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Project Resources Management

Project Resource Management includes the processes to identify,
acquire, and manage the resources needed for the successful
completion of the project. These processes help ensure that the
right resources will be available to the project manager and
project team at the right time and place

Project Resources Management Processes

Plan Resource Management : The process of defining how to estimate,
acquire, manage, and utilize physical and team resources.

Estimate Activity Resources: The process of estimating team resources and
the type and quantities of material, equipment, and supplies necessary to
perform project work.

Acquire Resources : The process of obtaining team members, facilities,
equipment, materials, supplies, and other resources necessary to complete
project work.

Develop Team : The process of improving competencies, team member
interaction, and the overall team environment to enhance project
performance.

Manage Team: The process of tracking team member performance,
providing feedback, resolving issues,and managing team changes to optimize
project performance.

Control Resources :The process of ensuring that the physical resources
assigned and allocated to the project are available as planned, as well as
monitoring the planned versus actual use of resources, and performing
corrective action as necessary.
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Project Resources Management

There is a distinction between the skills and competencies needed for the project manager
to manage team resources versus physical resources

* Physical resources include equipment, materials, facilities, and infrastructure.
» Team resources or personnel refer to the human resources. Personnel may have varied
skill sets, may be assigned full- or part-time, and may be added or removed from the

project team as the project progresses.

There is some overlap between Project Resource Management and Project Stakeholder

Management




Key Concepts

The project team consists of individuals with assigned roles and
responsibilities who work collectively to achieve a shared project goal.

The project manager should invest suitable effort in acquiring, managing,
motivating, and empowering the project team.

Participation of team members during planning adds their expertise to the
process and strengthens their commitment to the project.

In addition to activities such as initiating, planning, executing, monitoring and
controlling, and closing the various project phases, the project manager is
responsible for the team formation as an effective group

The project manager should be both leader and manager of the project team and
is responsible for proactively developing team skills and competencies while retaining
and improving team satisfaction and motivation.

The project manager should be aware of, and subscribe to, professional and ethical
behavior, and ensure that all team members adhere to these behaviors

Key Concepts

The project manager should be aware of different aspects that influence the team, such as:

Team environment,

Geographical locations of team members,
Communications among stakeholders,
Organizational change management,

Internal and external politics,

Cultural issues and organizational uniqueness, and

Other factors that may alter project performance.
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Key Concepts

* Physical resource management is concentrated in allocating and using the physical
resources (material, equipment, and supplies, for example) needed for successful
completion of the project in an efficient and effective way.

* In order to do that, organizations should have data on resource demands (now and in
the reasonable future), resource configurations that will be required to meet those
demands, and the supply of resources.

» Failing to manage and control resources efficiently is a source of risk for successful
project completion

Importance of Resource Management

* Most project managers agree that managing human resources
effectively is one of the toughest challenges they face.

* Managing people is a vital component of project resource
management

10
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Implications for the future of HRM

Proactive organizations are addressing human
resource needs:

* Improving benefits
» Redefining work hours and incentives
* Finding future workers

* Investing in Training / skills development

11

Global issues

* In 2013, Yahoo’s CEO issued a memo stating that
employees could no longer work from home, causing
quite a stir throughout the world.

* Diebold’s CEO took the opposite approach and
started recruiting employees who wanted to work
from home, luring the best and brightest workers
from Yahoo and other companies cutting back on
telecommuting

» The Huffington Post believes that telecommuting has
won, and even Yahoo has softened its stance

12
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What Went Wrong?

CompTIA found a gap between skills that employers
wanted and what they actually found in the IT

workforce.

68 percent of IT firms report having a very challenging time finding new staff

52 percent of organizations report having job openings, and 33 percent say they are understaffed,
while 42 percent say they are fully staffed but want to hire more people in order to expand

58 percent of businesses are concerned about the quality and quantity of IT talent available for
hire

Top technology priorities in this survey included security, data storage, and network
infrastructure

The number one strategy to handle understaffing is requiring workers to put in more hours

94 percent of IT professionals plan to pursue more training

13

Managing and Leading People

Psychologists and management theorists have devoted
much research and thought to the field leading people at
work.

