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Project resourcing and planning

Resourcing is fundamental to all project work. For projects to succeed, the people with 
the required expertise must be available at the right time, and they need to know what 
is expected of them and when it is expected. In the best cases, effective, up-to-date 
resourcing improves each individual’s workload balance, thereby contributing to employee 
wellbeing. At the same time, the company ensures that the right people are working on its 
projects, boosting the likelihood of success. The aim of resourcing is to create high-quality 
projects while ensuring personnel wellbeing.

The allocation of work duties – resourcing – is a two-way message within the organization. It 
communicates each employee’s workload and the distribution of work. However, resourcing 
does not seek to schedule the working time of individual employees; rather, it indicates in 
broader terms what they need to do within a certain time period. At the same time, it is 
possible to communicate to the organization’s management whether our resources are 
adequate to handle the necessary tasks. Naturally, the goal is to maximise the utilization 
rate, and up-to-date resourcing helps to forecast potential conflicts and plan for the future. 
Does the company need to recruit new experts in order to get everything done? Or is it 
time to acquire new projects so there is enough work for all the employees in the company?
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How to get started with effective resourcing

Resourcing should begin with a definition of the resourcing process, as everyone has clear 
roles and responsibilities in a successful process. It is a good idea to use a tool to support 
the resourcing process so the information is easy to update and keep current. As resourcing 
aims to yield profitable projects, it is essential that the tool is capable of comparing plans 
with realised outcomes. This enables you to improve your project business and carry out 
even more productive projects. An effective tool and a clear resourcing process lowers the 
bar for planning resourcing and maintain the commitment of the person responsible for 
resourcing. Resourcing can only be effective if the information is up to date.

Resource planning begins during the sales phase, when resourcing can be carried out 
based on roles or directly for specific personnel, depending on the organization’s policy. 
This makes it possible to prepare for the future workload if the projects in the sales 
pipeline go into production. When a project is ordered, the project manager is tasked with 
ensuring that the best team has been reserved for the necessary workloads. As the project 
progresses, the project manager should make sure that the project’s resources are up to 
date in the event of changes.

Resourcing encompasses all of the following:

• Resourcing is fundamental to all project work.

• Up-to-date resourcing ensures you have the right 
 people in the  right place at the right time.

• Up-to-date resourcing improves employee wellbeing.

• Effective resourcing boosts project profitability.

• Resourcing is a two-way message between 
 the organization and its personnel.

• Resourcing seeks to maximise the utilization rate.

• Resourcing begins with a process definition so that 
 everybody knows what to do.

• Project resourcing should begin during the sales phase.

• It is vital to update the resourcing as the project progresses.

• Resourcing can only be effective if it is kept up to date.
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Resourcing meetings

Resourcing meetings are the place where joint agreements are made on all matters 
concerning resourcing. They are an opportunity to examine how the previous week went 
and, crucially, to look to the future and ensure that all projects will have enough pairs of 
hands in the coming weeks. The cycle of resourcing meetings will vary depending on the 
size of the organization, and it may also be affected by the nature of the projects. In smaller 
organizations, one month may be a sufficient interval, but in most cases, circumstances 
change so often that a more frequent cycle is desirable.  The organization’s size also 
determines whether one weekly meeting is enough for the entire company or whether the 
various units should handle this topic separately, with head of the units overseeing the 
situation as a whole. 

Resourcing meetings review the current resourcing status. The things to keep in mind are 
the resourcing requirements for projects in production, ensuring a suitable workload for 
each team and employee, identifying potential conflicts, and optimising the use of resources 
throughout the organization. Conflicts are situations in which one person is needed for 
several projects at the same time or a key person is absent due to a prolonged illness. 
Conflicts may also arise if the competency requirements are not met or the necessary roles 
are not available. Ultimately, it comes down to the ratio of people to projects. 

Resourcing meetings often cover newly sold projects, schedules, and personnel and 
competency requirements. New projects often introduce conflicts and changes, making it 
necessary to adapt existing reservations and, potentially, to move people from one project 
to another. 

It is also important to review the projects that may take place in the near future. This 
is especially important from the standpoint of forecasting in order to identify potential 
impacts in the near future. At the same time, it is also possible to observe if there is not 
enough work to go around or if new recruits are needed to address an employee shortfall. 

Above all, resourcing meetings are about employee wellbeing and optimising the utilization 
rate. Do we have enough employees? Do we have the right competencies for our projects? 
What will happen if we cannot sell big projects? Should we take on subcontractors instead 
of recruiting new personnel? It is good to get answers to these questions at regular 
resourcing meetings and resolve any problems. 
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Resourcing meetings encompass all of the following:

• Regular meetings are essential. Otherwise, it is easy to lose control. 

• Above all, meetings are a case of communication and information   
 flow. The relevant parties should reach an agreement on matters   
 related to resourcing so that everyone knows what the status is. 

• Meetings help to create transparency throughout the organization. 

