
PLUGGING THE 
REVENUE DRAIN: 

How to Identify and Prevent Revenue 
Leakage in Professional Services

www.cloudcoach.com

A practical guide to identifying and fixing hidden revenue leaks 
in professional services, so you can protect your profits 

and drive sustainable growth.

http://www.cloudcoach.com


Introduction
Every dollar counts. Yet, for many professional services firms, hard-earned 
revenue is quietly slipping away, unnoticed and unchallenged. 
And it’s not because you’re not working hard enough - it’s because 
hidden inefficiencies are quietly draining revenue behind your back.

Untracked billable hours. Underused resources. Forecasts that miss the mark. Projects that 
spiral over budget. Alone, these might not seem like major issues, but together they’re the 
silent killers of profitability. 

The truth is, revenue leakage isn’t always obvious. It hides in plain sight, buried in the 
day-to-day complexity of running a professional services team, and that’s what this eBook 
is designed to help you do: understand how small changes can make a big difference to 
your revenue

And once you know where to look… then it’s time to get plugging that leak! 

In this eBook, our team of experts, who live and breathe professional services challenges 
every day, break down the key areas where revenue can slip away. Each section is packed 
with insights and strategies from those who’ve seen it all and know what it takes to fix it.
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Don’t let your hard-earned revenue walk out the door without a fight. 

Let’s get started.
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Poor time tracking is costing you billable revenue

In professional services, time is money. Yet, many organizations face significant revenue 
leakage due to untracked or poorly tracked billable time. 

A study by Tribes.ai reveals that manual time tracking methods result in 1 out of every 
5 billable hours being lost. That’s a staggering 20% of your billable hours - and 20% of 
your potential revenue - gone. And that’s a conservative estimate: other studies have this 
number as high as 40%!

So, where are the billable hours going? Enter time tracking…

1. Time Tracking
	      Dylan Porteous 
	       Professional Services Manager, Cloud Coach

We've seen a reduction of 3,400 hours 
annually across our workforce on entering 
time alone, allowing us to redeploy those 
hours to work with our clients

Chris McLeod, Vice President, Enterprise PMO, Net Health
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The cost of lost billable hours

Poor time tracking isn’t just an operational 
inefficiency - it’s a direct threat to your revenue. 

The reality is that inconsistent tracking methods, 
administrative distractions, and outdated processes 
are letting valuable revenue slip through the cracks 
without you even noticing. Whether it’s time spent 
on unrecorded client calls, forgotten tasks, or the 
inefficiencies of manual systems, every untracked 
hour adds up. And it means you’re leaving money on 
the table.

It looks obvious when you write it down, but when 
time isn't accurately tracked, client work goes 
unbilled. Maybe an employee forgot to log a quick 
task, or someone rounded down their hours because 
they didn’t have a clear system to record them. 
Whatever the reason, every missed hour represents 
lost revenue, and those hours add up quickly.

Think about it: if each team member loses just one 
billable hour a week, that’s dozens of hours per 
month that could have been invoiced but weren’t. 
Over a year, for an organization with multiple 
employees, this could mean tens or even hundreds 
of thousands of dollars slipping away. That’s money 
you’ve already earned but can’t collect because it 
wasn’t documented.

If you’re working in professional services, the reality 
is you are leaking revenue without even realizing it. 
And it’s not just us scaremongering…
 

     Overall, the entire professional services 
     industry is seeing $553bn worth of lost 
     billable hours every year. 

Beyond just losing revenue, poor time tracking 
creates a ripple effect on cash flow and financial 
planning. Without a clear picture of how many hours 
are billable, it's harder to predict income, allocate 
resources, and make informed business decisions.
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How to reclaim your lost billable revenue

Remove the use of fragmented tools

Many companies rely on outdated or disconnected systems, forcing employees to juggle 
multiple platforms. This complexity discourages accurate time entry and makes it harder 
to reconcile billables with actual work performed - primarily, it makes time tracking an 
inconvenience.

Users might open Salesforce to monitor customer orders. Then open a project 
management tool to manage their daily workflows. Over to Outlook for customer 
communication. Create a spreadsheet to share deadlines with customer stakeholders. 
Back to Outlook to send. Then finally, to a time tracking solution to record everything. 
That could be five different applications within a couple of minutes! It’s time lost that 
could have been spent on billable tasks. More importantly, it’s a preventable headache for 
anyone having to navigate their way through a field of disparate, unconnected tools just to 
complete a day’s work. 