* Motivation theories

* Influence and power

» Effectiveness

* Emotional intelligence

* Leadership

14
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Motivation Theories

Intrinsic motivation causes people to
participate in an activity for their own
enjoyment

Example: some people love to read, write, or play an instrument because it makes

them feel good

Extrinsic motivation causes people to do
something for a reward or to avoid a penalty

Example: some young children would prefer not to play an instrument, but they do

because they receive a reward or avoid a punishment for doing so

15

Maslow’s Hierarchy of Needs

Abraham Maslow argued that humans possess
unique qualities that enable them to make
independent choices, thus giving them control
of their destiny

Developed a hierarchy of needs; states that people’s behaviors are guided or
motivated by a sequence of needs

high
Challenging projects,
opportunities for 5. Self-
innovation and creativity Actualization
Recognition,

4. Esteem 3
Acceptance, love, prestige, status
affection, association

with a team/group

3. Social
Physical safety,
economic
security

2. Safety
Food,
water,
etc.

1. Physiological

low

A satisfied need is no longer a motivator

FIGURE 9-2 Maslow’s hierarchy of needs

16

12/1/2024



Herzberg's Motivational — Hygiene Theory

Frederick Herzberg distinguished between
motivational factors and hygiene factors

* Motivational factors: factors that cause job satisfaction

* Hygiene factors: could cause job dissatisfaction

Larger salaries Achievement

More supervision Recognition

More attractive work environment Work itself

Health benefits Responsibility
Training Advancement/ Growth

Examples of Herzberg’s hygiene factors and motivators

17

For Information

RSA Animate used a whiteboard drawing technique to
summarize key points from Pink’s book in a YouTube
video called “Drive: The surprising truth about what
motivates us”
Pink suggests that managers focus on motivators
Autonomy

Mastery
Purpose

https://www.youtube.com/watch?v=UIx5d6nhgz
8

18
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McClelland’s Acquired-Needs Theory

Specific needs are acquired or learned over time
and shaped by life experiences.

* Achievement (nAch): achievers like challenging projects
with achievable goals and regular feedback

* Affiliation (nAff): people with high nAff desire
harmonious relationships and need to feel accepted by
others, so managers should try to create a cooperative work
environment for them

* Power: (nPow): people with a need for power desire either
personal power (not good) or institutional power (good for
the organization)

19

‘McGregor’s Theory X andY

Douglas McGregor popularized the human relations
approach to management in the 1960s.

* Theory X: assumes workers dislike and avoid work, so
managers must use coercion, threats and various control
schemes to get workers to meet objectives.

* Theory Y: assumes individuals consider work as natural as
play or rest and enjoy the satisfaction of esteem and self-
actualization needs.

* Theory Z: introduced in 1981 by William Quchi and is based
on the Japanese approach to motivating workers, emphasizing
trust, quality, collective decision making, and cultural values

20
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Influence and Power

Thamhain and Wilemon: ways to have influence on projects:

* Authority: legitimate hierarchical right to issue orders

* Assignment: ability to influence a worker's later work assignments

* Budget: ability to authorize others' use of discretionary funds

» Promotion: ability to improve a worker's position

* Money: ability to increase a worker's pay and benefits

* Penalty: ability to cause punishment

*  Work challenge: ability to assign work that capitalizes on a worker's
enjoyment of doing a particular task

» Expertise: perceived special knowledge that others deem important

» Friendship: ability to establish friendly personal relationships between

the project manager and others

21

Influence and Power

Ways to influence:

* Project managers who use work challenges and expertise to
influence people projects are more likely to succeed

* Projects are more likely to fail when project managers rely
too heavily on authority, money, or penalty

22
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Influence and Power

Power is the potential ability to influence behavior to get people
to do things they would not otherwise do

Power is much stronger than influence, because it is often used to force people to
change their behavior.

Types of power:
* Coercive
Legitimate
Expert
Reward
Referent

23

Covey on Improving Effectiveness

Project managers can apply Covey’s seven habits
to improve effectiveness on projects.