• Resourcing meetings involve looking back, assessing the current   
 situation, and – importantly – focusing on the future. 

• The status should be examined from the perspectives of people,   
 role requirements, and competencies. Do we have the necessary   
 number of people in the right roles? Do we have the right    
 competencies in view of our project requirements? Does everyone   
 have an optimal workload? 

• You can avoid nasty surprises by forecasting future situations and   
 ensuring that all relevant parties are involved in agreeing on things. 
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The importance of tracking time

Tracking employees’ working hours is the key to knowing how time is spent – both on an 
individual level and in the business overall. It is vital for a productive, healthy business.  

In principle, it is fairly simple to record the personnel’s working time, and it can lead to 
many improvements in areas such as team productivity, easier invoicing, and ensuring that 
projects proceed as budgeted.

Advantages of recording working time 

The most important aspect of time tracking may be ensuring that customers receive accurate 
invoices. This is especially important for organizations that provide billable consultancy 
work. For them, every minute counts. The company’s profitability ultimately rests on billing 
customers for the work done for them. 

Records of working time also make it transparently clear how much time has been spent 
on which projects, customer relationships, or individual tasks. In the best case, tracking 
working hours makes it possible to identify whether certain jobs routinely exceed the 
budget. This requires for timely intervention. At best, it becomes possible to notice when 
the personnel do not have the right competencies and greater efforts need to be made 
in training. It also reveals when too little time has been allocated for certain tasks.  These 
observations can help you to prepare better, more accurate quotes, which means a higher 
billing rate in the long run. 

Customer communication is also easier when all of the working hours for a project are 
recorded. Sometimes, customers may want to know why it is taking so long to get a task 
finished. Customers are naturally keen to know that their money is being well spent. If 
the working time is recorded accurately along with appropriate comments, the situation is 
easier to justify and demonstrate to the customer.

Better management through time tracking

Profitability is important, but it is just as important to know what your employees and teams 
are actually doing. In the best case, it is possible to notice if certain people or even entire 
teams are working at over-capacity. If the situation cannot be corrected, you can quickly 
find yourself in a situation where people feel exhausted and end up on sick leave. When the 
personnel notice that tracking working time does not mean the organization is imposing 
additional requirements on them but is actually using the information to ensure a healthy 
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work-life balance, they will consider it a good thing and are likely to keep more accurate 
records of their working hours. 

It also provides an interesting insight into how employees actually spend their working days. 
How much time is spent in meetings or responding to emails? By identifying time-consuming 
tasks, it is possible to improve working methods and boost productivity. Individuals will also 
find it easier to understand the structures of their days. This information can help employees 
to identify detrimental working habits and change them. Better working methods make 
work more meaningful and productive. 

Time tracking encompasses all of the following:

• Accurate invoicing means better profitability. 

• Improved profitability allows for more competitive pricing, which leads  
 to more billable work.

• The possibility to monitor the success of resourcing. Resourcing can  
 be more accurate when it is possible to compare actual results to   
 planned values. 

• Better efficiency improves scheduling and balances out employees’   
 workloads. 

• Better management by knowing how employees spend their time. 

• In the best case, employees will become more motivated when their   
 work efforts are shown transparently. 
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Forecasting the future

It is hard to run a profitable project business without forecasting. Analysing the resourcing 
situation plays an important role, and it includes examining how many people are reserved 
for upcoming projects, how profitable the projects are, and whether the company has a 
skills deficit. By identifying potential problems, it is possible to react in good time, making 
it more likely for projects to succeed.

Project profitability

 In many project organizations, people are the largest cost item. Therefore, it is important to 
ensure the right people are available at the right time in order to keep costs down. In itself, 
allocating human resources to projects does not lead to higher revenue. In the worst case, 
the people working on a project may not have the required expertise or, conversely, people 
may be overqualified, which can impact on the project’s cost structure.

The utilization and billing rates are among the most important indicators of resourcing. 
However, it is crucial to understand what types of project work people are involved in 
now and in the future. Companies should try to allocate working time to projects that are 
either billable or most relevant to the company’s strategy. If the company notices that its 
personnel spend a lot of time on work that is not billable, it is appropriate to shift the focus 
to projects that are more relevant to the company’s business.

Regular monitoring of critical financial indicators, such as project costs, income, and profit 
margins, ensures that project budgets are not exceeded and makes forecasting easier. One 
of the essential aspects of successful project monitoring is to compare the actual working 
hours with the plans. If projects regularly exceed the planned number of hours, forecasting 
will be more difficult. Reacting to this issue can improve the project business and align 
future quotes more closely with the project’s cost structure. 

Addressing competency requirements

The sales pipeline should be taken into consideration during forecasting in order to ensure 
that future competency requirements are clear in advance. This also helps with capacity 
planning, making it possible to avoid last-minute recruitment and schedule overruns. The 
earlier the requirements are known, the better future recruitment can be planned.  
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In some situations, there may be free capacity because employees’ skills do not match 
the company’s needs. In such cases, it is possible to respond more effectively when the 
resourcing information is up to date. Competencies can be developed and expanded 
through different forms of training. Sales can also favour project entities for which the 
organization has free personnel.  

