
The Blueprint:  
Mastering Resource 

Management 
The ultimate goal of every firm is to maximize 
utilization without overloading staff, ensuring 

profitability and sustainability. In this article, we’ll 
demonstrate how firms that effectively implement 

resource management practices position themselves 
to achieve higher levels of operational performance, 

profitability, and client and employee satisfaction. 
This blueprint is intended to guide your journey with 

actionable strategies for assessing and maturing 
your resource management practices and effectively 

leveraging your people.
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Resource management is the practice of planning, 
managing, allocating, and understanding your people 
resources to ensure you have the right roles and capacity 
to deliver work and meet business objectives. Under 
the umbrella of resource management is everything 
around how people are managed in an organization. 
For project-based and time-billing organizations, people 
are the primary asset, and the way they are managed 
determines the firm’s ability to deliver projects effectively 
and drive financial performance. The ultimate goal is to 
maximize utilization without overloading staff—balancing 
productivity and profitability.

Yet most firms are stuck using outdated, siloed, and 
overly manual approaches that limit visibility and create 
inefficiencies. In this white paper, we present a blueprint for 
transforming resource management from a responsive to a 
strategic function. Backed by decades of research and real-
world insights, we break down the five core components—
Resource Planning, Capacity Planning, Resource Allocation, 
Forecasting, and Analytics—and show how they work 
together to unlock exceptional operational performance.

We explore the maturity journey most firms must take, 
the common barriers that stall progress, and how 
purpose-built software—especially those powered by AI—
can dramatically improve overall business performance. 
For firms that sell time, resource management isn’t just an 
operational improvement—it’s the most powerful lever for 
growth, profitability, and long-term resilience. This guide 
offers the strategies, tools, and roadmap to help your 
firm fully realize the potential of your workforce and drive 
lasting competitive advantage.

 

The best-kept secret behind 
high-performing firms

All firms practice resource management; they just aren’t 
aware of their level of maturity. I founded Mosaic after 
seeing firsthand the impact of maturing the resource 
management function of my firm. I understood it 
controlled the amount of time that was billed, which had 
a direct correlation to the profitability of the firm, but the 
extent of the improvement I saw was shocking.

Under the umbrella of resource 
management is everything around 
how people are managed in an 
organization.

For project-based and time-billing 
organizations, people are the 
primary asset, and the way they 
are managed determines the firm’s 
ability to deliver projects effectively 
and drive financial performance.
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The fact that resource management improves everything 
about an organization has been a well-kept secret—despite 
organizations like the Project Management Institute, the 
Center for Business Practices, and consulting firms like PwC 
touting its benefits for decades. Research has consistently 
shown that organizations with mature resource 
management see improvements in customer satisfaction, 
organizational efficiency, profit, and overall business 
performance.

More than sixteen years ago, a study by the Center 
for Business Practices (CBP) determined that resource 
management challenges were one of the most 
significant issues facing organizations at the time. 
They evaluated the impact of resource management 
maturity across the following factors:

1.	 Organization financially succesful

2.	 Shareholders satisfied

3.	 Projects aligned to strategy

4.	 Project customers satisfied

5.	 Organization works on the right projects

6.	 Strategy executed to plan

7.	 Projects on schedule & budget

8.	 Resources allocated optimally

The bars represent the performance rating of companies in 
the study, with the colors representing the level of resource 
management maturity—from ‘Level 1’ in yellow to ‘Level 
5’ in purple. Their research also demonstrated the clear 
correlation between the level of resource management 
maturity and overall organizational performance.

Most notably, as organizations mature their resource 
management practices, overall organizational performance 
improves on all nine performance measures used in 
the study. The CBP report found the top 25% of high-
performing organizations—as shown in the chart above—
were at a significantly higher level of resource management 

maturity than low-performing organizations. The data 
is clear: improve resource management, and everything 
about the business improves. They also found that about 
three out of every four firms (75%) evaluated had low 
resource management maturity. Somehow, sixteen years 
later, we find firms in the same place—still struggling to 
effectively manage their people resources.

If you’re selling time, there are very few levers to optimize 
the business. You can cut operating costs, increase prices, 
or improve the efficiency with which you staff people on 
billable work. If you’re lucky, you can cut operating costs 
by 2–5%. Maybe you can increase prices by 5–10%—but 
you could also lose clients. However, if you increase 
your staffing efficiency, you can 2–4x profitability. The 
primary lever for improving time efficiency is resource 
management.

In professional services and project-based organizations, 
on average, only 59–60% of available time is billable firm-
wide (including admin, operations, and finance functions). 
Year after year, organizations like ERP provider Deltek 
consistently report utilization rates in this narrow range. 
These averages and correspondingly low profits highlight a 
resource management problem, exposing inefficiencies in 
current workflows—and what’s possible when the process 
is improved.

