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Selecting the right Project &
Portfolio Management tool
tool isn’t easy.

Go too light, and you're back in spreadsheets with limited visibility.
Go too heavy, and adoption stalls as teams push back.

The trick is finding the right weight—a tool that fits your organization’s current

maturity and can scale with where you're headed.

Most teams start simple. Spreadsheets work - until they don’t. As projects multiply,
priorities blur, and leaders start asking for visibility, you realize you've outgrown your
system. You add a lightweight tool. Suddenly, collaboration feels smoother, updates are

easier, and everyone's on the same page again.

Then growth kicks in. You go from "You'Ve officia I Iy hit the

a handful of projects to a growing

portfolio, from one team to multiple in-between zone where

functions, from managing tasks to . . )

managing dependencies. That's when Ilghtwelght tOOIS aren t

cracks begin to show - data scattered enough but heavyweight

across tools, limited reporting, and too . 1l 17
o | platforms feel like overkill.

many manual updates.

This is where many organizations get stuck. They've outgrown the basics but aren't ready
(or willing) to take on the cost, complexity, and time required for enterprise-grade systems.

Middleweight tools exist exactly for this stage.

They bridge the gap between simplicity and scale—offering enough structure to provide
portfolio-level insight and governance, but without the bureaucracy that slows teams down.
These tools are built for growing organizations that need visibility, resource allocation, and

dependable dashboards—without losing flexibility.

Before diving deeper, it helps to think of tools in three broad “weight classes:” lightweight,

middleweight, and heavyweight.



Choosing the Right
Weight Class

EXAMPLES

BEST FOR

PORTFOLIO VISIBILITY

RESOURCE
MANAGEMENT

CUSTOMIZATION

INTEGRATION

REPORTING

GOVERNANCE &
CONTROL

ADOPTION SPEED

COST

SCALABILITY

PROS

CONS

IDEAL FIT

LIGHTWEIGHT TOOLS

MS Office + Google Suite *
Asana * Trello + Monday.com «
ClickUp « Notion « Hive

Task tracking, small projects,
fast-moving teams

X

Limited

Basic

X

Minimal

Few apps

Project-level

Limited

Easy to start » Low cost * Quick
adoption

Single source of truth « Deep
analytics « Scalable

<« Teams with <10 projects or
early-stage orgs

MIDDLEWEIGHT TOOLS

Smartsheet + Wrike « Celoxis
* Project Insight « Planisware
Orchestra

Growing portfolios, cross-team
visibility, structured workflows

Unified, real-time

Scalable & visual

Plug-and-play workflows
Jira, DevOps, Salesforce,
QuickBooks, Teams

Portfolio-level clarity

Balanced oversight

Guided, fast rollout

Moderate, scalable

Grows with your organization

Robust dashboards * Resource
allocation « Balance of ease
+ depth

Needs governance « May hit
limits at large scale

< Organizations running
20-100 projects needing
portfolio insight

HEAVYWEIGHT TOOLS

Planview * ServiceNow - Jira
(enterprise use)

Enterprise-wide visibility,
compliance, and financial/
resource planning

Advanced but complex

Deep but rigid

Requires IT or consultants

Broad but complex

Enterprise analytics

High but restrictive

X

Slow and complex

X

High with recurring fees

X

Scales but costly

Single source of truth « Deep
analytics + Scalable

Costly « Steep learning curve *
Longer implementation

< Enterprises with 100+
projects, multiple units
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Common Traps to Avoid

« Overbuying: Paying for ServiceNow when Trello
would do.

« Underbuilding: Running 100+ projects in Excel
with no real-time visibility.

« Fragmentation: Having 5 tools across 5 teams
with no single source of truth.

« Chasing trends: Switching platforms every year
in search of “the next best thing.”

Rule of Thumb

If your current tool is
slowing you down, requiring
more workarounds than
solutions, or leaving
leadership in the dark—it's
time to explore the next
weight class.

Why Middleweight

Tools Exist

As organizations expand, so do their teams, systems,

and complexity. Lightweight tools and

spreadsheets may work for project updates, but they fall short of showing the full portfolio

picture leaders need to guide growth.

Middleweight tools fill that gap. They offer plug-
and-play flexibility, risk and issue management,
and seamless portfolio views at a fraction of

the cost of heavyweight platforms. And while
enterprise systems can deliver depth, they often
come with long rollouts, high costs, and resistance

from teams that simply need clarity and control.

That is why middleweight tools exist. They add
visibility and structure without the heavy lift or

price of an enterprise system.

“It's wise to buy a tool that
will grow with you. Project
Insight lets you skip the
heavyweight upgrade and
delivers enterprise-level
capabilities on-demand
without another costly
system migration later.”

Think of it like building strength. You do not jump from five pounds to fifty overnight. You

build capacity with a weight that strengthens your foundation for the next level.

<~ I1f you anticipate your organization might be ready

for a middleweight tool, read on.
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Project Insight lets you

avoid the heavyweight

upgrade for good.

. Project Insight delivers heavyweight functionality at

a middleweight price. It scales with your team, providing
enterprise-level features when you're ready for them, without
forcing another costly system migration later. It connects your
existing tools, automates work, and serves as a central command

center for all of the projects happening at your organization.

© PROJECT INSIGHT
THE ISSUE SOLUTION

Enterprise power ready on-demand.
No extra modules or cost to add
functionality later.

Paying for features you're not
ready for

Scales from middle to heavyweight in

Growing out of your tool
the same system.

Connects bidirectionally with your
Losing visibility across tools stack including Jira, DevOps, Salesforce,
QuickBooks, 0365, ServiceNow, & ERP.

Waiting months/years for

Live in weeks with instant clarity
system value.

Configure it yourself, no outside

Needing consultants to customize
g help needed

Unlike heavyweight systems that can take months or years

to deploy, . Project Insight is live in weeks with enterprise
features ready on day one. Teams adopt it quickly. Leadership
gains visibility fast. You get heavyweight clarity without
heavyweight resistance.

(O PROJECT INSIGHT GET IN TOUCH

After outgrowing spreadsheets and
lightweight tools, Cal Coast Credit Union
needed real-time visibility and scalable
capacity planning without the long rollout or
high costs of an enterprise system.

C Project Insight gave them heavy-

weight functionality with a fast, affordable
implementation that fit their middleweight

growth stage.

— Jacqueline Leshko, CSM, PMP
75 Director, Portfolio Delivery,
1“‘ Cal Coast Credit Union

@ projectinsight.com
Project Insight spans the gap: lightweight sales@projectinsight.com

949-476-6499

adoption, middleweight growth, and

heavyweight clarity, giving you a complete,
dynamic picture of org-wide work.
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Hussain Bandukwala of Parwaaz Consulting works

with PMOs to assess their current environment: vendor
agnostic tool selection, consolidation, and governance
included. Together, you'll evaluate where you are

today and explore how the right PPM tool can help you
transition smoothly and future-proof your portfolio

management.

Created by °Pro'|ect Insight in partnership with
Parwaaz Consulting to help organizations evaluate the

right-fit PPM solution for their growtah stage.

GET IN TOUCH

@ parwaazcc.com
hussain@parwaazcc.com
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