Software Development Tool Evaluation Checklist  |  NimbleWork
Software Development Tool
Evaluation Checklist
Compare tools side by side before you shortlist, trial, or buy.

	Evaluator: ________________
	Team: ________________
	Date: ________________



1. Planning & Work Management
The most critical layer for PMs. Evaluate whether the tool gives your team and leadership the visibility to plan, adapt, and deliver with confidence.

	
	Criterion
	Pri.
	Score (1–5)
	Notes
	Red Flag

	Backlog & Prioritization

	☐
	Supports product backlog creation and management
	H
	
	
	☐

	☐
	Allows hierarchy: epics → stories → tasks (or equivalent)
	H
	
	
	☐

	☐
	Backlog can be prioritized, ranked, and refined easily
	H
	
	
	☐

	☐
	Supports custom work item types (decisions, risks, change requests)
	M
	
	
	☐

	☐
	Story mapping or roadmap view available
	M
	
	
	☐

	Sprint & Iteration Management

	☐
	Sprint/iteration planning with capacity management
	H
	
	
	☐

	☐
	Estimation support (story points, T-shirt sizing, hours)
	H
	
	
	☐

	☐
	Burndown / burnup charts available
	H
	
	
	☐

	☐
	Stand-up / daily sync support (task status, blockers visible)
	M
	
	
	☐

	☐
	Team velocity tracking across sprints
	M
	
	
	☐

	Kanban & Hybrid Support

	☐
	Kanban boards with WIP limit enforcement
	H
	
	
	☐

	☐
	Supports hybrid teams (Agile + Waterfall in same platform)
	H
	
	
	☐

	☐
	Workflow customization per team or project type
	M
	
	
	☐

	☐
	Pull-based execution model supported
	L
	
	
	☐



2. Portfolio & Cross-Project Visibility
Can leadership see across projects without manual reporting? This is where most tools fail at scale.

	
	Criterion
	Pri.
	Score (1–5)
	Notes
	Red Flag

	Portfolio Management

	☐
	Portfolio-level dashboard across multiple projects
	H
	
	
	☐

	☐
	Cross-project dependency tracking
	H
	
	
	☐

	☐
	Program/release roadmap visibility
	M
	
	
	☐

	☐
	OKR or goal alignment visible at portfolio level
	M
	
	
	☐

	Reporting & Analytics

	☐
	Real-time project status reporting for stakeholders
	H
	
	
	☐

	☐
	Customizable dashboards per role (exec, PM, team)
	H
	
	
	☐

	☐
	Blocker and risk visibility surfaced proactively
	H
	
	
	☐

	☐
	Cycle time, lead time, and throughput metrics
	M
	
	
	☐

	☐
	Export to common formats (PDF, CSV, Excel)
	L
	
	
	☐



3. Resource & Capacity Management
Essential for services orgs, corporate IT, and any team managing people across multiple concurrent projects.

	
	Criterion
	Pri.
	Score (1–5)
	Notes
	Red Flag

	Resource Planning

	☐
	Resource allocation view across projects
	H
	
	
	☐

	☐
	Capacity planning against team availability
	H
	
	
	☐

	☐
	Skill-based resource matching / intelligent search
	M
	
	
	☐

	☐
	Role-based resource rate management
	M
	
	
	☐

	Timesheets & Cost Tracking

	☐
	Built-in timesheet capability (not a third-party add-on)
	H
	
	
	☐

	☐
	Project costing and budget tracking
	M
	
	
	☐

	☐
	Cost reporting by project, team, or phase
	M
	
	
	☐



4. Process, Methodology & Governance
Does the tool enforce consistency without adding overhead? Critical for orgs standardizing how work gets done.

