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​1. Introduction

This chapter is complimentary for the previous chapter as it but you in a required right decision to take. Take care the right decision may differ for project to another and based on the environmental condition. These questions are just for a general case and the answer is based on PMP book ethics and principal. So don’t work with these questions as an exam you are right or wrong as you know on the real life there is not black and white most of the scenarios is grey.

​2. Questions

From these question and answer you can know the best answer to  the question with multiple choice and the answer with clarification as in section 10.3

	The construction manager is away from the project and replacing by new one. The project manager meets with the replacement construction manager and his team. In this meeting, what is the first issue the project manager should start the meeting?


	Introduce team members

	Communicate the objectives of the project

	Clarify the authority

	Create communication plan 


2-After you have been assigned to a project, according to schedule you should be completed 50% of the project.  You discover that the project is running far behind schedule, So the project will probably take double the time originally estimated by the previous project manager.  On the other hand, you discover that,  upper management has been informed that the project is on schedule.  

What will be the BEST action ?


o  Try to restructure the schedule to meet the project deadline

o  Turn the project back to the previous project manager


o  Report your assessment to upper management


o  Move forward with the schedule as planned by the previous project manager and report at the first missed milestone


3-You are a project manager on an international project of great importance to the client.  The client is from another country and is so excited by how well the project is going that he presents you with a company automobile for your personal use.  The BEST thing for you to do would be to:

	thank him and offer a gift in exchange

	politely turn down the gift.

	ask that the gift be changed to something that can be shared by the team.

	ask for a gift that can be used up before you return home


4- The client project manager asks you to provide a written cost estimate that is 30% higher than your estimate of the project's cost.  He explains that the budgeting process requires managers to estimate pessimistically to ensure enough money is allocated for projects.  

What is the BEST way to handle this?


o  Add the 30% as a lump sum contingency fund to handle project risks

o  Add the 30% to your cost estimate by spreading it evenly across all project tasks


o  Create one cost baseline for budget allocation and a second one for the actual project plan

o  Ask for information on risks that would cause your estimate to be too small

5- Now you are  reviewing bids from various contractors for work on your project.  One of the bidding contractor has a history of delivering on time within budget and you have personally worked with this company successfully on previous engagements.  You receive a call from the manager submitting the bid inquiring about how the process is going.  He asks to have lunch with you to discuss the bid.  What is the BEST response?

Do not mention the other bidders but simply inform him that based on past experience, he has a good chance of winning the business.

	Inform him that it would be inappropriate to discuss the matter at all and inform the customer or a team member of the conversation.

	Inform him that it would not be appropriate to discuss the matter over the phone during 

	business hours, but that an informal lunch discussion would be more appropriate.

	Politely avoid continuing the conversation and disregard the bid


6- All of the following are part of the team's stakeholder management effort EXCEPT?

	Giving stakeholders extras

	Identifying stakeholders

	Determining stakeholders' needs

	Managing stakeholders' expectations


7- There are over 20 stakeholders on your project.  The project is running in another country with people from three countries as team members.  Which of the following is the MOST important thing to keep in mind?

	The communication channels will be narrow.

	Many competing needs and objectives must be satisfied.

	There must be one sponsor from each country.

	Conflicts of interest must be disclosed..


8- Your management has decided that all orders will be treated as "projects" and that project managers will be used to update orders daily, resolving issues and ensuring that the customer formally accepts the product within 30 days of completion.  The revenue from the individual orders can vary from US $100 to US $150,000.  The project manager will not be required to perform planning or provide documentation other than daily status.  How would you define this situation?

	Because each individual order is a "temporary endeavor," each order is a project - this is truly project management.

	This is program management since there are multiple projects involved.

	This is a recurring process.

	Orders incurring revenue over US $100,000 would be considered projects and would involve project management.


9- Who is determined the role of each stakeholder ?

	The stakeholder and the sponsor.

	The project manager and the stakeholder.

	The project manager and the sponsor.

	The team and the project manager.


10- A project manager has a problem with a team member's performance.  

Choose the best way of communication to address this problem:

	Formal written communication

	Formal verbal communication

	Informal written communication

	Informal verbal communication


11- You are the project manager for a large government project.  This project has a  multi-million dollar will be done for 2 years and the contract was signed 6 months ago.  You were not involved in contract negotiations or setting up procedures for managing changes, but now you are involved with changes from the customer and from people inside your organization.  Who is normally responsible for formally reviewing major changes to the project or contract?

	The change control board

	The contracting/legal department

	The project manager

	Senior management


12- You are a new project manager for company (X). You previously worked for company (Y) that had an extensive project management practice.  Company (X) has its own procedures, but you are more familiar and trust with those from company (Y).  