Remove manual time tracking processes

Manual processes often lead to forgotten or inaccurately recorded time. Employees may 
delay time entry or provide estimates that fall short of actual hours worked, leading to 
underbilling. We’ve all seen it - incomplete timesheets, populated in an end-of-week rush 
using guesstimates, hand-scribbled notes and foggy memory. 

Yes, time sheets get populated in the end but the process is fraught with errors. Time 
tracking is also seen as a burden by employees (and it often is, more on that next!).

Increase time tracking adoption

Time tracking has a bad rep. We get it. It’s admin! But if you want your time tracking to be 
accurate, that means getting your employees onside. The best way to do that is make the 
process straightforward.

Some time tracking solutions, like Cloud Coach’s My Day, aim to make time tracking as 
easy as possible. Entries can be logged in seconds and, using our Genius functionality, 
suggestions are even recommended to users based on their daily activities within Cloud 
Coach. We even make it easy to differentiate between billable and non-billable entries!

My Day is the most unique time entry 
platform I’ve seen. Those are billable hours. 
That’s how we get paid!

Dan Quinn, VP Professional Services, Sovos
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Time Tracking: 
THE FINAL WORDS

 

Fixing your time tracking isn’t just about improving processes. 
It’s about securing the profits you should have already earned. 

With the right tools and practices, you can capture every 
billable hour, strengthen your financial stability, and put 
your business on the path to greater profitability.



How small changes can make a big revenue impact

Billable utilization is critical for professional services organizations.

It’s more than just a performance metric; it’s the backbone of your organization’s revenue. 
Low utilization means missed revenue opportunities and underused talent. High utilization 
ensures resources are maximized while aligning business operations with client needs. 
In short, getting utilization right is the key to balancing profitability and operational 
success. Let’s look at the numbers:

2. Resource Utilization
	      Jordan Hammond 

	      Director of Success & Services, Cloud Coach

It looks so simple, doesn’t it? Increase utilization, supercharge revenue. 

Unfortunately, it’s not as easy as asking team members to simply graft a bit harder. 
Overworking teams to achieve maximum utilization can lead to burnout and increased 
turnover. Striking the right balance is essential: employees need to be productive enough 
to drive profitability without sacrificing their well-being, which will hit your revenue further 
down the line as performance levels take an inevitable hit. 

A 100-person professional services firm, with average bill rates of $200 
per hour, a 4% increase in utilization translates into 8,000 more billable 
hours per year, i.e., $1.6 million in incremental revenue.

2020 Professional Services Maturity™ Benchmark Report 
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Track time and record billable and non-billable hours

The first step is to truly understand where time is being spent - so that means tracking and 
analyzing your utilization data. 

Use reliable tools to measure billable and non-billable hours, helping you identify where 
inefficiencies might lie. With this data in hand, you can make informed decisions about 
resource allocation and project planning.

Intuitive time-tracking tools simplify the process of recording billable hours. These tools 
should seamlessly integrate with your existing project management systems, offering 
real-time insights into resource allocation, project status, and time usage. This reduces 
administrative overhead and guarantees accurate billing for client work. 

Empower your team with visibility into project and resource data

You can't improve billable utilization if you don't have a clear view of how projects are 
progressing and where your resources are being spent. Accurate, up-to-date data on 
project status, billable hours, and resource allocation is essential. 

Without this visibility, decisions about resource assignments are based on guesswork, 
often leading to poor utilization. By using a purpose-built resource management tool that 
integrates with your project management software, you can ensure real-time visibility into 
how resources are allocated, what work has been completed, and what’s still ahead. This 
insight helps to avoid surprises and last-minute scrambling, ensuring projects stay on track 
without sacrificing valuable resources.

Increasing resource utilization: Where to start

Improving utilization is all about working smarter. By optimizing processes, 
leveraging data, and maintaining a healthy workplace, professional 
services firms can achieve sustainable growth while keeping their 
teams motivated and productive.
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Allocate resources proactively

Being reactive with resource allocation can lead to 
unnecessary downtime between projects and last-
minute resource shuffling. The best way to avoid this 
is to commit resources as early as possible, even 
before contracts are fully signed. By soft-booking team 
members to projects that are likely to close, you can 
ensure that your resources are consistently working 
on billable tasks. Connecting your CRM and resource 
management software gives you a better view of 
your resource capacity, allowing you to forecast more 
accurately. This proactive approach helps identify 
potential resource conflicts early, letting you plan ahead 
and avoid delays, ensuring a smoother and more 
profitable project pipeline.