	
	Criterion
	Pri.
	Score (1–5)
	Notes
	Red Flag

	Methodology Support

	☐
	Supports Agile / Scrum out of the box
	H
	
	
	☐

	☐
	Supports Kanban out of the box
	H
	
	
	☐

	☐
	Supports Waterfall or stage-gate delivery
	M
	
	
	☐

	☐
	Hybrid methodology support (teams can mix methods)
	H
	
	
	☐

	☐
	Upstream planning (features, releases) connects to execution
	M
	
	
	☐

	Standardization & Governance

	☐
	Template library for project types and workflows
	M
	
	
	☐

	☐
	Process enforcement (e.g. definition of done, required fields)
	M
	
	
	☐

	☐
	Audit trail / change history on work items
	L
	
	
	☐

	☐
	Role-based permissions and access control
	M
	
	
	☐



5. Integrations & Technical Fit
A tool is only as good as how well it connects to the rest of your stack. Evaluate integration depth, not just the list.

	
	Criterion
	Pri.
	Score (1–5)
	Notes
	Red Flag

	Developer Tool Integrations

	☐
	GitHub / GitLab / Bitbucket integration (two-way sync)
	H
	
	
	☐

	☐
	CI/CD pipeline visibility (Azure DevOps, Jenkins, etc.)
	M
	
	
	☐

	☐
	Slack / Teams / communication tool integration
	M
	
	
	☐

	☐
	Jira migration support (if switching)
	M
	
	
	☐

	Platform & Security

	☐
	Cloud-hosted with SSO / SAML support
	H
	
	
	☐

	☐
	SOC 2 Type II or equivalent security certification
	H
	
	
	☐

	☐
	GDPR compliant data handling
	H
	
	
	☐

	☐
	API available for custom integrations
	M
	
	
	☐

	☐
	Mobile app for iOS and Android
	L
	
	
	☐



6. Usability & Adoption
The best tool is the one your team will actually use. Evaluate ease of onboarding, not just feature depth.

	
	Criterion
	Pri.
	Score (1–5)
	Notes
	Red Flag

	User Experience

	☐
	Intuitive UI — can a new user navigate without training?
	H
	
	
	☐

	☐
	Setup time to first working board < 1 day
	H
	
	
	☐

	☐
	Onboarding support / guided setup available
	M
	
	
	☐

	☐
	Customizable enough for different team working styles
	M
	
	
	☐

	☐
	In-product AI assistance or smart recommendations
	L
	
	
	☐

	Support & Training

	☐
	Documentation is comprehensive and up to date
	M
	
	
	☐

	☐
	Live support available (not just community forum)
	M
	
	
	☐

	☐
	Professional services / onboarding support available
	L
	
	
	☐



7. Pricing & Total Cost of Ownership
Sticker price rarely tells the full story. Evaluate what you need vs. what plan includes it, and what add-ons cost.

	
	Criterion
	Pri.
	Score (1–5)
	Notes
	Red Flag

	Pricing Transparency

	☐
	Core features (Agile, reporting, integrations) in base plan?
	H
	
	
	☐

	☐
	Portfolio management included — or a paid add-on?
	H
	
	
	☐

	☐
	Resource management included — or a paid add-on?
	H
	
	
	☐

	☐
	Price-per-seat model is sustainable at your team size
	H
	
	
	☐

	☐
	Free trial available without credit card
	M
	
	
	☐

	☐
	Annual vs. monthly pricing difference is reasonable
	L
	
	
	☐



Knockout Questions
If a tool fails any of these, remove it from your shortlist before scoring.

	☐  Supports your team's primary delivery methodology (Agile / Kanban / Hybrid) without heavy configuration?

	☐  Gives leadership cross-project visibility without manual reporting exports?

	☐  Resource management and timesheets are native — not a bolt-on integration?

	☐  Trusted by your security team (SOC 2 / GDPR compliant, SSO support)?

	☐  Pricing is sustainable at your projected team size for the next 2 years?



Scoring Guide

	5
	Excellent — exceeds requirements

	4
	Strong fit — meets all key needs

	3
	Workable — meets most needs with workarounds

	2
	Weak fit — significant gaps

	1
	Not suitable — fails on this criterion


Tip: Use the same priority weighting for every tool you evaluate. Weight H criteria at 3×, M at 2×, L at 1× for a weighted total.

Decision Summary

	Tools evaluated
	

	Top 3 tools
	

	Best overall fit
	

	Biggest gap / risk
	

	Next step
	



See how NimbleWork scores on every criterion above.
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