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ABSTRACT 
 

This thesis with the title “Prioritization of projects in Project Portfolio Management” 

mainly focuses on different methods and tools that are commonly used to select and 

prioritize the different project opportunities inside a companies’ portfolio. This work is 

primarily bibliographical, where we have performed an extensive and systematic 

literature review. However, we have also studied and analysed PPM softwares that are 

generally used. 

Firstly, we have carried out a general literature review on Project Portfolio Management 

(PPM), where we have studied its importance for enterprises and the challenges it faces 

nowadays. Furthermore, we have reviewed distinct techniques that companies use to 

prioritize their projects.  

After this first research, we have discovered that the two main used methods are financial 

planning and visualization tools. So, we have later decided to narrow-focus our 

investigation to these two topics. We will cover its main functionalities and in which 

situations they are principally used. Furthermore, we will be describing how these two 

techniques are integrated with PPM and with project portfolio selection and prioritization. 

In addition to the impact of financial constraints on portfolio performance and methods 

to align financial planning with strategic goals. 

Lastly, we will also be studying and analysing different softwares which are generally 

utilized in Project Portfolio Management. In here there will be a general description of 

each of them with their main functionalities, advantages and disadvantages. Moreover, 

we will include a table in where it will be shown clearly the differences and characteristics 

of all of them. 

 

Main keywords: Project Portfolio Management, project prioritization and selection, 

financial planning, rolling wave method, data visualization tools, PPM softwares, 

strategic alignment. 
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1. INTRODUCTION                                                                                               
Project and portfolio management have gained in the last years importance in companies 

and many authors have written about it. And some of them talk specifically about the 

prioritization of projects inside a portfolio. However, the methods and processes they 

offer are not very flexible and adaptable to all types of companies and are usually based 

on complex mathematical models that are difficult to implement in smaller companies.  

Furthermore, methods used for prioritization such as financial planning or visualization 

tools are of vital importance. However, it is more crucial to integrate these methods 

properly with Project Portfolio Management (PPM) to get the most out of them. Allowing 

managers to align financial plans with strategic objectives, so they can maximize the 

portfolio value and achieve the firm’s goals. 

Nowadays, there exist numerous softwares that are useful for PPM, each one of them with 

their unique characteristics and features. Some of them even help with the integration of 

financial plans with portfolio management. So, it is of vital importance to know them to 

be able to use the one that will fit your companies’ requirements. 

The main objective of this thesis is to carry out a detailed study of financial planning and 

visualization tools in PPM and analyse how they integrate with portfolio and project 

management. We also want to cover these topics from the point of view of prioritization 

and selection of projects, discussing how these two commonly used techniques can be 

beneficial for it. 

Furthermore, another primary objective is to perform a research on the different PPM 

softwares that are used to manage projects and portfolios. Analysing how each one of 

them integrate financial planning with PPM and how they can be helpful to its users when 

the selection and the prioritization of projects is being executed.     
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2. LITERATURE REVIEW 
Projects are temporary endeavours undertaken to create a unique product, service, or 

result. Those outcomes might be tangible or intangible. And they also have a temporary 

nature which indicates they have a definite beginning and end (Rose, 2013). In the last 

years, organizations have been shifting towards an approach that focuses on projects, to 

be able to reduce costs and improve competitiveness. It also helps adapt to the rapid 

changing demand in the market, which is really important in a world with increasing 

global competition (Padovani, 2008).  

Traditionally, organizations have focused only on single projects success. Nevertheless, 

they have started managing groups of projects as an interconnected portfolio, rather than 

in isolation. But which it is also more complex. (Levine, 2005).  Due to these reasons 

project portfolio management has been gaining a remarkable importance in the last 

decades. 

Project portfolio management (also known as PPM) is a process through which 

companies select the right projects, prioritize the work, and provide the resources needed 

in order to be aligned with their organizational strategies and long-term goals (Rose, 

2013). Other authors such as (Iyyuni, 2015), consider project portfolio management as a 

critical tool for firms to deal with the dynamic global market and their uncertainties to 

accomplish their financial and strategic objectives. He also highlights the need for 

flexibility and strategic planning in project portfolio management to deal with the shifts 

in market trends and consumption patterns across the world over time, which calls them 

“spatio-temporal uncertainties”. What all authors have in common is that they use it to 

deal and manage the different projects an enterprise has to maximize their overall welfare 

and success (Levine, 2005). 

However, managing multiple projects simultaneously is challenging because of different 

reasons (Purnus, 2014): 

• Volatile economic climate: Financial crises can cause payments to stop 

temporarily which would force companies to take additional risk they wouldn’t 

normally take. 
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• Unstable cash flows: Delays in payments cause companies to use internal 

resources. Which can trigger cash shortages, missed deadlines and budget 

overruns. 

• Fierce competition: Due to the decrease in projects every year, companies 

participate in unsustainable bidding practices. They even assign to projects values 

the 50% of the initial budget, which causes an erosion on the margin profits and 

reduces the quality of the services. 

Apart from the external competition we have just mentioned, there also exist internal 

competition in companies due to limited resources like funding and senior management 

attention. This is why project teams experience pressure and feel demotivated or 

undervalued within an organization when they have less access to resources (Iyyuni, 

2015). 

Project portfolio management has different task which are vital for companies to achieve 

their short and long-term goals. One of the main tasks within PPM is risk management, 

that has to deal with uncertainties which influence portfolio outcomes. Other sources of 

uncertainty apart from the ones previously mentioned are market (PESTLE), 

technological, customer relationship, and people uncertainties. Analysing and 

understanding these sources can help companies develop specific strategies (Iyyuni, 

2015)  

However, in this literature review we will focus on another main task of PPM, which is 

the selection and prioritization of projects. An effective project categorization and 

prioritization can give rise to a successful project portfolio management and maximize 

the value creation potential for an organization by increasing the output and being more 

cost-effective (El Hannach, 2019). Other benefits are they ensure the support on 

organization's goals and the optimization of the resources based on their strategic 

priorities. It can also help reduce the overall portfolio risk thanks to the diversification of 

projects and selecting those with uncorrelated risks (Purnus, 2014).  

On the other hand, selection, and prioritization of projects in companies are currently 

facing some challenges (Chatterjee, 2018): 

• Limited funding and resources: Organizations generally have limited budgets 

and resources, which forces them to prioritize projects that will offer the highest 

benefit.  
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• Outdated technology: Obsolete technology can limit the success of a project and 

impact negatively on cost. 

• Subjective expert judgments: The process of decision-making in a company can 

often suffer from experience-based judgement and subjectivity which could lead 

to cognitive bias. These problems often come from high-level management. 

• Financial risk minimization: Enterprises look for projects that will maximize 

the possibility of success while minimizing financial risks. 

Furthermore, companies usually have multiple project proposals which will lead them 

take timely decisions to avoid delays. This selection of projects will also lead to trade-

offs between different objectives. 

Traditionally, this selection and prioritization has been done focusing only on individual 

project evaluation and financial metrics, like profit or return on investment (ROI). While 

these factors are important, they can lead to suboptimal portfolio decisions. One clear 

example could be the case where a project with the highest potential profit margin 

requires significant resources, limiting the execution of other valuable projects (El 

Hannach, 2016). Moreover, this often leads to a selection of projects that may not be fully 

aligned with a company’s overall business strategy and long-term vision (El Hannach, 

2019).  

