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LESSON 1 QUIZ
Foundations of Project Management
10 Scenario-Based Multiple Choice Questions

	Name: ________________________________
Date: _________________________________
	Score: _____ / 10
Time allowed: Self-paced



	How to Use This Quiz
Each question presents a scenario based on Lesson 1 content. Read carefully before selecting your answer. These questions are written at the Apply and Analyze level — just like the real certification exam. You will not be asked to recite a definition. You will be given a situation and asked to do something with what you know.
Topics covered:
1. Questions 1–2: What Is a Project? (Temporary, Unique, Value-Driven)
1. Questions 3–4: Project Life Cycles (Predictive, Adaptive, Hybrid)
1. Questions 5–6: Project Management & the PM Role
1. Questions 7–8: PMO Types (Supportive, Controlling, Directive, Agile CoE)
1. Questions 9–10: OPM Hierarchy (Portfolio, Program, Project, Operations)
The answer key with full rationales begins on a separate page. Try all questions before looking.



	QUESTIONS 1–2
What Is a Project?



	Question 1   |   What Is a Project?   |   Bloom's: Understand

	A company's IT department runs a monthly process to back up all servers and verify data integrity. The process follows the same steps every month, uses the same tools, and has no defined end date. A new director suggests formally assigning a project manager to oversee this activity.  Is this activity a project? Why or why not?

	A.  Yes, because it involves technical work that requires skilled resources and coordination.

	B.  No, because it is an ongoing, repeating operational process — not a temporary, unique endeavor.

	C.  Yes, because it has defined steps and produces a measurable outcome each month.

	D.  No, because it does not involve external stakeholders or deliver value to the business.

	My answer: _____



	Question 2   |   What Is a Project?   |   Bloom's: Apply

	A project team delivers a new customer onboarding portal on time, within budget, and within the agreed scope. Six months after launch, usage data shows that fewer than 10% of customers are using the portal. Most customers continue to call the support line instead.  How should the project manager assess whether this project was successful?

	A.  The project was successful because it met the triple constraint of scope, schedule, and cost.

	B.  The project was unsuccessful because stakeholders did not agree that the outcome delivered value.

	C.  The project was successful because the team fulfilled all contractual obligations.

	D.  The project outcome cannot be evaluated until at least one full year of usage data is available.

	My answer: _____





	QUESTIONS 3–4
Project Life Cycles



	Question 3   |   Project Life Cycles   |   Bloom's: Apply

	A pharmaceutical company is developing a new drug compound. Regulatory requirements specify that all testing phases must be completed in a defined sequence, with full documentation at each stage before proceeding. Any change to the process requires regulatory re-approval and is extremely costly.  Which project life cycle approach is most appropriate for this project?

	A.  Adaptive, because pharmaceutical development involves significant uncertainty and experimentation.

	B.  Hybrid, because some testing phases can be run iteratively while others are regulated.

	C.  Predictive, because requirements are stable, sequential phases are mandated, and changes are costly.

	D.  Adaptive, because the outcome of each testing phase informs the next phase of development.

	My answer: _____



	Question 4   |   Project Life Cycles   |   Bloom's: Analyze

	A retail company is launching a new e-commerce platform. Leadership has defined the core features required at launch, but they expect customer feedback will drive significant changes to the user experience and additional features in the months following release. The development team uses two-week sprints.  A new stakeholder insists the team create a complete, detailed requirements document covering all features before any development begins.  How should the project manager respond?

	A.  Agree with the stakeholder and pause development until the full requirements document is complete.

	B.  Explain that this project uses an adaptive approach where requirements evolve — a complete upfront document would conflict with how value is being delivered.

	C.  Create a high-level requirements document to satisfy the stakeholder, then continue with the adaptive approach.

	D.  Escalate the disagreement to the project sponsor and ask them to resolve the conflict.

	My answer: _____





	QUESTIONS 5–6
Project Management & the PM Role



	Question 5   |   Project Management & the PM Role   |   Bloom's: Understand

	A project manager has just been assigned to lead a complex infrastructure upgrade. During the kickoff meeting, a senior engineer says: 'Project managers just push paper and run status meetings. The real work is done by the technical team.'  Which response most accurately reflects the project manager's role?