Establish a centralized talent pool and skills database

Centralizing your talent pool and skills database allows 
you to tap into available internal resources quickly, 
reducing the need for expensive contractors. If a 
project runs longer than expected or faces delays, 
having a centralized system means you can quickly 
assess available talent across the organization, filling 
gaps without scrambling to bring in external help. By 
establishing a single, easy-to-access database of internal 
skills and availability, resource managers can respond to 
changes swiftly, keeping projects on track and avoiding 
costly delays. This not only reduces reliance on external 
resources but also ensures that your internal team 
remains fully utilized, maximizing your ROI.

Monitor and reduce non-billable hours

Non-billable hours can quietly eat into your firm’s 
profitability if not carefully tracked and managed. 
It’s crucial to identify where time is being spent on 
non-billable activities, such as administrative tasks 
or internal meetings, and look for ways to optimize. 
By tracking these activities in detail, you can uncover 
inefficiencies and streamline processes. 

For example, simplifying time and expense reporting 
or automating internal workflows can free up valuable 
time for your team to focus on billable work. The goal 
is to minimize non-billable hours where possible, so 
your team can spend more time on tasks that directly 
contribute to the bottom line.
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Resource Utilization: 
THE FINAL WORDS

 
When it comes to improving resource utilization, even small 
percentage increases can make a huge difference. 

As we discussed at the very start of this section, a 4% boost 
in utilization can lead to millions in additional revenue. 

The key isn’t about making huge changes all at once (or cracking 
the whip on productivity!) - it’s about consistently improving the 
little things that have a big impact over time. 

So, keep an eye on those small percentages, they’re the secret 
to long-term success and growth.



Why your professional services forecasts are failing 
and impacting your profitability
 
Accurate forecasting is crucial for the success of any business. It's particularly important for 
professional services teams, which rely heavily on resource allocation, revenue prediction, 
and project timelines to ensure that both client commitments and businesses profitability 
needs are met.

The catch? Professional services teams just aren’t forecasting correctly. 

The stats are damning: Only 47% of professional services teams have a formalized process 
for forecasting resourcing needs. 75% of organizations are still using outdated - and error-
prone - spreadsheets to forecast resources. And 50% of organizations can’t accurately 
forecast more than two months in advance.

Resource forecasting improves our ability to proactively meet the needs of our future 
demand, ensures effective utilization of our team (and prevents squeezing onboarding 
time for any new team members), and impacts whether we can even deliver our projects 
on-time and on-budget. 

All of these factors impact overall business performance. Given the high stakes, getting 
forecasting as accurate as possible should be non-negotiable, and clearly professional 
services teams aren’t setting out to get it wrong. So, what’s happening?

3. Forecasting
	      Frank Nardi 
	      CEO, Cloud Coach
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Data silos 

Data is sitting in too many places. These 
data silos make it difficult to obtain a 
unified, real-time view of what's happening 
across projects. Sales teams might update 
Salesforce with information about contract 
or scope changes, but don’t touch your 
project management system, leaving your 
professional services teams none-the-
wiser. Elsewhere, project managers may 
not communicate resource constraints 
effectively with finance teams, and so on. 

There’s a lot of valuable information 
slipping through the cracks, stuck in 
disconnected systems, notepads, and even 
individual brains, which could, in part, be 
solved with a credible tech stack… 

Inadequate tech stacks 

Many teams still rely on legacy systems, 
elaborate Excel spreadsheet libraries 
(usually built over several years and held 
together by one all-powerful individual), 
and a host of other disconnected tools 
that can’t provide a comprehensive view 
of your organization's resources, project 
statuses, or financial information. If this 
sounds like your organization, the alarm 
bells should be ringing!

These, often manual, methods are not only 
time-consuming but also prone to errors, 
especially when dealing with complex data 
sets or shifting project variables. Many firms 
also lack the advanced tools or automation 
necessary for accurate forecasting. 

The inability to leverage automation for 
forecasting results in missed opportunities 
to optimize resources and revenue. 
Outdated technology also leaves teams 
vulnerable when accounting for ‘what if?’ 
scenarios. What does our resource capacity 
look like if project x comes in? Do we need 
to plan additional resources? Do we have a 
contingency plan for if it doesn’t come in? 

Organizations need to plan the resources 
with a comprehensive view accounting for 
all known business variables. Spreadsheets 
almost always fall short. 

