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PART I: BUILD THE PMP MINDSET

Chapter 1




Understanding the 2026 PMP Examination


1.1 What You Actually Need to Know About the Exam

The July 2026 PMP examination is designed to assess how a project professional applies project-management knowledge to realistic work situations. Definitions and formulas still matter, but many questions place several reasonable actions beside one another and ask for the action that best fits the facts, the delivery approach, the project manager’s authority and the stage of the problem. All practice questions in this book are original study items and are not official PMI examination questions.

The current examination contains 180 questions in 240 minutes. Of these, 170 are scored and 10 are unscored pretest items. The exam includes two 10-minute breaks. Domain weighting is People 33 per cent, Process 41 per cent and Business Environment 26 per cent. Predictive, adaptive/agile and hybrid approaches appear across all three domains; approximately 40 per cent of items represent predictive approaches, while the remaining 60 per cent is divided between adaptive/agile and hybrid approaches.








	Exam fact
	What to remember





	180 questions / 240 minutes
	Keep moving; use roughly 80 seconds per question only as an average, not a rigid limit.



	People 33%
	Teams, stakeholders, communication, expectations, conflict and knowledge transfer.



	Process 41%
	Planning, scope, value delivery, resources, procurement, finance, quality, schedule, status and closure.



	Business Environment 26%
	Governance, compliance, change, risk, organisational change, external conditions and improvement.



	Approaches
	Predictive, adaptive/agile and hybrid can appear in any domain.







1.2 The Exam Rewards Sequence, Authority and Proportion

Most difficult PMP questions become easier when you identify three things before reading the options as solutions: what has already happened, who owns the decision, and what action belongs now. A requested change is different from an approved change. A risk is different from an issue that has already occurred. A team problem that can be resolved directly is different from a decision reserved for a sponsor, product owner, functional manager or governance body.

Do not use one mechanical rule for every question. Analysis often comes before correction, but safety, legal, security, ethical or severe compliance concerns may require immediate protective action. Collaboration is normally preferable to unnecessary escalation, but escalation is appropriate when the issue exceeds authority or crosses an established threshold. Agile welcomes change, but that does not mean every new request should interrupt current work. Predictive control respects baselines, but that does not mean protecting an obsolete plan at any cost.



1.3 The Eight-Step PMP Decision Sequence

1. Define the actual problem. Separate the present issue from background information and emotional language.

2. Notice what has already happened. Do not repeat analysis, approval, communication or planning that the scenario says is complete.

3. Identify the delivery approach and the part of the project affected.

4. Check decision rights. Distinguish what the project manager can decide from what belongs to the product owner, sponsor, customer, regulator, functional manager or governance body.

5. Check mandatory constraints first. Safety, law, security, ethics and binding compliance can limit ordinary cost or schedule choices.

6. Choose the least excessive action that directly addresses the cause and fits the current stage.

7. Communicate and document at the level needed to support the decision; do not confuse updating an artefact with solving the problem.

8. Verify the result. Monitor whether the action corrected the problem and protected value.



1.4 Fast Recognition Rules









	Scenario signal
	Likely interpretation
	First question to ask





	Approved baseline / formal change authority
	Predictive control
	Does the request alter an approved commitment, and who can authorise it?



	Backlog / iteration / product owner / frequent review
	Adaptive or agile work
	Can the need be handled through refinement, prioritisation and feedback?



	Fixed governance plus iterative solution work
	Hybrid work
	Which component or commitment is affected?



	Possible future event
	Risk
	Is there already an owner, trigger and response?



	Event has happened
	Issue
	What immediate control or resolution is required?



	Repeated defect
	Quality-system problem
	What is the root cause, not only the visible defect?



	AI-generated forecast or summary
	Evidence requiring review
	Has accuracy, source, privacy, bias and policy compliance been checked?



	Mandatory legal/safety/security concern
	Protected obligation
	What must be contained or reported before normal optimisation continues?







1.5 Direct Problem-Solving Practice

Problem 1. A sponsor asks the project manager to add a feature immediately because an important client requested it. The project uses an approved scope baseline. What should the project manager do first?


A. Ask the team to begin the feature and document it later.

B. Clarify the request and assess its effect before using the change process.

C. Reject the request because the baseline cannot change.

D. Escalate the client directly to the change control board.



Answer: B

An approved baseline does not make change impossible; it makes change controlled. The project manager should first understand the requested change and its impact, then use the agreed approval path. Starting work skips control, rejecting it is premature, and escalation before analysis gives decision-makers incomplete information.

Decision rule: Understand and assess a controlled change before approval or implementation.

Problem 2. An agile team completes an increment and a customer asks for a valuable new feature. What is the best next step?


A. Insert it into the current iteration immediately.

B. Ask the sponsor to approve a baseline change.

C. Clarify the need and work with the product owner to consider its priority in the backlog.

D. Reject it because iteration scope can never change.



Answer: C

In adaptive work, a new need is normally clarified and prioritised through the product mechanism. The project manager supports transparency and impact discussion but should not take over product ordering. Immediate insertion can disrupt focus, while formal baseline control may be unnecessary.

Decision rule: Use the change mechanism that fits the delivery approach.

Problem 3. A known risk trigger occurs. The risk has an approved response and an assigned owner. What should happen next?


A. Identify the risk again.

B. Implement the planned response and monitor the effect.

C. Escalate automatically to the sponsor.

D. Close the risk because the trigger has occurred.



Answer: B

The scenario says the analysis, ownership and response planning already exist. Repeating identification wastes time. A trigger calls for the planned response when its conditions are met; escalation is needed only if thresholds or authority require it.

Decision rule: Do not repeat completed analysis; act on an authorised response.

Problem 4. A team member reports that an AI-generated schedule forecast is very different from the approved forecast. What should the project manager do first?


A. Replace the approved forecast with the AI result.

B. Send the AI result to senior management for transparency.

C. Verify the data, assumptions and source before relying on the output.

D. Stop using AI tools on the project.



Answer: C

AI output is decision support, not automatic truth. A surprising result should be checked against source data, assumptions and organisational requirements before it influences commitments. Immediate adoption or reporting can spread an error; abandoning the tool is disproportionate.

Decision rule: Verify uncertain evidence before using it for a decision.

Problem 5. A safety defect is discovered in equipment scheduled for customer acceptance that afternoon. What should the project manager do first?


A. Complete acceptance to protect the date, then fix the defect.

B. Contain the safety risk and stop unsafe use before broader analysis continues.

C. Update the issue log and wait for the next quality meeting.

D. Ask the customer whether the defect is acceptable.



Answer: B

Safety can override the normal analyse-first sequence. Immediate containment protects people and prevents further exposure. Investigation, documentation and corrective action follow, but acceptance or customer preference cannot waive an unsafe condition.

Decision rule: Protect people and mandatory obligations before schedule convenience.

Problem 6. Two experienced team members disagree about a technical approach. Both alternatives could work, and the decision is inside the team’s authority. What should the project manager do?


A. Escalate the disagreement to the sponsor.

B. Choose an approach personally to end the conflict.

C. Facilitate a fact-based discussion so the team can reach a decision.

D. Replace one team member.



Answer: C

When capable people can resolve a technical disagreement inside their authority, collaborative problem-solving is stronger than unnecessary escalation or command. The project manager should help them compare criteria, risks and evidence.

Decision rule: Resolve problems at the lowest responsible level when authority and competence exist.

Problem 7. A stakeholder complains that the weekly status report is useless. The report follows the communication plan. What should the project manager do first?


A. Tell the stakeholder the report is contractually required.

B. Send the same report more frequently.

C. Meet the stakeholder to understand the information needed for decisions.

D. Escalate the complaint to the sponsor.



Answer: C

Following a plan does not prove that communication is effective. The project manager should understand the stakeholder’s decision needs, then tailor the communication and update the plan if needed. More of the same information does not solve the problem.

Decision rule: Communication should create useful understanding, not merely satisfy a schedule.

Problem 8. A project manager notices a negative cost variance. What should happen first?


A. Request additional budget.

B. Reduce scope immediately.

C. Analyse the cause, significance and forecast effect of the variance.

D. Report project failure.



Answer: C

A variance is evidence, not a diagnosis. The project manager should determine what caused it and whether the trend changes the forecast before recommending corrective action, funding or scope decisions.

Decision rule: Interpret performance information before prescribing a response.

Problem 9. A vendor misses a milestone. The contract contains a defined recovery and escalation mechanism. What should the project manager do first?


A. Terminate the vendor immediately.

B. Follow the contract and assess the impact while engaging the vendor on recovery.

C. Hide the delay until a recovery plan is certain.

D. Ask the internal team to absorb all vendor work.



Answer: B

The contract and the project impact provide the starting point. The project manager should use the agreed mechanism, understand consequences and work toward recovery. Termination or transferring work may later be considered but are excessive first actions.

Decision rule: Use existing governance and contractual mechanisms before inventing a new response.

Problem 10. During a hybrid project, an iterative software team wants to change a feature that does not affect the fixed regulatory submission. What is the strongest response?


A. Require a formal change request for every backlog adjustment.

B. Allow the product owner and team to handle the feature through the adaptive mechanism, while checking interfaces.

C. Reject the change because the project is partly predictive.

D. Ask the regulator to approve the backlog.



Answer: B

Hybrid work requires component-level judgement. If the change remains inside the adaptable product area and does not alter a controlled commitment, the product mechanism can handle it. The project manager still checks dependencies and interfaces.

Decision rule: In hybrid work, apply the control appropriate to the affected component.

Problem 11. A stakeholder requests a decision that only the sponsor can authorise. What should the project manager do?


A. Make the decision to keep the project moving.

B. Ignore the request until the sponsor notices.

C. Prepare the relevant analysis and take the decision need to the sponsor.

D. Ask the team to vote.



Answer: C

Professional leadership does not mean taking authority that belongs elsewhere. The project manager should prepare the evidence, clarify consequences and route the decision to the authorised role.

Decision rule: Act decisively inside your authority and prepare decisions that belong elsewhere.

Problem 12. An exam question asks what the project manager should do NEXT. The scenario states that the root cause has already been confirmed and the corrective action approved. Which type of answer is most likely strongest?


A. Conduct another root-cause analysis.

B. Implement the approved corrective action and monitor it.

C. Escalate before acting.

D. Reopen the original problem definition.



Answer: B

The word next is meaningful. If analysis and approval are complete, repeating them is weaker than moving to implementation and monitoring. PMP questions often test sequence through details that show earlier steps are already finished.

Decision rule: Read what is complete before deciding what comes next.

Problem 13. A team records a critical production outage in the issue log but has not taken action. What is the main weakness?


A. The issue log should never be used for outages.

B. Documentation is replacing authorised problem resolution.

C. Only the sponsor may manage issues.

D. The team should convert the outage back into a risk.



Answer: B

An issue log supports visibility, ownership and follow-through, but logging does not restore service. When the team is authorised to contain and resolve an active outage, action should not wait simply because documentation exists.

Decision rule: Artefacts support management; they do not substitute for it.

Problem 14. A new regulation may affect the project. The details are not confirmed. What should the project manager do first?


A. Change the project immediately.

B. Ignore it until enforcement begins.

C. Verify the requirement and assess likely project impact with appropriate expertise.

D. Ask the sponsor to waive it.



Answer: C

The project manager should establish what the regulation requires before redesigning the project. If it is mandatory, it cannot simply be waived for convenience. Verification and impact analysis prepare the correct governance response.

Decision rule: Verify external obligations, then assess impact and act through the correct authority.

Problem 15. A project is on time and on budget, but users are not adopting the delivered solution. What should the project manager focus on?


A. Only the schedule because delivery is complete.

B. Whether the intended outcome and benefits are being realised and what is blocking adoption.

C. Closing all remaining risk entries.

D. Producing a longer status report.



Answer: B

Modern PMP thinking connects delivery with outcomes and value. Time and cost performance do not prove that the project is producing the intended result. The project manager should understand the adoption barrier and support the appropriate response.

Decision rule: Measure success by useful outcomes as well as delivery performance.

Problem 16. A team member reports possible fraud in project reporting. What should the project manager do?


A. Keep the matter informal to protect team morale.

B. Alter the report quietly to avoid embarrassment.

C. Follow ethical and organisational reporting requirements, preserving evidence and confidentiality as appropriate.

D. Wait until project closure.



Answer: C

Ethical concerns involving dishonest reporting require responsible action, not concealment. The project manager should use the applicable policy and reporting route and protect the integrity of information.

Decision rule: Ethics and honesty are not negotiable project constraints.

Problem 17. A question includes four actions that could all eventually be appropriate. How should the candidate choose?


A. Select the most formal action.

B. Select the action with the longest description.

C. Identify which action fits the current stage, authority and facts.

D. Always choose collaboration.



Answer: C

PMP items often test sequence. A later action can be valid but still wrong for the present moment. The candidate should use the facts to identify what has happened, what remains unresolved and who can act.

Decision rule: Choose the right action for now, not merely a generally good action.

Problem 18. A project manager receives a new high-level risk report just before an executive meeting. The figures cannot be reconciled with the project data. What is the best response?


A. Present the figures with a disclaimer.

B. Verify the figures before using them in executive decision-making.

C. Delete the report.

D. Ask executives to decide which figures they prefer.



Answer: B

Decision-makers need accurate information. A disclaimer does not repair unreliable evidence. Verification should occur before the figures are presented as a basis for action.

Decision rule: Do not knowingly pass unverified information into a decision.

Problem 19. A customer asks for an urgent change during an agile iteration. The change addresses a newly discovered legal requirement. What should the project manager do?


A. Wait until the next retrospective because iterations should never change.

B. Treat it as an ordinary backlog preference.

C. Protect compliance immediately and work with the product and delivery roles to determine the safest adjustment.

D. Reject it because the customer caused the problem.



Answer: C

A mandatory legal requirement can override normal iteration stability. The response should protect compliance while using the team’s product and delivery mechanisms to adjust responsibly.

Decision rule: Mandatory obligations can change the normal sequence.

Problem 20. A project manager is unsure whether a problem should be escalated. What is the best test?


A. Whether the problem is difficult.

B. Whether the project manager dislikes the stakeholder.

C. Whether the issue exceeds authority, crosses a defined threshold, creates serious exposure or has resisted reasonable resolution.

D. Whether the sponsor is available.



Answer: C

Escalation is based on authority, thresholds, exposure and failed reasonable resolution, not discomfort. Strong project managers solve what they can and escalate decision needs that genuinely belong elsewhere.

Decision rule: Escalate because the problem requires higher authority, not because it is inconvenient.



1.6 Chapter 1 Fast Review

1. Read the situation before searching the options for familiar terms.

2. First and next questions are sequence questions.

3. A request is not an approval; a risk is not an issue; a forecast is not a fact.

4. Respect decision rights and governance.

5. Collaborate before unnecessary escalation.

6. Use predictive, adaptive/agile or hybrid mechanisms according to the work affected.

7. Contain safety, legal, security, ethical and severe compliance exposure immediately when required.

8. Treat registers, logs, plans, metrics and AI output as decision support, not as the final answer.

9. Protect value and outcomes, not paperwork for its own sake.

10. After action, verify whether the problem was actually solved.

Chapter 2





Project Management Foundations and Professional Judgement


2.1 Projects, Operations, Programmes and Portfolios

A project is temporary work undertaken to create a unique product, service, result or change. Operations sustain ongoing business activity. A programme coordinates related projects and other work to obtain benefits that would be difficult to achieve separately. A portfolio groups projects, programmes and other work so that investment can be selected and balanced against organisational strategy.

On the exam, the distinction matters because the project manager should know when project work has ended, when transition to operations is required, and when a decision belongs above the individual project. A project can deliver its output successfully while the organisation still has work to do to realise benefits.



2.2 Outputs, Outcomes, Benefits and Value

An output is what the project produces. An outcome is the change that follows from using that output. A benefit is a measurable improvement or advantage, while value concerns whether the result is worth the effort and resources expended. The project manager therefore needs to connect delivery decisions with the business reason for the project instead of treating scope completion as the only definition of success.









	Term
	Exam meaning
	Typical trap





	Output
	Product, service or result delivered
	Assuming delivery automatically proves success



	Outcome
	Change produced by using the output
	Ignoring adoption or behaviour after handover



	Benefit
	Measurable improvement expected from the outcome
	Treating a forecast benefit as already realised



	Value
	Worth created relative to effort, cost and consequences
	Optimising one constraint while damaging the reason for the project







2.3 Governance, Roles and Decision Rights

Governance defines how important decisions are made, reviewed and escalated. The sponsor supports the project, champions its business purpose and may own decisions beyond the project manager’s authority. A product owner or equivalent role usually owns product priority in adaptive environments. Functional managers may control specialist resources. Governance bodies may approve major changes, funding, gates or exceptions. The project manager integrates work, leads delivery and prepares sound decisions, but should not take authority that belongs elsewhere.



2.4 Tailoring, Constraints, Assumptions and Dependencies

Tailoring means choosing the amount of planning, documentation, governance and control that fits the project. It is disciplined adaptation, not permission to ignore mandatory processes. A constraint limits options; an assumption is treated as true for planning until verified; a dependency links one activity, team, supplier or decision to another. Strong judgement makes these conditions visible early enough to influence decisions.

Professional judgement should also remain ethical. PMI’s current Code of Ethics centres on honesty, responsibility, respect and fairness. Exam answers that hide material facts, manipulate reporting, misuse confidential information, discriminate unfairly or bypass required controls are weak even when they appear to protect schedule or reputation.



2.5 The Foundation Decision Pattern

1. Start with the business purpose and the result at risk.

2. Identify whether the work is project, operational, programme or portfolio level.

3. Distinguish output, outcome, benefit and value.

4. Use governance to clarify who decides; do not confuse leadership with unlimited authority.

5. Tailor practices to the project while preserving mandatory obligations.

6. Make assumptions, constraints and dependencies visible before they become surprises.

7. When evidence changes the business case or expected value, reassess rather than protecting an obsolete plan.

8. Report truthfully and act consistently with professional ethics.



2.6 Direct Problem-Solving Practice

Problem 1. A project has delivered and accepted a new customer-support platform. The same team is now handling routine support tickets indefinitely. How should this work be classified?


A. The project is still active because the team remains together.

B. The work has transitioned into operations.

C. The work has become a programme.

D. The project should remain open until the platform is replaced.



Answer: B

The unique implementation work is complete; routine ticket handling is ongoing operational work. Keeping the project open confuses temporary delivery with continuing business activity.

Decision rule: Close project work when its temporary objective is complete and transition ongoing work appropriately.

Problem 2. A project delivers a new sales system on time, but sales staff avoid using it. Which concept should concern the project manager most?


A. Only output completion.

B. Outcome and benefit realisation.

C. Portfolio balancing only.

D. Procurement closure only.



Answer: B

The output exists, but the intended organisational change is not occurring. The project manager should understand adoption barriers and support the path to the expected outcome and benefit.

Decision rule: Do not equate delivered output with realised value.

Problem 3. Several related projects share technology, resources and a common business benefit. Management wants them coordinated to maximise the combined benefit. What structure best fits?


A. Operations.

B. A programme.

C. A single issue log.

D. A work package.



Answer: B

A programme coordinates related projects and other work to obtain benefits that would be harder to achieve separately. The focus is the combined result, not merely a shared document or operational function.

Decision rule: Use programme thinking when coordinated related work creates additional benefit.

Problem 4. Senior management must decide which proposed initiatives deserve funding based on strategy, risk and capacity. What level of management is this?


A. Project management.

B. Portfolio management.

C. Daily operations.

D. Team facilitation.



Answer: B

Portfolio management concerns selection and balancing of investments against strategy and organisational capacity. An individual project manager can supply information but does not normally make enterprise-wide investment choices.

Decision rule: Portfolio decisions select and balance investments; project decisions deliver an approved initiative.

Problem 5. A sponsor asks the project manager to approve a major increase in funding, but governance reserves funding approval for an executive committee. What should the project manager do?


A. Approve it to protect schedule.

B. Prepare the impact and recommendation for the authorised committee.

C. Reject the increase personally.

D. Ask the team to vote.



Answer: B

The project manager should prepare the decision, not take authority that governance assigns elsewhere. A clear impact assessment allows the authorised body to decide responsibly.

Decision rule: Prepare decisions that exceed your authority and route them to the proper role.

Problem 6. A project team wants to remove a required cybersecurity review because the project is small. What is the strongest response?


A. Remove it because tailoring means reducing all process.

B. Keep or appropriately satisfy the mandatory review; tailor only what is discretionary.

C. Ask the customer whether security matters.

D. Ignore the review and document the reason.



Answer: B

Tailoring adapts practices to context but does not remove binding security or compliance obligations. The team can simplify discretionary work, not waive mandatory control without authority.

Decision rule: Tailor responsibly; mandatory obligations remain mandatory.

Problem 7. A schedule is built on the assumption that a specialist will be available next month. Availability has not been confirmed. What should the project manager do?


A. Treat the assumption as guaranteed.

B. Make the assumption visible, seek confirmation and plan for the risk if needed.

C. Remove the specialist from the project.

D. Escalate immediately to the chief executive.



Answer: B

An assumption supports planning but remains uncertain. The project manager should validate it and understand the consequence if it proves false.

Decision rule: Expose important assumptions early and convert uncertainty into managed risk.

Problem 8. A hardware installation cannot begin until a regulator approves a design. What is the regulator approval in this context?


A. A benefit.

B. A dependency.

C. An output only.

D. A team norm.



Answer: B

The installation depends on a prior external decision. Making that dependency visible allows the project to plan timing, risk, communication and escalation appropriately.

Decision rule: Dependencies connect work and should be actively managed, especially when external.

Problem 9. A manager asks the project manager to show a green status even though the current forecast shows a material delay. What should the project manager do?


A. Change the status to protect confidence.

B. Report the situation accurately and explain the evidence and recovery options.

C. Delay the report until the schedule recovers.

D. Ask the team to hide the variance.



Answer: B

Accurate reporting is an ethical and management responsibility. Decision-makers cannot act well when material facts are concealed. The project manager may present recovery options, but should not manipulate the status.

Decision rule: Truthful reporting is more important than cosmetic confidence.

Problem 10. A project is delivering a feature that was valuable six months ago, but market conditions have changed and the benefit forecast has collapsed. What should the project manager do?


A. Continue because the feature is in the plan.

B. Assess the change in value and take the evidence through the appropriate governance path.

C. Hide the information until the feature is complete.

D. Expand scope to justify the sunk cost.



Answer: B

Plans exist to support value. When external evidence materially changes the business case, the project manager should surface it and support an informed decision rather than protect sunk cost.

Decision rule: Reassess value when the business context changes materially.

Problem 11. A team proposes more documentation because the project is important. The documents are not required by policy, contract or decision need. What should the project manager do?


A. Approve all documentation because more is safer.

B. Tailor documentation to what supports control, communication, knowledge and evidence.

C. Ban all documentation.

D. Ask the sponsor to write it.



Answer: B

Documentation should have a purpose. Excess material can consume time without improving decisions, while too little can weaken control. Tailoring aims for the amount that supports the work.

Decision rule: Use the lightest responsible level of documentation that protects the project.

Problem 12. A project manager discovers that two teams use different definitions of 'complete', creating rework at hand-off. What should happen first?


A. Add more people.

B. Clarify the acceptance and hand-off expectations with both teams.

C. Escalate every defect to the sponsor.

D. Reduce quality checks.



Answer: B

The immediate problem is misaligned expectations at the interface. Clarifying completion criteria and responsibilities addresses the cause before adding resources or escalating.

Decision rule: Clarify shared definitions and interfaces before treating the symptom as a capacity problem.

Problem 13. A project can meet the launch date only by removing an accessibility requirement that is legally mandated. What should the project manager recommend?


A. Remove it and document the trade-off.

B. Protect the legal requirement and reassess schedule, scope or delivery options.

C. Ask users whether accessibility is important.

D. Ignore the law until after launch.



Answer: B

Legal obligations constrain ordinary optimisation. The project manager should preserve compliance and help decision-makers understand alternative ways to manage schedule or scope.

Decision rule: Mandatory obligations are boundaries, not negotiable preferences.

Problem 14. A project manager is deciding whether to use a detailed predictive plan or shorter adaptive planning cycles. What should drive the decision?


A. Personal preference.

B. The project conditions, uncertainty, feedback needs, dependencies and governance.

C. The method used on the previous project.

D. The longest available template.



Answer: B

Tailoring begins with the work. Requirements stability, uncertainty, cost of change, stakeholder feedback, contracts and organisational controls all influence the useful planning approach.

Decision rule: Choose the approach because it fits the work, not because it is familiar.

Problem 15. A sponsor owns the business case, while the project manager leads delivery. A new risk threatens the expected benefits but remains inside the project manager’s response authority. What should the project manager do?


A. Wait for the sponsor to act because benefits belong to the sponsor.

B. Implement the authorised response, communicate the impact and keep the sponsor informed.

C. Transfer all risk ownership to the sponsor.

D. Close the business case.



Answer: B

Different roles can share an interest in the same outcome. The project manager should act inside assigned authority and communicate material implications to the sponsor rather than becoming passive.

Decision rule: Role clarity should enable action, not create avoidable delay.

Problem 16. An executive asks for a forecast based on an assumption that has just been disproved. What should the project manager do?


A. Use the old forecast because it was approved.

B. Update the analysis using current evidence and explain the effect.

C. Keep both forecasts secret.

D. Change the assumption wording only.



Answer: B

When an assumption becomes false, the planning basis has changed. The forecast should reflect current evidence, and stakeholders should understand the consequence.

Decision rule: Update decisions when their factual basis changes.

Problem 17. A team argues that fairness means assigning identical workloads to every member. What is the strongest project-management response?


A. Agree because fairness always means equal quantities.

B. Allocate work based on capability, role, capacity and agreed responsibilities while applying fair principles.

C. Let the loudest member decide.

D. Randomise all work.



Answer: B

Fairness does not require identical treatment when responsibilities and capability differ. The project manager should apply transparent, respectful criteria and avoid arbitrary or discriminatory decisions.

Decision rule: Apply fairness consistently, not mechanically.

Problem 18. A project manager finds a useful AI tool that requires uploading confidential customer data to an external service not approved by the organisation. What should happen?


A. Use it because the output may improve planning.

B. Do not upload the data; follow privacy, security and organisational requirements and seek an approved alternative.

C. Anonymise nothing and rely on the vendor promise.

D. Ask a junior team member to upload it instead.



Answer: B

Potential productivity does not override confidentiality or security controls. The project manager remains accountable for appropriate data handling and should use approved tools or processes.

Decision rule: Responsible AI use begins with lawful, secure and authorised data handling.

Problem 19. A proposed corrective action would solve a local schedule problem but cause a major downstream supplier delay. What should the project manager do?


A. Implement it because local schedule comes first.

B. Assess the dependency and optimise the integrated project outcome before acting.

C. Ignore the supplier.

D. Transfer the problem to procurement.



Answer: B

Project management is integrated work. A local improvement can damage the broader result when dependencies are ignored. The project manager should assess the end-to-end effect before deciding.

Decision rule: Optimise the project system, not one activity in isolation.

Problem 20. A project is technically complete, but knowledge transfer to operations has not happened and support staff cannot maintain the solution. What is the strongest response?


A. Close immediately because scope is finished.

B. Complete the necessary transition and knowledge-transfer work before treating the project as successfully handed over.

C. Ask operations to learn after closure.

D. Delete project documentation.



Answer: B

Transition is part of turning an output into a usable operational result. Closing before the receiving organisation can support the solution threatens adoption, continuity and value.

Decision rule: Finish the transition needed for the output to function in operations.



2.7 Chapter 2 Fast Review

1. Projects are temporary; operations are ongoing.

2. Programmes coordinate related work for combined benefits; portfolios select and balance investment.

3. Outputs are delivered; outcomes occur through use; benefits are measurable improvements; value asks whether the result is worth the effort.

4. Governance clarifies decision rights and escalation.

5. Tailoring reduces unnecessary work but does not remove mandatory controls.

6. Assumptions are uncertain planning beliefs; constraints limit options; dependencies connect work.

7. Professional judgement uses current evidence, context and ethical conduct.

8. When the business case changes, surface the evidence and support an informed decision.

Chapter 3





Predictive, Agile and Hybrid Approaches


3.1 Choose the Approach from the Work, Not the Label

Predictive delivery works best when enough of the scope, sequence, acceptance conditions and dependencies can be understood early to make detailed planning useful. Adaptive or agile delivery works well when uncertainty is high, learning is valuable and frequent feedback can improve the solution. Hybrid delivery deliberately combines control and adaptation because different parts of the same project face different conditions.

The exam often gives approach signals without naming the method. A baseline, stage gate, fixed specification or formal change authority suggests predictive control. A product backlog, iteration, product owner, review or continuous flow suggests adaptive work. Fixed governance beside iterative solution development suggests hybrid. The candidate should identify which part of the project is affected before choosing a response.



3.2 What Changes Across the Three Approaches










	Management concern
	Predictive
	Adaptive / agile
	Hybrid





	Requirements
	More detail can be established early when stable.
	Refined as learning occurs; priority can change.
	Stable obligations coexist with adaptable product content.



	Planning
	More detailed plan and baseline established earlier.
	Repeated planning at several horizons.
	Different workstreams use different planning horizons.



	Change
	Assess impact and use formal approval when controlled commitments change.
	Clarify value and reprioritise through product mechanisms.
	Use the mechanism appropriate to the affected commitment or component.



	Schedule
	Milestones, dependencies, critical path and forecast against plan.
	Cadence, flow, release forecast, throughput or velocity as appropriate.
	Integrate iterative forecasts with fixed milestones and interfaces.



	Quality
	Defined criteria, planned assurance/control and formal acceptance as needed.
	Quality built into each increment with rapid feedback.
	Component-level quality methods plus end-to-end acceptance.



	Risk
	Planned identification, analysis, ownership and responses.
	Frequent learning, small batches and rapid adaptation reduce uncertainty.
	Formal risk governance plus iterative learning.



	Leadership
	Coordinate integrated commitments and roles.
	Enable self-management, feedback and obstacle removal.
	Shift style according to workstream and governance need.







3.3 Hybrid Means Managing Interfaces

Hybrid is strongest when it is deliberate. A construction workstream may require controlled specifications and fixed procurement dates while a digital interface develops iteratively. The project manager must make dependencies, acceptance points, data exchange, decision rights and governance visible across the boundary. The main hybrid mistake is to apply one workstream’s mechanism mechanically to another.



3.4 Approach-Selection Questions to Ask

1. How stable are the requirements and acceptance conditions?

2. How much technical or solution uncertainty remains?

3. How expensive or dangerous is late change?

4. How quickly can users or customers provide useful feedback?

5. Which dates, contracts, regulatory obligations or physical dependencies are fixed?

6. Can the work be divided into usable increments?

7. Which decisions are reversible and which are difficult to reverse?

8. What team capability, governance and stakeholder participation are available?

9. If using hybrid delivery, where exactly is the boundary between controlled and adaptable work?



3.5 Direct Problem-Solving Practice

Problem 1. A bridge replacement project has approved engineering specifications, strict safety requirements and sequential construction dependencies. Which approach is most appropriate for the core construction work?


A. Pure adaptive delivery with no baseline.

B. A largely predictive approach with controlled change.

C. No planning until construction starts.

D. Continuous backlog reprioritisation of structural specifications.



Answer: B

Physical dependencies, approved specifications and safety controls make detailed planning and controlled change useful. Adaptive practices may still support learning in some areas, but the core construction sequence benefits from predictive management.

Decision rule: Use predictive control where stable commitments and irreversible dependencies dominate.

Problem 2. A start-up is developing a new customer app and cannot know which features users will value until they test working increments. Which approach best fits?


A. Adaptive or agile delivery.

B. A fully fixed predictive specification.

C. No stakeholder feedback until completion.

D. A procurement-only approach.



Answer: A

High product uncertainty and fast user feedback favour iterative learning and incremental delivery. Fixing all features early would reduce the project’s ability to learn from evidence.

Decision rule: Use adaptive delivery when learning and feedback can materially improve the solution.

Problem 3. A hospital programme includes regulated medical hardware and a patient mobile app. Hardware specifications require formal approval; the app needs rapid user feedback. What is the strongest delivery design?


A. Force both workstreams into one predictive method.

B. Force both workstreams into one agile framework.

C. Use a hybrid design with explicit interfaces and governance.

D. Allow each team to work independently without integration.



Answer: C

The workstreams face different conditions. Hybrid delivery allows formal control for regulated hardware and adaptive development for the app, but only if dependencies and integration points are deliberately managed.

Decision rule: Hybrid works when different components need different management logic and their interfaces are controlled.

Problem 4. An agile team receives a new request after the iteration has started. It is valuable but not urgent. What should happen?


A. Insert it immediately regardless of team commitment.

B. Clarify it and consider it in future backlog ordering.

C. Submit a formal baseline change automatically.

D. Reject it permanently.



Answer: B

Agile welcomes changing needs but also protects focus. A valuable non-urgent request normally enters refinement and future prioritisation rather than disrupting current work.

Decision rule: Welcoming change does not mean abandoning disciplined focus.

Problem 5. A predictive project receives a request that changes approved scope and adds cost. What should happen before implementation?


A. Impact assessment and the agreed approval process.

B. Immediate team action.

C. Backlog reprioritisation only.

D. A retrospective.



Answer: A

Changing a controlled baseline requires understanding the impact and obtaining the appropriate approval before the baseline or work is changed.

Decision rule: Controlled commitments change through controlled decisions.

Problem 6. A hybrid project uses iterative software development but has a fixed contractual deployment date. The software team’s forecast now shows that all desired features will not fit. What should the project manager do?


A. Demand overtime until all features fit.

B. Work with product and contractual stakeholders to examine priority, scope, dependencies and date commitments.

C. Ignore the forecast because agile estimates are not promises.

D. Move the deployment date without authority.



Answer: B

Hybrid management connects adaptive forecasting with fixed commitments. The project manager should use the forecast to support a decision about priority, scope or other options, respecting contractual authority.

Decision rule: Integrate adaptive evidence with predictive commitments rather than forcing one to dominate blindly.

Problem 7. A predictive team discovers that the original plan no longer reflects a major external change. What is the strongest response?


A. Keep following the plan because predictability requires stability.

B. Assess the impact and use change/governance mechanisms to adapt the plan responsibly.

C. Switch the entire organisation to agile.

D. Hide the change until closure.



Answer: B

Predictive does not mean following an obsolete plan. It means adapting controlled commitments through disciplined analysis and authority.

Decision rule: Predictive management controls change; it does not prohibit change.

Problem 8. A self-managing agile team can resolve an internal workflow problem without violating policy or affecting external commitments. What should the project manager do?


A. Prescribe the detailed solution.

B. Facilitate and allow the team to solve it inside its authority.

C. Escalate to the sponsor.

D. Create a formal change board.



Answer: B

Adaptive teams benefit from responsible self-management. The project manager should support problem-solving and remove obstacles rather than take over decisions that the team can make.

Decision rule: Empower capable teams inside clear boundaries.

Problem 9. An iterative team is blocked by an enterprise security approval that only another department can grant. What should the project manager do?


A. Tell the team to solve it internally.

B. Work across organisational boundaries and escalate the decision need if required.

C. Remove security approval from the process.

D. Ignore the blocker until the next iteration.



Answer: B

The impediment lies outside the team’s authority. The project manager should coordinate with the external owner and use the proper escalation path when necessary.

Decision rule: Escalate external impediments when authority or access lies elsewhere.

Problem 10. A predictive schedule shows a milestone slipping. What should the project manager do before selecting compression or additional resources?


A. Analyse the cause, critical-path effect and alternatives.

B. Crash the schedule immediately.

C. Hide the slip.

D. Convert the project to agile.



Answer: A

Schedule compression is a response, not a diagnosis. The project manager should understand the cause and integrated effect before selecting an action.

Decision rule: Diagnose schedule variance before prescribing recovery.

Problem 11. An agile team’s cycle time is rising for four consecutive periods. What is the best first response?


A. Punish the slowest team member.

B. Examine workflow, blockers, work-in-progress and quality patterns with the team.

C. Increase the number of reports.

D. Fix velocity targets.



Answer: B

Flow deterioration signals a system problem that needs investigation. Blaming an individual or manipulating a metric does not reveal the cause.

Decision rule: Use agile metrics as evidence for learning, not as performance weapons.

Problem 12. A customer rejects an increment because acceptance expectations were unclear. What should the team do?


A. Add more features.

B. Clarify acceptance criteria and improve refinement before the next increment.

C. Stop customer reviews.

D. Escalate the customer.



Answer: B

The failure stems from unclear expectations, so the solution is better shared understanding and earlier validation rather than more output.

Decision rule: Quality starts with clear, testable acceptance expectations.

Problem 13. A hybrid project has a predictively scheduled vendor delivering an API that an agile team needs next iteration. The vendor slips two weeks. What should the project manager do?


A. Tell the agile team to increase velocity.

B. Make the dependency visible, assess release impact and coordinate recovery across both workstreams.

C. Ignore the vendor because it is predictive.

D. Force the vendor to attend daily stand-ups.



Answer: B

The problem is an interface dependency. The project manager should coordinate the two planning systems and manage the effect, not apply one team’s ritual to the other.

Decision rule: In hybrid work, solve the boundary problem rather than imposing the same method everywhere.

Problem 14. An agile team keeps adding urgent work mid-iteration because senior stakeholders bypass the product owner. What is the strongest response?


A. Accept every request to satisfy stakeholders.

B. Reinforce decision rights and an agreed intake/prioritisation route with stakeholders.

C. Remove the product owner.

D. Freeze the backlog for the rest of the project.



Answer: B

The issue is governance and priority ownership. The project manager should restore a transparent route for requests while preserving stakeholder engagement.

Decision rule: Protect product decision rights and transparent prioritisation.

Problem 15. A predictive project has a high-impact risk with a planned mitigation. New evidence shows the probability has doubled. What should happen?


A. Leave the plan unchanged because the risk was already analysed.

B. Reassess the exposure and response, update relevant plans and act according to thresholds.

C. Convert it to an issue immediately.

D. Close the risk.



Answer: B

Risk management is continuous. Material new evidence can change exposure and require a stronger or different response even when a plan already exists.

Decision rule: Reassess risk when evidence changes.

Problem 16. An agile project faces a highly uncertain technical component. What action best reduces uncertainty early?


A. Delay all testing until the final release.

B. Use a short experiment, spike or prototype to learn before committing heavily.

C. Write a longer charter.

D. Increase documentation only.



Answer: B

Small, early experiments can reduce technical uncertainty cheaply and inform future decisions. Waiting until late delivery increases the cost of learning.

Decision rule: Use fast feedback to resolve high uncertainty before large commitments.

Problem 17. A regulated agile team is told that agility means documentation can be skipped. What should the project manager do?


A. Agree because working software replaces all documentation.

B. Produce the evidence required for compliance while keeping documentation proportionate.

C. Switch to predictive solely because documentation is required.

D. Ignore the regulator.



Answer: B

Adaptive delivery does not remove mandatory evidence. The team should satisfy regulatory and audit needs in a way that supports iterative work rather than over-documenting.

Decision rule: Agility changes how work is managed; it does not waive compliance.

Problem 18. A hybrid project’s customer-facing feature can change, but a change to that feature would also alter a signed supplier interface specification. What should happen?


A. Treat it only as backlog reprioritisation.

B. Identify both effects: use product prioritisation and the formal process for the controlled supplier commitment.

C. Reject all change.

D. Ask the supplier to ignore the contract.



Answer: B

One request can touch both adaptable and controlled parts of a hybrid project. Each effect should follow the mechanism that governs it.

Decision rule: Hybrid decisions may require two coordinated change paths for one request.

Problem 19. An agile team has stable requirements, very limited customer access and expensive deployment cycles. What should the project manager consider?


A. Whether the current highly adaptive approach still fits the actual conditions.

B. Adding more ceremonies.

C. Ignoring the lack of feedback.

D. Changing the label but not the practices.



Answer: A

Delivery approaches should be tailored as conditions change. Limited feedback and expensive releases may call for different planning, validation or batching choices.

Decision rule: Reassess the approach when its assumptions no longer match the work.

Problem 20. A predictive project has frequent late changes because stakeholders were not engaged during requirements work. What is the strongest improvement?


A. Strengthen early and continuing stakeholder engagement and requirements validation.

B. Add more change forms only.

C. Reject all future changes.

D. Remove stakeholder access.



Answer: A

Formal change control manages requests but does not correct weak discovery and engagement. Better early validation can reduce avoidable late change.

Decision rule: Improve the source of change, not only the change-control paperwork.

Problem 21. An agile team’s velocity increases sharply after they stop writing automated tests. What should the project manager conclude?


A. The team has become more productive.

B. The metric may be misleading because speed increased by sacrificing quality.

C. Velocity proves value delivery.

D. Testing should remain removed.



Answer: B

A delivery metric is useful only when interpreted with quality and outcomes. Higher velocity that creates defects is not genuine improvement.

Decision rule: Never optimise a metric in isolation from quality and value.

Problem 22. A hybrid programme has multiple workstreams using different metrics. Executives ask for one integrated status view. What should the project manager do?


A. Force every team to use velocity.

B. Translate workstream evidence into a common view of milestones, forecast, risk and value without destroying useful local measures.

C. Report only the predictive teams.

D. Stop local metrics.



Answer: B

Integration requires a shared decision view, not identical internal metrics. The project manager should preserve useful local measures while presenting comparable information for governance.

Decision rule: Integrate meaning, not necessarily measurement methods.

Problem 23. A fixed-price supplier on an agile project refuses every clarification because 'scope is fixed'. What should the project manager do?


A. Accept that collaboration is impossible.

B. Review the contract, clarify what flexibility exists and work with procurement/vendor roles on a workable delivery relationship.

C. Ignore the supplier.

D. Tell the agile team to change the contract themselves.



Answer: B

Contract type shapes flexibility but does not eliminate communication. The project manager should understand contractual boundaries and use the proper commercial route to improve collaboration.

Decision rule: Manage agile supplier relationships through both collaboration and contract reality.

Problem 24. A product owner wants to maximise the number of features released, but usage data shows customers value only a small subset. What should the project manager support?


A. More features because output quantity equals value.

B. Evidence-based prioritisation around outcomes and customer value.

C. A fixed feature-count target.

D. Removal of customer analytics.



Answer: B

Adaptive delivery should use feedback to improve value. Feature volume is an output measure; usage and outcomes provide stronger evidence about benefit.

Decision rule: Prioritise value and outcomes, not feature count.

Problem 25. A project manager must choose between two approaches. One allows earlier feedback but creates unacceptable safety exposure during partial deployment. What should drive the choice?


A. Feedback speed alone.

B. A design that preserves mandatory safety while still obtaining learning where possible.

C. The newest methodology.

D. The method preferred by the loudest stakeholder.



Answer: B

Learning speed is useful only inside safe and compliant boundaries. The project manager should seek a way to gain feedback without exposing people to unacceptable risk.

Decision rule: Approach selection remains constrained by safety, law, ethics and other mandatory obligations.



3.6 Chapter 3 Fast Review

1. Predictive is useful when stable commitments and dependencies make detailed planning valuable.

2. Adaptive or agile is useful when uncertainty and feedback make repeated learning valuable.

3. Hybrid deliberately applies different management logic to different parts of the same project.

4. Change, planning, quality, risk and reporting still exist in every approach; the mechanisms differ.

5. Agile does not mean no control; predictive does not mean no adaptation.

6. Hybrid questions are often interface questions.

7. Metrics support forecasting and learning; they do not prove value by themselves.

8. Reassess the chosen approach when project conditions change.





PART II: PEOPLE

Chapter 4




Building and Leading High-Performing Teams


4.1 What High Performance Means

A high-performing project team delivers reliable results without depending on fear, hidden overload or one indispensable individual. Team performance improves when people understand the purpose, roles, decision rights, working agreements, quality expectations and interfaces that shape their work. Trust and psychological safety allow people to raise risks, challenge assumptions and admit mistakes early enough to protect the project.

Leadership should fit the situation. A capable and committed team may need space and support; a new or inexperienced team may need clearer direction. Servant leadership removes obstacles and supports responsible self-management. Coaching helps a person think and improve performance; mentoring draws on experience to support development; training builds a specific skill; directing is appropriate when immediate clarity or control is required.



4.2 Common Vision and Shared Direction

A common vision gives the team and stakeholders a shared understanding of why the project exists, the outcomes sought, what success looks like and the boundaries that shape decisions. The project manager should develop that understanding with the appropriate stakeholders, communicate it in language each audience can use, test whether people interpret it consistently, and correct misunderstandings when priorities, membership or external conditions change. The vision guides trade-offs, but it does not replace authorised scope, governance or product decision rights.



4.3 Diagnose the Team Problem Before Choosing the Intervention









	Observed problem
	Possible cause
	Useful first response





	Missed commitments
	Capacity, unclear work, dependency, skill or weak estimation
	Diagnose the cause before applying pressure.



	One person dominates decisions
	Role/authority imbalance or psychological-safety problem
	Clarify decision rights and create space for others.



	New member struggles
	Skill, context or onboarding gap
	Coach, train, pair or clarify expectations.



	Experienced member behaves destructively
	Conduct problem despite technical strength
	Address behaviour directly and protect team standards.



	Team waits for every decision
	Over-control or unclear authority
	Clarify boundaries and empower appropriate decisions.



	Remote team appears disengaged
	Time-zone, access, meeting or communication design issue
	Check access and working conditions before assuming attitude.







4.4 Performance, Motivation and Accountability

Do not treat motivation as a single problem with a single reward. Low performance can come from unclear expectations, insufficient skill, competing assignments, lack of authority, poor workflow, weak tools, overload, conflict or deliberate behaviour. A fair project manager clarifies the expected result, gathers evidence, discusses the issue with the person or team, agrees support or corrective action, and follows up. Accountability means clear expectations and consequences; it does not require micromanagement.



4.5 Fast Leadership Decision Rules

1. Clarify purpose, roles and decision rights before adding process.

2. Diagnose capability, capacity, commitment, conduct and system problems separately.

3. Give capable people room to decide inside clear boundaries.

4. Coach or train when the problem is developmental; address repeated conduct or accountability failures directly.

5. Protect psychological safety without lowering performance standards.

6. Use recognition fairly and specifically; do not make rewards the automatic answer to every motivation problem.

7. For distributed teams, design communication and access deliberately.

8. Sustainable performance matters; chronic overload is a management problem, not a badge of commitment.

9. Escalate resource or authority constraints when reasonable project-level action cannot resolve them.



4.6 Direct Problem-Solving Practice

Problem 1. A new team repeatedly asks the project manager to make routine technical decisions. The team has the expertise to decide. What should the project manager do?


A. Continue making all decisions to avoid delay.

B. Clarify decision boundaries and encourage the team to decide inside them.

C. Escalate the team to the sponsor.

D. Replace the team.



Answer: B

The problem is over-dependence, not lack of skill. Clear decision rights allow capable people to act while keeping governance boundaries visible.

Decision rule: Empower capable teams by clarifying what they can decide.

Problem 2. A normally reliable team member has missed two commitments. What should the project manager do first?


A. Begin formal discipline immediately.

B. Discuss the situation privately to understand the cause and confirm expectations.

C. Publicly warn the team.

D. Remove the person.



Answer: B

Two missed commitments can result from capacity, dependency, personal constraint, unclear work or performance decline. The project manager should gather facts before choosing an intervention.

Decision rule: Diagnose before correcting when there is no immediate safety or conduct threat.

Problem 3. A technically excellent developer regularly humiliates colleagues during reviews. Delivery remains strong, but people have stopped raising concerns. What should the project manager do?


A. Ignore the behaviour because performance is high.

B. Address the conduct directly and reinforce respectful team norms.

C. Reward the developer for output.

D. Move all reviews to email.



Answer: B

Technical output does not excuse behaviour that suppresses risk reporting and damages team performance. The project manager should address the conduct and protect a respectful working environment.

Decision rule: High performance does not excuse harmful behaviour.

Problem 4. A team member lacks the skill to use a new planning tool required for the project. What intervention best fits?


A. Training and guided practice.

B. Escalation to the sponsor.

C. A financial reward.

D. A change request.



Answer: A

The identified problem is a specific skill gap. Training is more direct than escalation, reward or formal project change.

Decision rule: Match the intervention to the actual development need.

Problem 5. An experienced manager joins an agile team and starts assigning tasks daily. Team members stop self-organising. What should the project manager do?


A. Support the manager because seniority gives authority.

B. Clarify agile team decision rights and coach the manager toward enabling rather than directing routine work.

C. Remove self-management from the team.

D. Escalate every assignment to the sponsor.



Answer: B

The issue is role behaviour that undermines agreed team ownership. The project manager should restore decision boundaries and coach the manager on the intended leadership model.

Decision rule: Protect self-management when the team has the capability and authority to use it.

Problem 6. A project team meets every deadline by working nights and weekends, while defect rates are rising. How should the project manager interpret performance?


A. As high performance because dates are met.

B. As unsustainable delivery that is creating quality and wellbeing risk.

C. As proof the team needs more overtime.

D. As a communication issue only.



Answer: B

Chronic overload can hide capacity and planning problems while increasing defects. Meeting dates through persistent unsustainable effort is not strong performance.

Decision rule: Judge performance by sustainable results, not short-term output alone.

Problem 7. Two team members disagree about a design and the conversation becomes personal. What should the project manager do first?


A. Choose a winner immediately.

B. Separate the people from the problem and facilitate a fact-based discussion around agreed criteria.

C. Escalate to HR immediately.

D. Move one person to another project.



Answer: B

The conflict can often be resolved by restoring focus on the shared objective, evidence and decision criteria. Escalation or reassignment is excessive before direct resolution is attempted.

Decision rule: Facilitate collaborative problem-solving before unnecessary escalation.

Problem 8. A team member says they cannot meet a task because they are assigned to another department for half their time. What type of problem is this primarily?


A. Motivation.

B. Capacity and resource allocation.

C. Ethics.

D. Quality.



Answer: B

The person may be committed and skilled but simply lack sufficient available time. The project manager should address allocation and priorities rather than trying to motivate harder.

Decision rule: Do not treat capacity problems as attitude problems.

Problem 9. A junior team member produces weak work because requirements were unclear. The project manager had never confirmed expectations. What should happen first?


A. Discipline the junior member.

B. Clarify the expected result and acceptance conditions, then provide appropriate support.

C. Escalate to the sponsor.

D. Replace the requirements document with a motivational speech.



Answer: B

The project system contributed to the failure. Clear expectations come before judging whether a person can meet them.

Decision rule: Clarify the standard before holding people accountable to it.

Problem 10. A distributed team has poor participation in live meetings because several members join at 2 a.m. local time. What should the project manager do?


A. Assume the team lacks commitment.

B. Redesign communication and meeting patterns to provide fair access and useful asynchronous support.

C. Require cameras on.

D. Increase meeting length.



Answer: B

The evidence points to access and time-zone design, not attitude. Better communication design can improve participation without unnecessary pressure.

Decision rule: Diagnose access conditions before labelling behaviour.

Problem 11. A newly formed cross-functional team gives different answers when asked what project success means: operations prioritises adoption, the sponsor prioritises the launch date, and the product team prioritises feature volume. What should the project manager do FIRST?


A. Allow each group to pursue its own definition of success.

B. Facilitate alignment on the shared purpose, intended outcomes, success measures and decision boundaries, then communicate the agreed vision.

C. Use only the sponsor’s definition because the sponsor is senior.

D. Add more tasks before resolving the disagreement.



Answer: B

A common vision should make the project purpose, outcomes and success measures understandable across roles. The project manager should facilitate alignment and then communicate the agreed direction so later trade-offs use the same reference point.

Decision rule: Establish a shared definition of purpose and success before allowing competing interpretations to drive delivery decisions.

Problem 12. A team member asks the project manager how to develop toward a future leadership role. Which intervention best fits?


A. Mentoring.

B. Formal change control.

C. Issue escalation.

D. Schedule crashing.



Answer: A

Mentoring draws on experience to support broader professional growth and future development. It differs from training for a specific current skill.

Decision rule: Use mentoring for broader development and coaching for present performance thinking.

Problem 13. A capable team member repeatedly ignores an agreed security procedure after coaching and clarification. What should the project manager do?


A. Continue coaching indefinitely.

B. Apply appropriate accountability and escalation under policy.

C. Ignore it because the person is productive.

D. Ask teammates to cover the violation.



Answer: B

Repeated non-compliance after clear expectations and support becomes an accountability and potentially security problem. The project manager should follow organisational requirements.

Decision rule: Support comes before discipline when appropriate, but repeated mandatory violations require accountability.

Problem 14. The team’s velocity falls after two specialists are reassigned by functional management. What should the project manager do?


A. Blame the remaining team.

B. Assess the capacity impact and work with the functional manager or governance route on priorities and resource options.

C. Increase the velocity target.

D. Hide the trend.



Answer: B

The evidence indicates a resource change, not sudden team laziness. The project manager should make the impact visible and address the allocation constraint.

Decision rule: Use evidence to distinguish system constraints from individual performance.

Problem 15. A project has progressed for several months, but new team members believe success means maximising feature output while the business case defines success as reducing customer waiting time. What should the project manager do?


A. Let each workstream use its own interpretation of success.

B. Restate and reinforce the agreed project vision and outcome measures, correct the misunderstanding, and align current decisions to them.

C. Change the business case so that feature volume becomes the primary benefit.

D. Wait until project closure to address the difference.



Answer: B

A shared vision must be maintained, not merely created at the start. When people misunderstand the intended outcome, the project manager should correct the interpretation and reconnect current choices to the agreed purpose and measurable results.

Decision rule: Maintain the common vision throughout delivery and correct misunderstandings before they distort priorities or measures of success.

Problem 16. A team is afraid to report mistakes because the project manager reacts angrily. What should the project manager change first?


A. The reporting template.

B. Their own leadership behaviour and the environment for raising problems.

C. The project charter.

D. The supplier contract.



Answer: B

The manager’s response is suppressing information. Improving psychological safety starts with leadership behaviour that welcomes early truth while maintaining accountability.

Decision rule: People report risks earlier when leaders respond to bad news constructively.

Problem 17. A product team and an infrastructure team use different delivery approaches and blame each other for missed hand-offs. What should the project manager do?


A. Force both teams into the same method.

B. Clarify interfaces, dependencies, dates, decision rights and shared acceptance points.

C. Let each team optimise independently.

D. Escalate all hand-offs.



Answer: B

The problem is cross-team integration. Different approaches can coexist if the interface is explicit and managed.

Decision rule: Coordinate interfaces rather than forcing identical ways of working.

Problem 18. A team member is performing poorly after being moved into a role for which they have little experience. What is the best initial response?


A. Assume unwillingness.

B. Clarify expectations and provide coaching, pairing or training appropriate to the gap.

C. Publicly compare the person with experts.

D. Escalate directly to termination.



Answer: B

The context points to a capability gap. Development support is proportionate before stronger accountability measures unless conduct or safety requires otherwise.

Decision rule: Treat capability gaps with development before punishment.

Problem 19. A project manager notices that one senior engineer approves every decision, creating a bottleneck. What should happen?


A. Make the engineer approve more work.

B. Examine decision rights and distribute appropriate authority to capable team members.

C. Add another approval layer.

D. Reduce transparency.



Answer: B

The bottleneck suggests over-centralised decision-making. Clear boundaries and broader responsible authority can improve flow while preserving control.

Decision rule: Reduce unnecessary approval concentration when capability exists.

Problem 20. A team is under severe pressure from a fixed external deadline. Which leadership response is strongest?


A. Demand indefinite overtime.

B. Clarify priorities, remove obstacles, protect quality and mandatory controls, and negotiate scope or support options using evidence.

C. Stop all communication.

D. Hide the pressure from the team.



Answer: B

Pressure requires focus and support, not uncontrolled overload. The project manager should use evidence to protect the most important work, remove blockers and bring genuine decision needs to the right stakeholders.

Decision rule: Under pressure, simplify priorities and solve constraints without sacrificing mandatory standards.



4.7 Chapter 4 Fast Review

1. High performance begins with a shared vision and combines results, trust, quality, learning and sustainable delivery.

2. Clarify roles, expectations and decision rights early.

3. Diagnose whether a problem is capability, capacity, commitment, conduct or system design.

4. Empower capable people; direct more when skill, urgency or risk requires it.

5. Coaching, mentoring, training and directing solve different problems.

6. Psychological safety supports early truth; it does not remove accountability.

7. Address harmful behaviour even when the person is technically strong.

8. Design distributed-team communication around access, not assumptions about attitude.

9. Protect sustainable pace and quality during delivery pressure.

Chapter 5





Communication, Collaboration and Conflict Management


5.1 Communication Is a Decision Tool

Project communication should help people understand, decide, coordinate and act. The project manager chooses the method according to purpose, urgency, ambiguity, sensitivity, stakeholder preference and the need for a record. Interactive communication is strongest when shared understanding or negotiation is needed. Push communication distributes information directly. Pull communication makes information available for people to access when needed.

Good communication also requires listening. Active listening tests what the speaker means, clarifies assumptions and confirms understanding. A project manager should distinguish fact from opinion, forecast from commitment, request from approval and automated summary from verified record.



5.2 Conflict Is a Problem to Diagnose

Conflict can arise from priorities, resources, technical opinions, roles, schedules, personality, values, information or decision rights. Collaboration is generally the strongest response when the parties can work together to solve the underlying problem. Compromise may help when time is limited and both sides can accept a partial concession. Accommodation can preserve a relationship when the issue matters more to the other party. Forcing may be necessary for urgent safety, legal or authority-driven decisions. Avoidance can be useful briefly when the issue is trivial or emotions need to settle, but it is weak when an important unresolved problem continues to harm delivery.



5.3 Direct Communication Problem-Solving Sequence

1. Define the project problem the conversation must solve.

2. Separate verified facts, assumptions, interpretations and decisions.

3. Identify who needs to understand, contribute or decide.

4. Choose a channel that fits urgency, ambiguity, sensitivity and record needs.

5. Listen and test understanding before defending a position.

6. Move from positions to interests during negotiation.

7. Resolve at the lowest effective level when authority and risk permit.

8. Escalate when authority, thresholds, safety, law, ethics or repeated failed resolution require it.

9. Record decisions and responsibilities when the project needs traceability.

10. Follow up to confirm that the communication changed action or understanding.



5.4 Difficult Conversations and Negotiation

A difficult conversation is stronger when it begins with observable facts, explains the project effect, invites the other person’s perspective and ends with clear expectations or a decision. Public blame, vague accusation and excessive email exchanges usually deepen conflict. Negotiation improves when the parties move beyond stated positions and identify the interests, constraints and trade-offs underneath them.



5.5 Direct Problem-Solving Practice

Problem 1. A stakeholder says the weekly report is too detailed and still does not answer the questions needed for a steering decision. What should the project manager do first?


A. Send the same report earlier.

B. Meet the stakeholder to clarify the decision information needed and tailor the communication.

C. Add more pages.

D. Escalate the complaint.



Answer: B

The communication is failing its purpose. Clarifying what decision the stakeholder must make allows the project manager to tailor the content and channel. More information does not automatically produce better understanding.

Decision rule: Start with the decision or action the communication must support.

Problem 2. Two team members are arguing about priorities. One believes a customer defect is urgent; the other wants to finish planned work. What should the project manager do?


A. Choose one side immediately.

B. Clarify the impact, urgency and agreed priority criteria, then facilitate a decision.

C. Escalate to the sponsor before discussion.

D. Let both proceed independently.



Answer: B

The disagreement concerns priority criteria. The project manager should make the facts and decision rules visible before choosing or escalating.

Decision rule: Turn conflict into a shared problem with explicit decision criteria.

Problem 3. A senior stakeholder sends an angry email accusing the team of hiding a delay. The delay was reported in the last status meeting. What is the best first response?


A. Reply to all recipients defending the team.

B. Speak directly with the stakeholder to understand the concern and clarify the evidence.

C. Ignore the message.

D. Escalate the stakeholder to HR.



Answer: B

A public defensive response can deepen the conflict. Direct conversation helps reveal whether the problem is missed information, expectation, trust or a different interpretation of the forecast.

Decision rule: Use direct dialogue for sensitive misunderstanding before public escalation.

Problem 4. A team member repeatedly interrupts colleagues in meetings. What should the project manager do?


A. Ignore it unless someone complains.

B. Address the behaviour privately and reinforce meeting norms.

C. Remove the person immediately.

D. Cancel meetings.



Answer: B

The behaviour affects participation and collaboration. A private, factual conversation is proportionate and gives the person a chance to adjust.

Decision rule: Address disruptive behaviour directly and respectfully.

Problem 5. A customer requests an urgent feature, but the product owner says a security fix has higher priority. What should the project manager do?


A. Overrule the product owner.

B. Facilitate a fact-based discussion about value, risk and priority while respecting product decision rights.

C. Promise both will be completed immediately.

D. Escalate before the roles discuss it.



Answer: B

The project manager supports alignment and makes consequences visible, but should not take over product ordering that belongs to the product owner.

Decision rule: Facilitate the decision while respecting ownership.

Problem 6. A supplier and project team disagree about whether a deliverable meets the contract. What should happen first?


A. Threaten termination.

B. Return to the contract, acceptance evidence and agreed criteria, then discuss the gap.

C. Ask the sponsor to choose a side.

D. Pay the invoice to preserve the relationship.



Answer: B

A contractual dispute should begin with shared evidence and the agreed terms. This separates fact from position and creates a basis for resolution.

Decision rule: Use objective criteria before negotiating a contractual dispute.

Problem 7. A project manager receives conflicting verbal instructions from the sponsor and a regulator. What should the project manager do?


A. Follow the sponsor because they fund the project.

B. Clarify the regulatory obligation with appropriate expertise and document the authorised direction.

C. Ignore both.

D. Ask the team to decide.



Answer: B

Regulatory requirements may constrain sponsor preference. The project manager should verify the obligation and create a clear, traceable decision rather than act on conflicting informal messages.

Decision rule: Resolve authority and mandatory-obligation conflicts with verified, documented direction.

Problem 8. A virtual team has frequent misunderstandings in chat messages. What should the project manager do?


A. Require longer chat messages.

B. Move ambiguous or sensitive topics to richer interactive communication and establish clearer working norms.

C. Ban remote work.

D. Add more recipients to every message.



Answer: B

Text is useful for simple updates but weak for ambiguous or emotionally sensitive issues. Richer communication and clear norms can reduce repeated misunderstanding.

Decision rule: Match channel richness to ambiguity and sensitivity.

Problem 9. A stakeholder bypasses the agreed product-priority route and gives developers work directly. What should the project manager do?


A. Let it continue to keep the stakeholder happy.

B. Meet the stakeholder and team to restore the agreed intake and decision process while understanding the stakeholder’s need.

C. Tell developers to ignore all stakeholders.

D. Escalate immediately without discussion.



Answer: B

The project must protect transparent priority decisions while maintaining the relationship. Direct clarification can restore governance before unnecessary escalation.

Decision rule: Protect agreed decision routes while engaging the stakeholder respectfully.

Problem 10. Two departments each demand the same specialist at the same time. What is the strongest project-manager response?


A. Tell the specialist to work double hours.

B. Make the competing priorities and impact visible and work with the relevant managers on a decision.

C. Let the specialist choose secretly.

D. Complain to the team.



Answer: B

The conflict involves resource authority and competing organisational priorities. The project manager should present evidence and support a decision by the people who control allocation.

Decision rule: Escalate a clear decision need when resource authority lies elsewhere.

Problem 11. A project manager must tell a customer that a milestone will be missed. What is the strongest communication?


A. Wait until the missed date arrives.

B. Communicate early with verified facts, impact, current recovery options and the next decision needed.

C. Send only a revised date with no explanation.

D. Blame the supplier.



Answer: B

Early, accurate communication preserves options and trust. The project manager should distinguish known facts from forecasts and present the path forward without shifting blame.

Decision rule: Bad news should be early, accurate and action-oriented.

Problem 12. A team member raises a possible quality problem but has incomplete evidence. What should the project manager say?


A. Do not raise concerns until proof is complete.

B. Thank the person, clarify the evidence and investigate proportionately.

C. Announce a defect to the customer immediately.

D. Remove the team member.



Answer: B

Teams need to surface concerns early. The project manager should encourage reporting while verifying the facts before making unsupported claims.

Decision rule: Create safety for early concerns while preserving evidence standards.

Problem 13. A sponsor and customer disagree over a scope interpretation. Both refer to different versions of an old document. What should the project manager do first?


A. Choose the sponsor’s version.

B. Establish the current approved requirement and decision record before negotiating consequences.

C. Add both versions to scope.

D. Ask the team to guess.



Answer: B

The first problem is factual: the parties are working from different baselines. Establishing the approved record creates a common basis for discussion.

Decision rule: Resolve factual disagreement before negotiating positions.

Problem 14. A project meeting produces no decision because participants keep revisiting background history. What should the facilitator do?


A. Extend the meeting indefinitely.

B. Restate the decision to be made, summarise agreed facts and focus discussion on unresolved criteria/options.

C. Invite more people.

D. Create another status report.



Answer: B

Facilitation should move the group toward a purpose. Reframing the decision and agreed facts prevents circular discussion.

Decision rule: Meetings should produce understanding, decisions or coordinated action.

Problem 15. A conflict is becoming personal, and both parties are visibly angry. The issue is important but not immediately urgent. What may be the best immediate step?


A. Force a decision immediately.

B. Pause briefly, then reconvene for a structured fact-based discussion.

C. Ignore the issue permanently.

D. Escalate directly to legal.



Answer: B

A short pause can prevent emotional escalation when there is time, but the conflict still needs resolution. Avoidance becomes weak if the issue remains unresolved.

Decision rule: Temporary cooling-off can support collaboration; it should not become permanent avoidance.

Problem 16. A project manager has to negotiate with a supplier demanding a higher price. What should the project manager explore?


A. Only the stated price positions.

B. Underlying interests such as schedule, volume, risk, payment terms, scope and delivery flexibility.

C. The supplier’s personal life.

D. A threat to cancel before reviewing the contract.



Answer: B

Interest-based negotiation creates more options than arguing over positions alone. Commercial authority and contract rules still apply.

Decision rule: Move from positions to interests and objective constraints.

Problem 17. An AI meeting assistant reports that everyone approved a decision, but two participants say they objected. What should the project manager do?


A. Accept the AI summary.

B. Verify the meeting record and correct the decision documentation.

C. Delete all meeting notes.

D. Assume the two participants forgot.



Answer: B

Automated summaries can omit nuance or dissent. When the record affects a decision, the project manager should verify it and preserve material disagreement accurately.

Decision rule: AI-generated communication records require human verification.

Problem 18. Confidential project information is mistakenly sent to the wrong external recipient. What should the project manager do first?


A. Hope the recipient deletes it.

B. Follow the organisation’s incident and data-protection response, contain exposure where possible and notify required roles.

C. Hide the mistake.

D. Send the information to more recipients for consistency.



Answer: B

A confidentiality incident can create legal and security exposure. Immediate containment and required reporting come before ordinary relationship management.

Decision rule: Security and privacy incidents follow mandatory response paths.

Problem 19. A stakeholder keeps reopening a decision that was formally approved after full analysis. No new evidence has appeared. What should the project manager do?


A. Restart analysis each time.

B. Clarify the approved decision, its rationale and the process for reconsideration if new evidence appears.

C. Ignore the stakeholder completely.

D. Change the decision informally.



Answer: B

Repeated reopening without new information wastes time and weakens governance. The project manager should preserve respectful dialogue while reinforcing the decision process.

Decision rule: Do not repeat completed decisions unless new evidence or authority justifies reconsideration.

Problem 20. A team member says they never know which messages require action because every email is marked urgent. What should the project manager do?


A. Mark more emails urgent.

B. Establish clearer communication conventions for urgency, action, information and deadlines.

C. Stop email entirely.

D. Escalate the team member.



Answer: B

Communication overload can make real priorities invisible. Better conventions reduce noise and help people distinguish action from information.

Decision rule: Solve communication design problems, not only communication volume.

Problem 21. A stakeholder demands immediate escalation of a minor disagreement that the project team is authorised to resolve. What should the project manager do?


A. Escalate because the stakeholder asked.

B. Attempt appropriate direct resolution and explain the escalation threshold.

C. Ignore the stakeholder.

D. Ask HR to intervene.



Answer: B

Escalation should follow authority and impact, not status or impatience. The project manager can explain the resolution path while addressing the issue promptly.

Decision rule: Resolve at the lowest effective level unless thresholds require escalation.

Problem 22. A legal issue may stop a release, but the project team does not understand the regulation. What should the project manager do first?


A. Interpret the law alone.

B. Engage appropriate legal/compliance expertise and establish the actual requirement.

C. Release first and ask later.

D. Ask the customer to waive the law.



Answer: B

The project manager should not guess about a mandatory legal constraint. Appropriate expertise is needed before the release decision is made.

Decision rule: Use specialist expertise when the decision depends on a regulated requirement.

Problem 23. A team member reports harassment by another project participant. What should the project manager do?


A. Facilitate a normal team compromise only.

B. Follow organisational policy and protect the reporting person while involving the appropriate authority.

C. Tell both people to avoid each other.

D. Wait until the next retrospective.



Answer: B

Harassment is not an ordinary technical conflict. Organisational policy, safety and respectful conduct require appropriate formal handling rather than simple compromise.

Decision rule: Recognise when a people issue requires a protected formal response.

Problem 24. A project manager is preparing a crisis update after a service outage. Some facts remain uncertain. What should the message contain?


A. Only confirmed facts, clearly labelled uncertainty, immediate actions and the next update time.

B. Speculation to fill information gaps.

C. No update until every detail is known.

D. A promise that service will return at a time the team cannot support.



Answer: A

Crisis communication should be fast but accurate. Clearly distinguishing known facts from uncertainty protects trust while giving stakeholders useful information.

Decision rule: In a crisis, communicate verified facts, current action and what remains uncertain.

Problem 25. A customer becomes angry during a negotiation and repeats a demand that the contract does not support. What should the project manager do?


A. Match the anger.

B. Acknowledge the concern, return to the agreed criteria and explore lawful options or trade-offs.

C. Agree immediately.

D. End the relationship.



Answer: B

Respectful acknowledgement can lower tension, but the decision should remain grounded in contract, evidence and available options.

Decision rule: Protect the relationship without abandoning objective criteria.

Problem 26. A project team has discussed the same issue in five meetings with no owner or due date. What is the strongest next step?


A. Schedule another open discussion.

B. Define the decision/action, assign an owner and due date, and track resolution.

C. Close the issue.

D. Escalate everyone.



Answer: B

The problem has shifted from information to execution. More discussion without ownership will repeat the failure.

Decision rule: When understanding exists, convert discussion into accountable action.

Problem 27. A project manager sends a technical dashboard to executives who repeatedly misinterpret it. What should the project manager do?


A. Keep the dashboard unchanged because data is objective.

B. Translate the information into the decisions, trends and implications executives need while retaining access to supporting detail.

C. Remove all data.

D. Train executives to become technical specialists.



Answer: B

Communication should fit the audience’s decision needs. Good reporting makes important meaning visible without distorting the evidence.

Decision rule: Tailor presentation without changing the truth.

Problem 28. An agile team and product owner disagree about whether a story is complete. What should the project manager facilitate?


A. A vote based on seniority.

B. Review of the agreed acceptance criteria and definition of done, then clarification of any gap.

C. Sponsor intervention immediately.

D. Automatic acceptance because the iteration ended.



Answer: B

The dispute should return to the shared completion standard. If the criteria are unclear, the team should improve them for future work.

Decision rule: Use agreed acceptance evidence to resolve completion disputes.

Problem 29. A sponsor asks the project manager to delay reporting a major risk until after an investor presentation. What should the project manager do?


A. Delay the report.

B. Communicate material risk honestly through the appropriate channel and timing required by governance.

C. Remove the risk from the register.

D. Ask the team to keep silent.



Answer: B

Withholding material information for appearance undermines ethical reporting and can impair decision-making. The project manager should follow governance and professional standards.

Decision rule: Do not conceal material information to protect optics.

Problem 30. A conflict remains unresolved after direct collaboration, the decision exceeds the project manager’s authority and delay now threatens a contractual commitment. What should happen?


A. Continue the same discussion indefinitely.

B. Escalate the decision need with facts, options and impact to the authorised role.

C. Hide the conflict.

D. Let the team make the unauthorised decision.



Answer: B

The conditions for escalation are now present: reasonable direct resolution failed, the authority lies elsewhere and delay threatens a controlled commitment.

Decision rule: Escalate a prepared decision need when project-level resolution is exhausted or unauthorised.



5.6 Chapter 5 Fast Review

1. Communication exists to create understanding, decisions, coordination and action.

2. Choose the channel according to purpose, urgency, ambiguity, sensitivity and record needs.

3. Listen before defending; clarify facts and assumptions.

4. Diagnose conflict source before selecting a response.

5. Collaborate when parties can solve the problem together; escalate when authority, thresholds or repeated failure require it.

6. Use difficult conversations to address facts, effects, perspectives and clear expectations.

7. Negotiate interests and constraints, not positions alone.

8. During crisis or compliance events, protect people and obligations first while communicating verified information.

9. AI summaries, dashboards and reports require interpretation and verification.

10. A conversation is complete only when the required decision, understanding or action has occurred.

Chapter 6





Stakeholder Engagement and Customer Relationships

Stakeholder questions are rarely solved by sending another report or by trying to satisfy every request. The project manager must identify who can affect the work or be affected by it, understand what each person needs, distinguish expectations from approved commitments, and keep engagement strong enough for sound decisions. The July 2026 PMP examination places stakeholder engagement, expectation alignment and customer expectation management directly in the People domain, so candidates should expect these responsibilities to appear inside broader scenarios involving scope, risk, change, value, governance and delivery approach.

For examination purposes, stakeholder work can be reduced to five actions: identify the people who matter; analyse their influence, interest, impact, authority and attitude; tailor engagement to the decision or outcome required; align expectations with project objectives and decision rights; and monitor whether trust, satisfaction or support is changing. The strongest answer usually addresses the cause of misalignment instead of merely increasing the volume of communication.


6.1 The Stakeholder Decision Sequence

Use a short sequence when a stakeholder problem appears: first identify the stakeholder and the actual concern. Next determine whether the problem is information, expectation, authority, trust, value, scope, timing or acceptance. Then check what has already been agreed and who owns the decision. Choose the most direct engagement action that can resolve the gap, and update plans or records after the conversation when necessary. Escalate only when the decision or exposure lies beyond project authority, or when a required governance path makes escalation necessary.

Customer satisfaction deserves the same discipline. A dissatisfied customer does not automatically mean that approved scope should change. The project manager should understand the dissatisfaction, compare it with agreed outcomes and acceptance expectations, assess whether a change is required, and involve the correct product, sponsor or governance authority. In agile work, feedback can change backlog priority without automatically changing every controlled commitment. In predictive work, a request that affects an approved baseline may require formal change control. In hybrid work, the project manager must first identify which part of the project the request affects.



6.2 Stakeholder Signals Worth Noticing

High influence with low visible interest can still matter because the stakeholder may become active when a decision affects them. High interest with little formal authority can still matter because the stakeholder may provide critical knowledge, user acceptance or operational support. A stakeholder who becomes unexpectedly resistant may be reacting to a change in impact, trust, information or expectations rather than opposing the project itself. A hidden decision-maker, regulator, customer representative or operational owner can be more important than the person who attends the most meetings. The examination rewards candidates who analyse the relationship before choosing a communication tactic.

Do not confuse stakeholder engagement with unlimited accommodation. The project manager should seek alignment, negotiate reasonable trade-offs, clarify what is fixed and what can change, and protect value and trust. Mandatory safety, legal, security, regulatory or ethical requirements remain constraints even when an influential stakeholder wants another outcome.



6.3 Direct Problem-Solving Practice


Identification and Analysis

Problem 1. A project has been running for three months when a regional operations director begins blocking access to users needed for testing. The director was not listed as a stakeholder. What should the project manager do first?

A. Escalate the director to the sponsor immediately.

B. Identify the director as a stakeholder, understand the director’s interests and influence, and assess the effect on testing.

C. Remove the regional users from the test plan.

D. Send the director the latest status report and continue unchanged.

Answer: B

The immediate problem is incomplete stakeholder identification. Before choosing escalation or changing the test strategy, the project manager needs to understand why the operations director has influence over access and what concern is driving the behaviour. That analysis can reveal whether the issue is workload, risk, ownership, policy or simple lack of involvement.

Decision rule: When a new influential person appears, analyse the stakeholder before prescribing the response.

Problem 2. A stakeholder has little formal authority but represents the employees who will use the new system every day. Senior leaders suggest giving the stakeholder minimal attention. What is the strongest response?

A. Agree because formal authority determines stakeholder priority.

B. Engage the stakeholder because user impact and adoption can make the person important even without formal authority.

C. Remove the stakeholder from the register.

D. Ask the stakeholder to communicate only through a senior manager.

Answer: B

Stakeholder importance is not determined by hierarchy alone. A user representative can affect requirements quality, acceptance, adoption and benefits. The project manager should consider impact, knowledge, interest and ability to influence outcomes as well as formal power.

Decision rule: Analyse stakeholders by their relationship to project outcomes, not job title alone.

Problem 3. An executive appears supportive in meetings but repeatedly delays decisions assigned to them. What should the project manager do first?

A. Assume the executive is no longer supportive and escalate.

B. Meet with the executive to understand the cause of the delay, clarify the decision needed and confirm timing.

C. Make the decisions on the executive’s behalf.

D. Remove the executive from the engagement plan.

Answer: B

The visible symptom is delayed decision-making. The cause may be unclear information, competing priorities, risk concerns or uncertainty about authority. Direct engagement can diagnose the barrier and produce a decision path.

Decision rule: Treat stakeholder behaviour as evidence to investigate, not a motive to assume.

Problem 4. A project manager inherits a project with a stakeholder register that has not been reviewed for eight months. The organisation has recently restructured. What should happen first?

A. Continue using the existing register because it is an approved document.

B. Reassess stakeholders, roles, influence and expectations in light of the organisational change.

C. Delete stakeholders who changed departments.

D. Ask the sponsor to manage all stakeholder relationships.

Answer: B

Organisational restructuring can change authority, influence, interests and decision ownership. Stakeholder analysis must remain current enough to support engagement.

Decision rule: Reanalyse stakeholders when the environment changes materially.

Problem 5. A regulator has low interest in day-to-day project activity but can stop deployment if a mandatory requirement is missed. How should the project manager treat this stakeholder?

A. As low priority because interaction is infrequent.

B. As a stakeholder requiring deliberate engagement because decision authority and compliance impact are high.

C. As an operational contact only.

D. As a risk rather than a stakeholder.

Answer: B

Frequency of interaction does not determine stakeholder importance. Regulatory authority and the consequences of non-compliance require appropriate engagement, evidence and governance.

Decision rule: Weight authority and impact as well as visible interest.

Problem 6. Several department heads receive the same weekly report, but only one consistently challenges the project. What should the project manager do?

A. Send more detailed reports to everyone.

B. Analyse the challenging stakeholder’s specific concerns and tailor engagement to the decision or information gap.

C. Stop sending reports to that stakeholder.

D. Ask other department heads to persuade the stakeholder.

Answer: B

Uniform communication can fail when stakeholders have different information needs or concerns. The project manager should understand what drives the challenge before changing the message or relationship.

Decision rule: Tailor engagement to the stakeholder’s actual concern, not to the size of the distribution list.

Problem 7. A stakeholder who was previously neutral becomes strongly resistant after a proposed operating-model change. What is the best first action?

A. Reclassify the stakeholder as negative and reduce contact.

B. Explore how the proposed change affects the stakeholder and what expectation or concern has changed.

C. Escalate resistance as misconduct.

D. Increase the number of status emails.

Answer: B

A change in attitude is useful information. It often signals a change in perceived impact, risk, workload, authority or expected benefit. Understanding that change gives the project manager a basis for constructive engagement.

Decision rule: When attitude changes, identify what changed for the stakeholder.

Problem 8. A sponsor asks the project manager to focus only on “important” stakeholders and ignore a local community group affected by construction noise. What should the project manager do?

A. Ignore the group because it has no project authority.

B. Assess the group’s impact, legitimate concerns and engagement needs, then manage the relationship appropriately.

C. Ask the contractor to handle the group without project involvement.

D. Engage only if the group files a complaint.

Answer: B

Stakeholders can be affected by the project even when they do not hold formal authority. Ignoring a legitimately affected group can create trust, compliance, reputation and delivery problems.

Decision rule: Stakeholder status includes people affected by project outcomes, not only decision-makers.



Expectation Alignment and Influence

Problem 9. Two senior stakeholders want different definitions of project success. One prioritises launch date; the other prioritises adoption and benefit realisation. What should the project manager do first?

A. Choose the sponsor with the higher title.

B. Facilitate a discussion to clarify project objectives, success measures and trade-offs, then document the agreed alignment.

C. Tell both stakeholders that all objectives have equal priority.

D. Ask the team to decide.

Answer: B

Conflicting success criteria create downstream conflict in scope, schedule and acceptance. The project manager should make the disagreement explicit and facilitate alignment around authorised objectives and value.

Decision rule: Align success expectations before optimising delivery against them.

Problem 10. A customer expects a feature that was discussed early but never included in the approved scope. The customer is angry that it is absent. What should the project manager do first?

A. Add the feature immediately to protect satisfaction.

B. Clarify the customer’s expectation, review the agreed scope and determine whether a change should be evaluated.

C. Tell the customer the request is invalid and close the discussion.

D. Escalate directly to legal counsel.

Answer: B

The project manager should neither promise the feature nor dismiss the concern. The gap between expectation and commitment must be understood, then handled through the appropriate change or product mechanism.

Decision rule: Separate expectation from approved commitment before deciding what changes.

Problem 11. A stakeholder repeatedly asks for technical detail that is slowing decision meetings. What is the best response?

A. Stop inviting the stakeholder.

B. Clarify what decisions the stakeholder needs to make and provide supporting detail through a channel that does not disrupt the meeting purpose.

C. Give the same amount of technical detail to every stakeholder.

D. Tell the team to shorten all answers.

Answer: B

The issue is misalignment between information need and meeting purpose. Tailoring allows the stakeholder to receive enough evidence without turning every governance meeting into a technical review.

Decision rule: Tailor information to the stakeholder’s decision need and the forum’s purpose.

Problem 12. A powerful stakeholder is pressing the team to bypass a required security review to meet a public launch date. What should the project manager do?

A. Comply because stakeholder influence is high.

B. Explain the mandatory constraint, assess schedule options and follow the required governance path without bypassing security.

C. Ask the team to perform the review after launch.

D. Hide the security requirement from the stakeholder.

Answer: B

Influence does not override mandatory controls. The project manager should protect the requirement while helping stakeholders understand the impact and available alternatives.

Decision rule: Engagement aims for alignment, not surrender of mandatory obligations.

Problem 13. A stakeholder keeps requesting changes directly from developers on an agile product. What should the project manager do?

A. Allow it because agile welcomes change.

B. Clarify the product decision path and ensure requests are considered through the appropriate product backlog and prioritisation process.

C. Tell developers to reject all stakeholder input.

D. Create a formal baseline change request for every idea.

Answer: B

Agile welcomes feedback but still needs transparent product ownership and prioritisation. Direct side agreements can undermine focus, visibility and value decisions.

Decision rule: Welcome feedback through the agreed product decision mechanism.

Problem 14. A stakeholder agrees publicly with a decision but later tells team members privately that the decision is unacceptable. What should the project manager do first?

A. Accuse the stakeholder of dishonesty in the next meeting.

B. Meet privately to understand the concern and clarify the agreed decision and any unresolved expectation.

C. Ignore the behaviour because the official decision was recorded.

D. Reopen every project decision.

Answer: B

Private resistance can signal unresolved concerns, fear of speaking openly or misunderstanding. Direct respectful engagement is more likely to restore alignment than public confrontation.

Decision rule: Address hidden disagreement directly and respectfully before it damages delivery.

Problem 15. A department manager says the project will reduce the department’s headcount and therefore refuses to provide subject-matter experts. The business case does not require headcount reduction. What should the project manager do?

A. Escalate immediately to remove the manager.

B. Clarify the project’s intended outcome, explore the manager’s concern and correct the misunderstanding with evidence.

C. Promise that no organisational changes will ever occur.

D. Proceed without subject-matter experts.

Answer: B

The refusal is rooted in an expectation about project consequences. If the belief is inaccurate, correcting it through evidence and discussion may restore support.

Decision rule: When resistance is based on misunderstanding, correct the expectation before escalating the behaviour.

Problem 16. The sponsor and customer disagree about who has authority to approve acceptance. What should the project manager do first?

A. Ask the team to choose the stricter person.

B. Review the agreed governance, acceptance responsibilities and contractual or product decision rights with both parties.

C. Accept whichever approval arrives first.

D. Create a new approval role without authority.

Answer: B

The problem is decision-right ambiguity. The project manager should return to the agreed governance and clarify authority before seeking acceptance.

Decision rule: Clarify decision ownership before trying to secure the decision.



Customer Relationships and Satisfaction

Problem 17. A customer says the project is “failing” even though scope, schedule and cost are on target. What should the project manager do first?

A. Defend the performance dashboard.

B. Ask what outcome or expectation is driving the customer’s judgement and compare it with agreed success measures.

C. Increase reporting frequency.

D. Ask the sponsor to correct the customer.

Answer: B

Traditional delivery measures can be healthy while the customer sees weak value, adoption, quality or usability. The project manager must understand the customer’s measure of success before responding.

Decision rule: When satisfaction conflicts with metrics, investigate the outcome expectation behind the dissatisfaction.

Problem 18. A customer requests a delivery date that the current evidence does not support. What is the strongest response?

A. Commit to the date to preserve the relationship.

B. Present the evidence, explain constraints, explore options and agree a realistic path rather than making an unsupported promise.

C. Reject the customer’s request without discussion.

D. Ask the team to work overtime until the date becomes possible.

Answer: B

Trust is stronger when commitments are evidence-based. The project manager can negotiate scope, sequence, capacity or other options, but should not create false certainty.

Decision rule: Protect customer trust with realistic commitments and transparent trade-offs.

Problem 19. After a product demonstration, users say the solution is technically correct but difficult to use. What should the project manager do?

A. Ignore the feedback because requirements were met.

B. Understand the usability concern, assess its effect on acceptance and value, and route needed changes through the appropriate delivery mechanism.

C. Ask users to adapt to the solution.

D. Declare the project complete.

Answer: B

Technical conformance does not guarantee useful outcomes. User feedback can reveal a gap between specification and value. The response should examine the impact and use the correct change or backlog process.

Decision rule: Treat customer feedback as evidence about outcomes, then manage any change deliberately.

Problem 20. A customer satisfaction survey falls sharply after a hand-off to a support team, although the project deliverable was accepted. What should the project manager do?

A. Ignore the survey because acceptance already occurred.

B. Investigate the transition and support experience, identify the cause and coordinate corrective action with the responsible parties.

C. Reopen all completed scope.

D. Blame the support team in the closure report.

Answer: B

Customer experience can deteriorate during transition even when the deliverable passed acceptance. The project manager should understand whether training, support readiness, knowledge transfer or operational ownership is weak.

Decision rule: Monitor satisfaction across transition, not only at formal acceptance.

Problem 21. An external customer wants one outcome while an internal operations group says the requested design will be difficult to support. What should the project manager do?

A. Side automatically with the paying customer.

B. Facilitate discussion of customer value, operational constraints and long-term support implications to reach an informed decision.

C. Ignore operations until after deployment.

D. Let the technical team decide without stakeholder input.

Answer: B

Internal and external customers can have legitimate but competing needs. Sustainable value requires making those trade-offs visible and involving the proper decision-makers.

Decision rule: Align external value with internal operating realities rather than optimising one in isolation.

Problem 22. A customer complains frequently but gives no specific examples. What should the project manager do first?

A. Offer a discount.

B. Ask for concrete examples, expected outcomes and the impact of the problem so the concern can be diagnosed.

C. Increase the project budget.

D. Replace the customer contact.

Answer: B

Vague dissatisfaction is difficult to solve. The project manager should turn general frustration into observable facts and expectations before choosing a remedy.

Decision rule: Convert vague dissatisfaction into specific evidence before acting.



Advanced Stakeholder Judgement

Problem 23. A senior stakeholder demands daily progress updates even though the agreed cadence is weekly and the team spends substantial time preparing them. What should the project manager do?

A. Refuse because the communication plan cannot change.

B. Understand the reason for the request, determine the information actually needed and agree a proportionate method that preserves visibility without unnecessary overhead.

C. Create daily reports for every stakeholder.

D. Escalate the stakeholder’s request as interference.

Answer: B

The request may reflect increased risk, low trust or a genuine decision need. The project manager should understand the cause and tailor the method rather than blindly comply or refuse.

Decision rule: When engagement demand rises, diagnose the information need and use the lightest effective response.

Problem 24. A new executive sponsor replaces the original sponsor halfway through the project and questions the business value. What should the project manager do first?

A. Continue unchanged because the project was already approved.

B. Engage the new sponsor on the business case, current outcomes, major commitments, risks and decision needs.

C. Ask the previous sponsor to overrule the new sponsor.

D. Pause all work indefinitely.

Answer: B

A sponsor change can alter priorities, understanding and support. Early alignment gives the new sponsor the evidence needed to exercise their role without forcing the project manager to assume the outcome.

Decision rule: Re-establish alignment when a stakeholder with major decision authority changes.

Problem 25. A hybrid project has a fixed regulatory milestone, but users want to change several software features after each demonstration. What should the project manager do?

A. Freeze all software feedback because the project has a fixed milestone.

B. Determine which feedback can be handled through backlog reprioritisation and which changes affect the regulated commitment or evidence requiring formal control.

C. Treat every feature request as a formal baseline change.

D. Ignore the regulator until the final release.

Answer: B

Hybrid work requires separating adaptable content from controlled commitments. The project manager should not over-control the backlog or under-control regulated changes.

Decision rule: In hybrid stakeholder requests, identify which commitment the request actually changes.

Problem 26. An AI sentiment tool reports that stakeholder confidence is high, but several recent meeting notes contain unresolved concerns. What should the project manager do?

A. Use the AI score because it summarises more data.

B. Verify the underlying evidence, investigate the unresolved concerns and avoid treating the AI output as authoritative.

C. Delete the meeting notes.

D. Report high confidence to governance immediately.

Answer: B

AI can support stakeholder analysis but can misclassify tone, omit context or overweight incomplete data. Human review remains necessary, especially when other evidence conflicts with the output.

Decision rule: Use AI as decision support, not as a substitute for verified stakeholder evidence.

Problem 27. A community stakeholder raises an environmental concern that is outside the original scope but may affect a permit. What should the project manager do first?

A. Dismiss it because it was not in the original requirements.

B. Assess the concern with the relevant technical and regulatory experts and determine its effect on compliance, risk and project decisions.

C. Promise the community that the project will be redesigned.

D. Wait until the permit authority raises the issue.

Answer: B

A new concern can become material when it affects compliance or permission to proceed. The project manager should verify the issue and assess impact before promising or dismissing a change.

Decision rule: Investigate new stakeholder concerns when they may alter compliance, risk or value.

Problem 28. A product owner and a key customer disagree about feature priority. The customer asks the project manager to overrule the product owner. What should the project manager do?

A. Overrule the product owner because the customer is important.

B. Facilitate evidence-based discussion of value, risk and priorities while respecting the product decision rights defined for the project.

C. Ask developers to choose the priority.

D. Add both features to the current iteration.

Answer: B

The project manager supports alignment but should not seize authority that belongs to the product role. The stronger response makes trade-offs visible and respects established decision rights.

Decision rule: Influence the decision process without taking ownership of another role’s authority.

Problem 29. A stakeholder has been consulted repeatedly but continues to reject every proposed solution without stating acceptable criteria. What should the project manager do next?

A. Continue proposing solutions indefinitely.

B. Clarify the stakeholder’s required outcome, decision criteria and authority, then agree how a decision will be reached or escalate the decision need if authority lies elsewhere.

C. Remove the stakeholder from the project.

D. Implement the team’s preferred solution without approval.

Answer: B

Repeated rejection can indicate undefined expectations or unclear decision rights. The project manager should establish the criteria and decision path rather than continue an unproductive loop.

Decision rule: When consultation stalls, clarify acceptance criteria and the decision mechanism.

Problem 30. A customer relationship is strong, but the customer asks the project manager to omit a material delivery risk from an executive report to avoid concern. What should the project manager do?

A. Agree because preserving the relationship is the priority.

B. Report the material risk honestly through the required governance channel while discussing mitigation and communication with the customer.

C. Delete the risk if the customer accepts it.

D. Wait until the risk occurs.

Answer: B

Stakeholder trust cannot be protected by concealing material information. Ethical reporting and governance require accurate disclosure, while good relationship management helps frame the risk, response and implications constructively.

Decision rule: Protect the relationship through honesty and responsible action, not concealment.




6.4 Chapter 6 Fast Review

1. Identify stakeholders early, but re-identify them when organisational, regulatory, product or delivery conditions change.

2. Analyse influence, interest, impact, authority, attitude, knowledge and decision relevance instead of relying on hierarchy alone.

3. Diagnose the source of resistance before choosing persuasion, negotiation, escalation or change.

4. Tailor engagement to the decision and stakeholder need; more communication is not automatically better communication.

5. Separate stakeholder expectation from approved scope, product priority, contractual commitment and acceptance authority.

6. Align success measures and trade-offs before delivery pressure makes disagreements more expensive.

7. Monitor customer satisfaction as evidence about outcomes, adoption, transition and value, not only as a measure of politeness.

8. Respect decision rights. Influence and facilitate when another role owns the decision.

9. In predictive work, controlled commitments may require formal change. In agile work, future product content may change through prioritisation. In hybrid work, identify which mechanism governs the affected component.

10. Do not trade safety, law, regulation, security, ethics or truthful reporting for stakeholder convenience.

11. Use AI-supported stakeholder analysis only with human verification and protection of sensitive information.

12. The strongest stakeholder answer usually solves the relationship or expectation problem directly and then updates the plan, register or report as needed.

Chapter 7





Leadership, Coaching, Mentoring and Knowledge Management

Leadership questions become easier when the candidate identifies the development problem before choosing the intervention. A capable team member who needs to think through a decision may need coaching. A person preparing for broader professional growth may benefit from mentoring. A team that lacks a required skill may need training. A team that already knows what to do but violates an agreed standard may need accountability rather than another learning intervention. The project manager should therefore match the response to the cause, the person’s capability, the urgency and the decision authority involved.

Knowledge management follows the same problem-solving logic. The objective is not to create more documents. The objective is to identify knowledge that matters to project continuity, gather it while it is still available, make it usable by the people who need it and confirm that transfer has actually occurred. This is particularly important when one specialist, supplier or team member holds information that others cannot readily replace.


7.1 The Leadership and Development Decision Lens

Use a short diagnostic sequence. First identify the result that is at risk. Then ask whether the cause is unclear expectations, insufficient skill, limited experience, weak judgement, lack of confidence, restricted authority, poor conduct or a system obstacle. Select the lightest intervention that directly addresses that cause. Direct when clarity or immediate control is required; train when knowledge or skill is missing; coach when the person can develop the answer through guided reflection and feedback; mentor when broader experience and longer-term development are the need; facilitate when the group must solve a shared problem; and use formal accountability or escalation when repeated conduct, mandatory obligations or decision authority require it.

Leadership style should also change with the situation. A new or inexperienced team may need more structure at first, while an experienced team usually benefits from greater decision latitude. A safety incident can justify immediate direction even on a self-managing team. The examination therefore rewards situational judgement rather than loyalty to a single leadership label.



7.2 Knowledge Transfer That Protects Project Continuity

Knowledge can be explicit, such as a procedure, configuration record, contract interpretation or decision log, or tacit, such as judgement gained from experience, unwritten diagnostic steps or knowledge of why a particular design choice was made. Tacit knowledge often creates the greater continuity risk because it can leave with a person. Useful transfer may involve pairing, shadowing, demonstrations, walkthroughs, practice, communities of practice, decision records, lessons learned, repositories or structured handover sessions. The method should fit the knowledge and the recipient.

A completed document does not prove successful transfer. A stronger test is whether the recipient can find, understand and apply the knowledge without depending on the original expert. Capture should also occur throughout the project instead of waiting until closure, especially when critical people may leave, suppliers may disengage or important decisions are being made quickly.



7.3 Direct Problem-Solving Practice


Leadership Style and Team Development

Problem 1. A newly formed predictive project team includes several people who have never worked with the organisation’s stage-gate process. The project manager wants to empower the team immediately. What should the project manager do first?

A. Allow the team to define its own governance process.

B. Provide clear expectations, roles and required controls, then increase decision latitude as capability grows.

C. Ask the sponsor to make all team decisions.

D. Wait until the first governance failure before providing guidance.

Answer: B

Empowerment works best when people understand the boundaries in which they can act. New team members may need more structure at the beginning, particularly where required controls affect approval and compliance. The project manager can reduce direction as the team demonstrates capability.

Decision rule: Match decision latitude to capability and required control; empowerment does not mean absence of boundaries.

Problem 2. An experienced agile team asks the project manager to assign every task because a new executive is closely watching the project. What is the strongest response?

A. Assign the work to show stronger control.

B. Ask the executive to approve each task assignment.

C. Reinforce the team’s agreed decision rights, clarify the outcome and constraints, and let the team organise its work.

D. Create a daily task-allocation meeting led by the project manager.

Answer: C

External scrutiny does not automatically justify removing decision rights from a capable team. The project manager should make expectations, risks and reporting needs clear while preserving self-management where the team is authorised and competent to act.

Decision rule: Do not replace capable self-management with micromanagement merely because visibility increases.

Problem 3. A senior engineer consistently solves difficult problems but dismisses junior colleagues during technical discussions. Team members have stopped raising concerns. What should the project manager do first?

A. Recognise the engineer publicly for technical performance.

B. Move the junior staff to another workstream.

C. Ignore the behaviour because delivery is strong.

D. Discuss the behaviour privately with the engineer, explain its effect on team performance and psychological safety, and agree expected conduct.

Answer: D

Technical contribution does not excuse behaviour that suppresses information and learning. The project manager should address the behaviour directly and proportionately before it creates larger quality or risk problems.

Decision rule: Evaluate high performance by both results and the conditions the person creates for team delivery.

Problem 4. A project manager uses the same highly directive style during routine work, problem-solving sessions and urgent incidents. Team members are becoming dependent on the project manager. What should change?

A. Tailor the leadership style to urgency, capability and the type of decision.

B. Continue because consistency is more important than context.

C. Delegate all decisions regardless of risk.

D. Replace the team members who ask for direction.

Answer: A

Leadership consistency concerns principles and expectations, not identical behaviour in every situation. Routine work by capable people may require little direction, while urgent safety or compliance situations can require immediate control.

Decision rule: Keep standards consistent but adapt the leadership intervention to the situation.

Problem 5. A team member misses a deadline after receiving two different priority instructions from the project manager and functional manager. What should the project manager do first?

A. Begin formal performance action.

B. Clarify priority, authority and expectations with the relevant people before judging individual performance.

C. Remove the team member from the project.

D. Ask the team member to work overtime.

Answer: B

The evidence points to conflicting direction rather than proven poor performance. The project manager should resolve the expectation and authority problem before treating the result as an individual failure.

Decision rule: Correct unclear or conflicting expectations before applying performance consequences.

Problem 6. A functional manager plans to reassign the only database specialist during a critical integration period. The project team says the loss will threaten the release. What should the project manager do?

A. Tell the team to work around the loss without discussion.

B. Order the functional manager to keep the specialist.

C. Quantify the impact, represent the team’s need and negotiate an appropriate resource solution through the agreed authority structure.

D. Escalate directly to the chief executive.

Answer: C

Representing the team means making the delivery consequence visible and seeking a workable decision through the proper resource authority. The project manager should not pretend to own the functional manager’s authority or escalate beyond what the situation requires.

Decision rule: Represent the team with evidence and use the proper decision path for resource conflicts.

Problem 7. Two experienced architects disagree strongly about a design choice, but both present evidence and remain respectful. What is the best project manager response?

A. Stop the disagreement to preserve harmony.

B. Choose one design personally without hearing the evidence.

C. Escalate the disagreement to the sponsor.

D. Facilitate a decision using agreed criteria, evidence and the appropriate technical decision authority.

Answer: D

Constructive technical disagreement can improve decisions. The project manager should help the team use decision criteria and the correct authority instead of suppressing healthy debate or taking over a specialist decision unnecessarily.

Decision rule: Do not confuse productive disagreement with dysfunctional conflict.

Problem 8. A team knowingly bypasses a required safety check to recover schedule. The team says it can correct the documentation later. What should the project manager do first?

A. Stop the unsafe practice and enforce the required control before addressing schedule recovery.

B. Praise the team for initiative.

C. Wait to see whether an incident occurs.

D. Record the decision as a lesson learned and continue.

Answer: A

Safety obligations are not an ordinary coaching choice or schedule trade-off. The project manager should protect people and compliance immediately, then address cause, accountability and recovery planning.

Decision rule: Mandatory safety and compliance requirements override ordinary optimisation and empowerment.

Problem 9. An AI productivity tool ranks one team member as the lowest performer and recommends replacement. The project manager has observed that the person handles many difficult support requests that the tool does not count. What should the project manager do?

A. Replace the person because the tool is data-driven.

B. Verify the data, measures and context, assess performance using appropriate evidence and keep the personnel decision under human accountability.

C. Ask the AI tool to make the final decision after adding more data.

D. Publish the ranking to motivate the team.

Answer: B

A metric or AI recommendation can omit context and create misleading comparisons. The project manager should validate the evidence and make a fair, accountable judgement rather than automate a consequential people decision.

Decision rule: Use AI as decision support; verify context and retain accountable human judgement.

Problem 10. A hybrid project combines predictively controlled construction with an agile digital product team. The project manager wants one leadership method for both teams. What is the better approach?

A. Apply construction command-and-control practices to all work.

B. Let each team operate independently without shared coordination.

C. Tailor leadership to each workstream while aligning shared milestones, dependencies, risks and decision boundaries.

D. Convert the entire project to agile.

Answer: C

Hybrid leadership protects local ways of working while maintaining integrated project outcomes. The construction team may require formal coordination and controls, while the digital team may rely more heavily on self-management and iterative feedback.

Decision rule: Tailor leadership locally but manage shared interfaces and commitments explicitly.



Coaching, Mentoring, Training and Accountability

Problem 11. A newly promoted project manager understands stakeholder analysis but lacks confidence handling senior executives and asks an experienced project leader for ongoing career guidance. Which intervention fits best?

A. Mentoring focused on broader professional development and experience.

B. A one-time technical training course only.

C. Formal disciplinary action.

D. A change request.

Answer: A

The person has foundational knowledge but seeks longer-term development informed by another professional’s experience. Mentoring is better suited to broader growth than a narrow skill lesson or corrective action.

Decision rule: Use mentoring for broader development when experience and perspective are the main need.

Problem 12. A skilled analyst understands the organisation’s process but is stuck deciding how to approach a difficult stakeholder conversation. The analyst is capable of working out the answer. What should the project manager do?

A. Give the analyst a scripted answer and require exact use.

B. Coach the analyst by asking focused questions, testing assumptions and helping the analyst develop a sound approach.

C. Send the analyst to basic project-management training.

D. Take over all future stakeholder conversations.

Answer: B

Coaching is useful when the person already has relevant capability and can improve judgement through reflection, questions and feedback. Giving the answer may solve today’s problem but does less to strengthen future judgement.

Decision rule: Coach when capability exists but the person needs help thinking through the situation.

Problem 13. A project team must begin using a new cybersecurity control, but none of the team members knows how to apply it. What is the most appropriate first development response?

A. Mentor everyone about long-term career planning.

B. Ask the team to learn only through trial and error.

C. Provide targeted training and guided practice on the required control.

D. Wait for the first audit finding.

Answer: C

The problem is a defined knowledge and skill gap. Training and supervised practice directly address the gap and can be verified before the team performs high-risk work independently.

Decision rule: Train when required knowledge or skill is genuinely missing.

Problem 14. A specialist who designed a critical interface will leave the organisation in two weeks. Only that person understands several undocumented diagnostic steps. What should the project manager do first?

A. Prioritise the critical knowledge, identify recipients and begin structured transfer immediately.

B. Wait for the specialist to write a final report on the last day.

C. Ask the sponsor to cancel the resignation.

D. Accept the risk because the design documentation exists.

Answer: A

The departure creates a time-sensitive continuity risk involving tacit knowledge. The project manager should identify what others must be able to do, choose recipients and use methods such as pairing, walkthroughs and practice while the specialist is still available.

Decision rule: Start knowledge transfer when loss becomes foreseeable; do not wait for closure or departure.

Problem 15. A team member asks an experienced programme manager for advice about moving into programme leadership over the next year. Which approach is most suitable?

A. Corrective coaching on today’s task only.

B. Mentoring that draws on experience, reflection and longer-term development goals.

C. A quality audit.

D. Immediate reassignment to a programme manager role.

Answer: B

The need is developmental and extends beyond a current performance problem. Mentoring allows the experienced professional to share perspective, challenge assumptions and support the person’s growth over time.

Decision rule: Use mentoring for sustained professional growth rather than a single task correction.

Problem 16. Repeated defects are traced to a team member who has never been trained on a specialised testing tool. What should the project manager do?

A. Begin disciplinary action immediately.

B. Ask the person to work faster.

C. Provide targeted training, supervised practice and appropriate quality checks, then reassess performance.

D. Remove testing from the project.

Answer: C

The root cause is a skill gap, so accountability without capability development would miss the problem. Training should be followed by evidence that the person can apply the skill correctly.

Decision rule: Correct capability gaps before treating the result as unwillingness or misconduct.

Problem 17. A team member has the required skill, understands the ground rules, has received clear feedback and coaching, but continues to falsify completion data. What should the project manager do next?

A. Provide the same coaching again indefinitely.

B. Ignore it because schedule performance is good.

C. Move the person to another team without reporting the behaviour.

D. Address the misconduct through the appropriate accountability and ethical process.

Answer: D

The problem is no longer lack of knowledge or unclear expectations. Deliberate falsification requires accountability and the relevant organisational or ethical process; more coaching would avoid the real issue.

Decision rule: Do not use coaching to substitute for accountability when deliberate misconduct is established.

Problem 18. During a coaching conversation, a capable team member asks the project manager, “What would you do?” There is no urgent risk and several solutions could work. What is the stronger coaching response?

A. Ask questions that help the person examine objectives, evidence, options and consequences before offering perspective if useful.

B. Give the answer immediately so the conversation ends quickly.

C. Refuse to discuss the problem.

D. Escalate the question to the sponsor.

Answer: A

Effective coaching strengthens the person’s own problem-solving capacity. The project manager can share perspective when useful, but should first help the person reason through the decision when time and risk allow.

Decision rule: Coaching develops judgement; avoid taking over a decision the person can learn to make.

Problem 19. A new team member understands the profession but does not know the project’s deployment workflow, contacts or informal hand-offs. Which intervention is most useful?

A. Annual performance review.

B. Pairing or a buddy arrangement with guided walkthroughs and practice.

C. Formal escalation.

D. A new stakeholder register.

Answer: B

The gap concerns local working knowledge rather than basic professional capability. Pairing and guided practice can transfer both explicit steps and tacit knowledge about how the workflow actually functions.

Decision rule: Use work-based learning when the gap concerns local practice and tacit know-how.

Problem 20. A manager proposes the same two-day training course for every team member after one person struggles with negotiation, another lacks a software skill and a third needs confidence making decisions. What should the project manager recommend?

A. Use the same training because equal treatment is always fair.

B. Cancel all development activities.

C. Diagnose each development need and select training, coaching, mentoring or another intervention accordingly.

D. Replace all three team members.

Answer: C

Different causes require different responses. A software skill gap may require training, decision confidence may respond to coaching and broader professional development may benefit from mentoring. Uniform intervention can waste time and leave the real gaps unresolved.

Decision rule: Diagnose the development need before choosing the development method.



Knowledge Management and Project Continuity

Problem 21. A supplier consultant is the only person who understands why several unusual configuration choices were made. The contract ends next month. What should the project manager do?

A. Capture only the final configuration values.

B. Identify the critical knowledge, pair internal recipients with the consultant, record decision rationale and verify that the recipients can apply it.

C. Extend the contract indefinitely without a transfer plan.

D. Wait until operations reports a problem.

Answer: B

Configuration values alone may omit the reasoning needed for future troubleshooting and change. The transfer should include both explicit information and tacit judgement, with evidence that internal recipients can use it.

Decision rule: Capture the reasoning behind important decisions as well as the final artefact.

Problem 22. A project manager plans to collect all lessons learned during the final week of a two-year project. What is the main problem with this plan?

A. Lessons learned are only needed by the sponsor.

B. The project should never document lessons.

C. Knowledge may be forgotten, people may leave and useful learning cannot improve the current project if capture waits until closure.

D. Closure is always too early to discuss lessons.

Answer: C

Knowledge should be gathered while it is fresh and useful. Ongoing capture supports immediate improvement and reduces the risk of losing experience when people or suppliers leave before the end.

Decision rule: Capture useful learning throughout the project, not only at closure.

Problem 23. The organisation has a large lessons-learned repository, but teams rarely use it because searches return hundreds of unrelated files. What should the project manager do when seeking relevant knowledge?

A. Assume the repository proves knowledge transfer is effective.

B. Create another repository.

C. Ignore historical information entirely.

D. Use relevant classification, search criteria and human expertise to locate applicable lessons, then validate their relevance to the current context.

Answer: D

Storage is not the same as usable knowledge. The project manager should make the information accessible and contextual rather than assuming that volume equals value.

Decision rule: Knowledge must be findable, understandable and relevant before it can support a decision.

Problem 24. The operations team has received complete handover documents but cannot perform a critical recovery procedure without help from the project team. What should happen next?

A. Declare transfer complete because the documents were delivered.

B. Provide demonstration and hands-on practice, then confirm that operations can perform the procedure independently.

C. Add more pages to the handover document without involving operations.

D. Close the project immediately.

Answer: B

The inability to perform the procedure shows that information delivery did not achieve operational capability. Demonstration, practice and verification address the actual transfer gap.

Decision rule: Verify knowledge transfer through the recipient’s ability to apply the knowledge.

Problem 25. On an agile team, one senior developer resolves every deployment failure because others do not understand the environment. Delivery is fast, but the person is becoming a single point of failure. What should the team do?

A. Keep the arrangement because it is efficient today.

B. Hide the dependency from management.

C. Pair and rotate deployment responsibility, document critical steps and use shared practice to spread capability.

D. Remove the senior developer from deployments immediately.

Answer: C

Short-term efficiency can conceal continuity risk. Pairing, rotation and accessible guidance spread both skill and context while allowing the team to maintain delivery.

Decision rule: Reduce single-person dependency before it becomes an operational or schedule crisis.

Problem 26. A predictive project has a complete change log, but nobody recorded why a major design change was approved. Six months later, a new team questions the decision. What was missing?

A. Only the new baseline was needed.

B. Decision rationale and relevant assumptions, trade-offs and authority should have been preserved with the change record.

C. The project should reverse the change automatically.

D. The stakeholder register should contain all design reasoning.

Answer: B

A record of what changed may be insufficient when future teams need to understand why. Capturing rationale, assumptions and trade-offs protects continuity and prevents repeated analysis or accidental reversal of a sound decision.

Decision rule: Preserve decision context when future work may depend on understanding the reasoning.

Problem 27. A global project team wants to record every knowledge-transfer call, but privacy rules prohibit recording some discussions. What should the project manager do?

A. Ignore privacy rules because knowledge transfer is important.

B. Stop all knowledge transfer.

C. Use compliant alternatives such as approved notes, walkthroughs, demonstrations or controlled documentation while preserving the required knowledge.

D. Record the calls secretly and delete them later.

Answer: C

Knowledge transfer does not override legal, privacy or organisational controls. The project manager should tailor the transfer method so the knowledge remains usable without violating mandatory obligations.

Decision rule: Tailor the transfer mechanism to compliance constraints; the objective is usable knowledge, not one particular medium.

Problem 28. An AI meeting assistant generates a concise summary of a technical decision, but an engineer says the summary reverses an important condition. The summary is about to be stored as the official knowledge record. What should the project manager do?

A. Store it because AI summaries are efficient.

B. Verify the decision with the relevant participants and source evidence, correct the record, then store the validated version.

C. Delete all meeting records.

D. Ask the AI assistant to vote on which version is correct.

Answer: B

A knowledge repository can amplify an error if unverified AI output becomes the official record. The project manager should validate consequential information before relying on or distributing it.

Decision rule: Verify AI-generated knowledge before it becomes organisational memory.

Problem 29. A retiring subject-matter expert has written extensive procedures, but newer staff still struggle with judgement calls that are not covered by the documents. What should the project manager add to the transfer plan?

A. More document formatting.

B. Only a final presentation.

C. Scenario walkthroughs, shadowing and practice that expose the expert’s reasoning, followed by feedback.

D. A rule that newer staff must never make judgement calls.

Answer: C

The remaining gap is tacit judgement. Scenarios, shadowing and practice allow recipients to observe how the expert interprets unusual conditions and to demonstrate their own understanding.

Decision rule: Use experiential transfer methods when the missing knowledge is judgement rather than procedure.

Problem 30. A project is preparing to close, but the operations manager says the receiving team lacks capacity to support the new service. Technical handover is complete. What should the project manager do?

A. Close immediately because technical documentation is complete.

B. Transfer responsibility to operations without agreement.

C. Validate transition readiness with operations, address the capacity and knowledge gaps through the appropriate plan and governance path, and confirm acceptance before closure.

D. Keep the project open permanently.

Answer: C

Successful transfer concerns readiness to sustain the result, not merely document delivery. The project manager should make the gap visible, work through the appropriate transition and governance arrangements and confirm that the receiving organisation can take responsibility.

Decision rule: Treat knowledge transfer and transition readiness as demonstrated capability, not paperwork completion.




7.4 Chapter 7 Fast Review

1. Diagnose the development problem before choosing coaching, mentoring, training, direction or accountability.

2. Direct when immediate clarity or mandatory control is required; reduce direction as capable people can safely make their own decisions.

3. Coach capable people to strengthen judgement and problem-solving rather than making every decision for them.

4. Use mentoring for broader professional development where experience, perspective and longer-term growth are central.

5. Use training when a defined knowledge or skill gap prevents competent performance.

6. Do not use coaching to avoid accountability when deliberate misconduct or repeated rule violation has been established.

7. Represent the team with evidence, but respect functional, product, sponsor and governance decision rights.

8. Tailor leadership across predictive, agile and hybrid work; shared outcomes and interfaces still require integration.

9. Identify knowledge that is critical to continuity before deciding how to capture or transfer it.

10. Protect tacit knowledge through pairing, shadowing, walkthroughs, practice and decision rationale, not documents alone.

11. Capture learning throughout the project when it can improve current work and before people or suppliers leave.

12. Verify transfer by checking whether the recipient can find, understand and apply the knowledge independently.

13. Protect privacy, security, legal, ethical and safety requirements while transferring knowledge.

14. Validate AI-generated summaries and recommendations before they influence people decisions or become official project knowledge.

15. The strongest answer usually matches the intervention to the actual cause and then verifies that performance or continuity improved.





PART III: PROCESS

Chapter 8




Project Planning and Integration

Planning is the work of turning an intended outcome into a coordinated way of delivering it. For PMP questions, a plan is more than a schedule and it is more than a collection of separate management documents. The project manager has to connect scope, time, finance, resources, quality, risk, procurement, stakeholders, compliance, transition and value so that one decision does not quietly damage another part of the project. The 2026 examination therefore tests whether the candidate can recognise missing links, conflicting assumptions and dependencies before they become delivery failures.

Good planning also avoids false certainty. Some projects can support detailed early planning because requirements and delivery conditions are relatively stable. Others need progressive elaboration, short planning horizons and regular reforecasting because learning continues. Hybrid projects often require both. The project manager should create enough structure to coordinate the work while keeping the plan responsive to verified information.


8.1 Planning as an Integrated Decision System

An integrated project management plan gives the project a coherent management logic. It connects what will be delivered, how the work will be performed, who will do it, what decisions require approval, how performance will be measured, what risks and assumptions matter, and how the project will remain aligned with business value. The candidate should therefore ask whether the different parts of a plan support one another. A schedule that assumes a supplier is available in June is weak if procurement has not confirmed the lead time. A cost forecast is weak if it ignores a required contingency response. A release date is weak if quality, security or operational readiness has not been planned.

Integration is particularly important when several plans look reasonable on their own. The project manager may discover that the scope can be delivered, the budget is sufficient and the team has the required skills, but all three assumptions depend on the same specialist being available at the same time. The planning problem is then the interface among those facts. PMP questions often reward the answer that exposes and reconciles the interface before commitment.

Planning should also connect delivery with value. A project can execute an approved plan efficiently and still produce a weak result if business conditions, stakeholder needs or benefits have changed. Planning therefore includes confirming what success means, how value will be demonstrated, which measures matter, and when the organisation should reconsider a delivery choice. The plan guides delivery, but evidence can require the plan to change.



8.2 Planning Depth, Horizons and Delivery Approach

Predictive planning normally establishes more detail earlier where scope, sequence and major commitments can be understood with reasonable confidence. Baselines provide an agreed reference for performance and controlled change. This does not make the plan fixed forever. Estimates, forecasts and supporting detail can be refined, and approved changes can alter controlled commitments. The examination distinction is that a forecast describes what is now expected, while a baseline represents an approved reference used for control.

Adaptive or agile planning works across several horizons. A product goal or roadmap can describe direction, release planning can organise larger increments of value, and iteration or flow planning can deal with near-term work in greater detail. The project manager should not manufacture detailed long-range certainty simply because a stakeholder asks for it. A stronger response presents the best available forecast, explains assumptions and uncertainty, and increases detail as learning improves.

Hybrid planning deliberately connects different planning rhythms. A construction, hardware or regulatory component may follow fixed milestones and formal approvals while a digital component develops iteratively. The integrated plan must make interfaces visible: shared dates, dependencies, acceptance conditions, funding gates, supplier commitments and information needed by governance. The examination may therefore ask which plan should change, but the stronger question is often which interface must first be understood.



8.3 Assumptions, Dependencies, Constraints and Planning Evidence

Assumptions are conditions treated as true for planning until better information becomes available. Dependencies connect one activity, team, supplier, decision or external event to another. Constraints limit available choices. These three ideas often determine whether a plan is credible. The project manager should identify material assumptions, validate them where possible, assign attention to uncertain dependencies and make important constraints visible to the people making commitments.

Planning evidence should be proportionate to the decision. Historical data, expert judgement, estimates, benchmarks, forecasts, team capacity, supplier information, risk analysis and AI-assisted analysis can all improve a plan, but none should be accepted mechanically. The project manager should examine relevance, source quality, assumptions and the consequences of error. A precise number based on unsuitable data is still weak evidence.

When new evidence contradicts the plan, the first response is normally to understand the effect before promising a remedy. The project manager may need to reconcile scope, schedule, finance, resources, risk, quality, procurement and value, then follow the appropriate governance path if approved commitments are affected. Immediate protective action can come first for safety, legal, security or severe compliance concerns, but ordinary planning variance should be diagnosed before the team is pushed into a solution.



8.4 Direct Problem-Solving Practice


Integrated Planning and Approach Selection

Problem 1. A sponsor asks the project manager to produce a detailed twelve-month task plan for a new digital product whose customer needs are still being discovered through prototypes. What should the project manager do first?

A. Create detailed task estimates for the full twelve months and treat them as commitments.

B. Explain that planning detail should match uncertainty, provide a higher-level roadmap and forecast, and plan near-term work in greater detail as learning continues.

C. Delay all planning until the customer requirements are final.

D. Use the schedule from the previous product without adjustment.

Answer: B

The project needs planning, but long-range detail would create false certainty. A roadmap and forecast can support coordination while near-term planning becomes more detailed as evidence improves. This gives stakeholders useful information without presenting guesses as commitments.

Decision rule: Match planning detail to the reliability of the information; uncertainty calls for progressive elaboration, not absence of planning or invented precision.

Problem 2. A predictive infrastructure project has separately approved scope, schedule and cost plans. During integration, the project manager discovers that the schedule assumes a specialist will work full-time for six weeks, while the resource plan assigns the specialist only two days per week. What should happen next?

A. Baseline the schedule because it was approved first.

B. Ask the specialist to work overtime after execution begins.

C. Ignore the difference because scope and cost are still achievable.

D. Reconcile the resource and schedule assumptions, assess the effect on commitments, and update the integrated plan through the appropriate planning and approval process.

Answer: D

The plans are individually plausible but collectively inconsistent. Integration requires the project manager to expose the conflict before treating the schedule as reliable. The effect may require changes to dates, staffing, sequencing or cost.

Decision rule: Do not accept locally correct plans that conflict at their interfaces; reconcile the dependency before commitment.

Problem 3. A hybrid project has fixed regulatory submission dates for hardware and an agile software team that releases every two weeks. The software team wants to optimise only its backlog and ignore the submission calendar. What is the best response?

A. Make the regulatory dates and evidence needs visible as planning constraints, then align backlog and release decisions with the shared milestones while preserving iterative delivery where possible.

B. Convert the entire project to predictive delivery.

C. Allow the software team to ignore the regulatory dates because agile work is self-managing.

D. Require every software feature to use formal predictive change control.

Answer: A

The software team can remain adaptive, but its work is part of a larger system with fixed external obligations. The project manager should integrate the planning rhythms rather than force one method onto all work or allow local optimisation to threaten the project.

Decision rule: In hybrid work, protect the interface between adaptive delivery and fixed commitments.

Problem 4. A project manager is starting a small internal improvement project. The PMO provides a large template containing dozens of plans and registers used for major programmes. What should the project manager do?

A. Complete every artefact in full because a template exists.

B. Ignore all organisational guidance.

C. Tailor the planning artefacts to the project’s needs while retaining mandatory governance, compliance and reporting requirements.

D. Ask the team to decide whether organisational rules apply.

Answer: C

Planning should be proportionate. Organisational templates provide useful structure, but unnecessary artefacts consume effort without improving control. Mandatory requirements still apply, so tailoring must distinguish required controls from optional detail.

Decision rule: Tailor planning to the project, but do not tailor away mandatory governance or compliance.

Problem 5. A project team assumes a critical supplier can deliver specialised equipment in four weeks because that was true on a project three years ago. The supplier has not been contacted. The four-week lead time drives the proposed completion date. What should the project manager do first?

A. Treat the historical lead time as a firm commitment.

B. Validate the current supplier lead time and conditions before relying on the assumption in the plan.

C. Add four weeks of contingency without contacting the supplier.

D. Baseline the date and manage any delay later.

Answer: B

Historical information is useful evidence, but market capacity, supplier workload, logistics and commercial terms may have changed. Because the assumption controls a major date, it should be validated before the project commits to it.

Decision rule: Validate high-impact assumptions before turning them into commitments.

Problem 6. An agile team says that because it works in two-week iterations, there is no need for a project-level plan. Several external teams depend on its releases. What should the project manager do?

A. Accept the position because iteration planning replaces all other planning.

B. Create a detailed task baseline for every iteration for the next year.

C. Let each dependent team discover release changes during demonstrations.

D. Establish appropriate higher-level goals, release or milestone forecasts, dependencies and coordination points while allowing the team to plan near-term work adaptively.

Answer: D

Agile delivery still needs planning at several horizons. The team can retain adaptive iteration planning while the project provides enough higher-level information for dependent teams and stakeholders to coordinate their work.

Decision rule: Adaptive delivery changes the form and timing of planning; it does not remove the need for integration.

Problem 7. During planning, three executives propose different definitions of project success: launch on the announced date, reduce operating cost by 15 per cent, and improve customer retention. What should the project manager do first?

A. Facilitate agreement on intended outcomes, priorities and success measures, then reflect the agreed measures in the integrated plan.

B. Choose the metric that is easiest to measure.

C. Use only the launch date because schedule is always the primary constraint.

D. Create three unrelated project plans.

Answer: A

A project cannot be coherently planned when decision-makers use conflicting definitions of success. The project manager should help clarify the intended outcomes and how success will be measured before detailed trade-offs are made.

Decision rule: Align success measures before optimising the plan against them.

Problem 8. A predictive project is ready for baseline approval, but a major interface with an external system has not been tested and the team cannot confirm whether redesign will be required. The sponsor wants approval today to maintain momentum. What is the best response?

A. Approve the baseline and conceal the uncertainty.

B. Cancel the project.

C. Make the uncertainty, assumptions and possible impact explicit, obtain the best available evidence, and use the appropriate governance decision on whether to baseline, defer or condition the commitment.

D. Remove the interface from the risk discussion because it is technical.

Answer: C

The project manager should not create an appearance of certainty when a material dependency remains unresolved. The governance body may still decide to proceed, but that decision should be informed by the uncertainty and its possible effect.

Decision rule: Do not hide material uncertainty to make a plan appear complete; support an informed commitment.



Dependencies, Estimates and Integrated Commitments

Problem 9. A project schedule assumes that operations will provide a four-hour system outage on a specific weekend, but operations has not agreed to the outage. What should the project manager do?

A. Treat the outage as confirmed because it appears in the schedule.

B. Coordinate with operations, confirm or revise the dependency, and adjust the plan and risk exposure before committing to the date.

C. Tell the technical team to work around the outage without assessing feasibility.

D. Escalate immediately to the chief executive without first engaging operations.

Answer: B

The outage is an external dependency, not an internal planning fact. The project manager should engage the owner of the dependency, confirm what is feasible and incorporate the result into planning before seeking higher escalation.

Decision rule: A dependency becomes reliable only when the responsible parties understand and support it.

Problem 10. A schedule estimate is based on data from ten previous projects, but all ten used a mature technology while the current project uses an unfamiliar platform. What is the best planning response?

A. Use the historical average without adjustment because ten projects provide a strong sample.

B. Discard all historical information and guess.

C. Average the historical estimate with the sponsor’s preferred date.

D. Use the historical data as one input, adjust for the material difference in technology and uncertainty, and seek additional expert or empirical evidence.

Answer: D

Historical data can improve estimates only when its context is relevant. The technology difference changes the reliability of direct comparison, so the estimate should reflect the new uncertainty rather than treating the old average as universally applicable.

Decision rule: Use historical data critically; relevance matters more than volume.

Problem 11. A project manager learns that a planned risk response requires two additional engineers for one month, but those resources are absent from the staffing and cost plans. What should happen next?

A. Integrate the response into resource, schedule and financial planning and reassess whether the response remains feasible.

B. Keep the risk response in the register and address staffing only if the risk occurs.

C. Delete the risk response so the cost plan remains unchanged.

D. Assign the extra work to the existing team without checking capacity.

Answer: A

A risk response is not credible if the resources and funding needed to execute it are missing. Integration requires the project manager to connect risk planning to the resource and financial plans before relying on the response.

Decision rule: A planned response must be feasible in the integrated plan, not merely documented in the risk register.

Problem 12. The sponsor asks the team to shorten a predictive schedule by six weeks. The project manager has not assessed cost, risk, quality or resource effects. What should the project manager do first?

A. Promise the new date and determine the impact later.

B. Reject the request automatically.

C. Analyse feasible schedule options and their integrated effects before recommending or committing to a revised date.

D. Order overtime immediately.

Answer: C

Schedule compression can affect cost, risk, quality, resources, procurement and team sustainability. The project manager should understand those trade-offs before recommending a solution or making a commitment.

Decision rule: Assess integrated consequences before changing a major project commitment.

Problem 13. A new project estimate is much lower than the estimate produced independently by two experienced team members. The lower estimate was generated by an AI planning tool using data that the project manager cannot inspect. What should happen next?

A. Use the lower estimate because AI is more objective.

B. Verify the data, assumptions and reasoning behind the estimate and compare it with human evidence before using it for a commitment.

C. Use the average of all estimates without investigation.

D. Publish the AI estimate and ask the team to meet it.

Answer: B

AI can support planning, but an opaque estimate should not override accountable professional judgement. The project manager should verify the evidence and examine why the estimates differ before relying on any of them.

Decision rule: Treat AI output as planning evidence that requires validation, not as an automatic decision.

Problem 14. A team completes a detailed plan, but no one has identified who can approve changes to the budget or schedule. Why is this a planning problem?

A. It is not; approval authority matters only after execution begins.

B. The team should approve all changes by majority vote.

C. The sponsor should approve every project decision regardless of governance.

D. Decision rights and escalation thresholds affect how the plan will be controlled, so they should be clarified as part of the management approach.

Answer: D

An integrated plan should establish how important decisions are made. If authority and thresholds are unclear, the project may lose time or implement unauthorised changes when pressure appears.

Decision rule: Plan the decision system as well as the work.

Problem 15. A project has enough total budget, but the finance department warns that the organisation cannot release most of the funds until the next quarter. The plan requires heavy spending this quarter. What should the project manager do?

A. Ignore the warning because the total approved budget is sufficient.

B. Move the invoices to the next quarter without changing the work.

C. Integrate funding timing into the delivery plan, assess options and impacts, and use governance to resolve any required change.

D. Ask suppliers to work without payment.

Answer: C

Financial planning includes timing, not only the total amount. A cash-flow or funding constraint can alter procurement, schedule and risk even when the overall budget appears adequate.

Decision rule: Plan when money is available, not only how much is approved.

Problem 16. A product team plans to release a feature early because it can generate value, but the operations team says support procedures and monitoring will not be ready. What is the best response?

A. Release immediately because early value is always preferred.

B. Integrate operational readiness into the release decision and determine whether the feature can be delivered safely and sustainably before committing to the earlier date.

C. Delay the entire project until every future feature is complete.

D. Transfer the readiness risk to operations without discussion.

Answer: B

Incremental value is useful only when the organisation can accept and sustain the result. The release decision should include transition, support, quality and operational risk rather than looking only at development completion.

Decision rule: Early delivery is valuable when the receiving environment is ready to use and support it.



Planning Across Scope, Quality, Procurement and Value

Problem 17. A customer asks for an additional reporting feature during planning. The predictive project has not yet baselined scope, and the feature appears useful. What should the project manager do?

A. Clarify the need and assess its value and integrated effects before finalising scope and related plans.

B. Reject it because any new request is scope creep.

C. Implement it immediately without checking schedule or cost.

D. Wait until execution and then submit a change request even though the baseline does not yet exist.

Answer: A

Before baselining, planning should still evaluate proposed scope deliberately. The project manager should understand the request and its effect on value, cost, schedule, quality and other commitments before incorporating it.

Decision rule: A request before baseline is still a planning decision; assess it rather than labelling it automatically as change.

Problem 18. To meet a target date, a team removes most integration testing from the plan. The deliverable must connect to three external systems. What should the project manager do?

A. Accept the removal because testing occurs after development.

B. Add a note to the issue log and keep the plan unchanged.

C. Ask customers to accept any defects in advance.

D. Reassess the quality and delivery risk, restore or redesign adequate verification, and evaluate the schedule and cost trade-offs before commitment.

Answer: D

Integration testing directly affects the reliability of a deliverable that depends on external systems. Removing it may create rework, operational failure and acceptance problems. Planning should integrate quality with schedule rather than sacrificing it invisibly.

Decision rule: Do not solve schedule pressure by removing necessary quality controls without assessing the consequences.

Problem 19. A procurement lead time of sixteen weeks is longer than the time allocated in the project schedule. The supplier market offers no credible faster option. What is the best next step?

A. Keep the schedule unchanged and pressure the supplier later.

B. Integrate the verified lead time into the schedule, assess resequencing or alternative delivery options, and communicate any effect on commitments through governance.

C. Reduce quality requirements without approval.

D. Remove procurement from the project plan.

Answer: B

The schedule must reflect a real procurement constraint. The project manager can explore sequencing and delivery alternatives, but a plan that simply ignores verified lead time is not credible.

Decision rule: Integrate procurement reality into schedule commitments before execution exposes the conflict.

Problem 20. A project team proposes a low-cost material that meets the immediate technical specification but violates the organisation’s approved sustainability requirement. What should the project manager do?

A. Use it because cost has priority during planning.

B. Use it temporarily and correct the problem at closure.

C. Treat the sustainability requirement as a planning constraint, evaluate compliant alternatives and integrate the cost, procurement and schedule effects.

D. Remove the sustainability requirement because it complicates procurement.

Answer: C

An approved sustainability requirement is part of the delivery conditions. Planning should identify compliant options and make the related trade-offs visible rather than treating the requirement as optional when cost pressure appears.

Decision rule: Mandatory or approved sustainability requirements belong in planning decisions, not as an afterthought.

Problem 21. A project has a strong technical plan, but nobody has planned how users will adopt the new process. The business case depends on a significant change in user behaviour. What should the project manager do?

A. Add adoption, transition and relevant stakeholder work to the integrated plan and define how the expected outcome will be measured.

B. Assume users will adapt after launch.

C. Treat adoption as an operational issue unrelated to the project.

D. Replace the technical plan with a communication plan.

Answer: A

The business case depends on use, not only technical completion. The plan should connect delivery to adoption, transition and outcome measures so the project can produce the intended benefit.

Decision rule: Plan the conditions required for value, not only the production of the deliverable.

Problem 22. During planning, the risk team recommends a contingency reserve, finance accepts the amount, but the sponsor asks to remove it from the budget to make the business case look stronger. What should the project manager do?

A. Remove it and keep the risk response unchanged.

B. Hide the reserve in another cost category.

C. Ignore finance and sponsor views.

D. Present the risk basis and consequences transparently and use the appropriate governance process to decide the reserve and related risk exposure.

Answer: D

A reserve should reflect recognised uncertainty and governance, not presentation preference. The project manager should provide decision-makers with transparent information about the exposure created by removing it.

Decision rule: Do not manipulate planning information to make a project appear more attractive; make the trade-off explicit.

Problem 23. A product owner orders a new high-value backlog item above lower-value work. The item depends on a vendor API that will not be available for two months. What should the project manager or agile leader do?

A. Tell the team to start the item anyway.

B. Make the dependency visible, work with the product owner and vendor to evaluate sequencing or alternatives, and reflect the constraint in release planning.

C. Override the product owner and permanently remove the item.

D. Hide the dependency from stakeholders to protect confidence.

Answer: B

Value priority matters, but dependency feasibility matters as well. The project manager should help the relevant people make an informed sequencing decision rather than treating priority as proof that work can start immediately.

Decision rule: Value-based priority still has to respect real dependencies and delivery feasibility.

Problem 24. A project dashboard shows green schedule status, but the underlying forecast excludes two known external dependencies. What should the project manager do first?

A. Continue reporting green because the dashboard is approved.

B. Change the dashboard colour to red without analysis.

C. Reconcile the forecast with the missing dependencies, determine the real status, and communicate verified information.

D. Stop all project reporting.

Answer: C

Status reporting is only as reliable as the assumptions and data behind it. The project manager should correct the planning evidence before using the dashboard to support decisions.

Decision rule: Reconcile planning data before communicating confidence.



Adaptive, Hybrid, Governance and Planning Under Change

Problem 25. An agile team’s velocity falls for two iterations. A manager demands that the project manager increase the next iteration commitment by 25 per cent to recover the forecast. What should the project manager do first?

A. Increase the commitment because management set the target.

B. Analyse the cause, capacity and delivery evidence with the team before changing forecasts or commitments.

C. Replace low-performing team members immediately.

D. Extend the iteration length without discussion.

Answer: B

A falling delivery measure is a signal, not a command. The team may be facing defects, dependencies, leave, unclear work or technical problems. Planning should respond to the cause and actual capacity rather than force a larger commitment that evidence does not support.

Decision rule: Use metrics to diagnose and forecast; do not turn them into arbitrary quotas.

Problem 26. A hybrid project’s software team reorders its backlog, but the change means a feature needed for a fixed contractual acceptance test will arrive after the test date. What should happen next?