Utilization has a direct correlation to profitability, 
and as the utilization rate goes from 59 to 65%, the 
profit increases from 6-10% to 30-40%. These statistics 
are highlighted in PSMJs ‘Circle of Excellence’ Report which 
recognizes firms that demonstrate outstanding business 
performance, detailed here in “How to Double Profit”. The 
real lever of resource planning is improving the efficiency 
of which time is managed and reducing downtime, that can 
drive the utilization rate well beyond averages. As with any 
industry, from manufacturing to retail, automation, and 
efficiency is the key to driving powerful business results. 
Financially, efficient resource management translates 
directly into increased profitability 

Of course, much of the resource management process 
can be automated to substantially reduce the time spent 
on repetitive, administrative tasks. Automating project 
setup, minimizing planning meetings, and speeding up the 
assembly of project teams can dramatically streamline the 
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process. This is where automation software helps companies 
save time while ensuring projects are properly planned—
freeing up teams to focus on billable, revenue-generating work.

Resource management software also provides analytics and 
insights that empower leaders to make better decisions. Real-
time visibility into workload, utilization, and staffing needs 
helps firms optimize hiring and operational efficiency. Backlog 
and role-demand forecasting enable companies to right-size 
their workforce and adapt to changing market conditions—
avoiding financial risk.

Beyond the measurable financial benefits, resource 
management brings many intangible impacts that don’t show 
up on a balance sheet:

•	 Getting people off the bench faster keeps employees 
engaged, reduces job insecurity, and lowers the risk of 
turnover between projects.

•	 Better managed projects meet deadlines more 
consistently, reduce stress, and improve team morale—
while boosting customer satisfaction.

•	 Improved skills management leads to stronger 
project teams and better outcomes, driving higher client 
retention.

Ultimately, resource management is not merely an operational 
improvement but a strategic imperative for organizational 
success. Firms that embrace it position themselves to achieve 
higher levels of maturity, profitability, and satisfaction—for 
both clients and employees.

Resource management maturity

In speaking to thousands of firms, we’ve seen that they all 
understand that how they manage people impacts their 
efficiency. The problem is that they think they are at a higher 
level of resource management maturity than they actually 
are. Simply having a resource management workflow does 
not mean the firm is at a Level Five. Like everything in life, 
from education to sports, resource management has many 
levels. There’s a massive difference between college baseball 
and professional baseball, but it’s not obvious what those 
differences are if you haven’t played it. 

The research and the results 
of resource management 
software are compelling, 
and leaders need to stop 
underestimating its strategic 
importance. Similar to 

improving the assembly line in 

manufacturing, project-based 

and time-billing businesses 

must optimize the processes 

that allow them to sell time 

efficiently.
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Because it’s not clear to firms how to go from level one 
to level five, diagnosing the resource management 
improvements needed is essential. In response, we created 
an evaluation questionnaire (below) to help understand 
where you sit, identify inefficiencies, and what you need 
to do to improve. The result isn’t just a score — it allows 
us to create a roadmap to get where you need to go. It 
helps highlight specific areas where investment in process, 
capability, or technology will yield the most impact. Our 
goal is to demystify the process and help firms master this 
critical business function.

The challenges of improving 
resource management

The research is compelling, but the Project Management 
Institute found that three in four firms had low resource 
management maturity—a trend we continue to see today. 
Which begs the question—why?

What we see is that most firms assume they are adequate 
simply because they have something in place. In other 
words, they don’t understand the level and assume they are 
at Level Five, when in fact they are at Level Three.

Often we find they are largely the same reasons the Project 
Management Institute also reported in 2009.  Here are the 
top eight factors we commonly see:

1.	 Limited executive visibility 
Senior leadership teams often lack visibility into 
what’s happening day to day and the lack of 
accurate data is obfuscating the level of inefficiency 
that the organization is experiencing. With a mature 
resource management function all managers easily 
see data showing inefficiencies like low workload, 
backlog, or role demand.

2.	 Processes and workflows are not standardized 
Across the firm, departments, and teams are all 
doing their own version of resource management, 
resulting in data and people siloes across the 
organization. Step one is to standardize the process 
and workflow across the firm. Only then can you 
begin to improve it.

Burnout is widespread in project-
based businesses, with 75% of 
workers experiencing it at some 
point—leading to productivity losses, 
missed deadlines, and overtime for 
colleagues. Poor resource planning 
and a lack of visibility into workload 
are major contributors. Teams can’t 
see what’s achievable, which leads to 
unrealistic deadlines.

This lack of visibility also causes 
workload imbalances and 
overcommitment—with staff 
unknowingly taking on more 
than can be completed in a given 
timeframe. Efficient resource 
management practices help balance 
workloads and maintain employee 
engagement, mitigating burnout. An 
estimated 40% of A&E professionals 
leave firms due to burnout, and 
replacing them can cost 50% to 
200% of the individual’s annual 
salary. Addressing these issues can 
have a dramatic impact on business 
performance.



