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77%
of CEOs find availability of key skills as the biggest threat to 
their business, PwC, 20th CEO Survey of Global Talent (2017)

Precursive customers know that 
managing capacity is critical to 
their business success. 
Challenges with capacity 
directly impact client 
satisfaction, opportunity 
development, employee 
engagement, staff turnover. It 
underpins almost every business 
activity for service teams.
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Therefore Precursive wanted to 
unpack this metric to highlight 
what it actually means for 
business leaders, to see if it’s at 
the forefront of planning and 
deliverables, as well as actively 
managed for the workforce. 

INTRODUCTION



precursive perspective | THE AGILE WORKFORCE

Multiple multi-million and multi-billion dollar companies took part in the research 
for THE AGILE WORKFORCE, a snapshot of some can be seen below.

PARTICIPANTS



EXECUTIVE SUMMARY
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KEY THEMES 
FROM THE 
RESEARCH
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#1_WORKFORCE SCIENCE 
  

People are any company’s most valuable asset, however 
traditional metrics such as utilisation are failing the workforce 
and causing them to disengage. Workforce Science is a new 

approach to addressing the problem. 

#2_THE NEW GAP 
  

Most leaders are aware of the lack of alignment between sales 
and delivery. But what about the disconnect between 

recruitment and delivery, ensuring that the right talent sets are 
available when needed? 

#3_THE ‘WIGGLE ROOM’ PARADOX 
  

How do you balance utilisation versus availability, ensuring that 
the needs of the client are not becoming lost to the needs of 

your staff and the business?
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Precursive undertook a bespoke research project to 
understand how leaders in several industries are tacking 
capacity issues. This study involved C-Level executives 
in order to discover the perspectives of those who 
manage capacity.

METHODOLOGY
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Seniority Level Breakdown

Industry Breakdown



DEFINING CAPACITY
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Capacity is the employee or organisational 
ability to perform, yield or withstand within 
a workplace environment, particularly with 
regards to output.

Organisational Capacity 
ɔːʳgənaɪzeɪʃənəl kəˈpasɪti 
Noun.

84.2%
84.2% of participants referred to capacity 
as when all their resources were deployed, 
the resources being their human capital; the 
level of this deployment varied

To ensure that we didn’t lead the 
participants down a narrow path we 

asked how they define capacity 
themselves. But the answers given 

varied greatly. 

Are skills considered in the context 
of capacity? Can capacity really be 

a lever to grow the business or 
simply refer to the level of open 

resource currently available? 
When is best to generate more 

capacity ahead of demand? 
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DEFINING CAPACITY



‘It’s not that easy to define is it?’, CEO from a 
leading professional services company

Capacity planning wise, you can’t 
just teach - you need to attract 
the right talent. It needs to be 
easy for people to move and find 
new opportunity.
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DEFINING CAPACITY

Is it billable hours or simply being 
busy? Both are used as a metric 

but being billable or busy doesn’t 
necessarily equate to being 

productive, efficient or effective. 
Does it have to tie back to revenue 
generation? Does there need to be 
a step-change in the way we think 

about defining this key metric?

By simply viewing your resources through the lens of capacity 
is problematic because typically one person = one unit. But an 
unskilled worker, at least when it comes to a particular task, 
isn’t as valuable as one that is prepared and experienced for that 
task. Whether those units are divided by their hours and days is 
irrelevant as one is highly more likely to produce the desired 
outcome. So in defining capacity you should be mapping skills 
and experience to an activity, not just fitting an 8-hour peg 
(capacity) to an 8-hour hole (task).

BILLABLE OR BUSY? Insight:



Precursive says: 

Don’t look at utilisation, look at 
capacity and variables that feed it. 

Don’t obsess over billable time, 
review output. 

Consider mapping people’s 
passions as well as skills to better 

match employee with project
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DEFINING CAPACITY

UTILISATION OR CAPACITY?