	A.  Agree with the engineer and clarify that the PM's primary role is administrative coordination and reporting.

	B.  Explain that project management is the application of knowledge, skills, tools, and techniques to deliver value — which includes leading the team, managing stakeholders, controlling scope, and monitoring risk.

	C.  Explain that the PM is responsible for all technical decisions and has final authority over the engineering team.

	D.  Defer to the engineer's expertise and focus the PM role on scheduling and budget tracking only.

	My answer: _____



	Question 6   |   Project Management & the PM Role   |   Bloom's: Apply

	Midway through a software development project, the project manager notices that three team members are consistently missing sprint commitments. Investigation reveals that two team members are unclear about their responsibilities, and one is experiencing a skills gap in a critical area.  Which action best reflects the project manager's responsibility to the team?

	A.  Document the performance issues and submit a formal report to the team members' functional managers.

	B.  Address the clarity issue by clarifying responsibilities with all three members, and arrange targeted coaching or training for the skills gap.

	C.  Remove the underperforming team members from the project and request replacements.

	D.  Reduce the sprint scope to match the team's current capacity and report the adjustment to the sponsor.

	My answer: _____





	QUESTIONS 7–8
PMO Types



	Question 7   |   PMO Types   |   Bloom's: Apply

	A global manufacturing company recently created a Project Management Office. The PMO provides a library of templates, a project management methodology guide, and access to a community of practice forum where PMs can share lessons learned. However, individual project managers are free to use these resources at their discretion — there is no audit process and no compliance requirement.  Which PMO type does this describe?

	A.  Controlling, because the PMO has established standard tools and a formal methodology guide.

	B.  Directive, because the PMO manages the library and coordinates the community of practice.

	C.  Supportive, because the PMO provides resources and guidance without requiring compliance.

	D.  Agile CoE, because the PMO supports knowledge sharing and continuous learning.

	My answer: _____



	Question 8   |   PMO Types   |   Bloom's: Analyze

	An organization has experienced significant inconsistency across its project portfolio — different teams use different tools, reporting formats vary widely, and there is no standard way to compare project performance across the organization. Executive leadership wants to improve visibility and standardization without taking direct control of individual projects.  Which PMO type should the organization implement?

	A.  Supportive, because it provides best practices and lets project managers decide how to apply them.

	B.  Controlling, because it requires compliance with defined standards while leaving project execution to individual PMs.

	C.  Directive, because central control of all project execution would eliminate inconsistency completely.

	D.  Agile CoE, because coaching teams on better practices would improve consistency over time.

	My answer: _____





	QUESTIONS 9–10
OPM Hierarchy



	Question 9   |   OPM Hierarchy   |   Bloom's: Apply

	A technology company's strategy is to expand into the healthcare market within three years. To support this, the company is simultaneously developing a health records software platform, building regulatory compliance capabilities, and establishing a sales team trained in healthcare industry requirements.  How should these three efforts be managed?

	A.  As separate, independent projects — each managed by its own project manager with no formal coordination structure.

	B.  As a portfolio — grouped together because they represent the company's total investment in healthcare expansion.

	C.  As a program — managed together because they are interdependent and must deliver coordinated benefits to achieve the strategic goal.

	D.  As operations — because the activities will become ongoing once the healthcare market entry is complete.

	My answer: _____



	Question 10   |   OPM Hierarchy   |   Bloom's: Analyze

	A project manager successfully delivers a new customer relationship management (CRM) system on time and within budget. The system is launched and handed over to the operations team. Three months later, the sales director reports that adoption is at 40%, the operations team is struggling to support the system, and the expected revenue impact has not materialized.  What does this outcome most likely indicate about how the project and its transition were managed?

	A.  The project was unsuccessful because it was delivered over budget.

	B.  The project succeeded from a delivery standpoint but failed to account for the operations transition, stakeholder adoption, and value realization.

	C.  The operations team is responsible for adoption and revenue outcomes — these fall outside the project manager's accountability.

	D.  The project should have used an adaptive life cycle to ensure better stakeholder engagement during development.

	My answer: _____





ANSWER KEY
Foundations of Project Management — Lesson 1 Quiz
Each entry includes the correct answer, why it is correct, and why each wrong answer is wrong.

	ANSWER KEY 1–2
What Is a Project?



	Q1
	Correct Answer: B     What Is a Project?