A. Allow the backlog change because agile priority decisions are independent of contracts.

B. Cancel agile delivery.

C. Keep the new order and ask the customer to overlook the contract.

D. Make the contractual dependency visible, assess options with the product owner and relevant decision-makers, and align the adaptive plan with the controlled commitment.

Answer: D

Local backlog optimisation has created an integrated project conflict. The team can remain adaptive, but the product decision must account for the contractual dependency or follow the appropriate path to change the commitment.

Decision rule: In hybrid projects, adaptive decisions must remain connected to controlled external commitments.

Problem 27. A regulator issues a new mandatory requirement while the project is still planning. The requirement affects security design, cost and schedule. What should the project manager do?

A. Confirm the requirement with the relevant expertise, assess its integrated impact, incorporate the compliance response into the plan and route affected commitments through governance.

B. Ignore it until execution because planning is almost complete.

C. Ask the team to absorb the work without changing any estimates.

D. Remove lower-priority security work without analysis.

Answer: A

Mandatory compliance information changes the planning basis. The project manager should verify what is required, understand the effect and integrate the response rather than preserving a plan that no longer reflects the project conditions.

Decision rule: When a mandatory condition changes, update the planning basis before protecting old commitments.

Problem 28. A project manager discovers that a critical resource is committed to another strategic project during the same period. Both projects have executive support. What should the project manager do first?

A. Assume the resource will support both projects fully.

B. Cancel the current project.

C. Assess the timing and impact, coordinate with the resource owner and other project, and use portfolio or governance priorities if the conflict cannot be resolved at project level.

D. Tell the resource to choose privately.

Answer: C

The conflict should first be made explicit and explored with the people who control allocation. Escalation may be necessary if organisational priorities must be decided, but the project manager should present the decision need with evidence.

Decision rule: Resolve resource conflicts at the lowest responsible level, then escalate a clear priority decision when authority is higher.

Problem 29. The sponsor asks the project manager to freeze a plan because executives dislike changing forecasts. New customer evidence shows that one planned feature no longer provides meaningful value. What is the best response?

A. Keep the feature because the plan was previously approved.

B. Present the evidence and integrated implications, then use the appropriate product and governance process to reconsider the work and expected value.

C. Remove the feature secretly.

D. Stop collecting customer feedback.

Answer: B

A plan is a management instrument, not a reason to ignore evidence. If expected value has changed materially, the project manager should make the information visible and support the authorised decision rather than protecting an obsolete assumption.

Decision rule: Maintain planning discipline, but allow verified value evidence to inform authorised adaptation.

Problem 30. A project’s detailed plan contains hundreds of activities, but teams regularly miss hand-offs because responsibilities and entry conditions between workstreams are unclear. What should the project manager improve first?

A. Add more task detail.

B. Increase the number of status reports.

C. Ask every team to create a separate plan.

D. Clarify interfaces, ownership, dependencies and hand-off conditions across the workstreams, then update the integrated plan.

Answer: D

The problem is not lack of task detail. The plan fails at the boundaries between teams. Integration should make responsibility, dependencies and hand-off conditions explicit so work can move predictably across those boundaries.

Decision rule: When coordination fails, improve the interface before adding more local detail.

Problem 31. A project manager uses a public AI tool to upload confidential supplier proposals and ask for a procurement schedule recommendation. What should happen?

A. Stop the unsafe use, follow organisational data and AI policies, protect the confidential information, and use an approved method for analysis.

B. Continue because the output may improve planning.

C. Remove supplier names but leave commercially sensitive pricing and terms.

D. Ask the AI tool whether the upload is confidential.

Answer: A

Planning efficiency does not override confidentiality, security or organisational AI controls. The project manager remains responsible for protecting information and selecting an approved analysis method.

Decision rule: Responsible AI planning starts with data protection and approved use, not with the quality of the generated answer.

Problem 32. A project could release a small usable capability three months before the full solution. The early capability has measurable customer value and does not compromise safety, architecture or required controls. What should the project manager do?

A. Wait for the full solution because partial delivery is never useful.

B. Release immediately without stakeholder review.

C. Evaluate the incremental delivery option with the relevant stakeholders, including benefits, readiness, risk and cost, and incorporate it if it improves the delivery strategy.

D. Remove the remaining scope from the project.

Answer: C

The 2026 examination gives strong attention to value-based delivery. Where an increment can produce useful value safely and responsibly, the project manager should evaluate that option rather than assuming value must wait for the final deliverable.

Decision rule: Look for credible opportunities to deliver value earlier, but test readiness, risk and governance before committing.

Problem 33. A major planning assumption is invalidated after the project management plan has been approved. The new information changes the forecast but may not require a change to every baseline. What should the project manager do?

A. Keep the old forecast until a baseline change is approved.

B. Assess the integrated impact, update forecasts and relevant planning information, and follow change control only where approved commitments are affected.

C. Change every baseline automatically.

D. Ignore the information because planning is complete.

Answer: B

Forecasts should reflect current evidence even when controlled baselines remain unchanged. If approved commitments need to change, the appropriate change process applies. The project manager should distinguish current expectation from the approved reference.

Decision rule: Keep forecasts current and use formal change control when controlled commitments, rather than every planning detail, are affected.

Problem 34. A project team has identified a serious risk and a technically sound response, but nobody has been assigned responsibility for monitoring the trigger or executing the response. What is the planning gap?

A. The risk should be removed because the response is defined.

B. The schedule should be shortened.

C. Only the sponsor may own risks.

D. Ownership and accountability are missing; assign the appropriate owner and integrate monitoring and response actions into the plan.

Answer: D

A response without ownership may fail at the moment it is needed. Planning should connect the risk to a person or role responsible for monitoring and action, along with the resources and timing required.

Decision rule: Every material planned response needs clear ownership and executable conditions.

Problem 35. A project manager receives a revised estimate from the delivery team that is 20 per cent higher than the approved planning estimate. The team explains that new technical evidence has changed the work effort. What should the project manager do first?

A. Review the new evidence and assumptions, assess the integrated impact and then determine what forecast or approved-plan changes are required.

B. Reject the estimate because the approved number must be protected.

C. Tell the team to work faster so the original estimate remains true.

D. Change the budget baseline immediately without analysis.

Answer: A

New technical evidence can legitimately change an estimate. The project manager should first understand the evidence and its effects before deciding whether forecasts, resources, scope, schedule or controlled baselines need adjustment.

Decision rule: When estimates change, validate the evidence and impact before defending or changing commitments.

Problem 36. A project management plan is complete, but the team has no agreed method for measuring whether the delivered outcome produces the intended benefit. What should the project manager do?

A. Wait until closure to decide how benefits will be measured.

B. Use only schedule and budget performance as proof of value.

C. Work with the relevant stakeholders to define meaningful outcome or benefit measures and integrate how they will be tracked into the delivery plan.

D. Assume the sponsor will measure value informally.

Answer: C

Delivery performance and business value are related but different. If the project exists to produce an outcome, the plan should identify how that outcome will be assessed and who will use the information.

Decision rule: Plan how value will be measured before delivery makes the evidence difficult or impossible to collect.




8.5 Chapter 8 Fast Review

1. Treat planning as integration: scope, schedule, finance, resources, quality, risk, procurement, stakeholders, compliance, transition and value must support one another.

2. Match planning detail to uncertainty. Use more early detail where information is stable and progressive elaboration where learning remains high.

3. In predictive work, distinguish approved baselines from current forecasts and supporting planning detail.

4. In agile work, plan across several horizons rather than replacing planning with iteration activity alone.

5. In hybrid work, make interfaces between adaptive and controlled components visible and actively coordinate them.

6. Validate high-impact assumptions before turning them into commitments.

7. Make dependencies explicit, identify who owns them and confirm that dependent parties understand the required dates and conditions.

8. Use historical data, benchmarks, estimates and AI-assisted analysis critically. Relevance and source quality matter.

9. Integrate risk responses with the resources, cost, schedule and authority needed to execute them.

10. Do not solve schedule pressure by silently weakening quality, compliance, sustainability, security or operational readiness.

11. Plan the decision system: roles, approval authority, escalation thresholds and governance affect how the work will be managed.

12. Plan funding timing as well as total budget, and connect procurement lead times to the schedule.

13. Keep forecasts current when evidence changes; use formal change control where approved commitments are affected.

14. Look for responsible opportunities to deliver value incrementally, but confirm readiness, risk and stakeholder alignment.

15. When a planning question asks what to do first, identify the missing fact, assumption, dependency or integration conflict before promising a solution.

Chapter 9





Scope and Requirements

Scope questions test whether the project manager can translate a business need into clearly understood work and then protect that understanding as the project learns and changes. The July 2026 PMP Examination Content Outline explicitly requires candidates to define scope, obtain stakeholder agreement and break scope down. In practice, the examination also connects scope with value, quality, change, customer expectations, compliance and the delivery approach. The candidate therefore needs more than a definition of scope. The important skill is deciding what belongs in the project, how agreement is created, how requirements remain traceable, and what to do when new information challenges the original understanding.

A strong scope decision starts with the need rather than the document. A requirement should explain a condition or capability that must be satisfied, while scope describes the work and deliverables needed to produce the intended result. When these are vague, conflicting or disconnected from acceptance, schedule and cost problems usually follow. PMP questions often show the symptom late, such as rework, rejection or scope growth, but the better answer goes back to the missing agreement, weak requirement, unclear acceptance condition or uncontrolled change that created the problem.


9.1 From Business Need to Clear Requirements

Requirements provide the basis for deciding what the solution must achieve and what constraints it must respect. They can arise from business objectives, stakeholder needs, product or solution behaviour, service levels, transition needs, quality expectations, regulation, security, sustainability and operational readiness. The project manager does not need to memorise a rigid catalogue for every question, but should recognise that a requirement is useful only when the people responsible for delivery and acceptance understand what it means.

Good elicitation is therefore a discovery activity, not a form-filling exercise. Interviews can expose individual needs; facilitated workshops can reconcile several perspectives; observation can reveal work that users struggle to describe; prototypes can test uncertain expectations; surveys can gather broader input; document analysis can uncover contractual or regulatory obligations. The method should match the uncertainty and the people involved. When important stakeholders disagree, collecting more isolated statements may produce a longer list without producing alignment.

The candidate should also distinguish a requirement from a proposed solution. A stakeholder may say, “We need a new mobile application,” when the underlying need is faster field access to customer information. Accepting the proposed solution immediately can narrow options too early. Clarifying the outcome, users, constraints and acceptance conditions gives the team a better basis for defining scope and evaluating alternatives.



9.2 Acceptance Criteria, Traceability and Requirement Quality

A requirement becomes much easier to manage when its acceptance condition is clear. Acceptance criteria describe the conditions that a deliverable, feature or result must satisfy to be accepted by the relevant customer or stakeholder. They reduce the risk that the team and customer use different definitions of “complete”. A requirement such as “the system must be fast” is weak because neither side knows what performance is acceptable. A measurable response-time threshold under defined conditions is far more useful.

Traceability links a requirement to its source, business purpose, design or work element, test or verification evidence, change history and eventual acceptance. In predictive work, a requirements traceability matrix can make these links explicit. In adaptive work, traceability may appear through backlog items, acceptance criteria, tests, product goals and supporting records. The examination principle is the same: if a requirement changes, the project manager should be able to understand what else is affected rather than treating the requirement as an isolated sentence.

Quality checking and scope acceptance are related but different. Quality activities ask whether the deliverable conforms to defined requirements and standards. Scope validation or acceptance asks whether the authorised customer or stakeholder accepts the completed deliverable or result. A technically correct deliverable can still face acceptance trouble if the requirement was misunderstood, while customer enthusiasm does not remove mandatory quality or compliance obligations. PMP questions frequently test this distinction.



9.3 Predictive Scope: Definition, Decomposition and Baseline Control

In predictive projects, scope is normally defined with enough detail to support coordinated planning, estimating and control. The project scope statement clarifies the work and boundaries, while decomposition breaks large deliverables into smaller manageable components. A work breakdown structure (WBS) organises the total project scope hierarchically, and the WBS dictionary can provide additional detail about the components. The value of decomposition is management clarity: the team can estimate, assign, schedule and control work more reliably when the scope is broken to a useful level.

The scope baseline provides the approved reference for scope control. Once a controlled baseline exists, a requested addition is not implemented merely because it is useful or requested by a powerful stakeholder. The project manager first clarifies the request and assesses the effect on other commitments. The authorised change process then determines whether the baseline should change. If approved, the relevant plans and records are updated and the change is implemented. If rejected, the original approved scope remains the basis for delivery.

Two examination traps appear repeatedly. Scope creep is uncontrolled expansion of scope without proper evaluation and approval. Gold plating is adding features or work that were not required, often because the team believes the customer will appreciate them. Both can create cost, schedule, risk, quality and acceptance problems. The project manager protects value by delivering what is needed and controlling changes, not by silently adding work.



9.4 Adaptive and Hybrid Scope: Backlogs, Refinement and Boundaries

Adaptive delivery handles scope differently because product understanding can develop through feedback. A product backlog or equivalent ordered work list makes future product needs visible and allows them to be refined as learning improves. The product owner or equivalent product role normally carries responsibility for ordering product work based on value, risk, dependencies and stakeholder feedback. The project manager supports transparency, coordination and decision quality without taking over a product-priority decision that belongs elsewhere.

Welcoming change does not mean accepting every request immediately. A new need should still be understood, evaluated and prioritised. The team protects current focus according to its way of working while future work is refined. Acceptance criteria should become sufficiently clear before an item is taken into delivery. The definition of done describes the broader quality or completion standard that completed work must meet; acceptance criteria describe what a particular item or deliverable must satisfy. Confusing these can produce apparently finished work that does not meet the customer need.

Hybrid projects require particular attention to boundaries. A software feature may remain adaptable through backlog prioritisation, while the same project has a fixed contractual milestone, regulated interface or baselined physical deliverable. The correct change mechanism depends on what commitment is affected. The candidate should ask whether the request changes adaptable product content, a controlled external commitment, or both. Hybrid scope management is therefore less about choosing one method and more about protecting the interfaces among different methods.



9.5 Controlling Scope While Protecting Value

Scope control is not a campaign against change. It is the discipline of ensuring that changes are understood, authorised where necessary, reflected in project information and aligned with the intended outcome. When business conditions change, protecting an obsolete scope simply because it was approved earlier can destroy value. At the same time, accepting every new idea can destabilise delivery. The project manager has to distinguish useful adaptation from uncontrolled expansion.

When a scope problem appears, the examination usually rewards a sequence: identify the actual need or variance; verify the requirement, acceptance condition and current authority; analyse impact and trace affected work; involve the appropriate stakeholders or product/governance role; decide through the mechanism that fits the delivery approach; update the controlled information; then verify that the resulting work still supports value and acceptance. Immediate protective action can precede this sequence where safety, law, security or mandatory compliance is at risk.

The strongest scope answers are therefore specific to the problem. If requirements are unclear, clarify them. If stakeholders disagree, facilitate alignment. If work has been added without approval, stop uncontrolled expansion and assess it. If a deliverable fails acceptance, identify whether the problem is quality, requirement interpretation or changed expectation. If an agile stakeholder requests a new feature, refine and prioritise it rather than automatically interrupting current work. If a hybrid request crosses a controlled boundary, use both the adaptive and formal mechanisms that the affected commitments require.



9.6 Direct Problem-Solving Practice


Requirements Discovery and Clarity

Problem 1. A sponsor states that the project must “improve customer experience” and asks the team to begin solution design immediately. What should the project manager do first?

A. Ask the team to design several interfaces and let the sponsor choose one.

B. Clarify the business outcome, affected users, measurable needs and acceptance expectations before committing to a solution.

C. Convert the statement directly into a scope baseline.

D. Ask the vendor to define the requirements based on its standard product.

Answer: B

The statement describes an intention, not a sufficiently clear requirement. The team needs to understand the outcome and how success will be judged before solution choices become commitments. Designing first risks solving the wrong problem, while baselining vague language merely formalises ambiguity.

Decision rule: Clarify the need and acceptance basis before committing to solution scope.

Problem 2. Users describe a manual process differently in every interview, and the project manager suspects important steps are being omitted because they are habitual. Which elicitation approach is most useful next?

A. Observe the users performing the process and compare actual work with the interview statements.

B. Send another identical questionnaire to the same users.

C. Freeze the requirements using the majority view.

D. Escalate the disagreement to the sponsor immediately.

Answer: A

Observation is useful when people find it difficult to articulate routine work. It can reveal exceptions, hand-offs and workarounds that interviews missed. More of the same questioning may repeat the gap, and escalation is premature because the project manager can gather better evidence first.

Decision rule: Choose an elicitation technique that addresses the reason information is missing.

Problem 3. Two senior stakeholders provide conflicting requirements for the same reporting feature. Both claim their requirement is mandatory. What should the project manager do next?

A. Add both requirements and let the development team decide later.

B. Select the requirement from the higher-ranking stakeholder.

C. Facilitate clarification of the underlying needs, constraints and decision authority, then seek alignment or the appropriate authorised decision.

D. Remove the feature from scope to avoid conflict.

Answer: C

The problem is unresolved requirement conflict, not simply a need for more documentation. The project manager should expose why the requirements conflict and who has authority when trade-offs remain. Rank alone does not prove decision ownership, and carrying incompatible requirements forward creates rework.

Decision rule: Resolve requirement conflict before turning it into delivery work.

Problem 4. A stakeholder says, “The field team needs an iPad application.” What is the best first response?

A. Record “iPad application” as the approved requirement.

B. Ask what problem the field team needs to solve, who the users are, and what constraints or outcomes make mobile access necessary.

C. Reject the request because a device brand should never appear in requirements.

D. Ask procurement to obtain prices for tablets.

Answer: B

The statement may be a proposed solution rather than the underlying need. Clarifying the work outcome and constraints preserves solution options and helps determine whether a particular platform is genuinely required. Procurement is too early, while automatic rejection would also ignore a possible real constraint.

Decision rule: Separate the underlying need from a proposed solution before defining scope.

Problem 5. A project team has collected 140 requirements, but many are written as broad statements such as “easy to use” and “highly secure”. What is the main problem?

A. The requirements are too numerous for a PMP project.

B. The requirements are insufficiently testable and may create different interpretations of acceptance.

C. Broad requirements are acceptable as long as the sponsor signed the document.

D. The team should replace all requirements with technical specifications.

Answer: B

The number is not the main concern. Vague requirements make design, estimating, testing and acceptance uncertain. Sponsor approval does not make ambiguity disappear; the team should refine important requirements into clear, verifiable conditions while retaining the business intent.

Decision rule: A requirement should be clear enough to guide delivery and verify acceptance.

Problem 6. A regulator issues a new data-retention rule while requirements workshops are still underway. What should the project manager do?

A. Treat it as an optional stakeholder preference until the workshops end.

B. Assess the rule with the relevant compliance expertise, determine its impact on requirements and scope, and incorporate the mandatory obligation through the appropriate process.

C. Ignore it because requirements already being discussed should not change.

D. Add every possible retention feature immediately without analysis.

Answer: B

A regulatory obligation can constrain the solution and may override ordinary preferences. The project manager should verify what the rule requires and assess its effect rather than guess or postpone it. Mandatory requirements still need disciplined interpretation and controlled integration.

Decision rule: Verify and integrate mandatory obligations early; do not treat them as ordinary preferences.

Problem 7. A distributed team is struggling because requirements are understood differently across locations. Which action is strongest?

A. Increase the length of the written requirements document only.

B. Ask each location to build its own interpretation and reconcile at integration.

C. Create shared clarification sessions using examples, models or prototypes, confirm common acceptance conditions, and record the agreed interpretation.

D. Escalate all requirement questions to the sponsor.

Answer: C

The problem is shared understanding. Written detail may help, but collaboration, examples and confirmation are more likely to expose different interpretations before they become defects. Independent implementation merely delays the conflict.

Decision rule: Use collaborative clarification when the problem is inconsistent interpretation, not merely missing text.



Acceptance, Traceability and Requirement Quality

Problem 8. A requirement states that a customer search must return results “quickly”. Testing is complete, but the customer says the feature is too slow. What should the project manager identify as the primary weakness?

A. The customer should have tested earlier, so no project action is needed.

B. The requirement lacked measurable acceptance criteria.

C. The team used the wrong development approach.

D. The issue should automatically be treated as scope creep.

Answer: B

The word “quickly” allows the customer and team to use different standards. A measurable threshold under defined conditions would have given design and testing a common target. The complaint is not automatically scope creep because it may reveal an original requirement-quality problem.

Decision rule: Make acceptance conditions measurable where different interpretations could affect delivery.

Problem 9. A predictive project receives a request to modify a requirement. The project manager needs to know which design elements, test cases and deliverables would be affected. What information is most helpful?

A. A requirements traceability view linking the requirement to downstream work and evidence.

B. The team holiday calendar.

C. A stakeholder influence matrix only.

D. The project charter without supporting detail.

Answer: A

Traceability exists to show relationships from requirement source through implementation and verification. This makes impact analysis more reliable. Stakeholder analysis may help engagement, but it does not identify the technical and delivery links the question asks for.

Decision rule: Use traceability to understand the consequences of requirement change before deciding.

Problem 10. A deliverable has passed all internal quality checks but the customer refuses formal acceptance because it does not support a workflow the customer expected. What should the project manager do first?

A. Tell the customer that quality approval proves acceptance.

B. Rework the deliverable immediately without checking the requirement.

C. Review the agreed requirement and acceptance criteria with the customer to determine whether the problem is nonconformance, ambiguity or a new expectation.

D. Escalate the customer to the sponsor for refusing acceptance.

Answer: C

Quality conformance and customer acceptance answer different questions. The project manager first needs to determine whether the workflow was part of the authorised requirement or whether expectations changed. That diagnosis determines whether the next step is correction, clarification or change management.

Decision rule: When acceptance fails, first determine whether the gap is defect, ambiguity or changed expectation.

Problem 11. A team member says that because a feature meets the team’s definition of done, the customer must accept it. What is the best response?

A. Correct; definition of done always replaces feature acceptance criteria.

B. Clarify that the definition of done describes the general completion standard, while the feature must also satisfy its specific acceptance conditions and any required customer acceptance process.

C. Remove the definition of done from the project.

D. Ask the customer to accept the feature before reviewing it.

Answer: B

A common completion standard and item-specific acceptance criteria serve related but different purposes. Work can satisfy general quality expectations and still miss a specific business condition. The project manager should preserve both layers rather than treating either as a substitute for the other.

Decision rule: Do not confuse a general completion standard with the acceptance conditions of a specific requirement.

Problem 12. A requirement was approved six months ago, but no one can identify which current deliverable satisfies it. What should the project manager do next?

A. Assume it was delivered because it was approved.

B. Use traceability and current scope information to determine whether the requirement is implemented, obsolete, changed or omitted, then resolve the gap.

C. Delete the requirement to simplify the records.

D. Ask the customer to remember which deliverable it belonged to.

Answer: B

Approval does not prove implementation. The project manager should follow the requirement through the current work and evidence, then address any omission or change. Deleting the requirement without an authorised decision would hide the problem.

Decision rule: Maintain enough traceability to prove how authorised requirements are satisfied or intentionally changed.

Problem 13. A completed deliverable satisfies the technical specification, but a mandatory accessibility requirement was not included in the test plan. What should happen first?

A. Proceed to acceptance because the technical tests passed.

B. Contain release if necessary, verify the accessibility obligation and assess compliance before acceptance or deployment.

C. Ask the customer to waive the requirement informally.

D. Record the issue for the next project.

Answer: B

Mandatory compliance cannot be overridden by passing unrelated tests. The project manager should determine whether the deliverable meets the required accessibility condition and protect users or release decisions accordingly. Informal waiver is inappropriate where the obligation is binding.

Decision rule: Mandatory acceptance and compliance conditions must be verified before release or closure.

Problem 14. The customer accepts a deliverable verbally during a meeting, but the contract requires documented acceptance. What should the project manager do?

A. Treat the verbal statement as sufficient because the relationship is good.

B. Follow the agreed acceptance process and obtain the required documented confirmation.

C. Ask the team to close the project immediately.

D. Change the contract record to show that verbal acceptance is permitted.

Answer: B

Acceptance should follow the agreed governance and contractual mechanism. The verbal statement is encouraging but does not replace required evidence. The project manager should complete the formal acceptance step rather than invent a new rule after delivery.

Decision rule: Use the agreed acceptance mechanism, especially where contracts or governance require evidence.

Problem 15. An agile team demonstrates an increment and receives feedback that a story’s acceptance criteria were interpreted differently by users and developers. What should the team do next?

A. Ignore the feedback because the story was already completed.

B. Clarify the intended outcome with the product role and users, refine the acceptance conditions, determine whether rework or new backlog work is needed, and apply the learning to future refinement.

C. Add every user comment to the current iteration automatically.

D. Replace the team member who wrote the story.

Answer: B

The feedback reveals an understanding gap. The team should clarify the requirement and decide how the resulting work should be handled through its product process. Automatic insertion into the current iteration can disrupt focus, while blaming one person does not improve the refinement system.

Decision rule: Use acceptance feedback to clarify the requirement and improve future refinement, then prioritise the resulting work appropriately.



Predictive Scope, WBS and Baseline Control

Problem 16. A predictive project has a scope statement but estimates remain unreliable because major deliverables are still too large to assign or schedule. What should the project manager do?

A. Decompose the deliverables into a WBS at a useful management level.

B. Increase the contingency reserve without changing the scope detail.

C. Begin execution and refine the scope after overruns occur.

D. Replace the scope statement with a stakeholder register.

Answer: A

Decomposition turns broad deliverables into manageable components that can be estimated, assigned and controlled. More reserve does not solve weak understanding of the work. The project manager should improve the scope structure before using uncertain estimates as commitments.

Decision rule: Break scope down far enough to support reliable planning and control, but not merely for detail’s sake.

Problem 17. A work package is decomposed into extremely small tasks that require more effort to maintain than the work itself. What is the best response?

A. Continue decomposition because more detail is always better.

B. Tailor the level of decomposition so the WBS supports estimating, ownership and control without unnecessary management overhead.

C. Delete the WBS entirely.

D. Ask the sponsor to manage the work packages directly.

Answer: B

Decomposition should be useful, not mechanical. Excessive detail creates maintenance cost without improving decisions. Tailoring the level of breakdown preserves control while avoiding administrative burden.

Decision rule: Decompose to the level needed for management decisions, not to the smallest imaginable task.

Problem 18. A stakeholder asks the team to add a small report that is outside the approved predictive scope. The team estimates it will take only two hours. What should the project manager do?

A. Allow it because the effort is small.

B. Clarify and assess the request, then use the applicable change process if it affects the controlled scope.

C. Reject it automatically because baselines can never change.

D. Ask a team member to complete it outside working hours so the baseline is unaffected.

Answer: B

The size of the request does not determine whether scope control applies. A small uncontrolled addition is still scope creep and can create precedent, hidden cost or acceptance risk. The project manager should evaluate the request and route it through the correct authority rather than quietly absorb it.

Decision rule: Control scope by the nature of the commitment, not by whether the extra work looks small.

Problem 19. A developer adds an unrequested dashboard because it will “impress the customer”. What should the project manager do?

A. Encourage the initiative because extra value is always positive.

B. Recognise this as potential gold plating, stop or assess the unapproved addition, and return delivery to authorised requirements unless the feature is approved through the appropriate mechanism.

C. Hide the dashboard until final acceptance.

D. Charge the feature to contingency without informing stakeholders.

Answer: B

Unrequested additions can consume time, create defects, increase support obligations and confuse acceptance. The team should not decide unilaterally that extra functionality is valuable. If the idea has merit, it can be evaluated as a proposed change or product item.

Decision rule: Do not substitute team enthusiasm for authorised value decisions.

Problem 20. A change control board approves a scope change, but the project manager leaves the WBS and scope records unchanged because the team already understands the request. What is the main risk?

A. There is no risk once approval exists.

B. The controlled project information no longer represents the authorised scope, creating planning, traceability and acceptance inconsistencies.

C. The sponsor may receive too much information.

D. The project will automatically become agile.

Answer: B

Approval is only part of change control. The project manager must incorporate the approved decision into the relevant baseline, plans and records so the project has one consistent source of authorised scope. Informal understanding is fragile and difficult to audit or coordinate.

Decision rule: After approval, update controlled information so planning and delivery reflect the authorised change.

Problem 21. A team discovers work that is necessary to deliver an approved product but was accidentally omitted from the WBS. What should the project manager do first?

A. Tell the team to perform it immediately because it is logically necessary.

B. Assess the omitted work against the authorised scope, determine the impact, and use the appropriate change or correction process before silently adding it to controlled plans.

C. Remove another work package of equal size.

D. Ask the customer to pay for it without analysis.

Answer: B

Necessary work can still reveal an incomplete scope baseline. The project manager should confirm whether the work is already implied by authorised scope or represents a scope change, then reconcile the baseline and impacts through the correct process. Silent addition hides the planning error.

Decision rule: When required work is missing from controlled scope, reconcile the baseline rather than quietly absorbing the omission.

Problem 22. A project manager notices that teams use different versions of the approved scope statement. What should happen next?

A. Allow each team to use the version that best fits its work.

B. Establish the current authorised scope information, communicate the correct version, and control further changes so teams work from a consistent baseline.

C. Ask the teams to vote on the preferred version.

D. Wait until acceptance to resolve the difference.

Answer: B

Different scope versions create inconsistent commitments, estimates and acceptance expectations. The project manager should restore configuration and change discipline around the authorised information. Waiting converts a document-control problem into delivery risk.

Decision rule: Maintain one current, authorised view of controlled scope and make it accessible to the people using it.



Scope Change, Validation and Control

Problem 23. During execution, a customer asks for a significant additional capability. The project manager agrees that it would increase business value. In a predictive project, what should happen next?

A. Implement it immediately because value is the primary objective.

B. Clarify the request and analyse its impact, then submit it through the authorised change process for decision.

C. Reject it because approved scope should never change.

D. Add it to lessons learned for a future project.

Answer: B

Value matters, but the project manager still has to protect approved commitments and decision rights. Impact analysis allows the authorised body to compare the new value with cost, schedule, risk and other consequences. Neither automatic implementation nor automatic rejection demonstrates good scope management.

Decision rule: Value can justify change, but it does not bypass impact analysis and decision authority.

Problem 24. A customer repeatedly asks for “minor clarifications” that have added substantial work without formal review. What is the strongest project manager response?

A. Continue because maintaining the relationship is more important than scope control.

B. Make the accumulated impact visible, distinguish clarification from additional scope, and route true changes through the appropriate mechanism.

C. Stop all communication with the customer.

D. Ask the team to hide the extra effort in existing estimates.

Answer: B

Incremental uncontrolled additions can produce scope creep even when each request seems small. The project manager should preserve the relationship by being transparent about impact and by distinguishing genuine clarification from new work. Hidden effort undermines forecasts and governance.

Decision rule: Evaluate cumulative scope growth; repeated “small” additions can become a material change.

Problem 25. A deliverable fails customer acceptance because a requirement changed informally during a workshop but the change was never recorded or approved. What should the project manager do first?

A. Blame the facilitator for not taking notes.

B. Establish the authorised requirement and evidence of the workshop discussion, assess the impact, and determine the appropriate corrective or change path.

C. Force the customer to accept the original deliverable.

D. Rebuild the deliverable immediately to match the informal request.

Answer: B

The project manager needs to determine what was actually authorised before deciding whether the deliverable is defective or the expectation changed without control. Immediate rework could implement an unauthorised change; forcing acceptance could ignore a legitimate agreement.

Decision rule: When acceptance and change history conflict, establish the authorised requirement before choosing the remedy.

Problem 26. An internal quality review finds that a deliverable does not meet an agreed specification before it is presented to the customer. What is the most appropriate action?

A. Seek customer acceptance anyway and let the customer identify the problem.

B. Address the nonconformance through the quality process before requesting acceptance, while assessing any scope or schedule impact.

C. Change the acceptance criteria to match the deliverable.

D. Remove the requirement from traceability records.

Answer: B

The defect is known before acceptance. The project should correct or properly disposition the nonconformance rather than ask the customer to discover it. Changing criteria after the fact would hide the quality gap unless an authorised requirement change is genuinely approved.

Decision rule: Quality conformance should be established before formal acceptance where the process requires it.

Problem 27. A customer refuses acceptance because a competitor has just released a more advanced product, although the delivered solution meets all approved requirements. What should the project manager do?

A. Treat the deliverable as defective.

B. Clarify the changed business expectation, assess its effect on value and scope, and use the appropriate governance or product decision process rather than rewriting history.

C. Tell the customer market changes are irrelevant.

D. Add the competitor’s features without approval.

Answer: B

The project may have delivered the authorised scope correctly while the market changed. The problem is now value and expectation alignment, not necessarily nonconformance. The organisation needs an informed decision about whether to accept, adapt, extend or reconsider the solution.

Decision rule: Distinguish failure to meet authorised scope from a later change in business need.

Problem 28. A project manager receives a proposed change but the change request contains no reason, expected value or impact information. What should happen first?

A. Submit it immediately for approval to save time.

B. Clarify the need and gather enough information to assess the proposed change before asking the decision authority to choose.

C. Reject it because the form is incomplete.

D. Implement a prototype in production to see whether users like it.

Answer: B

Decision-makers need useful information. The project manager should improve the request enough to show what is changing, why and what consequences are expected. Automatic rejection is unnecessarily rigid; immediate approval without analysis shifts uncertainty to the wrong stage.

Decision rule: Prepare a decision-quality change request before seeking approval.

Problem 29. After an approved scope change, several test cases still reflect the old requirement. What should the project manager do?

A. Ignore them because the scope record is already updated.

B. Use traceability to identify affected verification and acceptance evidence, update it consistently, and confirm the revised requirement is tested.

C. Delete all test cases and start again.

D. Ask the customer to accept the change without testing.

Answer: B

A change is not fully integrated until the downstream evidence reflects it. Traceability helps identify tests, designs, documents and deliverables affected by the revised requirement. Updating only the scope record can leave the project verifying the wrong condition.

Decision rule: Use traceability to propagate authorised requirement changes through delivery and verification evidence.



Adaptive and Hybrid Scope Decisions

Problem 30. During an agile iteration, a stakeholder requests a valuable new feature that is not urgent. What is the best response?

A. Insert it immediately into the current iteration because agile welcomes change.

B. Clarify the need and add or refine it in the backlog for product prioritisation according to the team’s working method.

C. Reject it until the entire product is complete.

D. Ask the project manager to decide its priority alone.

Answer: B

Agile delivery welcomes learning, but disciplined teams still protect focus and use product prioritisation. The request should be understood and made visible, then ordered through the appropriate product role. Immediate disruption is not required simply because the feature is valuable.

Decision rule: In adaptive work, route new needs through refinement and prioritisation rather than automatic interruption.

Problem 31. A product owner keeps changing acceptance criteria after developers finish each story, causing repeated rework. What should the project manager or agile leader do?

A. Ask the team to work faster.

B. Facilitate earlier refinement and shared understanding of acceptance conditions, while distinguishing legitimate new learning from avoidable late clarification.

C. Freeze the entire backlog for the rest of the project.

D. Remove acceptance criteria from stories.

Answer: B

The recurring problem points to weak refinement and expectation alignment. Earlier collaboration can make acceptance conditions sufficiently clear before work begins while preserving the ability to adapt when genuine learning occurs. Freezing all change would overcorrect the problem.

Decision rule: Reduce avoidable rework by clarifying acceptance conditions before commitment while preserving disciplined adaptation.

Problem 32. A stakeholder asks the project manager to reprioritise the product backlog directly because the product owner is unavailable for one day. What is the best response?

A. Reprioritise it personally because the project manager is accountable for the project.

B. Preserve the product role’s decision rights, gather the information needed, and use the agreed backup or escalation arrangement if a time-sensitive priority decision cannot wait.

C. Allow the development team to choose whatever creates the most work.

D. Freeze all work until the product owner returns, regardless of urgency.

Answer: B

Leadership does not mean taking over another role’s authority. The project manager can facilitate information and use agreed continuity arrangements, but should not casually assume product-priority ownership. A short absence should not destroy governance or necessarily stop the team.

Decision rule: Respect product decision rights and use agreed continuity mechanisms when the decision owner is unavailable.

Problem 33. A hybrid project has an agile software backlog and a contractually fixed installation milestone. A new software feature would require changing the installation interface and date. What should the project manager do?

A. Treat it only as backlog reprioritisation.

B. Assess both the product value and the effect on the controlled interface and milestone, using backlog prioritisation for the adaptive work and formal change governance for affected commitments.

C. Reject all software changes because the project is hybrid.

D. Let the software team change the interface and inform the contract manager later.

Answer: B

The request crosses an adaptive boundary into a controlled contractual commitment. The project manager needs both mechanisms: product prioritisation for software content and formal impact/approval for the affected external commitment. Using only one would under-control or over-control the project.

Decision rule: In hybrid work, apply the change mechanism to the commitment actually affected, and coordinate both sides when boundaries are crossed.

Problem 34. An agile team has 80 backlog items, many of which no longer support the current product goal. What should happen?

A. Keep all items because deleting requirements is poor scope control.

B. Review and refine the backlog with the product role, removing, rewriting or reordering items so future work reflects current value and evidence.

C. Convert the backlog into a fixed scope baseline.

D. Ask developers to implement the oldest items first.

Answer: B

A backlog is a decision tool for future work, not an archive that must grow forever. Refinement should keep it aligned with the product goal and current value. Retaining obsolete items creates noise and can mislead planning.

Decision rule: Keep adaptive scope current; future work should reflect current value rather than historical accumulation.

Problem 35. A team completes all stories planned for an iteration, but users say the increment does not solve the business problem. What is the strongest next step?

A. Increase velocity targets for the next iteration.

B. Use the feedback to examine whether backlog priorities, requirements and acceptance assumptions reflect the intended outcome, then adapt future work.

C. Declare success because iteration scope was completed.

D. Add more developers without changing the product understanding.

Answer: B

Completing planned work is not the same as delivering value. The feedback suggests that product understanding or prioritisation may be misaligned with the outcome. The project should learn from evidence rather than optimise output alone.

Decision rule: Measure adaptive scope against outcome and value, not only completed backlog items.

Problem 36. A regulated hybrid project allows backlog refinement, but each release must preserve a traceable link from regulated requirements to verification evidence. What is the best approach?

A. Abandon agile delivery because traceability and adaptation cannot coexist.

B. Maintain the required traceability as backlog items evolve, ensuring regulated requirements, changes and verification evidence remain linked while the team continues iterative delivery.

C. Stop updating traceability after the first baseline.

D. Let the team document regulated requirements only at project closure.

Answer: B

Adaptive delivery can coexist with formal evidence requirements. The control should protect the regulated obligation while allowing product details to evolve through the agreed process. Delaying traceability until closure creates audit and quality risk.

Decision rule: Tailor agile practice to mandatory governance; adaptation does not remove traceability obligations.



Integrated Scope Challenges

Problem 37. An AI assistant summarises a requirements workshop and states that all stakeholders approved a feature, but the project manager remembers unresolved objections. What should happen next?

A. Use the AI summary because automated notes are more objective.

B. Verify the source discussion, preserve the unresolved objections, and correct the requirement record before it is treated as agreed scope.

C. Delete the entire workshop record.

D. Ask the AI to vote on which requirement is best.

Answer: B

AI can support documentation but does not own the decision or guarantee accuracy. The project manager should verify disputed content and ensure the record reflects actual agreement and dissent. Treating generated text as authoritative can create false scope approval.

Decision rule: Verify AI-generated requirement records before they become decision evidence or authorised scope.

Problem 38. A supplier’s statement of work appears to satisfy the project scope, but one customer requirement cannot be traced to any supplier deliverable. What should the project manager do before contract execution?

A. Assume the supplier will discover the requirement during delivery.

B. Resolve the traceability gap by clarifying responsibility and ensuring the procurement scope covers the requirement or that another workstream clearly owns it.

C. Remove the customer requirement because the supplier omitted it.

D. Sign the contract and submit a change request immediately afterward.

Answer: B

An unowned requirement is a predictable delivery gap. Before commitment, the project manager should establish where the requirement will be satisfied and make the supplier or internal boundary explicit. Signing first weakens leverage and creates unnecessary change.

Decision rule: Resolve requirement ownership at procurement boundaries before contractual commitment.

Problem 39. A sustainability requirement increases initial cost but is part of an approved organisational commitment and customer acceptance criteria. A manager asks the project team to remove it to protect the budget. What should the project manager do?

A. Remove it because cost is a primary project constraint.

B. Clarify whether the requirement is mandatory or authorised, quantify the trade-off, and use the appropriate change/governance process rather than removing it informally.

C. Hide the cost in contingency and keep the requirement.

D. Ask the team to deliver the requirement without reporting the additional cost.

Answer: B

The project manager should neither discard an authorised requirement nor conceal its financial effect. The decision should be made transparently by the appropriate authority with the value, compliance and cost consequences visible. If the commitment is mandatory, ordinary budget preference cannot simply override it.

Decision rule: Do not trade away authorised or mandatory requirements informally; expose the trade-off and use the proper authority.

Problem 40. A project is nearing closure. All deliverables have been accepted, but a benefits owner says one major business requirement has no agreed post-launch measure. What should the project manager do?

A. Close immediately because acceptance proves value.

B. Work with the benefits owner and relevant stakeholders to establish how the intended outcome will be measured and confirm transition ownership before closure if this responsibility belongs to the project.

C. Reopen every requirement for redesign.

D. Change the accepted deliverables to add more features.

Answer: B

Acceptance confirms that deliverables met agreed conditions; it does not automatically prove that the intended business outcome will be realised or measured. The project manager should ensure the transition and measurement responsibility is clear where it is part of the project’s value-delivery obligations. More features are not the answer to a missing benefits measure.

Decision rule: Connect authorised requirements and accepted deliverables to the intended outcome and measurement responsibility.




9.7 Chapter 9 Fast Review

1. Begin with the business need and user outcome before committing to a proposed solution.

2. Use elicitation methods that fit the information gap; workshops, observation, prototypes and interviews solve different problems.

3. Requirements should be clear enough to guide delivery and verification. Vague words create acceptance risk.

4. Define acceptance criteria early enough that the team and customer share a testable understanding of success.

5. Use traceability to connect requirements with source, design/work, verification, change and acceptance evidence.

6. Distinguish quality conformance from formal scope or customer acceptance; one does not automatically prove the other.

7. In predictive work, use decomposition and the WBS to organise the total authorised scope at a useful management level.

8. A controlled scope baseline can change, but changes should be analysed and authorised through the applicable process.

9. Scope creep is uncontrolled expansion. Gold plating is unrequested extra work. Neither is a substitute for authorised value decisions.

10. After an approved change, update all affected scope, planning, traceability, testing and acceptance information.

11. In adaptive work, new needs normally enter refinement and product prioritisation rather than automatically interrupting current work.

12. Protect the distinction between item-specific acceptance criteria and broader completion standards such as a definition of done.

13. In hybrid work, identify whether a request affects adaptable product content, a controlled commitment, or both.

14. When acceptance fails, determine whether the cause is nonconformance, requirement ambiguity, changed expectation or an unauthorised change before choosing the remedy.

15. Requirements should remain connected to value, compliance, transition and benefits rather than becoming a static list of features.

16. Verify AI-assisted requirement summaries, traceability suggestions and analyses before relying on them as project evidence.

17. When a scope question asks what to do first, establish the authorised need, current agreement, affected commitment and decision authority before implementing a solution.

Chapter 10





Schedule

Schedule questions are rarely solved by looking only at the promised finish date. The examination expects the project manager to understand the logic that produces the date: what work must occur, how activities depend on one another, where uncertainty sits, which resources are constrained, and which commitments are genuinely fixed. A schedule is therefore both a planning model and a decision tool. It should make timing assumptions visible early enough for the team and stakeholders to act on them.

For examination purposes, the most useful habit is to separate the schedule baseline, current schedule information and forecast. The baseline is the approved reference used for control in a predictive environment. Current schedule information shows what has actually happened and what remains. A forecast estimates where the project is likely to finish if present conditions continue or if a proposed response is applied. A delayed forecast does not automatically change the baseline, and a baseline should not be altered merely to make current performance appear acceptable.


10.1 Build the Schedule from Logic, Not from a Desired Date

A sound schedule begins by identifying the work and arranging it in a logical sequence. Dependencies describe relationships between activities or work items. Some are mandatory because of physical or technical reality; some are discretionary because the team has chosen a preferred sequence; others are external because the project depends on a supplier, regulator, shared service or another project. The project manager should distinguish these sources because they create different management options when a date is threatened.

The four common logical relationships are finish-to-start, start-to-start, finish-to-finish and start-to-finish. Finish-to-start is the most familiar: the successor cannot start until the predecessor finishes. Start-to-start allows a successor to begin once another activity has started. Finish-to-finish links completion, while start-to-finish is comparatively rare. Leads and lags modify timing between related activities, but they should reflect real working logic rather than be inserted merely to force the schedule to produce a desired date.

Milestones are zero-duration points used to mark significant events such as an approval, handover, regulatory submission or contractual commitment. They do not replace the work required to reach them. When a scenario shows a milestone at risk, the candidate should look beneath the date and identify the activities, dependencies and decisions that drive it.



10.2 Estimating, Developing and Reading a Predictive Schedule

Duration estimates should reflect the work, resource capability, assumptions, constraints and uncertainty known at the time. Estimates are not promises. They become more useful when their basis is visible and when high-uncertainty work is treated differently from routine work. Progressive elaboration may increase detail as information improves, even in a predictive project. The examination normally rewards transparent estimation and evidence-based forecasting rather than pressure-driven commitments.

Network analysis helps the project manager see which sequence of activities controls the earliest possible finish. The critical path is the longest-duration path through the schedule network under the assumptions used in the model. Activities on that path normally have zero total float in a simple unconstrained network. Total float shows how long an activity may be delayed without delaying the project finish date, while free float shows how long it may be delayed without delaying the early start of a successor. A near-critical path with very little float deserves attention because a small delay can make it critical.

The critical path can change as actual progress, approved changes, resource decisions and risks alter the remaining work. Candidates should therefore treat it as current schedule information, not a permanent label assigned during planning. Negative float, where used by the scheduling system, indicates that the calculated schedule cannot meet an imposed date or constraint without corrective action.



10.3 Resources, Compression and Schedule Recovery

A mathematically feasible schedule can still be unrealistic when the same specialist, machine or facility is required by overlapping activities. Resource levelling adjusts start or finish dates to resolve resource over-allocation and can change the critical path or project finish. Resource smoothing tries to optimise resource use without exceeding available float and therefore aims to preserve the critical path and completion date. The choice depends on whether the resource constraint or the date has priority and whether sufficient float exists.

When an approved completion date is threatened, schedule compression may be considered after the cause and remaining logic are understood. Fast tracking overlaps activities that were planned sequentially and therefore increases coordination and rework risk. Crashing adds resources, capacity or cost to shorten activities where additional resources can actually reduce duration. Crashing should be evaluated on critical or near-critical work; spending money to shorten a non-critical activity may produce no improvement in the project finish date.

The examination frequently places overtime, additional resources or parallel work among the options because they sound decisive. The stronger response is normally to identify the cause of the delay, examine the critical path and available alternatives, assess risk and cost, and then choose a proportionate recovery action. Mandatory safety, quality, legal and regulatory controls should not be bypassed merely to regain time.



10.4 Monitoring, Forecasting and Controlled Change

Schedule control compares actual progress and current forecasts with authorised commitments. When performance differs from plan, the project manager should determine whether the variance is caused by scope, estimates, productivity, quality rework, resource availability, procurement, dependencies, risk events or another factor. Corrective action should target the cause rather than simply move dates in the schedule.

A forecast that predicts a later finish should be communicated honestly. In a predictive environment, the project manager may evaluate recovery actions and, where the authorised commitment itself must change, use the applicable change-control process. Rebaselining is not a cosmetic response to poor performance. It follows an authorised decision that changes the approved reference.

Schedule risk should also be managed prospectively. Activities with uncertain duration, external dependencies, scarce resources, narrow float or irreversible dates can threaten the plan even before a variance appears. Qualitative analysis, range estimates and, where appropriate, quantitative modelling can help decision-makers understand the probability of meeting a date. The examination is more concerned with the reasoning than with a particular software tool.



10.5 Agile and Hybrid Scheduling: Forecast Rather than Pretend Certainty

Adaptive and agile teams still manage time, but they do so through shorter planning horizons, prioritised work, iteration or flow limits, and frequent evidence. Velocity, throughput, cycle time, work-in-progress and burn information can support forecasting, but none should be treated as a universal productivity score. A stable team may use recent delivery evidence to forecast how much work can be completed by a release date, while recognising that scope, uncertainty and capacity can change.

A sprint or iteration should normally protect focus once work has been selected, subject to the framework and urgency of the situation. A valuable new request can be refined and prioritised for future work instead of automatically interrupting the current iteration. An urgent regulatory or production issue may justify a different response. The project manager or agile leader should use the facts of the scenario rather than applying a ritual mechanically.

Hybrid schedules must connect different planning systems. An agile software team may deliver increments every two weeks while hardware installation, procurement or regulatory approval follows fixed milestones. The project manager should make interface dependencies visible and align forecasts with external commitments. Forcing all workstreams to use one scheduling method can obscure rather than solve the coordination problem.



10.6 Direct Schedule Problem-Solving

Problem 1. A sponsor gives the project manager a required launch date before the team has identified activity dependencies. What should the project manager do first?


A. Accept the date and build the schedule backward without questioning the logic.

B. Identify the work, dependencies, assumptions and constraints, then assess whether the required date is feasible.

C. Add contingency to every activity until the date appears achievable.

D. Ask the team to work overtime from the beginning.



Answer: B

The date is an important constraint, but it does not replace schedule logic. The project manager should first understand the work and the relationships that determine feasible timing, then explain the forecast and options.

Decision rule: Test a demanded date against real schedule logic before committing to it.

Problem 2. An activity cannot start until a supplier completes factory testing of a component. How should this dependency be treated?


A. As an external dependency that should be made visible and monitored.

B. As a discretionary dependency that the team can remove at any time.

C. As a milestone with no schedule risk.

D. As free float because the supplier is outside the project.



Answer: A

The project depends on work controlled by an external party. Making the dependency visible supports monitoring, risk management and realistic forecasting.

Decision rule: External dependencies require explicit ownership, monitoring and integration into the schedule.

Problem 3. A software configuration activity can begin two days after data migration starts; it does not need to wait for migration to finish. Which schedule logic best represents this?


A. Finish-to-start with no lag.

B. Start-to-start with an appropriate lag.

C. Finish-to-finish with a lead.

D. Start-to-finish.



Answer: B

The successor may begin after the predecessor starts, subject to a two-day delay. A start-to-start relationship with lag models that logic directly.

Decision rule: Use dependency types to represent real work relationships, not preferred dates.

Problem 4. A scheduler inserts a five-day lead between testing and deployment solely to make the contractual date appear achievable. What should the project manager do?


A. Keep the lead because schedule software allows it.

B. Replace the lead with overtime.

C. Validate whether the overlap is technically possible and remove artificial logic if it is not.

D. Change the baseline to match the calculated date.



Answer: C

Leads and lags should represent actual working logic. Artificial compression creates a misleading forecast and hides risk.

Decision rule: Never manipulate schedule logic merely to produce a desired finish date.

Problem 5. A milestone in the schedule shows 'Regulatory Approval' with zero duration. A stakeholder says the project can shorten the schedule by reducing that milestone to zero days. What is the best response?


A. Agree, because milestones should always be shortened.

B. Explain that milestones already have zero duration; the activities and external review leading to approval determine the timing.

C. Delete the milestone because it has no duration.

D. Convert the milestone into a recurring task.



Answer: B

A milestone marks an event; it does not create the work required to reach that event. The candidate should look at the activities and dependency on the regulator.

Decision rule: Do not confuse a milestone marker with the duration of the work or waiting time behind it.

Problem 6. A specialist estimates a novel integration activity at 10 days but admits that similar work has ranged from 6 to 20 days. What should the project manager do?


A. Record 10 days as certain because the specialist owns the work.

B. Use the uncertainty information in the estimate and schedule risk analysis rather than hiding the range.

C. Use 6 days because the project is behind schedule.

D. Use 20 days and add another 20-day reserve automatically.



Answer: B

The range is decision-relevant information. Estimates should expose uncertainty so the schedule and stakeholders can evaluate the probability of meeting commitments.

Decision rule: Treat uncertain estimates as ranges or risk information, not as false precision.

Problem 7. A network has two paths: A-B-D = 9 days and A-C-D = 12 days. Which path is critical in the simple network?


A. A-B-D.

B. A-C-D.

C. Both are critical because they share A and D.

D. Neither path can be identified without cost data.



Answer: B

The critical path is the longest-duration path through the network under the stated assumptions. The 12-day path controls the earliest finish.

Decision rule: In a simple network, identify the longest path to determine the critical path.

Problem 8. In the network from Problem 7, how much total float does path A-B-D have if both paths start and finish at the same points and no other constraints apply?


A. 0 days.

B. 1 day.

C. 3 days.

D. 12 days.



Answer: C

The shorter path is 9 days compared with the 12-day critical path. It can therefore slip by 3 days before it delays the project finish, assuming the simple network conditions remain unchanged.

Decision rule: Float is the schedule flexibility between a non-critical path and the controlling finish.

Problem 9. A project has one critical path and another path with only one day of float. What should the project manager do?


A. Ignore the second path because it is not currently critical.

B. Monitor the near-critical path because a small delay could make it critical.

C. Move all resources from the critical path to the second path.

D. Change the baseline so both paths show zero float.



Answer: B

Near-critical paths can become critical with very small changes. They deserve proportionate monitoring and risk attention.

Decision rule: Critical-path management includes watching near-critical paths, not only the current longest path.

Problem 10. The schedule calculation shows negative float against a mandatory completion constraint. What does this most strongly indicate?


A. The project has extra time available.

B. The current calculated schedule cannot meet the imposed date without a change in conditions or plan.

C. The baseline has automatically been revised.

D. All non-critical activities should be removed.



Answer: B

Negative float signals that an imposed constraint is earlier than the schedule can currently achieve. The project manager should analyse options, risks and authority rather than hide the condition.

Decision rule: Negative float is a warning that the required date and calculated schedule are inconsistent.

Problem 11. A functional specialist is assigned at 100 per cent to two activities planned for the same week. The project finish date may move if the assignments are separated. Which technique directly addresses the over-allocation?


A. Resource levelling.

B. Resource smoothing only.

C. Fast tracking.

D. Rolling-wave planning.



Answer: A

Resource levelling resolves resource over-allocation by adjusting activity timing based on available capacity, even if this changes the critical path or finish date.

Decision rule: Use levelling when resource feasibility must be restored even if the schedule moves.

Problem 12. The project manager wants to reduce resource peaks but must preserve the project finish date. Several affected activities have float. Which technique is most appropriate?


A. Resource levelling without regard to float.

B. Resource smoothing using available float.

C. Crashing every activity.

D. Removing dependencies.



Answer: B

Resource smoothing adjusts work inside available float so resource use improves without changing the critical path or planned finish.

Decision rule: Use smoothing when the date must be preserved and sufficient float provides flexibility.

Problem 13. A project is four weeks behind. The sponsor orders the project manager to crash every remaining activity. What should the project manager do first?


A. Add resources to all activities immediately.

B. Identify the remaining critical and near-critical work and evaluate where additional cost can actually reduce the finish date.

C. Remove quality reviews.

D. Rebaseline the project before analysing the delay.



Answer: B

Crashing non-critical work may add cost without improving the finish date. The project manager should analyse the controlling paths and the cost-duration trade-off first.

Decision rule: Crash selectively where extra resources can shorten the schedule path that controls completion.

Problem 14. A team proposes starting system testing before all development is complete so that the project can recover time. What technique is being considered, and what is the main concern?


A. Crashing; procurement cost.

B. Fast tracking; increased coordination and rework risk.

C. Resource levelling; lower productivity.

D. Smoothing; reduced scope.



Answer: B

Overlapping work that was planned sequentially is fast tracking. It can shorten duration, but it creates greater dependency, coordination and rework exposure.

Decision rule: Fast tracking trades schedule time for additional execution risk.

Problem 15. Two compression options are available on the critical path. Option X costs $12,000 to save 3 days; Option Y costs $10,000 to save 1 day. If all other factors are equal, which has the lower crash cost per day saved?


A. Option X.

B. Option Y.

C. They are equal.

D. The answer cannot be calculated.



Answer: A

Option X costs $4,000 per day saved, while Option Y costs $10,000 per day. If the same duration reduction is useful and risks are comparable, X is more cost-efficient.

Decision rule: Compare crash cost per unit of time saved on work that actually affects the finish date.

Problem 16. A project is late because of repeated defects that require rework. Which response is strongest?


A. Increase overtime without investigating the defects.

B. Analyse and address the quality cause while assessing the schedule recovery options.

C. Delete testing activities.

D. Change the schedule baseline to remove the variance.



Answer: B

Rework is the schedule symptom; recurring defects are the cause. Sustainable recovery requires quality correction as well as schedule action.

Decision rule: When rework drives delay, solve the quality cause rather than treating time alone.

Problem 17. A current forecast shows completion three weeks later than the approved baseline. What should the project manager do?


A. Change the baseline immediately to the forecast date.

B. Analyse the cause, assess recovery or change options, and communicate the forecast honestly.

C. Hide the forecast until the next status cycle.

D. Report the project as on schedule because the baseline has not changed.



Answer: B

The baseline remains the approved reference, while the forecast communicates the expected outcome. A variance should be investigated and managed transparently.

Decision rule: Do not confuse the approved baseline with the current forecast.

Problem 18. An approved scope change adds two weeks of critical-path work. What should happen to the schedule?


A. The team should absorb the work without changing any controlled information.

B. Update the affected schedule and, if authorised by the change decision, revise controlled baselines and forecasts accordingly.

C. Delete two weeks of quality work.

D. Record the change only in the issue log.



Answer: B

Approved changes must be integrated into the schedule and other affected plans. A baseline changes only when the approval authorises that controlled change.

Decision rule: Integrate approved changes across all affected schedule information and controls.

Problem 19. A team finishes a non-critical activity five days late, but the activity had eight days of total float and no downstream conditions changed. What is the most likely effect on the project finish?


A. The project finish is automatically five days late.

B. The delay can be absorbed by available float, leaving three days of total float.

C. The baseline must be changed.

D. The critical path disappears.



Answer: B

Five of the eight available days have been consumed. Under the stated conditions, three days of total float remain and the project finish is not delayed.

Decision rule: Use float to understand whether an activity delay affects the project completion date.

Problem 20. A critical activity finishes two days late. What should the project manager assume?


A. The project will definitely finish two days late.

B. The delay may affect the project finish, but the remaining network, actual progress and recovery options should be analysed before concluding.

C. The baseline automatically moves two days.

D. The delay can always be absorbed by free float.



Answer: B

A critical-path delay is serious, but later activities may finish early, compression may be possible or the critical path may have changed. The project manager should update and analyse the schedule.

Decision rule: Treat critical-path delay as an impact requiring current network analysis, not as an automatic final outcome.

Problem 21. A supplier misses a contractual delivery milestone that sits on the current critical path. What should the project manager do first?


A. Immediately terminate the supplier.

B. Confirm the impact, review the contract and recovery provisions, and engage the supplier on a feasible corrective plan.

C. Move the milestone without telling stakeholders.

D. Rebaseline the project to the supplier's new date.



Answer: B

The missed milestone requires evidence, contractual awareness and recovery action. Termination or rebaselining may be later options depending on the facts and authority.

Decision rule: Assess impact and contractual options before selecting a supplier-delay response.

Problem 22. A stakeholder asks the project manager to report the project as green because the baseline finish date has not formally changed, even though the forecast is six weeks late. What should the project manager do?


A. Report green because only baselines matter.

B. Report the current forecast and material schedule risk accurately according to the agreed reporting method.

C. Change the baseline before reporting.

D. Omit the finish-date forecast.



Answer: B

Status reporting should reflect reliable current information, not only the historic baseline. Concealing a material forecast would undermine informed decision-making.

Decision rule: Report schedule reality truthfully; the baseline is a reference, not a reason to hide forecasted delay.

Problem 23. An activity has started before its predecessor was completed, contrary to the approved network logic. What should the project manager do?


A. Assume this is good fast tracking and leave the schedule unchanged.

B. Determine whether the out-of-sequence work is technically valid, update actual logic if appropriate, and assess resulting risk and forecast effects.

C. Delete the predecessor.

D. Automatically mark both activities complete.



Answer: B

Out-of-sequence progress may indicate real-world logic that differs from the plan or may create hidden risk. The schedule should represent actual feasible relationships.

Decision rule: Keep schedule logic aligned with how the work is genuinely being performed.

Problem 24. A high-risk activity has a fixed single-point duration in the schedule even though the team has little experience with the technology. What is the best action?


A. Treat the number as a commitment because it is already in the schedule.

B. Revisit the estimate and uncertainty, then reflect the risk in forecasting and risk management.

C. Double every activity duration.

D. Remove the activity from the critical path manually.



Answer: B

High uncertainty should be made visible. Re-estimation, range thinking and risk analysis improve the credibility of the schedule forecast.

Decision rule: Expose schedule uncertainty where it exists instead of protecting false precision.

Problem 25. An agile team completed an average of 30 story points per iteration over the last six iterations. Management demands that the team commit to 45 points next iteration because another team achieves that number. What should the project manager or agile leader do?


A. Use 45 because higher velocity proves better productivity.

B. Use the team's own recent evidence for planning and investigate capacity or process improvements separately.

C. Ask the team to inflate estimates to 45.

D. Compare individual developer velocity.



Answer: B

Velocity is context-specific and should not be used to compare teams or force output. Forecasting should use the team's own evidence and current capacity.

Decision rule: Use team-specific delivery evidence for forecasting; do not turn velocity into a performance target.

Problem 26. Halfway through an iteration, a stakeholder requests a valuable but non-urgent feature. What is the strongest response in a normal agile setting?


A. Insert it immediately and remove another item without discussion.

B. Capture and clarify the request, then allow the appropriate product-priority process to determine when it should be taken up.

C. Reject it because iteration scope can never change.

D. Escalate the stakeholder to the sponsor.



Answer: B

Agile welcomes changing needs, but disciplined delivery protects focus and product decision rights. Non-urgent work normally enters refinement and prioritisation rather than interrupting current work automatically.

Decision rule: Welcome change through the product-priority mechanism instead of treating every new request as immediate work.

Problem 27. An agile team's cycle time has increased steadily for four weeks while work in progress is also rising. What should the team examine first?


A. Whether more work can be started.

B. Flow constraints, blockers and WIP practices that may be causing work to wait longer.

C. Whether story points should be doubled.

D. Whether the release date can be hidden from stakeholders.



Answer: B

Rising WIP combined with longer cycle time suggests congestion or blockers. Starting more work may worsen flow.

Decision rule: When flow slows as WIP rises, examine bottlenecks and finishing behaviour before adding more work.

Problem 28. A release forecast based on recent throughput shows that only 70 of 100 desired backlog items are likely to be completed by a fixed market date. What should happen next?


A. Promise all 100 items and ask the team to work harder.

B. Use the forecast to discuss priority, scope, capacity, dependencies and release options with product and business stakeholders.

C. Change the historical throughput figures.

D. Move incomplete items into the definition of done.



Answer: B

The forecast is evidence for a value and scope conversation. The team should not convert uncertain capacity into an unsupported promise.

Decision rule: Use delivery forecasts to make informed scope and release decisions, not to manufacture certainty.

Problem 29. A hybrid project has two-week software iterations but a fixed factory-installation milestone in four months. The software depends on equipment configuration data due in six weeks. What should the project manager do?


A. Let each workstream schedule independently until integration.

B. Make the cross-workstream dependency visible, align the configuration delivery with iteration planning, and monitor the fixed milestone impact.

C. Force the factory team to use sprints.

D. Remove the fixed milestone from the plan.



Answer: B

The scheduling problem sits at the interface. Hybrid management should connect iterative forecasts to fixed external milestones and dependencies.

Decision rule: In hybrid work, manage timing at the interfaces between different scheduling systems.

Problem 30. A regulator sets a legally binding submission date. The team wants to move it because development is late. What is the best response?


A. Move the date internally and tell the regulator later.

B. Assess the gap and recovery options, then use the authorised regulatory or governance process if the date cannot be met.

C. Delete compliance testing.

D. Treat the date as a discretionary milestone.



Answer: B

A mandatory external date cannot be changed by ordinary project preference. The project manager should protect compliance, understand recovery options and involve the proper authority.

Decision rule: Mandatory dates require compliant recovery and formal authority, not informal schedule manipulation.

Problem 31. A programme has three near-critical paths, each exposed to the same scarce specialist. What schedule concern should receive particular attention?


A. Only the longest path matters.

B. Resource contention could shift the critical path or create delays across several paths.

C. Float guarantees that the specialist can support all paths.

D. The paths should be deleted and replaced with milestones.



Answer: B

Shared scarce resources can consume float and cause different paths to become critical. Resource and schedule analysis should be integrated.

Decision rule: Criticality can shift when scarce resources connect multiple near-critical paths.

Problem 32. A quantitative schedule-risk analysis shows only a 35 per cent probability of meeting the advertised finish date. What should the project manager do?


A. Report the date as certain because it is in the baseline.

B. Explain the probability and major drivers, then evaluate responses or commitment options with decision-makers.

C. Delete the risk model because it conflicts with the plan.

D. Automatically add 65 per cent more time to every activity.



Answer: B

Probability information should support transparent decision-making. The project manager should explain uncertainty and the drivers rather than convert a low-confidence date into certainty.

Decision rule: Use schedule-risk results to inform decisions about confidence, responses and commitments.

Problem 33. A project manager notices that a non-critical path has accumulated several small delays and now has zero float. What does this mean?


A. The path has become critical or co-critical under the current schedule conditions.

B. The delays no longer matter.

C. The path should be removed from reporting.

D. The baseline must be deleted.



Answer: A

Once available float is consumed, further delay on that path can affect the project finish. It now deserves the same attention as other critical work.

Decision rule: Recalculate criticality as float is consumed; paths can become critical during execution.

Problem 34. A sponsor asks the team to skip a mandatory safety inspection to recover three days. What should the project manager do?


A. Agree because the sponsor owns the project.

B. Refuse to bypass the mandatory control and evaluate lawful, safe recovery alternatives.

C. Hide the inspection in another activity.

D. Perform the inspection after handover.



Answer: B

Safety obligations constrain schedule choices. Schedule pressure does not authorise unsafe or non-compliant execution.

Decision rule: Mandatory safety and compliance controls take precedence over schedule convenience.

Problem 35. An AI scheduling assistant proposes a new critical path and recommends cancelling two activities. What should the project manager do before relying on the recommendation?


A. Implement it because AI can optimise more data than a human.

B. Verify the underlying activity logic, assumptions, constraints, data quality and decision authority.

C. Cancel only one activity so the risk is lower.

D. Ask the AI to rebaseline the project automatically.



Answer: B

AI can support schedule analysis, but the project manager remains responsible for the accuracy, assumptions and consequences of the decision.

Decision rule: Verify AI-generated schedule logic and keep accountable human judgement over controlled decisions.

Problem 36. A project can meet a launch date only by switching to expedited shipping that doubles emissions and conflicts with an approved sustainability commitment. What should the project manager do?


A. Use expedited shipping without disclosure because schedule is the primary constraint.

B. Make the schedule, cost and sustainability trade-off visible and use the appropriate authority to decide among compliant options.

C. Remove the sustainability requirement from the plan.

D. Delay the project without analysing alternatives.



Answer: B

The project manager should expose the full trade-off. An approved sustainability commitment should not be silently discarded, and the decision may belong to governance or the sponsor depending on authority.

Decision rule: Schedule recovery should consider authorised sustainability and value commitments, not time in isolation.

Problem 37. A long-lead procurement item is needed in month eight, but purchasing takes six months and technical specifications will not be final for another four months. What should the project manager do?


A. Wait until specifications are complete, then discover the delay.

B. Analyse procurement lead time and specification uncertainty now, then develop an authorised strategy such as early packages, phased decisions or alternative sourcing if appropriate.

C. Remove procurement from the schedule.

D. Ask the supplier to ignore the specifications.



Answer: B

The timing conflict is foreseeable. Early analysis can create options before the long lead becomes an unavoidable delay.

Decision rule: Manage long-lead dependencies early enough to preserve options.

Problem 38. A senior executive publicly commits to a date that the current schedule cannot support. What should the project manager do?


A. Change the forecast to match the executive statement.

B. Present evidence on feasibility, assumptions, risks and options so the appropriate decision-maker can make an informed commitment.

C. Tell the team privately to work nights until the date becomes possible.

D. Remove schedule risk from reports.



Answer: B

Professional schedule management requires evidence-based communication. The project manager should neither embarrass the executive nor manipulate the forecast; the gap should be addressed with facts and options.

Decision rule: Challenge unrealistic dates with evidence and options, not hidden schedule manipulation.

Problem 39. The project is forecast to miss a major milestone by ten days. Four possible actions could help, but their cost and risk differ. What should the project manager do first?


A. Choose the cheapest action immediately.

B. Analyse the cause, critical-path effect, feasibility, cost and risk of the alternatives before recommending a response.

C. Rebaseline before discussing the options.

D. Escalate without any analysis.



Answer: B

A recovery choice should be tied to the cause and controlling schedule logic. The project manager should prepare decision-quality options before committing resources or authority.

Decision rule: Diagnose the schedule problem and compare recovery options before selecting one.

Problem 40. A project reaches its planned completion date, but operational training needed for handover is two weeks behind. The technical deliverable is complete. What should the project manager do?


A. Close immediately because the technical schedule is finished.

B. Assess the transition dependency and completion criteria, then complete or properly transition the outstanding readiness work before declaring successful closure.

C. Delete the training activity from the schedule.

D. Record the training as future project scope without an owner.



Answer: B

Schedule completion should reflect the work required for authorised transition and acceptance, not only technical construction. If training is part of readiness or completion criteria, it must be managed to closure or formally transitioned.

Decision rule: Judge schedule completion against the full authorised transition and completion conditions.



10.7 Chapter 10 Fast Review

1. Build a schedule from work logic, dependencies, resources, assumptions and constraints rather than from a desired finish date alone.

2. Distinguish mandatory, discretionary and external dependencies because they create different management options.

3. Use finish-to-start, start-to-start, finish-to-finish and start-to-finish relationships to model real work; use leads and lags only when the logic supports them.

4. Milestones are zero-duration events. The work and waiting time required to reach them still drive the schedule.

5. Treat estimates as evidence with assumptions and uncertainty, not as promises created by pressure.

6. The critical path is the current longest-duration path through the network under the schedule assumptions; it can change during execution.

7. Total and free float describe schedule flexibility. Near-critical paths deserve attention because small delays can make them critical.

8. Resource levelling can change the finish date to resolve over-allocation; resource smoothing uses available float to improve resource use while protecting the date.

9. Fast tracking overlaps work and increases coordination or rework risk. Crashing adds cost or resources where this can actually shorten controlling work.

10. Analyse the cause and critical-path effect before choosing overtime, extra resources, compression or a new date.

11. Keep baseline, actual progress and forecast distinct. A late forecast does not automatically revise the baseline.

12. Rebaseline only after an authorised change to the controlled schedule reference; never use it to erase poor performance.

13. Manage schedule risk before the variance occurs, especially around uncertain durations, scarce resources, external dependencies and fixed dates.

14. In agile work, use recent team-specific flow or delivery evidence to forecast. Do not turn velocity into a cross-team productivity target.

15. In hybrid work, connect iterative forecasts with fixed milestones and make cross-workstream dependencies visible.

16. Protect mandatory safety, legal, regulatory, security and quality controls when recovering schedule.

17. Verify AI-assisted schedule analysis before use, including assumptions, data quality, dependencies and authority.

18. When a schedule question asks what to do first, identify the cause, current criticality, available flexibility, authority and risk before selecting the recovery action.



10.8 Schedule Decision Sequence

1. Establish what date or milestone is at risk and whether it is contractual, regulatory, strategic or internally preferred.

2. Update the schedule with actual progress and identify the current critical and near-critical paths, dependencies and resource constraints.

3. Diagnose the cause of the threat before selecting a remedy; distinguish scope, quality, resource, procurement, estimate, dependency and risk causes.

4. Compare feasible responses such as resequencing, resource action, fast tracking, crashing, scope/value trade-offs or authorised date change, including their cost and risk.

5. Use the correct decision authority for any change to an approved commitment, and communicate the forecast truthfully while the decision is being made.

6. After action, update the forecast, monitor whether the recovery worked and watch for a new critical path or transferred risk.

Chapter 11





Cost, Finance and Earned Value

A project can be approved, technically feasible and still fail because its financial picture is poorly understood. Cost management is therefore more than adding estimates. The project manager must understand what the work is expected to cost, when money will be needed, what uncertainty has been allowed for, how actual spending compares with completed work, what future cost is now forecast, and when financial variation must move through governance. The July 2026 PMP Examination Content Outline makes this responsibility explicit through planning financial needs, quantifying contingency, tracking spend, reporting, anticipating finance challenges, monitoring variation and managing reserves.

For the examination, the strongest habit is to connect every number to a management question. A negative variance is not the solution; it is evidence. A performance index is not a punishment score; it is a signal about efficiency. An estimate at completion is not automatically a new approved budget; it is a forecast. The project manager should interpret the cause, decide whether the trend is likely to continue, identify available responses and use the correct authority before changing controlled financial commitments.


11.1 Build the Financial Picture Before Controlling It

Cost planning begins with the work, resources, procurement strategy, schedule, quality requirements, risks, assumptions and organisational accounting rules. Estimates should describe the expected cost of performing the work under stated assumptions. The budget then organises authorised funding for management and control. The distinction matters because an estimate can change as information improves, while an approved cost baseline is a controlled reference against which performance is measured.

Direct costs can be linked to specific project work, such as project labour, equipment or materials. Indirect costs support more than one project or organisational activity and are allocated according to organisational rules. Fixed costs do not change simply because a small amount of additional output is produced, whereas variable costs tend to move with the level of activity. The PMP examination is less interested in accounting labels for their own sake than in whether the project manager understands the financial consequence of a decision.

Timing also matters. A project may have enough total budget and still face a cash-flow or funding problem if money is unavailable when a supplier payment, mobilisation cost or major purchase becomes due. Spend planning should therefore align the budget with the schedule, procurement commitments and expected payment dates. Financial reporting should show both current status and material future exposure rather than waiting until the project has already exceeded its available funds.



11.2 Reserves, Uncertainty and Financial Authority

Contingency reserve addresses identified uncertainty for which the project has planned a financial response. In a conventional performance-measurement structure, contingency is included in the cost baseline because it supports known-unknown risk exposure associated with the authorised work. Management reserve addresses uncertainty that is not allocated to specific identified work and normally sits outside the cost baseline while remaining part of the total project budget. Organisational governance determines who can release or use these reserves.

The examination frequently tests reserve logic through sequencing. The project manager should not treat a contingency reserve as free money for scope additions, and should not use management reserve simply because a work package exceeded its estimate. First identify what caused the need, whether the event corresponds to an authorised risk response or other approved purpose, and what decision authority applies. If an approved change adds work, the budget and baseline are updated through the change and governance process rather than by quietly absorbing the cost.

Financial uncertainty should be revisited as the project develops. Risk exposure can fall, rise or change form. Currency movement, inflation, supplier instability, regulatory changes, resource scarcity and schedule slippage can alter expected expenditure. A strong project manager anticipates these pressures, refreshes forecasts and communicates them early enough for decision-makers to preserve options.



11.3 Earned Value: Integrate Scope, Schedule and Cost

Earned Value Management compares three pieces of information at a defined status date: what the project planned to accomplish, what it has actually accomplished, and what it actually spent. This is why EVM is more useful than comparing budget with invoices alone. Spending less than planned can look favourable even when the project has completed far less work than planned. Earned value exposes that difference by assigning budgeted value to completed work.


Planned Value (PV): budgeted value of work scheduled by the status date. PV asks how much authorised work should have been completed, expressed in budget terms.

Earned Value (EV): budgeted value of work actually completed by the status date. EV measures accomplishment in the same budget units used for the plan.

Actual Cost (AC): actual cost incurred for the work performed by the status date. AC shows what the completed work has actually cost.

Budget at Completion (BAC): total authorised performance budget for the work. BAC is the planned budget against which completion forecasts can be compared.



The status date is essential. PV, EV and AC must describe the same reporting point. If the data come from different dates or use inconsistent completion rules, the resulting indices can be misleading. The project manager should therefore verify data quality and measurement rules before relying on EVM output, especially when information has been consolidated automatically or generated by an AI-assisted reporting tool.



11.4 Variances and Performance Indices


Cost Variance (CV): CV = EV - AC. Positive is favourable; negative means the completed work has cost more than its earned budgeted value.

Schedule Variance (SV): SV = EV - PV. Positive means more budgeted work has been earned than planned by the status date; negative means less has been earned.

Cost Performance Index (CPI): CPI = EV / AC. Above 1.00 is favourable cost efficiency; below 1.00 is unfavourable.

Schedule Performance Index (SPI): SPI = EV / PV. Above 1.00 indicates more progress than planned by the status date; below 1.00 indicates less.



Variance values and indices answer different questions. CV tells the monetary magnitude of current cost variance, while CPI expresses cost efficiency as a ratio. Two projects can have the same CPI but very different financial exposure because their budgets differ. Likewise, SV is expressed in budget units rather than days. It signals schedule performance through the value of completed work; it does not directly tell the project manager how many calendar days a milestone will slip. Network logic and schedule forecasting still matter.

The examination can also test whether the project manager reacts proportionately. A CPI of 0.92 is not, by itself, a reason to replace the team or ask for more budget. The project manager should determine the cause, the remaining work, the trend, the risk, whether the variance is recoverable and whether a forecast now exceeds an authorised threshold. Corrective action follows diagnosis.



11.5 Forecasting the Final Cost

Estimate at Completion (EAC) forecasts the total cost of the project based on current knowledge. The formula should match the assumption about future performance. This is one of the most important PMP calculation principles: do not choose an EAC formula because it is familiar; choose it because its assumption fits the scenario.


EAC when current cost efficiency is expected to continue: EAC = BAC / CPI. Use when the cost performance experienced so far is considered representative of the remaining work.

EAC when the past variance is exceptional and future work is expected at the original rate: EAC = AC + (BAC - EV). The remaining authorised work is forecast at its original budgeted cost.

EAC when both cost and schedule inefficiency are expected to affect remaining cost: EAC = AC + (BAC - EV) / (CPI × SPI). Use only when the scenario supports the assumption that both indices influence future cost performance.

Bottom-up EAC: EAC = AC + new ETC. Use when remaining work needs to be re-estimated directly because the original basis is no longer credible.

Estimate to Complete (ETC): ETC = EAC - AC. ETC is the expected additional cost required from now to completion.

Variance at Completion (VAC): VAC = BAC - EAC. Positive forecasts an underrun; negative forecasts an overrun relative to BAC.



Forecasts should be communicated as forecasts, with assumptions. If the EAC exceeds BAC, the project manager does not simply replace BAC with EAC. BAC remains the authorised budget reference until an approved change or governance decision modifies the controlled basis. The forecast tells decision-makers what is now expected if current assumptions hold.



11.6 To-Complete Performance Index: What Efficiency Is Now Required?

TCPI asks how efficiently the remaining work must be performed to achieve a specified financial target. It is therefore a feasibility signal, not merely another formula. If the required TCPI is far better than the project has demonstrated so far, the project manager should challenge whether the target remains realistic rather than promising an improbable recovery.


TCPI to meet BAC: TCPI = (BAC - EV) / (BAC - AC). Use when the original BAC remains the required final target.

TCPI to meet an accepted EAC: TCPI = (BAC - EV) / (EAC - AC). Use when management has accepted a different EAC as the working completion target.



A TCPI of 1.10 means the remaining work must earn 1.10 units of budgeted value for each unit of cost allowed under the target. Whether that is achievable depends on the cause of current performance, the remaining work, available corrective options and historical capability. The professional response is to analyse feasibility and present options, not to manipulate estimates to produce a preferred number.



11.7 Finance Across Predictive, Agile and Hybrid Delivery

Predictive projects commonly use time-phased budgets, baselines, work-package estimates, formal reserve structures and periodic variance analysis. EVM can integrate scope, schedule and cost when the organisation has defined reliable measurement rules. Controlled changes can alter the authorised baseline after approval, while forecasts continue to show where current performance is expected to finish.

Adaptive and agile work still requires disciplined financial management, but the control mechanism can differ. Organisations may fund stable teams or product capacity for a period and use burn rate, cost per increment, throughput, release forecasts and value evidence to decide whether continued investment makes sense. A fixed funding envelope does not require the product backlog to be fixed. Product priority can change while the financial guardrails remain visible.

Hybrid projects connect these systems. A software team may operate with a stable monthly capacity cost while hardware, licensing or construction packages follow contracted amounts and formal cost baselines. The project manager should integrate the financial picture without forcing one component's measurement method onto another. Governance still needs a truthful view of total expected cost, funding timing, commitments, reserves, risk and value.



11.8 Direct Cost, Finance and EVM Problem-Solving

Problem 1. A project manager is asked to approve an additional feature using unused contingency reserve. The feature was not part of an identified risk response. What should the project manager do first?


A. Use the reserve because the money is already inside the project budget.

B. Clarify and assess the feature as a scope change and follow the appropriate change authority.

C. Move the amount from contingency to management reserve.

D. Reduce quality spending by the same amount and implement the feature.



Answer: B. Contingency is intended to support planned uncertainty, not to bypass scope and budget governance. A new feature should be understood and assessed as a change before financial commitments are altered.

Decision rule: Reserve availability does not create authority to add scope.

Problem 2. A project has sufficient total approved budget, but a large supplier payment is due next month and the next funding release is scheduled two months later. What is the immediate financial concern?


A. Cost variance.

B. Cash-flow or funding timing.

C. Earned value measurement technique.

D. Management reserve utilisation.



Answer: B. The total budget may be adequate while cash is unavailable at the required time. The project manager should align funding availability with payment obligations and raise the timing issue early.

Decision rule: Budget sufficiency and funding timing are different questions.

Problem 3. A work package has an estimate of $120,000 and an identified risk response with $15,000 contingency. Under a conventional baseline structure, how should the planned financial allowance normally be treated?


A. $120,000 in the cost baseline and $15,000 outside the project budget.

B. $135,000 in the cost baseline, subject to the organisation's reserve rules.

C. $105,000 in the cost baseline and $30,000 in management reserve.

D. $120,000 as BAC and the contingency ignored until the risk occurs.



Answer: B. Contingency for identified uncertainty is normally incorporated into the cost baseline under the organisation's approved reserve structure. Management reserve is treated separately.

Decision rule: Identified risk contingency should be planned rather than hidden until the event occurs.

Problem 4. At the status date, PV = $200,000, EV = $180,000 and AC = $195,000. What is the cost variance?


A. -$15,000

B. -$20,000

C. $15,000

D. $5,000



Answer: A. CV = EV - AC = 180,000 - 195,000 = -15,000. The project has spent $15,000 more than the budgeted value of the work actually completed.

Decision rule: Always compare EV with AC for cost variance.

Problem 5. Using PV = $200,000, EV = $180,000 and AC = $195,000, what is the schedule variance?


A. -$15,000

B. -$20,000

C. $20,000

D. $15,000



Answer: B. SV = EV - PV = 180,000 - 200,000 = -20,000. The negative value indicates less budgeted work has been completed than planned by the status date.

Decision rule: Schedule variance compares earned value with planned value, not actual cost.

Problem 6. Using EV = $180,000 and AC = $195,000, approximately what is CPI?


A. 0.92

B. 1.08

C. 0.97

D. 1.03



Answer: A. CPI = EV / AC = 180,000 / 195,000 ≈ 0.92. The project is earning about $0.92 of budgeted value for each $1.00 spent.

Decision rule: CPI below 1.00 signals unfavourable cost efficiency.

Problem 7. Using EV = $180,000 and PV = $200,000, what is SPI?


A. 0.90

B. 1.11

C. 0.92

D. 1.08



Answer: A. SPI = EV / PV = 180,000 / 200,000 = 0.90. The project has earned 90% of the value it planned to have earned by the status date.

Decision rule: SPI below 1.00 signals less progress than planned.

Problem 8. A project has BAC = $1,000,000 and CPI = 0.80. The project manager believes the current cost efficiency will continue. What is the EAC?


A. $800,000

B. $1,200,000

C. $1,250,000

D. $1,000,000



Answer: C. When current cost efficiency is expected to continue, EAC = BAC / CPI = 1,000,000 / 0.80 = 1,250,000.

Decision rule: Match the EAC formula to the forecast assumption.

Problem 9. A project has BAC = $600,000, EV = $240,000 and AC = $270,000. The cause of the past cost overrun was a one-time event and the remaining work is expected to perform at the original budgeted rate. What is EAC?


A. $630,000

B. $675,000

C. $600,000

D. $570,000



Answer: A. EAC = AC + (BAC - EV) = 270,000 + (600,000 - 240,000) = 630,000. The formula assumes future work will be completed at its original budgeted rate.

Decision rule: Do not carry a past inefficiency forward when the scenario says it will not continue.

Problem 10. A project has BAC = $900,000, EV = $360,000, AC = $450,000 and CPI = 0.80. If current cost efficiency is expected to continue, what is the approximate ETC using EAC = BAC/CPI?


A. $675,000

B. $450,000

C. $225,000

D. $1,125,000



Answer: A. EAC = 900,000 / 0.80 = 1,125,000. ETC = EAC - AC = 1,125,000 - 450,000 = 675,000.

Decision rule: ETC is the additional cost expected from the status date to completion.

Problem 11. A project has BAC = $900,000 and EAC = $1,125,000. What is VAC?


A. -$225,000

B. $225,000

C. $1,125,000

D. $900,000



Answer: A. VAC = BAC - EAC = 900,000 - 1,125,000 = -225,000, forecasting a $225,000 overrun against BAC.

Decision rule: Negative VAC forecasts completion over budget.

Problem 12. A project has BAC = $800,000, EV = $320,000 and AC = $400,000. If BAC remains the required completion target, what is TCPI?


A. 0.80

B. 1.20

C. 1.00

D. 1.33



Answer: B. TCPI = (BAC - EV) / (BAC - AC) = (800,000 - 320,000) / (800,000 - 400,000) = 480,000 / 400,000 = 1.20.

Decision rule: TCPI above 1.00 means the remaining work must be performed more efficiently than one dollar of value per dollar spent.

Problem 13. A project currently has CPI = 0.78 and TCPI to meet BAC = 1.18. What should the project manager conclude first?


A. The project will definitely meet BAC because TCPI is above 1.00.

B. The remaining efficiency required is materially better than current performance and the feasibility of BAC should be analysed.

C. BAC should automatically be increased to the current EAC.

D. The team should be instructed to reduce actual cost entries.



Answer: B. The gap between demonstrated CPI and required TCPI is a warning that the original target may be difficult to achieve. The project manager should analyse causes and realistic recovery options before making commitments.

Decision rule: Use TCPI as a feasibility signal, not as a promise.

Problem 14. A project manager receives an automated dashboard showing CPI = 1.12, but several supplier invoices for completed work have not yet been entered. What should happen before reporting the favourable result?


A. Publish it because the dashboard is system-generated.

B. Verify the completeness and timing of AC data and correct the metric if necessary.

C. Change the status date so the invoices fall outside the period.

D. Use SPI instead because it does not depend on cost data.



Answer: B. Incomplete actual cost data can artificially improve CPI. The project manager should verify the financial data before using the result for governance or stakeholder decisions.

Decision rule: Reliable indices require consistent, complete data at the same status date.

Problem 15. A sponsor asks the project manager to rebaseline the cost plan because the current forecast exceeds BAC. What is the best response?


A. Rebaseline immediately so the project no longer shows an overrun.

B. Keep the approved baseline unless an authorised change justifies modifying it; continue to report the forecast truthfully.

C. Delete the forecast because only baseline data should be reported.

D. Move the overrun to contingency reserve regardless of cause.



Answer: B. A poor forecast does not by itself authorise rebaselining. The baseline remains the approved reference until governance approves a legitimate change to the controlled basis.

Decision rule: Do not erase performance history by changing the baseline without authority.

Problem 16. A known risk occurs and the approved response includes $40,000 of contingency. What should the project manager do?


A. Use the authorised response and contingency according to the risk and financial governance process, then monitor the effect.

B. Request management reserve before using the approved contingency.

C. Treat the event as an unapproved scope increase.

D. Ignore the reserve and charge the cost to another work package.



Answer: A. The planned contingency exists to support the authorised response to identified uncertainty, subject to the organisation's reserve controls.

Decision rule: Use the reserve intended for the risk before seeking unrelated funding.

Problem 17. An unexpected event has no identified contingency and requires funding beyond the cost baseline. What should the project manager do first?


A. Take money from another work package without changing its plan.

B. Assess the impact and use the appropriate management reserve or governance/change path according to organisational rules.

C. Increase BAC directly.

D. Delay all financial reporting until the event is resolved.



Answer: B. Unplanned uncertainty may require management reserve or another governance decision. The project manager should assess the impact and follow the authority structure rather than moving money informally.

Decision rule: Unplanned financial exposure still requires controlled decision-making.

Problem 18. At a status date, PV = $500,000, EV = $550,000 and AC = $600,000. Which statement is correct?


A. The project is ahead of its earned-value schedule position but over cost for the work performed.

B. The project is behind schedule and under cost.

C. The project is ahead of schedule and under cost.

D. The project is behind schedule and over cost.



Answer: A. SV = 550,000 - 500,000 = +50,000, while CV = 550,000 - 600,000 = -50,000. The project has earned more work than planned but at unfavourable cost efficiency.

Decision rule: Read schedule and cost signals separately; one can be favourable while the other is unfavourable.

Problem 19. A project has CPI = 1.08 and SPI = 0.82. What should the project manager do first?


A. Declare the project healthy because it is under budget.

B. Analyse the schedule shortfall and its cause while preserving the favourable cost picture.

C. Increase spending until CPI falls to 1.00.

D. Rebaseline the schedule automatically.



Answer: B. Cost efficiency is favourable, but progress is behind the earned-value plan. The project manager should understand the schedule cause and forecast rather than treating one favourable index as overall project health.

Decision rule: Never reduce project status to a single index.

Problem 20. A project has EV = $300,000 and AC = $250,000. What is CV?


A. $50,000

B. -$50,000

C. $550,000

D. 0.83



Answer: A. CV = EV - AC = 300,000 - 250,000 = +50,000. The completed work has cost $50,000 less than its budgeted value.

Decision rule: Positive CV is favourable.

Problem 21. A project has PV = $420,000 and EV = $378,000. What is SPI?


A. 0.90

B. 1.11

C. 0.42

D. 1.00



Answer: A. SPI = EV / PV = 378,000 / 420,000 = 0.90.

Decision rule: Translate the ratio into meaning: the project has earned 90% of planned value by the status date.

Problem 22. A project has BAC = $2,000,000, EV = $800,000, AC = $1,000,000, CPI = 0.80 and SPI = 0.90. Both cost and schedule inefficiency are expected to affect remaining cost. What is EAC using the combined-index formula?


A. $2,500,000

B. $2,666,667

C. $2,777,778

D. $3,000,000



Answer: B. EAC = AC + (BAC - EV)/(CPI × SPI) = 1,000,000 + 1,200,000/(0.80 × 0.90) ≈ 1,000,000 + 1,666,667 = 2,666,667.

Decision rule: Use CPI × SPI only when the scenario says both forms of inefficiency are expected to influence remaining cost.

Problem 23. A major design change makes the original remaining-cost assumptions unreliable. Which forecasting method is strongest?


A. BAC/CPI regardless of the changed work.

B. AC + a fresh bottom-up estimate of the remaining work.

C. BAC - AC.

D. PV/EV.



Answer: B. When the basis of the remaining work has materially changed, a new estimate to complete is more credible than mechanically extrapolating historical performance.

Decision rule: Use bottom-up ETC when the original forecast basis is no longer trustworthy.

Problem 24. A finance report shows the project is $80,000 under its total authorised budget, but the team omitted a legally required testing activity that will cost $120,000. What is the strongest response?


A. Celebrate the current underrun and defer testing until operations.

B. Recognise that the current cost position is incomplete, incorporate the mandatory work through the proper plan/change process and update the forecast.

C. Remove another compliance activity to preserve the budget.

D. Use the favourable CV as evidence that testing is unnecessary.



Answer: B. Financial performance is meaningful only against complete authorised and mandatory work. Required compliance cannot be traded away simply to protect the current cost position.

Decision rule: Budget performance never overrides mandatory legal, safety or compliance work.

Problem 25. An agile product team has a stable monthly team cost and a flexible backlog. A stakeholder requests a high-value feature that would replace lower-value future work without increasing the funding envelope. What should the project manager or product leadership do?


A. Reject the feature because any backlog change requires a cost-baseline increase.

B. Evaluate and reprioritise future work through the product process while keeping funding and capacity constraints visible.

C. Add the feature immediately to the current iteration regardless of focus.

D. Create management reserve for the feature.



Answer: B. In adaptive work, product content can change while a stable capacity/funding constraint remains. The decision is primarily about value, priority and delivery impact unless the financial guardrail itself changes.

Decision rule: Flexible scope does not mean invisible cost; manage value inside clear financial guardrails.

Problem 26. A hybrid project has a predictively contracted equipment package and an agile software team funded by stable quarterly capacity. The software backlog changes without changing team cost, but the new feature requires different equipment. What should happen first?


A. Treat the entire request as simple backlog reprioritisation.

B. Identify the cross-workstream financial and contractual impact before committing the change.

C. Tell the equipment supplier to absorb the cost.

D. Freeze the software backlog for the rest of the project.



Answer: B. The software component may absorb reprioritisation, but the equipment consequence can alter a controlled contract or budget. Hybrid management requires checking the interface between the two systems.

Decision rule: In hybrid work, follow the financial control of the component actually affected.

Problem 27. A project is below budget because several planned procurements were delayed. Which interpretation is strongest?


A. The project is financially successful because AC is low.

B. Low spending may reflect delayed work rather than efficiency; compare accomplishment, schedule and committed costs before concluding.

C. The budget should be reduced immediately.

D. The delayed procurements should be removed from scope.



Answer: B. Underspending alone can be misleading. The project may simply be behind. EV, schedule information, commitments and future cash needs are needed to interpret the position.

Decision rule: Never equate low actual cost with good cost performance without considering completed work.

Problem 28. A supplier offers a lower price that would reduce project cost by $70,000 but introduces a substantial quality risk. What should the project manager do?


A. Choose the supplier because cost saving is measurable.

B. Evaluate total impact on quality, risk, schedule, compliance and value before changing the procurement decision.

C. Accept the supplier and move the risk to operations.

D. Remove quality testing to maximise the saving.



Answer: B. Cost is one decision dimension. A lower price can create rework, delay, compliance or customer costs that destroy the apparent saving.

Decision rule: Optimise total project value, not purchase price in isolation.

Problem 29. A sponsor asks for a financial report that shows only actual spend against budget, while the project manager knows committed supplier costs will cause a material future overrun. What should the project manager do?


A. Report only what was requested and omit the forecast.

B. Provide the requested actuals while also making the material forecast and commitments visible through the agreed governance/reporting process.

C. Delay all reporting until invoices arrive.

D. Reclassify commitments as risks so they do not appear in finance reporting.



Answer: B. Current spend alone would create a misleading picture. Professional financial reporting should communicate material expected exposure in a form aligned with governance requirements.

Decision rule: Report current status and decision-relevant forecast truthfully.

Problem 30. A project has BAC = $1,200,000, EV = $600,000 and AC = $720,000. What is CPI?


A. 0.83

B. 1.20

C. 0.50

D. 1.00



Answer: A. CPI = EV / AC = 600,000 / 720,000 ≈ 0.83.

Decision rule: A CPI of 0.83 means the project is earning about $0.83 of budgeted value per $1.00 spent.

Problem 31. Using BAC = $1,200,000, EV = $600,000 and AC = $720,000, what TCPI is required to meet BAC?


A. 0.83

B. 1.25

C. 1.00

D. 1.20



Answer: B. TCPI = (BAC - EV)/(BAC - AC) = 600,000 / 480,000 = 1.25. The remaining work must perform at a cost efficiency of 1.25 to finish at BAC.

Decision rule: Compare required future efficiency with demonstrated performance before promising recovery.

Problem 32. The project in Problem 31 has current CPI ≈ 0.83 and TCPI = 1.25. Which action is strongest?


A. Promise BAC because every project can improve late in delivery.

B. Analyse root causes and realistic recovery options, then present an evidence-based forecast and any required governance decision.

C. Change AC entries until CPI reaches 1.00.

D. Stop all remaining work automatically.



Answer: B. The required future efficiency is dramatically better than current performance. The project manager should test feasibility and support a realistic decision rather than force the numbers.

Decision rule: When TCPI and CPI diverge sharply, challenge the target with evidence.

Problem 33. A project manager learns that inflation will materially increase the cost of a long-lead procurement not yet ordered. What should happen first?


A. Ignore it because the cost baseline was already approved.

B. Assess the financial and schedule impact, update the forecast/risk information and use the appropriate governance path.

C. Use contingency automatically even if no such risk was planned.

D. Cancel the procurement without stakeholder involvement.



Answer: B. Future finance challenges should be anticipated. The project manager should quantify the likely impact and route decisions according to risk, procurement and financial authority.

Decision rule: A baseline is a control reference, not a reason to ignore new financial information.

Problem 34. A project manager is evaluating whether to crash a critical activity. The activity can be shortened by two weeks for an additional $50,000. What financial question should be answered before approving the action?


A. Whether the project has any unused budget line.

B. Whether the schedule benefit and associated value justify the incremental cost and risk, and whether the project manager has authority.

C. Whether CPI will automatically improve after crashing.

D. Whether the team prefers overtime.



Answer: B. Crashing is a cost-for-time trade-off. The project manager should compare the incremental cost with the value of the recovered time, risks and decision authority.

Decision rule: Spend more only when the time benefit is worth the cost and risk.

Problem 35. An AI-assisted forecast recommends reducing contingency by 60% because several risks have not occurred. What should the project manager do?


A. Accept the recommendation because unused reserve lowers forecast cost.

B. Review current risk exposure, assumptions, timing and governance before changing reserve allocations.

C. Move the entire contingency to scope enhancements.

D. Delete the risks that have not occurred.



Answer: B. Non-occurrence to date does not prove that future exposure has disappeared. Reserve decisions should follow current risk analysis and organisational authority, with human review of AI output.

Decision rule: Verify risk exposure before changing financial protection.

Problem 36. A cost report contains PV and EV measured at month-end but AC measured one week earlier. What is the main concern?


A. CPI will always be below 1.00.

B. The measures do not share a consistent status date, so EVM interpretation can be distorted.

C. SPI cannot be calculated.

D. BAC must be rebaselined.



Answer: B. EVM depends on comparing plan, accomplishment and actual cost at the same reporting point. Misaligned dates can create false performance signals.

Decision rule: Synchronise the status date before trusting EVM ratios.

Problem 37. A project has PV = $750,000, EV = $750,000 and AC = $825,000. Which statement is correct?


A. SPI = 1.00 and CPI ≈ 0.91.

B. SPI ≈ 0.91 and CPI = 1.00.

C. Both CPI and SPI are above 1.00.

D. CV is positive $75,000.



Answer: A. SPI = EV/PV = 1.00. CPI = EV/AC = 750,000/825,000 ≈ 0.91. Schedule accomplishment matches the earned-value plan, but cost efficiency is unfavourable.

Decision rule: Equal EV and PV do not imply good cost performance.

Problem 38. A project has BAC = $500,000, EV = $250,000, AC = $225,000. Current cost efficiency is expected to continue. What is EAC approximately?


A. $450,000

B. $500,000

C. $555,556

D. $475,000



Answer: A. CPI = 250,000/225,000 ≈ 1.111. EAC = BAC/CPI ≈ 500,000/1.111 ≈ 450,000.

Decision rule: Favourable sustained CPI can produce an EAC below BAC.

Problem 39. A project is forecasting an underrun, but stakeholders propose spending the expected saving on low-value extras before closure. What should the project manager do?


A. Use the money because the project is still under BAC.

B. Evaluate any additional work through scope, value and authority processes rather than treating forecast savings as discretionary funds.

C. Add the extras to increase EV.

D. Move the forecast saving into contingency and spend it later.



Answer: B. A forecast underrun does not create permission to add work. Additional scope should be justified by value and approved through the applicable governance process.

Decision rule: Savings are not a licence for gold plating.

Problem 40. A finance question asks what the project manager should do first after discovering a material unfavourable cost trend. Which sequence is strongest?


A. Request more budget, then analyse the cause.

B. Verify the data, diagnose the cause and remaining exposure, forecast the effect, evaluate responses and use the appropriate authority.

C. Rebaseline immediately, then communicate the new numbers.

D. Reduce quality and contingency before discussing the issue.



Answer: B. The strongest sequence starts with reliable evidence and diagnosis, then moves to forecasting, options, governance and action. Requesting money or changing the baseline before understanding the trend skips essential management work.

Decision rule: Financial control follows evidence → cause → forecast → options → authority → action → monitoring.



11.9 Chapter 11 Fast Review

1. Build financial plans from scope, schedule, resources, procurement, quality, risks and organisational accounting rules rather than from a top-down number alone.

2. Distinguish estimates, authorised budget, cost baseline, management reserve, funding availability and current forecast. They answer different management questions.

3. Contingency supports identified uncertainty under approved rules; management reserve addresses uncertainty outside the cost baseline and is released through governance.

4. Align spending plans with cash-flow and funding timing. A project can be within total budget and still face a near-term funding problem.

5. EVM integrates PV, EV and AC at the same status date. Verify data quality before interpreting the result.

6. CV = EV - AC and CPI = EV / AC describe cost performance. SV = EV - PV and SPI = EV / PV describe earned-value schedule performance.

7. Positive CV and SV are favourable; CPI and SPI above 1.00 are favourable. Interpret the cause and scale rather than reacting to the sign alone.

8. SV is expressed in budget units, not calendar time. Use schedule logic and forecasts to determine milestone or finish-date consequences.

9. Choose EAC according to the future-performance assumption: continued CPI, exceptional past variance, combined cost/schedule effect, or a fresh bottom-up ETC.

10. ETC is the expected additional cost from now to completion. VAC compares BAC with the current EAC.

11. TCPI shows the efficiency required on remaining work to meet a target. A large gap between current CPI and required TCPI is a feasibility warning.

12. Do not rebaseline merely to hide a forecast overrun. Baselines change through legitimate authorised change; forecasts should remain truthful.

13. In agile work, financial control may focus on capacity funding, burn rate, release cost and value while backlog content remains flexible.

14. In hybrid work, integrate different financial control methods and pay particular attention to interfaces where an adaptive decision changes a contract, fixed asset or controlled commitment.

15. Anticipate future finance challenges such as inflation, currency exposure, supplier risk, delay and changing regulatory obligations before they become invoices.

16. Treat AI-generated forecasts as decision support. Verify source data, assumptions, timing, bias, privacy and human accountability before relying on them.

17. When financial performance worsens, use the sequence: verify data → diagnose cause → forecast completion → evaluate options → use correct authority → act → monitor.



11.10 Cost and Finance Decision Sequence

1. Confirm the financial data and status date. Separate actual cost, commitments, approved budget, reserves and forecast.

2. Identify what has changed: scope, quantity, rate, resource productivity, schedule, quality, procurement, risk, inflation, currency or another driver.

3. Measure current performance with the simplest useful evidence. Use EVM where the project has a reliable performance-measurement basis; do not force it where another method is more appropriate.

4. Forecast the financial consequence using assumptions that fit the remaining work. Test whether the target is realistically achievable.

5. Evaluate responses in terms of cost, time, quality, risk, compliance, value and stakeholder effect rather than optimising cost alone.

6. Use the correct reserve, change authority or governance path. Do not move money informally between purposes or alter a baseline merely to improve reported performance.

7. Communicate the current position, forecast, assumptions and decision required. After action, track whether financial performance and expected value improve.

Verified source basis: Project Management Institute, PMP Examination Content Outline, July 2026, Process Domain Task 6 (Plan and manage finance) and related status/value tasks; Project Management Institute guidance on Earned Value Management and the PMBOK® Guide, Eighth Edition. All practice questions in this chapter are original to this manuscript.

Chapter 12





Quality

A project can meet its schedule and budget and still fail because the product is unreliable, unsafe, noncompliant or unacceptable to the people who must use it. Quality management therefore asks a practical question: what must be true for the deliverable and the way it is produced to be fit for purpose? The July 2026 PMP Examination Content Outline places this responsibility directly in the Process domain through gathering quality requirements, planning quality processes and tools, executing the quality management plan, supporting regulatory compliance, managing cost of quality and sustainability, conducting ongoing reviews and implementing continuous improvement.

For the examination, quality questions are rarely solved by choosing “inspect more” or “fix the defect” as an automatic response. The project manager should identify the applicable requirement, determine whether the problem concerns the product, the process or both, protect users when immediate harm is possible, analyse the cause, involve the right people, apply the least disruptive effective response and verify that the improvement works. Quality is built through planning, prevention, feedback and learning; inspection provides evidence, but inspection alone does not create quality.


12.1 Quality Means Conformance and Fitness for Use

Quality describes the degree to which a product, service, result or process fulfils stated and implied requirements. It should not be confused with grade. Grade describes a category or level of features, while quality concerns whether the chosen level performs as required. A basic product can be high quality if it reliably meets its agreed requirements; a premium product can be poor quality if it repeatedly fails them. PMP questions sometimes use this distinction to test whether the project manager adds features unnecessarily instead of delivering the agreed result correctly.

Requirements provide the reference point. Quality standards may come from customers, technical specifications, organisational policies, regulations, contracts, industry practice, safety rules, sustainability commitments and acceptance criteria. The project manager should make these expectations measurable enough for the team to build and verify the right result. Vague language such as “fast”, “easy to use” or “highly reliable” creates disputes unless the project translates it into testable conditions.

Quality also has two related dimensions: the quality of the deliverable and the quality of the process used to create it. A product may pass final tests while the process remains unstable and wasteful. Conversely, a disciplined process does not guarantee that the product satisfies the customer if the requirements were misunderstood. Good quality management therefore connects requirements, process capability, verification, acceptance and learning.



12.2 Plan Quality Before Defects Become Expensive

Quality planning identifies what standards apply, how conformance will be measured, which reviews or tests are required, who owns them, what records must be retained and how nonconformance will be handled. The approach should be proportionate to risk. A safety-critical medical component requires stronger controls and evidence than a low-risk internal presentation. Tailoring quality controls does not mean weakening mandatory standards; it means applying enough control to protect the outcome without adding waste.

Prevention is normally cheaper and more reliable than discovering failure late. Clear requirements, capable people, appropriate design reviews, testable acceptance criteria, automation where suitable, supplier qualification, peer review, prototypes and early user feedback can prevent defects or expose them when correction is still inexpensive. Inspection and testing remain valuable because they provide evidence, but they should work alongside prevention rather than replace it.

The examination may also connect quality planning with sustainability. A choice that reduces short-term production cost but creates excessive waste, rework, energy consumption or disposal burden can increase total cost and reduce value. When sustainability requirements are part of the project, quality planning should incorporate them into measurable criteria and supplier or process controls rather than treating them as optional reporting language.



12.3 Cost of Quality: Spend to Prevent Failure, Not to Hide It

Cost of quality is the total cost associated with achieving required quality and dealing with failure. Prevention costs support activities that stop defects from occurring, such as training, process design and preventive reviews. Appraisal costs support evaluation, inspection and testing. Internal failure costs occur when defects are found before release, such as scrap, rework and retesting. External failure costs occur after delivery and can include warranty, recalls, penalties, operational disruption, reputational damage and lost trust.

The exam does not require the project manager to minimise every quality cost. Cutting prevention and testing can make the budget look better while increasing failure cost and project risk. The stronger decision considers total value and exposure. Spending more on prevention can be financially sensible when the expected reduction in rework, safety exposure or external failure is greater than the additional preventive cost.

Cost-of-quality decisions also interact with schedule and procurement. A supplier with the lowest purchase price may be more expensive overall if defect rates, reinspection, delays and warranty exposure are high. The project manager should compare the total impact rather than optimise one visible price.



12.4 Ongoing Quality Reviews and Continuous Improvement

Quality management continues during execution. Process reviews, audits, retrospectives, peer reviews, lessons learned and data analysis help the team determine whether the agreed way of working is producing reliable results. The purpose is improvement, not blame. When defects repeat, the project manager should look beyond the person who found or produced the latest defect and examine the system that allowed the pattern to continue.

Root-cause analysis separates symptom correction from lasting improvement. A team can correct a defective component and still face the same failure next week if the underlying cause remains. Useful techniques can include cause-and-effect analysis, the five whys, process mapping, Pareto analysis and data comparison. The technique matters less than the discipline: collect enough evidence, test assumptions, identify controllable causes, implement an appropriate corrective or preventive action and verify whether recurrence falls.

Continuous improvement can be small and frequent. In adaptive work, retrospectives and short feedback loops allow teams to improve quality practices every iteration. In predictive work, quality audits, lessons learned and corrective actions may be more formally documented. Hybrid projects often combine both, with iterative teams improving local practices while controlled components satisfy formal assurance and evidence requirements.



12.5 Control Quality: Use Evidence, Not Opinion

Control activities verify whether deliverables and processes meet defined requirements. Inspection, testing, measurement, sampling and review generate evidence. A defect is a nonconformance that requires evaluation and appropriate action. The project manager should distinguish detection from correction: finding a defect identifies a problem; the team still needs to determine the impact, correct or contain it as appropriate and decide whether the cause requires broader action.

Control charts help distinguish common variation in a stable process from signals that suggest a special cause or loss of statistical control. Control limits are calculated from process behaviour; specification limits come from requirements or customer tolerance. A process can be statistically stable but still incapable of meeting specification, and a product can occasionally meet specification even while the process is unstable. PMP questions may test this distinction because treating every data point as a crisis creates unnecessary adjustment, while ignoring a meaningful pattern can allow deterioration.

Other quality tools support different questions. A Pareto chart helps focus attention on the few categories producing much of the observed effect. A cause-and-effect diagram organises possible causes. A flowchart exposes process steps and hand-offs. A histogram shows frequency distribution. A scatter diagram can reveal correlation between variables but does not prove causation. The project manager should select a tool because it helps answer the current question, not because its name appears in the options.



12.6 Acceptance, Validation and Defect Decisions

Internal verification and stakeholder acceptance are related but different. The project team may verify that a deliverable meets technical quality criteria, while the authorised customer or stakeholder confirms that it satisfies agreed acceptance conditions. Passing internal tests does not automatically create customer acceptance, and a stakeholder's preference does not automatically justify accepting a deliverable that violates a mandatory standard.

When a deliverable fails acceptance, the project manager should understand why. The requirement may have been missed, the product may be defective, the acceptance criterion may be ambiguous, or stakeholder expectations may have changed. The response differs. A genuine defect requires correction and quality action. A new preference may be a change request or backlog item. An ambiguous criterion may require clarification. The exam rewards classification before remedy.

Safety, security, legal and regulatory quality failures are important exceptions to ordinary sequencing. When ongoing use could cause harm or a mandatory obligation is being violated, immediate containment or stop-work action may be required before the complete root-cause investigation. Protect first when necessary, then analyse and correct.



12.7 Quality Across Predictive, Agile and Hybrid Delivery

Predictive projects usually define substantial quality requirements, reviews and acceptance conditions early because major scope and design commitments are established in advance. Quality control is integrated with planned inspections, verification points and formal change or corrective-action processes. When a defect affects a baselined deliverable, the project manager should correct the nonconformance and assess whether broader approved changes are required.

Adaptive and agile teams build quality through short feedback cycles, clear acceptance criteria, shared definitions of done, automated or continuous testing where appropriate, frequent integration and retrospectives. A new defect should not simply be hidden in the backlog if it threatens the current increment or product goal. The team should make the problem visible, decide its priority, protect quality expectations and improve the system when recurrence indicates a deeper cause.

Hybrid quality management follows the component and obligation affected. An iterative software team may use continuous integration and frequent user validation, while a regulated hardware component follows formal qualification and inspection. The project manager should integrate end-to-end acceptance, interfaces and evidence without forcing every component to use the same control mechanism.



12.8 Direct PMP Problem-Solving: Quality

Problem 1. A sponsor says a basic version of a product is “low quality” because it has fewer features than a premium competitor. The delivered version meets every approved requirement and reliability target. What should the project manager clarify first?

A. Add more features to raise the grade.

B. Explain the distinction between grade and quality and confirm whether stakeholders want an authorised scope change.

C. Reject the sponsor’s concern because acceptance has already occurred.

D. Increase testing until the product appears premium.

Answer: B. Quality concerns conformance to requirements and fitness for intended use; grade concerns category or feature level. If the sponsor wants a higher-grade product, that is a scope/value decision rather than proof of poor quality.

Decision rule: Do not solve a grade concern by gold plating; classify the concern before changing scope.

Problem 2. A requirement states that the new customer portal must be “very fast.” Developers and testers disagree about whether the current response time is acceptable. What should the project manager do first?

A. Ask the fastest developer to decide.

B. Clarify the requirement with the appropriate stakeholders and establish measurable acceptance/performance criteria.

C. Release the portal because no numeric target exists.

D. Add more testers.

Answer: B. The dispute comes from an unmeasurable requirement. The project should convert the expectation into a testable threshold before arguing about conformance.

Decision rule: Quality control depends on measurable requirements; vague expectations should be clarified before judging the result.

Problem 3. A safety-critical component has a mandatory regulatory test that will delay a preferred launch date. The sponsor asks the project manager to skip the test because internal testing was successful. What is the best response?

A. Skip it if the sponsor accepts the risk.

B. Perform the mandatory test and use governance to address the schedule consequence.

C. Replace the regulator’s test with a customer demonstration.

D. Record the test as a future lesson learned.

Answer: B. Mandatory regulatory quality requirements cannot be traded for schedule convenience. The schedule impact should be managed, but the required compliance evidence must be obtained.

Decision rule: Mandatory safety and compliance controls override ordinary optimisation.

Problem 4. A team has experienced repeated defects caused by ambiguous acceptance criteria. Which preventive action is strongest?

A. Increase final inspection only.

B. Improve requirement clarification and acceptance-criteria definition before development begins.

C. Add a larger defect log.

D. Wait for customer rejection before changing the process.

Answer: B. The cause occurs before development. Earlier clarification prevents defects rather than relying on late detection.

Decision rule: Move quality effort upstream when the defect source is upstream.

Problem 5. A project spends $30,000 on training and design reviews, $20,000 on inspection, $45,000 on rework before release and $80,000 on warranty repairs after release. What is the total cost of quality?

A. $50,000

B. $95,000

C. $175,000

D. $125,000

Answer: C. Cost of quality includes prevention, appraisal, internal failure and external failure: 30,000 + 20,000 + 45,000 + 80,000 = $175,000.

Decision rule: Cost of quality includes the cost of achieving quality and the cost of failure.

Problem 6. In Problem 5, which amount represents external failure cost?

A. $30,000

B. $20,000

C. $45,000

D. $80,000

Answer: D. Warranty repair occurs after release to the customer, so it is an external failure cost.

Decision rule: Failure discovered after delivery is external failure; before delivery it is internal failure.

Problem 7. A project manager proposes cutting preventive reviews to save $15,000. Historical evidence shows those reviews usually avoid about $70,000 of rework and warranty exposure. What should the project manager recommend?

A. Remove the reviews because prevention is an overhead.

B. Retain or improve the reviews because the expected total quality cost is lower with prevention.

C. Replace the reviews with more warranty reserve.

D. Shift the reviews to operations after launch.

Answer: B. Quality economics should consider total expected cost. Saving $15,000 while exposing the project to much larger failure cost is poor optimisation.

Decision rule: Optimise total quality cost and risk, not the visible prevention line.

Problem 8. A deliverable passes internal technical testing, but the customer rejects it because an agreed usability criterion was not met. What should the project manager conclude?

A. Internal testing automatically overrides customer acceptance.

B. The deliverable has not satisfied all agreed acceptance conditions and the gap must be addressed.

C. The customer is creating scope creep.

D. The project should close because technical quality was confirmed.

Answer: B. Technical verification does not replace authorised acceptance. If the usability criterion was agreed, the deliverable remains nonconforming to acceptance requirements.

Decision rule: Internal verification and stakeholder acceptance answer different questions.

Problem 9. A customer rejects a deliverable because they now prefer a different colour, but the delivered colour matches the approved specification. What should the project manager do?

A. Treat the preference automatically as a defect.

B. Clarify the new preference and manage it as a potential change rather than misclassifying conforming work as defective.

C. Rework the product immediately.

D. Increase inspection frequency.

Answer: B. The delivered product meets the approved requirement. A new preference is a change/value decision unless another requirement has been violated.

Decision rule: Do not call conforming work defective merely because expectations changed.

Problem 10. A control chart shows a stable process centred outside the customer's specification range. What is the strongest interpretation?

A. The process is acceptable because it is statistically stable.

B. The process can be stable but incapable of meeting specification; the process needs improvement or redesign.

C. The customer should widen the specification automatically.

D. No action is possible because control limits cannot change.

Answer: B. Statistical stability means the process behaves consistently; it does not prove that the output meets customer specification.

Decision rule: Stability and capability are different: a stable process can consistently produce unacceptable output.

Problem 11. A single measurement falls outside a control limit. What should the project manager do first?

A. Adjust every process parameter immediately.

B. Investigate for a special cause and assess the effect before choosing corrective action.

C. Ignore it because one point cannot matter.

D. Change the specification limit to include the point.

Answer: B. An out-of-control signal deserves investigation. Immediate tampering without diagnosis can worsen a stable process.

Decision rule: Use process signals to trigger investigation, not reflexive adjustment.

Problem 12. A project manager wants to identify which defect categories account for most failures. Which tool is most useful?

A. Pareto chart

B. Stakeholder register

C. Network diagram

D. Burn-up chart

Answer: A. A Pareto view ranks categories by frequency or impact so the team can focus improvement on the most significant contributors.

Decision rule: Choose the quality tool that answers the decision question.

Problem 13. The team has identified many possible causes for a recurring defect and wants to organise them into categories for investigation. Which tool best fits?

A. Cause-and-effect diagram

B. Product roadmap

C. Cost baseline

D. Procurement statement of work

Answer: A. A cause-and-effect diagram structures possible sources of a problem and supports root-cause investigation.

Decision rule: Use cause analysis to structure hypotheses; then verify them with evidence.

Problem 14. A scatter diagram shows that defect rate rises when overtime hours rise. What can the project manager safely conclude?

A. Overtime definitely causes every defect.

B. The variables appear correlated and the relationship should be investigated; correlation alone does not prove causation.

C. Overtime must be banned immediately.

D. The quality standard should be lowered.

Answer: B. A scatter relationship can support a hypothesis but cannot prove causation without further analysis.

Decision rule: Treat correlation as evidence for investigation, not automatic proof of cause.

Problem 15. A supplier's defect rate has increased for three consecutive deliveries. The contract includes quality requirements and a corrective-action process. What should the project manager do first?

A. Terminate the supplier immediately.

B. Verify the data and contract requirements, assess impact, and initiate the agreed supplier-quality/corrective process.

C. Accept the defects to protect schedule.

D. Hide the trend from stakeholders until the next audit.

Answer: B. The project manager should use evidence and the agreed contract mechanism. Termination may later be appropriate but is premature before applying the relevant process and authority.

Decision rule: Manage supplier quality through evidence, contract obligations and proportionate escalation.

Problem 16. A defect discovered during testing could cause user injury if released. The root cause is not yet known. What should happen first?

A. Complete root-cause analysis before taking any action.

B. Contain the affected product or stop release to protect users, then continue analysis.

C. Update the lessons-learned register.

D. Ask the customer to accept the risk.

Answer: B. Immediate harm changes the sequence. Protection and containment come before the full investigation.

Decision rule: When quality failure threatens safety, contain first and analyse next.

Problem 17. A team corrects the same software defect every iteration, but it keeps returning in different modules. What is the best next step?

A. Increase the defect backlog indefinitely.

B. Conduct root-cause analysis and improve the development/testing process that permits recurrence.

C. Assign one person permanently to fix the defect after each iteration.

D. Reduce the definition of done.

Answer: B. Repeated correction without systemic improvement treats symptoms. The team should identify and remove the source of recurrence.

Decision rule: Recurring defects usually require process improvement, not only more rework.

Problem 18. An agile team wants to declare an increment complete even though automated tests required by its definition of done are failing. The product owner says the feature is valuable and can be fixed later. What is the strongest response?

A. Mark it done because the product owner controls priority.

B. Keep the work incomplete until the agreed definition of done is satisfied, unless the team formally changes that standard through an appropriate process.

C. Delete the failing tests.

D. Add the tests to a future enhancement list.

Answer: B. Product priority does not override the team's agreed quality standard. A definition of done protects transparency about what “complete” means.

Decision rule: Do not trade an agreed completion-quality standard for apparent velocity.

Problem 19. An agile team receives a new customer request during an iteration. The request is valuable but does not indicate a defect or urgent risk. What should the team do?

A. Insert it immediately and interrupt current work automatically.

B. Capture and evaluate it through the product prioritisation/refinement process for future work unless the framework and urgency justify change now.

C. Treat it as a quality failure.

D. Reject it because agile teams cannot change requirements.

Answer: B. Agile welcomes change, but quality and focus still require disciplined prioritisation. A new request is not automatically a defect or an emergency.

Decision rule: Distinguish new value requests from defects and manage them through the correct product mechanism.

Problem 20. A hybrid project has formally qualified hardware and iteratively developed software. A software change alters a communication protocol used by the hardware. What should the project manager do?

A. Treat it only as backlog reprioritisation.

B. Assess the interface and determine whether the hardware qualification, integration tests or controlled requirements are affected before committing the change.

C. Freeze all software changes.

D. Ignore the hardware because it passed earlier tests.

Answer: B. Hybrid quality depends on interfaces. An adaptive change can affect a controlled component's qualification or acceptance basis.

Decision rule: In hybrid work, follow the quality consequences across component boundaries.

Problem 21. A quality audit finds that the team is following a documented process exactly, but the process creates unnecessary rework and no longer supports the current delivery approach. What is the best response?

A. Keep the process unchanged because compliance with internal procedure is the only objective.

B. Evaluate and improve the process through the appropriate governance/OPA update mechanism while preserving mandatory controls.

C. Tell the team to ignore all procedures.

D. Add more inspections to compensate.

Answer: B. Continuous improvement includes improving the management process itself. Internal procedures can be tailored or updated through proper authority when they create waste, provided mandatory obligations remain protected.

Decision rule: Compliance with a poor process is not the same as effective quality management; improve the process responsibly.

Problem 22. A project manager sees a 4% defect rate but has no agreed target, benchmark or acceptance threshold. What should happen before declaring quality unacceptable?

A. Compare the rate with defined quality requirements, historical performance and risk context, and establish the relevant threshold if it is missing.

B. Assume any defect rate above zero is failure.

C. Hide the metric until the rate improves.

D. Double the project budget.

Answer: A. A metric has meaning only against a standard, trend, benchmark or decision threshold. The team must know what level of performance is required.

Decision rule: Do not interpret a quality number without a reference point.

Problem 23. During user acceptance testing, users report that the system technically works but causes a major operational delay because the workflow requires twice as many steps as expected. What should the project manager do first?

A. Reject the feedback because functional tests passed.

B. Clarify the relevant usability/operational requirements and determine whether the issue is a defect, missed requirement or new expectation.

C. Close the project and let operations redesign the workflow.

D. Increase server capacity.

Answer: B. The issue must be classified against requirements and intended use. Technical conformance alone may not mean the solution is fit for use.

Decision rule: Quality includes fitness for intended use, not only technical correctness.

Problem 24. The team can inspect 100% of low-volume critical components or sample a portion. The consequence of a missed defect is severe. What should drive the choice?

A. The cheapest inspection method only.

B. Risk, regulatory requirements, process capability, cost and the consequence of missing nonconformance.

C. The personal preference of the inspector.

D. The number of pages in the quality plan.

Answer: B. Inspection strategy should be risk-based and comply with applicable standards. Severe consequences may justify stronger verification.

Decision rule: Tailor quality control to risk and obligation, not convenience.

Problem 25. A project manager receives an AI-generated quality summary stating that defect trends are improving. The underlying dataset excludes two recent failed test cycles. What should the project manager do?

A. Present the AI summary because it is concise.

B. Correct the data basis, rerun or independently analyse the trend, and communicate the verified result.

C. Delete the failed test cycles permanently.

D. Average the AI result with the tester's opinion.

Answer: B. Quality decisions depend on complete, reliable evidence. AI output with incomplete input must be corrected and reviewed by accountable humans.

Decision rule: Verify the data and assumptions behind AI-supported quality conclusions.

Problem 26. A team member discovers that test evidence was altered to make a regulatory result appear compliant. What should the project manager do?

A. Correct the evidence quietly and continue.

B. Protect the integrity of the record, stop reliance on the falsified result, follow ethics/compliance reporting requirements and assess the affected work.

C. Ask the team member to ignore it to protect the launch date.

D. Delete all prior test records.

Answer: B. Falsified quality evidence is an ethical and compliance problem, not merely a technical defect. The project manager must preserve truthful records and use the required reporting path.

Decision rule: Quality evidence must be trustworthy; falsification requires ethical and compliance action.

Problem 27. A product has very few defects, but customer complaints show that it does not solve the intended business problem. Which statement is strongest?

A. High technical conformance automatically proves project success.

B. Low defect levels do not compensate for delivering the wrong outcome; revisit requirements, value and acceptance expectations.

C. Increase inspection until customer satisfaction improves.

D. Reduce customer involvement.

Answer: B. Quality management connects the deliverable to intended use and stakeholder expectations. A technically reliable product can still fail to provide value if the requirement or solution is wrong.

Decision rule: Defect-free delivery is insufficient when the product does not meet the real need.

Problem 28. A senior manager asks the team to add an unapproved feature because “customers will love it.” The feature introduces extra testing and potential defects. What should the project manager do?

A. Add it because quality means exceeding expectations.

B. Treat it as a potential change or backlog item and evaluate value, scope, quality and authority before implementation.

C. Hide the feature inside existing work.

D. Remove acceptance testing to create time.

Answer: B. Adding unapproved features is gold plating and can create quality and scope risk. Extra features should follow the relevant decision mechanism.

Decision rule: Quality means meeting agreed needs reliably, not adding uncontrolled extras.

Problem 29. A process is producing increasing rework. The project manager asks the team to brainstorm causes, but the discussion is dominated by senior staff and junior specialists remain silent. What is the best facilitation action?

A. Accept senior views as the most reliable evidence.

B. Use a structured technique that allows all relevant expertise to contribute and then validate hypotheses with data.

C. Assign blame to the last person who caused a defect.

D. Skip cause analysis and increase inspection.

Answer: B. Good root-cause work requires varied evidence and psychological safety. Structured facilitation can reduce hierarchy effects, but hypotheses still need validation.

Decision rule: Quality improvement depends on evidence and broad relevant input, not authority alone.

Problem 30. A quality metric improved after the team changed a process, but customer complaints did not improve. What should the project manager do next?

A. Declare the improvement successful because the internal metric improved.

B. Reassess whether the metric reflects the customer outcome and investigate the continuing complaint source.

C. Stop collecting customer feedback.

D. Change the complaint threshold.

Answer: B. A metric is useful only if it supports the intended decision and outcome. Improvement in an internal measure may not address the real customer problem.

Decision rule: Verify that quality metrics connect to stakeholder outcomes, not only internal activity.

Problem 31. A supplier offers to replace a failed component immediately, but the same failure has occurred in three previous shipments. What should the project manager do?

A. Accept each replacement and take no further action.

B. Accept necessary containment/replacement while also requiring investigation and corrective action for the recurring cause under the contract.

C. Stop recording supplier defects.

D. Lower the component specification.

Answer: B. Replacement restores the immediate deliverable, but recurrence indicates a supplier process problem that needs corrective action.

Decision rule: Contain the current failure and address the systemic cause when recurrence appears.

Problem 32. A project team is under schedule pressure and proposes reducing regression testing on unchanged modules. What should the project manager do first?

A. Approve the reduction because unchanged modules cannot be affected.

B. Evaluate risk, dependencies, change impact, quality requirements and test strategy before modifying the planned control.

C. Cancel all testing.

D. Ask the sponsor to accept every future defect.

Answer: B. Changes can have unintended effects across interfaces. Quality controls should be tailored based on evidence and risk rather than removed solely for schedule pressure.

Decision rule: Change quality controls through risk-based analysis, not schedule panic.

Problem 33. A project's external failure costs have risen sharply while prevention and appraisal spending have been cut for several months. What is the strongest management interpretation?

A. The cost reduction strategy is successful because prevention cost is lower.

B. The apparent saving may be shifting cost into more expensive failure; reassess the total cost-of-quality balance and root causes.

C. Warranty costs should be excluded from project quality.

D. Stop measuring external failure.

Answer: B. Lower conformance spending can create much larger nonconformance cost. The project manager should examine total cost and failure patterns.

Decision rule: Track where quality cost moves; cutting prevention can increase total cost.

Problem 34. A customer wants to accept a deliverable that violates a mandatory safety standard because it meets their business need. What should the project manager do?

A. Obtain written customer acceptance and close.

B. Do not treat customer acceptance as authority to waive a mandatory safety requirement; follow the required compliance path.

C. Remove the safety requirement from the specification.

D. Transfer the risk to the customer informally.

Answer: B. Customer acceptance cannot override mandatory law, safety or regulatory standards unless an authorised process explicitly permits an exception.

Decision rule: Acceptance authority is bounded by mandatory obligations.

Problem 35. A quality review reveals that teams use different definitions for “critical defect,” causing inconsistent escalation. What should the project manager do?

A. Let each team continue its own definition.

B. Align and document clear classification and escalation criteria with relevant stakeholders and governance.

C. Escalate every defect.

D. Stop using defect categories.

Answer: B. Inconsistent classification weakens decision-making. Shared criteria improve prioritisation, reporting and escalation.

Decision rule: Define quality thresholds clearly enough that similar evidence produces consistent action.

Problem 36. A project has 400 manufactured units and a verified 3% defect rate in the latest batch. Approximately how many defective units does that rate represent?

A. 3

B. 12

C. 40

D. 120

Answer: B. Three per cent of 400 is 12. The number is a starting point; the project manager still needs to compare it with the allowed threshold, defect severity and process trend.

Decision rule: Calculate the metric, then interpret it against requirements and risk.

Problem 37. A team fixes a defect and updates the issue log. What is still missing if the defect resulted from a recurring process weakness?

A. Nothing; logging closes quality management.

B. Root-cause and continuous-improvement action to reduce recurrence, followed by verification of effectiveness.

C. A new project charter.

D. A larger contingency reserve only.

Answer: B. Correcting and documenting the defect does not improve the system. Recurring causes require corrective or preventive process action.

Decision rule: Close the loop: correct the defect, improve the cause, verify recurrence falls.

Problem 38. During a retrospective, an agile team discovers that stories enter development before acceptance criteria are clear. Which improvement is strongest?

A. Add more work in progress.

B. Strengthen refinement/readiness practices so acceptance expectations are clarified before commitment.

C. Move all quality work to the final sprint.

D. Ask the product owner to test every feature alone.

Answer: B. The defect source is weak readiness. Improving refinement and shared understanding prevents downstream rework while preserving iterative delivery.

Decision rule: In adaptive work, improve the feedback and readiness point where defects originate.

Problem 39. A quality dashboard shows green status because all planned tests were executed, but 18% of tests failed. What is the main problem with the dashboard?

A. It measures activity completion rather than the quality outcome needed for decision-making.

B. Green is always the correct colour for completed tests.

C. Failed tests should not be reported.

D. The project needs fewer metrics.

Answer: A. Completing tests is an activity metric. Quality status should also reflect results, severity, trends and readiness for acceptance.

Decision rule: Do not confuse completion of quality activity with achievement of quality.

Problem 40. A PMP question asks what the project manager should do first after discovering a material quality problem with no immediate safety threat. Which sequence is strongest?

A. Rework everything, then identify the cause.

B. Verify the requirement and evidence, assess impact, contain where necessary, diagnose the cause, evaluate corrective action, use the right authority, implement and verify effectiveness.

C. Escalate before reviewing the facts.

D. Update the quality plan and take no operational action.

Answer: B. The strongest quality sequence is evidence-driven and proportionate. It starts by understanding the actual requirement and impact, then controls the problem, removes the cause and confirms that the response works.

Decision rule: Quality problem-solving follows requirement → evidence → impact → containment if needed → cause → corrective action → authority → verification.



12.9 Chapter 12 Fast Review

1. Define quality through requirements and fitness for intended use. Do not confuse quality with grade or feature level.

2. Translate important quality expectations into measurable criteria. Vague requirements create disputes that inspection cannot solve.

3. Plan quality in proportion to risk, regulation, safety, customer consequence and project value. Tailoring does not permit mandatory controls to be ignored.

4. Prefer prevention and early feedback where practical. Inspection detects nonconformance; it does not by itself create a capable process.

5. Cost of quality includes prevention, appraisal, internal failure and external failure. Optimise total quality cost rather than cutting visible conformance spending blindly.

6. Use ongoing reviews, audits, retrospectives and lessons learned to improve the process as well as the product.

7. Separate defect correction from root-cause improvement. Recurring defects require action on the system that creates them.

8. Select quality tools according to the problem: Pareto for concentration, cause-and-effect for possible causes, flowchart for process, scatter for relationships and control charts for process behaviour.

9. Distinguish control limits from specification limits. A stable process can still fail customer specification, and an unstable process requires investigation even if some outputs pass.

10. Internal verification and customer acceptance are different. A technically conforming deliverable may still fail agreed acceptance, while a new customer preference may be a change rather than a defect.

11. Protect users immediately when a defect creates safety, security, legal or severe compliance exposure. Complete root-cause work after necessary containment.

12. In agile work, build quality into refinement, acceptance criteria, definition of done, frequent integration, testing, feedback and retrospectives rather than postponing it to a final phase.

13. In hybrid work, apply the quality controls required by each component and manage interface consequences when an adaptive change affects a controlled deliverable.

14. Manage supplier quality through clear requirements, evidence, contract mechanisms, corrective action and escalation thresholds rather than purchase price alone.

15. Treat dashboards and AI-generated quality analysis as decision evidence. Verify data completeness, assumptions and relevance before relying on them.

16. Continuous improvement should produce measurable improvement in the process or outcome. Confirm that the intervention actually reduced defects, risk, waste or customer dissatisfaction.



12.10 Quality Decision Sequence

1. Identify the quality requirement, acceptance criterion, regulation, specification or intended-use expectation that applies.

2. Verify the evidence and classify the problem: defect, new requirement, changed expectation, process variation, supplier nonconformance, compliance issue or measurement problem.

3. Assess severity and impact on users, safety, security, regulation, acceptance, schedule, cost, sustainability and value. Contain immediately when harm or mandatory noncompliance requires it.

4. Diagnose the cause using the simplest suitable evidence and quality tool. Distinguish isolated failure from recurring process weakness.

5. Evaluate corrective, preventive and process-improvement options. Consider total cost of quality and avoid shifting cost into rework, warranty or operational failure.

6. Apply the quality, change, contract or governance authority appropriate to the action. Customer preference cannot waive mandatory obligations, and a defect correction does not automatically authorise new scope.

7. Implement the response, communicate the effect, update relevant records and verify that the change improved quality and reduced recurrence.

Verified source basis: PMI, PMP Examination Content Outline (July 2026), Process Task 7; PMBOK Guide, Eighth Edition (2025); PMI GPM Sustainability Practice Guide (2026).