Mosaic © 2025 6

3.	 Billable Work is Prioritized Over Strategic Planning 
Firms are primarily measured on the immediate 
financial results of billable project work and non-
billable operational overhead improvements get put 
on the back burner. Resource management can take 
6-9 months of consistent effort before showing a clear 
return on investment, but impacts continue to increase 
and the results pay off every year going forward.

4.	 Everyone thinks they are unique 
Many firms believe the way they do things requires 
a tailored solution. Similar to project management, 
resource management is the same process for every 
firm and every project-based industry with differences 
in nomenclature and data organization that modern 
tools provide customization for.

5.	 Resource management is complex 
Resource management involves intricate human 
dynamics, with dozens of datapoints to track, as 
well as complex analysis and forecasting that is 
difficult to develop processes on. Specialty resource 
management software can provide best practices and 
workflows right out of the box. 

6.	 Improving resource management requires 
investment 
One of the biggest barriers to progress is most firms 
are using “free” spreadsheets or legacy ERP systems 
that can’t support dynamic, modern work. They don’t 
see that improving how people are managed offers a 
10X+ return on investment.

7.	 Resource management is complex 
Resource management involves intricate human 
dynamics, with dozens of datapoints to track, as 
well as complex analysis and forecasting that is 
difficult to develop processes on. Specialty resource 
management software can provide best practices and 
workflows right out of the box. 

8.	 Improving resource management requires 
investment 
One of the biggest barriers to progress is most firms 
are using “free” spreadsheets or legacy ERP systems 
that can’t support dynamic, modern work. They don’t 
see that improving how people are managed offers a 
10X+ return on investment.

https://www.mosaicapp.com/the-resource-management-maturity-evaluation
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What are the components of 
resource management?

Not listed as a reason above, but we also commonly find 
that most firms don’t have a strong understanding of 
what resource management is. Ask ten firms and you’ll 
get ten different answers. How can firms improve it if 
they don’t even understand it? 

Here we’ll detail the five core components required 
to master resource management, which all fall under 
the umbrella of strategic workforce management:

1.	 Resource planning

2.	 Capacity planning

3.	 Resource allocation

4.	 Resource forecasting

5.	 Resource analytics

1.	 Resource Planning 
Resource planning is the core building block of all of 
resource management, providing the data for effective 
capacity planning as well as resource allocation, 
forecasting, and analytics. Effective resource planning 
is the key to determining your ability to deliver project 
work on a predictable schedule. It changes a project 
schedule from an arbitrary timeline of dates, to a 
schedule grounded in actual available employee hours. 
It’s also essential for managing the conversation around 
the prioritization of work assignments and deadlines 
across the organization. 

.	 Visual resource planning aligns future work with team 
capacity, reduces last-minute staffing scrambles, and 
empowers teams to prioritize the most impactful 
projects. For project-based and time-billing businesses, 
it’s essential for preventing burnout, avoiding 
overcommitment, and driving predictable deadlines. 
Effective resource planning is the key to increasing 
efficiency and optimizing resource utilization. 

.	 Resource planning provides the cost of time data for 
managing project budgets and forecasting potential 
overruns to protect margins. It also provides the data 
to make inform decisions regarding resource allocation, 
and hiring or subcontracting. Despite its importance, 
many firms still rely on outdated and disconnected tools 
and manual workflows, resulting in outdated plans, bad 
data, and poor visibility into what’s actually happening 
in the business. Learn more about Resource Planning. 
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3.	 Resource Allocation 
Resource allocation involves assembling new project 
teams and staffing for existing projects. It’s the process 
of identifying and assigning resources to projects, 
initiatives, or engagements based on capacity and 
availability. It involves matching the right people—those 
with the required experience, skills, and qualifications—
to the right projects at the right time. By assembling 
the most effective team, businesses are more likely 
to complete projects on time, within budget, and at a 
higher quality.

.	 During resource planning, generic resources or 
unassigned roles can be initially used to plan the 
project, which are then allocated or assigned to specific 
employees when the project has an official start date 
and is close to starting. Effective resource allocation 
enables businesses to quickly adapt to shifting project 
and skill demands, avoid bottlenecks, and identify 
staffing gaps for upcoming projects. It ensures clients 
receive the best possible teams—those with the right 
qualifications, skills, and experience—to deliver high-
quality, efficient project outcomes. By assembling the 
right team, businesses are more likely to complete 
projects on time, within budget, and at a higher quality, 
directly contributing to the future success of the firm.

.	 Despite its importance, resource allocation is often 
hampered by fragmented systems and limited visibility. 
Without effective resource planning and capacity 
planning, resource allocation can be time-consuming, 
often involving weeks of back-and-forth to assign the 
right resources. Modern allocation software addresses 
these challenges by centralizing availability, capacity, 
and skills, and leveraging AI to optimize for the best fit. 

