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Introduction

W 
hat is it that intrigues you about project work? If 
you’re like many people, there’s a lot of appeal in the 

variety of the challenges, the different clients, and the diver-
sity of needs. As they say, it’s the spice of life! For you, and 
others who work in the way you do, project work sure beats 
doing the same thing day in and day out.

The very things that make project work enjoyable can make 
running a project‐based business troublesome. The variation 
that comes from doing lots of different things for lots of differ-
ent clients can be a real challenge. You need to manage your 
resources wisely, ensure that your people have enough work 
but not too much, monitor each project’s progress and cost, 
keep track of all the details you need to bill accurately and 
get paid promptly, and collect the information that will help 
you decide which opportunity to seek next and how much to 
charge that client.

Professional services automation (PSA) refers to the tools that 
can help you get a handle on the challenges that are inherent 
in the project‐based world. These tools are created specifi-
cally for project‐oriented businesses, because the tools that 
bring success to product‐focused companies don’t always 
work well for businesses that involve projects. With the right 
technological support, you can not only build successful proj-
ect plans, map out your resources, execute effectively, and 
bring in the revenue — you can also plan more effectively for 
landing future business.

About This Book
Professional Services Automation For Dummies, Deltek Special 
Edition, walks through the challenges that project‐based 
businesses face as they try to get a handle on their  exciting, 
varied, complicated operations. Flip through the pages 
and you get an introduction to the concept of professional 
services automation, with special emphasis on what makes 
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the needs of the project industry different. You learn what 
PSA can do for your business, and also find out why opportu-
nity management (otherwise known as customer relationship 
management) works differently when the business involves 
projects. You do some step‐by‐step exploration of creating the 
project plan, then using the plan both as a set of instructions 
and a checklist for tracking progress. And you find out how 
analytical tools help you track projects more closely in real 
time, while also planning more effectively for the next project 
in line.

This book offers the insights you need to more effectively and 
efficiently run your project‐based operation. Written by Deltek 
specialists, the book also includes some details on the tools 
that Deltek brings to the table.

Foolish Assumptions
We’re not entirely certain exactly who you are or what your 
company does, but in the course of assembling this book, 
we’ve made some basic assumptions:

 ✓ You’re in a leadership role within a project‐based 
 company.

 ✓ Your company may be doing pretty well, but there’s room 
to improve when it comes to winning new business and 
executing it profitably.

 ✓ You’d like to assimilate some new ideas quickly and 
easily.

How This Book Is Organized
Chapter 1: What Is Professional Services Automation? — 
Project‐based businesses are complicated animals. Planning, 
tracking, and executing projects while making sure they all 
turn a profit is no easy task. Professional services automation 
can help tame this animal.

Chapter 2: Components of a PSA System — There’s so much 
you can do with a PSA system, including calculating the cost 
of your people, keeping track of materials, tying it all back to 
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the right project, and creating invoices, that’ll get the cash 
rolling in quickly.

Chapter 3: Keeping Tabs on Your Opportunities — Customer 
relationship management systems can really up your sales 
game and improve your efficiency, but when you’re selling 
projects, don’t use a customer relationship management 
(CRM) or opportunity management system made for busi-
nesses that sell products.

Chapter 4: Planning the Project and Its Resources — A key 
to success is creating a plan, then using the plan both as an 
instruction manual and a checklist to see if everything is going 
as expected. And if you have a solid plan, you’ll be in better 
shape when your plan faces the inevitability of change.

Chapter 5: Turning Knowledge into Wisdom — You want 
your project‐based business to be data‐rich, but you’ve got to 
be sure you aren’t knowledge‐poor. The right analytics func-
tionality within a PSA system will help you track your project 
in real time, change course as needed, and learn from the 
experience so that next time goes even better.

Chapter 6: Eight Ways PSA Can Make a Difference — With 
PSA, you’ll increase your win rate, make better use of your 
resources, improve your cash flow, and generally take charge 
of your operation. Deltek has a wide range of solutions that 
can make all this happen.

Icons Used in This Book
The margins of this book include some eye‐catching icons. 
They’re there not just to be pretty, but to grab your attention 
and ensure that you don’t miss the words nearby.

This helpful hint sets you down the right path toward benefit-
ing from professional services automation.

You should pay extra attention to the information next to this 
icon.
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The details next to this icon may be more than some people 
care to know — but you just may be the kind of person who 
likes to know specifics such as these.

If you’re running a project‐based business, the last thing you 
want is to see a project go awry. Please pay special attention 
to the advice next to this icon to help keep things on track.

Where to Go from Here
That’s about it for the introductory information, so it’s time 
to move forward. But to where? Chapter 1 would be a reason-
able place to start, but one thing to know about this book is 
that you don’t have to follow those kinds of conventions. If 
the information you need is in Chapter 4, then by all means, 
go there! Go wherever your needs take you, and read the book 
in whatever order makes the most sense for your situation. 
However you choose, thanks for reading, and please enjoy!
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What Is Professional 
Services Automation?

In This Chapter
▶▶ Understanding a project‐based business

▶▶ Defining professional services automation

▶▶ Seeing your business in three dimensions

J 
ust about everyone handles projects from time to time, 
both at home and at work. But would you consider your 

business to be project‐based? Good question. It isn’t all that 
difficult to answer, but in order to do so, you need to educate 
yourself about what a project‐based business is.

The answer matters for many reasons, not the least of which 
is it’ll help you decide whether your current way of manag-
ing projects — whether you’re using a professional services 
automation system or something more basic — fits the needs 
of your company. If it doesn’t, your ill‐fitting system or pro-
cesses may be crippling your profitability and productivity.

This chapter discusses just what constitutes a project‐based 
business and reveals more about the concept known as pro-
fessional services automation (PSA). It also offers advice for 
choosing between PSA solutions and more generic business 
management tools.

Chapter 1
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What Is a Project‐Based 
Business?

A project‐based business (sometimes also called a  knowledge‐
based business) is simply a company that generates the 
majority — or at least a large portion — of its revenue from 
managing and delivering projects for its clients. A project‐
based business typically features a number of important 
characteristics. If the following descriptions sound like your 
company, you may indeed have a project‐based company that 
would be a candidate for a PSA system.

It’s a funnel filled 
with opportunity
A project‐based enterprise has a very special kind of business‐
development team. It’s all about filling the funnel. Visualize a 
funnel, and consider that the top of the funnel is a whole lot 
bigger than the bottom. For the business to produce revenue, 
the business development department has to fill the top of 
that funnel with opportunities, bids, and contract wins.

Like that funnel you’ve visualized in your mind, the level 
inside is always moving downward. Filling the funnel is a 
never‐ending job. But that doesn’t mean the business develop-
ment team can toss just anything into the top of the funnel.

Those involved in your organization’s business development 
must understand what kinds of projects have historically 
been profitable, and they have to grasp the diversity of the 
portfolio. Otherwise, they won’t have a good idea of what they 
should bid on.

It’s built for executing projects
This characteristic certainly makes sense — a business that 
is project‐based must be crafted to execute projects and put 
the right people resources, with the right expertise, in place 
to make those projects happen. Many project‐based compa-
nies have a matrixed organization, which means they put the 
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people who are trained with the necessary skill sets wherever 
they need to be to do whatever work must be done.

