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Financial Impact of
Al in the Enterprise

Identifying Headcount Savings and Dollars Unlocked
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CEO Foreword

Over the past few years, I've had the privilege of speaking with CEOs, CFOs, CHROs, and COOs
across industries as they navigate one of the most consequential shifts in modern enterprise
history: the rapid infusion of Al into how work gets done.

While enthusiasm for Al is widespread, a consistent challenge remains. Most organizations
struggle to move beyond broad claims of productivity and innovation to a clear, defensible
understanding of what Al changes in their workforce, and what that change is worth in financial
terms. Without that clarity, leaders risk either overestimating impact or leaving meaningful
value unrealized.

This paper was written to address that gap. It presents a practical, enterprise-ready framework
for quantifying the impact of Al on roles, skills, organizational structures, and, ultimately,
headcount and dollars unlocked. The intent is not to promote a single tool or approach, but to
offer a methodology that executives can stand behind, one that withstands scrutiny from
finance, operations, and the board.

At Draup, we believe that Al’s true value emerges when insight translates into action. Platforms
like Draup’s Etter exist to help organizations apply rigor, speed, and confidence to decisions
that would otherwise take months, or years, to resolve.

| hope this paper serves as a useful guide as you think through how Al is reshaping your
organization, and how to turn that transformation into measurable, sustainable outcomes.

Vijay Swaminathan
Chief Executive Officer, Draup
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EXECUTIVE SUMMARY

Artificial Intelligence is reshaping enterprise operating models faster than most organizations
can measure its financial impact. While Al adoption is often discussed in terms of productivity,
innovation, or speed, fewer enterprises have a rigorous, defensible methodology to translate Al
impact into headcount implications, cost savings, and dollars unlocked.

This paper presents a practical, enterprise-ready framework to calculate the financial impact of
Al across roles, skills, and organizational layers. It outlines how enterprises can segment Al-
driven savings into clear value buckets, such as structural efficiency, operational efficiency, and
organizational design efficiency, and convert theoretical productivity gains into measurable
economic outcomes.

The paper also examines why most enterprises struggle to operationalize this analysis
internally, and how platforms like Etter enable faster, more confident, and more scalable ROI
realization by systematizing data, analysis, and decision-making.

The Enterprise Challenge: From Al Promise to Financial Proof

Enterprises today face three intersecting realities:
1. Al adoption is accelerating across functions—from Sales and Marketing to HR, Finance,
IT, and Operations.
2. Headcount is the largest controllable cost on the enterprise P&L.
3. Leadership lacks a unified model to translate Al capability into workforce and cost
decisions.

Most Al business cases remain abstract:
e “Al will improve productivity.”
o “Al will reduce manual work.”
e “Al will augment knowledge workers.”

What is missing is a structured approach to answer questions such as:
e Which roles are impacted—and how?
e How many hours, FTEs, or levels can realistically be reduced?
e What savings are structural vs. temporary?
e Over what time horizon do savings materialize?
e How confident are these assumptions?

Without a consistent methodology, enterprises risk either overstating Al benefits or leaving real
savings unrealized.
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Quantifying the Financial Impact of Al in the Enterprise
Identify and Segment Al-Driven Workforce ROI

0 Role and Headcount

Baseline
Establish current roles, headcount
& fully loaded cost

Evaluate ROl from Tools

like Draup’s Etter
Calculate ROI, payback period, and
confidence score

Segment Savings into
Value Buckets

Categorize structural, operational,

Task-Level

Decomposition
Map roles to specific tasks and
skill requirements

Al Impact &
Automation Mapping

Assess full and partial

automation potential by task

and org structure savings

A Methodological Foundation for Al-Driven Workforce ROI

The methodology embedded in the Etter ROl model is built on a simple but powerful principle:

Al impact must be evaluated role by role, task by task, and skill by skill, then translated into
financial terms using conservative, defensible assumptions.

This methodology unfolds in five steps:

Role and headcount baseline

Task-level decomposition

Al impact and automation mapping
Savings segmentation and monetization
ROI evaluation and confidence scoring
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Each step is explained below.
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Step 1: Establishing the Workforce Baseline

The first step is to establish a clean, current-state workforce baseline.

Key inputs include:
¢ Total headcount by function
e Number of unique roles within the function
e Level distribution (e.g., IC, Manager, Director, VP)
¢ Weighted Average Cost per Head (salary, benefits, overhead)

This baseline provides:
e Total workforce cost
¢ Span-of-control metrics

Enterprises often underestimate how fragmented this data is across HR systems, finance
systems, and functional teams. Without a unified baseline, downstream Al impact analysis
becomes speculative.