.	 With the right tools, you’re able to effortlessly reach 
across the organization to fill open project roles, 
reallocate staff in real time, and surface internal 
opportunities to employees as they become available. 
This not only drives better utilization and retention 
but also enhances transparency, fairness, and 
performance—transforming resource allocation into 
a strategic advantage. Learn more about Resource 
Allocation.

2.	 Capacity Planning 
Capacity planning aggregates resource planning data 
so you can split an employees time across various 
projects, engagements, and initiatives across the 
organization. It centers around heatmaps to visually 
assess, manage, and balance employee workload for 
all work across the organization. 

.	 Without it, people remain trapped in management 
and office siloes, with no way to collaborate across 
the organization, resulting in low utilization, and low 
profitability. 

.	 With capacity planning, you no longer need to silo 
employees on teams to better distribute availability 
across multiple projects to achieve much higher 
utilization of employees time. Without proper 
capacity planning, resource shortages, double 
booking conflicts, and internal fighting over project 
staff can also plague the organization.

.	 It’s also the core to conducting scenario analysis 
to optimize project schedules around the actual 
capacity of your people. Without it, the project 
cannot be delivered on time, and ultimately can 
make the difference in successfully executing 
strategy. Capacity Planning provides the data to 
assess availability when project teams are being put 
together as part of resource allocation. Learn more 
about Capacity Planning. 
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5.	 Resource Analytics 
Resource analytics, also known as resource intelligence 
is the practice of unifying and analyzing real-time 
workforce data—such as availability, skills, workload, 
role demand, utilization, and variance analysis—into one 
centralized system. It transforms scattered operational 
inputs into a complete, dynamic view of how people are 
deployed, how effectively time is being used, and where 
adjustments are needed to improve project delivery and 
profitability.

.	 With resource analytics, firms move from fragmented, 
reactive decision-making to strategic, data-driven 
workforce management. Leaders can finally understand 
what’s happening across the business, increasing 
visibility into benchmarks to ensure that time is spent 
for maximum impact. 

.	 When powered by modern AI, resource analytics 
becomes the operational brain of the organization—
forecasting demand, identifying risk, and surfacing 
opportunities to optimize teams and outcomes. It 
supports smarter hiring, more agile resourcing, and 
maximizing margins—helping firms manage people 
with clarity and confidence. Learn more about Resource 
Analytics.  

4.	 Resource Forecasting 
Resource forecasting gives you an understanding 
of supply of people resources relative to the role 
demand for work to predict future staffing needs. 
Put simply, do you have enough work, if not, how 
much more do you need, and if you have too much, 
what role do you need to hire and when. It builds on 
capacity planning to help organizations anticipate 
where gaps or surpluses of time will exist, enabling 
them to make strategic decisions around hiring, 
internal resourcing, project planning and business 
development. This forward-looking approach 
ensures that growth isn’t hindered by resource 
constraints and that teams are ready to meet 
demand without overextension or downtime.

.	 When implemented effectively, resource forecasting 
empowers organizations to plan with confidence. It 
improves delivery predictability, supports proactive 
hiring, and helps align workforce plans with revenue 
targets and long-term strategy. By forecasting 
demand against current capacity, businesses can 
reduce risk, optimize team utilization, and prevent 
disruptions that often stem from poor visibility or 
last-minute staffing decisions. The result is stronger 
cross-functional alignment and healthier margins.

.	 Despite the importance of forecasting, many 
firms still rely on manual or siloed approaches 
that limit accuracy and responsiveness. They are 
managing the business in the dark. With the right 
forecasting tools—especially those powered by 
AI—organizations can access real-time insights, 
automate scenario planning, and adjust staffing 
plans as business conditions change. This allows 
them to shift from reactive resource management 
to a data-driven, agile workforce management and 
achieve new levels of efficiency. Learn more about 
Resource Forecasting.
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Strategic workforce 
management

Effective execution of all five pillars of resource 
management together allows you to optimize the 
business through strategic workforce management. 
Each function builds on the other, and what Berkshire 
Hathaway’s Charlie Munger (Warren Buffett’s partner) 
calls the “lollapalooza effect” occurs—with forces of each 
component acting together to create disproportionately 
large outcomes, far greater than the sum of the parts. 
Resource planning builds the data for capacity planning; 
accurate capacity planning enables accurate resource 
allocation; resource allocation pipeline data establishes 
role demand for resource forecasting; and all of the data 
is essential for resource analytics to understand what’s 
actually happening in the business. With all functions 
working together, you can fully optimize your people 
resources.

Organizations that prioritize resource management 
significantly outperform their peers, positioning 
themselves for success. According to McKinsey & 
Company, companies that excel at strategic workforce 
management generate 300% more revenue per 
employee than the median. This is particularly an 
opportunity for firms that grow through acquisition. 
Unlike saving on shared accounting services or insurance, 
sharing resources unlocks a massive opportunity to 
increase efficiency.