Chapter 13





Resources and Procurement

Projects consume people, equipment, facilities, materials, services, information and external capability. The PMP examination treats these resources as management decisions rather than a shopping list. A project manager must understand what the work requires, when the requirement occurs, what capacity is available, what can be obtained internally and what should be sourced externally. The strongest answer normally protects delivery without wasting capacity, bypassing authority or creating an avoidable commercial risk.

Procurement adds another layer because the project works through an agreement with a seller. The project manager therefore needs enough commercial awareness to plan the purchase, define the required result, support source selection, choose an appropriate contract arrangement, participate in negotiation, monitor supplier performance and verify that the agreement has achieved its purpose. The examination does not expect the project manager to act as a lawyer or purchasing officer when those roles exist. It does expect the project manager to recognise what information, decision and escalation belong at each stage.


13.1 Plan Resources from the Work, Not from Habit

Resource planning begins with the work that must be performed. Scope, schedule, quality requirements, technical demands, risk, location, delivery approach and organisational constraints determine what capability and physical capacity are needed. A resource estimate copied from a previous project can be useful evidence, but it should be adjusted when the new project has different uncertainty, technology, compliance demands or delivery dates. The examination often tests whether the candidate checks the actual requirement before requesting more people or equipment.

Human-resource planning concerns roles, skills, availability and timing. A person can be highly capable and still be unavailable when the work needs them. Physical-resource planning includes equipment, materials, facilities, test environments, licences and other items that enable delivery. Resource calendars, capacity information and dependency data help the project manager identify conflicts early. If the required resource belongs to a functional group, shared service or another project, the project manager should coordinate through the appropriate authority instead of assuming direct control.

Resource planning should also consider the cost and consequence of scarcity. Adding people late can create onboarding and coordination overhead. Reserving specialist equipment too early can waste money. Using a scarce expert on work that others can perform can create a bottleneck. The objective is therefore to match capability and capacity to the work at the time it creates the most value.



13.2 Acquire, Allocate and Optimise Resources

Once the need is clear, the project manager obtains and allocates resources using the organisation's staffing, procurement and governance arrangements. Resource allocation is not simply a matter of filling every role. The project manager must consider priority, workload, competing assignments, dependencies, productivity, learning time and the cost of moving a resource from one activity to another. When a shared specialist is overallocated, a sound response begins by understanding the competing commitments and negotiating a workable allocation with the people who control those commitments.

Optimisation means using resources in a way that supports the whole project rather than maximising utilisation of every individual. A person who is busy 100 per cent of the time can still delay the project if their work queues grow and critical decisions wait for them. Cross-training, sequencing changes, temporary specialist support, resource levelling or smoothing, outsourcing and changes to nonessential timing can all be legitimate responses depending on the project setting. The correct answer follows the cause of the shortage and the authority available.

Predictive projects may plan substantial resource needs against the schedule and work packages. Adaptive teams often favour stable, cross-functional membership and bring in specialist support when needed. Hybrid projects may combine a stable product team with predictively scheduled engineering, procurement or shared-service resources. The management principle remains the same: make demand and availability visible, solve conflicts early and protect the most important dependencies.



13.3 Clarify Responsibility Without Repeating People Management

This chapter treats responsibility from a resource and delivery perspective. Earlier chapters addressed leadership, motivation, coaching and team performance. Here the question is whether the right capability is assigned, whether decision ownership is clear and whether interfaces allow work to proceed. Responsibility assignment tools can help show who performs work, who owns a decision, who contributes information and who needs to be informed, but the tool does not replace discussion where responsibilities overlap.

A recurring examination trap is to solve an availability problem as though it were a performance problem. If a functional specialist misses project work because a line manager assigned them to an urgent operational incident, disciplinary action does not solve the actual cause. The project manager should confirm the priority conflict, assess the impact and work with the appropriate manager or governance path to secure an agreed solution. Conversely, repeated nonperformance after expectations, capability and availability have been addressed may require a people-management response rather than another schedule adjustment.



13.4 Decide What to Source Externally

Procurement planning starts before a supplier is chosen. The project manager and procurement specialists determine what should be obtained externally, what result is required, when it is needed, what risks matter, how suppliers will be evaluated and how the commercial relationship will be managed. A make-or-buy decision considers more than purchase price. Internal capability, strategic importance, capacity, confidentiality, intellectual property, schedule, market availability, long-term support, compliance, transition cost and risk can all affect the decision.

The procurement statement of work or equivalent description should be clear enough for suppliers to understand the required result. Ambiguity weakens proposals, pricing and later contract administration. Source-selection criteria should also be established before evaluating bids so that the organisation can compare suppliers consistently. Depending on the purchase, criteria may include technical capability, total cost, delivery performance, quality history, security, sustainability, financial stability, service support and relevant experience.

Lowest price is therefore not automatically the strongest choice. A cheaper supplier can create greater total cost if failure, delay, rework, transition or operational support are likely. The examination often rewards a balanced evaluation against agreed criteria rather than a decision based on one attractive number.



13.5 Select a Contract Arrangement That Fits the Uncertainty

Contract choice distributes commercial risk and shapes behaviour. In a fixed-price arrangement, the seller generally accepts more cost risk because the price is agreed for defined work. This works best when the required result can be described with enough certainty for both sides to price the commitment sensibly. A fixed price attached to unclear or rapidly changing scope can produce disputes, defensive behaviour or expensive changes.

Cost-reimbursable arrangements pay allowable seller costs and usually add a fee or incentive. They can fit research, discovery or other work where the effort cannot be estimated reliably at the start, but the buyer accepts greater cost exposure and therefore needs appropriate oversight, cost visibility and controls. Time-and-materials arrangements use agreed rates for labour or materials while the total quantity remains uncertain. They can be useful for specialist support or evolving work, but ceilings, review points and clear authorisation reduce the risk of uncontrolled expenditure.

Incentives can be added when the agreement should encourage cost, schedule, quality or performance outcomes. The project manager should avoid choosing a contract type by memorising one rule. The better question is: how well can the work be defined, where should the uncertainty sit, what behaviour do we want to encourage and what monitoring can the organisation support?



13.6 Negotiate for a Workable Delivery Relationship

Negotiation is preparation followed by structured discussion, not a contest to make the other party lose. Before negotiating, the project team should understand its objectives, constraints, priorities, acceptable trade-offs, approval limits and alternatives if agreement cannot be reached. The supplier has its own interests and risks. A durable agreement makes responsibilities, acceptance, payment, change, reporting, data, intellectual property, security, service, termination and dispute handling sufficiently clear for the work being purchased.

The project manager may participate alongside procurement, legal, finance, technical or commercial specialists. If a point requires legal interpretation or authority reserved for another role, the project manager should obtain that support rather than improvising. Ethical conduct also matters. Gifts, undisclosed relationships, manipulated scoring and selective access to bid information can compromise the procurement process even when the selected supplier appears capable.



13.7 Manage Supplier Performance Against the Agreement

Awarding the contract does not finish procurement management. The project manager monitors whether the supplier is delivering the agreed scope, quality, schedule, service, reporting and other obligations. Performance information should be compared with the agreement and project need, then discussed early enough to preserve corrective options. If a supplier misses a milestone, the first response is usually to understand the cause, impact, contractual position and recovery options rather than immediately terminate the agreement.

Changes must also follow the agreement. A buyer-requested scope change can entitle the seller to additional time or money. A seller cost overrun under a firm fixed-price arrangement does not automatically transfer to the buyer. Claims, disputes and formal notices should follow the contractual and organisational process, with legal or procurement involvement where required. The project manager protects the relationship through fact-based communication while protecting the organisation through disciplined contract administration.

At completion, verify that procurement objectives have been met, required deliverables and records have been received, open claims are resolved or transferred appropriately, final payments follow the agreement and supplier performance is documented for future decisions. Closure should also address knowledge, warranties, support, licences, data return or destruction and transition obligations where relevant.



13.8 Modern Procurement: Agile, Hybrid, Sustainability and AI

Adaptive delivery does not remove contracts. It changes how uncertainty may be handled. An agreement can support iterative delivery through capacity-based services, incremental acceptance, rolling priorities, outcome measures or defined change mechanisms. The contract should support the intended way of working instead of forcing an adaptive team into an artificial fixed-scope arrangement that makes every learning decision a dispute. Hybrid projects may use fixed-price procurement for stable hardware while software or specialist services use more adaptable commercial arrangements.

Sustainability and responsible sourcing can be legitimate procurement requirements when they affect regulation, organisational commitments, whole-life cost, supply continuity or stakeholder value. These factors should be built into requirements and evaluation criteria rather than added after bids have been scored. AI tools can help compare proposals, summarise contracts or identify performance patterns, but the project manager remains responsible for source quality, confidentiality, bias, accuracy and human review. Supplier selection should never be delegated blindly to an automated score.



13.9 Direct PMP Problem-Solving: Resources and Procurement

Problem 1. A predictive project needs a cybersecurity architect for two weeks during design review. The architect is also committed to an operational incident during the same period. What should the project manager do first?

A. Replace the architect immediately with any available engineer.

B. Confirm the project need and impact, then coordinate priorities and availability with the functional manager.

C. Delay the review without analysing the schedule effect.

D. Escalate directly to the chief executive.

Answer: B. The problem is availability, not proven capability or conduct. The project manager should first make the resource conflict and its consequence visible, then work through the manager who controls the shared resource.

Decision rule: Treat a shared-resource conflict as an allocation problem before treating it as a personnel problem.

Problem 2. A team requests three additional developers because an iteration is behind plan. Historical data shows that the delay came from repeated test-environment outages, not coding capacity. What is the best response?

A. Approve the developers because more capacity always reduces delay.

B. Extend the iteration and keep the same environment.

C. Address the environment constraint before adding people who will face the same blocker.

D. Replace the test lead.

Answer: C. Additional developers do not remove the constraint shown by the evidence. The stronger response deals with the limiting resource before increasing labour cost and coordination overhead.

Decision rule: Add resources only when the cause of the delay is actually a capacity shortage.

Problem 3. A project manager discovers that a specialist is assigned 100 per cent to two projects during the same month. What should happen first?

A. Meet with the relevant project and functional managers to reconcile the competing commitments.

B. Tell the specialist to work evenings until both plans are met.

C. Remove the specialist from the other project.

D. Submit a procurement request for a consultant before discussing the conflict.

Answer: A. The allocation is impossible as planned. Coordination with the people who own the competing commitments should occur before overtime, unilateral reassignment or external spending.

Decision rule: Make resource over-allocation visible and resolve priorities with the authorities who control the commitments.

Problem 4. A laboratory instrument required for acceptance testing will arrive ten days late. The test is on the critical path. What should the project manager do next?

A. Ignore the delay until the delivery date passes.

B. Ask the team to certify the product without testing.

C. Cancel the supplier contract immediately.

D. Assess alternatives such as rental, shared equipment or resequencing, together with cost, risk and schedule impact.

Answer: D. The project manager should protect the required test while evaluating practical recovery options. Skipping mandatory acceptance testing or cancelling before analysis can create more harm.

Decision rule: When a physical resource is late, preserve the requirement and evaluate authorised alternatives before committing to a recovery plan.

Problem 5. An adaptive team relies on one database specialist for every production deployment. The specialist has become a bottleneck. Which action is strongest?

A. Increase the specialist's utilisation target.

B. Cross-train team members and reduce single-person dependency while protecting production controls.

C. Assign all deployment work to the project manager.

D. Stop frequent releases permanently.

Answer: B. The bottleneck is structural. Cross-training and safe transfer of capability improve flow and resilience without removing necessary controls.

Decision rule: Optimise the system, not the utilisation of the scarce expert.

Problem 6. A project estimate assumes a fabrication crew can start in March, but the resource calendar shows the crew is committed elsewhere until May. What should the project manager do?

A. Update the plan using actual availability and evaluate the resulting schedule and cost effects.

B. Keep the March date because it was in the original estimate.

C. Ask the crew to ignore the other commitment.

D. Remove fabrication from the scope.

Answer: A. A plan that ignores known availability is not credible. The project manager should reconcile the plan with current resource evidence and then manage any variance through the appropriate process.

Decision rule: Resource calendars are planning evidence; use them before promising dates.

Problem 7. A hybrid project has a stable software team but needs a regulatory specialist only at two approval points. What is the most efficient resource approach?

A. Add the specialist permanently to the team regardless of workload.

B. Omit specialist review because the core team is cross-functional.

C. Schedule specialist participation at the required decision points and protect those dependencies.

D. Transfer regulatory responsibility to the product owner.

Answer: C. The specialist is needed for defined compliance work, not continuous full-time delivery. Planned access at the right points protects compliance without wasting scarce capacity.

Decision rule: Match scarce specialist capacity to the decisions that genuinely require it.

Problem 8. A functional manager removes a project engineer for urgent operational work. The project milestone is threatened. What should the project manager do first?

A. Discipline the engineer.

B. Recalculate the entire business case immediately.

C. Accept the removal because functional work always has priority.

D. Clarify the organisational priority, assess the project impact and negotiate an agreed resource solution with the functional manager.

Answer: D. The engineer does not control the assignment decision. The project manager should deal with the priority conflict at the responsible management level and use impact evidence to support the discussion.

Decision rule: Resolve resource authority at the level where the allocation decision is made.

Problem 9. A company can build a specialised analytics module internally or buy a proven external service. Internal development would take longer but retain intellectual property. What should drive the make-or-buy decision?

A. Only the lower initial price.

B. A balanced assessment of strategy, capability, time, total cost, risk, confidentiality and long-term support.

C. The project manager's personal preference for internal work.

D. Whether the external supplier has the largest sales team.

Answer: B. Make-or-buy analysis considers the whole delivery and organisational effect. Price is important but may be outweighed by strategic ownership, capacity, risk or support considerations.

Decision rule: Make-or-buy is a value and risk decision, not a purchase-price comparison.

Problem 10. A procurement package is ready for release, but the statement of work contains several phrases such as “high performance” and “user friendly” with no measurable criteria. What should happen first?

A. Release it quickly and clarify after award.

B. Ask bidders to guess the intended standard.

C. Clarify the required outcomes and measurable acceptance expectations before solicitation.

D. Select a cost-reimbursable contract to compensate for the ambiguity.

Answer: C. Unclear requirements weaken comparable proposals and create later disputes. Contract type cannot repair a procurement description that does not explain what acceptable delivery means.

Decision rule: Improve requirement clarity before asking suppliers to price and commit.

Problem 11. Three suppliers submit proposals. Supplier A has the lowest price but a weak delivery record. Supplier B costs 8 per cent more and scores highest against the preapproved technical, schedule and quality criteria. Supplier C is the incumbent. What is the best basis for selection?

A. The preapproved source-selection criteria and total value of the proposals.

B. Always choose the incumbent to reduce transition risk.

C. Always choose the lowest price.

D. Choose the supplier preferred by the sponsor without documenting the analysis.

Answer: A. Consistent evaluation against criteria established before proposal review protects quality, fairness and the project outcome. Lowest price and incumbency are factors, not automatic decisions.

Decision rule: Select suppliers against agreed criteria, not a single attractive attribute.

Problem 12. During evaluation, a bidder sends the project manager an expensive personal gift. What should the project manager do?

A. Accept it because no contract has been signed.

B. Keep it but disclose it after award.

C. Use it only if all bidders provide similar gifts.

D. Follow organisational ethics and procurement rules, decline or report the gift as required, and protect the fairness of the evaluation.

Answer: D. A gift during source selection can create an actual or perceived conflict of interest. Ethical and procurement controls should be followed immediately.

Decision rule: Protect procurement integrity before protecting convenience or relationships.

Problem 13. A buyer wants a firm fixed-price contract for an experimental prototype whose technical solution is still being discovered. What concern should the project manager raise?

A. Fixed price is always cheaper for the buyer.

B. High uncertainty can make firm fixed pricing unrealistic and encourage risk premiums, disputes or change claims.

C. The seller will have no incentive to perform.

D. The contract will automatically become time and materials.

Answer: B. Fixed price works best when the required result can be defined sufficiently for sensible pricing. High technical uncertainty can produce defensive pricing and commercial conflict.

Decision rule: Match contract risk allocation to how well the work can be defined.

Problem 14. A research activity cannot be estimated reliably because several technical paths may need to be tested. Which commercial arrangement may be more appropriate if the organisation can provide suitable cost oversight?

A. A cost-reimbursable arrangement with defined controls and reporting.

B. A firm fixed-price contract with no change mechanism.

C. A purchase order for a finished product that does not exist.

D. No agreement because research cannot be procured.

Answer: A. Where effort is genuinely uncertain, reimbursing allowable costs with agreed fee and controls can place uncertainty more realistically, although the buyer accepts greater cost exposure.

Decision rule: Use cost-reimbursable arrangements only when uncertainty justifies them and oversight can control the exposure.

Problem 15. A specialist is needed intermittently for six months, and the exact number of hours cannot be predicted. The hourly rate can be agreed in advance. Which arrangement is most suitable?

A. Firm fixed price for an unknown number of hours.

B. Cost plus award fee for routine specialist support.

C. Time and materials with agreed rates, authorisation controls and a ceiling where appropriate.

D. No contract until every hour is known.

Answer: C. Time and materials can suit work where rates are known but the quantity of effort is uncertain. Controls and ceilings prevent the open quantity from becoming uncontrolled expenditure.

Decision rule: When quantity is uncertain but unit rates are known, T&M can fit if expenditure is actively controlled.

Problem 16. A seller on a firm fixed-price contract reports that its labour costs were underestimated and asks the buyer to increase the price. Scope has not changed. What should the project manager do?

A. Approve the increase to preserve the relationship.

B. Review the contract and facts with procurement before accepting any transfer of the seller's cost risk.

C. Pay half the overrun automatically.

D. Convert the contract to cost reimbursable without approval.

Answer: B. Under a firm fixed-price arrangement, ordinary seller cost overrun generally remains with the seller unless the agreement provides another basis for adjustment. The project manager should follow the contract rather than promise relief.

Decision rule: Do not transfer commercial risk merely because one party underestimated its cost.

Problem 17. The buyer asks a fixed-price supplier to add a new interface that was not in the agreed scope. The supplier requests more money and time. What is the best response?

A. Tell the supplier to absorb the work because the contract is fixed price.

B. Implement the interface first and negotiate later.

C. Assess the requested change and process it through the contractual change mechanism before authorising additional work.

D. Terminate the contract because the supplier requested compensation.

Answer: C. A buyer-requested scope addition can legitimately change price or schedule. The correct response is controlled assessment and authorisation, not forcing uncontracted work or allowing informal change.

Decision rule: Fixed price controls defined scope; it does not make new buyer scope free.

Problem 18. A supplier misses a major milestone. What should the project manager do first?

A. Review the cause, impact, agreement, performance data and available recovery provisions with the supplier and procurement team.

B. Terminate immediately.

C. Hide the delay until a recovery date is certain.

D. Pay an incentive to speed up delivery without reviewing the contract.

Answer: A. The project manager needs enough evidence to choose the correct commercial and delivery response. Immediate termination can destroy options when recovery is possible and contract remedies have not been reviewed.

Decision rule: Diagnose supplier nonperformance against the agreement before choosing the remedy.

Problem 19. A supplier is meeting schedule but delivering components with rising defect rates. What is the strongest action?

A. Ignore defects because schedule is on track.

B. Accept the components and plan rework later.

C. Replace the internal quality team.

D. Use the contract and quality requirements to require investigation and corrective action, while protecting acceptance criteria.

Answer: D. Supplier performance includes quality, not just dates. Corrective action should address the cause and contractual obligation before defects become a larger project or operational cost.

Decision rule: Evaluate supplier performance against the full agreement, not one favourable metric.

Problem 20. A service provider misses its agreed response-time target for the third month. What should the project manager do next?

A. Change the target to match actual performance.

B. Review the service-level terms, trend, business impact and contractual remedies, then agree or enforce corrective action.

C. Stop measuring the service.

D. Pay the supplier early to improve motivation.

Answer: B. Repeated service failure requires evidence-based contract administration. The response should use the agreed performance standard, impact and remedy rather than normalise poor performance.

Decision rule: Repeated supplier variance should trigger the agreed performance and corrective process.

Problem 21. A procurement deliverable has been accepted and all invoices appear paid. What should the project manager verify before closing the procurement?

A. Only that the seller has left the project.

B. Only that the final invoice amount equals the budget.

C. That contractual obligations, records, claims, final payments, warranties, support and closure requirements are complete.

D. Nothing else; acceptance automatically closes every commercial obligation.

Answer: C. Technical acceptance is important but contract closure can include financial, legal, support, warranty, record and claim obligations that remain after delivery.

Decision rule: Close the agreement, not merely the deliverable.

Problem 22. Only one supplier owns a proprietary component required to integrate with the organisation's existing platform. What should the project manager do?

A. Document the sourcing constraint, assess commercial and continuity risk, and follow the approved sole-source process if justified.

B. Create fake competing bids to satisfy policy.

C. Buy immediately without procurement involvement.

D. Redesign the entire platform before assessing the impact.

Answer: A. A sole-source condition can be legitimate, but it increases dependency and commercial risk. The project should document the basis and follow the organisation's approval and control process.

Decision rule: When competition is limited, strengthen transparency and risk control rather than pretending competition exists.

Problem 23. Before a major supplier negotiation, what preparation is most useful?

A. Decide that every point must be won.

B. Identify objectives, priorities, constraints, trade-offs, approval limits and alternatives to agreement.

C. Avoid discussing technical requirements with the negotiation team.

D. Let the supplier define the agenda and acceptable outcome.

Answer: B. Negotiation quality depends on knowing what matters, what can move and where authority ends. Preparation supports purposeful trade-offs and prevents accidental commitments.

Decision rule: Enter negotiation with clear objectives, limits and alternatives.

Problem 24. A project manager can obtain a small price reduction only by accepting a warranty term that exposes the organisation to substantial operational risk. What is the best response?

A. Accept because negotiated savings are always a success.

B. Accept and keep the risk out of the project records.

C. Reject every negotiation with trade-offs.

D. Evaluate the total commercial and operational effect and do not trade material risk for a minor visible saving.

Answer: D. Negotiation should optimise the overall agreement, not one headline figure. A small saving can be poor value if it transfers a much larger downstream risk to the buyer.

Decision rule: Judge negotiation outcomes by total value and risk, not by the size of a discount.

Problem 25. The project manager wants to upload confidential vendor proposals to a public generative AI tool for rapid comparison. What should happen first?

A. Upload them because the tool only summarises text.

B. Remove the supplier names and upload everything else automatically.

C. Check confidentiality, data-handling policy and approved AI use, and use an authorised method with human review.

D. Ask the AI tool whether it is secure.

Answer: C. Vendor proposals can contain confidential pricing, intellectual property and personal or commercial information. Organisational controls and approved tools come before convenience.

Decision rule: Protect procurement confidentiality before using AI assistance.

Problem 26. An AI-assisted supplier scoring tool ranks one bidder first, but the result conflicts with the team's review. What should the project manager do?

A. Verify the data, criteria, weighting and model output before relying on the ranking.

B. Accept the AI score because it is objective.

C. Discard all supplier evaluation criteria.

D. Choose the bidder with the most attractive website.

Answer: A. Automated analysis can support evaluation but can contain data, weighting or model errors. Human review against approved criteria remains necessary.

Decision rule: Treat AI scoring as evidence to verify, not delegated decision authority.

Problem 27. A project has an approved organisational commitment to low-carbon materials. A bidder is slightly cheaper but cannot demonstrate compliance with the stated sourcing requirement. What should the project team do?

A. Ignore the requirement because it is not a technical feature.

B. Evaluate the bidder against the approved sustainability requirement and do not waive it informally.

C. Award first and ask for evidence after delivery.

D. Remove sustainability from the scoring after bids are opened.

Answer: B. Once a legitimate sustainability requirement is part of the procurement criteria, suppliers should be evaluated against it consistently. Changing the rules after bids are opened undermines governance and value.

Decision rule: Apply approved sustainability and compliance criteria consistently during source selection.

Problem 28. After contract award, a supplier loses a mandatory certification needed to perform regulated work. What should the project manager do first?

A. Continue work until the next audit.

B. Ask the supplier to keep the loss confidential.

C. Pay the supplier to obtain a replacement certificate later.

D. Assess the compliance impact immediately, involve procurement and relevant specialists, and apply the agreement and governance requirements.

Answer: D. Loss of a mandatory qualification can affect whether work may continue at all. Compliance exposure takes priority over ordinary schedule convenience.

Decision rule: When supplier eligibility affects mandatory compliance, protect compliance before optimising delivery.

Problem 29. A prime supplier proposes using a new subcontractor for security testing. The contract requires buyer approval of security subcontractors. What should the project manager do?

A. Allow the subcontractor because the prime supplier remains responsible.

B. Review the proposed subcontractor through the contractual approval and security process before authorising the work.

C. Reject all subcontracting permanently.

D. Let the development team approve the subcontractor informally.

Answer: B. The agreement reserves an approval right for a reason. The project manager should apply the required review instead of bypassing it or prohibiting a legitimate option automatically.

Decision rule: Follow subcontractor controls when the agreement makes them part of risk management.

Problem 30. A flood disrupts a supplier's factory and threatens delivery. The supplier cites the contract's force-majeure clause. What should the project manager do first?

A. Assume the supplier owes full penalties.

B. Assume the buyer must accept any delay.

C. Review the clause, facts, notice requirements, delivery impact and recovery options with procurement or legal support as appropriate.

D. Cancel the project.

Answer: C. The contractual effect depends on the actual clause and circumstances. The project manager should understand the agreement and impact before promising relief or imposing a remedy.

Decision rule: Do not guess the legal effect of an event; review the agreement and obtain appropriate specialist support.

Problem 31. A supplier invoice is 15 per cent above the amount expected for the month. What should the project manager do?

A. Approve it to avoid delaying the supplier.

B. Reject it permanently without investigation.

C. Increase the project budget to match the invoice.

D. Reconcile the invoice against authorised work, rates, milestones, changes and contract terms before approval.

Answer: D. Payment should reflect the agreement and authorised delivery. Reconciliation distinguishes a valid change or quantity difference from an error or unsupported charge.

Decision rule: Verify commercial evidence before approving or rejecting disputed cost.

Problem 32. A supplier delivers equipment three weeks early, but the project cannot store it safely and the contract specifies delivery in the approved window. What should the project manager do?

A. Coordinate with the supplier and procurement team using the contract, storage risk and project need rather than accepting early delivery automatically.

B. Accept it because early is always better.

C. Leave it unsecured at the project location.

D. Pay the final invoice before inspection.

Answer: A. Early delivery can create cost, security, insurance or damage exposure. The agreement and project readiness should govern acceptance of timing, not the assumption that earlier is always better.

Decision rule: Supplier performance is measured against the agreed need, not simply speed.

Problem 33. A supplier submits a formal request for additional payment, claiming that buyer instructions changed the work. What should the project manager do first?

A. Reject the claim because suppliers always seek extra money.

B. Review the instruction history, scope, change records and contract provisions with the appropriate commercial support.

C. Approve the claim to avoid conflict.

D. Ask the supplier to perform the extra work before documenting it.

Answer: B. A claim should be evaluated against evidence and the agreement. The project manager should neither concede nor reject before understanding whether an authorised buyer change created entitlement.

Decision rule: Treat claims as evidence-and-contract questions, not relationship tests.

Problem 34. An agile product team is using a supplier contract that fixes every detailed feature for twelve months. Customer learning now requires frequent reprioritisation, and each change creates a commercial dispute. What should the project manager examine?

A. Whether the commercial model supports the intended adaptive delivery and whether an authorised contract change could align incentives and change mechanisms.

B. Whether the team should stop gathering customer feedback.

C. Whether every new request can be implemented without supplier agreement.

D. Whether the product owner should personally pay change charges.

Answer: A. The delivery method and commercial model are misaligned. The project should examine an authorised way to preserve governance while allowing the intended pattern of learning and reprioritisation.

Decision rule: Procurement strategy should support the delivery approach rather than fight it.

Problem 35. A hybrid project buys standard hardware under a well-defined fixed-price agreement and engages software specialists for evolving integration work. Which approach is strongest?

A. Force both suppliers into the same contract type for consistency.

B. Use no contract for the software because it is adaptive.

C. Select commercial arrangements that fit the certainty and risk of each workstream while managing their interface.

D. Convert hardware purchasing to cost reimbursable merely because the project is hybrid.

Answer: C. Hybrid management allows different controls for different components. Stable hardware and uncertain integration work can justify different commercial structures, provided dependencies and governance remain integrated.

Decision rule: In hybrid work, fit the contract to the component and manage the interface.

Problem 36. The project is six weeks behind, and the sponsor asks the project manager to “buy more resources” immediately. What should the project manager do first?

A. Issue purchase orders before analysing the delay.

B. Assess the cause, critical work, resource constraint and likely effect of additional capacity before committing cost.

C. Add every available contractor to the team.

D. Move all quality work after release.

Answer: B. More resources help only when the delay is caused by capacity that can be accelerated effectively. Onboarding, dependencies or technical constraints may make additional people ineffective or harmful.

Decision rule: Diagnose schedule constraint before buying capacity.

Problem 37. A specialised consultant has completed all assigned work and no further dependency exists. What should the project manager do?

A. Retain the consultant until project closure to avoid losing availability.

B. Give the consultant unrelated work so the budget is fully used.

C. Release the resource according to the plan and confirm any required knowledge transfer or records first.

D. Delay payment until the whole project finishes.

Answer: C. Resources should be released when their project obligation is complete, while protecting knowledge, documentation and contractual closure requirements. Keeping unnecessary capacity wastes cost.

Decision rule: Release resources deliberately when their work and transition obligations are complete.

Problem 38. A supplier team is fully staffed but consistently misses deliverables because requirements reach them late from the buyer. What should the project manager address first?

A. Supplier staffing levels.

B. The information and handoff process that is causing late input.

C. Supplier motivation bonuses.

D. Contract termination.

Answer: B. The evidence points to an upstream buyer interface problem rather than insufficient supplier capacity. Increasing staffing does not solve late requirements.

Decision rule: Fix the delivery interface when the resource problem is actually an information problem.

Problem 39. An audit requests procurement records showing evaluation criteria, approvals, changes and supplier performance. Several records are stored only in one manager's personal mailbox. What should the project manager do?

A. Leave them there because the manager can search when needed.

B. Delete old records to reduce audit exposure.

C. Recreate only favourable records.

D. Move and maintain required procurement artefacts in the authorised accessible repository and address the control gap.

Answer: D. Procurement records support governance, transparency and future decisions. Required records should be accessible, controlled and retained according to organisational rules rather than dependent on one person.

Decision rule: Manage procurement artefacts as organisational evidence, not personal correspondence.

Problem 40. A project must launch in eight weeks. A scarce internal integration engineer is unavailable for six weeks, while an external supplier can provide qualified support in two weeks at higher cost. The work involves confidential architecture and a regulated interface. What should the project manager do first?

A. Hire the supplier immediately because it is faster.

B. Wait six weeks because internal resources are always preferable.

C. Assess schedule impact, confidentiality, compliance, internal capability, procurement lead time and total risk, then present the best supported resource strategy through the proper authority.

D. Remove the regulated interface from the release without approval.

Answer: C. This is an integrated resource, procurement, schedule and compliance decision. Speed and price matter, but the project manager needs a fact-based comparison that protects mandatory obligations and obtains the required approval.

Decision rule: When resource and procurement choices interact, decide on total delivery value, risk and authority rather than one constraint.



13.10 Resources and Procurement Fast Review

1. Plan resources from actual scope, timing, quality, risk and delivery needs rather than copying a staffing pattern from another project.

2. Separate capability from availability. A capable person who is unavailable at the required time is still a resource constraint.

3. Resolve shared-resource conflicts with the managers and governance roles that control the competing commitments.

4. Optimise flow and project outcomes rather than maximising utilisation of every person or asset.

5. Use make-or-buy analysis to consider strategy, capability, capacity, total cost, time, confidentiality, support and risk.

6. Clarify procurement requirements and evaluation criteria before solicitation. Ambiguity becomes expensive after award.

7. Select suppliers against agreed criteria and total value. Lowest price, incumbency or executive preference should not replace evidence.

8. Match contract arrangements to scope certainty and risk allocation. Fixed price fits better-defined work; cost-reimbursable arrangements require buyer cost control; time and materials requires active quantity and ceiling control.

9. Prepare negotiations by defining objectives, limits, priorities, trade-offs and alternatives. Do not measure success by winning every point.

10. Manage supplier performance against the whole agreement, including scope, quality, schedule, service, reporting and compliance.

11. Treat contract changes and claims through evidence, authority and the agreed process. Fixed price does not make buyer-added scope free.

12. Protect ethical procurement. Gifts, hidden relationships, manipulated criteria and selective information can invalidate trust in the decision.

13. In adaptive and hybrid work, choose commercial mechanisms that support the intended pattern of learning while preserving governance and accountability.

14. Treat sustainability, security and regulatory sourcing requirements as real procurement criteria when they are part of approved project obligations.

15. Verify AI-assisted supplier analysis, protect confidential data and retain accountable human judgement.

16. Close procurement only after contractual, financial, record, support, warranty, claim and transition obligations are addressed.



13.11 Resource and Procurement Decision Sequence

1. Define the work and the capability, capacity, equipment or external result actually required.

2. Check availability, timing, ownership, constraints, mandatory requirements and competing commitments.

3. Decide whether the need should be met internally, externally or through a combination, using total value and risk rather than price alone.

4. If procuring, clarify the required outcome, evaluation criteria, sourcing strategy, contract arrangement, negotiation limits and approval path.

5. Select and engage suppliers through the organisation's fair, ethical and documented process.

6. During delivery, compare resource and supplier performance with the agreed need, diagnose variance and use the least disruptive effective response.

7. Process changes, claims, payments, remedies and escalations through the agreement and governance structure, using specialist support where required.

8. Verify results, complete transition and knowledge obligations, close commercial records and capture supplier performance for future decisions.

Verified source basis: Project Management Institute, PMP Examination Content Outline (2026), Process Tasks 4 and 5; Project Management Institute, PMBOK Guide, Eighth Edition (2025); Project Management Institute procurement and contract-management learning resources. The 2026 examination outline requires candidates to plan and optimise resources, plan and execute procurement, select contract types, evaluate vendor performance, negotiate, manage suppliers and contracts, and verify that procurement objectives are met.

Chapter 14





Risk, Issues and Impediments

Uncertainty is unavoidable in projects. The PMP examination therefore expects the project manager to recognise uncertainty early, judge its significance, assign ownership, prepare proportionate responses and keep watching for change. The exam also distinguishes uncertainty from a problem that has already occurred. A risk may or may not happen; an issue already exists; an impediment is something that is actively restricting progress. The terms are related, but the management response is different.

This chapter concentrates on the decisions candidates repeatedly face: whether to analyse or act, whether to use a planned response or create a new one, when to escalate, how to manage threats and opportunities, how to separate risk from issue and impediment, and how predictive, agile and hybrid projects handle uncertainty. The purpose is practical. The candidate should be able to read a short scenario and decide what the project manager should do first or next.


14.1 Separate Risk, Issue and Impediment Before Acting

A risk is an uncertain event or condition that, if it occurs, can affect one or more project objectives. It may be negative, as with a supplier delay, or positive, as with an opportunity to use a new technology that could shorten delivery. An issue is a condition that has already occurred and now requires resolution. An impediment is an obstacle that is restricting the team or delivery flow. In agile settings, impediments often receive strong attention because removing them can restore team progress quickly.

The distinction matters because the next action changes. A possible supplier delay belongs in risk management until it occurs. Once the shipment is late, the project has an issue to resolve. If the late shipment prevents the team from testing, it may also function as an impediment. The project manager should avoid continuing to treat an occurred event as though it were merely uncertain. Likewise, logging a current blocker as a future risk can delay the action required to restore delivery.

A useful exam habit is to classify the situation before choosing the response. Ask: Has the event happened? Is work currently blocked? Is there an agreed response already? Who owns the matter? What objective is threatened? Those questions prevent a common mistake: selecting a familiar risk-management artefact when the scenario actually requires issue resolution or impediment removal.



14.2 Risk Attitude, Appetite, Tolerance and Thresholds

Organisations do not respond to uncertainty in exactly the same way. Risk appetite describes the broad amount and type of uncertainty an organisation is willing to pursue or retain in pursuit of objectives. Tolerance and thresholds translate that attitude into more specific limits or triggers. A project may tolerate a small schedule fluctuation but require escalation when a forecast delay exceeds ten working days, affects a regulated milestone or threatens an approved benefit.

On the examination, a threshold is especially important because it helps determine when escalation is appropriate. The project manager should resolve risks and issues at the lowest responsible level when the team has the authority and capability to do so. Escalation becomes stronger when the exposure exceeds agreed authority, crosses a threshold, threatens a mandatory obligation or requires a decision owned by another governance role.



14.3 Identify Risks from Objectives, Assumptions and Dependencies

Risk identification is more useful when it connects uncertainty to an objective. A clear risk statement often links a cause, an uncertain event and a possible effect. For example: because the only approved testing laboratory has limited capacity, there is a possibility that certification testing will start late, which could delay market release. This wording is stronger than simply writing “laboratory risk” because it shows what can happen and why it matters.

Useful sources of risk include assumptions, estimates, dependencies, interfaces, contracts, external conditions, new technology, resource scarcity, stakeholder expectations, quality requirements, regulatory obligations and lessons from similar work. Agile teams also surface uncertainty through backlog refinement, reviews, spikes, experiments and daily delivery evidence. Hybrid projects require attention to interfaces because uncertainty in one workstream can affect a fixed commitment elsewhere.

Risk identification is continuous rather than a one-time workshop. New information changes exposure. An assumption that was reasonable at planning may later become doubtful. A supplier that was stable may develop financial problems. A regulatory proposal may become law. The project manager therefore keeps uncertainty visible and updates analysis as evidence changes.



14.4 Analyse What Deserves Attention

Not every identified risk deserves the same amount of management effort. Qualitative analysis commonly considers probability and impact, but good judgement can also consider urgency, proximity, manageability, connectivity and the ability to detect warning signs. A low-probability event with catastrophic safety consequences may deserve more attention than a higher-probability administrative inconvenience.

Quantitative analysis is useful when numerical modelling improves the decision. Expected monetary value multiplies probability by financial impact and can support contingency thinking or decision-tree analysis. Simulation can help estimate the range and likelihood of possible schedule or cost outcomes. Sensitivity analysis helps identify which uncertain variables have the greatest influence. The exam normally tests what the analysis means and when it is useful rather than requiring advanced statistical calculation.

Analysis should remain proportionate. A small agile product experiment may need rapid qualitative discussion and a short learning cycle rather than a full quantitative model. A major capital project with substantial cost exposure may justify deeper modelling. The project manager selects the level of analysis that supports the decision without creating unnecessary delay.



14.5 Plan Responses for Threats and Opportunities

Threat responses include avoiding the threat, mitigating its probability or impact, transferring some ownership or financial consequence through an appropriate arrangement, accepting the exposure, or escalating it when the matter belongs beyond the project. Opportunities can be exploited, enhanced, shared, accepted or escalated. The strongest response is the one that fits the exposure, ownership, cost and expected value rather than the response that sounds most aggressive.

A response plan should be actionable. It may define an owner, trigger, action, timing, resources, contingency and communication path. Contingency responses are prepared for recognised uncertainty. Fallback actions may be considered when the primary response is ineffective. A response can also create secondary risks, while some exposure may remain as residual risk. Good risk management therefore does not stop once a response is selected.

Acceptance is not the same as ignoring the risk. Passive acceptance may mean monitoring and acting only if the event occurs. Active acceptance may include a contingency reserve, trigger or prepared response. Similarly, transferring a risk does not make it disappear. The project still monitors whether the commercial or insurance arrangement actually protects the intended objective.



14.6 Ownership, Reserves and Response Execution

A risk owner is accountable for monitoring an assigned risk and ensuring that the agreed response remains appropriate. A separate response action owner may perform a specific action. The project manager integrates the overall risk picture and ensures that ownership is clear rather than personally owning every uncertainty. When a trigger occurs, the first question is often whether the planned response should now be executed, not whether the team should start identification again.

Contingency reserves address known uncertainty that has been analysed and accepted in the project approach. Management reserves are generally held for unknown or unplanned work according to organisational governance. The candidate should therefore avoid assuming that every cost problem can be solved by drawing from “the reserve”. Use depends on the type of uncertainty, authority and the organisation’s financial controls.



14.7 Resolve Issues and Remove Impediments

Once an uncertain event occurs, the management emphasis changes from probability to resolution. The project manager should understand the effect, stabilise urgent harm where necessary, assign ownership, identify the cause, choose a response, communicate with affected stakeholders and monitor closure. Serious safety, security, legal or regulatory conditions may require immediate containment before deeper analysis continues.

Impediments deserve action because they restrict flow. A team may be blocked by unavailable access, delayed decisions, defective environments, organisational policies, external dependencies or unclear ownership. If the team can remove the obstacle safely and ethically, support local resolution. If the blocker sits outside the team’s authority, the project manager should work across organisational boundaries or escalate the specific decision needed.

Escalation should be prepared rather than emotional. State the problem, evidence, impact, action already taken, decision or support required and timing. Escalating a complaint without defining what another authority needs to decide simply transfers confusion upward.



14.8 Risk in Predictive, Agile and Hybrid Delivery

Predictive projects often maintain structured risk information, owners, responses, reserves and regular reviews against planned objectives. Agile teams reduce uncertainty through small increments, rapid feedback, technical experiments, transparent work and early delivery of high-risk items. They may still maintain formal risk records where governance requires them. The method changes, but uncertainty still needs deliberate management.

Hybrid projects require the project manager to manage different risk mechanisms together. A software workstream may reduce uncertainty through prototyping while a regulated hardware workstream uses formal qualification plans and risk records. The interface between them can create its own risk. The exam often rewards the candidate who identifies which component is affected and then applies the appropriate control rather than forcing one method across the whole project.



14.9 Modern Risk: AI, Sustainability, Cybersecurity and External Change

Modern project risk includes uncertainty created by artificial intelligence, cybersecurity, privacy, data quality, supply resilience, sustainability commitments, climate effects, regulation, market conditions and geopolitical change. AI can support risk identification or analysis, but generated output should be verified and should not replace accountable professional judgement. Confidential project information should also be handled according to organisational policy and applicable obligations.

Sustainability can create both threats and opportunities. A more efficient design may reduce long-term cost and environmental impact, while a supplier transition may introduce schedule or quality exposure. External business changes can alter risk rapidly. The project manager should monitor the environment, reassess assumptions and connect risk decisions to value rather than treating the original risk register as permanently correct.



14.10 Direct PMP Problem-Solving: Risk, Issues and Impediments

Problem 1. A supplier may miss a shipment next month because one of its factories is undergoing maintenance. The shipment has not yet been delayed. How should the project manager classify the situation first?

A. As an issue because the supplier has announced maintenance.

B. As a risk because the delay remains uncertain.

C. As an impediment because every supplier problem blocks the team.

D. As a change request because the schedule might move.

Answer: B. As a risk because the delay remains uncertain. The event that would affect the project has not occurred. The project should assess the probability, impact, owner and possible response rather than managing it as a current issue.

Decision rule: Classify uncertainty correctly before choosing the management process.

Problem 2. A previously identified supplier-delay risk occurs and the shipment is now five days late. What should the project manager do next?

A. Continue to treat it only as a future risk.

B. Delete the risk because it is no longer relevant.

C. Manage the current effect as an issue and use any applicable planned response.

D. Escalate automatically to the chief executive.

Answer: C. Manage the current effect as an issue and use any applicable planned response. Once the uncertain event occurs, the project needs active issue resolution. The original risk information may still be useful because it can contain an owner, trigger, contingency or response.

Decision rule: When a risk occurs, shift from probability management to issue resolution.

Problem 3. An agile team cannot deploy because access to the production-like test environment has been revoked by a central security team. What is the best description?

A. An impediment that is actively blocking delivery.

B. A residual risk only.

C. A product backlog item that must wait for the next release.

D. A benefit measurement problem.

Answer: A. An impediment that is actively blocking delivery. The obstacle is already restricting progress. The project manager should help remove it, working with the security authority rather than merely recording a possible future risk.

Decision rule: A current blocker is an impediment; restore flow through the responsible authority.

Problem 4. A project risk threshold requires sponsor attention when forecast delay exceeds ten working days. Current analysis shows a likely fourteen-day delay if a risk occurs. What should the project manager do?

A. Hide the forecast until the risk occurs.

B. Change the threshold to avoid escalation.

C. Wait for the next monthly report regardless of urgency.

D. Follow the agreed escalation path because the exposure crosses the threshold.

Answer: D. Follow the agreed escalation path because the exposure crosses the threshold. Thresholds exist to define when exposure requires higher-level attention. Escalation should include the evidence, impact and decision or support required.

Decision rule: Use agreed thresholds to determine when escalation is required.

Problem 5. A risk statement reads, “Vendor risk is high.” What would improve it most?

A. Replace the word vendor with supplier.

B. Describe the cause, uncertain event and potential effect on an objective.

C. Add a red colour to the risk register.

D. Assign the project manager as owner of every vendor risk.

Answer: B. Describe the cause, uncertain event and potential effect on an objective. A useful risk statement explains what might happen, why, and what it could affect. This makes analysis and response planning more precise.

Decision rule: Write risks so the uncertain event and consequence are clear.

Problem 6. During planning, the team assumes a new regulation will not take effect until after project completion. What should the project manager do with this assumption?

A. Treat it as certain because it appears in the plan.

B. Ignore it because regulations are external.

C. Identify and monitor the uncertainty because the assumption can create project risk.

D. Transfer the assumption to the sponsor and remove it from project discussion.

Answer: C. Identify and monitor the uncertainty because the assumption can create project risk. Assumptions are a common source of uncertainty. The project should understand what happens if the assumption proves false and monitor information that could change it.

Decision rule: Test important assumptions for the risks they create.

Problem 7. Two risks have the same probability and impact rating, but one could occur next week while the other cannot occur for eighteen months. What additional factor is most useful?

A. Risk proximity or urgency.

B. The alphabetical order of the risk titles.

C. The number of people who attended the workshop.

D. Whether the risk owner is senior.

Answer: A. Risk proximity or urgency. Risks with similar probability and impact can still require different attention because timing affects how much response time remains.

Decision rule: Prioritise with more than probability and impact when timing matters.

Problem 8. A low-probability event could cause a severe safety failure. What is the strongest response?

A. Ignore it because probability is low.

B. Rank it below all high-probability risks automatically.

C. Accept it without review to avoid cost.

D. Evaluate it against safety obligations and risk thresholds rather than probability alone.

Answer: D. Evaluate it against safety obligations and risk thresholds rather than probability alone. Severe safety consequences can demand strong treatment even when likelihood is low. Mandatory obligations and consequence severity influence response.

Decision rule: Do not let probability alone hide catastrophic or mandatory exposure.

Problem 9. A risk has a 30% probability of causing a $100,000 loss. What is its negative expected monetary value?

A. $3,000.

B. $30,000.

C. $70,000.

D. $130,000.

Answer: B. $30,000. Expected monetary value is probability multiplied by financial impact: 0.30 x $100,000 = $30,000 expected loss. The figure supports analysis; it is not a guarantee that exactly $30,000 will be spent.

Decision rule: Use EMV as decision evidence, not as a certain outcome.

Problem 10. Option A has a 40% chance of gaining $80,000 and a 60% chance of gaining $20,000. What is the expected monetary value?

A. $32,000.

B. $44,000.

C. $52,000.

D. $100,000.

Answer: B. $44,000. EMV = (0.40 x $80,000) + (0.60 x $20,000) = $32,000 + $12,000 = $44,000.

Decision rule: For decision trees, weight each possible outcome by its probability and combine the results.

Problem 11. A major infrastructure project wants to estimate the probability of completing before several possible dates because many activity durations are uncertain. Which technique is most appropriate?

A. A qualitative colour label only.

B. A stakeholder engagement matrix.

C. A simulation that models a distribution of possible schedule outcomes.

D. A fixed-price contract.

Answer: C. A simulation that models a distribution of possible schedule outcomes. Simulation can combine uncertainty across many variables and estimate the likelihood of different completion results.

Decision rule: Use quantitative modelling when a range of outcomes and probabilities improves the decision.

Problem 12. A sensitivity analysis shows that one material-price assumption drives most of the cost uncertainty. What should the project manager infer?

A. Every risk has equal importance.

B. The project should focus additional attention on that influential variable and its response options.

C. The project can ignore all other cost risks permanently.

D. The material price should be changed in the contract without approval.

Answer: B. The project should focus additional attention on that influential variable and its response options. Sensitivity analysis highlights which uncertain factors have the strongest effect on the result. It supports prioritised attention rather than automatic action.

Decision rule: Use sensitivity information to focus management effort where uncertainty matters most.

Problem 13. A threat can be eliminated by changing the design so the risky technology is no longer used. Which response strategy is this?

A. Mitigate.

B. Transfer.

C. Avoid.

D. Accept.

Answer: C. Avoid. Avoidance removes the threat or its cause from the project approach. Mitigation would reduce probability or impact without eliminating the exposure entirely.

Decision rule: Avoid a threat by changing the plan so the threat no longer applies.

Problem 14. A team cannot eliminate a cybersecurity threat but can add stronger authentication and monitoring that reduce its likelihood and impact. Which response is this?

A. Mitigate.

B. Exploit.

C. Share.

D. Accept.

Answer: A. Mitigate. Mitigation reduces the probability or impact of a threat to an acceptable level.

Decision rule: Mitigation reduces exposure when elimination is impractical.

Problem 15. A project buys insurance against a defined property-loss exposure. Which risk response does this best represent?

A. Avoidance.

B. Transfer.

C. Enhancement.

D. Passive acceptance.

Answer: B. Transfer. Insurance transfers specified financial consequences to another party under agreed conditions, although the project still needs to monitor the underlying exposure.

Decision rule: Transfer can shift defined consequences, but monitoring remains necessary.

Problem 16. A minor risk falls below the organisation’s action threshold. The team decides to monitor it without funding a special response. Which strategy is this?

A. Exploit.

B. Avoid.

C. Accept.

D. Transfer.

Answer: C. Accept. Acceptance can be reasonable when exposure is small or response cost is unjustified. The risk should remain visible if monitoring is appropriate.

Decision rule: Acceptance is a deliberate choice, not neglect.

Problem 17. A project identifies an opportunity to finish certification early if a specialist laboratory slot becomes available. The team reserves the slot and reallocates resources to ensure the opportunity occurs. Which strategy is being used?

A. Exploit.

B. Mitigate.

C. Transfer.

D. Escalate.

Answer: A. Exploit. Exploitation takes action to make a positive uncertain event happen so the project can realise the benefit.

Decision rule: Exploit an opportunity when the project wants to ensure it occurs.

Problem 18. A beneficial new technology could reduce operating cost, but the project does not have the capability to realise the opportunity alone. It forms a partnership with a specialist firm so both parties can benefit. Which response is this?

A. Avoid.

B. Accept.

C. Share.

D. Enhance.

Answer: C. Share. Sharing allocates ownership of an opportunity to a party or partnership best able to capture it.

Decision rule: Share opportunities when joint capability improves the chance of realising the benefit.

Problem 19. A risk belongs to an enterprise cybersecurity programme and cannot be managed effectively at project level. What should the project manager do?

A. Keep it hidden in the project register.

B. Escalate it to the level that owns the exposure while continuing to manage any project effects.

C. Delete it because another group owns it.

D. Change it into an opportunity.

Answer: B. Escalate it to the level that owns the exposure while continuing to manage any project effects. Escalation moves ownership to the appropriate level when the project lacks authority or scope, but the project manager still watches impacts on the project.

Decision rule: Escalate the exposure to the right owner, not away from responsibility.

Problem 20. A risk response reduces a supplier-delay threat but creates a new risk that the alternate supplier may have lower quality. What is the new exposure called?

A. A secondary risk.

B. A closed issue.

C. A benefit.

D. A defect.

Answer: A. A secondary risk. A secondary risk arises as a direct result of implementing a response to another risk.

Decision rule: Evaluate new uncertainty created by the response itself.

Problem 21. After mitigation, some probability of the original threat remains. How should the remaining exposure be described?

A. A residual risk.

B. A sunk cost.

C. An impediment.

D. A corrective action.

Answer: A. A residual risk. Residual risk is the exposure that remains after planned responses are implemented. It may require monitoring, contingency or acceptance.

Decision rule: Responses reduce exposure; they do not always eliminate it.

Problem 22. A risk owner receives notification that the agreed trigger has occurred. The response plan is already approved and falls within the owner’s authority. What should happen first?

A. Restart risk identification.

B. Escalate without taking the planned action.

C. Execute the agreed response and monitor its effect.

D. Wait until the risk event causes damage.

Answer: C. Execute the agreed response and monitor its effect. The scenario states that analysis, approval and ownership already exist. Repeating earlier steps wastes time.

Decision rule: When the trigger occurs and the response is authorised, act on the plan.

Problem 23. A project has contingency reserve for a recognised cost risk. The risk occurs exactly as analysed. What is the strongest action?

A. Use the contingency according to the approved cost and risk arrangements and record the effect.

B. Use management reserve automatically because all reserves are interchangeable.

C. Ignore the reserve and ask the team to work unpaid overtime.

D. Change the business case without analysis.

Answer: A. Use the contingency according to the approved cost and risk arrangements and record the effect. Contingency reserve exists for identified uncertainty when its use is authorised under the project approach.

Decision rule: Use the reserve that matches the type of uncertainty and governance.

Problem 24. An unexpected event creates unplanned work that was not part of identified project risk. The project manager wants access to management reserve. What should happen?

A. Take the funds directly because the project manager owns all reserves.

B. Follow the organisation’s governance for management reserve and obtain the required approval.

C. Reclassify the event as an old risk without evidence.

D. Charge the work to a supplier automatically.

Answer: B. Follow the organisation’s governance for management reserve and obtain the required approval. Management reserve is typically controlled according to organisational authority for unknown or unplanned work.

Decision rule: Reserve use follows the nature of uncertainty and the authority that controls the funds.

Problem 25. A critical defect is discovered in a medical device during final testing. What should the project manager do first?

A. Protect users and contain the safety exposure, then continue analysis and corrective action.

B. Update the issue log before taking any protective action.

C. Ask marketing whether the launch date is more important.

D. Wait for the next risk review meeting.

Answer: A. Protect users and contain the safety exposure, then continue analysis and corrective action. Immediate safety protection overrides normal sequencing. Documentation and root-cause work should follow without delaying containment.

Decision rule: Stabilise immediate harm first when safety or mandatory obligations are threatened.

Problem 26. An issue has been open for three weeks because no one is clearly responsible for resolving it. What should the project manager do?

A. Add more status colours.

B. Clarify ownership, required action and target resolution, then follow through.

C. Create a second issue with the same wording.

D. Wait for closure at project end.

Answer: B. Clarify ownership, required action and target resolution, then follow through. Issues need accountable ownership and a path to resolution. Repeated documentation without ownership does not solve the problem.

Decision rule: Every active issue needs accountable ownership and follow-through.

Problem 27. A team repeatedly loses two days each iteration waiting for a shared test database. What should the project manager do first?

A. Tell the team to increase velocity.

B. Analyse the recurring bottleneck and work with the owner of the shared service to remove or reduce the constraint.

C. Add more stories to the backlog.

D. Hide the delay from stakeholders.

Answer: B. Analyse the recurring bottleneck and work with the owner of the shared service to remove or reduce the constraint. The repeated delay is a system impediment. Improving flow requires addressing the dependency rather than demanding more output from the blocked team.

Decision rule: Remove the recurring constraint instead of pressuring the people waiting on it.

Problem 28. An impediment cannot be resolved by the agile team because it comes from an enterprise procurement policy. What should the project manager do?

A. Ask the team to ignore the policy.

B. Keep the blocker local forever.

C. Work through the organisational authority that owns the policy and escalate the specific resolution needed.

D. Replace the team.

Answer: C. Work through the organisational authority that owns the policy and escalate the specific resolution needed. The blocker sits outside the team’s authority. Effective leadership crosses organisational boundaries and escalates the decision, not merely the complaint.

Decision rule: Escalate impediments when authority lies outside the team, with a clear decision request.

Problem 29. A sponsor asks the project manager to escalate every medium risk immediately. The project’s agreed thresholds allow the team to manage these risks locally. What is the best response?

A. Escalate everything to avoid disagreement.

B. Explain the agreed thresholds and manage the risks at the lowest responsible level unless exposure changes.

C. Delete medium risks from reporting.

D. Lower all ratings so no risk appears medium.

Answer: B. Explain the agreed thresholds and manage the risks at the lowest responsible level unless exposure changes. Unnecessary escalation creates noise and weakens decision efficiency. The project manager should use established governance while keeping the sponsor appropriately informed.

Decision rule: Use escalation deliberately, not as a substitute for project management.

Problem 30. A hybrid project has a fixed regulatory submission date and an iterative software workstream. A backlog change creates a risk to the submission evidence. What should the project manager do?

A. Treat the change only as backlog reprioritisation.

B. Freeze all software learning permanently.

C. Assess the interface risk, involve the relevant product and regulatory roles, and protect the fixed submission obligation.

D. Ignore the submission until the software is complete.

Answer: C. Assess the interface risk, involve the relevant product and regulatory roles, and protect the fixed submission obligation. Hybrid risk often exists at the boundary between adaptable work and fixed commitments. Both mechanisms must be coordinated.

Decision rule: In hybrid work, manage the interface between flexibility and fixed obligations.

Problem 31. An agile team wants to reduce uncertainty about a technically difficult integration before committing a large amount of work. Which action is strongest?

A. Run a time-boxed spike or experiment to learn about the uncertainty early.

B. Write a detailed three-year plan first.

C. Delay all investigation until the final iteration.

D. Escalate the technical question to finance.

Answer: A. Run a time-boxed spike or experiment to learn about the uncertainty early. Short experiments can reduce uncertainty before expensive commitment. The learning should inform future backlog and delivery decisions.

Decision rule: Use early learning to reduce uncertainty before large commitment.

Problem 32. A product owner keeps prioritising only the easiest stories, leaving high-uncertainty items until the end. What risk-related concern should the project manager raise?

A. Difficult work should always be postponed.

B. Late discovery of major uncertainty can reduce response options and threaten release confidence.

C. Velocity is the only measure that matters.

D. Easy stories automatically create more value.

Answer: B. Late discovery of major uncertainty can reduce response options and threaten release confidence. Teams often benefit from addressing important uncertainty early enough to learn and adapt while options remain available.

Decision rule: Do not defer material uncertainty until the project has little room to respond.

Problem 33. An AI tool identifies twenty new project risks and ranks them. What should the project manager do before relying on the ranking?

A. Accept the ranking because AI is objective.

B. Delete all previously identified risks.

C. Verify the inputs, assumptions and relevance, involve appropriate human expertise, and check data/privacy requirements.

D. Publish the list externally without review.

Answer: C. Verify the inputs, assumptions and relevance, involve appropriate human expertise, and check data/privacy requirements. AI can support analysis, but accountable human judgement remains necessary. Poor data or unsupported assumptions can produce misleading prioritisation.

Decision rule: Treat AI risk analysis as decision support that requires verification and governance.

Problem 34. A sustainability requirement creates a possibility that a new supplier will cost more initially but reduce whole-life operating cost substantially. How should the project manager treat this?

A. As an automatic threat because initial cost increases.

B. As a trade-off that may contain both threat and opportunity and should be analysed for total value.

C. As irrelevant because sustainability is outside project management.

D. As a reason to ignore procurement rules.

Answer: B. As a trade-off that may contain both threat and opportunity and should be analysed for total value. Risk thinking includes positive and negative uncertainty. Whole-life value, approved requirements and delivery risk should be considered together.

Decision rule: Analyse sustainability uncertainty for both downside exposure and potential value.

Problem 35. A new regulation is announced and will definitely apply before project launch. How should the project manager classify the regulatory requirement now?

A. As a future risk only.

B. As a confirmed external condition that must be incorporated through the appropriate issue/change/governance process.

C. As an opportunity automatically.

D. As an impediment that the team may ignore.

Answer: B. As a confirmed external condition that must be incorporated through the appropriate issue/change/governance process. Once the condition is certain, the project should stop treating it only as uncertain risk and manage the required impact.

Decision rule: When uncertainty becomes fact, update the management response accordingly.

Problem 36. A risk workshop produces 120 risks, but the team gives all of them equal attention. What is the main problem?

A. Too many people participated.

B. The team has not prioritised exposure so management effort can focus where it matters most.

C. Every risk should receive identical funding.

D. The risk register should contain only five items.

Answer: B. The team has not prioritised exposure so management effort can focus where it matters most. Risk management is stronger when analysis differentiates material exposure from minor uncertainty.

Decision rule: Identify broadly, then prioritise management attention proportionately.

Problem 37. A project manager discovers that a mitigation action is no longer effective because the supplier changed its manufacturing process. What should happen next?

A. Keep the old response because it was approved.

B. Reassess the risk using current evidence and revise the response through the appropriate process.

C. Close the risk immediately.

D. Wait until the threat occurs.

Answer: B. Reassess the risk using current evidence and revise the response through the appropriate process. Risk responses need monitoring. When assumptions change, the project should update analysis and response rather than defend an obsolete plan.

Decision rule: Risk management is continuous; revise responses when evidence changes.

Problem 38. A risk owner reports that a threat can no longer occur because the relevant work package has been completed successfully. What should the project manager do?

A. Keep the risk open until project closure regardless of evidence.

B. Close or retire the risk according to the project’s risk process and document the status.

C. Convert it to an issue.

D. Escalate it to the sponsor.

Answer: B. Close or retire the risk according to the project’s risk process and document the status. Risks should remain current. Exposure that can no longer occur should not clutter active management attention.

Decision rule: Close risks when the exposure is no longer possible, using the agreed process.

Problem 39. A senior stakeholder wants a project risk removed from the report because it may create concern at an executive review. The risk remains material and valid. What should the project manager do?

A. Remove it to protect the stakeholder relationship.

B. Reduce the rating without evidence.

C. Report the risk accurately and communicate its status, response and decision needs through the agreed governance process.

D. Move it to a private personal file.

Answer: C. Report the risk accurately and communicate its status, response and decision needs through the agreed governance process. Professional reporting requires truthful representation of material exposure. Hiding a valid risk weakens governance and may create greater harm.

Decision rule: Do not manipulate risk information to make performance look better.

Problem 40. A project faces a possible twelve-day supplier delay, a current three-day testing outage, and an enterprise cybersecurity policy that prevents a workaround. Which action is strongest?

A. Manage all three items in the same way because they affect schedule.

B. Treat the possible supplier delay as a risk, the testing outage as a current issue/impediment, and the policy constraint through the authority that owns it, integrating their combined schedule effect.

C. Escalate everything immediately without analysis.

D. Ignore the supplier risk until it occurs.

Answer: B. Treat the possible supplier delay as a risk, the testing outage as a current issue/impediment, and the policy constraint through the authority that owns it, integrating their combined schedule effect. The scenario contains different problem states and authorities. Strong judgement classifies each correctly while still managing the combined effect on the project.

Decision rule: Classify each exposure correctly, then integrate the overall impact and response.



14.11 Risk, Issue and Impediment Fast Review

1. A risk is uncertain; an issue has occurred; an impediment is actively restricting progress. Classify before choosing the action.

2. Connect risks to objectives. A useful statement explains the cause, uncertain event and possible effect.

3. Use risk appetite, tolerance and thresholds to judge acceptable exposure and escalation needs.

4. Identify uncertainty continuously from assumptions, estimates, dependencies, interfaces, suppliers, technology, regulation and external change.

5. Prioritise with probability and impact, but also consider urgency, proximity, severity, manageability and mandatory obligations where relevant.

6. Use quantitative analysis when numerical modelling improves an important decision; do not model simply because a technique exists.

7. Threat responses include avoid, mitigate, transfer, accept and escalate. Opportunity responses include exploit, enhance, share, accept and escalate.

8. A risk response should have clear ownership, timing, trigger, action and monitoring. Watch for residual and secondary risks.

9. When an agreed trigger occurs and the response is authorised, execute the planned response rather than restarting earlier analysis.

10. Contingency and management reserves serve different purposes and remain subject to financial governance.

11. For urgent safety, legal, security or compliance harm, contain first; then continue analysis, communication and corrective action.

12. Resolve issues with ownership, evidence, action and follow-through. Do not let the issue log replace management.

13. Remove impediments at the lowest responsible level. Escalate when the blocker sits outside the team’s authority or crosses an agreed threshold.

14. Agile reduces uncertainty through short feedback cycles, experiments, transparent work and early learning; it does not eliminate risk management.

15. Hybrid projects require deliberate management of interface risks between adaptable components and fixed commitments.

16. Verify AI-supported risk analysis and protect privacy, confidentiality, security and accountable human judgement.

17. Treat sustainability and external business change as sources of both threats and opportunities when they affect project value or obligations.

18. Report material risk truthfully. Governance depends on accurate exposure, not optimistic presentation.



14.12 Risk Decision Sequence

1. Define the project objective or value that may be affected.

2. Classify the condition: uncertain risk, occurred issue, active impediment or confirmed external change.

3. Check what is already known: owner, trigger, response, threshold, reserve, governance rule and prior action.

4. For a risk, analyse exposure proportionately and decide whether it requires treatment, monitoring, acceptance or escalation.

5. Select and assign the response that best fits the exposure, authority, cost, timing and delivery approach.

6. For an issue or impediment, stabilise urgent harm, diagnose the cause, assign ownership and remove the obstacle or implement corrective action.

7. Escalate when the project lacks authority, a threshold is crossed, a mandatory obligation is threatened or another governance role owns the decision.

8. Monitor the result, update risk and issue information, communicate material changes, close resolved items and capture learning for future decisions.

Verified source basis: Project Management Institute, PMP Examination Content Outline (2026), Business Environment tasks concerning impediments, issues and risk; Project Management Institute, PMBOK Guide, Eighth Edition (2025); Project Management Institute, Agile Practice Guide, Second Edition (2026); and current PMI guidance on uncertainty, risk attitude and responsible AI.

Chapter 15





Change Management and Project Control

Projects change because new information appears, assumptions fail, stakeholders refine what they need, risks occur, external conditions move and delivery evidence reveals that the original plan no longer fits reality. The PMP examination does not reward a project manager who treats every change as a threat, nor one who accepts every request immediately. It tests whether the candidate can understand the proposed change, judge its effect, use the correct decision authority, protect approved commitments and then implement the decision in a controlled way.

Project control is the discipline that makes this possible. Control means comparing actual conditions with the intended direction, recognising meaningful variance or new information, deciding whether action is needed, obtaining the right approval where commitments change, implementing the response and checking the result. The purpose is not to defend an old plan at all costs. The purpose is to keep the project aligned with value, governance, quality, risk and current business needs while preserving reliable information for decision-makers.


15.1 Control Begins with Evidence, Not Reaction

A variance is a difference between what was expected and what is occurring. A change is a decision to alter an approved commitment, requirement, baseline, product direction, contract, control rule or other managed element. The two are related but they are not identical. A schedule variance may be corrected without changing the schedule baseline. A cost overrun may require corrective action rather than a budget change. Conversely, a new regulation may require a formal change even when current performance shows no variance.

The first control question is therefore: what has actually changed? The project manager should separate a performance signal from its cause and from the response. If a milestone is slipping, the cause may be a supplier delay, low productivity, rework, an unapproved requirement, unavailable resources or an unrealistic estimate. Each cause can demand a different response. Acting on the variance alone can produce a polished but ineffective solution.

Control also depends on thresholds. Minor deviations may remain inside the team’s authority and normal management process. Larger deviations may require sponsor, product, commercial, regulatory or governance attention. The candidate should look for wording that identifies a threshold, approval limit, contract condition or mandatory obligation because these details often determine whether the project manager can act directly or must prepare a decision for another authority.



15.2 The Change Lifecycle: Request, Analyse, Decide, Implement, Verify

A proposed change is not the same as an approved change. In a controlled environment, the project manager first clarifies the request and records it through the agreed mechanism. The project then analyses the consequences. Relevant effects can include scope, schedule, cost, quality, resources, procurement, risk, compliance, benefits, operations, stakeholders, sustainability and other dependencies. The analysis should be proportionate: a small reversible adjustment does not require the same depth as a change to a regulated design or contractual milestone.

Decision authority comes next. Some projects use a change control board; others reserve decisions for a sponsor, product authority, steering group, customer, regulator or another governance body. The PMP answer should follow the authority described in the scenario rather than assume one universal structure. Once the change is approved, rejected, deferred or modified, the decision should be communicated, relevant plans and records updated, affected people aligned and implementation controlled. Verification then asks whether the approved change produced the intended result without creating unacceptable secondary effects.

A useful exam distinction is between understanding a request and implementing it. Clarifying a stakeholder’s need is usually appropriate before approval. Performing impact analysis is appropriate before approval. Beginning the changed work, altering a controlled baseline or promising a new contractual date normally requires the relevant decision first, unless the project’s established emergency process authorises immediate protective action.



15.3 Integrated Impact Analysis

A local change can create system-wide effects. Adding one feature can extend testing, increase licence cost, change training, create new security exposure, require supplier work and delay benefits. Removing scope can reduce cost but also remove a dependency that another team expected. Changing a material may improve sustainability while introducing qualification or procurement risk. Good change analysis therefore looks beyond the most obvious constraint.

The examination often gives an attractive answer that considers only one dimension, usually schedule or cost. A stronger response identifies the significant integrated effects and places them before the right decision-maker. This does not mean producing exhaustive paperwork for every request. It means analysing enough to support an informed decision. The project manager should also make assumptions visible. A forecast built on uncertain supplier dates or unverified AI-generated estimates should not be presented with false precision.



15.4 Baselines, Configuration and Rebaselining

A baseline is an approved reference used to evaluate performance. In predictive work, scope, schedule and cost commitments may be baselined and changed only through the agreed control process. Configuration management protects the integrity and identity of controlled product or project elements, such as approved specifications, versions, components or documents. Change control determines whether a proposed alteration should be authorised; configuration control helps ensure that the authorised version is the one actually used.

Rebaselining should not be used to hide poor performance. If the project is late because execution was weak, simply moving the baseline date can make the variance disappear from the report without solving the problem. A baseline should change when an approved change legitimately alters the commitment or when governance authorises a new basis for control. Historical performance should remain understandable so decision-makers can distinguish approved change from delivery variance.

A change log or equivalent decision record supports traceability. It can show what was requested, who owns the analysis, current status, decision, date and implementation state. The record is useful, but recording a change does not approve it. Likewise, changing a document does not implement the business or technical action by itself.



15.5 Corrective Action, Preventive Action and Defect Repair

Corrective action addresses a condition that is already affecting performance and seeks to bring future results back towards the intended direction. Preventive action addresses a recognised condition before it creates the unwanted outcome. Defect repair corrects a nonconforming product or deliverable. These actions can overlap with formal change control when they alter approved commitments, but the labels themselves do not automatically determine the approval route. The project’s management approach and governance do.

Suppose schedule performance falls because a critical specialist is shared across three projects. Corrective action may involve resolving the resource constraint, resequencing work or using an approved recovery option. If the response changes a contractual completion date or controlled baseline, formal approval may also be required. The exam therefore tests both diagnosis and authority: choose the action that treats the cause, then determine whether the resulting change sits inside existing authority or must be approved elsewhere.



15.6 Urgent and Mandatory Change

Urgency does not automatically remove control. A customer may demand an immediate feature, an executive may request a same-day scope change or a supplier may propose a quick substitution. The project manager should resist the assumption that urgency equals approval. If the project has an established emergency-change path, use it. If immediate safety, security, legal or severe compliance harm exists, contain the harm first and then complete the required decision, documentation and follow-through as rapidly as the governance model permits.

Mandatory external change is different from an optional stakeholder request. A new law, regulator instruction or binding security rule may remove the option of doing nothing, but the project still needs to determine how to comply. The project manager should assess impact, involve the relevant specialists, prepare the necessary decision and update commitments through the proper path. The mandatory nature of the requirement does not make every implementation choice automatically correct.



15.7 Change Across Predictive, Agile and Hybrid Delivery

Predictive environments often manage changes to approved baselines through formal analysis and authorisation. Agile environments expect learning and reprioritisation, so many changes to future product content can be handled through backlog refinement and product ordering rather than a separate baseline-change process. This flexibility does not mean that anyone can interrupt committed work or ignore funding, legal, security, architectural or release constraints. Product decision rights and team focus still matter.

Hybrid projects require boundary judgement. A product owner may reorder software features without a formal project change when those features remain inside an adaptable product boundary. The same request may require formal approval if it changes a contracted hardware specification, fixed external milestone, approved funding limit or regulatory submission. The strongest exam answer identifies which commitment is changing and applies the control mechanism that belongs to that part of the project.



15.8 Project Control: Variance, Trend, Forecast and Threshold

Project control should use more than a snapshot. A single variance tells the project manager where performance differs from expectation at one point. Trend information shows whether performance is improving or deteriorating. Forecasts estimate the likely future outcome based on current evidence. Thresholds indicate when management action or escalation becomes necessary. Together they help the project manager decide whether to monitor, investigate, correct, change or escalate.

Control information should remain honest. A dashboard can be accurate mathematically and still mislead if data is stale, exceptions are hidden or an optimistic forecast is presented as a commitment. The project manager should validate material information, explain assumptions and communicate the decision significance. This is especially important when automated tools or AI systems generate forecasts, summaries or suggested corrective actions. The tool can accelerate analysis, but accountable judgement remains human.



15.9 Implementing Change Without Losing Alignment

Approval is only the middle of change management. Implementation can fail when affected teams never receive the decision, configuration items remain inconsistent, suppliers continue using an older specification, acceptance criteria are not updated or operations are unprepared for the new outcome. The project manager should identify who must act, what information must change, what dependencies are affected and how completion will be verified.

Stakeholder communication should explain the decision in a form relevant to the audience. A delivery team may need technical details and timing. Finance may need the approved budget effect. Customers may need revised expectations. Operations may need transition information. Governance may need status and residual exposure. Communication is part of control because a decision that people do not understand or implement consistently is not truly under control.



15.10 Direct PMP Problem-Solving: Change and Project Control

Problem 1. A project is six days behind schedule, but analysis shows the team can recover the time using existing float without changing the approved finish date. What should the project manager do first?

A. Submit a baseline change immediately.

B. Analyse and implement an appropriate recovery action inside current authority, then monitor the result.

C. Move the finish date so the dashboard becomes green.

D. Ask the customer to accept the delay before analysing recovery options.

Answer: B. Analyse and implement an appropriate recovery action inside current authority, then monitor the result. A variance does not automatically require a baseline change. If the approved commitment remains achievable, the project manager should manage the cause and recovery before seeking unnecessary change approval.

Decision rule: Do not convert every variance into a formal change; first determine whether the approved commitment still needs to change.

Problem 2. A senior stakeholder asks the team to add a reporting feature to a predictively managed project with baselined scope. The stakeholder says the change is small. What should the project manager do next?

A. Ask the team to build it immediately because the stakeholder is senior.

B. Reject it because baselined scope can never change.

C. Clarify the request and assess its integrated impact before routing it through the agreed change authority.

D. Add it secretly if no one notices the cost.

Answer: C. Clarify the request and assess its integrated impact before routing it through the agreed change authority. Baselined scope can change, but the project manager should make the consequences visible and use the decision process rather than implement or reject the request unilaterally.

Decision rule: In predictive control, understand and analyse a requested baseline change before implementation.

Problem 3. A change request has been analysed and approved by the authorised governance body. What should the project manager do next?

A. Communicate the decision, update affected controlled information, coordinate implementation and verify the result.

B. Repeat the impact analysis indefinitely.

C. Ask the team to ignore the approval until the next project phase.

D. Treat the request as unapproved because the project manager did not personally approve it.

Answer: A. Communicate the decision, update affected controlled information, coordinate implementation and verify the result. Once the right authority has decided, the work moves from decision preparation to controlled execution and follow-through.

Decision rule: After approval, implement the decision consistently and verify that it produced the intended outcome.

Problem 4. A customer requests an urgent change, but the contract states that only the customer’s authorised commercial representative can approve contract modifications. What should the project manager do?

A. Implement the request because the customer asked.

B. Use the contractual change path and obtain the required authorised decision.

C. Ask the team to decide by majority vote.

D. Change the contract record after delivery.

Answer: B. Use the contractual change path and obtain the required authorised decision. Urgency does not transfer commercial authority to a person who does not possess it. The project manager can analyse and prepare the request quickly while respecting the agreement.

Decision rule: Urgency does not override defined decision rights or contractual authority.

Problem 5. A project manager notices a recurring cost variance. Which action is strongest before recommending a budget increase?

A. Rebaseline the cost plan immediately.

B. Hide the variance until month-end.

C. Identify the cause, assess the forecast and evaluate corrective options.

D. Use management reserve automatically.

Answer: C. Identify the cause, assess the forecast and evaluate corrective options. A budget change should be based on evidence about why cost performance is off plan and what future outcome is likely. Rebaselining before analysis can hide poor performance.

Decision rule: Diagnose the cause and forecast before asking to change an approved financial commitment.

Problem 6. An agile team completes an iteration review and the customer suggests a valuable new feature for a future release. What is normally the best next step?

A. Implement it immediately in the current iteration.

B. Clarify the need and allow the appropriate product role to consider it in backlog refinement and prioritisation.

C. Submit every new feature to a change control board automatically.

D. Reject it because agile teams cannot change requirements.

Answer: B. Clarify the need and allow the appropriate product role to consider it in backlog refinement and prioritisation. In an adaptive product boundary, future content can often change through normal product mechanisms without treating every idea as a formal baseline change.

Decision rule: In agile work, use product prioritisation for adaptable future content unless a controlled commitment is affected.

Problem 7. A hybrid project has a fixed regulatory submission date but adaptable software features. A proposed feature would require changing the approved submission date. How should the project manager treat it?

A. Only as backlog reprioritisation.

B. As a formal change to the controlled milestone, even if the feature itself is managed adaptively.

C. As a team-level decision with no stakeholder involvement.

D. As a defect repair.

Answer: B. As a formal change to the controlled milestone, even if the feature itself is managed adaptively. Hybrid management follows the control mechanism attached to the commitment being changed. A fixed regulatory date is not made flexible merely because software work is agile.

Decision rule: In hybrid projects, control the affected commitment according to its own governance boundary.

Problem 8. A project sponsor tells the project manager to move the approved finish date so a current delay will no longer appear as a variance. There is no approved scope or business change. What should the project manager do?

A. Move the date because the sponsor requested it.

B. Keep truthful performance information and use the agreed governance process for any legitimate baseline change.

C. Delete previous schedule reports.

D. Create a new baseline every reporting period.

Answer: B. Keep truthful performance information and use the agreed governance process for any legitimate baseline change. Rebaselining should not be used to erase poor performance or make reporting look better.

Decision rule: Do not use baseline changes to conceal execution variance.

Problem 9. A new cybersecurity regulation will definitely apply before launch. Which statement is strongest?

A. Treat it only as a future risk until the regulator audits the project.

B. Ignore it because scope was approved before the regulation.

C. Assess the mandatory requirement, involve relevant expertise and process the necessary project changes through governance.

D. Allow the development team to decide whether compliance is worthwhile.

Answer: C. Assess the mandatory requirement, involve relevant expertise and process the necessary project changes through governance. The obligation may be mandatory, but implementation still requires informed impact analysis and controlled decisions.

Decision rule: Mandatory external change removes the option to ignore the requirement, not the need for disciplined implementation.

Problem 10. A production defect creates an immediate safety hazard. What should the project manager do first?

A. Wait for the next scheduled change board meeting before taking any protective action.

B. Contain the immediate hazard using authorised emergency procedures, then complete the required analysis, approval and documentation.

C. Rewrite the whole project management plan first.

D. Continue production to protect schedule.

Answer: B. Contain the immediate hazard using authorised emergency procedures, then complete the required analysis, approval and documentation. Immediate protection comes before ordinary optimisation when safety harm is present. Control continues after containment through the established emergency path.

Decision rule: For immediate safety, legal or security harm, protect first and then complete disciplined control and follow-through.

Problem 11. A proposed design change reduces material cost but may increase maintenance expense for ten years. What should the project manager include in the analysis?

A. Only the construction budget.

B. Only the schedule effect.

C. Relevant life-cycle cost, quality, risk, benefits and stakeholder effects as well as near-term cost.

D. No analysis because lower initial cost is always better.

Answer: C. Relevant life-cycle cost, quality, risk, benefits and stakeholder effects as well as near-term cost. Change analysis should support the decision that best protects total value, not simply the most visible short-term measure.

Decision rule: Evaluate integrated and life-cycle effects when a change can alter long-term value.

Problem 12. A change request has been rejected. What should the project manager do?

A. Implement it quietly if the team still prefers it.

B. Communicate the decision, maintain the approved basis and record the change status according to the project process.

C. Delete the request so no record remains.

D. Ask the team to vote again until approval is achieved.

Answer: B. Communicate the decision, maintain the approved basis and record the change status according to the project process. Rejection is a decision that should be traceable and understood by affected stakeholders.

Decision rule: A rejected change remains rejected until a new authorised decision changes that status.

Problem 13. A change log shows a request as “submitted”. A team member assumes this means approval and starts work. What should the project manager do?

A. Allow the work because the request is recorded.

B. Stop or contain unauthorised work as appropriate, clarify the status and reinforce the agreed approval process.

C. Change the log status to approved after the fact.

D. Ignore the situation if the feature is useful.

Answer: B. Stop or contain unauthorised work as appropriate, clarify the status and reinforce the agreed approval process. Recording a request creates traceability; it does not create authority to implement it.

Decision rule: Do not confuse submission or logging with approval.

Problem 14. A schedule trend has deteriorated for four reporting periods, although the current variance remains inside the formal escalation threshold. What should the project manager do?

A. Ignore it until the threshold is crossed.

B. Investigate the deteriorating trend and consider proportionate corrective action before the situation becomes larger.

C. Rebaseline immediately.

D. Report the project as fully healthy because the threshold has not been crossed.

Answer: B. Investigate the deteriorating trend and consider proportionate corrective action before the situation becomes larger. Thresholds guide escalation, but good control uses trend information to act early when evidence shows deterioration.

Decision rule: Do not wait for a threshold breach when a credible trend provides an earlier opportunity to correct performance.

Problem 15. A supplier proposes substituting a component with an “equivalent” part. The approved configuration specifies the original component. What should the project manager do?

A. Accept the substitute based only on the supplier’s statement.

B. Evaluate the proposed substitution against requirements, quality, risk and contractual/configuration controls before approval.

C. Let warehouse staff decide after delivery.

D. Update the configuration record first and analyse later.

Answer: B. Evaluate the proposed substitution against requirements, quality, risk and contractual/configuration controls before approval. Configuration integrity protects the project from unauthorised or poorly understood substitutions.

Decision rule: Verify a proposed configuration change before changing the controlled product definition.

Problem 16. A corrective action can restore schedule performance without changing any approved baseline or contract term. The project manager has authority to implement it. What is the strongest action?

A. Implement the corrective action and monitor its effect.

B. Seek a formal baseline change merely because a problem occurred.

C. Delay action until project closure.

D. Ask the customer to approve the team’s internal working method.

Answer: A. Implement the corrective action and monitor its effect. Formal change approval is unnecessary when the response sits inside existing authority and does not alter a controlled commitment.

Decision rule: Use the lightest responsible control that fits the commitment being affected.

Problem 17. A product owner wants to change the priority of two unstarted backlog items. No fixed milestone, contract, regulation or approved funding boundary is affected. What should the project manager normally support?

A. Normal backlog reprioritisation through the product role.

B. A mandatory project-wide baseline change.

C. Escalation to the chief executive.

D. A procurement claim.

Answer: A. Normal backlog reprioritisation through the product role. Adaptable future product content is often controlled through product prioritisation rather than predictive-style baseline change.

Decision rule: Do not over-control routine agile reprioritisation that stays inside the authorised product boundary.

Problem 18. During impact analysis, one team estimates that a proposed change will add two weeks, while another says it will add six. What should the project manager do?

A. Choose the smaller estimate to make approval easier.

B. Present the range or resolve the assumptions and dependencies enough to support an informed decision.

C. Average the estimates without investigation.

D. Reject the change because estimates differ.

Answer: B. Present the range or resolve the assumptions and dependencies enough to support an informed decision. Impact analysis should expose uncertainty rather than hide it behind false precision.

Decision rule: Make uncertainty and assumptions visible in change decisions.

Problem 19. An AI planning assistant recommends cancelling a testing activity to recover schedule. The activity is required by regulation. What should the project manager do?

A. Accept the AI recommendation because it optimises the schedule.

B. Verify the recommendation and reject any option that violates mandatory requirements, then evaluate compliant alternatives.

C. Remove the regulation from the project plan.

D. Ask the AI tool to approve an exception.

Answer: B. Verify the recommendation and reject any option that violates mandatory requirements, then evaluate compliant alternatives. AI can support option generation, but it does not override law, governance or accountable human judgement.

Decision rule: AI-generated control actions require verification and must remain inside mandatory constraints.

Problem 20. A project team makes several small unauthorised enhancements because “the customer will like them”. What control problem is this?

A. Gold plating and uncontrolled scope change.

B. Risk transfer.

C. Management reserve use.

D. Schedule compression.

Answer: A. Gold plating and uncontrolled scope change. Useful intentions do not authorise extra product scope. The project manager should stop the practice, assess any resulting effects and reinforce decision rights.

Decision rule: Do not add unapproved scope merely because it appears beneficial.

Problem 21. A change is approved, but one supplier continues building to the old specification. What failed?

A. Risk identification only.

B. Change implementation and configuration communication/control.

C. The business case automatically.

D. Product backlog ordering only.

Answer: B. Change implementation and configuration communication/control. Approval alone does not create consistent execution. Affected parties must receive and use the authorised information.

Decision rule: A change is controlled only when the approved decision reaches and is implemented by every affected party.

Problem 22. The project manager discovers that a forecast was built from data that has not been updated for six weeks. What should happen before using the forecast to recommend a change?

A. Use it because forecasts are always approximate.

B. Validate and refresh the material data and assumptions.

C. Round the numbers to make them easier to present.

D. Submit the change first and check the data later.

Answer: B. Validate and refresh the material data and assumptions. Control decisions depend on reliable evidence. Stale information can produce unnecessary or harmful changes.

Decision rule: Verify material control data before using it to drive a decision.

Problem 23. A stakeholder requests a change that would increase benefits but exceed the project manager’s approved financial authority. What should the project manager do?

A. Approve it because benefits increase.

B. Analyse the proposal and take the decision to the authority that owns the funding limit.

C. Reject all benefit-increasing changes.

D. Use contingency reserve to avoid approval.

Answer: B. Analyse the proposal and take the decision to the authority that owns the funding limit. A positive business case does not expand the project manager’s authority.

Decision rule: Prepare decisions that exceed your authority; do not appropriate the authority yourself.

Problem 24. A preventive action would reduce the probability of future rework but requires a modest change to the team’s internal workflow, which the team is authorised to make. What should the project manager do?

A. Support the preventive action and monitor whether it reduces the exposure.

B. Submit a contractual change automatically.

C. Wait until the defect occurs.

D. Rebaseline the whole project.

Answer: A. Support the preventive action and monitor whether it reduces the exposure. Preventive action is strongest when it addresses a credible future problem before it becomes costly, provided it remains inside the team’s decision boundary.

Decision rule: Act preventively inside existing authority when evidence supports the intervention.

Problem 25. A proposed change affects scope, schedule and cost, but analysis ignores a supplier contract that depends on the original specification. What should the project manager do?

A. Proceed because the main triple constraints were analysed.

B. Expand the impact analysis to include procurement and contractual effects before the decision.

C. Approve the change and negotiate later.

D. Cancel the supplier contract immediately.

Answer: B. Expand the impact analysis to include procurement and contractual effects before the decision. Integrated control considers material dependencies beyond scope, time and cost.

Decision rule: Analyse the significant interfaces that can turn a local change into a wider project problem.

Problem 26. A change board approves a request conditionally, subject to successful security testing. What should the project manager do?

A. Treat it as fully approved with no condition.

B. Implement it only in accordance with the stated condition and verify the required security evidence.

C. Delete the condition from the minutes.

D. Ask the team to bypass testing if schedule becomes tight.

Answer: B. Implement it only in accordance with the stated condition and verify the required security evidence. Approval conditions are part of the decision and must be satisfied before the change can be treated as fully authorised for the affected step.

Decision rule: Respect conditions attached to approval; they define the boundary of authority.

Problem 27. A team completes an approved change but performance becomes worse. What should the project manager do next?

A. Assume approval guarantees success.

B. Assess the result, identify why the change did not produce the expected outcome and determine the next corrective or governance action.

C. Erase the implementation record.

D. Automatically reverse the change without analysis.

Answer: B. Assess the result, identify why the change did not produce the expected outcome and determine the next corrective or governance action. Verification closes the feedback loop. Approved changes can still create unintended effects.

Decision rule: Verify outcomes after implementation and adapt when evidence shows the response failed.

Problem 28. A customer asks the project manager to promise a new completion date before the impact of a requested change has been analysed. What is the best response?

A. Promise the date to maintain goodwill.

B. Explain that the impact must be assessed before a reliable commitment can be made.

C. Reject the request permanently.

D. Ask the team to work overtime before analysis.

Answer: B. Explain that the impact must be assessed before a reliable commitment can be made. A premature promise converts uncertainty into an unsupported commitment and weakens control.

Decision rule: Do not commit to the consequence of a change before analysing the consequence.

Problem 29. A variance report shows that cost is favourable but schedule is deteriorating. What should the project manager do?

A. Assume the project is healthy because cost is favourable.

B. Analyse the schedule cause and integrated forecast rather than allowing one positive measure to hide another problem.

C. Spend the cost saving immediately.

D. Change the reporting thresholds.

Answer: B. Analyse the schedule cause and integrated forecast rather than allowing one positive measure to hide another problem. Project control uses several dimensions and looks at future consequences, not one isolated favourable indicator.

Decision rule: Do not let one favourable metric conceal material deterioration elsewhere.

Problem 30. A new executive joins and asks that all approved project priorities be changed immediately. What should the project manager do first?

A. Implement every request because the executive is senior.

B. Clarify the requested outcomes and decision authority, then assess and route changes through the applicable governance/product mechanisms.

C. Ignore the executive.

D. Stop the project permanently.

Answer: B. Clarify the requested outcomes and decision authority, then assess and route changes through the applicable governance/product mechanisms. Seniority can influence decisions but does not eliminate the need to understand what is changing and how authority is structured.

Decision rule: Respect senior stakeholders without bypassing disciplined decision mechanisms.

Problem 31. An agile team receives a critical production issue during an iteration. What should guide whether the team interrupts current work?

A. A rigid rule that no work can ever change during an iteration.

B. Severity, product/service risk, agreed emergency policy, decision rights and impact on the iteration goal.

C. The loudest stakeholder.

D. Whether the issue is easy to fix.

Answer: B. Severity, product/service risk, agreed emergency policy, decision rights and impact on the iteration goal. Agile protects focus, but serious operational harm may justify interruption under agreed policies.

Decision rule: Balance iteration focus with proportionate response to urgent production risk.

Problem 32. A change request is approved to remove a feature. The project manager learns that training materials and a supplier statement of work still include that feature. What should happen?

A. Nothing; scope removal only affects development.

B. Update and coordinate all affected downstream and contractual information as required.

C. Restore the feature automatically.

D. Close procurement without telling the supplier.

Answer: B. Update and coordinate all affected downstream and contractual information as required. Integrated change control follows dependencies so the authorised decision is reflected consistently across the project system.

Decision rule: Trace approved changes through every material dependency they affect.

Problem 33. A sponsor asks for “one number” for the expected completion date, but the forecast depends on unresolved supplier uncertainty. What should the project manager do?

A. Provide the most optimistic date as a commitment.

B. Communicate the best supported forecast together with material assumptions or range, and explain what could change it.

C. Refuse to provide any information.

D. Use the baseline date even if current evidence shows it is unlikely.

Answer: B. Communicate the best supported forecast together with material assumptions or range, and explain what could change it. Good control provides decision-useful transparency rather than false certainty.

Decision rule: Forecast honestly and expose material uncertainty instead of disguising it as precision.

Problem 34. A proposed sustainability change increases capital cost but reduces energy use and operating cost substantially. Who should decide whether to approve it?

A. The project manager alone regardless of financial authority.

B. The appropriate authority after integrated analysis of requirements, funding, benefits, risk and life-cycle value.

C. The supplier automatically.

D. No one, because sustainability changes are always mandatory.

Answer: B. The appropriate authority after integrated analysis of requirements, funding, benefits, risk and life-cycle value. Sustainability can alter both cost and benefits, so the decision should follow the same evidence and authority principles as other material changes.

Decision rule: Analyse sustainability changes for total value and use the correct financial and governance authority.

Problem 35. A team repeatedly fixes defects, but the same type returns. What project-control response is strongest?

A. Continue repairing each defect without investigating the pattern.

B. Investigate root cause and implement corrective or preventive improvement, using change control if controlled elements must change.

C. Rebaseline quality targets downward.

D. Stop recording defects.

Answer: B. Investigate root cause and implement corrective or preventive improvement, using change control if controlled elements must change. Repeated symptom correction without system improvement is weak control.

Decision rule: When problems recur, move from symptom repair to root-cause corrective action.

Problem 36. A governance threshold requires escalation when forecast benefit falls more than 15 percent. Current analysis shows a 20 percent reduction after a market change. What should the project manager do?

A. Keep the information inside the team because schedule is unchanged.

B. Escalate the decision with evidence about the changed benefit outlook and available options.

C. Increase the reported benefit estimate.

D. Ignore benefits until closure.

Answer: B. Escalate the decision with evidence about the changed benefit outlook and available options. Control includes value and business outcomes, not only delivery constraints. A threshold tells the project manager when another authority must be involved.

Decision rule: Escalate when an agreed value or performance threshold is crossed.

Problem 37. A project manager wants to use management reserve to fund an approved scope change. What should happen first?

A. Assume management reserve is free money.

B. Follow the organisation’s financial governance for reserve use and approved budget changes.

C. Spend the reserve and document it at closure.

D. Transfer the cost to a supplier without agreement.

Answer: B. Follow the organisation’s financial governance for reserve use and approved budget changes. Reserve categories do not eliminate authorisation requirements. The funding mechanism must match the nature of the change and organisational rules.

Decision rule: Use reserves according to their purpose and financial governance, not as a shortcut around approval.

Problem 38. A project manager discovers that two teams are using different versions of an approved technical specification after a change. What is the immediate control concern?

A. Configuration inconsistency that can create defects and integration failure.

B. Low stakeholder power.

C. A benefit register problem only.

D. A procurement opportunity.

Answer: A. Configuration inconsistency that can create defects and integration failure. The project manager should establish the authorised version, correct distribution and verify that affected work uses it.

Decision rule: Configuration control ensures that everyone works from the same authorised product information.

Problem 39. A change request would improve customer value but create a known legal violation. Which option is strongest?

A. Approve it because customer value is highest priority.

B. Reject or redesign the option so the project remains legally compliant, using legal/governance expertise as needed.

C. Implement it and seek forgiveness later.

D. Ask the customer to waive the law.

Answer: B. Reject or redesign the option so the project remains legally compliant, using legal/governance expertise as needed. Value optimisation operates inside mandatory legal and ethical boundaries.

Decision rule: Mandatory obligations constrain otherwise attractive change options.

Problem 40. A team wants to create a new baseline after every minor approved change. What is the main concern?

A. Baselines should never change under any condition.

B. Excessive rebaselining can destroy performance traceability and add unnecessary control effort.

C. Every approved change must create a completely new project.

D. Minor changes should never be recorded.

Answer: B. Excessive rebaselining can destroy performance traceability and add unnecessary control effort. The project should update controlled information appropriately, but baseline management should remain meaningful and proportionate.

Decision rule: Keep baselines stable enough to support performance control while incorporating legitimate approved changes.



15.11 Change and Control Fast Review

1. A variance is evidence of difference; it does not automatically mean the approved baseline should change.

2. A change request is a proposal. Approval comes only from the role or body authorised by the project’s governance.

3. Clarify and analyse before implementation. Consider integrated effects on scope, schedule, cost, quality, resources, procurement, risk, compliance, benefits and operations where relevant.

4. Do not rebaseline simply to make poor performance disappear. Preserve traceability between approved change and execution variance.

5. Corrective action treats an existing performance problem; preventive action addresses credible future trouble; defect repair corrects nonconforming output.

6. Use configuration control to keep specifications, versions and controlled product information consistent after approved changes.

7. Urgency does not equal approval. Use established emergency paths and contain immediate safety, security, legal or severe compliance harm first.

8. In predictive work, changes to controlled baselines usually follow formal analysis and authorisation.

9. In agile work, adaptable future content can often change through product prioritisation, but funding, legal, security, release and other fixed constraints still apply.

10. In hybrid work, identify which commitment is changing and apply the control mechanism attached to that component or boundary.

11. Use trend, forecast and thresholds together. Do not wait for a threshold breach when deterioration is already visible and manageable.

12. Communicate approved decisions to every affected party and update dependent information, contracts, acceptance criteria and transition material as needed.

13. Verify the result after implementation. An approved change can still fail or create secondary effects.

14. Treat AI-generated forecasts and corrective recommendations as decision support that requires reliable data, validation and accountable human judgement.

15. Control exists to protect value and informed decision-making, not to preserve an outdated plan merely because it was once approved.



15.12 Change Decision Sequence

1. Identify the signal: request, variance, defect, risk event, external change, benefit shift or control exception.

2. Determine what has actually changed and separate the symptom from the cause.

3. Check the delivery approach, approved baselines, product boundaries, contracts, thresholds and mandatory obligations.

4. Clarify the requested or required outcome and identify who owns the decision.

5. Analyse the significant integrated effects and make uncertainty or assumptions visible.

6. Choose the management path: corrective action inside authority, product reprioritisation, formal change approval, emergency response or escalation.

7. Record and communicate the decision, update controlled information, coordinate implementation, verify the result and capture learning.

Chapter 16





Performance, Metrics and Reporting

Project status is useful only when it helps people understand what is happening, what is likely to happen next, and what decision or action is required. A dashboard can contain dozens of numbers and still fail if the measures do not relate to project objectives, if the data is unreliable, or if the report reaches the wrong audience too late. For the PMP examination, measurement is therefore less about producing more reports and more about creating trustworthy evidence for decisions.

PMI’s current examination outline expects the project manager to develop and update project metrics, assess progress, tailor artefacts, keep them accessible, and communicate status. The exam can test those responsibilities through predictive, agile or hybrid scenarios. A strong candidate should be able to distinguish a useful metric from a vanity metric, a variance from a trend, a baseline from a forecast, and a status update from an escalation decision.


16.1 Measure What Supports a Decision

A measure is a recorded observation such as actual cost, completed work, defect count, cycle time or stakeholder satisfaction. A metric interprets one or more measures in relation to a purpose. An indicator helps people judge condition or direction, while a target or threshold provides a reference for action. These terms are often used loosely in practice, but the exam usually cares about the management logic: what does the information tell you, and what should happen because of it?

Useful metrics connect to an objective, have a reliable source, are understood by the people using them, and can lead to a decision. A schedule variance is useful when it helps the project manager assess delivery risk and corrective options. A count of meetings held is usually weak unless meeting frequency itself is tied to an important outcome. A measure should therefore answer a management question rather than exist because the tool can display it.



16.2 Baseline, Actual, Variance, Trend and Forecast

A baseline is an approved reference for comparison. Actual performance describes what has occurred. Variance describes the difference between actual or measured performance and the reference. Trend shows direction over time, while a forecast estimates a future result based on current information and assumptions. These distinctions matter because each supports a different decision.

A single unfavourable variance may be temporary. A worsening trend can signal a developing problem before a formal threshold is crossed. A forecast can show that an approved completion date is unlikely even when today’s variance remains small. PMP questions often reward the project manager who looks beyond the latest snapshot, analyses the pattern, checks assumptions, and acts before options disappear. Rebaselining should follow approved change; it should not be used merely to make poor performance appear acceptable.



16.3 Leading and Lagging Indicators

Lagging indicators describe results that have already occurred, such as defects found, actual spend, customer complaints or milestone slippage. Leading indicators provide earlier signals that may influence future results, such as growing work in progress, repeated missed hand-offs, unresolved dependencies, declining test automation coverage or an increasing age of open risks. Neither type is universally better.

A balanced status view often combines both. Lagging measures confirm what happened; leading measures help the team intervene earlier. The exam may present a project whose headline numbers remain green while underlying signals deteriorate. In that situation, the stronger response is not to defend the green dashboard. It is to examine the leading evidence, determine whether the forecast or risk picture has changed, and communicate the emerging condition honestly.



16.4 Predictive Performance Measurement

Predictive projects commonly compare actual performance with approved scope, schedule and cost commitments. Milestone status, critical-path movement, earned value information, quality results, risk exposure, change status, procurement performance and forecast completion can all contribute to the project view. The project manager should avoid reading any one metric in isolation. A favourable cost position may be misleading if work is behind schedule or if required quality has been deferred.

Earned value measures such as CPI and SPI can support integrated cost and schedule analysis, but they still require interpretation. A CPI below 1.0 signals cost inefficiency; an SPI below 1.0 signals less work earned than planned. The next step is to understand the cause, assess the forecast, and determine an appropriate response. The metric identifies a condition; professional judgement decides what to do about it.



16.5 Agile Flow, Delivery and Value Metrics

Agile and adaptive teams often use measures that make flow and learning visible. Cycle time measures how long an item takes from work start to completion. Lead time measures elapsed time from an earlier request or commitment point to delivery, depending on the team’s definition. Throughput counts completed items over a period. Work in progress shows how much work is started but unfinished. Burn charts and cumulative-flow views can reveal progress, scope movement and bottlenecks.

Velocity can support a team’s own forecasting when the team uses it consistently, but comparing the velocity of different teams is usually weak because estimation scales, work types and team contexts differ. Higher throughput is also not automatically better if defect rates rise or value falls. The exam may therefore test whether the project manager uses agile metrics for learning and forecasting rather than as instruments for ranking people or pressuring teams to inflate numbers.



16.6 Hybrid Reporting: One Project, Different Evidence

Hybrid projects often need more than one measurement system because different components operate under different controls. A construction workstream may report milestone and cost performance against approved baselines, while a digital workstream reports flow, release forecast and product feedback. Governance still needs an integrated view of the whole project.

The project manager should not force every workstream into one metric merely to simplify a dashboard. Instead, choose measures that fit each delivery component, then reconcile them around shared objectives, dependencies, risks, funding, release dates and value. A hybrid status report should make interfaces visible, because local progress can look healthy while an unresolved dependency threatens the overall outcome.



16.7 Tailor the Report to the Audience and Decision

Different stakeholders need different levels of detail. A delivery team may need current blockers, work queues and technical quality information. A sponsor may need forecast completion, major risks, funding exposure, unresolved decisions and expected value. A regulator may need evidence of compliance. A customer may need delivery progress, acceptance information and changes that affect agreed outcomes.

Tailoring does not mean changing the truth. The underlying facts should reconcile even when the presentation changes. A concise executive report can omit operational detail, but it should not conceal a material risk because the message is uncomfortable. Good reporting gives the audience enough verified information to understand condition, consequence and required action.



16.8 Data Quality, Reconciliation and Artefact Management

Status is only as trustworthy as the evidence behind it. Data from schedules, financial systems, issue logs, test tools, supplier reports and agile boards may use different update times or definitions. Before combining them, the project manager should check source quality, ownership, timing, definitions and reconciliation. Two reports that disagree should trigger investigation rather than selective use of whichever number looks better.

Project artefacts also need appropriate creation, review, updating, version control and accessibility. Accessibility means the authorised people can obtain and understand the information they need, subject to security, privacy and confidentiality requirements. A report hidden in a personal file or a dashboard that excludes important stakeholders does not support governance effectively.



16.9 Reporting Problems: Metric Overload, Gaming and Local Optimisation

Measurement can create harmful behaviour when people optimise the number rather than the project result. A team rewarded only for closing tickets may close low-value work first. A supplier judged only by on-time delivery may rush defective products. A development team ranked by velocity may inflate estimates. These are measurement-design problems, not merely people problems.

The project manager should examine whether the metric encourages the behaviour the project actually needs. Use a small set of balanced measures, define them clearly, review unintended effects and change the system when the metric drives distortion. The exam may offer “add another KPI” as an attractive answer, but more metrics rarely solve unclear objectives or poor data.



16.10 AI-Assisted Reporting and Human Accountability

AI tools can summarise meetings, detect patterns, generate forecasts, draft status reports and highlight anomalies. They can save time, but their output remains decision support. The project manager should verify important facts, protect confidential information, use approved tools and data, understand material limitations, and keep accountable human review over decisions and communications.

If an AI-generated report conflicts with source data, the project manager should reconcile the evidence before distributing it. If an automated model predicts a delay, the forecast should be examined against assumptions and project conditions rather than treated as a command. Responsible reporting uses technology to improve judgement without transferring accountability to the tool.



16.11 Direct Problem-Solving Practice

Work each problem by identifying the decision that the metric or report must support. Do not choose an answer only because it names a familiar dashboard, register or formula. Ask whether the information is reliable, whether it reveals a condition or only records one, and what action belongs first or next.

Problem 1. A sponsor asks for a new weekly metric. The proposed metric counts the number of team meetings held. What should the project manager do first?

A. Add it because sponsors define all metrics.

B. Clarify what decision or objective the sponsor wants the metric to support, then select a measure that provides useful evidence.

C. Replace all existing metrics with meeting counts.

D. Ask the team to increase meeting frequency so the metric improves.

Answer: B. Clarify the decision need before adding the measure. Counting meetings may show activity but does not necessarily show progress, value, risk or quality.

Decision rule: A metric should serve an objective or decision, not merely measure activity.

Problem 2. A project dashboard is green for schedule and cost, but customer complaints about usability are increasing. What is the strongest response?

A. Keep the dashboard green because schedule and cost are the approved measures.

B. Change the dashboard to red immediately without analysis.

C. Examine the customer outcome and quality evidence, assess whether success measures are incomplete, and communicate the emerging concern.

D. Stop reporting schedule and cost.

Answer: C. The current measures do not capture the whole project result. Increasing customer dissatisfaction can threaten acceptance and value even when delivery performance appears favourable.

Decision rule: Balanced reporting should connect delivery performance with outcomes and stakeholder value.

Problem 3. Two systems show different actual-cost figures for the same reporting period. What should the project manager do before issuing the status report?

A. Use the lower figure to avoid unnecessary concern.

B. Average the two figures.

C. Publish both without explanation.

D. Reconcile definitions, timing and source records to establish the authoritative figure and explain any remaining uncertainty.

Answer: D. Conflicting data should be reconciled before it is presented as fact. Averaging or selecting the preferred result can create misleading status information.

Decision rule: Resolve data conflicts before relying on the metric for decisions.

Problem 4. The project has not missed a milestone, but unresolved dependency age has increased for four consecutive weeks. What does this most strongly represent?

A. A leading indicator that may warn of future schedule trouble.

B. A confirmed schedule failure.

C. A reason to rebaseline immediately.

D. A lagging customer-satisfaction metric.

Answer: A. The milestones have not failed, but the deteriorating dependency pattern can signal future delay. It deserves analysis before it becomes a realised problem.

Decision rule: Use leading indicators to preserve options before lagging results deteriorate.

Problem 5. A project manager reports status as green because no formal threshold has been breached. The completion forecast has moved six weeks later. What should the project manager do?

A. Keep status green until the threshold is formally crossed.

B. Report the forecast change and its causes, assess required action, and apply the agreed status criteria honestly.

C. Hide the forecast because it is not an actual result.

D. Change the baseline to match the forecast.

Answer: B. A forecast is decision evidence. Waiting for a formal breach when deterioration is already visible can reduce the time available for response.

Decision rule: Do not let a lagging threshold hide an important forecast change.

Problem 6. An executive wants to compare two agile teams by velocity and reward the team with the higher number. What should the project manager explain?

A. Velocity is most useful for a team’s own forecasting and is weak for cross-team ranking because estimation contexts differ.

B. The lower-velocity team should double its story points.

C. Velocity measures customer value directly.

D. Velocity should replace all quality measures.

Answer: A. Velocity depends on the team’s estimation approach, composition and work context. Ranking teams by it can drive gaming instead of improvement.

Decision rule: Use team-relative metrics for learning and forecasting, not artificial competition.

Problem 7. An agile team’s cycle time has increased steadily for three iterations while throughput has fallen. What should the project manager do first?

A. Demand higher velocity.

B. Add more work to increase utilisation.

C. Analyse workflow, blockers, queue growth and work-in-progress patterns with the team.

D. Report the average as normal because no milestone is late.

Answer: C. The pattern suggests a flow problem. The team should examine the system and causes before selecting an intervention.

Decision rule: When flow metrics deteriorate together, diagnose the workflow before prescribing a fix.

Problem 8. A cumulative-flow view shows the in-progress band widening every week while completed work grows slowly. What is the most likely management concern?

A. Too little documentation.

B. Growing work in progress or a downstream bottleneck.

C. The team is necessarily under budget.

D. The baseline should be deleted.

Answer: B. A widening in-progress band commonly indicates work is entering the system faster than it is being completed, often because of a bottleneck or excessive WIP.

Decision rule: Flow measures help reveal queues and bottlenecks that headline completion counts can hide.

Problem 9. A hybrid project has a predictively managed infrastructure workstream and an agile software workstream. What is the strongest reporting approach?

A. Force both teams to use velocity.

B. Report only infrastructure milestones because they are contractually fixed.

C. Let each workstream use fit-for-purpose measures and reconcile them around shared milestones, dependencies, risk and value.

D. Maintain completely separate reporting with no integrated view.

Answer: C. Hybrid reporting should respect different delivery mechanisms while still giving governance an integrated project view.

Decision rule: Use local measures that fit the work and common measures that expose project-level interfaces.

Problem 10. A sponsor asks for one single metric to represent overall project health. What should the project manager do?

A. Select budget variance because money is always the best indicator.

B. Explain that one metric can hide important trade-offs and provide a concise balanced view of the measures tied to the sponsor’s decisions.

C. Create a random composite score with no documented method.

D. Use team morale only.

Answer: B. A single number can conceal schedule, quality, risk, value or compliance concerns. The project manager should keep the executive view concise without oversimplifying material conditions.

Decision rule: Executive reporting should be simple enough to use, but rich enough to prevent false confidence.

Problem 11. A monthly status report arrives two weeks after month-end, by which time several decisions are already overdue. What should the project manager improve?

A. Only the font size.

B. The reporting cadence and information flow so decision-makers receive timely evidence.

C. The number of pages in the report.

D. The baseline without approval.

Answer: B. Accurate information loses value when it arrives after the decision window. Reporting cadence should match the speed at which conditions can change and decisions are required.

Decision rule: Timeliness is part of information quality.

Problem 12. A regulated project shows 98% task completion, but mandatory validation evidence is incomplete. What should status emphasise?

A. The project is effectively complete.

B. Only the task-completion percentage.

C. The incomplete compliance evidence and its effect on readiness, regardless of the high task-completion figure.

D. That compliance can be finished after release.

Answer: C. Task completion does not override a mandatory readiness condition. The report should make the compliance gap visible.

Decision rule: A high completion percentage cannot neutralise an unmet mandatory requirement.

Problem 13. The approved finish date is 30 November. Current analysis forecasts 20 December. Which statement is correct?

A. The forecast has automatically replaced the baseline.

B. The baseline remains the approved reference unless an authorised change occurs; the forecast communicates the likely outcome under current conditions.

C. Both dates should be averaged.

D. The later date should be hidden until it occurs.

Answer: B. Baseline and forecast serve different purposes. The baseline preserves the approved commitment; the forecast communicates what current evidence suggests will happen.

Decision rule: Do not confuse an updated forecast with an approved baseline change.

Problem 14. A project delivers all contracted outputs, but the expected adoption rate remains far below target. What should performance reporting include?

A. Only deliverable completion because benefits belong to operations.

B. The adoption outcome and benefit measurement, with the appropriate benefit owner or stakeholders engaged.

C. A new scope baseline without analysis.

D. A statement that the project is successful because work is finished.

Answer: B. Current PMP coverage gives greater attention to outcomes and value. Low adoption can threaten the reason the project was funded even when outputs are complete.

Decision rule: Report outcomes and benefits when they form part of project success, not only completed deliverables.

Problem 15. Several work-package owners estimate percentage complete using personal judgement, and their methods differ. What is the best response?

A. Accept the estimates because experts cannot be questioned.

B. Define consistent measurement rules or objective completion criteria and reconcile current status.

C. Use the highest percentage reported.

D. Stop measuring progress.

Answer: B. Subjective percentage-complete estimates can create inconsistent status. The project should use a clear method that people apply consistently.

Decision rule: Define how progress is measured before relying on the number.

Problem 16. Defect counts fell this month, but escaped defects found by customers doubled. What should the project manager conclude?

A. Quality has improved because internal defect counts fell.

B. Customer defects are unrelated to quality.

C. The metric set may be giving false comfort; analyse defect detection, escape rate and root causes.

D. Stop tracking customer defects.

Answer: C. A lower internal count can reflect weaker detection rather than better quality. Escaped defects provide important outcome evidence.

Decision rule: Interpret related measures together before declaring improvement.

Problem 17. A milestone was completed on time, but the team used substantial unplanned overtime and deferred testing to achieve it. What should the status report show?

A. Only that the milestone is green.

B. The on-time milestone together with the sustainability, quality and future delivery risks created by the recovery method.

C. That overtime proves high performance.

D. Nothing until a defect occurs.

Answer: B. On-time completion can hide future cost, quality and capacity problems. Good status reporting makes those trade-offs visible.

Decision rule: Do not report a local success without the material consequences used to achieve it.

Problem 18. Total number of open risks has fallen, but the remaining risks have much higher exposure. What should the project manager report?

A. Risk performance improved because the count fell.

B. Only the number of closed risks.

C. The change in risk exposure, not merely the count, and the implications for response and reserves.

D. Delete high-exposure risks from the dashboard.

Answer: C. Risk count alone does not represent severity. Fewer risks can still mean greater exposure if the remaining risks are more significant.

Decision rule: Measure risk in a way that reflects exposure and decision need, not only volume.

Problem 19. The number of change requests has doubled. What should the project manager do before declaring scope control poor?

A. Analyse the sources, types, approval rates, impacts and causes of the requests.

B. Reject all future changes.

C. Increase the change count target.

D. Rebaseline automatically.

Answer: A. A change volume can result from market learning, unclear requirements, defects, regulatory shifts or normal product refinement. The cause determines the response.

Decision rule: Counts describe activity; analysis explains what the activity means.

Problem 20. A project dashboard is accessible only to the project manager because it sits on a private drive. Stakeholders repeatedly ask for current status. What should the project manager do?

A. Keep the dashboard private to protect control.

B. Provide authorised stakeholders appropriate access to current artefacts, subject to security and confidentiality requirements.

C. Send screenshots once per quarter.

D. Ask stakeholders to create their own reports.

Answer: B. PMI’s current outline explicitly includes accessibility of project artefacts. Authorised stakeholders should be able to obtain the information they need without compromising security.

Decision rule: Make trusted project information accessible to the people authorised to use it.

Problem 21. An AI tool drafts a status report stating that a supplier delay is resolved, but the supplier record still shows an open issue. What should the project manager do?

A. Send the AI report because it is faster.

B. Delete the supplier record.

C. Verify the source evidence, correct the report, and keep human accountability for the communication.

D. Ask the AI tool to vote on the status.

Answer: C. AI-generated text can be wrong or based on stale information. Material status should be checked against authoritative sources before communication.

Decision rule: AI can accelerate reporting, but it does not replace verification or accountability.

Problem 22. A metric has no named owner, and three departments update it differently. What is the strongest improvement?

A. Add another dashboard.

B. Define the metric, source, owner, update cadence and calculation method.

C. Let each department continue using its own version.

D. Stop reporting it without reviewing its value.

Answer: B. Ownership and definition are part of metric governance. Without them, the same label can represent different data and undermine trust.

Decision rule: Every important metric needs a clear definition and accountable source.

Problem 23. The schedule tool updates daily, the finance system weekly, and the supplier report monthly. What should the project manager do when producing an integrated status view?

A. Pretend the data is from the same date.

B. Reconcile reporting cut-off dates, label material timing differences, and avoid false precision.

C. Delay all reporting until year-end.

D. Use only the newest source.

Answer: B. Different refresh cycles can make combined data misleading. The status view should make timing and assumptions visible.

Decision rule: Reconcile data timing before combining measures into one project picture.

Problem 24. A social-media project reports 2 million impressions but cannot show whether the campaign influenced the intended customer behaviour. What type of metric problem is this?

A. A useful benefit measure.

B. A possible vanity metric that shows activity or reach without demonstrating the intended outcome.

C. A schedule baseline.

D. A procurement variance.

Answer: B. Impressions may matter, but they are weak if the project objective concerns conversion, adoption or another outcome and no connection is measured.

Decision rule: Prefer measures that connect activity to the outcome the project was created to influence.

Problem 25. A support team is rewarded for closing the greatest number of tickets. Team members begin closing easy tickets while difficult customer problems age. What should the project manager do?

A. Increase the closure target.

B. Punish the team without changing the metric.

C. Review the measurement system and add balanced measures such as ageing, priority, resolution quality and customer impact.

D. Stop all measurement.

Answer: C. The metric is driving local optimisation. A balanced measure set should encourage resolution of the right work rather than maximising a count.

Decision rule: When behaviour follows the metric but harms the objective, redesign the metric.

Problem 26. An executive status meeting lasts two hours because every work-package detail is reviewed. What is the best improvement?

A. Tailor the executive report to decisions, forecasts, major exceptions, risks, value and required escalations while keeping detailed evidence available elsewhere.

B. Remove all supporting evidence.

C. Invite fewer executives but keep the same level of detail.

D. Report only accomplishments.

Answer: A. Executives usually need decision-oriented information rather than operational detail. Tailoring improves usefulness without changing the underlying facts.

Decision rule: Match report depth to the stakeholder’s decision role.

Problem 27. A customer wants weekly information about acceptance progress, but the standard report focuses on internal cost accounts. What should the project manager do?

A. Tell the customer to learn the finance report.

B. Tailor the customer view to agreed outcomes, acceptance, delivery forecast and relevant risks while maintaining consistent source data.

C. Stop cost reporting.

D. Create an unverified customer report from memory.

Answer: B. The customer’s information need differs from internal governance needs. Tailoring should make the same trusted project evidence useful to that audience.

Decision rule: Tailor presentation, not truth.

Problem 28. A variance exceeds the project’s documented escalation threshold. The project manager has already analysed the cause and options. What should happen next?

A. Ignore the threshold because analysis is complete.

B. Use the defined governance or escalation path with the evidence and recommended options.

C. Change the threshold after the fact.

D. Wait until the project fails.

Answer: B. Once an agreed threshold is exceeded and the issue is prepared, escalation becomes part of the control system rather than a sign of weak leadership.

Decision rule: Escalate when authority or documented thresholds require a higher-level decision.

Problem 29. A sponsor asks the project manager to remove an unfavourable forecast from the report because it is 'only an estimate'. What should the project manager do?

A. Remove it to protect the sponsor relationship.

B. Keep the verified forecast visible, explain its assumptions and uncertainty, and discuss response options.

C. Replace it with the baseline date.

D. Wait until the delay becomes actual.

Answer: B. Professional reporting requires truthful communication of material information. Forecast uncertainty should be explained, not used as a reason to suppress the evidence.

Decision rule: Report material uncertainty honestly and make assumptions visible.

Problem 30. A project manager is unsure whether a new metric should be red or amber because the threshold definition is vague. What is the strongest action?

A. Choose red to be safe.

B. Choose green to avoid concern.

C. Clarify and document the status criteria with the appropriate stakeholders, then apply them consistently.

D. Alternate colours each week.

Answer: C. RAG status is useful only when the criteria are understood. Ambiguous thresholds invite inconsistent reporting and political debate.

Decision rule: Define status rules before relying on the colour.

Problem 31. A project has CPI 0.92 and SPI 1.03. What is the best high-level interpretation?

A. The project is earning slightly more work than planned for the schedule position but is spending inefficiently; investigate cost causes and forecast impact.

B. The project is under budget and behind schedule.

C. Both cost and schedule are exactly on plan.

D. The project should automatically rebaseline cost.

Answer: A. SPI above 1.0 indicates more earned work than planned at the measurement point, while CPI below 1.0 indicates cost inefficiency. The values signal where investigation should focus.

Decision rule: Interpret the direction of the metric correctly, then analyse cause and forecast before acting.

Problem 32. Throughput rises by 25%, but escaped defects and customer complaints also rise sharply. What should the project manager do?

A. Celebrate the throughput improvement and ignore quality.

B. Reduce the reported defect count.

C. Analyse the trade-off and rebalance the measurement system so speed does not reward poor quality.

D. Set a still higher throughput target.

Answer: C. A local productivity improvement is weak if it creates more rework or harms customers. The project needs measures that protect end-to-end value.

Decision rule: Do not optimise one metric at the expense of the project outcome.

Problem 33. A team repeatedly exceeds its agreed work-in-progress limit because members start new tasks whenever they are blocked. What should the project manager do?

A. Increase the WIP limit every time it is breached.

B. Help the team examine blocker causes, enforce the purpose of the WIP policy, and improve flow before starting more work.

C. Measure only utilisation.

D. Hide the WIP metric from stakeholders.

Answer: B. Starting more work can worsen queues and delay completion. The metric is signalling a system problem that the team should address.

Decision rule: When WIP grows, solve flow constraints rather than masking them with more starts.

Problem 34. A burn-down chart is flat for several days because a shared test environment is unavailable. What is the best response?

A. Tell the team to redraw the chart.

B. Treat the flat chart as evidence, address or escalate the environment impediment according to authority, and update the forecast.

C. Add story points to completed work.

D. Ignore the chart because burn-down is optional.

Answer: B. The chart shows a symptom. The project manager should act on the confirmed impediment and then reassess the delivery forecast.

Decision rule: Metrics should trigger problem-solving, not cosmetic adjustment of the chart.

Problem 35. A status report says a milestone is 80% complete, but no objective evidence defines what 80% means. What should the project manager do?

A. Accept the figure because it is specific.

B. Ask for measurable completion criteria or evidence and correct the status if needed.

C. Round it to 100%.

D. Change the milestone to an activity.

Answer: B. A precise-looking number can still be unreliable. Progress should be tied to observable work, objective rules or agreed measurement methods.

Decision rule: Precision does not equal accuracy; verify how the number was produced.

Problem 36. The project is preparing to close, but benefit measurement shows the expected operational saving has not started because adoption is delayed. What should the project manager do?

A. Close silently because deliverables are accepted.

B. Engage the benefit owner and relevant stakeholders, make the adoption condition visible, and follow the agreed transition or benefit governance.

C. Change the benefit target to zero.

D. Keep the project open indefinitely without a decision.

Answer: B. Benefits can continue after project closure, but the transition must make ownership, measurement and unresolved adoption conditions clear.

Decision rule: Closure should transfer benefit accountability deliberately rather than make unresolved outcome information disappear.

Problem 37. A sustainability commitment requires reducing material waste by 15%, but the project reports only cost and schedule. What should the project manager do?

A. Ignore the commitment because sustainability is not a project metric.

B. Add an appropriate measurable sustainability indicator and integrate it into relevant project decisions and reporting.

C. Replace schedule reporting with waste reporting.

D. Estimate the result after closure without collecting data.

Answer: B. If sustainability forms part of project requirements, governance or value expectations, the measurement system should provide evidence of performance.

Decision rule: Measure commitments that matter to project success, including sustainability when applicable.

Problem 38. A supplier reports 99% on-time delivery, but the project team says several deliveries arrived incomplete and could not be used. What should the project manager do?

A. Accept the supplier metric as proof of good performance.

B. Reconcile the contract definition of delivery, completeness and acceptance, then evaluate supplier performance against the agreed objective.

C. Stop supplier measurement.

D. Count partial shipments twice.

Answer: B. A supplier can optimise a narrow measure if the definition does not reflect usable delivery. Contract and acceptance terms should govern the interpretation.

Decision rule: Supplier metrics should represent the outcome promised in the agreement, not a convenient partial measure.

Problem 39. A real-time dashboard pulls data automatically from several tools, but one source has not been validated after a system migration. What should the project manager do?

A. Assume automation guarantees accuracy.

B. Use the dashboard but hide the source.

C. Validate the affected data source, flag material limitations, and avoid relying on uncertain data for important decisions until confidence is restored.

D. Turn off all project systems permanently.

Answer: C. Automation improves speed, not necessarily accuracy. A migrated or changed data source should be checked before important decisions rely on it.

Decision rule: Real-time data still requires trustworthy definitions, sources and controls.

Problem 40. The team discovers that a monthly metric no longer supports any decision and takes several hours to produce. What should the project manager do?

A. Continue because metrics should never change.

B. Review the reporting need with stakeholders and retire or replace the metric if it no longer adds decision value.

C. Add more manual calculations.

D. Make the metric confidential.

Answer: B. Project artefacts and metrics should be continually assessed for effectiveness. Reporting effort should support useful decisions rather than survive only because it is traditional.

Decision rule: Retire reporting that no longer provides useful evidence, subject to governance and compliance needs.



16.12 Performance and Reporting Fast Review

1. Start with the decision or objective. A metric without a management purpose is usually noise.

2. Distinguish baseline, actual, variance, trend and forecast. They answer different questions.

3. Combine leading indicators with lagging results so the team can act before problems become irreversible.

4. Use predictive measures to compare performance with approved commitments, but interpret cost, schedule, quality, risk and value together.

5. Use agile flow and delivery metrics for learning and forecasting. Avoid ranking teams by measures such as velocity.

6. In hybrid work, allow fit-for-purpose local measures while reconciling shared milestones, dependencies, risk, funding and value.

7. Tailor reports to stakeholder decisions. Executive brevity should never conceal material information.

8. Reconcile data sources, update timing, definitions and ownership before presenting a combined project view.

9. Make authorised artefacts accessible and current while protecting security, privacy and confidentiality.

10. Do not allow a green dashboard to hide a deteriorating forecast, compliance gap, quality problem or customer outcome.

11. Watch for measurement gaming. If people improve the number while harming the objective, redesign the metric.

12. A metric identifies a condition; it rarely prescribes the response by itself. Analyse cause and consequence before acting.

13. Use thresholds and escalation paths as part of governance. Do not wait for failure when a forecast or trend already supports intervention.

14. Report uncertainty honestly. Forecast assumptions and data limitations should be visible enough for informed decisions.

15. Treat AI-generated summaries, forecasts and anomaly detection as decision support that requires validation and accountable human review.



16.13 Status Decision Sequence

1. Define the objective, decision or governance requirement that the information must support.

2. Select the smallest useful set of measures and define each measure, source, owner, cadence and threshold.

3. Gather current evidence and reconcile differences in definitions, dates, systems and reporting cut-offs.

4. Compare actual results with the appropriate baseline, target or expected range, then examine trend and forecast.

5. Look for leading signals, dependencies, quality, risk, compliance, sustainability, benefit and stakeholder effects that headline measures may hide.

6. Diagnose the cause of material variance or deterioration before recommending a lasting response.

7. Tailor the message to the audience: condition, consequence, uncertainty, options, decision required and ownership.

8. Escalate when thresholds or authority require it; otherwise resolve the issue at the lowest responsible level.

9. Update the relevant artefacts, communicate decisions and monitor whether the response improves the project condition.

10. Review the measurement system itself. Keep measures that support decisions and retire those that create effort without value.

Chapter 17





Closure, Transition, Benefits and Value

A project is not complete merely because the team has finished building the deliverable. Professional closure confirms that the agreed work has reached an authorised end, that the right stakeholders have accepted completion, that the receiving organisation can take responsibility, and that unfinished obligations are visible and owned. The PMP examination can therefore place the candidate at the point where delivery appears finished but acceptance, transition, financial closure, procurement, knowledge transfer, benefits measurement or governance is still incomplete.

For exam purposes, closure is best understood as a controlled handover from temporary project work to the next accountable state. That next state may be operations, a support organisation, a customer, a later project phase, a product team, or formal termination. The project manager should avoid two opposite errors: closing too early because the main deliverable exists, and keeping the project open indefinitely because benefits will continue to develop after the project team has finished its work.


17.1 Completion, Acceptance, Closure and Transition Are Different Decisions

Completion means the planned work or deliverable has reached its defined completion condition. Acceptance means the authorised stakeholder confirms that the result meets agreed acceptance requirements. Closure is the formal conclusion of the project or phase after required closing activities are finished. Transition is the transfer of responsibility, knowledge, assets, information and operational capability to the receiving party. A scenario can satisfy one of these conditions without satisfying the others.

This distinction drives many “what should the project manager do next?” questions. A product may pass quality checks but still await customer acceptance. The customer may accept it while the operations team remains unprepared to support it. Transition may be technically complete while final procurement or financial activities remain open. The strongest answer identifies the missing closure condition instead of treating “the work is done” as sufficient evidence.



17.2 Closure Criteria and Formal Acceptance

Closure criteria should be understood before the end of the project or phase. They may include approved deliverables, acceptance evidence, contractual completion, transition readiness, required documentation, regulatory evidence, financial reconciliation, release of resources and completion of lessons learned. The exact criteria depend on the project, governance model, development approach and agreement.

Formal acceptance matters because enthusiasm is not the same as authorisation. A customer saying that a solution “looks good” may be encouraging, but if the agreement requires written acceptance, the project manager should obtain it before treating acceptance as complete. If an authorised stakeholder refuses approval, the project manager should clarify the unmet criterion and resolve the gap or use the agreed governance path rather than simply closing around the objection.



17.3 Transition Readiness: Can the Receiver Operate What Has Been Delivered?

Transition readiness asks whether the receiving group can actually take responsibility. Training, support procedures, operational documentation, access rights, service levels, data migration, maintenance ownership, security controls, licences, warranty information, open risks and escalation routes may all matter. A handover meeting alone does not prove readiness if the receiving team lacks the knowledge, authority or resources to operate the result.

The project manager does not need to perform every operational activity personally. The responsibility is to help ensure that transition criteria are defined, readiness is assessed, gaps are visible, owners are identified and material gaps are resolved or formally accepted by the proper authority. In an exam scenario, releasing the project team before this evidence exists is usually weaker than confirming that the receiver is prepared.



17.4 Closure Across Predictive, Agile and Hybrid Delivery

Predictive projects often have explicit phase or project closure criteria, formal acceptance records, contractual closeout and planned transition activities. Agile delivery may transfer value incrementally, so a final project closure does not imply that every possible product idea has been implemented. The relevant question is whether the agreed project objective and completion conditions have been met and whether remaining product work has a legitimate owner. Hybrid projects may close predictively governed components while adaptable product work continues under another operating model.

This is an important exam distinction. A product backlog can contain future enhancements after the project closes if those items were never part of the project completion commitment and have been transferred appropriately. Conversely, calling unfinished required scope “future backlog” does not make the project complete. The candidate should examine commitments, acceptance, ownership and governance rather than relying on the delivery label.



17.5 Closing Procurement, Finance and Resources

Administrative closure supports a clean transfer of responsibility. Procurement closeout may require confirming contractual objectives, resolving or documenting claims, processing final payments, transferring warranties and archiving agreement records. Financial closure may require reconciling commitments, invoices, accruals, reserves and final reporting. Resource closure includes releasing people, facilities, equipment and access in an orderly manner.

The sequence matters. Releasing scarce specialists before knowledge transfer is complete can create an avoidable operational gap. Paying a final invoice does not by itself prove that the supplier met the agreement. Remaining contingency funds do not need to be spent merely because they were approved. The project manager should close against actual obligations and follow organisational financial and procurement procedures.



17.6 Lessons Learned, Retrospectives and Organisational Learning

Final lessons learned and retrospectives should convert project experience into information that future teams can use. They are stronger when they identify conditions, decisions, outcomes and recommended improvements rather than blaming individuals. Lessons gathered only at the end can miss information, so mature teams capture learning throughout the project and consolidate it during closure.

Closure should also make useful records accessible through the organisation’s approved repositories and retention controls. An archived document that nobody can retrieve when needed provides little value. Sensitive records still require appropriate security, privacy and retention handling. The project manager should therefore balance accessibility with compliance rather than treating archiving as a simple file-storage exercise.



17.7 Benefits and Value Can Continue After the Project Ends

Outputs are delivered by the project; outcomes and benefits often develop through use after transition. The project manager should help ensure that value components are understood, that a measurement system exists, that benefit indicators have a baseline or meaningful reference, and that an accountable owner will continue measurement where benefits extend beyond project closure. This does not mean that the project manager must remain assigned until every long-term benefit is realised.

The exam can test this boundary directly. If a project has completed transition but the expected benefit will be measured over the following year, the stronger response is usually to confirm ownership, measures, reporting arrangements and escalation paths before closure. Keeping the temporary project open solely to watch a long-term benefit may be wasteful when an operational or business owner is properly positioned to manage it.



17.8 Value, Adoption and the Difference Between Delivery Success and Business Success

A deliverable can meet scope, schedule, cost and quality targets while still producing weak business results if users do not adopt it, the market changes, the operating model is unprepared, or the expected benefit was based on a poor assumption. Project management therefore connects delivery with value rather than treating technical completion as the only definition of success.

When evidence shows that value is deteriorating near closure, the project manager should make that information visible and support the appropriate business decision. The answer is not automatically to add more scope or keep the project open. The correct response depends on authority, the business case, remaining options, contractual commitments and the cost of further work. The project manager provides reliable evidence and helps the organisation decide.



17.9 Closure Decision Map

Use the following map as a quick exam filter. It does not replace the scenario facts, but it helps separate the most common closure problems.









	Scenario condition
	What it usually means
	First question to ask





	Deliverable finished, acceptance missing
	Completion is not yet authorised acceptance
	Who has acceptance authority and what criterion remains?



	Acceptance obtained, receiver not ready
	Transition is incomplete
	What readiness gap prevents responsible handover?



	Project objective met, future backlog remains
	Possible legitimate product continuation
	Were those items part of the project commitment, and who owns them now?



	Benefits continue after closure
	Long-term value needs continuing ownership
	Is there a measure, baseline, owner and reporting path?



	Project cancelled early
	Closure is still required
	What work, contracts, records, assets, risks and learning must be concluded?



	Supplier delivered, claim or warranty remains
	Procurement obligations may still be open
	What does the agreement require before procurement can be closed?



	Sponsor wants immediate closure
	Time pressure does not replace closure criteria
	Which mandatory completion or transition condition is still unmet?







17.10 Exam Decision Sequence

1. Identify what is actually complete: work, deliverable, acceptance, phase, transition, procurement, finance or the whole project.

2. Confirm the authorised closure criteria and the stakeholder or body that can approve completion.

3. Check transition readiness: ownership, knowledge, support, access, documentation, service arrangements, risks and operational capability.

4. Separate required unfinished work from optional future enhancement. Do not hide incomplete commitments in a backlog or operations queue.

5. Reconcile contracts, payments, claims, warranties, resources, records and other administrative obligations.

6. Capture and transfer learning, including decisions that future teams should repeat or avoid.

7. Confirm how outcomes and benefits will be measured after transition and who owns that measurement.

8. Communicate the final condition honestly, obtain required approval, archive information, release resources and close through the approved process.



17.11 Problem-Solving Practice

The questions below are designed to resemble the judgement pattern of the current PMP examination. Read the stage of closure carefully. Several options may describe activities that eventually occur, but the strongest answer fits the present condition, authority and delivery approach.

Problem 1. A predictive project has completed all planned deliverables and the quality team confirms that every specification has been met. The customer has not yet provided the acceptance required by the contract. What should the project manager do next?