What  should you do?

	use the practices from company (Y) but include any forms from company (X).

	use the forms from company (X) and begin to instruct them on ways to upgrade their own.

	talk about changes to the change control board of company (X).

	interact with others in an ethical way by sharing the good aspects of company (Y)'s procedures.


13- You as the project manager discovers a defect in a deliverable that should send to the client under contract today.  The project manager knows the client does not have the technical understanding to notice the defect.  The deliverable technically meets the contract requirements, but it does not meet the project manager's fitness of use standard.  


o  What should the project manager do in this situation?




o  Issue the deliverable and get formal acceptance from the customer

o  Note the problem in the lessons learned so future projects do not encounter the same problem


o  Discuss the issue with the customer


o  Inform the customer that the deliverable will be late


14- Your customer requires a 3000 call capacity for the new call center project.  However, one of your company's technical experts believes a 4000 call capacity can be reached.  Another thinks that based on the technical needs of the customer, the capacity needs to be only 2500 calls.  What is the BEST thing to do?

	Meet with the customer to better understand the reasons behind the 3000 call capacity

	Set the goal at 4000 calls

	Meet with the technical experts and help them to agree on a goal

	Set the goal at 3000 calls


15-One employee is three days late with a report. Five minutes before the meeting where the topic of the report is to be discussed, he give you the report.  You notice that there are some serious errors in it.  

What will be your action?

	Cancel the meeting and reschedule when the report is fixed

	Go to the meeting and tell the other attendees there are errors in the report

	Force the employee to do the presentation and remain silent as the other attendees find the errors

	Cancel the meeting and rewrite the report yourself


16-You are a project manager working on a multimillion-dollar project.  As the project has progressed, you have become friends with the general contractor.  You are working on a $100,000 change request.  He has offered to let you use his villa on the coast for the next week end as he will be away in another country.  

	What should you do?

	Accept the offer with thanks

	Decline the offer

	Decline the offer and report it to your supervisor

	Ask your boss to approve your use of the boat


17- You are working on a large construction project that is progressing within the schedule.  Resource usage has remained steady, and your boss has just awarded you a prize for your performance.  One of your team members returns from a meeting with the customer and tells you the customer said he is not happy with the project progress.  


o  What is the FIRST action you should do?

o  Tell your manager

o  Complete a team building exercise and invite the customer's representatives

o  Change the schedule baseline


o  Meet with the customer to uncover details

18- An employee approaches you and asks if he can tell you something in confidence.  He advises you that he has been performing illegal activities within the company for the last year.  He is feeling guilty about it and is telling you to receive advice as to what he should do.  What should you do?

	Ask for full details

	Confirm that the activity is really illegal

	Inform your manager of the illegal activity

	Tell the employee to inform their boss


19- Although your company is not the lowest bidder for a project, the client has come to expect good performance from your company and wants to award the contract to you.  To win the contract, the client asks you to eliminate your project management costs.  The client says that your company has good project processes, and project controls unnecessarily inflate your costs.  What should you do under these circumstances?

	Eliminate your project management costs and rely on experience

	Remove costs associated with project team communications, meetings and customer reviews.

	Remove meeting costs but not the project manager's salary

	Describe the costs incurred on past projects that did not use project management


20-At the near the end of the project, additional requirements were demanded by a group of stakeholders when they knew that would be affected by your project.  This became a problem because you had not included the time or cost in the project plan to perform these requirements.  

What is the learned lesson from this crisis?

	Review the WBS dictionary more thoroughly, looking for incomplete descriptions

	Review the charter more thoroughly, examining the business case for "holes"

	Pay more attention to stakeholder management

	Do a more thorough job of solicitation planning


21-Your organization is having a difficult problem in time managing all of its projects.  CEO ask you to help senior management get a better understanding of the problems.  

What is the  FIRST you should do?

o  Meet with individual project managers to get a better sense of what is happening


o  Send a formal memo to all project managers requesting their project plans

o  Meet with senior managers to help them develop a new tracking system for managing projects

o  Review the project charters and Gantt charts for all projects


22- You are a project manager for a large installation project when you realize that there are over 100 potential stakeholders on the project. 

Which will be the best action?

	Eliminate some stakeholders

	Contact your manager and ask which ones are more important

	Gather the needs of all the most influential stakeholders

	Find an effective way to gather the needs of all stakeholders


23- What is the right way to overcome the differences in cultural between employee in the international project?

	Training  through project management

	Training for the different languages in the project

	Training about different cultural and civilization between country.

