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Beyond Basics:
Mastering Resource
Management
Techniques

How to Build a Strategic Resource Plan
Without the Manual Lift of Spreadsheets




An Introduction: The Evolution
of Resource Management

Resource management has come a long way. Initially, it focused on basic
scheduling and task allocation. However, as projects became more complex,
the need for advanced strategies grew. Modern resource management
techniques now include financial forecasting, capacity planning, and real-time
resource utilization. These improvements have made resource management
essential for successful project management and overall business efficiency
and profitability.

management challenge, with 60% of respondents identifying

‘ “Poor resource management is cited as the biggest project
it as a major issue.” (PMI, 2020)

Whether you're still working with spreadsheets or beginning to explore new
strategies, this ebook has something for you. We break down complex concepts
into simple, actionable steps, offering valuable insights to enhance your
competitiveness and drive long-term success.

BEYOND BASICS: MASTERING RESOURCE MANAGEMENT TECHNIQUES



Table of
Contents

3
8
11
15
17

How to Achieve Strategic Resource Planning

Enhancing Resource Utilization and Productivity

Financial Strategies in Resource Management

Navigating Resource Allocation in Times of
Economic Uncertainty: Formulas for Success

Tools for Modern Resource Management



How to Achieve Strategic
Resource Planning

Resource planning in professional services involves identifying and managing
the personnel, equipment, and materials needed for client projects. By
anticipating future needs and aligning them with project goals, businesses can
ensure smoother operations and better results. This proactive approach allows
teams to address potential issues before they become major problems,
enhancing service delivery and client satisfaction.

“Companies that implement strategic resource planning can
improve project efficiency by up to 30%.” (PMI, 2020)

Benefits of Resource Planning

@ Avoiding Hurdles and Unexpected Problems

This allows you to monitor the project and anticipate potential risks,
enabling you to take proactive measures to avoid issues before they
impact your project.

@ Preventing Overtime and Idle Time

You can identify which employees have available capacity for new
projects, optimizing their workload and increasing profitability.

BEYOND BASICS: MASTERING RESOURCE MANAGEMENT TECHNIQUES



@ Enhancing Transparency for Managers and
Employees

Both managers and employees can see the current status and future
plans, fostering a culture of transparency and enabling informed

decision-making.

J:[[l Measuring Performance

See a clear path for the entire project. By comparing the completion
statistics of consecutive tasks against the schedule, you can effectively
evaluate the project's performance.

Improving Management Processes

A resource plan serves as a valuable source of information for managers,
helping them to learn from past experiences and enhance their

management practices.

Learn how to improve forecasting [ BIGTIME
visibility for resource planning.

READ ARTICLE
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How to Create a Resource
Management Plan

Creating a resource plan involves several key steps to ensure that the necessary
resources are allocated efficiently to meet project goals.

1. Define Project Scope and Objectives

@ Detail the Project Scope: Clearly define what the project aims to achieve
and the deliverables.

@ set Objectives: Outline the specific goals and outcomes the project
should accomplish.

2. Capacity Planning

@ Assess Available Resources: Evaluate the current capacity of your
resources, including team members/consultants.

® Understand Workloads: Ensure team members are not overextended by
understanding their current and future workloads.

® Update Regularly: Regularly update capacity plans to reallocate
resources as needed to meet project demands.

3. Demand Forecasting

@ Predict Future Needs: Anticipate future resource requirements based on
project timelines, scope, and historical data.

@ Proactive Allocation: Allocate resources proactively to minimize delays
and maximize efficiency.

@ Identify Shortages: Recognize potential resource shortages in advance to
mitigate risks.
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4. Identify Required Resources

@ List Needed Resources: Determine the types of resources required, such
as personnel, equipment, and materials.

@ specify Skill Sets: Identify the specific skills and expertise needed for the
project.

5. Resource Allocation

@ Assign Roles: Allocate team members based on their skills, availability,
and project requirements.

@ Balance Workloads: Ensure the right people are working on the right
tasks and balance workloads to prevent burnout.

6. Create a Resource Calendar

@ Develop a Timeline: Establish a project timeline that includes key
milestones and deadlines.

@ Map Resource Availability: Create a calendar that shows when each
resource is available and when they are allocated to tasks.

7. Resource Utilization Tracking

@ Monitor Usage: Track how resources are being utilized throughout the
project lifecycle.

@ Assess Productivity: Evaluate time spent on tasks and identify areas for
improvement.