Enter workforce mobility

Today, employees are typically placed in a department, 
on a single team, in the same role for the duration 
of their career. Organizations view people as cost 
units, and a person’s skills, strengths, interests, and 
preferences have largely been missing from the resource 
management process.

Thanks to the explosion of remote work software during 
the global pandemic, business is more global than 
ever, and organizations are now breaking down age-old 
silos of regions and offices. As a result, organizational 
management has grown significantly more complex, 
emerging as one of the most critical and timely problems 

companies face today. Modern resource management 
software is allowing organizations to operate as a single 
cohesive team.

The right resource management software gives you the 
ability to effortlessly “reach across” the organization to find 
people for projects—and projects for people. You become an 
agile workforce that can move people around at a moment’s 
notice and respond to any economy-driven change in 
demand for roles. In the future workforce, employees will no 
longer be stuck in one department, on a single team, in the 
same role for their entire career.

Employees will be in a position to voice their interests and 
what they want to work on, gaining greater control over 
their careers, significantly increasing engagement while 
decreasing turnover risk. They can find projects doing the 
work they love, build skills that are important to them, 
and even mentor or be mentored. By aligning individual 
preferences with project needs, organizations can better 
retain talent and build stronger teams.

AI in resource management

Intelligent resource management driven by AI is quickly 
becoming the next wave of people management. Given the 
complexity and volume of resource management data, it’s 
uniquely positioned to have a massive impact. It can help 
monitor for insufficient workload, identify over-scheduling, 
under-scheduling, and bottlenecks, and find the next project 
for people, dramatically increasing efficiency.

AI replaces dozens of emails, chat messages, and calls, 
giving you the data to assemble project teams in minutes 
instead of days or weeks, while better tailoring the team to 
the project requirements. It can help you perform scenario 
analysis to figure out how you can get it all done, and what 
would happen if you hired four people—or didn’t.

AI can be used to forecast workload and revenue for the 
organization, making the future predictable and giving 
you the confidence leadership needs to drive the business 
forward in any economic environment. It helps you 
understand supply and demand to drive hiring decisions 
that right-size your organization, with accurate information 
instead of unreliable spreadsheets and ERP data. 
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Assessing your resource 
management maturity

Despite clear evidence linking mature 
resource management practices to 
enhanced organizational performance, many 
organizations remain at low maturity levels, 
relying on outdated methods that create 
inefficiencies and hinder growth. As research 
dating back decades shows, advancing 
resource management practices directly 
correlate with improved productivity, 
strategic alignment, financial performance, 
employee engagement, and satisfaction. 

The first step toward improving operational 
efficiency is understanding the current maturity 
of your firm’s resource management. Maturity 
assessments help identify where your firm 
stands today, best practices, and what the 
function looks like at more advanced stages, 
including the incorporation of AI. By evaluating 
how people and processes are aligned across 
your business, you gain the insight needed to 
improve people management firm-wide, and to 
chart a clear path to achieving the highest levels 
and organizational impact. 

Maturity models typically examine multiple 
dimensions—such as process standardization, 
software integrations, visibility into workload 
and utilization, and how effectively employee 
skills are leveraged. These evaluations not only 
uncover inefficiencies but also help set strategic 
goals for resource management that can be 
tracked and refined over time. Conducting an 
evaluation of your organization’s maturity is the 
first step in your resource management journey.

For the first time in the history of project-based businesses, 
you will no longer have to struggle to understand the 
past or guess the future. This will bring new levels of 
effectiveness and efficiency to resource management. 
Businesses will get to test what’s possible. 

Resource management  
software options

Like all business workflows, from customer management 
to project management, software is the tool of the trade. 
Currently, most organizations rely on two primary methods 
for resource management: Spreadsheets, approximately 
90%+ on a total count basis, and Enterprise Resource 
Planning software, aka ERPs, about 5-10%, still relying 
heavily on spreadsheets

Spreadsheets, while flexible, are highly inefficient, prone 
to errors, difficult to maintain, and lack real-time data 
and permission controls, prohibiting collaboration. Each 
office, department, and sometimes even each team within 
a department creates its own resource management 
workflow—often without “how-to” manuals and with limited 
or no education in resource management. There is a 
general lack of understanding about the problem, as well as 
best practices, resulting in ineffective workflows. The result 
is a disconnected workforce, with disparate data that blocks 
visibility and cross-team collaboration. The spreadsheet and 
ERP ecosystem is the root cause of inefficiency we see in 
firms.

Spreadsheets are the Swiss-army knife of software. They 
are popular because they start off simple, by entering data 
in just one “cell”. But before you know it, with the slippery 
slope of spreadsheets, your team has spent thousands of 
hours building a Frankenstein workflow across several files 
and dozens to hundreds of sheets.  Resource management 
software involves extensive knowledge of intricate human 
dynamics, complex business and financial functions, and a 
high degree of technology challenges. Building and maintain 
resource management workflows on spreadsheets is a 
huge time investment for the vast majority of firms with an 
opportunity cost most that should not be ignored. 

