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TrendSpotters: The Optimizing Use of Resources Model 
 

By Carol Haig, CPT, and Roger Addison, CPT, EdD 
 
 

Klaus Wittkuhn, CPT, and founding member of ISPI’s Germany chapter  
(klaus.wittkuhn@pd-international.de), is also ISPI’s International Marketing 
Representative in Europe. He is managing partner of Performance International, 
a consulting firm based in Bonn, Germany. They provide training, performance 
consulting, and related tools for managers and consultants. The Optimizing Use 
of Resources model is an example of one such tool and is this month’s addition 
to our TrendSpotters Open Toolkit (TOT). 
 
Genesis of this Model 
Based on the Boston Consulting Group’s portfolio concept, Performance 
International developed the Optimizing Use of Resources model to solve a 
particular problem common to most organizations: allocating budget. Consider 
the typical budget meeting in which participants fight for as much money as 
possible, creating an unpleasant and unproductive atmosphere. The Optimizing 
Use of Resources model fosters more rational discussion because it requires that 
those requesting funds tie them to either the organization’s strategic objectives or 
to other benefits to be realized by the organization. Using the model results in the 
development of a shared rationale for spending and it is therefore both a model 
and a tool. 
 
Model Description 
Generally, the Optimizing Use of Resources model, TOT attached, is shown as a 
grid with four quadrants that are sufficient for most situations.  
• The first dimension is represented by the horizontal axis that describes the 

Leverage Effect on Strategic Objectives, with a range from low (bottom left 
quadrant), to high (bottom right quadrant) 

• The second dimension is shown on the vertical axis as Other Benefits for the 
Organization or Unit, with a range from low (bottom left quadrant), to high 
(upper left quadrant) 

• For added emphasis and ease of use, the most desirable quadrant in the 
upper right is labeled Focus, because here the effect on both Strategic 
Objectives and Other Benefits for the Organization is high. The least 
desirable quadrant in the lower left is labeled Avoid. Here leverage on both 
dimensions is low. 

 
Those seeking funds must carefully prepare to plot their needs in the appropriate 
quadrant to show how their project supports the organization’s strategic 
objectives and the other benefits to be provided. It is interesting to note that the 
model itself is not so important; it is the information it forces budgeters to gather 
that is of value. 
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Users can expand the model to six or nine domains for specific situations that 
require a more refined view of the information. 
 
How to Use this Model 
The Optimizing Use of Resources model is most effectively used to prepare for 
budget negotiations. In a budget meeting, the model can be used to structure 
discussion. Klaus reports that the model effectively refocuses managers who are 
pursuing their personal likes and dislikes rather than concentrating on strategic 
business results. They are forced to articulate the strategic rationale behind their 
requests for funding, and if it the link is not strong funds will be difficult to acquire. 
 
Success Story 
At Performance International, budget discussions and product development 
decisions were historically difficult. When Klaus introduced the Optimizing Use of 
Resources model it changed the dynamics in budgeting discussions. Each 
requestor was asked to identify the quadrant where his project fit and provide the 
reasons for it. Then the management team could explore the requestor’s 
reasoning.  
 
With continued use of the model, everyone learned to prepare for this discussion 
with sound rationale, making the budgeting process more transparent and less 
adversarial. The model is now routinely displayed on the wall and participants 
expect it to be there. The Optimizing Use of Resources model has made the 
entire budgeting process more productive. 
 
After such good results internally, Performance International began introducing 
the Optimizing Use of Resources model to clients and found it effective in the 
partnering process. Experience has shown that the model can be used for 
evaluating the impact of any performance improvement solution. 
 
Advice to Users of the Optimizing Use of Resources Model 
Klaus suggests that HPTers use the model for budgeting, as described here. It is 
also an effective tool for setting priorities. For example, suppose your 
organization is juggling five potential projects and hasn’t the resources to launch 
them all simultaneously. Establish the value of each project as it relates to the 
two dimensions of Effect on Strategic Objectives and Other Benefits for 
Organization. Determine the appropriate plot point on the grid for each project. 
Use the plot points to help set project priorities. See model TOT attached.  
 
The model’s simplicity is its most powerful feature. Feel comfortable adapting it to 
meet your specific needs. 
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Link to the Performance Technology Landscape 
The Optimizing Use of Resources model supports these principles of 
Performance Technology: 
R  Focus on Results – by basing the allocation of funds on the strategic impact 
of the proposed project’s results 
S  Take a Systems viewpoint - While this model does not use a Systems 
viewpoint as a key principle, it is important to note that systems thinking is always 
a basic tenet for any decision making model. This is illustrated by the use of the 
model to set priorities.  
V  Add Value – by demonstrating how the requested funds will enhance strategic 
objectives and provide other benefits to the organization 
P  Establish Partnerships & work collaboratively – by working with clients to 
determine how to allocate resources 
 
Application Exercise 
Use the Optimizing Use of Resources model to: 
• Prioritize projects as described above, or 
• Evaluate the components of a project plan or client initiative against the 

organization’s strategic objectives 
 
The Optimizing Use of Resources model is a simple tool that can streamline 
contentious budget discussions and focus participants on the specific 
contributions their projects make to strategic objectives and other organizational 
benefits. 
 
     
Contact Carol Haig at carolhaig@earthlink.net or at 
http://home.mindspring.com/~carolhaig  
Contact Roger Addison at rogeraddison@earthlink.net   
 
 


