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[bookmark: _Toc241417101]The Next-Dollar Test: AI vs. Headcount
This is not an argument for replacing people, it's a discipline for capacity decisions. Before the next headcount request, ask whether the constraint is really people, or capacity that AI could add to the existing team faster and cheaper.
STEP 1 – DEFINE THE CAPACITY NEED
Team requesting capacity: ________________________________________
What work isn't getting done? ____________________________________________________
STEP 2 – COMPARE THE TWO PATHS
	
	Path A: Additional headcount
	Path B: AI capacity

	Annual cost (fully loaded)
	$
	$

	Time until productive
	
	

	Capacity added (hrs/week or output)
	
	

	What only THIS path can do
	
	

	Key risks
	
	


STEP 3 – DECIDE WITH BOTH LENSES
· Could AI capacity meet part of this need at lower cost? What part still requires a person — judgment, ownership, relationships?
· If you funded Path B, what would you redirect the savings toward?
· Decision and rationale: _____________________________________________________________________________
____________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________
Add one line to your headcount request template: “Could AI capacity meet part of this need, and at what cost?” That single question changes budget behavior.


[bookmark: _Toc241417102]Measure Capacity, Not Just Savings
The wrong question is “How many jobs does AI replace?” The better question: “How much more can the same team do?” Pick 2–3 metrics per team and baseline them BEFORE you scale, you can't show a gain you never measured. Examples: tickets resolved per week, proposals sent per month, cycle time, output per FTE.
CAPACITY METRIC BASELINE
	Metric
	Team
	Unit
	Baseline (today)
	Est. monthly value ($)

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	


YOUR ENTERPRISE ROI SNAPSHOT
Once a quarter, put total AI spend beside total value on one page — with finance in the room.
Total monthly AI spend (from your Visibility Audit): $ ______________
Total est. monthly value created (from the table above): $ ______________
Value-to-spend ratio (value ÷ spend): __________x
A ratio below 1.0x isn't automatically failure, early integration and training costs land before the capacity gains do. Watch the trend, not a single month.


[bookmark: _Toc241417103]Your Next 90 Days
None of this requires new software, a spreadsheet, an owner, and a recurring meeting. The session's presentation materials include a ready-to-use AI Spend & ROI reporting workbook (Excel) and a companion dashboard app you can adopt as-is.
DAYS 1–30: GET VISIBILITY
· Complete the AI Spend Visibility Audit — every tool, subscription, and API, including shadow AI.
· Pull three months of actual spend into one sheet.
· Name a single owner for AI spend.
DAYS 31–60: BUILD THE MODEL
· Build the driver-based consumption model for your top 2–3 use cases.
· Set budget bands (contained / expected / accelerated) and spend alerts.
· Baseline 2–3 capacity metrics per team.
DAYS 61–90: MAKE IT A HABIT
· Stand up a monthly AI spend review with finance.
· Produce your first one-page enterprise ROI snapshot.
· Feed the consumption model into your next budget cycle.
ONE QUESTION TO LEAVE WITH
What's one AI cost you can make visible this week?
________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________
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About Logically
Close the Gap with Logically, the Next-Gen MSP Logically unifies IT operations and cybersecurity into one accountable operating model, providing shared visibility, coordinated response, and clearer control. Modern IT and multi-layered security from one partner, built into an integrated operating model that attackers can’t exploit and traditional MSPs can’t match.
Visit www.logically.com to learn more.
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