A. Obtain the authorised customer acceptance before treating the project deliverables as accepted.

B. Close the project because internal quality verification is complete.

C. Release all project resources and request acceptance later.

D. Move the acceptance requirement to lessons learned.

Answer: A. Quality verification shows conformity, but contractual acceptance is a separate decision. Closure should not bypass the stakeholder who has acceptance authority.

Decision rule: Distinguish internal verification from formal acceptance; both may be required.

Problem 2. The customer has formally accepted a new system, but the operations team reports that it does not have administrator access or support procedures. What should the project manager do first?

A. Close immediately because customer acceptance has been obtained.

B. Assess and resolve the transition-readiness gaps before final handover.

C. Transfer the risk to the operations manager and release the team.

D. Ask the customer to operate the system instead.

Answer: B. Acceptance does not prove operational readiness. Missing access and support procedures can prevent the receiver from taking responsible ownership.

Decision rule: After acceptance, verify that the receiving organisation can actually operate and support the result.

Problem 3. A project phase has met its exit criteria and the next phase has a separate approval gate. What is the most appropriate action?

A. Close the entire project.

B. Keep the phase open until the entire project ends.

C. Complete the phase closure, capture relevant learning, and proceed through the defined gate for the next phase.

D. Rebaseline the completed phase.

Answer: C. A phase can be formally closed while the overall project continues. Phase closure confirms that the phase criteria are satisfied and prepares an orderly transition to the next authorised stage.

Decision rule: Project closure and phase closure are different levels of completion.

Problem 4. A sponsor asks the project manager to close a project today because the quarterly reporting deadline is approaching. One mandatory regulatory document has not been approved. What should the project manager do?

A. Close and submit the document later.

B. Remove the document from scope.

C. Ask the team to sign the document themselves.

D. Explain that the mandatory closure condition remains unmet and complete or formally resolve it through the required compliance path.

Answer: D. A reporting deadline cannot override a mandatory regulatory requirement. The project manager should make the gap visible and follow the required compliance and governance process.

Decision rule: Mandatory legal, regulatory, safety and security conditions take priority over administrative convenience.

Problem 5. A stakeholder refuses to sign project completion because she wants an additional feature that was never part of the approved scope or acceptance criteria. What should the project manager do first?

A. Clarify the agreed acceptance criteria and determine whether the existing deliverable satisfies them.

B. Build the feature to obtain the signature.

C. Close without any discussion.

D. Escalate the stakeholder for misconduct.

Answer: A. The refusal may reflect a new request rather than a failure to meet the approved commitment. The project manager should first separate acceptance of agreed scope from a proposed enhancement.

Decision rule: Do not confuse a new desire with an unmet approved requirement.

Problem 6. A customer says in a meeting that the deliverable is excellent. The agreement requires written acceptance. What should the project manager do?

A. Treat the verbal statement as sufficient.

B. Obtain the required written acceptance and record it through the agreed process.

C. Close the project and delete the contract.

D. Ask the team to sign on behalf of the customer.

Answer: B. Positive feedback is useful evidence, but the agreement defines the acceptance mechanism. The project manager should complete the required formal step.

Decision rule: Use the acceptance method defined by governance or contract, not an informal substitute.

Problem 7. Senior management terminates a project because the business case is no longer viable. What should the project manager do next?

A. Stop all management activity immediately.

B. Continue the original project until the planned deliverables are complete.

C. Perform an orderly termination closure covering work status, contracts, finances, records, resources, risks and lessons learned.

D. Delete all unfinished work to avoid confusion.

Answer: C. Early termination changes the reason for closure; it does not remove the need for closure. The organisation still needs a controlled conclusion of obligations, assets, information and learning.

Decision rule: A cancelled project still requires formal closure appropriate to its termination state.

Problem 8. A supplier has delivered the contracted equipment and it has passed acceptance testing, but the final invoice has not been reconciled. What should the project manager do?

A. Ignore the invoice because technical acceptance is complete.

B. Reject the equipment.

C. Spend the remaining budget elsewhere.

D. Complete the required financial and procurement closeout before declaring the agreement fully closed.

Answer: D. Technical acceptance and procurement/financial closure are related but separate. Outstanding contractual financial obligations should be reconciled according to the agreement and organisational process.

Decision rule: Close both the deliverable obligation and the commercial obligation.

Problem 9. A vendor’s work is accepted, but a contractual claim remains under formal dispute resolution. What is the best project-management response?

A. Document the claim, follow the contractual dispute process, and close only those obligations that governance allows to be closed.

B. Erase the claim from the record so the project can close.

C. Pay whatever the vendor requests.

D. Release all records to the public.

Answer: A. An unresolved claim should remain visible and managed through the agreement. Depending on organisational rules, some project activities may close while the claim continues under an authorised owner.

Decision rule: Open commercial disputes require controlled ownership, not concealment or arbitrary settlement.

Problem 10. A scarce technical specialist is scheduled to leave the project tomorrow. The operations team still needs a knowledge-transfer session from that specialist. What should the project manager do?

A. Release the specialist because the resource calendar says tomorrow.

B. Confirm the transition requirement and arrange the necessary knowledge transfer before release or formally address the gap.

C. Send the operations team a generic manual and end the project.

D. Ask operations to discover the information after handover.

Answer: B. Resource release should follow completion of required transition obligations. If the specialist holds knowledge needed for operations, the project manager should protect the transfer before the expertise disappears.

Decision rule: Do not release critical knowledge before the receiving party can assume responsibility.

Problem 11. Project records have been archived, but the organisation later discovers that the repository permissions prevent authorised support staff from accessing them. What should the project manager have ensured during closure?

A. That all records were printed.

B. That every employee had unrestricted access.

C. That records were both retained appropriately and accessible to authorised users under security and retention rules.

D. That records were deleted after acceptance.

Answer: C. Archiving is useful only when information can be retrieved by authorised people who need it. Accessibility must coexist with confidentiality, security and retention requirements.

Decision rule: Archive for controlled future use, not merely for storage.

Problem 12. A final lessons-learned meeting becomes focused on identifying who caused each problem. What should the project manager do?

A. Encourage public blame to create accountability.

B. Cancel all lessons learned.

C. Record only the successful parts of the project.

D. Refocus the discussion on conditions, decisions, consequences and improvements that future teams can use.

Answer: D. Lessons learned should support organisational improvement. Personal blame discourages useful disclosure and often produces weaker learning than examining causes, decisions and system conditions.

Decision rule: Convert experience into reusable improvement, not a blame register.

Problem 13. An agile product project has achieved the agreed product goal and the release has been accepted. The product backlog still contains lower-value ideas for future development. What should the project manager do?

A. Confirm that remaining items are outside the completed project commitment, transfer ownership appropriately, and close according to the agreed criteria.

B. Keep the project open until the backlog is empty.

C. Delete the backlog.

D. Treat every remaining item as a defect.

Answer: A. An agile backlog can outlive a project. Closure depends on the agreed project objective and completion conditions, not on exhausting every future idea.

Decision rule: Remaining backlog does not automatically mean incomplete project scope.

Problem 14. After the final agile release, the team wants to skip the retrospective because no further iteration is planned. What should the project manager or agile leader do?

A. Skip it because improvement is useful only during active iterations.

B. Conduct an appropriately scaled final retrospective or lessons-learned activity and preserve useful learning.

C. Replace it with a celebration only.

D. Ask the product owner to write private notes.

Answer: B. Final learning still matters even when the team will disband. The organisation can apply those insights to future products, teams and delivery systems.

Decision rule: Closure should capture learning that survives the temporary team.

Problem 15. A hybrid project has completed and accepted the software component, but a predictively managed hardware workstream still has an unaccepted contractual deliverable. What should the project manager do?

A. Close the whole project because the agile component is complete.

B. Move the hardware into the product backlog.

C. Determine whether component-level closure is allowed, but keep the overall project open until the remaining project closure criteria are satisfied.

D. Ignore the contract because the project is hybrid.

Answer: C. Hybrid delivery does not erase component obligations. A completed workstream may close under its rules, but the overall project closes only when the project-level criteria are met.

Decision rule: In hybrid work, close at the correct level and respect each component’s governing commitments.

Problem 16. The receiving team attended training, but a readiness test shows that it cannot complete a critical recovery procedure without project-team assistance. What should the project manager do?

A. Treat attendance as proof of readiness.

B. Close immediately and record the failure as a lesson learned.

C. Remove the recovery procedure from operations.

D. Address the capability gap and retest transition readiness before final handover.

Answer: D. Training attendance is an activity measure; capability is the outcome needed for transition. The readiness test provides evidence that the receiver cannot yet operate independently.

Decision rule: Test operational capability, not merely completion of transition activities.

Problem 17. A project is ready to close, but nobody has been assigned to own ongoing application support. What should the project manager do first?

A. Clarify and secure accountable support ownership as part of transition readiness.

B. Close and allow users to find support later.

C. Keep the project manager as permanent support owner.

D. Transfer all support questions to the sponsor personally.

Answer: A. Operational ownership is part of a responsible transition. The project manager should help establish the accountable receiving role rather than silently allowing a gap.

Decision rule: Every continuing operational responsibility needs a clear owner before handover.

Problem 18. A new service is accepted, but expected response-time service levels between operations and the business have not been agreed. What should the project manager do?

A. Assume the project schedule defines service levels.

B. Resolve or formally govern the service-level gap before declaring transition complete.

C. Let the development team support the service indefinitely.

D. Close because service levels are an operations concern only.

Answer: B. If service levels are part of transition readiness, leaving them undefined creates immediate expectation and ownership risk. The gap should be addressed before the project team withdraws.

Decision rule: Clarify post-transition service expectations before responsibility changes hands.

Problem 19. A known residual risk will continue after the project closes. Operations has agreed to accept the exposure. What should the project manager do?

A. Delete the risk because the project is ending.

B. Keep the project open until the risk disappears.

C. Transfer the risk information, ownership, response status and monitoring expectations to operations and record the handover.

D. Convert the risk into project scope.

Answer: C. Closure does not remove continuing uncertainty. A residual operational risk can be transferred when the receiving owner understands and accepts the responsibility.

Decision rule: Transfer continuing risks explicitly; do not let them disappear with the project team.

Problem 20. A deliverable has a minor known defect that falls inside an agreed acceptance tolerance, and the authorised customer accepts it with a documented follow-up condition. What should the project manager do?

A. Reject the acceptance because no deliverable can contain a known defect.

B. Hide the defect from operations.

C. Restart the entire project.

D. Record the accepted condition, ensure follow-up ownership is clear, and proceed according to the closure criteria.

Answer: D. Acceptance can include documented conditions when governance and the agreement permit it. The important point is that the condition, ownership and consequences remain transparent.

Decision rule: An accepted residual condition must be visible, authorised and owned.

Problem 21. During transition, the project team plans to leave several privileged system accounts active “just in case”. What should the project manager do?

A. Follow the security and access-transition process, transferring necessary privileges and removing obsolete project access.

B. Leave all access active permanently.

C. Share the passwords with the entire operations team.

D. Archive the passwords in the lessons-learned file.

Answer: A. Closure includes responsible security transition. Unnecessary privileged access creates exposure after the temporary team no longer needs it.

Decision rule: Transfer access deliberately and remove privileges that no longer have a legitimate owner or purpose.

Problem 22. A regulated project has completed the product, but audit evidence required for operational approval is incomplete. What should the project manager do?

A. Close because the physical product is complete.

B. Complete or formally resolve the required regulatory evidence before declaring the transition ready.

C. Ask operations to recreate the evidence later.

D. Change the acceptance criteria after delivery.

Answer: B. Regulatory evidence can be part of the deliverable and transition obligation. Technical completion does not override required compliance evidence.

Decision rule: Compliance completion is part of completion when the project or operating approval depends on it.

Problem 23. A project’s benefits are expected to appear six months after go-live, but no baseline was established for the benefit measure. What should the project manager do before closure?

A. Invent a baseline after results appear.

B. Keep the project open for six months without a measurement plan.

C. Work with the accountable business stakeholders to establish a valid measurement reference and ownership for post-project tracking.

D. Ignore the benefit because delivery is complete.

Answer: C. Benefits cannot be assessed meaningfully without an agreed measurement basis. The project should help ensure that the post-project measurement system is usable before responsibility transfers.

Decision rule: Benefits need a measure, a meaningful reference and an accountable owner.

Problem 24. The expected financial benefit will be tracked for two years after project closure. Who should normally own the long-term benefit measurement?

A. The project manager forever.

B. The supplier regardless of the contract.

C. Any team member who remains available.

D. The accountable business, product or operational benefit owner identified by governance.

Answer: D. The temporary project organisation should establish a clear handoff to the role that remains accountable for the outcome. The project manager may support setup but does not automatically own benefits indefinitely.

Decision rule: Transfer long-term benefit accountability to the enduring business owner.

Problem 25. Three months after closure, the business owner reports that adoption is below target even though the solution met every acceptance criterion. What does this most clearly demonstrate?

A. Delivery success and benefit realisation are related but distinct; the business should use the established benefit and adoption management arrangements.

B. Acceptance criteria were meaningless.

C. The project must always be reopened.

D. Quality assurance failed automatically.

Answer: A. A technically accepted output can still produce weaker outcomes if adoption or operating conditions differ from expectations. That does not automatically mean the original project must restart.

Decision rule: Measure outcomes after delivery; do not equate acceptance with guaranteed benefit.

Problem 26. Near closure, evidence shows that a market change has reduced the expected value of the solution. All approved scope is almost complete. What should the project manager do?

A. Hide the evidence until closure.

B. Present the changed value evidence and implications through the appropriate governance path so an informed business decision can be made.

C. Add unapproved features to restore value.

D. Close immediately because scope completion is the only success measure.

Answer: B. The project manager should make material business information visible. The governing authority can then decide whether to complete, alter, terminate or transition the remaining work.

Decision rule: Protect decision quality when value assumptions change; do not protect an outdated plan from evidence.

Problem 27. A project has delivered value incrementally for a year. The final planned increment is cancelled because it no longer provides sufficient value. What should the project manager do?

A. Build it anyway because it appeared in the original plan.

B. Delete all prior benefits.

C. Use the approved governance or product decision, update commitments, and close when the revised completion criteria are satisfied.

D. Treat cancellation as project failure automatically.

Answer: C. Value-based delivery can legitimately stop low-value work when the proper decision authority changes the commitment. Closure should reflect the authorised final state, not an obsolete plan.

Decision rule: Approved value decisions can change what remains worth delivering.

Problem 28. At financial close, the project has unspent contingency reserve because identified risks did not consume it. What should the project manager do?

A. Spend it before closure.

B. Distribute it to the project team.

C. Convert it into management reserve after closure.

D. Reconcile and return or release the unused funds according to organisational financial governance.

Answer: D. Reserve is not a target for spending. Unused funds should be reconciled and handled under the organisation’s financial controls.

Decision rule: Close finances against actual authorised obligations, not the desire to exhaust the budget.

Problem 29. A project has outstanding accruals for services already received but not yet invoiced. What should the project manager do during closure?

A. Ensure the obligations are recorded and reconciled according to financial closeout procedures.

B. Ignore them because cash has not been paid.

C. Cancel the supplier agreement without notice.

D. Record them as project benefits.

Answer: A. Financial closure should recognise legitimate obligations even when final payment has not yet occurred. Accruals and commitments need accurate treatment under the organisation’s accounting process.

Decision rule: Financial closure includes known obligations, not only invoices already paid.

Problem 30. The supplier warranty begins after handover. Which action best supports procurement transition?

A. Archive the contract without telling operations.

B. Transfer warranty terms, contacts, service conditions and claim procedures to the receiving owner.

C. Ask the supplier to contact whoever needs help.

D. Keep the procurement specialist assigned for the full warranty period.

Answer: B. Warranty responsibility can continue after project procurement work closes. Operations needs enough information and ownership to use the warranty when required.

Decision rule: Transfer continuing contract rights and obligations to the party that will use them.

Problem 31. The project committed to measuring energy reduction for one year after implementation. The project itself is ready to close. What should the project manager do?

A. Keep every project resource assigned for one year.

B. Cancel the commitment because the project is closing.

C. Confirm the sustainability measure, baseline, data source, owner and reporting arrangement, then transition ongoing tracking.

D. Estimate the result and report it as actual performance.

Answer: C. A continuing sustainability benefit can be monitored after project closure if the measurement system and accountable owner are established. Long-term tracking does not necessarily require the temporary team to remain active.

Decision rule: Transition ongoing sustainability and benefit measurement to an enduring owner.

Problem 32. An AI tool produces a polished project closeout summary, but it states that a supplier claim was resolved when the claim is still open. What should the project manager do?

A. Use the summary because the language is professional.

B. Delete all supplier records.

C. Close the claim because the AI summary says it is closed.

D. Verify the source records, correct the inaccurate statement, and retain accountable human review of the closeout record.

Answer: D. AI-generated content is decision support, not authoritative evidence. Closeout records must accurately represent obligations and unresolved matters.

Decision rule: Validate AI-generated closure information against authoritative project records.

Problem 33. A cancelled project produced a prototype that another business unit may reuse. What should the project manager do during termination closure?

A. Identify the asset, ownership, intellectual-property and transfer requirements, then disposition it through the appropriate governance process.

B. Destroy the prototype automatically.

C. Give it to the first interested employee.

D. Keep the project open until reuse occurs.

Answer: A. Project termination still requires responsible disposition of assets and knowledge. Potential reuse should be governed rather than handled informally.

Decision rule: Close or transfer project assets deliberately, including when the original project is cancelled.

Problem 34. A change request is still under review when the project reaches its planned end date. What should the project manager do?

A. Close the project and assume the change was rejected.

B. Determine the status and authority of the request, resolve its effect on closure criteria, and follow the change/governance process before final closure.

C. Implement it without approval.

D. Delete the request.

Answer: B. An unresolved change can affect what constitutes authorised completion. The project manager should not assume an outcome merely because the planned date has arrived.

Decision rule: Resolve material open change decisions before declaring the final project state.

Problem 35. The sponsor says, “I accept the project,” but the contract states that the customer’s procurement director is the acceptance authority. What should the project manager do?

A. Treat the sponsor’s statement as contract acceptance.

B. Ask the team to vote on acceptance.

C. Obtain acceptance from the authorised role defined by the agreement.

D. Change the contract after delivery.

Answer: C. Internal sponsorship and contractual acceptance can belong to different roles. The project manager should follow the authority established by the agreement.

Decision rule: Identify who is authorised to accept; seniority alone does not replace defined decision rights.

Problem 36. Several stakeholders participated in reviews, but only one role has authority to approve completion. One non-authorised stakeholder objects to a minor design preference outside the agreed criteria. What should the project manager do first?

A. Ignore all stakeholder feedback.

B. Give the objecting stakeholder final authority.

C. Reopen every approved requirement.

D. Understand the concern, confirm whether it affects agreed criteria, and use the defined acceptance authority and engagement process.

Answer: D. Engagement remains important, but acceptance authority should stay clear. The concern should be understood without allowing informal preferences to override agreed decision rights.

Decision rule: Listen broadly, but close through the authorised acceptance path.

Problem 37. [Select TWO] Operations completed classroom training, but half the users have not received access and the help desk has no escalation route. Which TWO actions should the project manager prioritise before final transition?

A. Confirm and complete required access provisioning.

B. Close because training is complete.

C. Establish the support escalation path and responsible owners.

D. Move all support work back to the development team permanently.

Answer: A and C. Access and escalation ownership are direct readiness conditions. Training alone cannot compensate for an environment in which users cannot enter the system or support staff cannot route serious problems.

Decision rule: Transition readiness is multi-dimensional; remove operational blockers before handover.

Problem 38. [Select TWO] A project is ready to archive its records. Which TWO considerations are most important?

A. Approved retention and disposal requirements.

B. Authorised accessibility and security controls.

C. Deleting all records to reduce storage cost.

D. Giving unrestricted access to all employees.

Answer: A and B. Closure records must be retained for the required period and remain available to authorised users while protected against inappropriate access. Retention and security work together.

Decision rule: Archive records so they remain both compliant and usable.

Problem 39. [Mini-case] Mini-case: A company has launched a new customer portal. The customer has accepted the portal, operations owns support, and the project team is preparing to close. The benefits plan expects a 20% reduction in call-centre volume over nine months, but no business owner has been assigned to track that result. What should the project manager do first?

A. Keep the entire project team for nine months.

B. Remove the benefit from the business case.

C. Establish an accountable post-project benefit owner and confirm the measurement/reporting arrangement before closure.

D. Assume the call-centre manager will notice the result.

Answer: C. The project can still close without keeping the temporary team for the full benefit period, but continuing benefit measurement needs explicit ownership and a usable measurement arrangement.

Decision rule: Before closing, hand long-term value tracking to an accountable enduring role.

Problem 40. [Mini-case] Mini-case continuation: In the same portal project, the operations manager now reports that the project’s technical administrator account is still active and shared by three developers. What should the project manager do next?

A. Leave it active until the benefit is realised.

B. Change the password and send it to all users.

C. Archive the password in the benefit report.

D. Follow the access-transition process, transfer necessary operational privileges and remove obsolete shared project access.

Answer: D. The benefit period does not justify retaining uncontrolled project access. Security transition should remove obsolete privileges and establish accountable operational access.

Decision rule: Project closure should leave operational ownership stronger, not preserve temporary access arrangements.



17.12 Closure and Value Fast Review

1. Finished work is not the same as accepted work; accepted work is not the same as completed transition.

2. Close against defined criteria and authorised acceptance, not schedule pressure or informal enthusiasm.

3. Validate that the receiving organisation has ownership, knowledge, access, support arrangements and operational capability.

4. In agile work, a remaining backlog can represent legitimate future product work; it must not be used to conceal unfinished required project scope.

5. In hybrid work, distinguish component closure from overall project closure and respect the control model that governs each workstream.

6. Close procurement, finance and resources deliberately. Final invoices, claims, warranties, accruals and knowledge transfer can remain important after technical delivery.

7. Capture useful learning and preserve records in an accessible but secure form.

8. A terminated project still requires orderly closure, including asset disposition, obligations, risks and lessons learned.

9. Benefits often continue after the project. Establish measures, baselines, accountable owners and reporting paths before the temporary team leaves.

10. Delivery success does not automatically prove business value. Monitor outcomes and make deteriorating value assumptions visible to decision-makers.

11. Transfer residual risks, service responsibilities, security access and operational obligations explicitly.

12. Validate AI-generated closeout information against authoritative records and retain human accountability.



17.13 Final Closure Decision Sequence

1. Confirm what level is closing: deliverable, iteration, phase, contract, component or entire project.

2. Compare the current state with the approved completion and acceptance criteria.

3. Obtain the decision from the role that actually holds acceptance authority.

4. Validate transition readiness and resolve or formally accept material gaps.

5. Reconcile unfinished commitments, changes, risks, defects, contracts, finance, resources and records.

6. Transfer continuing ownership for operations, support, warranties, residual risks, benefits and sustainability measures.

7. Capture learning and archive information under retention, security and accessibility requirements.

8. Communicate the final status truthfully, release temporary resources, and close through the approved governance process.

Source basis: Project Management Institute, Project Management Professional (PMP) Examination Content Outline – July 2026, Process Task 3 (value-based delivery) and Task 10 (manage project closure); A Guide to the Project Management Body of Knowledge (PMBOK® Guide), Eighth Edition and The Standard for Project Management, 2025.





PART IV: BUSINESS ENVIRONMENT

Chapter 18




Governance, Compliance and Organisational Change

Governance tells a project who may decide, what evidence a decision requires, which rules apply, how performance is overseen, and when an issue must move beyond the project manager’s authority. Compliance asks whether the project is meeting mandatory obligations such as law, regulation, security, health and safety, contractual duties, sustainability commitments and organisational policy. Organisational change asks whether people and operating systems are ready to adopt the result the project is creating. These three concerns often appear together in PMP scenarios because a technically sound project can still fail when decisions bypass governance, obligations are ignored, or users never adopt the change.

For examination purposes, the project manager should neither treat governance as bureaucracy nor assume that leadership authority is unlimited. The stronger response usually identifies the decision right, the mandatory requirement, the evidence available, the threshold for escalation and the people affected by the change. It then uses the lightest responsible path that protects the organisation, enables delivery and preserves value.


18.1 Governance: Decision Rights, Oversight and Escalation

Project governance provides the structure through which project decisions are directed and monitored. It can include policies, ethics, reporting rules, approval authorities, stage gates, success measures, escalation routes, audit expectations and the responsibilities of sponsors, steering groups, product leaders, project managers and other decision-makers. Governance should make accountability clearer. It should not require every routine decision to move to senior management.

The exam often tests the boundary between responsible empowerment and unauthorised action. A project manager may analyse a proposed action, prepare evidence, recommend an option and implement a decision that falls inside delegated authority. The same project manager should not waive a regulatory obligation, approve funding outside the authorised limit, alter a contractual commitment reserved for another role, or ignore an escalation threshold simply to preserve schedule. When authority is unclear, consult the governing arrangements before acting.



18.2 Escalation Is a Decision Path, Not a Substitute for Management

A useful governance design establishes escalation paths and thresholds before a crisis occurs. Thresholds may be financial, schedule-based, safety-related, legal, reputational, technical or strategic. They help the project manager distinguish a problem that can be resolved directly from a decision that belongs elsewhere. Escalation should therefore communicate a decision need: what happened, why it matters, what has already been done, what options exist, what recommendation is supported and what authority is required.

Escalating too early can weaken ownership and overload senior decision-makers. Escalating too late can expose the organisation to avoidable loss. The strongest PMP answer normally resolves matters at the lowest responsible level until a defined threshold, reserved authority or mandatory obligation requires formal escalation.



18.3 Compliance: Mandatory Constraints Must Be Confirmed, Not Assumed

Compliance requirements can arise from legislation, regulation, licences, security standards, privacy obligations, health and safety rules, environmental commitments, contractual terms, internal policies and industry requirements. The project manager should identify applicable requirements early, classify them, determine how compliance will be demonstrated and keep evidence current enough for decisions and audits.

A common exam trap is to treat every stated preference as a mandatory requirement, or to treat a mandatory requirement as negotiable because it threatens cost or schedule. The first step is to verify the obligation and its applicability. Once a requirement is confirmed as mandatory, the project should plan around it or use the authorised governance path to change the project. A sponsor’s enthusiasm cannot override law, and an agile backlog cannot make a binding obligation optional.



18.4 Managing Compliance Through the Project Life Cycle

Compliance is not a final inspection activity. Planning should identify requirements, owners, evidence, controls, review points and consequences of noncompliance. Delivery should apply the controls and keep records. Monitoring should measure the extent of compliance, examine exceptions and test whether controls remain effective. Closure should retain required evidence and transfer continuing obligations to the receiving organisation.

When a possible breach appears, first protect people, data, assets or legal position if immediate harm exists. Then verify the facts, involve the appropriate specialist roles, assess the consequence, follow reporting obligations, correct the condition and examine why the control failed. Concealing the breach, rewriting records or delaying mandatory notification because the project is near a milestone is professionally unacceptable.



18.5 Governance and Compliance Across Predictive, Agile and Hybrid Work

Predictive projects often express governance through approved baselines, phase gates, formal authorities and planned assurance activities. Agile teams may have more local decision authority, frequent review and product-level prioritisation, but they still operate under organisational, legal, security and ethical constraints. Hybrid projects combine these arrangements, so the candidate should identify which component, commitment and decision right the scenario concerns.

Agility does not remove governance; good governance enables appropriate agility by clarifying boundaries. Likewise, formal governance should not force every small product decision through a committee. A strong hybrid design may allow the product owner to reprioritise adaptable features while requiring formal approval for funding changes, regulatory commitments or contractual milestones.



18.6 Organisational Change Is Different from Project Change Control

Project change control manages alterations to project commitments, plans, baselines or controlled product content. Organisational change management addresses how individuals, groups and operating systems move from a current state to a desired future state and sustain the intended business benefit. A project can manage every change request correctly and still fail if users resist the new process, managers reinforce old behaviour, training is inadequate or operational incentives contradict the new way of working.

PMP scenarios may therefore ask the project manager to assess culture, identify adoption barriers, involve sponsors and influential stakeholders, tailor communication, plan training, create feedback loops, monitor adoption and adjust the transition approach. The project manager should support organisational change without assuming ownership that belongs to business leaders, change specialists or operational managers.



18.7 Culture, Readiness and Resistance

Culture influences how people respond to authority, risk, transparency, learning and change. Resistance is information before it is a behaviour to punish. People may resist because they do not understand the reason for change, expect personal loss, distrust leadership, lack capability, face conflicting incentives, have experienced failed initiatives or believe the proposed process will make their work worse. The project manager should diagnose the source rather than label every objection as negativity.

Readiness assessment asks whether the organisation has sufficient sponsorship, capability, process maturity, communication, training, support, time and operating conditions to adopt the result. If readiness is weak, the project manager can make the gap visible, identify owners and integrate required actions into the delivery and transition plan.



18.8 Adoption Requires More Than Communication

Communication explains the change, but adoption usually requires more. People may need demonstrations, role-specific training, revised procedures, manager reinforcement, access to support, new measures, updated incentives and opportunities to practise. Feedback should show whether the change is being understood and used. Adoption metrics can include usage, error rates, process compliance, service outcomes, training completion, user confidence or benefit indicators, depending on the change.

The exam often favours an intervention matched to the barrier. If employees understand the change but cannot use the new system, another awareness campaign is weak. If users have been trained but supervisors still reward the old process, the problem is reinforcement and operating alignment. If a small group lacks skill, targeted training may be stronger than broad escalation.



18.9 Governance, Compliance and Change Decision Map

Use the following table as a rapid exam filter. Start with the problem type, then determine whether the project manager has enough authority to act directly or must use a formal path.










	Scenario signal
	First question
	Preferred response pattern
	Common trap





	Decision exceeds delegated authority
	Who owns the decision and what threshold applies?
	Prepare evidence, options and recommendation; escalate through the defined path.
	Acting first and asking permission later.



	Possible compliance requirement
	Is the obligation confirmed and applicable?
	Verify requirement, involve appropriate expertise, assess consequences and plan evidence/control.
	Treating a preference as law or a legal duty as optional.



	Suspected noncompliance
	Is immediate harm occurring or notification mandatory?
	Contain urgent exposure, verify facts, follow reporting obligations, correct and learn.
	Hiding the issue until after a milestone.



	User resistance
	What is causing the resistance?
	Diagnose awareness, capability, trust, incentive, workload or process barriers; tailor intervention.
	Sending more generic communication without diagnosis.



	Low adoption after launch
	What condition prevents use or reinforcement?
	Measure adoption, identify barrier, engage accountable operational leaders and correct the transition system.
	Declaring project success because delivery was accepted.



	Agile team wants to bypass a control
	Is the control mandatory or merely procedural?
	Tailor unnecessary process, but retain mandatory legal, security, ethical and governance controls.
	Equating agility with absence of governance.







18.10 Exam Traps to Eliminate Early

Several distractors recur in this domain. Do not assume the sponsor can waive law. Do not escalate every disagreement. Do not treat an audit finding as a paperwork problem when it exposes a control failure. Do not confuse project change control with organisational adoption. Do not punish resistance before understanding it. Do not declare change successful merely because training attendance is high. Do not let agile language override mandatory controls. Do not let governance become an excuse for avoiding decisions that clearly sit inside the project manager’s authority.



18.11 Direct Problem-Solving Practice

The following questions deliberately mix governance, compliance and organisational change. Read for the decision right, mandatory obligation, current evidence, severity, delivery approach and adoption condition before choosing the action.

Problem 1. A steering committee has delegated the project manager authority to approve schedule recovery actions up to $25,000. A proposed recovery plan costs $18,000 and does not alter scope, compliance or contractual commitments. What should the project manager do first?


A. Escalate the decision because all recovery actions require steering committee approval.

B. Evaluate the recovery option, confirm it fits the delegated authority and project controls, then decide and document the action.

C. Ask the sponsor to approve the cost informally.

D. Implement the option without checking its schedule and risk effects.



Answer: B. The project manager has delegated authority, so unnecessary escalation is weaker. The option still needs normal impact evaluation and documentation before implementation.

Decision rule: Use delegated authority responsibly; escalate only when thresholds or reserved decision rights require it.

Problem 2. A project team discovers that a planned data migration may violate a new privacy regulation. The launch is in five days. What should the project manager do first?


A. Launch and fix the privacy issue after customer complaints appear.

B. Ask the sponsor whether the regulation can be ignored for this release.

C. Remove all customer data without analysing the requirement.

D. Verify the regulatory requirement and exposure immediately with the appropriate privacy/compliance expertise, and contain any activity that could create a breach.



Answer: D. A possible legal/privacy conflict requires rapid verification and protective action. Schedule pressure does not justify proceeding blindly.

Decision rule: Verify and protect first when a mandatory compliance exposure may create immediate harm.

Problem 3. A senior executive asks the project manager to omit a negative quality trend from the governance report because the board meeting is “too sensitive.” What is the best response?


A. Report material project information accurately through the established governance process and explain the consequence of the trend.

B. Remove the trend but keep a private copy.

C. Delay the report until the trend improves.

D. Ask the team to change the measurement definition.



Answer: A. Governance depends on truthful information. Hiding material evidence undermines ethical reporting and decision quality.

Decision rule: Do not manipulate material governance information to make performance appear better.

Problem 4. A hybrid project allows product teams to reprioritise features, but any change to a regulatory reporting capability requires compliance approval. The product owner wants to drop the reporting feature to accelerate release. What should the project manager do?


A. Allow the product owner to remove it because backlog ordering is always final.

B. Convert the project to predictive delivery.

C. Confirm the regulatory obligation and route the proposed change through the required compliance/governance process rather than treating it as ordinary backlog reprioritisation.

D. Cancel the release immediately.



Answer: C. Product ownership does not override a mandatory regulatory control. The change must follow the decision path that governs that obligation.

Decision rule: In hybrid work, apply the control that belongs to the commitment being changed.

Problem 5. An audit identifies that a required approval has been missing from several supplier transactions. No loss has been detected. What should the project manager do next?


A. Ignore the finding because no loss occurred.

B. Terminate the procurement team.

C. Assess the extent and cause of the control failure, correct current exposure, involve the relevant governance/compliance owner and strengthen the control.

D. Rewrite the records to show approval.



Answer: C. The absence of detected loss does not make a control failure harmless. The project should determine scope, cause and consequence, then correct the process.

Decision rule: Treat audit findings as evidence about the control system, not merely as missing paperwork.

Problem 6. A project manager receives a request from a functional manager to approve a $200,000 budget increase. Governance gives the project manager authority only up to $50,000. What should happen first?


A. Analyse the impact and prepare the decision for the authorised governance role.

B. Approve the increase because the functional manager requested it.

C. Reject the request without analysis.

D. Split the increase into smaller approvals to remain under the threshold.



Answer: A. The project manager can prepare the evidence but cannot manufacture authority by dividing the decision.

Decision rule: When authority is exceeded, analyse and escalate the decision need through the defined path.

Problem 7. A team says a mandatory cybersecurity review is “too slow for agile” and proposes releasing without it. What is the best response?


A. Accept the proposal because agile values working software.

B. Ask the team to hide the release from security.

C. Replace agile with waterfall.

D. Retain the mandatory cybersecurity control, then work with the relevant groups to make the review as efficient and integrated as possible.



Answer: D. Agility supports adaptation, not the removal of binding security obligations. The process can be improved without abandoning the control.

Decision rule: Tailor process where possible, but keep mandatory controls intact.

Problem 8. A project has met its technical acceptance criteria, but supervisors in the receiving department continue instructing staff to use the old process. Adoption is falling. What should the project manager do first?


A. Close the project because acceptance is complete.

B. Engage the operational leaders to understand the reinforcement gap and align supervisory behaviour with the intended change.

C. Send another generic project newsletter.

D. Escalate every supervisor to the CEO.



Answer: B. The barrier is operational reinforcement, not awareness alone. The people who shape day-to-day behaviour need to be aligned.

Decision rule: Match the change intervention to the actual adoption barrier.

Problem 9. A governance board asks for an escalation threshold for schedule delay. Which approach is strongest?


A. Define a measurable threshold linked to decision authority and consequence, and agree how the project will monitor and report it.

B. Escalate every one-day variance.

C. Avoid thresholds so the project manager remains flexible.

D. Use the same threshold as an unrelated project.



Answer: A. Useful thresholds are explicit enough to guide action and relevant to the project’s risk and decision structure.

Decision rule: Define escalation thresholds before pressure makes the decision ambiguous.

Problem 10. A new environmental permit condition is announced midway through construction. The team believes it may affect materials already ordered. What should the project manager do first?


A. Ignore it until the regulator contacts the project.

B. Use the old permit because procurement has already occurred.

C. Tell the supplier to absorb all cost immediately.

D. Confirm applicability and effective date, assess the impact on current work and procurement, and involve the appropriate compliance/governance stakeholders.



Answer: D. External regulatory change should be verified and assessed before a response is selected. Existing commitments do not remove the obligation.

Decision rule: When external rules change, verify applicability, assess impact and use the proper governance path.

Problem 11. A compliance officer tells the project manager that a health and safety requirement applies to one work package, but the team disputes the interpretation. What should the project manager do?


A. Let the team vote on whether the requirement applies.

B. Clarify the requirement with the authorised safety/compliance expertise and document the resulting obligation before proceeding.

C. Proceed until an incident proves the requirement is needed.

D. Ask the customer to waive it.



Answer: B. Applicability should be resolved through competent authority and evidence, not team preference or trial-and-error.

Decision rule: Confirm mandatory requirements with the role authorised to interpret them.

Problem 12. A project is using an AI tool to produce evidence summaries for a regulatory audit. What is the strongest control?


A. Submit the AI summary directly because automation reduces bias.

B. Prohibit all AI tools regardless of organisational policy.

C. Validate the generated summary against authoritative records, protect sensitive information and retain accountable human review.

D. Ask the AI tool to certify its own accuracy.



Answer: C. AI can support preparation, but compliance evidence must remain accurate, traceable and subject to human accountability.

Decision rule: Use AI as decision support, not as the final authority for compliance evidence.

Problem 13. A project manager learns that a business unit has been using an unapproved workaround that bypasses a required segregation-of-duties control. The workaround is helping the project meet schedule. What should the project manager do?


A. Stop or contain the noncompliant practice, assess the exposure, involve the control owner and establish a compliant way forward.

B. Keep the workaround until the next audit.

C. Record it as a lesson learned and continue.

D. Ask the team not to mention it in reports.



Answer: A. A schedule advantage does not justify continuing a known control breach. Immediate containment and responsible correction are required.

Decision rule: Known noncompliance should be controlled, investigated and corrected rather than traded for schedule.

Problem 14. An internal policy requires executive approval for contracts above $500,000. A supplier agreement is $480,000 but includes a probable $60,000 option. What should the project manager do?


A. Ignore the option because it is not yet exercised.

B. Approve the contract without procurement review.

C. Split the option into a later purchase to avoid governance.

D. Clarify how the policy treats options and total commitment, then use the required approval path before creating an unauthorised obligation.



Answer: D. The project should understand how governance defines the commitment rather than structure transactions to evade the threshold.

Decision rule: Do not design transactions to bypass governance thresholds; clarify the rule and follow it.

Problem 15. A compliance metric shows 98% completion of mandatory safety training, but the two untrained workers are assigned to the highest-risk activity tomorrow. What should the project manager do first?


A. Celebrate the 98% result and proceed.

B. Prevent unqualified participation in the high-risk activity and ensure the training requirement is satisfied before exposure.

C. Lower the metric target to 95%.

D. Move the workers to the activity and train them later.



Answer: B. Aggregate performance can hide concentrated exposure. The immediate safety condition matters more than the headline percentage.

Decision rule: Read compliance metrics in context; protect the specific exposure, not the average.

Problem 16. A supplier reports that a material may no longer meet a required sustainability specification. Delivery is due next week. What should the project manager do?


A. Accept the material because sustainability is never mandatory.

B. Reject every delivery from the supplier permanently.

C. Verify the requirement and evidence, assess alternatives and impacts, and use procurement/change/governance processes to preserve the binding sustainability commitment.

D. Hide the issue from the customer until after acceptance.



Answer: C. Sustainability requirements can be contractual or governance obligations. The project manager should verify and manage the requirement rather than assume it is optional.

Decision rule: Treat binding sustainability commitments as controlled requirements with evidence and decision rights.

Problem 17. A regulator requires notification within 24 hours of a defined security incident. The project manager confirms that such an incident occurred eight hours ago. What should happen next?


A. Follow the mandatory notification and incident-response process immediately while continuing containment and investigation.

B. Wait for complete root-cause analysis before notifying.

C. Ask the sponsor whether notification is convenient.

D. Downgrade the incident in the log.



Answer: A. The reporting deadline is mandatory. Investigation can continue, but it cannot be used to delay required notification.

Decision rule: Mandatory reporting timelines take precedence over a preference for complete analysis.

Problem 18. A project has a strong compliance plan, but evidence is stored in personal email accounts and cannot be retrieved reliably. What is the best action?


A. Assume evidence exists because people remember sending it.

B. Print every email and store it at the project manager’s home.

C. Wait until the audit to organise the evidence.

D. Move compliance evidence into the approved accessible repository with retention, security and ownership controls.



Answer: D. Compliance requires demonstrable evidence. Scattered personal storage creates access, retention and audit risk.

Decision rule: Compliance evidence should be controlled, retrievable and protected throughout the project.

Problem 19. A predictive project passes a formal stage gate, but the project manager later discovers that one approval document contained an inaccurate assumption. What should happen first?


A. Ignore it because the gate has already passed.

B. Verify the impact of the inaccurate assumption and inform the appropriate governance role so the decision can be revisited if material.

C. Delete the document.

D. Change the assumption silently.



Answer: B. Governance decisions depend on trustworthy information. A material error should be made visible rather than hidden behind an earlier approval.

Decision rule: A past approval does not protect a decision built on materially inaccurate information.

Problem 20. A team member reports a possible bribery request from a local intermediary. The request is not yet verified. What should the project manager do?


A. Pay first and investigate later to protect schedule.

B. Confront the intermediary publicly without evidence.

C. Preserve the information, avoid the questionable transaction, and involve the organisation’s ethics/compliance process promptly.

D. Record it only in the risk register.



Answer: C. Potential corruption requires careful, protected handling through the organisation’s ethics and compliance mechanisms.

Decision rule: Do not trade ethical exposure for delivery speed; preserve evidence and use the authorised process.

Problem 21. A company is introducing a new project portfolio system. Employees understand why it is changing but say they do not know how to perform their daily work in the new tool. What intervention is most appropriate?


A. Provide role-based training and practical support focused on the tasks employees must perform.

B. Send another executive vision statement.

C. Threaten disciplinary action for all questions.

D. Change the business case.



Answer: A. The barrier is capability, not awareness. Role-based instruction and support directly address the gap.

Decision rule: Diagnose the adoption barrier before selecting the change intervention.

Problem 22. A transformation project has high training completion, but usage data shows most teams still use the old process. What should the project manager do first?


A. Report the change as successful because training is complete.

B. Require more training without investigation.

C. Replace all resistant employees.

D. Analyse adoption behaviour and operating conditions to identify whether the barrier is reinforcement, incentives, workflow, usability, leadership or another cause.



Answer: D. Training completion is a leading activity measure, not proof of sustained adoption. The project needs evidence about why behaviour has not changed.

Decision rule: Measure actual adoption and outcomes, not only change activities.

Problem 23. Middle managers privately support a new process but continue rewarding staff for performance measures tied to the old process. What is the strongest response?


A. Increase project reporting frequency.

B. Work with sponsors and operational leaders to align performance measures and manager reinforcement with the desired behaviour.

C. Tell employees to ignore their managers.

D. Remove all performance measures.



Answer: B. The operating system is reinforcing the old behaviour. Adoption will remain weak until leadership signals and measures support the new state.

Decision rule: Sustained organisational change requires alignment between messages, measures and management behaviour.

Problem 24. Users oppose a new workflow because it adds five manual approvals that were not explained during design. What should the project manager do first?


A. Classify the users as resistant and escalate them.

B. Launch a motivational campaign.

C. Engage users and process owners to understand the concern, verify whether the approvals are required, and evaluate a workable compliant design.

D. Force immediate adoption because the project is approved.



Answer: C. The objection may identify a genuine design or compliance problem. Diagnosis should precede persuasion or punishment.

Decision rule: Treat resistance as information until the source has been understood.

Problem 25. An organisation is moving from functional reporting to product teams. A project manager notices that role ambiguity is causing duplicated decisions. What is the best first action?


A. Clarify new decision rights, responsibilities and interfaces with the affected leaders and teams.

B. Wait for conflict to resolve itself.

C. Add more status reports.

D. Return permanently to the old structure without analysis.



Answer: A. The immediate problem is unclear authority in the future-state operating model. Clarifying roles reduces duplicate decisions and conflict.

Decision rule: During organisational change, make new decision rights explicit.

Problem 26. A senior sponsor is highly visible at launch events but does not intervene when managers continue prioritising the old process. What should the project manager do?


A. Assume visible sponsorship is sufficient.

B. Replace the sponsor.

C. Ask users to work around their managers.

D. Discuss the reinforcement gap with the sponsor and agree specific leadership actions that support the new behaviour.



Answer: D. Change sponsorship involves decisions and reinforcement, not only public endorsement. The project manager should make the gap visible and seek active support.

Decision rule: Effective sponsorship is demonstrated through aligned decisions and reinforcement.

Problem 27. A pilot group adopts a new system successfully, while another department resists because its local process differs substantially. What is the best response?


A. Copy the pilot approach exactly and ignore the difference.

B. Analyse the local workflow and stakeholder needs, then tailor the adoption approach while preserving required outcomes and controls.

C. Cancel deployment to the department.

D. Tell the department that resistance is prohibited.



Answer: B. A successful pilot provides learning, but different operating conditions may require adaptation.

Decision rule: Reuse learning, not assumptions; tailor change support to the receiving context.

Problem 28. A transformation team proposes measuring success only by the number of communications sent. What should the project manager recommend?


A. Keep the measure because messages are easy to count.

B. Measure only project cost.

C. Add outcome-oriented adoption measures such as usage, behaviour, service performance or benefit indicators relevant to the change.

D. Stop all measurement until closure.



Answer: C. Communication volume does not show whether people understood or adopted the change. Outcome-oriented measures provide stronger evidence.

Decision rule: Change activity measures should be connected to adoption and business outcomes.

Problem 29. A department head refuses to release staff for required training because quarterly targets are under pressure. The training is necessary before a regulated process goes live. What should the project manager do?


A. Make the compliance and readiness consequence visible, work with the department head on a feasible plan, and escalate through governance if the mandatory requirement remains at risk.

B. Launch without trained staff.

C. Remove the training requirement.

D. Mark the training as complete in the system.



Answer: A. The project manager should seek a practical resolution but cannot treat mandatory readiness as optional. Escalation is appropriate if the responsible manager cannot resolve the conflict.

Decision rule: Resolve resource conflicts collaboratively, but escalate when mandatory readiness remains exposed.

Problem 30. A project team wants to call organisational change complete when the new system goes live. Operations says benefits depend on six months of sustained use. What is the strongest position?


A. Declare success at go-live because the project delivered.

B. Keep every project resource for six months.

C. Stop measuring adoption after handover.

D. Define post-transition ownership and measures for adoption and benefits so sustained use can be monitored after project closure.



Answer: D. Go-live is an output milestone, not proof of sustained adoption or benefit. Continuing ownership and measures should be transferred.

Decision rule: Separate technical deployment from sustained organisational adoption and benefit realisation.

Problem 31. A new market regulation will become effective in three months and may make one planned feature commercially unusable. What should the project manager do first?


A. Continue because the feature is already in the plan.

B. Assess the external change, its effective date and impact on value, scope/backlog, compliance and delivery options, then bring the decision through the appropriate governance path.

C. Delete the feature immediately without analysis.

D. Ask the team to hide the feature from regulators.



Answer: B. External business changes should be surveyed and assessed for impact before project commitments are adjusted.

Decision rule: Treat external environment changes as decision inputs; assess impact before changing the project.

Problem 32. A governance committee asks for evidence that the project is compliant. Which response is strongest?


A. Provide a statement that the project manager believes everything is compliant.

B. Send the schedule baseline only.

C. Present current evidence against defined compliance requirements, exceptions, corrective actions, owners and unresolved exposure.

D. Report only the percentage of tasks complete.



Answer: C. Compliance assurance requires evidence against requirements and transparent treatment of exceptions, not personal confidence.

Decision rule: Report compliance as evidence plus exceptions and actions, not as a vague status claim.

Problem 33. [Select TWO] A project manager suspects that a mandatory safety control is being bypassed on night shifts. Which TWO actions should occur first?


A. Protect workers from the suspected exposure while the facts are verified.

B. Wait for the monthly audit.

C. Gather reliable evidence and involve the authorised safety/compliance function.

D. Ask supervisors to keep the issue informal.



Answer: A and C. Protecting workers and establishing reliable facts through the authorised safety function address both immediate exposure and responsible verification. Waiting for an audit or keeping the matter informal creates unnecessary risk.

Decision rule: When safety may be compromised, protect first and verify through competent authority.

Problem 34. [Select TWO] Which TWO conditions most strongly indicate that an organisational change is not yet sustained?


A. The project team has produced a communication plan.

B. Employees revert to the old process when supervisors are absent.

C. The new behaviour is embedded in operating measures and manager routines.

D. Usage falls steadily after initial launch support is withdrawn.



Answer: B and D. Reversion to old behaviour when oversight changes and declining use after launch support ends both show that the change has not become self-sustaining. A communication plan is an activity, while embedded measures and routines are evidence of stronger reinforcement.

Decision rule: Sustained change is demonstrated by continuing behaviour and outcomes, not by completed change activities.

Problem 35. [Mini-case] A financial-services project uses agile delivery for customer features. A new regulation requires a specific audit trail before launch. The product owner argues that the audit-trail feature can wait because customers value other features more. What should the project manager do?


A. Explain that the regulatory capability is a release constraint, verify the requirement and integrate the necessary work and evidence into the release plan.

B. Allow backlog priority alone to decide.

C. Launch without the audit trail and create it later.

D. Ask customers to accept the compliance risk.



Answer: A. The audit trail is a confirmed regulatory release constraint, not an ordinary backlog preference. The project should verify the exact requirement and integrate the necessary capability and evidence into the release plan.

Decision rule: Mandatory compliance can constrain product priority even in agile delivery.

Problem 36. [Mini-case] In the same project, the audit-trail capability is built, but the compliance reviewer finds that test evidence is incomplete two days before release. What should happen next?


A. Release because the code is complete.

B. Ask the reviewer to approve verbally.

C. Complete or resolve the required evidence through the compliance path before treating the release constraint as satisfied.

D. Delete the missing tests from the checklist.



Answer: C. A control is not complete merely because functionality exists. Required evidence must be completed or formally resolved before the compliance condition is treated as satisfied.

Decision rule: Compliance includes demonstrable evidence, not only technical implementation.

Problem 37. A programme sponsor tells all project managers to report “green” unless a project is more than 20% late. One project has no schedule delay but has a confirmed regulatory breach. What should the project manager report?


A. Green, because schedule is on time.

B. Report the material compliance condition accurately and use the governance/escalation process appropriate to its severity.

C. Hide the breach in an appendix.

D. Wait until schedule is affected.



Answer: B. A single schedule threshold cannot suppress other material governance conditions. Compliance exposure must be reported according to its own significance and requirements.

Decision rule: Status rules should not conceal material risks or noncompliance that require governance attention.

Problem 38. A project introduces an AI-supported hiring workflow. User adoption is strong, but an internal review identifies possible bias in recommendations. What should the project manager do?


A. Continue because adoption proves value.

B. Ask users not to question the model.

C. Remove all human review to make decisions more consistent.

D. Pause or constrain the affected use as appropriate, investigate the bias with responsible AI/compliance experts, and correct the control before expanding use.



Answer: D. High adoption does not excuse ethical or compliance exposure. Responsible use requires investigation, human accountability and correction.

Decision rule: Adoption and value do not override ethical, legal or responsible-AI controls.

Problem 39. A company merger changes executive sponsors and strategic priorities during a major transformation. What should the project manager do first?


A. Assess how the organisational change affects governance, stakeholders, priorities, benefits and project assumptions, then re-align the project through the appropriate decision process.

B. Continue unchanged until someone cancels the project.

C. Ask the team to select a new sponsor.

D. Freeze all work indefinitely.



Answer: A. A merger can change authority, stakeholder influence, priorities and value assumptions. The project should assess the impact and re-establish alignment through the authorised governance process.

Decision rule: Major organisational change requires reassessment of governance, stakeholders and value assumptions.

Problem 40. An employee reports that staff are falsifying adoption data to protect a manager’s bonus tied to the transformation target. What should the project manager do?


A. Preserve the information, use the organisation’s ethics/governance process, verify the data and ensure reporting is corrected without retaliation against the reporter.

B. Ignore the allegation because adoption is an operational matter.

C. Delete the metric from the dashboard.

D. Tell the reporter to confront the manager alone.



Answer: A. Manipulated adoption data creates an ethics and governance problem as well as a measurement problem. The issue should be handled through protected, authorised channels and the evidence corrected.

Decision rule: Protect truthful reporting and use formal ethics/governance paths when manipulation or retaliation risk is involved.



18.12 Premium Fast Review

1. Governance defines decision rights, oversight, reporting, success measures, ethics, policies, escalation paths and thresholds.

2. Resolve issues at the lowest responsible level, but do not exceed delegated authority or ignore escalation thresholds.

3. Verify compliance requirements and applicability; do not treat mandatory obligations as preferences.

4. Compliance requires evidence. Controls, reviews, records, owners and reporting obligations should remain traceable throughout the project.

5. When noncompliance may create immediate harm, protect first, then verify, report, correct and learn according to the applicable obligation.

6. Agile and hybrid delivery remain subject to law, security, ethics, safety, contractual commitments and other mandatory governance controls.

7. Project change control manages controlled project changes; organisational change management addresses adoption of the future state.

8. Resistance should be diagnosed. Awareness, capability, trust, incentives, workload, process design and manager reinforcement require different responses.

9. Training attendance is not proof of adoption. Measure behaviour, usage, operational performance and benefits where appropriate.

10. Sponsorship must appear in decisions and reinforcement, not only speeches and launch events.

11. External business changes can alter compliance, value, scope/backlog and governance assumptions; assess them rather than protecting an obsolete plan.

12. Reliable governance depends on truthful information. Never manipulate metrics, audit evidence or status to protect appearance.

13. AI-assisted governance and compliance work requires source verification, privacy/security controls, appropriate human review and accountable decisions.

14. Sustainability commitments can be binding requirements and should be governed, measured and evidenced like other controlled obligations.

15. Strong exam answers identify the decision right, mandatory obligation, current evidence, consequence, adoption barrier and next responsible action before choosing a response.



18.13 Final Governance, Compliance and Organisational Change Decision Sequence

1. Classify the condition: governance decision, compliance requirement, noncompliance, external change or organisational adoption problem.

2. Confirm the facts and determine whether immediate safety, security, legal, ethical or operational protection is required.

3. Identify who owns the decision, the delegated authority and any escalation threshold or mandatory reporting requirement.

4. Verify the applicable requirement, policy, contract, regulation or governance rule rather than relying on assumption or hierarchy.

5. Assess consequence across people, value, scope/backlog, schedule, finance, quality, risk, reputation, sustainability and operations as relevant.

6. For organisational change, diagnose the adoption barrier and readiness condition before selecting communication, training, reinforcement or process action.

7. Choose the least excessive response that still meets the mandatory obligation and protects the organisation.

8. Communicate through the required path, implement the authorised action, preserve evidence and monitor whether compliance, governance quality or adoption improves.

Source basis: Project Management Institute, Project Management Professional (PMP) Examination Content Outline - July 2026, Business Environment Task 1 (define and establish project governance), Task 2 (plan and manage project compliance), Task 7 (support organisational change), and Task 8 (evaluate external business environment changes); A Guide to the Project Management Body of Knowledge (PMBOK Guide), Eighth Edition; PMI, Managing Change in Organizations: A Practice Guide; PMI GPM Practice Guide for Sustainability in Project Management.

Chapter 19





Strategy, Business Value and Benefits

A project can finish its scope, meet its schedule and stay inside its authorised budget while still producing disappointing results. Modern project management therefore asks a wider question: why is the organisation investing in this project, what value is expected, how will that value be recognised, and what should change if the original assumptions no longer hold? The PMP examination increasingly tests this connection between delivery decisions and business purpose. A strong candidate does not protect an obsolete plan merely because work has already been completed. The candidate keeps the project aligned with the outcomes, benefits and strategic intent that justify the investment.

For examination purposes, value is broader than revenue. It may include cost reduction, risk reduction, regulatory readiness, customer retention, employee capability, public benefit, resilience, sustainability, learning or strategic positioning. The project manager does not personally own every strategic or benefits decision, but should make value visible, challenge weak assumptions with evidence, involve the right decision-makers and help the organisation choose delivery options that preserve the intended result.


19.1 Strategy Gives the Project a Reason to Exist

Strategy expresses where an organisation intends to go and the choices it makes about how to use limited resources. Projects translate part of that strategy into change. The business case explains why a particular investment is justified, including the problem or opportunity, expected benefits, assumptions, costs, risks, alternatives and measures of success. During the examination, the project manager should therefore connect project decisions to the current business case rather than treat approval at initiation as permanent proof that the project remains worthwhile.

Strategic alignment is not static. A merger, new regulation, technology shift, competitor action, funding constraint or change in customer behaviour can weaken the original case. The correct response is rarely to cancel immediately or continue blindly. First assess what changed, how the change affects expected outcomes and value, what options remain, and who has authority to decide whether the project should continue, adapt, pause or stop.



19.2 Output, Outcome, Benefit and Value Must Be Separated

An output is what the project produces, such as a platform, facility, process, policy or trained workforce. An outcome is the change that occurs when the output is used, such as faster service, reduced errors or improved access. A benefit is a measurable improvement that stakeholders value, while value is the overall worth of those benefits relative to cost, risk, time, opportunity and strategic purpose. These terms are connected but should not be treated as synonyms.

This distinction changes exam answers. Completing a new customer portal is an output. Customers actually using it to resolve requests more quickly is an outcome. Lower service cost and improved satisfaction may be benefits. The value judgement asks whether those benefits justify the investment and remain aligned with strategy. If the deliverable is complete but adoption is poor, the project manager should not report business success simply because scope is finished.



19.3 Identify Value Components with the People Who Receive or Own Them

Value should be identified with the stakeholders who understand the business need, customer problem, operational effect and strategic objective. Sponsors, product leaders, customers, operations, finance, compliance and other stakeholders may define different value components. The project manager helps make these components explicit and traceable so that priorities do not collapse into the loudest opinion or the easiest metric.

Value components may conflict. A faster launch can improve market timing but increase operational risk. A cheaper supplier can reduce initial cost but increase maintenance expense. A highly requested feature can improve satisfaction but delay a mandatory compliance capability. The examination often rewards a response that makes the trade-off visible, uses the agreed decision criteria and brings the choice to the person with the appropriate authority.



19.4 Prioritise Work by Value, Risk, Dependency and Evidence

Value-based prioritisation does not mean selecting only the item with the largest immediate financial return. Priority can reflect customer value, risk reduction, compliance, learning, strategic enablement, dependency removal, time criticality and the cost of delay. In adaptive work, this reasoning may appear through backlog ordering. In predictive work, it may affect sequencing, phase decisions or approved changes. In hybrid work, adaptable priorities must still respect fixed commitments and cross-workstream dependencies.

A common exam trap is to let sunk cost determine the decision. Money already spent is relevant for reporting and learning, but it does not make future spending worthwhile. When evidence shows that expected benefits have materially weakened, the project manager should assess the remaining case for investment rather than argue that the project must continue because too much has already been spent.



19.5 Incremental Delivery Can Test and Realise Value Earlier

Incremental delivery can reduce risk by producing usable value earlier and generating evidence before the full investment is committed. A pilot, minimum viable capability, limited release or phased transition can test assumptions about demand, usability, operational readiness or benefit. The strongest delivery option is the one that provides useful learning or value without violating safety, security, regulatory, contractual or architectural constraints.

Incremental delivery is not automatically superior. Some outputs have little useful value until an integrated capability is complete, and some changes cannot be released partially without creating unacceptable risk. The examination expects tailoring: assess whether the proposed increment is usable, safe, compliant, measurable and capable of testing the assumption that matters.



19.6 Benefits Need Owners, Measures, Baselines and Timing

Benefits often continue after the project closes, so ownership must extend beyond the project team. A benefits owner or operational leader should understand what benefit is expected, how it will be measured, what baseline applies, when the benefit should appear, which assumptions must remain true and what action will be taken if performance differs from expectation. The project manager helps establish this measurement system and ensures that continuing ownership is transferred before closure.

A benefit measure should connect to the intended result. Training attendance, messages sent and features delivered are activity or output measures; they do not automatically prove adoption or value. Stronger benefit measures may include processing time, error rate, customer retention, revenue, cost avoidance, service availability, carbon reduction, utilisation or other outcome measures relevant to the business case. The exam may deliberately offer an easy-to-count activity as a distractor when the question asks whether value has actually been realised.



19.7 Re-examine Business Value Throughout Delivery

The business case should be treated as a live decision reference. Forecast cost, expected completion date, risk exposure, customer demand, operational readiness and external conditions can all change the expected value of the investment. Re-examining value does not mean reopening strategy at every minor variance. It means recognising material evidence that could change the investment decision and ensuring that the authorised decision-maker receives a clear assessment.

When value deteriorates, possible responses include changing scope, reprioritising work, accelerating a valuable capability, reducing an uneconomic component, redesigning the transition, stopping a low-value feature or recommending termination. The project manager should analyse consequences and options rather than protect a plan for its own sake.



19.8 Value Across Predictive, Agile and Hybrid Delivery

Predictive projects may express value through an approved business case, benefits plan, staged funding and formal continuation decisions. Adaptive/agile work may make value visible through product goals, frequent stakeholder feedback, experiments, backlog ordering and incremental outcomes. Hybrid projects combine these mechanisms, so the project manager must distinguish between adaptable product content and strategic, financial, regulatory or contractual commitments that require formal governance.

Across all three approaches, the professional responsibility is similar: understand what value means, identify who owns the decision, use evidence, protect mandatory obligations, keep the project aligned with current strategy and avoid confusing delivery activity with business outcome.



19.9 Premium Value Decision Framework

When a scenario asks whether a project, feature or delivery option still makes sense, use this sequence. First identify the strategic objective and the benefit or problem the investment is intended to address. Second separate outputs from outcomes and benefits. Third identify the evidence: current cost, forecast, customer feedback, adoption, risk, market change, compliance, sustainability and operational performance. Fourth identify the decision owner and governance threshold. Fifth compare options using future value and remaining cost rather than sunk cost. Sixth select the option that protects the strongest combination of value, compliance, feasibility and strategic alignment. Finally define how the result will be measured and who will own continuing benefits after project work ends.



19.10 Integrated PMP Problem-Solving Practice

Problem 1. A project has delivered all approved features, but customer adoption is 30% below the level required in the business case. What should the project manager do?

A. Declare success because scope is complete.

B. Analyse the adoption gap with the benefit owner and relevant stakeholders, determine its effect on expected value, and agree corrective or transition actions.

C. Add more features immediately.

D. Close all benefit tracking because the project is complete.

Answer: B. Completing scope does not prove that the intended outcome or benefit has occurred. The adoption gap should be examined with the people who own the business result.

Decision rule: Separate delivery completion from value realisation; investigate material outcome gaps before declaring business success.

Problem 2. A sponsor argues that a project must continue because 80% of the budget has already been spent, although new evidence shows the remaining product has little market demand. What is the strongest response?

A. Continue because sunk cost proves commitment.

B. Spend the remaining budget quickly before it is withdrawn.

C. Reassess the remaining business value, future cost and alternatives, then take the evidence through the authorised investment decision process.

D. Cancel immediately without analysis.

Answer: C. Sunk cost should not determine whether future investment is worthwhile. The remaining case for value must be assessed and decided through governance.

Decision rule: Base continuation decisions on future value, remaining cost and risk, not on money already spent.

Problem 3. A new regulatory requirement adds no customer-visible feature but is mandatory for market entry. How should it be treated in value prioritisation?

A. As low value because customers cannot see it.

B. As a mandatory enabling condition that protects the ability to realise business value.

C. As optional technical debt.

D. As work to postpone until after launch.

Answer: B. Compliance can be an essential value-enabling constraint. Without it, the organisation may be unable to launch or sustain the intended benefit.

Decision rule: Value includes risk reduction and the ability to operate lawfully, not only visible customer features.

Problem 4. A team has completed a new automated workflow. Which measure best demonstrates an outcome rather than an output?

A. Number of workflow screens built.

B. Number of developers assigned.

C. Percentage of planned requirements completed.

D. Reduction in average processing time after users adopt the workflow.

Answer: D. Processing-time improvement shows the change produced by using the deliverable. The other measures describe production activity or completion.

Decision rule: Use outcome measures to test whether the delivered output changed performance in the intended direction.

Problem 5. A product owner wants to prioritise a popular feature, while a risk-reduction item has lower customer visibility but prevents a likely service outage. What should guide the decision?

A. The loudest stakeholder preference.

B. Only short-term revenue.

C. Comparative value, risk exposure, urgency, dependencies and stakeholder evidence.

D. Random rotation between requests.

Answer: C. Value-based prioritisation considers more than popularity. Risk reduction, urgency and dependencies can materially change priority.

Decision rule: Prioritise using the full value picture, including risk, urgency and dependency, not one visible benefit.

Problem 6. A project’s business case assumed annual savings of $2 million, but finance now forecasts only $700,000 because operating costs increased. What should the project manager do first?

A. Hide the forecast until closure.

B. Assess the updated assumptions and effect on the business case, then bring the material change to the appropriate decision-maker.

C. Change the original business case figures without approval.

D. Continue because the scope baseline is unchanged.

Answer: B. A material reduction in expected benefit can change investment value even when scope has not changed. The assumption should be reassessed and governed.

Decision rule: Re-examine value when material business-case assumptions change, not only when scope changes.

Problem 7. An agile team can release a small capability in four weeks that would test whether customers will pay for a new service. The full product would take nine months. What is the strongest approach if the small release is safe and compliant?

A. Deliver the smaller usable capability to test the value assumption and use evidence to guide further investment.

B. Wait nine months so the first release is complete.

C. Build all low-priority features first.

D. Avoid customer feedback until the full product is ready.

Answer: A. An early usable release can provide evidence about demand and reduce investment uncertainty before the full commitment is made.

Decision rule: Use incremental delivery when it can safely test a material value assumption or realise useful value earlier.

Problem 8. Which person should normally own benefit realisation after the project team has disbanded?

A. The project scheduler.

B. The last developer on the project.

C. The operational or business owner accountable for the continuing outcome.

D. Any stakeholder who attends the closure meeting.

Answer: C. Benefits often continue after project closure, so ownership should sit with the business or operational role able to influence and measure the outcome.

Decision rule: Transfer benefit ownership to a role that persists after the project and can act on performance.

Problem 9. A project is on time and on budget, but a market shift makes the planned service strategically irrelevant. What should the project manager do?

A. Protect the original plan because delivery performance is green.

B. Assess the strategic change and expected value, then support an authorised continuation, adaptation or termination decision.

C. Add more reporting.

D. Delay discussion until all scope is complete.

Answer: B. Schedule and cost performance do not justify delivering an outcome the organisation no longer values.

Decision rule: Good execution does not rescue a weak business case; strategic relevance must remain current.

Problem 10. A steering committee asks for a benefits dashboard. Which combination is strongest?

A. Features completed and meetings held only.

B. Budget spent and documents produced only.

C. Outcomes and benefit measures linked to baselines, targets, timing, owners and current evidence.

D. Number of team members assigned.

Answer: C. Benefits require measurable evidence against a starting point and target, with ownership and timing clear enough for action.

Decision rule: A benefits dashboard should show whether intended outcomes are occurring, not merely whether project activity is high.

Problem 11. A cheaper supplier reduces acquisition cost by 12% but is expected to double maintenance cost over five years. What should the project manager recommend?

A. Choose the lowest purchase price automatically.

B. Compare total life-cycle value, risk, quality and strategic requirements before selection.

C. Ignore future operating cost because it occurs after closure.

D. Ask the supplier to remove maintenance from the estimate.

Answer: B. Initial price is only one component of value. Life-cycle cost and risk can make the cheaper bid economically weaker.

Decision rule: Evaluate total value over the relevant life cycle, not only the project’s immediate expenditure.

Problem 12. A sustainability commitment increases project cost but is part of the organisation’s approved strategic objectives. How should it be treated?

A. As irrelevant because it is nonfinancial.

B. As a strategic value component that should be measured and considered alongside other project trade-offs.

C. As optional unless customers complain.

D. As a reason to remove benefit tracking.

Answer: B. Organisational value can include sustainability outcomes. If approved as a strategic objective, it belongs in the project’s value and decision framework.

Decision rule: Do not reduce value to short-term financial return when strategy includes broader measurable outcomes.

Problem 13. A project manager learns that the expected benefit depends on a policy change that has not been approved. What should happen?

A. Treat the benefit as guaranteed.

B. Remove the dependency from reports.

C. Make the assumption and dependency explicit, assess the risk to value, and ensure the decision-makers understand it.

D. Increase the benefit estimate to create confidence.

Answer: C. Benefits based on unapproved dependencies remain uncertain. The assumption should be visible and managed as a value risk.

Decision rule: Expose assumptions that materially affect benefits; do not present conditional value as guaranteed value.

Problem 14. A pilot delivers excellent customer feedback but poor operating margin. What should the project manager do next?

A. Declare success based only on customer satisfaction.

B. Stop measuring finance because customers are happy.

C. Scale immediately.

D. Reassess the combined value evidence, including customer outcome, cost model and options for improving economics before scaling.

Answer: D. Value is multidimensional. Strong customer response does not remove a material economic weakness that could make scaling unsustainable.

Decision rule: Use the complete business-value evidence before expanding an apparently successful pilot.

Problem 15. An executive asks the project manager to add a feature that has no link to the product goal or business case but is personally preferred by the executive. What is the strongest response?

A. Clarify the expected value and impact, then route the request through the appropriate prioritisation or change mechanism.

B. Implement immediately because the request came from an executive.

C. Reject without discussion.

D. Hide the work inside another requirement.

Answer: A. Seniority does not replace value analysis or governance. The request should be understood and handled through the correct mechanism.

Decision rule: Test requested work against value and authority rather than hierarchy alone.

Problem 16. A project can either deliver Feature X now or an enabling architecture component that creates no immediate customer benefit but allows five high-value features next quarter. What should the team consider?

A. Only visible value this sprint.

B. Strategic enablement, dependencies, cost of delay and the future value unlocked by the architecture component.

C. Which item has the shorter name.

D. Which item was requested first.

Answer: B. Enabling work can have high value when it unlocks future benefits or removes a critical dependency. Immediate visibility is not the only criterion.

Decision rule: Account for enabling value and dependency removal when prioritising work.

Problem 17. A benefit measure improves during the project, but the improvement began before the solution was deployed. What should the project manager do?

A. Attribute all improvement to the project.

B. Ignore the baseline timing.

C. Examine causation, baseline quality and other factors before claiming the project created the benefit.

D. Increase the target after seeing the result.

Answer: C. Benefit measurement should distinguish correlation from credible contribution. A poorly chosen baseline can overstate project value.

Decision rule: Verify baseline and attribution before claiming benefit realisation.

Problem 18. A project has two delivery options with similar cost. Option A delivers the entire solution in ten months. Option B delivers 40% of the usable value in four months and the remainder by month ten. What should the project manager examine?

A. Whether the early increment is usable, safe, compliant and capable of realising or testing meaningful value.

B. Only which option has more documentation.

C. Only team preference.

D. Whether the sponsor likes iterative terminology.

Answer: A. Incremental delivery is valuable when the early portion is genuinely usable and provides benefit or learning without violating constraints.

Decision rule: Evaluate incremental delivery by usable value and risk reduction, not by method label.

Problem 19. A benefits owner wants to measure only revenue even though the project was approved mainly to reduce regulatory risk. What should the project manager do?

A. Accept revenue as the only measure.

B. Align the measurement system with the approved value components, including risk reduction and any relevant financial outcomes.

C. Remove all benefits measures.

D. Measure only team velocity.

Answer: B. Measures should reflect the reasons the project was approved. A single financial measure can miss a major strategic benefit.

Decision rule: Measure the value components that justify the investment, not only the easiest metric.

Problem 20. An AI tool ranks backlog items by predicted financial return, but the model excludes compliance risk and customer trust. What should the project manager do?

A. Use the ranking automatically because AI is objective.

B. Remove human review.

C. Verify the model inputs and limitations, add the missing decision criteria, and retain accountable human prioritisation.

D. Publish the ranking as final governance evidence.

Answer: C. AI output is decision support, not the decision. Missing value dimensions can make the ranking materially misleading.

Decision rule: Validate AI-supported value decisions against complete criteria, data quality and human accountability.

Problem 21. A project’s deliverables are complete, but the receiving organisation has not assigned an owner for benefits tracking. What should happen before closure?

A. Close because technical work is finished.

B. Establish continuing ownership and hand over the benefit measures, assumptions and review responsibilities.

C. Ask the project manager to remain indefinitely.

D. Delete the benefits plan.

Answer: B. Benefit realisation can continue after closure, but ownership and measurement cannot be left undefined.

Decision rule: Do not close the value loop without a continuing owner and measurement responsibility.

Problem 22. A competitor releases a superior product halfway through the project. Customer research indicates the original feature set will no longer differentiate the organisation. What should the project manager do first?

A. Assess the market change, impact on expected value and viable delivery options with product/business stakeholders.

B. Accelerate every original feature.

C. Ignore the competitor because it is external.

D. Cancel all work without governance.

Answer: A. The external change may invalidate value assumptions. The project should assess the evidence and options before changing the investment decision.

Decision rule: Reassess business value when the external environment changes materially.

Problem 23. A project has a positive ROI but would consume a scarce specialist needed for a programme with much higher strategic importance. What concept should influence the decision?

A. Opportunity cost and portfolio-level strategic priority.

B. Sunk cost only.

C. Number of project meetings.

D. Team preference only.

Answer: A. Resources committed to one initiative cannot support another. Strategic opportunity cost can matter even when both projects are individually attractive.

Decision rule: Project value should be considered in the context of competing uses of scarce organisational resources.

Problem 24. A sponsor asks the project manager to report a forecast benefit as if it has already been realised to support an executive presentation. What should the project manager do?

A. Present the forecast as realised value.

B. Remove the date from the report.

C. Distinguish forecast from realised benefit and report the evidence truthfully.

D. Increase the forecast to create a safety margin.

Answer: C. Forecast and realised benefit are different states of evidence. Misrepresenting them damages governance and ethical reporting.

Decision rule: Label forecast, target and realised benefit accurately; never convert expectation into fact for appearance.

Problem 25. A project team proposes reducing testing to launch earlier because early revenue is high. The skipped tests protect a safety-critical function. What is the strongest decision?

A. Protect the safety requirement and evaluate other ways to improve time-to-value without weakening mandatory quality controls.

B. Skip the tests because revenue is value.

C. Ask customers to accept the safety risk.

D. Hide the test reduction from governance.

Answer: A. Business value does not override safety or mandatory quality. The team should seek other delivery options.

Decision rule: Value optimisation operates inside safety, ethics, law and other non-negotiable constraints.

Problem 26. A feature has high estimated value but depends on another team that cannot deliver for four months. A medium-value feature can be delivered now. What should the project manager/product leadership consider?

A. Only estimated value scores.

B. Dependency timing, cost of delay, available capacity and whether the medium-value item provides useful earlier benefit.

C. Alphabetical backlog order.

D. Which feature has more stakeholders.

Answer: B. Value must be considered with feasibility, dependency and timing. A high-value item that cannot start may not be the best immediate priority.

Decision rule: Prioritise executable value, not theoretical value divorced from constraints.

Problem 27. [Select TWO] Which TWO actions best support value-based delivery when business assumptions are uncertain?

A. Deliver a safe, measurable increment that tests the most important assumption.

B. Hide uncertainty until the full product is complete.

C. Define evidence and measures that will confirm or reject the value hypothesis.

D. Lock all priorities regardless of feedback.

Answer: A and C. A measurable increment and explicit evidence criteria allow the organisation to learn before committing more investment. Hiding uncertainty or freezing priorities defeats that purpose.

Decision rule: When value is uncertain, design delivery to generate decision-quality evidence early.

Problem 28. [Select TWO] Which TWO conditions most strongly indicate that a project’s benefits measurement system is weak?

A. Measures have defined baselines and targets.

B. No one owns the measures after project closure.

C. The dashboard distinguishes outputs from outcomes.

D. The main success measure is number of training sessions delivered even though the benefit depends on changed employee behaviour.

Answer: B and D. Benefits require continuing ownership and outcome-oriented measures. Training volume alone is an activity measure and cannot prove behavioural change.

Decision rule: Strong benefit measurement needs ownership and measures that reflect the intended outcome.

Problem 29. [Mini-case] A bank is replacing a legacy onboarding process. The business case expects 25% lower processing cost and faster customer activation. The new platform is delivered on time, but staff still use the old manual process for complex cases. What should the project manager do first?

A. Declare success because the platform is live.

B. Diagnose why the old process remains in use and assess the effect on the benefit measures with operations and the benefit owner.

C. Add unrelated features.

D. Stop measuring cost because the project is complete.

Answer: B. Continued manual work may prevent the expected outcomes. The adoption and process cause should be understood before corrective action is selected.

Decision rule: When benefits lag, diagnose the operating behaviour that connects the output to the outcome.

Problem 30. [Mini-case] In the same bank project, analysis shows that the manual path is required because a regulatory approval step was omitted from the new workflow. What should happen next?

A. Force staff to stop using the manual path.

B. Remove the regulation from the benefits report.

C. Address the compliance gap through the appropriate change/governance path and update the value forecast until the constraint is resolved.

D. Count only simple cases in the benefit measure.

Answer: C. The adoption problem is caused by a missing mandatory capability. The project should correct the root cause and report its effect on expected value honestly.

Decision rule: Do not manage a benefit symptom when a compliance or design gap is preventing the outcome.

Problem 31. A project can meet its deadline only by removing a feature responsible for 60% of the projected benefit. What should the project manager do?

A. Remove it automatically to protect schedule.

B. Present the schedule-value trade-off and viable options to the authorised decision-maker rather than treating the date as the only success criterion.

C. Hide the feature removal.

D. Keep the original benefit forecast unchanged.

Answer: B. A schedule decision that destroys most of the expected value requires explicit governance and updated benefit expectations.

Decision rule: Protect the business purpose, not a single constraint in isolation.

Problem 32. A high-value feature receives enthusiastic feedback from a small group, but broader usage data is weak. What should the project manager/product team do?

A. Treat the small group as proof of full market value.

B. Stop collecting usage data.

C. Examine representative evidence and the assumptions behind the value estimate before expanding investment.

D. Increase the forecast benefit to match enthusiasm.

Answer: C. Narrow feedback can be useful but may not represent the target population. Value decisions should use appropriate evidence.

Decision rule: Test whether evidence is representative before scaling a value conclusion.

Problem 33. A sponsor wants a project to continue because cancelling would be embarrassing, although analysis shows future costs exceed remaining benefits. What should the project manager do?

A. Present the evidence objectively and support the authorised stop/continue decision without allowing reputational discomfort to replace value analysis.

B. Continue to protect the sponsor.

C. Hide the analysis.

D. Spend the remaining budget before review.

Answer: A. Governance decisions should be based on current value, risk and strategic evidence rather than face-saving or sunk-cost pressure.

Decision rule: Maintain objective value evidence even when continuation has political or emotional support.

Problem 34. A public-sector project has no direct revenue but will reduce emergency response time and improve access for remote communities. How should value be considered?

A. The project has no value because revenue is zero.

B. Value should include measurable public outcomes, service quality, risk reduction and strategic obligations relevant to the investment.

C. Only cost should be measured.

D. Replace outcome measures with number of meetings.

Answer: B. Public value can be nonfinancial and still measurable. The business case should reflect the outcomes the organisation is responsible for delivering.

Decision rule: Measure value according to the organisation’s purpose, not only commercial revenue.

Problem 35. A hybrid project has a fixed regulatory launch date but adaptable digital features. Customer research shows one optional feature now has little value. What should happen?

A. Keep it because it was in the original backlog.

B. Reprioritise the adaptable content while preserving regulatory, contractual and integration commitments.

C. Change the launch date without approval.

D. Remove mandatory controls instead.

Answer: B. Hybrid delivery allows adaptable content to respond to new evidence while fixed commitments remain governed.

Decision rule: Use hybrid flexibility where it exists; do not confuse adaptable features with controlled obligations.

Problem 36. A benefits report shows strong early savings, but the savings depend on deferred maintenance that will create higher cost next year. What should the project manager do?

A. Report only the early savings.

B. Extend the measurement horizon and make the deferred cost visible in the value assessment.

C. Close the benefits plan immediately.

D. Classify maintenance as unrelated.

Answer: B. Short-term improvement can be misleading if value is transferred into future cost or risk. The relevant life-cycle effect should be visible.

Decision rule: Avoid claiming value by shifting cost or risk beyond the project reporting window.

Problem 37. A product experiment fails to produce the expected customer response. What is the strongest interpretation?

A. The experiment is automatically a project failure.

B. The team should hide the result.

C. If designed well, the experiment has produced learning that can prevent larger low-value investment and should inform the next decision.

D. The same experiment should be repeated indefinitely without change.

Answer: C. Learning can be valuable when it reduces uncertainty and prevents wasted investment. The evidence should change the next decision.

Decision rule: Treat validated learning as value when it materially improves investment decisions.

Problem 38. A project is expected to create benefits for three departments, but each department uses a different definition of success. What should the project manager do?

A. Allow each group to report success independently with no alignment.

B. Facilitate agreement on value components, measures, ownership and trade-offs that connect departmental outcomes to the overall business case.

C. Use only the project manager’s preferred metric.

D. Delay measurement until closure.

Answer: B. Shared value needs enough alignment to support coherent decisions while allowing department-specific measures where appropriate.

Decision rule: Align benefit definitions early when multiple stakeholders receive different parts of the value.

Problem 39. A project manager discovers that a team has excluded dissatisfied customers from the satisfaction survey to protect the reported benefit. What should happen?

A. Preserve and correct the evidence, address the ethical reporting issue through the appropriate governance path, and reassess the benefit claim using reliable data.

B. Keep the survey because the average is higher.

C. Delete the benefit measure.

D. Ask the team to exclude more customers consistently.

Answer: A. Manipulated evidence invalidates the benefit claim and creates an ethics/governance problem. Reliable measurement must be restored.

Decision rule: Value reporting must remain truthful; unreliable evidence cannot support investment decisions.

Problem 40. A transformation has delivered its technology, users are adopting it, costs are falling, but employee turnover has risen sharply because the new process created unsustainable workload. What is the strongest PMP judgement?

A. The project is fully successful because financial benefits are positive.

B. Ignore turnover because it is an HR metric.

C. Assess the broader value and sustainability impact with the business owner, determine whether the benefit model is creating an unacceptable disbenefit, and adjust the operating approach through the appropriate authority.

D. Increase workload further to maximise savings.

Answer: C. Value should consider important disbenefits and sustainability effects. Positive financial results can be undermined by a harmful operating model.

Decision rule: Evaluate net value, including material disbenefits, rather than celebrating one favourable metric in isolation.



19.11 Premium Fast Review

1. Strategy explains why the project matters; the business case explains why the investment is justified under current assumptions.

2. Separate output, outcome, benefit and value. Completing deliverables does not automatically prove the intended business result.

3. Identify value components with stakeholders and make trade-offs visible rather than allowing one loud preference to dominate.

4. Prioritise using value, risk, compliance, urgency, dependency, learning and cost of delay as relevant to the situation.

5. Sunk cost should not determine future investment. Compare remaining value, remaining cost, risk and alternatives.

6. Use incremental delivery when a safe and usable increment can realise value earlier or test an important assumption.

7. Benefits require baselines, targets, timing, measures and continuing owners. Activity measures are not substitutes for outcome measures.

8. Re-examine business value when material assumptions, forecasts, market conditions, regulation, customer needs or strategy change.

9. Predictive, agile and hybrid approaches use different delivery mechanisms, but all should remain connected to current strategic value.

10. Value can be financial or nonfinancial and may include customer outcomes, risk reduction, compliance, resilience, sustainability and public benefit.



19.12 Final Strategy, Value and Benefits Decision Sequence

1. Identify the strategic objective, business problem or opportunity and the value component at risk.

2. Separate the deliverable from the outcome and benefit the organisation expects from using it.

3. Check the current evidence: customer feedback, adoption, cost, forecast, risk, compliance, market conditions, sustainability and operating performance as relevant.

4. Identify the assumptions, dependencies, baseline and timing behind the benefit claim.

5. Determine who owns the business decision and who will own the benefit after the project closes.

6. Compare future options using remaining value, remaining cost, opportunity cost, risk and strategic alignment rather than sunk cost.

7. Choose the delivery or governance response that preserves the strongest responsible value without violating mandatory obligations.

8. Define how the decision will be measured, communicate it transparently and continue reviewing whether the expected benefit remains achievable.

Source basis: Project Management Institute, Project Management Professional (PMP) Examination Content Outline - July 2026, Process Task 1 (continued business value) and Task 3 (help ensure value-based delivery); Project Management Institute, A Guide to the Project Management Body of Knowledge (PMBOK Guide), Eighth Edition and The Standard for Project Management, 2025, with emphasis on organisational value, adaptability and accountable delivery.

Chapter 20





Sustainability and External Business Factors

Projects do not operate inside sealed boundaries. Regulations change, markets move, technologies mature or become obsolete, supply chains are disrupted, political conditions shift, communities respond, and environmental pressures can alter what responsible delivery looks like. A project manager therefore needs two connected capabilities: the ability to recognise material changes outside the project and the judgement to respond without losing sight of value, governance, people and long-term consequences.

For the PMP examination, sustainability is not a decorative environmental topic added after the main plan is complete. It is a decision lens. It asks whether choices create responsible and durable value across the life cycle of the project and its outcomes. External business factors are equally practical: they can create new risks, invalidate assumptions, force compliance changes, alter customer demand or make the original delivery strategy less useful. Strong answers identify the change, assess the impact, involve the right authority and adapt the project rather than either ignoring the environment or reacting without evidence.


20.1 Sustainability Is a Project Decision Lens

Sustainability asks the project team to consider important environmental, social and economic effects when making decisions. The relevant effects depend on the project. They may include energy and material use, waste, emissions, community impact, worker conditions, accessibility, resilience, maintainability, operating cost, supplier practices or the long-term ability of an organisation to sustain the delivered capability.

The examination is unlikely to reward an answer that treats sustainability as a slogan. A stronger response turns the concern into measurable requirements, decision criteria, risks, benefits or acceptance conditions where appropriate. The project manager should avoid making unsupported claims such as 'green', 'responsible' or 'net positive' without evidence. Sustainability should be integrated into normal governance, planning, procurement, risk, quality, benefits and reporting rather than managed as a disconnected publicity exercise.



20.2 Think Beyond the Handover Date

A low-cost decision during delivery can create high operating cost, waste, maintenance burden or social harm after the project closes. Conversely, a higher initial investment may create stronger life-cycle value if it materially reduces operating cost, failure exposure, energy use, replacement frequency or other relevant impacts. The project manager should therefore use the decision horizon that matches the value being assessed rather than stopping analysis at the project completion date.

This does not mean that the project manager can unilaterally spend more because an option appears more sustainable. Funding authority, business-case assumptions, procurement rules and governance still apply. The correct sequence is to make material life-cycle effects visible, compare realistic options, quantify what can be quantified, disclose uncertainty and take the decision through the appropriate authority.



20.3 External Business Environment Changes Must Be Scanned and Assessed

External factors include changes in regulation, technology, geopolitics, market conditions, economic conditions, environmental conditions, industry standards, customer behaviour and other forces outside the direct control of the project. The first task is not to change the plan every time new information appears. It is to determine whether the change is credible, relevant and material.

A useful sequence is: detect the signal, verify it, assess its impact on scope, schedule, cost, risk, compliance, value and benefits, identify affected assumptions and dependencies, decide whether governance or change control is required, and communicate the response to the stakeholders who need to act. A rumour may become a risk to monitor; an enacted law may create a mandatory requirement; a market shift may require a business-case review; a supplier disruption may require contingency action.



20.4 Separate External Change, Risk, Issue and Mandatory Obligation

Candidates often lose marks by categorising the situation incorrectly. A possible future trade restriction is a risk. A restriction that has already taken effect and is blocking a shipment is an issue. A newly enacted safety regulation may create a mandatory compliance change. A competitor announcement may be an external signal that requires market analysis but does not automatically justify changing scope.

The category matters because the response path changes. Risks are analysed and treated. Issues require resolution. Mandatory obligations must be incorporated through the appropriate governance path. Strategic or market changes may require a reassessment of value. The project manager should not use the change-control process as a substitute for diagnosis, nor should urgent external pressure be used as an excuse to bypass required authority.



20.5 Sustainability Should Be Integrated Across the Delivery System

Sustainability can influence requirements, design, materials, sourcing, logistics, quality, risk, operations, benefits and closure. Procurement decisions can consider relevant supplier practices and life-cycle impacts alongside price, capability, quality and delivery risk. Design choices can consider maintainability, resource efficiency, accessibility and resilience. Transition planning can consider whether operations have the capability and measures needed to sustain the intended outcome.

Integration also prevents burden shifting. A project should not claim environmental improvement merely because emissions, waste or unsafe work have been transferred to a supplier, another location or a later phase of the life cycle. Likewise, a cost saving is weak evidence of value if it creates material future failure cost or unacceptable social impact. Premium examination judgement looks for the net effect that matters to the organisation and its stakeholders.



20.6 Use Evidence for Sustainability Trade-offs

Trade-offs are common. A lower-emission material may cost more or have a longer lead time. A local supplier may reduce transport distance but have limited capacity. A faster delivery option may increase waste. A highly resilient design may require more material. The project manager should make the trade-off explicit rather than assuming that one sustainability indicator automatically determines the answer.

Good analysis uses the most relevant evidence available: life-cycle cost, expected service life, energy or resource use, regulatory thresholds, supplier data, risk exposure, benefit measures and stakeholder priorities. Where data are uncertain, the uncertainty should be stated. Independent verification may be appropriate when supplier claims are material to selection, compliance or public reporting. The exam preference is disciplined evidence and authorised decision-making, not ideological absolutism.



20.7 Resilience Connects Sustainability, Risk and Value

Resilience is the ability of the delivered capability or organisation to continue, adapt or recover when conditions change. Climate events, resource scarcity, cyber threats, supply disruption, infrastructure limitations and geopolitical instability can all affect resilience. The project manager should consider whether the design and transition create avoidable single points of failure or dependencies that threaten long-term value.

Resilience measures should be proportional. Building extreme redundancy into every component can destroy value. The stronger answer identifies credible exposure, evaluates consequence and probability, compares response options and selects a proportionate treatment within governance and risk appetite. Sustainability and resilience are therefore connected to risk management, but they should remain evidence-based.



20.8 External Change Can Alter the Business Case

A project that was strategically attractive six months ago may become less valuable after a major technology shift, regulation, price change or change in customer behaviour. The project manager should not defend the original plan merely because it was once approved. Nor should the project manager cancel the work independently. Material external change should trigger a structured reassessment of assumptions, remaining value, remaining cost, risk, timing and alternatives.

Possible responses include reprioritising scope, changing a sourcing strategy, accelerating a time-sensitive benefit, delaying a low-value component, increasing resilience, adding a mandatory control, changing the transition approach or recommending termination. The governance body or product/business owner with the appropriate authority makes the investment decision; the project manager provides reliable evidence and implements the authorised response.



20.9 Sustainability and External Factors Across Predictive, Agile and Hybrid Delivery

Predictive projects may incorporate sustainability requirements into baselines, specifications, procurement criteria, risk registers and formal change control. Agile teams can include sustainability or resilience criteria in product goals, backlog items, acceptance criteria and definitions of done, then use frequent feedback to test whether the product is creating the intended outcome. Hybrid delivery may keep regulatory, infrastructure or contractual obligations under formal control while adapting digital, product or process features as new evidence emerges.

The delivery approach changes the mechanism, not the responsibility. In every approach the candidate should verify the external change, understand its effect, protect mandatory requirements, identify the correct decision authority, preserve transparency and measure whether the response improves value.



20.10 Premium External Change and Sustainability Decision Map









	Signal or condition
	Primary judgement
	Likely response path





	Possible future external change
	Is it credible and material?
	Record/analyse as risk; assign response and trigger where needed.



	External event already affecting delivery
	What is the actual impact now?
	Treat as issue; contain, resolve, escalate and update plans as authorised.



	New mandatory requirement
	What must change to remain compliant?
	Assess impact; use required governance/change path; do not trade it away.



	Market/technology shift
	Does the business case still hold?
	Reassess value, assumptions and options; take evidence to investment authority.



	Sustainability trade-off
	What is the net life-cycle effect?
	Compare measurable impacts, uncertainty, value and obligations; make an authorised choice.







20.11 Integrated PMP Problem-Solving Practice

Problem 1. A new environmental regulation has been enacted and will apply before the project's product enters operation. The current design does not meet one requirement. What should the project manager do FIRST?

A. Ignore it because the baseline was approved before the law changed.

B. Verify the requirement and effective date, assess impact with the relevant compliance and technical stakeholders, and initiate the appropriate change/governance response.

C. Ask the team to implement the change quietly without analysing impact.

D. Wait until final acceptance to see whether the regulator notices.

Answer: B. An enacted requirement that applies to the delivered product is not merely an optional risk. The project manager should verify applicability, assess impact and take the change through the correct authority rather than bypassing governance.

Decision rule: Treat new mandatory obligations as controlled requirements: verify, assess, authorise, implement and verify compliance.

Problem 2. A news report suggests that a country used by a critical supplier may introduce export restrictions next quarter. No restriction has been issued. What is the best response?

A. Record and analyse the potential restriction as a risk, verify credible information and prepare proportionate response triggers.

B. Cancel the supplier contract immediately.

C. Treat the restriction as an issue already occurring.

D. Remove the risk from reports because the event is uncertain.

Answer: A. The event is possible but has not yet occurred. It should be treated as a risk, with credible monitoring and response planning proportional to the exposure.

Decision rule: Future uncertain external events are risks; do not convert rumours into issues or irreversible action without evidence.

Problem 3. A supplier claims its product is 'carbon neutral', and that claim is a major reason it scored highest in source selection. No supporting evidence has been provided. What should the project manager do?

A. Accept the marketing statement because suppliers are responsible for their own claims.

B. Select the supplier and verify the claim after contract closure.

C. Request appropriate evidence or independent verification according to the procurement criteria before relying on the claim.

D. Remove sustainability from the evaluation because it is difficult to measure.

Answer: C. A material selection criterion should be supported by reliable evidence. Unverified sustainability claims create decision, reputation and possibly compliance risk.

Decision rule: Do not use sustainability claims as decision evidence until the level of verification matches their materiality.

Problem 4. A project has reduced on-site waste by sending unfinished material to a subcontractor that disposes of it elsewhere. The team reports this as a 70% waste reduction. What is the strongest response?

A. Celebrate the result because project-site waste fell.

B. Exclude the subcontractor from the project boundary.

C. Report the reduction only to internal stakeholders.

D. Assess the relevant life-cycle and value-chain impact and correct the claim if the burden was merely transferred.

Answer: D. Moving waste outside the immediate project boundary does not necessarily reduce the underlying impact. The evidence should reflect the material effect rather than a favourable but incomplete boundary.

Decision rule: Avoid burden shifting: measure the material impact, not only what disappears from the project site's dashboard.

Problem 5. A major customer segment changes its buying behaviour, and forecast demand for the project's product falls by 45%. What should the project manager do NEXT?

A. Reassess the business-case assumptions, expected benefits, remaining cost and strategic options with the appropriate business stakeholders.

B. Continue unchanged because scope was approved.

C. Add more features before analysing the demand change.

D. Cancel the project without involving the investment authority.

Answer: A. A material market shift can invalidate value assumptions. The project manager should provide updated evidence so the authorised decision-makers can determine whether to continue, adapt or stop.

Decision rule: Material market change should trigger value reassessment, not automatic continuation or unilateral cancellation.

Problem 6. A technology vendor releases a new platform that could reduce the project's operating cost substantially, but migrating now would delay launch. What is the best first step?

A. Adopt the new platform immediately because newer technology is always better.

B. Reject the option because the architecture was already approved.

C. Delay the project until the vendor publishes another release.

D. Compare the effect on value, schedule, risk, transition and life-cycle cost before taking a recommendation through the appropriate decision path.

Answer: D. Technology change creates an option, not an automatic decision. The project manager should compare material impacts and then use the correct governance path.

Decision rule: External technology change should be evaluated as a value/risk trade-off before the project changes direction.

Problem 7. A low-price material will meet minimum quality requirements but requires replacement every two years. A higher-price alternative is expected to last eight years and reduce maintenance waste. What should the project manager emphasise in the decision?

A. Only the procurement price because project budgets end at handover.

B. Relevant life-cycle cost, service life, risk, sustainability effects and business-case constraints.

C. Only the environmental effect because cost is secondary.

D. The personal preference of the sponsor.

Answer: B. The appropriate decision horizon extends beyond acquisition price when operating life, maintenance and replacement materially affect value. The analysis should still respect authorised funding and requirements.

Decision rule: For material long-term effects, compare life-cycle value rather than acquisition price alone.

Problem 8. A project team wants to publish that its new process is 'zero impact' although it has measured only energy use and has no data for waste, water or supplier effects. What should the project manager do?

A. Approve the statement because one indicator improved.

B. Ask marketing to make the statement less technical.

C. Publish it only to employees.

D. Use a narrower evidence-based claim or obtain the missing evidence before making the broader assertion.

Answer: D. A broad sustainability claim requires evidence broad enough to support it. Unsupported claims create credibility and governance risk.

Decision rule: Make sustainability claims no broader than the evidence that supports them.

Problem 9. Severe flooding has already closed the only road used to deliver a critical component. What is this primarily?

A. A risk only because flooding may continue.

B. An issue requiring immediate impact assessment and response, while related future exposure may remain a risk.

C. A change request only.

D. A benefit.

Answer: B. The disruption is already occurring, so it is an issue. Additional future flooding may still be managed as risk, but the current delivery blockage requires issue response.

Decision rule: When the uncertain event has occurred and is affecting delivery, manage the current effect as an issue.

Problem 10. A proposed design improvement would reduce energy use by 20% but would violate a mandatory safety code. What should the project manager recommend?

A. Implement the improvement because sustainability has priority.

B. Ask the team to hide the noncompliance.

C. Do not implement the noncompliant option; seek an alternative that preserves mandatory safety while improving sustainability where feasible.

D. Proceed if the sponsor accepts the risk.

Answer: C. Mandatory safety requirements cannot be traded away for another benefit. The team can search for an alternative solution that improves sustainability without violating the obligation.

Decision rule: Optimise sustainability within mandatory constraints; compliance is not an optional trade-off.

Problem 11. A government announces a future data-residency law that is highly likely to apply to a digital platform under development. The final regulation is not yet issued. What is the strongest response?

A. Monitor the regulatory development as a significant risk, involve relevant experts, assess plausible design implications and define response triggers.

B. Ignore it until the law is effective.

C. Change the architecture immediately without analysis or authority.

D. Close the project because regulation is uncertain.

Answer: A. The future rule is uncertain in its final form but potentially material. Proportionate early risk analysis can reduce costly late response without pretending the final requirement is already known.

Decision rule: For credible emerging regulation, prepare early while keeping assumptions explicit and decisions proportionate.

Problem 12. A sponsor asks the project manager to omit an adverse environmental finding from the steering report because disclosure may delay approval. What should the project manager do?

A. Omit it because the sponsor owns the business case.

B. Delay the report indefinitely.

C. Change the finding to an opportunity.

D. Report material information truthfully through the appropriate governance path and explain its effect on the decision.

Answer: D. Decision-makers need reliable evidence. Concealing a material finding undermines governance and can create ethical, compliance and value risk.

Decision rule: Do not protect a decision by weakening the evidence needed to make it.

Problem 13. A new competitor launches a similar service at half the expected market price. What should the project manager do FIRST?

A. Immediately reduce the project's price.

B. Verify the competitive information and assess its effect on the project's assumptions, value proposition and benefit forecast.

C. Increase scope to make the product larger.

D. Continue because competitor behaviour is outside project management.

Answer: B. A competitor move is an external business signal. The first step is to verify and analyse its material effect before recommending a business or project response.

Decision rule: External signals require verification and impact analysis before reactive changes.

Problem 14. An infrastructure project will temporarily restrict access to several small businesses near the site. The impact is not prohibited by law but could be severe for the affected community. What is the strongest approach?

A. Ignore it because legal compliance is sufficient.

B. Treat all community requests as scope creep.

C. Assess the social impact with affected stakeholders, explore proportionate mitigation and incorporate authorised actions into planning and reporting.

D. Compensate every business without authority.

Answer: C. Responsible project management considers material stakeholder and social effects even when they are not automatically legal violations. Mitigation still needs evidence and appropriate authority.

Decision rule: Legal minimums do not eliminate the need to assess material stakeholder impacts and responsible mitigation.

Problem 15. A project's sustainability target is at risk because a preferred recycled material is unavailable. The product can still meet all mandatory requirements with a conventional material. What should the project manager do?

A. Hide the target miss until closure.

B. Assess alternatives, timing, cost, value and target implications, then take any required trade-off through the authorised decision process.

C. Stop the project immediately.

D. Use an untested material solely to preserve the target.

Answer: B. The sustainability target remains a legitimate project objective, but the shortage creates a trade-off. The project manager should analyse options and use governance rather than concealment or uncontrolled substitution.

Decision rule: When a non-mandatory target conflicts with delivery reality, make the trade-off visible and decide it through the proper authority.

Problem 16. A project has two supplier options. Supplier A costs $420,000 plus $80,000 per year to operate for five years. Supplier B costs $520,000 plus $45,000 per year for five years. Ignoring discounting and assuming equivalent required performance, which has the lower five-year cost?

A. Supplier A at $500,000.

B. Supplier A at $820,000.

C. Supplier B at $745,000.

D. Supplier B at $565,000.

Answer: C. Supplier A totals $420,000 + (5 x $80,000) = $820,000. Supplier B totals $520,000 + (5 x $45,000) = $745,000. The lower acquisition price does not produce the lower five-year cost.

Decision rule: Where operating effects are material, calculate life-cycle cost before assuming the cheapest purchase price is best.

Problem 17. An agile product team discovers that a frequently requested feature would substantially increase server consumption and operating cost. What should happen?

A. Add it automatically because customers requested it.

B. Remove all high-consumption features.

C. Ask the developers to decide alone.

D. Make the impact visible to the product/business decision-maker and stakeholders, then prioritise using value, cost, sustainability and other relevant constraints.

Answer: D. Agile responsiveness does not mean implementing every request. Product decisions should use transparent trade-offs and the appropriate product authority.

Decision rule: In adaptive delivery, sustainability and operating impact can be prioritisation evidence, not automatic vetoes.

Problem 18. A hybrid project has fixed regulatory work and adaptive customer-facing features. A regulatory amendment affects only the controlled infrastructure workstream. What is the best response?

A. Apply the required formal impact/change path to the affected controlled work while preserving adaptive mechanisms for the flexible workstream.

B. Freeze the entire project permanently.

C. Treat the regulation as a backlog preference.

D. Let each team decide whether to comply.

Answer: A. Hybrid delivery allows different control mechanisms for different work. Mandatory regulatory work remains governed even when other features are adapted through backlog prioritisation.

Decision rule: Use the governance mechanism appropriate to the affected workstream; hybrid does not erase mandatory control.

Problem 19. A local supplier has a smaller environmental footprint but cannot reliably meet the project's required capacity. What should the project manager do?

A. Select it because environmental performance overrides delivery capability.

B. Reject sustainability criteria completely.

C. Evaluate capacity, quality, cost, risk, sustainability and possible sourcing options rather than selecting on a single criterion.

D. Split the contract without procurement approval.

Answer: C. Supplier selection should use the relevant approved criteria. A sustainability advantage does not eliminate delivery risk, and capacity weakness does not make sustainability irrelevant.

Decision rule: Make multi-criteria decisions when value depends on more than one legitimate objective.

Problem 20. A currency devaluation increases the cost of imported equipment by 30%. What should the project manager do NEXT?

A. Assess the cost, funding, procurement, schedule and business-case impact and use the appropriate risk/change/governance response.

B. Ignore it because exchange rates are external.

C. Ask the supplier to absorb all cost regardless of contract terms.

D. Rebaseline the budget immediately without approval.

Answer: A. Economic changes can materially affect the project even when they are outside its control. The project manager should assess the impact and then follow authorised contractual and governance mechanisms.

Decision rule: External causes do not remove project accountability for impact analysis and controlled response.

Problem 21. SELECT TWO. Which TWO actions best support responsible scanning of external business changes?

A. Use credible sources and verify the relevance of a signal before changing the project.

B. Treat every headline as an approved change.

C. Connect material external changes to affected assumptions, risks, value and obligations.

D. Keep external information away from business stakeholders to avoid concern.

Answer: A and C. Scanning should create reliable decision evidence. Credible verification and linkage to project assumptions or obligations are stronger than reactive change or information suppression.

Decision rule: Scan broadly, verify carefully and connect only material signals to project decisions.

Problem 22. SELECT TWO. A company wants sustainability integrated into a project rather than handled as publicity. Which TWO actions are strongest?

A. Define relevant measurable criteria or requirements and integrate them into normal planning and governance.

B. Use sustainability only in the final press release.

C. Assign ownership and measure the material outcomes or impacts that the project is expected to influence.

D. Avoid documenting trade-offs because they may attract scrutiny.

Answer: A and C. Integration requires measurable decision criteria and ownership. Publicity without operational evidence does not change delivery.

Decision rule: Embed sustainability in decisions, ownership and measures rather than adding it after delivery.

Problem 23. A supplier's labour-practice audit identifies a serious potential violation in a critical part of the supply chain. The contract includes responsible-sourcing requirements. What should the project manager do?

A. Ignore the finding because the supplier is critical.

B. Verify the finding through the appropriate procurement/compliance process, assess contractual and delivery implications, and initiate the required response.

C. Terminate the supplier personally without reviewing the contract.

D. Remove the audit record.

Answer: B. A potentially serious contractual and compliance issue requires verification and controlled action. Criticality increases the need for disciplined response; it does not justify concealment.

Decision rule: Supplier criticality does not override contractual, ethical or compliance obligations.

Problem 24. A project team proposes a more resilient design that costs 6% more but materially reduces failure exposure during expected extreme-weather conditions. What should the project manager do?

A. Reject it because resilience is not part of schedule management.

B. Approve the spending personally.

C. Add the cost to contingency without documenting it.

D. Analyse the expected risk reduction, life-cycle value, requirements and funding implications and take the recommendation to the authorised decision-maker.

Answer: D. Resilience can create material risk and value benefits, but additional cost still requires appropriate analysis and authority.

Decision rule: Quantify resilience benefits where possible and use governance for material funding trade-offs.

Problem 25. A new industry standard is published but is voluntary and not referenced in the project's contract or regulations. What should the project manager do?

A. Assume immediate mandatory compliance.

B. Ignore it automatically because it is voluntary.

C. Assess whether the standard affects quality, risk, customer expectations, competitive value or organisational policy before recommending action.

D. Replace all existing requirements with the standard.

Answer: C. Voluntary standards can still be relevant, but publication alone does not make them mandatory. Their business and project significance should be assessed.

Decision rule: Distinguish 'new' from 'mandatory'; evaluate voluntary standards according to relevance and value.

Problem 26. A team reduces energy use by slowing a production process, but the change creates a backlog that threatens a contractual delivery date. What is the best response?

A. Keep the energy reduction regardless of delivery consequences.

B. Restore the old process and abandon sustainability permanently.

C. Hide the schedule impact.

D. Analyse the combined value, contractual obligation, capacity and sustainability effects and identify a feasible option rather than optimising one metric in isolation.

Answer: D. Optimising one indicator can damage overall value. The project manager should evaluate the system-level trade-off, including contractual obligations.

Decision rule: Do not optimise a sustainability metric in isolation from the value system it affects.

Problem 27. Political instability makes a project's single-source logistics route increasingly unreliable, although deliveries are still arriving. What is the strongest response?

A. Treat the exposure as a risk, reassess probability and impact, review contingency alternatives and define triggers for action.

B. Wait until shipments stop before discussing it.

C. Declare force majeure immediately.

D. Change the contract unilaterally.

Answer: A. The disruption has not yet occurred, but the risk profile has changed. Response planning and triggers are appropriate before the threat becomes an issue.

Decision rule: When external conditions increase exposure, update risk analysis before the event forces an emergency response.

Problem 28. An AI system predicts an 80% probability that a regulatory change will occur within six months. What should the project manager do?

A. Treat the prediction as an enacted law.

B. Verify the model's inputs, confidence and external evidence, involve appropriate experts and use the result as one input to risk analysis.

C. Ignore all AI outputs.

D. Change scope automatically because the probability exceeds 50%.

Answer: B. AI can support scanning and analysis but does not create legal certainty or replace accountable judgement. The forecast should be validated and used as evidence proportionate to its reliability.

Decision rule: Use AI to inform external-risk judgement, not to replace verification, expertise or authority.

Problem 29. A community group objects to a project because construction noise will affect a school during examinations. The issue can be mitigated by resequencing work with a small schedule effect. What should the project manager do?

A. Engage the affected stakeholders, validate the impact, assess the mitigation and process any required schedule/change decision.

B. Ignore the concern because the school is not the customer.

C. Promise the resequencing immediately without checking implications.

D. Remove the group from the stakeholder register.

Answer: A. The concern is material and potentially manageable. The project manager should engage, assess and use the appropriate authority rather than dismissing or overcommitting.

Decision rule: Material community impacts deserve stakeholder engagement and evidence-based mitigation.

Problem 30. A project reports a 25% reduction in operating emissions, but the measurement period covers only the first month after launch and demand is unusually low. What should the project manager do?

A. Declare the full benefit achieved.

B. Increase the percentage to reflect expected growth.

C. Stop measuring because the trend is positive.

D. Use an appropriate baseline and representative measurement period before concluding that the benefit is sustained.

Answer: D. A short, unrepresentative period can create a misleading benefit claim. Measurement should match the outcome and normal operating conditions.

Decision rule: Do not declare sustainability benefits from a measurement window that cannot represent the intended operating state.

Problem 31. A new cyber-security regulation requires stronger controls before release. The controls will reduce a planned customer convenience feature. Which principle should guide the response?

A. Mandatory compliance should be incorporated, and the team should then optimise customer value within the remaining safe and compliant design space.

B. Customer convenience should override the regulation.

C. The project manager should choose personally without stakeholder input.

D. Delay awareness of the regulation until after launch.

Answer: A. Mandatory controls establish a boundary. Within that boundary, the team can redesign to preserve as much value as possible.

Decision rule: Meet mandatory obligations first, then optimise value inside the compliant solution space.

Problem 32. A sponsor says sustainability is outside scope because it was not explicitly listed as a deliverable, but organisational policy requires project investment decisions to consider life-cycle environmental impact. What should the project manager do?

A. Ignore organisational policy.

B. Apply the relevant organisational requirement to project decisions and clarify how it affects planning, criteria and governance.

C. Add any sustainability feature the team prefers.

D. Wait until closure.

Answer: B. Organisational policy can create project requirements or decision criteria even when sustainability is not a named deliverable. The project manager should clarify and integrate the applicable requirement.

Decision rule: Scope wording does not nullify applicable organisational governance or policy.

Problem 33. A drought reduces water availability at a project site and the restriction is already affecting commissioning tests. What should the project manager do FIRST?

A. Treat the restriction as an active issue, assess immediate operational and schedule impact, and coordinate authorised response options.

B. Record it only as a future risk.

C. Ignore the restriction because weather is external.

D. Change acceptance criteria without approval.

Answer: A. The constraint is already affecting work, so immediate issue assessment and response are required. Future drought exposure can continue to be managed as risk.

Decision rule: When an external condition is already affecting delivery, address the current issue before treating only the future uncertainty.

Problem 34. A new technology can eliminate a material waste stream, but it has not been proven at the project's scale. What is the strongest approach?

A. Deploy it across the entire project immediately.

B. Reject it because uncertainty exists.

C. Run an appropriate pilot or evaluation to reduce uncertainty before committing broadly, if the potential value justifies the experiment.

D. Claim the waste reduction before testing.

Answer: C. A controlled experiment can create evidence about value and feasibility without exposing the full project to untested technology.

Decision rule: Use proportionate experimentation when promising sustainability value depends on uncertain technology.

Problem 35. A project is meeting cost and schedule targets, but a new law will make the delivered operating model illegal three months after planned handover. The sponsor wants to finish first and 'let operations handle it'. What should the project manager do?

A. Finish unchanged because the law applies after project closure.

B. Escalate the material compliance and value impact, assess required changes and ensure the authorised decision addresses the future operating obligation.

C. Remove the law from the risk register.

D. Transfer the project to operations immediately.

Answer: B. A project should not knowingly deliver an outcome that cannot legally operate within the relevant horizon. The issue must be made visible to governance and incorporated through the appropriate response.

Decision rule: Do not protect project completion metrics by transferring a known, material compliance failure to operations.

Problem 36. A supplier offers a cheaper component that consumes more energy but has the same purchase specifications. The project's benefit plan includes a target for lower operating cost. What should the project manager do?

A. Choose the cheaper component because specifications match.

B. Choose the lower-energy option regardless of cost.

C. Let the supplier decide.

D. Assess total operating cost and benefit impact before approving the substitution through the applicable procurement/change mechanism.

Answer: D. A substitution can meet purchase specifications while undermining a business benefit. The broader effect on value should be analysed before approval.

Decision rule: Check proposed substitutions against benefits and life-cycle value, not only immediate technical specifications.

Problem 37. A project team identifies a sustainability improvement that has positive value but lies outside the project's authority and would affect a corporate policy. What should the project manager do?

A. Implement it quietly.

B. Document the opportunity and take it to the authority that owns the policy and investment decision.

C. Delete the idea because it is outside authority.

D. Ask the team to vote and treat the vote as approval.

Answer: B. The project manager can surface valuable opportunities without exceeding authority. Governance determines whether broader policy or investment changes are approved.

Decision rule: Escalate worthwhile opportunities to the authority that can legitimately act on them.

Problem 38. MINI-CASE. A manufacturer is replacing an ageing production line. Midway through the project, electricity prices rise sharply and the government announces incentives for energy-efficient equipment. The approved equipment still meets requirements. What should the project manager do FIRST?

A. Cancel the purchase order.

B. Ignore the change because the equipment remains compliant.

C. Reassess the equipment options, remaining commitments, life-cycle cost, incentive eligibility and business-case impact before recommending action.

D. Ask finance to increase the benefits forecast without changing the project.

Answer: C. The external change may alter the economics of the decision, but existing commitments and switching costs matter. A structured reassessment is needed before action.

Decision rule: When external economics change, re-evaluate future options and committed costs before changing direction.

Problem 39. MINI-CASE CONTINUED. Analysis shows that switching equipment would cost $120,000 in cancellation fees but is expected to save $300,000 in energy cost over the relevant operating period and qualifies for a $50,000 incentive. Technical and schedule risks are acceptable. What is the strongest recommendation?

A. Recommend the switch through the appropriate governance/change process because the forward-looking value case is materially stronger, while making assumptions and risks transparent.

B. Stay with the old choice because a purchase order already exists.

C. Switch immediately without approval.

D. Ignore the incentive because it is external.

Answer: A. The decision should compare future consequences, including cancellation cost, expected savings, incentive and risk. With a materially stronger forward value case, the project manager should recommend the change through governance rather than act unilaterally.

Decision rule: Use forward-looking net value and risk, not commitment bias, then obtain the authority required to change course.

Problem 40. An organisation wants to declare a transformation successful because it met its financial target, but the new operating model has increased staff injury rates and depends on a fragile single-source supplier. What is the best project-management judgement?

A. The project is successful because financial value overrides all other effects.

B. Ignore the supplier because procurement is complete.

C. Assess the material disbenefits, resilience exposure and sustainability impact with the benefit owner and governance body before concluding that the intended value is sustainable.

D. Remove the injury metric from the benefits report.

Answer: C. A favourable financial measure does not erase material harm or fragility. Sustainable value requires that important disbenefits and resilience exposures are visible to the people responsible for benefits and governance.

Decision rule: Evaluate durable net value, including material harm and resilience risk, rather than declaring success from one favourable metric.



20.12 Premium Fast Review

1. Sustainability is a decision lens integrated into value, governance, planning, risk, procurement, quality, benefits and reporting; it is not a publicity add-on.

2. Consider environmental, social and economic effects that are material to the project and its outcomes. Use the decision horizon that matches the value being assessed.

3. Do not confuse a future external uncertainty with an issue that is already occurring or a mandatory requirement that must be incorporated.

4. Scan external changes in regulation, technology, geopolitics, markets, economics and other relevant conditions; verify credibility before changing the project.

5. A material external change can invalidate assumptions in the business case. Reassess remaining value, cost, risk and alternatives rather than defending sunk decisions.

6. Avoid burden shifting and greenwashing. Sustainability claims should be supported by evidence broad enough to justify the claim.

7. Compare life-cycle cost and material life-cycle impacts when acquisition price alone would create a misleading decision.

8. Resilience should be proportionate to credible exposure. Identify single points of failure and evaluate response options using risk and value evidence.

9. Predictive, agile and hybrid approaches use different control mechanisms, but all must protect mandatory obligations, transparency and responsible value.

10. AI can assist environmental scanning and analysis, but accountable humans must verify important evidence, understand uncertainty and make authorised decisions.



20.13 Final Sustainability and External Change Decision Sequence

1. Identify the external signal, sustainability concern or life-cycle effect and determine whether it is credible and relevant.

2. Classify the situation correctly: future risk, current issue, mandatory obligation, strategic/value change, stakeholder impact or improvement opportunity.

3. Verify the evidence and define what is known, uncertain, assumed or still subject to expert/regulatory confirmation.

4. Assess impact on value, scope, schedule, cost, quality, procurement, risk, compliance, benefits, operations, people and the environment as relevant.

5. Check contractual, regulatory, organisational and governance constraints and identify who has authority to decide.

6. Compare realistic options using life-cycle effects, remaining value, remaining cost, risk, resilience, sustainability and opportunity cost rather than one favourable metric.

7. Select or recommend the least disruptive effective response that preserves mandatory obligations and responsible value.

8. Process any required change, communicate transparently, implement the authorised response and verify that the intended result is actually achieved.

Source basis: Project Management Institute, Project Management Professional (PMP) Examination Content Outline - 2026, including Business Environment tasks on sustainability and evaluation of external business environment changes; Project Management Institute and GPM, Practice Guide for Sustainability in Project Management (2026), aligned with the PMBOK Guide - Eighth Edition.





PART V: AI AND MODERN PROJECT DECISIONS

Chapter 21




Artificial Intelligence in Modern Project Management


21.1 The PMP Exam Tests Judgement Around AI, Not Tool Memorisation

The 2026 PMP examination explicitly adds artificial intelligence to project-based scenarios. The exam is unlikely to reward memorising the name of a particular model or platform because tools change quickly. It is more likely to test whether a project professional can use AI as decision support while preserving evidence quality, security, privacy, ethics, governance, accountability and business value. A strong candidate therefore asks what the AI output is being used for, what data produced it, what consequence could follow from an error, who has authority to act, and what level of human review is proportionate to the decision.

AI can accelerate drafting, forecasting, analysis, classification, summarisation, scenario generation and pattern detection. Those advantages do not transfer accountability to the tool. An AI-generated schedule forecast can still be based on incomplete data; an automatically summarised risk report can omit material context; a recommendation can reproduce bias in historical data; and a useful public service can still be unacceptable for confidential information. The project manager should neither trust AI automatically nor reject it automatically. The exam-safe position is disciplined use: select an appropriate use case, protect the data, validate material outputs, keep people responsible for decisions and monitor whether the use is producing the intended value.



21.2 The AI Decision Screen









	Question
	What to examine
	Common exam trap





	Purpose
	What decision, task or outcome is AI supporting?
	Using AI because it is available rather than because it improves the work.



	Data
	Accuracy, completeness, relevance, permission, privacy and security of inputs.
	Assuming a sophisticated model can repair weak or unauthorised data.



	Impact
	Consequence if the output is wrong, biased, incomplete or disclosed.
	Applying the same review level to low-risk drafting and high-impact decisions.



	Governance
	Approved tools, policies, legal duties, contractual restrictions and decision rights.
	Treating convenience as permission to bypass organisational controls.



	Human review
	Who must verify, challenge, approve, override or escalate the output?
	Allowing automation to make an accountable decision without suitable oversight.



	Evidence
	Can the important inputs, assumptions, limitations and decision basis be explained or traced?
	Presenting AI output as fact when the basis cannot be reconciled.



	Value
	Does the use improve time, quality, insight, risk or outcomes enough to justify cost and exposure?
	Measuring adoption of AI rather than useful project results.



	Monitoring
	What indicators show drift, failure, bias, misuse or declining usefulness?
	Treating approval at launch as permanent proof of fitness.







21.3 Human-in-the-Loop Means Proportionate Accountability

Human-in-the-loop practice means people remain involved at the points where judgement, accountability or escalation matter. It does not mean that every AI-assisted sentence requires executive approval. A low-impact draft agenda may need a quick factual check. A forecast that could trigger a major funding decision needs stronger validation. A recommendation affecting safety, hiring, legal compliance, customer eligibility or confidential information may require specialist review, documented controls and explicit authority. Thus, the intensity of review should rise with the consequence of error and the uncertainty of the evidence.

The PMP candidate should also distinguish review from ceremonial approval. A manager who simply clicks “accept” without checking the evidence does not create meaningful oversight. Useful review asks whether the input is fit, whether the output is plausible, whether important context is missing, whether bias or privacy concerns exist, whether the recommendation conflicts with mandatory obligations, and whether the authorised person understands enough to decide responsibly.



21.4 Data Quality, Privacy, Security and Intellectual Property

AI quality begins before the prompt. Poor source data can produce confident but unreliable output, so project professionals should verify that data is current, complete enough for the task and used with permission. Confidential, personal, regulated or commercially sensitive information should not be uploaded to an unapproved external service merely because the tool is useful. Organisational security and privacy requirements remain binding, and contractual or intellectual-property restrictions may also limit what can be entered into, generated by or shared from an AI system.

When the source or generated content matters to a project decision, traceability is more useful than fluency. A polished explanation that cannot be reconciled with source evidence is weaker than a modest output that can be checked. The project manager should preserve the information required for audit, review and decision-making without creating unnecessary documentation.



21.5 Bias, Transparency and Ethical Use

Bias can enter through historical data, sampling, labels, design choices, prompts, thresholds or the way people interpret outputs. The correct response is not to assume that AI is neutral or that every difference proves unfairness. Instead, identify who may be affected, test material patterns, involve appropriate expertise and stakeholders, and apply the organisation’s ethical, legal and governance requirements. Where a decision has a serious effect on people, transparency about the use and limits of AI may be necessary for responsible oversight and stakeholder trust.

The project manager should never manipulate AI output to create a preferred status, fabricate evidence, conceal uncertainty or avoid responsibility. PMI’s ethics principles of responsibility, respect, fairness and honesty remain relevant when technology participates in the work. If an AI-supported conclusion conflicts with verified evidence, the project professional should investigate rather than reporting the convenient answer.



21.6 AI Across Predictive, Agile and Hybrid Delivery

AI can support any delivery approach. In predictive work, it may assist estimating, schedule analysis, risk pattern recognition, document review or forecasting, but controlled commitments still change through the approved governance path. In adaptive work, AI may help refine backlog information, synthesise feedback, identify flow patterns or generate test ideas, but product priority remains with the authorised product role and the team still validates working results. In hybrid work, the main challenge is integration: AI evidence from one workstream must be translated carefully into fixed milestones, contracts, regulatory gates or cross-team dependencies without forcing one management mechanism onto every component.

AI also creates a new tailoring question: where is automation useful and where would it create disproportionate exposure? High-volume, reversible, low-impact tasks may support more automation. Irreversible or high-consequence decisions usually need stronger evidence and human control. The delivery approach therefore changes how AI is embedded, but it does not remove the need for governance, judgement or accountability.



21.7 Fast AI Decision Rules

1. Start with the project need, not the novelty of the tool.

2. Verify important data and assumptions before trusting AI output.

3. Use approved tools and authorised data; productivity does not override privacy, security, contract or law.

4. Increase human review as consequence, uncertainty and irreversibility increase.

5. Treat AI output as evidence or recommendation, not automatic authority.

6. Keep product, sponsor, governance and specialist decision rights intact.

7. Test for material bias or unfair impact when people or stakeholder groups can be affected.

8. Preserve enough traceability to explain important decisions and satisfy audit or governance needs.

9. Measure AI by useful project outcomes, not usage volume or novelty.

10. Monitor performance after deployment; a model or workflow can become less reliable as data or conditions change.



21.8 Direct Problem-Solving Practice

Problem 1. A project manager uses an approved AI assistant to draft a weekly status summary from verified project data. What should the project manager do before sending it to executives?

A. Send it immediately because the source data is verified.

B. Review the summary for accuracy, omissions, context and consistency with the project evidence.

C. Ask the AI tool to certify its own accuracy.

D. Replace the project status process with the AI summary.

Answer: B. Verified input reduces one risk but does not prove that the generated summary is complete or correctly interpreted. The project manager should perform a proportionate review before the output becomes executive evidence.

Decision rule: AI-assisted communication still requires accountable review of material content.

Problem 2. A team member wants to upload confidential customer records to a free public AI service to speed up analysis. The organisation has not approved the service. What should the project manager do FIRST?

A. Allow the upload because the analysis may save time.

B. Remove customer names and upload the rest without checking policy.

C. Stop the upload and verify approved privacy, security and tool-use requirements before selecting an alternative.

D. Ask the customer to accept the risk after the upload.

Answer: C. The immediate concern is unauthorised handling of confidential data. The project manager should protect the information first, then use an approved tool or method consistent with organisational and contractual controls.

Decision rule: Do not trade protected data for convenience; confirm authorised handling before use.

Problem 3. An AI forecast predicts a six-week delay, while the approved schedule forecast shows two weeks. What should the project manager do first?

A. Replace the approved forecast with the AI result.

B. Verify the data, assumptions, model basis and causes of the difference before relying on either conclusion.

C. Report both numbers without explanation.

D. Ignore the AI forecast because only human forecasts are valid.

Answer: B. A large discrepancy is a signal for investigation. The project manager should reconcile inputs and assumptions before changing commitments or reporting conflicting evidence as if both were equally reliable.

Decision rule: Investigate material disagreement between forecasts before acting on it.

Problem 4. A sponsor asks the project manager to use AI to select which employees should be removed from a project. The tool was trained on historical performance ratings that may contain bias. What is the strongest response?

A. Use the ranking because historical data is objective.

B. Reject all AI forever.

C. Assess the data quality, fairness, legal and organisational requirements, and ensure appropriate human decision-making before any personnel action.

D. Let the AI decide but keep the result confidential.

Answer: C. A high-impact people decision requires careful review of data, fairness, law and decision authority. Historical data can reproduce earlier bias, and an automated ranking should not replace accountable management judgement.

Decision rule: High-impact people decisions require stronger fairness controls and human accountability.

Problem 5. An agile team uses AI to generate candidate user stories from customer interviews. What should happen next?

A. Add every generated story directly to the current iteration.

B. Treat the stories as inputs for refinement, validation and product-owner prioritisation.

C. Replace customer interviews with AI.

D. Ask the project manager to order the product backlog.

Answer: B. AI can accelerate synthesis, but generated stories still require validation against customer needs and prioritisation through the product role. Automatic insertion would bypass normal product judgement and iteration focus.

Decision rule: AI may generate options; authorised product roles still validate and prioritise them.

Problem 6. A predictive project uses AI to identify a cheaper design alternative. The alternative would change the approved technical baseline. What should the project manager do?

A. Implement the alternative because AI found a saving.

B. Assess the proposal and use the established change-control and approval process before implementation.

C. Reject the alternative because predictive projects cannot change.

D. Ask the AI tool to approve the change.

Answer: B. AI does not alter governance. A potentially valuable alternative should be assessed, but a controlled baseline changes only through the authorised process.

Decision rule: AI can inform a change; it cannot authorise a controlled commitment.

Problem 7. An AI-generated risk register contains 120 risks, many of which are vague duplicates. What is the best response?

A. Add all 120 risks because more risks mean better coverage.

B. Review, consolidate and validate the risks with relevant people, then prioritise material exposure.

C. Delete the risk register.

D. Escalate all 120 risks to the sponsor.

Answer: B. Volume does not equal quality. The project team should validate relevance, remove duplication, clarify cause-event-effect and focus attention on material exposure and actionable ownership.

Decision rule: Use AI to expand thinking, then apply human judgement to relevance and priority.

Problem 8. An AI tool produces a polished procurement recommendation but cannot show the data source for supplier reliability. What should the project manager do?

A. Accept the recommendation because it is well written.

B. Verify supplier evidence through reliable sources before using the recommendation in a procurement decision.

C. Ask the AI to make the language more confident.

D. Award the contract and verify later.

Answer: B. Procurement decisions can create financial and contractual commitments. Unsupported reliability claims should be checked before they influence supplier selection.

Decision rule: Fluency is not evidence; verify material claims before commitment.

Problem 9. A team uses AI to create meeting minutes. The tool incorrectly assigns an important action to the wrong owner. What should the project manager improve?

A. Stop keeping minutes.

B. Introduce a review step for actions, decisions, owners and dates before the record is treated as final.

C. Ask attendees to obey the AI record.

D. Increase meeting frequency.

Answer: B. The weakness is not the idea of AI-assisted minutes but the missing control over consequential details. A short validation step can preserve efficiency while protecting accountability.

Decision rule: Automate drafting, but verify decisions and responsibilities before finalising records.

Problem 10. A project team wants to measure the success of AI adoption by the number of prompts submitted each month. What is the strongest objection?

A. Prompt count is always confidential.

B. Usage volume does not prove that AI improves project outcomes, quality, time, risk or value.

C. Prompt count is too difficult to calculate.

D. AI should never be measured.

Answer: B. Activity is not outcome. A useful metric should connect AI use to better decisions or delivery results and should be balanced against quality, cost and risk.

Decision rule: Measure value created by AI use, not adoption theatre.

Problem 11. A model that previously predicted defect risk accurately has become less reliable after a major product redesign. What should the project manager do?

A. Keep using it because it was once approved.

B. Reassess model fitness, data relevance and monitoring results before continuing to rely on it.

C. Hide the decline to protect the business case.

D. Increase the confidence score manually.

Answer: B. Changes in product, process or data can make an earlier model less representative. Monitoring should trigger reassessment when performance deteriorates.

Decision rule: Past validation does not guarantee continuing fitness when conditions change.

Problem 12. A project manager asks an AI tool for a root cause and immediately implements its recommendation. The issue then recurs. What was the main weakness?

A. AI should never support root-cause analysis.

B. The recommendation was not validated against evidence and the actual system before action.

C. The project manager did not ask for a longer answer.

D. The issue log was unnecessary.

Answer: B. AI can suggest hypotheses, but a root cause should be supported by evidence. Acting on an untested explanation can treat symptoms or introduce new problems.

Decision rule: Use AI-generated causes as hypotheses until evidence confirms them.

Problem 13. A stakeholder asks whether an executive decision was made entirely by AI. The project used AI analysis, but a governance committee reviewed the evidence and made the decision. What is the best response?

A. Say AI made the decision because it generated the analysis.

B. Explain accurately that AI supported the analysis and the authorised committee made the final decision.

C. Refuse to discuss the process.

D. Credit the project manager personally.

Answer: B. Transparent role description protects accountability. Decision support should not be confused with decision authority.

Decision rule: State clearly where AI supported the work and where accountable humans decided.

Problem 14. A vendor proposes an AI feature that requires sending project data to servers in a jurisdiction restricted by contract. What should the project manager do?

A. Use the feature because the vendor owns the servers.

B. Check contractual, privacy, security and legal requirements and use the feature only if the data handling is authorised.

C. Ask the vendor to ignore the contract.

D. Transfer responsibility to the team.

Answer: B. Contractual and data-location requirements can constrain tool selection. The project manager should verify compliance before data is transferred.

Decision rule: Tool capability does not override data-residency or contractual obligations.

Problem 15. An AI assistant suggests removing a quality test because historical failures are rare. The test is required by regulation. What should the project manager do?

A. Remove it because AI has statistical evidence.

B. Keep the mandatory test and optimise the process elsewhere if needed.

C. Average the AI recommendation with the regulation.

D. Ask the customer whether the test matters.

Answer: B. Mandatory obligations establish boundaries. AI optimisation may help inside those boundaries but cannot waive a regulatory requirement.

Decision rule: Compliance limits optimisation; AI does not convert a requirement into a preference.

Problem 16. A project manager wants to automate routine classification of low-impact support requests. Historical testing shows high accuracy and errors can be quickly corrected. What is the strongest approach?

A. Avoid automation because humans must perform every task.

B. Use proportionate automation with monitoring, exception handling and a clear path for human review.

C. Remove all monitoring because the task is low impact.

D. Let the model change project policy automatically.

Answer: B. Low-impact, reversible work can support more automation when performance is understood and exceptions can be handled. Proportionate control preserves efficiency without abandoning oversight.

Decision rule: Match control intensity to consequence and reversibility.

Problem 17. SELECT TWO. A project team plans to use generative AI to draft a regulatory submission. Which TWO actions are most appropriate before relying on the draft?

A. Verify factual claims and source evidence.

B. Confirm that the tool and data use comply with applicable security, privacy and organisational requirements.

C. Submit the first draft immediately because AI reduces human error.

D. Remove specialist review because the model was trained on regulatory text.

E. Hide the use of AI from the accountable reviewer.

Answer: A and B. A regulatory submission requires reliable evidence and authorised data handling. Specialist or accountable review remains important; AI does not remove responsibility or make the first draft final.

Decision rule: For regulated outputs, verify both content integrity and authorised tool/data use.

Problem 18. A team member uses AI to rewrite a difficult stakeholder message. The result is clear but changes a committed delivery date that the project manager did not intend to change. What should happen?

A. Send it because the wording sounds professional.

B. Correct the message and verify that AI-assisted communication preserves the authorised facts and commitments.

C. Change the schedule to match the message.

D. Ask the stakeholder to choose the date.

Answer: B. Communication assistance is useful only if it preserves factual and authorised content. A fluent rewrite must not create new commitments.

Decision rule: Verify that AI changes language, not decision rights or commitments.

Problem 19. A sponsor wants an AI dashboard to show one probability of project success. The project has major regulatory uncertainty that the model does not include. What should the project manager do?

A. Show the probability without qualification.

B. Explain the model limitation and supplement the dashboard with the material uncertainty and scenario evidence.

C. Remove the regulatory risk from reporting.

D. Increase the probability to improve confidence.

Answer: B. A numerical output can create false precision when important exposure is omitted. Decision-makers need the limitation and the missing uncertainty, not a single unsupported number.

Decision rule: Do not let a precise-looking AI metric hide material uncertainty.

Problem 20. An agile retrospective uses AI to cluster anonymous comments. The tool produces a pattern that suggests one person is the main problem. What should the team do?

A. Confront the person immediately based on the cluster.

B. Treat the pattern as a hypothesis, protect psychological safety and examine underlying workflow and evidence before assigning blame.