(Padovani, 2008) points out that an effective portfolio management should not only focus 

on meeting the strategic requirements, but also give the company a competitive 

advantage. And to achieve this effectiveness they should choose the right projects. But 

like (Elbok, 2020) says, there aren’t "one-size-fits-all" approach to project portfolio 

selection since each organization has their unique needs. 

 

2.1. PRIORITIZATION IN PROJECT PORTFOLIO 
MANAGEMENT  

Throughout the lecture of the different articles, we have found different methods and 

processes to select and prioritize projects in a portfolio. One of the main steps that all the 

processes have in common is defining a set of criteria for the projects. 

The method of multiple criteria consists in defining different key indicators to assess 

and compare the projects in a portfolio. As (Chatterjee, 2018) mentions, the criteria 
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chosen can either be tangible (like financial ratios) or intangible (like strategic alignment). 

There are many types, but the most common ones are (Purnus, 2014):  

• Financial criteria (benefit-cost ratio, net present value, return on investments) 

• Technical criteria (project complexity, technology capabilities and capacities) 

• Strategic criteria (goals, objectives, market share and growth, competitive 

advantage) 

However, there are many other types of criteria that can be also used depending on the 

type of project such as (PMI, 2014): 

• Risk-related criteria (potential internal and external risks, mitigation strategies) 

• Resource-related criteria (human resources capabilities, equipment needs) 

• Legal criteria (legal/regulatory compliance) 

• Qualitative factors (experience, team expertise, urgency) 

• Quantitative factors (project size, people committed to the project, time available) 

Nevertheless, there isn’t a universally accepted set of criteria, and organizations should 

define the criteria that best suits their specific context and operating environment. 

Decision-makers usually prefer to consider both qualitative and quantitative criteria for 

better decision outcomes. However, choosing inappropriate criteria can negatively impact 

the company’s ability to achieve trier goals and objectives (Elbok, 2020). 

This method uses different decision-making models (also known as MCDM) to rank the 

projects based on the different previously chosen. Some of the most common are 

ELECTRE, PROMETHEE, and AHP (Analytic Hierarchy Process) (Elbok, 2020). (Sari, 

2023) mentions other models like MAUT (Multiple-Attribute Utility Technique) and 

decisions trees, that use a hierarchical structure to evaluate project alternatives against 

objectives at different levels, like AHP does.  

One of the disadvantages of using AHP, is that it doesn’t take into account uncertainties. 

However, (Chatterjee, 2018) proposes the integration of a fuzzy approach to this model 

to help address decision-maker uncertainty.  

The methods previously mentioned are more advanced and for companies which are 

seeking a more sophisticated approach to the decision making. And they require a 

minimum knowledge on the models to be able to use them. However, there are other 

methods that are simpler and easier to use (Levine, 2005): 
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• Weighted ranking/Balance scorecard: Consists in assigning a weight to each of 

the criteria that has been previously selected depending on their importance to the 

company or to the project category. Projects are then evaluated and assessed 

according to the criteria to have a more comprehensive vision and be easier to 

compare. With the final values for each project, they can be ranked and prioritize 

inside the portfolio. In Figure 1, that has been extracted from (PMI, 2014) we can 

see an example of how this method can be used to rank projects based on their 

priority. 

 

Figure 1: Multiple-Criteria Weighted Ranking (PMI, 2014) 

• Visualization/Graphical techniques: Data visualization tools like grids and 

charts are powerful aids in presenting multidimensional data for analysis. These 

tools can be used to compare projects, allowing decision-makers to prioritize 

projects and to monitor portfolio balance according to the criteria previously 

selected. In the (PMI, 2014), different types of graphs are suggested such as: risk 

vs. return charts, histograms, pie charts, and bubble graphs. An example of a 

bubble chart can be found in Figure 2, where projects are evaluated on three 

different criteria, two of them in each of the axis, and the other represented by the 

size of the circles. 

 

Figure 2: Bubble chart (PMI, 2014) 
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Another important step in the suggested processes is categorization, which consists in 

classifying the projects in the portfolio. This is essential since not all projects are alike, 

and we want to avoid unfair comparisons and “throwing everything in the same basket”. 

(Elbok, 2020).  The different benefits associated to categorization mentioned in (PMI, 

2014) are: 

• Standardized Comparisons: Criteria and its importance can vary between 

projects, so by using categorization we allow a standardized and balance 

comparison of projects that addresses similar needs and strategic goals. In that 

way they ensure projects contribute to the desired outcomes. 

• Efficient Evaluation: By grouping similar projects, categorization allows for a 

more efficient and easier scoring, ranking, and selection processes. Decision-

makers can focus on comparing projects within relevant categories for their 

companies. 

(Iyyunni, 2015) introduces the NTCP model (Novelty, Technology, Complexity, and 

Pace) as a tool to help organizations understand the characteristics of different project 

types.  

Other important steps that some authors mention in their processes are the following: 

• Selection: This would be the first step, where from a wide variety of projects, 

possible candidate projects for the portfolio are chosen. This selection is done in 

order to have a first filter, which is pretty useful in big companies since the 

complexity in the management of portfolios increases with the number of project 

proposals (Chatterjee, 2018). 

• Evaluation: Projects previously selected are reviewed and analysed in order to 

get the most information out of them. This is helpful because they will have to be 

assessed, according to the criteria selected by the company, to prioritize the 

projects on the portfolio (El Hannach, 2019). 

• Adjustment: Performance data, resource availability, and changes in the business 

environment (market shifts, economic fluctuations) need continuous monitoring. 

Project portfolios are not static, and projects may be added, removed, or re-

prioritized to ensure optimal resource allocation and strategic alignment (El 

Hannach, 2016). 
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Lastly, we would like to mention (Purnus, 2014) probabilistic approach, which is really 

helpful to take into account risk and uncertainty in the assessment of project criteria. He 

highlights that a deterministic approach is commonly used to estimate project 

performance, which cannot be as accurate in making decisions. However, this type of 

approach can only be used with quantitative criteria. The two different methods that he 

introduces are: 

• Three-Scenario Approach (Pearson-Tukey Method): A semi-probabilistic 

strategy of developing optimistic, most likely, and pessimistic project scenarios 

to build probability curves for target goals. 

• Monte Carlo Simulation: Computer-based simulation of project risks and 

uncertainties, allowing analysis of thousands of potential outcomes to understand 

project behaviour. 
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  3. RESEARCH METHODOLOGY  
This thesis has been developed using a technique similar to waterfall project management 

methodology, in which each phase has been carried out in sequence, one after the other. 

Waterfall methodology is a linear process model which is characterized by clearly stated 

series of stages that flow downwards like a waterfall. As it can be seen in Figure 4, our 

thesis project also follows a sequential approach like the waterfall methodology. 

We have decided to follow this type of approach since we need to finish each of the tasks 

before moving on to the next one. So, this characteristic of the waterfall methodology is 

suitable for our project. 