Conventional wisdom is to measure and forecast using utilisation rates. But utilisation is only part of the 
story. Often the above metrics are aligned as one and the same. But there is a key difference; utilisation 
is how much an employee is deployed but capacity is the total potential work that can be done. This is 
key. Utilisation is a one-dimensional view and struggles to provide the forward-thinking view. But 
capacity can increase by making minor adjustments for improved efficiency, retention, skill to project 
alignment, experience and capability. Capacity is a more dynamic why of thinking of your company, 
people and business. 



CAPACITY EFFECTS
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Top 5
5%

Top 3
74% Priority #1

21%

95% 
BELIEVE 

CAPACITY 
RANKS 
TOP 3

Q: Where does capacity rank for you on impact on 
daily operational activities?
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CRITICAL FOR SUCCESS

“Capacity is crucial for deployment” 
James Brown, Partner 

SIMON KUCHER & PARTNERS

“It’s how we make money so it’s crucial” 
Justin Westcott, General Manager 

EDELMAN

With regards to its importance, participants 
framed capacity in the context of the following: 

Team (68%) 
Profitability (53%) 

Customer (21%)
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CLIENT SATISFACTION 
CLIENT ENGAGEMENT 
ACCOUNT GROWTH 
TEAM SATISFACTION 
FORECASTING 
UTILISATION 
UPSKILLING 
RETENTION 
EFFICIENCY 
PLANNING 
DELIVERY 
HIRING 
COST 
TIME

WHY IS CAPACITY IMPORTANT?

Availablity

Decisions

Client Satisfaction

Client Engagement

Cost

Innovation

Retention

Demand

Deployment

Skills

100% of participants stated that capacity is of critical importance. 
These are the reasons why.



Simply put, if you don’t resource plan effectively you’ll have pockets of people who are burning out. Here 
the workforce can become reliant on short term, reactive solutions rather than being strategic and 
forward thinking resulting in a stretched workforce, and increased employee turnover. 

However, truly agile planning requires improved forecasting during peaks and troughs. Yet with outdated 
ways of managing capacity (Excel), how do you plan for the future and hit utilisation targets without 
comprehensive and real-time view? 

The bottom line is your workforce will want to know what’s going on; a clear view of upcoming work allows 
staff the opportunity to request a role on a project. By making this cultural shift the organisation 
becomes less reactive, more proactive, with reduced silos between teams resulting in increased retention 
and output. 

This level of transparency isn’t always available to all in a way that can easily be consumed. Therefore your 
employee’s feeling of worth is damaged. If people perceive that they are thought of as a commodity 
rather than an asset, their affinity towards the company is lost.
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“We can’t expect people to put their hand 
up for stuff, when they don’t know what 

stuff we have for them to do. ” 
Resource Manager of a Global 

Market Research Company

EFFECT ON WORKFORCE



EFFECT ON COMPANY
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Capacity is a juggling act; if we are being technical, 100% capacity means 
no new business can be accepted. Sub-100% means potential billable time 
is lost, regardless of whether that time is filled with valuable activities.  

But in cases where IP and people come as a package, if you are at capacity 
then likely you will encounter problems with delivery and meeting 
customer expectations. Such delays or the inability to start new projects 
obviously impacts growth but, of more concern, is that your organisation 
will not hit their full growth potential. Furthermore an overburdened 
workforce is likely to become demotivated, which comes at a cost. 

The central responsibility of any organisation is to best leverage their most 
valuable asset - their people - by appropriately and effectively deploying 
resources.

“How can we get the most out of our resources while 
simultaneously prioritising the best in them?” 

Ed Windels, Global Operations 
BAV GROUP
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YOUR BEST RESOURCE IS YOUR PEOPLE

Precursive says: 

Don’t view people and company as 
separate entities. 

Investments can be made to better 
analyse data and increase 

automation, increasing staff 
retention as now time is spent on 

tasks that drive growth rather than 
admin.  

CAPACITY EFFECTS

Adding extra head count can provide a positive increase in output quality (sometimes beyond the extra 
capacity they provide as a unit), but why incur extra cost when you can improve the existing workforce by 
using data. Reducing the burden of reports, timesheets and general admin can provide a better work 
experience. 

So instead, in understanding the route influences of capacity you can diagnose where change is needed; 
adopting a retrospective attitude to highlight historical trends means you can predict capacity and 
therefore forecast problems ahead of the curve. Tools out there can automate and return the time to you.