A matrixed organization respects skill sets. Because matrixed 
organizations tend to do a good job placing the skills where 
they’re needed, they have a high utilization of labor.

“Matrixed” is a great descriptor, although many matrixed 
companies don’t use the word itself. Matrixed organizations 
often simply refer to their structure as involving functional 
groups or departments.

What in the World Is PSA?
The PSA acronym is short for professional services automa-
tion. PSA systems help you accurately plan, track, and execute 
projects by increasing visibility into your professional ser-
vices organization. They help you improve resource utiliza-
tion, streamline invoicing and billing, enhance on‐time project 
delivery, and drive profitability.

PSA differs from enterprise resource planning (ERP) because 
a full project ERP system manages all aspects of the project, 
including the accounting functions of the firm. A PSA solution 
does not typically include accounting tools (such as a general 
ledger), but can integrate with your accounting system. PSA 
handles the “front office” parts of the business and project, 
and can work with the “back office” parts of the business.

That’s a lot of benefit — how do PSA systems do all this 
remarkable work? They’re designed to integrate your organi-
zation’s business information, from procurement to human 
resources, from budgeting to sales order entries, from finan-
cial projections to materials.

Integrating all these functions into one PSA system allows 
your company to establish business rules to enforce criti-
cal processes. The idea is to seamlessly flow accurate and 
timely information between the different business functions. 
Through a quality PSA system, your organization’s leaders 
gain visibility into what’s happening inside the entire enter-
prise, along with much more control over the components of 
the business.
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Here are some key characteristics of a PSA:

 ✓ Opportunity management keeps track of the pipeline of 
future projects.

 ✓ Project management covers the initiation, planning, exe-
cution, close, and control of projects.

 ✓ Resource management handles the scheduling, managing, 
and delivery of projects.

 ✓ HR or talent management manages recruiting, onboard-
ing, training, and career development of your people.

 ✓ The capture and tracking functions keep tabs on project‐
related time and expense information.

 ✓ The ability to review and manage the entire project port-
folio helps you spot trends and strategically direct the 
business.

You’ll find all these features in a robust PSA solution. The 
most important element, though, is its ability to focus all the 
processes and all the data on the company’s central revenue 
generator: the project!

Why Choose a PSA Solution?
Every project‐based company has its own distinct needs and 
requirements, and it must be able to view the business in 
three dimensions. Leaders must be able to see the nature of 
each expense, which resource performed the work, and which 
project benefited from the work.

But the big picture requires more than that. Many firms use 
multiple tools or systems to track the various pieces of the 
project lifecycle. For example:

 ✓ Future project opportunities might be tracked in one 
system or tool.

 ✓ Individual spreadsheets may track the details of current 
ongoing work.

 ✓ Backlogs might be tracked elsewhere, or perhaps not 
at all.
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With so much information spread across so many different 
places, what if leaders need an all‐encompassing view of the 
project business in order to make a decision? Gathering all 
the relevant information can be difficult and time‐consuming.

What’s more, customizing general tools often doesn’t work 
well. Project‐based businesses that try to do so often suffer 
from poor visibility, are forced to do manual reconciliations, 
and wind up with assumed calculations that aren’t tied to the 
projects for which the work is being done.

Solutions that are cobbled together struggle to provide 
common deliverables that are tied to the project. That 
struggle makes it difficult — perhaps even impossible — to 
produce an accurate view of project profitability and health. 
Visibility into projects is blurry at best, and at worst is practi-
cally fictitious.

Now, put on your 3D glasses! Check Figure 1‐1 to see what a 
true PSA solution can provide.

With a true PSA system, every single transaction is tied to 
a client, an organization, and — you guessed it — a project! 
Here’s some further detail about these two important ele-
ments that are fundamental to success:

 ✓ Organization: This may describe a department, a func-
tional group, or a product line. Simply put, it describes 
who is doing the work.

Figure 1-1:  A project‐based system sees the business in three dimensions.
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 ✓ Project: This is the product or service that the organiza-
tion delivers to a customer or client. The project creates 
economic value within the firm and is the source of bill-
ings and revenues. The project is the reason the business 
exists, and the central activity that keeps it in business.

When you link these elements, you can produce the kinds of 
accurate and timely deliverables that are the lifeblood of any 
business, including:

 ✓ Project profitability by department or project manager

 ✓ Resource utilization by resource type

 ✓ Future pipeline by project type

 ✓ Predictive data about where the firm is historically suc-
cessful or growing

By tying together your corporate information and project 
information through the system, you gain unparalleled vis-
ibility and control of your business. You can make decisions 
based on current, real‐time information, rather than managing 
through a rearview mirror.
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Components of a 
PSA System

In This Chapter
▶▶ Following the money

▶▶ Keeping the checks rolling in

▶▶ Calculating time and expenses

▶▶ Working with people and payroll

▶▶ Tracking materials and services for each project

▶▶ Tying everything back to a project

W 
hen it comes to PSA systems and tools, the needs of 
project‐based businesses are quite different from what 

other organizations experience. Each project is different, but 
the project‐based business must be able to manage each one 
effectively in spite of that variation.

That’s why being able to manage and track information at the 
project level is so important, and that’s where professional 
services automation tools shine. This chapter offers a closer 
look at the parts and pieces of PSA systems that are built spe-
cifically to handle projects.

Following the Money
If you don’t make money, you won’t stay in business for long, 
which means you’ll be most successful if you keep close tabs 
on financial matters. That is particularly complicated in the 
project world because you need to track your financials at the 
project level.

Chapter 2
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For example, to track the profitability of a specific project, 
you will need to know both what your revenue or billings for 
that project will be along with the specific costs incurred. 
How much will you be paid to complete the project, and how 
much must you deduct to cover labor, materials, and other 
expenses?

The solution to that equation is, of course, that project’s 
profit. Sounds simple enough, but if your PSA system can’t 
track costs and revenues at the project level, finding the dif-
ference isn’t easy at all. In that case, tracking profit at the 
project level is tricky, to say the least.

Many general financial management systems were designed to 
meet the general needs of all types of businesses but lack the 
ability to easily track costs for specific projects. Companies 
that can’t keep tabs on projects in their general financial 
 management systems often end up building complex project‐ 
tracking systems. That sounds like a reasonable work-around, 
but it isn’t always a great solution because it can create 
reporting and auditing nightmares.

Making Sure You Get Paid
What’s so difficult about getting paid? Just send out the bills 
and watch the cash flow in, right?

Not necessarily. Billing can present special challenges for 
project‐based businesses. Clients often tell you exactly how 
they want to be billed, and they set the rules for billing each 
project. Yeah, the customer is always right, but the rules can 
vary greatly from project to project. You need to be able to 
bill in whatever format your client wants, following the sched-
ule the client sets forth.

For example, one project may be billed at 25 percent of the 
total project fee for each of the next four months. Another 
project may be billed when key milestones are completed. 
Your billing tools must let you plug in different billing rules 
for each project.