Example: Workforce Baseline (Sales Operations Function)

e Total headcount: 120 employees

¢ Level mix and Cost per Head:
o ICs: 80 (average fully loaded cost: $120,000)
o Managers: 30 (avg fully loaded cost: $165,000)
o Directors: 10 (avg fully loaded cost: $210,000)

e Total annual cost:
o ICs: 80 x $120,000 = $9.6M
o Managers: 30 x $165,000 = $4.95M
o Directors: 10 x $210,000 = $2.1M

e Total function cost: $16.65M per year

Step 2: Decomposing Roles into Tasks and Skills

Al does not replace “roles” — it replaces or augments tasks.

Therefore, each role must be broken down into:
e Core tasks
e Frequency and effort per task
o Skills required to execute each task

For example, a Sales Operations role may include:
e CRM data hygiene
e Pipeline reporting
e Territory planning
e Forecasting support
e Ad hoc analysis



o

| 1oV
c—
1
oot
=
Do
-
-

ey

Each task carries:
e Time allocation
e Skill intensity
¢ Repeatability
e Susceptibility to automation

This task-level view is essential for distinguishing true automation potential from superficial
productivity gains.

Example: Task Decomposition for a Sales Operations IC

Task % of Time Hours / Year
CRM data hygiene 20% 400
Pipeline reporting 25% 500
Forecast analysis 20% 400
Territory planning 15% 300
Ad hoc analysis 20% 400
Total 100% 2,000

Step 3: Mapping Al Impact and Automation Potential

Once tasks are defined, enterprises assess Al impact across three dimensions:

1. Full automation — task can be entirely handled by Al or agents

2. Partial automation — Al accelerates or assists human execution

3. Augmentation — Al improves quality or decision speed but does not reduce effort
materially

Each task is assigned an automation impact score, representing:
e Percentage of effort eliminated
e Time-to-value
e Risk and dependency factors

Crucially, this assessment must account for:
e Current maturity of Al tools
e Integration readiness
e Change management constraints

This is where internal DIY approaches often break down—manual assessments lack consistency,
benchmarks, and confidence weighting.
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Example: Al Impact Assessment (Sales Ops IC)

Task Automation Type Effort Reduction
CRM data hygiene Full automation 80%
Pipeline reporting Partial automation 60%
Forecast analysis Augmentation 30%
Territory planning Partial automation 40%
Ad hoc analysis Augmentation 20%

Result:
¢ Weighted effort reduction = ~45% of total role effort
e Effective hours saved per IC = ~900 hours/year

Step 4: Segmenting Al-Driven Savings into Value Buckets

Not all Al-driven savings are equal. To support executive decision-making, savings should be
segmented into distinct buckets.

4.1 Structural Efficiency (Role Reduction)
Definition: Permanent reduction in the number of roles or FTEs due to sustained automation.

Characteristics:
e High confidence
e Long-term savings
e Direct impact on headcount

Examples:
e Elimination of manual reporting roles
e Consolidation of redundant analyst positions
e Replacement of repetitive operational roles

Structural efficiency is typically realized over 12—36 months, aligned with workforce planning
cycles.

Example: Structural Efficiency from Role Reduction
e Sales Ops ICs: 80
e Average effort reduction per IC: 45%
e Conservative conversion to FTE reduction: 30%
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e FTEs eliminated: 80 x 30% = 24 FTEs
e Fully loaded cost per IC: $120,000

Annual structural savings:
24 x $120,000 = $2.88M per year

4.2 Operational Efficiency (Automation and Productivity)

Definition: Reduction in effort per role without immediate headcount reduction.

Characteristics:
¢ Medium confidence
o Faster realization
e Often reinvested rather than eliminated

Examples:
e Faster cycle times
e Higher throughput per employee
¢ Reduced overtime or contractor spend

Operational efficiency often shows up as:
e Capacity unlocked
e Cost avoidance
e Delayed hiring

Example: Operational Efficiency
e Remaining Sales Ops ICs after step above: 56
e Average hours saved per IC: 500 hours/year (or 25%)
e Total hours unlocked: 56 x 500 = 28,000 hours
e Equivalent FTE capacity unlocked: 14 FTEs

Financial interpretation:
e Avoided hiring of 14 new ICs
e Cost avoidance: 14 x $120,000 = $1.68M annually

6.3 Organizational Structure Efficiency (Org Layer or Level Reduction)

Definition: Reduction in management layers and overhead enabled by improved visibility,
automation, and decision support.

Characteristics:
e High leverage
o Politically sensitive
e Significant cost impact
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Examples:
o Flatter org structures
¢ Wider spans of control
¢ Reduced middle management layers

This bucket is frequently overlooked, yet it delivers outsized financial returns when executed
thoughtfully.

