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Chapter 1: The World of Project Management



True/False

1. 	A primary purpose of forming projects is to assign the responsibility for accomplishing some organizational task to a specific person or small group.

Answer: True
Response: See section1.1
Level: easy



2. 	One of the few similarities between project management and general management is that both exist in the well-defined organizational structure of superior/subordinates in the overall organization.

Answer: False
Response: See section1.2
Level: medium



3.	Many recent developments in project management are being driven by changes in the nature of the American workforce.

Answer: False
Response: See section1.1
Level: medium



4.	There has been a growing use of projects to achieve an organization’s strategic goals

Answer: True
Response: See section1.1
Level: medium



5. 	While general managers have their authority limited to specific areas in the overall organization, project managers have authority over any activity required by the project.

Answer: False
Response: See section1.2
Level: medium



6. 	Projects are always carried out under conditions of uncertainty.

Answer: True
Response: See section1.3
Level: easy



7. 	One can trade-off time and cost when managing a project, but the project’s technical specifications must be maintained exactly as the client initially specifies.

Answer: False
Response: See section1.3
Level: medium



8. 	Nonnumeric project selection methods are only suitable if numeric methods are not available.

Answer: False
Response: See section1.5
Level: medium


9. 	When using financial methods for selecting projects, the payback period is the simplest and best method to use.

Answer: False
Response: See section1.5
Level: medium



10	Rank-ordering a large number of projects can be done with a Q-sort.

Answer: True
Response: See section1.5
Level: medium



11. 	A disadvantage of using the payback period method for selecting projects is that it cannot reflect the time-value of money.

Answer: True
Response: See section1.5
Level: medium




12. 	A disadvantage of using the discounted cash flow method (or net present value) for selecting projects is that it ignores all non-monetary factors associated with the project except risk.

Answer: True
Response: See section1.5
Level: medium



13. 	A disadvantage of using scoring models rather than financial models for selecting projects is that they cannot include the project’s profitability.

Answer: False
Response: See section1.5
Level: medium



14. 	A PM doesnot need to understand why a project is selected for funding because he didnot initiate the process.

Answer: False
Response: See section1.5
Level: medium



15. 	The main distinction between platform and breakthrough projects is that the former usually depend on existing technology.

Answer: True
Response: See section1.6
Level: medium



16. 	The main distinction between platform and derivative projects is that the latter depend on existing technology.

Answer: False
Response: See section1.6
Level: medium






17. 	One reason for the emphasis on project management is that tasks fit neatly into business-as-usual.

Answer: False
Response: See section1.1
Level: easy



18. 	Programs are subdivisions of projects.

Answer: False
Response: See section1.1
Level: easy



19. 	Projects are subdivisions of programs.

Answer: True
Response: See section1.1
Level: easy



20. 	A similarity between project management and general management is the tendency to “manage by exception.”

Answer: False
Response: See section1.2
Level: medium



21. 	Project budgets are primarily modifications of budgets for the same activity in the previous period.

Answer: False
Response: See section1.2
Level: medium


22. 	In project management, superior-subordinate relationships are known and lines of authority are clear.

Answer: False
Response: See section1.2
Level: medium



23. 	Having responsibility for the outcome of a project without the authority of rank or position is common in project management.

Answer: True
Response: See section1.2
Level: medium



24. 	Negotiating the purchase of a new car would typically be characterized as win-win negotiation.

Answer: False
Response: See section1.2
Level: medium



25. 	In project management, it is often necessary to trade-off one objective for another.

Answer: True
Response: See section1.3
Level: easy





26. 	A project that is selected because it is necessary for continued operations exemplifies a sacred cow.

Answer: False
Response: See section1.5
Level: medium



27. 	The comparative benefits method is considered a nonnumeric project selection method.

Answer: True
Response: See section1.5
Level: medium



28. 	When using the weighted scoring model, the categories for each scale must be in equal intervals.

Answer: False
Response: See section1.5
Level: medium



29.	Scoring methods were developed to overcome some of the disadvantages of simple financial profitability methods.

Answer: True
Response: See section1.5
Level: medium



30. 	One limitation of scoring methods is that they can only incorporate quantitative data.

Answer: False
Response: See section1.5
Level: medium



31. 	As a rule of thumb, the number of factors included in a scoring model should be at least 10.

Answer: False
Response: See section1.5
Level: medium



32. 	Projects success is not determined by the portfolio of projects in an organization.

Answer: False
Response: See section1.6
Level: medium



33. 	R&D projects are oriented toward using newly developed technologies or existing technologies in a new manner.

Answer: True
Response: See section1.6
Level: medium



34. 	Projects with deliverables that are incrementally different from existing offerings are classified as platform projects.

Answer: False
Response: See section1.6
Level: medium



35.	The project manager depends on legitimate authority to gain the cooperation of the many departments in the organization that may be asked to supply technology, information, resources and personnel to the project.
Answer: False
Response: See section1.2
Level: medium


36.	In the early years of a project when outflows usually exceed inflows, the NPV of the project for those years will be positive.
Answer: False
Response: See section1.5
Level: medium




Multiple Choice




37.	Which of the following is not a trend in project management?
	a) achieving strategic goals
	b) improving project effectiveness
c) quasi projects
d) reductive projects
e) achieving routine goals

Answer: d
Response: See section1.1
Level: medium



38. 	Which of the following criteria can be included in scoring models for selecting projects?
a) potential profitability of the project
b) potential impact on the firm’s competitive position
c) the organization’s ability to market the output of a project
d) All of the above can be included
e) only a and b above

Answer: d
Response: See section1.5
Level: medium



39. 	If the initial investment is a project is $100,000 and the expected annual net profit for the project is $20,000, the payback period is:
a) One fifth of a year
b) 4 years
c) 5 years
d) 10 years
e) insufficient information to determine the payback period

Answer: c
Response: See section1.5
Level: medium



40. 	Which of the following is not a characteristic of a project?
a) They are unique
b) They are routine
c) They have specific due date
d) They have a specific deliverable
e) They have a purpose

Answer: b
Response: See section1.1
Level: medium





41. 	“Blue Sky” projects are
a) R & D projects
b) Platform projects
c) Breakthrough projects
d) Derivative projects
e) High risk projects

Answer: a
Response: See section1.6
Level: medium



42. 	Searching for the third alternative is most closely associated with
a) win-win negotiation
b) project planning
c) project budgeting
d) the three goals of a project
e) the weighted scoring model

Answer: a
Response: See section1.2
Level: medium



43. 	Which of the following is not related to the three goals of a project?
a) time
b) data
c) schedule
d) cost
e) performance

Answer: b
Response: See section1.3
Level: medium



44. 	Projects that begin with a slow start, have quick momentum in the middle, and have a slow finish are said to follow which type of lifecycle?
a) J-shaped lifecycle
b) L-shaped lifecycle
c) an exponential growth lifecycle
d) an S-shaped lifecycle
e) an X-shaped lifecycle

Answer: d
Response: See section1.4
Level: medium



45. 	Which of the following is a numeric project selection method?
a) comparative benefits
b) payback period
c) Q-sort method
d) operating/competitive necessity
e) sacred cow

Answer: b
Response: See section1.5
Level: medium



46. 	A matrix that illustrates the magnitude of both product and process changes resulting from a project is called
a) the aggregate project plan
b) the product-process matrix
c) the aggregate master production schedule
d) the balanced scorecard
e) the R&D project portfolio

Answer: a
Response: See section1.6
Level: medium



47. 	The ________________________ attempts to link the organization’s projects directly to the goals and strategy of the organization.
a) the product-process matrix
b) the balanced scorecard
c) the action plan
d) project portfolio process
e) the work breakdown structure

Answer: d
Response: See section1.6
Level: medium


48.	Rebus Inc., a game development company, had gained critical success with its video game Authority Online a year ago. The game's publisher wanted Rebus to undertake a project to revitalize the game's salesby updating the graphics and releasing it for a new platform. This type of project is an example of a(n) _____.
a) derivative project
b) R&D project
c) platform project
d) breakthrough project
e) sacred cow project

Answer: a
Response: See section 1.6
Level: difficult


49.	Ultor is a media company that specializes in creating print advertisements for local businesses. Lately, it has been undertaking requests for multimedia projects that are new to it. In this scenario, Ultor is most likely accepting _____.
a) derivative projects
b) R&D projects
c) platform projects
d) breakthrough projects
e) sacred cow projects

Answer: c
Response: See section 1.6
Level: difficult

50.	RestrumCorp. is a company that delivers lunch to working professionals through delivery drivers. It has recently undertaken a project that will allow it to use drones to deliver meals to its customers. Restrum's new project can be categorized asa(n) _____.
a) derivative project
b) R&D project
c) blue-sky project
d) breakthrough project
e) sacred cow project

Answer: d
Response: See section 1.6
Level: difficult


51.	Alchemax Inc. is looking to undertake a project that requires an initial fixed investment of $200,000 and is expected to return a net cash inflow of $50,000 each year. The payback period for this project will be _____ years.
a) 2
b) 7
c) 4
d) 9
e) 5

Answer: c
Response: See section1.5
Level: difficult


52.	Ouroboros Construction started the construction of a house for a client. The initial planning of the project took longer than expected. Once plans were finalized, it did not take long to erect the structure, and it was done much before schedule. However, it took a lot of time to give the finishing touches to the house, and it was a long time before the house was completed. The project in this scenario has a(n) _____.
a) J-shaped life cycle
b) X-shaped life cycle
c) S-shaped life cycle
d) L-shaped life cycle
e) O-shaped life cycle

Answer: c
Response: See section 1.5
Level: difficult


53.	OmicoreSoftworks, a software development firm,undertook a projectthat involved developinga bespoke accounting software for a firm. The project initiated with the project manager spending some time to identify the correct resources. Once this was done, the process of writing the program began. Most of the time was spent on debugging and ensuring that the software worked to the client's specification.The project in this scenario has a(n) _____.
a) J-shaped life cycle
b) X-shaped life cycle
c) S-shaped life cycle
d) L-shaped life cycle
e) O-shaped life cycle