MEASURING CAPACITY
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89% of business leaders are using/wish 
to use tech to measure employee capacity 

Only 15% of C-level execs feel they are 
measuring capacity well

84% of leaders believe using single 
metrics doesn’t work and there is an 

immediate need for change

Employees are gaming how they work in order to fit to often out-dated or meaningless metrics. 
Progressive organisations are moving away from single metrics that don’t benefit the workforce or the company. 

Ways of measuring productivity are too dispersed with inaccessible data sitting in silos. 

Individual data points are often redundant but in combining multiple data sets you can analyse and improve.

58% of participants still use Excel to 
mitigate capacity issues but admit it is 

inadequate 

MEASURING CAPACITY
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“Excel is convoluted and not fit for purpose,” as a Director of 
Technology participant stated. At the other end of the spectrum, 
legacy systems, such as SAP or Oracle, which aren’t built for 
capacity issues, add more administration time and cost. This leads 
to managers having to pull together data sets from multiple 
systems and spreadsheets in order to answer simple capacity 
questions. Global organisations often force employees into a single, 
ageing system and many local divisions frequently adopt their own 
system in parallel, duplicating efforts.

MEASURING CAPACITY
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If 89% of business leaders 
wish to use technology to 

measure employee capacity 
but it doesn’t perform as 

required, what can they do? 

Participants agreed a single system is the correct path. It collates and combines all your data 
in one space, but its use must become the agreed and cultural norm internally.

BUY                                                            VERSUS BUILD
Getting caught in building your own metric 
or system requires maintenance = time and 
money; these often become outdated when 
there isn’t internal scope to evolve and 
update

“Multiple systems - poorly interlinked” 
COO of a Large Agency Group, struggling with the 

worldwide mix of utilised software

“The initial system had issues so right now I’m using a 
very complicated and clever Excel spreadsheet” 

Global COO of a Leading Agency that tried to build 
their own system

“Classic consulting model is 
crude. Not digital or human” 
Vice President of Consulting 

Group with over 100,000 
employees

Insight:
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THE NEW WAY: THE AGILE WORKFORCE
Conventional wisdom is use what you have, but the tools in place haven’t been designed to achieve or 
cope with accurately measuring or forecasting capacity. Using utilisation as the only measure of 
performance is decades old and the modern leader must adapt to new methods and new systems in order 
to retain the best talent, avoid burn-out and cope with the classic peaks and troughs their business 
encounters.  

Build a smarter, faster, agile workforce by arming them with the best tools to manage capacity. In doing 
so the system you use shouldn’t replace your workforce but rather give them more time and improve the 
way they work.

MEASURING CAPACITY

“INTELLIGENT AUTOMATION
can be deployed for existing operations/processes to derive instant benefits, including savings of 25-40%” 
EY, Will intelligent automation replace skilled labour? Or redefine it? (2018)

Precursive says: 

Building in-house costs more than 
you think, and all too often doesn’t 

work 

A centralised system should 
provide a single source of truth 

about capacity 

Reduce drudgery by automating 
the mundane



MAX CAPACITY
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100% of managers feel 
that company and 

personal objectives are 
impacted by capacity

THE PERSONAL IMPACT
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1. Lack of downtime: client needs will always trump personal growth 
opportunities. Combined with poor planning the development of 
your team stalls, and they’ll be aware of this.

2. Talent Acquisition: if recruitment isn’t aligned to the 
organisational resource and skill needs there will a inevitable strain 
on effective working.

3. Fake Busy-ness: if the only measurement of productivity is 
utilisation, then people aren’t willing to ‘waste’ time on their own 
personal growth objectives for fear of being seen as unproductive.

4. Work Fatigue: doing anything outside of day to day delivery can 
increase effectiveness but having to deliver to set expectations can 
prevent this.

Q: Are your teams objectives negatively impacted 
by capacity constraints?



*0% of 
respondents 
enforced 
wiggle room

Wiggle Room 
ˈwɪɡ(ə)l ruːm,rʊm 
Noun.
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THE WIGGLE ROOM PARADOX
Pre-set time allowances for 
ad hoc/unexpected tasks or 
projects.