ERPs, on the other hand, offer the allure of the ‘all-in-
one.’ Similar to the maturity evaluation—and much like 
competitive sports—there are levels to everything in life. 

 Learn More About Assessing 
Resource Management Maturity

https://www.mosaicapp.com/the-resource-management-maturity-evaluation
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ERPs generally top out at Level Three on the resource 
maturity scale. Primarily built around financial processes, 
they treat resource management as an afterthought—
just one of dozens of add-on “modules.” It’s worth noting 
that even when using ERPs, spreadsheets are often still 
required, with project managers and team leads entering 
data into spreadsheets before re-entering it into the ERP. 
Most firms using spreadsheets have tried ERPs—only to 
be driven back.

While the idea of an all-in-one software solution is 
appealing, it often falls short when it comes to depth 
and performance. As the “jack of all trades, master of 
none”, they struggle under the weight of attempting to 
be everything to everyone. As a result, the words we 
hear most often are “clunky” and “cumbersome” and 
getting people to use them can be a challenge. Most firms 
blame their people, but if everyone ubiquitously says 
the same thing—is it the user or the tool? Due to these 
user experience issues, when resource planning is done 
on ERPs, a significant amount of data is never entered, 
leaving data gaps that results in nonsense resource 
analytics and forecasting. Or they aren’t kept up to date, 
so you’re running the business on data that doesn’t 
actually match reality.  What’s a resource management 
system worth if the data can’t be relied upon?

Both approaches create significant inefficiencies that 
hinder effective resource management and organizational 
growth. Given the direct link to profitability, attempts 
to save money with spreadsheets and ERPs are actually 
costing you fortune. If your job was to install wood floors, 
you wouldn’t use the screw driver of a Swiss-army knife. 
But 90% of firms are doing exactly that by continuing to 
use spreadsheets and ERPs. To reach Level Four or Five 
on the resource management maturity scale, you need 
specialized resource management software. 

Buying vs. building resource 
management software

Historically, a buy vs. build analysis would be 
recommended, but given the growing complexity 
of managing people, combined with the expense of 
building modern resource management software due 
to integrations, growing security concerns, and rise of 

artificial intelligence have increased the difficulty and 
expense twentyfold. Keep in mind the rate of failure of 
internal software projects was 85% prior to this period. 

Building your own resource management software in 2025 
would be like building your own CRM today when there are 
platforms with thousands more features at a fraction of the 
cost. You could—but why would you build an inferior tool at 
a high cost in time and money when mature solutions exist 
in the market?

Purpose-built resource management platforms offer 
greater functionality, customization, usability, and data 
accuracy—making them far more effective for planning 
and managing people. If you were looking for a contractor, 
you would want a specialist. The work you do is most 
likely specialist work, so you inherently understand the 
advantages. 

If a new tool came out that allowed a contractor to install 
10% more roofing at a of fraction of the cost of the 
equipment, they would purchase it tomorrow. Speciality 
resource management software is just that for project-
based businesses, helping you sell 10% more time. If 
resource management is mission critical for you, you 
should consider a platform focused solely on resource 
management.

What to look for in a resource 
management platform

The system selected should have product depth in all five 
interconnected pillars of resource management to fully 
optimize the business. Here we’ll touch on the additional 
aspects of effective resource management software. 

The most important consideration for software is that it has 
an intuitive interface and visual tools that simplify resource 
management functions. The more intuitive and user-
friendly the software is, the more likely people are to use 
it. The analytics and forecasting won’t be useful if it’s not 
used for planning. With something as impactful as resource 
management, usage is everything to get the data you need 
to manage people better—the best tool is the one everyone 
actually uses.

The right software must be easy to learn and use, but 
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should also include training and implementation support 
as part of the package. Software implementations have 
a high failure rate, and if you understand and appreciate 
this statistic, then you’ll invest a little extra rather than 
just getting handed the keys. There should be simple 
ways for people to get answers to their questions 
about the product, including video libraries and written 
documentation. Without this level of support, the risk of 
failed implementations rises dramatically.

Resource management processes will cover most roles 
within the organization—finance and accounting, project 
management, operations, and executive leadership. These 
different perspectives require configurable workflows and 
data to align with organizational processes. To ensure 
it’s a fit for all roles, look for a highly configurable system 
that allows you to personalize the data by role, as well as 
implement extensive permissions controls.

When evaluating a resource management platform, 
organizations should also ensure the system has a 
comprehensive integration capabilities to other systems. 
Effective platforms seamlessly connect with existing 
financial systems, ERP solutions, HRIS, and other platforms 
to provide unified people data from across the organization 
in one place without bouncing back and forth between 
systems. 