Just try using a generic financial system to track these 
nuances for different projects. You must follow the client’s 
rules if you want the checks to keep rolling in.
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Just as the billing rules vary, so do the invoice formats and 
details that the client expects. One client may require line‐by‐
line details with the invoices showing every task completed 
and every employee who worked on the project. Another 
client may be just fine with a summary invoice that has no 
detail at all. That variation is inconvenient, but if you want the 
business, you must be able to address these client requests.

You may think you can meet unique billing requirements by 
creating special invoices using spreadsheets or word process-
ing tools. Don’t count on it. This approach doesn’t provide an 
audit trail of what really happened. For proper tracking pur-
poses, this work-around method just doesn’t cut the mustard.

Adding Up Time and Expenses
If your project‐based company is like most others, people are 
your most important assets because they’re out there deliver-
ing your projects. That means your people are a cost of com-
pleting the project.

Given that, if you’re going to truly understand the profitabil-
ity of the project — remember, that’s your revenues minus 
costs — you need to know the actual costs, including the 
all‐important people costs. For example, you’ve estimated 
that a worker named Bob will spend 20 hours on a project. So, 
now that the project’s over, do you know exactly how much 
time he devoted to it? Likewise, you figured Bob would spend 
$2,000 traveling to visit the client, but what was the actual 
final cost?

Capturing actual time worked on a project is a major key 
to understanding the project’s real costs. That’s why Bob 
must be able to easily log how much time he spent on a spe-
cific project or task, and he has to keep precise track of his 
expenses. Without this information, you’ll never know the 
project’s true profitability.

But it isn’t simply a matter of tracking profitability. You’ll 
likely need this information for invoicing, depending on the 
rules set forth by your client. For example, say Bob is com-
pleting a time‐and‐materials type of project — that’s a proj-
ect for which you bill the client for every hour Bob works 
as well as every expense he incurs. How can you create an 
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invoice without the complete details of Bob’s work time and 
expenses?

On the other hand, what if you’re doing the project for a fixed 
fee, which means you’re charging a flat rate for the project, 
no matter how much time Bob puts into it? Even if the client 
doesn’t want to see all the details, you still need them for 
your own records. Capturing time and expenses tells you 
what the true costs are. Without those details, how do you 
know whether the fee you charged was high enough to turn a 
decent profit?

These days, smartphones are in nearly everyone’s pocket, 
with Internet access from just about anywhere. That’s a great 
thing, because time capture tools are available on phones 
and through web browsers. Your people can log their time 
anywhere and anytime, which increases the odds that they’ll 
quickly and accurately enter the time they’ve spent on the 
project.

What Are Your People  
Costing You?

The people handling your projects love the work, of course, 
but they also expect to be paid. You can’t do that without 
tracking employees, pay rates, and benefits, and processing 
your payroll.

Beyond that obvious purpose of issuing paychecks so you can 
keep good employees on the job, tracking serves a second 
primary purpose for project‐based businesses, albeit a less 
obvious one. This information is key to understanding your 
costs for the work each employee is doing. How much does 
Bob cost you, and more importantly, how much does an hour 
of Bob’s time cost you?

A simple example demonstrates why this information is so 
important. If Bob’s salary is $60,000 per year plus $10,000 in 
benefits, and he gets two weeks of paid vacation per year, 
that means he’s available for project work for 50 weeks a year 
and 40 hours a week. Divide those figures out, and you’ll find 
that his cost is roughly $35 per hour ($70,000 ÷ 50 weeks ÷ 
40 hours).
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Thus, if you know you need 20 hours of Bob’s time and his 
costs are $35 per hour, that means his pay‐and‐benefits cost 
for the project total $700. And that doesn’t include overhead, 
such as building, utilities, and equipment.

PSA systems help you pinpoint costs by doing a detailed 
analysis that distributes costs across the project and orga-
nization. A PSA system can calculate not only the salary and 
benefits but also the overhead. Spreading all such costs 
across employees gives you specific costs for your project 
resources.

This information is critical because at some point you’ll have 
to decide how much you’re going to charge for the work, and 
ensure that it’s enough for the project to turn a profit. If you 
need a large team or the project is going to take a long time, 
this information helps you decide whether taking on the proj-
ect will be profitable for your business.

Putting It on Your Tab
Some projects may require that you purchase materials or 
services from other businesses. If so, you need to tie such 
items directly to specific projects.

For example, say Bob had to order some supplies for his 
project. A purchase order was entered for the supplies, which 
were then purchased and delivered to Bob, making them 
part of the overall cost of the project. It’s important to make 
sure the goods are properly associated with Bob’s project 
and not charged to the wrong project — or not charged to a 
project at all.

Make sure your purchasing system is part of or directly tied 
to your project system. That reduces the need to enter pur-
chase orders in separate systems and reconcile them back to 
the project system.

Tying the Components Together
If you use generic tools for this kind of work, you’ll likely 
find that the various components are disconnected. If you 
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 purchase a true PSA system, every item will be connected to 
an account, an organization, and a project. Yes, a project.

In fact, with PSA solutions, the typical functions — such as 
project management and documentation, time recording, 
 billing, reporting, and labor utilization — are often integrated 
with accounting systems to improve efficiency of overall 
operations. That means in addition to better managing client 
projects, you can prevent lost revenue and speed up the 
 billing cycles.
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Keeping Tabs on Your 
Opportunities

In This Chapter
▶▶ Understanding why regular opportunity tracking tools won’t cut it

▶▶ Evaluating opportunities

▶▶ Determining if you have enough resources

A 
s Chapter 2 points out, typical professional services 
automation functions are often integrated with oppor-

tunity tracking or customer relationship management (CRM) 
tools. Making that connection can improve efficiency of over-
all operations. But you’ll have trouble getting the true value of 
that integration unless you invest in a project‐based opportu-
nity tracking tool as part of your PSA solution.

How is project‐based opportunity management different from 
generic CRM tools? What makes it special is that it tracks 
different information, giving visibility to the type of work 
coming down the line and the potential resources that may be 
needed. This chapter examines the attributes of project‐based 
opportunity tracking functionality as part of a PSA solution 
and illustrates how this technology can help your project‐
based organization thrive.

What’s the Matter with 
Using Regular CRM?

Most CRM tools are designed for businesses that sell prod-
ucts. These tools help product‐oriented companies to forecast 

Chapter 3
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their demand and serve their customers well. When you think 
about it, it’s relatively simple to determine the value of a 
potential sale — just figure out how much of the product the 
customer wants to buy, then multiply price by quantity. All 
you need for creating your revenue forecast is a total of all the 
potential sales. And you can get a pretty good forecast of the 
products that will be in demand by simply totaling the inven-
tory you potentially might sell or the production that you’ll 
complete.

Of course, life is never that simple, and the product‐based 
world has plenty of complexities of its own, including the mys-
teries of consumer demand. But the point is, a CRM system 
that was designed to serve product‐focused organizations just 
doesn’t work properly for project‐based businesses, because 
the key item often needed for a potential project is labor.