C. Publish the suspected name.

D. Stop retrospectives.

Answer: B. Automated clustering can support pattern recognition, but it may misread context. Retrospectives should support learning, and a person-level conclusion needs stronger evidence and fair process.

Decision rule: Use AI patterns to guide inquiry, not automatic blame.

Problem 21. A project manager receives an AI-generated summary of 300 customer comments. The summary says customers are satisfied, but a sample of raw comments contains serious complaints. What should happen first?

A. Report satisfaction because the summary covers more comments.

B. Investigate the summarisation method, sampling and omitted themes before using the conclusion.

C. Delete the complaints.

D. Ask AI to shorten the summary.

Answer: B. The conflict between source evidence and the summary suggests a possible analysis failure. The project manager should verify how the conclusion was produced before using it for value or stakeholder decisions.

Decision rule: When summary and source evidence conflict, inspect the analysis before trusting the summary.

Problem 22. A PMO mandates one AI tool for all projects. A project handles classified data that the tool is not approved to process. What should the project manager do?

A. Use the mandate regardless of data classification.

B. Raise the constraint through the appropriate governance route and use an approved alternative or exception process.

C. Upload only the most important classified data.

D. Ask a contractor to use the tool instead.

Answer: B. An enterprise standard does not erase higher-order security restrictions. The project manager should surface the conflict and use the authorised exception or alternative route.

Decision rule: Resolve policy conflicts through governance; do not bypass stronger protection requirements.

Problem 23. A team is evaluating two AI tools. Tool X is slightly faster, while Tool Y provides stronger auditability and meets the organisation's approved security controls. The project will use the tool for material financial forecasts. What should weigh most heavily?

A. Speed alone.

B. Fitness for the decision, including evidence quality, auditability, security, reliability and value.

C. Which interface looks newer.

D. Which tool produces the highest forecast.

Answer: B. Tool selection should reflect the consequence and governance needs of the use case. For material financial forecasts, trustworthy evidence and approved controls can outweigh a small speed advantage.

Decision rule: Select AI tools for the decision context, not one convenience metric.

Problem 24. An AI assistant proposes a schedule compression plan that increases simultaneous work and creates a new safety exposure. What should the project manager do?

A. Accept because the schedule improves.

B. Reject all schedule optimisation.

C. Assess the integrated safety, dependency, cost and schedule effects and preserve mandatory safety controls.

D. Hide the safety effect from the sponsor.

Answer: C. A local schedule improvement is not valuable if it creates unacceptable safety exposure. The project manager should evaluate the integrated effect and protect mandatory controls.

Decision rule: Optimise the project system; never trade away mandatory safety for an AI-generated gain.

Problem 25. A customer asks why the project did not follow an AI recommendation that later proved correct. At the time, verified evidence showed the recommendation had low confidence and high downside risk. What is the strongest response?

A. Apologise because AI should always be followed when later correct.

B. Explain the decision basis, evidence, uncertainty and risk available at the time.

C. Alter the decision log.

D. Claim the recommendation was never seen.

Answer: B. Good decisions are judged by the evidence and risk available when they are made, not by hindsight alone. Traceability helps explain why a recommendation was reasonably overridden.

Decision rule: Document material decision reasoning so later outcomes do not rewrite the facts available at the time.

Problem 26. A project team uses AI to estimate effort. The estimates become systematically low for a new technology. What should the project manager do?

A. Keep using the estimates unchanged to preserve consistency.

B. Compare estimates with actuals, identify the bias, recalibrate or supplement the method and update forecasts.

C. Add the same contingency to every estimate forever.

D. Stop collecting actuals.

Answer: B. Performance evidence should improve the estimating system. A systematic miss indicates that the current model or data does not fit the new work well enough.

Decision rule: Use actual performance to detect and correct systematic estimation error.

Problem 27. A team wants AI to generate code for a regulated product. Which principle is strongest?

A. Generated code needs no testing because it is machine produced.

B. Apply the same or stronger required quality, security, traceability and validation controls to AI-generated work before acceptance.

C. Accept only code that is generated quickly.

D. Treat model output as supplier warranty.

Answer: B. The method of creation does not remove acceptance obligations. Regulated or safety-sensitive work still needs the required verification, validation and evidence.

Decision rule: AI-generated deliverables must satisfy the same acceptance and compliance requirements as other deliverables.

Problem 28. SELECT TWO. A project manager is considering AI for a high-impact benefits forecast. Which TWO signals most strongly call for increased human review?

A. The decision is difficult to reverse.

B. The forecast could trigger a major investment decision.

C. The output uses a short paragraph.

D. The tool has a modern interface.

E. The team has used AI before.

Answer: A and B. Irreversibility and high consequence increase the cost of error and therefore justify stronger review. Interface design and prior familiarity do not reduce the impact of a wrong forecast.

Decision rule: Increase oversight as consequence and irreversibility rise.

Problem 29. A project manager asks AI to identify lessons learned from completed projects. What is the best use of the result?

A. Treat every generated lesson as proven truth.

B. Use the patterns to support review with practitioners and validate which lessons fit the current context.

C. Replace knowledge-transfer discussions.

D. Apply every past lesson mechanically.

Answer: B. AI can reveal recurring themes across large information sets, but lessons still need context. Practitioners should validate relevance before translating patterns into current actions.

Decision rule: Use AI to surface knowledge patterns; use people to validate meaning and transferability.

Problem 30. An AI-generated stakeholder sentiment score drops sharply after a release, but response volume also changed because the survey channel was redesigned. What should the project manager do?

A. Declare a stakeholder crisis immediately.

B. Check whether the data collection change affected comparability before interpreting the score.

C. Delete the old data.

D. Ask AI to raise the score.

Answer: B. A metric can move because the measurement system changed rather than because stakeholder sentiment changed. The project manager should verify comparability before taking corrective action.

Decision rule: Validate the measurement system before interpreting an AI-detected trend.

Problem 31. A project manager is told that an AI model is '95% accurate'. What is the most important next question?

A. Whether the percentage is printed in colour.

B. Accurate at what task, on what data, under what conditions, and with what consequence for the errors that remain?

C. Whether another team uses it.

D. Whether the model has the longest documentation.

Answer: B. A single accuracy figure has little meaning without the task, dataset, error types and operational consequence. Fitness must be judged in context.

Decision rule: Interpret model performance in relation to the actual use case and error consequences.

Problem 32. MINI-CASE. A bank is implementing an AI-assisted loan review process. The pilot reduces review time by 35%, but an audit finds that applicants from one region are flagged for manual review at a much higher rate. What should the project manager do FIRST?

A. Scale the system because cycle time improved.

B. Pause the affected scaling decision, investigate the disparity with appropriate data, legal and domain expertise, and determine whether the difference is justified or biased.

C. Remove the regional field and deploy immediately.

D. Hide the audit finding until the benefits are realised.

Answer: B. A material fairness signal in a high-impact process requires investigation before broad scaling. The team should determine the cause and legal/ethical implications rather than guessing that the field itself is the only problem.

Decision rule: When a serious fairness signal appears, investigate before scaling the exposure.

Problem 33. MINI-CASE CONTINUED. Investigation finds that historical fraud labels were much less accurate in that region because manual investigations were incomplete. What is the strongest next action?

A. Continue using the labels because they are historical facts.

B. Correct the data and model approach, retest performance and fairness, and obtain the required approval before wider deployment.

C. Increase the threshold until the dashboard turns green.

D. Remove all manual review.

Answer: B. The training evidence is unreliable for the affected region, so the system should be corrected and revalidated before scale. Adjusting a threshold only to improve the appearance of a metric would not address the cause.

Decision rule: Repair defective data and revalidate the system before relying on it.

Problem 34. An AI tool drafts a change-impact assessment. It overlooks a supplier dependency that the project manager knows is important. What should the project manager do?

A. Accept the draft because AI reviewed more data.

B. Add the missing dependency, verify the rest of the analysis and route the completed assessment through the proper change process.

C. Delete the supplier contract.

D. Ask the AI to approve the change.

Answer: B. AI can assist analysis but cannot replace known project context. The project manager should correct the evidence before it reaches the decision authority.

Decision rule: Human knowledge should challenge incomplete AI analysis, especially before governance decisions.

Problem 35. A project team uses AI to produce many test cases, increasing the number executed by 70%, but escaped defects also rise. What should the project manager conclude?

A. The testing programme improved because more tests ran.

B. Test volume is a weak success measure when defect outcomes are worsening; examine coverage, relevance and quality of the generated tests.

C. Stop measuring defects.

D. Increase the test-count target again.

Answer: B. Activity volume can be gamed or become disconnected from value. The worsening defect outcome suggests the generated tests may not target the most important failure modes.

Decision rule: Judge AI-assisted testing by quality outcomes and coverage, not test count alone.

Problem 36. A sponsor wants AI to generate a business case using optimistic market assumptions because that will speed approval. What should the project manager do?

A. Use the optimistic assumptions because the sponsor owns the business case.

B. Ensure assumptions are evidence-based, visible and appropriately challenged before the case supports an investment decision.

C. Hide the assumptions in an appendix.

D. Ask AI to remove uncertainty from the forecast.

Answer: B. Sponsor ownership does not justify misleading analysis. Assumptions should be transparent and supported enough for responsible governance.

Decision rule: AI must not be used to manufacture confidence or conceal business-case uncertainty.

Problem 37. A project manager discovers that a team member has been using AI to create project reports and has invented source citations. What should the project manager do?

A. Keep the reports because the conclusions may be right.

B. Correct the reports, verify the underlying evidence, address the conduct through appropriate organisational and ethical processes, and prevent recurrence.

C. Delete all reporting history.

D. Ask the AI system to apologise.

Answer: B. Fabricated citations undermine evidence integrity and ethical reporting. The project manager should correct the record and address both the immediate information problem and the process or conduct that allowed it.

Decision rule: False evidence is an integrity issue; correct it and address the cause.

Problem 38. A team is deciding whether to build an AI feature internally or buy a vendor solution. What is the strongest project-management approach?

A. Choose the cheaper option only.

B. Compare strategic fit, capability, data, security, integration, legal obligations, total cost, time, vendor risk and value before using the authorised procurement decision path.

C. Build internally because external AI is always unsafe.

D. Buy externally because AI vendors are always more advanced.

Answer: B. Build-or-buy is an integrated value and risk decision. AI adds data, security and governance considerations but does not reduce the decision to one factor.

Decision rule: Evaluate AI sourcing using total value, risk and governance rather than ideology or purchase price alone.

Problem 39. An organisation uses AI to prioritise its project portfolio. The model ranks a legally mandatory project below several discretionary investments. What should happen?

A. Follow the rank because the model optimises value.

B. Apply mandatory constraints and governance before optimising the remaining discretionary portfolio.

C. Cancel the legal project.

D. Increase the mandatory project's score secretly.

Answer: B. Optimisation happens inside real constraints. A legally required initiative may need to proceed regardless of its comparative financial score.

Decision rule: AI optimisation cannot override mandatory obligations or authorised governance.

Problem 40. A project manager uses AI to generate a recovery plan after a major delay. The plan requires decisions by the sponsor, procurement and a regulator. What should the project manager do NEXT?

A. Implement the whole plan immediately.

B. Validate the plan, separate actions by decision authority, and route each required approval to the correct owner while implementing authorised actions.

C. Ask the AI tool to act as sponsor.

D. Wait until all parties independently discover the delay.

Answer: B. A useful recovery proposal still has to respect decision rights. The project manager should validate the integrated plan and distinguish what can be executed now from what requires approval.

Decision rule: AI does not collapse governance; map recommendations to real decision rights.

Problem 41. An AI model recommends increasing work in progress because more parallel work may increase output. The team's cumulative flow diagram already shows growing queues and cycle time. What should the project manager do?

A. Follow the model because parallel work always improves throughput.

B. Compare the recommendation with actual flow evidence and investigate why it conflicts before changing WIP policy.

C. Stop using cumulative flow data.

D. Increase WIP and hide cycle time.

Answer: B. The current flow evidence contradicts the recommendation. The project manager should understand the model assumptions and the actual bottleneck before changing the system.

Decision rule: Challenge AI advice that conflicts with verified operational evidence.

Problem 42. An AI tool can automatically approve routine expense claims. Policy allows automation below a defined threshold, but one claim is just above it. What should happen?

A. Lower the amount in the system so AI can approve it.

B. Route the claim through the required human approval path.

C. Let AI approve it because the difference is small.

D. Change the threshold without authority.

Answer: B. Governance thresholds matter precisely at boundary cases. The project manager should not manipulate data or rules to avoid the required decision route.

Decision rule: Respect approval thresholds; do not alter facts to fit automation.

Problem 43. A project manager wants to introduce AI during the final month of a project. The expected saving is small, but deployment would require new security approval, training and process change. What is the strongest decision?

A. Introduce it because all AI adoption is beneficial.

B. Compare the remaining benefit with implementation cost, risk and disruption before deciding whether introduction is worthwhile now.

C. Force the team to use it to demonstrate innovation.

D. Extend the project solely to adopt AI.

Answer: B. Technology adoption should serve project value. Near closure, the remaining opportunity may not justify the governance, training and disruption cost.

Decision rule: Adopt AI when the forward value justifies the remaining cost and exposure.

Problem 44. A team has created an AI-generated executive dashboard. Which final test is strongest before routine use?

A. Whether the dashboard contains many charts.

B. Whether decision-makers understand the metrics, the data is reliable, important limitations are visible and the dashboard leads to better decisions without hiding material risks.

C. Whether the AI tool has the highest subscription price.

D. Whether every metric is green.

Answer: B. A premium dashboard is useful only if it converts reliable evidence into decision-ready understanding. Visual polish cannot compensate for weak data, hidden uncertainty or misleading status.

Decision rule: Judge AI reporting by decision usefulness, evidence integrity and transparency.

Problem 45. A project uses an AI chatbot to answer employee questions during organisational change. Adoption is high, but some answers contradict approved policy. What should the project manager do?

A. Keep it unchanged because adoption proves success.

B. Correct the knowledge source and controls, monitor answer quality, provide escalation for uncertain cases and measure whether users receive accurate guidance.

C. Remove the approved policy.

D. Ask employees to decide which answer they prefer.

Answer: B. Usage alone does not prove value. A change-support tool must give reliable information, and uncertain or sensitive questions need a path to authorised human guidance.

Decision rule: AI adoption is successful only when the service delivers accurate and useful outcomes.

Problem 46. A supplier's AI model is proprietary, and the supplier will not disclose internal model details. The project needs enough assurance to use the output for a critical decision. What should the project manager do?

A. Demand source code in every case.

B. Determine what evidence, testing, contractual assurance, audit rights, performance data or independent validation is necessary for the decision and whether the supplier can satisfy it.

C. Accept the output because proprietary models cannot be questioned.

D. Reject every proprietary tool automatically.

Answer: B. Responsible assurance does not always require full model disclosure, but the project still needs enough evidence for the consequence of use. The required level should be defined through risk, contract and governance.

Decision rule: Seek proportionate assurance for the decision, even when the model itself is proprietary.

Problem 47. A project manager discovers that AI-generated estimates are consistently better than manual estimates for one work type. What is the best response?

A. Remove humans from all estimating.

B. Use the evidence to tailor the estimating process for that work type while retaining monitoring and suitable review.

C. Apply the AI method to every project task without testing.

D. Ignore the improvement because AI is not traditional.

Answer: B. Evidence can justify increased use where the method performs well. Tailoring should remain context-specific, and monitoring protects against changes in conditions or data.

Decision rule: Expand AI use based on demonstrated fitness, not blanket enthusiasm or blanket resistance.

Problem 48. A board asks whether the project should declare its AI transformation successful. Delivery is on time and model usage is high, but user trust is falling, two audit issues remain open and no measurable business benefit has been confirmed. What should the project manager recommend?

A. Declare success because delivery and usage targets were met.

B. Evaluate the unresolved audit exposure, stakeholder trust, outcome measures and benefits before concluding that sustainable value has been achieved.

C. Remove the trust metric.

D. Close the project and transfer all questions to operations.

Answer: B. Outputs and adoption are incomplete evidence of success. Material control issues, trust and benefit realisation affect whether the transformation is producing responsible, durable value.

Decision rule: Evaluate AI success through responsible outcomes and value, not delivery and usage alone.



21.9 Premium Fast Review

1. The 2026 PMP exam places AI in realistic project scenarios; prepare for judgement questions rather than product-name trivia.

2. Start with purpose and consequence. AI is useful when it improves a real project decision or task enough to justify its cost and exposure.

3. Data quality, permission, privacy and security are part of AI quality. An excellent model cannot make unauthorised data use acceptable.

4. Human-in-the-loop means meaningful review and accountable decision-making at the points where consequence, uncertainty or escalation require it.

5. AI output is not authority. Baselines, product priority, funding, contracts, regulatory decisions and governance rights remain with authorised roles.

6. Verify important claims, assumptions, sources and limitations before they influence material decisions. Fluency and numerical precision can create false confidence.

7. Bias and fairness require evidence-based examination when people or stakeholder groups can be affected. Do not assume neutrality, but do not infer unfairness without analysis.

8. Predictive, agile and hybrid delivery can all use AI; apply AI through the management mechanism appropriate to the affected work and commitment.

9. Measure AI by useful outcomes: better quality, insight, speed, risk reduction, stakeholder results or value. Usage volume alone is weak evidence.

10. Monitor after deployment. Data, behaviour, operating conditions and model performance can change, so earlier approval is not permanent proof of fitness.



21.10 Final Responsible-AI Decision Sequence

1. Define the project task, decision or outcome that AI is intended to support.

2. Classify the consequence of error, including safety, legal, financial, ethical, stakeholder, privacy, security and reputational effects.

3. Verify that the data, tool and use are permitted and fit for purpose; identify important gaps, assumptions and uncertainty.

4. Decide the proportionate level of human review, specialist involvement, testing, approval and traceability.

5. Use AI to generate analysis, options or automation only inside applicable governance, product, contractual and regulatory boundaries.

6. Challenge the output against source evidence, project context, fairness concerns, dependencies and known constraints.

7. Route any recommendation to the person or body with authority to decide; implement only authorised actions.

8. Measure actual results and monitor for drift, bias, errors, misuse or declining value; adjust or stop the use when evidence changes.

Source basis: Project Management Institute, Project Management Professional (PMP) Examination Content Outline - 2026 and PMI’s 2026 PMP exam update, which adds AI to project-based scenarios; Project Management Institute, The Standard for Artificial Intelligence in Portfolio, Program and Project Management (June 2026), including responsible-AI principles, human-in-the-loop practice, ethical and legal guardrails, lifecycle tailoring and AI-enabled project work; PMBOK Guide - Eighth Edition.

Chapter 22





Dashboards, Project Artefacts and Graphic-Based Questions


22.1 Why Visual and Artefact Questions Matter

The July 2026 PMP examination changes not only what candidates study but also how evidence can be presented. PMI states that the updated examination adds case/scenario and graphic-based questions and places more practical emphasis on dashboards, project artefacts, tools and data. A candidate may therefore need to interpret a status view, a trend, a register, a flow display, a decision record or several connected pieces of evidence before selecting an action. The examination still tests project judgement. The visual is evidence, not the answer.

The strongest approach is to read an artefact in the same disciplined way that a project manager would use it at work. Identify what the exhibit measures, the time period, units, baseline or target, current condition, trend and decision threshold. Then ask what the exhibit does not prove. A red indicator can show exposure without explaining its cause. A green indicator can conceal a worsening forecast if the measure reports only past performance. A rising burnup line can represent healthy delivery or scope growth depending on the relationship between completed work and total scope. Thus, candidates should separate observation from diagnosis before choosing a response.



22.2 Read the Exhibit Before Reading It as a Conclusion









	Visual or artefact cue
	What it can tell you
	Common exam trap





	Current status
	Condition at the stated reporting point
	Assuming a present snapshot proves the future forecast.



	Trend
	Direction across several periods
	Reacting to one data point and ignoring the pattern.



	Forecast
	Expected future result based on current assumptions
	Treating a forecast as an approved baseline or certain fact.



	Threshold or tolerance
	Point at which action, escalation or review may be required
	Escalating simply because a metric is unfavourable even when it remains inside authority.



	Baseline or target
	Approved or intended comparison point
	Assuming the baseline should change merely because actual performance differs.



	Register or log
	Recorded items, owners, status and follow-up evidence
	Updating the artefact instead of resolving the underlying problem.



	Dashboard
	Condensed decision view across several measures
	Optimising one indicator while ignoring quality, risk, value or stakeholder effects.



	AI-generated visual
	Machine-assisted synthesis or prediction
	Assuming polished presentation means the source data and interpretation are reliable.





A useful examination habit is to state the observation in neutral language before naming the action. For example, “cycle time has increased for four periods while work in progress has also increased” is stronger than “the team is slow”. The first statement describes evidence and leaves room to investigate blockers, queue growth, quality problems or changing work size. The second jumps to blame. This distinction matters because many PMP distractors offer a forceful response before the cause has been established.



22.3 Snapshot, Trend, Forecast, Threshold and Cause

Visual questions often combine different time perspectives. Actual cost shows what has been spent; earned value shows budgeted value of completed work; a forecast estimates where the project may finish. A risk matrix shows assessed exposure, while a risk trigger can indicate that a planned response should start. A benefits dashboard may show strong adoption but weak outcome improvement. The candidate should identify which statement belongs to the past, present or future and avoid allowing one measure to answer a different question.

Thresholds also require proportionate judgement. Crossing a defined governance, safety, legal or contractual threshold can require escalation or immediate protective action. A lower-level metric that remains inside delegated authority may call for team-level correction rather than executive escalation. The strongest response uses the artefact to determine what needs attention, checks the cause and authority, then takes the least excessive effective action.



22.4 Predictive Artefacts: Baselines, Networks, Earned Value and Forecasts

Predictive visuals usually compare approved commitments with actual or forecast performance. Schedule networks reveal controlling and near-critical paths; milestone views show timing against commitments; earned-value evidence compares planned value, earned value and actual cost; forecast views estimate completion results. The exam may provide the calculation or enough data to derive it, but the decision usually depends on interpretation. A CPI below 1.00 signals unfavourable cost efficiency, while an SPI below 1.00 signals less progress than planned. Neither number explains the cause. Before requesting more money, crashing the schedule or changing a baseline, the project manager should understand the source and integrated consequence of the variance.



22.5 Agile, Flow and Hybrid Artefacts

Adaptive and agile artefacts show learning, priority and flow. A burndown chart compares remaining work with time; a burnup chart separates completed work from total scope and therefore makes scope growth visible; a cumulative flow view can reveal queues and work-in-progress expansion; cycle time and throughput help the team understand flow. These measures support learning and forecasting rather than ranking individuals. A worsening flow pattern normally calls for investigation with the team before pressure, targets or blame are applied.

Hybrid reporting requires translation rather than forced uniformity. An iterative software team may use flow measures while a regulated hardware stream reports milestones and formal acceptance. Executives still need an integrated view of forecast, dependencies, risk, value and decisions. The project manager should preserve useful local measures and translate them into a common decision view instead of forcing every workstream to use the same metric.



22.6 Governance, Risk, Quality, Procurement, Value and AI Evidence

Project artefacts are valuable when they reveal a decision need. A risk register should show ownership, exposure, triggers and response status; an issue log should show active problems and follow-through; a change log should distinguish requested, analysed, approved, rejected and implemented changes; a procurement scorecard should be interpreted against the contract rather than against preference; and a benefits dashboard should distinguish output completion from outcome and value. Quality visuals should guide diagnosis rather than encourage inspection-only thinking. Repeated defects often point to a process or system cause that needs correction.

AI can produce or summarise any of these artefacts, but the evidence still needs accountable review. The project manager should check source data, assumptions, permissions, omissions and material inconsistencies before an AI-generated dashboard influences a decision. A confident visual can create false certainty if the model used stale data or excluded a material workstream. The exam-safe response is neither automatic trust nor automatic rejection; it is proportionate verification followed by authorised action.



22.7 Fast Graphic and Artefact Decision Rules

1. Read the title, units, time period and comparison point before interpreting a visual.

2. Separate current status, trend and forecast; they answer different questions.

3. A metric identifies a condition; it rarely proves the root cause by itself.

4. Compare performance with the relevant baseline, target, tolerance or decision threshold.

5. Use several measures together when one favourable metric could hide damage elsewhere.

6. Treat registers, dashboards and logs as decision support, not substitutes for action.

7. In agile work, use flow metrics for learning and system improvement rather than individual punishment.

8. In hybrid work, integrate meaning across workstreams without forcing identical local measures.

9. Verify AI-generated visuals against authoritative project evidence before material use.

10. After selecting a response, update the relevant artefact and monitor whether the condition improves.



22.8 Direct Problem-Solving Practice


Dashboard and Performance Interpretation



Exhibit 22-A: Executive Status Snapshot









	Measure
	Current evidence
	Trend / forecast





	Schedule
	Milestone M4 completed 8 days late
	Final date forecast 3 weeks late unless recovery succeeds



	Cost
	CPI 1.02
	Stable for three periods



	Quality
	Acceptance pass rate 96%
	Stable



	Risk
	Two high risks open
	One trigger expected next month



	Benefits
	Pilot adoption 74%
	Target 85% by full rollout





Problem 1. Using Exhibit 22-A, which statement is best supported by the evidence?

A. The project is healthy because cost efficiency is favourable.

B. Schedule performance needs attention even though cost and quality measures are currently acceptable.

C. The benefits target has already been achieved.

D. The project must be cancelled because two high risks are open.

Answer: B. The dashboard shows a material schedule concern: a late milestone and a forecast three-week final delay. CPI and quality remain acceptable, so one favourable dimension should not hide the schedule exposure.

Decision rule: Interpret an integrated dashboard across dimensions; do not let one green measure dominate the decision.

Problem 2. The sponsor asks why the final date is forecast three weeks late. What should the project manager do FIRST?

A. Change the schedule baseline to the forecast date.

B. Add resources to every remaining activity.

C. Analyse the drivers of the forecast, including critical and near-critical work, dependencies and recovery assumptions.

D. Report that the project has failed.

Answer: C. The dashboard signals the problem but does not identify the cause. The project manager should diagnose the controlling work and assumptions before selecting compression, funding or baseline actions.

Decision rule: Use the visual to locate the management question, then diagnose the cause before prescribing recovery.

Problem 3. A stakeholder argues that the project is ahead of plan because CPI is 1.02. What is the strongest correction?

A. CPI describes cost efficiency, not schedule position; the schedule evidence should be interpreted separately.

B. CPI proves the project will finish early.

C. CPI should be ignored whenever a milestone is late.

D. Cost and schedule performance are always identical.

Answer: A. CPI compares earned value with actual cost. It does not establish whether the project is ahead or behind schedule. The dashboard contains separate schedule evidence that must be considered.

Decision rule: Match each metric to the question it actually answers.

Problem 4. The risk trigger shown in Exhibit 22-A occurs and an approved response already exists with an assigned owner. What should happen NEXT?

A. Identify the risk again.

B. Close the risk because the trigger occurred.

C. Wait for the next steering meeting regardless of exposure.

D. Implement the planned response through the assigned ownership and monitor its effect.

Answer: D. The scenario says identification, ownership and response planning are already complete. The trigger calls for execution of the approved response, subject to any stated authority or threshold.

Decision rule: When the trigger occurs, execute an authorised planned response rather than repeating completed analysis.



Exhibit 22-B: Earned-Value Snapshot








	Measure
	Value





	BAC
	$1,200,000



	PV
	$600,000



	EV
	$540,000



	AC
	$675,000



	Current management view
	Past cost inefficiency is expected to continue unless corrective action succeeds





Problem 5. Using Exhibit 22-B, what is the approximate CPI?

A. 0.80

B. 1.11

C. 0.90

D. 1.25

Answer: A. CPI = EV / AC = 540,000 / 675,000 = 0.80. The project is earning about $0.80 of budgeted value for each dollar spent.

Decision rule: CPI below 1.00 signals unfavourable cost efficiency.

Problem 6. Using Exhibit 22-B, what is the approximate SPI?

A. 1.25

B. 0.80

C. 0.90

D. 1.11

Answer: C. SPI = EV / PV = 540,000 / 600,000 = 0.90, showing that less budgeted work has been completed than planned at the status date.

Decision rule: SPI compares earned value with planned value.

Problem 7. The cost dashboard has shown CPI near 0.80 for four periods. What should the project manager do before requesting a higher budget?

A. Rebaseline the cost immediately.

B. Verify the data, analyse the sustained cause, update the completion forecast and evaluate corrective options.

C. Reduce quality requirements without approval.

D. Ignore the trend because EV is positive.

Answer: B. A sustained unfavourable trend deserves diagnosis and forecasting before a funding request. A budget increase may later be justified, but it should be based on reliable evidence, remaining work and authority.

Decision rule: Follow evidence -> cause -> forecast -> options -> authority rather than jumping from variance to funding.

Problem 8. Management approves a recovery action, but the next two periods show no improvement in CPI. What is the strongest next step?

A. Keep reporting the original recovery plan as successful.

B. Change BAC to remove the variance.

C. Blame the cost estimator.

D. Evaluate why the corrective action is ineffective, reassess the forecast and adjust through the proper control path.

Answer: D. Corrective action requires verification. If performance does not improve, the project manager should reassess cause, assumptions and remaining options rather than preserving a failed response.

Decision rule: Monitor whether corrective action works and revise it when evidence shows that it does not.



Agile, Flow and Quality Visuals



Exhibit 22-C: Burnup Data









	Sprint
	Completed work
	Total scope





	1
	18
	100



	2
	36
	100



	3
	52
	118



	4
	70
	118



	5
	87
	118





Problem 9. What is the most important interpretation of Exhibit 22-C?

A. Delivery stopped after Sprint 2.

B. The team completed no useful work after scope changed.

C. Velocity must be fixed at 18 items per sprint.

D. Total scope increased during Sprint 3, so the release forecast should account for both delivery progress and the added work.

Answer: D. The completed-work line continues to rise, but total scope increases from 100 to 118 during Sprint 3. The visual separates delivery from scope growth, preventing the added scope from being mistaken for simple team slowdown.

Decision rule: A burnup chart helps distinguish progress from changes in total scope.

Problem 10. A stakeholder says the team should simply work faster because the gap to total scope widened in Sprint 3. What should the project manager do FIRST?

A. Ask the team to work overtime.

B. Clarify why scope increased, who authorised or prioritised it, and how the change affects value and release expectations.

C. Remove the added work without consulting the product owner.

D. Change the completed-work numbers.

Answer: B. The widening gap is partly explained by scope growth. The project manager should understand the added work and its decision path before concluding that capacity is the problem.

Decision rule: Investigate scope change before treating a burnup gap as a productivity failure.

Problem 11. A product owner confirms that the 18 added items are low value and optional for the next release. What is the strongest response?

A. Reprioritise with the product owner around release value and constraints rather than demanding that every item fit.

B. Convert the project to predictive solely because scope changed.

C. Remove all stakeholder feedback.

D. Treat every backlog item as a fixed commitment.

Answer: A. Adaptive delivery allows priority to respond to value. If the added items are optional, the product owner can order them against higher-value work while the project manager protects external commitments and dependencies.

Decision rule: Use product prioritisation to protect value rather than equating backlog size with mandatory scope.



Exhibit 22-D: Flow Snapshot










	Week
	Work in progress
	Items completed
	Median cycle time





	1
	12
	20
	4 days



	2
	18
	20
	5 days



	3
	25
	19
	7 days



	4
	31
	19
	9 days





Problem 12. What pattern in Exhibit 22-D deserves the most attention?

A. Throughput is increasing rapidly.

B. Cycle time is falling as WIP rises.

C. Work in progress and cycle time are rising while throughput is essentially flat.

D. The team has no work.

Answer: C. The system is accumulating more concurrent work without a matching increase in completed items, while cycle time deteriorates. This points to queueing, blockers, hand-offs or WIP discipline rather than a simple need to start more work.

Decision rule: Rising WIP with flat throughput and longer cycle time signals a flow problem.

Problem 13. What should the project manager do FIRST in response to Exhibit 22-D?

A. Increase WIP again so more people stay busy.

B. Set a mandatory higher velocity target.

C. Rank individual developers by cycle time.

D. Review blockers, queues, hand-offs, work size and WIP limits with the team.

Answer: D. The evidence suggests a system-level flow problem. The team should examine where work is waiting or expanding before management introduces targets or blame.

Decision rule: Use flow metrics to improve the work system, not to punish individuals.

Problem 14. A manager proposes measuring success solely by how many items are started each week. What is the strongest response?

A. Agree because starts always predict value.

B. Use completion, cycle time, quality and outcome evidence because starting more work can increase queues without increasing value.

C. Stop measuring throughput.

D. Count partially completed items as done.

Answer: B. The exhibit already shows why starts alone are misleading: WIP rises while completions remain flat. A stronger view considers finished work, flow, quality and results.

Decision rule: Prefer measures of completed value and flow over activity volume.



Exhibit 22-E: Defect Distribution









	Defect source
	Count this month
	Count last month





	Interface mapping
	28
	11



	Configuration
	9
	10



	User data
	7
	8



	Documentation
	3
	4



	Other
	5
	5





Problem 15. What should the quality team investigate first from Exhibit 22-E?

A. The interface-mapping defect source because it is both the largest category and has increased sharply.

B. Documentation because it has the smallest count.

C. Every category with identical effort regardless of frequency.

D. Only the total number of defects, without category information.

Answer: A. Interface mapping now contributes the largest count and has increased from 11 to 28. Focusing investigation there offers the strongest opportunity to address a dominant cause.

Decision rule: Use defect distribution to focus root-cause analysis where the evidence shows the greatest contribution.

Problem 16. The team fixes each interface defect individually but the category remains high for three months. What should the project manager recommend?

A. Inspect faster and keep the process unchanged.

B. Lower the acceptance criteria.

C. Perform root-cause analysis on the interface process, requirements, hand-offs or controls and implement preventive improvement.

D. Stop recording defects.

Answer: C. Repeated correction without reduction indicates that detection is treating symptoms. The project should examine the process that creates the defects and improve prevention.

Decision rule: Persistent defect patterns call for process correction, not faster rework alone.

Problem 17. A release has met its feature target, but defect escape rate has doubled. What is the strongest interpretation?

A. The release is automatically successful because output increased.

B. The feature metric should be interpreted with quality evidence before concluding that performance improved.

C. Quality is irrelevant in adaptive delivery.

D. The defect data should be removed from the dashboard.

Answer: B. Output quantity cannot establish value when quality is deteriorating. The project manager should assess whether faster delivery is creating rework, customer impact or downstream risk.

Decision rule: Never optimise delivery volume in isolation from quality and value.

Problem 18. A control chart shows one data point beyond an established upper control limit. What should the project manager do FIRST?

A. Change the control limit so the point fits.

B. Assume the process is permanently defective.

C. Increase inspection on every output forever.

D. Investigate the special-cause signal and determine what changed before altering the process broadly.

Answer: D. A point beyond a control limit can indicate special-cause variation. The appropriate first response is investigation of the cause rather than manipulating the limits or redesigning the whole process without evidence.

Decision rule: Investigate special-cause signals before making broad process changes.



Governance and Cross-Domain Artefacts



Exhibit 22-F: Risk Register Extract











	Risk
	Probability / impact
	Trigger
	Owner
	Response status





	R1 Supplier insolvency
	Medium / High
	Credit rating falls below agreed level
	Procurement lead
	Mitigation active



	R2 Data migration failure
	High / High
	Pilot error rate above 2%
	Technical lead
	Contingency approved



	R3 New regulation
	Low / High
	Draft rule formally adopted
	Compliance lead
	Monitor





Problem 19. The pilot error rate reaches 3.4%, triggering R2. What should happen NEXT?

A. Implement the approved contingency through the assigned ownership and monitor the result.

B. Delete R2 from the register because it happened.

C. Repeat risk identification before any action.

D. Escalate automatically even if the response is inside delegated authority.

Answer: A. The trigger condition has occurred and the contingency is already approved. The response should be executed according to ownership and authority, while the actual event may also be managed as an issue.

Decision rule: A triggered risk with an approved response moves from planning to action.

Problem 20. A newspaper reports that the draft regulation related to R3 has been formally adopted and applies to the project. What is the strongest response?

A. Continue to treat it only as a low-probability future risk.

B. Ignore it until the next annual review.

C. Verify the applicable requirement, assess the project impact and move through the required compliance/change/governance response.

D. Ask the project team to waive the regulation.

Answer: C. Once the external condition is confirmed and applicable, it should no longer be managed only as uncertain future risk. The project must assess the mandatory effect and respond through the proper authority.

Decision rule: When uncertainty becomes a confirmed obligation, update the management response accordingly.

Problem 21. The procurement lead leaves the organisation and R1 has no replacement owner. What should the project manager do?

A. Keep the old owner name because the register was approved.

B. Assign or obtain an appropriate new owner and confirm response responsibility before the risk is left unattended.

C. Close R1 because the owner departed.

D. Transfer every project risk to the sponsor.

Answer: B. Risk ownership must remain real. A named person who can no longer act creates a control gap, so ownership and response responsibility should be reassigned through the project’s normal arrangements.

Decision rule: Maintain active ownership; an outdated register entry does not manage the risk.



Exhibit 22-G: Change and Decision Log









	Item
	Status
	Authority / note





	CR-18 Add reporting field
	Requested
	Impact analysis in progress



	CR-19 Replace supplier interface
	Approved
	Change board approval recorded



	CR-20 Move launch date
	Analysed
	Sponsor decision required



	D-07 Temporary test environment
	Decision made
	Project manager authority





Problem 22. A team member starts CR-18 because the request appears small. What should the project manager do?

A. Allow it because every requested change is implicitly approved.

B. Update the log to “implemented” and continue.

C. Ask the sponsor to approve all small changes personally.

D. Stop unauthorised implementation, complete the agreed analysis and use the applicable approval path.

Answer: D. The log shows that CR-18 is requested and still under analysis. A request is not approval, regardless of apparent size.

Decision rule: Distinguish requested, analysed, approved and implemented change states.

Problem 23. CR-19 is approved and all implementation prerequisites are ready. What should happen NEXT?

A. Implement the authorised change, update affected plans or baselines as required, communicate it and monitor the result.

B. Seek approval again before every task.

C. Return it to requested status.

D. Ignore the approval until closure.

Answer: A. Analysis and approval are complete. The project should now implement the change in a controlled way, update affected artefacts and verify the outcome.

Decision rule: Do not repeat completed approval; move to authorised implementation and monitoring.

Problem 24. CR-20 has been analysed, and the evidence shows a launch-date change is necessary. What should the project manager do?

A. Move the date immediately because analysis is complete.

B. Prepare the recommendation and take the decision need to the sponsor, who owns the authority.

C. Ask the team to vote on the launch date.

D. Change the log to approved without a decision.

Answer: B. The log states that sponsor authority is required. The project manager should provide the evidence and recommendation but should not take the reserved decision.

Decision rule: Prepare decisions that exceed your authority and route them to the authorised role.

Problem 25. A reviewer criticises D-07 because it did not go to the sponsor. What is the strongest response?

A. Every project decision must go to the sponsor.

B. The project manager should delete the decision record.

C. If D-07 was inside delegated project-manager authority and met applicable controls, escalation was unnecessary.

D. Decision logs are only for rejected decisions.

Answer: C. Governance should route decisions to the lowest responsible level that holds authority. Unnecessary escalation slows delivery and weakens role clarity.

Decision rule: Escalate because authority or thresholds require it, not simply because a decision exists.

Problem 26. A requirements traceability matrix shows that Requirement R-42 maps to a completed test, but no acceptance criterion or customer approval is recorded. What should the project manager do FIRST?

A. Declare R-42 complete because testing occurred.

B. Delete the requirement from the matrix.

C. Ask finance to approve it.

D. Clarify the required acceptance evidence and obtain the appropriate validation or approval before treating the requirement as accepted.

Answer: D. Testing can provide verification evidence but does not automatically prove authorised acceptance. The missing acceptance condition should be resolved before closure or handover.

Decision rule: Traceability should connect requirement, verification and acceptance rather than treating one as proof of all three.

Problem 27. A stakeholder engagement assessment shows a highly influential operational owner moving from supportive to resistant after a new implementation decision. What should the project manager do?

A. Meet the stakeholder to understand the changed impact, concern or expectation and adjust engagement appropriately.

B. Remove the stakeholder from the register.

C. Send the same status report more frequently without discussion.

D. Escalate immediately before understanding the concern.

Answer: A. A change in attitude is evidence that the stakeholder relationship or impact may have changed. Direct engagement should diagnose the concern before the project manager selects a broader response.

Decision rule: When stakeholder position changes, understand the cause before increasing communication or escalation.

Problem 28. A responsibility matrix assigns approval of a technical design to two different roles, and work is repeatedly delayed because each waits for the other. What should happen FIRST?

A. Add a third approver.

B. Clarify decision rights and establish one unambiguous accountable approval path consistent with governance.

C. Allow either role to approve secretly.

D. Remove technical review.

Answer: B. The artefact reveals an authority ambiguity. Clarifying the accountable decision path addresses the cause of delay more directly than adding process.

Decision rule: Use responsibility artefacts to remove ambiguity, not to multiply approvers.



Exhibit 22-H: Supplier Scorecard









	Measure
	Contract target
	Current result





	On-time milestone delivery
	>=95%
	82%



	Critical defects at acceptance
	0
	2



	Response to severity-1 issue
	<=2 hours
	1.5 hours



	Invoice accuracy
	>=98%
	99%





Problem 29. SELECT TWO. Which two statements are directly supported by Exhibit 22-H?

A. On-time milestone delivery is below its contractual target.

B. Critical defects at acceptance exceed the contractual target.

C. Severity-1 response time misses the contractual target.

D. Invoice accuracy is below the contractual target.

Answer: A and B. On-time milestone delivery is 82% against a target of at least 95%, and two critical defects exceed the target of zero. Severity-1 response is 1.5 hours against a maximum of 2 hours, while invoice accuracy is 99% against a target of at least 98%.

Decision rule: For Select TWO artefact questions, choose only statements directly supported by the displayed target and current result.

Problem 30. What should the project manager do FIRST after reviewing Exhibit 22-H?

A. Use the contract’s performance/recovery mechanism, verify causes and impact, and engage the supplier on corrective action.

B. Terminate the supplier immediately.

C. Ignore the missed targets because some measures are good.

D. Change the targets to match current performance.

Answer: A. The contract and evidence provide the starting point. The project manager should understand the impact and use the agreed recovery or escalation mechanism before taking a disproportionate action such as termination.

Decision rule: Use contractual mechanisms and evidence before escalating to extreme commercial action.

Problem 31. A resource-capacity view shows a specialist allocated at 140% for the next three weeks and that specialist sits on two near-critical activities. What is the strongest response?

A. Assume the specialist will work 140% without consequence.

B. Assess priorities, dependencies and alternatives such as resequencing, replacement skill, workload reduction or authorised schedule action.

C. Remove the specialist from both activities.

D. Change the capacity figure to 100%.

Answer: B. The artefact signals an unrealistic capacity conflict with schedule exposure. The project manager should evaluate integrated options rather than accept overload as a plan.

Decision rule: Resolve resource over-allocation through integrated schedule and capacity decisions, not arithmetic optimism.

Problem 32. A cash-flow chart shows that the project remains inside total authorised budget but will exceed available quarterly funding before the next funding release. What should the project manager conclude?

A. There is no issue because total budget is sufficient.

B. The cost baseline must be wrong.

C. The project has a near-term funding-timing problem that requires authorised financing, sequencing or spending action.

D. Management reserve should automatically be spent.

Answer: C. Total budget and cash availability answer different questions. A project can remain inside its overall budget and still lack funds when payments are due.

Decision rule: Manage funding timing as well as total cost.



Linked Cases and Exam-Level Integration



Exhibit 22-I: Benefits and Sustainability Snapshot









	Measure
	Target
	Current





	New system deployment
	100%
	100%



	Active user adoption
	80%
	86%



	Average service time reduction
	20%
	7%



	Energy use reduction
	15%
	17%



	Customer complaints
	No increase
	Up 24%





Problem 33. SELECT TWO. Which two conclusions are best supported by Exhibit 22-I?

A. Output completion and adoption are strong.

B. All intended benefits have been realised.

C. Energy performance exceeds its target.

D. Customer experience has improved because adoption is high.

Answer: A and C. Deployment is complete, adoption exceeds the 80% target and energy reduction exceeds the 15% target. Service-time improvement is well below target and complaints have increased, so the broader benefit picture is mixed.

Decision rule: In a multi-metric benefits view, select only conclusions directly supported by the evidence.

Problem 34. What should the project manager focus on NEXT after reviewing Exhibit 22-I?

A. Declare success because deployment and adoption targets were met.

B. Investigate why service-time benefit is weak and complaints rose, involving the appropriate operational and stakeholder owners while preserving the successful energy result.

C. Remove the complaint metric from the dashboard.

D. Reduce the adoption target.

Answer: B. The project has delivered the output and achieved some indicators, but intended service performance and customer experience are weak. The next step is to understand those outcome gaps rather than declaring overall success.

Decision rule: Benefits dashboards should drive investigation of unmet outcomes, not celebration of outputs alone.



Mini-Case 1: Hybrid Release Decision

A hybrid programme has a fixed regulatory submission in six weeks. The software team delivers iteratively. Its flow dashboard shows cycle time rising from 5 to 9 days and WIP rising from 14 to 30 items. The regulatory workstream is on schedule, but it depends on three software items that are still in progress. The product owner has also added six low-value features to the backlog after recent stakeholder requests.

Problem 35. What should the project manager do FIRST in Mini-Case 1?

A. Require the software team to double velocity.

B. Move the regulatory submission date without approval.

C. Identify the three dependency items, examine the flow blockage and align their priority with the product owner and regulatory commitment.

D. Cancel all backlog refinement.

Answer: C. The most immediate integration exposure lies at the interface: required software items support a fixed regulatory date, while flow is deteriorating. The project manager should make those dependencies and priorities explicit before choosing recovery action.

Decision rule: In hybrid work, address the interface that threatens a fixed commitment before optimising unrelated local work.

Problem 36. The product owner agrees to defer the six low-value features. Which action is strongest NEXT?

A. Work with the team to reduce blocked WIP, protect the three regulatory dependencies and update the integrated forecast.

B. Declare the schedule recovered immediately.

C. Force every software item through formal change control.

D. Stop monitoring cycle time.

Answer: A. Deferring low-value work creates capacity and focus, but the project still needs active flow improvement and an updated forecast. The team should manage WIP and dependencies rather than assume reprioritisation alone solved the problem.

Decision rule: After priority changes, verify that flow and forecast actually improve.



Mini-Case 2: AI-Generated Executive Dashboard

An approved AI tool creates the weekly executive dashboard from project systems. This week it labels schedule status “on track”, but the underlying milestone file shows the controlling vendor milestone ten days late. The AI summary also states that all high risks have owners, while one new high risk has no owner. The project manager has 30 minutes before the steering meeting.

Problem 37. What should the project manager do FIRST in Mini-Case 2?

A. Send the dashboard because the tool is approved.

B. Verify the conflicting source evidence, correct the material errors and identify any remaining uncertainty before presenting the dashboard.

C. Delete the underlying milestone file.

D. Ask executives to choose which version they prefer.

Answer: B. Approval of the tool does not make every generated output correct. The project manager has specific contradictory source evidence and should reconcile it before the dashboard is used for executive decisions.

Decision rule: When generated reporting conflicts with authoritative data, verify and correct the evidence before use.

Problem 38. After correction, the vendor milestone still shows a ten-day delay and the schedule forecast shows a four-day final impact. What should the project manager present?

A. Only the ten-day vendor delay because it is the largest number.

B. Only the four-day final impact because executives dislike detail.

C. A green schedule status because the final impact is smaller than the vendor delay.

D. The verified delay, its integrated forecast effect, the cause/recovery position, decision needs and any uncertainty relevant to governance.

Answer: D. Executives need the difference between local variance and integrated project effect, together with the management response and any decision required. Hiding either number would distort the situation.

Decision rule: Report verified condition, integrated consequence and decision need rather than a single isolated figure.

Problem 39. A graphic-based exam item contains a dashboard, a risk-register extract and four answer choices. What is the strongest general sequence?

A. Choose the answer that mentions the most artefacts.

B. Read the options first and search the visual for matching words.

C. Identify the decision being asked, read only the relevant evidence, distinguish status from cause and authority, then select the action that fits the current stage.

D. Always escalate because several artefacts are present.

Answer: C. Multiple artefacts can create noise. The candidate should anchor on the question, extract relevant evidence, determine what has already happened and who can act, then compare the options.

Decision rule: Use the question to focus the exhibit; do not let visual volume replace decision logic.

Problem 40. A final project dashboard shows schedule within tolerance, cost 3% under forecast, zero open critical defects and strong adoption, but a mandatory cybersecurity control remains untested before launch. What should the project manager do?

A. Protect the mandatory cybersecurity requirement and complete or obtain the required verification before launch, adjusting other commitments through the proper authority if necessary.

B. Launch because most dashboard measures are favourable.

C. Remove the cybersecurity measure from the dashboard.

D. Ask users whether they are willing to accept the untested control.

Answer: A. Favourable performance elsewhere does not override a mandatory security requirement. The project manager should protect the obligation first and use governance to address any resulting schedule or scope consequence.

Decision rule: Mandatory safety, legal, security and compliance boundaries outweigh a favourable aggregate dashboard.




22.9 Premium Fast Review

1. The July 2026 PMP examination can present evidence through case/scenario and graphic-based formats, including dashboards, project artefacts, tools and data.

2. Read the exhibit as evidence: identify measure, unit, time period, target or baseline, current condition, trend and forecast.

3. Separate observation from diagnosis. A visual can show what is happening without proving why.

4. Do not confuse current status with forecast, or forecast with an approved commitment.

5. Interpret performance across schedule, cost, quality, risk, value, stakeholders and compliance rather than optimising one favourable measure.

6. Predictive artefacts compare actual and forecast performance with controlled commitments; use variance to trigger analysis and informed action.

7. Agile flow measures support learning. Rising WIP and cycle time with flat throughput usually call for system-level investigation.

8. Registers and logs matter only when ownership, status, decisions and follow-through remain current.

9. Hybrid reporting integrates decision meaning across different workstreams without forcing identical local measures.

10. Verify AI-generated dashboards against authoritative evidence when the output affects a material decision.



22.10 Final Visual and Artefact Decision Sequence

1. Read the question first enough to know what decision, condition or next action the exhibit must support.

2. Identify the artefact type, reporting period, units, baseline or target, thresholds and any stated assumptions.

3. State the evidence neutrally: current status, trend, forecast, exception, dependency or inconsistency.

4. Determine what the visual does not establish and whether the cause still needs investigation.

5. Check delivery approach, mandatory constraints, decision rights and any escalation threshold.

6. Compare connected measures so that a local improvement does not conceal damage to quality, risk, value, stakeholders or compliance.

7. Select the least excessive effective action that fits what has already happened and the authority available now.

8. Update the relevant artefact after action and monitor whether the condition, forecast or outcome improves.

Source basis: Project Management Institute, Project Management Professional (PMP) Examination Content Outline - July 2026; Project Management Institute, “PMP Exam Change: What It Means in 2026” (9 July 2026), describing added case/scenario and graphic-based questions and practical use of dashboards, project artefacts, tools and data; PMBOK Guide - Eighth Edition.

Chapter 23





Case/Scenario Questions and Practicum Decision-Making


23.1 Why This Chapter Is More Detailed

The July 2026 PMP examination introduced a new case-or-scenario question format. In this format, the candidate receives a fuller project situation that may include charts, graphs or other contextual evidence, then answers a series of questions from the shared information. PMI also states that the examination may include practicum hands-on testing involving tools, data and case-study questions. This means a candidate can no longer prepare only for short, self-contained prompts. The exam can require sustained attention across a longer situation, several artefacts and multiple decision points.

This chapter therefore uses a deliberately fuller teaching pattern than the preceding chapters. The aim is not to make the cases unnecessarily long. The aim is to train the candidate to hold a project situation together: business purpose, delivery approach, chronology, authority, stakeholder interests, mandatory obligations, performance evidence, uncertainty and value. A case question can contain many true facts, but only a few facts normally control the decision being asked. Strong performance depends on finding those controlling facts without losing the wider context.



23.2 What a Case Question Is Really Testing

A short PMP question often asks the candidate to identify the strongest action from one immediate problem. A case question can test the same judgement at a larger scale. The candidate may first need to understand the project, then distinguish several connected problems, interpret an exhibit and decide what should happen at a particular moment. One case may contain a schedule concern, a stakeholder disagreement, an unapproved change, a regulatory constraint and an emerging benefit problem. The correct answer depends on which of these matters the question actually asks about.









	Case element
	What to identify
	Why it matters on the exam





	Business purpose
	Outcome, benefit, strategic reason, customer need
	Prevents local optimisation that damages the reason for the project.



	Delivery approach
	Predictive, adaptive/agile or hybrid, including component boundaries
	Determines the appropriate planning, change, prioritisation and control mechanism.



	Chronology
	What happened before, what is true now, what remains future
	Prevents repeating analysis or approval already completed.



	Authority
	Project manager, team, product owner, sponsor, customer, regulator, governance body
	Separates action from recommendation or escalation.



	Mandatory boundaries
	Safety, law, security, ethics, contract, regulatory or binding policy
	Identifies constraints that can override ordinary optimisation.



	Evidence
	Baseline, actuals, trend, forecast, risk, issue, quality, flow, adoption and value data
	Supports diagnosis without treating one metric as the whole project.



	Stakeholders
	Influence, impact, expectation, decision need, resistance, customer relationship
	Shows where engagement, alignment or expectation management is needed.



	Decision stage
	Clarify, analyse, decide, implement, communicate, verify
	Distinguishes FIRST, NEXT and best-action questions.







23.3 The Four-Pass Case Reading Method

Pass 1 - Establish the frame. Identify the project objective, delivery approach, current phase or delivery stage and any fixed constraints. Do not attempt to solve every problem while reading the opening paragraph. Build a basic mental map first.

Pass 2 - Mark the decision facts. Notice approved versus requested changes, current issue versus future risk, actual versus forecast performance, assigned decision rights and any legal, safety, security, ethical or contractual boundary. These details often eliminate attractive distractors immediately.

Pass 3 - Read the exhibits for evidence, not for decoration. State what each exhibit proves and what it does not prove. A dashboard can show a late forecast but not the root cause. A stakeholder matrix can show influence and interest but not automatically tell you what message to send. A risk register can show ownership and triggers, but it does not replace response execution.

Pass 4 - Answer the exact question at the exact stage. FIRST normally means the earliest responsible action still outstanding. NEXT means earlier steps described in the case are complete. BEST asks for the strongest response under the facts and authority given. Select TWO requires two answers that can both be defended from the case, not one strong answer plus one generally good project-management habit.



23.4 Build a Compact Case Map

Before solving a dense case, reduce it mentally to a compact structure. The following map is intentionally reusable. It keeps the candidate from treating every sentence as equally important.









	Case-map question
	Example note
	Exam use





	Why does the project exist?
	Reduce claims-processing time by 30%
	Protect outcome and value when scope or schedule pressure appears.



	How is the work delivered?
	Hybrid: regulated core + iterative portal
	Use the control mechanism that fits the affected component.



	What has happened?
	Vendor interface slipped; impact analysed
	Do not repeat identification or analysis.



	What is uncertain?
	New regulation expected but not final
	Verify and assess before treating uncertainty as a confirmed obligation.



	Who decides?
	Sponsor approves funding; product owner orders backlog
	Avoid taking authority assigned elsewhere.



	What cannot be traded away casually?
	Patient safety and privacy
	Protect mandatory constraints before ordinary optimisation.



	What decision is needed now?
	Choose recovery recommendation
	Focus on the current stage instead of solving the entire case at once.







23.5 Read Several Artefacts as One Decision System

The new format matters because evidence may be distributed. A case narrative can say that a project is “generally healthy” while a schedule exhibit shows a worsening critical-path forecast and a benefits exhibit shows falling adoption. The candidate should reconcile the pieces instead of choosing whichever one appears most authoritative. When data conflict, verify definitions, dates, sources and assumptions before forcing a conclusion. When the data are consistent, combine them to understand the integrated consequence.

An artefact also has a management purpose. A risk register supports ownership and response; a change log distinguishes request from approval; a dashboard supports status and forecast decisions; a backlog supports product ordering; a decision log records what was authorised and why. The exam may offer “update the log” as an option when the real need is to resolve the problem. Documentation can be necessary, but it should support action rather than replace it.



23.6 Chronology, Sequence and the Meaning of FIRST and NEXT

Longer cases make chronology more demanding. The candidate must track what has already happened. If the case says the root cause has been confirmed and a corrective action approved, another root-cause analysis is weaker than implementation. If a regulatory requirement is only rumoured, immediate redesign may be premature. If a safety hazard is active, containment can come before the ordinary analyse-first sequence. Thus, sequence is contextual rather than mechanical.









	Case wording
	What it means
	Likely direction





	“The request has been received”
	No approval is implied
	Clarify and assess before implementation.



	“The impact analysis is complete”
	Do not repeat analysis
	Move to the appropriate decision or approval step.



	“The change was approved”
	Decision is complete
	Implement, communicate and verify.



	“The trigger occurred”
	A planned risk condition is now active
	Execute the authorised response and monitor.



	“A defect may create immediate safety exposure”
	Protection cannot wait for routine review
	Contain unsafe use, then investigate and correct.



	“The forecast is based on unverified AI output”
	Evidence reliability is unresolved
	Verify data and assumptions before material reliance.







23.7 Practicum Thinking: Tools and Data Do Not Make the Decision for You

Practicum-style testing can place the candidate closer to the information used in real project work. The candidate may need to interpret data, compare artefacts or work through a fuller case. The governing principle remains the same: tools expose information; accountable project roles make decisions. A schedule network can identify a controlling path but cannot decide whether schedule compression is worth the risk. A dashboard can flag a threshold but cannot decide who has authority to approve a major corrective action. An AI summary can accelerate analysis but should not override source verification, privacy, security or human accountability.

For preparation, practise the sequence evidence -> interpretation -> cause -> options -> authority -> action -> verification. Many weak answers jump directly from evidence to action. A red metric becomes “escalate”; a delay becomes “crash”; a conflict becomes “replace the person”; a new request becomes “implement”. The case format rewards the candidate who keeps the intermediate reasoning steps visible.



23.8 Case Traps That Become More Dangerous in Long Scenarios

1. Solving the loudest problem instead of the problem asked in the question.

2. Treating a senior stakeholder request as automatic approval.

3. Allowing one favourable metric to hide a damaging trend in another dimension.

4. Repeating an action the case says has already been completed.

5. Choosing escalation merely because a case feels complicated.

6. Applying a predictive mechanism to an adaptable component, or an agile mechanism to a controlled commitment, in a hybrid project.

7. Treating stakeholder satisfaction as permission to ignore compliance, safety, ethics or contractual obligations.

8. Assuming a polished dashboard or AI-generated summary is reliable without checking the source and date.

9. Confusing output completion with outcome, benefit or adoption.

10. Carrying an assumption from one case question into the next when the shared case facts do not support it.



23.9 Time and Attention Strategy for the Case Section

The updated exam places the first 10-minute break after the case-study section. The candidate should therefore treat the case section as a distinct concentration period. Read the shared case carefully enough to avoid repeatedly reconstructing it, but do not memorise every sentence. Build the compact case map, note where important exhibits are located and return to them when an individual question requires precision. Avoid spending excessive time proving that every distractor is wrong when one option clearly fits the current stage, authority and evidence.

A useful discipline is to separate reading time from decision time. During reading, identify facts. During each question, identify the decision being tested. If a question depends on a calculation or exhibit, use it. If the question is about stakeholder authority, do not allow an unrelated cost table to distract you. The case is shared context; the individual question defines the immediate task.



23.10 Final Case Decision Checklist

1. What outcome or business purpose is the project meant to achieve?

2. Which delivery approach or hybrid component does this question concern?

3. What has already happened, and what remains unresolved?

4. Is this a request, risk, issue, defect, impediment, forecast, decision or approved change?

5. What evidence supports the problem, and what does that evidence not prove?

6. Is there a safety, legal, security, ethical, contractual or regulatory boundary?

7. Who has authority to act or decide?

8. What is the least excessive effective action at this stage?

9. What must be communicated or documented to support the action?

10. How will the project verify that the response worked and protected value?



23.11 Integrated Case/Scenario Practice

The following cases are original preparation scenarios. Each case deliberately connects several PMP domains because the July 2026 format is designed around realistic project situations rather than isolated definitions. Read each shared case and its exhibits before answering the related questions.


Case 23-A: Hybrid Hospital Digital Access Programme

A hospital group is replacing an ageing appointment system. The programme contains two major workstreams. The patient mobile application is developed iteratively with a product owner and four-week release cadence. The integration layer connects to regulated clinical systems and follows formal design approval, cybersecurity review and controlled interface specifications. The business case targets shorter booking time, fewer missed appointments and improved patient satisfaction. Six weeks before pilot launch, the external identity-verification supplier reports a two-week delay. The app team can continue most work, but the regulated integration test cannot begin without the supplier interface. At the same time, a senior clinician asks the team to add a medication-reminder feature to the current iteration. The feature is valuable but is outside the pilot objective. The product owner has not prioritised it. A new AI-generated schedule summary predicts a five-week launch delay, while the project scheduler predicts two weeks. The AI service used a copied dataset that may be one reporting cycle out of date.








	Evidence
	Current position





	Pilot objective
	Appointment booking and identity verification; medication reminders planned for a later release



	Supplier
	Identity interface forecast two weeks late; recovery discussion scheduled tomorrow



	Regulated integration
	Cannot start full test until supplier interface is available



	App work
	Most stories can continue; current iteration already committed



	Forecasts
	Scheduler: 2 weeks late; AI summary: 5 weeks late



	AI data
	Possible one-cycle lag; source reconciliation not completed





Problem 1. What should the project manager do FIRST about the conflicting schedule forecasts?

A. Adopt the five-week AI forecast because it is more conservative.

B. Use the two-week scheduler forecast because it was created by a human.

C. Reconcile the source data, dates, assumptions and dependency logic before using either forecast for a material decision.

D. Report both forecasts as equally valid and ask executives to choose.

Answer: C. The case identifies a data-age concern and materially different conclusions. The immediate need is evidence reconciliation. Human authorship does not automatically make one forecast correct, and conservative output is not a substitute for valid data.

Decision rule: When forecasts conflict materially, reconcile data, assumptions and timing before deciding from them.

Problem 2. The senior clinician asks the team to insert the medication-reminder feature into the current iteration. What is the strongest response?

A. Insert it immediately because the clinician has high influence.

B. Reject it permanently because it was not in the pilot plan.

C. Clarify the need and route it through the product owner for backlog consideration while protecting the current iteration unless urgency justifies disruption.

D. Submit it automatically to the formal integration change board even if it affects only adaptable app content.

Answer: C. The feature sits in the adaptive app area and is not described as urgent or mandatory. Product ordering belongs with the product owner. The senior clinician is important, but influence does not replace product decision rights.

Decision rule: In adaptive work, engage the requester and use transparent product prioritisation rather than bypassing the product owner.

Problem 3. What should the project manager do about the supplier delay NEXT, given that a recovery discussion is already scheduled?

A. Terminate the supplier before the discussion.

B. Assess the integrated dependency and prepare realistic recovery options for the supplier discussion, using the contract and interface commitments.

C. Tell the app team to increase velocity to compensate for the regulated dependency.

D. Move the pilot date immediately without approval.

Answer: B. The supplier delay affects a controlled dependency. The project manager should connect the contract, dependency and recovery options. Increasing app velocity does not remove the integration constraint, while termination or changing the launch date may be disproportionate or outside authority.

Decision rule: Manage a supplier delay through the contract, dependency evidence and proportionate recovery before drastic action.

Problem 4. Select TWO. Which facts most strongly show that this is a hybrid management problem?

A. The project has a business case.

B. The app is iteratively developed with product-owner prioritisation.

C. The hospital has patients.

D. The integration layer uses formal approvals and controlled interface specifications.

E. The supplier has a meeting tomorrow.

Answer: B and D. The case deliberately combines adaptive product work with a controlled regulated component. The other facts can exist in any delivery approach and do not define the hybrid boundary.

Decision rule: Identify hybrid from different management logics applied to different components, then manage the interface between them.

Problem 5. If the supplier interface delay remains two weeks and the pilot can still meet the minimum business objective by deferring nonessential app features, what should the project manager support?

A. A value-based option discussion that protects regulated testing and prioritises the minimum pilot outcome before asking for broader schedule change.

B. Removal of cybersecurity review to recover time.

C. Addition of the medication-reminder feature to justify the delay.

D. Automatic cancellation because any supplier delay invalidates the business case.

Answer: A. The case allows flexibility in adaptable features while regulated testing remains mandatory. A value-based recovery discussion can protect the minimum useful outcome without trading away security or making an excessive decision.

Decision rule: Use flexibility where it exists, but preserve mandatory controls and the outcome that justifies the release.



Case 23-B: Consumer Product Launch Under Changing Market Evidence

A consumer-electronics company is developing a smart home device under a largely predictive hardware plan with iterative software releases. The approved business case assumes that customers value advanced voice features. Three months before launch, new customer research shows that privacy controls and energy efficiency now rank above voice features. Hardware tooling is already committed. Software scope remains adjustable. Marketing still wants the original feature list because campaign materials are nearly complete. Finance reports that 68 per cent of the approved budget has already been spent. The sponsor asks the project manager whether the team should “finish what we started” because changing direction would make earlier spending look wasted.








	Evidence
	Current position





	Hardware tooling
	Committed; major change would be expensive and slow



	Software scope
	Adjustable through product prioritisation



	Customer research
	Privacy controls and energy efficiency now outrank advanced voice features



	Budget spent
	68% of approved budget



	Marketing
	Campaign reflects the original feature emphasis



	Business case
	Success depends on customer adoption and differentiated value





Problem 6. What should the project manager emphasise FIRST in responding to the sponsor?

A. The 68 per cent already spent should determine the remaining scope.

B. The remaining decisions should be assessed against current value evidence, constraints and the business case rather than protected because of sunk cost.

C. The marketing campaign has already been designed, so no project change is possible.

D. All hardware must be redesigned immediately.

Answer: B. Past expenditure is sunk cost and should not force future work that no longer supports value. The project manager should assess what can still be changed economically and what current evidence says about adoption.

Decision rule: Use current value and remaining consequences for forward decisions; do not let sunk cost control the future.

Problem 7. Which response best fits the hybrid nature of the project?

A. Reopen every hardware decision because software priorities changed.

B. Freeze all software because the hardware is predictive.

C. Keep controlled hardware commitments unless evidence justifies formal change, while reprioritising adjustable software features through the product mechanism.

D. Treat the entire project as an unplanned experiment.

Answer: C. The case gives different flexibility to hardware and software. Hybrid judgement means changing the adaptable component through its product mechanism while respecting controlled physical commitments unless a formal change is justified.

Decision rule: Apply change control at the level of the affected component instead of forcing one method across the whole project.

Problem 8. Marketing argues that customer research should be ignored because campaign materials are almost complete. What should the project manager do?

A. Accept marketing’s position because communication work is expensive.

B. Bring the new customer evidence into an integrated discussion of value, product priority, campaign implications and decision authority.

C. Tell marketing to redesign the campaign without consulting product leadership.

D. Remove customer research from the project records.

Answer: B. The project manager should surface material evidence and integrate its consequences. Marketing impact matters, but it does not invalidate customer evidence. The decision may require product and sponsor involvement depending on authority.

Decision rule: Material value evidence should be integrated across product, communication and governance decisions rather than suppressed by one workstream.

Problem 9. Select TWO. Which two measures would best test whether the revised product direction is producing the intended value?

A. Number of internal status reports produced.

B. Customer adoption or purchase conversion after launch.

C. Number of project meetings held.

D. Measured customer use or satisfaction with the prioritised privacy and energy features.

E. Percentage of old marketing copy retained.

Answer: B and D. The business case depends on adoption and differentiated customer value. Outcome and usage measures provide stronger evidence than administrative activity or preservation of old materials.

Decision rule: Measure the outcome and customer behaviour connected to the business case, not internal activity for its own sake.

Problem 10. A privacy requirement is later confirmed as legally mandatory. What changes in the decision logic?

A. Privacy remains only a preference to be balanced against schedule.

B. The legal requirement becomes a protected constraint that must be satisfied while the team reassesses scope, cost and launch options.

C. The product owner may waive the law to protect the iteration.

D. Marketing can decide whether compliance is worth the cost.

Answer: B. A confirmed legal obligation is different from a customer preference. It constrains ordinary optimisation. The project may still examine implementation options, but it cannot treat compliance as optional.

Decision rule: When a requirement becomes mandatory, protect compliance first and optimise inside that boundary.



Case 23-C: Infrastructure Recovery, Safety and Executive Pressure

A municipal transport project is installing an elevated pedestrian link under an approved predictive schedule. The project is six weeks from a public opening date. A quality inspection discovers a weld defect in one structural support. The engineering lead states that the defect could reduce the required safety margin, but additional testing will take two days. The contractor proposes covering the area and opening on time while testing continues. The mayor’s office has announced the opening publicly. Current performance shows CPI 0.96 and SPI 0.93. The approved contingency reserve can fund additional testing and local repair, but management reserve requires sponsor approval.








	Measure / fact
	Current evidence





	CPI
	0.96



	SPI
	0.93



	Opening
	Publicly announced in six weeks



	Defect
	Potential structural safety-margin reduction



	Testing
	Two days to confirm extent



	Contingency reserve
	Available for identified project risk response within delegated authority



	Management reserve
	Sponsor approval required





Problem 11. What should the project manager do FIRST after learning about the potential structural safety problem?

A. Protect the opening date and allow use while testing continues.

B. Contain unsafe exposure and ensure the affected work is not accepted for public use until safety is established.

C. Change the schedule baseline immediately.

D. Ask the public whether they accept the risk.

Answer: B. Potential serious safety exposure changes the ordinary sequence. The project manager should prevent unsafe use while the defect is evaluated. Public commitments do not waive safety obligations.

Decision rule: Contain credible safety exposure before normal schedule optimisation continues.

Problem 12. What does SPI 0.93 tell the project manager?

A. The project is spending 7 per cent more than budget.

B. The project has completed less budgeted work than planned at the status date, but the index alone does not explain the cause or final opening date.

C. The project will definitely open seven days late.

D. The safety defect caused all schedule variance.

Answer: B. SPI compares earned value with planned value. It signals unfavourable schedule performance at the status date but does not establish the exact cause or final-date forecast.

Decision rule: Use performance indices as evidence of condition, not as automatic diagnosis or calendar prediction.

Problem 13. The additional testing is an authorised response to an identified project risk and fits the contingency-reserve rules. What should the project manager do?

A. Use the contingency reserve according to the approved response and document the use.

B. Request management reserve first because all reserve belongs to the sponsor.

C. Hide the testing cost until closure.

D. Reduce quality inspection to offset the cost.

Answer: A. The case states that contingency reserve can fund the identified risk response inside delegated authority. Management reserve is not required merely because an unplanned cost has appeared.

Decision rule: Use the reserve matched to the uncertainty and authority described in the case.

Problem 14. The mayor’s office asks the project manager to state publicly that the opening date is unchanged before testing is complete. What is the strongest response?

A. Confirm the date to preserve confidence.

B. Communicate the verified status, explain that safety testing is underway and avoid presenting an unsupported date commitment.

C. Say nothing to any stakeholder until the defect is repaired.

D. Blame the contractor publicly.

Answer: B. The project manager should report truthfully and protect safety. A schedule commitment made before evidence is available can mislead stakeholders. Transparent uncertainty is stronger than false certainty or blame.

Decision rule: Communicate verified facts and material uncertainty; do not trade accuracy for cosmetic confidence.

Problem 15. After testing, the defect is confirmed, the repair is technically straightforward and the critical-path analysis shows a three-day impact. What should happen NEXT?

A. Implement the authorised repair/recovery path, update the forecast and communicate the effect through the agreed governance process.

B. Repeat the original quality inspection without acting.

C. Cancel the entire project automatically.

D. Open first and repair after public use begins.

Answer: A. Once the defect and impact are known, the project should move from investigation to authorised correction and updated forecasting. Repeating completed analysis or exposing the public is weaker.

Decision rule: After cause and impact are confirmed, move to authorised correction, updated evidence and communication.



Case 23-D: Agile Customer Portal, Flow Deterioration and Stakeholder Bypass

A financial-services company is rebuilding its customer portal using a continuous-flow delivery model. For three months, executives have sent “urgent” requests directly to developers, bypassing the product owner. Work in progress has increased, cycle time has nearly doubled and escaped defects have risen. Developers report that they often stop one item to begin another. The product owner says the backlog no longer reflects actual work because many requests enter through private messages. A compliance officer then identifies a new mandatory disclosure that must be visible before the next public release.










	Flow measure
	Month 1
	Month 2
	Month 3





	Average WIP
	8
	13
	19



	Average cycle time (days)
	6
	8
	11



	Escaped defects
	3
	5
	9



	Unplanned executive requests
	4
	9
	14





Problem 16. What is the strongest FIRST response to the deteriorating flow pattern?

A. Set a higher developer velocity target.

B. Examine the intake pattern, WIP growth, interruptions and quality effects with the team and product owner.

C. Replace the slowest developer.

D. Hide private requests from the metrics.

Answer: B. The data show a system pattern: rising WIP, interruptions, cycle time and defects. The first action should diagnose the workflow cause with the people who manage it, not blame an individual or manipulate a metric.

Decision rule: When flow deteriorates across several measures, investigate the system before prescribing pressure.

Problem 17. What governance problem is most visible in the case?

A. The product owner has too much authority.

B. Stakeholders are bypassing the agreed product intake and prioritisation path.

C. The team uses too few project baselines.

D. The compliance officer is participating in the project.

Answer: B. The repeated direct requests undermine transparent ordering and create hidden WIP. The issue is not stakeholder engagement itself but the loss of agreed decision rights and intake discipline.

Decision rule: Engage stakeholders through a transparent priority mechanism rather than allowing influence to create hidden work.

Problem 18. How should the new mandatory disclosure be handled?

A. Wait until all current flow problems are solved because policies should never interrupt work.

B. Treat it as an ordinary preference and let it compete only on customer value.

C. Protect compliance and work with product and delivery roles to determine the safest adjustment to the upcoming release.

D. Ask developers to decide whether the disclosure is legally necessary.

Answer: C. A confirmed mandatory disclosure is a compliance boundary. The team still needs to integrate it responsibly into the delivery system, but it cannot be treated as a discretionary feature.

Decision rule: Mandatory requirements can change normal priority and flow decisions; satisfy them through the appropriate delivery mechanism.

Problem 19. Select TWO. Which two actions most directly address the continuing executive-request problem?

A. Reinforce the agreed request and prioritisation route with executives and the product owner.

B. Increase WIP so every executive can see progress on a personal request.

C. Make current work and priority decisions transparent through the shared product/flow system.

D. Allow private messages to remain the fastest path for influential stakeholders.

E. Remove all stakeholder contact with developers.

Answer: A and C. The project needs transparent engagement and decision rights, not isolation. Reinforcing the intake route and making priority visible address the source of hidden work while keeping stakeholders engaged.

Decision rule: Use transparency and clear decision rights to manage stakeholder demand without cutting off useful engagement.

Problem 20. After WIP limits are introduced and intake is restored, cycle time improves but escaped defects remain high. What should the project manager support NEXT?

A. Declare the problem solved because one metric improved.

B. Investigate the remaining quality pattern and strengthen prevention or built-in quality practices.

C. Remove defect reporting to protect morale.

D. Increase WIP again.

Answer: B. Improved flow does not prove quality recovery. The remaining defect signal deserves separate diagnosis and corrective action.

Decision rule: Verify each intended result after an intervention; one improved metric does not prove the whole system is healthy.



Case 23-E: Enterprise AI Assistant with Privacy, Bias and Governance Concerns

A multinational insurer is piloting an AI assistant to help claims teams summarise documents and suggest next actions. The project goal is to reduce claim-handling time without reducing decision quality or fairness. The pilot uses an approved internal platform, but a project analyst discovers that one team has been copying customer documents into a public generative-AI service because it produces faster summaries. Separately, quality sampling shows that the internal assistant recommends additional review more often for claims submitted in one language group. The data science team has not established whether the difference reflects claim characteristics, translation quality or model bias. The sponsor wants to expand the pilot to all regions next month because average handling time has fallen 18 per cent.








	Pilot measure
	Current evidence





	Average handling time
	18% lower



	Decision-quality sampling
	Overall stable



	Fairness signal
	Higher additional-review rate for one language group; cause unconfirmed



	Data handling
	One team used unapproved public AI with customer documents



	Expansion
	Sponsor proposes all-region rollout next month





Problem 21. What should the project manager do FIRST about the unapproved public-AI use?

A. Allow it until the pilot ends because productivity improved.

B. Stop the unapproved data transfer, follow security/privacy incident requirements and preserve evidence for appropriate review.

C. Ask the team to delete the messages and say nothing.

D. Expand the practice because the public tool is faster.

Answer: B. The case describes customer documents being transferred to an unapproved external service. Data protection and organisational controls require immediate containment and the appropriate reporting path.

Decision rule: Contain unauthorised data exposure first; productivity does not override privacy and security obligations.

Problem 22. How should the project treat the higher additional-review rate for one language group?

A. Conclude immediately that the model is discriminatory and cancel all AI use.

B. Ignore it because overall decision quality is stable.

C. Investigate the data, translation, model behaviour and outcome pattern before scaling a system that may create unfair effects.

D. Remove the language group from the pilot.

Answer: C. The signal is material but the cause is unconfirmed. Responsible use requires investigation rather than automatic dismissal or premature certainty. Expansion before understanding the pattern could scale harm.

Decision rule: Treat a fairness signal as evidence requiring investigation before material expansion.

Problem 23. The sponsor points to the 18 per cent handling-time reduction as proof that the pilot is successful. What is the strongest response?

A. Agree because speed is the only stated project objective.

B. Explain that speed should be evaluated together with decision quality, fairness, privacy, adoption and business outcomes before concluding that value is being delivered responsibly.

C. Discard the productivity data because AI metrics are unreliable.

D. Replace human review with AI to increase the percentage further.

Answer: B. The project objective explicitly includes speed without loss of quality or fairness. A single favourable efficiency metric cannot establish responsible value when privacy and fairness concerns remain.

Decision rule: Evaluate AI-enabled value across outcome, quality, risk and responsible-use measures, not one productivity metric.

Problem 24. Select TWO. Which two controls are most appropriate before an all-region rollout?

A. Resolve or bound the fairness concern with evidence and acceptance criteria.

B. Remove human accountability because the model has performed well overall.

C. Confirm approved data-handling, access, privacy and monitoring controls for the scaled environment.

D. Stop recording model performance so regional differences do not create confusion.

E. Let each region choose any public AI service it prefers.

Answer: A and C. Scaling should occur only after material fairness and data-governance concerns are addressed to an acceptable level. Removing oversight or fragmenting tool use would increase exposure.

Decision rule: Scale AI only after responsible-use controls are fit for the expanded scope and material risks are understood.

Problem 25. If the organisation approves a controlled rollout after corrective action, what should the project manager ensure continues after deployment?

A. Ongoing monitoring for performance, quality, bias, privacy and changes in the operating context, with accountable human review.

B. No further review because approval proves permanent fitness.

C. Only speed measurement.

D. Automatic model changes without governance.

Answer: A. AI performance can change with data, use patterns, model updates and operating conditions. Responsible adoption includes monitoring and human accountability after initial approval.

Decision rule: Approval is not the end of AI governance; monitor important outcomes and risks through continued use.



Case 23-F: Organisational Change, Adoption and Benefits Realisation

A university has implemented a new research-administration platform. Technical delivery is complete, data migration passed validation and the system went live on schedule. The business case expects a 25 per cent reduction in grant-processing time and fewer compliance errors. Six weeks after launch, only 48 per cent of academic departments regularly use the new workflow. Several senior researchers continue emailing requests to administrators, who then re-enter them manually. Administrators report duplicate effort and confusion over new approval roles. Training attendance was high, but post-launch surveys show that many users do not understand why the process changed. The sponsor asks whether the project should close because the contracted system has been delivered and accepted.








	Indicator
	Current evidence





	Technical acceptance
	Complete



	Department adoption
	48% regular use



	Processing-time benefit
	Too early for reliable full benefit; early samples show little improvement



	Compliance errors
	Slight reduction



	Training attendance
	High



	Role clarity
	Repeated confusion



	Workaround
	Email requests manually re-entered by administrators





Problem 26. What is the strongest concern with closing solely because the system was accepted?

A. Acceptance is irrelevant on projects.

B. The output is complete, but transition, adoption and benefit conditions show that the intended outcome is not yet secure.

C. Projects must remain open until every benefit is realised forever.

D. Training attendance proves closure should be delayed.

Answer: B. Formal acceptance matters, but the case shows weak adoption, workarounds and unclear roles. Closure should consider agreed transition and outcome responsibilities rather than equating delivery with realised value.

Decision rule: Separate output completion from adoption, outcome and benefits; close only when agreed transition obligations are satisfied.

Problem 27. What should the project manager investigate FIRST to improve adoption?

A. Which users should be punished for using email.

B. The causes of low adoption, including role confusion, workflow friction, stakeholder understanding and the persistence of the old channel.

C. Whether the software vendor can add more features.

D. How to increase the number of training slides.

Answer: B. The evidence points to several possible adoption barriers. High training attendance shows that attendance alone did not create understanding. The project should diagnose behaviour, process and role causes before prescribing more communication or training.

Decision rule: Diagnose the adoption barrier before choosing an organisational-change intervention.

Problem 28. A department head says, “We attended training, so the change-management work is complete.” What is the strongest response?

A. Agree because attendance is the main adoption metric.

B. Explain that training supports capability, while adoption also depends on understanding, role clarity, leadership reinforcement, process design and actual use.

C. Stop measuring adoption.

D. Require the vendor to own all organisational change.

Answer: B. Training is one intervention, not proof of changed behaviour. The case shows users still bypassing the system and misunderstanding roles.

Decision rule: Measure whether people use the new way of working and achieve the intended result, not merely whether they attended an activity.

Problem 29. Select TWO. Which two measures would provide the strongest early evidence that adoption is improving?

A. Percentage of departments completing real work through the new workflow.

B. Number of launch posters still displayed.

C. Reduction in manual email workarounds and duplicate re-entry.

D. Number of pages in the training manual.

E. Total project meetings since initiation.

Answer: A and C. Actual system use and reduction in the old workaround directly reflect behaviour change. Posters, documents and meeting counts are activity measures rather than adoption outcomes.

Decision rule: Use behaviour and workflow evidence to measure adoption rather than communication activity alone.

Problem 30. Once operational ownership, support, remaining adoption actions and benefit measurement are clearly transferred to accountable roles, what should the project manager do?

A. Keep the project open indefinitely until all long-term benefits are realised.

B. Complete formal closure while ensuring benefit ownership and follow-up remain visible after the project ends.

C. Delete all project records because operations now owns the system.

D. Transfer the original business case to the vendor.

Answer: B. Benefits can continue after project closure. The project should close when its agreed work and transition are complete, while benefit owners continue measurement and action as appropriate.

Decision rule: Close the temporary project when transition is responsibly complete; do not abandon post-project benefit ownership.



Case 23-G: External Regulation, Supply Chain and Sustainability Trade-offs

A food-packaging project is preparing a new recyclable container for regional launch. The project has passed design validation and a supplier has begun producing tooling. A draft government regulation may prohibit one coating currently used in the container, but the final text is expected in six weeks. Separately, the preferred alternative coating costs 9 per cent more but has a lower environmental impact and is already approved for food contact. The current supplier can provide the alternative, although switching now would delay tooling by ten days. The launch window is commercially important but can move by up to two weeks without losing the retailer agreement. The sustainability target in the business case requires a measurable reduction in life-cycle impact compared with the current package.








	Factor
	Current evidence





	Draft regulation
	May prohibit current coating; not final



	Alternative coating
	Food-contact approved, 9% higher material cost, lower environmental impact



	Tooling impact
	10-day delay if switched now



	Retailer window
	Up to 14-day movement allowed



	Business-case sustainability target
	Life-cycle impact reduction required



	Supplier
	Can provide either coating





Problem 31. What should the project manager do FIRST about the draft regulation?

A. Assume prohibition is certain and stop all work immediately.

B. Ignore it until enforcement begins.

C. Verify the likely requirement with appropriate regulatory expertise and assess scenarios and timing against the project options.

D. Ask the retailer to waive future law.

Answer: C. The regulation is material but not final. The project should verify its status and assess credible scenarios rather than treating uncertainty as either certainty or irrelevance.

Decision rule: Verify an external obligation and its timing before redesigning the project or ignoring a material signal.

Problem 32. Which statement best reflects responsible sustainability analysis in this case?

A. Choose the cheapest coating because acquisition cost is the only objective measure.

B. Choose the alternative automatically because any lower environmental impact overrides all other considerations.

C. Compare life-cycle impact, compliance exposure, cost, schedule, retailer commitment and business value using the project’s sustainability target and governance.

D. Remove the sustainability target because it complicates launch.

Answer: C. Sustainability is integrated with cost, timing, compliance and value. The business case provides a measurable target, so the project should compare options rather than optimise one isolated measure.

Decision rule: Evaluate sustainability as part of the integrated project decision, supported by evidence and defined objectives.

Problem 33. If the final regulation confirms that the current coating will be prohibited before the planned launch, what is the strongest response?

A. Continue with the current coating because tooling has started.

B. Protect compliance and process the necessary design/tooling change through the proper authority, using the available schedule tolerance where appropriate.

C. Launch first and change the coating later.

D. Ask the supplier to conceal the material specification.

Answer: B. A confirmed prohibition creates a mandatory boundary. The case also shows that the alternative and schedule tolerance may allow a controlled response without losing the retailer agreement.

Decision rule: When external uncertainty becomes a mandatory requirement, act through the appropriate change and governance path.

Problem 34. The sponsor says the 9 per cent material increase makes the alternative unacceptable. Which information should the project manager add to the decision?

A. Only the sunk tooling cost.

B. Life-cycle impact, regulatory exposure, delay consequences, retailer tolerance, remaining value and total cost consequences rather than material price alone.

C. The number of project team members.

D. The supplier’s preferred marketing slogan.

Answer: B. Acquisition price is only one part of the decision. The case includes compliance, sustainability, timing and value information that can materially alter the economic comparison.

Decision rule: Do not let one cost figure substitute for an integrated life-cycle and value assessment.

Problem 35. Select TWO. Which two facts most strongly support considering the alternative coating now even before the regulation is final?

A. It is already approved for food contact.

B. The project manager personally prefers it.

C. Its ten-day delay fits inside the retailer’s fourteen-day tolerance.

D. The supplier has produced tooling before.

E. The project has meetings every week.

Answer: A and C. The alternative is technically/compliance-ready for food contact and can be introduced without exceeding the stated retailer window. These facts make it a realistic option for scenario analysis; they do not by themselves force the decision.

Decision rule: Identify feasible options from verified constraints before comparing their value and risk.



Case 23-H: Programme Recovery, Governance and Competing Executive Priorities

A regional bank is consolidating three legacy payment platforms. The programme has one regulatory deadline that cannot move, while several customer-experience features can be delivered later. A monthly steering dashboard shows that the regulatory workstream is on the critical path and has a 20-day forecast overrun. The customer-experience workstream is ahead of plan. A functional director proposes moving two specialists from regulatory testing to customer-experience work so the bank can advertise more features at launch. The programme manager’s authority allows internal resource reallocation only when it does not increase regulatory exposure. The risk register already contains a “regulatory test capacity” threat with an approved mitigation to add certified contractor capacity if the trigger is reached. The trigger has now occurred. Procurement confirms that the approved contractor can start in five days.








	Programme evidence
	Current position





	Regulatory deadline
	Fixed



	Regulatory forecast
	20 days late



	Customer-experience stream
	Ahead of plan; features can be deferred



	Proposed specialist move
	Would reduce regulatory test capacity



	Risk trigger
	Regulatory test-capacity trigger has occurred



	Approved mitigation
	Add certified contractor capacity



	Contractor start
	Available in five days





Problem 36. What should the programme/project manager do NEXT after the approved risk trigger occurs?

A. Re-identify the risk from the beginning.

B. Execute the approved mitigation through the assigned procurement/resource path and monitor its effect.

C. Move the specialists away from regulatory testing.

D. Wait until the deadline is missed.

Answer: B. The risk is identified, owned and has an approved response. The trigger has occurred and the contractor is available. Repeating analysis delays action.

Decision rule: When an approved risk trigger occurs, implement the response unless changed evidence requires re-analysis or higher authority.

Problem 37. How should the functional director’s proposal to move specialists be handled?

A. Accept it because customer-visible features are always the highest value.

B. Reject it forever without discussion.

C. Assess it against the fixed regulatory commitment, current forecast and delegated authority; do not reallocate if it increases regulatory exposure beyond the allowed boundary.

D. Ask the customer-experience team to decide alone.

Answer: C. The manager has conditional authority: reallocation is allowed only when regulatory exposure is not increased. The case already shows regulatory delay and a capacity threat, making the proposed move inconsistent with that boundary unless evidence changes.

Decision rule: Use decision rights together with constraints; delegated authority can have explicit limits.

Problem 38. The customer-experience workstream is ahead of plan. What should executives conclude?

A. The entire programme is ahead of plan.

B. The favourable local result does not offset the fixed regulatory critical-path threat; integrated status should focus on the controlling commitment.

C. The regulatory workstream can be ignored because another stream is green.

D. All remaining customer features should be accelerated.

Answer: B. Programme status is not an average of colours. A fixed regulatory deadline on the critical path can control the overall outcome even when another stream is ahead.

Decision rule: Optimise the integrated result and controlling commitments, not the most favourable local metric.

Problem 39. Select TWO. Which two actions best protect value and the fixed deadline?

A. Use the approved contractor mitigation for regulatory testing.

B. Move scarce specialists from regulatory testing to optional features.

C. Reprioritise deferrable customer-experience features if doing so releases useful capacity or reduces integration burden.

D. Hide the 20-day forecast from the steering committee.

E. Change the regulatory deadline in the internal dashboard without regulator approval.

Answer: A and C. The approved mitigation directly addresses the capacity trigger. Deferrable features provide flexibility that can protect the fixed commitment if reprioritisation helps. Moving scarce regulatory specialists or hiding evidence damages the objective.

Decision rule: Use planned responses and flexible scope to protect fixed commitments before sacrificing mandatory outcomes.

Problem 40. After mitigation begins, what evidence should determine whether further escalation is required?

A. Whether the contractor attends the first meeting.

B. Updated regulatory critical-path forecast, capacity evidence, risk exposure and whether the deadline threat remains beyond delegated thresholds.

C. Only the customer-experience feature count.

D. Whether executives feel more confident.

Answer: B. Escalation should be based on current exposure, forecast, thresholds and authority. Starting an action is not the same as proving recovery.

Decision rule: Verify the effect of the response and escalate when residual exposure exceeds authority or defined thresholds.



Case 23-I: Closure, Customer Acceptance and Unfinished Operational Readiness

A logistics company has implemented a new warehouse-management system. The customer has signed formal product acceptance, all contracted configuration is complete and the implementation vendor is preparing its final invoice. Operations staff can run normal receiving and dispatch, but the disaster-recovery procedure has not been tested and two local support administrators have not completed access training. The transition plan requires one successful recovery test and trained local support before operational handover is complete. The sponsor wants the project closed before quarter-end so the implementation cost can be reported as finished. A benefits owner has already been assigned to track inventory accuracy and picking productivity for six months after closure.








	Closure evidence
	Status





	Product acceptance
	Signed



	Contracted configuration
	Complete



	Normal operations
	Usable



	Disaster recovery test
	Not completed



	Local support training
	2 administrators incomplete



	Transition criteria
	Require recovery test + trained local support



	Benefits owner
	Assigned for post-project measurement





Problem 41. Is formal customer acceptance enough to close this project under the case facts?

A. Yes, because acceptance automatically overrides the transition plan.

B. No; the agreed transition criteria still require recovery testing and local support readiness before handover is complete.

C. No project can ever close after acceptance.

D. Yes, because benefits have an owner.

Answer: B. The case distinguishes product acceptance from transition readiness. The project has explicit handover criteria that remain incomplete.

Decision rule: Acceptance and closure are related but distinct; satisfy agreed transition criteria before declaring handover complete.

Problem 42. What should the project manager do about the sponsor’s quarter-end request?

A. Close immediately and leave the missing transition work undocumented.

B. Explain the outstanding transition obligations, complete or formally resolve them through the proper authority, and report the true closure status.

C. Change the transition plan without approval.

D. Ask the vendor to sign for the operations team.

Answer: B. The sponsor’s reporting preference does not erase agreed readiness criteria. The project manager should present the evidence and complete or formally resolve outstanding obligations.

Decision rule: Report closure truthfully and distinguish schedule pressure from completion criteria.

Problem 43. The benefits owner will measure inventory accuracy for six months after closure. What does this imply?

A. The project must stay open for six months.

B. Benefit measurement can continue after project closure when ownership and measures are transferred appropriately.

C. Benefits are irrelevant once the product is accepted.

D. Only the vendor may measure benefits.

Answer: B. Projects are temporary, while some benefits mature later. Assigned post-project ownership allows closure without abandoning value measurement.

Decision rule: Transfer long-term benefit ownership rather than keeping a completed project open solely for later measurement.

Problem 44. Select TWO. Which two items should be completed or formally resolved before operational handover?

A. Successful disaster-recovery testing required by the transition plan.

B. A new optional analytics feature requested after acceptance.

C. Required access training for the two local support administrators.

D. A redesign of the accepted user interface.

E. An additional marketing campaign.

Answer: A and C. Both items are explicit transition criteria. The other items are new or optional work and are not described as conditions of handover.

Decision rule: Use agreed closure and transition criteria, not unrelated desirable work, to decide readiness.

Problem 45. After the transition criteria are satisfied, procurement is closed and final knowledge records are transferred, what should the project manager do NEXT?

A. Keep the project open until the system is replaced years later.

B. Complete formal project closure, release remaining project resources and ensure post-project benefit ownership is clear.

C. Delete lessons learned to protect confidentiality.

D. Return the accepted product to development.

Answer: B. The temporary project has completed its delivery and transition obligations. Formal closure, resource release, records and benefit handover are the appropriate next steps.

Decision rule: Once agreed work and transition are complete, close formally and leave continuing operational/benefit responsibilities with the proper owners.




23.12 Premium Case/Scenario Fast Review

1. The July 2026 case format tests integrated judgement across a shared project situation and may include visual evidence.

2. Build the case frame before trying to solve every problem: purpose, approach, chronology, authority, constraints and evidence.

3. Read exhibits as evidence. Distinguish what they show from what they do not prove.

4. FIRST and NEXT depend on what the case says has already happened.

5. Mandatory safety, legal, security, ethical and regulatory constraints can alter the ordinary decision sequence.

6. Hybrid cases frequently test which component is affected and which management mechanism governs it.

7. Stakeholder influence does not replace formal decision rights, product ownership or compliance obligations.

8. A favourable local metric does not prove overall project health or business value.

9. AI, dashboards, registers and other tools support decisions; accountable humans still verify evidence and act through governance.

10. In multi-question cases, return to the shared facts, but answer the immediate decision being asked rather than solving the entire case again.



23.13 Final Case/Practicum Decision Sequence

1. Establish the project purpose, delivery approach and current stage.

2. Identify the exact decision asked in the individual question.

3. Separate completed actions from actions still required.

4. Read the relevant exhibit and state the evidence neutrally.

5. Check mandatory constraints and decision authority.

6. Diagnose the cause when the evidence shows only a symptom or condition.

7. Compare proportionate options using integrated effects on value, people, scope, schedule, cost, quality, risk, compliance and operations as relevant.

8. Choose the action that fits the current stage and authority rather than the most dramatic action.

9. Communicate and document enough to support the authorised decision.

10. Verify the result and update the project evidence so the next decision uses current information.

Source basis: Project Management Institute, Project Management Professional (PMP) Examination Content Outline - July 2026, pp. 16-18; Project Management Institute, “What’s New in the Updated PMP Exam?” (2026). All practice questions in this chapter are original preparation items and are not official PMI examination questions.

Chapter 24





Final High-Yield Review, Exam Strategy and Readiness


24.1 The Purpose of the Final Chapter

This chapter is the bridge between learning and full-length simulation. At this point, the candidate should stop trying to collect isolated facts and begin integrating judgement. The July 2026 PMP examination asks candidates to apply project-management knowledge to realistic situations, including scenario-based questions, case questions, graphic-based items and practical interaction with tools, data and project artefacts. The final preparation task is therefore to recognise the type of problem quickly, identify what matters, choose the correct management mechanism and act at the right stage.

The chapter deliberately compresses the whole manuscript into high-yield decision patterns and then tests those patterns through mixed questions. The objective is not to replace the three mock examinations that follow. Instead, it prepares the candidate to use them properly. A mock examination should reveal gaps in judgement, timing and interpretation; it should not be the first time the candidate has practised switching rapidly between people, process and business-environment decisions.



24.2 The July 2026 PMP Exam in One View









	Exam element
	Current structure
	Preparation implication





	Questions
	180 total; 170 scored and 10 unscored pretest items
	Treat every item seriously because pretest questions are mixed into the exam.



	Time
	240 minutes
	Use time as a budget; do not allow one difficult item to consume several easier items.



	Domains
	People 33%; Process 41%; Business Environment 26%
	Business judgement now occupies a much larger share than in the previous exam.



	Delivery approaches
	About 40% predictive; remaining 60% divided between adaptive/agile and hybrid
	Recognise the approach from the situation rather than assuming one method dominates.



	New/expanded context
	AI, sustainability, stakeholder engagement, outcomes, value and business impact
	Expect these topics inside ordinary project decisions rather than as isolated definition questions.



	Question experience
	Multiple choice/response, case or scenario, graphic-based items, matching, drag-and-drop and other practical forms
	Practise interpretation and decision sequence, not only recall.



	Breaks
	Two 10-minute breaks; first after the case-study section, second around the middle of independent questions
	Use the first section as a distinct concentration block and reset deliberately at each break.







24.3 The Master PMP Decision Sequence

When a question feels complicated, return to the following sequence. It is broad enough to work across predictive, agile and hybrid settings but specific enough to eliminate many distractors.

1. Define the present problem. Separate the immediate decision from background detail.

2. Notice what has already happened. Do not repeat analysis, communication, approval or planning that the scenario says is complete.

3. Identify the delivery approach and the component affected.

4. Classify the situation correctly: request, risk, issue, defect, impediment, variance, forecast, conflict, decision need, compliance concern or value problem.

5. Check mandatory boundaries first: safety, law, security, ethics, regulation and binding contractual obligations can restrict ordinary trade-offs.

6. Check authority. Decide whether the project manager can act, should facilitate, or must prepare evidence for an authorised role.

7. Diagnose before prescribing when the cause is unknown; act on an approved response when diagnosis and approval are already complete.

8. Choose the least excessive effective action that protects people, value and integrated project outcomes.

9. Communicate and update artefacts at the level required to support the decision; do not confuse documentation with resolution.

10. Verify the result and update the project evidence so the next decision uses current information.



24.4 FIRST, NEXT, BEST and Select TWO









	Question wording
	What it normally tests
	Common mistake





	FIRST
	The earliest responsible action that remains undone
	Jumping directly to implementation, escalation or change approval before understanding the problem.



	NEXT
	The action after steps already completed in the scenario
	Repeating analysis or approval that the question explicitly says is finished.



	BEST / MOST appropriate
	The response that fits the facts, authority, approach and proportionality
	Choosing a generally good practice that belongs at a different stage.



	Select TWO
	Two independently defensible responses from the same facts
	Selecting one strong answer and one merely plausible habit.



	Graphic-based
	Interpret the visual evidence, then answer the management question
	Treating a trend, forecast or status colour as a root-cause diagnosis.



	Case/scenario
	Maintain shared context across several questions
	Trying to solve the whole case again for every question or forgetting earlier case facts.







24.5 Final Approach-Recognition Map










	Signal
	Predictive interpretation
	Adaptive/agile interpretation
	Hybrid interpretation





	Planning
	Detailed plan and approved baselines are useful where commitments are stable
	Repeated planning and refinement respond to learning
	Different planning horizons coexist across components



	Change
	Assess impact and obtain required approval before altering controlled commitments
	Clarify value and reprioritise through product mechanisms
	One request may touch both adaptable content and controlled commitments



	Schedule
	Dependencies, milestones, critical path and forecast against plan
	Cadence, flow, cycle time, throughput and release forecasting
	Integrate iterative evidence with fixed milestones and interfaces



	Quality
	Defined criteria, planned assurance/control and formal acceptance where needed
	Build quality into increments and use fast feedback
	Use component-level methods plus end-to-end acceptance



	Leadership
	Coordinate integrated commitments and decision rights
	Enable responsible self-management and remove obstacles
	Shift style according to the workstream and governance need



	Main exam trap
	Treating the baseline as permanently fixed
	Treating agility as absence of control
	Applying one workstream’s method mechanically to every part of the project







24.6 Decision Rights: Who Should Actually Decide?









	Role
	Typical responsibility in exam scenarios
	What the project manager should avoid





	Project manager
	Integrates work, leads delivery, analyses impact, manages authorised responses, facilitates decisions
	Taking authority reserved elsewhere merely to keep work moving.



	Sponsor
	Supports the business purpose, provides senior backing and may own funding or decisions above project authority
	Being treated as the automatic destination for every routine problem.



	Product owner or equivalent
	Orders product work and balances value in adaptive product contexts
	Allowing senior stakeholders to bypass product prioritisation.



	Team
	Solves work problems inside its capability and agreed boundaries
	Micromanaging decisions the team can responsibly make.



	Functional manager
	May control specialist assignments, capability or departmental resources
	Assuming the project manager owns resources that remain functionally controlled.



	Governance body / change authority
	Approves decisions reserved by governance, major changes, exceptions or gates
	Escalating before the project manager has prepared useful evidence.



	Regulator / external authority
	Defines or enforces mandatory requirements
	Treating compliance as a preference that a sponsor or customer can waive.







24.7 Distinctions That Eliminate Distractors









	Do not confuse
	Correct distinction
	Likely response





	Risk vs issue
	Risk is uncertain future exposure; issue has occurred
	Plan/monitor a risk; contain and resolve an active issue.



	Request vs approved change
	A request proposes alteration; approval authorises it
	Clarify and assess before implementing controlled change.



	Variance vs cause
	Variance shows deviation; it does not explain why
	Analyse cause and forecast effect before prescribing recovery.



	Forecast vs fact
	Forecast is an evidence-based estimate of a future condition
	Check assumptions and update as evidence changes.



	Output vs outcome
	Output is delivered; outcome occurs through use
	Investigate adoption and benefit when delivery alone does not create value.



	Metric vs target
	Metric reports a condition; target is a desired level
	Do not manipulate behaviour merely to make a metric look favourable.



	Acceptance vs closure
	Acceptance confirms agreed deliverable conditions; closure also resolves transition and administrative obligations
	Complete or formally resolve handover, procurement, records and ownership.



	Escalation vs leadership
	Escalation transfers a decision need that exceeds authority or threshold
	Resolve locally when capability and authority exist; escalate when they do not.







24.8 People Domain: Last-Pass Review

People questions often look interpersonal, but strong answers remain evidence-based. Diagnose whether the problem is capability, capacity, role clarity, motivation, conflict, conduct, trust, communication design or organisational constraint. Facilitate direct resolution when competent people can resolve the matter inside their authority. Coach when the person can think through the problem; train when a skill gap exists; mentor when experience can guide development; direct when immediate clarity or control is required. Address destructive behaviour directly rather than tolerating it because the person is technically strong.

Stakeholder questions require more than frequent communication. Understand the stakeholder’s interest, influence, impact, expectations and decision needs. Tailor communication to the decision being supported. Manage expectations by clarifying what is committed, what remains uncertain and what requires approval. When stakeholders disagree, seek the underlying interests and decision criteria before forcing a compromise. High influence does not give a stakeholder authority assigned to another role.



24.9 Process Domain: Last-Pass Review

Process questions test integration. Scope, schedule, cost, quality, resources, procurement, finance, risk and reporting interact. Avoid fixing one local problem by creating a larger downstream problem. Requirements need enough clarity to support acceptance and delivery. Schedule recovery should begin with the controlling cause and critical-path or flow effect. Cost decisions should distinguish actual cost, earned value, reserves, forecast and remaining work. Quality should prevent and detect defects through a system rather than depend on final inspection alone. Procurement decisions should respect both collaboration and contractual reality.

Status reporting should use evidence that supports decisions. Reconcile inconsistent data before escalating conclusions. In predictive settings, compare actual performance and forecast with approved baselines. In adaptive settings, use flow and delivery evidence such as cycle time, throughput, WIP and release progress without turning team metrics into individual performance weapons. In hybrid work, translate different local measures into an integrated view of commitments, risks and value.



24.10 Business Environment: Last-Pass Review

The 2026 examination gives the Business Environment domain substantially more weight. Governance clarifies authority, oversight, evidence and escalation. Compliance protects mandatory obligations. Organisational change asks whether people, processes and operating systems can adopt the project result. External business changes can alter regulation, markets, technology, supply chains, political conditions or the original business case. In each situation, the project manager should connect delivery decisions with organisational value rather than protecting a plan after its assumptions have failed.

Benefits can mature after project closure, so the project manager should establish measures, ownership and transition rather than keeping a completed project open indefinitely. A sunk cost is not a reason to continue low-value work. Opportunity cost matters when resources committed to one choice cannot support a better alternative. Governance should receive current evidence when value, compliance or strategic alignment changes materially.



24.11 AI, Sustainability and Value: The 2026 Integration Lens









	Topic
	Strong exam interpretation
	Weak exam interpretation





	AI
	Use as decision support; verify data, assumptions, accuracy, privacy, security, bias, policy and human accountability
	Treat AI output as automatic truth or reject all AI merely because risk exists.



	Sustainability
	Integrate environmental, social and economic effects with compliance, cost, risk, resilience and value
	Treat sustainability as a decorative add-on or optimise one green metric regardless of consequences.



	Value
	Prioritise outcomes and remaining value using current evidence
	Equate feature count, scope completion or sunk cost with success.



	External change
	Verify the signal, assess impact and route material decisions through correct governance
	Ignore change until damage occurs or redesign the project on an unverified rumour.



	Organisational change
	Measure adoption, behaviour, readiness and operational capability
	Treat training attendance or communication volume as proof that change has been adopted.







24.12 Quantitative and Visual Evidence: What You Must Recognise Quickly









	Measure / visual
	Interpretation
	Fast rule





	CV = EV - AC
	Negative means cost performance is unfavourable
	Compare earned value with actual cost.



	SV = EV - PV
	Negative means less budgeted work has been earned than planned
	Compare earned value with planned value.



	CPI = EV / AC
	Below 1.00 means unfavourable cost efficiency
	Do not reverse numerator and denominator.



	SPI = EV / PV
	Below 1.00 means progress is behind plan in earned-value terms
	SPI is not a calendar-date forecast by itself.



	EAC
	Expected total cost at completion
	Choose the formula that matches the forecast assumption.



	VAC = BAC - EAC
	Negative forecasts completion over budget
	Interpret the sign before selecting a response.



	Cycle time
	Time from work start to completion
	Rising cycle time may signal flow, blocker, WIP or quality problems.



	Throughput
	Items completed per period
	Use trend and context; more items do not automatically mean more value.



	Burnup
	Completed work against total scope
	A moving scope line can reveal scope growth that burndown may obscure.



	Cumulative flow
	Work distribution across workflow states
	A widening band can show a growing queue or bottleneck.







24.13 The Twelve Most Dangerous Exam Traps

1. Escalating too early when the team or project manager can resolve the problem responsibly.

2. Collaborating too long when safety, law, security or serious compliance requires immediate protective action.

3. Implementing a requested predictive change before impact assessment and approval.

4. Treating agile as permission to interrupt every iteration or bypass the product owner.

5. Treating predictive planning as permission to follow an obsolete plan after material evidence changes.

6. Choosing a response before diagnosing the cause when only a symptom or variance is known.

7. Repeating analysis, planning or approval that the scenario says has already happened.

8. Updating a register, report or dashboard instead of solving the underlying problem.

9. Optimising schedule, cost, velocity or feature count while damaging quality, compliance or value.

10. Allowing stakeholder influence to override formal decision rights.

11. Trusting AI, dashboard or forecast output without checking material data and assumptions.

12. Protecting sunk cost, reputation or a status colour instead of reporting current evidence truthfully.



24.14 Time Management and Break Strategy

The 240-minute exam requires disciplined pacing but not rigid arithmetic on every question. Use an average of about 80 seconds per question only as a reference. Some questions take twenty seconds because the decision pattern is obvious; a case exhibit or calculation may take longer. The danger is not spending two minutes on an important question. The danger is spending five or six minutes trying to force certainty from a question that should be marked for review and revisited if the section allows.

The first break occurs after the case-study section. Once that section is submitted and the break begins, the candidate cannot return to it. Use the final moments of the case section to review marked items whose answers depend on shared exhibits or chronology. The second break occurs around the middle of the independent-question portion. At each break, reset attention rather than mentally carrying a previous difficult item into the next section.



24.15 How to Use the Mock Examinations That Follow

Take each mock under conditions that resemble the real exam as closely as practical. Record more than the final percentage. For every missed or uncertain question, classify the reason: knowledge gap, approach-recognition error, sequence error, authority error, missed mandatory constraint, weak calculation, misread visual, stakeholder judgement, or time pressure. This classification is more useful than rereading every chapter after each mock.

After Mock Examination 1, repair the largest patterns rather than isolated mistakes. After Mock Examination 2, focus on remaining weak categories and pacing. Mock Examination 3 should function as a final readiness test. If the score improves but the same decision error continues to repeat, the candidate has memorised some answers without fixing the reasoning pattern. Return to the decision rule that controls that category.



24.16 Final Mixed Readiness Practice

These 40 questions are not a mock examination. They are a final diagnostic set designed to force rapid switching among domains, approaches and question forms before the full simulations begin.

Problem 1. A sponsor asks a predictive project manager to begin an unapproved feature immediately because a major customer is waiting. What should the project manager do FIRST?

A. Ask the team to begin and document the change later.

B. Clarify the request and assess its effect before taking it through the agreed approval process.

C. Reject the change because baselines can never be altered.

D. Escalate the customer directly to the change authority without analysis.

Answer: B. A baseline controls change; it does not prohibit it. The project manager first needs enough clarity and impact information for a responsible decision. Starting work is premature, rejection is absolute, and escalation without analysis gives the approver weak evidence.

Decision rule: Understand and assess a controlled change before approval or implementation.

Problem 2. An agile team member says a senior executive ordered a new feature directly and wants it added to the current iteration. The feature is valuable but not urgent. What is the strongest response?

A. Insert it because executive rank overrides the product owner.

B. Reject the feature permanently.

C. Clarify the request and route it through the product owner for transparent prioritisation while protecting current focus.

D. Create a formal change control board for all backlog items.

Answer: C. Executive influence does not replace product decision rights. A valuable non-urgent request should enter the product mechanism rather than interrupting current work automatically.

Decision rule: Protect transparent product prioritisation even when the requester is senior.

Problem 3. A known risk trigger occurs, and the approved response has already been assigned to an owner. What should happen NEXT?

A. Re-identify the risk from the beginning.

B. Implement the planned response and monitor residual exposure.

C. Close the risk because it has occurred.

D. Escalate automatically to the sponsor.

Answer: B. The scenario says identification, analysis, ownership and response planning are complete. The trigger calls for action, not repetition.

Decision rule: When the trigger and authorised response already exist, execute and monitor rather than reanalyse.

Problem 4. A dashboard shows CPI = 0.84 and SPI = 1.03. Which interpretation is strongest?

A. The project is under budget and behind schedule.

B. The project is over budget in cost-efficiency terms while earned-value schedule performance is slightly favourable.

C. The project is guaranteed to finish early.

D. The project must immediately reduce scope.

Answer: B. CPI below 1.00 is unfavourable cost efficiency; SPI above 1.00 is favourable earned-value schedule performance. Neither index alone dictates a corrective action or guarantees completion timing.

Decision rule: Interpret the metric first; diagnose and forecast before prescribing a response.

Problem 5. A project manager discovers a serious safety defect shortly before customer acceptance. What should happen FIRST?

A. Complete acceptance and repair later.

B. Ask whether the customer accepts the safety risk.

C. Contain the unsafe condition and prevent exposure before broader analysis continues.

D. Update the issue log and wait for the weekly meeting.

Answer: C. Safety can override the ordinary analyse-first pattern. Protecting people and preventing further exposure comes before schedule convenience or routine documentation.

Decision rule: Contain immediate safety exposure before ordinary optimisation.

Problem 6. Two experienced engineers disagree about a design choice. Both options meet requirements and the decision is inside the team’s authority. What should the project manager do?

A. Choose personally to end the disagreement.

B. Escalate to the sponsor.

C. Facilitate a fact-based comparison so the team can decide inside its authority.

D. Remove one engineer from the project.

Answer: C. Capable people should resolve technical disagreement at the lowest responsible level when they have authority. The project manager should support evidence-based resolution rather than taking over.

Decision rule: Facilitate responsible team decisions before unnecessary escalation.

Problem 7. A forecast produced by an AI tool is materially different from the approved project forecast. The AI tool used data from several systems. What should the project manager do FIRST?

A. Replace the approved forecast with the AI output.

B. Verify source data, assumptions, freshness and organisational requirements before relying on the result.

C. Stop all AI use on the project.

D. Send the AI output to executives with no review.

Answer: B. AI output is evidence requiring validation. A large difference may come from better insight or bad data, but the project manager should establish reliability before using it in a material decision.

Decision rule: Use human review and data verification before allowing AI output to change commitments.

Problem 8. A product is delivered on time, but users continue using the old manual process. What should concern the project manager most?

A. Only whether all project documents are archived.

B. Whether adoption barriers are preventing the intended outcome and benefits.

C. Whether the project can add more features.

D. Whether the schedule baseline can be made greener.

Answer: B. Successful output delivery does not prove successful organisational adoption or benefit realisation. The project should investigate why the new way of working is not being used.

Decision rule: Measure success through outcomes and adoption as well as delivery.

Problem 9. A supplier misses a contractual milestone. The contract contains a defined recovery and escalation process. What should the project manager do FIRST?

A. Terminate the supplier.

B. Hide the delay until recovery is certain.

C. Use the contract mechanism, assess integrated impact and engage the supplier on recovery.

D. Transfer all supplier work to the internal team.

Answer: C. The agreed commercial mechanism and project impact provide the correct starting point. Termination or transfer may later be considered but are excessive first actions.

Decision rule: Use existing contractual and governance mechanisms before inventing a more drastic response.

Problem 10. Select TWO. Which two conditions most strongly justify escalation?

A. The issue exceeds the project manager’s authority.

B. The project manager dislikes the stakeholder.

C. A defined threshold has been crossed and reasonable local resolution is insufficient.

D. The question is difficult.

E. The sponsor is available.

Answer: A and C. Escalation is grounded in authority, thresholds, material exposure and inability to resolve responsibly at the current level. Discomfort or availability alone is not enough.

Decision rule: Escalate because higher authority is required, not because the problem is inconvenient.

Problem 11. A predictive schedule has a negative variance. What should the project manager do before deciding to crash the schedule?

A. Analyse the cause, critical-path effect, forecast and recovery alternatives.

B. Add resources immediately.

C. Change the baseline to match actual performance.

D. Convert the project to agile.

Answer: A. Schedule compression is a response, not a diagnosis. The project manager should understand what controls the finish date and what trade-offs each option creates.

Decision rule: Diagnose the controlling schedule problem before choosing compression.

Problem 12. An agile team’s cycle time has risen for four consecutive periods. What is the best first response?

A. Set a mandatory higher velocity target.

B. Examine blockers, WIP, workflow, dependencies and quality patterns with the team.

C. Rank individual team members by speed.

D. Increase the number of status reports.

Answer: B. A deteriorating flow metric points to a system condition that requires investigation. Targets and blame can encourage metric gaming without improving flow.

Decision rule: Use flow metrics to learn about the system, not to punish individuals.

Problem 13. A new regulation may affect the project, but its final requirements are not confirmed. What should the project manager do FIRST?

A. Redesign the project immediately.

B. Ignore the regulation until enforcement begins.

C. Verify the likely requirement and timing with appropriate expertise, then assess project impact.

D. Ask the sponsor to waive the possible requirement.

Answer: C. The signal is material but still uncertain. Verification and scenario assessment come before redesign or dismissal.

Decision rule: Verify external obligations before treating uncertainty as either certainty or irrelevance.

Problem 14. A project has spent 70 per cent of its budget, but new evidence shows the expected benefit has fallen sharply. What is the strongest response?

A. Continue because most of the budget has already been spent.

B. Assess remaining value, remaining cost and alternatives, then take the evidence through appropriate governance.

C. Expand scope to justify the sunk cost.

D. Hide the new benefit forecast until closure.

Answer: B. Past expenditure is sunk. The decision should focus on the value and cost that remain, plus strategic and governance considerations.

Decision rule: Do not let sunk cost determine whether low-value work should continue.

Problem 15. A team proposes removing a mandatory cybersecurity review because the release is late. What should the project manager do?

A. Remove it because schedule recovery has priority.

B. Protect the mandatory review and examine other recovery options.

C. Ask customers whether cybersecurity matters.

D. Complete the release and document the exception later.

Answer: B. Mandatory security controls are boundaries on ordinary schedule trade-offs. The project manager should preserve them and seek recovery elsewhere.

Decision rule: Do not trade away binding security or compliance merely to improve schedule.

Problem 16. A stakeholder says the weekly report is useless even though it follows the communication plan. What should the project manager do FIRST?

A. Send it more frequently.

B. Explain that the stakeholder must accept the approved format.

C. Understand the stakeholder’s decision needs and tailor communication appropriately.

D. Escalate the complaint.

Answer: C. A communication plan is useful only if communication supports understanding and decisions. More of an ineffective report does not solve the problem.

Decision rule: Tailor communication to stakeholder decision needs, then update the plan if required.

Problem 17. A project manager learns that a team member may have falsified status data. What should the project manager do?

A. Keep the matter informal to protect morale.

B. Follow ethical and organisational reporting requirements, preserve relevant evidence and protect confidentiality as appropriate.

C. Correct the data quietly and say nothing.

D. Wait until project closure.

Answer: B. Dishonest reporting threatens decision quality and professional ethics. The project manager should use the applicable reporting route rather than conceal the matter.

Decision rule: Integrity of project information takes priority over cosmetic confidence.

Problem 18. A hybrid project has adaptable software features but a signed supplier interface specification. A proposed feature would also change that interface. What is the strongest response?

A. Treat the request only as backlog reprioritisation.

B. Reject all change because the project is hybrid.

C. Coordinate product prioritisation for the feature and the formal change path for the controlled supplier commitment.

D. Ask the supplier to ignore the specification.

Answer: C. One request touches two different control systems. The adaptable product content and the signed interface each require the mechanism that governs them.

Decision rule: A hybrid change may require coordinated paths for different effects of the same request.

Problem 19. A project manager is asked to approve additional funding, but governance reserves funding approval for an executive committee. What should the project manager do?

A. Approve it to protect schedule.

B. Reject it personally.

C. Prepare the impact, options and recommendation for the authorised committee.

D. Ask the team to vote.

Answer: C. Professional leadership includes preparing sound decisions, but it does not mean taking authority assigned elsewhere.

Decision rule: Prepare decision-quality evidence for the role that actually owns the decision.

Problem 20. Select TWO. Which two measures provide the strongest evidence that a new system is being adopted?

A. Percentage of real transactions completed through the new workflow.

B. Number of training slides produced.

C. Reduction in use of the old workaround.

D. Number of posters displayed.

E. Number of project meetings.

Answer: A and C. Actual use and reduction of the old process show behaviour change. Training materials and communication activity may support adoption but do not prove it.

Decision rule: Measure adoption through changed behaviour and workflow, not activity counts alone.

Problem 21. PV = $300,000, EV = $255,000 and AC = $270,000. What is CPI approximately?

A. 0.94

B. 1.06

C. 0.85

D. 1.18

Answer: A. CPI = EV / AC = 255,000 / 270,000, which is approximately 0.94. The project is earning about $0.94 of budgeted value for each $1.00 spent.

Decision rule: CPI below 1.00 indicates unfavourable cost efficiency.

Problem 22. Using PV = $300,000 and EV = $255,000, what is SPI?

A. 1.18

B. 0.85

C. 0.94

D. 1.06

Answer: B. SPI = EV / PV = 255,000 / 300,000 = 0.85. The project has earned 85 per cent of the budgeted work planned by the status date.

Decision rule: SPI below 1.00 indicates less earned progress than planned.

Problem 23. An executive dashboard is green for schedule because the latest milestone was met, but the forecast shows the next critical milestone will be four weeks late. What should the project manager do?

A. Keep the status green because only actuals matter.

B. Report the current achievement together with the material forward-looking risk and forecast so decision-makers see the true position.

C. Delete the forecast until the milestone is missed.

D. Change the baseline to preserve the green status.

Answer: B. A status report should support decisions. A completed milestone is true, but a material forecast threat is also true and should be visible rather than hidden behind a favourable current colour.

Decision rule: Report both current performance and material forecast exposure transparently.

Problem 24. A burnup chart shows completed work increasing steadily while the total-scope line rises even faster. What is the strongest interpretation?

A. The team is definitely underperforming.

B. Scope is growing faster than completed work, which may threaten the forecast and requires investigation.

C. Quality has automatically improved.

D. The project is guaranteed to finish late.

Answer: B. The visual shows scope growth relative to completion. It does not identify the cause or guarantee the outcome, but it signals a need to understand the change and forecast effect.

Decision rule: Read what the visual proves without inventing a cause it does not show.

Problem 25. An AI assistant proposes a stakeholder message using confidential customer details. The external AI service is not approved for that data. What should the project manager do?

A. Upload the data because the message may be useful.

B. Remove required security controls for speed.

C. Do not expose the data; use an approved method or appropriately protected alternative.

D. Ask a junior team member to upload it instead.

Answer: C. Potential productivity does not override confidentiality, security or organisational policy. Responsibility remains with the project team regardless of who clicks upload.

Decision rule: Responsible AI use begins with authorised, secure and lawful data handling.

Problem 26. A sustainability option costs 8 per cent more to acquire but reduces operating energy significantly and lowers regulatory exposure. What should the project manager recommend?

A. Reject it because purchase price is higher.

B. Accept it automatically because it is more sustainable.

C. Compare life-cycle cost, impact, compliance, risk, schedule and value before recommending the option.

D. Remove sustainability from the business case.

Answer: C. Neither acquisition price nor a favourable sustainability attribute should be considered alone. The decision should reflect integrated life-cycle consequences and project objectives.

Decision rule: Compare sustainability choices through integrated life-cycle and value evidence.

Problem 27. A quality inspection finds the same defect for the fifth time after repeated rework. What should the project manager focus on?

A. Only repairing the latest unit.

B. The recurring system or root cause that is allowing the defect to repeat.

C. Reducing inspection so fewer defects are recorded.

D. Blaming the last person who touched the product.

Answer: B. Repeated rework indicates that correction is treating symptoms rather than preventing recurrence. The project should investigate the process, design, requirement, capability or other underlying cause.

Decision rule: Repeated defects call for root-cause and process improvement, not endless correction alone.

Problem 28. A team member lacks a specific skill required for an upcoming task but is otherwise motivated and capable. Which intervention is most appropriate?

A. Training targeted to the skill gap.

B. Escalation to the sponsor.

C. Disciplinary action.

D. Removing all responsibility permanently.

Answer: A. The problem is a capability gap that can be addressed directly through skill development. More punitive or senior actions are disproportionate.

Decision rule: Match the leadership intervention to the actual cause of the performance gap.

Problem 29. A retrospective identifies an improvement and the team agrees to test it in the next iteration. What should happen after implementation?

A. Assume it worked because the team agreed.

B. Measure the effect and adapt again if the expected improvement did not occur.

C. Close all improvement work for the project.

D. Escalate the experiment to the chief executive.

Answer: B. Continuous improvement includes verification. An agreed action is only a hypothesis until its effect is observed.

Decision rule: Improvement is complete only when the team checks whether the change actually helped.

Problem 30. Select TWO. Which two actions are strongest when a critical project issue lies outside the team’s authority?

A. Make the dependency and impact visible.

B. Pretend the team can solve it internally.

C. Engage the external owner and escalate the decision need through the proper path if necessary.

D. Remove the requirement without approval.

E. Stop communicating about the blocker.

Answer: A and C. The team needs visibility and access to the authority that can resolve the external condition. Hiding, pretending or bypassing control does not remove the impediment.

Decision rule: For external impediments, clarify impact and connect the work to the authority that can act.


Mini-Case: Regional Services Transformation

A public-service organisation is replacing a legacy permit-processing system. The fixed statutory launch date is twelve weeks away. The customer portal is developed iteratively, while the identity and records components must pass formal security and regulatory approvals. A supplier has missed an interface milestone by ten days. The product owner proposes deferring two low-use portal features, which would free testing capacity. A new regulation confirmed yesterday adds a mandatory accessibility requirement that affects the portal. An AI-generated risk summary says the launch is “low risk,” but the source data excludes the supplier delay. Staff training attendance is 92 per cent, but pilot users still complete 35 per cent of transactions through the old system.








	Evidence
	Current position





	Launch date
	Fixed by statute in 12 weeks



	Supplier interface
	10 days late



	Portal features
	Two low-use features can be deferred



	Accessibility
	New mandatory requirement confirmed yesterday



	AI risk summary
	Low risk, but source data omits supplier delay



	Adoption
	92% training attendance; 35% of pilot transactions still use old system





Problem 31. What should the project manager do FIRST about the AI-generated risk conclusion?

A. Present “low risk” to executives because AI analysed the project.

B. Reconcile and correct the source data before relying on the conclusion.

C. Stop all AI use permanently.

D. Ask the supplier to approve the risk rating.

Answer: B. The omitted supplier delay makes the data basis incomplete. The immediate task is to correct evidence before the risk conclusion affects decisions.

Decision rule: A decision-support output is only as reliable as the material data and assumptions behind it.

Problem 32. The new accessibility requirement affects the portal. What is the strongest response?

A. Treat it as an ordinary optional backlog request.

B. Ignore it because the launch date is fixed.

C. Protect the mandatory requirement and use the product/change mechanisms needed to integrate it while reassessing scope and schedule options.

D. Ask users whether they want accessibility.

Answer: C. A confirmed mandatory requirement constrains ordinary product prioritisation. The team must integrate it responsibly and use flexibility elsewhere rather than trade away compliance.

Decision rule: Mandatory requirements can alter normal product priority and schedule trade-offs.

Problem 33. Which recovery option is most consistent with value and the fixed date?

A. Defer low-use portal features if product ownership confirms they are nonessential, preserving capacity for mandatory work and critical integration.

B. Remove the security review.

C. Hide the supplier delay until launch.

D. Add more optional features to improve stakeholder satisfaction.

Answer: A. The case provides adaptable low-value scope that can release capacity without sacrificing mandatory security, regulation or the statutory date.

Decision rule: Use flexible lower-value scope to protect fixed mandatory commitments when governance allows.

Problem 34. What does the adoption evidence show?

A. Training is complete, so organisational change is successful.

B. The high attendance rate is encouraging, but continued old-system use shows adoption remains incomplete and its causes should be investigated.

C. The project should close immediately because training exceeded 90 per cent.

D. The product owner should own all staff behaviour.

Answer: B. Attendance is an activity measure. The transaction pattern reveals actual behaviour and shows that a significant portion of users still bypass the new process.

Decision rule: Do not substitute training attendance for evidence of changed behaviour.

Problem 35. Select TWO. Which two facts most strongly control the programme-level decision?

A. The statutory launch date is fixed.

B. The product owner has a title.

C. Accessibility is now a confirmed mandatory requirement.

D. Training attendance is exactly 92 per cent.

E. The supplier uses an interface.

Answer: A and C. The statutory date and confirmed accessibility obligation are binding constraints that sharply limit available trade-offs. Other facts matter, but they do not carry the same decision weight.

Decision rule: In dense cases, identify the facts that constrain the decision before optimising around preferences.

Problem 36. A project is technically complete, acceptance is signed and all transition criteria are met, but benefits will be measured for six months by an assigned business owner. What should the project manager do NEXT?

A. Keep the project open for six months solely to watch benefits.

B. Complete formal closure and ensure benefit measurement remains with the assigned owner.

C. Delete the business case.

D. Return the accepted product to development.

Answer: B. Projects are temporary. Benefits may continue after closure when ownership, measures and follow-up are clearly transferred.

Decision rule: Close when project and transition obligations are complete; transfer continuing benefit responsibilities appropriately.

Problem 37. A manager asks the project manager to change a red status to green because a steering meeting is tomorrow. What should the project manager do?

A. Change the status to maintain confidence.

B. Delay all reporting until performance improves.

C. Report the evidence accurately and explain recovery actions or decisions needed.

D. Remove the metric from the dashboard.

Answer: C. Decision-makers need truthful information. Recovery options can accompany bad news, but the status should not be manipulated for appearance.

Decision rule: Transparent reporting supports better decisions than cosmetic status management.

Problem 38. A project manager has narrowed a difficult question to two plausible answers. One is collaborative but does not address a confirmed legal violation; the other immediately contains the violation and then engages stakeholders. Which is stronger?

A. The collaborative answer because collaboration is always preferred.

B. The containment answer because mandatory legal exposure can change the ordinary sequence.

C. Either answer because both mention stakeholders.

D. Neither; wait until the sponsor decides.

Answer: B. Collaboration is valuable, but a confirmed legal violation may require immediate protective action. Engagement can follow once the exposure is contained.

Decision rule: Do not apply collaboration mechanically when a mandatory constraint requires immediate action.

Problem 39. During a mock exam, a candidate repeatedly misses questions because they choose actions that are appropriate later but not FIRST. What should the candidate review?

A. Only formula memorisation.

B. The decision sequence: what has already happened, what remains undone and which action belongs at the current stage.

C. Only agile terminology.

D. Only the final score.

Answer: B. The recurring error is sequencing, not necessarily knowledge. The candidate should practise identifying completed steps and the earliest responsible action still required.

Decision rule: Review the reasoning category behind repeated errors, not only the subject label.

Problem 40. What is the strongest sign that a candidate is ready to begin the full mock examinations?

A. They can recite every glossary term without context.

B. They never mark a question for review.

C. They can recognise approach, authority, mandatory constraints, evidence and decision stage quickly across mixed scenarios, then explain why distractors are weaker.

D. They always choose the longest answer.

Answer: C. Mock readiness is application readiness. The candidate should be able to move between domains and question forms using consistent judgement rather than rely on wording tricks or memory alone.

Decision rule: Enter the mock exams when the decision process is stable enough to be tested under time pressure.




24.17 Final Readiness Scorecard









	Readiness area
	Ready when you can...
	If weak, revisit





	Approach recognition
	Identify predictive, adaptive/agile and hybrid signals without relying on labels
	Chapters 3 and relevant delivery sections



	Sequence
	Distinguish FIRST, NEXT, approved, requested, risk and issue states
	Chapters 1, 15-17 and decision rules throughout



	People judgement
	Diagnose team/stakeholder problems and choose proportionate leadership responses
	People-domain chapters



	Integration
	See how scope, schedule, cost, quality, risk, resources, procurement and value interact
	Process-domain chapters



	Business judgement
	Connect governance, compliance, organisational change, strategy and external conditions to delivery
	Chapters 18-20



	AI / sustainability
	Apply them inside real project decisions using human accountability and life-cycle evidence
	Chapters 20-21



	Visuals / artefacts
	Read charts, dashboards and artefacts without overclaiming what they prove
	Chapter 22



	Cases / practicum
	Maintain chronology, evidence and authority across a shared case
	Chapter 23



	Time control
	Move on from low-return uncertainty and use review time deliberately
	This chapter and the mock instructions







24.18 Before You Start Mock Examination 1

1. Use a timer and a quiet environment. Treat the mock as a performance test, not an open-book study session.

2. Apply the same decision sequence throughout the exam. Do not invent a new rule because a distractor sounds sophisticated.

3. Mark questions for review when uncertainty remains after reasonable analysis; avoid spending several minutes forcing certainty.

4. For case questions, build the case frame once and return to exhibits only when the individual question needs them.

5. For graphic questions, state what the visual shows before selecting the management action.

6. For Select TWO questions, justify each answer independently from the facts.

7. After the mock, classify errors by reasoning type before deciding what to restudy.

8. Retake concepts, not memorised questions. The goal is to correct the decision rule that produced the mistake.

9. Protect rest and concentration. A tired candidate can know the material and still misread chronology, qualifiers and authority.

10. Enter the mocks expecting difficult, ambiguous-looking options. The task is to choose the best supported action, not to find four obviously wrong choices.



24.19 Final Thirty-Second Mental Checklist

When the real exam question appears, ask: What happened? What is the actual problem? Which approach applies? Is there a mandatory boundary? Who decides? What has already been done? What evidence is reliable? What action belongs now? What protects value without exceeding authority? Then choose and move forward.



24.20 Chapter 24 Fast Review

1. The July 2026 PMP exam is application-heavy: scenarios, cases, visuals, tools, data and practical judgement matter.

2. People, Process and Business Environment remain integrated; the exam does not present them as isolated silos.

3. Predictive, adaptive/agile and hybrid approaches can appear in every domain.

4. FIRST and NEXT questions are controlled by chronology and completed steps.

5. Authority, safety, law, security, ethics and compliance can eliminate otherwise attractive answers.

6. Diagnose symptoms and variances before prescribing recovery, unless immediate containment is required.

7. AI, dashboards and metrics support decisions; accountable humans verify evidence and remain responsible for action.

8. Sustainability, benefits and value should be integrated into project decisions rather than treated as side topics.

9. Mock exams should reveal reasoning patterns, not merely produce a score.

10. The strongest exam habit is consistent judgement under changing context.

Source basis: Project Management Institute, Project Management Professional (PMP) Examination Content Outline - July 2026, especially pp. 4, 16-18; Project Management Institute, “What’s New in the Updated PMP Exam?” (2026); Project Management Institute, “PMP Exam Change: What It Means in 2026” (9 July 2026). All practice questions in this chapter are original study items and are not official PMI examination questions.





PART VI: FULL-LENGTH MOCK EXAMINATIONS

Chapter 25




FULL-LENGTH PMP MOCK EXAMINATION 1


25.1 Simulation Instructions

This mock examination reproduces the published July 2026 PMP examination structure as closely as a print-based book can. It contains exactly 180 original questions for a 240-minute timed attempt. Ten questions are internally designated as simulated pretest items and are deliberately not identified in the examination section. The mock contains 59 People questions, 74 Process questions and 47 Business Environment questions, which rounds the published 33%, 41% and 26% domain weighting across 180 items. It also contains 72 predictive, 54 adaptive/agile and 54 hybrid questions, matching the published approximately 40% predictive and 60% adaptive/agile-plus-hybrid balance. PMI states that exact counts by question type and the division of the 60% adaptive/agile-plus-hybrid portion can vary by exam form; this mock therefore does not invent an official fixed item-type count that PMI has not published.

The published exam can include multiple-choice single response, multiple response, case/scenario questions, graphic-based questions and practicum-style work involving tools, data and case studies. Computer-based forms can also include enhanced matching, matching, point-and-click and pull-down interactions. This print simulation renders computer-only interactions as static equivalents while preserving their decision logic. All questions are original study items and are not official PMI examination questions.