	
	Why this answer is correct:
A project must be temporary and unique. This activity repeats monthly with no defined end date, following the same process each time — making it ongoing operations, not a project. Assigning a project manager to ongoing operations may add unnecessary overhead without changing its fundamental nature.
Why the other options are wrong:
A is incorrect — technical complexity and coordination do not define a project; the defining criteria are temporary and unique. C is incorrect — having defined steps describes process maturity, not project characteristics. D is incorrect — the absence of external stakeholders does not determine whether something is a project; many internal projects have only internal stakeholders.



	Q2
	Correct Answer: B     What Is a Project?

	
	Why this answer is correct:
Project success is not defined solely by the triple constraint. Success means stakeholders agree that the outcome delivered value. A portal that almost no one uses has failed to solve the problem it was designed to address, regardless of whether it was delivered on time and within budget. This is the output vs. outcome distinction: output was delivered; outcome was not achieved.
Why the other options are wrong:
A is incorrect — meeting scope, schedule, and cost is necessary but not sufficient for success; value delivery is the ultimate measure. C is incorrect — fulfilling contractual obligations addresses legal compliance, not project success in the modern sense. D is incorrect — waiting for more data is a judgment call, but the question asks how to assess success conceptually, and low adoption already signals a value delivery failure.





	ANSWER KEY 3–4
Project Life Cycles



	Q3
	Correct Answer: C     Project Life Cycles

	
	Why this answer is correct:
The predictive approach is the right choice when requirements are well-defined, stable, and must be completed in a prescribed sequence — exactly as described here. Regulatory mandates, sequential phases, and high cost of changes all point to predictive. The fact that testing informs subsequent phases (option D reasoning) describes sequential feedback, not iterative delivery.
Why the other options are wrong:
A is incorrect — while drug development involves uncertainty in outcomes, the process itself is strictly defined and regulated, making adaptive the wrong fit. B is incorrect — hybrid would require some components to benefit from adaptive delivery, but regulatory requirements here mandate sequential compliance throughout. D is incorrect — learning from one phase to the next is a characteristic of sequential science, not agile iteration; iterative delivery means delivering usable increments to stakeholders for feedback.



	Q4
	Correct Answer: B     Project Life Cycles

	
	Why this answer is correct:
In an adaptive life cycle, requirements are intentionally allowed to evolve based on stakeholder feedback. Requiring a complete upfront requirements document is a predictive practice that directly conflicts with the adaptive approach being used. The PM's role is to educate the stakeholder on how value is being delivered in this context, not to abandon the chosen approach.
Why the other options are wrong:
A is incorrect — pausing an adaptive project for a complete upfront specification would negate the benefits of the adaptive approach and likely delay the project significantly. C is incorrect — creating a high-level document to satisfy the stakeholder is a reasonable compromise in some contexts, but the core issue is the stakeholder's misunderstanding of adaptive delivery, which needs to be addressed directly. D is incorrect — escalating is premature; this is a stakeholder education moment, not a conflict that requires sponsor intervention.





	ANSWER KEY 5–6
Project Management & the PM Role



	Q5
	Correct Answer: B     Project Management & the PM Role

	
	Why this answer is correct:
Project management is a leadership and value-delivery discipline, not an administrative function. The PM's role encompasses leading and developing the team, engaging stakeholders, planning and controlling scope, monitoring time and cost, managing risk and quality, and delivering value. Describing it as 'pushing paper' fundamentally misrepresents the role.
Why the other options are wrong:
A is incorrect — while coordination and reporting are components of the PM role, they do not define it; reducing it to administration undermines the PM's leadership function. C is incorrect — PMs do not have authority over technical decisions by default; they lead the team and facilitate decision-making, but technical expertise lies with the specialists. D is incorrect — deferring to the engineer's framing would diminish the PM's effectiveness and incorrectly limit the role to two constraints.



	Q6
	Correct Answer: B     Project Management & the PM Role

	
	Why this answer is correct:
Leading and developing the team means building trust, clarifying expectations, resolving performance issues constructively, and supporting skill development. Two of the issues are clarity problems — not performance problems — and the third is a skills gap that can be addressed through coaching. The PM's first responsibility is to create conditions for the team to succeed, not to escalate or replace before attempting development.
Why the other options are wrong:
A is incorrect — formal reporting to functional managers is premature and bypasses the PM's direct responsibility to address team issues first. C is incorrect — removing team members before addressing root causes (clarity and skills) is a reactive, last-resort action, not a first response. D is incorrect — reducing scope may be appropriate later, but it does not address the underlying team development issues and should not be the first action.