As you’re planning for a project, it’s imperative to know what 
resources you’ll need and what those resources will cost. 
Without those critical details, you’ll never be able to prepare 
a cost estimate that’s both competitive in the market and 
profitable for your business. If you’re bidding on a job for 
$10,000 and it’ll take four people two weeks to complete, are 
you certain that it’ll be profitable for your business? You need 
to know the answer, because no one needs to tell you how 
counterproductive it is to continually bid on unprofitable 
projects.

Hearing the Sound of 
Opportunity Knocking

While general CRM is designed to build estimates and quotes 
by identifying the value of an opportunity based on products, 
a project‐based opportunity management system bases the 
value of the opportunity on resources, products, expenses, 
and, if you need them for this particular project, the cost of 
your subcontractors.

Check the details shown in Table 3‐1 to see how you would 
plug in the information for the four‐person example men-
tioned in the preceding section.
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So far, so simple. But what you really need to know is what 
the labor is going to cost your business. Otherwise, you can’t 
determine and add in the profit margin. With project‐based 
opportunity management as part of a PSA system, you can plug 
in not only the hours required but also the costs of your labor 
resources and determine what you need to charge per hour. 
Check Table 3‐2 to see how it looks with those columns added.

With the addition of this information, you can make a solid 
decision about whether pursuing this particular $10,000 
opportunity is good for the business. What’s more, you’re 
now better able to track these opportunities to keep tabs on 
how much work you’re pursuing. That’s a key to evaluating 
whether you have enough work to grow the business, when 
this work is expected to come in, and how long it will last.

Table 3-1 Projected Resources Needed
Resource Amount

Project manager 20 hours

Designer 40 hours

Junior writer 30 hours

Senior writer 10 hours

Expenses for traveling to client $5,000

Table 3-2 Costs of Projected Resources
Resource Hours Hourly Cost Charge 

(+30%)

Project manager 20 $35 $700 $910

Designer 40 $35 $1,400 $1,820

Junior writer 30 $20 $600 $780

Senior writer 10 $30 $300 $390

Expenses for traveling to 
client

$5,000 $6,100

TOTAL $8,000 $10,000
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Forecasting Your Need 
for Resources

Another critical factor you must track is resource informa-
tion, so you can forecast your resource needs. Take another 
look at the previous example. You estimated you would need 
a designer for 40 hours. How many other potential jobs also 
require a designer within the same time frame? Imagine that 
during the next six months you’ll have 15 jobs calling for 
design work. Just to keep the example simple, say each job 
will need about 40 hours of design work. That means you’ll 
tally up a total of 600 hours of design work over that six‐
month period.

Take the example a step further and imagine you have two 
full‐time designers who can each work 40 hours a week. That 
adds up to 1,920 available hours of design time over the next 
six months (960 per designer). But the 15 jobs you’ve pro-
jected require only 600 hours of design.

How are you going to keep these two people busy? Do you 
need to find more design work to fill the blank spaces on their 
work schedules? On the other hand, if they’re currently digging 
out of a five‐month backlog, do you need to find an additional 
designer if you hope to add this new opportunity to the list?

Tracking resource needs based on opportunities, you can 
answer two key questions:

 ✓ Do you have enough work to keep all your people 
employed and busy?

 ✓ Do you have all the right resources for all the work 
to which you could potentially commit?

Of course, you could try to accomplish this tracking with 
spreadsheets that are attached to specific opportunities. 
Some project‐oriented companies do try to do just that. 
But consider this question: If you had to find out how many 
designer hours were in the forecast for all the opportuni-
ties expected to close over the next six months, how many 
spreadsheets would you have to sift through to come up with 
the total? Would you feel confident that you came up with an 
accurate assessment? A project‐based opportunity tracking 
system does all the work and solves this for you.
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Planning the Project and  
Its Resources

In This Chapter
▶▶ Creating the project plan

▶▶ Building a project schedule

▶▶ Scheduling the resources

▶▶ Understanding budget versus actual

▶▶ Adjusting for change

▶▶ Measuring other important factors

N 
ow it’s time to start the work! But not so fast . . . before 
you start working on your project, it’s critical that you 

make sure you’ve planned and scheduled all the project’s 
steps and milestones. This chapter shines the spotlight on the 
planning process that will ensure success.

You Need a Project Plan
Every project has lots of steps, many items that must be 
checked off along the way to ensure that the project is 
completed successfully. The project plan spells it all out, 
in advance, step‐by‐step. Call the steps whatever you want: 
tasks, phases, steps, or milestones within your project. Your 
project may be simple, with only a few tasks, or it may be very 
large and complex, with hundreds of steps along the road to 
reach completion. Either way, it’s critical to develop a struc-
ture that’s easy to follow and allows for change if needed.

Chapter 4
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A project plan isn’t simply a series of steps to follow. Yes, the 
plan is an instruction manual for the project, but it’s also an 
incredibly important checklist. It allows the project manager 
to keep track of the project’s progress and ensure that steps 
are being completed on time and within the budget.

You can’t win without fully understanding the costs of people, 
materials, expenses, and subcontractors needed to complete 
the project. The project plan helps you keep track of the 
planned costs and compare them against the actual costs so 
you know whether you’re on target.

The project plan also forecasts and tracks the amount of 
time particular phases will require for completion. If the first 
step of the project is to assess the current situation, and you 
expect that task to take four hours, then you need to plan for 
those four hours. Once that assessment is complete, your 
lead designer will take the notes from the consultant and start 
working. You figure that work will take 40 hours. That goes 
into the plan, too, and it starts to look something like Table 4‐1.

Again, both time and money are critical. As project manager, 
your job is not only to make sure the project is delivered 
when the client expects and needs it to be — you also must 
monitor your budgeted costs along the way to ensure that the 
project is done at or under the projected cost. Flunk that test 
and the business may miss out on the profit, or even worse, 
lose money. It doesn’t do you any good to deliver a $10,000 
project on time for the client if your business had to shell out 
$15,000 in costs to get the job done.

You know what the poet Robert Burns said about the best‐laid 
plans of mice and men often going astray. So it is with proj-
ects, too. Things happen and plans change, so make sure your 
plan incorporates the capability to manage changes and track 
the impact those changes have on the plan. That includes 
changes to people, materials, and costs.

Table 4-1 First Project Plan
Task/role Planned 

hours
Description

Starting assess-
ment by consultant

4 Conduct initial assessment and 
document details for design team

Design by designer 40 Do the design work
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A PSA enables you to execute project plans that show not 
only the hours required to complete the work, but also the 
costs projected. Check Table 4‐2 to see how it’s taking shape.

This is still a work in progress, though. Stay tuned, because 
you need to track the actual costs to ensure the project 
comes in within the budget.

Scheduling the Project
Once you’ve charted out the tasks or phases of your project 
and determined how much time it’ll take to complete each 
task, you can start to build the actual schedule. You may be 
facing a deadline for final completion, or the client may spec-
ify a deadline for a particular piece of the project. Perhaps 
one task must be completed before another task is started. As 
the project manager, your job is to schedule the tasks, sketch-
ing out when they need to start and when they must be com-
pleted. Have a look at Table 4‐3.