* Be proactive

* Begin with the end in mind

* Put first things first

* Think win/win

»  Seek first to understand, then to be understood
* Synergize

* Sharpen the saw

24

12/1/2024

12



Covey on Improving Effectiveness

* Good project managers are empathic listeners

* They listen with the intent to understand

* Before you can communicate with others, you
have to have rapport

* Relation of harmony, conformity, accord, or affinity

e Mirroring is the matching of certain behaviors

of the other person
* A technique to help establish rapport

* PM’s need to develop empathic listening and
other people skills to improve relationships
with users and other stakeholders

25

Advice to PM’s

Start using empathy more effectively

Put aside your viewpoint

Validate the other person’s perspective

Examine your attitude

Listen to the entire message that the other person is trying to
communicate

* Ask what the other person would do

26
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Emotional Intelligence

Howard Gardner’s book Frames of Mind: The Theory of Multiple
Intelligences introduced the concept of using more than one way
to think of and measure human intelligence

Gardner suggested the need to develop both interpersonal intelligence
(capacity to understand the motivations, intentions, and desires of others)
and intrapersonal intelligence (capacity to understand oneself, one’s
feelings, and motivations)

Emotional intelligence (EI) is knowing and managing one’s own emotions
and understanding the emotions of others for improved performance

27

Leadership

There is no one best way to be a leader

* Most experts agree that the best leaders are able to adapt
their style to needs of the situation

* It is important to understand and pay attention to
concepts of motivation, influence, power, effectiveness,
emotional intelligence, and leadership in all project
processes

28

12/1/2024

14



Skills

PMI introduced the PMI Talent Triangle® in 2015 to
emphasize the need for more than technical skills for
project managers.

The Talent Triangle® includes:

* Technical project management
+ Strategic and business management
* Leadership

29

RM Plan and Team Charter

* Involves identifying and documenting project resources,
roles, responsibilities, skills, and reporting relationships

* Can be separated into a human resource management
plan and a physical resource management plan

* Contents include:
* Project organizational charts
* Responsibility assignment matrixes
» Staffing management plan and resource histograms
* Team charters

30
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Resources Management plan

Plan Resource Management

.1 Project charter .1 Expert judgment .1 Resource management plan
.2 Project management plan .2 Data representation 2 Team charter

* Quality management plan + Hierarchical charts .3 Project documents updates

* Scope baseline * Responsibility assignment = Assumption log
.3 Project documents matrix * Risk register

* Project schedule « Text-oriented formats

* Requirements .3 Organizational theory

documentation A Meetings

* Risk register
= Stakeholder register

A4 Enterprise environmental
factors

.5 Organizational process assets

-

Resource planning is used to determine and identify an approach to ensure that
sufficient resources are available for the successful completion of the project.

Project resources may include team members, supplies, materials, equipment,
services and facilities.

» Effective resource planning should consider and plan for the availability of, or

competition for scarce resources. 31

31

EEF and OPAs

The EEF’s that can influence the Plan Resource Management include but are
not limited to:

* Organizational culture and structure,
* Geographic distribution of facilities and resources,

» Existing resources competencies and availability, and
* Marketplace conditions.

The OPA’s that can influence the Plan Resource Management include but are
not limited to:

* Human resource policies and procedures,

* Physical resource management policies and procedures,
» Safety policies,

* Security policies,

* Templates for the resource management plan, and

* Historical information for similar projects.

32
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Tools and Techniques

Work breakdown structures (WBS). The WBS is designed to show how project
deliverables are broken down into work packages and provide a way of showing
high-level areas of responsibility.

Organizational breakdown structure (OBS). While the WBS shows a breakdown of
project deliverables, an OBS is arranged according to an organization’s existing
departments, units, or teams, with the project activities or work packages listed
under each department. An operational department, such as information technology
or purchasing, can see all of its project responsibilities by looking at its portion of
the OBS.

Resource breakdown structure. The resource breakdown structure is a hierarchical
list of team and physical resources related by category and resource type that is used
for planning, managing and controlling project work. Each descending (lower) level
represents an increasingly detailed description of the resource until the information
is small enough to be used in conjunction with the work breakdown structure
(WBS) to allow the work to be planned, monitored, and controlled.