 

Figure 3: Thesis project tasks 

As it can be seen in Figure 1, our project is composed of 8 main tasks, where the majority 

of them are literature review of different topics, since we are doing a bibliographical 

thesis. To start off, we first stated the hypothesis of our thesis and about what we wanted 

to do the literature review.  

In the beginning we did a general study on project portfolio management (PPM) and the 

different methods that exist. After analysing the results from this first part, we decided to 

narrow-focus on two of the main methods that are commonly used, which are financial 

planning and visualization tools.  

Secondly, we did a broad study on different softwares that are used for PPM. With this 

we were able to extract the characteristics of each of them and their advantages and 

drawbacks. To capture  
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To conclude, we did a final analysis on all the literature review we had carried out to 

arrive to the final conclusions on our thesis.  

In Figure 4, we can observe the Gantt Chart of all the task previously mentioned. This 

thesis’ work has been performed through the period of seven months, starting in the month 

of March of 2023. 

 

Figure 4: Thesis project Gantt Chart 

The literature review of this thesis has been done using an extensive and systematic 

literature analysis, with both academic and professional articles. For the search process 

of this study, we have primarily used the online database of Google Scholar, and other 

websites such as Elsevier, IEEE Xplore, Taylor & Francis, and Springer. Although some 

of the books used have been downloaded from different websites such as Academia.edu. 

Moreover, for some topics like Rolling Wave Method or for the different softwares, we 

have extracted also information from some websites since we could not find that many 

articles on these matters. 

To conduct the research for the literature review of this thesis, relevant keywords like 

“prioritization in a project portfolio”, “financial planning in PPM”, “visualization tools 

for projects and portfolios”, and “softwares for project management” have been used in 

order to find the right articles. 

The first filter used in all the articles encountered, was done by reading the headlight and 

the abstract of each one of them, which in case of being the type of article we were looking 

for, it was stored for a posterior lecture. After certain articles were selected for each of 
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the different topics we cover in this thesis, an in-depth analysis was done to get all the 

ideas.  

Afterwards, we did a synthesis/summary of all the articles and stated the main key points 

of each of them. Thanks to it, we could easily connect the ideas of the different authors 

and see what they had in common, and which parts were less developed so we could find 

the research gap that we will try to explore and expand in our thesis. 
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4. FINANCIAL PLANNING 
Previously, in a general literature review, we have analysed different methods and tools 

commonly used on the selection and prioritization of projects in a portfolio, which is a 

crucial step in Project Management Portfolio (PPM). One of the most important methods 

that is used to execute the prioritization of a portfolio is financial planning.  

Financial planning is a fundamental process that consists in allocating and managing the 

financial resources of a company across a portfolio of projects. This mechanism, essential 

to PPM, acts as support to ensure that projects are strategically aligned with an 

organization's long-term goals and their financial capabilities. This is achieved through 

meticulous budget management, optimal resource allocation, and continuous financial 

assessment, which allows organizations to prioritize the projects that will bring the 

maximum value while taking care of risks effectively (Kapoor, 2016).  

It compromises critical activities such as budget allocation, cost estimation, and resource 

and risk management, all of which are crucial for a successful execution of the projects 

and the achievement of the firm’s goals. 

(Cooper, 2001) mentions that a well-structured financial plan helps in decision-making, 

because it provides a comprehensive insight into the financial viability and potential 

returns of projects. This process involves evaluating projects not just for their strategic fit 

but also for their economic feasibility, ensuring that resources are allocated to projects 

with the greatest potential for success. By using financial planning as a guiding reference, 

organizations can manage better their project portfolios and ensure that projects are 

aligned with the overall strategic vision. 

Moreover, organizations gain the possibility to adapt to market changes if they have an 

effective financial plan. In today’s dynamic business environment, where market 

conditions and strategic priorities can shift rapidly, having a robust financial planning 

framework is critical to adjust and re-align projects to new opportunities and threats 

(Müller, 2008). 

Financial planning can also be used as a tool for accountability and performance 

measurement. Organizations can track the progress of the projects by setting financial 

targets and milestones, apart from assessing financial health and making adjustments 

whenever is needed. Thanks to this continuous monitoring process, firms can ensure that 
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projects are not only delivered on time and within budget but also that they provide the 

expected financial returns (Dooley, 2005). 

 

4.1. INTEGRATION WITH PPM 

Integrating financial planning with PPM is vital to ensure that project portfolios are 

managed so that they support strategic objectives and maximize return on investment. 

This integration means lining up financial metrics with strategic priorities, allowing 

organizations the optimization of resource allocation and project selection processes 

(Dooley, 2005). 

The integration’s key aspect is the development of an extensive financial structure that 

covers strategic, tactical, and operational planning levels. At the strategic level, financial 

planning makes sure that portfolios are aligned with the vision of the firm and that 

resources are assigned to projects which strategic value offer is the greatest. This 

arrangement is vital to maintain a balanced portfolio that supports the organization’s 

competitive positioning and long-term growth (Meskendahl, 2010). 

At the tactical level, financial planning requires an optimal coordination of the resource’s 

allocation across the portfolio, to ensure that all projects are properly supported, and their 

resources are efficiently used. A dynamic approach to resource management is essential, 

since financial plans need to be continuously updated to display changes in project scope, 

timelines, and priorities (Killen & Hunt, 2010). By including financial metrics into the 

portfolio management process, organizations can assess in a better way project 

performance and make informed decisions about project continuation or termination. 

Lastly, at the operational level, financial planning is integrated into the daily management 

of projects. Project managers use financial data to manage costs, track progress, and 

ensure that projects do not exceed their budget. According to (Turner & Ledwith, 2012) 

this operational integration is crucial to maintain financial discipline and ensure that 

projects deliver the expected financial returns. 

Furthermore, financial planning integration with PPM increases organizational agility and 

responsiveness. Organizations can quickly adapt their project portfolios to changes in the 

external environment, such as technological advancements, market shifts, or competitive 

pressures. All thanks to the alignment of financial and strategic planning. This ability to 
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adjust and pivot is one of the main advantages of integrating financial planning with PPM 

(Müller, 2008). 

 

4.2. CHALLENGES WITHIN PPM 

Even though financial planning has a crucial role in PPM, it is filled with challenges that 

firms must deal with to achieve successful outcomes. One of the main challenges is the 

intrinsic uncertainty and complexity of project environments, which can make it 

complicated to precisely forecast and budget (Müller, 2008). 

Companies frequently face resource constraints, which entails complex decisions with 

respect to project prioritization and resource allocation. The highly competitive demands 

for limited resources, requires optimizing resource use with effective strategies and needs 

to make sure that projects receive adequate funding. As mentioned before, financial plans 

need to be aligned with the strategic priorities, which intensifies this challenge (Kapoor, 

2016). 

Moreover, the dynamic nature of project portfolios necessitates continuous monitoring 

and adjustment of financial plans to accommodate changes in the business environment 

and strategic priorities. This requires a flexible and adaptable approach to financial 

planning that enables organizations to respond quickly to new possibilities and problems. 

For instance, project plans and budgets may need to be quickly adjusted if there are 

changes in market conditions, regulatory environments, or technological advancements 

(Martinsuo, 2013). 

