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(Questions + Correct Answers Included)

SECTION 1 — PMO Strategic Elements (18%)
1. After defining the PMO’s mission and vision, what is the next step?
➡ Secure executive sponsorship
2. Your PMO is not aligned with enterprise strategy. What should you do first?
➡ Conduct a strategic alignment assessment
3. PMs do not understand their roles. What is the best course of action?
➡ Clarify roles using a RACI model
4. The organization has low maturity. What kind of PMO design is best?
➡ Supportive PMO
5. PMO value is questioned by executives. What should you provide?
➡ A value realization plan with measurable outcomes

SECTION 2 — Governance & Portfolio Alignment (18%)
6. Governance approvals are inconsistent. What should the PMO implement?
➡ Standardized stage gate governance
7. Too many projects are active at once. What is the PMO’s next step?
➡ Portfolio prioritization
8. Teams escalate decisions poorly. What is needed?
➡ Clear escalation paths & decision rights
9. Benefits have not materialized. What is missing?
➡ Benefits realization plan
10. Portfolio lacks visibility. What should be implemented?
➡ Portfolio dashboard

SECTION 3 — Methods, Tools & Delivery Models (20%)
11. Uncertain requirements. What methodology fits best?
➡ Agile
12. Regulatory documentation is required. What methodology?
➡ Predictive
13. Teams using inconsistent templates. What do you implement?
➡ Standardized process library
14. Overallocated resources. What do you do first?
➡ Capacity planning
15. Execs want better forecasting. What do you provide?
➡ Trend analysis + forecast models

SECTION 4 — PMO Operations & Performance (15%)
16. PMO services unclear. What is the fix?
➡ Publish a PMO service catalog
17. Execs overwhelmed with reports. What's needed?
➡ Simplify KPIs
18. Poor adherence to PMO processes. First step?
➡ PMO compliance audit
19. PMs lack process training. What do you introduce?
➡ PMO training and coaching program
20. PMO performance is not measured. What should you implement?
➡ PMO scorecard

SECTION 5 — Stakeholder Engagement & Leadership (18%)
21. Stakeholder resistance is high. What is the next step?
➡ Engagement and communication plan
22. Execs want high-level status. What format is best?
➡ Concise summary with risks & options
23. Conflicts between PMs and SMEs. What skill is needed?
➡ Facilitation & conflict resolution
24. PMO not trusted. What should PMO leadership focus on?
➡ Building relationships & transparency
25. Sponsor disengaged. What should PMO do first?
➡ Re-engage with tailored communication

SECTION 6 — Business Acumen & Value Delivery (11%)
26. Team delivered output but not outcomes. What's missing?
➡ Benefits realization
27. PMO is seen as administrative. What should it transform into?
➡ Value-driven PMO model
28. Execs want cost justification for projects. What do you use?
➡ ROI & value analysis
29. Strategic priorities changed mid-year. What should PMO do?
➡ Re-evaluate portfolio alignment
30. Stakeholders request more value visibility. What to implement?
➡ Outcome-based KPIs

SECTION 1 — PMO STRATEGIC ELEMENTS (Additional 20 Questions)
31. What is the FIRST step when designing a new PMO?
➡ Assess organizational strategy and current maturity
32. You are tasked with defining PMO success. What should you focus on?
➡ Value-based KPIs aligned to business outcomes
33. PMO is seen as bureaucratic. What should be done first?
➡ Review and streamline processes based on user feedback
34. PMO lacks visibility in the organization. What action helps most?
➡ Develop a PMO communication and engagement plan
35. Executives disagree on PMO purpose. What is required first?
➡ Facilitate strategic alignment workshop
36. PMO needs to justify its existence. What tool is most effective?
➡ PMO value realization report
37. Business units are using their own delivery methods. What is PMO’s role?
➡ Standardize frameworks and allow tailored guidance
38. PMO must support innovation. What is the right approach?
➡ Introduce flexible, adaptive governance
39. Leadership asks how PMO supports strategy. What should you present?
➡ Strategy-to-execution alignment roadmap
40. PMO struggling to get buy-in. What should PMO do?
➡ Engage early with stakeholders to understand pain points
41. PMO maturity assessment identifies gaps. What next?
➡ Create a maturity improvement roadmap
42. PMO lacks credibility. What should you implement?
➡ Transparent performance reporting
43. PMO must evolve with changing strategy. What do you do?
➡ Regular PMO mandate reviews
44. PMO has too many services. What should you do?
➡ Prioritize based on value and organizational needs
45. PMO needs to scale quickly. Where do you start?
➡ Strengthen governance and standards
46. PMO charter drafted. What next?
➡ Secure executive sponsorship (PMI favorite answer)
47. PMO failing to support cross-functional initiatives. What is missing?
➡ Enterprise integration framework
48. PMO must shift from tactical to strategic. Focus on…
➡ Portfolio alignment + value metrics
49. PMO receives conflicting expectations. First step?
➡ Conduct stakeholder expectation assessment
50. PMO needs to define capabilities. What helps most?
➡ PMO capability model