	Exam feature
	Mock Examination 1





	Total questions
	180



	Scored practice questions
	170



	Simulated pretest questions
	10, hidden during the examination



	Allotted exam time
	240 minutes



	Break 1
	10 minutes after the case-study section



	Break 2
	10 minutes approximately midway through the independent-question portion



	Domain distribution
	People 59 | Process 74 | Business Environment 47



	Approach distribution
	Predictive 72 | Adaptive/Agile 54 | Hybrid 54





Timing rule: the two 10-minute breaks are not deducted from the 240 minutes. Once you finish a section and begin its break, treat those questions as locked. Use about 80 seconds per question only as an average; cases, calculations and visuals will require different amounts of time.

Scoring rule: answer all 180 questions. After completion, calculate a practice score from the 170 scored items. The 10 simulated pretest questions are revealed only in the answer key. PMI does not publish a fixed raw percentage passing score, so use the result diagnostically rather than treating an invented percentage as an official pass mark.



25.2 Candidate Answer Sheet
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	Ans
	Q
	Ans
	Q
	Ans
	Q
	Ans
	Q
	Ans
	Q
	Ans





	1
	
	31
	
	61
	
	91
	
	121
	
	151
	



	2
	
	32
	
	62
	
	92
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	33
	
	63
	
	93
	
	123
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	34
	
	64
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	124
	
	154
	



	5
	
	35
	
	65
	
	95
	
	125
	
	155
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	36
	
	66
	
	96
	
	126
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	7
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	67
	
	97
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	8
	
	38
	
	68
	
	98
	
	128
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	9
	
	39
	
	69
	
	99
	
	129
	
	159
	



	10
	
	40
	
	70
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	130
	
	160
	



	11
	
	41
	
	71
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	12
	
	42
	
	72
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	73
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	14
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	74
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	15
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	75
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	21
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	24
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	28
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	29
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	179
	



	30
	
	60
	
	90
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	180
	





MOCK EXAMINATION 1

CASE-STUDY SECTION | QUESTIONS 1-30

Work under timed conditions. Do not consult the answer key until all 180 questions are complete.

CASE 1 - REGIONAL HEALTH NETWORK: HYBRID PATIENT PLATFORM

A regional health network is replacing its appointment and referral platform. Clinical-data migration and cybersecurity controls follow predictive governance because the go-live must satisfy regulation. Patient-facing features are developed iteratively. Six weeks before go-live, testing finds that the vendor interface sometimes duplicates referral records. Nurses also report that the new workflow takes longer than the old process. The sponsor wants to protect the statutory go-live date.








	Evidence
	Current position





	Statutory go-live
	Fixed unless regulator approves an exception



	Interface defect
	Intermittent duplicate referral records



	Security review
	Complete; no open critical findings



	Training attendance
	94%



	Pilot adoption
	68% of referrals use the new workflow



	Decision rights
	Steering committee: regulated commitments; product owner: backlog priority





Question 1. What should the project manager do FIRST about the duplicate-referral defect?

A. accept the vendor's low-severity classification without review

B. go live and fix the defect later to protect the date

C. ask nurses whether duplicate records are acceptable

D. contain the patient-data and operational risk, verify severity and root cause with the vendor and clinical stakeholders before deciding release action

Question 2. The product owner proposes deferring two low-value optional features to create capacity for workflow improvements. What is the BEST response?

A. reject it because scope can never change before go-live

B. require steering-committee approval for every backlog adjustment

C. evaluate the reprioritisation with the product owner while checking that no regulated or contractual commitment is affected

D. add the workflow improvements without removing any work

Question 3. Which fact most strongly prevents the sponsor from simply accepting the defect to protect the date?

A. the defect may affect regulated clinical records and therefore cannot be traded away as an ordinary schedule preference

B. training attendance is high

C. the product owner controls backlog priority

D. monthly user reviews are already scheduled

Question 4. Which evidence is MOST useful for judging adoption readiness?

A. training attendance alone

B. the number of status reports issued

C. the 68% pilot usage together with qualitative feedback explaining why staff still use the old process

D. the number of optional features completed

Question 5. The steering committee confirms that the statutory date remains fixed. What should the project manager do NEXT?

A. present integrated options that protect regulation, address the defect and prioritise the minimum safe and usable scope for the fixed date

B. hide the adoption concern until after launch

C. direct unlimited overtime

D. ask the product owner to change the statutory date

CASE 2 - RENEWABLE ENERGY FACILITY: PREDICTIVE DELIVERY

A renewable-energy developer is constructing a grid-connected solar facility under a fixed completion contract. A new environmental permit condition requires additional runoff controls. The main civil contractor can add the controls for $420,000 and estimates a 12-day delay. The current forecast has 7 days of total float. A second supplier offers an alternative for $250,000 but has not supplied evidence that it meets the permit. Management reserve is controlled by the investment committee.








	Measure
	Value





	BAC
	$18,000,000



	EV
	$9,600,000



	AC
	$10,000,000



	Current total float
	7 days



	Delay damages
	$35,000/day after completion date



	Permit condition
	Mandatory before commissioning





Question 6. What is the project's current CPI?

A. 1.04

B. 1.40

C. 0.96

D. 0.94

Question 7. What should the project manager do FIRST about the cheaper alternative design?

A. select it immediately because it is cheaper

B. ask the regulator to accept it without evidence

C. reject it because it comes from a second supplier

D. verify technical and permit-compliance evidence before relying on the alternative in the decision

Question 8. If the contractor's 12-day delay affects the critical path and no recovery occurs, how many days would completion slip based on current float?

A. 12 days

B. 5 days

C. 7 days

D. 19 days

Question 9. The project manager wants to use management reserve for the permit change. What should happen?

A. hide the cost inside contractor invoices

B. treat management reserve as unused contingency controlled by the team

C. prepare the financial and schedule impact and seek the investment committee's authorised reserve decision

D. use reserve directly because the requirement is mandatory

Question 10. What should happen before the project manager commits to schedule compression?

A. change the contractual date without approval

B. analyse the affected critical path, permit dependencies, contractor options and cost-risk trade-offs

C. add staff to non-critical work first

D. crash every remaining activity

CASE 3 - FINTECH PRODUCT: ADAPTIVE DELIVERY AND AI

A fintech company is developing a fraud-detection product in two-week iterations. An AI assistant generated a summary showing a 22% improvement in fraud detection, but the data-science lead cannot reproduce the figure and suspects that two test datasets were combined. A major customer wants immediate rollout. The compliance officer requires model validation, bias review and authorised data handling before production use.








	Item
	Current position





	Model validation
	Mandatory before production



	Customer rollout request
	Urgent; not yet committed



	AI summary
	22% claimed improvement; unreconciled



	Bias review
	Not complete



	Iteration
	Day 6 of 10





Question 11. What should the project manager do FIRST with the AI-generated improvement claim?

A. stop all AI use in the organisation

B. reconcile the source data, assumptions and calculation with accountable experts before using the claim for rollout

C. treat the AI summary as objective evidence

D. send the claim to the customer with a disclaimer

Question 12. The customer asks to insert rollout work immediately into the current iteration. What is the BEST response?

A. insert the work immediately because the customer is important

B. bypass the product owner and deploy directly

C. clarify the urgent need with the product owner and team, protect mandatory validation, and use the product mechanism to decide whether iteration scope should change

D. reject the request permanently because iterations never change

Question 13. Select TWO. Which two conditions must be satisfied before production rollout?

A. complete the required bias and data-handling review

B. complete required model validation before production

C. hold a retrospective before compliance work

D. prepare a longer executive presentation

E. rename the product before release

Question 14. A developer says the compliance officer is blocking value and should be excluded from refinement. What should the project manager do?

A. ask the sponsor to remove the regulation

B. exclude the compliance officer to increase velocity

C. stop customer engagement until the team agrees

D. facilitate alignment around the shared outcome and explain that compliant validation is part of responsible value delivery

Question 15. After verification, the claimed 22% improvement is reduced to 6% but remains positive. What should happen NEXT?

A. discard analytics and prioritise by stakeholder seniority

B. release immediately because any positive result is enough

C. keep the 22% figure because it is more persuasive

D. use the verified evidence with customer value, risk and compliance needs to reprioritise backlog and rollout options

CASE 4 - MANUFACTURING AUTOMATION: HYBRID SAFETY AND SCHEDULE

A food manufacturer is installing an automated packaging line. Equipment installation follows a predictive shutdown plan while control software is iterative. Integrated testing reveals that the emergency-stop logic occasionally fails after a software restart. A software fix is ready, but certified safety validation will take four days and the shutdown window ends in three days. The plant manager asks whether production can restart while validation continues.








	Constraint
	Status





	Production restart
	Planned in 3 days



	Safety validation
	4 days estimated



	Emergency-stop defect
	Intermittent after restart



	Authority
	Safety changes require certified approval



	Backlog
	Lower-value reporting features can be deferred





Question 16. What should the project manager do FIRST?

A. prevent unsafe restart and engage the certified safety authority on the defect, fix and validation path

B. restart because the defect is intermittent

C. remove the emergency-stop test from acceptance

D. ask operators to avoid restarting the software

Question 17. Which scope trade-off is MOST defensible?

A. defer lower-value reporting features if doing so releases capacity without weakening safety, certification or operational readiness

B. remove the emergency-stop requirement

C. skip certified validation

D. add optional features to justify the delay

Question 18. Who should authorise a change to the certified safety configuration?

A. the role or body defined by the safety governance and certification process

B. any developer who can implement the code

C. the plant manager alone regardless of certification rules

D. the project manager solely because schedule is threatened

Question 19. The software team says unit tests passed, so certified validation should be skipped. What should the project manager do?

A. ask the customer to waive the test

B. change the safety status to green

C. accept unit testing as equivalent evidence

D. require the full applicable integrated and certified validation because component testing does not prove end-to-end safety

Question 20. If validation genuinely needs four days and the restart date cannot move, what should the project manager do?

A. restart first and validate later

B. shorten validation without evidence

C. hide the conflict until the final day

D. present authorised alternatives such as adjusting non-mandatory scope, sequencing or operational plans while preserving safety validation

CASE 5 - PUBLIC DIGITAL PERMITTING: HYBRID CHANGE AND ACCESSIBILITY

A city council is replacing a paper permitting process. The statutory launch date and accessibility requirements are fixed. The digital service team works iteratively. A late legal review confirms that one document-upload workflow does not meet the accessibility standard and needs two iterations of work. A senior councillor asks the team to launch it and patch later because public announcements have been made. Two optional analytics features can be deferred.








	Item
	Status





	Launch date
	Statutory



	Accessibility
	Legally required



	Upload workflow
	Non-compliant



	Optional analytics
	Not required for launch



	Governance
	Product owner cannot approve legal exceptions





Question 21. What should the project manager do about the councillor's request?

A. hide the non-compliance from the public report

B. explain that the legal requirement cannot be bypassed for announcement convenience and use the proper governance path to adjust delivery

C. ask the product owner to waive the law

D. launch because the councillor is senior

Question 22. What is the BEST use of the optional analytics features?

A. consider deferring them through product prioritisation to release capacity for the mandatory accessibility work

B. make accessibility optional instead

C. add more analytics to compensate for the inaccessible workflow

D. keep them because they are already in the backlog

Question 23. The product owner asks whether the statutory date can be moved. What should the project manager do?

A. identify who has authority over the statutory commitment and prepare impact evidence and options for that authorised decision-maker

B. move the date in the backlog

C. assume the product owner controls all project dates

D. ignore the date until the fix is complete

Question 24. Which action would be LEAST appropriate?

A. communicate the impact transparently to governance

B. replan release around mandatory accessibility work

C. defer optional analytics

D. launch the known non-compliant workflow and plan to correct it later without authorised legal basis

Question 25. After launch, which measure is BEST for showing whether the service is improving access?

A. number of archived project documents

B. team velocity alone

C. successful completion rates across user groups combined with accessibility-related failure data and user feedback

D. number of launch announcements

CASE 6 - GLOBAL SUPPLY CHAIN RESILIENCE: PREDICTIVE PROGRAMME

A global manufacturer is expanding production capacity. A single overseas supplier provides a specialised component. Political tensions in the supplier region have increased, but deliveries remain on time. A second supplier can qualify the component in eight weeks for $300,000. Interruption has a 40% probability and an estimated $1.2 million delay impact. Governance requires escalation for residual expected monetary value above $250,000.








	Risk input
	Value





	Probability of interruption
	40%



	Delay impact
	$1,200,000



	Second-source qualification
	$300,000



	Qualification lead time
	8 weeks



	Escalation threshold
	$250,000 EMV





Question 26. What is the current threat EMV before considering the second-source response?

A. -$1,200,000

B. -$250,000

C. -$300,000

D. -$480,000

Question 27. What should the programme manager do NEXT?

A. wait for an actual interruption

B. close the risk because deliveries are on time

C. terminate the primary supplier immediately

D. escalate the exposure according to the threshold while evaluating second-source and other resilience options

Question 28. Which comparison is MOST useful when evaluating the $300,000 qualification cost?

A. compare response cost with expected and tail exposure, lead time, residual risk, contractual implications and strategic resilience value

B. compare only with last year's procurement budget

C. select the current supplier because no delay has occurred

D. ignore residual risk after qualification

Question 29. A procurement manager says geopolitical risk may alarm executives and should be omitted from the report. What should the project manager do?

A. remove the risk from the report

B. report the material risk honestly with evidence, uncertainty, options and the decision required

C. wait until the supplier fails

D. change the probability to make the dashboard green

Question 30. If qualification reduces interruption probability to 10% with the same impact, what is the residual threat EMV?

A. -$480,000

B. -$1,080,000

C. -$300,000

D. -$120,000

END OF CASE-STUDY SECTION

Review Questions 1-30 now. When you begin the break, treat this section as locked and do not return to it during the simulation.

BREAK 1 - 10 MINUTES

Resume the 240-minute exam timer only when you begin Question 31.

INDEPENDENT QUESTION PORTION - SECTION A

QUESTIONS 31-105

Question 31. The city council is delivering a permitting service using approved baselines, defined stage gates and formal change authority. During execution, a sponsor wants to use management reserve for an unapproved feature. What should the project manager do NEXT?

A. use reserves as discretionary money for unapproved scope

B. hide identified-risk contingency inside unrelated work

C. request more budget before analysing the variance

D. analyse the financial cause and forecast effect, then use the authorised reserve, contingency or change-governance mechanism for the specific need

Question 32. The media company is delivering a subscription product using approved baselines, defined stage gates and formal change authority. During execution, a confidential risk must reach governance without broad disclosure. What is the BEST action?

A. send more information without changing its usefulness

B. publish sensitive information to every stakeholder

C. let each team maintain a private version of current status

D. tailor communication to decision needs, establish a current source of truth, and control access according to sensitivity and governance

Question 33. The university is delivering a student portal through a hybrid model: fixed regulatory or contractual commitments coexist with iterative solution development. During execution, a needed decision exceeds the project manager's financial authority. What should the project manager do FIRST?

A. follow whichever steering instruction arrived last

B. clarify governance, decision rights and thresholds, then prepare evidence and route decisions to the authorised role when authority is exceeded

C. escalate every issue regardless of threshold

D. take higher authority to avoid delay

Question 34. The telecom provider is developing a network upgrade through short iterations, a prioritised backlog and frequent stakeholder reviews. Two performance dashboards report different completion figures and the release forecast has worsened. Executives want an immediate recovery commitment before the discrepancy has been explained. Select TWO. Which two actions should the project manager take FIRST?

A. Analyse the integrated cause and forecast impact before recommending recovery.

B. Reconcile the underlying data sources, status dates and assumptions.

C. Promise overtime to protect the release before diagnosis.

D. Rebaseline the release immediately without authorised analysis.

E. Suppress the conflicting figures until the team agrees privately.

Question 35. The constructor is delivering a high-rise project through a hybrid model: fixed regulatory or contractual commitments coexist with iterative solution development. During execution, two groups use the word 'complete' differently, causing repeated hand-off disputes. What is the BEST action?

A. wait until final acceptance to resolve the difference

B. allow each stakeholder group to keep a different expectation

C. make the conflicting expectations explicit and facilitate agreement on current objectives, acceptance conditions and constraints

D. expand scope quietly to satisfy everyone

Question 36. The transport authority is developing a ticketing programme through short iterations, a prioritised backlog and frequent stakeholder reviews. During execution, the deliverable is technically complete but operations has not accepted support responsibility. What should the project manager do FIRST?

A. close immediately because build work is finished

B. abandon records and obligations after cancellation

C. complete the authorised closure or termination path, including transition readiness, obligations, knowledge and ownership of continuing benefits

D. keep every project open until all benefits are realised

Question 37. The telecom provider is developing a network upgrade through short iterations, a prioritised backlog and frequent stakeholder reviews. During execution, an active outage has been logged but the team has taken no recovery action despite having authority. What should the project manager do NEXT?

A. repeat risk identification after the trigger occurs

B. keep repeating the same team-level action when authority is external

C. treat logging as a substitute for recovery

D. act on the current issue state by executing planned responses, containing active problems and escalating only when access or authority genuinely lies elsewhere

Question 38. The constructor is delivering a high-rise project using approved baselines, defined stage gates and formal change authority. During execution, an experienced high performer dismisses colleagues and suppresses input. What is the BEST action?

A. escalate all team problems to the sponsor

B. match the leadership response to the cause, clarify expectations and decision boundaries, and support responsible team performance

C. apply the same directive leadership style to every situation

D. ignore behaviour or skill gaps as long as some output is produced

Question 39. The commercial bank is developing a digital onboarding service through short iterations, a prioritised backlog and frequent stakeholder reviews. During execution, usage data show a low-cost feature creates most benefit while expensive planned features have weak evidence of value. What should the project manager do FIRST?

A. use current evidence with the relevant product, benefit and governance stakeholders to prioritise value, examine incremental delivery and establish benefit measurement

B. treat scope completion as proof that benefits are realised

C. delay all benefit measurement until long after closure

D. continue expensive work only because it was planned first

Question 40. The pharma company is delivering a lab system using approved baselines, defined stage gates and formal change authority. During execution, a team member repeatedly violates an agreed ground rule after informal reminders. What should the project manager do NEXT?

A. escalate immediately to the sponsor without discussing the issue

B. understand the conflict source and context, then facilitate a fact-based and respectful resolution at the lowest responsible level

C. choose a side personally before hearing the parties

D. ignore the conflict until it affects a milestone

Question 41. The fintech is developing a fraud product through short iterations, a prioritised backlog and frequent stakeholder reviews. A regulator issues a notice suggesting that new model-explainability records may be mandatory, but applicability to the current release is unclear. Select TWO. Which two actions should the project manager take FIRST?

A. Assess the likely effect on value, scope, schedule, cost, risk and governance.

B. Ask the sponsor to treat the possible requirement as optional.

C. Verify applicability and meaning with appropriate compliance or legal expertise.

D. Redesign the product before the requirement is confirmed.

E. Wait until enforcement action occurs before considering it.

Question 42. The university is delivering a student portal using approved baselines, defined stage gates and formal change authority. During execution, the deliverable is technically complete but operations has not accepted support responsibility. What should the project manager do FIRST?

A. keep every project open until all benefits are realised

B. close immediately because build work is finished

C. close the university project as soon as build work finishes even though required acceptance, transition or continuing obligations remain unresolved.

D. complete the authorised closure or termination path, including transition readiness, obligations, knowledge and ownership of continuing benefits

Question 43. The retail chain is developing a fulfilment platform through short iterations, a prioritised backlog and frequent stakeholder reviews. During execution, a newly affected community group was missing from the original stakeholder analysis. What should the project manager do NEXT?

A. send more of the same communication without diagnosing the problem

B. escalate before attempting direct engagement

C. remove the stakeholder from the register

D. analyse the stakeholder's current needs, influence and barriers, then tailor engagement and communication to support useful participation

Question 44. The media company is delivering a subscription product through a hybrid model: fixed regulatory or contractual commitments coexist with iterative solution development. During execution, a vendor dependency is two weeks late and feeds the next release. What is the BEST action?

A. crash or add resources immediately without diagnosis

B. analyse the schedule or flow cause, critical dependencies and integrated forecast before selecting recovery or compression

C. raise velocity targets to pressure the team

D. move a committed date without authority

Question 45. The telecom provider is delivering a network upgrade using approved baselines, defined stage gates and formal change authority. Enhanced matching equivalent: match each situation to the MOST appropriate response.








	1. Proposed predictive scope change
	A. Assess impact and use formal change authority





	2. New non-urgent agile feature
	B. Refine and prioritise through backlog



	3. Known risk trigger
	C. Execute the planned response



	4. Active production outage
	D. Contain and resolve the issue





A. 1-A, 2-B, 3-C, 4-D

B. 1-D, 2-C, 3-A, 4-B

C. 1-B, 2-A, 3-D, 4-C

D. 1-C, 2-D, 3-B, 4-A

Question 46. The non-profit is delivering a donor platform using approved baselines, defined stage gates and formal change authority. During execution, an internal customer demands an earlier release but cannot explain the business outcome behind the date. What should the project manager do NEXT?

A. ignore the concern because delivery metrics are green

B. hide uncertainty until the team is certain

C. change commitments immediately to satisfy the request

D. clarify the underlying expectation and outcome, explain evidence and uncertainty, and maintain a feedback loop before changing commitments

Question 47. The government ministry is delivering a benefits platform through a hybrid model: fixed regulatory or contractual commitments coexist with iterative solution development. During execution, an AI-generated forecast differs sharply from the reconciled team forecast. What is the BEST action?

A. treat automated output as fact because it was generated by AI

B. choose the most favourable figure

C. reconcile definitions, sources and assumptions, then report the evidence most useful for decisions while verifying AI-generated output before reliance

D. average conflicting data without investigation

Question 48. The logistics firm is developing a warehouse automation through short iterations, a prioritised backlog and frequent stakeholder reviews. During execution, executives receive a detailed report but cannot see which decisions require their attention. What should the project manager do FIRST?

A. let each team maintain a private version of current status

B. send more information without changing its usefulness

C. tailor communication to decision needs, establish a current source of truth, and control access according to sensitivity and governance

D. change the forecast for the logistics firm project before confirming whether the underlying measures are comparable and current.

Question 49. The pharma company is delivering a lab system using approved baselines, defined stage gates and formal change authority. A revised laboratory-validation rule has been published and may affect qualification evidence for an upcoming gate, but applicability has not been confirmed. Select TWO. Which two actions should the project manager take FIRST?

A. Continue current validation and wait for the regulator to object.

B. Ask the customer to approve noncompliance if the rule applies.

C. Assess the potential effect on validation scope, schedule, cost, risk and governance.

D. Redesign the qualification package immediately before the rule is interpreted.

E. Verify applicability and required evidence with appropriate regulatory expertise.

Question 50. The mining company is delivering a water project using approved baselines, defined stage gates and formal change authority. During execution, the team wants to reuse the previous project's method without assessing current conditions. What is the BEST action?

A. assess current uncertainty, dependencies, governance and information needs, then tailor and maintain an integrated delivery strategy across the affected work

B. allow workstreams to plan independently without managing interfaces

C. force every component into one method regardless of conditions

D. choose the method used on the previous project because it is familiar

Question 51. The food manufacturer is delivering an automation line using approved baselines, defined stage gates and formal change authority. During execution, two senior stakeholders define success differently and team priorities are diverging. What should the project manager do FIRST?

A. ask each group to maintain its own definition of success

B. facilitate alignment on the shared outcome, success criteria and current project vision with the relevant stakeholders

C. continue delivery and resolve the disagreement at acceptance

D. follow the most senior stakeholder's interpretation without discussion

Question 52. Graphic-Based Question. The airline is delivering a maintenance system using approved baselines, defined stage gates and formal change authority. Refer to the burnup chart. What does the chart MOST strongly indicate?

[image: Burnup chart showing completed work rising across iterations against total scope.]

Graphic-based item: burnup chart

A. scope is fixed because the upper line is above the lower line

B. the team has finished all current scope

C. completed work is increasing, but total scope has also increased; examine scope growth and the remaining gap before forecasting completion

D. the chart proves quality is improving

Question 53. The government ministry is delivering a benefits platform using approved baselines, defined stage gates and formal change authority. During execution, a response would cost more than the maximum credible risk impact and provides no other benefit. What is the BEST action?

A. reassess exposure and residual risk, then select or escalate a proportionate response according to thresholds, value and risk appetite

B. close a risk merely because response work is complete

C. eliminate every risk regardless of response cost

D. leave the original risk plan unchanged despite material new evidence

Question 54. The retail chain is delivering a fulfilment platform through a hybrid model: fixed regulatory or contractual commitments coexist with iterative solution development. During execution, customer satisfaction is falling even though schedule and cost indicators are green. What should the project manager do FIRST?

A. clarify the underlying expectation and outcome, explain evidence and uncertainty, and maintain a feedback loop before changing commitments

B. ignore the concern because delivery metrics are green

C. hide uncertainty until the team is certain

D. crash work on the retail chain project immediately before confirming the critical path, cause of delay and cost-risk trade-off.

Question 55. The airline is delivering a maintenance system through a hybrid model: fixed regulatory or contractual commitments coexist with iterative solution development. Practicum/data item: at Month 6, which conclusion is BEST supported by the earned-value trend?

[image: Earned value trend chart comparing planned value, earned value and actual cost over six months.]

Practicum/data item: earned-value trend

A. the project is ahead of schedule and under budget

B. the chart proves business benefits are not being realised

C. actual cost should be compared with PV to calculate CPI

D. EV is below PV and AC is above EV, so earned-value schedule and cost performance are both unfavourable

Question 56. The government ministry is developing a benefits platform through short iterations, a prioritised backlog and frequent stakeholder reviews. During execution, an experienced high performer dismisses colleagues and suppresses input. What is the BEST action?

A. ignore behaviour or skill gaps as long as some output is produced

B. promise additional scope for the government ministry project to restore confidence before assessing authority, value or impact.

C. apply the same directive leadership style to every situation

D. match the leadership response to the cause, clarify expectations and decision boundaries, and support responsible team performance

Question 57. The pharma company is developing a lab system through short iterations, a prioritised backlog and frequent stakeholder reviews. A regulator announces a new audit-traceability expectation that may affect the next release, but its scope and effective date are still uncertain. Select TWO. Which two actions should the project manager take FIRST?

A. Assess the potential effect on product value, release scope, schedule, risk and governance.

B. Ask the product owner to ignore the external rule because the backlog is adaptive.

C. Defer consideration until after the release.

D. Redesign all affected stories before confirming the obligation.

E. Verify applicability, effective date and required evidence with appropriate expertise.

Question 58. The government ministry is developing a benefits platform through short iterations, a prioritised backlog and frequent stakeholder reviews. During execution, unplanned operational support is consuming 30 per cent of team capacity. What should the project manager do NEXT?

A. ignore a single point of failure because it has not failed before

B. increase commitments despite reduced capacity

C. analyse real capacity, capability, priorities and dependencies, then optimise allocation or resilience with the relevant managers and teams

D. split scarce resources equally without considering need

Question 59. The telecom provider is delivering a network upgrade using approved baselines, defined stage gates and formal change authority. During execution, a confidential risk must reach governance without broad disclosure. What is the BEST action?

A. publish sensitive information to every stakeholder

B. let each team maintain a private version of current status

C. tailor communication to decision needs, establish a current source of truth, and control access according to sensitivity and governance

D. bypass the authorised decision route for the telecom provider project because the preferred option appears operationally obvious.

Question 60. The telecom provider is developing a network upgrade through short iterations, a prioritised backlog and frequent stakeholder reviews. Pull-down equivalent: complete the sequence: 'material variance detected -> ______ -> choose/authorise response -> implement -> verify.'

A. close the project

B. analyse the cause, significance and forecast effect

C. change the baseline immediately

D. escalate every variance

Question 61. The fintech is delivering a fraud product through a hybrid model: fixed regulatory or contractual commitments coexist with iterative solution development. During execution, a senior stakeholder asks the team to begin a change while approval is still pending. What should the project manager do NEXT?

A. treat a request as though it were already approved

B. repeat approval after it is complete instead of implementing

C. use the correct change mechanism for the current state: implement approved changes, hold pending changes at the authorised state, and coordinate adaptive and formal paths in hybrid work

D. use backlog reprioritisation to bypass a controlled contractual commitment

Question 62. The food manufacturer is developing an automation line through short iterations, a prioritised backlog and frequent stakeholder reviews. During execution, a customer treats a forecast date as a guaranteed commitment. What is the BEST action?

A. hide uncertainty until the team is certain

B. ignore the concern because delivery metrics are green

C. clarify the underlying expectation and outcome, explain evidence and uncertainty, and maintain a feedback loop before changing commitments

D. reset the performance baseline for the food manufacturer project to current results before analysing whether corrective action or approval is required.

Question 63. The constructor is developing a high-rise project through short iterations, a prioritised backlog and frequent stakeholder reviews. During execution, a critical-path activity is forecast to finish ten days late. What should the project manager do FIRST?

A. analyse the schedule or flow cause, critical dependencies and integrated forecast before selecting recovery or compression

B. raise velocity targets to pressure the team

C. crash or add resources immediately without diagnosis

D. reset the performance baseline for the constructor project to current results before analysing whether corrective action or approval is required.

Question 64. The fintech is developing a fraud product through short iterations, a prioritised backlog and frequent stakeholder reviews. A senior stakeholder says the team failed to deliver a promised analytics capability, while the team says it was discussed but never committed. Trust is deteriorating. Select TWO. Which two actions should the project manager take FIRST?

A. Send the same status report again without discussion.

B. Review approved commitments, backlog history and prior communications to establish what was actually agreed.

C. Escalate immediately without speaking to the affected parties.

D. Meet the stakeholder and relevant team members to understand the concern, decision needs and source of misunderstanding.

E. Promise the capability in the current iteration before assessing priority and capacity.

Question 65. The insurer is developing a claims product through short iterations, a prioritised backlog and frequent stakeholder reviews. During execution, geopolitical disruption threatens the sole supplier of a critical component. What is the BEST action?

A. verify the external signal, assess impact on value and delivery, and use the appropriate risk, product and governance paths to adapt proportionately

B. redesign the project before verifying the signal

C. ignore external change until failure or enforcement occurs

D. continue unchanged only because the original plan was approved

Question 66. The logistics firm is delivering a warehouse automation using approved baselines, defined stage gates and formal change authority. During execution, two dashboards show different completion figures for the same milestone. What should the project manager do FIRST?

A. treat automated output as fact because it was generated by AI

B. average conflicting data without investigation

C. choose the more favourable data source for the logistics firm project and proceed without reconciling definitions, status dates or assumptions.

D. reconcile definitions, sources and assumptions, then report the evidence most useful for decisions while verifying AI-generated output before reliance

Question 67. The hospital network is delivering a patient referral platform using approved baselines, defined stage gates and formal change authority. During execution, an internal customer demands an earlier release but cannot explain the business outcome behind the date. What should the project manager do NEXT?

A. ignore the concern because delivery metrics are green

B. change commitments immediately to satisfy the request

C. increase scope on the hospital network project to justify past expenditure before reassessing remaining benefit, cost and opportunity cost.

D. clarify the underlying expectation and outcome, explain evidence and uncertainty, and maintain a feedback loop before changing commitments

Question 68. The university is delivering a student portal through a hybrid model: fixed regulatory or contractual commitments coexist with iterative solution development. During execution, the business case assumes user adoption but no benefit measurement system exists. What is the BEST action?

A. continue expensive work only because it was planned first

B. use current evidence with the relevant product, benefit and governance stakeholders to prioritise value, examine incremental delivery and establish benefit measurement

C. protect the original plan for the university project even though current evidence shows that the expected outcome has materially changed.

D. delay all benefit measurement until long after closure

Question 69. The fintech is delivering a fraud product through a hybrid model: fixed regulatory or contractual commitments coexist with iterative solution development. Point-and-click equivalent: which numbered activity node is the longer of the two activities leaving Start?

[image: Schedule network diagram with labelled activity nodes for critical-path interpretation.]

Static point-and-click simulation: schedule network

A. Node 2 - Activity A (4 days)

B. Node 5 - Activity D (3 days)

C. Node 6 - Finish

D. Node 3 - Activity B (7 days)

Question 70. The government ministry is delivering a benefits platform using approved baselines, defined stage gates and formal change authority. During execution, new market evidence has weakened the original project purpose but the team still follows the old vision. What should the project manager do NEXT?

A. allow each group on the government ministry project to keep its own definition of success until final acceptance.

B. continue delivery and resolve the disagreement at acceptance

C. follow the most senior stakeholder's interpretation without discussion

D. facilitate alignment on the shared outcome, success criteria and current project vision with the relevant stakeholders

Question 71. The city council is developing a permitting service through short iterations, a prioritised backlog and frequent stakeholder reviews. During execution, a known risk response requires planned contingency funding. What is the BEST action?

A. request more budget before analysing the variance

B. analyse the financial cause and forecast effect, then use the authorised reserve, contingency or change-governance mechanism for the specific need

C. wait for the risk on the city council project to become an issue before using an already authorised response.

D. use reserves as discretionary money for unapproved scope

Question 72. The pharma company is delivering a lab system through a hybrid model: fixed regulatory or contractual commitments coexist with iterative solution development. A sponsor says a compliance milestone was a firm commitment, while the iterative team says it was only a forecast. The disagreement is damaging trust before the next governance review. Select TWO. Which two actions should the project manager take FIRST?

A. Issue more status emails without clarifying the disagreement.

B. Escalate to the steering committee before establishing the facts.

C. Promise additional scope to restore confidence.

D. Review the baseline, forecast, decision record and communication evidence to establish the agreed commitment.

E. Meet the sponsor and delivery representatives to reconcile expectations and decision needs.

Question 73. The commercial bank is delivering a digital onboarding service using approved baselines, defined stage gates and formal change authority. During execution, the same hand-off failure has occurred on three projects. What should the project manager do NEXT?

A. apply an experiment everywhere without validating its wider effects

B. record lessons without changing practice

C. turn lessons into a measurable improvement, verify the effect and update reusable team or organisational practices when evidence supports the change

D. adopt a tool because it is popular rather than because it solves a defined problem

Question 74. The telecom provider is delivering a network upgrade through a hybrid model: fixed regulatory or contractual commitments coexist with iterative solution development. During execution, a known risk response requires planned contingency funding. What is the BEST action?

A. use reserves as discretionary money for unapproved scope

B. hide identified-risk contingency inside unrelated work

C. wait for the risk on the telecom provider project to become an issue before using an already authorised response.

D. analyse the financial cause and forecast effect, then use the authorised reserve, contingency or change-governance mechanism for the specific need

Question 75. The hospital network is delivering a patient referral platform through a hybrid model: fixed regulatory or contractual commitments coexist with iterative solution development. During execution, executives receive a detailed report but cannot see which decisions require their attention. What should the project manager do FIRST?

A. tailor communication to decision needs, establish a current source of truth, and control access according to sensitivity and governance

B. send more information without changing its usefulness

C. treat the dashboard for the hospital network project as authoritative even though its source data cannot be reconciled.

D. let each team maintain a private version of current status

Question 76. Graphic-Based Question. The insurer is delivering a claims product through a hybrid model: fixed regulatory or contractual commitments coexist with iterative solution development. Refer to the cumulative-flow chart. Which pattern deserves the MOST attention?

[image: Cumulative flow diagram showing completed, test-complete and development-started work over time.]

Graphic-based item: cumulative-flow diagram

A. the widening gap between development started and downstream completion suggests growing work in progress or a bottleneck

B. the chart proves stakeholder satisfaction is falling

C. the team has no work in progress

D. all stages are moving at exactly the same rate

Question 77. The logistics firm is delivering a warehouse automation through a hybrid model: fixed regulatory or contractual commitments coexist with iterative solution development. During execution, operations is not ready to absorb the new process even though users support it. What is the BEST action?

A. launch despite clear operational unreadiness

B. assess adoption and cultural barriers using behaviour and readiness evidence, then coordinate the leadership, process and transition actions needed for change

C. declare adoption complete because training attendance is high

D. treat resistance as misconduct before understanding it

Question 78. The airline is delivering a maintenance system using approved baselines, defined stage gates and formal change authority. During execution, two senior stakeholders define success differently and team priorities are diverging. What should the project manager do FIRST?

A. escalate the stakeholder concern on the airline project before checking the commitment evidence or engaging the affected people directly.

B. ask each group to maintain its own definition of success

C. facilitate alignment on the shared outcome, success criteria and current project vision with the relevant stakeholders

D. follow the most senior stakeholder's interpretation without discussion

Question 79. The university is delivering a student portal using approved baselines, defined stage gates and formal change authority. The cost report and milestone dashboard conflict on the status date, while the sponsor demands immediate recovery action. Select TWO. Which two actions should the project manager take FIRST?

A. Rebaseline immediately using whichever report shows the larger variance.

B. Reconcile source data, status dates, definitions and assumptions.

C. Withhold status until the next reporting cycle.

D. Authorise overtime before identifying the cause.

E. Analyse the cause and integrated forecast effect once the evidence is reconciled.

Question 80. The logistics firm is delivering a warehouse automation using approved baselines, defined stage gates and formal change authority. During execution, new remote team members have procedures but lack tacit judgement. What is the BEST action?

A. identify the critical knowledge and transfer it through practical, accessible methods such as pairing, demonstration, documentation and guided practice

B. assume future teams can recreate the knowledge later

C. wait until closure to transfer the knowledge

D. rely on one summary email regardless of the knowledge type

Question 81. The mining company is delivering a water project using approved baselines, defined stage gates and formal change authority. During execution, a retrospective identifies a process change that reduces rework. What should the project manager do FIRST?

A. turn lessons into a measurable improvement, verify the effect and update reusable team or organisational practices when evidence supports the change

B. adopt a tool because it is popular rather than because it solves a defined problem

C. record lessons without changing practice

D. treat stakeholder seniority on the mining company project as sufficient authority even when the governance framework assigns the decision differently.

Question 82. The university is delivering a student portal through a hybrid model: fixed regulatory or contractual commitments coexist with iterative solution development. Enhanced matching equivalent: match each situation to the MOST appropriate response.








	1. Proposed predictive scope change
	A. Assess impact and use formal change authority





	2. New non-urgent agile feature
	B. Refine and prioritise through backlog



	3. Known risk trigger
	C. Execute the planned response



	4. Active production outage
	D. Contain and resolve the issue





A. 1-C, 2-D, 3-B, 4-A

B. 1-D, 2-C, 3-A, 4-B

C. 1-A, 2-B, 3-C, 4-D

D. 1-B, 2-A, 3-D, 4-C

Question 83. The telecom provider is delivering a network upgrade using approved baselines, defined stage gates and formal change authority. During execution, two groups use the word 'complete' differently, causing repeated hand-off disputes. What is the BEST action?

A. expand scope quietly to satisfy everyone

B. make the conflicting expectations explicit and facilitate agreement on current objectives, acceptance conditions and constraints

C. escalate the stakeholder concern on the telecom provider project before checking the commitment evidence or engaging the affected people directly.

D. wait until final acceptance to resolve the difference

Question 84. The fintech is delivering a fraud product using approved baselines, defined stage gates and formal change authority. During execution, usage data show a low-cost feature creates most benefit while expensive planned features have weak evidence of value. What should the project manager do FIRST?

A. treat the dashboard for the fintech project as authoritative even though its source data cannot be reconciled.

B. continue expensive work only because it was planned first

C. use current evidence with the relevant product, benefit and governance stakeholders to prioritise value, examine incremental delivery and establish benefit measurement

D. treat scope completion as proof that benefits are realised

Question 85. The insurer is developing a claims product through short iterations, a prioritised backlog and frequent stakeholder reviews. During execution, a competitor releases technology that sharply reduces the expected value of planned features. What should the project manager do NEXT?

A. increase scope on the insurer project to justify past expenditure before reassessing remaining benefit, cost and opportunity cost.

B. verify the external signal, assess impact on value and delivery, and use the appropriate risk, product and governance paths to adapt proportionately

C. redesign the project before verifying the signal

D. ignore external change until failure or enforcement occurs

Question 86. The constructor is delivering a high-rise project using approved baselines, defined stage gates and formal change authority. During execution, a functional manager and the project team dispute a scarce resource and each believes the other broke an agreement. What is the BEST action?

A. ignore the conflict until it affects a milestone

B. interpret missed commitments on the constructor project as lack of motivation before checking capacity, dependencies, role clarity and workload.

C. choose a side personally before hearing the parties

D. understand the conflict source and context, then facilitate a fact-based and respectful resolution at the lowest responsible level

Question 87. The fintech is developing a fraud product through short iterations, a prioritised backlog and frequent stakeholder reviews. During execution, stable regulatory hardware requirements coexist with an uncertain customer-facing interface that needs rapid feedback. What should the project manager do FIRST?

A. choose the method used on the previous project because it is familiar

B. assess current uncertainty, dependencies, governance and information needs, then tailor and maintain an integrated delivery strategy across the affected work

C. allow workstreams to plan independently without managing interfaces

D. proceed on the current assumption for the fintech project and defer verification of the requirement until after the next gate.

Question 88. The insurer is delivering a claims product using approved baselines, defined stage gates and formal change authority. A business stakeholder says the project missed a promised capability, but the signed requirements do not clearly support the claim and the relationship is becoming strained. Select TWO. Which two actions should the project manager take FIRST?

A. Escalate the dispute before reviewing evidence or speaking directly.

B. Meet the stakeholder and relevant team member to understand the concern and decision need.

C. Send the same requirements document again without discussion.

D. Review approved requirements, decision records and communication history to determine the actual commitment.

E. Promise extra scope immediately to restore the relationship.

Question 89. The pharma company is delivering a lab system using approved baselines, defined stage gates and formal change authority. During execution, a response would cost more than the maximum credible risk impact and provides no other benefit. What is the BEST action?

A. eliminate every risk regardless of response cost

B. remove the risk from the pharma company project register after assigning an owner, even though the exposure remains active.

C. close a risk merely because response work is complete

D. reassess exposure and residual risk, then select or escalate a proportionate response according to thresholds, value and risk appetite

Question 90. The commercial bank is developing a digital onboarding service through short iterations, a prioritised backlog and frequent stakeholder reviews. During execution, a critical-path activity is forecast to finish ten days late. What should the project manager do FIRST?

A. reset the performance baseline for the commercial bank project to current results before analysing whether corrective action or approval is required.

B. analyse the schedule or flow cause, critical dependencies and integrated forecast before selecting recovery or compression

C. raise velocity targets to pressure the team

D. crash or add resources immediately without diagnosis

Question 91. The food manufacturer is developing an automation line through short iterations, a prioritised backlog and frequent stakeholder reviews. During execution, a newly affected community group was missing from the original stakeholder analysis. What should the project manager do NEXT?

A. escalate the stakeholder concern on the food manufacturer project before checking the commitment evidence or engaging the affected people directly.

B. escalate before attempting direct engagement

C. send more of the same communication without diagnosing the problem

D. analyse the stakeholder's current needs, influence and barriers, then tailor engagement and communication to support useful participation

Question 92. The constructor is delivering a high-rise project through a hybrid model: fixed regulatory or contractual commitments coexist with iterative solution development. During execution, a planned work item is too large to complete and validate inside a useful feedback cycle. What is the BEST action?

A. clarify the requirement and acceptance conditions, then use the scope or product mechanism appropriate to the delivery approach before committing work

B. start unclear or unapproved work immediately

C. reject all changes once planning is complete

D. let each team define the scope independently

Question 93. The hospital network is developing a patient referral platform through short iterations, a prioritised backlog and frequent stakeholder reviews. During execution, a known risk trigger occurs and the approved response has an owner. What should the project manager do FIRST?

A. act on the current issue state by executing planned responses, containing active problems and escalating only when access or authority genuinely lies elsewhere

B. repeat risk identification after the trigger occurs

C. treat logging as a substitute for recovery

D. remove the risk from the hospital network project register after assigning an owner, even though the exposure remains active.

Question 94. The university is delivering a student portal through a hybrid model: fixed regulatory or contractual commitments coexist with iterative solution development. During execution, a new member misses commitments because a specialised tool is unfamiliar. What should the project manager do NEXT?

A. escalate all team problems to the sponsor

B. escalate the stakeholder concern on the university project before checking the commitment evidence or engaging the affected people directly.

C. match the leadership response to the cause, clarify expectations and decision boundaries, and support responsible team performance

D. apply the same directive leadership style to every situation

Question 95. The mining company is developing a water project through short iterations, a prioritised backlog and frequent stakeholder reviews. During execution, one critical role has no backup and is a single point of failure. What is the BEST action?

A. increase commitments despite reduced capacity

B. analyse real capacity, capability, priorities and dependencies, then optimise allocation or resilience with the relevant managers and teams

C. escalate the stakeholder concern on the mining company project before checking the commitment evidence or engaging the affected people directly.

D. split scarce resources equally without considering need

Question 96. The hospital network is delivering a patient referral platform using approved baselines, defined stage gates and formal change authority. Pull-down equivalent: complete the sequence: 'material variance detected -> ______ -> choose/authorise response -> implement -> verify.'

A. analyse the cause, significance and forecast effect

B. close the project

C. change the baseline immediately

D. escalate every variance

Question 97. The retail chain is delivering a fulfilment platform using approved baselines, defined stage gates and formal change authority. A new accessibility directive may affect the customer-facing interface before launch, but the team has not confirmed its legal applicability or scope. Select TWO. Which two actions should the project manager take FIRST?

A. Redesign the entire solution based on the preliminary interpretation.

B. Verify applicability, effective date and required standard with appropriate expertise.

C. Ask the sponsor to waive any binding accessibility duty.

D. Wait until a complaint or enforcement action occurs.

E. Assess the likely effect on scope, schedule, cost, risk, value and governance once the requirement is understood.

Question 98. The hospital network is developing a patient referral platform through short iterations, a prioritised backlog and frequent stakeholder reviews. During execution, vendor data show recurring quality failures despite on-time delivery. What is the BEST action?

A. terminate the supplier immediately without reviewing the agreement

B. use the agreement and procurement strategy to assess impact, manage supplier performance and apply a contract structure or recovery mechanism suited to the uncertainty and risk

C. use no written commercial controls because agile work is flexible

D. ignore quality because schedule is green

Question 99. The solar developer is developing a grid expansion through short iterations, a prioritised backlog and frequent stakeholder reviews. During execution, two experienced specialists disagree strongly about a technical approach that is inside the team's authority. What should the project manager do FIRST?

A. bypass the authorised decision route for the solar developer project because the preferred option appears operationally obvious.

B. understand the conflict source and context, then facilitate a fact-based and respectful resolution at the lowest responsible level

C. escalate immediately to the sponsor without discussing the issue

D. ignore the conflict until it affects a milestone

Question 100. The telecom provider is delivering a network upgrade using approved baselines, defined stage gates and formal change authority. During execution, a stakeholder asks the team to start an additional feature before the applicable analysis and decision step. What should the project manager do NEXT?

A. clarify the requirement and acceptance conditions, then use the scope or product mechanism appropriate to the delivery approach before committing work

B. promise additional scope for the telecom provider project to restore confidence before assessing authority, value or impact.

C. let each team define the scope independently

D. start unclear or unapproved work immediately

Question 101. The fintech is developing a fraud product through short iterations, a prioritised backlog and frequent stakeholder reviews. Practicum/data item: at Month 6, which conclusion is BEST supported by the earned-value trend?

[image: Earned value trend chart comparing planned value, earned value and actual cost over six months.]

Practicum/data item: earned-value trend

A. EV is below PV and AC is above EV, so earned-value schedule and cost performance are both unfavourable

B. actual cost should be compared with PV to calculate CPI

C. treat the dashboard for the fintech project as authoritative even though its source data cannot be reconciled.

D. the project is ahead of schedule and under budget

Question 102. The transport authority is delivering a ticketing programme using approved baselines, defined stage gates and formal change authority. During execution, a high-influence stakeholder has stopped attending reviews and later rejects decisions. What should the project manager do FIRST?

A. analyse the stakeholder's current needs, influence and barriers, then tailor engagement and communication to support useful participation

B. escalate the stakeholder concern on the transport authority project before checking the commitment evidence or engaging the affected people directly.

C. send more of the same communication without diagnosing the problem

D. remove the stakeholder from the register

Question 103. The logistics firm is delivering a warehouse automation through a hybrid model: fixed regulatory or contractual commitments coexist with iterative solution development. During execution, acceptance is signed and continuing benefit measurement has an assigned operational owner. What should the project manager do NEXT?

A. close immediately because build work is finished

B. complete the authorised closure or termination path, including transition readiness, obligations, knowledge and ownership of continuing benefits

C. protect the original plan for the logistics firm project even though current evidence shows that the expected outcome has materially changed.

D. abandon records and obligations after cancellation

Question 104. The government ministry is delivering a benefits platform through a hybrid model: fixed regulatory or contractual commitments coexist with iterative solution development. During execution, a functional manager and the project team dispute a scarce resource and each believes the other broke an agreement. What is the BEST action?

A. interpret missed commitments on the government ministry project as lack of motivation before checking capacity, dependencies, role clarity and workload.

B. choose a side personally before hearing the parties

C. ignore the conflict until it affects a milestone

D. understand the conflict source and context, then facilitate a fact-based and respectful resolution at the lowest responsible level

Question 105. The telecom provider is developing a network upgrade through short iterations, a prioritised backlog and frequent stakeholder reviews. A cybersecurity authority issues guidance that may change evidence required for the next release, but applicability is uncertain. Select TWO. Which two actions should the project manager take FIRST?

A. Assess the potential effect on release value, scope, schedule, risk and governance.

B. Verify applicability and required evidence with appropriate security or compliance expertise.

C. Ignore the guidance until a release is rejected.

D. Redesign the architecture immediately before interpretation.

E. Ask the product owner to waive the external requirement.

END OF INDEPENDENT SECTION A

Review Questions 31-105 now. When you begin the break, treat Questions 1-105 as locked for the remainder of the simulation.

BREAK 2 - 10 MINUTES

Resume the 240-minute exam timer only when you begin Question 106.

INDEPENDENT QUESTION PORTION - SECTION B

QUESTIONS 106-180

Question 106. The airline is delivering a maintenance system using approved baselines, defined stage gates and formal change authority. During execution, unplanned operational support is consuming 30 per cent of team capacity. What should the project manager do NEXT?

A. increase commitments despite reduced capacity

B. assign additional work on the airline project to test commitment before confirming actual availability and capability.

C. analyse real capacity, capability, priorities and dependencies, then optimise allocation or resilience with the relevant managers and teams

D. ignore a single point of failure because it has not failed before

Question 107. The fintech is developing a fraud product through short iterations, a prioritised backlog and frequent stakeholder reviews. During execution, two groups use the word 'complete' differently, causing repeated hand-off disputes. What is the BEST action?

A. make the conflicting expectations explicit and facilitate agreement on current objectives, acceptance conditions and constraints

B. wait until final acceptance to resolve the difference

C. expand scope quietly to satisfy everyone

D. promise additional scope for the fintech project to restore confidence before assessing authority, value or impact.

Question 108. The university is delivering a student portal through a hybrid model: fixed regulatory or contractual commitments coexist with iterative solution development. During execution, a requested deliverable is vague and teams interpret it differently. What should the project manager do FIRST?

A. update project records for the university project and treat documentation alone as resolution of the underlying problem.

B. clarify the requirement and acceptance conditions, then use the scope or product mechanism appropriate to the delivery approach before committing work

C. reject all changes once planning is complete

D. start unclear or unapproved work immediately

Question 109. The constructor is delivering a high-rise project using approved baselines, defined stage gates and formal change authority. During execution, a senior stakeholder asks the team to begin a change while approval is still pending. What should the project manager do NEXT?

A. use the existing report for the constructor project as proof that stakeholder understanding has already been achieved.

B. treat a request as though it were already approved

C. use the correct change mechanism for the current state: implement approved changes, hold pending changes at the authorised state, and coordinate adaptive and formal paths in hybrid work

D. repeat approval after it is complete instead of implementing

Question 110. The hospital network is developing a patient referral platform through short iterations, a prioritised backlog and frequent stakeholder reviews. During execution, a functional manager and the project team dispute a scarce resource and each believes the other broke an agreement. What is the BEST action?

A. escalate immediately to the sponsor without discussing the issue

B. understand the conflict source and context, then facilitate a fact-based and respectful resolution at the lowest responsible level

C. replace the constrained resource on the hospital network project immediately without assessing the integrated effect on knowledge and dependencies.

D. ignore the conflict until it affects a milestone

Question 111. The food manufacturer is delivering an automation line through a hybrid model: fixed regulatory or contractual commitments coexist with iterative solution development. Point-and-click equivalent: which numbered activity node is the longer of the two activities leaving Start?

[image: Schedule network diagram with labelled activity nodes for critical-path interpretation.]

Static point-and-click simulation: schedule network

A. Node 3 - Activity B (7 days)

B. Node 5 - Activity D (3 days)

C. Node 6 - Finish

D. Node 2 - Activity A (4 days)

Question 112. The logistics firm is delivering a warehouse automation through a hybrid model: fixed regulatory or contractual commitments coexist with iterative solution development. During execution, stakeholder expectations are based on an obsolete prototype. What should the project manager do NEXT?

A. make the conflicting expectations explicit and facilitate agreement on current objectives, acceptance conditions and constraints

B. allow each stakeholder group to keep a different expectation

C. expand scope quietly to satisfy everyone

D. increase communication frequency for the logistics firm project without first establishing what decision, concern or information gap must be addressed.

Question 113. The university is delivering a student portal using approved baselines, defined stage gates and formal change authority. During execution, multiple steering groups issue conflicting instructions. What is the BEST action?

A. follow whichever steering instruction arrived last

B. treat stakeholder seniority on the university project as sufficient authority even when the governance framework assigns the decision differently.

C. escalate every issue regardless of threshold

D. clarify governance, decision rights and thresholds, then prepare evidence and route decisions to the authorised role when authority is exceeded

Question 114. The pharma company is developing a lab system through short iterations, a prioritised backlog and frequent stakeholder reviews. During execution, three teams request the same specialist during the same two-week period. What should the project manager do FIRST?

A. ignore a single point of failure because it has not failed before

B. analyse real capacity, capability, priorities and dependencies, then optimise allocation or resilience with the relevant managers and teams

C. promise additional scope for the pharma company project to restore confidence before assessing authority, value or impact.

D. split scarce resources equally without considering need

Question 115. The fintech is delivering a fraud product using approved baselines, defined stage gates and formal change authority. During execution, an internal customer demands an earlier release but cannot explain the business outcome behind the date. What should the project manager do NEXT?

A. continue the fintech project because money already spent must be recovered, even if remaining value no longer justifies the work.

B. hide uncertainty until the team is certain

C. clarify the underlying expectation and outcome, explain evidence and uncertainty, and maintain a feedback loop before changing commitments

D. ignore the concern because delivery metrics are green

Question 116. The transport authority is developing a ticketing programme through short iterations, a prioritised backlog and frequent stakeholder reviews. The throughput report and release dashboard use different definitions of complete and show contradictory performance trends; leaders request a recovery plan now. Select TWO. Which two actions should the project manager take FIRST?

A. Analyse the integrated cause and forecast effect after establishing reliable evidence.

B. Commit to extra staffing immediately.

C. Reconcile definitions, source data and assumptions between the two reports.

D. Change the release baseline without approval.

E. Report only the more favourable metric.

Question 117. The retail chain is delivering a fulfilment platform using approved baselines, defined stage gates and formal change authority. During execution, a retrospective identifies a process change that reduces rework. What should the project manager do FIRST?

A. make the decision for the retail chain project at project level to avoid delay even though governance assigns the authority elsewhere.

B. adopt a tool because it is popular rather than because it solves a defined problem

C. turn lessons into a measurable improvement, verify the effect and update reusable team or organisational practices when evidence supports the change

D. record lessons without changing practice

Question 118. The mining company is delivering a water project through a hybrid model: fixed regulatory or contractual commitments coexist with iterative solution development. Enhanced matching equivalent: match each situation to the MOST appropriate response.








	1. Proposed predictive scope change
	A. Assess impact and use formal change authority





	2. New non-urgent agile feature
	B. Refine and prioritise through backlog



	3. Known risk trigger
	C. Execute the planned response



	4. Active production outage
	D. Contain and resolve the issue





A. 1-B, 2-A, 3-D, 4-C

B. 1-A, 2-B, 3-C, 4-D

C. 1-D, 2-C, 3-A, 4-B

D. 1-C, 2-D, 3-B, 4-A

Question 119. The city council is delivering a permitting service using approved baselines, defined stage gates and formal change authority. During execution, vendor data show recurring quality failures despite on-time delivery. What is the BEST action?

A. use no written commercial controls because agile work is flexible

B. treat the supplier problem on the city council project as an internal team issue and bypass the contractual route.

C. use the agreement and procurement strategy to assess impact, manage supplier performance and apply a contract structure or recovery mechanism suited to the uncertainty and risk

D. ignore quality because schedule is green

Question 120. The logistics firm is delivering a warehouse automation using approved baselines, defined stage gates and formal change authority. During execution, a specialist who holds critical integration knowledge will leave in three weeks. What should the project manager do FIRST?

A. rely on one summary email regardless of the knowledge type

B. assume future teams can recreate the knowledge later

C. identify the critical knowledge and transfer it through practical, accessible methods such as pairing, demonstration, documentation and guided practice

D. treat the learning gap on the logistics firm project as deliberate poor performance before discussing evidence and support needs.

Question 121. The fintech is developing a fraud product through short iterations, a prioritised backlog and frequent stakeholder reviews. During execution, a senior stakeholder asks the team to begin a change while approval is still pending. What should the project manager do NEXT?

A. repeat approval after it is complete instead of implementing

B. increase communication frequency for the fintech project without first establishing what decision, concern or information gap must be addressed.

C. use backlog reprioritisation to bypass a controlled contractual commitment

D. use the correct change mechanism for the current state: implement approved changes, hold pending changes at the authorised state, and coordinate adaptive and formal paths in hybrid work

Question 122. The university is developing a student portal through short iterations, a prioritised backlog and frequent stakeholder reviews. During execution, failure costs are rising while the team proposes removing preventive testing. What is the BEST action?

A. address the quality problem at the appropriate level by containing serious exposure, analysing root cause and considering total cost of quality and compliance

B. optimise only inspection cost while ignoring failure cost

C. protect the date by releasing a known safety defect

D. accept repeated defects because they have been repaired before

Question 123. The retail chain is developing a fulfilment platform through short iterations, a prioritised backlog and frequent stakeholder reviews. During execution, a high-influence stakeholder has stopped attending reviews and later rejects decisions. What should the project manager do FIRST?

A. send more of the same communication without diagnosing the problem

B. use the existing report for the retail chain project as proof that stakeholder understanding has already been achieved.

C. remove the stakeholder from the register

D. analyse the stakeholder's current needs, influence and barriers, then tailor engagement and communication to support useful participation

Question 124. The media company is delivering a subscription product using approved baselines, defined stage gates and formal change authority. The schedule dashboard and cost report show a material variance but use different status dates; executives want corrective action today. Select TWO. Which two actions should the project manager take FIRST?

A. Analyse the underlying cause and integrated forecast effect after reconciling the evidence.

B. Conceal the discrepancy until the next monthly report.

C. Authorise overtime before diagnosis.

D. Reconcile status dates, definitions, source data and assumptions.

E. Reset the baseline immediately to current performance.

Question 125. The university is delivering a student portal through a hybrid model: fixed regulatory or contractual commitments coexist with iterative solution development. During execution, an impediment has resisted team-level attempts and now requires access controlled by another department. What is the BEST action?

A. treat logging as a substitute for recovery

B. keep repeating the same team-level action when authority is external

C. act on the current issue state by executing planned responses, containing active problems and escalating only when access or authority genuinely lies elsewhere

D. make the decision for the university project at project level to avoid delay even though governance assigns the authority elsewhere.

Question 126. The non-profit is delivering a donor platform through a hybrid model: fixed regulatory or contractual commitments coexist with iterative solution development. During execution, customer satisfaction is falling even though schedule and cost indicators are green. What should the project manager do FIRST?

A. crash work on the non-profit project immediately before confirming the critical path, cause of delay and cost-risk trade-off.

B. change commitments immediately to satisfy the request

C. ignore the concern because delivery metrics are green

D. clarify the underlying expectation and outcome, explain evidence and uncertainty, and maintain a feedback loop before changing commitments

Question 127. Graphic-Based Question. The mining company is delivering a water project using approved baselines, defined stage gates and formal change authority. Refer to the cumulative-flow chart. Which pattern deserves the MOST attention?

[image: Cumulative flow diagram showing completed, test-complete and development-started work over time.]

Graphic-based item: cumulative-flow diagram

A. escalate every decision on the graphic-based question project automatically rather than acting inside established authority and thresholds.

B. the chart proves stakeholder satisfaction is falling

C. all stages are moving at exactly the same rate

D. the widening gap between development started and downstream completion suggests growing work in progress or a bottleneck

Question 128. The logistics firm is developing a warehouse automation through short iterations, a prioritised backlog and frequent stakeholder reviews. During execution, a confidential risk must reach governance without broad disclosure. What is the BEST action?

A. tailor communication to decision needs, establish a current source of truth, and control access according to sensitivity and governance

B. publish sensitive information to every stakeholder

C. escalate every decision on the logistics firm project automatically rather than acting inside established authority and thresholds.

D. send more information without changing its usefulness

Question 129. The utility is delivering a smart-meter rollout using approved baselines, defined stage gates and formal change authority. During execution, training attendance is high but users still perform 35 per cent of transactions in the old system. What should the project manager do FIRST?

A. launch despite clear operational unreadiness

B. declare adoption complete because training attendance is high

C. assess adoption and cultural barriers using behaviour and readiness evidence, then coordinate the leadership, process and transition actions needed for change

D. keep critical knowledge concentrated in one specialist on the utility project until transition is complete.

Question 130. The media company is developing a subscription product through short iterations, a prioritised backlog and frequent stakeholder reviews. Practicum/data item: at Month 6, which conclusion is BEST supported by the earned-value trend?

[image: Earned value trend chart comparing planned value, earned value and actual cost over six months.]

Practicum/data item: earned-value trend

A. EV is below PV and AC is above EV, so earned-value schedule and cost performance are both unfavourable

B. the chart proves business benefits are not being realised

C. publish the conflicting figures for the media company project as a decision basis and add a disclaimer instead of verifying them.

D. actual cost should be compared with PV to calculate CPI

Question 131. The food manufacturer is delivering an automation line using approved baselines, defined stage gates and formal change authority. During execution, different groups interpret the same success measure differently, causing contradictory decisions. What is the BEST action?

A. use the existing report for the food manufacturer project as proof that stakeholder understanding has already been achieved.

B. facilitate alignment on the shared outcome, success criteria and current project vision with the relevant stakeholders

C. follow the most senior stakeholder's interpretation without discussion

D. continue delivery and resolve the disagreement at acceptance

Question 132. The government ministry is developing a benefits platform through short iterations, a prioritised backlog and frequent stakeholder reviews. During execution, a supplier misses a contractual milestone and the agreement contains a recovery process. What should the project manager do FIRST?

A. move the supplier work into the internal team for the government ministry project before assessing contractual and integrated impacts.

B. terminate the supplier immediately without reviewing the agreement

C. use the agreement and procurement strategy to assess impact, manage supplier performance and apply a contract structure or recovery mechanism suited to the uncertainty and risk

D. use no written commercial controls because agile work is flexible

Question 133. The solar developer is delivering a grid expansion through a hybrid model: fixed regulatory or contractual commitments coexist with iterative solution development. The grid operator issues a new connection requirement that may affect both a fixed interface and iterative control software, but the interpretation is not final. Select TWO. Which two actions should the project manager take FIRST?

A. Verify applicability, technical meaning and effective date with appropriate specialists.

B. Ask the sponsor to treat a binding grid rule as optional.

C. Assess likely effects across the controlled interface, backlog, schedule, cost, risk, value and governance.

D. Redesign both workstreams before the requirement is interpreted.

E. Wait until connection testing fails.

Question 134. The non-profit is delivering a donor platform using approved baselines, defined stage gates and formal change authority. During execution, a confidential risk must reach governance without broad disclosure. What is the BEST action?

A. send more information without changing its usefulness

B. tailor communication to decision needs, establish a current source of truth, and control access according to sensitivity and governance

C. publish sensitive information to every stakeholder

D. make the decision for the non-profit project at project level to avoid delay even though governance assigns the authority elsewhere.

Question 135. The utility is developing a smart-meter rollout through short iterations, a prioritised backlog and frequent stakeholder reviews. Pull-down equivalent: complete the sequence: 'material variance detected -> ______ -> choose/authorise response -> implement -> verify.'

A. analyse the cause, significance and forecast effect

B. change the baseline immediately

C. close the project

D. escalate every variance

Question 136. The hospital network is delivering a patient referral platform using approved baselines, defined stage gates and formal change authority. During execution, a newly affected community group was missing from the original stakeholder analysis. What should the project manager do NEXT?

A. escalate the stakeholder concern on the hospital network project before checking the commitment evidence or engaging the affected people directly.

B. analyse the stakeholder's current needs, influence and barriers, then tailor engagement and communication to support useful participation

C. send more of the same communication without diagnosing the problem

D. escalate before attempting direct engagement

Question 137. The constructor is developing a high-rise project through short iterations, a prioritised backlog and frequent stakeholder reviews. During execution, required audit evidence exists but authorised reviewers cannot access it. What is the BEST action?

A. use an unapproved tool because productivity is valuable

B. trade legal or security requirements for schedule convenience

C. treat inaccessible compliance evidence as sufficient

D. protect the mandatory requirement, use authorised data and evidence controls, assess project impact and follow the proper compliance and governance path

Question 138. The fintech is developing a fraud product through short iterations, a prioritised backlog and frequent stakeholder reviews. During execution, the deliverable is technically complete but operations has not accepted support responsibility. What should the project manager do FIRST?

A. complete the authorised closure or termination path, including transition readiness, obligations, knowledge and ownership of continuing benefits

B. keep every project open until all benefits are realised

C. release final obligations on the fintech project because technical testing passed, even though formal closure evidence is incomplete.

D. close immediately because build work is finished

Question 139. The hospital network is delivering a patient referral platform using approved baselines, defined stage gates and formal change authority. During execution, stakeholder expectations are based on an obsolete prototype. What should the project manager do NEXT?

A. increase communication frequency for the hospital network project without first establishing what decision, concern or information gap must be addressed.

B. allow each stakeholder group to keep a different expectation

C. expand scope quietly to satisfy everyone

D. make the conflicting expectations explicit and facilitate agreement on current objectives, acceptance conditions and constraints

Question 140. The telecom provider is delivering a network upgrade using approved baselines, defined stage gates and formal change authority. During execution, the business case assumes user adoption but no benefit measurement system exists. What is the BEST action?

A. continue the telecom provider project because money already spent must be recovered, even if remaining value no longer justifies the work.

B. continue expensive work only because it was planned first

C. delay all benefit measurement until long after closure

D. use current evidence with the relevant product, benefit and governance stakeholders to prioritise value, examine incremental delivery and establish benefit measurement

Question 141. The airline is delivering a maintenance system using approved baselines, defined stage gates and formal change authority. The aviation authority publishes an amendment that may change maintenance-system audit evidence, but the project has not confirmed applicability. Select TWO. Which two actions should the project manager take FIRST?

A. Wait until an audit failure proves the amendment applies.

B. Assess the likely effect on scope, schedule, cost, risk, value and governance.

C. Rebuild the evidence package immediately without interpretation.

D. Verify applicability and required evidence with aviation-compliance expertise.

E. Ask the operational sponsor to waive the regulatory amendment.

Question 142. The food manufacturer is developing an automation line through short iterations, a prioritised backlog and frequent stakeholder reviews. During execution, lessons are documented but teams repeat the same mistake because nobody uses them. What should the project manager do NEXT?

A. rely on one summary email regardless of the knowledge type

B. escalate the stakeholder concern on the food manufacturer project before checking the commitment evidence or engaging the affected people directly.

C. identify the critical knowledge and transfer it through practical, accessible methods such as pairing, demonstration, documentation and guided practice

D. assume future teams can recreate the knowledge later

Question 143. Graphic-Based Question. The logistics firm is delivering a warehouse automation through a hybrid model: fixed regulatory or contractual commitments coexist with iterative solution development. Refer to the burnup chart. What does the chart MOST strongly indicate?

[image: Burnup chart showing completed work rising across iterations against total scope.]

Graphic-based item: burnup chart

A. scope is fixed because the upper line is above the lower line

B. reset the performance baseline for the graphic-based question project to current results before analysing whether corrective action or approval is required.

C. completed work is increasing, but total scope has also increased; examine scope growth and the remaining gap before forecasting completion

D. the team has finished all current scope

Question 144. The airline is delivering a maintenance system using approved baselines, defined stage gates and formal change authority. During execution, a capable team waits for the project manager to approve routine decisions that sit inside the team's responsibility. What should the project manager do FIRST?

A. escalate all team problems to the sponsor

B. increase communication frequency for the airline project without first establishing what decision, concern or information gap must be addressed.

C. match the leadership response to the cause, clarify expectations and decision boundaries, and support responsible team performance

D. ignore behaviour or skill gaps as long as some output is produced

Question 145. The telecom provider is delivering a network upgrade using approved baselines, defined stage gates and formal change authority. During execution, the team wants to upload confidential data to an unapproved external AI service. What should the project manager do NEXT?

A. share the model output for the telecom provider project broadly before confirming whether the data and tool use are authorised.

B. protect the mandatory requirement, use authorised data and evidence controls, assess project impact and follow the proper compliance and governance path

C. use an unapproved tool because productivity is valuable

D. treat inaccessible compliance evidence as sufficient

Question 146. The airline is delivering a maintenance system through a hybrid model: fixed regulatory or contractual commitments coexist with iterative solution development. Enhanced matching equivalent: match each situation to the MOST appropriate response.








	1. Proposed predictive scope change
	A. Assess impact and use formal change authority





	2. New non-urgent agile feature
	B. Refine and prioritise through backlog



	3. Known risk trigger
	C. Execute the planned response



	4. Active production outage
	D. Contain and resolve the issue





A. 1-D, 2-C, 3-A, 4-B

B. 1-B, 2-A, 3-D, 4-C

C. 1-A, 2-B, 3-C, 4-D

D. 1-C, 2-D, 3-B, 4-A

Question 147. The media company is delivering a subscription product using approved baselines, defined stage gates and formal change authority. During execution, two experienced specialists disagree strongly about a technical approach that is inside the team's authority. What should the project manager do FIRST?

A. understand the conflict source and context, then facilitate a fact-based and respectful resolution at the lowest responsible level

B. escalate every decision on the media company project automatically rather than acting inside established authority and thresholds.

C. ignore the conflict until it affects a milestone

D. escalate immediately to the sponsor without discussing the issue

Question 148. The food manufacturer is delivering an automation line through a hybrid model: fixed regulatory or contractual commitments coexist with iterative solution development. During execution, an easy-to-collect metric does not support any decision or outcome. What should the project manager do NEXT?

A. choose the most favourable figure

B. reconcile definitions, sources and assumptions, then report the evidence most useful for decisions while verifying AI-generated output before reliance

C. treat the dashboard for the food manufacturer project as authoritative even though its source data cannot be reconciled.

D. treat automated output as fact because it was generated by AI

Question 149. The constructor is delivering a high-rise project through a hybrid model: fixed regulatory or contractual commitments coexist with iterative solution development. During execution, one requested change affects both an adaptable feature and a signed supplier interface. What is the BEST action?

A. treat the supplier problem on the constructor project as an internal team issue and bypass the contractual route.

B. treat a request as though it were already approved

C. use backlog reprioritisation to bypass a controlled contractual commitment

D. use the correct change mechanism for the current state: implement approved changes, hold pending changes at the authorised state, and coordinate adaptive and formal paths in hybrid work

Question 150. The commercial bank is delivering a digital onboarding service using approved baselines, defined stage gates and formal change authority. A stakeholder says the project promised a biometric feature; the approved scope does not show it, but early emails are ambiguous and trust is deteriorating. Select TWO. Which two actions should the project manager take FIRST?

A. Review approved scope, decision records and communication history to establish the actual commitment.

B. Resend the same weekly report and avoid discussion.

C. Meet the stakeholder to understand the concern, decision need and source of expectation.

D. Promise the feature before impact analysis.

E. Escalate immediately without establishing the facts.

Question 151. The city council is delivering a permitting service through a hybrid model: fixed regulatory or contractual commitments coexist with iterative solution development. During execution, a sponsor wants to use management reserve for an unapproved feature. What should the project manager do NEXT?

A. request more budget before analysing the variance

B. analyse the financial cause and forecast effect, then use the authorised reserve, contingency or change-governance mechanism for the specific need

C. use reserves as discretionary money for unapproved scope

D. rebaseline the city council project immediately before the requested change has been analysed and authorised.

Question 152. The constructor is delivering a high-rise project through a hybrid model: fixed regulatory or contractual commitments coexist with iterative solution development. During execution, a stakeholder receives frequent updates but still cannot see how decisions affect operations. What is the BEST action?

A. remove the stakeholder from the register

B. analyse the stakeholder's current needs, influence and barriers, then tailor engagement and communication to support useful participation

C. send more of the same communication without diagnosing the problem

D. promise additional scope for the constructor project to restore confidence before assessing authority, value or impact.

Question 153. The government ministry is delivering a benefits platform through a hybrid model: fixed regulatory or contractual commitments coexist with iterative solution development. During execution, new evidence doubles the probability of a high-impact risk that already has a response. What should the project manager do FIRST?

A. close the risk for the government ministry project because a response has been planned, without monitoring triggers, residual exposure or ownership.

B. close a risk merely because response work is complete

C. reassess exposure and residual risk, then select or escalate a proportionate response according to thresholds, value and risk appetite

D. eliminate every risk regardless of response cost

Question 154. The retail chain is delivering a fulfilment platform using approved baselines, defined stage gates and formal change authority. During execution, cycle time and work in progress have both risen for four consecutive periods. What should the project manager do NEXT?

A. analyse the schedule or flow cause, critical dependencies and integrated forecast before selecting recovery or compression

B. raise velocity targets to pressure the team

C. move a committed date without authority

D. bypass the authorised decision route for the retail chain project because the preferred option appears operationally obvious.

Question 155. The logistics firm is delivering a warehouse automation using approved baselines, defined stage gates and formal change authority. Point-and-click equivalent: which numbered activity node is the longer of the two activities leaving Start?

[image: Schedule network diagram with labelled activity nodes for critical-path interpretation.]

Static point-and-click simulation: schedule network

A. Node 3 - Activity B (7 days)

B. Node 2 - Activity A (4 days)

C. Node 6 - Finish

D. Node 5 - Activity D (3 days)

Question 156. The hospital network is developing a patient referral platform through short iterations, a prioritised backlog and frequent stakeholder reviews. During execution, a requested deliverable is vague and teams interpret it differently. What should the project manager do FIRST?

A. reject all changes once planning is complete

B. clarify the requirement and acceptance conditions, then use the scope or product mechanism appropriate to the delivery approach before committing work

C. increase communication frequency for the hospital network project without first establishing what decision, concern or information gap must be addressed.

D. let each team define the scope independently

Question 157. The pharma company is developing a lab system through short iterations, a prioritised backlog and frequent stakeholder reviews. During execution, a competitor releases technology that sharply reduces the expected value of planned features. What should the project manager do NEXT?

A. ignore external change until failure or enforcement occurs

B. continue the pharma company project because money already spent must be recovered, even if remaining value no longer justifies the work.

C. verify the external signal, assess impact on value and delivery, and use the appropriate risk, product and governance paths to adapt proportionately

D. continue unchanged only because the original plan was approved

Question 158. The mining company is delivering a water project through a hybrid model: fixed regulatory or contractual commitments coexist with iterative solution development. During execution, new remote team members have procedures but lack tacit judgement. What is the BEST action?

A. escalate the mining company project immediately without first determining whether the responsible team can resolve the matter inside its authority.

B. rely on one summary email regardless of the knowledge type

C. identify the critical knowledge and transfer it through practical, accessible methods such as pairing, demonstration, documentation and guided practice

D. wait until closure to transfer the knowledge

Question 159. Graphic-Based Question. The food manufacturer is developing an automation line through short iterations, a prioritised backlog and frequent stakeholder reviews. Which labelled risk on the matrix should receive the HIGHEST priority for response planning?

[image: Risk matrix with labelled risks A, B, C and D positioned by probability and impact.]

Graphic-based item: qualitative risk matrix

A. Risk C

B. Risk A

C. Risk B

D. Risk D

Question 160. The city council is delivering a permitting service using approved baselines, defined stage gates and formal change authority. A department head says the launch date was a firm commitment; the team says it was only a planning forecast, and the disagreement is escalating. Select TWO. Which two actions should the project manager take FIRST?

A. Promise extra scope to compensate before clarifying the commitment.

B. Send more status messages using the same wording.

C. Review the baseline, forecast history, decisions and communications to establish what was agreed.

D. Escalate immediately before direct clarification.

E. Meet the department head and relevant team members to reconcile expectations and decision needs.

Question 161. The fintech is delivering a fraud product using approved baselines, defined stage gates and formal change authority. During execution, an impediment has resisted team-level attempts and now requires access controlled by another department. What is the BEST action?

A. escalate every decision on the fintech project automatically rather than acting inside established authority and thresholds.

B. act on the current issue state by executing planned responses, containing active problems and escalating only when access or authority genuinely lies elsewhere

C. treat logging as a substitute for recovery

D. repeat risk identification after the trigger occurs

Question 162. The commercial bank is developing a digital onboarding service through short iterations, a prioritised backlog and frequent stakeholder reviews. During execution, stable regulatory hardware requirements coexist with an uncertain customer-facing interface that needs rapid feedback. What should the project manager do FIRST?

A. proceed on the current assumption for the commercial bank project and defer verification of the requirement until after the next gate.

B. choose the method used on the previous project because it is familiar

C. allow workstreams to plan independently without managing interfaces

D. assess current uncertainty, dependencies, governance and information needs, then tailor and maintain an integrated delivery strategy across the affected work

Question 163. The retail chain is delivering a fulfilment platform using approved baselines, defined stage gates and formal change authority. During execution, new market evidence has weakened the original project purpose but the team still follows the old vision. What should the project manager do NEXT?

A. allow each group on the retail chain project to keep its own definition of success until final acceptance.

B. facilitate alignment on the shared outcome, success criteria and current project vision with the relevant stakeholders

C. continue delivery and resolve the disagreement at acceptance

D. ask each group to maintain its own definition of success

Question 164. The transport authority is developing a ticketing programme through short iterations, a prioritised backlog and frequent stakeholder reviews. During execution, vendor data show recurring quality failures despite on-time delivery. What is the BEST action?

A. penalise or replace the supplier for the transport authority project immediately before reviewing the agreement, evidence or recovery mechanism.

B. terminate the supplier immediately without reviewing the agreement

C. ignore quality because schedule is green

D. use the agreement and procurement strategy to assess impact, manage supplier performance and apply a contract structure or recovery mechanism suited to the uncertainty and risk

Question 165. The insurer is delivering a claims product through a hybrid model: fixed regulatory or contractual commitments coexist with iterative solution development. During execution, a proposed regulation may materially affect the product but details are not yet final. What should the project manager do FIRST?

A. redesign the project before verifying the signal

B. proceed on the current assumption for the insurer project and defer verification of the requirement until after the next gate.

C. continue unchanged only because the original plan was approved

D. verify the external signal, assess impact on value and delivery, and use the appropriate risk, product and governance paths to adapt proportionately

Question 166. The telecom provider is delivering a network upgrade using approved baselines, defined stage gates and formal change authority. Practicum/data item: at Month 6, which conclusion is BEST supported by the earned-value trend?

[image: Earned value trend chart comparing planned value, earned value and actual cost over six months.]

Practicum/data item: earned-value trend

A. EV is below PV and AC is above EV, so earned-value schedule and cost performance are both unfavourable

B. actual cost should be compared with PV to calculate CPI

C. the chart proves business benefits are not being realised

D. change the forecast for the telecom provider project before confirming whether the underlying measures are comparable and current.

Question 167. The mining company is delivering a water project through a hybrid model: fixed regulatory or contractual commitments coexist with iterative solution development. During execution, a planned work item is too large to complete and validate inside a useful feedback cycle. What is the BEST action?

A. reject all changes once planning is complete

B. take immediate corrective action on the mining company project before establishing the cause, authority and integrated consequence.

C. clarify the requirement and acceptance conditions, then use the scope or product mechanism appropriate to the delivery approach before committing work

D. start unclear or unapproved work immediately

Question 168. The university is delivering a student portal using approved baselines, defined stage gates and formal change authority. During execution, two senior stakeholders define success differently and team priorities are diverging. What should the project manager do FIRST?

A. promise additional scope for the university project to restore confidence before assessing authority, value or impact.

B. follow the most senior stakeholder's interpretation without discussion

C. continue delivery and resolve the disagreement at acceptance

D. facilitate alignment on the shared outcome, success criteria and current project vision with the relevant stakeholders

Question 169. The utility is delivering a smart-meter rollout using approved baselines, defined stage gates and formal change authority. A new utility regulation may alter meter-data retention and reporting, but applicability and the effective date have not been confirmed. Select TWO. Which two actions should the project manager take FIRST?

A. Continue unchanged until the regulator challenges the project.

B. Verify applicability, effective date and required controls with appropriate expertise.

C. Ask the sponsor to waive any binding requirement.

D. Assess the likely impact on scope, schedule, cost, risk, value and governance.

E. Change all baselines before the requirement is understood.

Question 170. The mining company is delivering a water project through a hybrid model: fixed regulatory or contractual commitments coexist with iterative solution development. During execution, the team wants to reuse the previous project's method without assessing current conditions. What is the BEST action?

A. assess current uncertainty, dependencies, governance and information needs, then tailor and maintain an integrated delivery strategy across the affected work

B. bypass the authorised decision route for the mining company project because the preferred option appears operationally obvious.

C. choose the method used on the previous project because it is familiar

D. allow workstreams to plan independently without managing interfaces

Question 171. The city council is delivering a permitting service using approved baselines, defined stage gates and formal change authority. Enhanced matching equivalent: match each situation to the MOST appropriate response.








	1. Proposed predictive scope change
	A. Assess impact and use formal change authority





	2. New non-urgent agile feature
	B. Refine and prioritise through backlog



	3. Known risk trigger
	C. Execute the planned response



	4. Active production outage
	D. Contain and resolve the issue





A. 1-C, 2-D, 3-B, 4-A

B. 1-A, 2-B, 3-C, 4-D

C. 1-D, 2-C, 3-A, 4-B

D. 1-B, 2-A, 3-D, 4-C

Question 172. The mining company is delivering a water project using approved baselines, defined stage gates and formal change authority. During execution, the team wants to upload confidential data to an unapproved external AI service. What should the project manager do NEXT?

A. trade legal or security requirements for schedule convenience

B. share the model output for the mining company project broadly before confirming whether the data and tool use are authorised.

C. protect the mandatory requirement, use authorised data and evidence controls, assess project impact and follow the proper compliance and governance path

D. use an unapproved tool because productivity is valuable

Question 173. The government ministry is delivering a benefits platform using approved baselines, defined stage gates and formal change authority. Pull-down equivalent: complete the sequence: 'material variance detected -> ______ -> choose/authorise response -> implement -> verify.'

A. analyse the cause, significance and forecast effect

B. close the project

C. change the baseline immediately

D. escalate every variance

Question 174. The logistics firm is delivering a warehouse automation through a hybrid model: fixed regulatory or contractual commitments coexist with iterative solution development. During execution, a needed decision exceeds the project manager's financial authority. What should the project manager do FIRST?

A. escalate every decision on the logistics firm project automatically rather than acting inside established authority and thresholds.

B. follow whichever steering instruction arrived last

C. take higher authority to avoid delay

D. clarify governance, decision rights and thresholds, then prepare evidence and route decisions to the authorised role when authority is exceeded

Question 175. Graphic-Based Question. The utility is developing a smart-meter rollout through short iterations, a prioritised backlog and frequent stakeholder reviews. Refer to the value trend. What is the BEST interpretation at Quarter 6?

[image: Value trend chart comparing verified benefit with cumulative cost over six quarters.]

Graphic-based item: cumulative value trend

A. the chart proves every stakeholder is satisfied

B. the project must close immediately because benefit exceeds cost

C. verified cumulative benefit has moved above cumulative cost, but assumptions and measurement should still be validated

D. cost can be ignored after benefit becomes higher

Question 176. The media company is developing a subscription product through short iterations, a prioritised backlog and frequent stakeholder reviews. During execution, the team wants to reuse the previous project's method without assessing current conditions. What is the BEST action?

A. force every component into one method regardless of conditions

B. escalate the stakeholder concern on the media company project before checking the commitment evidence or engaging the affected people directly.

C. choose the method used on the previous project because it is familiar

D. assess current uncertainty, dependencies, governance and information needs, then tailor and maintain an integrated delivery strategy across the affected work

Question 177. The constructor is developing a high-rise project through short iterations, a prioritised backlog and frequent stakeholder reviews. During execution, a needed decision exceeds the project manager's financial authority. What should the project manager do FIRST?

A. clarify governance, decision rights and thresholds, then prepare evidence and route decisions to the authorised role when authority is exceeded

B. escalate every issue regardless of threshold

C. escalate every decision on the constructor project automatically rather than acting inside established authority and thresholds.

D. take higher authority to avoid delay

Question 178. The fintech is delivering a fraud product through a hybrid model: fixed regulatory or contractual commitments coexist with iterative solution development. A fixed compliance-milestone dashboard and the adaptive product forecast show conflicting completion data, and the steering committee wants a recovery decision immediately. Select TWO. Which two actions should the project manager take FIRST?

A. Analyse the cause, dependencies and integrated forecast effect once the evidence is reconciled.

B. Hide the worse forecast to avoid premature concern.

C. Change the controlled milestone without authority.

D. Commit to overtime before diagnosis.

E. Reconcile definitions, status dates, source data and assumptions across the reporting systems.

Question 179. A predictive manufacturing project has completed all planned technical work. The team wants to close immediately, but one supplier deliverable has no documented customer acceptance even though testing passed. What should the project manager do NEXT?

A. Close the project because successful testing automatically proves acceptance.

B. Release final supplier payment before confirming acceptance.

C. Verify the deliverable against the agreed acceptance criteria and obtain the required formal acceptance before completing closure.

D. Move the unresolved acceptance item to lessons learned and close the project.

Question 180. The retail chain is developing a fulfilment platform through short iterations, a prioritised backlog and frequent stakeholder reviews. During execution, two dashboards show different completion figures for the same milestone. What should the project manager do FIRST?

A. treat automated output as fact because it was generated by AI

B. choose the more favourable data source for the retail chain project and proceed without reconciling definitions, status dates or assumptions.

C. reconcile definitions, sources and assumptions, then report the evidence most useful for decisions while verifying AI-generated output before reliance

D. choose the most favourable figure

END OF MOCK EXAMINATION 1

Stop the timer. Record your remaining time. Only now should you continue to the answer key and diagnostic review.



25.3 Answer Key and Detailed Rationales

The answer key identifies domain and delivery approach for study purposes only. Items marked 'Simulated pretest' are excluded from the 170-question practice score but are still explained because the real examination does not tell candidates which items are pretest questions.
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	1
	D
	31
	D
	61
	C
	91
	D
	121
	D
	151
	B



	2
	C
	32
	D
	62
	C
	92
	A
	122
	A
	152
	B



	3
	A
	33
	B
	63
	A
	93
	A
	123
	D
	153
	C



	4
	C
	34
	A/B
	64
	B/D
	94
	C
	124
	A/D
	154
	A



	5
	A
	35
	C
	65
	A
	95
	B
	125
	C
	155
	A



	6
	C
	36
	C
	66
	D
	96
	A
	126
	D
	156
	B



	7
	D
	37
	D
	67
	D
	97
	B/E
	127
	D
	157
	C



	8
	B
	38
	B
	68
	B
	98
	B
	128
	A
	158
	C



	9
	C
	39
	A
	69
	D
	99
	B
	129
	C
	159
	C



	10
	B
	40
	B
	70
	D
	100
	A
	130
	A
	160
	C/E



	11
	B
	41
	A/C
	71
	B
	101
	A
	131
	B
	161
	B



	12
	C
	42
	D
	72
	D/E
	102
	A
	132
	C
	162
	D



	13
	A/B
	43
	D
	73
	C
	103
	B
	133
	A/C
	163
	B



	14
	D
	44
	B
	74
	D
	104
	D
	134
	B
	164
	D



	15
	D
	45
	A
	75
	A
	105
	A/B
	135
	A
	165
	D



	16
	A
	46
	D
	76
	A
	106
	C
	136
	B
	166
	A



	17
	A
	47
	C
	77
	B
	107
	A
	137
	D
	167
	C



	18
	A
	48
	C
	78
	C
	108
	B
	138
	A
	168
	D



	19
	D
	49
	C/E
	79
	B/E
	109
	C
	139
	D
	169
	B/D



	20
	D
	50
	A
	80
	A
	110
	B
	140
	D
	170
	A



	21
	B
	51
	B
	81
	A
	111
	A
	141
	B/D
	171
	B



	22
	A
	52
	C
	82
	C
	112
	A
	142
	C
	172
	C



	23
	A
	53
	A
	83
	B
	113
	D
	143
	C
	173
	A



	24
	D
	54
	A
	84
	C
	114
	B
	144
	C
	174
	D



	25
	C
	55
	D
	85
	B
	115
	C
	145
	B
	175
	C



	26
	D
	56
	D
	86
	D
	116
	A/C
	146
	C
	176
	D



	27
	D
	57
	A/E
	87
	B
	117
	C
	147
	A
	177
	A



	28
	A
	58
	C
	88
	B/D
	118
	B
	148
	B
	178
	A/E



	29
	B
	59
	C
	89
	D
	119
	C
	149
	D
	179
	C



	30
	D
	60
	B
	90
	B
	120
	C
	150
	A/C
	180
	C





Question 1 - Answer: D

Domain: Process | Approach: Hybrid | Item form: Single

The defect affects regulated clinical information and could create safety and operational exposure. Containment and verification should precede release convenience.

Decision rule: Contain and verify potentially safety- or compliance-related defects before optimising schedule.

Question 2 - Answer: C

Domain: Process | Approach: Hybrid | Item form: Single

The adaptable product area can be reprioritised as long as controlled commitments remain protected.

Decision rule: In hybrid delivery, use product prioritisation for adaptable content and formal control for fixed commitments.

Question 3 - Answer: A

Domain: Business Environment | Approach: Hybrid | Item form: Single

Mandatory regulatory and data-integrity obligations constrain ordinary schedule trade-offs.

Decision rule: Mandatory obligations define decision boundaries before schedule optimisation.

Question 4 - Answer: C

Domain: People | Approach: Hybrid | Item form: Single

Training attendance is an activity measure; actual use and the reasons for non-adoption are stronger evidence of behaviour change.

Decision rule: Assess adoption through behaviour and outcomes, not attendance alone.

Question 5 - Answer: A

Domain: People | Approach: Hybrid | Item form: Single

A fixed date narrows options but does not remove responsibility for compliance, usability and value. The project manager should use remaining authorised levers.

Decision rule: When one constraint is fixed, optimise other authorised levers without sacrificing mandatory obligations.

Question 6 - Answer: C

Domain: Process | Approach: Predictive | Item form: Single

CPI = EV / AC = 9.6 / 10.0 = 0.96, indicating unfavourable cost efficiency.

Decision rule: CPI below 1.00 indicates unfavourable cost efficiency.

Question 7 - Answer: D

Domain: Business Environment | Approach: Predictive | Item form: Single

Acquisition price does not establish compliance. The alternative must be verified against the mandatory permit condition.

Decision rule: Verify mandatory compliance before treating a cheaper option as viable.

Question 8 - Answer: B

Domain: Process | Approach: Predictive | Item form: Single

Twelve days of delay consume seven days of float, leaving five days of net slip.

Decision rule: Float absorbs delay only up to the amount available on the affected path.

Question 9 - Answer: C

Domain: Business Environment | Approach: Predictive | Item form: Single

The requirement is mandatory, but reserve remains governed by its authorised control.

Decision rule: Mandatory work still follows applicable financial governance and decision rights.

Question 10 - Answer: B

Domain: Process | Approach: Predictive | Item form: Single

Compression is a response. Integrated schedule analysis should identify where recovery is feasible and what trade-offs it creates.

Decision rule: Analyse critical-path impact before selecting schedule compression.

Question 11 - Answer: B

Domain: Process | Approach: Adaptive/Agile | Item form: Single

The output is unreconciled and may combine datasets. Verification is required before consequential use.

Decision rule: Verify AI-generated evidence before relying on it for decisions.

Question 12 - Answer: C

Domain: Process | Approach: Adaptive/Agile | Item form: Single

Adaptive delivery can respond to urgent needs, but product decision rights and mandatory validation still apply.

Decision rule: Agility welcomes change through disciplined product decisions; it does not waive compliance.

Question 13 - Answer: A and B

Domain: Business Environment | Approach: Adaptive/Agile | Item form: Multi

The case explicitly states that model validation and the bias/data-handling review are mandatory before production.

Decision rule: Identify explicit mandatory conditions before optimising urgency.

Question 14 - Answer: D

Domain: People | Approach: Adaptive/Agile | Item form: Single

The disagreement reflects competing interpretations of value. Responsible value includes mandatory compliance.

Decision rule: Align stakeholders around value that includes mandatory obligations, not speed alone.

Question 15 - Answer: D [Simulated pretest - excluded from practice score]

Domain: Process | Approach: Adaptive/Agile | Item form: Single

Verified evidence should guide product priority alongside risk, value and compliance.

Decision rule: Use verified outcome evidence to guide adaptive prioritisation.

Question 16 - Answer: A

Domain: People | Approach: Hybrid | Item form: Single

An emergency-stop defect is a safety concern. Production convenience cannot override a mandatory safety control.

Decision rule: Contain safety exposure before schedule recovery.

Question 17 - Answer: A

Domain: Process | Approach: Hybrid | Item form: Single

Flexible low-value scope can be traded to protect fixed safety and operational commitments.

Decision rule: Use flexible value scope to protect mandatory constraints when authorised.

Question 18 - Answer: A

Domain: Business Environment | Approach: Hybrid | Item form: Single

Decision rights are defined by governance and certification, especially for safety-critical configuration.

Decision rule: Respect specialised governance authority for safety-critical changes.

Question 19 - Answer: D

Domain: Process | Approach: Hybrid | Item form: Single

Safety assurance depends on required system-level evidence, not only local software tests.

Decision rule: Match quality evidence to the acceptance and compliance level of the risk.

Question 20 - Answer: D

Domain: Process | Approach: Hybrid | Item form: Single

A fixed date does not make unsafe options acceptable. The project manager should expose the constraint and use remaining authorised levers.

Decision rule: Adjust other authorised levers rather than weaken a mandatory activity.

Question 21 - Answer: B

Domain: Business Environment | Approach: Hybrid | Item form: Single

Stakeholder influence does not override legal requirements or decision rights.

Decision rule: Mandatory legal requirements constrain stakeholder preferences and schedule pressure.

Question 22 - Answer: A

Domain: People | Approach: Hybrid | Item form: Single

Optional lower-value work is a reasonable trade-off when it protects a mandatory launch condition.

Decision rule: Use adaptable low-value scope to protect fixed mandatory requirements.

Question 23 - Answer: A

Domain: Process | Approach: Hybrid | Item form: Single

Product priority authority does not automatically include statutory commitments.

Decision rule: Separate product decision rights from governance authority over fixed commitments.

Question 24 - Answer: D

Domain: Business Environment | Approach: Hybrid | Item form: Single

Known legal non-compliance should not be treated as ordinary technical debt.

Decision rule: Do not knowingly release non-compliant work merely to protect publicity or schedule.

Question 25 - Answer: C

Domain: People | Approach: Hybrid | Item form: Single

Outcome and inclusion evidence show whether people can actually use the service.

Decision rule: Measure intended outcomes with evidence that reflects affected stakeholders.

Question 26 - Answer: D

Domain: Process | Approach: Predictive | Item form: Single

EMV = 0.40 × -$1,200,000 = -$480,000.

Decision rule: Quantify risk exposure consistently before comparing responses.

Question 27 - Answer: D

Domain: Business Environment | Approach: Predictive | Item form: Single

The quantified exposure exceeds the governance threshold even though the event has not occurred.

Decision rule: Use risk thresholds to trigger governance action before a threat becomes an issue.

Question 28 - Answer: A [Simulated pretest - excluded from practice score]

Domain: Process | Approach: Predictive | Item form: Single

Risk responses should be evaluated through total exposure, residual risk, time and value, not one cost figure.

Decision rule: Evaluate response cost together with residual exposure and strategic value.

Question 29 - Answer: B

Domain: People | Approach: Predictive | Item form: Single

Governance depends on truthful material information. Uncertainty should be explained, not hidden.

Decision rule: Report material external risks transparently enough to support action.

Question 30 - Answer: D

Domain: Business Environment | Approach: Predictive | Item form: Single

Residual EMV = 0.10 × -$1,200,000 = -$120,000, below the stated threshold.

Decision rule: Reassess residual exposure after a response; task completion alone does not prove acceptability.

Question 31 - Answer: D

Domain: Process | Approach: Predictive | Item form: Single

Financial management separates evidence, forecast and authority. Variances require diagnosis and reserves remain governed by their intended purpose.

Decision rule: Interpret financial evidence first and respect reserve and funding authority.

Question 32 - Answer: D

Domain: People | Approach: Predictive | Item form: Single

Communication succeeds when authorised stakeholders receive current, usable information through appropriate channels. Volume alone does not create understanding.

Decision rule: Tailor communication for decision need, currency and information sensitivity.

Question 33 - Answer: B

Domain: Business Environment | Approach: Hybrid | Item form: Single

Governance defines who decides and when escalation is required. Strong leadership prepares higher-level decisions rather than taking authority assigned elsewhere.

Decision rule: Act decisively inside your authority and escalate based on defined rights and thresholds.

Question 34 - Answer: A and B

Domain: Process | Approach: Adaptive/Agile | Item form: Multi

The team cannot choose a sound recovery response while the underlying evidence conflicts. Reconcile the status data first, then analyse the integrated cause and forecast effect before recommending action or seeking authority.

Decision rule: When performance evidence conflicts, reconcile the data and diagnose the integrated effect before committing to recovery.

Question 35 - Answer: C

Domain: People | Approach: Hybrid | Item form: Single

Unaligned expectations create rework and acceptance disputes. The project manager should surface and reconcile them early.

Decision rule: Align stakeholder expectations to current authorised objectives and acceptance criteria.

Question 36 - Answer: C

Domain: Process | Approach: Adaptive/Agile | Item form: Single

Closure is more than technical completion. It confirms acceptance, transition, unresolved obligations and appropriate transfer of continuing responsibilities.

Decision rule: Close or terminate responsibly only after required transition and obligations are addressed.

Question 37 - Answer: D

Domain: Business Environment | Approach: Adaptive/Agile | Item form: Single

Risks, issues and impediments require different actions based on what has already happened and who can resolve the problem.

Decision rule: Do not repeat completed analysis; act on active issues and escalate only when authority or access requires it.

Question 38 - Answer: B

Domain: People | Approach: Predictive | Item form: Single

Leadership should fit capability, capacity, conduct and decision rights. Empowerment, coaching or direct correction should address the actual cause.

Decision rule: Match leadership style and intervention to the cause while keeping expectations clear.

Question 39 - Answer: A

Domain: Process | Approach: Adaptive/Agile | Item form: Single

Value-based delivery uses evidence about outcomes and benefits, not sunk cost or output volume. Incremental value should be assessed for usability, readiness and risk.

Decision rule: Prioritise current value evidence and measure benefits rather than equating output with success.

Question 40 - Answer: B

Domain: People | Approach: Predictive | Item form: Single

Conflict management begins with understanding the cause and context. When the team has authority, collaborative resolution is stronger than premature escalation or command.

Decision rule: Diagnose conflict first and resolve it at the lowest responsible level.

Question 41 - Answer: A and C

Domain: Business Environment | Approach: Adaptive/Agile | Item form: Multi

A possible external obligation should be verified by appropriate expertise before the team redesigns work. In parallel, the project manager should understand the likely integrated impact so the correct governance decision can be prepared quickly if the rule applies.

Decision rule: Verify uncertain external obligations and assess their integrated project impact before changing delivery commitments.

Question 42 - Answer: D

Domain: Process | Approach: Predictive | Item form: Single

Closure is more than technical completion. It confirms acceptance, transition, unresolved obligations and appropriate transfer of continuing responsibilities.

Decision rule: Close or terminate responsibly only after required transition and obligations are addressed.

Question 43 - Answer: D

Domain: People | Approach: Adaptive/Agile | Item form: Single

Stakeholder engagement should adapt as people, influence and information needs change. Repeating an ineffective method does not repair disengagement.

Decision rule: Diagnose stakeholder needs and tailor engagement before escalating.

Question 44 - Answer: B [Simulated pretest - excluded from practice score]

Domain: Process | Approach: Hybrid | Item form: Single

Schedule recovery should follow analysis of the critical path, flow system and cross-workstream dependencies. Compression is a response, not a diagnosis.

Decision rule: Diagnose schedule and flow variance before choosing recovery.

Question 45 - Answer: A

Domain: Business Environment | Approach: Predictive | Item form: Matching

Each situation uses the management mechanism that fits its current state and delivery approach.

Decision rule: Classify the situation correctly before selecting the management mechanism.

Question 46 - Answer: D

Domain: People | Approach: Predictive | Item form: Single

Delivery metrics do not automatically prove stakeholder satisfaction or value. Expectations should be understood and managed with transparent evidence.

Decision rule: Distinguish needs, forecasts and commitments; manage expectations with current evidence.

Question 47 - Answer: C

Domain: Process | Approach: Hybrid | Item form: Single

Project status depends on reconciled, decision-useful evidence. Conflicting metrics and AI outputs need verification before they influence commitments.

Decision rule: Reconcile and verify project evidence before using it for decisions.

Question 48 - Answer: C

Domain: People | Approach: Adaptive/Agile | Item form: Single

Communication succeeds when authorised stakeholders receive current, usable information through appropriate channels. Volume alone does not create understanding.

Decision rule: Tailor communication for decision need, currency and information sensitivity.

Question 49 - Answer: C and E

Domain: Business Environment | Approach: Predictive | Item form: Multi

The rule may be mandatory, but the project should not redesign work from an unverified interpretation. Confirm applicability and evidence requirements, while assessing the likely impact so any baseline or gate decision can follow the authorised process.

Decision rule: For a new regulation, establish what applies and quantify the impact before changing a controlled plan.

Question 50 - Answer: A

Domain: Process | Approach: Predictive | Item form: Single

The integrated plan should fit the actual work and expose dependencies. Hybrid delivery requires explicit management of interfaces between controlled and adaptable components.

Decision rule: Choose and maintain the delivery approach from current project conditions and integrated dependencies.

Question 51 - Answer: B

Domain: People | Approach: Predictive | Item form: Single

The problem is misalignment about the intended outcome. The project manager should restore shared understanding before redirecting work or escalating unnecessarily.

Decision rule: Rebuild and refresh the shared vision before optimising execution.

Question 52 - Answer: C

Domain: Process | Approach: Predictive | Item form: Graphic

A burnup chart separates completed work from total scope. Both are rising, so progress is occurring while scope has also grown.

Decision rule: Read what each line represents before turning a visual trend into a management conclusion.

Question 53 - Answer: A

Domain: Business Environment | Approach: Predictive | Item form: Single

Risk management is continuous. Response completion does not prove acceptable residual exposure, and responses should remain proportionate to threat and value.

Decision rule: Reassess risk when evidence changes and judge responses by residual exposure.

Question 54 - Answer: A

Domain: People | Approach: Hybrid | Item form: Single

Delivery metrics do not automatically prove stakeholder satisfaction or value. Expectations should be understood and managed with transparent evidence.

Decision rule: Distinguish needs, forecasts and commitments; manage expectations with current evidence.

Question 55 - Answer: D

Domain: Process | Approach: Hybrid | Item form: Practicum

At Month 6, EV (405) is below PV (450) and AC (470) is above EV.

Decision rule: For EVM, compare EV with PV for schedule and EV with AC for cost.

Question 56 - Answer: D

Domain: People | Approach: Adaptive/Agile | Item form: Single

Leadership should fit capability, capacity, conduct and decision rights. Empowerment, coaching or direct correction should address the actual cause.

Decision rule: Match leadership style and intervention to the cause while keeping expectations clear.

Question 57 - Answer: A and E

Domain: Business Environment | Approach: Adaptive/Agile | Item form: Multi

Adaptive delivery does not remove external obligations. The project manager should confirm whether and when the requirement applies and assess its effect on the release and governance before reprioritising or redesigning work.

Decision rule: Agility changes the delivery mechanism, not the need to verify and integrate mandatory external requirements.

Question 58 - Answer: C

Domain: Process | Approach: Adaptive/Agile | Item form: Single

Resource optimisation considers usable capacity, skill, timing and dependencies. Equal allocation or optimistic commitments can worsen the problem.

Decision rule: Plan from real capacity and protect critical resource resilience proportionately.

Question 59 - Answer: C

Domain: People | Approach: Predictive | Item form: Single

Communication succeeds when authorised stakeholders receive current, usable information through appropriate channels. Volume alone does not create understanding.

Decision rule: Tailor communication for decision need, currency and information sensitivity.

Question 60 - Answer: B

Domain: Process | Approach: Adaptive/Agile | Item form: Pulldown

A variance is evidence rather than a diagnosis. Analysis belongs before corrective choice unless immediate containment is required.

Decision rule: Place diagnosis before correction when the cause is unknown.

Question 61 - Answer: C

Domain: Business Environment | Approach: Hybrid | Item form: Single

Change questions are often sequence and authority questions. The right mechanism depends on whether the change is proposed, approved, adaptable or controlled.

Decision rule: Respect change status and apply the control appropriate to the affected component.

Question 62 - Answer: C

Domain: People | Approach: Adaptive/Agile | Item form: Single

Delivery metrics do not automatically prove stakeholder satisfaction or value. Expectations should be understood and managed with transparent evidence.

Decision rule: Distinguish needs, forecasts and commitments; manage expectations with current evidence.

Question 63 - Answer: A [Simulated pretest - excluded from practice score]

Domain: Process | Approach: Adaptive/Agile | Item form: Single

Schedule recovery should follow analysis of the critical path, flow system and cross-workstream dependencies. Compression is a response, not a diagnosis.

Decision rule: Diagnose schedule and flow variance before choosing recovery.

Question 64 - Answer: B and D

Domain: People | Approach: Adaptive/Agile | Item form: Multi

The disagreement concerns both facts and expectations. The project manager should establish what was actually committed and listen directly to the affected parties before promising scope or escalating the dispute.

Decision rule: Resolve expectation disputes by checking the commitment evidence and understanding the stakeholder concern before choosing a remedy.

Question 65 - Answer: A

Domain: Business Environment | Approach: Adaptive/Agile | Item form: Single

External conditions can alter compliance, risk and business value. The project manager should verify the signal, assess materiality and support an authorised response.

Decision rule: Monitor external conditions continuously and reassess the project when material evidence changes.

Question 66 - Answer: D

Domain: Process | Approach: Predictive | Item form: Single

Project status depends on reconciled, decision-useful evidence. Conflicting metrics and AI outputs need verification before they influence commitments.

Decision rule: Reconcile and verify project evidence before using it for decisions.

Question 67 - Answer: D

Domain: People | Approach: Predictive | Item form: Single

Delivery metrics do not automatically prove stakeholder satisfaction or value. Expectations should be understood and managed with transparent evidence.

Decision rule: Distinguish needs, forecasts and commitments; manage expectations with current evidence.

Question 68 - Answer: B

Domain: Process | Approach: Hybrid | Item form: Single

Value-based delivery uses evidence about outcomes and benefits, not sunk cost or output volume. Incremental value should be assessed for usability, readiness and risk.

Decision rule: Prioritise current value evidence and measure benefits rather than equating output with success.

Question 69 - Answer: D

Domain: Business Environment | Approach: Hybrid | Item form: Point

From Start, Activity B is seven days compared with Activity A at four days.

Decision rule: For point-and-click items, identify exactly what visual element the question asks for.

Question 70 - Answer: D

Domain: People | Approach: Predictive | Item form: Single

The problem is misalignment about the intended outcome. The project manager should restore shared understanding before redirecting work or escalating unnecessarily.

Decision rule: Rebuild and refresh the shared vision before optimising execution.

Question 71 - Answer: B

Domain: Process | Approach: Adaptive/Agile | Item form: Single

Financial management separates evidence, forecast and authority. Variances require diagnosis and reserves remain governed by their intended purpose.

Decision rule: Interpret financial evidence first and respect reserve and funding authority.

Question 72 - Answer: D and E

Domain: People | Approach: Hybrid | Item form: Multi

Hybrid projects can create confusion between controlled commitments and adaptive forecasts. The project manager should establish the documented decision basis and bring the parties together to reconcile the meaning before escalation or new promises.

Decision rule: In hybrid expectation disputes, distinguish formal commitments from forecasts and reconcile the parties before escalating.

Question 73 - Answer: C

Domain: Business Environment | Approach: Predictive | Item form: Single

Continuous improvement links learning to tested action and then updates reusable practice. A local metric change is not enough if quality or value deteriorates.

Decision rule: Define the improvement objective, test the change and capture proven learning.

Question 74 - Answer: D

Domain: Process | Approach: Hybrid | Item form: Single

Financial management separates evidence, forecast and authority. Variances require diagnosis and reserves remain governed by their intended purpose.

Decision rule: Interpret financial evidence first and respect reserve and funding authority.

Question 75 - Answer: A

Domain: People | Approach: Hybrid | Item form: Single

Communication succeeds when authorised stakeholders receive current, usable information through appropriate channels. Volume alone does not create understanding.

Decision rule: Tailor communication for decision need, currency and information sensitivity.

Question 76 - Answer: A

Domain: Process | Approach: Hybrid | Item form: Graphic

The widening distance between upstream and downstream cumulative lines indicates accumulating WIP or constrained flow.

Decision rule: In cumulative-flow diagrams, widening bands point to accumulation and possible bottlenecks.

Question 77 - Answer: B

Domain: Business Environment | Approach: Hybrid | Item form: Single

Organisational change is demonstrated by behaviour, readiness and outcomes, not activity counts alone. Culture and operational capacity may block adoption.

Decision rule: Measure change through behaviour and readiness, then address the actual adoption barrier.

Question 78 - Answer: C

Domain: People | Approach: Predictive | Item form: Single

The problem is misalignment about the intended outcome. The project manager should restore shared understanding before redirecting work or escalating unnecessarily.

Decision rule: Rebuild and refresh the shared vision before optimising execution.

Question 79 - Answer: B and E

Domain: Process | Approach: Predictive | Item form: Multi

A controlled recovery decision requires reliable status information. Reconcile the reports first, then analyse cause and forecast impact before requesting a change, additional resources or other corrective action.

Decision rule: Reconcile conflicting performance sources before diagnosing variance and selecting corrective action.

Question 80 - Answer: A

Domain: People | Approach: Predictive | Item form: Single

Knowledge transfer should make critical information usable before it is lost and should combine written and practical methods when necessary.

Decision rule: Transfer critical knowledge early and in forms that people can actually use.

Question 81 - Answer: A

Domain: Business Environment | Approach: Predictive | Item form: Single

Continuous improvement links learning to tested action and then updates reusable practice. A local metric change is not enough if quality or value deteriorates.

Decision rule: Define the improvement objective, test the change and capture proven learning.

Question 82 - Answer: C

Domain: Process | Approach: Hybrid | Item form: Matching

Each situation uses the management mechanism that fits its current state and delivery approach.

Decision rule: Classify the situation correctly before selecting the management mechanism.

Question 83 - Answer: B

Domain: People | Approach: Predictive | Item form: Single

Unaligned expectations create rework and acceptance disputes. The project manager should surface and reconcile them early.

Decision rule: Align stakeholder expectations to current authorised objectives and acceptance criteria.

Question 84 - Answer: C

Domain: Process | Approach: Predictive | Item form: Single

Value-based delivery uses evidence about outcomes and benefits, not sunk cost or output volume. Incremental value should be assessed for usability, readiness and risk.

Decision rule: Prioritise current value evidence and measure benefits rather than equating output with success.

Question 85 - Answer: B

Domain: Business Environment | Approach: Adaptive/Agile | Item form: Single

External conditions can alter compliance, risk and business value. The project manager should verify the signal, assess materiality and support an authorised response.

Decision rule: Monitor external conditions continuously and reassess the project when material evidence changes.

Question 86 - Answer: D

Domain: People | Approach: Predictive | Item form: Single

Conflict management begins with understanding the cause and context. When the team has authority, collaborative resolution is stronger than premature escalation or command.

Decision rule: Diagnose conflict first and resolve it at the lowest responsible level.

Question 87 - Answer: B [Simulated pretest - excluded from practice score]

Domain: Process | Approach: Adaptive/Agile | Item form: Single

The integrated plan should fit the actual work and expose dependencies. Hybrid delivery requires explicit management of interfaces between controlled and adaptable components.

Decision rule: Choose and maintain the delivery approach from current project conditions and integrated dependencies.

Question 88 - Answer: B and D

Domain: People | Approach: Predictive | Item form: Multi

The project manager needs both the stakeholder perspective and the commitment evidence. Those two actions establish the real gap before the team changes scope, makes a promise or escalates.

Decision rule: Clarify both the relationship concern and the documented commitment before resolving a stakeholder expectation dispute.

Question 89 - Answer: D

Domain: Business Environment | Approach: Predictive | Item form: Single

Risk management is continuous. Response completion does not prove acceptable residual exposure, and responses should remain proportionate to threat and value.

Decision rule: Reassess risk when evidence changes and judge responses by residual exposure.

Question 90 - Answer: B

Domain: Process | Approach: Adaptive/Agile | Item form: Single

Schedule recovery should follow analysis of the critical path, flow system and cross-workstream dependencies. Compression is a response, not a diagnosis.

Decision rule: Diagnose schedule and flow variance before choosing recovery.

Question 91 - Answer: D

Domain: People | Approach: Adaptive/Agile | Item form: Single

Stakeholder engagement should adapt as people, influence and information needs change. Repeating an ineffective method does not repair disengagement.

Decision rule: Diagnose stakeholder needs and tailor engagement before escalating.

Question 92 - Answer: A

Domain: Process | Approach: Hybrid | Item form: Single

Reliable scope management requires shared understanding and the correct change or refinement mechanism. Baselines control change; agile backlogs enable disciplined reprioritisation.

Decision rule: Clarify scope first, then use the change mechanism that fits the affected work.

Question 93 - Answer: A

Domain: Business Environment | Approach: Adaptive/Agile | Item form: Single

Risks, issues and impediments require different actions based on what has already happened and who can resolve the problem.

Decision rule: Do not repeat completed analysis; act on active issues and escalate only when authority or access requires it.

Question 94 - Answer: C

Domain: People | Approach: Hybrid | Item form: Single

Leadership should fit capability, capacity, conduct and decision rights. Empowerment, coaching or direct correction should address the actual cause.

Decision rule: Match leadership style and intervention to the cause while keeping expectations clear.

Question 95 - Answer: B

Domain: Process | Approach: Adaptive/Agile | Item form: Single

Resource optimisation considers usable capacity, skill, timing and dependencies. Equal allocation or optimistic commitments can worsen the problem.

Decision rule: Plan from real capacity and protect critical resource resilience proportionately.

Question 96 - Answer: A

Domain: People | Approach: Predictive | Item form: Pulldown

A variance is evidence rather than a diagnosis. Analysis belongs before corrective choice unless immediate containment is required.

Decision rule: Place diagnosis before correction when the cause is unknown.

Question 97 - Answer: B and E

Domain: Business Environment | Approach: Predictive | Item form: Multi

Accessibility can be a mandatory constraint. The team should verify the obligation and assess the integrated project effect before changing controlled work or assuming the requirement can be waived.

Decision rule: Verify mandatory accessibility requirements and assess their project impact before redesign or approval decisions.

Question 98 - Answer: B

Domain: Process | Approach: Adaptive/Agile | Item form: Single

Procurement decisions should fit uncertainty, incentives and risk allocation, and supplier performance should be assessed against the complete agreement.

Decision rule: Use contract reality and supplier evidence together; apply agreed recovery and governance mechanisms first.

Question 99 - Answer: B

Domain: People | Approach: Adaptive/Agile | Item form: Single

Conflict management begins with understanding the cause and context. When the team has authority, collaborative resolution is stronger than premature escalation or command.

Decision rule: Diagnose conflict first and resolve it at the lowest responsible level.

Question 100 - Answer: A

Domain: Process | Approach: Predictive | Item form: Single

Reliable scope management requires shared understanding and the correct change or refinement mechanism. Baselines control change; agile backlogs enable disciplined reprioritisation.

Decision rule: Clarify scope first, then use the change mechanism that fits the affected work.

Question 101 - Answer: A

Domain: Business Environment | Approach: Adaptive/Agile | Item form: Practicum

At Month 6, EV (405) is below PV (450) and AC (470) is above EV.

Decision rule: For EVM, compare EV with PV for schedule and EV with AC for cost.

Question 102 - Answer: A

Domain: People | Approach: Predictive | Item form: Single

Stakeholder engagement should adapt as people, influence and information needs change. Repeating an ineffective method does not repair disengagement.

Decision rule: Diagnose stakeholder needs and tailor engagement before escalating.

Question 103 - Answer: B

Domain: Process | Approach: Hybrid | Item form: Single

Closure is more than technical completion. It confirms acceptance, transition, unresolved obligations and appropriate transfer of continuing responsibilities.

Decision rule: Close or terminate responsibly only after required transition and obligations are addressed.

Question 104 - Answer: D [Simulated pretest - excluded from practice score]

Domain: People | Approach: Hybrid | Item form: Single

Conflict management begins with understanding the cause and context. When the team has authority, collaborative resolution is stronger than premature escalation or command.

Decision rule: Diagnose conflict first and resolve it at the lowest responsible level.

Question 105 - Answer: A and B

Domain: Business Environment | Approach: Adaptive/Agile | Item form: Multi

The project manager should establish whether the cybersecurity guidance applies and what evidence it requires, then understand how compliance would affect the release and governance. Immediate redesign or delay until enforcement is weaker.

Decision rule: Confirm external security obligations and integrate their effects before reprioritising adaptive work.

Question 106 - Answer: C

Domain: Process | Approach: Predictive | Item form: Single

Resource optimisation considers usable capacity, skill, timing and dependencies. Equal allocation or optimistic commitments can worsen the problem.

Decision rule: Plan from real capacity and protect critical resource resilience proportionately.

Question 107 - Answer: A

Domain: People | Approach: Adaptive/Agile | Item form: Single

Unaligned expectations create rework and acceptance disputes. The project manager should surface and reconcile them early.

Decision rule: Align stakeholder expectations to current authorised objectives and acceptance criteria.

Question 108 - Answer: B

Domain: Process | Approach: Hybrid | Item form: Single

Reliable scope management requires shared understanding and the correct change or refinement mechanism. Baselines control change; agile backlogs enable disciplined reprioritisation.

Decision rule: Clarify scope first, then use the change mechanism that fits the affected work.

Question 109 - Answer: C

Domain: Business Environment | Approach: Predictive | Item form: Single

Change questions are often sequence and authority questions. The right mechanism depends on whether the change is proposed, approved, adaptable or controlled.

Decision rule: Respect change status and apply the control appropriate to the affected component.

Question 110 - Answer: B

Domain: People | Approach: Adaptive/Agile | Item form: Single

Conflict management begins with understanding the cause and context. When the team has authority, collaborative resolution is stronger than premature escalation or command.

Decision rule: Diagnose conflict first and resolve it at the lowest responsible level.

Question 111 - Answer: A

Domain: Process | Approach: Hybrid | Item form: Point

From Start, Activity B is seven days compared with Activity A at four days.

Decision rule: For point-and-click items, identify exactly what visual element the question asks for.

Question 112 - Answer: A

Domain: People | Approach: Hybrid | Item form: Single

Unaligned expectations create rework and acceptance disputes. The project manager should surface and reconcile them early.

Decision rule: Align stakeholder expectations to current authorised objectives and acceptance criteria.

Question 113 - Answer: D

Domain: Business Environment | Approach: Predictive | Item form: Single

Governance defines who decides and when escalation is required. Strong leadership prepares higher-level decisions rather than taking authority assigned elsewhere.

Decision rule: Act decisively inside your authority and escalate based on defined rights and thresholds.

Question 114 - Answer: B

Domain: Process | Approach: Adaptive/Agile | Item form: Single

Resource optimisation considers usable capacity, skill, timing and dependencies. Equal allocation or optimistic commitments can worsen the problem.

Decision rule: Plan from real capacity and protect critical resource resilience proportionately.

Question 115 - Answer: C

Domain: People | Approach: Predictive | Item form: Single

Delivery metrics do not automatically prove stakeholder satisfaction or value. Expectations should be understood and managed with transparent evidence.

Decision rule: Distinguish needs, forecasts and commitments; manage expectations with current evidence.

Question 116 - Answer: A and C

Domain: Process | Approach: Adaptive/Agile | Item form: Multi

The apparent performance problem cannot be interpreted until the team reconciles what each report measures. Once the evidence is reliable, integrated analysis can show whether recovery is actually required and which options are proportionate.

Decision rule: Align metric definitions and source data before using performance trends to drive recovery.

Question 117 - Answer: C

Domain: Business Environment | Approach: Predictive | Item form: Single

Continuous improvement links learning to tested action and then updates reusable practice. A local metric change is not enough if quality or value deteriorates.

Decision rule: Define the improvement objective, test the change and capture proven learning.

Question 118 - Answer: B

Domain: People | Approach: Hybrid | Item form: Matching

Each situation uses the management mechanism that fits its current state and delivery approach.

Decision rule: Classify the situation correctly before selecting the management mechanism.

Question 119 - Answer: C

Domain: Process | Approach: Predictive | Item form: Single

Procurement decisions should fit uncertainty, incentives and risk allocation, and supplier performance should be assessed against the complete agreement.

Decision rule: Use contract reality and supplier evidence together; apply agreed recovery and governance mechanisms first.

Question 120 - Answer: C

Domain: People | Approach: Predictive | Item form: Single

Knowledge transfer should make critical information usable before it is lost and should combine written and practical methods when necessary.

Decision rule: Transfer critical knowledge early and in forms that people can actually use.

Question 121 - Answer: D [Simulated pretest - excluded from practice score]

Domain: Business Environment | Approach: Adaptive/Agile | Item form: Single

Change questions are often sequence and authority questions. The right mechanism depends on whether the change is proposed, approved, adaptable or controlled.

Decision rule: Respect change status and apply the control appropriate to the affected component.

Question 122 - Answer: A

Domain: Process | Approach: Adaptive/Agile | Item form: Single

Recurring defects suggest systemic causes; safety can require immediate containment; quality economics should consider prevention, appraisal and failure together.

Decision rule: Build quality into the system and contain mandatory safety or compliance exposure before schedule convenience.

Question 123 - Answer: D

Domain: People | Approach: Adaptive/Agile | Item form: Single

Stakeholder engagement should adapt as people, influence and information needs change. Repeating an ineffective method does not repair disengagement.

Decision rule: Diagnose stakeholder needs and tailor engagement before escalating.

Question 124 - Answer: A and D

Domain: Process | Approach: Predictive | Item form: Multi

Different status dates can create a false or distorted variance. The project manager should first reconcile the evidence and then determine the real cause and forecast effect before selecting or requesting corrective action.

Decision rule: Normalise the performance evidence before treating an apparent variance as a recovery decision.

Question 125 - Answer: C

Domain: Business Environment | Approach: Hybrid | Item form: Single

Risks, issues and impediments require different actions based on what has already happened and who can resolve the problem.

Decision rule: Do not repeat completed analysis; act on active issues and escalate only when authority or access requires it.

Question 126 - Answer: D

Domain: People | Approach: Hybrid | Item form: Single

Delivery metrics do not automatically prove stakeholder satisfaction or value. Expectations should be understood and managed with transparent evidence.

Decision rule: Distinguish needs, forecasts and commitments; manage expectations with current evidence.

Question 127 - Answer: D

Domain: Process | Approach: Predictive | Item form: Graphic

The widening distance between upstream and downstream cumulative lines indicates accumulating WIP or constrained flow.

Decision rule: In cumulative-flow diagrams, widening bands point to accumulation and possible bottlenecks.

Question 128 - Answer: A

Domain: People | Approach: Adaptive/Agile | Item form: Single

Communication succeeds when authorised stakeholders receive current, usable information through appropriate channels. Volume alone does not create understanding.

Decision rule: Tailor communication for decision need, currency and information sensitivity.

Question 129 - Answer: C

Domain: Business Environment | Approach: Predictive | Item form: Single

Organisational change is demonstrated by behaviour, readiness and outcomes, not activity counts alone. Culture and operational capacity may block adoption.

Decision rule: Measure change through behaviour and readiness, then address the actual adoption barrier.

Question 130 - Answer: A

Domain: Process | Approach: Adaptive/Agile | Item form: Practicum

At Month 6, EV (405) is below PV (450) and AC (470) is above EV.

Decision rule: For EVM, compare EV with PV for schedule and EV with AC for cost.

Question 131 - Answer: B

Domain: People | Approach: Predictive | Item form: Single

The problem is misalignment about the intended outcome. The project manager should restore shared understanding before redirecting work or escalating unnecessarily.

Decision rule: Rebuild and refresh the shared vision before optimising execution.

Question 132 - Answer: C

Domain: Process | Approach: Adaptive/Agile | Item form: Single

Procurement decisions should fit uncertainty, incentives and risk allocation, and supplier performance should be assessed against the complete agreement.

Decision rule: Use contract reality and supplier evidence together; apply agreed recovery and governance mechanisms first.

Question 133 - Answer: A and C

Domain: Business Environment | Approach: Hybrid | Item form: Multi

The same external rule can affect both controlled and adaptive parts of a hybrid project. Verify the requirement and assess its cross-workstream impact before selecting the formal and product-level changes required.

Decision rule: In hybrid work, verify an external obligation and assess its effects across both controlled and adaptive components.

Question 134 - Answer: B

Domain: People | Approach: Predictive | Item form: Single

Communication succeeds when authorised stakeholders receive current, usable information through appropriate channels. Volume alone does not create understanding.

Decision rule: Tailor communication for decision need, currency and information sensitivity.

Question 135 - Answer: A

Domain: Process | Approach: Adaptive/Agile | Item form: Pulldown

A variance is evidence rather than a diagnosis. Analysis belongs before corrective choice unless immediate containment is required.

Decision rule: Place diagnosis before correction when the cause is unknown.

Question 136 - Answer: B

Domain: People | Approach: Predictive | Item form: Single

Stakeholder engagement should adapt as people, influence and information needs change. Repeating an ineffective method does not repair disengagement.

Decision rule: Diagnose stakeholder needs and tailor engagement before escalating.

Question 137 - Answer: D

Domain: Business Environment | Approach: Adaptive/Agile | Item form: Single

Mandatory law, safety, security and privacy constrain ordinary trade-offs. Compliance also requires controlled, accessible evidence for authorised users.

Decision rule: Protect mandatory obligations before ordinary optimisation and maintain usable compliance evidence.

Question 138 - Answer: A

Domain: Process | Approach: Adaptive/Agile | Item form: Single

Closure is more than technical completion. It confirms acceptance, transition, unresolved obligations and appropriate transfer of continuing responsibilities.

Decision rule: Close or terminate responsibly only after required transition and obligations are addressed.

Question 139 - Answer: D [Simulated pretest - excluded from practice score]

Domain: People | Approach: Predictive | Item form: Single

Unaligned expectations create rework and acceptance disputes. The project manager should surface and reconcile them early.

Decision rule: Align stakeholder expectations to current authorised objectives and acceptance criteria.

Question 140 - Answer: D

Domain: Process | Approach: Predictive | Item form: Single

Value-based delivery uses evidence about outcomes and benefits, not sunk cost or output volume. Incremental value should be assessed for usability, readiness and risk.

Decision rule: Prioritise current value evidence and measure benefits rather than equating output with success.

Question 141 - Answer: B and D

Domain: Business Environment | Approach: Predictive | Item form: Multi

Regulatory amendments should be verified and translated into project impact before controlled commitments are changed. Waiting for failure or rebuilding evidence prematurely creates avoidable risk.

Decision rule: Verify regulatory applicability and prepare the integrated impact before initiating controlled change.

Question 142 - Answer: C

Domain: People | Approach: Adaptive/Agile | Item form: Single

Knowledge transfer should make critical information usable before it is lost and should combine written and practical methods when necessary.

Decision rule: Transfer critical knowledge early and in forms that people can actually use.

Question 143 - Answer: C

Domain: Process | Approach: Hybrid | Item form: Graphic

A burnup chart separates completed work from total scope. Both are rising, so progress is occurring while scope has also grown.

Decision rule: Read what each line represents before turning a visual trend into a management conclusion.

Question 144 - Answer: C

Domain: People | Approach: Predictive | Item form: Single

Leadership should fit capability, capacity, conduct and decision rights. Empowerment, coaching or direct correction should address the actual cause.

Decision rule: Match leadership style and intervention to the cause while keeping expectations clear.

Question 145 - Answer: B

Domain: Business Environment | Approach: Predictive | Item form: Single

Mandatory law, safety, security and privacy constrain ordinary trade-offs. Compliance also requires controlled, accessible evidence for authorised users.

Decision rule: Protect mandatory obligations before ordinary optimisation and maintain usable compliance evidence.

Question 146 - Answer: C

Domain: Process | Approach: Hybrid | Item form: Matching

Each situation uses the management mechanism that fits its current state and delivery approach.

Decision rule: Classify the situation correctly before selecting the management mechanism.

Question 147 - Answer: A

Domain: People | Approach: Predictive | Item form: Single

Conflict management begins with understanding the cause and context. When the team has authority, collaborative resolution is stronger than premature escalation or command.

Decision rule: Diagnose conflict first and resolve it at the lowest responsible level.

Question 148 - Answer: B

Domain: Process | Approach: Hybrid | Item form: Single

Project status depends on reconciled, decision-useful evidence. Conflicting metrics and AI outputs need verification before they influence commitments.

Decision rule: Reconcile and verify project evidence before using it for decisions.

Question 149 - Answer: D

Domain: Business Environment | Approach: Hybrid | Item form: Single

Change questions are often sequence and authority questions. The right mechanism depends on whether the change is proposed, approved, adaptable or controlled.

Decision rule: Respect change status and apply the control appropriate to the affected component.

Question 150 - Answer: A and C

Domain: People | Approach: Predictive | Item form: Multi

The project manager should determine what was actually authorised and understand why the stakeholder believes otherwise. Those actions support a constructive resolution without making an unauthorised promise or escalating prematurely.

Decision rule: Establish the commitment evidence and stakeholder need before resolving an expectation gap.

Question 151 - Answer: B

Domain: Process | Approach: Hybrid | Item form: Single

Financial management separates evidence, forecast and authority. Variances require diagnosis and reserves remain governed by their intended purpose.

Decision rule: Interpret financial evidence first and respect reserve and funding authority.

Question 152 - Answer: B

Domain: People | Approach: Hybrid | Item form: Single

Stakeholder engagement should adapt as people, influence and information needs change. Repeating an ineffective method does not repair disengagement.

Decision rule: Diagnose stakeholder needs and tailor engagement before escalating.

Question 153 - Answer: C

Domain: Business Environment | Approach: Hybrid | Item form: Single

Risk management is continuous. Response completion does not prove acceptable residual exposure, and responses should remain proportionate to threat and value.

Decision rule: Reassess risk when evidence changes and judge responses by residual exposure.

Question 154 - Answer: A

Domain: Process | Approach: Predictive | Item form: Single

Schedule recovery should follow analysis of the critical path, flow system and cross-workstream dependencies. Compression is a response, not a diagnosis.

Decision rule: Diagnose schedule and flow variance before choosing recovery.

Question 155 - Answer: A

Domain: People | Approach: Predictive | Item form: Point

From Start, Activity B is seven days compared with Activity A at four days.

Decision rule: For point-and-click items, identify exactly what visual element the question asks for.

Question 156 - Answer: B

Domain: Process | Approach: Adaptive/Agile | Item form: Single

Reliable scope management requires shared understanding and the correct change or refinement mechanism. Baselines control change; agile backlogs enable disciplined reprioritisation.

Decision rule: Clarify scope first, then use the change mechanism that fits the affected work.

Question 157 - Answer: C

Domain: Business Environment | Approach: Adaptive/Agile | Item form: Single

External conditions can alter compliance, risk and business value. The project manager should verify the signal, assess materiality and support an authorised response.

Decision rule: Monitor external conditions continuously and reassess the project when material evidence changes.

Question 158 - Answer: C [Simulated pretest - excluded from practice score]

Domain: People | Approach: Hybrid | Item form: Single

Knowledge transfer should make critical information usable before it is lost and should combine written and practical methods when necessary.

Decision rule: Transfer critical knowledge early and in forms that people can actually use.

Question 159 - Answer: C

Domain: Process | Approach: Adaptive/Agile | Item form: Graphic

Risk B has the highest combination of probability and impact among the labelled risks.

Decision rule: Use the matrix to compare relative exposure, then apply context and governance thresholds.

Question 160 - Answer: C and E

Domain: People | Approach: Predictive | Item form: Multi

The dispute turns on both the factual status of the date and how stakeholders understood it. Review the decision evidence and speak directly with the affected parties before escalating or making compensating promises.

Decision rule: Distinguish an approved commitment from a forecast and reconcile expectations before escalation.

Question 161 - Answer: B

Domain: Business Environment | Approach: Predictive | Item form: Single

Risks, issues and impediments require different actions based on what has already happened and who can resolve the problem.

Decision rule: Do not repeat completed analysis; act on active issues and escalate only when authority or access requires it.

Question 162 - Answer: D

Domain: Process | Approach: Adaptive/Agile | Item form: Single

The integrated plan should fit the actual work and expose dependencies. Hybrid delivery requires explicit management of interfaces between controlled and adaptable components.

Decision rule: Choose and maintain the delivery approach from current project conditions and integrated dependencies.

Question 163 - Answer: B

Domain: People | Approach: Predictive | Item form: Single

The problem is misalignment about the intended outcome. The project manager should restore shared understanding before redirecting work or escalating unnecessarily.

Decision rule: Rebuild and refresh the shared vision before optimising execution.

Question 164 - Answer: D

Domain: Process | Approach: Adaptive/Agile | Item form: Single

Procurement decisions should fit uncertainty, incentives and risk allocation, and supplier performance should be assessed against the complete agreement.

Decision rule: Use contract reality and supplier evidence together; apply agreed recovery and governance mechanisms first.

Question 165 - Answer: D

Domain: Business Environment | Approach: Hybrid | Item form: Single

External conditions can alter compliance, risk and business value. The project manager should verify the signal, assess materiality and support an authorised response.

Decision rule: Monitor external conditions continuously and reassess the project when material evidence changes.

Question 166 - Answer: A

Domain: People | Approach: Predictive | Item form: Practicum

At Month 6, EV (405) is below PV (450) and AC (470) is above EV.

Decision rule: For EVM, compare EV with PV for schedule and EV with AC for cost.

Question 167 - Answer: C

Domain: Process | Approach: Hybrid | Item form: Single

Reliable scope management requires shared understanding and the correct change or refinement mechanism. Baselines control change; agile backlogs enable disciplined reprioritisation.

Decision rule: Clarify scope first, then use the change mechanism that fits the affected work.

Question 168 - Answer: D

Domain: People | Approach: Predictive | Item form: Single

The problem is misalignment about the intended outcome. The project manager should restore shared understanding before redirecting work or escalating unnecessarily.

Decision rule: Rebuild and refresh the shared vision before optimising execution.

Question 169 - Answer: B and D

Domain: Business Environment | Approach: Predictive | Item form: Multi

The project manager should confirm whether the new rule applies and how it changes required controls, then assess the integrated project effect. Neither waiting for enforcement nor changing every baseline before verification is responsible.