According to (Dooley, 2005), there exists an essential need for effective communication 

and collaboration between project managers and stakeholders to overcome financial 

planning challenges. A continuous dialogue and arrangements among all parties involved, 

including project teams, financial analysts, and executive leaders helps to achieve this 

effective communication. Moreover, this cooperation is essential to maintain clarity, 

inspire confidence, and ensure that all stakeholders have the same financial goals and 

priorities as the firm. 

Lastly, when integrating financial planning with other elements of PPM, such as risk 

management and performance evaluation, this process gets more complex. In addition, to 
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ensure that financial plans are complete and in line with managerial goals, enterprises 

must create a strong financial framework that includes risk assessments, performance 

metrics, and feedback mechanisms, (Killen & Hunt, 2010). 

 

4.3. TECHNIQUES AND METHODS USED  

Financial planning for PPM can be done using various methods or techniques, each one 

having their own advantages and limitations. Two of the most famous and common are 

the following ones: 

• Net Present Value (NPV) analysis: it calculates the present value of the 

expected future cash flows to evaluate the project’s profitability. It is especially 

effective when we compare projects with different cash flow patterns and 

timelines, allowing companies to make informed investment decisions. This 

method is useful to evaluate the financial viability of projects, to later prioritize 

those with the highest profit (Archer, 1999). 

 

 

Figure 5: NPV Formula 

• Internal Rate of Return (IRR): it calculates the discount rate which will make 

zero the net present value of cash flows. This tool allows organizations to assess 

the financial attractiveness of projects and select the ones with the highest 

potential returns. It is a valuable method that can be useful to evaluate the relative 

profitability and compare projects with different durations and cash flow profiles. 

(Cooper, 2001). 

 

Figure 6: IRR Formula 

According to (Müller, 2008), in PPM, financial scoring models are generally used to 

evaluate projects based on different financial criteria, such as cost savings, expected 
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revenue, and strategic impact. These models provide a structured approach to evaluate 

the projects, and to allow portfolio managers to prioritize projects based on their financial 

and strategic value. Financial scoring models can be adapted to an organization’s specific 

needs and priorities, providing a flexible framework to assess projects. 

Another known method is the strategic buckets approach, that assigns funds based on 

strategic priorities to different categories, also called “buckets”. So, resources are 

distributed in a balanced way thanks to this approach that reflects the organization's 

strategic goals. By classifying projects into distinct “buckets”, such as product lines, 

markets, or project types, companies can select and prioritize those projects that are in 

line with their strategic goals and provide the greatest financial returns (Meskendahl, 

2010). 

Organizations are increasingly using data-driven strategies and advanced analytics, in 

addition to these conventional methods, to improve financial planning in PPM. Some 

tools such as predictive analytics, scenario planning, and real-time data visualization 

enable companies to gain deeper view of the project performance, and to identify trends 

to make more informed financial decisions. These techniques allow businesses to 

optimize their project portfolios, maximize returns, and promote long-term value creation 

(Turner & Ledwith, 2012). 

 

4.4. ROLLING WAVE METHOD FOR BUDGETING 

The rolling wave method in PPM is a budgeting technique that enables a detailed 

planification of actual tasks while leaving more flexibility on future tasks until they are 

close in time. This technique uses iterative planning, which means that the project will 

adapt as the project unfolds. Thanks to this approach, companies are able to adapt to 

changing circumstances and make informed-based decisions as new information becomes 

available (Shakir, 2023). 

Projects with uncertain environments or that subject to change can benefit significantly 

from rolling wave method. By focusing on short-term goals and repeatedly adapting your 

plans based on project progress, firms that use this method make sure that they will react 

rapidly to dynamic market circumstances. Furthermore, project managers will be able to 
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effectively respond to new difficulties and opportunities thanks to the real-time 

adjustments and adaptations of this approach (Team, 2023). 

Within rolling wave method there are several key steps, such as: identifying the 

requirements of the project, outlining the phases, planning immediate tasks, managing 

initial stages, and iterating plans for future ones. By dividing the project into small and 

manageable phases, and focusing on immediate priorities, the efficiency and effectiveness 

of organizations can increase greatly. This structured approach makes it easier to 

effectively allocate their resources, manage the risk, and improve the communications 

throughout the project lifecycle (Buma, 2022). 

Moreover, rolling wave planning combines well with agile practices, since both of them 

use iterative and incremental development. The integration of rolling wave planning with 

agile methodologies enables companies to benefit from both approaches, improving 

project adaptability and responsiveness. Thanks to it, they can also increase cooperation, 

remain flexible, and accomplish projects that fit stakeholder’s needs 

(ProjectManagementReport, 2023). 

As stated in (The Rolling-wave Planning, 2022), this methodology also looks for 

continuous advancement and learning, which encouraging project teams to identify areas 

for improvement, and make changes that will bring better outcomes. By supporting a 

culture of innovation and adaptability, rolling wave planning helps organizations work in 

difficult and uncertain environments, ensuring success and sustainability in the long run. 
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5. FINANCIAL PLANNING AND PROJECT 
PORTFOLIO PRIORITIZATION 
Financial planning is a crucial element in the selection and prioritization of projects within 

a portfolio. It ensures that resources are assigned to those which initiatives are in line with 

the strategic goals and offer the highest potential returns. As mentioned before, there are 

various financial metrics that are useful to evaluate the financial viability of project, such 

as: Economic Value Added (EVA), Internal Rate of Return (IRR), and Net Present Value 

(NPV). These measures offer a quantitative basis for decision-making, that ensures that 

selected projects will positively contribute to the firm's financial position and strategic 

goals (Cooper, 2001). 

In the study (Cooper, 1997), the authors emphasize on the importance of combining 

financial planning with project selection processes. Dominant companies are using 

nowadays detailed financial analysis to ensure that the financial needs of the projects are 

in line with the long-term strategic goals. Therefore, resource allocation is optimal, 

portfolio performance is enhanced, and projects support a broader business objective. 

There exist different qualitative analysis techniques such as the Balanced Scorecard, that 

complement the quantitative methods previously mentioned. They allow organizations to 

include other types of criteria, like strategic criteria, into their decision-making processes, 

to ensure a complete evaluation of projects. Companies can create a diversified project 

portfolio using this approach, to promote overall business success and sustainable growth 

(Baier, 2008). 

In addition, methods like the Matrix for the Evaluation of Strategic Alternatives (MESA) 

creates a structure that allows aligning project selection with strategic goals. These 

techniques use a combination of financial and qualitative criteria that prioritize projects 

depending on their strategic and financial impact, which enhances the strategic coherence 

of the project portfolio (Laslo, 2010). 
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5.1. IMPACT OF FINACIAL CONTRAINTS ON PORTFOLIO 
PERFORMANCE  

Financial constraints can have a significant effect on the performance and configuration 

of project portfolios. In the case of firms with limited financial resources, they must 

prioritize projects which ensure that their investments will bring the maximum potential. 

Sometimes, this obliges the exclusion of projects that, even though they have strategic 

importance, they do not meet the needed financial criteria (Musso & Schiavo, 2008). 