	ANSWER KEY 7–8
PMO Types



	Q7
	Correct Answer: C     PMO Types

	
	Why this answer is correct:
A supportive PMO provides resources — templates, methodologies, training, lessons learned — but cannot require that project managers use them. Compliance is optional. The key differentiator is the absence of an audit process or mandatory requirements, which is explicitly stated in this scenario.
Why the other options are wrong:
A is incorrect — a controlling PMO requires compliance with standards, which is not the case here; having standards available is not the same as requiring them. B is incorrect — a directive PMO assigns project managers and directly manages project execution, which goes far beyond maintaining a resource library. D is incorrect — an Agile CoE specifically focuses on agile practice adoption and coaching; this PMO is generalist and resource-focused, not agile-specific.



	Q8
	Correct Answer: B     PMO Types

	
	Why this answer is correct:
A controlling PMO requires that project managers use specified tools, frameworks, and reporting standards — addressing the inconsistency problem directly. It does this without taking control of project execution away from individual PMs, which matches the organization's stated goal of improving standardization without direct control.
Why the other options are wrong:
A is incorrect — a supportive PMO does not require compliance, so it would not solve the inconsistency problem; PMs would still choose whether to use the standards. C is incorrect — a directive PMO would solve the consistency problem but goes beyond the stated requirement by taking direct control of all projects, which the organization does not want. D is incorrect — an Agile CoE addresses agile adoption specifically; it does not address general project management standardization across a mixed portfolio.





	ANSWER KEY 9–10
OPM Hierarchy



	Q9
	Correct Answer: C     OPM Hierarchy

	
	Why this answer is correct:
A program is the right structure when related projects have interdependencies and when their combined benefits exceed what each can deliver individually. These three efforts are deeply interdependent — the software platform needs the compliance capabilities, and both require the sales team to be trained to sell them. Managing them as a program allows dependencies to be coordinated and the overall market entry benefit to be tracked holistically.
Why the other options are wrong:
A is incorrect — independent management would leave critical interdependencies uncoordinated; for example, the sales team cannot be trained without knowing what the software can do. B is incorrect — a portfolio groups investments for strategic alignment and resource decisions, but does not manage the interdependencies between them; program management is needed here. D is incorrect — these are temporary efforts to achieve a specific outcome (market entry), not ongoing operations; operations would begin after the strategic goal is achieved.



	Q10
	Correct Answer: B     OPM Hierarchy

	
	Why this answer is correct:
This scenario illustrates the distinction between output delivery and outcome achievement. The project delivered its output (the CRM system) on time and within budget, but failed to ensure a successful transition to operations, adequate stakeholder adoption planning, and value realization — all of which are connected to the PM's broader responsibility for value delivery. A well-managed project considers the full lifecycle of value, not just the delivery milestone.
Why the other options are wrong:
A is incorrect — the scenario states the project was delivered within budget, so cost is not the issue. C is incorrect — while operations teams own ongoing support, project managers share accountability for ensuring the transition is planned and stakeholders are prepared to adopt the solution; value delivery is a PM responsibility. D is incorrect — the life cycle choice may have been appropriate; the issue is not how the project was run during development but how the transition to operations and adoption were planned.





SCORE GUIDE

	Score
	Performance
	Recommended Action

	9–10
	Excellent
	Strong foundation. Review any missed questions carefully. You are ready for Lesson 2.

	7–8
	Proficient
	Good understanding. Re-read the student notes for any topics you missed. Bring questions to the next session.

	5–6
	Developing
	Review the student notes and teacher script for the topics you missed. Re-attempt the quiz after reviewing. Bring all missed questions to the next session.

	0–4
	Needs Review
	Re-read all student notes for Lesson 1 before proceeding. Schedule time with the instructor to review foundational concepts together.



Remember: understanding why wrong answers are wrong is just as valuable as knowing the right answer. For every question you missed, read the full rationale — not just the correct answer line.
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