Answer: a
Response: See section 1.5
Level: difficult


54	Baketolife, asmall bakery that specializes in wedding cakes, undertook a project that required the creation of a large five-tier cake. While the mixture for the cake was easy to make and took less than half a day to prepare, the size of the cake meant that a lot of time was spent ensuring that each cake was cooked all the way through.The project in this scenario has a(n) _____.
a) L-shaped life cycle
b) X-shaped life cycle
c) S-shaped life cycle
d) J-shaped life cycle
e) O-shaped life cycle

Answer: d
Response: See section 1.5
Level: difficult


55.	Which of the following is an example of win-lose negotiation? 
a) Buying a car from a second-hand car dealershipat the asking price.
b) Discussing a problem with all parties concerned and finding a middle ground
c) Carrying on an argument over a petty issue that can be easily resolved 
d) Agreeing to share resources for the benefit of all involved in different projects
e) Disagreeing with a project idea while not providing an alternative

Answer: a
Response: See section1.2
Level: difficult


56.	Which of the following is an example of win-win negotiation? 
a) Buying a car from a second-hand car dealership at the asking price
b) Forcibly using resources allocated to another department
c) Keeping resources that could be used by another team busy in unnecessary tasks
d) Agreeing to share resources for the benefit of all involved in different projects
e) Carrying on an argument over a petty issue that can be easily resolved

Answer: d
Response: See section 1.2
Level: difficult


57.	Which of the following is an example of lose-lose negotiation? 
a) Buying a car from a second-hand car dealership at the asking price
b) Taking time off from a project to help another team 
c) Disagreeing with a project idea while not providing an alternative
d) Agreeing to share resources for the benefit of all involved in a project
e) Discussing a problem with all parties concerned and finding a middle ground

Answer: c
Response: See section 1.2
Level: difficult



Short Answer

58.	Briefly explain what a project is.

Answer: A projectis a temporary endeavor undertaken to create a unique product or service. It is specific, timely, usually multidisciplinary, and typically conflict ridden. Projects are parts of overall programs and may be broken down into tasks, subtasks, and further if desired. Current trends in project management include achieving strategic goals, achieving routine goals, improving project effectiveness, virtual projects, and quasi-projects.
Response: See section 1.1
Level: medium


59. 	What are the major trends in project management?

Answer: Many recent developments in project management are being driven by quickly changing global markets, technology, and education. The most important of these recent developments are covered below.

Achieving Strategic Goals: There has been a growing use of projects to achieve an organization’s strategic goals, and existing major projects are screened to make sure that their objectives support the organization’s strategy and mission. Projects that do not have clear ties to the strategy and mission are not approved.

PMOs for Improving Project Effectiveness: A variety of efforts are being pursued to improve the process and results of project management, whether strategic or routine. These efforts are typically being led by a formal Project Management Office that provides training in project management skills and techniques such as the use of phase gates, agile management, earned value, critical ratios, and other such approaches; continually evaluates and helps improve the organization’s project management “maturity”; educates project managers about the evolving ancillary goals of the organization; and generally helps oversee the organization’s portfolio of programs and projects. 

Virtual Projects: With the rapid increase in the globalization of industry, many projects now involve global teams whose members operate in different countries and different time zones, each bringing a unique set of talents to the project. These are known as virtual projects because the team members may never physically meet before the team is disbanded and another team is reconstituted. Advanced telecommunications and computer technology allow such virtual projects to be created,and helps team members complete their work and projects successfully.

Quasi-Projects: Led by the demands of the information technology/systems departments, project management is being extended into areas where the project’s objectives are not well understood, time deadlines unknown, and/or budgets undetermined. This ill-defined type of project is extremely difficult to conduct and to date has often resulted in setting an artificial due date and budget, and then specifying project objectives to meet those limits. However, new tools for these quasi-projects are now being developed—agile management, prototyping, phase-gating, and others—to help these projects achieve results that satisfy the customer in spite of the unknowns.
Response: See section 1.1
Level: medium


60.	To what extent can the three goals of a project be traded-off for one another?

Answer: The two primary roles of a project manager (PM) are to manage trade-offs among three interrelated objectives and to manage risks. The three interrelated objectives are: (1) meet the budget, (2) finish on schedule, and (3) generate deliverables that satisfy the client. Since we live in an uncertain world, as work on the project proceeds, unexpected problems are bound to arise. These chance events will threaten the project’s schedule, budget or scope. The PM must then decide how to trade off one project goal against another (e.g., to stay on schedule by assigning extra resources to the project may mean it will run over the predetermined budget). If the schedule, budget, and scope are rigidly predetermined, the project is probably doomed to failure unless the preset schedule and budget are overly generous or the difficulty in meeting the specifications has been seriously overestimated.
Response: See section 1.3
Level: medium


61. 	Briefly highlight the difference between win-win and win-lose negotiation strategies.

Answer: In win-win negotiation, both parties must try to understand what the other party needs. The problem one faces as a negotiator is how to help other parties meet their needs in return for their help in meeting the needs of one's project.
When negotiation takes place repeatedly between the same individuals, win-win negotiation is the only sensible procedure.When one negotiates the purchase of a car or a home, one is usually engaging in win-lose negotiation. The less one pays for a home or car, the less profit the seller makes. This is an example of win-lose negotiation. This type of negotiation is never appropriate when dealing with other members of one's organization.
Response: See section 1.2
Level: medium


62. 	Why is having a negotiation skill in win-win negotiation necessary for a project manager?

Answer: Within an organization, win-win negotiation is mandatory. In essence, in win-win negotiation, both parties must try to understand what the other party needs. The problem one face as a negotiator is how to help other parties meet their needs in return for their help in meeting the needs of one's project. When negotiation takes place repeatedly between the same individuals, win-win negotiation is the only sensible procedure. Project managers spend a great deal of their time negotiating, while general managers spend relatively little. Win-win negotiating skills isrequired for successful project management.
Response: See section 1.2
Level: medium


63. 	Briefly describe each of the three fundamental goals of a project.

Answer: The performance of a project, commonly called its "efficiency," is assessed on the basis of three criteria, variously known as the "triple constraints," the "iron triangle," the "golden constraints," etc. Is the project on time or early? Is the project on or under budget? Does the project deliver the scope to the agreed-upon specifications? The performance of the project and the project manager is measured by the degree to which these goals are achieved.
Response: See section 1.3
Level: medium


64. 	Briefly describe the two different life cycles of projects.

Answer: A house-building project starts slowly with a lot of discussion and planning. Then construction begins, and progress is rapid. When the house is built, but not finished inside, progress appears to slow down and it seemingly takes forever to finish paintingthe house, to finish all the trim, and to assemble and install the built-in appliances. Progress is slow-fast-slow. It used to be thought that the S-shaped curve represented the life cycle for all projects. While this is true of many projects, there are important exceptions. Anyone who has baked a cake has dealt with a project that approaches completion through a very different route than the traditional S-curve.The process of baking a cake is straightforward. The ingredients are mixed while the oven is preheated, usually to 350°F. The mixture (technically called “goop”) is placed in a greased pan, inserted in the oven, and the baking process begins. Assume the finished cake requires about 15 to 45 minutes for assembling materials and mixing and 30 minutes for the cake to bake. At the end of 15 minutes we have cake mix. Even after 40 minutes, having baked for 25 minutes, the cake may still be soft on the inside. In the last few minutes of the process, the cake is finally cooked. If left a few minutes too long after that in the oven, the cake will begin to burn atits base. The project of cooking a cake follows a J-shaped path to completion where initial steps and goals can be achieved quickly, but needs to be carefully watched at the end to ensure it isn't a disaster.
Response: See section 1.4
Level: medium


65. 	Explain what the third alternative is in negotiation.

Answer: Successful win-win negotiation often involves taking a synergistic approach by searching for the “third alternative.” For example, consider a product development project focusing on the development of a new printer. A design engineer working on the project suggests adding more memory to the printer. The project manager(PM) initially opposes this suggestion, feeling that the added memory will make the printer too costly. Rather than rejecting the suggestion, however, the PM tries to gain a better understanding of the design engineer’s concern. Based on their discussion, the PM learns that the engineer’s purpose of requesting additional memory is to increase the printer’s speed. After benchmarking the competition, the design engineer feels that the printer will not be competitive as it is currently configured. The PM explains his fear that adding the extra memory will increase the cost of the printer to the point that it also will no longer be cost competitive. Based on this discussion, the design engineer and PM agree that they need to search for another (third) alternative that will increase the printer’s speed without increasing its costs. A couple of days later, the design engineer identifies a new ink that can simultaneously increase the printer’s speed and actually lower its total and operating costs.
Response: See section 1.2
Level: medium


66.	Briefly explain the advantages of using scoring models to evaluate and select projects rather than using financial models.

Answer: Financial assessment methods of project selection ignore all nonmonetary factors except risk. Also, because of the nature of discounting, all the discounted methods of selection bias the selection system by favoring short-run projects. 
Scoring methods were developed to overcome some of thedisadvantages of the simple financial profitability methods, especially their focuson a single criterion. The simplest scoring approach, the unweighted 0–1 factormethod, lists multiple criteria of significant interest to management. Given a listof the organization’s goals, a selection committee that usually comprises senior managers familiarwith both the organization’s criteria and potential project portfolio, check offwhich of the criteria would be satisfied with respect to each project.Those projects that exceed a certain number of criteria may be selected forfunding.
Response: See section 1.5
Level: medium


67. 	Briefly explain the project portfolio process.

Answer: The Project Portfolio Process (PPP) attempts to link an organization’s projects directly to the goals and strategies of the organization. This occurs not only in the project’s initiation and planning phases, but also throughout the life cycle of the projects as they are managed and eventually brought to completion. Thus, the PPP is also a means to monitor and control the organization’s strategic projects. On occasion, this will mean shutting down projects prior to their completion because their risks have become excessive, their costs have escalated beyond their expected benefits, another (or a new) project does a better job of supporting the goals, or any of a variety of similar reasons.
Response: See section 1.6
Level: medium

Chapter 2: The Manager, the Organization, and the Team



True/False

1. 	It is common practice to select the project manager prior to the project being selected.

Answer: False
Response: See section 2.1
Level: medium



2. 	The functional manager has expertise in the function he or she manages, but the project manager rarely has expertise in many of the projects technical areas.