Most software will have an API, and larger firms may choose 
to build their own integration, but this expense may be 
too much for small and medium-sized firms. Look for 
software that has an “integration-first” strategy—where the 
vendor manages proprietary integrations—to ensure that 
they understand the need for various data points and will 
grow with your firm as your data integration needs evolve. 
Connectivity of your tools is everything in the modern 
software world.

We recommend that you avoid spreadsheet-based or “built-
a-block” style software that requires you to you to build 
the workflow. Considerable time and expense goes into 
building the tool which is also a distraction from their actual 
job. These spreadsheet-based tools allow you to build 
a flow tailored to one person. If that person leaves, the 
new person typically creates a new workflow. In resource 
management, these individualized workflows isolate critical 
data and prohibit cross-office and cross-role collaboration. 

The high cost of software 
today is a burden that must be 
distributed across thousands of 
firms. Software companies also 
have the benefit of speaking to 
thousands of companies, and 
getting feedback on features from 
thousands of people. Venture 
backed companies can spend tens 
of millions of dollars on product 
development —far beyond what 
the vast majority of firms would 
look to invest. 
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Unlike project management, where PMs can tailor a specific 
project workflow to their way of working, standardization 
is key to resource management to manage people 
collaboratively across the organization.

Additionally, the preferred platform should have advanced 
resource analytics to improve decision-making accuracy 
and optimize resource utilization. AI should be an essential 
part of the product. The ability to easily conduct scenario 
planning and dynamically adjust resources is critical to be 
agile in response to evolving project demands. AI is at a 
point where it is making an impact never before possible 
and is required for a strategic advantage.

Finally, data security, scalability, and flexibility must also 
be considered, ensuring the chosen platform can securely 
handle sensitive data. SOC II compliance ensures that 
resource management software securely handles sensitive 
operational data by adhering to rigorous standards for 
security, availability, and confidentiality. 

This gives organizations confidence that their personnel 
data and resource planning processes are reliably protected 
against unauthorized access or data breaches.  Resource 
management is a business function where you should 
optimize for maximum impact from the system. 

Getting Started with Resource  
Management Software

Digital transformation in people management is no longer 
optional—it’s essential for long-term sustainability and 
performance. While the journey to maturity can seem 
daunting, it’s easier than expected to begin. Not every step 
yields the same return, so it’s critical to start with initiatives 
that drive the greatest impact. Resource management 
software should be rolled out in phases, focusing first on 
core pillars that deliver immediate value.

Implementation requires more than just software—it 
takes a clear purpose, strong execution, and full team 
participation. Begin by communicating why the organization 
is adopting the software and how it benefits each role. This 
“why” creates the foundation for buy-in. Treat the rollout 
like any high-priority project: assign owners, set goals and 
milestones, and manage progress within the platform. Offer 

The Path Forward

You’ve never questioned that your organization’s 
greatest asset is your people. The data is clear, 
and the theory is sound: efficiency is clearly the 
key to increasing profitability in any business.  
The challenge is maturing your resource 
management function is in the execution. 

STEP ONE is assessing your current level of 
resource management maturity. This establishes 
a baseline and reveals inefficiencies, gaps, and 
opportunities for improvement.

STEP TWO is creating a roadmap based on 
that assessment, defining where you want to 
go, what best practices to adopt, what tools 
to implement, and what change management 
efforts will be required.

STEP THREE is executing that roadmap by 
transitioning from traditional spreadsheets 
and ERP modules to a modern, purpose-built 
resource management platform.

The decision to mature your firm’s resource 
management needs to be top down with 
senior leadership issuing a mandate to mature 
resource management. It’s not easy, but it’s in 
everyone’s best interest to get this right, and 
champion resource management. 

Create cultural buy-in by positioning resource 
management as empowering professionals 
to work more effectively, balancing workload, 
reducing burnout, and better controlling 
deadlines. Clearly demonstrate tangible benefits 
for every role in the organization (e.g., higher 
profitability, reduced burnout, improved project 
outcomes).
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Once buy-in from leadership is achieved, you can 
begin rallying the team and educating all levels 
on what’s in it for them. Everyone, at all levels, 
must be made clear of the benefits attaining a 
high-level of resource management maturity. 
They need to understand the impact of the firm’s 
people’s management system is far-reaching and 
will touch everyone, including their clients. 

Increased profits will provide for higher salaries, 
bonuses, benefits, and amenities. Instead of being 
at the mercy of their project schedules, they’ll get 
back control of their work. They won’t have to fear 
the firm “over-selling” their time. With workload 
visibility and an understanding of role demand, 
burnout will be reduced, which in turn will reduce 
turnover. And with less turnover, there will be 
less re-education of project knowledge, which 
can cause mistakes on projects and less mistakes 
from loss of knowledge. All of this will lead to 
better project results and greater satisfaction for 
employees and clients. 