Example: Organizational Structure Efficiency
e Current structure:
o 1 Manager per 31Cs
o 1 Director per 3 Managers
e Post-Al structure:
o 1 Manager per 61Cs
o 1 Director per 5 Managers

Impact:
e Managers reduced: 30 - 18 (12 eliminated)
e Directors reduced: 10 - 6 (4 eliminated)

Annual savings:
e Managers: 12 x $165,000 = $1.98M
e Directors: 4 x $210,000 = $840K
e Total org-structure savings: $2.82M per year

6.4 Optional Step: Skill Redeployment and Value Reallocation
Definition: Shifting talent from low-value tasks to higher-value work.

Characteristics:
e Indirect ROI
e Strategic impact
e Enables growth without proportional hiring

While harder to quantify, this bucket is critical for long-term competitiveness.

Example: Skill Redeployment
e |ICsredeployed from reporting to GTM strategy: 20 employees
e Incremental revenue impact per redeployed IC: $250,000
e Contribution margin: 40%

Incremental operating profit unlocked:
20 x $250,000 x 40% = S2.0M per year
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Translating Savings into Dollars Unlocked
Once savings are segmented, enterprises translate them into financial outcomes using
conservative assumptions:

e FTE equivalents reduced or unlocked

e Fully loaded cost per role

e Phased realization timelines

e One-time vs. recurring savings

The output is a multi-year view of:
e Headcount reduction
e Cost savings
e Cash flow impact
e Margin improvement

Importantly, enterprises should distinguish between:
¢ Theoretical maximum savings
e Expected realizable savings
¢ Committed savings

This distinction builds credibility with CFOs and boards.

Example: 3-Year Savings Realization

Year Structural Operational Org Design Total
Year 1 S1.2M S0.8M S0.9M S2.9M
Year 2 $2.4M $1.4M $2.0M $5.8M
Year 3 $2.9M $1.7M $2.8M $7.4M

Evaluating ROI from Al Tools Such as Draup’s Etter

A critical question enterprises ask is: “Why not do this analysis ourselves?”

In theory, enterprises could attempt a DIY approach. In practice, this requires:
e Large teams of analysts
e Ongoing data ingestion and normalization
e Continuous Al tool tracking
o Skill taxonomy maintenance
e Repeated task-level assessments

This often takes 9-18 months before insights are actionable—and confidence still remains low.

10
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The Role of Etter in Accelerating and De-Risking ROI

Etter addresses these challenges by acting as a system of intelligence for Al-driven workforce
analysis.

What Etter Enables

o Standardized role and skill decomposition

e Continuous tracking of Al tools and capabilities

¢ Confidence-weighted automation impact scoring

¢ Scenario modeling across roles, functions, and geographies
e CFO-ready ROI outputs tied to headcount and dollars

Rather than a one-time exercise, Etter enables ongoing decision support as Al capabilities
evolve.

Why Etter Improves ROI Confidence

Etter improves ROI quality in three ways:
1. Speed— What takes months internally can be done in weeks
2. Consistency — Decisions are based on a unified methodology

3. Credibility — Outputs withstand scrutiny from finance and boards

This allows enterprises to move from analysis paralysis to execution.

Example: DIY vs. Etter Time-to-Insight

Approach Time to First ROI View Internal Cost
DIY (analyst-led) 9-12 months S1IM-S2M
Etter 6—8 weeks < $200K

Net benefit: Faster decisions, Higher confidence, Earlier realization of savings

A Practical ROI Evaluation Framework for Enterprises

When evaluating ROI from tools like Etter, enterprises should assess:
o Time saved vs. DIY analysis
e Headcount avoided or redeployed
e Confidence uplift in decision-making

11
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e Speed to realizing savings
e Ability to operationalize insights

In most cases, the cost of the platform is immaterial compared to:
e Analyst labor costs
e Opportunity cost of delayed decisions
e Risk of misaligned workforce actions

Example: ROl from Etter Investment
e Etter annual cost: $200,000
e Conservative first-year realized savings: $1.5M

ROI multiple: $1.5M + S200K = 7.5x ROI

Payback period < 2 months

CONCLUSION: TURNING Al IMPACT INTO
FINANCIAL OUTCOME

Al’s true enterprise value lies not in abstract claims of productivity or innovation, but in
measurable, defensible financial outcomes. As Al becomes embedded across functions, roles,
and workflows, leaders must move beyond experimentation and toward disciplined operating-
model decisions grounded in data.

Enterprises that succeed will be those that break roles into tasks and skills, quantify automation
impact with rigor, and segment savings honestly, distinguishing between structural efficiencies,
operational efficiencies, and organizational design improvements. Just as importantly, they will
separate theoretical potential from realizable outcomes and manage the transition deliberately
over time.

The question for leaders is no longer whether Al will change the workforce, but whether they
will measure and manage that change deliberately.

Organizations that do so will be able to answer a defining question of the Al era better than
their peers: How does Al change our workforce—and what is that worth in dollars?
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