Misalignment of revenue goals 
and resource capacity

Another issue we frequently see is a 
misalignment between revenue goals and 
actual resource capacity. It’s easy to see 
how this issue creeps in.

Many organizations set ambitious revenue 
targets without being able to assess 
whether they have the resources (in 
terms of people, skills, and time) to meet 
those goals. And, with the data silos and 
outdated technology we’ve mentioned, 
how could they? 

Without a clear view of resource utilization 
and availability, professional services teams 
often end up overcommitting to projects 
that either strain their resources or fall short 
of expectations. This end result is obvious: 
unrealistic project timelines, budget 
overruns, strained team productivity… and, 
ultimately, an impact on profits. 

Break down barriers: Data silos, outdated tech, and misaligned goals 
are holding your teams back from achieving seamless collaboration, 
accurate forecasting, and optimized profitability.
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Revenue mismatch and unpredictability: 

Inaccurate forecasting often results in a mismatch between projected billable hours and 
the actual hours worked, causing cash flow to become unpredictable. When firms fail to 
forecast project timelines, resource needs, and budgets accurately, they are either over-
billing or under-billing clients. Overestimating revenue from ongoing projects can lead to 
cash flow shortages when clients dispute charges or when projects get delayed, leaving 
organizations scrambling to cover operational costs like payroll.

Cash flow disruptions and liquidity issues: 

Cash flow disruptions often arise when firms do not accurately predict the timing of billings 
or project completion dates.Some teams, for example, might overcommit resources or fail 
to properly scope projects, causing delays and cash flow shortfalls when payments are 
delayed or revenue recognition is postponed. 

Budget overruns and cost management issues: 

Another direct consequence of inaccurate forecasting is budget overruns. Without a solid 
understanding of resource requirements and project scope, professional services teams 
often exceed their budgeted costs, leading to cash flow issues. 

Increased financial risk and stress: 

As project forecasting inaccuracies grow, the level of financial risk increases. 
Poor forecasting directly contributes to financial uncertainty, especially in firms that rely 
on timely billing and efficient resource management to maintain profitability.

Flat forecasting, falling profits

Inaccurate forecasting can have a significant impact on cash flow  
planning and the overall financial stability of professional services firms. 
Here are a few examples:
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Forecasting: 
THE FINAL WORDS

 
Accurate forecasting is essential for effective cash flow planning 
and financial stability in professional services firms. When 
forecasting goes wrong - whether due to reliance on outdated 
data, miscommunication between teams, or a use of outdated 
systems - the consequences are felt across the business, from 
unpredictable cash flows to strained budgets and reduced 
profitability. 

It all sounds simple, right? Get forecasting right, save money 
in the long run. Easy. 

Obviously it’s not quite so simple. Every organization is different 
and every team has unique processes - but the solution usually 
starts in the same place: if you get the data right, get the system 
right, and eliminate data silos, you’ll be on the right track!



How project overruns impact your bottom line

Your projects are overrunning. And it’s costing your business more money than you think.
 The causes of overrun are varied; delayed timelines, budget overspends, scope creep 
(something which affects a staggering 52% of all SaaS projects) and  even resource mis-
management, but the end result is the same: substantial revenue leakage, eroding your 
company’s bottom line and overall profitability. 

So, what is the real cost of these project overruns?

4. Project Overruns
	      Terrell Carlton 
	      Manager, Solutions Engineering, Cloud Coach

Understanding the cost of project overruns

Whether it’s an IT project that needs more resources than anticipated or a professional 
services engagement that drags on, the costs of extending timelines and expanding bud-
gets add up quickly. In fact, 1 in 6 projects faces a cost overrun exceeding 200%.

Here’s a closer look at how project overruns impact the bottom line:

� 16

https://cloudcoach.com/blog/51-statistics-you-need-to-know-the-state-of-saas-onboarding-and-implementation/
https://cloudcoach.com/blog/51-statistics-you-need-to-know-the-state-of-saas-onboarding-and-implementation/


Direct financial losses: 

When projects go over budget, every dollar 
spent beyond the original budget eats into 
profits. In industries with tight margins, even 
slight overruns can spell the difference 
between a profitable project and one that 
operates at a loss.

Increased operational costs: 

The longer a project runs, the more operational 
expenses accrue. Delayed timelines mean 
that resources remain tied to a single project 
rather than being freed up for new revenue-
generating opportunities. For professional 
services and project-based businesses, this 
can create bottlenecks, leading to inefficiencies 
across the board.

