groups for 
experimentation, such as those most at 
risk of churn. 

Collect a wide range of metrics around 
user engagement and satisfaction 
and analyze it closely to assess how 
effective experiments are, then work to 
optimize and adapt as required. 

Segment and analyze data for insights 
needed to determine product roadmap 
and feature prioritizations. 

Recommendations:

a

b

c

d
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3.3. Implement flexible and intelligent tools
 
When experimenting, video service providers need to take an agile approach that enables them 
to act on the results of experiments without negatively impacting end users or the applications. 
This will enable businesses to be responsive and truly optimize the user experience. If the existing 
infrastructure doesn’t easily allow toolsets and vendors to be changed then it is not easy to 
respond flexibly to the results of experimentation - even with the right data.  
 

Recommendations:

a

b

c

d

Make sure to have tools in place that enable flexible and responsive experimentation.

Make sure your infrastructure is flexible and allows you to optimize the user experience 
based on the results of data-driven experiments by adding or removing features.

Use tools that provide service analytics based on real user data in order to bridge the gap 
between data collection and impact/user responses.

Ensure you have flexible tools in place that allow you to switch out or add vendors and 
toolsets without impacting on the user experience. 



At the same time, staying stationary is not an option. Video service providers need to be 
in a position to scale their offering, having carefully considered operational requirements, 
monetization opportunities, and ways to experiment with and optimize the user experience.

With increased competition in the market, video service providers need to work to ensure that 
they deliver an engaging service that stands out from the crowd. It is equally important to 
ensure that the service continually evolves and improves, as needs of users change. 
 
Whether you’re in the position to scale up your video service now or you’re just looking ahead 
at what you might need to consider in the future, Accedo has got the expertise and the tools to 
help you.  
 
To find out more about how our Saas platform, Accedo One, can be leveraged to help you scale 
your offering, book a demo with one of our experts.

Remaining relevant 
and competitive in an 
industry evolving at 
pace is undoubtedly 
a challenge.
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Please Contact 
emea@accedo.tv   |   apac@accedo.tv   |   northamerica@accedo.tv

About Accedo One 
Accedo One™ is an award-winning SaaS solution that enables global companies 
to deliver impactful video experiences across multiple devices. The unified cloud 
platform provides media companies and content owners with the freedom to 
build, launch, and scale high-quality video streaming services and offers them an 
opportunity to manage the complexity of their business in one place. It eliminates 
inefficiencies by creating supplier unification through an extensive marketplace of 
expert vendors that can be easily integrated as the service evolves.

www.accedo.tv


