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Evaluation Worksheet
for
Project Management (PM) Software Tools
What This Is

A checklist used during the evaluation of project management software to help get to the short list of evaluation candidates. This checklist helps you document what features are important to your PM process, as well as keep track of which software packages have which features. It also helps capture comments on different packages.
Why It’s Useful

There are too many features and variations among PM software tools to be able to keep them in your head. This checklist helps you capture feature characteristics of tool software during your investigation and helps you compare features during the process of elimination that gets you to the short list of candidates for in-depth evaluation.

It should also help you get agreement up front on most important features for your organization’s needs and what should be included in the evaluation process.
How to Use It

Use the attached table in the following tool evaluation process. 
1. First and foremost, examine your organization’s project management process – how project management is used in your organization. This step is especially important. Many organizations make the mistake of looking to PM software tools as a holy grail that will solve their project management process problems. Tools can indeed help drive a project management process, but they are not a substitute for organizational process and ingrained organizational behaviour. In recent years, there has been an explosion of project management software features and capabilities but only a small increase in the rate of successful projects versus failures (with poor requirements management at the project front-end being a leading cause of failure). So evaluate PM tools as a means to support and improve your organization’s project management process and not as a substitute for process.
2. If your project management or development process is not written down, then do so now. The use of project management is often centred in a product development process or a process for providing a service or adding value to someone else’s products or services. Decide what changes and incremental improvements you would like to make to your process, preferably through a lessons-learned exercise involving your entire organization. Then state these improvement goals in writing and in measurable terms. If you are currently using project management software, state in measurable terms why you feel you need to change to another tool. Sometimes, this first step will show that the problem is not with the software tool (at least not yet) but with your project management methodology, and you need to spend some effort on your process before you begin evaluating software tools.
3. Once you have set your goals for process improvement, examine the feature list presented in the attached table and identify the PM tool features that will help you achieve your process improvement goals. Include any key features that you have in current tools that you wish to retain, and features that you wish you had that are currently lacking. Note that some of the features in the table like “Reporting Capability” are general terms that you should refine into specific requirements according to your needs and what tool vendors can provide. Reword features as necessary to more closely reflect your requirements. Add to the list any additional features that your process improvement requires.
4. Change the order of key features in the list so that the ones most critical to your process improvement effort are at the top of the list. Note that the relative importance of a PM tool feature will vary with different industries and development processes. For example, “Ease of Use” might be at the top of the list of success drivers for an organization where user computer literacy levels are low, and conversely not nearly as critical a factor for a high-tech development organization with high computer literacy levels. Week-to-week task management may be a lower priority for a long-lead pharmaceutical project, but absolutely critical for a software developer with short, fast releases. And an organization with cash-flow constraints may well put price near the top.
5. Now start evaluating PM software offerings. Most data about features and performance will be vendor-supplied, so keep a critical eye when viewing vendor claims. You can use published reviews and surveys, but remember that the software tool world changes very quickly and new offerings, updates, and improvements are constantly appearing. Use the tool surveys as vendor address lists and visit the vendors’ web sites to view current offerings.
6. Start filling in the evaluation worksheet. As you identify tool candidates, replace “Tool #n” in the column headings with the name and model of the tool. Use additional copies of the checklist when the number of candidate tools exceeds the number of columns. 
7. Indicate presence of the feature or attribute including a shorthand indicator of degree of compliance with what the organization needs. The column for each tool can start with a notation such as Y if the tool has that feature, N if it’s not present at all, or P for partial support of organizational needs. Recording this shorthand note first will make the table easier to scan.
8. Record detail about features as necessary to aid tool comparisons. In addition to the overall degree of compliance, record more detailed notes about the features and how they meet your needs. 
9. Add items to the checklist as you go. As you collect data and record it on the feature checklist, continually re-evaluate the checklist itself for completeness and accuracy of the list of features and attributes you’ve listed. Add any new features discovered during your investigation IF they support your overall project management process and your process improvement strategy.
10. Evaluate the results of your initial investigation and decide on the short list. Determine which smaller number of packages you will bring in-house for a detailed evaluation (usually demonstrations by vendors and/or evaluations of trial versions of the software). 
11. Record further impressions from demonstrations. Once you’ve decided on the list of vendors from whom you’ll get demonstrations or evaluate free trial software, you can create a one-tool version of the worksheet format, and record more detailed information and impressions on each feature area as you evaluate them for each tool.
Project Management Software: Tool Evaluation Worksheet
	Functionality Requirement
	Description of what we need
	Tool #1 
	Tool #2 
	Tool #3
	Tool #4