Everyone needs to understand the benefits 
and that improving resource management is a 
marathon, not a sprint, and requires delaying 
gratification and investing wisely in your people 
and the business.

diverse training options—videos, guides, live sessions—to 
accommodate different learning styles, and empower 
champions to lead adoption.

To ensure adoption sticks, embed the software into 
weekly planning meetings so it becomes routine. These 
meetings help ensure busy staff focus on high-impact work. 
Consistent real-time usage reinforces the platform’s value. 
Beyond onboarding, emphasize continuous improvement: 
collect feedback, make refinements, and track performance 
to maximize results over time.

Phase One: Resource & Capacity Planning 
Create visibility into who’s working on what. This allows 
you to balance workloads and align people to high-priority 
projects. Weekly planning meetings—run directly in the 
platform—simplify real-time adjustments. Drag-and-
drop tools and automated tracking save hours of manual 
coordination and improve organizational clarity.

Phase Two: Project Scheduling & New Projects 
Once short-term plans are set, begin scheduling new 
projects. By overlaying project timelines on capacity plans, 
you can make smarter staffing decisions and reduce risk of 
burnout or missed deadlines.

Phase Three: Project Financials 
Leverage planning data to track project financials. Monitor 
budget burn and scope creep, and use accurate time data 
to improve financial oversight. This directly impacts project 
profitability.

Phase Four: Resource Analytics 
Set up dashboards to analyze key indicators like utilization, 
backlog, and role demand. These metrics help identify 
inefficiencies and guide more informed decision-making 
across teams.

Phase Five: Resource Forecasting 
Use real-time data to forecast staffing needs and project 
coverage. Predictive analytics help determine if you have 
the right people to meet future demand, enabling proactive 
hiring.

Many firms are surprised by how quickly resource 
management software delivers results. Unlike ERPs that 
can take 12–24 months to implement, modern platforms 
typically roll out in just 1–3 months. Focusing first on 
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visibility and planning can drive immediate significant 
improvements in delivery, efficiency, and profitability in less 
than 6 months.

Purpose-built software also includes best practices from 
thousands of companies, helping you avoid trial-and-error 
and accelerate success. With AI-driven insights, intuitive 
tools, and real-time collaboration, your teams can start 
improving resource management from day one.

Empowering operations in 
resource management

Firms have been narrowly focused on short-term project 
delivery and tasks, rather than strategic capacity planning 
and forecasting, which has been holding back their long-
term success. It’s time to shift from legacy methods like 
cumbersome spreadsheets and inflexible ERPs to advanced 
solutions leveraging AI and automation, and for operations 
teams to emerge from the background and assume a 
central, strategic role within organizational management 
to drive these initiatives. Modern tools provide real-time 
visibility, predictive analytics, seamless collaboration, and 
optimized resource allocation. The resource management 
demands on modern firms require operations teams to 
evolve and mature their strategic capabilities. 

Today’s operations offices have the capacity to effectively 
address diverse business challenges, from executing 
corporate strategies and implementing robust project 
and resource management methodologies to balancing 
resources across multiple competing initiatives. With 
modern resource management software, every manager 
must act as a resource manager, and resource managers 
must become leaders. The operations team or Project 
Management Office (PMO) should be positioned 
to provide expert training and coaching to the 
organization on project and resource management. 
When project teams require additional support due to 
organizational constraints, operations team members step 
in to refine estimates, reallocate resources, and replan 
activities efficiently.

Keeping pace with the rapid changes in today’s business 
landscape requires a modern resource management 
solution capable of breaking down organizational silos. 
Effective operations must digitize team management, 

replacing outdated, rigid hierarchies with immediate access 
to talent across teams, departments, offices, and regions. 
This transformation places skills and capabilities at the core 
of the organizational framework, enabling more responsive 
and dynamic resource management.

Ultimately, operations teams equipped with modern 
resource management solutions can move from reactive 
to proactive resource management, cutting out the 
inefficiencies and limitations of traditional practices and 
positioning the organization for sustained strategic success.

Unlocking strategic growth 
through resource management

When you sell time, the way you manage your people is 
everything. Improving how your firm handles resource 
management directly saves time, accelerates project 
completion, reduces burnout and turnover, and boosts 
profitability—all contributing to happier employees and 
clients. Effective resource management has the power to 
transform your entire organization.

With the right resource management processes and 
solutions, you’ll finally unlock the full potential of 
your workforce. In today’s rapidly changing business 
environment, effective resource management isn’t 
optional—it’s essential. Properly managing workforce skills, 
schedules, and allocations has become a core strategic 
focus for modern, knowledge-intensive enterprises.

Improving your firm’s approach to resource management 
is a journey of continuous refinement and strategic 
growth. Given its profound impact, the best time to start 
improving your resource management was yesterday, but 
the next best time is now. By prioritizing how your people 
are managed, you leverage a powerful tool for lasting 
organizational success and competitive advantage.
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