Answer: True
Response: See section2.1
Level: medium



3. 	The project manager is supposed to facilitate the work of the project team and must, therefore, stay aloof from the conflicts arising among project team members.

Answer: False
Response: See section 2.1
Level: medium	



4. 	The project manager should take a careful, analytic approach to making decisions about projects.

Answer: False
Response: See section 2.3
Level: medium



5. 	If the performance of all subsystems is optimized, it follows that the overall system is optimum.

Answer: False
Response: See section 2.5
Level: medium



6. 	The project manager must maintain a high level of flexibility in dealing with people.

Answer: True
Response: See section 2.4
Level: medium



7. 	It is appropriate for the project manager to play an active role in communications between the client and the senior management of the organization conducting the project.

Answer: True
Response: See section 2.4
Level: medium



8. 	The individual with responsibility for performing a task is more likely to overestimate the time required to complete the task than his/her immediate supervisor.

Answer: True
Response: See section 2.5
Level: medium



9. 	The most effective program managers tell their project managers exactly what to do.The project manager should not allow functional managers to usurp his or her control of the project.

Answer: False
Response: See section 2.4
Level: medium



10. 	When it comes to assigning individuals to work on projects, functional managers and project managers are often in conflict.

Answer: True
Response: See section 2.5
Level: medium



11. 	It is critical to a project’s success to have top management support.

Answer: True
Response: See section 2.5
Level: easy



12. 	Conflict occurs mainly at the beginning of the project.

Answer: False
Response: See section 2.5
Level: medium



13. 	A matrix organization is a combination of pure project organization and functional organization.

Answer: True
Response: See section 2.5
Level: medium



14. 	A pure project organization is usually too expensive for the management of small projects.

Answer: True
Response: See section 2.6
Level: medium



15. 	An advantage of pure project organization is its great depth of technical knowledge.

Answer: False
Response: See section 2.5
Level: medium



16. 	Cross divisional project communication is enhanced when a project is organized in a functional project organization.

Answer: False
Response: See section 2.6
Level: medium



17. 	Functional project organizations have higher personnel costs than pure project organizations.

Answer: False
Response: See section 2.5
Level: medium



18. 	Functionally organized projects are not seen as a high priority by functional managers.

Answer: True
Response: See section 2.5
Level: medium



19. 	It is common to have more than one boss in a matrix organization.

Answer: True
Response: See section 2.6
Level: easy



20. 	Project team members are often faced with conflicting orders in a matrix organization.

Answer: True
Response: See section 2.5
Level: medium



21. 	Intrateam conflicts are minimal in a matrix organization.

Answer: False
Response: See section 2.5
Level: medium



22.	Since the PM has position power there is no need for them to have credibility



Answer: False
Response: See section 2.5
Level: easy



23. 	Political savvy is not only an important characteristic of a project manager but is also important for project team members.

Answer: True
Response: See section 2.3
Level: easy





24. 	Morale of the project team is a key responsibility of the project manager.

Answer: True
Response: See section 2.3
Level: medium



25. 	Project team conflict stifles team creativity.

Answer: False
Response: See section 2.6
Level: medium



26. 	Project “war rooms” discourage team cooperation, morale and communications.

Answer: False
Response: See section 2.5
Level: medium



27. 	Matrix, pure project, and functional project organizations may exist in the same company.

Answer: True
Response: See section 2.5
Level: medium



28. 	When making trade-offs on a project, the project manager needs to be aware that profit for the firm is always the most important of the project’s goals.

Answer: False
Response: See section 2.2
Level: medium




29.	The job of managing work across multiple groups is called integration management.

Answer: False
Response: Seesection 2.6
Level: medium




30. 	In order for a PM to be “believable” the PM must have technical and administrative credibility.

Answer: True
Response: See section 2.3
Level: medium



Multiple Choice


31. 	Fiona and her team are working on a complex project. After multiple conflicts in the initial stages of the project, the team establishes a set of guidelines and is now working cohesively to accomplish the project goals. In the given scenario, Fiona's team is in the _____ phase of team development.
a)  norming
b)  forming
c)  storming
d)  adjourning
e)  performing
	
Answer: e
Response: See section 2.6
Level: difficult


32.	Samuel is a project manager who is working on his first project. He assembles a multidisciplinary team and assigns roles and responsibilities to each team member. In this scenario, Samuel is in the _____ phase of team development.
	a)  storming
	b)  norming
	c)  performing
	d)  adjourning
	e)  forming	

Answer: e
Response: See section 2.6
Level: difficult



33. 	Laura worked with a cross-functional team on a project. After the completion of the project, she held a meeting with the team members after which they returned to their respective departments. Which of the following phases of team development does this scenario exemplify?
	a)  Storming
	b)  Norming
	c)  Performing
	d)  Adjourning
	e)  Forming	

Answer: d
Response: See section 2.6
Level: difficult


34. 	Albert is managing a team that comprises individuals from various departments in his company. After facing some difficulties initially, the team members work toward resolving the issues and collectively establish certain rules to avoid any future conflict. In this scenario, Albert's team is in the _____ phase of team development.
	a)  storming
	b)  norming
	c)  performing
	d)  adjourning
	e)  forming	

Answer: b
Response: See section 2.6
Level: difficult


35. 	Sarah is handling a project team whose members are spread across different geographical regions. The members work independently, and this leads to several conflicts among them. In this scenario, Sarah's team is in the _____ phase of team development.
	a)  storming
	b)  norming
	c)  performing
	d)  adjourning
	e)  forming	

Answer: a
Response: See section 2.6
Level: difficult



36. 	Maria's team starts working on a new project. Halfway through the project, the client visits the team and requests some changes in the specifications of the project. This alters both the cost and the schedule of the project. The given scenario exemplifies the concept of _____.
	a)  storming
	b)  interface coordination
	c)  scope creep
	d)  integration management
	e)  administrative credibility	

Answer: c
Response: See section 2.1
Level: difficult



37. 	Roger and his team have been designing a factory that will be modular in nature. They have been working on it for the past seven years, and now it is ending its developmental cycle. Roger has observed that his team is apprehensive.He has also received proposals for a follow-up project in the same area of interest with the same team. This is an example of _____.
	a)  projectitis
	b)  analytical approach
	c)  scope creep
	d)  systems approach
	e)  norming	

Answer: a
Response: See section 2.5
Level: difficult



38. 	Cibrastruct, a real estate developer, has undertaken a project to construct a mall. It hires a contractor to call in architects to draft plans, a procurement specialist to gather the best quality of raw materials, a lawyer to ensure the proper planning permits have been obtained, and labor union specialists to assemble a group of workers who will work on this long-term project. This is an example of _____.
	a)  systems engineering
	b)  functional project organization
	c)  scope creep
	d)  pure project organization
	e)  technical credibility	

Answer: d
Response: See section 2.5
Level: difficult



39. 	Proteus, a hotel chain, has bought some new kitchen appliances that would enable its kitchen staff to work more effectively. The senior management of the hotel assigns the task of removal of old appliances and installation of new appliances to the respective manager of the food and beverage department in each of its hotels. The manager assembles a team from within the department to perform this task. This scenario exemplifies _____.
	a)  projectitis
	b)  functional project organization
	c)  scope creep
	d)  pure project organization
	e)  systemsengineering	

Answer: b
Response: See section 2.5
Level: difficult



40. 	Martha has taken on an ambitious project that requires input from different departments within the organization she works for. She also needs contributions from external experts and contractors. She needs to bring the work of all these groups together in a harmonious whole for the project. In the given scenario, Martha needs to engage in _____.
	a)  systems engineering
	b)  integration management
	c)  scope creep
	d)  suboptimization
	e)  conscious capitalism	

Answer: b
Response: See section 2.6
Level: difficult

41. 	The _________________ approach centers on understanding the bits and pieces in a system.
a) facilitating
b) analytical
c) systems
d) sensitivity
e) matrix

Answer: c
Response: See section 2.1
Level: medium



42. 	A matrix project that closely resembles the pure project is referred to as
a) a weak matrix
b) a strong matrix
c) a functional matrix
d) a balanced matrix
e) an unbalanced matrix

Answer: b
Response: See section 2.6
Level: medium



43. 	Which of the following is not a characteristic of effective project team members?
a) They are technically competent.
b) They are politically sensitive.
c) They have a strong orientation to their discipline.
d) They have a strong goal orientation.
e) They have high self-esteem.

Answer: c
Response: See section 2.5
Level: medium


44. 	Altering the specifications of an ongoing project is referred to as
a) suboptimization
b) scope creep
c) a virtual project
d) projectitis
e) PMI

Answer: b
Response: See section 2.1
Level: medium

45.	The PM’s job includes all of the following except?
a) Convener and chair of meetings
b) Facilitator
c) Communicator
d) Supervisor
e) Virtual project manager

Answer: d
Response: See section 2.1
Level: medium

46.	The four essential skills of persuasion described Jay Conger (1998) include all of the following except:
a) Effective persuaders must be credible to those they are trying to persuade
b) They must find goals held in common with those being persuaded
c) Must give locker-room motivational speeches
d) They must connect with the emotions of those they are trying to persuade

Answer: c
Response: Seesection 2.2
Level: medium

47.	During project formation stage, the major sources of conflict are all of the following except:
a) Priorities
b) Procedures
c) Technical
d) Schedules

Answer: c
Response: Seesection 2.6
Level: medium



Short Answer

48. 	Describe the difference between the analytic approach and the systems approach to solving problems in a project.

Answer: The analytical approach to solving problems centers on understanding the bits and pieces in a system. It prompts study of the molecules, then atoms, then electrons, and so forth. The systems approach includes study of the bits and pieces, but also an understanding of how they fit together, how they interact, and how they affect and are affected by their environment. The systems approach manager conducts the group so that it contributes to total system optimization.To be successful, the project manager must adopt the systems approach. Consider that the project is a system composed of tasks (subsystems) which are composed of subtasks, and so on.
Response: See section 2.1
Level: medium


49. 	Why are negotiation skills an important criterion of a successful project manager?

Answer: It is not possible for aproject manager to fulfil his or her responsibilities without being a skilled negotiator and resolver of conflict. The acquisition of resources requires negotiation. Dealing with problems, conflict, and fires requires negotiation and conflict resolution. The same skills are needed when the project manager is asked to lead the project to a successful conclusion—and to make the trade-offs required along the way. A project managerwho lacks these skills cannot be successful. There is no stage of the project life cycle that is not characterized by specific types of conflict. If these are not resolved, the project will suffer and possibly die.
Response: See section 2.2
Level: medium


50. 	Define “projectitis.”

Answer: A disease called “projectitis” is one of the most serious problems seen in R&D projects or in projects that have fairly long lives. People assigned to a project tend to form strong attachments to it, and the project begins to take on a life of its own. One pronounced symptom of projectitisis worry about “Is there life after the project?” Foot dragging as the project end draws near is common, as is the submission of proposals for follow-up projects in the same area of interest—and using the same project team.
Response: See section 2.5
Level: medium


51. 	It is said that the distinction between the traditional manager-as-supervisor and the modern manager-as-facilitator is diminishing in recent years.  Why?