® Optimize Use: Regular utilization reviews help optimize resource use and
identify underutilized resources.

BEYOND BASICS: MASTERING RESOURCE MANAGEMENT TECHNIQUES



8. Scenario Planning

@ Develop Scenarios: Create multiple scenarios to anticipate different
project outcomes and their impact on resources.

@ Prepare for Contingencies: Ensure flexible resource planning and
quick adaptation to changing project conditions.

9. Resource Leveling and Smoothing

@ Adjust Schedules: Modify the project schedule and resource
allocation to address constraints and avoid over-allocation.

@ Balance Workloads: Use resource leveling to delay tasks or extend
timelines and resource smoothing to maintain consistent resource
use within the existing schedule.

10. Estimate Resource Costs

@ cCalculate Costs: Estimate the costs associated with each resource,
including labor, equipment, and materials.

@ Budget Planning: Ensure the resource costs fit within the project
budget.

11. Monitor and Adjust

@ Track Progress: Continuously monitor resource usage and project
progress.

@ Adjust as Needed: Make adjustments to the resource plan as project
requirements change or unexpected issues arise.

12. Communicate the Plan

® Share with Stakeholders: Ensure all relevant stakeholders
understand the resource plan.

@ Update Regularly: Keep everyone informed of any changes to the
resource plan.
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Automate Resource Planning
with Resource Management
Software

Completing all 12 of these steps correctly for each project can take up a ton of
time. Transform a complex, multi-step process into an efficient, streamlined
workflow with Resource Management software. This software automates key
tasks such as capacity planning, demand forecasting, and resource allocation,

ensuring that personnel and materials are utilized optimally.

It dynamically generates resource calendars and tracks utilization in real time,
providing precise data and actionable insights. Scenario planning and resource
leveling becomes effortless, allowing for balanced workloads and accurate cost
estimates. By enhancing efficiency, accuracy, and collaboration, Resource
Management software enables businesses to quickly adapt to changing project

conditions, ensuring projects remain well-resourced and on track.

Enhancing Resource Utilization
and Productivity

Efficient resource management not only drives productivity but also ensures
that team members are engaged and satisfied with their work. This section dives
into strategies for balancing workloads, preventing burnout, and optimizing

resource use through effective monitoring and management practices.
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Managing Utilization

Employee utilization refers to the percentage of time that employees
spend on billable work compared to their total available hours. A good
utilization rate can vary by industry but typically falls between 70% and
85%. This rate ensures that employees are productive and generating

revenue without being overburdened.

Key Steps to Manage Utilization:

1. Set Clear Utilization Targets

Define utilization benchmarks that align with your firm's goals and
industry standards. Regularly monitor and adjust these targets based on

real-time data and changing business needs.

2. Accurate Time Tracking

Implement digital timesheets and time-tracking software to capture
precise data on billable and non-billable hours. This provides a clear
picture of how employees spend their time and helps in making informed

decisions.

3. Resource Planning

Use Resource Management software to allocate tasks effectively. Ensure that
projects are staffed according to employee availability and skill sets, avoiding

both underutilization and overutilization.

4. Regular Performance Reviews

Conduct frequent reviews to assess employee performance against
utilization targets. Use these insights to recognize high performers, identify

areas for improvement, and provide necessary support and training.
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Recognizing and Addressing

Overutilization

Overutilization occurs when employees consistently work beyond their optimal

capacity, leading to burnout, decreased productivity, and increased turnover.

Recognizing the signs of overutilization is crucial for maintaining a healthy

workforce.

Strategies to Combat Overutilization:

Monitor Workloads

Use project management tools
to track employee workloads
and project deadlines. Ensure
that no single employee or team
is overwhelmed with excessive
tasks.

Implement Rotational
Assignments

Rotate employees through
different projects to prevent
monotony and distribute the
workload evenly. This helps in
developing diverse skills and
reduces the risk of burnout.

Encourage Work-Life
Balance

Promote policies that support a
healthy work-life balance, such
as flexible working hours,
remote work options, and
encouraging employees to take
regular breaks and vacations.

Provide Support
Resources

Offer access to wellness
programs, mental health
resources, and professional
development opportunities.
Supporting employees’ well-
being boosts morale and
productivity.
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Feedback and Communication

Foster an open communication culture where employees feel comfortable
discussing their workload and stress levels. Regular check-ins and
feedback sessions can help identify and address issues before they

escalate.

Financial Strategies in Resource
Management

Maximizing project margins and utilizing financial ratios are key components of
effective resource management. These strategies help enhance financial
performance and ensure the long-term success of projects.