(Musso & Schiavo, 2008) discuss in his article how financial constraints can impact firm 

survival and growth. They highlight that constrained companies are bound to optimize 

resource allocation in order to sustain their activities and grow. In the short-term, this 

often leads to a higher efficiency and productivity, since firms attempt to maximize the 

use of their assets. However, in the long-term, growth can be significantly impacted since 

investments in innovation and strategic development will be little. Which might lead to a 

less diversified project portfolio. 

To handle and manage these constraints in an effective way, organizations must adopt a 

dynamic approach. This approach needs effective communication among stakeholders 

and strong financial management standards to ensure that the portfolio will support the 

strategy of the organization despite having financial constraints. In addition, to respond 

adequately to the changes in the financial and strategical conditions, continuous 

monitoring and adjustment of financial plans are required. (Müller, 2008). 

As mentioned in (Baier, 2008), the use of performance measurement techniques, such as 

the Balanced Scorecard, allows companies to record the financial data of their project and 

use it to make strategical decisions. Apart from the benefits of aligning financial metrics 

with strategic objectives previously discussed before, it also helps in mitigating the risks 

associated with financial constraints. 

 

5.2. METHODS TO ALIGN FINANCIAL PLANNING WITH 
STRATEGIC GOALS  

As we have learned, aligning financial planning with strategic goals is essential to 

optimize resource allocation and ensure that project portfolios will support long-term 



26 | P a g e  
 

business objectives. To achieve this alignment and get the most out of it there exist 

various methods. Now we will discuss the ones that are more commonly used: 

• The Stage-Gate process is one effective method to achieve this. This approach 

consists in a process with different stages where financial evaluations and 

strategic reviews are included at each step of the project lifecycle. Thanks to the 

constant review of the project, we ensure continuous assessment of the financial 

viability and strategic alignment. This process makes it possible to have 

convenient adjustments and taking informed decisions, making it easier to have a 

more agile and responsive project management approach (Cooper, 2001). 

• The strategic buckets approach is another method that helps with the alignment of 

financial planning with strategic goals. This approach consists in categorizing 

projects into different “buckets” based on strategic priorities, like product 

innovation, market expansion, or operational efficiency. So, organizations can 

ensure that their investments will support their strategic objectives if they allocate 

resources in these “buckets” or categories. This method encourages a balanced 

and strategically aligned project portfolio (Meskendahl, 2010). 

Another vital method for this alignment is regular portfolio reviews. These reviews make 

it possible to assess the performance and make the required adjustments in the resources 

of the projects. Regular evaluations help ensure that the portfolio remains dynamic and 

responsive to changing business conditions. Portfolios remain responsive to changing 

conditions thanks to this process, which is critical to sustain long-term success and 

competitiveness in an unstable business environment (FasterCapital, 2023). 

As stated in (Baier, 2008), advanced analytics and data-driven decision-making are also 

really important. Tools such as predictive analytics and real-time data visualization 

enables companies to gain a more profound insight in the performance and financials of 

their projects. These methods facilitate more accurate and informed decision-making, 

enhancing the overall effectiveness of financial planning processes.  
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6. DATA VISUALIZATION IN PPM  
In addition to financial planning, there are other tools and methods that help in the 

selection and prioritization of projects in a project portfolio, such as data visualization 

ones. Data visualization, like financial planning, has a crucial role in Project Portfolio 

Management (PPM), since it supports decision-makers with the management and the 

interpretation of complex data sets. These types of methods can provide a clearer 

overview of the portfolio’s condition, thanks to their ability to clarify the representation 

of complex project interdependencies, resource allocations, and risk estimation. This 

clarity is essential to align projects with the company’s strategic goals and to make sure 

that decisions are taken well-informed (Kerr, 2023).  

In the last years, project portfolio use has increased significantly, and so the complexity 

to manage them. This has triggered the need of tools that are able to transfer extensive 

amounts of data in an accessible format. Traditional methods, like table of contents and 

textual reports, are usually not enough to capture the varied and changing nature of 

modern project portfolios. As mentioned by (Killen, 2020), visualizations also make more 

complex relations of information and patterns more apparent to improve the decision-

making process. 

In addition, well-designed visualizations can grant companies and managers the ability to 

have a better understanding of the portfolio’s overall structure and the strategic 

implication of each of the projects (Geraldi & Arlt, 2013). 

Moreover, visual tools are necessary to have a more effective communication among 

stakeholders. They can initiate debates and discussions in management meetings, where 

quick and informed decisions are essential. Furthermore, these debates can lead to a more 

in-depth analysis of the possibilities and difficulties of the portfolio. Rapid visual 

interpretation of data can help companies improve the communication between the 

different levels of management and ensure the alignment with the strategic decisions and 

organization’s goals (Kerr, 2023). 
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6.1. TOOLS AND TECHNIQUES  

In PPM, there are different visualization tools that are commonly used to analyse and 

interpret project data effectively. These techniques are the following: 

• Dependency Matrices: are effective representations of the direct relationships 

between projects in a grid format, which makes it possible for managers to quickly 

identify dependencies and their impact on the portfolio. Network maps are similar 

to dependency matrices, since they both represent relationships. They are 

particularly useful when recognizing direct interdependencies between projects, 

since they provide a clear and organized view of how projects affect one another. 

However, they do not work as good when visualizing complex and multi-step 

dependencies (Killen, 2013). As can be seen in Figure 7, the relationship between 

the different task as represented in the matrix. 

 

Figure 7: Dependency matrix 

• Network maps: offer a more extensive view of the portfolio’s interdependencies, 

since they represent both direct and indirect dependencies as interconnected 

nodes. Their dynamic representation is especially useful to understand complex 

relationships and potential cascading effects within a portfolio. These tools are 

vital to manage interconnections and ensure that there is a complete understanding 

of the portfolio’s structure at the time of taking decisions. Their characteristics 

make them more convenient for large and complex portfolios that need to 

understand the full scope of project interactions (Killen, 2013). 
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Figure 8: Portion of a portfolio network map 

• Gantt Charts: are visual representations of project timelines, with which you can 

track progress and ensure that the projects are advancing as expected. These types 

of visualization techniques are particularly convenient for projects where time 

scheduling and meeting the deadline are critical. They are ideal for projects with 

tight deadlines, since they provide a clear and intuitive view of the progress. 

However, they are less effective when compare projects based on different criteria 

(da Silva et al., 2016).  

• Bubble charts: on the other hand, give you the opportunity to be more flexible 

and visualize the project through different perspectives, such as risk, cost, and 

benefit. The use of these different factors is relevant and essential when 

optimizing portfolio performance and balancing the trade-offs between competing 

projects (da Silva et al., 2016). 

 

Figure 9: Project Gantt Chart 

• Self-Organizing Maps (SOMs): SOMs are an advanced machine learning 

technique used to reduce the dimension of a dataset. Thanks to this characteristic, 

they are especially useful in projects where you have to work with complex and 

large datasets. In the context of PPM, SOMs can bundle similar projects together 

based on diverse criteria. This technique allows managers identify patterns and 

trends, that otherwise would not be visible with other methods. However, this 
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technique requires a high degree of technical competences to exercise and 

interpret, which might be a limitation for some companies. (Naiem, 2016) 

demonstrates this method’s effectiveness when dealing with project portfolios, 

since it enables decision-makers to gain a broader vision of all options. 