Answer: The once sharp distinction between the manager-as-facilitator and the manager-as-supervisor has been softened in recent years. With the slow but steady adoption of the participative management philosophy, the general manager has become more and more like the project manager. In particular, responsibility for the planning and organization of specific tasks is given to the individuals or groups that must perform them, always constrained, of course, by company policy, legality, and conformity to high ethical standards. The manager’s responsibility is to make sure that the required resources are available and that the task is properly concluded. The transition from traditional authoritarian management to facilitation continues because facilitation is more effective as a managerial style.
Response: See section 2.1
Level: medium


52. 	What is meant by the phrase “scope creep?”

Answer: Sometimes during a project, the client may drop in to check on a project and ask a team member, “Would it be possible to alter the specs to include such-and-such?” The team member may think for a moment about the technical problems involved and then answer quite honestly, “Yeah, that could be done.” Again, the project manager must intervene— if and when the question and answer come to light—to determine the cost of making such a change, as well as the added time that would be required. The project manager must then ask whether the client wishes to alter the project scope given the added cost and delayed delivery. This scenario is called scope creep. It is the project manager's nightmare.
Response: See section 2.1
Level: medium


53. 	What is a “virtual project?”

Answer: More and more often, project teams are geographically dispersed. Many projects are international, and team members may be on different continents, for example, aircraft engine design and engine construction. Many are carried out by different organizations in different locations. Similarly, many projects involve different divisions of one firm where the divisions are in different cities. These geographically dispersed projects are often referred to as “virtual projects," possibly because so much of the intra-project communication is conducted via email, through websites, by telephone or video conferencing, and other high-technology methods.
Response: See section 2.1
Level: medium


54. 	Briefly describe the project manager’s role as a firefighter. What sorts of obstacles do project managers have to overcome?

Answer: A key responsibility of the project manager is to deal with obstacles. All projects have their crises—fires that must be quenched. A successful project manager is also a talented and seasoned fire fighter. Early in the project’s life cycle, fires are often linked to the need for resources. Budgets get cut, and the general cuts must be transformed into highly specific cuts in the quantities of highly specific resources. An X percent cut must be translated into Y units of this commodity or Z hours of that engineer’s time. As work on the project progresses, most fires are associated with technical problems, supplier problems, and client problems. Technical problems occur, for example, when some subsystem (e.g., a computer program) is supposed to work but fails. Typical supplier problems occur when subcontracted parts are late or do not meet specifications. Most experienced project managers are good fire fighters. If they do not develop this skill, they do not last as project managers.
Response: See section 2.2
Level: medium


55. 	Briefly describe and contrast pure project organization, functional project organization, and the matrix project organization.

Answer: In a pure project organization, the supplies, equipment, and workers arrive just when they are needed, do the work, complete the project, and disband. The project manager (PM) is, in effect, the CEO of the project. When the project is completed, accepted by the client, equipment returned, and local workers paid off, then the PM and the specialists return to their parent firm and await the next job. For large projects, the pure project organization is effective and efficient, but for small projects it is a very expensive way to operate. 
Quite unlike pure projects that are generally separated from the day-to-day operations of the parent organization, functionally organized projects are embedded in the functional group where the project will be used. This immediately corrects some of the problems associated with pure projects. First, the functional project has immediate, direct, and complete contact with the most important technologies it may need, and it has in-depth access. Second, the fractional resource problem is minimized for anyone working in the project’s home functional group. Functionally organized projects do not have the high personnel costs associated with pure projects because they can easily assign people to the project on a part-time basis.
In an attempt to capture the advantages of both the pure project organization and the functionally organized project as well as to avoid the problems associated with each type, a new type of project organization—more accurately, a combination of the two—was developed.
To form a matrix organized project, a pure project is superimposed on a functionally organized system. The project manager reports to a program manager, a vice-president of projects, or some senior individual with a similar title whose job it is to coordinate the activities of several or all of the projects. These projects may or may not be related, but they all demand the parent’s resources and the use of resources mustbe coordinated, if not the projects themselves. This method of organizing the interfacebetween projects and the parent organization succeeds in capturing the major advantagesof both pure and functional projects.
Response: See section 2.5
Level: medium


56. 	Briefly list the primary advantages and disadvantages of a matrix project organization.

Answer: One of the most important strengths of a matrix project organization is its flexibility, that is, the way in which it can interface with the parent organization. Because it is, or can be, connected to any or all of the parent organization’s functional units, it has access to any or all of the parent organization’s technology. The way it utilizes the services of the several technical units need not be the same for each unit. This allows the functional departments to optimize their contributions to any project. They can meet a project’s needs in a way that is most efficient. Being able to share expertise with several projects during a limited time period makes the matrix arrangement far less expensive than the pure project with its duplication of competencies, and just as technologically “deep” as the functional project. The flexibility of the matrix is particularly useful for globalized projects that often require integrating knowledge and personnel coming from geographically dispersed independent business units, each of which may be organized quite differently than the others.
The matrix has a strong focus on the project itself, just as does the pure project.
In this, it is clearly superior to the functional project that often is subordinate to the regular work of the functional group. With all their advantages, matrix projects have their own, unique problems. By far the most significant of these is the violation of an old dictum of the military and of management theory, the Unity of Command principle: For each subordinate, there shall be one, and only one, superior. In matrix projects, the individual specialist borrowed from a function has two bosses. The project manager may control which tasks the specialist undertakes, but the specialist reports to a functional manager who makes decisions about the specialist’s performance evaluation, promotion, and salary. Thus, project workers are often faced with conflicting orders from the project manager and the functional manager. The result is conflicting demands on their time and activities.
While the ability to balance resources, schedules, and deliverables between several projects is an advantage of a matrix organization, that ability has its dark side. The organization’s full set of projects must be carefully monitored by the program manager. Further, the movement of resources from project to project in order to satisfy the individual schedules of the multiple projects may foster political infighting among the several project managers.
Response: See section 2.5
Level: medium


57. 	List the key characteristics of effective project team members.

Answer: Effective team members have some characteristics in common. Some of them are as follows:
1. They must be technically competent. While functional departments will always remain the ultimate source of technological problem solving for a project, it requires a technically competent person to know exactly when additional technical knowledge may be required by the project.
2. Senior members of project teams must be politically sensitive. It is rarely possibleto complete a project of reasonable size and complexity without incurring problemsthat require aid from the upper echelons of executive row; that is, from a project sponsor.
3. Members of a project team need a strong problem orientation. The team’s members should be concerned about solving any problems posed by the project, not merely about those subproblems that concern their individual academic or technical training.
4. Team members need a strong goal orientation. Projects are uncomfortable environments for people with a 9-to-5 view of work. In particular, neither project teams nor project managers can succeed if their focus is on activity rather than results.
5. Project workers need high self-esteem. Team members must be sufficiently self-confident and have sufficient trust in their fellow team members that they can immediately acknowledge their own errors and point out problems caused by the errors of others.
Response: See section 2.6
Level: medium

58.	What does “PMO” stand for? What is its purpose?

Answer: One of the ways of addressing some of the challenges associated with the alternative organizational forms for projects is to set up a project management office (PMO). The parent organization can set up the PMO, more or less like a functional group or as a center of excellence with its own manager. This group may act as staff to some or to all projects. The project office may handle some or all of the budgeting, scheduling, reporting, scope, compliance with corporate governance, and risk management activities while the functional units supply the technical work. The PMO often serves as a repository for project documents and histories. However, the PMO must never replace the project manager as officer in charge of and accountable for the project.
Response: See section 2.5
Level: medium

59.	Explain the importance of credibility and why PM’s need it.

Answer: For aproject manager, credibility is critical. In essence, it means that the project manager is believable. There are two areas in which the project manager needs believability. The first is technical credibility, and the second is administrative credibility. Aproject manager is not expected to have an expert’s knowledge of each of the technologies that may be germane to the project. The project manager should, however, have expertise in one or more areas of knowledge relevant to the project. In particular, a project manager must know enough to explain the current state of the project, its progress, and its technical problems to senior management who may lack technical training.
While quite different, administrative credibility is just as significant to the project. For management and the client to have faith in the viability of the project, reports, appraisals, audits, and evaluations must be timely and accurate. For the team, resources, personnel, and knowledge must be available when needed. For all parties, aproject manager must be able to make the difficult trade-offs that allow the project to meet its objectives as well as possible. This requires mature judgment and considerable courage.
Response: See section 2.3
Level: medium

60. 	How are the PMBOK and PMI related?

Answer: The Project Management Institute (PMI) is a professional organization that has been devoted to project management. The growth in the field of project management has been exponential. Among other reasons for this growth is the project-oriented organization. The PMI has published the Project Management Body of Knowledge (PMBOK). It also publishes two professional periodicals; first, the Project Management Journal, oriented to project management theory, though its articles are almost uniformly related to the actual practice of project management; and second, the PM Network magazine, which is a trade journal aimed at practitioners.Both publications are valuable for experienced project managers as well as neophytes or students.
Response: See section 2.4
Level: medium


Chapter 3: Planning the Project



True/False

1. 	Defining resource needs is not necessary on small projects.

Answer: False
Response: See section3.1
Level: medium



2. 	A representative of senior management should be invited to the project launch meeting.

Answer: True
Response: See section 3.3
Level: medium



3. 	The primary purpose of the launch meeting is to develop the project plan and budget.

Answer: False
Response: See section 3.3
Level: medium



4. 	The initial project meeting is just to coordinate the project, so areas of responsibility do not need to be discussed.