Techniques to Maximize Project Margins

Maximizing project margins involves strategically managing resources to
increase profitability while maintaining high-quality deliverables.

Accurate Project Estimation

@ Use historical data and Resource Management software to accurately
estimate project costs and timelines. This reduces the risk of
underestimating expenses and overpromising on delivery times.

®@ Implement scenario planning to anticipate potential risks and cost
overruns. This proactive approach helps in creating more resilient
project plans.

@ Incorporate Forecasting: Leverage forecasting tools like BigTime
Foresight to predict future resource needs and potential financial
outcomes. Accurate forecasts enable better decision-making and
preparation for varying project demands.
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Efficient Resource Allocation

@ Allocate the right resources to the right tasks based on their skills and
availability. This minimizes idle time and ensures that billable hours
are maximized.

@ Regularly review and adjust resource assignments to adapt to
changing project needs and avoid bottlenecks.

Regular Monitoring

@ Continuously track project progress and financials using real-time
dashboards. This allows for quick adjustments if costs start to exceed
budgets or timelines slip.

@ Conduct periodic financial reviews to ensure that projects remain on
track and within budget. This includes comparing projected vs. actual
costs and taking corrective actions as needed.

Optimize Overhead Absorption Rate

@ Ensure that overhead costs are appropriately absorbed into project
costs. This involves calculating the overhead absorption rate and
incorporating it into project pricing to maintain profitability.

@ Streamline overhead costs by identifying and eliminating
inefficiencies in administrative processes. This can lead to lower
overall project costs and higher margins.
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Leverage Ratio: The Metric that
Helps Maximize Profitability

Leverage ratio in professional services is about an organization relying on
entry-level, junior staff versus seasoned, experienced, or specialized talent for
its delivery capabilities.

It's a crucial metric for assessing how effectively a firm leverages its workforce
to maximize profitability and efficiency. A higher leverage ratio indicates that a
firm is utilizing its junior employees more efficiently to generate revenue.

Key Points:
@ Definition: Ratio of junior employees to experienced employees.

@ Importance: Indicates efficiency and profitability in leveraging workforce.

Benefits of a High Leverage Ratio

A higher leverage ratio can significantly impact a firm's profitability and
operational efficiency. By optimizing the balance between junior and
experienced employees, firms can ensure that tasks are appropriately
distributed, allowing senior staff to focus on high-value activities.

Advantages:

@ Increased Profitability: More junior employees can handle routine
tasks, freeing up experienced employees for strategic work.

@ Operational Efficiency: Effective task delegation improves overall
workflow and productivity.

@ Scalability: Firms can grow without proportionally increasing
experienced employees, maintaining cost efficiency.
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Strategies to Improve Leverage Ratio

Improving leverage ratio requires a strategic approach to resource management.
Firms can implement several tactics to ensure they are maximizing their
workforce's potential.

Strategies:

1. Optimize Staff Utilization: Ensure that junior employees are fully utilized
on billable tasks, reducing downtime.

2. Training and Development: Invest in training for junior employees to
enhance their skills, enabling them to take on more complex tasks.

3. Technology Integration: Use project management and resource allocation
software to streamline workflows and improve task delegation.

4. Regular Monitoring: Continuously monitor the leverage ratio to identify
areas for improvement and adjust strategies as needed.

Learn how to measure leverage in our in- g BIGTIME
I I depth guide, Introducing Leverage Ratio: a

Simple Explanation to a Complex KPI

READ GUIDE
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Navigating Resource Allocation
in Times of Economic
Uncertainty: Formulas for
Success

Economic uncertainty poses significant challenges for resource allocation.
Implementing flexible and adaptive strategies helps navigate these

uncertainties successfully.

Assessing and Prioritizing Resources

In times of economic uncertainty, it's essential to assess and prioritize resources
effectively. Begin by conducting a thorough audit of your current resources,
including skills, tools, and technologies. Identify which resources are
underutilized and which are critical to ongoing projects.

Key Steps:
®@ Resource Audit: Evaluate current skills, tools, and technologies.

@ Prioritization: Focus on critical projects and resources that drive the
most value.

@ Gap Analysis: Identify areas needing additional resources or
optimization.
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Enhancing Efficiency and Reducing Costs

Maximizing efficiency and minimizing costs are vital during economic downturns.
Implementing best practices in resource management can lead to significant
improvements in productivity and cost savings.