Table 4-2 Updated Project Plan
Task/role Planned 

hours
Planned 
costs

Description

Starting 
assessment by 
consultant

4 $140 Conduct initial assessment 
and document details for 
design team

Design by 
designer

40 $1,000 Do the design work

Table 4-3 Scheduling Tasks
Task/role Planned 

hours
Planned 
costs

Start and 
finish 
dates

Description

Starting 
assess-
ment by 
 consultant

4 $140 1/10‐1/10 Conduct initial 
assessment and 
document details 
for design team

Design by 
designer

40 $1,000 1/11‐1/21 Do the design work
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You already know that project changes can affect the tasks 
and the costs, and you have to manage those changes. 
Similarly, you must be able to track the impact those changes 
will have on the schedule.

Scheduling the Resources
You’re making good progress on the plan. You’ve spelled out 
when the work needs to be done and identified what type of 
person needs to do the work. Now it’s time to get more per-
sonal and specific, figuring out exactly who will do the work.

Taking a look at the example, sometimes it’s a no‐brainer. If 
you have just one designer, you know who needs to do the 
design work. That said, you need to know when that designer 
is available to do the work, which means figuring out what’s 
currently on her plate and when she can fit in the new task.

On the other hand, say you have five designers. Which one 
should tackle this project? A PSA tool with robust planning 
functions can help you see, first of all, which resources are 
available to do the work. It takes into account the assignments 
the designers already have and the deadline for the new task. 
The tool also may be able to help you determine the most 
appropriate designer for this task based on skillsets, familiar-
ity with a specific tool, or the experience level required by the 
project.

A PSA system handles project scheduling with resource attri-
butes to give you the ability to search for the right resources, 
with the right skills, at the right costs, at exactly the time you 
need them.

One more twist: It’s quite possible that your resources don’t 
all have the same cost basis. If that’s the case, you must be 
sure the specific person doesn’t cost you more than you were 
planning to spend. Perhaps your budget calls for a designer 
who is paid $25 an hour. What happens to the project budget 
if you end up having to use your most senior designer, who is 
paid $35 per hour?
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Budget versus Actual
In the $10,000 project example, you determined what your 
costs would likely be. Now that the project has launched, you 
need to monitor the costs as the project progresses. This is 
known as budget versus actual.

For example, the plan has the designer spending 40 hours on 
this project — so, how long did it really take? If it took less 
than 40 hours, your designer cost is lower than what was in 
the budget. Because you still get paid the same amount by the 
client, that means the project so far is turning out to be more 
profitable than you first projected. Fantastic!

But what if the work took your designer 50 hours to com-
plete? How does that affect your profitability? Can you still be 
profitable? Can you get the project back in line by adjusting 
other tasks or costs? And, from a scheduling perspective, if 
the designer worked 10 hours longer than anticipated, is the 
schedule of other tasks affected, or the ability to meet the 
final deadline?

Hindsight may be 20/20, but this kind of knowledge doesn’t 
do you much good if the entire project has already passed 
into the rearview mirror. If you evaluate budget versus actual 
after the project is complete, it’s too late to make adjustments 
to steer the project back on course. Therefore, it’s critical to 
evaluate the progress of the project at regular intervals while 
it’s underway and you still have the opportunity to make 
adjustments.

So how do you calculate the “actual” part of the equation? The 
components of a true PSA system are outlined in Chapter 2, 
and one of the big pieces is time collection. As long as your 
designer is logging her time against this project, the PSA 
system can automatically update the project plan. That way, 
when you look at the plan, you can see that 30 hours were 
logged so far. It’s time for you, as project manager, to evalu-
ate whether your designer will finish the work in ten hours or 
less. If not, you have a problem. It might look something like 
Table 4‐4.
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Embracing Change
When it comes to the things that can change during the 
course of a project, the sky’s the limit. But from a budget 
perspective, you can pretty much put the changes into two 
buckets — and the difference between the buckets matters 
a whole lot. In the first bucket you have the changes that the 
client agrees to and will pay for, and in the second bucket are 
the changes that the client won’t pay for.

For example, the client may change the scope of the project. 
Maybe that means that instead of designing one product, the 
client now wants you to design two. That potentially doubles 
the design hours along with your design costs, so you aren’t 
likely to be okay with doing these two products for the price of 
one. In this case, you change the scope of the project and let 
the client know the fee will change. Then the client can deter-
mine whether to let you proceed with the additional work.

When this happens, it’s often referred to as change in scope or 
a change order. Perhaps you told the client that the additional 
design will cost an extra $5,000, and the client agreed — now 
you need to change your plan. You don’t want it to appear like 
you went over budget on the project, so you need to create 
a revision to the plan, adjusting the hours and schedule. The 
original plan is often called the baseline, and your new plan 
will be called the revision.

Table 4-4 Examining Projected versus Actual
Task/role Role Planned 

hours/
actual 
hours

Planned 
costs/
actual 
costs

Start and 
finish 
dates

Description

Starting 
assessment 
by consultant

Consultant 4/4 $140/$140 1/10‐1/10 Conduct ini-
tial assess-
ment and 
document 
details for 
design team

Design by 
designer

Designer 40/30 $1,000/$600 1/11‐1/21 Do the 
design work
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However, sometimes the plan changes, but the client hasn’t 
agreed to any increase in price. For example, maybe you esti-
mated that you would need four hours for the assessment, 
and the actual turned out to be eight. The client doesn’t plan 
to pay any more than the $10,000 in your original agreement, 
but you just increased your costs. You need to decide what 
you can adjust somewhere else in the project. For example, 
you can talk to your designer and see if she can do the work 
in 35 hours instead of 40.

If you’re starting a new project that’s similar to previous work 
you did, consider using the “actual” figures from that previ-
ously completed project as the baseline for your new project. 
You’re now using real‐world experience to get a more accu-
rate estimate of what it will take to complete the project. The 
planning functionality in a PSA system helps you do this.

Other Key Measurements
Budget versus actual is critical, but it’s far from the only mea-
surement for which you can use a PSA tool. Here are some 
other examples.

Filling the day meaningfully
Utilization tracks the workload being carried by your people. 
Consider the case of Bob. If Bob can work 40 hours a week 
on project‐related work, how much of his 40 hours is actually 
focused on project‐related work?

For example, if he worked 30 hours on projects last week 
and had 40 hours available for project work, his utilization is 
75 percent. That’s a fairly normal ratio. It doesn’t necessar-
ily mean a quarter of his time has been wasted — the other 
25 percent is likely work on internal projects or administrative 
tasks. But what if Bob was utilized at just 50 percent? That’s a 
good sign that you need to find Bob more work. On the other 
hand, what if Bob is working 50 hours a week on projects, 
when he should have been working no more than 40? You 
could be overworking Bob, and that’s not a good thing if you 
want him to stick with your team. Resource management func-
tionality within a PSA tool can help identify if you’re balancing 
the workload well.



Professional Services Automation For Dummies, Deltek Special Edition  28

These materials are © 2016 John Wiley & Sons, Inc. Any dissemination, distribution, or unauthorized use is strictly prohibited.