Answer: False
Response: See section 3.3
Level: medium



5. 	The project plan should begin with a complete description of all agreements made with the client or any third party.

Answer: False
Response: See section 3.1
Level: medium



6. 	As a rule of thumb, the lowest level tasks in a typical project should not take longer than two days to complete.

Answer: False
Response: See section 3.3
Level: medium



7. 	The start and finish date of a project must be specified before the action plan can be completed.

Answer: False
Response: See section 3.4
Level: medium



8. 	It is acceptable to restrict the launch meeting to brainstorming a problem.

Answer: True
Response: See section 3.3
Level: medium



9. 	It is not possible to overdo it when it comes to project planning.

Answer: False
Response: See section 3.1
Level: medium



10.	Predecessors must be listed in the WBS because they are critical for scheduling.

Answer: True
Response: See section 3.3
Level: easy



11. 	Lack of planning is a major contributor to project’s failure.

Answer: True
Response: See section 3.1
Level: medium



12. 	You can depict who is responsible for a task on a RACI.

Answer: True
Response: See section 3.4
Level: medium



13. 	RACI stands for remove all cost information.

Answer: False
Response: See section 3.4
Level: medium



14. 	Taken together the RACI and the Work Breakdown Structure may be used to determine the importance of each task listed.

Answer: False
Response: See section 3.4
Level: medium



15. 	The salary requirements of human resources are a required element in the project plan.

Answer: False
Response: See section 3.4
Level: medium



16. 	The work breakdown structure is one way to separate project activities by their level of importance.

Answer: False
Response: See section 3.4
Level: medium




17. 	The RACI matrix is a tool to organize the cost in your project plan.

Answer: False
Response: See section 3.4
Level: medium




18.	A limitation of traditional project management planning tools is that they do not address the flow of information.

Answer: True
Response: See section 3.4
Level: medium



19. 	 The letters used in the RACI matrix help link a person and a task for accountability purposes.

Answer: true
Response: See section 3.4
Level: medium



20.	Mind mapping is a whole-brain approach that is particularly applicable to project management.

Answer: True
Response: See section 3.4
Level: easy



21.	One of the problems with mind mapping is that it is relatively difficult to convert into work breakdown structure (WBS).

Answer: False
Response: See section 3.4
Level: medium



22. 	The design structure matrix can be used to identify potential rework situations due to the flow of information in a project.

Answer: True
Response: See section 3.4
Level: Medium



23. 	While the design structure matrix can help identify potential rework situations, typically nothing can be done to avoid them.

Answer: False
Response: See section 3.4
Level: medium




24.	The project baseline plan is the open, honest, and frequent communication between the interested parties of a project.

Answer: True
Response: see section 3.3
Level: medium



25.	The project manager can plan at all levels of the project.

Answer: False
Response: see page 85
Level: medium


26.	Mind mapping is a planning tool.

Answer: true
Response: See section 3.4
Level: medium



Multiple Choice

27. 	The results of the launch meeting include:
a) finalizing the project team
b) finalizing the project’s schedule
c) finalizing the project’s budget
d) the project’s scope is understood
e) selecting the project champion

Answer: d
Response: See section 3.3
Level: medium

28. 	Marcus is asked by higher management to create a document that provides a high level description of a project that has not yet been approved. The document should describe the major deliverables of the project and should provide the financial and strategic justification for the project. In this scenario, Marcus needs to prepare a_____.
a) project baseline
b) RACI matrix
c) work breakdown structure
d) project charter
e) contingency plan

Answer: d
Response: See section 3.1
Level: difficult



29. 	Renee, a project manager, is responsible for developing a project plan for her new project. To do so, she needs to consider all the tasks that would need to be done to produce the deliverable and make a list of them. In this scenario, Renee needs to prepare a(n) _____ for the project.
a) FMEAchart
b) RACI Matrix
c) work breakdown structure
d) project charter
e) contingency plan

Answer: c
Response: See section 3.3
Level: difficult
	


30. 	Duncan, a project manager, has to create a work breakdown structure (WBS) for a new project. He gathers the project team and provides them with a pad of sticky-notes. After defining the project objectives and the major activities that would need to be done to achieve those objectives, he asks his team members to write all the tasks that they think would be required to complete the project on the sticky-notes. These notes are then stuck on a wall in a sequential manner. In this scenario, Duncan uses a(n) _____ to create the WBS.
a) FMEA chart
b) Langley histogram
c) projectbaseline
d) Gozinto chart
e) RACI matrix

Answer: d
Response: See section 3.3
Level: difficult


31. 	Suzanne, a human resources manager in an event management company, is assigned the task of arranging a farewell dinner for the CEO of the company. She uses Microsoft Project (MSP) to create a work breakdown structure list for this task. The MSP creates a list of Level 1 tasks, Level 2 tasks, and so on. Suzanne then adds appropriate descriptions to each task. While doing so, Suzanne should ensure that:
a) the generality of each task is roughly at the same level.
b) each task takes the same amount of time.
c) each task requires the same amount of resources.
d) the level of employee knowledge required for each task is roughly the same.
e) each task covers multiple objectives of the project.

Answer: a
Response: See section 3.3
Level: difficult




32. 	Robert, a project manager, created a work breakdown structure (WBS) for his new project. He then used the data from the WBS to create a table that assigned responsibilities to each team member and helped organize the project team. In this scenario, Robert created a(n)_____.
a) Failure Mode and Effect Analysis (FMEA) chart
b) RACI Matrix 
c) Langley histogram
d) Gozinto chart
e)contingency plan

Answer: b
Response: See section 3.4
Level: difficult



33. 	Imelda, a professor of management studies, wants to organize a collaborative project with her students to help them understand various aspects of marketing. She writes down the project goal in a circle in the center of a large sheet of paper. She and her students then brainstorm to identify the tasks that must be done to achieve the goal. She asks the students to write each task in a circle on the sheet and draw lines connecting the various circles. In this scenario, Imelda is using a process called _____.
a) Failure Mode and Effect Analysis (FMEA) 
b) RACI matrix
c) hierarchal planning
d) mind mapping
e) contingencyanalysis

Answer: d
Response: See section 3.4
Level: difficult



34. 	Roger is a scientist who is developing a new drug to cure cancer. He lists five possible ways in which the drug might fail. He ranks the severity of the consequences of each failure, the likelihood of each failure's occurrence, and the ease of detection of each failure on a scale of 1 to 10. In the context of Failure Mode and Effect Analysis, which of the following failures has the highest Risk Priority Number (RPN)?
a) Failure one with a severity of 4, a likelihood of 4, and an ease of detection of 7
b) Failure two with a severity of 7, a likelihood of 5, and an ease of detection of 2
c) Failure three with a severity of 8, a likelihood of 4, and an ease of detection of 4
d) Failure four with a severity of 5, a likelihood of 5, and an ease of detection of 6
e) Failurefive with a severityof 2, a likelihood of 4, and an ease of detection of 7

Answer: d
Response: See section 3.5
Level: difficult



35. 	Sharon, a project manager, is working on a new project with a team of six members. She allocates work to each member who then works independently. The members are asked to refrain from experimentation and rigidly follow the project scope. Sharon coordinates the work of the members and provides them with feedback confidentially. The given scenario exemplifies the use of _____.
a) Agile Project Management
b) the traditional waterfall approach to project management
c) the Responsible-Accountable-Consult-Informed Matrix
d) aGozinto chart
e) mind mapping

Answer: a
Response: See section 3.4
Level: difficult



36. 	Janet, a project manager, receives a complex marketing project. She needs to make sure that the client receives regular updates about the project and that the project team is flexible enough to accommodate any changes in the project scope. She also needs to ensure that feedback is provided at the completion of each project milestone. In this scenario, Janet should use _____ to plan the project.
a) a Langley histogram
b) alogic chart
c) arisk profile
d) systems engineering
e) Agile Project Management (APM)

Answer: e
Response: See section 3.4
Level: difficult



37. 	The manager of a project causes a catastrophic failure in the project that threatens the timely delivery of the project. Frank, another project manager, is asked to take over. He initiates a backup plan created by him, and he takes critical steps to recover from the setback and salvage the project. In this scenario, Frank is most likely usinga(n) _____.
a) Langley histogram
b) logic chart
c) risk profile
d) FMEA chart
e) RACI matrix

Answer: b
Response: See section 3.5
Level: difficult



38. 	What is the primary purpose of creating a work breakdown structure?
a) to draw the project plan as a chart or tree
b) to make sure important tasks are identified
c) so that all team members can see what others are working on
d) to assign budget numbers to tasks
e) tomake sure team members can communicate effectively

Answer: b
Response: See section 3.3
Level: medium



39. 	Which of the following is used to show linkages between people and tasks?
a) thework breakdown structure
b) theRACI
c) the Project Action Plan
d) the Project Resource Diagram
e) the Concurrent Engineering Chart

Answer: b
Response: See section 3.4
Level: medium





40. 	Which of the following is not a category in the RACI matrix?
a) Responsible
b) Interpret
c) Accountable
d) Consult
e) Inform

Answer: b
Response: See section 3.4
Level: medium



41. 	The first task of a newly appointed project manager is
a) to negotiate the project’s budget
b) to negotiate with functional managers for key resources
c)to develop a work breakdown structure for the project
d) to review the project objectives with senior management
e) to develop a linear responsibility chart for the project