	Training about the differences in nationalities.


24- You have just been assigned to take over a project that your management has told you is "out of control."  When you asked your management what the problems were, they had no specifics, but said that the project was behind schedule, over budget and the client was dissatisfied.  Which of the following should be of the MOST concern to you?

	The project is over budget and behind schedule.

	There is very little documentation related to the project.

	The client is very dissatisfied with the project's progress.

	Your management is looking for rapid and visible action on this project to rectify the problems.


25- During a meeting with some of the project stakeholders, you as a project manager was asked to add work to the project scope of work.  You had access to correspondence about the project before the charter was signed and remembers that the project sponsor specifically denied funding for the scope of work mentioned by these stakeholders.  

What is the best action you will do?

	let the sponsor know of the stakeholders' request.

	evaluate the impact of adding the scope of work.

	tell the stakeholders the scope cannot be added.

	add the work if there is time available in the project schedule.


26- What are the project management process requirements?

	Initiating, developing, implementing, supporting

	Initiating, planning, executing, controlling, closing

	Feasibility, planning, design, implementation, support

	Requirements analysis, design, coding, testing, installation, conversion, operation


27- One of your team members informs you that he does not know which of the many projects he is working on is the most important.  

Who should determine the priorities among projects in a company?

	Project manager

	Sponsor

	Senior management

	Team


28- You are trying to help project managers in your organization understand the project management process groups and the project management life cycle.  Many of them are confusing the project life cycle with the project management life cycle.  Which of the following identifies the DIFFERENCE between these two life cycles?

	The project life cycle is created based on the top level of the work breakdown structure

	The project management life cycle is longer

	The project management life cycle only applies to some projects

	The project life cycle describes what you need to do to do complete the work


––––––––
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29- Which of the following statements BEST describes why stakeholders are necessary on a project?

	They determine the project schedule, deliverables and requirements.

	They help to determine the project constraints and product deliverables.

	They supply the resources and resource constraints on the project.

	They help provide assumptions, the WBS and the management plan.


30- You are in the middle of a new  project when you discover that the previous project manager made a US $2,000,000 payment that was not approved in accordance with your company policies.  Therefore, the project CPI is 1.2.  What should you do?

	Bury the cost in the largest cost center available

	Put the payment in an escrow account

	Contact your manager

	Ignore the payment


31- While working on a project in another country, you are asked to pay under table money to facilitate the work to let the country officials issue a work order.  What should you do?

	Make the payment

	Ask the person for proof the payment is required

	Seek legal advice on whether such a payment is a bribe

	Do not pay and see what happens


32-Which of the following describes the BEST use of historical records?

	Estimating, life cycle costing and project planning

	Risk management, estimating and creating lessons learned

	Project planning, estimating and creating a status report

	Estimating, risk management and project planning


33- At which step of risk management does a determination of risk mitigation strategies take place?


o  Risk identification

o  Risk quantification

o  Risk response planning

o  Risk response control


34- A project manager for offshore project he is unsure how much cost contingency to add to the project.  There is a 50% chance of a weather delay causing an impact of US $100,000 and a 20% chance of a delay in the testing center with a US $20,000 impact.  How much should the cost reserve be?


o  Less than $50,000

o  More than $120,000

o  Less than $20,000

o  More than $54,000


35- You've just completed the initiating phase of a small project and are moving into the planning phase when a project stakeholder asks you for the project's budget and cost baseline.  What should you tell her?

	The project budget can be found in the project's charter, which has just been completed.

	The project budget and baseline will not be finalized and accepted until the planning phase is completed.

	The project plan will not contain the project's budget and baseline; this is a small project.

	It is impossible to complete an estimate before the project plan is created.


36- Why is quality planned in and not inspected in?

	It reduces quality and is less expensive.

	It improves quality and is more expensive.

	It reduces quality and is more expensive.

	It improves quality and is less expensive.


37- Which of the following sequences represents straight line depreciation?


o  200$, 200$, 200$

o  $100, $120, $140

o  $100, $120, $160


o  $160, $140, $120

38- An analysis shows that you will have a cost overrun at the end of the project.  Which of the following should you do?

	Evaluate options to crash or fast track the project and then evaluate options

	Meet with management to find out what to do

	Meet with the customer to look for costs to eliminate

	Add a reserve to the project


39- Your best professional structure engineer is a freelancer.  Recently, you knew that he is working on a project in the evening for one of your competitors.  

What is best action you will take?

	replace him.

	get him to sign a nondisclosure agreement.

	inform him that you do not allow your contractors to work with your competition, and ask him to choose.

	limit his access to sensitive data.