Contributing to the bottom line
Realization looks at Bob’s overall contribution to the bottom 
line. From the previous example, Bob worked 30 hours on his 
project last week, against his 40 available hours. That means 
he is 75 percent utilized. But what if he was only supposed 
to work 20 hours on that project, and he actually worked 30? 
Just because Bob is busy, that doesn’t mean all his work is 
contributing to the bottom line of the project.

Think about it this way. If he’s putting in more time on the 
project than he was supposed to, the project may be turning 
out less profitable than projected. If he worked 30 hours but 
was supposed to work just 20, that means you aren’t getting 
paid for 10 of the hours he spent working on the project.

It might be an hourly rate project, but the customer won’t 
cheerfully pay for 30 hours when the original agreement 
called for 20. And if the client isn’t paying for those ten hours 
but you’re still paying Bob, you may be running over the proj-
ect’s budget. Realization helps you determine Bob’s revenue 
contribution. Busy doesn’t always mean profitable.

How far is the destination?
Estimate to complete (ETC) is the amount of money or time 
you think will be needed to complete the remaining work 
for a project, or at least a particular phase of a project. This 
measurement can help you gauge how much of your budget 
is required to finish the project. ETC is part of the calculation 
for determining whether the project will end as expected 
(or better), or if you need to make some adjustments.

Predicting the ending
Estimate at completion (EAC) is the amount of money or time 
the project will cost in the end. It’s a simple calculation: the 
amount of work already completed, plus the ETC.

This is essentially predicting the end of the story, and deter-
mining whether it’s a happy ending. EAC can help you identify 
whether your project is likely to come in as you expected.
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Turning Knowledge  
into Wisdom

In This Chapter
▶▶ Building business intelligence

▶▶ Creating useful reports

▶▶ Understanding analytics

▶▶ Finding trends in results and budgets

▶▶ Adjusting for change

▶▶ Measuring other important factors

T 
hey say that “knowledge is power,” and you need informa­
tion to build that knowledge. Extracting information from 

the data within your many systems isn’t easy, but it’s critical 
for making good business decisions.

Many businesses today are both data‐rich and knowledge‐poor. 
This chapter explores reporting and analytics within a PSA 
system, notes the differences, and demonstrates why they’re 
so important to effectively managing a project‐based business.

Getting Smart with Business 
Intelligence

It’s awesome to have mounds of data, but you can also sink 
into those mounds of data as if they were quicksand. Data is 
nearly useless if you can’t turn it into actionable information. 
That’s why your company needs business intelligence (that’s 
BI, for short) to make sense of all the data. A PSA system  

Chapter 5



Professional Services Automation For Dummies, Deltek Special Edition  30

These materials are © 2016 John Wiley & Sons, Inc. Any dissemination, distribution, or unauthorized use is strictly prohibited.

with strong BI capabilities provides a one‐stop shop for 
assessing results by project, department, account, customer, 
organization, vendor, and so on.

All BI functions have some components in common:

 ✓ Data: All your functional areas probably have their own 
applications, databases, and spreadsheets. A typical 
business maintains systems for accounting, time and 
expenses, human resources, customer relationship man­
agement, and budgeting. BI collects that data and works 
to gain broader understanding of what it means.

 ✓ Metadata: Think of metadata as the way your BI engine 
makes sense of data. It’s kind of like a library catalog, 
categorizing data by all the attributes that are important 
to your business. A good BI application needs metadata 
to really shine, but building metadata yourself takes time, 
often months.

 ✓ Report‐authoring interface: Making sense of data is 
only half the job — you need to report what you’ve 
learned. You need access to a straightforward graphical 
user interface for your report writers. That lets authors 
choose elements from the metadata (for example, rev­
enue by project), then structure the report in a manner 
that’s easily understood.

 ✓ Consumer interface: This is the “face” of the BI applica­
tion that most of your organization will see, and it can 
make or break you. Your users want easy access to the 
information they need so they can run reports quickly. 
If they can’t access what they need, they won’t get much 
value from the system.

 ✓ Administrator interface: The administrator must be able 
to secure data, control the environment, and monitor use.

When selecting a PSA tool with the BI capabilities to help your 
business make sense of your data, it’s important to consider 
each solution’s power as well as its ease of use. You’ll be dis­
satisfied if the tool lacks the power and capabilities you need, 
but you’ll also lose if the system is so complicated that few 
people use it. And remember that saving money upfront can 
be costly down the road. If you’re considering a homegrown 
tool, be sure to assess the total cost of ownership, not just the 
money you’re saving now.
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Making Reports Useful 
and Valuable

Good reports make everyone happy — bad reports waste 
people’s time. Following are some simple tactics that will help 
make BI reports valuable for your business:

 ✓ Keep it simple: Consider what users really want and need 
to see, and avoid making the information overly com­
plicated. Reports should fit the users’ “care‐abouts” —  
otherwise, they won’t use the reports.

 ✓ Be current: Fresh fruits and vegetables are the best, and 
so is the freshest possible data. Without current infor­
mation, your business can’t make critical decisions as 
effectively.

 ✓ Communicate to the report users: Be sure to understand 
what’s required from the reports you’re creating. Share 
drafts while the reports are in progress, and monitor how 
reports are used after they’re finished.

 ✓ Stay consistent: Try to use the same reports for every­
one as much as practical. In a perfect world, you may 
change the delivery method but not the report or the 
underlying data.

Getting to Know Analytics
There’s knowledge, and then there’s wisdom. They aren’t the 
same thing, although the former can lead to the latter. Think 
of your company’s data as knowledge. You have lots of it, but 
do you understand that data enough to gain the wisdom it 
holds? That’s where analytics comes into play.

Analytics is best defined as the use of data and analysis to 
identify trends and make business decisions. This is not the 
same thing as reporting, although the two concepts are often 
confused. Analytics can provide the lens through which your 
knowledge transforms into wisdom. Check Table 5‐1 to spot 
some of the differences.
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An analytics platform is deployed as a series of dashboards, 
with each one typically tied to a specific key performance 
indicator (KPI) or metric. Dashboards aren’t a one‐size‐fits‐all 
concept. Because different members of the organization may 
be interested in different KPIs, your executives may follow 
one set of dashboards while your project managers follow 
another.

KPIs are the measures that drive your business. Although 
each business is different, several KPIs apply nearly univer­
sally to project‐based businesses:

 ✓ Profit

 ✓ Backlog

 ✓ Labor utilization

 ✓ Proposal win rate

 ✓ Projects at risk

Looking at Budgets, Forecasts, 
and Trends

If you learned that a division’s labor utilization for the first six 
months of the year was 75 percent, what kind of assumptions 

Table 5-1 Reporting versus Analytics
Reporting Analytics

Detail‐ or transaction‐based Summary level

Provides data Provides a platform for decisions

Data is raw from source data 
system(s)

Presented as key performance  
indicators/metrics

No inherent comparisons or 
variances

Compares actual results to targets

Often includes data for only a 
single period

Based on trends

Typically historically focused Includes both historical and  
forward‐looking information

Frequently just tables of 
numbers

Incorporates charts, graphs, and  
visualizations
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would you make about that, and what actions would you 
recommend?