SECTION 2 — GOVERNANCE & PORTFOLIO ALIGNMENT (Additional 15 Questions)
51. Governance gates are often skipped. What’s the cause?
➡ Poorly defined decision rights
52. Portfolio lacks visibility into risk. PMO should introduce…
➡ Portfolio-level risk register
53. Executive sponsors request faster decisions. What is needed?
➡ Clear escalation matrix
54. Projects compete for resources. What addresses this?
➡ Portfolio prioritization model
55. Portfolio processes vary across units. Fix?
➡ Unified governance framework
56. Leadership wants early indicators of project failure. Provide…
➡ Leading indicators dashboard
57. Too many low-value initiatives approved. Introduce…
➡ Weighted scoring model
58. Benefits are not measured post-delivery. Implement…
➡ Benefits tracking & sustainment phase
59. Execs want greater predictability. What should PMO adjust?
➡ Governance controls + reporting cadence
60. Constant firefighting indicates missing…
➡ Risk governance framework
61. Portfolio goals unclear. PMO’s first step?
➡ Align objectives with strategic themes
62. Some projects don’t support strategy. What is required?
➡ Portfolio rationalization
63. Priorities frequently shift. PMO response?
➡ Create adaptive governance & rolling-wave planning
64. Execs need faster funding decisions. PMO should create…
➡ Lightweight stage gate for early validation
65. PMO lacks enterprise visibility. Implement…
➡ Integrated portfolio management system

SECTION 3 — DELIVERY METHODS & TOOLS (Additional 15 Questions)
66. Agile team lacks clarity. PMO role?
➡ Provide coaching and definition of done
67. Hybrid delivery failing. What's missing?
➡ Integration points between Agile and Predictive teams
68. Teams using outdated templates. Fix?
➡ Establish version-controlled process repository
69. Forecast accuracy low. PMO should…
➡ Implement rolling forecasts
70. PMs avoid using tools. PMO should…
➡ Provide training and simplify toolset
71. Predictive teams resist Agile scaling. Best approach?
➡ Introduce hybrid governance with clear roles
72. Execs ask for cross-team resource view. Implement…
➡ Resource capacity dashboard
73. PMO cannot compare project health across frameworks. Solution?
➡ Standard health indicators regardless of delivery method
74. Agile teams lack coordination. Introduce…
➡ Scrum of scrums / program increment planning
75. Tools not integrated. PMO should…
➡ Build unified tooling strategy
76. Poor estimation accuracy. PMO role?
➡ Introduce estimation frameworks + historical data
77. Project reporting delayed. Solve with…
➡ Automated dashboards
78. Agile execs want ROI tracking. PMO provides…
➡ Value-based metrics
79. Teams resist documentation. PMO should…
➡ Implement right-sized documentation guidelines
80. Teams struggle with risk management. PMO should…
➡ Provide risk frameworks + PM coaching

SECTION 4 — PMO OPERATIONS & PERFORMANCE (Additional 10 Questions)
81. PMO services not understood. Fix?
➡ PMO service catalog + communication plan
82. PMO workload unclear. Implement…
➡ PMO service demand tracking
83. PMO not meeting SLAs. What next?
➡ Review capacity vs demand
84. Stakeholders doubt PMO consistency. Introduce…
➡ PMO audits + quality checks
85. PMO KPIs unclear. Fix?
➡ Define leading and lagging indicators
86. PMO stretched thin. PMO should…
➡ Reprioritize services based on value
87. PMO processes outdated. What now?
➡ Continuous improvement cycle
88. PMO unable to support all teams. Approach?
➡ Tiered service delivery model
89. Reports too complex. PMO should…
➡ Simplify visualizations + exec summaries
90. PMO not improving. Missing?
➡ PMO maturity roadmap

SECTION 5 — STAKEHOLDER ENGAGEMENT & LEADERSHIP (Additional 10 Questions)
91. Stakeholder not responding. Best action?
➡ Adjust communication approach based on their style
92. PM conflicts with SME. PMO step?
➡ Facilitate mediation
93. Stakeholders want more involvement. PMO should…
➡ Create engagement plan
94. PMO lacking trust. PMO must…
➡ Demonstrate transparency
95. Sponsor disengaged. First step?
➡ Understand sponsor concerns
96. Cultural resistance to PMO. Need…
➡ Change readiness assessment
97. Leaders want more influence. Provide…
➡ Governance role clarity
98. Teams misaligned on goals. PMO should…
➡ Facilitate alignment workshops
99. Stakeholder complaints about visibility. Fix?
➡ Executive dashboards
100. PMO communication ineffective. Remedy?
➡ Tailor messaging to stakeholder groups