40- What is mean by your a product or service completely meets a customers requirements:

	quality is achieved.


	the cost of quality is high.

	the cost of quality is low.

	the customer pays the minimum price.


41- A project is seriously delayed.  Earned value analysis shows that the project needs to be completed 10% faster than the work has been going.  To get the project back on track, management wants to add 10 people to a task currently assigned to one person. The project manager disagrees, noting that such an increase will not produce an increase in speed.  

This is an example of:

	law of diminishing returns

	fast tracking.

	earned value.

	life cycle costing.


42- Which of the following are representing by bar chart rather than network diagrams?

	Logical relationships

	Critical paths

	Resource trade-off

	Progress or status


43- All of the following are part of quality control  EXCEPT?

o  Cost of quality


o  Inspection

o  Control charts

o  Flowcharting


44- A project is in progress and the project manager is working with the quality assurance department to improve stakeholders' confidence that the project will satisfy the quality standards.  Which is the gain from this process?


o  Quality problems

o  Checklists


o  Quality improvement


o  Quality audits



45- You are finalizing the monthly projects status report due now to your manager when you discover that several project leads discipline are not reporting actual hours spent on project tasks.  Consequently, this results in skewed project plan statistics.  

What is the MOST appropriate action to be taken?


o  Discuss the impacts of these actions with team member (s)

o  Report team member actions to functional manager

o  Continue reporting information as presented to you


o  Provide accurate and truthful representations in all project reports

46- You  are in project startup , you are as a project manager invite for a meetings with the  project execution team.  What should you include in these meetings that would have the biggest impact on the project?


o  Review of the action item list


o  Review of identified risks


o  Assignment of tasks to team members

o  Estimating costs


47- After analyzing the status of your project, you determine that the earned value is lower than the planned value. What should you expect as an outcome if this trend continues?

	The actual cost will be lower than planned.

	The estimate at completion will be lower than planned.

	The project will finish behind schedule.

	The project will finish below the original cost estimate.


48-By which of the following techniques can calculate the risk assessment?


o  Arrow diagramming method

o  Network diagramming

o  Critical path method


o  Program evaluation and review technique

49-One

	mitigation

	avoidance

	transference

	acceptance






o  Qualitative risk analysis






	$2,0000 plus fee.

	costs, whatever they are, plus $20,000 as fee.

	$20,000

	$250 per hour.






o  How complete the scope of work is






o  Modify the terms of the contract












o  Completion of the product of the project







o  Negotiation process


o  Send the shipment back







	in many cases, the contract administrator is  only one who can change the contract.

	the contract administrator is not interested in the contract.

	the company favors the contract administrator rather than the project manager.

	the contract is complex.



	Contract change control system.

	Scope change control system.

	Performance reporting system.

	Cost change control system.



	Cost risk is higher.

	Cost risk is lower.

	There is little risk.

	Risk is shared by all parties.




	there is enough reserve to handle the change.

	another vendor can provide it at the original cost.

	another task can save money.

	the task is on the critical path.



o  Terminate the engineering office for convenience and hire another seller











o  Hire a new vendor immediately under a time and materials contract






	Slow down the work, allowing the team time off but ensuring that you will be completed before the customer finishes their portion of the work.


	Continue working according to your contract.  Remind the customer both verbally and in writing of the customer's responsibilities.  Provide the customer with an estimate of the impact if they do not meet their responsibilities.


	Continue working with your company's portion of the work according to the contract.  As a project manager, your job is done once this work is completed.

	Stop all work and request that the customer contact you when they have fulfilled their responsibilities.







o  Return the five extra computers






	scope of work is complete.

	lessons learned is complete.

	final payment is made.

	the archives document are completed.



	all questions are put in writing and sent to all contractors.

	all contractors get answers to their questions only.

	to hold separate meetings with each bidder to ensure you receive proprietary data.

	there is room in the meeting for all contractors.



	Quickly develop a change control board to approve or disapprove changes

	Approve the change if your sponsor approved it, otherwise suggest a review by the project team

	Hire an outside consultant to develop and manage overall change control

	Find out if any formal overall change control plans and procedures are in place for this project








o  Report the lesser quality level and try to find a solution






o  Follow the contract change control process









o  Ask the customer for a letter of intent
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o  Ask upper management to formally prioritize the projects






	be included as activities to be performed during the project closure phase.

	have a separate phase in the project life cycle because a large portion of life cycle costs is devoted to maintenance and operations.

	not be viewed as part of a project—a project is temporary with a definite beginning and end.

	be viewed as a separate project.




	Follow the legal requirements set up by the company for using outside services.


	Bypass the company procedures as they are not relevant to the situation.