33
L3
Developing the Resource
Management Plan
and Team Charter
| Project Manager
Deputy Project
Manager
I 1 1 1 1
Systems Independent | Project Technical Quality Configuration
Engineering | Test Group Lead Assurance | Management
1 1
S/W Subproject ‘ S/W Subproject ‘ H/W Subproject
Manager 1 Manager 2 Manager
e e —] | —— |—
Team 1 Team 2 | Team 3 Team 1 | Team 2 Team 1 | Team 2
FIGURE 9-3 Sample organizational chart for a large IT project
34
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Developing the Resource Management
Plan and Team Charter

RFP, Contract, Charter, Steps Key Outputs
Scope Statement
Finalized ProLect Scope Baseline

IReqmrements Finahization - Finalized Technical Baseline

5 A : Program/Team Approach
L | sl Bl el = Technical Approaches

, . Work Breakdown Structure (WBS)
L I BfeakiDovh heiliort — Activity Definitions

, : + Organizational Breakdown
L i sl NLICN D 1 Structure (OBS)
OBS Responsibilities

FIGURE 9-4 Work definition and assignment process
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Developing the Resource Management
Plan and Team Charter
WBS activities >
OBtS 101112113 [1.14]1.15]1.16]1.1.7] 1.1.8
uniss Systems Engineering R | RP R
Software Development RP
Hardware Development RP
Test Engineering P
Quality Assurance RP
Configuration Management RP
Integrated Logistics Support P
Training RP
R = Responsible organizational unit
P = Performing organizational unit
FIGURE 9-5 Sample responsibility assignment matrix (RAM)
36
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Developing the Resource
Management Plan and Team Charter

AR C

Pay for parts and
services

Determine parts C AR C
and services
needed

Supply parts C C AR
Install parts I A

Sample RACI chart

37
Developing the Resource Management
Plan and Team Charter
8
’ 0
@ 6
i: HE
S a [ [ >
-é E — — | /A
. = =
1 —_— — — —
0 T T T T T
Jan Feb March April May June
[DManagers EBusiness analysts [[]Programmers [ Technical writers
FIGURE 9-6 Sample resource histogram
38
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Estimating Activity Resources

Tools that can assist in resource estimating
Expert judgment
Various estimating approaches
Data analysis
Project management software
Meetings

39

Acquiring Resources

During the late 1990s, the IT job market became
extremely competitive

Today, many organizations again face a shortage of IT staff
Regardless of the current job market, acquiring qualified
IT professionals is critical

40
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Resource Assignment

After developing resource requirements, project managers must
work with other people in their organizations to assign them to
their projects or to acquire additional human or physical resources
needed for the project
Organizations that do a good job of staff acquisition have good staffing
plans
It is very important to consider the needs of individuals and the
organization when making recruiting and retention decisions

41

Best Practice

Best practices can be applied to include the best

places for people to work

Fortune Magazine lists the “100 Best Companies to Work For” in the United
States every year, with Google taking the honors for the eighth time in 2017
Working Mothers Magazine lists the best companies in the U.S. for women based
on benefits for working families

The Times online provides the Sunday Times list of the “100 Best Companies to
Work For,” a key benchmark against which U.K. companies can judge their
performance as employers

42
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Resource Loading

Resource loading refers to the number of individual
resources an existing schedule requires during specific
time periods

Helps project managers develop a general understanding of

the demands a project will make on the organization’s
resources and individual people’s schedules

Overallocation means more resources than available are
assigned to perform work at a given time

43
L3
Resource Loading
Joe Franklin
Overatiocatee [N
amcaes [
FIGURE 9-7 Sample histogram showing an overallocated person
44
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Resource Leveling

Resource leveling is a technique for resolving
resource conflicts by delaying tasks

Main purpose is to create a smoother distribution of resource usage

Benefits of resource leveling
When resources are used on a more constant basis, they require less management
May enable project managers to use a just-in-time inventory type of policy for
using subcontractors or other expensive resources
Results in fewer problems for project personnel and accounting department
Often improves morale