Hard to say, because you need some perspective or compari­
sons to help you make sense of that statistic. Now imagine 
you also learned that the division’s utilization for the prior 
year was 78 percent, and this year’s budget calls for a utiliza­
tion of 82 percent. That kind of information gives you a much 
better idea of where the division stands — in this case, the 
numbers suggest you have a reason to be concerned. Stir in 
a little more analysis, and corrective courses of action may 
start to become clear.

Your analytics environment must be able to compare data to 
budgets, forecasts, or targets. As the example illustrates, met­
rics in a vacuum are virtually meaningless.

Evaluating performance against the baseline budget is often 
the best way to gauge whether the organization is meeting 
expectations. Figure 5‐1 shows that the organization’s revenue 
for March and April fell below budget, while results for the 
preceding several months were very positive.

Not to understate the science that goes into them, but fore­
casts typically represent the “best guess” today of how the 
organization will perform in the future. Combine forecasts with 
actual results, and you’ll end up with valuable visualizations 
of trends.

Figure 5-1:  Target revenue versus the baseline budget.
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The shaded columns in Figure 5‐2 represent the funded back­
log for the prior eight months. Performance has been rela­
tively flat, and although that’s nothing to write home about, 
in and of itself it isn’t terrible. To the right, however, are the 
forecasts for the coming months. Now you can see that there’s 
reason to worry. That information reveals that the backlog is 
expected to fall dramatically over the next eight months. It’s 
time to investigate what can be done to change course.

These examples highlight how analytics can provide insights 
that can help drive informed decisions — and they illustrate 
the difference between reporting and analytics. Reporting 
nearly always focuses on what’s in the rearview mirror. That 
can be important, but it’s also history, something you can 
potentially learn from but can no longer control. Chart out 
trends that incorporate both history and your future projec­
tions, and you can start to change where you’re headed.

What should you do in the case of the backlog example? The 
next step is to drill into that trend and isolate which divisions, 
program areas, or project managers are most responsible 
for the anticipated slide in backlogs. If you’re fortunate, you 
might find that part of the organization hasn’t fully updated 
its backlog forecast, and the future is not as troubling as it 
looks. On the other hand, perhaps a key program area is 

Figure 5-2:  The backlog forecast paints an alarming picture.
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 failing to find any new funding, or work is drying up. That 
needs some serious attention.

Examining the Metrics  
That Matter Most

Every organization measures itself in a slightly different 
manner, but the majority of project‐based businesses track a 
few key metrics. Here are some of the metrics your business 
is likely to find most useful:

 ✓ Project profit: This is perhaps the most important metric 
for any company, and it’s the ultimate measure of your 
success. That said, the contract type has a big impact on 
the profit. Companies should be able to assess profitabil­
ity trends across contract types to ensure that they’re 
pursuing the right type of business.

 ✓ Backlog: Your backlog analytic helps track how much 
work remains for your organization and allows you to 
measure whether you’re operating above or below your 
budget. You won’t get a complete picture, though, unless 
you ensure that this analytic includes not just existing 
contracts but also those you’re proposing and hope 
to win.

 ✓ Labor utilization: This metric evaluates how efficiently 
your employees are being applied to direct, or billable, 
projects. Through this analytic you can get some insight 
into which employees are overperforming or underper­
forming, and you’ll get a sense for whether your staffing 
levels are appropriate. It’s imperative that management 
be able to review both direct and indirect components of 
the metric.

 ✓ Proposal win rate: As a project‐based organization, 
your ability to win new business is paramount to your 
success. It makes sense to set targets for proposal win 
rates across different parts of your company, which then 
allows you to evaluate the performance of your business 
development function.

 ✓ Projects at risk: One of the most important benefits of 
an analytics application is the ability to spot areas that 
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need corrective action. Project‐based businesses want 
to quickly know whether they’re operating projects that 
run the risk of generating losses or leaving the company 
out of compliance with contract terms. Here are some 
examples of risk categories:

 • Key milestones missed

 • Tasks taking longer than planned or budgeted

 • Billing in excess of the funded contract value

 • Costs incurred after the project’s end date

Designing Your Dashboards
Once you choose which analytics to track, you need to decide 
what sort of format to use for the individual dashboards. For 
example, to give your executives the best sense of project 
profitability across your enterprise, what are the charts, 
tables, and visualizations you should use?

Start the same way you did with reporting. Ask your managers 
what type of interface and information would help them the 
most in their decision‐making process. Base your conversa­
tions and your dashboard design on these considerations:

 ✓ Preferences for information consumption: Executives 
are often more likely than other users to prefer more 
graphical displays of information. Still, that’s a general­
ity and is not always the case, so you must find out what 
level of detail is the right level for your executives.

 ✓ Quantity of information: With analytics, you can defi­
nitely have too much of a good thing. Managers may 
ask for 20 different revenue charts, and they may have 
a good reason for wanting each of them. That, however, 
would result in an exceedingly crowded screen that’s 
both confusing and overwhelming.

 ✓ Consistency in dashboard design: Executives don’t 
climb the corporate ladder through their ability to inter­
pret a dashboard, and they certainly don’t have time 
to become familiar with a bunch of different dashboard 
styles. Use your analytics application to create some con­
sistency in dashboard design, and your users will enjoy 
an easier learning curve.
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 ✓ Timeliness of information: Your car’s dashboard doesn’t 
tell you how fast you were driving or how much gas was 
in the tank six months ago — you need fresh information. 
Make sure your analytics dashboards are refreshed as 
often as reasonably possible. Unlike your car’s speed­
ometer, analytics tend to be summary‐level measures 
that don’t change dramatically every minute. Given that, 
it’s usually acceptable to update your dashboards with 
new data every night, rather than continually. Just make 
sure your executives are aware of when the last refresh 
occurred.

 ✓ Control of dashboard look and feel: For years, dash­
boards were designed and controlled centrally, and users 
had little flexibility to modify the appearance of the inter­
face. These days, users have much more control over 
dashboards, and can even add their own objects.

Displaying a Thousand Words
With the right tools, charts that used to require days of 
work by a graphic designer can now be rendered in minutes 
or less — that helps you tell stories more effectively. The 
 displays on your dashboards can be visually stunning, but are 
they the right fit for the analytical needs of your project‐based 
company? Here are some thoughts:

 ✓ Keep the dashboard simple: Be sure you’re displaying 
only the information that’s relevant to the decision‐
maker. Avoid chart types that are cluttered and require 
extensive explanation.

 ✓ Match the chart type to what is being measured: Most 
chart types work better with certain kinds of information 
than with others. Line graphs work best when measuring 
progress over time, while pie charts are great for com­
paring percentages of various components as part of the 
whole. Let your information type guide the kind of chart 
you choose.

 ✓ Avoid the bells and whistles: It’s fun to use today’s tech­
nology to create dashboard objects that flash, spin, and 
jump off the screen. They may look great in demos, but 
if they distract from the message of the dashboard, leave 
them out.
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 ✓ Remember the function of the visualization: Each object 
on the dashboard should have a purpose. One compo­
nent may be there to explain how revenue is trending 
over the course of a year. What type of object would best 
serve that purpose (a line chart, perhaps)? What options 
should be available to the user (such as analyzing the 
data by organization, contract type, or project manager)?