Decision rule: Verify external regulation and assess its integrated effect before initiating authorised change.

Question 170 - Answer: A

Domain: Process | Approach: Hybrid | Item form: Single

The integrated plan should fit the actual work and expose dependencies. Hybrid delivery requires explicit management of interfaces between controlled and adaptable components.

Decision rule: Choose and maintain the delivery approach from current project conditions and integrated dependencies.

Question 171 - Answer: B

Domain: Process | Approach: Predictive | Item form: Matching

Each situation uses the management mechanism that fits its current state and delivery approach.

Decision rule: Classify the situation correctly before selecting the management mechanism.

Question 172 - Answer: C

Domain: Business Environment | Approach: Predictive | Item form: Single

Mandatory law, safety, security and privacy constrain ordinary trade-offs. Compliance also requires controlled, accessible evidence for authorised users.

Decision rule: Protect mandatory obligations before ordinary optimisation and maintain usable compliance evidence.

Question 173 - Answer: A

Domain: Process | Approach: Predictive | Item form: Pulldown

A variance is evidence rather than a diagnosis. Analysis belongs before corrective choice unless immediate containment is required.

Decision rule: Place diagnosis before correction when the cause is unknown.

Question 174 - Answer: D

Domain: Business Environment | Approach: Hybrid | Item form: Single

Governance defines who decides and when escalation is required. Strong leadership prepares higher-level decisions rather than taking authority assigned elsewhere.

Decision rule: Act decisively inside your authority and escalate based on defined rights and thresholds.

Question 175 - Answer: C

Domain: Process | Approach: Adaptive/Agile | Item form: Graphic

The relationship is favourable at Quarter 6, but value decisions still depend on valid measures, assumptions and wider consequences.

Decision rule: A favourable metric supports a decision; it does not remove the need to validate context.

Question 176 - Answer: D

Domain: Process | Approach: Adaptive/Agile | Item form: Single

The integrated plan should fit the actual work and expose dependencies. Hybrid delivery requires explicit management of interfaces between controlled and adaptable components.

Decision rule: Choose and maintain the delivery approach from current project conditions and integrated dependencies.

Question 177 - Answer: A [Simulated pretest - excluded from practice score]

Domain: Business Environment | Approach: Adaptive/Agile | Item form: Single

Governance defines who decides and when escalation is required. Strong leadership prepares higher-level decisions rather than taking authority assigned elsewhere.

Decision rule: Act decisively inside your authority and escalate based on defined rights and thresholds.

Question 178 - Answer: A and E

Domain: Process | Approach: Hybrid | Item form: Multi

Hybrid reporting can combine measures created for different purposes. The project manager should first reconcile the evidence, then analyse the integrated effect across controlled and adaptive work before recommending a recovery decision.

Decision rule: Reconcile cross-system performance evidence before choosing recovery in a hybrid project.

Question 179 - Answer: C

Domain: Process | Approach: Predictive | Item form: Single

Passing technical tests does not automatically satisfy a contractual or governance requirement for formal acceptance. The project manager should verify the agreed criteria and secure the required acceptance before final closure and payment decisions are treated as complete.

Decision rule: Confirm required acceptance against agreed criteria before closing a predictive project or completing final contractual closure.

Question 180 - Answer: C

Domain: Process | Approach: Adaptive/Agile | Item form: Single

Project status depends on reconciled, decision-useful evidence. Conflicting metrics and AI outputs need verification before they influence commitments.

Decision rule: Reconcile and verify project evidence before using it for decisions.



25.5 Practice Scoring and Domain Diagnostic

Do not compare a raw percentage with an invented official pass mark. PMI uses psychometric scoring and does not publish a fixed raw passing percentage. Calculate this mock's diagnostic score from the 170 scored practice items, then review performance by domain, approach and reasoning pattern.








	Diagnostic
	How to calculate





	Overall practice score
	Correct scored items / 170 x 100



	People
	Correct scored People items / scored People items attempted



	Process
	Correct scored Process items / scored Process items attempted



	Business Environment
	Correct scored Business Environment items / scored Business Environment items attempted



	Approach review
	Compare Predictive, Adaptive/Agile and Hybrid error patterns



	Reasoning review
	Classify misses: sequence, authority, mandatory constraint, evidence, approach, calculation, visual interpretation or value judgement





For transparent self-scoring, the 170 scored practice items in this mock contain 56 People, 69 Process and 45 Business Environment questions. The 10 simulated pretest items remain part of the timed experience but are excluded from the practice score.



25.6 Mock Examination 1 Post-Test Review

1. Rework every incorrect question without looking at the options. State the problem, authority, delivery approach and next responsible action in your own words.

2. Review every guessed correct answer as though it were incorrect. A lucky answer does not prove stable judgement.

3. Separate knowledge errors from sequencing errors. If you knew the concept but chose a later action, practise FIRST/NEXT chronology.

4. Review all safety, legal, security, ethics and mandatory-compliance items because those constraints often change the ordinary sequence.

5. Review hybrid misses by identifying exactly which component was adaptable and which commitment was controlled.

6. For visual and data items, state what the exhibit shows before deciding what management action follows.

7. For AI items, review evidence quality, data handling, bias, governance and accountable human judgement rather than treating the tool as automatic truth.

8. For sustainability items, use life-cycle impact, value, compliance and evidence rather than superficial claims or one-metric decisions.

9. Record the reason for each miss in an error log so the decision pattern can be corrected before Mock Examination 2.

10. Do not memorise answer letters. Retest the reasoning rule in a different context.



25.7 Mock 1 Coverage Record








	Coverage dimension
	Mock 1 distribution





	People
	59 of 180



	Process
	74 of 180



	Business Environment
	47 of 180



	Predictive
	72 of 180



	Adaptive/Agile
	54 of 180



	Hybrid
	54 of 180



	Simulated pretest
	10 of 180, hidden during the examination



	Case-study section
	Questions 1-30



	Independent question portion
	Questions 31-180; second break after Question 105





Source basis: Project Management Institute, Project Management Professional (PMP) Examination Content Outline - July 2026, especially pp. 4 and 16-20; Project Management Institute, 'What's New in the Updated PMP Exam?' (2026); Project Management Institute, 'PMP Exam Change: What It Means in 2026' (9 July 2026). The official outline states that exact question-type and approach counts may vary by exam form. All 180 Mock Examination 1 questions are original study items and are not official PMI examination questions.

Chapter 26





FULL-LENGTH PMP MOCK EXAMINATION 2


26.1 Simulation Instructions

Mock Examination 2 is a fresh 180-question simulation built to the published July 2026 PMP structure. It is deliberately more integrative than Mock Examination 1: several options are technically reasonable, but only one best fits the chronology, authority, delivery approach, mandatory constraints and evidence in the scenario. Ten questions are simulated unscored pretest items. Their identities are revealed only after the examination, so answer every item under timed conditions.

Use 240 minutes for the 180 questions. The two 10-minute breaks sit outside the timed examination period. PMI states that the first break follows the case-study section and the second occurs approximately midway through the independent-question portion, but PMI does not publish a fixed case-section item count for every form. For continuity with Mock Examination 1, this print simulation uses Questions 1-30 as the case-study section, Questions 31-105 as Independent Section A, and Questions 106-180 as Independent Section B. Once you finish a section and take its break, treat the completed section as locked, as you would in the computer-based examination.

The question forms reproduce the July 2026 direction as closely as print allows: single-response multiple choice, multiple response, case/scenario items, graphic interpretation, matching, practicum/data items, pull-down equivalents and static point-and-click equivalents. PMI states that the exact number of items by question type and delivery approach may vary by examination form. Interactive computer actions are represented in a print form without pretending that a Word document can reproduce the Pearson VUE interface.

Scoring rule: answer all 180 questions before consulting the answer key. Calculate the diagnostic score from the 170 scored practice items only. PMI does not publish a fixed raw passing percentage, so use the result as evidence for review rather than as an invented official pass mark.
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	Mock Examination 2





	Total questions
	180



	Timed examination
	240 minutes
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	Two 10-minute breaks



	Case-study simulation
	Questions 1-30



	Independent Section A
	Questions 31-105



	Independent Section B
	Questions 106-180



	Simulated pretest
	10 unscored items, revealed after completion
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MOCK EXAMINATION 2

CASE-STUDY SECTION | QUESTIONS 1-30

Work under timed conditions. Do not consult the answer key until all 180 questions are complete.

CASE 1 - NATIONAL PHARMACY NETWORK: HYBRID E-PRESCRIBING UPGRADE

A national pharmacy network is replacing its e-prescribing platform. Patient-identity, audit-log and encryption controls follow formal regulatory gates, while pharmacist workflow features are developed iteratively. A pre-release audit finds that a vendor component can write prescription events without the required audit identifier. The vendor calls the defect 'low severity' because no data has been lost. Pilot usage is 61%, compared with an 80% readiness target, and pharmacists report that the new exception workflow takes too many steps. The statutory migration date is fixed unless the regulator approves an exception.








	Evidence
	Current position





	Statutory migration date
	Fixed unless regulator approves exception



	Audit identifier control
	Mandatory; defect found in vendor component



	Pilot usage
	61% against 80% readiness target



	Workflow feedback
	Exception handling considered too slow



	Optional backlog
	Three low-value convenience features remain





Question 1. What should the project manager do FIRST about the missing audit identifier?

A. proceed with migration and record the defect for later

B. ask pharmacists to decide whether the regulatory control is necessary

C. contain the compliance exposure, verify the defect severity with security, regulatory and vendor experts, and prevent release of the affected path until an authorised decision is made

D. accept the vendor severity rating because no data loss has occurred

Question 2. The product owner proposes removing two low-value convenience features so the team can simplify exception handling. What is the BEST response?

A. keep all optional features because they were discussed earlier

B. add the workflow change without removing any work

C. support the reprioritisation through the product mechanism while confirming that regulated commitments and the fixed migration obligation remain protected

D. require formal governance approval for every backlog adjustment

Question 3. Which fact most strongly limits an ordinary schedule trade-off?

A. the workflow takes too many steps

B. pilot usage is below target

C. three convenience features remain in the backlog

D. the audit identifier is a mandatory regulatory control for prescription events

Question 4. Which evidence gives the strongest picture of adoption readiness?

A. the frequency of steering-committee meetings

B. the number of convenience features completed

C. the number of training sessions delivered

D. the 61% pilot usage together with pharmacist feedback explaining why the workflow is avoided

Question 5. The regulator confirms that the migration date remains fixed. What should the project manager do NEXT?

A. work with product, operations and governance stakeholders to define the minimum compliant, safe and usable release and present authorised recovery options

B. hide the adoption gap until after migration

C. ask the product owner to change the statutory date

D. direct unlimited overtime without analysing constraints

CASE 2 - METRO TRANSIT EXTENSION: PREDICTIVE INFRASTRUCTURE

A transport authority is extending a metro line under an approved cost and schedule baseline. A revised environmental permit requires additional groundwater monitoring. The civil contractor reports a 14-day delay on a critical-path tunnel activity that has 6 days of total float. At the status date, EV is $18.4 million and AC is $20.0 million. Management reserve is controlled by the investment committee. A second supplier proposes a cheaper monitoring design, but its compliance evidence has not been reviewed.








	Measure
	Value





	EV
	$18.4 million



	AC
	$20.0 million



	Critical-path activity delay
	14 days



	Available total float
	6 days



	Management reserve authority
	Investment committee





Question 6. What is the current CPI?

A. 1.09

B. 0.84

C. 1.18

D. 0.92

Question 7. What should the project manager do FIRST with the cheaper monitoring design?

A. ask the contractor to use it before the regulator reviews it

B. reject it solely because it comes from another supplier

C. select it immediately because it is cheaper

D. verify technical and permit-compliance evidence before treating the design as a viable option

Question 8. If the 14-day delay remains on the critical path and no recovery occurs, what net completion slip is indicated after available float is consumed?

A. 20 days

B. 14 days

C. 6 days

D. 8 days

Question 9. The project manager wants to use management reserve for the permit-driven work. What should happen?

A. treat management reserve as team-controlled contingency

B. prepare the cost, schedule and risk impact and seek the investment committee decision required by governance

C. hide the cost in contractor invoices

D. use the reserve directly because the requirement is mandatory

Question 10. The contractor proposes immediate overtime to recover the tunnel delay. What should the project manager do FIRST?

A. replace the contractor before analysing the cause

B. move the contractual date without authority

C. order overtime because the activity is late

D. facilitate a recovery discussion based on the critical-path cause, permit dependencies, resource limits and cost-risk trade-offs before committing to compression

CASE 3 - INSURANCE CLAIMS AI: ADAPTIVE DELIVERY

An insurance group is developing an AI-assisted claims triage product in two-week iterations. A model summary reports an 18% reduction in false positives, but the data-science lead cannot reproduce the result from the source dataset. Production rollout requires documented model validation, privacy review and a fairness assessment. A large customer asks for immediate production access. The product owner believes the customer request is valuable but says the current iteration is already at capacity.








	Control / Evidence
	Status





	Claimed false-positive reduction
	18%; not yet reproducible



	Model validation
	Required before production



	Privacy review
	Required before production



	Fairness assessment
	Required before production



	Current iteration capacity
	Fully committed





Question 11. What should the project manager do FIRST with the reported 18% improvement?

A. treat the AI summary as objective evidence

B. stop all AI-supported analysis on the product

C. reconcile the source data, assumptions and calculation with accountable specialists before the figure is used for rollout or stakeholder claims

D. publish the figure with a disclaimer

Question 12. The customer asks for immediate production access during the current iteration. What is the BEST response?

A. bypass the product owner and deploy directly

B. insert rollout work immediately because the customer is large

C. clarify the business need with the product owner and team, preserve mandatory validation, and use the product process to decide how the request should be prioritised

D. reject the request permanently because iteration scope can never change

Question 13. Select TWO. Which two conditions are mandatory before production rollout?

A. increase iteration velocity

B. prepare a longer executive presentation

C. hold a retrospective before compliance work

D. complete documented model validation

E. complete the required privacy review

Question 14. A developer argues that the privacy specialist should be removed from refinement because reviews slow delivery. What should the project manager do?

A. ask the customer to waive the legal obligation

B. stop stakeholder engagement until development is complete

C. exclude the privacy specialist to protect velocity

D. facilitate alignment on the product outcome and explain how privacy and fairness controls support responsible value rather than treating them as optional obstacles

Question 15. After verification, the claimed improvement falls from 18% to 7% but remains positive. What should happen NEXT?

A. hide the correction until after rollout

B. update the product evidence and decision discussion using the verified result, then reconsider rollout value and priority with the authorised stakeholders

C. cancel the product solely because the gain is smaller

D. continue using 18% because it was reported first

CASE 4 - FOOD PACKAGING AUTOMATION: HYBRID SAFETY AND DELIVERY

A food manufacturer is installing a new packaging line. Mechanical installation and safety certification are predictively controlled, while the performance dashboard is being developed iteratively. During commissioning, a safety interlock fails once under a rare restart sequence. Production restart is planned in three days. The dashboard team can remove two optional visualisations to free capacity for alarm analytics. The equipment supplier argues that the interlock event cannot be reproduced and should be treated as closed.








	Item
	Current position





	Production restart
	Planned in 3 days



	Safety interlock
	One failure under restart sequence



	Root cause
	Not confirmed



	Optional dashboard scope
	Two low-value visualisations



	Alarm analytics
	High operational value





Question 16. What should happen FIRST after the safety interlock failure?

A. close the issue because it cannot be reproduced immediately

B. restart production because the failure occurred only once

C. wait for the next status meeting before taking action

D. contain unsafe restart exposure and investigate the failure before allowing normal commissioning to continue

Question 17. The supplier keeps describing the event as closed. What is the strongest project-manager response?

A. escalate immediately without first clarifying evidence or authority

B. ask the dashboard team to decide equipment safety

C. facilitate an evidence-based discussion on acceptance criteria, investigation responsibility and the authority required to declare the safety issue resolved

D. accept the supplier position to preserve the relationship

Question 18. Why can the planned production date not be used as the sole reason to accept the interlock condition?

A. safety certification is a mandatory boundary that cannot be traded away as an ordinary schedule preference

B. dashboard features always have priority over equipment work

C. the equipment supplier owns all release decisions

D. hybrid projects cannot change dates

Question 19. What is the BEST way to create capacity for the higher-value alarm analytics?

A. add all analytics without reducing any work

B. change the mechanical safety baseline through backlog reprioritisation

C. use product prioritisation to remove or defer lower-value dashboard work while checking interfaces with the controlled commissioning plan

D. freeze the dashboard backlog because the project is partly predictive

Question 20. Production leaders are anxious about the restart date and demand daily promises from the team. What should the project manager do?

A. avoid the leaders until the defect is resolved

B. promise the original date regardless of investigation findings

C. provide transparent evidence, explain what is known and uncertain, and agree a decision-focused communication cadence without inventing certainty

D. send raw technical logs without explaining their decision relevance

CASE 5 - UNIVERSITY DIGITAL ENROLMENT: ADAPTIVE SERVICE DELIVERY

A university consortium is replacing student enrolment with an iterative digital service. Accessibility testing shows that keyboard-only users cannot complete one payment step. Student representatives also report confusing error messages, while the product owner wants to keep a popular cosmetic feature in the next iteration. A payment gateway supplied by a third party is scheduled to change its API in six weeks. The service must satisfy statutory accessibility requirements before public release.








	Evidence
	Current position





	Keyboard-only completion
	Fails at payment step



	Accessibility requirement
	Statutory



	Student feedback
	Error messages are confusing



	Third-party API change
	Expected in 6 weeks



	Cosmetic feature
	Popular but optional





Question 21. Student representatives are frustrated because the product owner keeps prioritising cosmetic changes over confusing error messages. What should the project manager do FIRST?

A. escalate every backlog disagreement to the sponsor

B. order the product owner to accept every student request

C. facilitate a value and feedback discussion with the product owner, team and student representatives so priority decisions reflect user outcomes and mandatory constraints

D. remove student representatives from reviews

Question 22. How should the accessibility failure be handled?

A. delay all accessibility work until the next annual audit

B. treat it as an optional backlog enhancement

C. release first and ask affected users to use another channel

D. treat it as a release-blocking compliance defect, clarify acceptance criteria and correct it before public release

Question 23. Which fact most strongly changes the normal freedom to prioritise the backlog?

A. a cosmetic feature is popular

B. the team works iteratively

C. students prefer clearer error messages

D. the service must meet statutory accessibility requirements before release

Question 24. What should the project manager do about the third-party API change expected in six weeks?

A. make the dependency visible, coordinate with the product owner and supplier, and plan early validation or adaptation before it threatens release

B. ask the team to increase velocity instead of managing the dependency

C. tell students to accept any resulting delay

D. ignore it until the supplier changes the API

Question 25. The product owner wants to keep the cosmetic feature despite the accessibility defect and confusing error messages. What is the BEST response?

A. preserve the cosmetic feature because it is already popular

B. use compliance, user feedback and value evidence to reorder work so mandatory accessibility and high-impact usability problems take precedence

C. freeze priority because the iteration plan was discussed earlier

D. add all work without considering capacity

CASE 6 - GLOBAL MEDICAL SUPPLY CONSOLIDATION: PREDICTIVE PROGRAMME

A healthcare company is consolidating regional medical-supply contracts. The programme forecasts $12 million annual savings after transition. One sole-source component has a 35% probability of a six-week interruption with an estimated $4 million business impact. A second supplier can be qualified for $600,000 and would reduce interruption probability to 10%. A new customs rule may add two weeks to some routes, and operations has not yet accepted ownership of the supplier-performance dashboard.








	Risk / Benefit input
	Value





	Forecast annual savings
	$12 million



	Interruption probability before response
	35%



	Estimated interruption impact
	$4 million



	Supplier qualification cost
	$600,000



	Residual interruption probability after qualification
	10%





Question 26. A new customs rule may add two weeks to selected routes, but details are still being interpreted. What should the programme manager do FIRST?

A. verify the requirement with appropriate trade expertise and assess which routes, contracts, costs and benefits may be affected

B. ask suppliers to waive customs requirements

C. ignore the rule until the first shipment is delayed

D. change all routes immediately

Question 27. What is the threat EMV before supplier qualification?

A. $0.60 million

B. $0.40 million

C. $1.40 million

D. $4.00 million

Question 28. Operations has not accepted ownership of the supplier-performance dashboard. What should the programme manager do?

A. clarify operational ownership, transition responsibilities, measures and support before treating the dashboard as successfully handed over

B. leave ownership undefined until a problem occurs

C. close the programme because the dashboard exists

D. transfer ownership to any available team member without agreement

Question 29. What is the residual threat EMV after qualification reduces probability to 10%?

A. $0.60 million

B. $0.40 million

C. $4.00 million

D. close the risk for the what is the residual threat emv project because a response has been planned, without monitoring triggers, residual exposure or ownership.

Question 30. Which stakeholder discussion is MOST important before programme closure?

A. confirm with operations and benefit owners how supplier performance and the forecast $12 million annual savings will be measured after transition

B. treat forecast savings as already realised

C. close all benefit measures because contracts have been signed

D. ask the project team to own benefits indefinitely

BREAK 1 - 10 MINUTES

Resume the 240-minute examination timer only when you begin Question 31.

INDEPENDENT QUESTION PORTION - SECTION A

QUESTIONS 31-105

Question 31. The food manufacturer packaging automation project uses an approved baseline, formal stage reviews and defined change authority. A stakeholder requests work that would alter an approved baseline. What should the project manager do?

A. reject the request because baselines never change

B. ask the team to hide the extra work in existing tasks

C. start the work immediately and document it later

D. clarify the request, assess integrated impact and use the authorised change process before implementation

Question 32. The hospital network clinical scheduling platform delivers in short iterations with a prioritised backlog, frequent review and product-led prioritisation. Two experienced specialists disagree about a technical choice that remains inside the team’s decision authority. What should the project manager do FIRST?

A. choose a solution personally to end the disagreement

B. separate the specialists and stop discussion

C. facilitate a fact-based comparison of criteria, risks and evidence so the team can decide

D. escalate the dispute to the sponsor immediately

Question 33. The government ministry benefits-administration programme uses a hybrid model in which fixed commitments coexist with iterative solution work. A new regulation may affect data retention, but the final interpretation is unclear. What should the project manager do?

A. verify the requirement with appropriate expertise, assess project impact and use the correct governance path

B. ask the sponsor to waive the law

C. change the project immediately before understanding the rule

D. ignore the regulation until enforcement begins

Question 34. The air cargo operator fleet-maintenance platform uses an approved baseline, formal stage reviews and defined change authority. A material variance appears in current performance data. Select TWO. Which two actions should occur before corrective action is chosen?

A. analyse the cause and integrated forecast effect

B. change the baseline immediately

C. hide the variance until recovery

D. request more budget automatically

E. verify that the underlying data and definitions are reliable

Question 35. The insurance group claims-transformation programme delivers in short iterations with a prioritised backlog, frequent review and product-led prioritisation. A team member has missed three commitments. Evidence shows that the person is supporting another urgent programme 40% of the time. What should the project manager do NEXT?

A. clarify capacity and priorities with the person and the relevant resource owner before judging performance or assigning corrective action

B. increase the person’s workload to test commitment

C. begin disciplinary action immediately

D. hide the missed work from stakeholders

Question 36. The fintech company fraud-monitoring product uses a hybrid model in which fixed commitments coexist with iterative solution work. A team wants to upload confidential customer records to an external AI service that is not approved by the organisation. What should the project manager do FIRST?

A. ask a junior team member to upload them instead

B. upload the records because the tool may improve productivity

C. rely only on the vendor’s marketing claim about security

D. do not upload the records; follow privacy, security and tool-approval requirements and seek an authorised alternative

Question 37. The hotel group property-management replacement uses an approved baseline, formal stage reviews and defined change authority. A major change has already been analysed and formally approved. What should the project manager do?

A. send the approved change back for initial review

B. update affected plans and baselines as required, communicate the decision and implement the authorised change

C. repeat the impact analysis before every action

D. leave the baseline unchanged and ask the team to work informally

Question 38. The renewable-energy developer solar-facility programme uses an approved baseline, formal stage reviews and defined change authority. Two experienced specialists disagree about a technical choice that remains inside the team’s decision authority. What should the project manager do?

A. separate the specialists and stop discussion

B. facilitate a fact-based comparison of criteria, risks and evidence so the team can decide

C. choose a solution personally to end the disagreement

D. escalate every decision on the renewable-energy developer solar-facility programme automatically rather than acting inside established authority and thresholds.

Question 39. The telecom operator 5G network rollout delivers in short iterations with a prioritised backlog, frequent review and product-led prioritisation. A stakeholder requests work that would alter an approved baseline. What should the project manager do?

A. clarify the request, assess integrated impact and use the authorised change process before implementation

B. promise additional scope for the telecom operator 5G network rollout project to restore confidence before assessing authority, value or impact.

C. reject the request because baselines never change

D. start the work immediately and document it later

Question 40. The logistics provider warehouse-automation programme uses a hybrid model in which fixed commitments coexist with iterative solution work. An AI-supported prioritisation tool consistently assigns lower scores to requests from one customer segment. What should the project manager do FIRST?

A. pause reliance on the affected output, investigate data and model bias, involve accountable experts and correct governance controls before further use

B. hide the segment analysis from governance

C. continue because the algorithm is consistent

D. increase automation so human review is reduced

Question 41. The consumer-electronics company connected-device launch uses an approved baseline, formal stage reviews and defined change authority. A cross-functional disagreement is blocking progress. Select TWO. Which two actions are strongest?

A. clarify the decision criteria and facilitate a fact-based discussion

B. choose the answer personally before discussion

C. exclude the dissenting stakeholder

D. confirm decision rights and keep resolution at the lowest responsible level

E. escalate immediately because conflict is uncomfortable

Question 42. The education technology firm learning-platform release delivers in short iterations with a prioritised backlog, frequent review and product-led prioritisation. A major change has already been analysed and formally approved. What should the project manager do?

A. treat the current plan for the education technology firm learning-platform release project as more important than new evidence about the actual problem.

B. repeat the impact analysis before every action

C. leave the baseline unchanged and ask the team to work informally

D. update affected plans and baselines as required, communicate the decision and implement the authorised change

Question 43. The university consortium student-services platform uses a hybrid model in which fixed commitments coexist with iterative solution work. Two experienced specialists disagree about a technical choice that remains inside the team’s decision authority. What should the project manager do?

A. escalate the dispute to the sponsor immediately

B. separate the specialists and stop discussion

C. treat stakeholder seniority on the university consortium student-services platform project as sufficient authority even when the governance framework assigns the decision differently.

D. facilitate a fact-based comparison of criteria, risks and evidence so the team can decide

Question 44. The city government digital permitting service uses an approved baseline, formal stage reviews and defined change authority. A new regulation may affect data retention, but the final interpretation is unclear. What should the project manager do FIRST?

A. ask the sponsor to waive the law

B. ignore the regulation until enforcement begins

C. optimise the city government digital permitting service project for schedule first and document any mandatory-control gap only after release.

D. verify the requirement with appropriate expertise, assess project impact and use the correct governance path

Question 45. Enhanced matching equivalent. The media company subscription product uses a hybrid model in which fixed commitments coexist with iterative solution work. Match each situation to the MOST appropriate response.

Matching item








	Situation
	Response choice





	1. Approved predictive scope change
	A. Update controlled plans and implement the authorised change



	2. New non-urgent agile feature
	B. Refine and prioritise through the backlog



	3. Known risk trigger occurs
	C. Execute the approved response and monitor



	4. Active defect already causing failure
	D. Manage as an issue and contain impact





A. 1-A, 2-B, 3-C, 4-D

B. 1-D, 2-C, 3-A, 4-B

C. 1-C, 2-D, 3-B, 4-A

D. 1-B, 2-A, 3-D, 4-C

Question 46. The automotive manufacturer supplier-quality transformation delivers in short iterations with a prioritised backlog, frequent review and product-led prioritisation. A known risk trigger occurs and the risk register contains an approved response with an assigned owner. What should the project manager do?

A. implement the planned response, coordinate with the owner and monitor the result

B. identify the risk again

C. close the risk because the trigger occurred

D. escalate automatically without checking thresholds

Question 47. The water utility treatment-plant upgrade uses an approved baseline, formal stage reviews and defined change authority. A team member has missed three commitments. Evidence shows that the person is supporting another urgent programme 40% of the time. What should the project manager do?

A. begin disciplinary action immediately

B. increase the person’s workload to test commitment

C. bypass the authorised decision route for the water utility treatment-plant upgrade project because the preferred option appears operationally obvious.

D. clarify capacity and priorities with the person and the relevant resource owner before judging performance or assigning corrective action

Question 48. The energy company battery-storage project uses a hybrid model in which fixed commitments coexist with iterative solution work. A stakeholder requests work that would alter an approved baseline. What should the project manager do FIRST?

A. reject the request because baselines never change

B. increase communication frequency for the energy company battery-storage project without first establishing what decision, concern or information gap must be addressed.

C. clarify the request, assess integrated impact and use the authorised change process before implementation

D. start the work immediately and document it later

Question 49. The airline crew-planning system uses an approved baseline, formal stage reviews and defined change authority. A new regulation affects the project. Select TWO. Which two actions should the project manager take?

A. ignore the change until enforcement

B. hide the effect from stakeholders

C. ask the sponsor to waive the law

D. assess impact and route required decisions through governance

E. verify the requirement with appropriate expertise

Question 50. The agricultural cooperative traceability platform delivers in short iterations with a prioritised backlog, frequent review and product-led prioritisation. A technically strong specialist publicly belittles newer team members, and two people have stopped raising risks in meetings. What should the project manager do NEXT?

A. address the behaviour directly, reinforce working agreements and psychological safety, and follow up on team impact

B. ignore the behaviour because output is high

C. reward the specialist for technical performance

D. remove all junior members from meetings

Question 51. The regional bank cloud-modernisation programme uses a hybrid model in which fixed commitments coexist with iterative solution work. A major change has already been analysed and formally approved. What should the project manager do?

A. update affected plans and baselines as required, communicate the decision and implement the authorised change

B. send the approved change back for initial review

C. update project records for the regional bank cloud-modernisation programme and treat documentation alone as resolution of the underlying problem.

D. repeat the impact analysis before every action

Question 52. Graphic-Based Question. The public transport authority ticketing replacement uses a hybrid model in which fixed commitments coexist with iterative solution work. Refer to the burnup chart. What is the strongest interpretation?

Graphic-based item: interpret the exhibit

[image: Burnup chart comparing completed work with changing total scope over six iterations.]

A. the team has completed all current scope

B. scope is fixed because both lines rise

C. completed work is rising, but total scope is also growing; investigate scope growth and the remaining gap before forecasting completion

D. the chart proves quality is improving

Question 53. The construction company high-rise delivery project uses an approved baseline, formal stage reviews and defined change authority. A team wants to upload confidential customer records to an external AI service that is not approved by the organisation. What should the project manager do?

A. rely only on the vendor’s marketing claim about security

B. upload the records because the tool may improve productivity

C. treat the automated output for the construction company high-rise delivery project as authoritative because the model is consistent, without independent validation.

D. do not upload the records; follow privacy, security and tool-approval requirements and seek an authorised alternative

Question 54. The mining company processing-plant upgrade delivers in short iterations with a prioritised backlog, frequent review and product-led prioritisation. A distributed team has become quiet in planning sessions. Several members join at 2 a.m. local time and often lose audio. What should the project manager do?

A. escalate the team to human resources

B. warn the quiet members about attitude

C. schedule more meetings at the same time

D. review time-zone, access and meeting-design barriers with the team before assuming disengagement

Question 55. Practicum/Data Item. The payments company merchant-onboarding product uses an approved baseline, formal stage reviews and defined change authority. Use the data excerpt. Which EAC should be entered into the forecast?

Practicum/data item








	Data field
	Value





	BAC
	$1,200,000



	EV
	$480,000



	AC
	$600,000



	Current assumption
	Cost efficiency expected to continue





A. $1,500,000

B. $1,200,000

C. $960,000

D. $1,320,000

Question 56. The medical-device manufacturer production-line expansion uses an approved baseline, formal stage reviews and defined change authority. BAC = $1,060,000 and CPI = 0.82. If current cost efficiency is expected to continue, what is approximate EAC?

A. $869,200

B. $1,292,683

C. $1,060,000

D. $1,250,800

Question 57. The pharmaceutical company quality-system replacement uses a hybrid model in which fixed commitments coexist with iterative solution work. A cross-functional disagreement is blocking progress. Select TWO. Which two actions are strongest?

A. move the disagreement on the pharmaceutical company quality-system replacement project directly to senior governance before the parties compare facts, criteria and decision rights.

B. confirm decision rights and keep resolution at the lowest responsible level

C. escalate immediately because conflict is uncomfortable

D. exclude the dissenting stakeholder

E. clarify the decision criteria and facilitate a fact-based discussion

Question 58. The non-profit organisation donor-management platform uses an approved baseline, formal stage reviews and defined change authority. A known risk trigger occurs and the risk register contains an approved response with an assigned owner. What should the project manager do?

A. escalate automatically without checking thresholds

B. implement the planned response, coordinate with the owner and monitor the result

C. wait for the risk on the non-profit organisation donor-management platform project to become an issue before using an already authorised response.

D. identify the risk again

Question 59. The shipping company port-integration project delivers in short iterations with a prioritised backlog, frequent review and product-led prioritisation. A new regulation may affect data retention, but the final interpretation is unclear. What should the project manager do?

A. verify the requirement with appropriate expertise, assess project impact and use the correct governance path

B. optimise the shipping company port-integration project for schedule first and document any mandatory-control gap only after release.

C. ask the sponsor to waive the law

D. change the project immediately before understanding the rule

Question 60. Pull-down equivalent. The national retailer omnichannel fulfilment project uses an approved baseline, formal stage reviews and defined change authority. Complete the sequence: 'material variance detected -> verify data -> ____ -> choose response.'

Pull-down equivalent

A. change the baseline immediately

B. analyse cause, significance and forecast effect

C. escalate every variance

D. request additional budget automatically

Question 61. The food manufacturer packaging automation project uses a hybrid model in which fixed commitments coexist with iterative solution work. A known risk trigger occurs and the risk register contains an approved response with an assigned owner. What should the project manager do?

A. identify the risk again

B. implement the planned response, coordinate with the owner and monitor the result

C. close the risk because the trigger occurred

D. wait for the risk on the food manufacturer packaging automation project to become an issue before using an already authorised response.

Question 62. The hospital network clinical scheduling platform uses an approved baseline, formal stage reviews and defined change authority. A technically strong specialist publicly belittles newer team members, and two people have stopped raising risks in meetings. What should the project manager do?

A. reward the specialist for technical performance

B. address the behaviour directly, reinforce working agreements and psychological safety, and follow up on team impact

C. remove all junior members from meetings

D. escalate every decision on the hospital network clinical scheduling platform project automatically rather than acting inside established authority and thresholds.

Question 63. The government ministry benefits-administration programme delivers in short iterations with a prioritised backlog, frequent review and product-led prioritisation. A team wants to upload confidential customer records to an external AI service that is not approved by the organisation. What should the project manager do?

A. ask a junior team member to upload them instead

B. do not upload the records; follow privacy, security and tool-approval requirements and seek an authorised alternative

C. share the model output for the government ministry benefits-administration programme broadly before confirming whether the data and tool use are authorised.

D. rely only on the vendor’s marketing claim about security

Question 64. The air cargo operator fleet-maintenance platform uses an approved baseline, formal stage reviews and defined change authority. A hybrid change touches both an adaptive feature and a controlled supplier interface. Select TWO. Which two actions are required?

A. use product prioritisation for the adaptable feature

B. reject all change

C. treat the entire request only as backlog work

D. use the authorised formal process for the supplier commitment

E. ask the supplier to ignore the signed interface

Question 65. The insurance group claims-transformation programme uses a hybrid model in which fixed commitments coexist with iterative solution work. A team member has missed three commitments. Evidence shows that the person is supporting another urgent programme 40% of the time. What should the project manager do NEXT?

A. treat the current plan for the insurance group claims-transformation programme as more important than new evidence about the actual problem.

B. increase the person’s workload to test commitment

C. hide the missed work from stakeholders

D. clarify capacity and priorities with the person and the relevant resource owner before judging performance or assigning corrective action

Question 66. The fintech company fraud-monitoring product delivers in short iterations with a prioritised backlog, frequent review and product-led prioritisation. A dependency has failed and is now delaying active work. What should the project manager do?

A. treat the condition as an issue, assign ownership, contain impact and work the resolution path

B. delete it from the risk register and take no further action

C. leave it only as a future risk

D. wait for the next monthly review

Question 67. The hotel group property-management replacement uses an approved baseline, formal stage reviews and defined change authority. A distributed team has become quiet in planning sessions. Several members join at 2 a.m. local time and often lose audio. What should the project manager do?

A. escalate the team to human resources

B. promise additional scope for the hotel group property-management replacement project to restore confidence before assessing authority, value or impact.

C. review time-zone, access and meeting-design barriers with the team before assuming disengagement

D. warn the quiet members about attitude

Question 68. The renewable-energy developer solar-facility programme uses a hybrid model in which fixed commitments coexist with iterative solution work. Market evidence shows that the main benefit forecast has fallen below the investment threshold while substantial work remains. What should the project manager do FIRST?

A. hide the evidence until delivery is complete

B. update the business-case evidence and take continuation, pivot or termination options to the authorised governance body

C. continue only because money has already been spent

D. expand scope to justify sunk cost

Question 69. Point-and-click equivalent. The telecom operator 5G network rollout uses an approved baseline, formal stage reviews and defined change authority. Which activity node lies on the longer path and should be selected for first schedule-impact review?

Static point-and-click simulation










	Node
	Activity
	Duration
	Predecessor





	1
	Start
	0
	-



	2
	A
	5
	1



	3
	B
	9
	1



	4
	C
	4
	2



	5
	D
	3
	3



	6
	Finish
	0
	4,5





A. Node 2 - Activity A (5 days)

B. Node 6 - Finish

C. Node 3 - Activity B (9 days)

D. Node 4 - Activity C (4 days)

Question 70. The logistics provider warehouse-automation programme uses an approved baseline, formal stage reviews and defined change authority. An activity has optimistic 8 days, most likely 10 days and pessimistic 22 days. Using PERT, what is expected duration?

A. 11.7 days

B. 10.0 days

C. 13.3 days

D. 14.0 days

Question 71. The consumer-electronics company connected-device launch delivers in short iterations with a prioritised backlog, frequent review and product-led prioritisation. A new specialist understands the technology but repeatedly misses project-specific hand-off expectations. What should the project manager do?

A. pair the specialist with an experienced colleague, clarify hand-off criteria and provide focused coaching

B. escalate to the sponsor before speaking with the specialist

C. replace the specialist immediately

D. send the entire project archive without guidance

Question 72. The education technology firm learning-platform release uses an approved baseline, formal stage reviews and defined change authority. An AI-supported recommendation may influence a high-impact decision. Select TWO. Which two controls are strongest?

A. publish confidential inputs for transparency

B. confirm privacy, bias and governance requirements before reliance

C. treat automation as proof of accuracy

D. remove accountable human review

E. verify source data and assumptions

Question 73. The university consortium student-services platform uses a hybrid model in which fixed commitments coexist with iterative solution work. A dependency has failed and is now delaying active work. What should the project manager do?

A. treat the condition as an issue, assign ownership, contain impact and work the resolution path

B. wait for the next monthly review

C. crash work on the university consortium student-services platform project immediately before confirming the critical path, cause of delay and cost-risk trade-off.

D. leave it only as a future risk

Question 74. The city government digital permitting service delivers in short iterations with a prioritised backlog, frequent review and product-led prioritisation. One architect is the only person who understands a critical integration, and planned leave begins next month. What should the project manager do?

A. wait until the architect leaves to train someone

B. create structured knowledge transfer, pairing and accessible documentation before the leave begins

C. cancel the architect’s leave

D. accept the single-person dependency because the architect is reliable

Question 75. The media company subscription product uses an approved baseline, formal stage reviews and defined change authority. A dependency has failed and is now delaying active work. What should the project manager do NEXT?

A. treat the condition as an issue, assign ownership, contain impact and work the resolution path

B. delete it from the risk register and take no further action

C. treat schedule variance on the media company subscription product project as sufficient reason to rebaseline before analysing recovery options.

D. leave it only as a future risk

Question 76. Graphic-Based Question. The automotive manufacturer supplier-quality transformation delivers in short iterations with a prioritised backlog, frequent review and product-led prioritisation. Refer to the cumulative-flow snapshot. What should the team examine FIRST?

Graphic-based item: interpret the exhibit

[image: Cumulative flow snapshot showing done, in-progress and waiting work over six periods.]

A. velocity targets, because cumulative flow directly measures velocity

B. the widening waiting band, because queued work is accumulating faster than it is entering active work or completion

C. individual utilisation, because more starts will reduce the queue

D. scope approval, because the chart proves unauthorised scope change

Question 77. The water utility treatment-plant upgrade uses a hybrid model in which fixed commitments coexist with iterative solution work. A supplier advertises a component as carbon-neutral but provides evidence only for factory electricity use, not transport or material production. What should the project manager do?

A. remove sustainability measures because evidence is incomplete

B. repeat the claim because the supplier published it

C. treat one favourable metric as proof of total sustainability

D. challenge the claim and seek evidence broad enough to support the stated life-cycle boundary before using it in project reporting

Question 78. The energy company battery-storage project uses an approved baseline, formal stage reviews and defined change authority. A new specialist understands the technology but repeatedly misses project-specific hand-off expectations. What should the project manager do?

A. pair the specialist with an experienced colleague, clarify hand-off criteria and provide focused coaching

B. escalate the stakeholder concern on the energy company battery-storage project before checking the commitment evidence or engaging the affected people directly.

C. replace the specialist immediately

D. escalate to the sponsor before speaking with the specialist

Question 79. The airline crew-planning system delivers in short iterations with a prioritised backlog, frequent review and product-led prioritisation. A material variance appears in current performance data. Select TWO. Which two actions should occur before corrective action is chosen?

A. hide the variance until recovery

B. change the forecast for the airline crew-planning system project before confirming whether the underlying measures are comparable and current.

C. request more budget automatically

D. analyse the cause and integrated forecast effect

E. verify that the underlying data and definitions are reliable

Question 80. The agricultural cooperative traceability platform uses an approved baseline, formal stage reviews and defined change authority. One architect is the only person who understands a critical integration, and planned leave begins next month. What should the project manager do FIRST?

A. create structured knowledge transfer, pairing and accessible documentation before the leave begins

B. wait until the architect leaves to train someone

C. accept the single-person dependency because the architect is reliable

D. treat stakeholder seniority on the agricultural cooperative traceability platform project as sufficient authority even when the governance framework assigns the decision differently.

Question 81. The regional bank cloud-modernisation programme uses a hybrid model in which fixed commitments coexist with iterative solution work. A competitor launches a substitute product that materially reduces expected demand for the project output. What should the project manager do?

A. reassess value, benefits and strategic assumptions and take the evidence through the authorised decision process

B. continue unchanged because the baseline was approved

C. ignore the competitor until project closure

D. increase scope without assessing value

Question 82. Enhanced matching equivalent. The public transport authority ticketing replacement delivers in short iterations with a prioritised backlog, frequent review and product-led prioritisation. Match each situation to the MOST appropriate response.

Matching item








	Situation
	Response choice





	1. New member lacks project context
	A. Coach/pair and clarify expectations



	2. Technical disagreement inside team authority
	B. Facilitate evidence-based resolution



	3. Decision exceeds PM authority
	C. Prepare evidence and route to authorised role



	4. Stakeholder report is not useful
	D. Clarify decision needs and tailor communication





A. 1-A, 2-B, 3-C, 4-D

B. 1-B, 2-A, 3-D, 4-C

C. 1-C, 2-D, 3-B, 4-A

D. 1-D, 2-C, 3-A, 4-B

Question 83. The construction company high-rise delivery project delivers in short iterations with a prioritised backlog, frequent review and product-led prioritisation. A recurring defect has been repaired three times but returns after each release. What should the project manager do?

A. close the defect because it was fixed once

B. continue repairing each occurrence only

C. analyse the process or system cause and implement corrective action that prevents recurrence

D. reduce testing so fewer defects are recorded

Question 84. The mining company processing-plant upgrade uses an approved baseline, formal stage reviews and defined change authority. A senior stakeholder says the weekly report follows the template but does not help with decisions. What should the project manager do FIRST?

A. meet the stakeholder to clarify decision needs, then tailor the communication and update the plan if required

B. escalate the complaint to the sponsor

C. tell the stakeholder the template cannot change

D. send the same report twice a week

Question 85. The payments company merchant-onboarding product uses a hybrid model in which fixed commitments coexist with iterative solution work. A recurring defect has been repaired three times but returns after each release. What should the project manager do NEXT?

A. reduce testing so fewer defects are recorded

B. accept the quality result for the payments company merchant-onboarding product project because schedule performance is favourable, and investigate the defect after release.

C. analyse the process or system cause and implement corrective action that prevents recurrence

D. close the defect because it was fixed once

Question 86. The medical-device manufacturer production-line expansion uses an approved baseline, formal stage reviews and defined change authority. An AI-supported prioritisation tool consistently assigns lower scores to requests from one customer segment. What should the project manager do?

A. continue because the algorithm is consistent

B. pause reliance on the affected output, investigate data and model bias, involve accountable experts and correct governance controls before further use

C. hide the segment analysis from governance

D. increase reliance on the AI result for the medical-device manufacturer production-line expansion project before checking source data, bias, privacy or governance controls.

Question 87. The pharmaceutical company quality-system replacement delivers in short iterations with a prioritised backlog, frequent review and product-led prioritisation. A senior stakeholder says the weekly report follows the template but does not help with decisions. What should the project manager do?

A. change the forecast for the pharmaceutical company quality-system replacement project before confirming whether the underlying measures are comparable and current.

B. send the same report twice a week

C. tell the stakeholder the template cannot change

D. meet the stakeholder to clarify decision needs, then tailor the communication and update the plan if required

Question 88. The non-profit organisation donor-management platform uses an approved baseline, formal stage reviews and defined change authority. A known risk trigger has occurred. Select TWO. Which two actions are strongest?

A. monitor residual exposure and update relevant records

B. identify the same risk from the beginning

C. escalate regardless of thresholds

D. implement the approved response

E. close the risk automatically

Question 89. The shipping company port-integration project uses a hybrid model in which fixed commitments coexist with iterative solution work. The new system is technically ready, but managers still reward employees for using the old process. What should the project manager do?

A. add more features instead of addressing adoption conditions

B. declare success because the software is complete

C. work with change leadership to align incentives, manager behaviour, support and measures with the intended operating change

D. repeat technical testing

Question 90. The national retailer omnichannel fulfilment project delivers in short iterations with a prioritised backlog, frequent review and product-led prioritisation. A team completes a feature, but the customer rejects it because acceptance expectations were ambiguous. What should the project manager do NEXT?

A. stop customer reviews

B. add more features before discussing the rejection

C. clarify measurable acceptance criteria with relevant stakeholders and improve refinement or validation before further work

D. ask the customer to accept the feature as built

Question 91. The food manufacturer packaging automation project uses an approved baseline, formal stage reviews and defined change authority. Senior stakeholders keep sending urgent work directly to developers, bypassing the product owner. What should the project manager do?

A. accept every request to preserve relationships

B. remove the product owner

C. freeze the backlog for the rest of the project

D. reinforce the agreed intake and prioritisation route with stakeholders while keeping their needs visible

Question 92. The hospital network clinical scheduling platform uses a hybrid model in which fixed commitments coexist with iterative solution work. A team completes a feature, but the customer rejects it because acceptance expectations were ambiguous. What should the project manager do FIRST?

A. add more features before discussing the rejection

B. stop customer reviews

C. clarify measurable acceptance criteria with relevant stakeholders and improve refinement or validation before further work

D. use the existing report for the hospital network clinical scheduling platform project as proof that stakeholder understanding has already been achieved.

Question 93. The government ministry benefits-administration programme delivers in short iterations with a prioritised backlog, frequent review and product-led prioritisation. Senior stakeholders keep sending urgent work directly to developers, bypassing the product owner. What should the project manager do?

A. increase communication frequency for the government ministry benefits-administration programme without first establishing what decision, concern or information gap must be addressed.

B. reinforce the agreed intake and prioritisation route with stakeholders while keeping their needs visible

C. freeze the backlog for the rest of the project

D. remove the product owner

Question 94. The air cargo operator fleet-maintenance platform uses an approved baseline, formal stage reviews and defined change authority. Market evidence shows that the main benefit forecast has fallen below the investment threshold while substantial work remains. What should the project manager do?

A. expand scope to justify sunk cost

B. update the business-case evidence and take continuation, pivot or termination options to the authorised governance body

C. escalate every decision on the air cargo operator fleet-maintenance platform project automatically rather than acting inside established authority and thresholds.

D. hide the evidence until delivery is complete

Question 95. The insurance group claims-transformation programme uses an approved baseline, formal stage reviews and defined change authority. A recurring defect has been repaired three times but returns after each release. What should the project manager do NEXT?

A. treat successful completion of work on the insurance group claims-transformation programme as equivalent to verified acceptance even though criteria remain unresolved.

B. reduce testing so fewer defects are recorded

C. analyse the process or system cause and implement corrective action that prevents recurrence

D. continue repairing each occurrence only

Question 96. Pull-down equivalent. The fintech company fraud-monitoring product delivers in short iterations with a prioritised backlog, frequent review and product-led prioritisation. Complete the sequence: 'stakeholder concern -> clarify underlying need -> ____ -> agree communication or action.'

Pull-down equivalent

A. promise the requested outcome

B. escalate before discussion

C. compare the need with current evidence, authority and project constraints

D. send the existing report again

Question 97. The hotel group property-management replacement uses a hybrid model in which fixed commitments coexist with iterative solution work. A remote team is missing commitments. Select TWO. Which two actions should the project manager take FIRST?

A. add status meetings before diagnosis

B. replace team members without discussion

C. check capacity, access and time-zone barriers with the team

D. clarify expectations and agree targeted support based on the cause

E. assume low motivation

Question 98. The renewable-energy developer solar-facility programme delivers in short iterations with a prioritised backlog, frequent review and product-led prioritisation. An AI-supported prioritisation tool consistently assigns lower scores to requests from one customer segment. What should the project manager do?

A. pause reliance on the affected output, investigate data and model bias, involve accountable experts and correct governance controls before further use

B. use the AI recommendation for the renewable-energy developer solar-facility programme as the final decision and remove accountable human review.

C. hide the segment analysis from governance

D. continue because the algorithm is consistent

Question 99. The telecom operator 5G network rollout uses an approved baseline, formal stage reviews and defined change authority. A team completes a feature, but the customer rejects it because acceptance expectations were ambiguous. What should the project manager do?

A. add more features before discussing the rejection

B. use the existing report for the telecom operator 5G network rollout project as proof that stakeholder understanding has already been achieved.

C. stop customer reviews

D. clarify measurable acceptance criteria with relevant stakeholders and improve refinement or validation before further work

Question 100. The logistics provider warehouse-automation programme uses a hybrid model in which fixed commitments coexist with iterative solution work. A technically strong specialist publicly belittles newer team members, and two people have stopped raising risks in meetings. What should the project manager do FIRST?

A. reward the specialist for technical performance

B. address the behaviour directly, reinforce working agreements and psychological safety, and follow up on team impact

C. ignore the behaviour because output is high

D. take immediate corrective action on the logistics provider warehouse-automation programme before establishing the cause, authority and integrated consequence.

Question 101. Practicum/Data Item. The consumer-electronics company connected-device launch uses a hybrid model in which fixed commitments coexist with iterative solution work. Which action is most strongly supported by the flow data?

Practicum/data item










	Flow measure
	Week 1
	Week 2
	Week 3





	WIP
	18
	24
	31



	Cycle time (days)
	5.2
	6.8
	8.6



	Throughput
	14
	14
	13





A. raise the velocity target

B. start more work so people remain busy

C. review WIP, queues and blockers with the team before starting additional work

D. declare throughput improvement

Question 102. The education technology firm learning-platform release delivers in short iterations with a prioritised backlog, frequent review and product-led prioritisation. A supplier misses a contractual milestone, and the agreement contains a defined recovery and escalation mechanism. What should the project manager do?

A. hide the delay until recovery is certain

B. assess project impact, engage the supplier on recovery and follow the contractual mechanism

C. terminate the supplier immediately

D. transfer all supplier work to the internal team without analysis

Question 103. The university consortium student-services platform uses an approved baseline, formal stage reviews and defined change authority. A supplier advertises a component as carbon-neutral but provides evidence only for factory electricity use, not transport or material production. What should the project manager do?

A. remove sustainability measures because evidence is incomplete

B. accept the vendor position for the university consortium student-services platform project without testing it against acceptance criteria or commercial obligations.

C. challenge the claim and seek evidence broad enough to support the stated life-cycle boundary before using it in project reporting

D. repeat the claim because the supplier published it

Question 104. The city government digital permitting service uses an approved baseline, formal stage reviews and defined change authority. A decision exceeds the project manager’s authority and belongs to the sponsor, who has asked for a recommendation. What should the project manager do FIRST?

A. make the decision to avoid delay

B. wait without preparing any analysis

C. prepare the evidence, options and recommendation and take the decision to the sponsor

D. ask the team to vote

Question 105. The media company subscription product delivers in short iterations with a prioritised backlog, frequent review and product-led prioritisation. A hybrid change touches both an adaptive feature and a controlled supplier interface. Select TWO. Which two actions are required?

A. use product prioritisation for the adaptable feature

B. penalise or replace the supplier for the media company subscription product project immediately before reviewing the agreement, evidence or recovery mechanism.

C. reject all change

D. use the authorised formal process for the supplier commitment

E. treat the entire request only as backlog work
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Question 106. The automotive manufacturer supplier-quality transformation uses a hybrid model in which fixed commitments coexist with iterative solution work. A distributed team has become quiet in planning sessions. Several members join at 2 a.m. local time and often lose audio. What should the project manager do?

A. review time-zone, access and meeting-design barriers with the team before assuming disengagement

B. schedule more meetings at the same time

C. escalate the team to human resources

D. promise additional scope for the automotive manufacturer supplier-quality transformation project to restore confidence before assessing authority, value or impact.

Question 107. The water utility treatment-plant upgrade uses an approved baseline, formal stage reviews and defined change authority. A supplier misses a contractual milestone, and the agreement contains a defined recovery and escalation mechanism. What should the project manager do?

A. assess project impact, engage the supplier on recovery and follow the contractual mechanism

B. transfer all supplier work to the internal team without analysis

C. terminate the supplier immediately

D. accept the vendor position for the water utility treatment-plant upgrade project without testing it against acceptance criteria or commercial obligations.

Question 108. The energy company battery-storage project delivers in short iterations with a prioritised backlog, frequent review and product-led prioritisation. Market evidence shows that the main benefit forecast has fallen below the investment threshold while substantial work remains. What should the project manager do FIRST?

A. update the business-case evidence and take continuation, pivot or termination options to the authorised governance body

B. continue only because money has already been spent

C. make the decision for the energy company battery-storage project at project level to avoid delay even though governance assigns the authority elsewhere.

D. expand scope to justify sunk cost

Question 109. The airline crew-planning system uses a hybrid model in which fixed commitments coexist with iterative solution work. A new specialist understands the technology but repeatedly misses project-specific hand-off expectations. What should the project manager do?

A. replace the specialist immediately

B. escalate to the sponsor before speaking with the specialist

C. escalate the stakeholder concern on the airline crew-planning system project before checking the commitment evidence or engaging the affected people directly.

D. pair the specialist with an experienced colleague, clarify hand-off criteria and provide focused coaching

Question 110. The agricultural cooperative traceability platform uses an approved baseline, formal stage reviews and defined change authority. An identified risk response needs funding that was included in contingency reserve. What should the project manager do NEXT?

A. treat contingency as unavailable because it was planned

B. request management reserve automatically

C. hide the cost until the risk closes

D. use the contingency according to the cost baseline and agreed control process, then update forecasts as needed

Question 111. Point-and-click equivalent. The regional bank cloud-modernisation programme uses a hybrid model in which fixed commitments coexist with iterative solution work. Which dashboard cell should be selected for the most immediate cost-performance investigation?

Static point-and-click simulation









	Dashboard cell
	Measure
	Status





	A1
	CPI
	0.78



	A2
	SPI
	1.03



	A3
	Defect escape
	Within limit



	A4
	Benefit adoption
	On target





A. A1 - CPI 0.78

B. A3 - Defect escape within limit

C. A2 - SPI 1.03

D. A4 - Benefit adoption on target

Question 112. The public transport authority ticketing replacement delivers in short iterations with a prioritised backlog, frequent review and product-led prioritisation. A supplier advertises a component as carbon-neutral but provides evidence only for factory electricity use, not transport or material production. What should the project manager do FIRST?

A. treat one favourable metric as proof of total sustainability

B. repeat the claim because the supplier published it

C. penalise or replace the supplier for the public transport authority ticketing replacement project immediately before reviewing the agreement, evidence or recovery mechanism.

D. challenge the claim and seek evidence broad enough to support the stated life-cycle boundary before using it in project reporting

Question 113. The construction company high-rise delivery project uses an approved baseline, formal stage reviews and defined change authority. Two regional teams interpret direct feedback differently, and meetings are becoming defensive. What should the project manager do?

A. stop giving feedback

B. facilitate shared communication norms and clarify intent, expectations and feedback methods with both teams

C. escalate cultural differences as misconduct

D. tell one region to adopt the other region’s style

Question 114. The mining company processing-plant upgrade uses a hybrid model in which fixed commitments coexist with iterative solution work. A supplier misses a contractual milestone, and the agreement contains a defined recovery and escalation mechanism. What should the project manager do?

A. terminate the supplier immediately

B. assess project impact, engage the supplier on recovery and follow the contractual mechanism

C. accept the vendor position for the mining company processing-plant upgrade project without testing it against acceptance criteria or commercial obligations.

D. hide the delay until recovery is certain

Question 115. The payments company merchant-onboarding product uses an approved baseline, formal stage reviews and defined change authority. A capable analyst understands the role but struggles to frame options for senior decision-makers. What should the project manager do NEXT?

A. send the analyst to basic software training

B. take over every presentation permanently

C. issue a formal warning without discussion

D. coach the analyst using recent examples and feedback so the person can improve judgement and presentation

Question 116. The medical-device manufacturer production-line expansion delivers in short iterations with a prioritised backlog, frequent review and product-led prioritisation. A known risk trigger has occurred. Select TWO. Which two actions are strongest?

A. close the risk automatically

B. implement the approved response

C. identify the same risk from the beginning

D. monitor residual exposure and update relevant records

E. remove the risk from the medical-device manufacturer production-line expansion project register after assigning an owner, even though the exposure remains active.

Question 117. The pharmaceutical company quality-system replacement uses a hybrid model in which fixed commitments coexist with iterative solution work. A project is closing, but the expected cost saving will only be measurable six months after operations adopt the new process. What should the project manager do?

A. keep the project team responsible indefinitely for operating savings

B. confirm the benefit owner, measure, baseline, timing and reporting responsibility before handover

C. record the saving as realised at project closure

D. leave the benefit without an owner

Question 118. Enhanced matching equivalent. The non-profit organisation donor-management platform uses an approved baseline, formal stage reviews and defined change authority. Match each situation to the MOST appropriate response.

Matching item








	Situation
	Response choice





	1. New law may affect project
	A. Verify requirement and assess impact



	2. Business case materially weakens
	B. Reassess value and route governance decision



	3. AI bias signal appears
	C. Pause reliance and investigate responsibly



	4. Benefit continues after closure
	D. Transfer measure and ownership to operations





A. 1-D, 2-C, 3-A, 4-B

B. 1-A, 2-B, 3-C, 4-D

C. 1-C, 2-D, 3-B, 4-A

D. 1-B, 2-A, 3-D, 4-C

Question 119. The shipping company port-integration project uses an approved baseline, formal stage reviews and defined change authority. A path activity is delayed 10 days and has 8 days total float. If no recovery occurs, what net project slip is indicated?

A. 18 days

B. 2 days

C. 10 days

D. 8 days

Question 120. The national retailer omnichannel fulfilment project delivers in short iterations with a prioritised backlog, frequent review and product-led prioritisation. A decision exceeds the project manager’s authority and belongs to the sponsor, who has asked for a recommendation. What should the project manager do FIRST?

A. prepare the evidence, options and recommendation and take the decision to the sponsor

B. treat stakeholder seniority on the national retailer omnichannel fulfilment project as sufficient authority even when the governance framework assigns the decision differently.

C. wait without preparing any analysis

D. ask the team to vote

Question 121. The food manufacturer packaging automation project uses an approved baseline, formal stage reviews and defined change authority. A competitor launches a substitute product that materially reduces expected demand for the project output. What should the project manager do?

A. reassess value, benefits and strategic assumptions and take the evidence through the authorised decision process

B. ignore the competitor until project closure

C. make the decision for the food manufacturer packaging automation project at project level to avoid delay even though governance assigns the authority elsewhere.

D. increase scope without assessing value

Question 122. The hospital network clinical scheduling platform uses a hybrid model in which fixed commitments coexist with iterative solution work. An identified risk response needs funding that was included in contingency reserve. What should the project manager do?

A. treat contingency as unavailable because it was planned

B. use the contingency according to the cost baseline and agreed control process, then update forecasts as needed

C. hide the cost until the risk closes

D. wait for the risk on the hospital network clinical scheduling platform project to become an issue before using an already authorised response.

Question 123. The government ministry benefits-administration programme uses an approved baseline, formal stage reviews and defined change authority. A functional manager assigns a scarce specialist to another initiative during a committed testing window. What should the project manager do?

A. discuss the priority and impact with the functional manager and use the agreed resource-governance route if the conflict cannot be resolved

B. order the specialist to ignore the functional manager

C. replace the specialist with an unqualified person

D. hide the conflict until testing starts

Question 124. The air cargo operator fleet-maintenance platform delivers in short iterations with a prioritised backlog, frequent review and product-led prioritisation. A material variance appears in current performance data. Select TWO. Which two actions should occur before corrective action is chosen?

A. analyse the cause and integrated forecast effect

B. change the baseline immediately

C. request more budget automatically

D. verify that the underlying data and definitions are reliable

E. choose the more favourable data source for the air cargo operator fleet-maintenance platform project and proceed without reconciling definitions, status dates or assumptions.

Question 125. The insurance group claims-transformation programme uses a hybrid model in which fixed commitments coexist with iterative solution work. The project manager is asked to approve funding that governance reserves for an executive committee. What should the project manager do NEXT?

A. approve the funding to keep momentum

B. prepare the evidence and recommendation and route the decision to the authorised committee

C. ask the team to vote

D. reject the request personally

Question 126. The fintech company fraud-monitoring product uses an approved baseline, formal stage reviews and defined change authority. A department attended training but continues using the old process because managers still reward the old behaviour. What should the project manager do?

A. blame users for resistance

B. schedule the same training again without changing anything else

C. declare adoption complete because attendance was high

D. work with change leaders and managers to align reinforcement, support and measures with the new process

Question 127. Graphic-Based Question. The hotel group property-management replacement uses an approved baseline, formal stage reviews and defined change authority. Refer to the earned-value trend. What is the BEST interpretation at Period 5?

Graphic-based item: interpret the exhibit

[image: Earned value performance chart comparing planned value, earned value and actual cost.]

A. the chart proves business benefits are below target

B. AC should be compared with PV to calculate CPI

C. EV is below PV and AC is above EV, so schedule and cost performance are both unfavourable

D. the project is ahead of schedule and under budget

Question 128. The renewable-energy developer solar-facility programme delivers in short iterations with a prioritised backlog, frequent review and product-led prioritisation. An identified risk response needs funding that was included in contingency reserve. What should the project manager do FIRST?

A. use the contingency according to the cost baseline and agreed control process, then update forecasts as needed

B. close the risk for the renewable-energy developer solar-facility programme because a response has been planned, without monitoring triggers, residual exposure or ownership.

C. hide the cost until the risk closes

D. request management reserve automatically

Question 129. The telecom operator 5G network rollout uses an approved baseline, formal stage reviews and defined change authority. Two executives use different definitions of project success and are giving the team conflicting priorities. What should the project manager do?

A. let each executive maintain a separate success definition

B. continue delivery and settle the disagreement at final acceptance

C. facilitate agreement on shared outcomes, success measures and decision rights before the conflict drives more work

D. follow whichever executive speaks last

Question 130. Practicum/Data Item. The logistics provider warehouse-automation programme uses a hybrid model in which fixed commitments coexist with iterative solution work. What should the project manager record as the immediate governance position?

Practicum/data item








	AI governance check
	Status





	Source data lineage
	Confirmed



	Privacy approval
	Confirmed



	Bias test
	Material disparity found



	Human review
	Pending



	Production decision
	Requested today





A. production reliance should pause until the disparity is investigated and accountable human review is complete

B. production should proceed because privacy approval is complete

C. all controls are complete because data lineage is confirmed

D. the bias result can be ignored if expected value is high

Question 131. The consumer-electronics company connected-device launch uses a hybrid model in which fixed commitments coexist with iterative solution work. An internal audit identifies a material compliance gap two weeks before launch. What should the project manager do?

A. ask the customer to waive the control informally

B. record the gap but take no action

C. hide the finding until after launch

D. contain the exposure, establish required corrective action and follow the governance and reporting route before launch convenience drives the decision

Question 132. The education technology firm learning-platform release uses an approved baseline, formal stage reviews and defined change authority. A non-critical activity is five days late but still has eight days of total float. What should the project manager do FIRST?

A. declare the entire project five days late

B. move the final date without analysis

C. monitor the activity and dependencies because the current delay can be absorbed by available float unless conditions change

D. crash the activity immediately

Question 133. The university consortium student-services platform delivers in short iterations with a prioritised backlog, frequent review and product-led prioritisation. A cross-functional disagreement is blocking progress. Select TWO. Which two actions are strongest?

A. confirm decision rights and keep resolution at the lowest responsible level

B. exclude the dissenting stakeholder

C. choose the answer personally before discussion

D. clarify the decision criteria and facilitate a fact-based discussion

E. choose the technical position for the university consortium student-services platform personally before hearing the people responsible for the work.

Question 134. The city government digital permitting service uses a hybrid model in which fixed commitments coexist with iterative solution work. A non-critical activity is five days late but still has eight days of total float. What should the project manager do?

A. declare the entire project five days late

B. move the final date without analysis

C. treat the current plan for the city government digital permitting service project as more important than new evidence about the actual problem.

D. monitor the activity and dependencies because the current delay can be absorbed by available float unless conditions change

Question 135. Pull-down equivalent. The media company subscription product uses a hybrid model in which fixed commitments coexist with iterative solution work. Complete the responsible-AI sequence: 'identify use case -> verify data and permissions -> assess bias/risk -> ____ -> monitor.'

Pull-down equivalent

A. publish confidential data

B. remove human review

C. treat the model output as final truth

D. obtain accountable human review and authorised decision

Question 136. The automotive manufacturer supplier-quality transformation uses an approved baseline, formal stage reviews and defined change authority. The new system is technically ready, but managers still reward employees for using the old process. What should the project manager do FIRST?

A. repeat technical testing

B. treat stakeholder seniority on the automotive manufacturer supplier-quality transformation project as sufficient authority even when the governance framework assigns the decision differently.

C. declare success because the software is complete

D. work with change leadership to align incentives, manager behaviour, support and measures with the intended operating change

Question 137. The water utility treatment-plant upgrade delivers in short iterations with a prioritised backlog, frequent review and product-led prioritisation. Two regional teams interpret direct feedback differently, and meetings are becoming defensive. What should the project manager do?

A. stop giving feedback

B. tell one region to adopt the other region’s style

C. facilitate shared communication norms and clarify intent, expectations and feedback methods with both teams

D. increase communication frequency for the water utility treatment-plant upgrade project without first establishing what decision, concern or information gap must be addressed.

Question 138. The energy company battery-storage project uses an approved baseline, formal stage reviews and defined change authority. A milestone forecast is slipping and management asks for immediate crashing. What should the project manager do?

A. analyse the cause, critical-path effect and realistic fast-tracking or crashing trade-offs before selecting compression

B. skip quality work to save time

C. add resources to every activity

D. change the milestone without authority

Question 139. The airline crew-planning system uses a hybrid model in which fixed commitments coexist with iterative solution work. A senior manager asks the project manager to remove an unfavourable forecast from a steering pack because it may affect funding. What should the project manager do?

A. ask the team to alter the source data

B. remove the forecast to protect funding

C. delay reporting until the number improves

D. keep the report accurate, explain the evidence and present response options

Question 140. The agricultural cooperative traceability platform uses an approved baseline, formal stage reviews and defined change authority. A retrospective is silent after a production incident even though several members privately know contributing factors. What should the project manager do FIRST?

A. ask only managers to investigate

B. cancel retrospectives because the team is uncomfortable

C. create a blameless discussion focused on facts, system conditions and learning so people can raise information safely

D. identify a person to blame before discussion

Question 141. The regional bank cloud-modernisation programme delivers in short iterations with a prioritised backlog, frequent review and product-led prioritisation. A hybrid change touches both an adaptive feature and a controlled supplier interface. Select TWO. Which two actions are required?

A. use product prioritisation for the adaptable feature

B. ask the supplier to ignore the signed interface

C. treat the supplier problem on the regional bank cloud-modernisation programme as an internal team issue and bypass the contractual route.

D. reject all change

E. use the authorised formal process for the supplier commitment

Question 142. The public transport authority ticketing replacement uses a hybrid model in which fixed commitments coexist with iterative solution work. One architect is the only person who understands a critical integration, and planned leave begins next month. What should the project manager do?

A. wait until the architect leaves to train someone

B. cancel the architect’s leave

C. bypass the authorised decision route for the public transport authority ticketing replacement project because the preferred option appears operationally obvious.

D. create structured knowledge transfer, pairing and accessible documentation before the leave begins

Question 143. Graphic-Based Question. The construction company high-rise delivery project uses a hybrid model in which fixed commitments coexist with iterative solution work. Refer to the benefits/adoption trend. What should the project manager do FIRST?

Graphic-based item: interpret the exhibit

[image: Benefit and adoption trend chart comparing actual adoption with target adoption.]

A. investigate why actual adoption is flattening below the target and work with change and benefit owners on the barrier

B. increase feature output without analysing adoption

C. change the target downward without authority

D. declare the benefit realised because adoption increased initially

Question 144. The mining company processing-plant upgrade uses an approved baseline, formal stage reviews and defined change authority. A requirement appears in a user request but cannot be traced to an approved source, backlog item or acceptance criterion. What should the project manager do FIRST?

A. reject every undocumented request

B. hide it inside an existing requirement

C. build it because a user mentioned it

D. clarify its source, value and approval state before treating it as committed scope

Question 145. The payments company merchant-onboarding product delivers in short iterations with a prioritised backlog, frequent review and product-led prioritisation. A competitor launches a substitute product that materially reduces expected demand for the project output. What should the project manager do NEXT?

A. continue unchanged because the baseline was approved

B. ignore the competitor until project closure

C. reassess value, benefits and strategic assumptions and take the evidence through the authorised decision process

D. treat the current plan for the payments company merchant-onboarding product project as more important than new evidence about the actual problem.

Question 146. Enhanced matching equivalent. The medical-device manufacturer production-line expansion uses an approved baseline, formal stage reviews and defined change authority. Match each situation to the MOST appropriate response.

Matching item








	Situation
	Response choice





	1. Approved predictive scope change
	A. Update controlled plans and implement the authorised change



	2. New non-urgent agile feature
	B. Refine and prioritise through the backlog



	3. Known risk trigger occurs
	C. Execute the approved response and monitor



	4. Active defect already causing failure
	D. Manage as an issue and contain impact





A. 1-D, 2-C, 3-A, 4-B

B. 1-B, 2-A, 3-D, 4-C

C. 1-A, 2-B, 3-C, 4-D

D. 1-C, 2-D, 3-B, 4-A

Question 147. The pharmaceutical company quality-system replacement uses an approved baseline, formal stage reviews and defined change authority. A self-managing team spends nearly 40% of its week in status meetings requested by different managers. What should the project manager do?

A. stop all stakeholder communication

B. add another daily status meeting

C. tell the team to work longer hours

D. review information needs, consolidate reporting and protect team focus while keeping stakeholders informed

Question 148. The non-profit organisation donor-management platform uses a hybrid model in which fixed commitments coexist with iterative solution work. A milestone forecast is slipping and management asks for immediate crashing. What should the project manager do FIRST?

A. add resources to every activity

B. treat one adverse metric on the non-profit organisation donor-management platform project as sufficient proof of failure without examining trend, cause and integrated impact.

C. analyse the cause, critical-path effect and realistic fast-tracking or crashing trade-offs before selecting compression

D. skip quality work to save time

Question 149. The shipping company port-integration project delivers in short iterations with a prioritised backlog, frequent review and product-led prioritisation. The new system is technically ready, but managers still reward employees for using the old process. What should the project manager do?

A. treat the current plan for the shipping company port-integration project as more important than new evidence about the actual problem.

B. declare success because the software is complete

C. work with change leadership to align incentives, manager behaviour, support and measures with the intended operating change

D. repeat technical testing

Question 150. The national retailer omnichannel fulfilment project uses an approved baseline, formal stage reviews and defined change authority. A material variance appears in current performance data. Select TWO. Which two actions should occur before corrective action is chosen?

A. hide the variance until recovery

B. verify that the underlying data and definitions are reliable

C. change the baseline immediately

D. treat the dashboard for the national retailer omnichannel fulfilment project as authoritative even though its source data cannot be reconciled.

E. analyse the cause and integrated forecast effect

Question 151. The food manufacturer packaging automation project uses a hybrid model in which fixed commitments coexist with iterative solution work. A senior stakeholder says the weekly report follows the template but does not help with decisions. What should the project manager do?

A. meet the stakeholder to clarify decision needs, then tailor the communication and update the plan if required

B. send the same report twice a week

C. escalate the complaint to the sponsor

D. treat the dashboard for the food manufacturer packaging automation project as authoritative even though its source data cannot be reconciled.

Question 152. The hospital network clinical scheduling platform uses an approved baseline, formal stage reviews and defined change authority. Two dashboards show different completion figures for the same milestone. What should the project manager do FIRST?

A. send both figures to executives and ask them to choose

B. choose the more favourable figure

C. average the numbers without checking them

D. reconcile definitions, source data and update timing before using either figure for a decision

Question 153. The government ministry benefits-administration programme delivers in short iterations with a prioritised backlog, frequent review and product-led prioritisation. A capable analyst understands the role but struggles to frame options for senior decision-makers. What should the project manager do?

A. take immediate corrective action on the government ministry benefits-administration programme before establishing the cause, authority and integrated consequence.

B. coach the analyst using recent examples and feedback so the person can improve judgement and presentation

C. issue a formal warning without discussion

D. take over every presentation permanently

Question 154. The air cargo operator fleet-maintenance platform uses an approved baseline, formal stage reviews and defined change authority. A project is closing, but the expected cost saving will only be measurable six months after operations adopt the new process. What should the project manager do?

A. record the saving as realised at project closure

B. transfer unresolved ownership from the air cargo operator fleet-maintenance platform project to operations without confirming readiness, acceptance or knowledge transfer.

C. keep the project team responsible indefinitely for operating savings

D. confirm the benefit owner, measure, baseline, timing and reporting responsibility before handover

Question 155. Point-and-click equivalent. The insurance group claims-transformation programme delivers in short iterations with a prioritised backlog, frequent review and product-led prioritisation. A major funding increase is required. Which row should be selected for the decision route?

Static point-and-click simulation









	Decision row
	Condition
	Authority





	1
	Backlog priority inside product boundary
	Product owner



	2
	Major funding increase
	Executive committee



	3
	Routine team workflow
	Team



	4
	Regulatory waiver
	Regulator / authorised legal route





A. Row 2 - Executive committee

B. Row 3 - Team

C. Row 4 - Regulator / authorised legal route

D. Row 1 - Product owner

Question 156. The fintech company fraud-monitoring product uses a hybrid model in which fixed commitments coexist with iterative solution work. A requirement appears in a user request but cannot be traced to an approved source, backlog item or acceptance criterion. What should the project manager do FIRST?

A. let each workstream define completion for the fintech company fraud-monitoring product independently without reconciling shared acceptance expectations.

B. clarify its source, value and approval state before treating it as committed scope

C. build it because a user mentioned it

D. hide it inside an existing requirement

Question 157. The hotel group property-management replacement delivers in short iterations with a prioritised backlog, frequent review and product-led prioritisation. A functional manager assigns a scarce specialist to another initiative during a committed testing window. What should the project manager do?

A. hide the conflict until testing starts

B. discuss the priority and impact with the functional manager and use the agreed resource-governance route if the conflict cannot be resolved

C. make the decision for the hotel group property-management replacement project at project level to avoid delay even though governance assigns the authority elsewhere.

D. order the specialist to ignore the functional manager

Question 158. The renewable-energy developer solar-facility programme uses an approved baseline, formal stage reviews and defined change authority. The project manager is asked to approve funding that governance reserves for an executive committee. What should the project manager do?

A. ask the team to vote

B. reject the request personally

C. escalate every decision on the renewable-energy developer solar-facility programme automatically rather than acting inside established authority and thresholds.

D. prepare the evidence and recommendation and route the decision to the authorised committee

Question 159. Graphic-Based Question. The telecom operator 5G network rollout delivers in short iterations with a prioritised backlog, frequent review and product-led prioritisation. Refer to the quality-control trend. What is the strongest FIRST response?

Graphic-based item: interpret the exhibit

[image: Quality-control trend showing defect rate against an upper control limit.]

A. investigate the special-cause signal at Period 7 before changing the whole process

B. blame the operator on Period 7 without investigation

C. accept the point because the next period returned to normal

D. tighten every control limit immediately

Question 160. The logistics provider warehouse-automation programme uses a hybrid model in which fixed commitments coexist with iterative solution work. A material variance appears in current performance data. Select TWO. Which two actions should occur before corrective action is chosen?

A. verify that the underlying data and definitions are reliable

B. request more budget automatically

C. change the forecast for the logistics provider warehouse-automation programme before confirming whether the underlying measures are comparable and current.

D. hide the variance until recovery

E. analyse the cause and integrated forecast effect

Question 161. The consumer-electronics company connected-device launch uses an approved baseline, formal stage reviews and defined change authority. A stakeholder demands an earlier date but says the real business need is to start one revenue-generating capability sooner. What should the project manager do?

A. reject the stakeholder because the baseline is approved

B. promise the entire scope earlier

C. explore the underlying interest and negotiate an incremental delivery option before changing the whole project commitment

D. treat the requested date as non-negotiable without discussion

Question 162. The education technology firm learning-platform release delivers in short iterations with a prioritised backlog, frequent review and product-led prioritisation. A non-critical activity is five days late but still has eight days of total float. What should the project manager do?

A. move the final date without analysis

B. escalate the education technology firm learning-platform release project immediately without first determining whether the responsible team can resolve the matter inside its authority.

C. crash the activity immediately

D. monitor the activity and dependencies because the current delay can be absorbed by available float unless conditions change

Question 163. The university consortium student-services platform uses an approved baseline, formal stage reviews and defined change authority. An internal audit identifies a material compliance gap two weeks before launch. What should the project manager do?

A. hide the finding until after launch

B. contain the exposure, establish required corrective action and follow the governance and reporting route before launch convenience drives the decision

C. ask the delivery team to interpret the external requirement on its own and bypass the authorised compliance route.

D. record the gap but take no action

Question 164. The city government digital permitting service uses a hybrid model in which fixed commitments coexist with iterative solution work. Senior stakeholders keep sending urgent work directly to developers, bypassing the product owner. What should the project manager do FIRST?

A. increase communication frequency for the city government digital permitting service project without first establishing what decision, concern or information gap must be addressed.

B. accept every request to preserve relationships

C. reinforce the agreed intake and prioritisation route with stakeholders while keeping their needs visible

D. freeze the backlog for the rest of the project

Question 165. The media company subscription product delivers in short iterations with a prioritised backlog, frequent review and product-led prioritisation. A milestone forecast is slipping and management asks for immediate crashing. What should the project manager do NEXT?

A. add resources to every activity

B. reset the performance baseline for the media company subscription product project to current results before analysing whether corrective action or approval is required.

C. change the milestone without authority

D. analyse the cause, critical-path effect and realistic fast-tracking or crashing trade-offs before selecting compression

Question 166. Practicum/Data Item. The automotive manufacturer supplier-quality transformation delivers in short iterations with a prioritised backlog, frequent review and product-led prioritisation. Which conclusion is strongest?

Practicum/data item









	Supplier measure
	Target
	Actual





	On-time delivery
	>= 95%
	86%



	Critical defects
	<= 2
	6



	Corrective actions overdue
	0
	4



	Cost variance
	<= 3%
	2%





A. the supplier should be terminated immediately without contract review

B. supplier performance is acceptable because cost is favourable

C. cost is inside target, but delivery, quality and overdue corrective actions require supplier recovery action

D. only cost variance matters under procurement

Question 167. The water utility treatment-plant upgrade uses an approved baseline, formal stage reviews and defined change authority. A newly formed team has unclear roles and repeatedly waits for the project manager to make routine decisions. What should the project manager do?

A. clarify roles, decision boundaries and working agreements, then support the team as it builds confidence

B. make every routine decision permanently

C. tell the team to self-manage without any boundaries

D. replace the team with experienced contractors

Question 168. The energy company battery-storage project uses a hybrid model in which fixed commitments coexist with iterative solution work. A critical platform used by the project will lose vendor support before the expected benefits period ends. What should the project manager do FIRST?

A. ignore support loss because project delivery occurs earlier

B. assess operational, security, cost and value consequences and evaluate transition options with authorised stakeholders

C. buy more unsupported licences without analysis

D. close the risk because the platform currently works

Question 169. The airline crew-planning system uses an approved baseline, formal stage reviews and defined change authority. A hybrid change touches both an adaptive feature and a controlled supplier interface. Select TWO. Which two actions are required?

A. use product prioritisation for the adaptable feature

B. accept the vendor position for the airline crew-planning system project without testing it against acceptance criteria or commercial obligations.

C. reject all change

D. use the authorised formal process for the supplier commitment

E. ask the supplier to ignore the signed interface

Question 170. The agricultural cooperative traceability platform delivers in short iterations with a prioritised backlog, frequent review and product-led prioritisation. A department attended training but continues using the old process because managers still reward the old behaviour. What should the project manager do NEXT?

A. work with change leaders and managers to align reinforcement, support and measures with the new process

B. declare adoption complete because attendance was high

C. schedule the same training again without changing anything else

D. choose the technical position for the agricultural cooperative traceability platform personally before hearing the people responsible for the work.

Question 171. Enhanced matching equivalent. The regional bank cloud-modernisation programme uses a hybrid model in which fixed commitments coexist with iterative solution work. Match each situation to the MOST appropriate response.

Matching item








	Situation
	Response choice





	1. New member lacks project context
	A. Coach/pair and clarify expectations



	2. Technical disagreement inside team authority
	B. Facilitate evidence-based resolution



	3. Decision exceeds PM authority
	C. Prepare evidence and route to authorised role



	4. Stakeholder report is not useful
	D. Clarify decision needs and tailor communication





A. 1-B, 2-A, 3-D, 4-C

B. 1-D, 2-C, 3-A, 4-B

C. 1-A, 2-B, 3-C, 4-D

D. 1-C, 2-D, 3-B, 4-A

Question 172. The public transport authority ticketing replacement uses an approved baseline, formal stage reviews and defined change authority. The deliverable is accepted, but operations cannot support it because knowledge transfer and support ownership are incomplete. What should the project manager do FIRST?

A. delete project documentation to simplify handover

B. complete the necessary transition, ownership and knowledge transfer before treating handover as successful

C. close immediately because acceptance occurred

D. ask operations to learn after closure without support

Question 173. Pull-down equivalent. The construction company high-rise delivery project uses an approved baseline, formal stage reviews and defined change authority. Complete the predictive-change sequence: 'clarify request -> assess impact -> obtain decision -> ____ -> verify result.'

Pull-down equivalent

A. start unapproved work

B. repeat the initial request

C. update affected plans and implement the authorised change

D. ignore the decision

Question 174. The mining company processing-plant upgrade uses a hybrid model in which fixed commitments coexist with iterative solution work. A global programme depends on one supplier for a component with no qualified alternative and a long recovery time. What should the project manager do?

A. hide the dependency from governance

B. accept the exposure because the supplier has performed well

C. assess the single-point exposure and evaluate proportionate resilience options such as qualification, inventory or redesign

D. duplicate every supplier regardless of cost

Question 175. Graphic-Based Question. The payments company merchant-onboarding product uses an approved baseline, formal stage reviews and defined change authority. Refer to the external-dependency exposure chart. Which exposure deserves the most immediate review?

Graphic-based item: interpret the exhibit

[image: External dependency exposure bar chart comparing supplier and internal exposure against a threshold.]

A. Internal, because it has the lowest score

B. all four equally, because ranking is never useful

C. Supplier A, because its exposure score is highest and is above the review threshold

D. Supplier B, because every external supplier is automatically highest risk

Question 176. The medical-device manufacturer production-line expansion delivers in short iterations with a prioritised backlog, frequent review and product-led prioritisation. Two executives use different definitions of project success and are giving the team conflicting priorities. What should the project manager do FIRST?

A. continue delivery and settle the disagreement at final acceptance

B. facilitate agreement on shared outcomes, success measures and decision rights before the conflict drives more work

C. follow whichever executive speaks last

D. treat the disagreement on the medical-device manufacturer production-line expansion project as a performance failure before diagnosing its source and context.

Question 177. The pharmaceutical company quality-system replacement uses an approved baseline, formal stage reviews and defined change authority. A retrospective identifies an improvement that could prevent defects in the next iteration. What should the project manager do?

A. write the lesson but make no workflow change

B. agree an actionable improvement, assign ownership and check whether it changes the next cycle

C. archive the lesson only at project closure

D. wait for a future project to use it

Question 178. The non-profit organisation donor-management platform uses a hybrid model in which fixed commitments coexist with iterative solution work. A new regulation affects the project. Select TWO. Which two actions should the project manager take?

A. ask the sponsor to waive the law

B. proceed on the current assumption for the non-profit organisation donor-management platform project and defer verification of the requirement until after the next gate.

C. verify the requirement with appropriate expertise

D. hide the effect from stakeholders

E. assess impact and route required decisions through governance

Question 179. The shipping company port-integration project delivers in short iterations with a prioritised backlog, frequent review and product-led prioritisation. A retrospective is silent after a production incident even though several members privately know contributing factors. What should the project manager do?

A. ask only managers to investigate

B. cancel retrospectives because the team is uncomfortable

C. create a blameless discussion focused on facts, system conditions and learning so people can raise information safely

D. escalate the shipping company port-integration project immediately without first determining whether the responsible team can resolve the matter inside its authority.

Question 180. The national retailer omnichannel fulfilment project uses an approved baseline, formal stage reviews and defined change authority. Cycle time has increased for four periods while work in progress keeps rising. What should the project manager do FIRST?

A. blame the slowest individual

B. start more items so everyone stays busy

C. inspect blockers, queues and WIP with the team and reduce excess work in progress before adding more work

D. raise the velocity target

END OF MOCK EXAMINATION 2

Stop the timer. Record your remaining time. Only now should you continue to the answer key and diagnostic review.



26.3 Answer Key and Detailed Rationales

The answer key identifies domain, delivery approach and item form for study purposes only. Items marked 'Simulated pretest' are excluded from the 170-question practice score but are still explained because the real examination does not identify its unscored pretest items to candidates.


















	Q
	Ans
	Q
	Ans
	Q
	Ans
	Q
	Ans
	Q
	Ans
	Q
	Ans





	1
	C
	31
	D
	61
	B
	91
	D
	121
	A
	151
	A



	2
	C
	32
	C
	62
	B
	92
	C
	122
	B
	152
	D



	3
	D
	33
	A
	63
	B
	93
	B
	123
	A
	153
	B



	4
	D
	34
	A and E
	64
	A and D
	94
	B
	124
	A and D
	154
	D



	5
	A
	35
	A
	65
	D
	95
	C
	125
	B
	155
	A



	6
	D
	36
	D
	66
	A
	96
	C
	126
	D
	156
	B



	7
	D
	37
	B
	67
	C
	97
	C and D
	127
	C
	157
	B



	8
	D
	38
	B
	68
	B
	98
	A
	128
	A
	158
	D



	9
	B
	39
	A
	69
	C
	99
	D
	129
	C
	159
	A



	10
	D
	40
	A
	70
	A
	100
	B
	130
	A
	160
	A and E



	11
	C
	41
	A and D
	71
	A
	101
	C
	131
	D
	161
	C



	12
	C
	42
	D
	72
	B and E
	102
	B
	132
	C
	162
	D



	13
	D and E
	43
	D
	73
	A
	103
	C
	133
	A and D
	163
	B



	14
	D
	44
	D
	74
	B
	104
	C
	134
	D
	164
	C



	15
	B
	45
	A
	75
	A
	105
	A and D
	135
	D
	165
	D



	16
	D
	46
	A
	76
	B
	106
	A
	136
	D
	166
	C



	17
	C
	47
	D
	77
	D
	107
	A
	137
	C
	167
	A



	18
	A
	48
	C
	78
	A
	108
	A
	138
	A
	168
	B



	19
	C
	49
	D and E
	79
	D and E
	109
	D
	139
	D
	169
	A and D



	20
	C
	50
	A
	80
	A
	110
	D
	140
	C
	170
	A



	21
	C
	51
	A
	81
	A
	111
	A
	141
	A and E
	171
	C



	22
	D
	52
	C
	82
	A
	112
	D
	142
	D
	172
	B



	23
	D
	53
	D
	83
	C
	113
	B
	143
	A
	173
	C



	24
	A
	54
	D
	84
	A
	114
	B
	144
	D
	174
	C



	25
	B
	55
	A
	85
	C
	115
	D
	145
	C
	175
	C



	26
	A
	56
	B
	86
	B
	116
	B and D
	146
	C
	176
	B



	27
	C
	57
	B and E
	87
	D
	117
	B
	147
	D
	177
	B



	28
	A
	58
	B
	88
	A and D
	118
	B
	148
	C
	178
	C and E



	29
	B
	59
	A
	89
	C
	119
	B
	149
	C
	179
	C



	30
	A
	60
	B
	90
	C
	120
	A
	150
	B and E
	180
	C





Question 1 - Answer: C

Domain: Process | Approach: Hybrid | Item form: Single

The defect touches a mandatory audit control. Containment and evidence come before schedule convenience or vendor preference.

Decision rule: Contain mandatory-control defects and verify facts before release decisions.

Question 2 - Answer: C

Domain: Process | Approach: Hybrid | Item form: Single

The adaptable part of a hybrid project can change through product prioritisation as long as fixed compliance and governance commitments remain protected.

Decision rule: Apply the change mechanism that governs the affected component.

Question 3 - Answer: D

Domain: Business Environment | Approach: Hybrid | Item form: Single

A mandatory regulatory control defines a boundary that schedule or convenience cannot simply override.

Decision rule: Check mandatory obligations before optimising time, cost or scope.

Question 4 - Answer: D

Domain: People | Approach: Hybrid | Item form: Single

Observed use and the reasons behind non-use provide stronger adoption evidence than activity counts.

Decision rule: Assess adoption through behaviour and feedback, not participation measures alone.

Question 5 - Answer: A

Domain: People | Approach: Hybrid | Item form: Single

A fixed date narrows options but does not remove responsibility for compliance, usability and responsible stakeholder alignment.

Decision rule: When one constraint is fixed, use the remaining authorised levers without sacrificing mandatory obligations.

Question 6 - Answer: D

Domain: Process | Approach: Predictive | Item form: Single

CPI = EV / AC = 18.4 / 20.0 = 0.92, which indicates unfavourable cost efficiency.

Decision rule: CPI below 1.00 signals unfavourable cost efficiency.

Question 7 - Answer: D

Domain: Business Environment | Approach: Predictive | Item form: Single

Price is irrelevant if the option cannot satisfy the revised permit. Compliance evidence must be established first.

Decision rule: Verify mandatory compliance before comparing cost advantages.

Question 8 - Answer: D

Domain: Process | Approach: Predictive | Item form: Single

Fourteen days of delay consume six days of total float, leaving an eight-day net slip.

Decision rule: Use available float before translating activity delay into project completion delay.

Question 9 - Answer: B

Domain: Process | Approach: Predictive | Item form: Single

Management reserve remains subject to the authority defined by governance. The project manager prepares the decision rather than taking authority assigned elsewhere.

Decision rule: Use reserves through the authority that controls them.

Question 10 - Answer: D

Domain: People | Approach: Predictive | Item form: Single

Recovery affects multiple parties and constraints. The project manager should lead a fact-based recovery discussion before imposing a potentially costly response.

Decision rule: Use evidence and collaboration before committing people to schedule recovery.

Question 11 - Answer: C

Domain: Business Environment | Approach: Adaptive/Agile | Item form: Single

An unreproducible AI-derived result is evidence requiring verification, not a basis for production or marketing decisions.

Decision rule: Verify AI-supported evidence before it influences commitments.

Question 12 - Answer: C

Domain: Process | Approach: Adaptive/Agile | Item form: Single

Agile delivery can respond to changing value, but product decision rights and mandatory production controls remain.

Decision rule: Welcome change through disciplined product prioritisation and mandatory controls.

Question 13 - Answer: D and E

Domain: Business Environment | Approach: Adaptive/Agile | Item form: Multi

The case explicitly states that model validation and privacy review are required production controls. Optional ceremonies or output targets cannot replace them.

Decision rule: When a case names mandatory release controls, protect them before rollout.

Question 14 - Answer: D

Domain: People | Approach: Adaptive/Agile | Item form: Single

The conflict concerns shared purpose and mandatory boundaries. Facilitation and role clarity are stronger than exclusion or attempted waiver.

Decision rule: Align the team around value that includes responsible and compliant delivery.

Question 15 - Answer: B

Domain: Process | Approach: Adaptive/Agile | Item form: Single

Once better evidence exists, decisions should use it. The result may still have value, but the business decision must reflect the corrected figure.

Decision rule: Update decisions when the factual basis changes.

Question 16 - Answer: D

Domain: Process | Approach: Hybrid | Item form: Single

Safety exposure can require immediate containment before ordinary analysis and schedule optimisation.

Decision rule: Contain safety exposure before pursuing schedule convenience.

Question 17 - Answer: C

Domain: People | Approach: Hybrid | Item form: Single

The disagreement should be anchored in evidence, acceptance criteria and decision rights rather than position or hierarchy.

Decision rule: Resolve disputes using evidence, shared criteria and clear decision rights.

Question 18 - Answer: A

Domain: Business Environment | Approach: Hybrid | Item form: Single

Mandatory safety controls constrain schedule trade-offs. The date remains important, but it does not authorise unsafe release.

Decision rule: Treat safety and binding compliance as decision boundaries.

Question 19 - Answer: C

Domain: Process | Approach: Hybrid | Item form: Single

The dashboard is adaptable work. Its priorities can change through the product mechanism while controlled equipment commitments stay under formal governance.

Decision rule: In hybrid delivery, change adaptable work through product prioritisation and protect controlled interfaces.

Question 20 - Answer: C

Domain: People | Approach: Hybrid | Item form: Single

Stakeholders need useful, truthful communication. More frequent promises do not solve uncertainty.

Decision rule: Communicate evidence and uncertainty in a form that supports decisions.

Question 21 - Answer: C

Domain: People | Approach: Adaptive/Agile | Item form: Single

The issue is priority alignment around user outcomes. Facilitation preserves product decision rights while improving the evidence used for ordering.

Decision rule: Improve product decisions through transparent value and stakeholder feedback.

Question 22 - Answer: D

Domain: Process | Approach: Adaptive/Agile | Item form: Single

The case identifies accessibility as statutory. It must be satisfied as part of release quality, not deferred as a preference.

Decision rule: Build mandatory acceptance conditions into the increment and release decision.

Question 23 - Answer: D

Domain: Business Environment | Approach: Adaptive/Agile | Item form: Single

Product priority can change rapidly, but mandatory legal requirements constrain what may be released.

Decision rule: Agile prioritisation operates inside legal and compliance boundaries.

Question 24 - Answer: A

Domain: People | Approach: Adaptive/Agile | Item form: Single

The dependency crosses organisational boundaries. Early coordination and transparency reduce avoidable disruption.

Decision rule: Manage external dependencies early through collaboration and visible planning.

Question 25 - Answer: B

Domain: Process | Approach: Adaptive/Agile | Item form: Single

Priority should reflect mandatory obligations, user outcome and available capacity rather than popularity alone.

Decision rule: Prioritise mandatory and high-value work before optional output.

Question 26 - Answer: A

Domain: Business Environment | Approach: Predictive | Item form: Single

External obligations should be verified before redesigning the programme. Impact analysis then supports the proper governance response.

Decision rule: Verify external change, then assess material impact before acting.

Question 27 - Answer: C

Domain: Process | Approach: Predictive | Item form: Single

Threat EMV = 0.35 x $4 million = $1.40 million.

Decision rule: EMV equals probability multiplied by monetary impact.

Question 28 - Answer: A

Domain: People | Approach: Predictive | Item form: Single

A deliverable does not create value if the receiving organisation cannot own and operate it.

Decision rule: Complete ownership and operational transition before declaring handover complete.

Question 29 - Answer: B

Domain: Business Environment | Approach: Predictive | Item form: Single

Residual EMV = 0.10 x $4 million = $0.40 million. This does not by itself make the $600,000 response right or wrong, but it informs the decision.

Decision rule: Use residual exposure together with response cost, value and risk appetite.

Question 30 - Answer: A

Domain: People | Approach: Predictive | Item form: Single

Benefits occur after the new operating arrangements are used. Ownership and measurement need to continue beyond delivery.

Decision rule: Transition benefit measurement to accountable operational owners.

Question 31 - Answer: D

Domain: Process | Approach: Predictive | Item form: Single

Controlled commitments can change, but only after decision-makers understand impact and authorise the change.

Decision rule: Assess and authorise controlled change before implementation.

Question 32 - Answer: C

Domain: People | Approach: Adaptive/Agile | Item form: Single

The team has competence and authority. Collaborative problem-solving is stronger than unnecessary command or escalation.

Decision rule: Resolve technical disagreement at the lowest responsible level when authority and competence exist.

Question 33 - Answer: A

Domain: Business Environment | Approach: Hybrid | Item form: Single

Verification and impact analysis should precede redesign, while mandatory obligations remain non-negotiable.

Decision rule: Verify external obligations, then assess impact and act through proper authority.

Question 34 - Answer: A and E

Domain: Process | Approach: Predictive | Item form: Multi

Both selected actions directly address the stated condition and preserve the correct evidence and authority sequence; the other choices bypass control, act before diagnosis or treat an obligation as optional.

Decision rule: For Select TWO items, justify each selected action independently from the facts and current stage.

Question 35 - Answer: A

Domain: People | Approach: Adaptive/Agile | Item form: Single

The evidence points to a capacity conflict, so diagnosis and resource alignment should precede conduct conclusions.

Decision rule: Diagnose capacity, capability and conduct separately before choosing an intervention.

Question 36 - Answer: D

Domain: Business Environment | Approach: Hybrid | Item form: Single

Potential benefit does not override confidentiality and security controls.

Decision rule: Use AI only with lawful, secure and authorised data handling.

Question 37 - Answer: B [Simulated pretest - excluded from practice score]

Domain: Process | Approach: Predictive | Item form: Single

The scenario states that analysis and approval are complete. The next step is controlled implementation and updating.

Decision rule: Do not repeat completed analysis; move to the next authorised step.

Question 38 - Answer: B

Domain: People | Approach: Predictive | Item form: Single

The team has competence and authority. Collaborative problem-solving is stronger than unnecessary command or escalation.

Decision rule: Resolve technical disagreement at the lowest responsible level when authority and competence exist.

Question 39 - Answer: A

Domain: Process | Approach: Adaptive/Agile | Item form: Single

Controlled commitments can change, but only after decision-makers understand impact and authorise the change.

Decision rule: Assess and authorise controlled change before implementation.

Question 40 - Answer: A

Domain: Business Environment | Approach: Hybrid | Item form: Single

A systematic fairness concern requires investigation and accountable control before continued reliance.

Decision rule: Treat material bias signals as governance and evidence problems, not performance noise.

Question 41 - Answer: A and D

Domain: People | Approach: Predictive | Item form: Multi

Both selected actions directly address the stated condition and preserve the correct evidence and authority sequence; the other choices bypass control, act before diagnosis or treat an obligation as optional.

Decision rule: For Select TWO items, justify each selected action independently from the facts and current stage.

Question 42 - Answer: D

Domain: Process | Approach: Adaptive/Agile | Item form: Single

The scenario states that analysis and approval are complete. The next step is controlled implementation and updating.

Decision rule: Do not repeat completed analysis; move to the next authorised step.

Question 43 - Answer: D

Domain: People | Approach: Hybrid | Item form: Single

The team has competence and authority. Collaborative problem-solving is stronger than unnecessary command or escalation.

Decision rule: Resolve technical disagreement at the lowest responsible level when authority and competence exist.

Question 44 - Answer: D

Domain: Business Environment | Approach: Predictive | Item form: Single

Verification and impact analysis should precede redesign, while mandatory obligations remain non-negotiable.

Decision rule: Verify external obligations, then assess impact and act through proper authority.

Question 45 - Answer: A

Domain: Process | Approach: Hybrid | Item form: Matching

Each correct pairing follows the decision sequence and authority shown by the situation: use the mechanism appropriate to the current state, approach and obligation.

Decision rule: For matching items, solve each pair independently before comparing complete mapping options.

Question 46 - Answer: A

Domain: Process | Approach: Adaptive/Agile | Item form: Single

The work of identification and response planning is already complete.

Decision rule: When a planned risk trigger occurs, execute the authorised response and monitor it.

Question 47 - Answer: D

Domain: People | Approach: Predictive | Item form: Single

The evidence points to a capacity conflict, so diagnosis and resource alignment should precede conduct conclusions.

Decision rule: Diagnose capacity, capability and conduct separately before choosing an intervention.

Question 48 - Answer: C

Domain: Process | Approach: Hybrid | Item form: Single

Controlled commitments can change, but only after decision-makers understand impact and authorise the change.

Decision rule: Assess and authorise controlled change before implementation.

Question 49 - Answer: D and E

Domain: Business Environment | Approach: Predictive | Item form: Multi

Both selected actions directly address the stated condition and preserve the correct evidence and authority sequence; the other choices bypass control, act before diagnosis or treat an obligation as optional.

Decision rule: For Select TWO items, justify each selected action independently from the facts and current stage.

Question 50 - Answer: A [Simulated pretest - excluded from practice score]

Domain: People | Approach: Adaptive/Agile | Item form: Single

Technical strength does not excuse behaviour that suppresses risk reporting and damages team performance.

Decision rule: Protect team standards and psychological safety even when the difficult person is a high performer.

Question 51 - Answer: A

Domain: Process | Approach: Hybrid | Item form: Single

The scenario states that analysis and approval are complete. The next step is controlled implementation and updating.

Decision rule: Do not repeat completed analysis; move to the next authorised step.

Question 52 - Answer: C

Domain: Process | Approach: Hybrid | Item form: Graphic

The completed line rises, but the total-scope line also rises and the gap remains material. The chart supports a scope-growth and forecast discussion, not a quality conclusion.

Decision rule: Read what the visual actually shows before choosing a management response.

Question 53 - Answer: D

Domain: Business Environment | Approach: Predictive | Item form: Single

Potential benefit does not override confidentiality and security controls.

Decision rule: Use AI only with lawful, secure and authorised data handling.

Question 54 - Answer: D

Domain: People | Approach: Adaptive/Agile | Item form: Single

The visible behaviour may come from system and access conditions rather than motivation.

Decision rule: Check working conditions and access before attributing disengagement to attitude.

Question 55 - Answer: A

Domain: Process | Approach: Predictive | Item form: Practicum

CPI = 480,000 / 600,000 = 0.80. If that cost efficiency continues, EAC = BAC / CPI = 1,200,000 / 0.80 = 1,500,000.

Decision rule: Use the forecast formula that matches the stated future-performance assumption.

Question 56 - Answer: B

Domain: Process | Approach: Predictive | Item form: Single

EAC = BAC / CPI = 1,060,000 / 0.82 ≈ $1,292,683.

Decision rule: Match the EAC formula to the forecast assumption.

Question 57 - Answer: B and E

Domain: People | Approach: Hybrid | Item form: Multi

Both selected actions directly address the stated condition and preserve the correct evidence and authority sequence; the other choices bypass control, act before diagnosis or treat an obligation as optional.

Decision rule: For Select TWO items, justify each selected action independently from the facts and current stage.

Question 58 - Answer: B

Domain: Process | Approach: Predictive | Item form: Single

The work of identification and response planning is already complete.

Decision rule: When a planned risk trigger occurs, execute the authorised response and monitor it.

Question 59 - Answer: A

Domain: Business Environment | Approach: Adaptive/Agile | Item form: Single

Verification and impact analysis should precede redesign, while mandatory obligations remain non-negotiable.

Decision rule: Verify external obligations, then assess impact and act through proper authority.

Question 60 - Answer: B [Simulated pretest - excluded from practice score]

Domain: Process | Approach: Predictive | Item form: Pulldown

After verifying data, the candidate should understand the cause and forecast consequence before selecting a response.

Decision rule: Interpret performance evidence before prescribing corrective action.

Question 61 - Answer: B

Domain: Process | Approach: Hybrid | Item form: Single

The work of identification and response planning is already complete.

Decision rule: When a planned risk trigger occurs, execute the authorised response and monitor it.

Question 62 - Answer: B

Domain: People | Approach: Predictive | Item form: Single

Technical strength does not excuse behaviour that suppresses risk reporting and damages team performance.

Decision rule: Protect team standards and psychological safety even when the difficult person is a high performer.

Question 63 - Answer: B

Domain: Business Environment | Approach: Adaptive/Agile | Item form: Single

Potential benefit does not override confidentiality and security controls.

Decision rule: Use AI only with lawful, secure and authorised data handling.

Question 64 - Answer: A and D

Domain: Process | Approach: Predictive | Item form: Multi

Both selected actions directly address the stated condition and preserve the correct evidence and authority sequence; the other choices bypass control, act before diagnosis or treat an obligation as optional.

Decision rule: For Select TWO items, justify each selected action independently from the facts and current stage.

Question 65 - Answer: D

Domain: People | Approach: Hybrid | Item form: Single

The evidence points to a capacity conflict, so diagnosis and resource alignment should precede conduct conclusions.

Decision rule: Diagnose capacity, capability and conduct separately before choosing an intervention.

Question 66 - Answer: A

Domain: Process | Approach: Adaptive/Agile | Item form: Single

Once the event has occurred, active issue management is required.

Decision rule: Convert realised uncertainty into active issue resolution.

Question 67 - Answer: C

Domain: People | Approach: Predictive | Item form: Single

The visible behaviour may come from system and access conditions rather than motivation.

Decision rule: Check working conditions and access before attributing disengagement to attitude.

Question 68 - Answer: B [Simulated pretest - excluded from practice score]

Domain: Business Environment | Approach: Hybrid | Item form: Single

Past expenditure does not create future value. Governance should reconsider the remaining investment using current evidence.

Decision rule: Use remaining value and remaining cost, not sunk cost, when the business case changes.

Question 69 - Answer: C

Domain: Process | Approach: Predictive | Item form: Point

Path Start-B-D-Finish is 12 days, while Start-A-C-Finish is 9 days. Activity B lies on the longer path.

Decision rule: For network questions, calculate path duration before selecting the activity that controls completion.

Question 70 - Answer: A

Domain: Process | Approach: Predictive | Item form: Single

PERT = (O + 4M + P) / 6 = (8 + 4(10) + 22) / 6 = 11.7 days.

Decision rule: Use weighted PERT when three-point estimates are given.

Question 71 - Answer: A

Domain: People | Approach: Adaptive/Agile | Item form: Single

The gap concerns project context and expectations, so targeted onboarding and coaching are proportionate.

Decision rule: Match support to the actual capability or context gap.

Question 72 - Answer: B and E

Domain: Business Environment | Approach: Predictive | Item form: Multi

Both selected actions directly address the stated condition and preserve the correct evidence and authority sequence; the other choices bypass control, act before diagnosis or treat an obligation as optional.

Decision rule: For Select TWO items, justify each selected action independently from the facts and current stage.

Question 73 - Answer: A

Domain: Process | Approach: Hybrid | Item form: Single

Once the event has occurred, active issue management is required.

Decision rule: Convert realised uncertainty into active issue resolution.

Question 74 - Answer: B

Domain: People | Approach: Adaptive/Agile | Item form: Single

The project has a foreseeable knowledge concentration risk that can be reduced through deliberate transfer.

Decision rule: Reduce single-person dependencies before they become delivery issues.

Question 75 - Answer: A

Domain: Process | Approach: Predictive | Item form: Single

Once the event has occurred, active issue management is required.

Decision rule: Convert realised uncertainty into active issue resolution.

Question 76 - Answer: B

Domain: Process | Approach: Adaptive/Agile | Item form: Graphic

The waiting band grows sharply across the periods, which signals a queue or bottleneck that should be investigated before starting more work.

Decision rule: Use cumulative flow to diagnose queue growth and bottlenecks rather than to pressure individual utilisation.

Question 77 - Answer: D

Domain: Business Environment | Approach: Hybrid | Item form: Single

A broad environmental claim requires evidence that matches its stated boundary.

Decision rule: Match sustainability claims to evidence broad enough to justify them.

Question 78 - Answer: A

Domain: People | Approach: Predictive | Item form: Single

The gap concerns project context and expectations, so targeted onboarding and coaching are proportionate.

Decision rule: Match support to the actual capability or context gap.

Question 79 - Answer: D and E

Domain: Process | Approach: Adaptive/Agile | Item form: Multi

Both selected actions directly address the stated condition and preserve the correct evidence and authority sequence; the other choices bypass control, act before diagnosis or treat an obligation as optional.

Decision rule: For Select TWO items, justify each selected action independently from the facts and current stage.

Question 80 - Answer: A

Domain: People | Approach: Predictive | Item form: Single

The project has a foreseeable knowledge concentration risk that can be reduced through deliberate transfer.

Decision rule: Reduce single-person dependencies before they become delivery issues.

Question 81 - Answer: A

Domain: Business Environment | Approach: Hybrid | Item form: Single

External market change can invalidate the assumptions that justified investment.

Decision rule: Reassess the business case when external evidence changes expected value.

Question 82 - Answer: A

Domain: People | Approach: Adaptive/Agile | Item form: Matching

Each correct pairing follows the decision sequence and authority shown by the situation: use the mechanism appropriate to the current state, approach and obligation.

Decision rule: For matching items, solve each pair independently before comparing complete mapping options.

Question 83 - Answer: C

Domain: Process | Approach: Adaptive/Agile | Item form: Single

Repeated symptoms suggest a system cause that local repair has not addressed.

Decision rule: Use root-cause analysis when the same defect keeps returning.

Question 84 - Answer: A

Domain: People | Approach: Predictive | Item form: Single

Communication effectiveness is measured by useful understanding, not template compliance alone.

Decision rule: Tailor communication to stakeholder decision needs.

Question 85 - Answer: C

Domain: Process | Approach: Hybrid | Item form: Single

Repeated symptoms suggest a system cause that local repair has not addressed.

Decision rule: Use root-cause analysis when the same defect keeps returning.

Question 86 - Answer: B

Domain: Business Environment | Approach: Predictive | Item form: Single

A systematic fairness concern requires investigation and accountable control before continued reliance.

Decision rule: Treat material bias signals as governance and evidence problems, not performance noise.

Question 87 - Answer: D

Domain: People | Approach: Adaptive/Agile | Item form: Single

Communication effectiveness is measured by useful understanding, not template compliance alone.

Decision rule: Tailor communication to stakeholder decision needs.

Question 88 - Answer: A and D [Simulated pretest - excluded from practice score]

Domain: Process | Approach: Predictive | Item form: Multi

Both selected actions directly address the stated condition and preserve the correct evidence and authority sequence; the other choices bypass control, act before diagnosis or treat an obligation as optional.

Decision rule: For Select TWO items, justify each selected action independently from the facts and current stage.

Question 89 - Answer: C

Domain: Business Environment | Approach: Hybrid | Item form: Single

Adoption depends on operating reinforcement as well as technical readiness.

Decision rule: Manage the conditions that support behaviour change, not delivery alone.

Question 90 - Answer: C

Domain: Process | Approach: Adaptive/Agile | Item form: Single

Clear, testable acceptance expectations reduce avoidable rework.

Decision rule: Define and validate acceptance expectations before relying on completion claims.

Question 91 - Answer: D

Domain: People | Approach: Predictive | Item form: Single

The problem is decision rights and priority governance, not lack of stakeholder interest.

Decision rule: Protect transparent product decision rights while maintaining stakeholder engagement.

Question 92 - Answer: C

Domain: Process | Approach: Hybrid | Item form: Single

Clear, testable acceptance expectations reduce avoidable rework.

Decision rule: Define and validate acceptance expectations before relying on completion claims.

Question 93 - Answer: B [Simulated pretest - excluded from practice score]

Domain: People | Approach: Adaptive/Agile | Item form: Single

The problem is decision rights and priority governance, not lack of stakeholder interest.

Decision rule: Protect transparent product decision rights while maintaining stakeholder engagement.

Question 94 - Answer: B

Domain: Business Environment | Approach: Predictive | Item form: Single

Past expenditure does not create future value. Governance should reconsider the remaining investment using current evidence.

Decision rule: Use remaining value and remaining cost, not sunk cost, when the business case changes.

Question 95 - Answer: C

Domain: Process | Approach: Predictive | Item form: Single

Repeated symptoms suggest a system cause that local repair has not addressed.

Decision rule: Use root-cause analysis when the same defect keeps returning.

Question 96 - Answer: C

Domain: People | Approach: Adaptive/Agile | Item form: Pulldown

Clarification should be followed by a fact-based evaluation of what the project can responsibly do.

Decision rule: Move from stakeholder need to evidence and authority before commitments.

Question 97 - Answer: C and D

Domain: People | Approach: Hybrid | Item form: Multi

Both selected actions directly address the stated condition and preserve the correct evidence and authority sequence; the other choices bypass control, act before diagnosis or treat an obligation as optional.

Decision rule: For Select TWO items, justify each selected action independently from the facts and current stage.

Question 98 - Answer: A

Domain: Business Environment | Approach: Adaptive/Agile | Item form: Single

A systematic fairness concern requires investigation and accountable control before continued reliance.

Decision rule: Treat material bias signals as governance and evidence problems, not performance noise.

Question 99 - Answer: D

Domain: Process | Approach: Predictive | Item form: Single

Clear, testable acceptance expectations reduce avoidable rework.

Decision rule: Define and validate acceptance expectations before relying on completion claims.

Question 100 - Answer: B

Domain: People | Approach: Hybrid | Item form: Single

Technical strength does not excuse behaviour that suppresses risk reporting and damages team performance.

Decision rule: Protect team standards and psychological safety even when the difficult person is a high performer.

Question 101 - Answer: C

Domain: Process | Approach: Hybrid | Item form: Practicum

WIP and cycle time are rising while throughput is flat to slightly lower. That pattern supports investigation of congestion and excess WIP.

Decision rule: Use flow data to improve the system, not to create activity for its own sake.

Question 102 - Answer: B

Domain: Process | Approach: Adaptive/Agile | Item form: Single

The contract and integrated impact provide the correct starting point for recovery.

Decision rule: Use existing contractual mechanisms before inventing a new response.

Question 103 - Answer: C

Domain: Business Environment | Approach: Predictive | Item form: Single

A broad environmental claim requires evidence that matches its stated boundary.

Decision rule: Match sustainability claims to evidence broad enough to justify them.

Question 104 - Answer: C

Domain: People | Approach: Predictive | Item form: Single

Leadership includes preparing good decisions while respecting authority boundaries.

Decision rule: Act decisively inside your authority and prepare decisions that belong elsewhere.

Question 105 - Answer: A and D

Domain: Process | Approach: Adaptive/Agile | Item form: Multi

Both selected actions directly address the stated condition and preserve the correct evidence and authority sequence; the other choices bypass control, act before diagnosis or treat an obligation as optional.

Decision rule: For Select TWO items, justify each selected action independently from the facts and current stage.

Question 106 - Answer: A

Domain: People | Approach: Hybrid | Item form: Single

The visible behaviour may come from system and access conditions rather than motivation.

Decision rule: Check working conditions and access before attributing disengagement to attitude.

Question 107 - Answer: A

Domain: Process | Approach: Predictive | Item form: Single

The contract and integrated impact provide the correct starting point for recovery.

Decision rule: Use existing contractual mechanisms before inventing a new response.

Question 108 - Answer: A

Domain: Business Environment | Approach: Adaptive/Agile | Item form: Single

Past expenditure does not create future value. Governance should reconsider the remaining investment using current evidence.

Decision rule: Use remaining value and remaining cost, not sunk cost, when the business case changes.

Question 109 - Answer: D

Domain: People | Approach: Hybrid | Item form: Single

The gap concerns project context and expectations, so targeted onboarding and coaching are proportionate.

Decision rule: Match support to the actual capability or context gap.

Question 110 - Answer: D

Domain: Process | Approach: Predictive | Item form: Single

Contingency reserve is intended for identified uncertainty when governed conditions are met.

Decision rule: Use contingency for identified risk according to the authorised cost-control process.

Question 111 - Answer: A

Domain: Process | Approach: Hybrid | Item form: Point

CPI of 0.78 is materially below 1.00 and signals unfavourable cost efficiency. The other displayed measures are not the immediate cost concern.

Decision rule: Select the measure that directly represents the stated performance problem.

Question 112 - Answer: D

Domain: Business Environment | Approach: Adaptive/Agile | Item form: Single

A broad environmental claim requires evidence that matches its stated boundary.

Decision rule: Match sustainability claims to evidence broad enough to justify them.

Question 113 - Answer: B

Domain: People | Approach: Predictive | Item form: Single

Shared norms can reduce misunderstanding without assuming one communication style is inherently correct.

Decision rule: Create explicit working agreements when communication norms differ.

Question 114 - Answer: B

Domain: Process | Approach: Hybrid | Item form: Single

The contract and integrated impact provide the correct starting point for recovery.

Decision rule: Use existing contractual mechanisms before inventing a new response.

Question 115 - Answer: D

Domain: People | Approach: Predictive | Item form: Single

The person has the core skill but needs guided improvement in application, which suits coaching.

Decision rule: Use coaching when capability exists but application needs improvement.

Question 116 - Answer: B and D

Domain: Process | Approach: Adaptive/Agile | Item form: Multi

Both selected actions directly address the stated condition and preserve the correct evidence and authority sequence; the other choices bypass control, act before diagnosis or treat an obligation as optional.

Decision rule: For Select TWO items, justify each selected action independently from the facts and current stage.

Question 117 - Answer: B

Domain: Business Environment | Approach: Hybrid | Item form: Single

Benefit measurement often continues after project delivery and needs accountable ownership.

Decision rule: Transfer benefit measurement with clear ownership, baseline and timing.

Question 118 - Answer: B

Domain: Business Environment | Approach: Predictive | Item form: Matching

Each correct pairing follows the decision sequence and authority shown by the situation: use the mechanism appropriate to the current state, approach and obligation.

Decision rule: For matching items, solve each pair independently before comparing complete mapping options.

Question 119 - Answer: B [Simulated pretest - excluded from practice score]

Domain: Process | Approach: Predictive | Item form: Single

The delay consumes 8 days of float, leaving 2 days net slip.

Decision rule: Translate activity delay into project delay only after considering available float.

Question 120 - Answer: A

Domain: People | Approach: Adaptive/Agile | Item form: Single

Leadership includes preparing good decisions while respecting authority boundaries.

Decision rule: Act decisively inside your authority and prepare decisions that belong elsewhere.

Question 121 - Answer: A

Domain: Business Environment | Approach: Predictive | Item form: Single

External market change can invalidate the assumptions that justified investment.

Decision rule: Reassess the business case when external evidence changes expected value.

Question 122 - Answer: B

Domain: Process | Approach: Hybrid | Item form: Single

Contingency reserve is intended for identified uncertainty when governed conditions are met.

Decision rule: Use contingency for identified risk according to the authorised cost-control process.

Question 123 - Answer: A

Domain: People | Approach: Predictive | Item form: Single

The project manager should address the cross-functional priority conflict directly and escalate only through the defined route if needed.

Decision rule: Resolve resource conflicts collaboratively before appropriate escalation.

Question 124 - Answer: A and D

Domain: Process | Approach: Adaptive/Agile | Item form: Multi

Both selected actions directly address the stated condition and preserve the correct evidence and authority sequence; the other choices bypass control, act before diagnosis or treat an obligation as optional.

Decision rule: For Select TWO items, justify each selected action independently from the facts and current stage.

Question 125 - Answer: B

Domain: Business Environment | Approach: Hybrid | Item form: Single

Professional leadership respects decision rights while preparing useful evidence.

Decision rule: Prepare decisions that exceed your authority and route them correctly.

Question 126 - Answer: D

Domain: People | Approach: Predictive | Item form: Single

The barrier lies in reinforcement and operating conditions, not knowledge alone.

Decision rule: Diagnose the adoption barrier before choosing more communication or training.

Question 127 - Answer: C

Domain: Process | Approach: Predictive | Item form: Graphic

At Period 5, EV is lower than PV and AC is higher than EV. Thus earned-value schedule and cost performance are both unfavourable.

Decision rule: Compare EV with PV for schedule performance and EV with AC for cost performance.

Question 128 - Answer: A

Domain: Process | Approach: Adaptive/Agile | Item form: Single

Contingency reserve is intended for identified uncertainty when governed conditions are met.

Decision rule: Use contingency for identified risk according to the authorised cost-control process.

Question 129 - Answer: C

Domain: People | Approach: Predictive | Item form: Single

Misaligned success criteria will keep producing contradictory decisions unless clarified.

Decision rule: Align stakeholders on outcomes and success criteria before optimising delivery.

Question 130 - Answer: A [Simulated pretest - excluded from practice score]

Domain: Business Environment | Approach: Hybrid | Item form: Practicum

A material fairness signal and incomplete accountable review remain. The tool should not be relied on for the high-impact production decision until those controls are addressed.

Decision rule: Responsible AI requires both trustworthy evidence and accountable human review.

Question 131 - Answer: D

Domain: Business Environment | Approach: Hybrid | Item form: Single

Material compliance findings require responsible control and authorised resolution.

Decision rule: Protect compliance before schedule convenience.

Question 132 - Answer: C

Domain: Process | Approach: Predictive | Item form: Single

Delay on a path with remaining float does not automatically translate into completion delay.

Decision rule: Interpret activity delay through float and critical-path impact.

Question 133 - Answer: A and D

Domain: People | Approach: Adaptive/Agile | Item form: Multi

Both selected actions directly address the stated condition and preserve the correct evidence and authority sequence; the other choices bypass control, act before diagnosis or treat an obligation as optional.

Decision rule: For Select TWO items, justify each selected action independently from the facts and current stage.

Question 134 - Answer: D

Domain: Process | Approach: Hybrid | Item form: Single

Delay on a path with remaining float does not automatically translate into completion delay.

Decision rule: Interpret activity delay through float and critical-path impact.

Question 135 - Answer: D

Domain: Business Environment | Approach: Hybrid | Item form: Pulldown

Accountable review and an authorised decision belong before operational reliance and ongoing monitoring.

Decision rule: Keep accountable human judgement in high-impact AI decisions.

Question 136 - Answer: D

Domain: Business Environment | Approach: Predictive | Item form: Single

Adoption depends on operating reinforcement as well as technical readiness.

Decision rule: Manage the conditions that support behaviour change, not delivery alone.

Question 137 - Answer: C

Domain: People | Approach: Adaptive/Agile | Item form: Single

Shared norms can reduce misunderstanding without assuming one communication style is inherently correct.

Decision rule: Create explicit working agreements when communication norms differ.

Question 138 - Answer: A

Domain: Process | Approach: Predictive | Item form: Single

Compression is a response choice that should follow diagnosis and integrated impact analysis.

Decision rule: Diagnose schedule variance before choosing compression.

Question 139 - Answer: D

Domain: Business Environment | Approach: Hybrid | Item form: Single

Truthful reporting is required for ethical and effective governance.

Decision rule: Do not manipulate evidence to influence funding decisions.

Question 140 - Answer: C [Simulated pretest - excluded from practice score]

Domain: People | Approach: Predictive | Item form: Single

Learning depends on accurate information. Blame can suppress the evidence needed to improve the system.

Decision rule: Create psychological safety so problems can be surfaced and corrected.

Question 141 - Answer: A and E

Domain: Process | Approach: Adaptive/Agile | Item form: Multi

Both selected actions directly address the stated condition and preserve the correct evidence and authority sequence; the other choices bypass control, act before diagnosis or treat an obligation as optional.

Decision rule: For Select TWO items, justify each selected action independently from the facts and current stage.

Question 142 - Answer: D

Domain: People | Approach: Hybrid | Item form: Single

The project has a foreseeable knowledge concentration risk that can be reduced through deliberate transfer.

Decision rule: Reduce single-person dependencies before they become delivery issues.

Question 143 - Answer: A

Domain: Business Environment | Approach: Hybrid | Item form: Graphic

Actual adoption rises early but then flattens while the target continues upward. The gap requires diagnosis of the adoption barrier.

Decision rule: When outcome trends flatten below target, diagnose the cause before redefining success.

Question 144 - Answer: D

Domain: Process | Approach: Predictive | Item form: Single

Traceability helps distinguish a need from an authorised commitment.

Decision rule: Verify requirement source and approval state before committing work.

Question 145 - Answer: C

Domain: Business Environment | Approach: Adaptive/Agile | Item form: Single

External market change can invalidate the assumptions that justified investment.

Decision rule: Reassess the business case when external evidence changes expected value.

Question 146 - Answer: C

Domain: Process | Approach: Predictive | Item form: Matching

Each correct pairing follows the decision sequence and authority shown by the situation: use the mechanism appropriate to the current state, approach and obligation.

Decision rule: For matching items, solve each pair independently before comparing complete mapping options.

Question 147 - Answer: D

Domain: People | Approach: Predictive | Item form: Single

The issue is communication design and interruption cost, not insufficient effort.

Decision rule: Reduce communication waste while preserving decision-relevant transparency.

Question 148 - Answer: C [Simulated pretest - excluded from practice score]

Domain: Process | Approach: Hybrid | Item form: Single

Compression is a response choice that should follow diagnosis and integrated impact analysis.

Decision rule: Diagnose schedule variance before choosing compression.

Question 149 - Answer: C

Domain: Business Environment | Approach: Adaptive/Agile | Item form: Single

Adoption depends on operating reinforcement as well as technical readiness.

Decision rule: Manage the conditions that support behaviour change, not delivery alone.

Question 150 - Answer: B and E

Domain: Process | Approach: Predictive | Item form: Multi

Both selected actions directly address the stated condition and preserve the correct evidence and authority sequence; the other choices bypass control, act before diagnosis or treat an obligation as optional.

Decision rule: For Select TWO items, justify each selected action independently from the facts and current stage.

Question 151 - Answer: A

Domain: People | Approach: Hybrid | Item form: Single

Communication effectiveness is measured by useful understanding, not template compliance alone.

Decision rule: Tailor communication to stakeholder decision needs.

Question 152 - Answer: D

Domain: Process | Approach: Predictive | Item form: Single

Conflicting data should be reconciled before it drives action.

Decision rule: Establish a trusted source and consistent definitions before relying on metrics.

Question 153 - Answer: B

Domain: People | Approach: Adaptive/Agile | Item form: Single

The person has the core skill but needs guided improvement in application, which suits coaching.

Decision rule: Use coaching when capability exists but application needs improvement.

Question 154 - Answer: D

Domain: Business Environment | Approach: Predictive | Item form: Single

Benefit measurement often continues after project delivery and needs accountable ownership.

Decision rule: Transfer benefit measurement with clear ownership, baseline and timing.

Question 155 - Answer: A

Domain: Business Environment | Approach: Adaptive/Agile | Item form: Point

The exhibit assigns major funding increases to the executive committee. The project manager should prepare the evidence and route the decision there.

Decision rule: Use governance artefacts to identify the authorised decision-maker.

Question 156 - Answer: B

Domain: Process | Approach: Hybrid | Item form: Single

Traceability helps distinguish a need from an authorised commitment.

Decision rule: Verify requirement source and approval state before committing work.

Question 157 - Answer: B

Domain: People | Approach: Adaptive/Agile | Item form: Single

The project manager should address the cross-functional priority conflict directly and escalate only through the defined route if needed.

Decision rule: Resolve resource conflicts collaboratively before appropriate escalation.

Question 158 - Answer: D

Domain: Business Environment | Approach: Predictive | Item form: Single

Professional leadership respects decision rights while preparing useful evidence.

Decision rule: Prepare decisions that exceed your authority and route them correctly.

Question 159 - Answer: A

Domain: People | Approach: Adaptive/Agile | Item form: Graphic

The Period 7 point is above the upper control limit, which is a special-cause signal requiring investigation.

Decision rule: Investigate special-cause variation before changing the stable process as a whole.

Question 160 - Answer: A and E

Domain: Process | Approach: Hybrid | Item form: Multi

Both selected actions directly address the stated condition and preserve the correct evidence and authority sequence; the other choices bypass control, act before diagnosis or treat an obligation as optional.

Decision rule: For Select TWO items, justify each selected action independently from the facts and current stage.

Question 161 - Answer: C

Domain: People | Approach: Predictive | Item form: Single

Interest-based negotiation can reveal options that satisfy the real need with less disruption.

Decision rule: Negotiate around underlying interests, not stated positions alone.

Question 162 - Answer: D

Domain: Process | Approach: Adaptive/Agile | Item form: Single

Delay on a path with remaining float does not automatically translate into completion delay.

Decision rule: Interpret activity delay through float and critical-path impact.

Question 163 - Answer: B

Domain: Business Environment | Approach: Predictive | Item form: Single

Material compliance findings require responsible control and authorised resolution.

Decision rule: Protect compliance before schedule convenience.

Question 164 - Answer: C

Domain: People | Approach: Hybrid | Item form: Single

The problem is decision rights and priority governance, not lack of stakeholder interest.

Decision rule: Protect transparent product decision rights while maintaining stakeholder engagement.

Question 165 - Answer: D

Domain: Process | Approach: Adaptive/Agile | Item form: Single

Compression is a response choice that should follow diagnosis and integrated impact analysis.

Decision rule: Diagnose schedule variance before choosing compression.

Question 166 - Answer: C

Domain: Process | Approach: Adaptive/Agile | Item form: Practicum

Three operational indicators are outside target even though cost variance is acceptable. Recovery should focus on the failing measures using the contract and supplier-management process.

Decision rule: Interpret supplier performance across the measures that matter, not one favourable metric.

Question 167 - Answer: A

Domain: People | Approach: Predictive | Item form: Single

New teams often need clearer structure before broader self-management is effective.

Decision rule: Provide enough direction for the team’s maturity, then expand responsible decision space.

Question 168 - Answer: B

Domain: Business Environment | Approach: Hybrid | Item form: Single

Technology lifecycle change can affect value and operational sustainability beyond delivery.

Decision rule: Consider technology lifecycle when evaluating long-term value and risk.

Question 169 - Answer: A and D

Domain: Process | Approach: Predictive | Item form: Multi

Both selected actions directly address the stated condition and preserve the correct evidence and authority sequence; the other choices bypass control, act before diagnosis or treat an obligation as optional.

Decision rule: For Select TWO items, justify each selected action independently from the facts and current stage.

Question 170 - Answer: A

Domain: People | Approach: Adaptive/Agile | Item form: Single

The barrier lies in reinforcement and operating conditions, not knowledge alone.

Decision rule: Diagnose the adoption barrier before choosing more communication or training.

Question 171 - Answer: C

Domain: People | Approach: Hybrid | Item form: Matching

Each correct pairing follows the decision sequence and authority shown by the situation: use the mechanism appropriate to the current state, approach and obligation.

Decision rule: For matching items, solve each pair independently before comparing complete mapping options.

Question 172 - Answer: B

Domain: Process | Approach: Predictive | Item form: Single

Acceptance of the output does not prove operational readiness.

Decision rule: Complete the transition needed for the deliverable to function in operations.

Question 173 - Answer: C

Domain: Process | Approach: Predictive | Item form: Pulldown

Once the decision is made, the project should update controlled artefacts as required and implement the authorised change.

Decision rule: Sequence controlled change from request through approval, implementation and verification.

Question 174 - Answer: C

Domain: Business Environment | Approach: Hybrid | Item form: Single

Resilience should be proportionate to credible exposure and recovery needs.

Decision rule: Identify single points of failure and compare proportionate resilience responses.

Question 175 - Answer: C

Domain: Business Environment | Approach: Predictive | Item form: Graphic

Supplier A has the highest exposure score and exceeds the stated threshold by the widest margin.

Decision rule: Use the visual threshold and relative exposure before choosing where to investigate first.

Question 176 - Answer: B

Domain: People | Approach: Adaptive/Agile | Item form: Single

Misaligned success criteria will keep producing contradictory decisions unless clarified.

Decision rule: Align stakeholders on outcomes and success criteria before optimising delivery.

Question 177 - Answer: B

Domain: Process | Approach: Predictive | Item form: Single

Learning creates value when it changes behaviour or the system.

Decision rule: Turn lessons into owned improvements while the work is still active.

Question 178 - Answer: C and E

Domain: Business Environment | Approach: Hybrid | Item form: Multi

Both selected actions directly address the stated condition and preserve the correct evidence and authority sequence; the other choices bypass control, act before diagnosis or treat an obligation as optional.

Decision rule: For Select TWO items, justify each selected action independently from the facts and current stage.

Question 179 - Answer: C

Domain: People | Approach: Adaptive/Agile | Item form: Single

Learning depends on accurate information. Blame can suppress the evidence needed to improve the system.

Decision rule: Create psychological safety so problems can be surfaced and corrected.

Question 180 - Answer: C

Domain: Process | Approach: Predictive | Item form: Single

Rising WIP and cycle time usually signal flow congestion rather than a need for more starts.

Decision rule: Improve flow by limiting WIP and removing bottlenecks.



26.5 Practice Scoring and Domain Diagnostic

Do not compare a raw percentage with an invented official pass mark. PMI uses psychometric scoring and does not publish a fixed raw passing percentage. Calculate this mock's diagnostic score from the 170 scored practice items, then use domain and error-pattern analysis to decide what to review.

For transparent self-scoring, the 170 scored practice items in this mock contain 56 People, 69 Process and 45 Business Environment questions. The 10 simulated pretest items remain part of the timed experience but are excluded from the practice score.








	Diagnostic
	How to calculate





	Overall practice score
	Correct scored items / 170 x 100



	People diagnostic
	Correct scored People items / 56 x 100



	Process diagnostic
	Correct scored Process items / 69 x 100



	Business Environment diagnostic
	Correct scored Business Environment items / 45 x 100



	Time use
	240 minutes minus time remaining



	Case-section review
	Record misses caused by case reading, exhibit interpretation or chronology







26.6 Mock Examination 2 Post-Test Review

1. Separate knowledge errors from sequence errors. If you knew the concept but chose a later action too early, revise the decision sequence rather than the topic definition.

2. Mark every question in which you ignored a stated authority boundary. These errors often recur across governance, product ownership, funding, regulation and supplier decisions.

3. Review every Select TWO miss by checking whether each selected option was independently supported by the facts.

4. For graphic and practicum items, record whether the error came from reading the data, performing the calculation or choosing the management action after the data was understood.