Resource Leveling
Project network with Activities A,
B, and C and durations as shown.
Activity A has 3 days of slack, and
Activity C has 2 days of slack.
Assume Activity A has 2 workers,
B has 4 workers, and C has 2 workers.
8-
6 6
e e A«
o @
% 4 B B <4
S S
= B =
2 o B
C (g
T T T T T T
0 1 2 4 5 0 1 2 3 4 5
Days Days
Resource usage if all Resource usage if Activity C
activities start on day one is delayed 2 days, its total slack
FIGURE 9-8 Resource leveling example
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Developing the Project Team

The main goal of team development is to help people work

together more effectively to improve project performance
It takes teamwork to successfully complete most projects

Tuckman model describes five stages of team development
Forming
Storming
Norming
Performing
Adjourning

47

Developing the Project Team

Training
Project managers often recommend that people take specific training
courses to improve individual and team development
Team-building activities
Physical challenges
Psychological preference indicator tools

48
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The Meyers-Briggs Type Indicator

* Popular tool for determining personality preferences and
helping teammates understand each other

* Four dimensions
* Extrovert/Introvert (E/T)
» Sensation/Intuition (S/N)
* Thinking/Feeling (T/F)
* Judgment/Perception (J/P)

* Intuitive/Thinking types rationals) are attracted to technology
fields

49

The Social Styles Profile

Drivers are proactive and task-oriented. They are firmly rooted in the present,
and they strive for action. Adjectives to describe drivers include pushy, severe,
tough, dominating, harsh, strong-willed, independent, practical, decisive, and
efficient.

Expressive are proactive and people-oriented. They are future-oriented and use
their intuition to look for fresh perspectives on the world around them.
Adjectives to describe expressive include manipulating, excitable, undisciplined,
reacting, egotistical, ambitious, stimulating, wacky, enthusiastic, dramatic, and
friendly.

Analytical are reactive and task-oriented. They are past-oriented and strong
thinkers. Adjectives to describe analytical include critical, indecisive, stuffy,
picky, moralistic, industrious, persistent, serious, expecting, and orderly.
Amiables are reactive and people-oriented. They think in terms of the present,
past, or future depending on the situation, and they strongly value relationships.
Adjectives to describe amiable include conforming, unsure, ingratiating,
dependent, awkward, supportive, respectful, willing, dependable, and agreeable.

50
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The Social Styles Profile

Psychologist David Merril, who helped develop the Wilson Learning Social Styles
Profile, describes people as falling into four approximate behavioral profiles, or
zones, based on their assertivenessand responsiveness:

Task-Directed Responsiveness

People are perceived as 4
behaving primarily in one of ¢ _ , 2
. 2 Analytical Driver :U.
four zones, based on their 3 A
. I - >
assertiveness and E g
responsiveness E: Amiable Expressive §

* Drivers
\

* Expressives
* Analyticals
* Amiables

People-Directed Responsiveness

FIGURE 9-9 Social styles
shows these four social styles and their two main determinants: assertiveness and
responsiveness. To determine your level of assertiveness, ask if you are more likely to
tell people what to do or ask them what should be done. To determine your
responsiveness to tasks, ask whether you focus on the task itself or on the people
involved in performing the task.

51

DISC Profile

The DISC Profile is based on the 1928 work of psychologist William Moulton

Marston.
. . It I
Four-dimensional Compliance (Blue) | Dominance (Red)
Data driven, risk averse, Direct, decisive, assertive,
concerned, works well alone, outcome oriented, competitive,
I I lodel O f nO I I I lal prefers processes and procedures, self assured, takes control, has
not very communicative or social to win
K You We
* Dominance Steadiness (Green) Influence (Yellow)
. lnﬂuence Calm, sincere, sympathetic, Persuasive, optimistic,
. cooperative, cautious, conflict outgoing, verbal, enthusiastic,
. steadlness averse, good listener, wants to strives to win others over,
maintain stability leadership through acclimation

*  Compliance
FIGURE 9-10 The DISC profile

The DISC Profile reveals people’s behavioral tendencies under certain situations. For
example, it reveals how you tend to behave under stress, in conflict, when communicating,
and when avoiding certain activities.