How to improve forecasting

Reliable forecasting requires accurate, up-to-date information. A versatile and effective 
resourcing tool provides the necessary information on matters such as how much billable 
work is in the sales pipeline, how many free people are available with specific competencies, 
and comparisons of the realised working hours in relation to planned working time. When 
all the information relevant to the business is consolidated, decisions can be made based 
on fact rather than feeling.

Forecasting the future encompasses 
all of the following:

• Optimising the personnel’s use of time to 
 maximise efficiency, leading to increased 
 billing and, ultimately, profit.

• Proactively adjusting to market trends and changes 
 by training personnel and maintaining competencies. 
 In the long run, this boosts  the company’s revenues.

• The ability to adapt flexibly to changes in demand.

• Minimising excessive workloads and consequent exhaustion.

• Ensuring the right people have been allocated to the right jobs and   
 avoiding idling.

• Providing the right information to supervisors so they can manage   
 their teams better.

• Reacting to changes in the utilization and billing rates. Ensuring that   
 projects remain on budget and making changes based on lessons   
 learned.

• Ensuring that projects succeed and schedules are kept. This will keep  
 customers satisfied, which means business success and growth over  
 the long term.

• Monitoring how plans compare with actual working hours. 
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Updating the resourcing plan

Resourcing information naturally changes and evolves all the time. For this reason, there must 
be ground rules in place for how information is updated in existing systems. Otherwise, the 
business will become unmanageable and end up in a situation where the project business 
cannot be managed in an orderly way. 

Ground rules

The first step is to remember to update systems as quickly as possible whenever the 
relevant parties agree on changes to the resourcing information. However, it should be 
noted that all the relevant parties should be in agreement before any changes are made; 
otherwise, someone is in for a nasty surprise. 

Organizations delegate responsibility for changes differently. In some organizations, 
the team leader will be responsible, while others may call upon the project manager or 
resourcing manager to confirm changes. Naturally, all these people are involved in the 
discussions, but for the sake of continuity, it is a good idea to precisely specify who is 
responsible for updating the information.

The employee perspective

The most important thing is to ensure that the personnel are aware of any changes that 
affect them directly. It is easier for employees to deal with changes when they know which 
projects they are involved in and which are upcoming. It is important to remember that no 
tool is a substitute for interpersonal interaction. Supervisors must ensure that information 
flows to all the relevant people, and not just through a resourcing tool. 

Supervisors are responsible for ensuring that their team members are not over- or 
under-stretched. Most projects have different role requirements to which people are not 
yet allocated. Supervisors or unit managers must check that these positions are filled 
appropriately. Changes in employee reservation statuses should also be monitored as a 
larger entity in order to understand the potential effects on the billing or utilization rates. 
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The project perspective

Project managers are used to situations evolving. In the worst cases, the composition of 
the project team changes at a critical moment when extra help is needed elsewhere or 
schedules are stretched. However, maintaining accurate resourcing information helps the 
company keep its promises to its customers. 

A good resourcing tool helps to find replacements with the right competencies, monitor 
project costs, and ensure that schedules are kept, despite all the changes going on around 
them. Of course, even a good tool will make no difference if the information is not kept up 
to date.

Updating the resourcing plan encompasses all of the following:

• Communication between parties is important. Without communication,  
 all you have are problems.  

• Making sure that the workload is optimal for individual employees, the  
 business unit, or the company as a whole whenever changes arise. 

• Role requirements are also taken into consideration: completed plans  
 are assigned to the right people in good time. 

• Monitoring changes in the billing and utilization rates regularly.   
 Changes in personnel can easily affect project budgets when    
 personnel are transferred at a lower or higher billing price. 

• Noticing that changes in an individual project’s schedule often affect  
 other projects because human resourcing needs change. So we return  
 to the fact that communication is absolutely fundamental. 
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Summary

Resourcing affects every part of the organization. Its impacts reflect on the management, 
sales, project operations, and every member of personnel, so it is worth paying special 
attention to ensuring an efficient resourcing process. The ground rules for resourcing 
should be precisely defined: they must be clear to everyone, and everyone must commit 
to following them. 

It is easy to forget about processes that are too difficult to put into practice. Therefore, it 
is worth spending some time thinking about a suitable resourcing process for the business. 
Who is responsible for what? What kind of cycle is appropriate? Could a tool lead to more 
efficient practices? However, it is important to remember that no tool can address all the 
challenges of resourcing. Tools make things possible, but people are always at the heart 
of the action. 

If your resourcing process does not run smoothly, it is time to take the bull by the horns and 
get it sorted out. In the best case, effective resourcing can make a strong positive impact 
on a profitable project business, customer satisfaction, successful projects, and personnel 
wellbeing, as well as competence development within the organization. These are all things 
that have a major impact on business success. 
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