In addition to traditional PPM framework, recent studies have proposed and studied 

different advanced visualization techniques. As mentioned in (Couto et al., 2021), the 

incorporation of data visualization tools into project management softwares provides a 

structured approach that improves the ability to manage and communicate complex data 

effectively. This is particularly useful in sectors where traditional PPM methods are 

insufficient to handle complex and dynamic projects. Similarly, (Rauch et al.,2013) 

promotes in his article the use visual approaches in project and portfolio monitoring. All 

because of the ability to track progress and identify potential early problems or difficulties 

in the project lifecycle before they escalate. 
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7. PPM SOFTWARES AVAILABLE FOR 
FINACIAL PLANNING  
We have now reviewed the uses of financial planning and visualization in PPM and its 

importance. We have also mentioned how the integration of financial planning and 

budgeting tools is a critical element in ensuring that organizations manage their project 

portfolios effectively and line up with their strategic goals. Now we will focus on the 

different software tools that have become central to this process, each one with unique 

features that fit the different company needs. The most common and used softwares are: 

• Microsoft Project: is one of the key programs used in the PPM industry, 

recognized for its portfolio planning capabilities that combine with financial 

management. The main strength of this tool is the ability to provide detailed 

budgeting, and the cost-tracking and forecast features all in the Microsoft 365 

environment. This makes it appealing to companies that normally make use of 

other Microsoft programs, because of its familiarity and integration with the other 

tools. The powerful integration capabilities of Microsoft Project make it an 

optimal option for organizations that need large financial control over multiple 

projects (Nikitina et al, 2022). 

• EcoSys: is highlighted for being an excellent choice for large-scale projects, 

especially in the engineering and construction field. This tool combines into the 

same platform, portfolio and project management with financial administration, 

while giving remarkable support to financial planning. As stated in (RETIEF, 

2005), its ability to manage complex financial specifications makes it also ideal 

for sectors where precise financial control over large project portfolios is crucial.  

• Smartsheet: has an interface similar to a spreadsheet, that is combined with 

different templates and automation features, which makes it the perfect option for 

companies that need flexible and dynamic financial planning solutions. It offers 

an adaptable and user-friendly approach to financial planning within PPM.  In 

addition to these characteristics, this software is also optimal for teams that need 

to keep continuously updating and adjusting their plans in response to the 

changing project conditions, thanks to its capabilities to share and collaborate in 

real-time. In (Triskell Software, 2024), Smartsheet is complimented for its ease 

of use and adaptability to simple and complex financial tools.  
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• Wrike: provides an extensive project lifecycle management with a special 

attention on the financial aspects of PPM, such as budgeting and cost 

management. Its capabilities to personalize workflows and to track real-time 

makes it possible for firms to control carefully their financial performance and 

easier to take informed decisions. Furthermore, it has the capability to integrate 

the software with other business tools, which increases its utility. In addition, this 

characteristic makes it an effective tool for organizations that need to maintain a 

detailed financial control while making sure that the projects support business 

objectives (Hexagon, 2023). 

• Planview: has different tools that help with portfolio visualization and structuring 

together financial plans and organizational goals. Conversely to the other 

reviewed softwares, this one has a particular focus on the strategic approach of 

PPM. This program has capabilities on resource allocation and financial planning, 

that make it possible to efficiently assign the resources to the projects that have 

highest potential outcome. (Nikitina et al., 2022) highlights that Planview's strong 

alignment features are their main and key advantage. 

• Planisware: is designed to assist the strategic and financial facets of PPM. It 

includes diverse tools such as project planning, resource management, and 

financial analysis, which makes it perfect for big companies with complex 

portfolios. This software integrates strategic alignment with financial planning, 

which allows its users to prioritize projects based on their financial feasibility and 

possible impact. Furthermore, it has advanced features like scenario planning, 

budget tracking, and real-time portfolio performance monitoring. These 

characteristics make it possible for organizations to optimize resource allocation 

and maximize portfolio value (Hexagon, 2023). 

 

7.1. INTEGRATION OF FINANCIAL PLANNING TOOLS 
WITHIN PPM SOFTWARE  

We have now also reviewed the most common softwares for PPM, and like financial 

planning and visualization, the use of one of them is of vital importance to portfolio 

management. However, the software alone is not miraculous, it needs to be carefully 

integrated with the financial planning of the company.  
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Planview and Planisware are similar softwares that are designed to make sure that 

financial assets are assigned to projects that will promote business goals more. While 

maintaining a balanced portfolio that supports actual operational needs and long-term 

strategy (Triskell Software, 2024). 

Moreover, Planisware also includes scenario planning and real-time information, 

enabling organizations to forecast financial data and adjust their plans accordingly. 

Because of these characteristics, it is ideal for companies operating in dynamic sectors 

where quick adjustments to changing circumstances is necessary. In addition, the 

integration of financial planning to other PPM systems, helps firms ensure that their 

strategies will be efficient, flexible and capable of adapting to new challenges (Hexagon, 

2023). 

Smartsheet and Wrike contribute to strategic alignment by providing immediate 

collaboration and communication across teams. These tools enable prompt updates and 

modifications to financial plans, which allow financial decisions to be taken with the most 

actual information. This real-time capability decreases the risk of financial planning not 

being aligned with strategic objectives. Which at the same time, helps companies 

accomplish their business objectives more effectively (Triskell Software, 2024). 
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8. RESULTS 
In the extensive literature review we have just performed, we have analysed both financial 

planning and visualization tools, and how they can be used in Project Portfolio 

Management (PPM). Furthermore, we have mentioned some of the commonly used 

softwares in PPM and how they can be integrated with financial planning. However, we 

will now perform a deep study of each of them, where we will examine their main 

functionalities, advantages and disadvantages. Lastly, we will develop a table to be able 

to compare all of them easily. 

 

8.1. MICROSOFT PROJECT  

Previously, we have developed a general description of this software, in which it has been 

pointed out that one of its main strengths is being part of Microsoft, which allows the 

integration with other products. However, we will now cover in detail about all of its 

functionalities: 

• The task and resource management capabilities enables users to allocate assets, 

develop detailed project schedules, and monitor the progress with respect to 

timelines. 

• It incorporates collaboration tools which allow it to integrate with Microsoft 

Teams and SharePoint, which facilitates communication and document sharing 

among teams.  

• It helps with portfolio optimization since it provides competencies for project 

selection and prioritization based on different criteria such as resource 

availability, risk, and strategic alignment. 

• Microsoft Project also includes budgeting and cost tracking tools. In functions 

where you have to estimate costs, monitor expenses, or administrate project 

budgets, this platform can be really helpful. 

Now, we will carry on with the advantages and disadvantages that this software can bring 

to its users. The main benefits of this software are: 
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• This program can be easily integrated with other Microsoft products, such as 

Excel or Teams. This enhances collaboration and data sharing between different 

project teams. 

• This platform provides comprehensive and powerful features that help its user 

manager their portfolio. It allows monitoring the financial aspects of the project, 

scheduling different tasks, and managing the resources of a company. 