52
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DISC Profile

Dominance: Represented by red and emphasizing “I,” dominance
traits include being direct, decisive, assertive, outcome-oriented,
competitive, self-assured, controlling, and wanting to win.
Influence: Represented by yellow and emphasizing “We,”
influence traits include being persuasive, optimistic, outgoing,
verbal, enthusiastic, striving to win others over, and practicing
leadership through acclimation.

Steadiness: Represented by green and emphasizing “You,”
steadiness traits include being calm, sincere, cautious, conflict
averse, a good listener, and wanting to maintain stability.
Compliance: Represented by blue and emphasizing “It,”
compliance traits include being data driven, risk averse, concerned,
working well alone, preferring processes and procedures, and not
being very communicative or social.

53

Reward and Recognition Systems

Team-based reward and recognition systems can
promote teamwork

Focus on rewarding teams for achieving specific goals
If management rewards teamwork, they will promote or reinforce the
philosophy that people work more effectively in teams

Project managers must continually assess their team’s
performance

When they find areas in which individuals or the entire team
can improve, it’s their job to find the best way to develop
their people and improve performance

54
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Managing the Project Team

* Project managers must lead their teams in performing various
project activities

» After assessing team performance and related information, the

project manager must make several decisions
* Changes to be requested
» Corrective or preventive actions
» Updates needed

55

Tools and Techniques

Several tools and techniques are available to assist in
managing project teams :

* Interpersonal and team skills
* Project management information systems

* Conflict management

56
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Tools and Techniques

Conflict handling modes:

* Confrontation: directly face a conflict using a problem-solving
approach

* Compromise: use a give-and-take approach

* Smoothing: de-emphasize areas of difference and emphasize areas of
agreement

* Forcing: win-lose approach

*  Withdrawal: retreat or withdraw from an actual or potential
disagreement

* Collaborating: decision makers incorporate different viewpoints

and insights to develop consensus and commitment

57

Tools and Techniques

Task Importance

FIGURE 9-11  Conflict handling modes

Confrontation/
High Smoothing/ Problem-solving
] 97| Accommodating
= Collaborating
=
)
£
= ’ Compromise/
£ iteeHuim Reconcile
@
c
2
=]
A
& o Withdrawal/ Forcing/
Avoidance Directing
Low Medium High

Source: Kathy Schwalbe, An Introduction to Project Management, Sixth Edlition
(September 2017)
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Tools and Techniques

* Conflict can be good

* Conflict often produces important results, such as new
ideas, better alternatives, and motivation to work harder
and more collaboratively

* Groupthink: conformance to the values or ethical standards
of a group; can develop if there are no conflicting
viewpoints

* Research suggests that task-related conflict often improves
team performance, but emotional conflict often depresses
team performance

59

Inputs on Managing Teams

* Five dysfunctions of teams
* Absence of trust
* Fear of conflict
* Lack of commitment
* Avoidance of accountability
* Inattention to results

60
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Inputs on Managing Teams

* (@General advice

* Be patient and kind with your team

* Fix the problem instead of blaming people

+ Establish regular, effective meetings

* Allow time for teams to go through the basic team-building stages

* Limit the size of work teams to three to seven members

* Plan some social activities to help project team members and other stakeholders
get to know each other better

+ Stress team identity

* Nurture team members and encourage them to help each other

* Acknowledge individual and group accomplishments

* Take additional actions to work with virtual team members

61
Controlling Resources
* Ensuring physical resources assigned to the
project are available as planned
* Also involves monitoring the planned versus actual resources utilization and
taking corrective actions as needed
62

12/1/2024

31



Using Software to Assist in
Resource Management

Software can help in producing a simple
responsibility assignment matrix or resource
histograms

Software includes several features related to
human resource management

Assigning and tracking resources
Leveling resources

Resource usage reports
Overallocated resource reports
To-do lists

63
Considerations for Agile/Adaptive
Environments
* Teams are important on all types of projects, as is
collaboration, problem solving, and knowledge
sharing
* On agile projects, team members are usually fully
dedicated to a single team.
* Relationships are based on trust, and collaboration is
continuously improved using regular feedback
64
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Thank You
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