	Expedite and go directly to his/her preferred consultant.

	Ask his manager what to do.



	Obtain a fair and reasonable price

	Negotiate a price under the contractor's estimate

	Ensure that all project risks are thoroughly delineated

	Ensure that an effective communication plan is established




	use a combination of communication methods.

	hold status meetings because they have worked best for you in the past.

	refer to the Gantt chart weekly.

	meet with management regularly.



	Work hard to get the consulting company selected for the project

	Tell your manager and remove yourself from the selection committee

	Tell the people from the consulting company that you hope they get the work

	Keep the information to yourself



	Coaching

	Directing

	Supporting

	Facilitating




	Formal

	Referent

	Penalty

	Expert



	Project manager

	Functional manager

	Team

	Project sponsor



	Sponsor

	Functional manager

	Project manager

	Training coordinator



	They are assigned after performance reports are distributed.

	They have the authority to say no when necessary.

	They manage changes and factors that create change.

	They are held accountable for project success or failure.



	Distribute the project schedule according to the communications plan

	Confirm the availability of the resources

	Refine the project plan to reflect more accurate costing information

	Publish a Gantt chart illustrating the timeline



	Switch to a trained resource to avoid the cost

	The human resource department budget

	The team member's functional department budget

	The project budget



	Management plan

	Staffing management plan

	Performance improvements

	Reward system




	reevaluate the effectiveness of the reward system in place.

	talk to each team member's boss with the team member present.

	find someone else to be project manager.

	tell the team he/she needs its support, and ask them why they do not support the project.




	Replace this team member with someone more qualified

	Request proper training be provided through the functional manager

	Revise the schedule to account for the decreased effectiveness of this resource

	Mentor this resource during the remainder of project duration




	Added costs due to shoddy or incomplete work

	Language or cultural differences that preclude effective team work

	Increased organizational planning and coordination activities

	Team building activities become impractical, and the cost is prohibitive




	Release him from the team

	Talk to the functional manager about releasing him from the team

	Release him after he finds a suitable replacement

	Speak with the project sponsor about releasing him from the team




	make the decision.

	send the team members to their managers for advice on resolving the dispute.

	ask for a benchmark analysis.

	have the team members compromise.



	Formal

	Penalty

	Effective

	Expert



	Pay a large salary increase to the best workers

	Give the team a choice of rewards

	Make the link between performance and reward clear

	Present notification of rewards within the company



	Reward power

	Formal power

	Penalty power

	Referent power




	Separate the two until the project is back on track

	Speak with each team member and give each a verbal warning

	Discuss the problem with the manager of the two team members

	Meet with both team members and their function manager to determine the source of conflict



	Problem solving

	Forcing

	Withdrawal

	Compromising



	withdrawal.

	confronting.

	compromising.


	smoothing.



	Formal

	Reward

	Penalty

	Expert



	Initiating

	Planning

	Executing

	Controlling



	The  Responsibility Assignment Matrix (RAM)

	The teleconference

	Team communication with the WBS

	Communication and well developed people skills



Work breakdown structure

	Schedule

	Expert advice from  functional managers

	Expert advice from management



	Report the problem to HR for corrective action

	Reassign some work to other team members until performance starts to improve

	Meet with the employee in private and try to determine the factors impacting performance

	Escalate the situation to the employee's functional manager and ask for assistance


3.The Right Decision
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	The change control board




	use the forms from company (X) and begin to instruct them on ways to upgrade their own.
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	Discuss the issue with the customer
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	Meet with the customer to better understand the reasons behind the 3000 call capacity
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	Cancel the meeting and reschedule when the report is fixed




	Decline the offer and report it to your supervisor
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	Meet with the customer to uncover details
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	Inform your manager of the illegal activity
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	Describe the costs incurred on past projects that did not use project management




	Pay more attention to stakeholder management




	Meet with individual project managers to get a better sense of what is happening




	Find an effective way to gather the needs of all stakeholders



	Training about different cultural and civilization between country.
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	There is very little documentation related to the project.
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	tell the stakeholders the scope cannot be added.



	Initiating, planning, executing, controlling, closing




	Project manager



	The project life cycle describes what you need to do to do complete the work



	They supply the resources and resource constraints on the project.



	Contact your manager
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	Seek legal advice on whether such a payment is a bribe








o  Risk response planning











o  More than $54,000


	The project budget and baseline will not be finalized and accepted until the planning phase is completed.

	The project plan will not contain the project's budget and baseline; this is a small project.

	It is impossible to complete an estimate before the project plan is created.
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	Formal

	Reward

	Penalty
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