• This software is highly customizable, and it can adapt perfectly to different 

project and company needs. 

However, it also has some weaknesses, which are the following: 

• Although it enables the integration with other Microsoft products, its real-time 

collaboration features are quite limited and certainly not advanced. Wrike or 

Smartsheet, other softwares that we have previously mentioned, have more 

sophisticated cooperation capabilities. 

• It can be considered quite expensive, especially for small and medium businesses. 

This is because the pricing model is based on per-user licenses. 

• This platform has a high complexity of use, due to the large range of features it 

has. New user can have difficulties managing it, particularly the one who have not 

gotten any previous training.  

 

Figure 10: Screenshot of Microsoft Project 
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8.2. ECOSYS 

As we have already stated in the general description of this software, EcoSys gives 

particular support to the financial planning of the projects. In addition to this 

characteristic, the other capabilities which provides to its user are: 

• The cost and resource management feature provides support by tracking and 

monitoring costs and resources in real time, which allows users to handle budgets 

and expenses effectively. 

• Forecasting and reporting tools enable users to prepare detailed forecasting, 

which allows to make predictions of project outcomes and adjusting the plans 

accordingly. It also supports customized reports for financial and performance 

metrics. 

• It helps with portfolio planning and optimization, since the software offers 

advanced planning tools to prioritize and select projects based on financial 

feasibility, resource availability, and risk, ensuring the portfolio aligns with 

strategic goals. 

• This program includes dashboards features and visualizations tools. This 

allows its users to develop personalized control panels which help envision project 

performance, financials, and risks. 

Now, we will continue this analysis with the advantages and disadvantages that this 

software can bring its users. The major strengths that it has are: 

• EcoSys has incorporated advanced financial monitoring tools, which enables 

for real-time tracking and performing detailed financial reports. 

• This platform has an industry-specific design. Due to this characteristic, this 

software is particularly suitable for sectors like construction and engineering.  

• This software enables a high level of customization of the platform. Which 

allows its users to adapt it to their specific project management needs. 

On the other hand, it has some weaknesses such as: 

• This platform has a high complexity of use. Due to its specific features, it can be 

difficult to manage at an expert level, in addition to requiring significant learning 

curve for new users. 
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• In comparison with other enterprise-level softwares, the cost of EcoSys can be 

considered high, especially for smaller organizations. 

• While it is specifically suitable for project control and monitoring, EcoSys lacks 

advanced real-time collaboration tools that some competitors, like Microsoft 

Project or Smartsheet, offer. 

 

Figure 11: Screenshot of EcoSys 

 

8.3. SMARTSHEET 

In the general description we developed earlier, we pointed out that Smartsheet has real-

time collaboration capabilities, in addition to an adaptable and user-friendly platform. 

Apart from these main characteristics, this software includes other functionalities such 

as: 

• It includes task and project tracking tools like Gantt charts, calendars, and card 

views that help monitoring project timelines, tasks, and milestones. 

• This platform allows real-time collaboration between team members. It also 

allows to put comments on tasks and sharing files within the software.  

• It can be integrated with other cloud storage services like Google Drive and 

Microsoft OneDrive. 

• Smartsheet provides workflow automation tools, which enable users arrange 

recurring tasks, approvals, and notifications without manual intervention. 
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• It also incorporates customizable dashboards, which allow its users to apprehend 

key metrics and monitor project performance. These reports provide a 

comprehensive view of project data across companies’ portfolios. 

Now, we will carry on with the advantages and disadvantages of this software. The 

primary benefits of this platform are: 

• Its intuitive interface and easy to use platform are one of Smartsheet’s main 

advantages. These characteristics make it suitable for all kind of users, especially 

those with limited experience. 

• This software has incorporated different real-time collaboration tools, which 

permit a smooth communication between team members. It also improves the 

productivity and coordination of the project. 

• Smartsheet is a highly scalable platform, which enables its users to adapt to all 

kind of different project management needs. It supports all types of groups, from 

small teams to large enterprises. 

 

Figure 12: Screenshot of Smartsheet 

However, it also has some drawbacks, which are the following: 

• This platform has limited advanced project features, while some of its 

competitors offer tools such as deep resource management or financial planning. 

However, it includes professional tools in task management and collaboration.  

• This software can be quite expensive, especially for large companies or teams. 

Since the platform charges for each user and not for the entire license. 
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• Smartsheet offers several templates. However, it has limited customization 

options in comparison with more complex PPM tools. 

 

8.4. WRIKE 

As we have mentioned before in the general description of this software, Wrike is known 

for its real-time tracking capabilities and the possibility to integrate with other business 

tools. Moreover, it has other functionalities that we will now cover in detail:  

• The task and resource management capabilities enables its users to assign tasks 

to teams, to establish priorities, and to allocate resources efficiently. 

• It includes real-time collaboration tools that allow communication within the 

same tasks, apart from integrating with cloud storage, and providing proofing 

tools for marketing and creative teams. 

• Users are able to customize their workflows and automate repetitive 

processes, which increases the efficiency of the project across all teams. 

• Wrike also incorporates real-time dashboards and comprehensive reports. 

Those enable its users to apprehend key metrics and monitor project performance 

and resource utilization.  

We will now continue this analysis with the advantages and disadvantages of this 

software. The main strengths that it has are: 

• This program offers excellent collaboration tools, including real-time updates 

and task-level communication, making it highly effective for team-based project 

work. 

• It offers the possibility to fully customize their workflows. This allows its users 

to adapt the platform and project flows to their specific project needs. 

• Wrike is a highly scalable platform, which make it adaptable for different kinds 

of industries and sectors. It supports projects of all sizes, from small teams to large 

enterprises. 

However, this software also has some drawback which we will now discuss: 
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• This platform has a high complexity of use, particularly for new users. Its 

extensive features and customizability can make it difficult for beginners to 

navigate without proper training. 

• Wrike’s pricing structure can be considered expensive for large organizations, 

especially for teams that require advanced features. 

• It has limited financial tools. While Wrike excels in task and workflow 

management, its financial planning and budgeting tools are less advanced in 

comparison with other specialized PPM softwares. 

 

Figure 13: Screenshot of Wrike 

 

8.5. PLANVIEW  

Previously, we have developed a general description of this software, in which it has been 

pointed out that one of its main strengths are their strong alignment features and its focus 

on a strategic approach. However, we will now cover in detail about all of its 

functionalities: 

• The portfolio and resource management tools that Planview offers, allows its 

users to manage project resources and optimize portfolio performance, making 

sure that projects are aligned with strategic priorities. 

• It offers tools that help integrating financial planning into project management. 

Some of these tools provide aid in budgeting, cost tracking, and financial 

forecasting. 
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• This software provide supports with scenario planning analysis. It allows 

organizations to compare different portfolio configurations and select the best 

approach for meeting strategic objectives. 

• Planview incorporates customizable dashboards and reports. This provides 

real-time visibility into project performance, financials, and resource utilization, 

enhancing decision-making processes. 

We will now carry on this analysis with the advantages and disadvantages that this 

software can bring its users. The main strengths that it has are: 

• Planview is one of the best softwares which aligns strategically project 

portfolios with broader business goals. Thanks to this, it is particularly effective 

for large enterprises focused on long-term planning and resource optimization. 