Check Figure 5‐3 for an effectively formatted dashboard that 
conveys role‐appropriate information.

Figure 5-3:  A dashboard that gets the job done effectively.
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Eight Ways PSA 
Can Make a Difference

In This Chapter
▶▶ Increasing your wins

▶▶ Making the best use of your resources

▶▶ Boosting profits and increasing cash flow

▶▶ Gaining greater visibility and control

▶▶ Managing projects and materials

▶▶ Benefiting from project‐based opportunity management

▶▶ Collaborating across the team

Y 

ou wouldn’t run a marathon in dress shoes, would you? 
Of course not. And you wouldn’t run your business with 

the wrong tools, either. If you run a project‐oriented business, 
you should use PSA tools that have been designed specifically 
for your needs. Professional service automation solutions 
help you see what’s going on with your project information so 
you can make informed decisions.

Deltek offers a suite of solutions that can help you win, 
manage, deliver, and measure — the four key areas shown in 
Figure 6‐1. You win by understanding the markets so you can 
identify, track, and capture opportunities. You manage with 
high‐quality tools that integrate your program, from project 
award to execution through schedule, cost, resource, and risk 
management. You execute and deliver on projects and corpo-
rate objectives alike by choosing the right solutions. And you 
measure by keeping tabs on the operation in real time, so you 
can make critical decisions and course corrections by project.

Chapter 6
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Deltek’s solutions are built with project‐based businesses in 
mind, but you likely have your own specific needs based on 
the types of projects you do, the clients you serve, and the 
areas you want to manage as part of your projects. Those 
areas may include business development, resources, billing, 
or all of the above.

What specific tools might you need for the kinds of projects 
you do? Check Figure 6‐2 to see some specific uses to examine 
when deciding what tools you might need.

Read on to learn eight distinct ways that PSA solutions can 
help your project‐based business navigate the competitive 
environment and chalk up more wins. And keep an eye out for 

Figure 6-1:  Deltek’s enterprise management solutions.

Figure 6-2:  Deltek’s project‐based solutions.



  Chapter 6: Eight Ways PSA Can Make a Difference 41

These materials are © 2016 John Wiley & Sons, Inc. Any dissemination, distribution, or unauthorized use is strictly prohibited.

examples of the ways Deltek solutions can serve the needs of 
project‐oriented businesses.

Increase Your Win Rates
When you can tell which projects and what type of projects 
are the most profitable, you’ll have a more efficient business 
development process and be able to create better cost esti-
mates. Better information lets you focus on the business that 
best matches your skill set, and your win rates go up. Stand 
out in the crowd and really impress prospective clients by 
identifying and providing past performance information.

Use Your Resources Wisely
Your workforce is one of the biggest assets your organization 
has, so be sure this resource is being used effectively on  
revenue‐generating work. Your profitability rates increase 
significantly when you can see where your people are being 
used, and also find out when they’re not. Use this information 
to make sure they’re assigned to work that’s actually generat-
ing revenue. For businesses that need to schedule and manage 
their resources and teams, Deltek offers planning tools to help 
get the right people on the right job at the right time.

For most businesses, time and expense tracking is part of the 
overall PSA solution, but some businesses need only stand-
alone project time and expense tracking, which they’ll then tie 
to another billing solution. It’s incredibly helpful to be able to 
capture time with mobile devices. Deltek has solutions that 
can make it happen.

Boost Your Profits through 
Better Information

Pricing is super‐competitive these days because more busi-
nesses are competing for fewer jobs and projects. Competitive 
prices breed tight profit margins. The first half of the equation 
in managing profit margins is setting the right prices for bids. 
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You need visibility into actual historical project costs, perfor-
mance, and risks/opportunities — that’s how you set competi-
tive prices while avoiding harm to your profit margins in the 
long run.

Once you’ve set the right prices, the second half of the profit 
margin equation is ensuring that projects are well run. You 
must manage projects proactively to be sure costs are in line 
with what you’ve forecast. A PSA system helps you create 
accurate forecasts that support profitable bids, then ensure 
that projects are executed in a way that maintains margins, 
even if there are project changes along the way.

Need full project based financials, general ledger, and  revenue 
recognition capabilities as well? Deltek has solutions that 
can help manage both the front office project processes and 
the back office financials and billing specifically designed for 
projects.

Increase Your Cash Flow
You’ll spend less time waiting or payments to arrive if you 
pick the right PSA system. You’ll be able to quickly create 
an accurate invoice when your labor and materials costs are 
connected to the right level of your project. Transactions are 
validated for accuracy at the point of entry, which makes your 
invoice creation more automated and predictable, with fewer 
errors. That means your customers are more likely to pay the 
invoice on time, and that accelerates your cash flow.

Gain Visibility and Control
If your existing solutions are siloed, it can take days or weeks to 
pull together accurate information about schedules, costs, and 
profit by project or program. That’s a recipe for surprises — 
everything from missed deadlines to cost overruns to backlogs. 
Glitches can jeopardize individual projects and potentially even 
torpedo the profitability of the entire organization.

The right PSA solution gives the whole team complete and 
timely visibility into project status and all the related risks 
and opportunities. It offers alerts to warn executives and 
project/program managers about potential cost overruns or 
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schedule slippage — and leaders don’t have to wade through 
lengthy reports to find out. With timely information, you can 
take proactive steps before issues have a chance to affect 
schedules, costs, or revenues and margins.

If you manage lots of projects, Deltek’s PSA solutions allow 
you to view and measure the entire portfolio. That lets you 
answer some important questions. Are all your projects on 
track and profitable for the business? Which clients are most 
profitable (and how can you get more business from them)? 
On what industries should you focus, and which should you 
avoid?

Manage Projects and Materials
For businesses that need to plan out the project, the phases, 
or tasks, as well as the budget for the project at any of those 
levels, Deltek offers project planning and budgeting function-
ality within PSA that can help your project managers gain vis-
ibility into the project. They’ll be better equipped to stay on 
task and on budget all the way through.

You also need to manage the purchasing and tracking of 
materials throughout the procurement process. Choose the 
right tools and you can track customer orders completely 
from planning to approval, purchase, shipment, and receiving. 
Deltek’s solutions include purchasing, receiving, and procure-
ment planning applications.

Develop Business through 
Opportunity Management

What’s the difference between standard customer relation-
ship management (CRM) and opportunity management that’s 
geared specifically for project‐based businesses? Chapter 3 
provides lots of detail, but the short answer is that project‐
based opportunity management helps manage, track, and 
forecast opportunities in ways especially helpful for project‐
focused businesses. Deltek offers project‐based opportunity 
management tools for professional service organizations.
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Collaborate Socially
Need to collaborate with a team around your project? Perhaps 
share status updates with your client? Maybe you need to 
bring the project team together to come up with ideas for 
dealing with a tough situation, while making sure the project 
is delivered on time. As anyone who uses Facebook, Twitter, 
and other social tools knows, there’s never been a better time 
for connecting with people to share information and collabo-
rate. Like other social tools, Deltek’s social collaboration tools 
link people around the project to share conversations, tasks, 
events, and files.
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