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PMI Project Management Office Certified Professional Sample Questions
(Q20-Q25):
NEW QUESTION # 20 
A PMO professional overseeing multiple projects notices that project managers have varying levels of adherence to the project
governance processes.
What should the PMO professional do first to ensure consistent governance across projects?

A. Escalate governance oversight responsibilities to project sponsors to ensure project managers adhere to processes.
B. Schedule individual meetings with project managers to understand their challenges with governance processes and provide
support.
C. Implement stricter enforcement of the governance processes by imposing fines and other penalties for noncompliance.
D. Develop a comprehensive governance training program and mandate all project managers to complete it within a specified
timeframe.

Answer: B

Explanation:
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The first step to ensure consistent governance is toengage directly with project managers to understand their challenges and
barriersin applying governance processes. This individualized approach (Option A) enables tailored support and fosters
collaboration rather than resistance.
Mandating training (Option B) or escalating responsibility (Option C) are secondary actions that should follow once root causes are
understood. Imposing penalties (Option D) risks alienation and is contrary to PMI' s recommendations on fostering supportive
governance cultures.
PMI-PMOCP governance practices emphasizestakeholder engagement and support to improve process adherence.
References:
PMI-PMOCPExam Content Outline, Governance Domain
PMI Practice Standard for Project Management Offices (2013), Governance and Stakeholder Support PMI PMO Value Ring,
Governance and Compliance

NEW QUESTION # 21 
A PMO team member who joined the PMO 5 years ago as a junior PMO analyst recently received feedback from customers
indicating a lack of initiative in handling daily tasks, leading to a low perception of the PMO's value.
What should the PMO professional leading the PMO do to resolve this issue?

A. Provide mentoring to the PMO team member to increase their performance.
B. Find another role for the PMO team member outside the PMO.
C. Find another role for the PMO team member within the PMO.
D. Provide training to the PMO member through a training provider.

Answer: A

Explanation:
PMI-PMOCP Lifecycle Management encouragesmentoring and coachingas the first approach to address performance issues,
especially for experienced team members. Mentoring helps build initiative, confidence, and capability through personalized guidance.
Reassigning roles (Options B and D) should be secondary actions after development attempts. Training (Option C) might help but
lacks the individualized support mentoring provides.
Effective mentoring fosters a culture of continuous learning and improves the PMO team's overall effectiveness and value.
References:
PMI-PMOCPExam Content Outline, Lifecycle Management Domain
PMI Practice Standard for Project Management Offices (2013), Talent Development PMI PMO Value Ring, Capability Building
and Mentoring

NEW QUESTION # 22 
A bank's PMO is responsible for project management governance and for supporting project managers across the organization. The
bank is revising its strategic plan to respond to competitors' changes. The revised plan will affect the PMO governance structure and
most of the bank's projects. The PMO professional has been tasked with preparing the organization for the strategic changes.
What should the PMO professional do?

A. Recommend which projects should be canceled, based solely on the projects' budgets, before the strategic plan revision is
complete.
B. Call an urgent meeting with all the bank's project managers and sponsors and update the project charters before the
strategic plan is revised.
C. Transmit changes from the strategic levels and identify projects that might need to reconsider budget, schedule, risks, and
other factors.
D. Ensure that any changes from the strategic levels remain confidential for as long as possible to avoid creating panic in the
organization.

Answer: C

Explanation:
During strategic plan revisions, the PMO professional acts as a critical bridge between strategy and execution.
PMI-PMOCP highlights that the PMO mustcommunicate strategic changes promptly and thoroughly to affected projectsand identify
adjustments required in budgets, schedules, risks, and other factors. This proactive approach enables the organization to realign
projects with updated strategic priorities.
Recommending project cancellations prematurely (option A) or updating charters before the plan is finalized (option B) can cause
confusion. Keeping changes confidential (option C) risks misinformation and mistrust.



Transparent communication ensures smooth transitions and stakeholder confidence.
Reference:PMI Project Management Office Certified Professional (PMI-PMOCP)Examination Content Outline, PMI 2021.PMI-
PMOCP Study Guide, Chapter on Strategic Alignment and Change Management.

NEW QUESTION # 23 
An established PMO has a forecast of the expected benefits from all current and planned initiatives for the next 3 years. Due to a
new regulation, the portfolio delivery plan needs to be reviewed to ensure that compliance will be realized by the given due date. The
engineering department proposes to delay a strategic initiative to free up some resources for the compliance project.
What should the PMO manager do first?

A. Assess the impact of the proposed change on the benefits delivery plan.
B. Evaluate the portfolio and check how the benefits delivery plan can be optimized.
C. Give advice to the portfolio board to outsource the compliance project so the benefits delivery plan will not be affected.
D. Propose the change to the portfolio board in order to get the new benefits delivery plan approved.

Answer: A

Explanation:
In portfolio management, changes in project priorities or timelines require a structured impact assessment before approval or
implementation. The PMO manager's first responsibility is to analyze how delaying a strategic initiative affects the overall benefits
delivery plan. This ensures an informed decision that considers potential risks, benefits, and trade-offs.
According to PMI-PMOCP guidelines, assessing impacts early in the change control process supports governance and strategic
alignment, ensuring that adjustments optimize portfolio value while maintaining compliance. This assessment provides the portfolio
board with necessary data to decide on the proposed change rather than rushing into approvals (option B) or prescriptive advice
(option C). Evaluating optimization (option D) is a broader step that follows impact analysis.
Reference:PMI Project Management Office Certified Professional (PMI-PMOCP)Examination Content Outline, PMI 2021.PMI-
PMOCP Study Guide, Chapter on Portfolio Lifecycle Management and Change Control.

NEW QUESTION # 24 
A newly appointed PMO professional has been tasked with developing an organizational project management (OPM) competency
framework to improve project management across the organization. The goal is to ensure alignment with both industry standards and
specific organizational needs.
What should the PMO professional do first?

A. Research industry standards and good practices, then adapt them to address the organization's unique challenges.
B. Analyze the project management skills of the current team and develop a framework around their existing competencies.
C. Create a list of competencies based on the organization's past project successes.
D. Focus the competency framework on senior project managers, as they will have the most impact on the organization's
success.

Answer: A

Explanation:
The best starting point is toresearch recognized industry standards and best practicesto ensure the competency framework is
grounded in proven models. From there, the PMO professional shouldcustomize the frameworkto meet the organization's unique
challenges and strategic objectives.
Building the framework solely on current team skills (Option A) or past successes (Option B) risks limiting growth and failing to
address emerging needs. Focusing only on senior project managers (Option D) excludes broader organizational impact.
PMI-PMOCP Lifecycle Management emphasizes benchmarking external standards as a foundational step in competency
framework development.
References:
PMI-PMOCPExam Content Outline, Lifecycle Management Domain
PMI Talent Triangle and Competency Frameworks
PMI PMO Value Ring, Talent Development

NEW QUESTION # 25
......
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