• This program offers comprehensive financial management tools, helping 

organizations manage budgets, track expenditures, and forecast financial 

performance. 

• It includes scenario planning and analysis features, which allows organizations 

to explore various portfolio configurations. This makes it easier for the users to 

assess risks and benefits before committing resources. 

 

Figure 14: Screenshot of Planview 

On the other hand, it has some weaknesses such as: 

• Due to its comprehensive features, Planview can be challenging for new users, 

requiring significant training to fully leverage its capabilities. 
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• Like other enterprise-grade PPM tools, Planview can be expensive, particularly 

for smaller organizations. 

• Even though it is highly functional, Planview’s customization options are 

considered by some users to be less flexible compared to other PPM tools. 

 

8.6. PLANISWARE 

In the general description we have already developed, we mentioned that Planisware 

stands out for his strategic alignment features. Apart from these main characteristics, this 

software includes other functionalities such as: 

• Planisware includes tools to prioritize their project prioritization based on 

strategic alignment, budget constraints, and resource availability. It also has the 

ability to evaluate project impact, risks, and benefits, which enables companies to 

optimize their portfolios. 

• It also incorporates financial management and forecasting tools. It integrates 

financial management with project execution, allowing to do detailed cost 

tracking, budgeting, and financial forecasting across the project lifecycle. 

• This platform supports resource allocation and capacity planning, which is 

helpful for optimizing resource usage, reducing bottlenecks and maximizing 

efficiency.   

• It offers scenario analysis and planning features, that allow decision-makers to 

compare the impact of different situations in their resources and financials and 

choose the most optimal. 

• The program accommodates both agile and traditional project management 

methodologies, enabling teams to switch between different approaches 

depending on the project needs. 

We will now continue this analysis with the advantages and disadvantages of this 

software. The main strengths that it has are: 

• It integrates financial and resource management to ensure that project budgets 

and resources are aligned with the firm’s objectives and portfolio strategies. 
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• Planisware offers advanced features to conduct scenario analysis. It allows its 

users to prioritize projects based on their alignment with the company objectives 

and to evaluate different portfolio configurations. 

• This software has a high level of customization and scalability, which makes it 

perfectly suitable for companies with diverse portfolio needs. 

Despite all this advantages, it has some inconvenient which are: 

• Since this platform has a high complexity of use, beginners can find it difficult 

to manage. It requires a deep understanding of some complex features and 

previous experience. 

• This program can be considered expensive for small organizations, especially in 

terms of implementation and user licensing. 

• It requires a significant customization and setup time before it is fully 

implemented. This can lead to a delay in the total time of integration of the 

software with the organization. 

 

Figure 15: Screenshot of Planisware 
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8.7. COMPARISON 

We have now performed a deep study and analysis on six of the most commonly used 

softwares in Project Portfolio Management, where we have described the main 

functionalities of each one of them and discussed their strengths and weaknesses. 

Now we will develop a table in where the characteristics of each software and their 

differences will be clearly shown.



SOFTWARE FUNCTIONALITIES ADVANTAGES DISADVANTAGES 

Microsoft 

Project 

Task and Resource Management 

Budgeting and Cost Tracking 

Portfolio optimization  

Collaboration tools 

Microsoft integration 

Powerful features 

Customizability 

Complexity for new users 

License cost (Expensive) 

Limited Real-Time Collaborations 

EcoSys Cost and Resource Management 

Forecasting and Reporting 

Portfolio Planning and Optimization 

Dashboards and Visualization tools 

Advanced Financial control 

Industry-specific design 

Customizability 

Complexity of use 

Elevated cost 

Limited collaboration tools 

Smartsheet Task and Project Tracking 

Collaboration and Sharing tools 

Reports and Dashboards 

Automation tools 

Ease of use 

Collaboration features 

Scalability 

Limited advanced project features 

Costly for large firms 

Customization limitations 

Wrike Task and Resource Management 

Collaboration tools 

Reports and Dashboards 

Custom Workflows and Automation tools 

Collaboration features 

Custom workflows 

Scalability 

Complexity for new users 

Expensive for large firms 

Limited financial tools 
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Table 1: Comparison between softwares 

  

Planview Portfolio and Resource Management 

Financial management 

Scenario planning 

Reports and Dashboards 

Strategic alignment 

Comprehensive financial tools 

Scenario planning 

Steep learning curve 

Elevated cost 

Customization limitations 

Planisware Strategic Planning and Prioritization 

Financial Management and Forecasting 

Resource management 

Agile and Waterfall Support 

Scenario planning 

Comprehensive Financial and Resource 
Management 

Scenario Planning and Strategic 
Alignment 

Customization and Scalability 

 

High complexity 

Elevated cost 

Lengthy setup time 



9. CONCLUSIONS 
Project prioritization within PPM remains a crucial and complex area of management 

science. While there exist different techniques, there's a clear trend towards adapting 

methods to handle uncertainty and using multi-criteria decision methods instead of using 

just one financial ratio like it has traditionally been done. The two main types of methods 

that are used nowadays are sophisticated methods like AHP or weighted rankings, that 

are easier to use. Nevertheless, there are other methods not that common such as graphical 

and visualization techniques. 

Financial planning is intrinsic to the prioritization and successful accomplishment of 

projects within a portfolio. Thanks to its use, managers can ensure an optimal resource 

allocation and alignment with strategic goals.  In addition to features such as budget 

assignation and cost management, it can also serve as a method for accountability and 

performance measurement. These characteristics will help companies control progress, 

meet financial objectives, and achieve desired outcomes. 

Moreover, it is important to mention that financial planning alone is not miraculous, since 

it has to be carefully connected with PPM. In that way, we can ensure that the financial 

and strategical aspects of the projects will be aligned. 

Another crucial element in PPM are visualization tools, which help in the process of 

taking decision because it transforms complex and large datasets into easy and fast to 

understand graphs. Tools such as dependency matrices, network maps, Gantt charts, and 

Self-Organizing Maps (SOMs) offer different perspectives on portfolio data, each one of 

them with their unique advantages. These visual aids not only simplify the 

communication among stakeholders, but also makes it easier for decisions to be taken 

with more information.  

After the research and the analysis of different articles, we have arrived at the conclusion 

that there are few studies on the uses of rolling wave methods to interconnect project 

management with financial planning. This would be crucial for PPM, since the 

characteristics of this methodology would allow companies to continuously adapt their 

strategies and financial plans to the circumstances at each moment.  
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In addition, there are also hardly any articles that analyse and compare the different 

softwares that we have nowadays for project and portfolio administration. Which would 

also be optimal for firms to know so they can select the software that best fit their needs.  

To conclude, financial planning and visualization are recognized as vital elements of 

effective PPM, further research is needed to fully understand their potential. If they 

continue with this research and exploration, PPM practices will advance and improve, 

while also ensuring that organizations will be able to achieve their goals even in dynamic 

environments with changing conditions.   

It is also important to mention that there exist different kinds of software for PPM. Some 

of them are more focused on the financial aspects of project management, and others in 

the resources and task management. So, companies have a wide range of software to 

choose from depending on their particular need and projects. 
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