57% of respondents do plan 
for the unexpected*

43% want to know their 
teams days are filled

Of the participants who do build in wiggle room 
only 50% formalised it as a process

This often left them open to over-utilisation 
during peak periods, effecting retention

Avoiding freelancers was a goal by many as it’s an unwanted cost but often a necessary 
requirement; can this requirement be negated by good wiggle room planning?



Process

People

Tech
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Q: If capacity is detrimentally effecting the business which area of the 
business would you change first?

“BE A COLLECTIVE RATHER THAN AN INDIVIDUAL. DO THIS BY DIGITISING THINGS. MOVE AWAY FROM THE ONE HUMAN, ONE UNIT. AUTOMATE THE PROCESSES” 
Laurence Norman, VP of Technology, NTT Data

CAPACITY HURTS YOUR BUSINESS

Insight:
Adding more people was seen as the 
default answer in many cases. 
However inefficiencies are only 
highlighted by a process review and 
are often solved by technology



A general response was to follow a linear path, changing people first 
and ending with tech solutions:

TechProcessPeople
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SHORT-TERM: PEOPLE 
LONG TERM: TECH

Others agreed the path was cyclical; join at any part but you’ll 
eventually have to complete the circle:

“KNEE-JERK REACTION IS TO EMPLOY MORE PEOPLE”

CAPACITY HURTS YOUR BUSINESS
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HOW TO SOLVE THE PROBLEM
When suffering the effects of capacity constraints, conventional wisdom is to hire (onshore or offshore), 
find a freelancer or get consultants in! The obvious drawback is this costs money.  

What is often ignored is whether the right skills are coming into the business at the right time and if you 
don’t have the data to provide that retrospective view it’s hard to inform the future. Furthermore if the 
processes are ignored, and the problem is systemic, then capacity will continue to be a problem.  

Turning to people as the solution also doesn’t have to mean hiring, but rather reshuffling or up-skilling; 
these also take time, money and carry a certain level of risk. But with the right technology in place, time 
can gifted back and automated processes reduce the admin burden for staff, replacing with time spent 
serving customers, selling, managing and coaching, or simply developing new skills. 

The impact of this can be profound in terms of customer engagement, staff retention and overall growth 
for you and your customers.

#Automate-to-be-Human

CAPACITY HURTS YOUR BUSINESS

Precursive says: 

Underinvesting in technology will 
expose problems with processes. 

Hiring rarely keeps pace with the 
problem - capacity will always 

catch up to you if this is the sole 
solution. 

You need to diagnose if the 
problem is systemic as additional 

people will not solve the underlying 
issues, you may even exacerbate 

the problem.



THE FUTURE
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THE FUTURE

A significant issue is the lack of 
universal approaches, both 
internally and externally

“More Automation. More AI” 
Vera Loftis, MD 

BLUEWOLF (IBM)

“Capacity is a multi-faceted problem that is too 
often approached through the lens of the business 
when it is much more human in nature. To achieve 

a flexible and scaleable approach to managing 
capacity, think about it as an organisational 
muscle that requires on-going training. The 

ingredients to be big and strong require a blend of 
people, process and technology working together 
to create simpler ways of working that give you, 

your people and your company more time to 
spend in the right way… with your customer. Keep 
the value of TIME at the centre of your thinking. 

Don’t waste it.” 
Jonathan Corrie, CEO 

PRECURSIVE

“Get a better understanding of 
what your current skill base is and 
manage it well. Understand what 
time you are losing to things that 

aren’t adding value and free up 
capacity by using automation. 

Then plan in the right recruitment 
at the right time.” 

Simon Keyes, Head of Pre-Sales & 
Programmes 

ARQIVA

Insight:
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GET READY FOR AN AGILE WORKFORCE 

Precursive is the leading AI-based application to 
create the agile workforce. The #1 people and 
project performance solution for high tech, media 
agencies, market research and professional services. 
Precursive helps growing companies mobilise their 
teams, track project performance and forecast 
capacity better than their peers.

PLAN. TRACK. FORECAST.

www.precursive.com
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