Lost revenue opportunities: 

When a team is engaged in an overdue project, 
they are not available for new projects. This 
resource drain often results in missed revenue 
opportunities. The chance cost of overruns is 
especially significant in companies that rely on 
project turnaround to bring in repeat business 
or to scale.

Damage to client relationships: 

Failing to meet deadlines and budgets can 
lead to customer dissatisfaction, which can 
affect future business. Dissatisfied clients 
may switch to competitors, impacting the 
company’s reputation and potentially costing 
future revenue.

Erosion of stakeholder confidence: 

Project overruns can erode stakeholder 
confidence in project management capabilities, 
which can lead to fewer project approvals and 
diminished support for future initiatives.
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How to get your projects back on track

Resource forecasting and utilization

Advanced resource forecasting tools 
help project managers accurately 
allocate the right people and skills for 
each project. By understanding resource 
capacity and project needs in advance, 
companies can avoid the common pitfall 
of underestimating the effort required, 
minimizing the risk of last-minute changes 
and costly overtime.

Real-time budget tracking

Integrating budget tracking directly 
into project workflows gives teams and 
stakeholders visibility into budget usage 
at every stage. With real-time insights into 
how resources and budgets are being 
spent, project managers can make timely 
adjustments to prevent overspending, 
ensuring projects stay within scope and 
reducing the risk of budget overruns.

Automated milestone management

Clear visibility into project milestones is 
essential for keeping projects on track. 
Automated milestone management keeps 
teams aligned with project timelines, 
sending notifications as deadlines 
approach. Automated alerts and approvals 
ensure that decision-makers can act 
quickly, helping prevent timeline delays 
before they escalate.

Data-driven decision-making

Data is king! With the right analytics 
capabilities, you can enable project teams 
to leverage past project data to predict 
potential overruns before they happen. 
With insights from previous projects, 
managers can anticipate where delays or 
overspends are likely to occur and make 
proactive adjustments to keep current 
projects on track.

Risk management and mitigation

One of the key contributors to project 
overruns is unforeseen risk. Risk 
management tools can help you identify, 
monitor, and mitigate potential risks early 
in the project lifecycle. By integrating 
risk assessments into project planning, 
companies can avoid costly surprises that 
lead to revenue leakage.

Turn project management 
into a profit center

Companies that use Cloud Coach have seen 
a marked reduction in project overruns, 
which translates to improved profitability and 
stronger client satisfaction. By combining 
intuitive project management, resource 
planning, and financial tracking, Cloud Coach 
enables teams to deliver on time and within 
budget. Clients have reported improved 
project margins, streamlined resource 
utilization, and, most importantly, greater 
confidence in their ability to take on and 
complete complex projects profitably.
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Project Overruns: 
THE FINAL WORDS

 
In a business environment where every project dollar counts, 
avoiding revenue leakage is essential. By preventing project 
overruns, reducing budget overspends, and improving 
resource utilization, you can turn project management from 
a cost center into a strategic asset: completing more projects, 
increasing revenue, and improving profitability. 

Remember, you’re not just managing projects - you’re 
maximizing the impact of every project dollar and safeguarding 
your bottom line!



From improving time tracking and optimizing resource utilization to refining your 
forecasting and preventing project overruns, each step you take will help plug the 
holes in your business and protect your bottom line. The strategies and insights 
you’ve learned throughout this eBook aren’t just theory - they’re proven approach-
es that can immediately start making a difference in your firm’s profitability.

Remember, every dollar you save by addressing these issues is a dollar you can 
reinvest into your business, drive growth, and strengthen your competitive edge. 

The key to long-term success isn’t just about bringing in new revenue—it’s about 
making sure you keep more of what you’ve already earned.

Now that you’re equipped with the knowledge and tools to stop revenue leakage, 
it’s up to you to put them into action. But you’re not alone… we can help!

Ready to stop the revenue leaks? 

Our team of experts is here to help you take the next step. We offer personalized 
consultations to discuss your business’s unique challenges and goals. Whether 
you need help optimizing your time tracking, improving resource utilization, re-
fining your forecasting, or preventing project overruns, we’ve got the knowledge 
and experience to guide you. 

We can help you plug the profit drain. Contact us today to start the conversation!

Make the most of revenue 
you’ve already earned

sales@cloudcoach.com
www.cloudcoach.com


