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The battle for resources 
- the dilemma of projects
By Norman Frischmuth, CEO Proventis GmbH

The battle for resources – this is a story about why projects are late, 
become more expensive and why the unexpected interruption of 
work arises. This advertorial paper can help you review your own 
resource and project management processes and enhance their 
performance. 

You know how it is: 
A high priority project must be implemented urgently, even though several important projects are 
already ongoing. This scenario has significant consequences for multi-project and individual project 
management. If the workload of the resources in existing projects is not considered when creating 
new projects, the planning is unrealistic from the start. For project managers in organisations 
where resources are allocated without a common resource planning structure, project planning is 
pointless. So, the project is planned and driven from week to week. The administration effort to 
keep the project up to date is often hidden but extensive. In the unstructured resource allocation 
arena employees become short-sighted, which prevents more efficient planning methods from 
being implemented. 

Project Management Journal, 
Vol. 45, No. 6, December 2014, 
reveals how a lack of efficient 
project management processes 
affects productivity in 
organisations. The figures are 
from an Australian study based 
on SMEs between 2004 and 
2011 carried out by the 
University of Technology, 
Sydney.
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Fig. 1: Productivity advantaged with Project management. Project 
Management Journal, Vol. 45 No. 6, December 2014
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The Individual project

In individual projects, the available capacity of a resource is the basis for the time calculation of 
the activities and thus the total project duration. If the project manager can’t rely on the agreed 
capacities, scheduling becomes a gamble. Of course, we can try to re-schedule the tasks from 
week to week, but this does not equate to sustainable and efficient planning. If the project has 
to share resources and capacities with other projects, we run the risk of not only including an 
unrealistic plan in our project landscape, but of all projects now being unrealistic, too, as they 
rely on the same resources.

This is not only true for classic projects. Agile projects are also affected when they share 
resources. Although the strict agile approach does not provide for this, in practice the methods 
are not always strictly applied. Pragmatism knows many forms of agility. So, in reality, both 
methods are used in the company, which works as long as the resources are actually available. 
Resource management therefore plays a central role in individual project management, 
regardless of whether it is a classic or an agile project. Cross-project coordination at individual 
project level is usually too complex and impractical due to the vast number of resource requests. 
Efficient resource management should therefore offer rough information on resource utilization 
at project level. Here, we need an indicator of how much capacity and workload we can use for 
planning. In this context, we could start with a very rough allocation of resources over the whole 
project period. This average capacity can’t be translated into project planning one-to-one. 
However, with relatively uniform use of resources, an organisation can live with this very well. 
Resource management capacity now helps us to figure out when a realistic start or end date 
could be. 
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Of course, this relatively rough allocation of resources to projects also has drawbacks, since 
uneven utilization of resources is not recognized. This can be solved by switching from allocation 
over the entire project period to practical, period-specific allocation; quarterly or monthly, for 
example. This differentiated resource overview creates the need to regularly monitor and check 
the information, and correct it if necessary. For proper resource balancing, an organisation needs a 
comparison of information at both rough resource management level and detailed project 
planning level and an idea of how these levels match each other.

All things considered, resource management provides a framework for the use of resources in 
individual project management. Based on this framework, detailed project planning is carried out. 
In a project landscape with shared resources this set up makes planning more sustainable and 
efficient for the individual projects.
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Fig. 2: The graph shows the monthly difference between rough resource reservations and detailed planned values 
from the individual projects (example screen: Multi-project management software Blue Ant)
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Multi-project management

Multi-project management also benefits from the resource management level. The focus at this 
level is on monitoring and maintenance of the project landscape. Projects must be evaluated, 
prioritised and professionally monitored. The question of how a new project will affect ongoing 
projects is a constant challenge, especially in the initiation phase. Here, the shared use of resources 
plays a crucial role in developing efficient multi-project management. 

Through cross-project resource assignment in the planning process, bottlenecks in resource 
utilisation or staff skill levels can be quickly discovered and managed. This approach can relieve 
situations where businesses are not starting projects because of insufficient resource utilisation 
data, or not stopping ongoing projects in favour of new, more important ones. 

Conclusion

The battle for resources in an unstructured resource environment forces companies to be very 
short sighted. This creates a situation where projects are often late, become more expensive and 
experience an unexpected interruption of work. These problems, logically, have a negative impact 
on companies’ outcomes, are often “under the radar” and can therefore continue to exist due to a 
lack of transparency, structure and control of the resource workload. 
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Fig. 3: Overview of planned projects based on Priority with the option to move project start according to current resource 
allocation (example screen: Multi-project management software Blue Ant).
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Excel, combined with several separate tools, is commonly used for managing resources, portfolios 
and projects. This dispersed solution risks becoming very costly, not only due to the number of 
programs, but due to inadequate and false information when making critical business decisions. A 
coherent and digitalised solution where accurate information has a single source is a better way to 
manage this. Such a unified information source offers true competitiveness in today’s fast moving 
business environment.

So, how can these three levels - individual, resource and multi-project management - be operated 
jointly? The answer is; whoever implements professional individual project management via a 
multi-project management solution with integrated resource management has only one point of 
effort, namely at individual project management level. All other levels use the planning and 
controlling data of the individual projects in an aggregated and consolidated form. The status or 
condition of the individual project is always at the heart of project operations. A late project has 
dependencies to other ongoing projects and newly-planned projects. Does this mean that multi-
project and resource management make no sense without individual project management? No, 
the need for both levels is not in question, even without individual project management. But 
consistently lacking individual project data usually results in highly bureaucratic and time-
consuming performance with unclear output. For example, the illustration below displays strategic 
and operational data brought together. In one analytic report, projects with different levels of 
prioritisation are merged with how the resources in these projects have recorded work-times. This 
case reveals that more than 50% of the actual time spent by the resources is on projects with low 
priority C. Profitability and productivity are of course negatively affected. This type of cross-
hierarchical analysis gives management important information to prioritise and make smarter 
decisions. 
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Fig. 4: Comparison between project prioritisation and recorded work-times (example screen: Multi-project management 
software Blue Ant).
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Another important aspect is efficiency; when these three levels are jointly and coherently operated 
in a real-time solution, information is “just-in-time”. In today’s business environment, it is 
important that decisions are made on the basis of the right information right now, and not on 
information that was right yesterday. 

The obvious conclusion, is that if you want to introduce resource management to enhance your 
multi-project management, individual project management is indispensible.
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Thanks for your attention!