Best Practices:
@ Process Optimization: Streamline workflows to eliminate inefficiencies.

® Technology Integration: Utilize project management and resource
allocation software.

@ Flexible Workforce: Adapt to changing demands with a mix of full-time
and contract employees.

Leveraging Data for Decision-Making

Data-driven decision-making can help firms navigate economic uncertainty more
effectively. By analyzing resource utilization and project performance data, firms
can make informed adjustments to their strategies.

Data-Driven Approaches:

@ Utilization Analysis: Monitor how resources are being used across
projects.

@ Performance Metrics: Track key performance indicators to measure
success.

@ Scenario Planning: Use data to simulate different economic scenarios
and their impact on resource needs.
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Communication and Transparency

Maintaining clear and transparent communication with your team is crucial
during uncertain times. Ensure that everyone understands the firm'’s priorities
and resource management strategies.

Communication Strategies:
@ Regular Updates: Keep the team informed about changes and
priorities.

® Open Dialogues: Encourage feedback and suggestions from all team
members.

@ Clear Goals: Set clear, achievable goals for resource management
initiatives.

By implementing these tactics, firms can navigate economic uncertainty more
effectively, ensuring they remain productive and resilient.

Tools for Modern Resource
Management

Traditional tools like Excel can hinder growth due to scattered data, poor

collaboration, complex workload management, and the risk of manual errors.
These issues make it difficult to maintain a clear view of resources and project
hours, leading to inefficient teamwork, decision-making, and increased risk of

errors that impact client engagements.
Switching to Resource Management software addresses these challenges by

providing real-time insights, efficient collaboration, and strategic resource

allocation, boosting productivity and profitability.
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Grab the must-have buyer's guide for B BIGTIME
choosing the right Resource
Management software for your business.

DOWNLOAD GUIDE & TEMPLATE

The Benefits of Resource Management
Software

Resource Management software has become an essential tool for professional
services organizations. As projects grow in complexity and teams become more
distributed, the need for efficient resource management has never been greater.
Here are some key reasons why Resource Management software is so important
and the benefits it offers:

Enhancing Project Success

From Poor Decisions to Informed Planning

Advanced Resource Management software enables quick, data-driven decisions
during planning meetings. It allows for on-the-fly adjustments in resource
allocation based on demand, preventing overutilization or underutilization. With
real-time monitoring, managers can promptly identify and correct deviations
from plans, ensuring projects stay on track.

Centralizing Information

From Confusion to Clarity

Consolidating all necessary data into one platform ensures easy access to crucial
information. Resource Management software integrates various data elements,
providing a comprehensive view for informed resource allocation decisions. Its
advanced scheduling options reduce schedule conflicts and overallocations,
leading to improved project profitability and smoother workflows.

BEYOND BASICS: MASTERING RESOURCE MANAGEMENT TECHNIQUES
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Simplifying Reporting and Planning

From Difficult Reporting to Real-Time Insights

Instant access to crucial reports reduces administrative work and provides
greater project insights. Resource Management software supports longer-
term planning and scenario modeling, enhancing understanding of resource
allocation and facilitating efficient company scaling.

Improving Resource Distribution Understanding

From Limited Understanding to Comprehensive Insight

Detailed data on resource distribution streamlines internal processes and
clarifies resource utilization across projects. This comprehensive information
aids in making informed decisions about training, skill development, and
talent management, optimizing both resource use and employee growth.
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Transform Your Resource
Management with BigTime
Foresight

BigTime Foresight is designed to transform the way professional services firms
manage projects, enabling better decision-making and proactive planning. With
real-time data and advanced analytics, BigTime Foresight provides a

comprehensive view of project performance, resource allocation, and financial
health.

@ You have two overutilized staffers!
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BEYOND BASICS: MASTERING RESOURCE MANAGEMENT TECHNIQUES 20


https://www.bigtime.net/bigtime-foresight
https://www.bigtime.net/bigtime-foresight
https://www.bigtime.net/bigtime-foresight

With Foresight, you can:

® Maximize Project Profitability: Enhance project profitability by selecting the
optimal resource plan.

® Unified Resource View: Achieve clarity and control over resource availability
with a comprehensive view of your team.

@ Balance Capacity and Utilization: Align project plans with service delivery
objectives to create effective teams.

® Improve Decision-Making: Keep delivery, finance, and sales teams aligned
with real-time reporting.

See how Foresight enables

profitability and workload analysis | REQUESTDBEMO

Understand how today’s decisions impact long-term results.
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