Answer: d
Response: See section 3.3
Level: medium



42.	A(n) __________________ shows the set of all tasks in a project arranged by task level?
a) RACI Matrix
b) Work Breakdown Structure
c) Gantt chart
d) Design Structure Matrix
e) Aggregate Project Portfolio

Answer: b
Response: See section 3.4
Level: easy



43. 	According to the text, the use of sticky-notes can be particularly useful for constructing a(n)
a) RACI matrix
b) Work Breakdown Structure
c) Gantt chart
d) Design Structure Matrix
e) Aggregate Project Portfolio

Answer: b
Response: See section 3.3
Level: medium



44.	In order to prepare a mind map, you need to start with:
a) the maximum allowable cost of the project
b) a definition of role of the working professional programs (WPPs)
c) a means of evaluating the results
d) the most detailed tasks
e) a statement of the project’s objectives

Answer: e
Response: See section 3.4
Level: easy




45. 	Entries above the diagonal in the Design Structure Matrix indicate
a) tasks that need to be shortened
b) tasks that have no resources assigned to them
c) tasks that are on the critical path
d) potential rework situations
e) tasks with no predecessors

Answer: d
Response: See section 3.4

Level: medium



46. 	In the Design Structure Matrix
a) the rows correspond to tasks and the columns correspond to resources
b) both the rows and columns correspond to tasks
c) the rows correspond to tasks and the columns correspond to functional departments
d) the rows correspond to resources and the columns correspond to tasks
e) the rows correspond to resources and the columns correspond to functional
departments

Answer: b
Response: See section 3.4
Level: medium

47.	FMEA stands for
a) Financial Methods and Efficiency Analysis
b) Failure Modes and Effect Analysis
c) Full Monetary Expenditure Accrual
d) Financial Measurement of Expenses Accrued
e) Factor Mode and Efficiency Analysis

Answer: b
Response: See section 3.5
Level: medium



48.	Which of the following is most closely associated with FMEA?
a) risk priority number
b) game theory
c) expected value
d) simulation
e) program budgeting

Answer: a
Response: See section 3.5
Level: medium



49.	Which of the following is not a sub-process associated with risk management?
a) risk identification
b) risk measurement
c) qualitative risk analysis
d) quantitative risk analysis
e) risk response planning

Answer: b
Response: See section 3.5
Level: medium



Short Answer

50. 	What is the primary function of a project plan?

Answer: The project planning process begins with the development of a project charter—a high level description of the project. While the elements of the project charter vary from organization to organization, they should always include a statement of work and the business case for the project. Once the project charter is approved, the project is considered to be officially authorized and work on developing a more detailed project plan can commence. While the project charter provides a high level description of the project, the project plan defines in greater detail the project work that must be completed. More specifically, the project plan details how the work of the project will be executed, monitored, and controlled. As such, the project plan includes detailed descriptions of the work that needs to be completed, how the work will be executed, the approval process for changes to the plan, and plans for communicating with the stakeholders. In its final form, the project plan brings together all project related planning documents. 
Response: See section 3.1
Level: medium


51. 	List some of the results of the project launch meeting.

Answer: The results of the project launch meeting should be: (1) the project’s scope is understoodand temporarily fixed; (2) the various functional managers or team members understand theirresponsibilities and have committed to develop an initial task and resource plan; (3) any potential benefits to the organization outside the scope of the project are noted.
Response: See section 3.3
Level: medium
	

52. 	Define hierarchical planning.

Answer: Hierarchical planning is used to develop a project plan that will take us from start to finish of a project. One needs to know precisely what must be done, by whom, when, and with what resources. Every task, however small, that must be completed in order to complete the project should be listed together with any required material or human resources.
Response: See section 3.3
Level: medium


53. 	Explain the process of developing a WBS.

Answer: To develop a work breakdown structure (WBS) for a project, one must start with the project’s objective(s). The planner, often the project manager, makes a list of the major activities that must be completed to achieve the objective(s). The list may be as short as two or three activities, or as large as 20. These are called Level 1 activities. The planner then takes each Level 1 activity and delegates it to an individual or functional group. The project manager might delegate one or more Level 1 tasks to him- or herself. The delegate deals with the task as if it is itself a project and makes a plan to accomplish it; that is, he or she lists a specific set of Level 2 tasks required to complete each Level 1 task. Again, the breakdown typically runs between 5 and 15 tasks, but a few more or less does not matter. The process continues. For each Level 2 task, someone or some group is delegated responsibility to prepare an action plan of Level 3 subtasks. The procedure of successively decomposing larger tasks into their component parts continues until the lowest level subtasks are sufficiently understood so that there is no reason to continue. As a rule of thumb, the lowest level tasks in a typical project will have a duration of a few hours to a few days. If the team is quite familiar with the work, longer durations are acceptable for the lowest level tasks.
Another simple approach to creating the WBS begins by gathering the projectteam together and providing each member with a pad of sticky-notes. After defining the project’s objectives, and Level 1 tasks, team members then write on the sticky-notes all the tasks they can think of that are required to complete the project. The sticky-notes can then be placed on the wall and arranged in various ways. One advantage of this approach is that it provides the entire team with a better understanding of the work needed to complete the project. The fact that it is a cooperative exercise also helps the project team to bond. Finally, this exercise can generate a WBS tree.
Response: See section 3.3
Level: medium


54.	What are the key concepts behind mind mapping?

Answer: Mind mapping is essentially a visual approach that closely mirrors how the human brain records and stores information. In addition to its visual nature, another key advantage associated with mind mapping is that it helps tap the creative potential of the entire project team, which, in turn, helps increase both the quantity and quality of ideas generated. Because project team members tend to find mind mapping entertaining, it also helps generate enthusiasm, helps get buy-in from team members, and often gets quieter team members more involved in the planning process.
Response: See section 3.4
Level: medium



55. 	Explain how to construct a Design Structure Matrix.

Answer: To address the issue of information flows, Steven Eppinger, a professor at MIT’s Sloan School of Management, proposes the development and use of a Design Structure Matrix (DSM). The first step in developing a DSM is to identify all the project’s tasks and list them in the order in which they are typically carried out. This list of tasks makes up both the rows and columns of the DSM. Next, moving across one row at a time, all tasks that supply information to the task being evaluated are noted. When the DSM is completed, all the tasks that provide information that is needed to complete a given task can be determined by looking across that particular task’s row. Likewise, moving down a particular task’s column shows all the other tasks that depend on it for information.
Response: See section 3.4
Level: medium


56. 	What are some options for eliminating potential rework situations when they are discovered in the Design Structure Matrix?

Answer: A key benefit of constructing a Design Structure Matrix (DSM) is the ability to quickly identify and better understand how information is needed. It can also highlight potential information flow problems even before the project is begun. There are a couple of actions that can be taken to minimize or even eliminate potential rework situations. One option is to investigate whether the sequence of the project activities can be changed so that the potential rework situations are moved below the diagonal. Another option is to investigate ways to complete additional activities concurrently. This latter option is a bit more complex and may necessitate changing the physical location of where the tasks are completed.
Response: See section 3.4
Level: medium


Chapter 4: Budgeting the Project



True/False



1. 	The project’s budget is merely the sum of its resource costs.

Answer: False
Response: See section 4.1
Level: medium



2. 	A budget is a plan for allocating resources to project activities.

Answer: True
Response: See section 4.1
Level: easy



3. 	Overhead and indirect charges should not be assigned to a project.

Answer: False
Response: See section 4.1
Level: medium



4. 	Most organizations use top-down budgeting.

Answer: True
Response: See section 4.1
Level: medium



5. 	Because project budgeting is for a special case and the organization’s budgeting process is for routine work, the project manager need not be familiar with the organization’s accounting system.

Answer: False
Response: See section 4.1
Level: medium


6. 	Budget cuts are usually disastrous to an exponential life-cycle project.

Answer: True
Response: See section 4.2
Level: medium



7. 	Activity budgets show expenses by task and expected time period of the expenditure.

Answer: False
Response: See section 4.2
Level: medium



8. 	There is no way other than guessing to estimate the impact of learning on a project’s task.

Answer: False
Response: See section 4.2
Level: easy


10. 	By very careful planning, a project manager can do away with cost uncertainty.

Answer: False
Response: See section 4.4
Level: medium



11. 	Expected value is a tool for risk analysis.

Answer: True
Response: See section 4.5
Level: medium



12. 	Traditional organizational budgets are task-oriented, rather than activity-oriented.

Answer: False
Response: See section 4.2
Level: medium



13. 	Learning curve theory states that performance of labor per unit will improve by a percentage each time production increases by the same percentage.

Answer: False
Response: See section 4.3
Level: medium



14. 	Learning curve theory states that performance of labor per unit will improve by a fixed percentage each time production doubles.

Answer: True
Response: See section 4.3
Level: medium



15. 	Individual elements of project budgets are generally more accurate in bottom-up budgeting.

Answer: True
Response: See section 4.1
Level: medium



16. 	The project budget acts as a project control.

Answer: True
Response: See section 4.1
Level: medium



17.	A budget is a plan for allocating resources.

Answer: True
Response: See section 4.1
Level: medium



18.	Budgeting a project is often more difficult than budgeting routine activities.

Answer: True
Response: See section 4.1
Level: medium



19. 	The project manager recognizes an expense when an invoice is actually paid.

Answer: False
Response: See section 4.1
Level: medium



20. 	A key advantage of top-down budgeting is that the overall budget costs can be estimated quite accurately.

Answer: True
Response: See section 4.1
Level: medium



21. 	With top-down budgeting, overlooking a small but important task can often cause a serious budgetary problem.

Answer: False
Response: See section4.1
Level: medium



22. 	Organizational tradition has little or no impact on the firm’s project budgeting.

Answer: False
Response: See section 4.1
Level: medium



23.	Bottom-up budgets are usually more accurate in the detailed tasks.

Answer: True
Response: See section 4.1
Level: medium



24. 	For projects with S-shaped life cycles, top-down budgeting is most likely unacceptable.

Answer: False
Response: See section 4.2
Level: medium


25. 	Mechanical tasks typically have higher learning rates than more mental tasks.

Answer: False
Response: See section 4.3
Level: medium



28. 	Organizations can use both top-down and bottom-up budgeting.

Answer: True
Response: See section 4.1
Level: medium



29. 	Learning curves can be used to help improve cost estimates.

Answer: True
Response: See section 4.3
Level: easy



30. 	Top-down budgeting typically results in better acceptance of the budget.

Answer: False
Response: See section 4.1
Level: medium



31.	Contingency planning is generally begun at that point in time when an organization finds itself in serious financial trouble.