	Basics
	
	
	
	
	

	Number of users supported
	
	
	
	
	

	# of nested task levels
	
	
	
	
	

	Project Cost Management
	
	
	
	
	

	Earned Value Computation
	
	
	
	
	

	PERT analysis
	
	
	
	
	

	Forecasting And What-If Analysis
	
	
	
	
	

	Risk analysis
	
	
	
	
	

	Status Reporting Capability 
	
	
	
	
	

	Integration with 3rd party reporting
	
	
	
	
	

	Monthly Wall Calendar
	
	
	
	
	

	Collaboration and Communication
	
	
	
	
	

	Web-Enabled: publishing, shared workspace, report access
	
	
	
	
	

	E-mail task alerts, Status Collection
	
	
	
	
	

	Multi-project-related
	
	
	
	
	

	Multiple Project Support: Data Rollups, Calendar Sharing, …
	
	
	
	
	

	Global Resource Management
	
	
	
	
	

	Project Dashboards, Status Rollups, Project Comparisons
	
	
	
	
	

	Project Priority Support; What-If Analysis
	
	
	
	
	

	Project Merging/Consolidation
	
	
	
	
	

	Ease of Plan Maintenance and Changes; Graphical Editing, …
	
	
	
	
	

	Other functionality
	
	
	
	
	

	Timesheet generation, integration with accounting system
	
	
	
	
	

	Issue Tracking
	
	
	
	
	

	Requirements management
	
	
	
	
	

	Customisation
	
	
	
	
	

	Library of WBS and schedule templates 
	
	
	
	
	

	Specific Industry Bias or Customisation
	
	
	
	
	

	Low-Level Customisation.
	
	
	
	
	

	Security
	
	
	
	
	

	Configurable access levels
	
	
	
	
	

	Security: Password, Encryption, Secure Sockets Layer, Etc.
	
	
	
	
	

	Deployment, Training, Support
	
	
	
	
	

	Ease of Use: Time-To-Learn
	
	
	
	
	

	Training Offered
	
	
	
	
	

	Ease of Installation: Time-To-Install
	
	
	
	
	

	Extent of online help and tutorials in software
	
	
	
	
	

	Support Options: Phone, E-Mail, On-Line knowledge base, 24x7, …
	
	
	
	
	

	Support Policy: Patches, Upgrades, Previous Versions 
	
	
	
	
	

	Interaction, compatibility with other tools and systems
	
	
	
	
	

	Interface to portfolio management systems or other enterprise-level tools—include specific list, e.g.
- automatic population of milestones into PPM tool
- automatic posting of time data from a timesheet application to tasks
- etc.
	
	
	
	
	

	Database Export
	
	
	
	
	

	Database Import: Support External Data Changes, Robust Bounds-Checking …
	
	
	
	
	

	Operating System Compatibility
	
	
	
	
	

	Multi-Language, Localization
	
	
	
	
	

	Methodology Support: PMBOK®, etc.
	
	
	
	
	

	Quality System Support
	
	
	
	
	

	Model, pricing and license agreements
	
	
	
	
	

	Computing Model: Web-Based (ASP), Client-Server, All In-House.
	
	
	
	
	

	Trial version available
	
	
	
	
	

	Pricing: License, Per-Seat Costs, multi-user licenses available
	
	
	
	
	

	Annual support or upgrade costs involved
	
	
	
	
	

	Vendor information
	
	
	
	
	

	Vendor Contact Information
	
	
	
	
	

	Vendor Web Site Address
	
	
	
	
	

	Years in business, installed base
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