5. Review AI, sustainability, value and compliance questions as integrated project decisions, not isolated vocabulary topics.

6. Compare predictive, adaptive/agile and hybrid misses. A strong candidate should change the control mechanism without abandoning core judgement.

7. Note any questions lost because a mandatory legal, safety, security, privacy or ethical condition was treated as an ordinary preference.

8. Rework calculations from first principles instead of memorising the option that happened to be correct.

9. Record the reason for each miss in an error log so the decision pattern can be corrected before Mock Examination 3.

10. Do not memorise these questions. Retest the decision rule in a new scenario.



26.7 Mock 2 Coverage Record








	Coverage dimension
	Mock 2 distribution





	People
	59 of 180 (33%)



	Process
	74 of 180 (41%)



	Business Environment
	47 of 180 (26%)



	Predictive
	72 of 180 (40%)



	Adaptive/Agile
	54 of 180 (30%)



	Hybrid
	54 of 180 (30%)



	Single-response
	139



	Multiple-response
	19



	Graphic-based
	6



	Matching
	5



	Practicum/data
	4



	Pull-down equivalent
	4



	Point-and-click equivalent
	3



	Simulated pretest
	10





Source basis: Project Management Institute, Project Management Professional (PMP) Examination Content Outline - July 2026; Project Management Institute, 'New PMP Exam Launched in July 2026'; and the current PMP certification exam-format page. All examination questions in this mock are original study items and are not official PMI questions.
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FULL-LENGTH PMP MOCK EXAMINATION 3: FINAL READINESS SIMULATION


27.1 Simulation Instructions

Mock Examination 3 is the final and most demanding 180-question simulation in this manuscript. It follows the published July 2026 PMP structure while deliberately increasing ambiguity, integration and decision depth. Several options may be technically reasonable in isolation; the strongest answer is the one that best fits the current facts, sequence, delivery approach, authority boundary, mandatory obligations and intended value.

Use 240 minutes for all 180 questions. Treat the two 10-minute breaks as outside the timed examination period. The first simulated break follows the case-study section at Question 30. The second occurs approximately midway through the independent-question portion, after Question 105. Once you start a break, do not return to the preceding section if you want to reproduce the examination discipline.

Question forms include single-response multiple choice, multiple response, case/scenario items, graphic-based interpretation, enhanced matching print equivalents, practicum/data items, pull-down list print equivalents and point-and-click print equivalents. Interactive CBT forms cannot be reproduced literally in a Word manuscript, so the print equivalents preserve the reasoning task rather than imitating the software interface.

Answer all 180 questions before consulting the key. Ten items are simulated pretest questions distributed through the examination and are identified only in the answer section. They do not count toward the 170-question diagnostic score. PMI does not publish a fixed raw passing percentage; use your result to identify decision patterns and domain weaknesses rather than treating a single percentage as an official pass mark.

Difficulty note: Mock 3 contains more questions in which the obvious textbook action is weaker because the scenario says that analysis has already occurred, the decision belongs to another role, a mandatory control changes the normal sequence, or a local improvement would damage the integrated project outcome. Read every qualifier carefully.
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MOCK EXAMINATION 3

CASE-STUDY SECTION | QUESTIONS 1-30

Work under timed conditions. Use each case and its exhibit for the questions that follow. Do not consult the answer key until all 180 questions are complete.

CASE 1 - INTERNATIONAL AIRPORT: TERMINAL OPENING AND DIGITAL OPERATIONS

An international airport is opening a new terminal before a fixed aviation-season date. Fire-life-safety certification, baggage-system interfaces and security controls follow formal gates. Passenger wayfinding and digital service features are developed iteratively with airline and traveller feedback. Three weeks before operational readiness testing, a security integration test shows that one contractor interface can transmit passenger-assistance records without the approved token. The contractor describes the defect as low risk because the data are encrypted in transit. Passenger trials also show confusion at self-service transfer kiosks, while the opening date can move only with executive and regulator approval.








	Evidence
	Current position





	Opening date
	Fixed unless executive/regulator exception is approved



	Security interface
	Required token missing on one integration path



	Passenger trial
	Transfer-kiosk task completion 68%; target 90%



	Digital feature backlog
	Two convenience features remain low value



	Governance
	Security and life-safety gates cannot be bypassed by product roles





Question 1. What should the project manager do FIRST about the missing security token?

A. ask the product owner to accept the security risk

B. continue because the data are encrypted in transit

C. contain the affected integration path, verify the control failure with security and contractor experts, and route any release decision through the authorised security gate

D. wait for passenger trials to finish before addressing the defect

Question 2. The product owner proposes dropping two low-value convenience features to improve transfer-kiosk usability. What is the BEST response?

A. require the regulator to approve every backlog reprioritisation

B. keep all convenience features and add usability work on top

C. reject the change because the project has a fixed opening date

D. support reprioritisation through the product mechanism while checking that fixed safety, security and opening commitments remain protected

Question 3. Which evidence most directly shows that passenger readiness is below target?

A. two convenience features are low value

B. the contractor calls the security defect low risk

C. transfer-kiosk task completion is 68% against a 90% target

D. the opening date is fixed

Question 4. A director tells the project manager to open on time even if the security gate remains unresolved. What should the project manager do?

A. open because the director is senior

B. let the contractor decide because it owns the interface

C. hide the defect from the regulator to protect the date

D. explain the unresolved mandatory exposure, maintain the controlled gate and prepare decision evidence for the authorised executive/regulatory path

Question 5. Select TWO. Which two actions best improve readiness without bypassing governance?

A. add low-value features to show progress

B. resolve the security-token defect through the authorised control path

C. use passenger-trial evidence to simplify the confusing transfer workflow

D. treat the contractor severity label as final

E. move the opening date without authority

CASE 2 - MEDICAL DEVICE COMPANY: AI-SUPPORTED QUALITY PLATFORM

A medical-device manufacturer is implementing an AI-supported quality platform. The validated complaint-handling workflow and regulatory records are controlled, while analytics dashboards are developed iteratively. A pilot model begins assigning lower investigation priority to complaints from one region because historical data contain fewer escalations there. The data science team says the pattern is statistically consistent with the training set. Quality leaders also report that model explanations are too technical for reviewers to understand. The sponsor wants the AI feature released on schedule because a competitor has announced a similar product.








	Evidence
	Current position





	Model performance
	Overall precision 92%



	Regional disparity
	Complaints from Region C receive materially lower priority



	Explainability
	Reviewers cannot consistently explain model ranking



	Privacy
	Training data are approved for internal use only



	Release authority
	Quality/regulatory board approves production use





Question 6. What should the project manager do FIRST about the regional ranking disparity?

A. ask the sponsor to accept the disparity to protect schedule

B. release because overall precision is 92%

C. remove all regional data from the model without analysis

D. pause reliance on the affected ranking for consequential complaint decisions and investigate data, model logic and fairness with quality, data and regulatory experts

Question 7. The data science team argues that the model is fair because it reflects historical escalation patterns. What is the BEST response?

A. remove human review so the model is applied consistently

B. publish the training data externally for transparency

C. historical consistency does not prove fairness; examine whether the data encode past bias and whether the ranking creates unjustified differential treatment

D. accept the argument because training data are factual

Question 8. Reviewers cannot explain why the model assigns a complaint a low priority. What should the project manager do?

A. hide the ranking details from auditors

B. treat explainability as a decision-control problem and improve reviewer understanding or the solution before production reliance

C. tell reviewers to trust the model because it is technical

D. replace the complaint process with the model entirely

Question 9. A vendor asks to use the approved internal training data to improve its public model. What should the project manager do FIRST?

A. let the vendor decide how the data may be reused

B. share the data because model quality may improve

C. remove names and assume all restrictions disappear

D. check consent, contract, privacy, intellectual-property and organisational restrictions before any data are shared

Question 10. Select TWO. Which two conditions should be satisfied before production release of the AI ranking?

A. the regional disparity has been investigated and acceptable controls are in place

B. the vendor promises future model improvements

C. the sponsor prefers the release date

D. overall precision remains above 90% regardless of subgroup effects

E. reviewers can apply meaningful human oversight and the authorised quality/regulatory board approves use

CASE 3 - METRO AUTHORITY: FLOOD-RESILIENT STATION UPGRADE

A metro authority is upgrading an underground station using an approved predictive baseline. The project includes new flood barriers, electrical rooms and evacuation systems. During excavation, updated climate modelling indicates a credible future flood level 0.6 metres above the design basis. The current design still meets the older legal minimum, but the authority's recently approved resilience policy requires evaluation of current climate evidence for long-life infrastructure. The contractor warns that redesign could delay the critical path by six weeks. A local disability group also raises concerns that one temporary access route is difficult for wheelchair users.








	Evidence
	Current position





	Current statutory minimum
	Existing design complies



	New resilience policy
	Requires evaluation of current climate evidence



	Updated flood model
	Design basis potentially understated by 0.6 m



	Critical path
	Redesign option may add 6 weeks



	Temporary access
	Wheelchair route has reported usability problems





Question 11. What should the project manager do FIRST with the new flood-model evidence?

A. ask the contractor to choose the design standard

B. verify the updated evidence with appropriate technical expertise and assess impact against the new resilience policy and project objectives

C. ignore it because the old legal minimum is still met

D. redesign immediately before analysing alternatives

Question 12. The contractor says the six-week critical-path delay proves the redesign should be rejected. What is the BEST response?

A. reject redesign because schedule is the only approved baseline

B. compare compliant and resilient options using schedule, lifecycle risk, cost and long-term value, then route any baseline decision through change governance

C. ask the contractor to absorb the six weeks without analysis

D. accept redesign immediately because climate models always override governance

Question 13. What should the project manager do about the temporary wheelchair-access concern?

A. remove the temporary route to avoid feedback

B. engage affected users and accessibility experts immediately, assess whether the route meets applicable requirements, and correct any noncompliant or unsafe condition

C. wait until permanent works are complete

D. ask the contractor whether complaints are serious

Question 14. If the resilience policy is mandatory for authority projects, who should approve a change to the approved design baseline when the project manager lacks that authority?

A. the designated change/governance authority based on the project manager's verified impact analysis

B. the contractor because it owns construction means and methods

C. the disability group because it raised a concern

D. the project manager unilaterally to save time

Question 15. Select TWO. Which two facts most strongly support reassessing the original design?

A. the old legal minimum remains unchanged

B. the contractor prefers the original design

C. the approved resilience policy requires evaluation of current climate evidence

D. the project has already spent money on excavation

E. the updated flood model indicates the design basis may be materially understated

CASE 4 - GLOBAL BANK: CROSS-BORDER DATA MIGRATION

A global bank is migrating customer data to a new platform. Core ledger cutover and regulatory reconciliation use tightly controlled predictive gates, while customer-facing reporting features are iterated. A new privacy interpretation in one jurisdiction may prohibit transferring a subset of historical records to the planned cloud region. Legal counsel has not completed its assessment. The migration team proposes moving the data now and correcting location later if the interpretation is confirmed. Meanwhile, customer representatives want a new reporting feature added to the current sprint because it would reduce call-centre volume.








	Evidence
	Current position





	Cutover date
	Contractual date in six weeks



	Privacy interpretation
	Potential restriction; legal assessment pending



	Affected records
	12% of migration volume



	Reporting feature
	High customer value; no effect on ledger controls



	Authority
	Legal/compliance decide mandatory data-location interpretation





Question 16. What should the project manager do FIRST about the possible data-location restriction?

A. ask the product owner to waive the restriction

B. treat the issue as a normal backlog priority

C. move the data now and correct it later

D. obtain the legal/compliance interpretation and assess affected records and migration options before transferring the uncertain data set

Question 17. The legal assessment will take four days and may threaten the cutover date. What is the BEST response?

A. hide the risk until the interpretation is confirmed

B. delay all project work until legal responds

C. protect the privacy decision, assess schedule and contingency options in parallel, and keep authorised stakeholders informed of the potential impact

D. transfer the data to protect schedule

Question 18. The requested reporting feature does not affect controlled ledger commitments. How should it be handled?

A. clarify value and dependencies, then let the product owner consider it through normal backlog prioritisation

B. insert it immediately into the current sprint regardless of commitment

C. reject it because the cutover date is fixed

D. submit every customer feature to the ledger change board

Question 19. A senior executive asks the project manager to state that the privacy issue is resolved before legal counsel reports. What should the project manager do?

A. omit the issue from status reporting

B. mark it resolved to maintain confidence

C. ask the migration team to vote on the legal interpretation

D. report the uncertainty accurately, explain what is being verified and describe the potential impact and decision path

Question 20. Select TWO. Which two actions best protect both delivery and compliance while legal review is pending?

A. remove the issue from the risk register

B. let the vendor interpret privacy law

C. transfer the restricted records first

D. continue migration preparation for unaffected data and dependencies

E. prepare compliant location or sequencing alternatives for the affected records

CASE 5 - OFFSHORE WIND PROGRAMME: SUPPLY CHAIN AND VALUE

An offshore wind programme is entering procurement for specialised transformers. The approved business case assumes commissioning before a subsidy window closes. A geopolitical event has disrupted the preferred supplier's export route, increasing expected lead time by four months. A second supplier can meet the date but uses a manufacturing process with higher lifecycle emissions and a 16% price premium. The programme's sustainability commitment is measurable and approved, but it does not specify a single supplier. The sponsor asks the project manager to 'pick the fastest option' before the next governance meeting.











	Option
	Lead time
	Price
	Lifecycle emissions
	Other





	Supplier A
	+4 months
	Baseline
	Lower
	Export-route uncertainty



	Supplier B
	Meets date
	+16%
	Higher
	Qualified alternative



	Subsidy window
	Commissioning after window reduces forecast benefit
	
	
	



	Decision authority
	Major procurement/value trade-off reserved for governance
	
	
	





Question 21. What should the project manager do FIRST after learning of the export-route disruption?

A. verify the supply-chain impact and update schedule, cost, risk and business-value forecasts for realistic procurement options

B. ask the team to ignore the subsidy window until procurement is complete

C. select Supplier B immediately

D. keep Supplier A because it was in the original plan

Question 22. Why is choosing Supplier B solely because it meets the date weak?

A. higher price automatically makes a supplier unacceptable

B. sustainability always requires the lowest-emission supplier regardless of other consequences

C. it ignores authorised sustainability commitments, lifecycle effects and the 16% premium that governance must consider alongside schedule and value

D. faster delivery is never valuable

Question 23. The sponsor says the project manager should pick a supplier before governance meets. What should the project manager do?

A. split the order without contractual analysis or approval

B. choose Supplier A because it is cheaper

C. prepare a recommendation with transparent trade-offs and take the decision to the authorised governance body

D. choose Supplier B because it is faster

Question 24. If missing the subsidy window would materially reduce expected benefits, what should be updated?

A. only the issue log

B. only the procurement plan

C. the business-case and benefits forecast, together with the project forecast and options presented for decision

D. nothing until project closure

Question 25. Select TWO. Which two comparisons belong in the governance decision?

A. effect of each option on commissioning timing and expected subsidy benefit

B. which supplier has the more persuasive sales presentation

C. whether the project manager personally prefers predictive delivery

D. sunk cost already spent on design

E. remaining lifecycle cost and emissions for each viable supply option

CASE 6 - GOVERNMENT BENEFITS SERVICE: DIGITAL ADOPTION

A government ministry is replacing a benefits-application service using adaptive delivery. Working increments are released to pilot districts every four weeks. Completion time has improved for digitally confident users, but assisted-service centres report that older applicants and users with limited literacy abandon the process at a much higher rate. The product owner proposes prioritising a new document-upload feature because it is popular with pilot users. A policy requirement states that eligible citizens must have an accessible route to apply. The team has capacity for either the upload feature or an accessibility improvement in the next release, but not both.








	Measure
	Current result





	Average digital completion time
	Down 24%



	Abandonment - digitally confident users
	8%



	Abandonment - assisted-service cohort
	31%



	Policy requirement
	Accessible application route for eligible citizens



	Requested feature
	Document upload has strong pilot-user demand





Question 26. What should the product team do FIRST about the high abandonment rate among assisted-service users?

A. lower the abandonment target

B. assume older users need more training

C. investigate the barriers with affected users and service staff, including accessibility and literacy needs, before selecting a solution

D. prioritise the popular upload feature because most users requested it

Question 27. How should the policy requirement affect backlog prioritisation?

A. it has no effect because agile welcomes changing priorities

B. it requires the team to stop all iterative delivery

C. it means every backlog item requires ministerial approval

D. it sets a mandatory boundary: the product owner can prioritise inside that boundary but cannot trade away an accessible application route

Question 28. The product owner argues that the upload feature has more votes from pilot users. What is the BEST response?

A. consider the votes as one input, but prioritise using value, policy, inclusion and outcome evidence rather than raw request counts alone

B. deliver both by forcing overtime without capacity analysis

C. accept the votes as the final priority rule

D. ignore all user feedback because policy exists

Question 29. What measure would best show whether an accessibility improvement worked?

A. number of team meetings held

B. number of backlog items completed

C. change in successful completion and abandonment for the affected assisted-service cohort

D. total lines of code changed

Question 30. Select TWO. Which two actions best support responsible next-release planning?

A. defer accessibility until all popular features are delivered

B. clarify the assisted-service barriers with affected users and policy experts

C. prioritise the smallest effective improvement that restores an accessible route and measure its result

D. remove assisted service because digital completion time improved

E. treat the overall average as proof that every user group is benefiting

SIMULATED BREAK 1 - 10 MINUTES

Review Questions 1-30 now. Once you begin the break, do not return to this case-study section. Pause the practice timer for 10 minutes, then resume with Question 31.
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Question 31. The construction consortium urban hospital build uses approved baselines, defined stage reviews and formal change authority. Two senior specialists disagree about a technical design. Both options are feasible and the decision is inside the team's authority. What should the project manager do?

A. choose the design personally to end discussion

B. escalate to the sponsor immediately

C. remove one specialist from the project

D. facilitate a fact-based comparison using agreed decision criteria and let the responsible team decide

Question 32. The airport operator terminal expansion programme uses approved baselines, defined stage reviews and formal change authority. A stakeholder requests a change to an approved predictive scope baseline. What should the project manager do?

A. clarify the request, assess integrated impact and use the authorised change process before implementation

B. reject the request because baselines never change

C. ask the team to vote on the change

D. start the work and document it later

Question 33. The logistics company warehouse robotics rollout delivers in short cycles using a prioritised backlog, frequent review and product-led decisions. Two senior specialists disagree about a technical design. Both options are feasible and the decision is inside the team's authority. What should the project manager do NEXT?

A. choose the design personally to end discussion

B. facilitate a fact-based comparison using agreed decision criteria and let the responsible team decide

C. escalate every decision on the logistics company warehouse robotics rollout project automatically rather than acting inside established authority and thresholds.

D. remove one specialist from the project

Question 34. The automotive manufacturer supplier-quality platform delivers in short cycles using a prioritised backlog, frequent review and product-led decisions. A material variance appears in current performance data. Select TWO. Which two actions should occur before corrective action is chosen?

A. hide the variance until recovery

B. change the baseline immediately

C. verify that the underlying data and definitions are reliable

D. analyse the cause and integrated forecast effect of the variance

E. request more budget automatically

Question 35. The regional hospital group electronic theatre-scheduling project uses a hybrid model in which fixed governance commitments coexist with iterative solution work. Two senior specialists disagree about a technical design. Both options are feasible and the decision is inside the team's authority. What is the BEST action for the project manager?

A. choose the design personally to end discussion

B. make the decision for the regional hospital group electronic theatre-scheduling project at project level to avoid delay even though governance assigns the authority elsewhere.

C. escalate to the sponsor immediately

D. facilitate a fact-based comparison using agreed decision criteria and let the responsible team decide

Question 36. The port authority terminal digitisation project delivers in short cycles using a prioritised backlog, frequent review and product-led decisions. A new regulation may affect the project, but the requirement is not yet clear. What should the project manager do FIRST?

A. ignore it until enforcement

B. verify the requirement with appropriate legal/regulatory expertise, then assess project impact and use the proper governance path

C. change the project immediately based on rumours

D. ask the sponsor to waive the regulation

Question 37. The mining company processing-plant decarbonisation uses a hybrid model in which fixed governance commitments coexist with iterative solution work. A new regulation may affect the project, but the requirement is not yet clear. What should the project manager do?

A. verify the requirement with appropriate legal/regulatory expertise, then assess project impact and use the proper governance path

B. ignore it until enforcement

C. ask the sponsor to waive the regulation

D. proceed on the current assumption for the mining company processing-plant decarbonisation project and defer verification of the requirement until after the next gate.

Enhanced matching print equivalent

Question 38. Enhanced Matching Print Equivalent. The consumer-goods manufacturer factory automation programme uses a hybrid model in which fixed governance commitments coexist with iterative solution work. Match each situation with the strongest response.








	Item
	Situation





	1
	Known risk trigger occurs; response already approved



	2
	New feature request in adaptive product work



	3
	Funding decision reserved for governance



	4
	Safety defect discovered before acceptance





A. 1-Close risk; 2-Reject permanently; 3-Team vote; 4-Ask customer to waive safety

B. 1-Escalate every risk; 2-Baseline change always; 3-Sponsor bypass; 4-Document only

C. 1-Implement planned response; 2-Backlog prioritisation; 3-Prepare decision for governance; 4-Contain unsafe condition

D. 1-Reanalyse from the beginning; 2-Insert immediately; 3-Project manager approves; 4-Accept then repair

Question 39. The water utility smart-meter programme uses approved baselines, defined stage reviews and formal change authority. A new regulation may affect the project, but the requirement is not yet clear. What should the project manager do?

A. ask the sponsor to waive the regulation

B. ignore it until enforcement

C. verify the requirement with appropriate legal/regulatory expertise, then assess project impact and use the proper governance path

D. treat the possible obligation as optional for the water utility smart-meter programme until an external reviewer formally rejects the work.

Question 40. The shipping company fleet-maintenance system uses approved baselines, defined stage reviews and formal change authority. A high performer repeatedly interrupts junior members and dismisses their risk concerns. What should the project manager do?

A. ignore the behaviour because the person delivers results

B. address the behaviour directly, reinforce team norms and create space for the concerns to be heard

C. wait for the retrospective even if the behaviour continues

D. move the junior members to another team

Question 41. The airline operations-control transformation uses approved baselines, defined stage reviews and formal change authority. A material variance appears in current performance data. Select TWO. Which two actions should occur before corrective action is chosen?

A. publish the conflicting figures for the airline operations-control transformation project as a decision basis and add a disclaimer instead of verifying them.

B. change the baseline immediately

C. analyse the cause and integrated forecast effect of the variance

D. verify that the underlying data and definitions are reliable

E. request more budget automatically

Question 42. The pharmaceutical company quality-laboratory modernisation delivers in short cycles using a prioritised backlog, frequent review and product-led decisions. A high performer repeatedly interrupts junior members and dismisses their risk concerns. What is the BEST action for the project manager?

A. move the junior members to another team

B. escalate every risk on the pharmaceutical company quality-laboratory modernisation project automatically, regardless of ownership, threshold or response authority.

C. ignore the behaviour because the person delivers results

D. address the behaviour directly, reinforce team norms and create space for the concerns to be heard

Question 43. The energy utility distribution-resilience project uses a hybrid model in which fixed governance commitments coexist with iterative solution work. A high performer repeatedly interrupts junior members and dismisses their risk concerns. What should the project manager do?

A. close the risk for the energy utility distribution-resilience project because a response has been planned, without monitoring triggers, residual exposure or ownership.

B. ignore the behaviour because the person delivers results

C. address the behaviour directly, reinforce team norms and create space for the concerns to be heard

D. move the junior members to another team

Practicum/data item

Question 44. Practicum/Data Item. The telecommunications provider network virtualisation project uses approved baselines, defined stage reviews and formal change authority. Use the data excerpt. Which EAC should be entered into the current forecast?








	Field
	Value





	BAC
	$1,500,000



	EV
	$600,000



	AC
	$750,000



	Assumption
	Current cost efficiency will continue





A. $1,875,000

B. $1,350,000

C. $1,650,000

D. $1,500,000

Question 45. The media company subscription analytics product delivers in short cycles using a prioritised backlog, frequent review and product-led decisions. An agile customer requests a valuable feature after an iteration has started; it is important but not urgent. What should the project manager do FIRST?

A. clarify the need and let the product owner consider it in future backlog ordering without disrupting the current commitment

B. reject it permanently

C. insert it immediately

D. submit it automatically to a change control board

Question 46. The international bank cross-border payments modernisation delivers in short cycles using a prioritised backlog, frequent review and product-led decisions. A project is on time and on budget, but expected business benefits have fallen sharply because market conditions changed. What should the project manager do?

A. continue because scope is nearly complete

B. update the business-case evidence and present continuation, pivot or termination options to the authorised decision-maker

C. hide the benefit change until closure

D. increase scope to justify sunk cost

Question 47. The medical-device manufacturer connected-device launch uses approved baselines, defined stage reviews and formal change authority. A remote team begins missing commitments after a tool change and a shift in meeting times. What should the project manager do?

A. assume the team is disengaged

B. replace the lowest performer before discussion

C. increase status reporting immediately

D. check access, time-zone, workload and capability barriers with the team before attributing the problem to motivation

Question 48. The hotel chain guest-experience platform uses approved baselines, defined stage reviews and formal change authority. A material variance appears in current performance data. Select TWO. Which two actions should occur before corrective action is chosen?

A. hide the variance until recovery

B. analyse the cause and integrated forecast effect of the variance

C. request more budget automatically

D. verify that the underlying data and definitions are reliable

E. publish the conflicting figures for the hotel chain guest-experience platform project as a decision basis and add a disclaimer instead of verifying them.

Question 49. The national university research-administration platform uses a hybrid model in which fixed governance commitments coexist with iterative solution work. A project is on time and on budget, but expected business benefits have fallen sharply because market conditions changed. What is the BEST action for the project manager?

A. update the business-case evidence and present continuation, pivot or termination options to the authorised decision-maker

B. hide the benefit change until closure

C. increase scope to justify sunk cost

D. reset the performance baseline for the national university research-administration platform project to current results before analysing whether corrective action or approval is required.

Question 50. The fintech company merchant-risk product uses approved baselines, defined stage reviews and formal change authority. A project is on time and on budget, but expected business benefits have fallen sharply because market conditions changed. What should the project manager do?

A. update the business-case evidence and present continuation, pivot or termination options to the authorised decision-maker

B. continue because scope is nearly complete

C. treat one adverse metric on the fintech company merchant-risk product project as sufficient proof of failure without examining trend, cause and integrated impact.

D. increase scope to justify sunk cost

Question 51. The technology company AI-assisted customer-support product uses a hybrid model in which fixed governance commitments coexist with iterative solution work. An agile customer requests a valuable feature after an iteration has started; it is important but not urgent. What should the project manager do?

A. reject it permanently

B. clarify the need and let the product owner consider it in future backlog ordering without disrupting the current commitment

C. let each workstream define completion for the technology company AI-assisted customer-support product independently without reconciling shared acceptance expectations.

D. submit it automatically to a change control board

Graphic-based item: interpret the exhibit

Question 52. Graphic-Based Question. The public health agency vaccination data platform delivers in short cycles using a prioritised backlog, frequent review and product-led decisions. Refer to the burnup chart. What is the strongest interpretation?

[image: Burnup chart showing completed work against a changing total-scope line.]

A. completed work is increasing, but total scope is also increasing; investigate scope growth and the remaining forecast gap

B. the chart proves quality is improving

C. the project is necessarily ahead of schedule

D. the team has completed all authorised scope

Question 53. The government ministry citizen-benefits service delivers in short cycles using a prioritised backlog, frequent review and product-led decisions. A remote team begins missing commitments after a tool change and a shift in meeting times. What should the project manager do?

A. check access, time-zone, workload and capability barriers with the team before attributing the problem to motivation

B. treat the current plan for the government ministry citizen-benefits service project as more important than new evidence about the actual problem.

C. replace the lowest performer before discussion

D. assume the team is disengaged

Question 54. The education technology company learning-platform migration uses approved baselines, defined stage reviews and formal change authority. A new team member understands the role but lacks a specialist skill needed next sprint. What should the project manager do FIRST?

A. give the person more authority without skill support

B. rewrite the charter

C. escalate the person to the sponsor

D. arrange targeted training, pairing or coaching appropriate to the skill gap

Question 55. The insurance company claims automation programme uses approved baselines, defined stage reviews and formal change authority. A negative cost variance appears for the first time. What should the project manager do NEXT?

A. analyse the cause, significance and forecast effect before selecting corrective action

B. request more budget immediately

C. reduce scope without analysis

D. report project failure

Question 56. The food producer traceability transformation delivers in short cycles using a prioritised backlog, frequent review and product-led decisions. A negative cost variance appears for the first time. What is the BEST action for the project manager?

A. commit additional budget or resources to the food producer traceability transformation project before confirming the variance cause, data basis and forecast effect.

B. analyse the cause, significance and forecast effect before selecting corrective action

C. report project failure

D. request more budget immediately

Point-and-click print equivalent

Question 57. Point-and-Click Print Equivalent. The city transit authority rail-control upgrade uses approved baselines, defined stage reviews and formal change authority. Refer to the labelled risk matrix. Which labelled risk has the highest probability-impact product?

[image: Risk matrix used to select the labelled risk with the highest combined exposure.]

A. B

B. C

C. A

D. D

Question 58. The retail group omnichannel fulfilment transformation uses a hybrid model in which fixed governance commitments coexist with iterative solution work. A remote team begins missing commitments after a tool change and a shift in meeting times. What should the project manager do?

A. treat stakeholder seniority on the retail group omnichannel fulfilment transformation project as sufficient authority even when the governance framework assigns the decision differently.

B. increase status reporting immediately

C. replace the lowest performer before discussion

D. check access, time-zone, workload and capability barriers with the team before attributing the problem to motivation

Question 59. The agricultural cooperative export traceability programme delivers in short cycles using a prioritised backlog, frequent review and product-led decisions. A sponsor argues that money already spent is a reason to continue a low-value feature. What should the project manager do?

A. evaluate remaining cost, remaining benefit, risk and opportunity cost rather than protecting sunk cost

B. double the budget to avoid waste

C. treat past spend as a future benefit

D. continue until the sunk cost is recovered

Question 60. The renewable-energy developer grid-scale storage project uses approved baselines, defined stage reviews and formal change authority. An experienced team member can perform the work but is unsure how to develop into a broader leadership role. What should the project manager do?

A. use mentoring or coaching to support development goals and reflection

B. reduce responsibility until confidence improves

C. direct every career decision

D. send the person to mandatory basic technical training

Pull-down list print equivalent

Question 61. Pull-Down List Print Equivalent. The construction consortium urban hospital build delivers in short cycles using a prioritised backlog, frequent review and product-led decisions. Complete the statement: A risk becomes an issue when ______.

A. it is added to the risk register

B. the uncertain event occurs and requires active management

C. the sponsor reads the risk report

D. its probability is first estimated

Question 62. The airport operator terminal expansion programme uses a hybrid model in which fixed governance commitments coexist with iterative solution work. A sponsor argues that money already spent is a reason to continue a low-value feature. What should the project manager do?

A. protect the original plan for the airport operator terminal expansion programme even though current evidence shows that the expected outcome has materially changed.

B. evaluate remaining cost, remaining benefit, risk and opportunity cost rather than protecting sunk cost

C. continue until the sunk cost is recovered

D. double the budget to avoid waste

Question 63. The logistics company warehouse robotics rollout uses approved baselines, defined stage reviews and formal change authority. A known risk trigger occurs and an approved response owner and plan already exist. What should the project manager do FIRST?

A. close the risk because it occurred

B. implement the planned response and monitor residual exposure

C. identify the risk again

D. escalate automatically regardless of thresholds

Question 64. The automotive manufacturer supplier-quality platform delivers in short cycles using a prioritised backlog, frequent review and product-led decisions. A cross-functional disagreement is blocking progress. Select TWO. Which two actions are strongest?

A. escalate immediately because conflict is uncomfortable

B. confirm decision rights and keep resolution at the lowest responsible level

C. separate the people involved in the automotive manufacturer supplier-quality platform project and postpone resolution until the conflict affects a formal milestone.

D. clarify the decision criteria and facilitate a fact-based discussion

E. choose the answer personally before discussion

Question 65. The regional hospital group electronic theatre-scheduling project uses approved baselines, defined stage reviews and formal change authority. A sponsor argues that money already spent is a reason to continue a low-value feature. What should the project manager do?

A. double the budget to avoid waste

B. protect the original plan for the regional hospital group electronic theatre-scheduling project even though current evidence shows that the expected outcome has materially changed.

C. evaluate remaining cost, remaining benefit, risk and opportunity cost rather than protecting sunk cost

D. continue until the sunk cost is recovered

Question 66. The port authority terminal digitisation project uses a hybrid model in which fixed governance commitments coexist with iterative solution work. A new team member understands the role but lacks a specialist skill needed next sprint. What should the project manager do NEXT?

A. escalate the person to the sponsor

B. arrange targeted training, pairing or coaching appropriate to the skill gap

C. treat the learning gap on the port authority terminal digitisation project as deliberate poor performance before discussing evidence and support needs.

D. give the person more authority without skill support

Practicum/data item

Question 67. Practicum/Data Item. The mining company processing-plant decarbonisation uses a hybrid model in which fixed governance commitments coexist with iterative solution work. Which management conclusion is strongest?









	Supplier measure
	Target
	Actual





	On-time delivery
	>=95%
	88%



	First-pass quality
	>=98%
	97%



	Corrective-action closure
	<=10 days
	17 days



	Cost variance
	<=5%
	3%





A. raise the cost target because it is the only favourable measure

B. supplier recovery should focus on delivery and corrective-action closure while monitoring the near-target quality result

C. terminate the supplier immediately because one measure missed target

D. supplier performance is acceptable because cost variance is within target

Question 68. The consumer-goods manufacturer factory automation programme uses approved baselines, defined stage reviews and formal change authority. A functional manager will not release a scarce specialist for a critical integration activity. What should the project manager do?

A. understand the functional constraints and negotiate priorities, timing or alternatives using project impact evidence

B. take the specialist without agreement

C. escalate immediately before discussing options

D. remove the integration activity from scope without authority

Question 69. The water utility smart-meter programme delivers in short cycles using a prioritised backlog, frequent review and product-led decisions. An activity has O=8 days, M=14 days and P=26 days. Using PERT, what is expected duration?

A. 18.0 days

B. 16.0 days

C. 15.0 days

D. 14.0 days

Question 70. The shipping company fleet-maintenance system uses approved baselines, defined stage reviews and formal change authority. A possible future supplier strike has been reported but has not occurred. What is the BEST action for the project manager?

A. terminate the supplier immediately

B. record and analyse it as a risk, assign ownership and plan a proportionate response

C. hide it until probability reaches 100%

D. treat it as an issue already

Question 71. The airline operations-control transformation delivers in short cycles using a prioritised backlog, frequent review and product-led decisions. A project can meet launch only by removing a legally required accessibility control. What should the project manager do?

A. ask users whether accessibility matters

B. remove the control and document the trade-off

C. protect the legal requirement and reassess schedule, scope or delivery options

D. launch first and fix compliance later

Question 72. The pharmaceutical company quality-laboratory modernisation delivers in short cycles using a prioritised backlog, frequent review and product-led decisions. A cross-functional disagreement is blocking progress. Select TWO. Which two actions are strongest?

A. exclude the dissenting stakeholder

B. treat the disagreement on the pharmaceutical company quality-laboratory modernisation project as a performance failure before diagnosing its source and context.

C. escalate immediately because conflict is uncomfortable

D. confirm decision rights and keep resolution at the lowest responsible level

E. clarify the decision criteria and facilitate a fact-based discussion

Question 73. The energy utility distribution-resilience project uses a hybrid model in which fixed governance commitments coexist with iterative solution work. A project can meet launch only by removing a legally required accessibility control. What should the project manager do?

A. launch first and fix compliance later

B. ask users whether accessibility matters

C. proceed on the current assumption for the energy utility distribution-resilience project and defer verification of the requirement until after the next gate.

D. protect the legal requirement and reassess schedule, scope or delivery options

Question 74. The telecommunications provider network virtualisation project uses approved baselines, defined stage reviews and formal change authority. Two stakeholders define success differently: one values speed while the other values reliability. What should the project manager do?

A. facilitate alignment on outcomes, acceptance measures and trade-off authority before optimising delivery

B. choose the sponsor's preferred metric without discussion

C. add scope so both can claim success

D. produce separate status definitions for each stakeholder

Question 75. The media company subscription analytics product uses approved baselines, defined stage reviews and formal change authority. A production outage has already occurred. What should the project manager do?

A. wait for the next risk workshop

B. contain and resolve the active issue while updating ownership and relevant records

C. only update the issue log

D. convert it back into a risk

Graphic-based item: interpret the exhibit

Question 76. Graphic-Based Question. The international bank cross-border payments modernisation delivers in short cycles using a prioritised backlog, frequent review and product-led decisions. Refer to the flow trend. What should the team examine FIRST?

[image: Flow deterioration trend comparing work in progress with cycle time.]

A. scope approval because cycle time directly measures scope change

B. why WIP and cycle time are rising together, including queues and blockers, before starting more work

C. a higher velocity target

D. individual utilisation because higher WIP proves underuse

Question 77. The medical-device manufacturer connected-device launch uses approved baselines, defined stage reviews and formal change authority. A project can meet launch only by removing a legally required accessibility control. What should the project manager do NEXT?

A. protect the legal requirement and reassess schedule, scope or delivery options

B. launch first and fix compliance later

C. ask the delivery team to interpret the external requirement on its own and bypass the authorised compliance route.

D. remove the control and document the trade-off

Question 78. The hotel chain guest-experience platform delivers in short cycles using a prioritised backlog, frequent review and product-led decisions. A known risk trigger occurs and an approved response owner and plan already exist. What should the project manager do?

A. implement the planned response and monitor residual exposure

B. close the risk because it occurred

C. escalate every risk on the hotel chain guest-experience platform project automatically, regardless of ownership, threshold or response authority.

D. identify the risk again

Question 79. The national university research-administration platform uses a hybrid model in which fixed governance commitments coexist with iterative solution work. An experienced team member can perform the work but is unsure how to develop into a broader leadership role. What should the project manager do?

A. direct every career decision

B. send the person to mandatory basic technical training

C. treat stakeholder seniority on the national university research-administration platform project as sufficient authority even when the governance framework assigns the decision differently.

D. use mentoring or coaching to support development goals and reflection

Question 80. The fintech company merchant-risk product uses approved baselines, defined stage reviews and formal change authority. A sponsor asks for a major funding decision reserved for an investment committee. What should the project manager do?

A. approve the funding because the sponsor requested it

B. reject the funding personally

C. prepare the evidence, options and recommendation, then route the decision to the authorised committee

D. ask the team to vote

Enhanced matching print equivalent

Question 81. Enhanced Matching Print Equivalent. The technology company AI-assisted customer-support product delivers in short cycles using a prioritised backlog, frequent review and product-led decisions. Match each situation with the strongest response.








	Item
	Situation





	1
	Known risk trigger occurs; response already approved



	2
	New feature request in adaptive product work



	3
	Funding decision reserved for governance



	4
	Safety defect discovered before acceptance





A. 1-Escalate every risk; 2-Baseline change always; 3-Sponsor bypass; 4-Document only

B. 1-Close risk; 2-Reject permanently; 3-Team vote; 4-Ask customer to waive safety

C. 1-Implement planned response; 2-Backlog prioritisation; 3-Prepare decision for governance; 4-Contain unsafe condition

D. 1-Reanalyse from the beginning; 2-Insert immediately; 3-Project manager approves; 4-Accept then repair

Question 82. The public health agency vaccination data platform delivers in short cycles using a prioritised backlog, frequent review and product-led decisions. A new team member understands the role but lacks a specialist skill needed next sprint. What should the project manager do?

A. keep critical knowledge concentrated in one specialist on the public health agency vaccination data platform project until transition is complete.

B. arrange targeted training, pairing or coaching appropriate to the skill gap

C. escalate the person to the sponsor

D. give the person more authority without skill support

Question 83. The government ministry citizen-benefits service delivers in short cycles using a prioritised backlog, frequent review and product-led decisions. A new cybersecurity requirement is issued by the organisation for all projects. What should the project manager do?

A. ignore it because the project started earlier

B. let each developer decide whether it applies

C. determine applicability, assess impact and integrate the required control through governance and project plans

D. remove other security controls to keep effort constant

Question 84. The education technology company learning-platform migration uses approved baselines, defined stage reviews and formal change authority. A material variance appears in current performance data. Select TWO. Which two actions should occur before corrective action is chosen?

A. analyse the cause and integrated forecast effect of the variance

B. change the forecast for the education technology company learning-platform migration project before confirming whether the underlying measures are comparable and current.

C. request more budget automatically

D. verify that the underlying data and definitions are reliable

E. hide the variance until recovery

Question 85. The insurance company claims automation programme uses a hybrid model in which fixed governance commitments coexist with iterative solution work. A new cybersecurity requirement is issued by the organisation for all projects. What should the project manager do?

A. determine applicability, assess impact and integrate the required control through governance and project plans

B. remove other security controls to keep effort constant

C. let each developer decide whether it applies

D. proceed on the current assumption for the insurance company claims automation programme and defer verification of the requirement until after the next gate.

Question 86. The food producer traceability transformation uses approved baselines, defined stage reviews and formal change authority. An operations group attends training but still avoids the new process because local supervisors reward the old behaviour. What should the project manager do?

A. schedule more of the same training

B. declare resistance a disciplinary problem immediately

C. address the reinforcement and operating conditions with change leaders and supervisors rather than repeating training alone

D. close the adoption issue because training was delivered

Question 87. The city transit authority rail-control upgrade delivers in short cycles using a prioritised backlog, frequent review and product-led decisions. A possible future supplier strike has been reported but has not occurred. What should the project manager do?

A. terminate the supplier immediately

B. record and analyse it as a risk, assign ownership and plan a proportionate response

C. move the supplier work into the internal team for the city transit authority rail-control upgrade project before assessing contractual and integrated impacts.

D. treat it as an issue already

Question 88. The retail group omnichannel fulfilment transformation uses a hybrid model in which fixed governance commitments coexist with iterative solution work. A functional manager will not release a scarce specialist for a critical integration activity. What should the project manager do NEXT?

A. escalate immediately before discussing options

B. take the specialist without agreement

C. understand the functional constraints and negotiate priorities, timing or alternatives using project impact evidence

D. make the decision for the retail group omnichannel fulfilment transformation project at project level to avoid delay even though governance assigns the authority elsewhere.

Question 89. The agricultural cooperative export traceability programme uses approved baselines, defined stage reviews and formal change authority. Repeated defects appear at the same hand-off between two teams. What should the project manager do?

A. reduce acceptance criteria

B. investigate the root cause in criteria, process and interface before adding inspection effort

C. inspect more at the end without analysis

D. blame the receiving team

Question 90. The renewable-energy developer grid-scale storage project delivers in short cycles using a prioritised backlog, frequent review and product-led decisions. An experienced team member can perform the work but is unsure how to develop into a broader leadership role. What should the project manager do FIRST?

A. use mentoring or coaching to support development goals and reflection

B. send the person to mandatory basic technical training

C. reduce responsibility until confidence improves

D. update project records for the renewable-energy developer grid-scale storage project and treat documentation alone as resolution of the underlying problem.

Question 91. The construction consortium urban hospital build uses approved baselines, defined stage reviews and formal change authority. A new external rule may materially affect the project. Select TWO. Which two actions are strongest?

A. assess project/value impact and route required decisions through governance

B. ignore it until enforcement begins

C. ask the sponsor to waive the external rule

D. verify applicability and meaning with appropriate expertise

E. change every baseline immediately before verification

Question 92. The airport operator terminal expansion programme delivers in short cycles using a prioritised backlog, frequent review and product-led decisions. An AI tool requires confidential customer data to be uploaded to an unapproved external service. What should the project manager do?

A. do not upload the data; follow privacy/security requirements and use an approved alternative or seek authorised review

B. ask a junior team member to upload it

C. use the tool because productivity may improve

D. rely only on the vendor promise

Practicum/data item

Question 93. Practicum/Data Item. The logistics company warehouse robotics rollout delivers in short cycles using a prioritised backlog, frequent review and product-led decisions. What should the team examine FIRST?









	Iteration
	Completed items
	Average cycle time





	1
	18
	6.2 days



	2
	19
	6.4 days



	3
	18
	7.6 days



	4
	17
	9.1 days





A. how to increase story-point estimates

B. why cycle time is worsening despite roughly stable throughput, including WIP, queues and blockers

C. whether to remove quality checks

D. which individual completed the fewest items

Question 94. The automotive manufacturer supplier-quality platform uses approved baselines, defined stage reviews and formal change authority. A retrospective identifies a recurring interface problem, but team members fear blame if they discuss the failures openly. What should the project manager do?

A. escalate every defect to the sponsor

B. name the person responsible before analysing the system

C. skip the issue to protect morale

D. create a blameless, evidence-focused discussion and agree an owned improvement experiment

Question 95. The regional hospital group electronic theatre-scheduling project uses a hybrid model in which fixed governance commitments coexist with iterative solution work. An AI tool requires confidential customer data to be uploaded to an unapproved external service. What should the project manager do?

A. share the model output for the regional hospital group electronic theatre-scheduling project broadly before confirming whether the data and tool use are authorised.

B. ask a junior team member to upload it

C. do not upload the data; follow privacy/security requirements and use an approved alternative or seek authorised review

D. rely only on the vendor promise

Question 96. The port authority terminal digitisation project uses approved baselines, defined stage reviews and formal change authority. At the status date, EV = $420,000 and AC = $500,000. What is CPI?

A. 1.19

B. 0.92

C. 0.84

D. 1.08

Point-and-click print equivalent

Question 97. Point-and-Click Print Equivalent. The mining company processing-plant decarbonisation uses approved baselines, defined stage reviews and formal change authority. Refer to the labelled change path. Which labelled step represents the formal decision by the authorised role?

[image: Change path diagram showing request clarification, impact assessment, decision by authority, and implementation with verification.]

A. A

B. B

C. C

D. D

Question 98. The consumer-goods manufacturer factory automation programme uses a hybrid model in which fixed governance commitments coexist with iterative solution work. Two stakeholders define success differently: one values speed while the other values reliability. What is the BEST action for the project manager?

A. facilitate alignment on outcomes, acceptance measures and trade-off authority before optimising delivery

B. promise additional scope for the consumer-goods manufacturer factory automation programme to restore confidence before assessing authority, value or impact.

C. add scope so both can claim success

D. produce separate status definitions for each stakeholder

Question 99. The water utility smart-meter programme delivers in short cycles using a prioritised backlog, frequent review and product-led decisions. A material variance appears in current performance data. Select TWO. Which two actions should occur before corrective action is chosen?

A. change the baseline immediately

B. change the forecast for the water utility smart-meter programme before confirming whether the underlying measures are comparable and current.

C. request more budget automatically

D. analyse the cause and integrated forecast effect of the variance

E. verify that the underlying data and definitions are reliable

Question 100. The shipping company fleet-maintenance system delivers in short cycles using a prioritised backlog, frequent review and product-led decisions. A functional manager will not release a scarce specialist for a critical integration activity. What should the project manager do?

A. treat the current plan for the shipping company fleet-maintenance system project as more important than new evidence about the actual problem.

B. escalate immediately before discussing options

C. understand the functional constraints and negotiate priorities, timing or alternatives using project impact evidence

D. take the specialist without agreement

Question 101. The airline operations-control transformation uses approved baselines, defined stage reviews and formal change authority. A stakeholder has high influence but low day-to-day interest until a regulatory milestone approaches. What should the project manager do?

A. use the same communication plan for every stakeholder

B. send every project detail daily

C. exclude the stakeholder until the milestone day

D. tailor engagement to the stakeholder's decision role and increase contact as the milestone and decision need approach

Question 102. The pharmaceutical company quality-laboratory modernisation uses a hybrid model in which fixed governance commitments coexist with iterative solution work. A hybrid feature change also alters a signed supplier interface specification. What should the project manager do?

A. ask the supplier to ignore the specification

B. use product prioritisation for the feature and the formal contractual/change path for the supplier interface

C. reject all change because a contract exists

D. treat the entire request only as backlog work

Question 103. The energy utility distribution-resilience project uses approved baselines, defined stage reviews and formal change authority. A new cybersecurity requirement is issued by the organisation for all projects. What should the project manager do?

A. treat the possible obligation as optional for the energy utility distribution-resilience project until an external reviewer formally rejects the work.

B. let each developer decide whether it applies

C. ignore it because the project started earlier

D. determine applicability, assess impact and integrate the required control through governance and project plans

Pull-down list print equivalent

Question 104. Pull-Down List Print Equivalent. The telecommunications provider network virtualisation project uses approved baselines, defined stage reviews and formal change authority. Complete the statement: After a controlled change is approved, the project manager should NEXT ______.

A. restart project initiation

B. update affected controlled artefacts as required, implement the authorised change and verify the result

C. wait until closure to record the decision

D. repeat the approval process

Question 105. The media company subscription analytics product uses approved baselines, defined stage reviews and formal change authority. A customer rejects completed work because acceptance expectations were interpreted differently. What is the BEST action for the project manager?

A. declare the work accepted internally

B. remove customer reviews

C. add more features

D. clarify measurable acceptance criteria with the customer and team before further delivery

SIMULATED BREAK 2 - 10 MINUTES

Review Questions 31-105 now. Once you begin this break, do not return to them. Pause the practice timer for 10 minutes, then resume with Question 106.

INDEPENDENT QUESTIONS | 106-180

Question 106. The international bank cross-border payments modernisation delivers in short cycles using a prioritised backlog, frequent review and product-led decisions. An AI model recommends terminating a supplier, but the training data are incomplete and the model cannot explain a major risk score. What should the project manager do?

A. publish the model score as final

B. terminate the supplier because AI is objective

C. treat the output as unverified decision support, improve the evidence and retain accountable human review before action

D. remove human review to avoid bias

Question 107. The medical-device manufacturer connected-device launch uses approved baselines, defined stage reviews and formal change authority. A cross-cultural team interprets direct feedback differently and conflict is increasing. What should the project manager do?

A. require everyone to use the project manager's preferred style

B. establish shared working agreements for feedback and invite the team to clarify communication preferences

C. avoid feedback entirely

D. separate team members by culture

Question 108. The hotel chain guest-experience platform delivers in short cycles using a prioritised backlog, frequent review and product-led decisions. Two stakeholders define success differently: one values speed while the other values reliability. What should the project manager do FIRST?

A. facilitate alignment on outcomes, acceptance measures and trade-off authority before optimising delivery

B. produce separate status definitions for each stakeholder

C. add scope so both can claim success

D. escalate the stakeholder concern on the hotel chain guest-experience platform project before checking the commitment evidence or engaging the affected people directly.

Question 109. The national university research-administration platform delivers in short cycles using a prioritised backlog, frequent review and product-led decisions. A material variance appears in current performance data. Select TWO. Which two actions should occur before corrective action is chosen?

A. analyse the cause and integrated forecast effect of the variance

B. publish the conflicting figures for the national university research-administration platform project as a decision basis and add a disclaimer instead of verifying them.

C. request more budget automatically

D. hide the variance until recovery

E. verify that the underlying data and definitions are reliable

Question 110. The fintech company merchant-risk product uses a hybrid model in which fixed governance commitments coexist with iterative solution work. A sponsor asks for a major funding decision reserved for an investment committee. What should the project manager do NEXT?

A. prepare the evidence, options and recommendation, then route the decision to the authorised committee

B. escalate every risk on the fintech company merchant-risk product project automatically, regardless of ownership, threshold or response authority.

C. ask the team to vote

D. approve the funding because the sponsor requested it

Question 111. The technology company AI-assisted customer-support product uses approved baselines, defined stage reviews and formal change authority. A core coordination group has 10 members. How many potential communication channels exist if every member can communicate with every other member?

A. 45

B. 90

C. 10

D. 20

Graphic-based item: interpret the exhibit

Question 112. Graphic-Based Question. The public health agency vaccination data platform uses approved baselines, defined stage reviews and formal change authority. Refer to the earned-value chart at Period 5. What is the BEST interpretation?

[image: Earned value performance chart comparing planned value, earned value and actual cost.]

A. the project is ahead of schedule and under budget

B. EV is below PV and AC is above EV, so both schedule and cost performance are unfavourable

C. AC should be compared with PV to calculate CPI

D. the chart proves benefits are below target

Question 113. The government ministry citizen-benefits service uses a hybrid model in which fixed governance commitments coexist with iterative solution work. An AI model recommends terminating a supplier, but the training data are incomplete and the model cannot explain a major risk score. What should the project manager do?

A. increase reliance on the AI result for the government ministry citizen-benefits service project before checking source data, bias, privacy or governance controls.

B. terminate the supplier because AI is objective

C. treat the output as unverified decision support, improve the evidence and retain accountable human review before action

D. remove human review to avoid bias

Question 114. The education technology company learning-platform migration uses approved baselines, defined stage reviews and formal change authority. A stakeholder becomes angry after learning that a promised feature cannot fit the release. What should the project manager do?

A. end the meeting until the stakeholder apologises

B. argue that the stakeholder should have understood the plan

C. acknowledge the concern, clarify the constraint and involve the appropriate product/decision roles in evaluating options

D. promise the feature anyway

Question 115. The insurance company claims automation programme delivers in short cycles using a prioritised backlog, frequent review and product-led decisions. A sustainability claim in a project report highlights lower operational energy but ignores a much larger increase in embodied emissions. What should the project manager do?

A. correct the claim and assess the broader lifecycle effect before communicating a sustainability benefit

B. remove all sustainability reporting

C. keep the claim because operational energy improved

D. report only the favourable metric requested by the sponsor

Question 116. The food producer traceability transformation uses approved baselines, defined stage reviews and formal change authority. An AI tool requires confidential customer data to be uploaded to an unapproved external service. What should the project manager do?

A. rely only on the vendor promise

B. do not upload the data; follow privacy/security requirements and use an approved alternative or seek authorised review

C. increase reliance on the AI result for the food producer traceability transformation project before checking source data, bias, privacy or governance controls.

D. use the tool because productivity may improve

Question 117. The city transit authority rail-control upgrade delivers in short cycles using a prioritised backlog, frequent review and product-led decisions. A sponsor asks for a major funding decision reserved for an investment committee. What should the project manager do FIRST?

A. ask the team to vote

B. approve the funding because the sponsor requested it

C. bypass the authorised decision route for the city transit authority rail-control upgrade project because the preferred option appears operationally obvious.

D. prepare the evidence, options and recommendation, then route the decision to the authorised committee

Enhanced matching print equivalent

Question 118. Enhanced Matching Print Equivalent. The retail group omnichannel fulfilment transformation uses a hybrid model in which fixed governance commitments coexist with iterative solution work. Match each situation with the strongest response.








	Item
	Situation





	1
	Known risk trigger occurs; response already approved



	2
	New feature request in adaptive product work



	3
	Funding decision reserved for governance



	4
	Safety defect discovered before acceptance





A. 1-Escalate every risk; 2-Baseline change always; 3-Sponsor bypass; 4-Document only

B. 1-Implement planned response; 2-Backlog prioritisation; 3-Prepare decision for governance; 4-Contain unsafe condition

C. 1-Close risk; 2-Reject permanently; 3-Team vote; 4-Ask customer to waive safety

D. 1-Reanalyse from the beginning; 2-Insert immediately; 3-Project manager approves; 4-Accept then repair

Question 119. The agricultural cooperative export traceability programme uses approved baselines, defined stage reviews and formal change authority. An agile team's cycle time rises for four consecutive periods while WIP also increases. What is the BEST action for the project manager?

A. inspect queues, blockers and WIP with the team and reduce excess work in progress before starting more work

B. rank individual developers by cycle time

C. raise the velocity target

D. start more items so everyone stays busy

Question 120. The renewable-energy developer grid-scale storage project uses a hybrid model in which fixed governance commitments coexist with iterative solution work. Senior stakeholders repeatedly bypass the product owner and send urgent work directly to developers. What should the project manager do?

A. accept every request to preserve relationships

B. freeze stakeholder access until release

C. reinforce the agreed intake and prioritisation route while keeping stakeholders engaged in value discussions

D. remove the product owner

Question 121. The construction consortium urban hospital build delivers in short cycles using a prioritised backlog, frequent review and product-led decisions. A production outage has already occurred. What should the project manager do NEXT?

A. contain and resolve the active issue while updating ownership and relevant records

B. only update the issue log

C. wait for the next risk workshop

D. treat the current plan for the construction consortium urban hospital build project as more important than new evidence about the actual problem.

Question 122. The airport operator terminal expansion programme uses approved baselines, defined stage reviews and formal change authority. A cross-functional disagreement is blocking progress. Select TWO. Which two actions are strongest?

A. exclude the dissenting stakeholder

B. confirm decision rights and keep resolution at the lowest responsible level

C. separate the people involved in the airport operator terminal expansion programme and postpone resolution until the conflict affects a formal milestone.

D. choose the answer personally before discussion

E. clarify the decision criteria and facilitate a fact-based discussion

Question 123. The logistics company warehouse robotics rollout uses a hybrid model in which fixed governance commitments coexist with iterative solution work. A sustainability claim in a project report highlights lower operational energy but ignores a much larger increase in embodied emissions. What should the project manager do?

A. keep the claim because operational energy improved

B. correct the claim and assess the broader lifecycle effect before communicating a sustainability benefit

C. treat the dashboard for the logistics company warehouse robotics rollout project as authoritative even though its source data cannot be reconciled.

D. report only the favourable metric requested by the sponsor

Question 124. The automotive manufacturer supplier-quality platform uses approved baselines, defined stage reviews and formal change authority. An external approval is required before installation can start. What should the project manager do?

A. make the dependency visible, track the decision date and manage contingency/escalation according to impact and authority

B. ignore it because the approver is external

C. convert the approval into a benefit metric

D. start installation before approval

Question 125. The regional hospital group electronic theatre-scheduling project delivers in short cycles using a prioritised backlog, frequent review and product-led decisions. A cheaper material reduces acquisition cost but substantially increases maintenance and disposal impacts over the asset life. What should the project manager do?

A. choose the highest-cost material to appear sustainable

B. compare lifecycle cost, performance, risk and sustainability effects before recommending the material

C. ignore post-project effects

D. select the cheapest material automatically

Question 126. The port authority terminal digitisation project delivers in short cycles using a prioritised backlog, frequent review and product-led decisions. Senior stakeholders repeatedly bypass the product owner and send urgent work directly to developers. What should the project manager do FIRST?

A. freeze stakeholder access until release

B. reinforce the agreed intake and prioritisation route while keeping stakeholders engaged in value discussions

C. promise additional scope for the port authority terminal digitisation project to restore confidence before assessing authority, value or impact.

D. remove the product owner

Practicum/data item

Question 127. Practicum/Data Item. The mining company processing-plant decarbonisation uses approved baselines, defined stage reviews and formal change authority. What VAC should be reported?








	Measure
	Value





	BAC
	$2,000,000



	EV
	$900,000



	AC
	$1,000,000



	EAC
	$2,250,000





A. -$100,000

B. $250,000

C. $2,250,000

D. -$250,000

Question 128. The consumer-goods manufacturer factory automation programme uses approved baselines, defined stage reviews and formal change authority. Knowledge about a critical legacy interface is concentrated in one contractor who leaves in three weeks. What should the project manager do?

A. extend the project automatically

B. wait until the final week

C. prioritise structured knowledge transfer, pairing and durable documentation before the departure

D. accept the single point of failure because the contractor is experienced

Question 129. The water utility smart-meter programme uses a hybrid model in which fixed governance commitments coexist with iterative solution work. An operations group attends training but still avoids the new process because local supervisors reward the old behaviour. What should the project manager do?

A. address the reinforcement and operating conditions with change leaders and supervisors rather than repeating training alone

B. declare resistance a disciplinary problem immediately

C. choose the technical position for the water utility smart-meter programme personally before hearing the people responsible for the work.

D. schedule more of the same training

Question 130. The shipping company fleet-maintenance system delivers in short cycles using a prioritised backlog, frequent review and product-led decisions. Repeated defects appear at the same hand-off between two teams. What should the project manager do?

A. inspect more at the end without analysis

B. reduce acceptance criteria

C. reduce acceptance checks on the shipping company fleet-maintenance system project to protect throughput before understanding why quality is deteriorating.

D. investigate the root cause in criteria, process and interface before adding inspection effort

Question 131. The airline operations-control transformation uses approved baselines, defined stage reviews and formal change authority. A new external rule may materially affect the project. Select TWO. Which two actions are strongest?

A. treat stakeholder seniority on the airline operations-control transformation project as sufficient authority even when the governance framework assigns the decision differently.

B. verify applicability and meaning with appropriate expertise

C. ignore it until enforcement begins

D. assess project/value impact and route required decisions through governance

E. change every baseline immediately before verification

Question 132. The pharmaceutical company quality-laboratory modernisation uses approved baselines, defined stage reviews and formal change authority. A vendor misses a contractual milestone and the contract defines recovery and escalation steps. What should the project manager do NEXT?

A. hide the delay until recovery is certain

B. transfer all vendor work to the internal team

C. terminate immediately

D. assess project impact and engage the vendor using the contractual recovery mechanism

Question 133. The energy utility distribution-resilience project uses approved baselines, defined stage reviews and formal change authority. A self-managing team asks the project manager to decide a workflow detail that is clearly inside its agreed authority. What is the BEST action for the project manager?

A. make the decision to save time

B. remove self-management because the team asked for help

C. clarify the boundary and encourage the team to decide, offering facilitation if needed

D. escalate the decision to the sponsor

Point-and-click print equivalent

Question 134. Point-and-Click Print Equivalent. The telecommunications provider network virtualisation project uses a hybrid model in which fixed governance commitments coexist with iterative solution work. Refer to the labelled risk matrix. Which labelled risk has the highest probability-impact product?

[image: Risk matrix used to select the exposure that should be addressed first.]

A. A

B. D

C. B

D. C

Question 135. The media company subscription analytics product uses a hybrid model in which fixed governance commitments coexist with iterative solution work. A cheaper material reduces acquisition cost but substantially increases maintenance and disposal impacts over the asset life. What should the project manager do FIRST?

A. select the cheapest material automatically

B. defer sustainability consequences on the media company subscription analytics product project until closure because they sit outside ordinary project decisions.

C. ignore post-project effects

D. compare lifecycle cost, performance, risk and sustainability effects before recommending the material

Question 136. The international bank cross-border payments modernisation delivers in short cycles using a prioritised backlog, frequent review and product-led decisions. An operations group attends training but still avoids the new process because local supervisors reward the old behaviour. What should the project manager do?

A. choose the technical position for the international bank cross-border payments modernisation personally before hearing the people responsible for the work.

B. close the adoption issue because training was delivered

C. address the reinforcement and operating conditions with change leaders and supervisors rather than repeating training alone

D. declare resistance a disciplinary problem immediately

Graphic-based item: interpret the exhibit

Question 137. Graphic-Based Question. The medical-device manufacturer connected-device launch delivers in short cycles using a prioritised backlog, frequent review and product-led decisions. Refer to the adoption chart. What should the project manager do FIRST?

[image: Adoption trend chart comparing actual adoption with target adoption across six periods.]

A. increase feature output without analysing use

B. reduce the target without authority

C. investigate why actual adoption is flattening below target and work with change/benefit owners on the barrier

D. declare the benefit realised because adoption rose initially

Question 138. The hotel chain guest-experience platform delivers in short cycles using a prioritised backlog, frequent review and product-led decisions. A critical supplier is the sole source for a component exposed to severe geopolitical disruption. What should the project manager do?

A. ignore the exposure until disruption occurs

B. duplicate every supplier regardless of cost

C. assess concentration exposure and proportionate resilience options such as qualified alternatives, buffers or redesign

D. terminate the supplier immediately without alternatives

Question 139. The national university research-administration platform uses approved baselines, defined stage reviews and formal change authority. A fixed-price supplier claims all clarification is out of scope. What should the project manager do?

A. review the contract and work with procurement and the supplier to distinguish clarification from scope change and use the appropriate commercial path

B. ignore the supplier

C. accept that communication must stop

D. tell the team to rewrite the contract

Question 140. The fintech company merchant-risk product delivers in short cycles using a prioritised backlog, frequent review and product-led decisions. A customer rejects completed work because acceptance expectations were interpreted differently. What is the BEST action for the project manager?

A. clarify measurable acceptance criteria with the customer and team before further delivery

B. increase communication frequency for the fintech company merchant-risk product project without first establishing what decision, concern or information gap must be addressed.

C. add more features

D. remove customer reviews

Question 141. The technology company AI-assisted customer-support product uses approved baselines, defined stage reviews and formal change authority. A team is overloaded because three departments assigned competing priorities to the same people. What should the project manager do?

A. hide the overload to avoid escalation

B. make capacity and priority conflicts visible and work with the relevant managers to establish a feasible commitment

C. increase the number of simultaneous tasks

D. ask the team to work longer without reprioritisation

Pull-down list print equivalent

Question 142. Pull-Down List Print Equivalent. The public health agency vaccination data platform uses a hybrid model in which fixed governance commitments coexist with iterative solution work. Complete the statement: A risk becomes an issue when ______.

A. its probability is first estimated

B. the uncertain event occurs and requires active management

C. it is added to the risk register

D. the sponsor reads the risk report

Question 143. The government ministry citizen-benefits service uses a hybrid model in which fixed governance commitments coexist with iterative solution work. A retrospective identifies a recurring interface problem, but team members fear blame if they discuss the failures openly. What should the project manager do NEXT?

A. treat stakeholder seniority on the government ministry citizen-benefits service project as sufficient authority even when the governance framework assigns the decision differently.

B. name the person responsible before analysing the system

C. create a blameless, evidence-focused discussion and agree an owned improvement experiment

D. skip the issue to protect morale

Question 144. The education technology company learning-platform migration uses approved baselines, defined stage reviews and formal change authority. An AI model recommends terminating a supplier, but the training data are incomplete and the model cannot explain a major risk score. What should the project manager do FIRST?

A. publish the model score as final

B. remove human review to avoid bias

C. treat the output as unverified decision support, improve the evidence and retain accountable human review before action

D. increase reliance on the AI result for the education technology company learning-platform migration project before checking source data, bias, privacy or governance controls.

Question 145. The insurance company claims automation programme delivers in short cycles using a prioritised backlog, frequent review and product-led decisions. A cross-functional disagreement is blocking progress. Select TWO. Which two actions are strongest?

A. confirm decision rights and keep resolution at the lowest responsible level

B. clarify the decision criteria and facilitate a fact-based discussion

C. choose the answer personally before discussion

D. separate the people involved in the insurance company claims automation programme and postpone resolution until the conflict affects a formal milestone.

E. exclude the dissenting stakeholder

Question 146. The food producer traceability transformation uses approved baselines, defined stage reviews and formal change authority. A technically complete solution cannot be supported by operations because knowledge transfer is unfinished. What should the project manager do?

A. complete the necessary transition, support readiness and ownership before treating handover as successful

B. delete project documentation

C. close because scope is complete

D. ask operations to learn after closure

Question 147. The city transit authority rail-control upgrade uses a hybrid model in which fixed governance commitments coexist with iterative solution work. A critical supplier is the sole source for a component exposed to severe geopolitical disruption. What is the BEST action for the project manager?

A. ignore the exposure until disruption occurs

B. assess concentration exposure and proportionate resilience options such as qualified alternatives, buffers or redesign

C. move the supplier work into the internal team for the city transit authority rail-control upgrade project before assessing contractual and integrated impacts.

D. terminate the supplier immediately without alternatives

Question 148. The retail group omnichannel fulfilment transformation uses approved baselines, defined stage reviews and formal change authority. A stakeholder says the weekly report is too detailed to support decisions. What should the project manager do?

A. send the same report more often

B. remove the stakeholder from distribution

C. tell the stakeholder the template cannot change

D. ask what decisions the stakeholder needs to make and tailor the information accordingly

Enhanced matching print equivalent

Question 149. Enhanced Matching Print Equivalent. The agricultural cooperative export traceability programme uses a hybrid model in which fixed governance commitments coexist with iterative solution work. Match each situation with the strongest response.








	Item
	Situation





	1
	Known risk trigger occurs; response already approved



	2
	New feature request in adaptive product work



	3
	Funding decision reserved for governance



	4
	Safety defect discovered before acceptance





A. 1-Implement planned response; 2-Backlog prioritisation; 3-Prepare decision for governance; 4-Contain unsafe condition

B. 1-Close risk; 2-Reject permanently; 3-Team vote; 4-Ask customer to waive safety

C. 1-Escalate every risk; 2-Baseline change always; 3-Sponsor bypass; 4-Document only

D. 1-Reanalyse from the beginning; 2-Insert immediately; 3-Project manager approves; 4-Accept then repair

Question 150. The renewable-energy developer grid-scale storage project delivers in short cycles using a prioritised backlog, frequent review and product-led decisions. A new technology makes the planned solution likely to be unsupported within two years. What should the project manager do?

A. hide the information until launch

B. assess lifecycle, business-case and operational-support implications and route material strategy decisions through governance

C. continue because the technology was approved originally

D. replace the technology immediately without impact analysis

Question 151. The construction consortium urban hospital build uses a hybrid model in which fixed governance commitments coexist with iterative solution work. A negative cost variance appears for the first time. What should the project manager do?

A. commit additional budget or resources to the construction consortium urban hospital build project before confirming the variance cause, data basis and forecast effect.

B. request more budget immediately

C. analyse the cause, significance and forecast effect before selecting corrective action

D. report project failure

Question 152. The airport operator terminal expansion programme delivers in short cycles using a prioritised backlog, frequent review and product-led decisions. An agile team's cycle time rises for four consecutive periods while WIP also increases. What should the project manager do?

A. take immediate corrective action on the airport operator terminal expansion programme before establishing the cause, authority and integrated consequence.

B. rank individual developers by cycle time

C. start more items so everyone stays busy

D. inspect queues, blockers and WIP with the team and reduce excess work in progress before starting more work

Question 153. The logistics company warehouse robotics rollout uses a hybrid model in which fixed governance commitments coexist with iterative solution work. A stakeholder has high influence but low day-to-day interest until a regulatory milestone approaches. What should the project manager do FIRST?

A. use the same communication plan for every stakeholder

B. tailor engagement to the stakeholder's decision role and increase contact as the milestone and decision need approach

C. proceed on the current assumption for the logistics company warehouse robotics rollout project and defer verification of the requirement until after the next gate.

D. send every project detail daily

Question 154. The automotive manufacturer supplier-quality platform uses approved baselines, defined stage reviews and formal change authority. A material variance appears in current performance data. Select TWO. Which two actions should occur before corrective action is chosen?

A. verify that the underlying data and definitions are reliable

B. change the baseline immediately

C. treat the dashboard for the automotive manufacturer supplier-quality platform project as authoritative even though its source data cannot be reconciled.

D. hide the variance until recovery

E. analyse the cause and integrated forecast effect of the variance

Question 155. The regional hospital group electronic theatre-scheduling project uses approved baselines, defined stage reviews and formal change authority. A team member reports suspected manipulation of status data by a manager. What should the project manager do?

A. keep the concern informal to protect relationships

B. protect the evidence and confidentiality as appropriate and follow ethical/organisational reporting requirements

C. alter the data quietly without reporting

D. wait until project closure

Question 156. The port authority terminal digitisation project delivers in short cycles using a prioritised backlog, frequent review and product-led decisions. A retrospective identifies a recurring interface problem, but team members fear blame if they discuss the failures openly. What should the project manager do?

A. escalate every defect to the sponsor

B. name the person responsible before analysing the system

C. escalate every decision on the port authority terminal digitisation project automatically rather than acting inside established authority and thresholds.

D. create a blameless, evidence-focused discussion and agree an owned improvement experiment

Question 157. The mining company processing-plant decarbonisation uses approved baselines, defined stage reviews and formal change authority. A sustainability claim in a project report highlights lower operational energy but ignores a much larger increase in embodied emissions. What should the project manager do?

A. change the forecast for the mining company processing-plant decarbonisation project before confirming whether the underlying measures are comparable and current.

B. correct the claim and assess the broader lifecycle effect before communicating a sustainability benefit

C. keep the claim because operational energy improved

D. report only the favourable metric requested by the sponsor

Question 158. The consumer-goods manufacturer factory automation programme uses a hybrid model in which fixed governance commitments coexist with iterative solution work. A new technology makes the planned solution likely to be unsupported within two years. What should the project manager do?

A. bypass the authorised decision route for the consumer-goods manufacturer factory automation programme because the preferred option appears operationally obvious.

B. replace the technology immediately without impact analysis

C. assess lifecycle, business-case and operational-support implications and route material strategy decisions through governance

D. continue because the technology was approved originally

Graphic-based item: interpret the exhibit

Question 159. Graphic-Based Question. The water utility smart-meter programme uses approved baselines, defined stage reviews and formal change authority. Refer to the quality-control trend. What is the strongest FIRST response?

[image: Quality-control trend showing defect rate against an upper control limit.]

A. investigate the special-cause signal at Period 7 before changing the whole process

B. tighten all control limits immediately

C. blame the operator responsible for Period 7

D. ignore Period 7 because Period 8 returned to normal

Question 160. The shipping company fleet-maintenance system uses approved baselines, defined stage reviews and formal change authority. A lesson has been identified that could prevent rework on the current project. What should the project manager do?

A. wait until closure to use it

B. record it without changing anything

C. hide the lesson to avoid criticism

D. apply the improvement now where appropriate and capture it for future use

Question 161. The airline operations-control transformation delivers in short cycles using a prioritised backlog, frequent review and product-led decisions. A community affected by construction raises credible environmental and access concerns not captured in early stakeholder analysis. What is the BEST action for the project manager?

A. engage the community, verify impacts and integrate legitimate requirements or mitigation through project and governance processes

B. dismiss concerns because construction has started

C. promise every requested change immediately

D. communicate only through legal notices

Question 162. The pharmaceutical company quality-laboratory modernisation uses approved baselines, defined stage reviews and formal change authority. A product review becomes dominated by one executive, and other users stop offering feedback. What should the project manager do FIRST?

A. cancel reviews

B. facilitate the review so diverse stakeholder evidence is heard and decision roles remain clear

C. let the executive decide every product detail

D. collect feedback only from people who agree

Question 163. The energy utility distribution-resilience project uses a hybrid model in which fixed governance commitments coexist with iterative solution work. A cross-cultural team interprets direct feedback differently and conflict is increasing. What should the project manager do?

A. avoid feedback entirely

B. require everyone to use the project manager's preferred style

C. establish shared working agreements for feedback and invite the team to clarify communication preferences

D. treat the disagreement on the energy utility distribution-resilience project as a performance failure before diagnosing its source and context.

Question 164. The telecommunications provider network virtualisation project delivers in short cycles using a prioritised backlog, frequent review and product-led decisions. An external approval is required before installation can start. What should the project manager do?

A. make the dependency visible, track the decision date and manage contingency/escalation according to impact and authority

B. increase communication frequency for the telecommunications provider network virtualisation project without first establishing what decision, concern or information gap must be addressed.

C. ignore it because the approver is external

D. start installation before approval

Question 165. The media company subscription analytics product delivers in short cycles using a prioritised backlog, frequent review and product-led decisions. A stakeholder has high influence but low day-to-day interest until a regulatory milestone approaches. What should the project manager do NEXT?

A. tailor engagement to the stakeholder's decision role and increase contact as the milestone and decision need approach

B. use the same communication plan for every stakeholder

C. send every project detail daily

D. ask the delivery team to interpret the external requirement on its own and bypass the authorised compliance route.

Practicum/data item

Question 166. Practicum/Data Item. The international bank cross-border payments modernisation uses a hybrid model in which fixed governance commitments coexist with iterative solution work. What is the strongest readiness conclusion?









	Readiness measure
	Target
	Current





	Operational training
	95%
	97%



	Critical support roles staffed
	100%
	84%



	Open severity-1 defects
	0
	0



	Recovery drill passed
	Yes
	No





A. lower the staffing target to match current availability

B. the transition is not ready because critical staffing and the recovery drill remain below mandatory readiness conditions

C. the project is ready because no severity-1 defects remain

D. the project is ready because training exceeded target

Question 167. The medical-device manufacturer connected-device launch uses approved baselines, defined stage reviews and formal change authority. A team proposes more documentation because the project is important, but no decision, compliance or knowledge need requires it. What should the project manager do?

A. ban documentation entirely

B. tailor documentation to the minimum responsible level that supports control, communication, evidence and knowledge

C. approve all documents because more is safer

D. ask the sponsor to write it

Question 168. The hotel chain guest-experience platform uses approved baselines, defined stage reviews and formal change authority. Two senior specialists disagree about a technical design. Both options are feasible and the decision is inside the team's authority. What is the BEST action for the project manager?

A. bypass the authorised decision route for the hotel chain guest-experience platform project because the preferred option appears operationally obvious.

B. escalate to the sponsor immediately

C. facilitate a fact-based comparison using agreed decision criteria and let the responsible team decide

D. choose the design personally to end discussion

Question 169. The national university research-administration platform uses approved baselines, defined stage reviews and formal change authority. A new external rule may materially affect the project. Select TWO. Which two actions are strongest?

A. assess project/value impact and route required decisions through governance

B. bypass the authorised decision route for the national university research-administration platform project because the preferred option appears operationally obvious.

C. ignore it until enforcement begins

D. verify applicability and meaning with appropriate expertise

E. change every baseline immediately before verification

Question 170. The fintech company merchant-risk product uses a hybrid model in which fixed governance commitments coexist with iterative solution work. A community affected by construction raises credible environmental and access concerns not captured in early stakeholder analysis. What should the project manager do?

A. promise additional scope for the fintech company merchant-risk product project to restore confidence before assessing authority, value or impact.

B. communicate only through legal notices

C. dismiss concerns because construction has started

D. engage the community, verify impacts and integrate legitimate requirements or mitigation through project and governance processes

Enhanced matching print equivalent

Question 171. Enhanced Matching Print Equivalent. The technology company AI-assisted customer-support product uses a hybrid model in which fixed governance commitments coexist with iterative solution work. Match each situation with the strongest response.








	Item
	Situation





	1
	Known risk trigger occurs; response already approved



	2
	New feature request in adaptive product work



	3
	Funding decision reserved for governance



	4
	Safety defect discovered before acceptance





A. 1-Escalate every risk; 2-Baseline change always; 3-Sponsor bypass; 4-Document only

B. 1-Reanalyse from the beginning; 2-Insert immediately; 3-Project manager approves; 4-Accept then repair

C. 1-Implement planned response; 2-Backlog prioritisation; 3-Prepare decision for governance; 4-Contain unsafe condition

D. 1-Close risk; 2-Reject permanently; 3-Team vote; 4-Ask customer to waive safety

Question 172. The public health agency vaccination data platform delivers in short cycles using a prioritised backlog, frequent review and product-led decisions. A benefits metric improved temporarily during a heavily subsidised pilot but falls after the subsidy is removed. What should the project manager do?

A. restore the metric by changing its definition

B. declare the benefit realised based on the pilot peak

C. ignore the decline because the project delivered scope

D. reassess whether the underlying outcome is sustainable and update the benefits forecast

Pull-down list print equivalent

Question 173. Pull-Down List Print Equivalent. The government ministry citizen-benefits service uses a hybrid model in which fixed governance commitments coexist with iterative solution work. Complete the statement: After a controlled change is approved, the project manager should NEXT ______.

A. restart project initiation

B. update affected controlled artefacts as required, implement the authorised change and verify the result

C. wait until closure to record the decision

D. repeat the approval process

Question 174. The education technology company learning-platform migration uses a hybrid model in which fixed governance commitments coexist with iterative solution work. A stakeholder becomes angry after learning that a promised feature cannot fit the release. What should the project manager do?

A. acknowledge the concern, clarify the constraint and involve the appropriate product/decision roles in evaluating options

B. promise the feature anyway

C. promise additional scope for the education technology company learning-platform migration project to restore confidence before assessing authority, value or impact.

D. end the meeting until the stakeholder apologises

Question 175. The insurance company claims automation programme delivers in short cycles using a prioritised backlog, frequent review and product-led decisions. A vendor misses a contractual milestone and the contract defines recovery and escalation steps. What is the BEST action for the project manager?

A. terminate immediately

B. assess project impact and engage the vendor using the contractual recovery mechanism

C. hide the delay until recovery is certain

D. move the supplier work into the internal team for the insurance company claims automation programme before assessing contractual and integrated impacts.

Graphic-based item: interpret the exhibit

Question 176. Graphic-Based Question. The food producer traceability transformation uses a hybrid model in which fixed governance commitments coexist with iterative solution work. Refer to the dependency exposure chart. Which exposure should receive the most immediate review?

[image: Critical dependency exposure bar chart comparing supplier and internal exposures against a threshold.]

A. Supplier B because every external supplier is automatically critical

B. all exposures equally because ranking is never useful

C. Supplier A because it has the highest score and is furthest above the review threshold

D. Internal IT because it has the lowest score

Question 177. The city transit authority rail-control upgrade delivers in short cycles using a prioritised backlog, frequent review and product-led decisions. A cross-cultural team interprets direct feedback differently and conflict is increasing. What should the project manager do?

A. avoid feedback entirely

B. establish shared working agreements for feedback and invite the team to clarify communication preferences

C. require everyone to use the project manager's preferred style

D. separate the people involved in the city transit authority rail-control upgrade project and postpone resolution until the conflict affects a formal milestone.

Question 178. The retail group omnichannel fulfilment transformation uses approved baselines, defined stage reviews and formal change authority. A cross-functional disagreement is blocking progress. Select TWO. Which two actions are strongest?

A. exclude the dissenting stakeholder

B. clarify the decision criteria and facilitate a fact-based discussion

C. choose the answer personally before discussion

D. move the disagreement on the retail group omnichannel fulfilment transformation project directly to senior governance before the parties compare facts, criteria and decision rights.

E. confirm decision rights and keep resolution at the lowest responsible level

Question 179. The agricultural cooperative export traceability programme uses approved baselines, defined stage reviews and formal change authority. A requirement remains ambiguous and implementation would be expensive to reverse. What should the project manager do?

A. start implementation to learn later

B. escalate without seeking clarification

C. clarify and validate the requirement with relevant stakeholders before committing heavily

D. assume the most common interpretation

Point-and-click print equivalent

Question 180. Point-and-Click Print Equivalent. The renewable-energy developer grid-scale storage project uses approved baselines, defined stage reviews and formal change authority. Refer to the labelled change path. Approval has occurred. Which labelled step should be selected NEXT?

[image: Change path diagram showing request clarification, impact assessment, decision by authority, and implementation with verification.]

A. C

B. D

C. A

D. B

END OF MOCK EXAMINATION 3

Stop the timer. Record your remaining time. Only now should you continue to the answer key, detailed rationales and final diagnostic review.



27.3 Answer Key and Detailed Rationales

The answer key identifies domain, delivery approach and item form for study purposes only. Items marked 'Simulated pretest' are excluded from the 170-question practice score but are still explained because the real examination does not identify pretest items during testing.














	Q
	Answer
	Q
	Answer
	Q
	Answer
	Q
	Answer





	1
	C
	46
	B
	91
	A and D
	136
	C



	2
	D
	47
	D
	92
	A
	137
	C



	3
	C
	48
	B and D
	93
	B
	138
	C



	4
	D
	49
	A
	94
	D
	139
	A*



	5
	B and C
	50
	A
	95
	C
	140
	A



	6
	D
	51
	B
	96
	C
	141
	B



	7
	C
	52
	A
	97
	C
	142
	B



	8
	B
	53
	A
	98
	A
	143
	C



	9
	D
	54
	D
	99
	D and E*
	144
	C



	10
	A and E
	55
	A
	100
	C
	145
	A and B



	11
	B
	56
	B
	101
	D
	146
	A



	12
	B*
	57
	A
	102
	B
	147
	B



	13
	B
	58
	D
	103
	D
	148
	D



	14
	A
	59
	A*
	104
	B
	149
	A



	15
	C and E
	60
	A
	105
	D
	150
	B



	16
	D
	61
	B
	106
	C
	151
	C



	17
	C
	62
	B
	107
	B
	152
	D



	18
	A
	63
	B
	108
	A
	153
	B



	19
	D
	64
	B and D
	109
	A and E
	154
	A and E



	20
	D and E
	65
	C
	110
	A
	155
	B



	21
	A
	66
	B
	111
	A
	156
	D*



	22
	C
	67
	B
	112
	B
	157
	B



	23
	C
	68
	A
	113
	C
	158
	C



	24
	C
	69
	C
	114
	C
	159
	A



	25
	A and E
	70
	B
	115
	A
	160
	D



	26
	C
	71
	C
	116
	B
	161
	A



	27
	D
	72
	D and E
	117
	D
	162
	B



	28
	A
	73
	D
	118
	B
	163
	C



	29
	C
	74
	A
	119
	A*
	164
	A



	30
	B and C
	75
	B
	120
	C
	165
	A



	31
	D
	76
	B
	121
	A
	166
	B



	32
	A
	77
	A
	122
	B and E
	167
	B



	33
	B
	78
	A
	123
	B
	168
	C*



	34
	C and D
	79
	D*
	124
	A
	169
	A and D



	35
	D
	80
	C
	125
	B
	170
	D



	36
	B
	81
	C
	126
	B
	171
	C



	37
	A
	82
	B
	127
	D
	172
	D



	38
	C
	83
	C
	128
	C
	173
	B



	39
	C*
	84
	A and D
	129
	A
	174
	A



	40
	B
	85
	A
	130
	D
	175
	B



	41
	C and D
	86
	C
	131
	B and D
	176
	C



	42
	D
	87
	B
	132
	D
	177
	B



	43
	C
	88
	C
	133
	C
	178
	B and E



	44
	A
	89
	B
	134
	C
	179
	C*



	45
	A
	90
	A
	135
	D
	180
	B





* Simulated pretest item. Exclude it from the 170-question diagnostic score.

Question 1 - Answer: C

Domain: Process | Approach: Hybrid | Item form: Single

The defect concerns a required security control. Encryption in transit does not prove that the missing token is acceptable, and the product owner does not own the security gate. Containment and verified evidence should precede any release decision.

Decision rule: Contain mandatory-control exposure, verify the facts and use the authority defined by governance.

Question 2 - Answer: D

Domain: Process | Approach: Hybrid | Item form: Single

The change concerns adaptable product content. It can be managed through product prioritisation as long as controlled commitments and interfaces remain protected.

Decision rule: In hybrid work, apply the control mechanism that governs the affected component.

Question 3 - Answer: C

Domain: People | Approach: Hybrid | Item form: Single

The readiness question is about users completing the intended task. The trial measure compares observed performance with the stated readiness target; the other facts concern security, value and schedule.

Decision rule: Use outcome evidence that directly measures the stakeholder behaviour or capability in question.

Question 4 - Answer: D

Domain: Business Environment | Approach: Hybrid | Item form: Single

Seniority does not remove mandatory security governance. The project manager should protect the control boundary and route any exception through the authorised path with transparent evidence.

Decision rule: Mandatory obligations and decision rights limit ordinary schedule optimisation.

Question 5 - Answer: B and C

Domain: Process | Approach: Hybrid | Item form: Multi

One action addresses the demonstrated user-readiness problem and the other addresses a mandatory control defect. The remaining options either add low-value work or bypass authority.

Decision rule: For Select TWO items, ensure each selected action independently addresses a supported need and respects governance.

Question 6 - Answer: D

Domain: Business Environment | Approach: Hybrid | Item form: Single

High overall accuracy can conceal harmful subgroup performance. Because the output influences regulated quality decisions, the team should contain reliance and investigate the disparity before production use.

Decision rule: Evaluate AI performance across affected groups, not only through aggregate accuracy.

Question 7 - Answer: C

Domain: Business Environment | Approach: Hybrid | Item form: Single

Historical data can reflect past process or reporting bias. Responsible use requires testing whether the model produces justified and compliant outcomes rather than treating history as a fairness standard.

Decision rule: Historical data require critical validation; past patterns can encode bias.

Question 8 - Answer: B

Domain: People | Approach: Hybrid | Item form: Single

Accountable reviewers need enough understanding to challenge and justify consequential decisions. An opaque ranking weakens human review and auditability.

Decision rule: Human oversight is meaningful only when reviewers can understand and challenge AI-supported decisions.

Question 9 - Answer: D

Domain: Process | Approach: Hybrid | Item form: Single

Internal approval for one purpose does not automatically authorise external reuse. The project manager should verify data rights and contractual/privacy constraints before sharing.

Decision rule: Data use must remain lawful, authorised and purpose-appropriate.

Question 10 - Answer: A and E

Domain: Process | Approach: Hybrid | Item form: Multi

The two selected conditions address fairness/control and accountable governance. Sponsor preference or aggregate accuracy alone cannot substitute for regulated review and responsible oversight.

Decision rule: For high-impact AI use, combine validated performance with accountable human and governance controls.

Question 11 - Answer: B

Domain: Business Environment | Approach: Predictive | Item form: Single

The new policy makes current resilience evidence relevant, but the project manager still needs verified technical analysis before recommending a design change.

Decision rule: Verify material external evidence, then assess its impact against current obligations and value.

Question 12 - Answer: B [Simulated pretest]

Domain: Process | Approach: Predictive | Item form: Single

A schedule impact matters but does not settle a long-life resilience decision. The project manager should integrate the relevant trade-offs and use authorised change control.

Decision rule: Evaluate integrated consequences before recommending a controlled baseline change.

Question 13 - Answer: B

Domain: People | Approach: Predictive | Item form: Single

Temporary conditions still need to satisfy applicable accessibility and safety obligations. Direct engagement and expert assessment provide evidence for prompt correction.

Decision rule: Temporary project arrangements remain subject to applicable accessibility and safety requirements.

Question 14 - Answer: A

Domain: Process | Approach: Predictive | Item form: Single

The project manager prepares the decision but should not take authority reserved for governance. Contractor expertise and stakeholder input inform the decision but do not replace formal approval.

Decision rule: Prepare decisions outside your authority and route them to the authorised role.

Question 15 - Answer: C and E

Domain: Business Environment | Approach: Predictive | Item form: Multi

The policy and new evidence directly challenge the adequacy of the planning basis. Contractor preference and sunk cost do not determine responsible long-term design.

Decision rule: Reassess plans when current obligations and credible evidence invalidate important assumptions.

Question 16 - Answer: D

Domain: Business Environment | Approach: Hybrid | Item form: Single

The potential rule concerns mandatory privacy obligations. The team should clarify the authoritative interpretation before taking an irreversible migration action.

Decision rule: Verify uncertain mandatory requirements before committing affected work.

Question 17 - Answer: C

Domain: Process | Approach: Hybrid | Item form: Single

The project can progress on unaffected work while the mandatory interpretation is resolved. Schedule pressure does not justify irreversible noncompliance.

Decision rule: Protect mandatory decisions while progressing unaffected work and analysing contingency in parallel.

Question 18 - Answer: A

Domain: Process | Approach: Hybrid | Item form: Single

A hybrid project can preserve controlled cutover commitments while using adaptive product mechanisms for an independent customer feature.

Decision rule: Use component-level judgement in hybrid delivery.

Question 19 - Answer: D

Domain: People | Approach: Hybrid | Item form: Single

Decision-makers need truthful status. The project manager should distinguish confirmed facts from unresolved assumptions rather than creating false certainty.

Decision rule: Communicate material uncertainty accurately; do not turn an assumption into a fact.

Question 20 - Answer: D and E

Domain: Process | Approach: Hybrid | Item form: Multi

The selected actions preserve progress without making the uncertain mandatory decision irreversible. The other options either conceal or bypass the legal constraint.

Decision rule: Separate unaffected work from constrained work and prepare compliant options while authority resolves uncertainty.

Question 21 - Answer: A

Domain: Process | Approach: Predictive | Item form: Single

A major external change has altered lead-time assumptions and potentially the business case. The project manager should establish credible integrated impacts before recommending a supplier.

Decision rule: When an external event changes assumptions, update the integrated forecast before choosing a response.

Question 22 - Answer: C

Domain: Business Environment | Approach: Predictive | Item form: Single

Schedule is important, especially because of the subsidy, but it is only one part of the authorised value decision. The trade-off requires lifecycle, cost, benefit and sustainability evidence.

Decision rule: Do not optimise one constraint when the decision affects broader value and approved commitments.

Question 23 - Answer: C

Domain: People | Approach: Predictive | Item form: Single

The sponsor request does not transfer decision authority if governance reserves the major procurement trade-off. The project manager should prepare the decision, not appropriate the authority.

Decision rule: Strong leadership includes preparing decisions that belong to others.

Question 24 - Answer: C

Domain: Business Environment | Approach: Predictive | Item form: Single

The subsidy assumption affects expected value, so business-case and benefits evidence should reflect current conditions. Operational artefacts alone are insufficient.

Decision rule: Update value evidence when an assumption that drives benefits changes materially.

Question 25 - Answer: A and E

Domain: Process | Approach: Predictive | Item form: Multi

The selected comparisons address future value, schedule, cost and sustainability. Sunk cost and personal preference should not dominate a forward-looking investment decision.

Decision rule: Compare future consequences and value, not sunk cost or preference.

Question 26 - Answer: C

Domain: People | Approach: Adaptive/Agile | Item form: Single

The aggregate improvement hides a serious subgroup outcome. The team should understand why the affected users abandon the process before deciding whether design, support or policy changes are needed.

Decision rule: Segment outcome data and diagnose the barrier before choosing an intervention.

Question 27 - Answer: D

Domain: Business Environment | Approach: Adaptive/Agile | Item form: Single

Product prioritisation remains valuable, but mandatory policy requirements constrain what can be deferred or removed.

Decision rule: Product flexibility operates inside legal, policy, safety and ethical boundaries.

Question 28 - Answer: A

Domain: Process | Approach: Adaptive/Agile | Item form: Single

Popular demand is useful evidence but does not override mandatory accessibility or the serious abandonment outcome. Priority should reflect the full decision context.

Decision rule: Prioritise with multiple value and obligation signals, not popularity alone.

Question 29 - Answer: C

Domain: Process | Approach: Adaptive/Agile | Item form: Single

The intended result is improved access and completion. Outcome measures for the affected group provide stronger evidence than activity or output counts.

Decision rule: Measure the outcome you intend to improve, especially for the affected stakeholder group.

Question 30 - Answer: B and C

Domain: People | Approach: Adaptive/Agile | Item form: Multi

The selected actions combine diagnosis, a proportionate response and outcome verification. The alternatives hide subgroup harm or subordinate a mandatory access requirement to feature volume.

Decision rule: Use stakeholder-specific evidence to choose the smallest effective response that protects mandatory access and measurable outcomes.

Question 31 - Answer: D

Domain: People | Approach: Predictive | Item form: Single

The disagreement is resolvable by capable people inside their authority. Facilitation preserves evidence and ownership; escalation or command is disproportionate.

Decision rule: Resolve disagreement at the lowest responsible level when authority and competence exist.

Question 32 - Answer: A

Domain: Process | Approach: Predictive | Item form: Single

A baseline makes change controlled, not impossible. Impact analysis and the authorised decision should precede implementation.

Decision rule: Assess and approve controlled change before implementation.

Question 33 - Answer: B

Domain: People | Approach: Adaptive/Agile | Item form: Single

The disagreement is resolvable by capable people inside their authority. Facilitation preserves evidence and ownership; escalation or command is disproportionate.

Decision rule: Resolve disagreement at the lowest responsible level when authority and competence exist.

Question 34 - Answer: C and D

Domain: Process | Approach: Adaptive/Agile | Item form: Multi

The project manager first needs trustworthy evidence and an understanding of cause/forecast consequence. Baseline, funding or concealment responses are premature or improper.

Decision rule: Verify and interpret performance evidence before selecting corrective action.

Question 35 - Answer: D

Domain: People | Approach: Hybrid | Item form: Single

The disagreement is resolvable by capable people inside their authority. Facilitation preserves evidence and ownership; escalation or command is disproportionate.

Decision rule: Resolve disagreement at the lowest responsible level when authority and competence exist.

Question 36 - Answer: B

Domain: Business Environment | Approach: Adaptive/Agile | Item form: Single

Uncertain external obligations should be verified before redesign, but mandatory rules cannot be ignored once confirmed.

Decision rule: Verify external obligations, assess impact and act through the correct authority.

Question 37 - Answer: A

Domain: Business Environment | Approach: Hybrid | Item form: Single

Uncertain external obligations should be verified before redesign, but mandatory rules cannot be ignored once confirmed.

Decision rule: Verify external obligations, assess impact and act through the correct authority.

Question 38 - Answer: C

Domain: Process | Approach: Hybrid | Item form: Matching

Each correct pairing follows the situation state, delivery mechanism, authority and mandatory-control sequence. The distractor mappings deliberately use a later, excessive or unauthorised action.

Decision rule: Solve each matching pair independently before comparing complete mapping options.

Question 39 - Answer: C [Simulated pretest]

Domain: Business Environment | Approach: Predictive | Item form: Single

Uncertain external obligations should be verified before redesign, but mandatory rules cannot be ignored once confirmed.

Decision rule: Verify external obligations, assess impact and act through the correct authority.

Question 40 - Answer: B

Domain: People | Approach: Predictive | Item form: Single

Technical strength does not excuse behaviour that suppresses information and damages team performance. Direct, respectful intervention protects standards and psychological safety.

Decision rule: Address destructive behaviour even when the person is technically strong.

Question 41 - Answer: C and D

Domain: Process | Approach: Predictive | Item form: Multi

The project manager first needs trustworthy evidence and an understanding of cause/forecast consequence. Baseline, funding or concealment responses are premature or improper.

Decision rule: Verify and interpret performance evidence before selecting corrective action.

Question 42 - Answer: D

Domain: People | Approach: Adaptive/Agile | Item form: Single

Technical strength does not excuse behaviour that suppresses information and damages team performance. Direct, respectful intervention protects standards and psychological safety.

Decision rule: Address destructive behaviour even when the person is technically strong.

Question 43 - Answer: C

Domain: People | Approach: Hybrid | Item form: Single

Technical strength does not excuse behaviour that suppresses information and damages team performance. Direct, respectful intervention protects standards and psychological safety.

Decision rule: Address destructive behaviour even when the person is technically strong.

Question 44 - Answer: A

Domain: Process | Approach: Predictive | Item form: Practicum

CPI = 600,000 / 750,000 = 0.80. If current cost efficiency continues, EAC = BAC / CPI = 1,500,000 / 0.80 = 1,875,000.

Decision rule: Use the EAC formula that matches the stated future-efficiency assumption.

Question 45 - Answer: A

Domain: Process | Approach: Adaptive/Agile | Item form: Single

Adaptive delivery welcomes change through disciplined prioritisation rather than constant interruption.

Decision rule: Welcoming change does not require abandoning iteration focus.

Question 46 - Answer: B

Domain: Business Environment | Approach: Adaptive/Agile | Item form: Single

Delivery efficiency does not justify continuing work whose value case has materially weakened.

Decision rule: Reassess continuation when expected value changes materially.

Question 47 - Answer: D

Domain: People | Approach: Predictive | Item form: Single

The timing of the problem suggests changed working conditions. Diagnosis should precede motivational conclusions or punitive action.

Decision rule: Check system and working-condition causes before blaming attitude.

Question 48 - Answer: B and D

Domain: Process | Approach: Predictive | Item form: Multi

The project manager first needs trustworthy evidence and an understanding of cause/forecast consequence. Baseline, funding or concealment responses are premature or improper.

Decision rule: Verify and interpret performance evidence before selecting corrective action.

Question 49 - Answer: A

Domain: Business Environment | Approach: Hybrid | Item form: Single

Delivery efficiency does not justify continuing work whose value case has materially weakened.

Decision rule: Reassess continuation when expected value changes materially.

Question 50 - Answer: A

Domain: Business Environment | Approach: Predictive | Item form: Single

Delivery efficiency does not justify continuing work whose value case has materially weakened.

Decision rule: Reassess continuation when expected value changes materially.

Question 51 - Answer: B

Domain: Process | Approach: Hybrid | Item form: Single

Adaptive delivery welcomes change through disciplined prioritisation rather than constant interruption.

Decision rule: Welcoming change does not require abandoning iteration focus.

Question 52 - Answer: A

Domain: Process | Approach: Adaptive/Agile | Item form: Graphic

The completed line rises, but the total-scope line rises as well and the gap remains material. The visual supports a scope-growth and forecast discussion, not a quality or schedule conclusion.

Decision rule: Read the specific relationship shown by the graphic before selecting a management response.

Question 53 - Answer: A

Domain: People | Approach: Adaptive/Agile | Item form: Single

The timing of the problem suggests changed working conditions. Diagnosis should precede motivational conclusions or punitive action.

Decision rule: Check system and working-condition causes before blaming attitude.

Question 54 - Answer: D

Domain: People | Approach: Predictive | Item form: Single

The problem is capability, so a capability-building intervention fits better than escalation or governance changes.

Decision rule: Match the intervention to the cause: build skill for a skill gap.

Question 55 - Answer: A

Domain: Process | Approach: Predictive | Item form: Single

A variance is evidence, not a diagnosis. The project manager needs cause and forecast context before deciding on a response.

Decision rule: Interpret performance evidence before prescribing a correction.

Question 56 - Answer: B

Domain: Process | Approach: Adaptive/Agile | Item form: Single

A variance is evidence, not a diagnosis. The project manager needs cause and forecast context before deciding on a response.

Decision rule: Interpret performance evidence before prescribing a correction.

Question 57 - Answer: A

Domain: Process | Approach: Predictive | Item form: PointClick

B is at probability 4 and impact 4, giving the largest product among the labelled points. A=(2,5), C=(5,2) and D=(3,3) are lower.

Decision rule: For a simple risk matrix calculation, combine the stated probability and impact coordinates.

Question 58 - Answer: D

Domain: People | Approach: Hybrid | Item form: Single

The timing of the problem suggests changed working conditions. Diagnosis should precede motivational conclusions or punitive action.

Decision rule: Check system and working-condition causes before blaming attitude.

Question 59 - Answer: A [Simulated pretest]

Domain: Business Environment | Approach: Adaptive/Agile | Item form: Single

Sunk cost is already incurred and should not dominate a forward-looking value decision.

Decision rule: Base continuation decisions on future value and cost, not sunk cost.

Question 60 - Answer: A

Domain: People | Approach: Predictive | Item form: Single

Development needs differ from technical training needs. Coaching or mentoring supports growth without unnecessary control.

Decision rule: Distinguish development support from task-specific training.

Question 61 - Answer: B

Domain: Process | Approach: Adaptive/Agile | Item form: Pulldown

A risk is an uncertain future event or condition. Once it occurs, the project manages the realised condition as an issue while considering any residual or secondary risks.

Decision rule: Risk is uncertainty; issue is a condition that has occurred.

Question 62 - Answer: B

Domain: Business Environment | Approach: Hybrid | Item form: Single

Sunk cost is already incurred and should not dominate a forward-looking value decision.

Decision rule: Base continuation decisions on future value and cost, not sunk cost.

Question 63 - Answer: B

Domain: Process | Approach: Predictive | Item form: Single

The scenario says analysis and planning are complete. The trigger calls for execution of the authorised response.

Decision rule: Do not repeat completed analysis when the planned response is ready to act.

Question 64 - Answer: B and D

Domain: People | Approach: Adaptive/Agile | Item form: Multi

The selected actions address both evidence and authority while preserving collaborative resolution. The distractors either bypass dialogue, escalate too early or suppress relevant input.

Decision rule: For Select TWO conflict items, pair collaborative diagnosis with clear decision rights.

Question 65 - Answer: C

Domain: Business Environment | Approach: Predictive | Item form: Single

Sunk cost is already incurred and should not dominate a forward-looking value decision.

Decision rule: Base continuation decisions on future value and cost, not sunk cost.

Question 66 - Answer: B

Domain: People | Approach: Hybrid | Item form: Single

The problem is capability, so a capability-building intervention fits better than escalation or governance changes.

Decision rule: Match the intervention to the cause: build skill for a skill gap.

Question 67 - Answer: B

Domain: Process | Approach: Hybrid | Item form: Practicum

Two operational measures are clearly outside target and quality is slightly below target, while cost remains acceptable. The response should address the failing measures rather than hide them behind cost performance.

Decision rule: Interpret supplier performance across the measures that matter, not one favourable metric.

Question 68 - Answer: A

Domain: People | Approach: Predictive | Item form: Single

Resource conflict across organisational boundaries calls for evidence-based negotiation first, with escalation if authority limits remain.

Decision rule: Negotiate resource conflicts using shared priorities and impact evidence before unnecessary escalation.

Question 69 - Answer: C

Domain: Process | Approach: Adaptive/Agile | Item form: Single

PERT = (O + 4M + P) / 6 = (8 + 4(14) + 26) / 6 = 15.0 days.

Decision rule: Use weighted PERT when optimistic, most likely and pessimistic estimates are provided.

Question 70 - Answer: B

Domain: Process | Approach: Predictive | Item form: Single

The event is uncertain and future-facing, so risk management is appropriate.

Decision rule: Distinguish uncertain future events from issues that have already occurred.

Question 71 - Answer: C

Domain: Business Environment | Approach: Adaptive/Agile | Item form: Single

Mandatory legal requirements are decision boundaries, not ordinary preferences.

Decision rule: Protect mandatory obligations before optimising schedule or scope.

Question 72 - Answer: D and E

Domain: People | Approach: Adaptive/Agile | Item form: Multi

The selected actions address both evidence and authority while preserving collaborative resolution. The distractors either bypass dialogue, escalate too early or suppress relevant input.

Decision rule: For Select TWO conflict items, pair collaborative diagnosis with clear decision rights.

Question 73 - Answer: D

Domain: Business Environment | Approach: Hybrid | Item form: Single

Mandatory legal requirements are decision boundaries, not ordinary preferences.

Decision rule: Protect mandatory obligations before optimising schedule or scope.

Question 74 - Answer: A

Domain: People | Approach: Predictive | Item form: Single

Conflicting success definitions cause repeated downstream decisions. Shared outcome measures and decision rules should be clarified first.

Decision rule: Align success criteria before optimising execution.

Question 75 - Answer: B

Domain: Process | Approach: Predictive | Item form: Single

An active outage requires action; documentation supports but does not replace resolution.

Decision rule: Manage realised events as issues and act, rather than merely logging them.

Question 76 - Answer: B

Domain: Process | Approach: Adaptive/Agile | Item form: Graphic

Both WIP and cycle time rise across the periods, signalling congestion or blocked flow. Starting more work can worsen the problem.

Decision rule: When WIP and cycle time rise together, investigate flow constraints before increasing starts.

Question 77 - Answer: A

Domain: Business Environment | Approach: Predictive | Item form: Single

Mandatory legal requirements are decision boundaries, not ordinary preferences.

Decision rule: Protect mandatory obligations before optimising schedule or scope.

Question 78 - Answer: A

Domain: Process | Approach: Adaptive/Agile | Item form: Single

The scenario says analysis and planning are complete. The trigger calls for execution of the authorised response.

Decision rule: Do not repeat completed analysis when the planned response is ready to act.

Question 79 - Answer: D [Simulated pretest]

Domain: People | Approach: Hybrid | Item form: Single

Development needs differ from technical training needs. Coaching or mentoring supports growth without unnecessary control.

Decision rule: Distinguish development support from task-specific training.

Question 80 - Answer: C

Domain: People | Approach: Predictive | Item form: Single

The project manager should support the decision without assuming authority that governance assigns elsewhere.

Decision rule: Prepare decisions outside your authority; do not appropriate them.

Question 81 - Answer: C

Domain: Process | Approach: Adaptive/Agile | Item form: Matching

Each correct pairing follows the situation state, delivery mechanism, authority and mandatory-control sequence. The distractor mappings deliberately use a later, excessive or unauthorised action.

Decision rule: Solve each matching pair independently before comparing complete mapping options.

Question 82 - Answer: B

Domain: People | Approach: Adaptive/Agile | Item form: Single

The problem is capability, so a capability-building intervention fits better than escalation or governance changes.

Decision rule: Match the intervention to the cause: build skill for a skill gap.

Question 83 - Answer: C

Domain: Business Environment | Approach: Adaptive/Agile | Item form: Single

Organisational mandatory controls can change the project environment and require managed integration.

Decision rule: Assess and integrate new mandatory organisational requirements through governance.

Question 84 - Answer: A and D

Domain: Process | Approach: Predictive | Item form: Multi

The project manager first needs trustworthy evidence and an understanding of cause/forecast consequence. Baseline, funding or concealment responses are premature or improper.

Decision rule: Verify and interpret performance evidence before selecting corrective action.

Question 85 - Answer: A

Domain: Business Environment | Approach: Hybrid | Item form: Single

Organisational mandatory controls can change the project environment and require managed integration.

Decision rule: Assess and integrate new mandatory organisational requirements through governance.

Question 86 - Answer: C

Domain: People | Approach: Predictive | Item form: Single

Knowledge is not the main barrier when incentives and local reinforcement favour old behaviour.

Decision rule: Diagnose the adoption barrier before choosing more communication or training.

Question 87 - Answer: B

Domain: Process | Approach: Adaptive/Agile | Item form: Single

The event is uncertain and future-facing, so risk management is appropriate.

Decision rule: Distinguish uncertain future events from issues that have already occurred.

Question 88 - Answer: C

Domain: People | Approach: Hybrid | Item form: Single

Resource conflict across organisational boundaries calls for evidence-based negotiation first, with escalation if authority limits remain.

Decision rule: Negotiate resource conflicts using shared priorities and impact evidence before unnecessary escalation.

Question 89 - Answer: B

Domain: Process | Approach: Predictive | Item form: Single

Recurring defects indicate a system or interface problem. Root-cause analysis can prevent recurrence more effectively than end-stage inspection alone.

Decision rule: Address the process cause of repeated defects, not only the visible defect.

Question 90 - Answer: A

Domain: People | Approach: Adaptive/Agile | Item form: Single

Development needs differ from technical training needs. Coaching or mentoring supports growth without unnecessary control.

Decision rule: Distinguish development support from task-specific training.

Question 91 - Answer: A and D

Domain: Business Environment | Approach: Predictive | Item form: Multi

Verification establishes what is actually required; impact analysis and governance then support the authorised response. The alternatives either assume, ignore or bypass the obligation.

Decision rule: For external obligations, verify first and then assess and govern the response.

Question 92 - Answer: A

Domain: Business Environment | Approach: Adaptive/Agile | Item form: Single

Potential productivity does not override confidentiality or security controls.

Decision rule: Responsible AI use begins with lawful, secure and authorised data handling.

Question 93 - Answer: B

Domain: Process | Approach: Adaptive/Agile | Item form: Practicum

Throughput is broadly stable while cycle time deteriorates, suggesting flow congestion or waiting rather than a simple output-capacity problem.

Decision rule: Use multiple flow measures together before diagnosing performance.

Question 94 - Answer: D

Domain: People | Approach: Predictive | Item form: Single

Learning depends on accurate information. Blame can suppress evidence and prevent system improvement.

Decision rule: Use psychological safety to surface problems and convert them into owned improvements.

Question 95 - Answer: C

Domain: Business Environment | Approach: Hybrid | Item form: Single

Potential productivity does not override confidentiality or security controls.

Decision rule: Responsible AI use begins with lawful, secure and authorised data handling.

Question 96 - Answer: C

Domain: Process | Approach: Predictive | Item form: Single

CPI = EV / AC = 420,000 / 500,000 = 0.84. A value below 1.00 is unfavourable cost efficiency.

Decision rule: CPI compares earned value with actual cost.

Question 97 - Answer: C

Domain: Process | Approach: Predictive | Item form: PointClick

The diagram labels the authorised decision as step C, after clarification and impact assessment and before implementation.

Decision rule: Formal authority decides after adequate analysis and before implementation.

Question 98 - Answer: A

Domain: People | Approach: Hybrid | Item form: Single

Conflicting success definitions cause repeated downstream decisions. Shared outcome measures and decision rules should be clarified first.

Decision rule: Align success criteria before optimising execution.

Question 99 - Answer: D and E [Simulated pretest]

Domain: Process | Approach: Adaptive/Agile | Item form: Multi

The project manager first needs trustworthy evidence and an understanding of cause/forecast consequence. Baseline, funding or concealment responses are premature or improper.

Decision rule: Verify and interpret performance evidence before selecting corrective action.

Question 100 - Answer: C

Domain: People | Approach: Adaptive/Agile | Item form: Single

Resource conflict across organisational boundaries calls for evidence-based negotiation first, with escalation if authority limits remain.

Decision rule: Negotiate resource conflicts using shared priorities and impact evidence before unnecessary escalation.

Question 101 - Answer: D

Domain: People | Approach: Predictive | Item form: Single

Engagement should reflect influence, information needs and timing rather than volume alone.

Decision rule: Tailor stakeholder engagement to decision need, influence and timing.

Question 102 - Answer: B

Domain: Process | Approach: Hybrid | Item form: Single

One request can touch adaptable and controlled commitments simultaneously. Each effect needs the appropriate mechanism.

Decision rule: Hybrid changes may require coordinated adaptive and formal control paths.

Question 103 - Answer: D

Domain: Business Environment | Approach: Predictive | Item form: Single

Organisational mandatory controls can change the project environment and require managed integration.

Decision rule: Assess and integrate new mandatory organisational requirements through governance.

Question 104 - Answer: B

Domain: Process | Approach: Predictive | Item form: Pulldown

Approval completes the decision step. The next work is controlled implementation, communication, artefact updates and verification.

Decision rule: Follow approval with controlled implementation and verification.

Question 105 - Answer: D

Domain: Process | Approach: Predictive | Item form: Single

The problem is shared understanding of acceptance, not output volume.

Decision rule: Quality begins with clear, testable acceptance expectations.

Question 106 - Answer: C

Domain: Business Environment | Approach: Adaptive/Agile | Item form: Single

A consequential recommendation needs reliable data, understandable evidence and accountable judgement.

Decision rule: Do not delegate consequential project decisions to opaque or unreliable AI output.

Question 107 - Answer: B

Domain: People | Approach: Predictive | Item form: Single

Shared norms can reduce misunderstanding without stereotyping individuals or suppressing needed feedback.

Decision rule: Create explicit working agreements when communication norms differ.

Question 108 - Answer: A

Domain: People | Approach: Adaptive/Agile | Item form: Single

Conflicting success definitions cause repeated downstream decisions. Shared outcome measures and decision rules should be clarified first.

Decision rule: Align success criteria before optimising execution.

Question 109 - Answer: A and E

Domain: Process | Approach: Adaptive/Agile | Item form: Multi

The project manager first needs trustworthy evidence and an understanding of cause/forecast consequence. Baseline, funding or concealment responses are premature or improper.

Decision rule: Verify and interpret performance evidence before selecting corrective action.

Question 110 - Answer: A

Domain: People | Approach: Hybrid | Item form: Single

The project manager should support the decision without assuming authority that governance assigns elsewhere.

Decision rule: Prepare decisions outside your authority; do not appropriate them.

Question 111 - Answer: A

Domain: Process | Approach: Predictive | Item form: Single

Channels = n(n-1)/2 = 10(9)/2 = 45.

Decision rule: Use n(n-1)/2 for potential pairwise communication channels.

Question 112 - Answer: B

Domain: Process | Approach: Predictive | Item form: Graphic

At Period 5, EV is lower than PV and AC is higher than EV. That indicates unfavourable schedule and cost performance.

Decision rule: Compare EV with PV for schedule performance and EV with AC for cost performance.

Question 113 - Answer: C

Domain: Business Environment | Approach: Hybrid | Item form: Single

A consequential recommendation needs reliable data, understandable evidence and accountable judgement.

Decision rule: Do not delegate consequential project decisions to opaque or unreliable AI output.

Question 114 - Answer: C

Domain: People | Approach: Predictive | Item form: Single

De-escalation and transparent option discussion are stronger than defensiveness or unauthorised promises.

Decision rule: Address emotion respectfully, then return to facts, authority and options.

Question 115 - Answer: A

Domain: Business Environment | Approach: Adaptive/Agile | Item form: Single

Selective reporting can create misleading sustainability claims.

Decision rule: Avoid burden shifting and support sustainability claims with lifecycle evidence.

Question 116 - Answer: B

Domain: Business Environment | Approach: Predictive | Item form: Single

Potential productivity does not override confidentiality or security controls.

Decision rule: Responsible AI use begins with lawful, secure and authorised data handling.

Question 117 - Answer: D

Domain: People | Approach: Adaptive/Agile | Item form: Single

The project manager should support the decision without assuming authority that governance assigns elsewhere.

Decision rule: Prepare decisions outside your authority; do not appropriate them.

Question 118 - Answer: B

Domain: Process | Approach: Hybrid | Item form: Matching

Each correct pairing follows the situation state, delivery mechanism, authority and mandatory-control sequence. The distractor mappings deliberately use a later, excessive or unauthorised action.

Decision rule: Solve each matching pair independently before comparing complete mapping options.

Question 119 - Answer: A [Simulated pretest]

Domain: Process | Approach: Predictive | Item form: Single

Rising WIP and cycle time usually indicate congestion. Starting more work or blaming individuals can worsen flow.

Decision rule: Improve flow by limiting WIP and removing bottlenecks.

Question 120 - Answer: C

Domain: People | Approach: Hybrid | Item form: Single

The problem is decision-rights bypass, not a need to exclude stakeholders. Restoring a transparent route protects focus and accountability.

Decision rule: Protect product decision rights while preserving stakeholder engagement.

Question 121 - Answer: A

Domain: Process | Approach: Adaptive/Agile | Item form: Single

An active outage requires action; documentation supports but does not replace resolution.

Decision rule: Manage realised events as issues and act, rather than merely logging them.

Question 122 - Answer: B and E

Domain: People | Approach: Predictive | Item form: Multi

The selected actions address both evidence and authority while preserving collaborative resolution. The distractors either bypass dialogue, escalate too early or suppress relevant input.

Decision rule: For Select TWO conflict items, pair collaborative diagnosis with clear decision rights.

Question 123 - Answer: B

Domain: Business Environment | Approach: Hybrid | Item form: Single

Selective reporting can create misleading sustainability claims.

Decision rule: Avoid burden shifting and support sustainability claims with lifecycle evidence.

Question 124 - Answer: A

Domain: Process | Approach: Predictive | Item form: Single

External dependencies need active management because the project cannot control their timing directly.

Decision rule: Make external dependencies visible early and manage their timing and escalation.

Question 125 - Answer: B

Domain: Business Environment | Approach: Adaptive/Agile | Item form: Single

Responsible value considers material future consequences when they are decision-relevant.

Decision rule: Use lifecycle thinking when acquisition price would mislead the decision.

Question 126 - Answer: B

Domain: People | Approach: Adaptive/Agile | Item form: Single

The problem is decision-rights bypass, not a need to exclude stakeholders. Restoring a transparent route protects focus and accountability.

Decision rule: Protect product decision rights while preserving stakeholder engagement.

Question 127 - Answer: D

Domain: Process | Approach: Predictive | Item form: Practicum

VAC = BAC - EAC = 2,000,000 - 2,250,000 = -250,000. The negative forecast indicates completion over budget.

Decision rule: VAC = BAC - EAC; a negative value forecasts an overrun.

Question 128 - Answer: C

Domain: People | Approach: Predictive | Item form: Single

The departure creates a foreseeable continuity risk. Early transfer and shared capability reduce dependence.

Decision rule: Transfer critical knowledge before a known source becomes unavailable.

Question 129 - Answer: A

Domain: People | Approach: Hybrid | Item form: Single

Knowledge is not the main barrier when incentives and local reinforcement favour old behaviour.

Decision rule: Diagnose the adoption barrier before choosing more communication or training.

Question 130 - Answer: D

Domain: Process | Approach: Adaptive/Agile | Item form: Single

Recurring defects indicate a system or interface problem. Root-cause analysis can prevent recurrence more effectively than end-stage inspection alone.

Decision rule: Address the process cause of repeated defects, not only the visible defect.

Question 131 - Answer: B and D

Domain: Business Environment | Approach: Predictive | Item form: Multi

Verification establishes what is actually required; impact analysis and governance then support the authorised response. The alternatives either assume, ignore or bypass the obligation.

Decision rule: For external obligations, verify first and then assess and govern the response.

Question 132 - Answer: D

Domain: Process | Approach: Predictive | Item form: Single

Existing contractual mechanisms provide the starting point. More severe remedies may follow if recovery fails or thresholds are crossed.

Decision rule: Use agreed contractual mechanisms before inventing an excessive response.

Question 133 - Answer: C

Domain: People | Approach: Predictive | Item form: Single

Responsible self-management strengthens when teams use the authority they already have.

Decision rule: Empower capable teams inside clear decision boundaries.

Question 134 - Answer: C

Domain: Process | Approach: Hybrid | Item form: PointClick

B is at probability 4 and impact 4, giving the largest product among the labelled points. A=(2,5), C=(5,2) and D=(3,3) are lower.

Decision rule: For a simple risk matrix calculation, combine the stated probability and impact coordinates.

Question 135 - Answer: D

Domain: Business Environment | Approach: Hybrid | Item form: Single

Responsible value considers material future consequences when they are decision-relevant.

Decision rule: Use lifecycle thinking when acquisition price would mislead the decision.

Question 136 - Answer: C

Domain: People | Approach: Adaptive/Agile | Item form: Single

Knowledge is not the main barrier when incentives and local reinforcement favour old behaviour.

Decision rule: Diagnose the adoption barrier before choosing more communication or training.

Question 137 - Answer: C

Domain: Business Environment | Approach: Adaptive/Agile | Item form: Graphic

Actual adoption stalls while the target continues upward. The gap requires diagnosis of the adoption barrier before redefining success or adding output.

Decision rule: When outcome trends flatten below target, diagnose the cause before changing targets or output.

Question 138 - Answer: C

Domain: Business Environment | Approach: Adaptive/Agile | Item form: Single

Resilience should address credible single points of failure proportionately.

Decision rule: Identify concentration risk and compare proportionate resilience responses.

Question 139 - Answer: A [Simulated pretest]

Domain: Process | Approach: Predictive | Item form: Single

Fixed price does not eliminate communication. Contract terms determine what flexibility and change path apply.

Decision rule: Manage supplier collaboration through both relationship and contract reality.

Question 140 - Answer: A

Domain: Process | Approach: Adaptive/Agile | Item form: Single

The problem is shared understanding of acceptance, not output volume.

Decision rule: Quality begins with clear, testable acceptance expectations.

Question 141 - Answer: B

Domain: People | Approach: Predictive | Item form: Single

The problem is competing demand on finite capacity. Transparent priority alignment is required before reliable commitments can be made.

Decision rule: Resolve capacity conflicts through visible priorities, not hidden overload.

Question 142 - Answer: B

Domain: Process | Approach: Hybrid | Item form: Pulldown

A risk is an uncertain future event or condition. Once it occurs, the project manages the realised condition as an issue while considering any residual or secondary risks.

Decision rule: Risk is uncertainty; issue is a condition that has occurred.

Question 143 - Answer: C

Domain: People | Approach: Hybrid | Item form: Single

Learning depends on accurate information. Blame can suppress evidence and prevent system improvement.

Decision rule: Use psychological safety to surface problems and convert them into owned improvements.

Question 144 - Answer: C

Domain: Business Environment | Approach: Predictive | Item form: Single

A consequential recommendation needs reliable data, understandable evidence and accountable judgement.

Decision rule: Do not delegate consequential project decisions to opaque or unreliable AI output.

Question 145 - Answer: A and B

Domain: People | Approach: Adaptive/Agile | Item form: Multi

The selected actions address both evidence and authority while preserving collaborative resolution. The distractors either bypass dialogue, escalate too early or suppress relevant input.

Decision rule: For Select TWO conflict items, pair collaborative diagnosis with clear decision rights.

Question 146 - Answer: A

Domain: Process | Approach: Predictive | Item form: Single

Output completion does not prove operational readiness. Transition work protects continuity and value.

Decision rule: Complete the transition needed for the deliverable to function in operations.

Question 147 - Answer: B

Domain: Business Environment | Approach: Hybrid | Item form: Single

Resilience should address credible single points of failure proportionately.

Decision rule: Identify concentration risk and compare proportionate resilience responses.

Question 148 - Answer: D

Domain: People | Approach: Predictive | Item form: Single

Communication effectiveness depends on useful understanding, not adherence to a fixed volume of information.

Decision rule: Tailor communication to decision needs and stakeholder context.

Question 149 - Answer: A

Domain: Process | Approach: Hybrid | Item form: Matching

Each correct pairing follows the situation state, delivery mechanism, authority and mandatory-control sequence. The distractor mappings deliberately use a later, excessive or unauthorised action.

Decision rule: Solve each matching pair independently before comparing complete mapping options.

Question 150 - Answer: B

Domain: Business Environment | Approach: Adaptive/Agile | Item form: Single

Technology lifecycle can alter value and operational sustainability even when current delivery remains feasible.

Decision rule: Reassess strategy when external technology change undermines long-term value.

Question 151 - Answer: C

Domain: Process | Approach: Hybrid | Item form: Single

A variance is evidence, not a diagnosis. The project manager needs cause and forecast context before deciding on a response.

Decision rule: Interpret performance evidence before prescribing a correction.

Question 152 - Answer: D

Domain: Process | Approach: Adaptive/Agile | Item form: Single

Rising WIP and cycle time usually indicate congestion. Starting more work or blaming individuals can worsen flow.

Decision rule: Improve flow by limiting WIP and removing bottlenecks.

Question 153 - Answer: B

Domain: People | Approach: Hybrid | Item form: Single

Engagement should reflect influence, information needs and timing rather than volume alone.

Decision rule: Tailor stakeholder engagement to decision need, influence and timing.

Question 154 - Answer: A and E

Domain: Process | Approach: Predictive | Item form: Multi

The project manager first needs trustworthy evidence and an understanding of cause/forecast consequence. Baseline, funding or concealment responses are premature or improper.

Decision rule: Verify and interpret performance evidence before selecting corrective action.

Question 155 - Answer: B

Domain: People | Approach: Predictive | Item form: Single

Possible dishonest reporting requires an ethical response through established channels, not concealment.

Decision rule: Protect information integrity and use the proper ethical reporting route.

Question 156 - Answer: D [Simulated pretest]

Domain: People | Approach: Adaptive/Agile | Item form: Single

Learning depends on accurate information. Blame can suppress evidence and prevent system improvement.

Decision rule: Use psychological safety to surface problems and convert them into owned improvements.

Question 157 - Answer: B

Domain: Business Environment | Approach: Predictive | Item form: Single

Selective reporting can create misleading sustainability claims.

Decision rule: Avoid burden shifting and support sustainability claims with lifecycle evidence.

Question 158 - Answer: C

Domain: Business Environment | Approach: Hybrid | Item form: Single

Technology lifecycle can alter value and operational sustainability even when current delivery remains feasible.

Decision rule: Reassess strategy when external technology change undermines long-term value.

Question 159 - Answer: A

Domain: Process | Approach: Predictive | Item form: Graphic

Period 7 lies above the upper control limit, indicating a special-cause signal that should be investigated.

Decision rule: Investigate special-cause variation before changing a stable process as a whole.

Question 160 - Answer: D

Domain: Process | Approach: Predictive | Item form: Single

Lessons create more value when they influence current behaviour as well as future projects.

Decision rule: Turn lessons into owned improvement while the work is still active.

Question 161 - Answer: A

Domain: Business Environment | Approach: Adaptive/Agile | Item form: Single

New stakeholder evidence can alter risk, acceptance and responsible delivery.

Decision rule: Update stakeholder and impact analysis when credible new concerns arise.

Question 162 - Answer: B

Domain: People | Approach: Predictive | Item form: Single

Useful feedback requires a setting where relevant voices can contribute and authority is understood.

Decision rule: Facilitate inclusive evidence-gathering without confusing input with decision authority.

Question 163 - Answer: C

Domain: People | Approach: Hybrid | Item form: Single

Shared norms can reduce misunderstanding without stereotyping individuals or suppressing needed feedback.

Decision rule: Create explicit working agreements when communication norms differ.

Question 164 - Answer: A

Domain: Process | Approach: Adaptive/Agile | Item form: Single

External dependencies need active management because the project cannot control their timing directly.

Decision rule: Make external dependencies visible early and manage their timing and escalation.

Question 165 - Answer: A

Domain: People | Approach: Adaptive/Agile | Item form: Single

Engagement should reflect influence, information needs and timing rather than volume alone.

Decision rule: Tailor stakeholder engagement to decision need, influence and timing.

Question 166 - Answer: B

Domain: Process | Approach: Hybrid | Item form: Practicum

Two stated readiness conditions remain unmet. Strong performance on training and defect closure does not compensate for critical staffing and recovery readiness.

Decision rule: Evaluate readiness against all mandatory acceptance conditions, not an average of favourable measures.

Question 167 - Answer: B

Domain: Process | Approach: Predictive | Item form: Single

Documentation should serve a purpose. Both excess and insufficiency can weaken delivery.

Decision rule: Use the lightest responsible documentation that protects the work.

Question 168 - Answer: C [Simulated pretest]

Domain: People | Approach: Predictive | Item form: Single

The disagreement is resolvable by capable people inside their authority. Facilitation preserves evidence and ownership; escalation or command is disproportionate.

Decision rule: Resolve disagreement at the lowest responsible level when authority and competence exist.

Question 169 - Answer: A and D

Domain: Business Environment | Approach: Predictive | Item form: Multi

Verification establishes what is actually required; impact analysis and governance then support the authorised response. The alternatives either assume, ignore or bypass the obligation.

Decision rule: For external obligations, verify first and then assess and govern the response.

Question 170 - Answer: D

Domain: Business Environment | Approach: Hybrid | Item form: Single

New stakeholder evidence can alter risk, acceptance and responsible delivery.

Decision rule: Update stakeholder and impact analysis when credible new concerns arise.

Question 171 - Answer: C

Domain: Process | Approach: Hybrid | Item form: Matching

Each correct pairing follows the situation state, delivery mechanism, authority and mandatory-control sequence. The distractor mappings deliberately use a later, excessive or unauthorised action.

Decision rule: Solve each matching pair independently before comparing complete mapping options.

Question 172 - Answer: D

Domain: Business Environment | Approach: Adaptive/Agile | Item form: Single

Benefits should reflect durable outcomes, not temporary measurement spikes that disappear when conditions change.

Decision rule: Test whether benefit performance is sustainable beyond temporary interventions.

Question 173 - Answer: B

Domain: Process | Approach: Hybrid | Item form: Pulldown

Approval completes the decision step. The next work is controlled implementation, communication, artefact updates and verification.

Decision rule: Follow approval with controlled implementation and verification.

Question 174 - Answer: A

Domain: People | Approach: Hybrid | Item form: Single

De-escalation and transparent option discussion are stronger than defensiveness or unauthorised promises.

Decision rule: Address emotion respectfully, then return to facts, authority and options.

Question 175 - Answer: B

Domain: Process | Approach: Adaptive/Agile | Item form: Single

Existing contractual mechanisms provide the starting point. More severe remedies may follow if recovery fails or thresholds are crossed.

Decision rule: Use agreed contractual mechanisms before inventing an excessive response.

Question 176 - Answer: C

Domain: Business Environment | Approach: Hybrid | Item form: Graphic

Supplier A has the highest exposure and exceeds the stated threshold by the widest margin.

Decision rule: Use the visual threshold and relative exposure to prioritise review.

Question 177 - Answer: B

Domain: People | Approach: Adaptive/Agile | Item form: Single

Shared norms can reduce misunderstanding without stereotyping individuals or suppressing needed feedback.

Decision rule: Create explicit working agreements when communication norms differ.

Question 178 - Answer: B and E

Domain: People | Approach: Predictive | Item form: Multi

The selected actions address both evidence and authority while preserving collaborative resolution. The distractors either bypass dialogue, escalate too early or suppress relevant input.

Decision rule: For Select TWO conflict items, pair collaborative diagnosis with clear decision rights.

Question 179 - Answer: C [Simulated pretest]

Domain: Process | Approach: Predictive | Item form: Single

High cost of reversal makes early clarification valuable.

Decision rule: Resolve material ambiguity before expensive or irreversible commitment.

Question 180 - Answer: B

Domain: Process | Approach: Predictive | Item form: PointClick

After the authorised decision at C, the next step is D: implement the authorised change and verify the result.

Decision rule: After approval, implement, update affected artefacts and verify the outcome.



27.5 Practice Scoring and Final Domain Diagnostic

Do not compare a raw percentage with an invented official PMP pass mark. PMI uses psychometric scoring and does not publish a fixed raw passing percentage. This mock is a diagnostic simulation, not an official score conversion.

The 170 scored practice items in Mock Examination 3 contain 56 People, 69 Process and 45 Business Environment questions after removal of the 10 simulated pretest items. Calculate each domain percentage separately, then classify every miss by the reason you missed it: knowledge, sequence, authority, delivery approach, data interpretation, calculation, mandatory obligation, or value judgement.

A strong final review does more than count correct answers. If a miss came from choosing a later action too early, revisit FIRST/NEXT sequencing. If it came from solving a problem outside the project manager's authority, revisit governance and decision rights. If it came from treating agile, predictive or hybrid labels mechanically, revisit the affected component and its control mechanism. If it came from AI, sustainability or value questions, revisit the underlying evidence, responsibility and business purpose rather than memorising topic vocabulary.



27.6 Mock Examination 3 Final Readiness Review

1. Rework every incorrect FIRST/NEXT/BEST item without looking at the options. State the current problem, what has already happened, who owns the decision and what action belongs now.

2. For every Select TWO miss, justify each selected option independently. One strong option does not rescue a second unsupported option.

3. For case/scenario questions, note whether you missed a fact in the shared case, an exhibit threshold, a decision right or a mandatory constraint.

4. For graphics and practicum items, separate reading errors from calculation errors and from management-judgement errors. Each needs a different remedy.

5. Review every question in which a mandatory safety, legal, regulatory, privacy, security, ethical or accessibility condition changed the ordinary analyse-first sequence.

6. Compare your predictive, adaptive/agile and hybrid misses. The strongest candidates change the mechanism of control without abandoning evidence, stakeholder engagement, quality, risk, ethics or value.

7. Review AI questions through four lenses: data and evidence quality, privacy/security/rights, bias and explainability, and accountable human/governance review.

8. Review sustainability questions through lifecycle consequences, stakeholder impacts, responsible value, resilience and credible evidence rather than a single favourable environmental metric.

9. Build a short final error log containing only recurring decision patterns. Do not reread hundreds of pages indiscriminately if the same few reasoning errors explain most misses.

10. Retake only the questions you missed after a delay, then test the same decision rule in a different scenario. Readiness means transferable judgement, not memory of answer letters.



27.7 Mock 3 Coverage Record

Full mock length: 180 questions. Domain distribution: People 59 (32.8%), Process 74 (41.1%), Business Environment 47 (26.1%). Delivery approach distribution: Predictive 72 (40.0%), Adaptive/Agile 54 (30.0%), Hybrid 54 (30.0%). Ten simulated pretest items are distributed through the examination and excluded from the 170-question diagnostic score.

Practice item forms in this mock: 135 single-response items, 21 multiple-response items, 6 graphic-based items, 5 practicum/data items, 5 enhanced matching print equivalents, 4 pull-down print equivalents and 4 point-and-click print equivalents. The July 2026 ECO states that the exact number of item types and delivery approaches may vary by exam form, so this mix is a realistic study design rather than an unpublished PMI quota.

Source basis: Project Management Institute, Project Management Professional (PMP) Examination Content Outline - July 2026, especially the domain weighting and delivery-approach distribution on p. 4 and examination information/question types on pp. 16-19; Project Management Institute, “What’s New in the Updated PMP Exam?” (2026), including the expanded emphasis on AI, sustainability, stakeholder engagement, outcomes, value and business impact.
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