Answer: False
Response: See section 4.4
Level: easy



32.	Project budget is nothing more than the project plan, based on the WBS, expressed in monetary terms.

Answer: True
Response: See section 4.1
Level: easy



33.	As a project unfolds, the cost uncertainty increases as the project moves towards completion.

Answer: False
Response: See section 4.4
Level: easy



34.	The best approach to handling change in projects is to accept the negative change and take a loss on the project.

Answer: False
Response: Seesection 4.4
Level: medium



35.	A disaster is an event that may have an extraordinarily high cost if it occurs, but has a very low probability of occurring.

Answer: True
Response: Seesection 4.5
Level: medium




37.	The PMI does not devote much coverage to risk management in the PMBOK

Answer: False
Response: See section 4.5
Level: medium



Multiple Choice



41. 	The budgeting approach based on the collective judgments of top and middle managers is called:
a) top-down budgeting
b) bottom-up budgeting
c) activity budgeting
d) program budgeting
e) life cycle budgeting

Answer: a
Response: See section 4.1
Level: medium




44.	Which of the following statements is not true about a firm and its project accounting?
a) each firm has its own rules with regard to the allocation of overhead
b) most firms must comply with the Sarbanes-Oxley Act
c) the project manager must rely on the accounting department to make special
allowances for his/her project
d) most firms have their own accounting idiosyncrasies
e) unexpected charges may suddenly appear when the PM least expects it

Answer: c
Response: See section 4.1
Level: medium



45. 	The name given to the budget process that aggregates income and expenditures across projects is:
a) activity-oriented budget
b) top-down budget
c) bottom-up budget
d) program-oriented budget
e) activity-based costing

Answer: d
Response: See section 4.2
Level: medium



46. 	The first unit requires 10 hours to complete.If the industry uses an 80 percent learning rate, how long should the third unit take?
	a) 10 hours
b) 9 hours
c) 8 hours
d) 7.02 hours
e) 6.40 hours

Answer: d
Response: See section 4.3
Level: medium



47. 	The first unit required 6 hours.If the industry uses a 90 percent learning rate, how long should the fourth unit take?
a) 6 hours
b) 4.86 hours
c) 3.75 hours
d) 3.34 hours
e) 2.67 hours

Answer: b
Response: See section 4.3
Level: medium


48. 	William, a project manager, needs to prepare the budget for a new software development project. To do so, he takes inputs from other managers who have worked on similar projects in the past. After estimating the overall project cost, he gives the estimates to his team members so that they can split up the cost of each individual task involved in producing the required deliverable. In this scenario, William is using _____.
a) top-down budgeting
b) bottom-up budgeting
c) agile project budgeting
d) dynamic matrix budgeting
e) lateral budgeting

Answer: a
Response: See section 4.1
Level: difficult


49. 	Susan, a project manager, uses a work breakdown structure to list the elemental tasks of a project. She then asks the team members responsible for each of these tasks to give her an estimate of the cost required to accomplish each task. Next, she adds indirect costs such as administrative costs and a reserve for contingencies to the total task cost and files her budget with the accounting department. In this scenario, Susan is using _____.
a) top-down budgeting
b) bottom-up budgeting
c) agile project budgeting
d) dynamic matrix budgeting
e) lateral budgeting

Answer: b
Response: See section 4.1
Level: difficult



50. 	Sean, a project manager, has to prepare the budget for a new project. He estimates the overall project cost by estimating the costs of the major tasks. He then gives these estimates to Raphael, an engineer who works under Sean, to split up the costs for each of the activities involved in accomplishing the major tasks.In this scenario, Sean is using _____.
a) top-down budgeting
b) bottom-up budgeting
c) agile project budgeting
d) dynamic matrix budgeting
e) lateral budgeting

Answer: a
Response: See section 4.1
Level: difficult




51. 	Rachel, a project manager, has undertaken a project to build a wall around a compound. She estimates that the cost of materials will be $520 and labor costs will be $10 for 20 hours. If the overheads for this project are 50 percent of the labor and material costs, the total cost will be:
a) $1080.
b) $1,560.
c) $880.
d) $780.
e) $960.

Answer: c
Response: See section 4.2
Level: difficult


52. 	Stefan, a project manager in a publishing company, has undertaken a project to translate a book in French into English and to sella million copies. He estimates that the cost of the materials will be $6000 and the project will require 30 hours of labor at $50 per hour. If the overheads for the project are estimated at a rate of 50 percent of the labor costs, the total cost of the project will be:
a) $1080.
b) $1,500.
c) $4,500.
d) $7,800.
e) $8,250.

Answer: e
Response: See section 4.2
Level: difficult



53. 	Victoria, an artisan who produces handcrafted furniture, has to carve six ornate chairs to go around a table.It takes her 10 hours to complete the first chair. She estimates that her learning rate is 80 percent. Given this information, Victoria should be able to make the second chair in _____.
a) 8 hours
b) 6.3 hours
c) 5.12 hours
d) 3 hours
e) 2.12 hours

Answer: a
Response: See section 4.3
Level: difficult




54. 	Pogmon Solutions, a computer manufacturer, is introducing a new product—a high-end gaming laptop. Its technicians take 21 hours to produce the first unit of the laptop, and the company follows a 78 percent learning curve. Given this information, the eighth unit of the laptop would approximately require _____.
a) 8 hours
b) 6 hours
c) 5 hours
d) 10 hours
e) 2 hours

Answer: d
Response: See section 4.3
Level: difficult



55. 	Devon, a project manager, is working on a software development project. He needs more coders to complete the project on time. As a result, he hires people and they are given on-the-job training by their coworkers. However, this significantly reduces the output of the team and leads to a delay in the project. The given scenario exemplifies:
a) integration management.
b) systems engineering.
c) themythical man-month effect.
d) theboomerang effect.
e) thesleeper effect.

Answer: c
Response: See section 4.3
Level: difficult



56. 	Victor, a project manager, is constructing a budget for a project to construct a house. He estimates that the materials will cost $100,000 and the project will require 15 people working 6 hours a day to ensure timely completion. He estimates the cost of labor at $15 per hour. Additional costs, safety equipment, and overheads are marked at a rate of 50 percent of direct labor. In this scenario, the total cost of the project will be_____.
a) $120,000
b) $102,025
c) $100,090
d) $100,900
e) $110,510

Answer: b
Response: See section 4.2
Level: difficult




57. 	Samuel, a project manager, and Martha, his subordinate, are working on a project. In the budgeting phase, Samuel is responsible for estimating the costs for Level 1 tasks and Martha is responsible for estimating the costsfor Level 2 tasks. While collating the data, Samuel finds that the total estimated cost for Level 1 tasks is much lower than the total estimated cost for Level 2 tasks. Which of the following is a reason for this discrepancy?
a) Subordinates tend to have more experience than higher management in allocating costs.
b) Project managers are naturally pessimistic and want to build in protection for everything that might possibly go wrong.
c) Subordinates are usually optimistic and never admit that details have been forgotten or that anything can or will go wrong.
d) Jobs always look easier, faster, and cheaper to the project manager than to the subordinates who have to do them.
e) Project managers and subordinates are often dishonest in their estimations.

Answer: d
Response: See section 4.2
Level: difficult



58.	A task is expected to take 20 hours of labor at $25 per hour.The required material cost is $500 and the organization charges 30% of direct labor for overhead.The total task cost is:
a) $500
b) $1,150
c) $1,250
d) $1,300
e) $1,500

Answer: b
Response: See section 4.2
Level: medium


59. 	There is a 30 percent chance that a new product development project will result in sales of $500,000 and a 70 percent chance that the project will result in sales of $100,000.What is the expected value of this project?
a) $220,000
b) $240,000
c) $300,000
d) $320,000
e) $340,000

Answer: a
Response: See section 4.5
Level: medium




60.	After major risk are identified which of the following data should NOT be obtained for analysis
a) probability of each risk occurring
b) Range or distribution of possible outcomes
c) probability of each outcome
d) the expected time of each outcome
e) the person responsible for each outcome

Answer: e
Response: See section 4.5
Level: medium



Short Answer

61. 	Define top-down and bottom-up budgeting.

Answer: Budgeting is the process of forecasting what resources a project will require, what quantities of each will be needed, when they will be needed, and how much they will cost. The top-down approach to budgeting is based on the collective judgments and experiences of top and middle managers concerning similar projects in the past. These managers estimate the overall project cost by estimating the costs of the major tasks.These estimates are then given to the next lower level of managers to split up among the tasks under their control, and so on, until all the work is budgeted.
In bottom-up budgeting, the work breakdown structure for the project identifies the elemental tasks, whose resource requirements are estimated by those responsible for executing them. The resources, such as labor and materials, are then converted to costs and aggregated to different levels of the project, eventually resulting in an overall direct cost for the project. The project manager then adds, according to organizational policy, indirect costs such as general and administrative, a reserve for contingencies, and a profit figure to arrive at a final project budget.
Response: See section 4.1
Level: medium



62. 	Define the term learning rate.

Answer: In general, it has been found that unit performance improves by a fixed percent each time the total production quantity doubles. More specifically, each time the output doubles, the worker hours per unit decrease by a fixed percentage of their previous value. This percentage is called the learning rate, and typical values runbetween 70 and 95 percent. The higher values are for more mechanical tasks, while the lower, faster-learning values are for more mental tasks such as solving problems.
Response: See section 4.3
Level: medium


63. 	Risk management includes what three areas?

Answer: In spite of the care and effort expended to create an accurate and fair budget, it is still only an estimate made under conditions of uncertainty. As projects are unique, risk pervades all elements of a project, and particularly the project’s goals of performance, schedule, and budget. 
There are three basic causes for change in projects and their budgets and/or schedules. Some changes are due to errors the cost estimator made about how to achieve the tasks identified in the project plan. Such changes are due to technological uncertainty: a building's foundation must be reinforced due to a fault in the ground that wasn't identified beforehand; a new innovation allows a project task to be completed easier than was anticipated, and so on.
Other changes result because the project team or client learns more about the nature of the scope of the project or the setting in which it is to be used. This derives from an increase in the team’s or client's knowledge or sophistication about the project deliverables. The medical team plans to use a device in the field as well as in the hospital. The chemists find another application of the granulated bed process if it is altered to include additional minerals.
The third source of change is the mandate: A new law is passed, a trade association sets a new standard, a governmental regulatory agency adopts a new policy. These changes alter the previous "rules of conduct" under which the project had been operating, usually to the detriment of the budget.
Response: See section 4.4
Level: medium




64. 	Explain how you would use the shape of a project’s life cycle to resolve budget conflicts between a superior and subordinate.

Answer: If a project's life cycle is S-shaped, then with a somewhat reduced level of resources, a smaller than proportional cut will be made in the project's objectives or performance. This will likely not be a big problem. If the project's life cycle is J-shaped, the impact of inadequate resources will be serious and a larger than proportional cut will be made in the project's performance. The same effect occurs during an "economy drive" when a senior manager decrees an across-the-board budget cut for all projects of, say, 5 or 10 percent. For a project with a J-shaped life cycle, the result is disaster. It is not necessary to know the actual shape of a project's life cycle with any precision. One needs merely to know the probable curvature (concave or convex to the baseline) of the last stage ofthe cycle for the project being considered. The message here is that for projects with S-shaped life cycles, the top-down budgeting process is probably acceptable. For J-shaped life-cycle projects, it is dangerous for upper management not to accept the bottom-up budget estimates. At the very least,management should pay attention when the project manager complains that the budget is insufficient to complete the project.
Response: See section 4.2
Level: medium


65. 	Briefly contrast the three different perspectives cost can be viewed from.

Answer: In the process of gaining familiarity with project budgeting, the project manager (PM) will discover that cost may be viewed from three different perspectives. The PM recognizes a cost once a commitment is made to pay someone for resources or services, for example when a machine is ordered. The accountant recognizes an expense when an invoice is received—not, as most people believe, when the invoice is paid. The controller perceives an expense when the check for the invoice is mailed. The PM is concerned with commitments made against the project budget. The accountant is concerned with costs when they are actually incurred. The controller is concerned with managing the organization's cash flows. Because the PM must manage the project, it is advisable for the PM to set up a system that will allow him or her to track the project's commitments.
Response: See section 4.1
Level: medium


66. 	Contrast between activity budgeting and program budgeting.

Answer: Traditional organizational budgets are typically activity oriented and based on historical data accumulated through an activity-based accounting system. Individual expenses are classified and assigned to basic budget lines such as phone, materials, fixed personnel types (salaried, exempt, etc.), or to production centers or processes. These lines are then aggregated and reported by organizational units such as departments or divisions.
Project budgets can also be presented as activity budgets. When multiple projects draw resources from several different organizational units, the budget may be divided between these multiple units in some arbitrary fashion, thereby losing the ability to control project resources as well as the reporting of individual project expenditures against the budget.This difficulty gave rise to program budgeting. Here the program-oriented project budget is divided by task and expected time of expenditure, thereby allowing aggregation across projects. Budget reports are shown both aggregated and disaggregated by "regular operations," and each of the projects has its own budget.
Response: See section 4.2
Level: medium


67. 	Briefly explain how learning curves can help improve the cost estimating process.

Answer: The use of learning curves in project management has increased greatly in recent years. For instance, methods have been developed to approximate composite learning curves for entire projects, for approximating total costs from the unit learning curve, and for including learning curve effects in critical resource diagramming.
The conclusion is that the effects of learning, even in "one-time" projects, should not be ignored. If costs are underestimated, the result will be an unprofitable project and senior management will be unhappy. If costs are overestimated, the bid will be lost to a savvier firm and senior management will be unhappy.
Response: See section 4.3
Level: medium


68. 	Explain how budget uncertainty changes as a project progresses.

Answer: In spite of the care and effort expended to create an accurate and fair budget, it is still only an estimate made under conditions of uncertainty. Because projects are unique, risk pervades all elements of a project, and particularly the project's goals of performance, schedule, and budget.
It seems that more things can go wrong in a project and drive up the cost than can go right to keep down the cost. As the project unfolds, the cost uncertainty decreases as the project moves toward completion. Each estimate of the costbegins at the actual cost to date and estimates only the remaining cost to completion. The further the project progresses, the less the uncertainty in the final project cost. It is common in project management to make new forecasts about project completion time and cost at fixed points in the project life cycle, or at special milestones.
The reasons for cost uncertainty in a project are many: prices may escalate, different resources may be required, the project may take a different amount of time than we expected, thereby impacting overhead and indirect costs, and on and on.
Response: See section 4.4
Level: medium



69.	How can you handle changes in the project budget?

Answer: The best approach to handle changes in a project's budget is to prepare for change ahead of time by including provisions in the original contract for such changes. The easiest change to handle is when the change is the result of an increased specification by the client, yet even these kinds of changes are often mishandled by the project organization. The best practice is to include in the contract a formal change control procedure that allows for renegotiation of price and schedule for client-ordered changes in performance.
More difficult changes are those resulting from misunderstood assumptions, technological uncertainty, and mandates. Assumptions and some technological uncertainties are most easily handled by carefully listing all the assumptions, including those regarding technology, in the contract and stating that if these assumptions fail to hold, the project's cost and schedule may have to be adjusted.
Mandates are the most difficult to accommodate because they can affect anything about the project and usually come without warning. The shorter the project duration, however, the less likely an unexpected mandate will impact the project. Thus, when contracting for a project of extended duration, it is best to divide it into shorter segments and contract for only one segment at a time.
Response: See section 4.4
Level: medium

70.	Explain the concept of Brook’s “mythical man month.”

Answer: Brook's "mythical man-month" effect, which was discoveredin the IT field but applies just as well in projects,suggests that as workers are hired, either foradditional capacity or to replace those who leave, they require training in the projectenvironment before they become productive. The training isinformal on-the-job training conducted by their coworkers who must take time from their ownproject tasks, thus resulting in ever more reduced capacity as more workers are hired.
Response: See Section 4.3
Level: medium

Chapter 5: Scheduling the Project



True/False

[bookmark: OLE_LINK3][bookmark: OLE_LINK4][bookmark: OLE_LINK5][bookmark: OLE_LINK6]1. 	When it was originally developed, PERT used certain (deterministic) methods to estimate activity duration.

Answer: False
[bookmark: OLE_LINK13][bookmark: OLE_LINK14]Response: See section 5.1
Level: medium



[bookmark: OLE_LINK11][bookmark: OLE_LINK12][bookmark: OLE_LINK7][bookmark: OLE_LINK8][bookmark: OLE_LINK9][bookmark: OLE_LINK10]2. 	AON and AOA networks can both be used to depict any project network.

Answer: True
[bookmark: OLE_LINK21][bookmark: OLE_LINK22]Response: See section 5.1
Level: medium



[bookmark: OLE_LINK15][bookmark: OLE_LINK16][bookmark: OLE_LINK19][bookmark: OLE_LINK20][bookmark: OLE_LINK17][bookmark: OLE_LINK18]3. 	The shortest time to complete a network is equal to the duration of the longest path through the network.

Answer: True
[bookmark: OLE_LINK25][bookmark: OLE_LINK26]Response: See section 5.1
Level: medium



[bookmark: OLE_LINK23][bookmark: OLE_LINK24]4. 	Critical path tasks always have zero slack.

Answer: True
[bookmark: OLE_LINK38][bookmark: OLE_LINK39]Response: See section 5.1
Level: medium



[bookmark: OLE_LINK27][bookmark: OLE_LINK28][bookmark: OLE_LINK35][bookmark: OLE_LINK36][bookmark: OLE_LINK29][bookmark: OLE_LINK30][bookmark: OLE_LINK31][bookmark: OLE_LINK32][bookmark: OLE_LINK33][bookmark: OLE_LINK34][bookmark: OLE_LINK37]5. 	To manage a project successfully, the project manager need only pay close attention to tasks on the critical path.

Answer: False
[bookmark: OLE_LINK42][bookmark: OLE_LINK43]Response: See section 5.1
Level: medium



[bookmark: OLE_LINK185][bookmark: OLE_LINK186][bookmark: OLE_LINK40][bookmark: OLE_LINK41]6. 	“Merger” is a term used to describe the situation in which two or more paths in a network join together.

	Answer: True
[bookmark: OLE_LINK46][bookmark: OLE_LINK47]	Response: See section 5.2
Level: easy



[bookmark: OLE_LINK44][bookmark: OLE_LINK45]7. 	If task duration estimates are carefully made, the project manager needs to only examine the critical path when conducting a risk analysis.

Answer: False
Response: See section 5.2
Level: medium



[bookmark: OLE_LINK50][bookmark: OLE_LINK51][bookmark: OLE_LINK48][bookmark: OLE_LINK49]8. 	The actual project duration will be known with certainty after the project is completed.

Answer: True
Response: See section 5.3
Level: medium



[bookmark: OLE_LINK52][bookmark: OLE_LINK53]9. 	Milestones cannot be identified on a Gantt Chart.

Answer: False
Response: See section 5.4
Level: medium



10. 	It is easiest to see lead and lag time in a project task on a PERT/CPM networks.

Answer: False
[bookmark: OLE_LINK54][bookmark: OLE_LINK55]Response: See section 5.5
Level: medium



11. 	A start-to-finish linkage is the most common way of linking to successive task.

Answer: False
Response: See section 5.5
Level: medium



[bookmark: OLE_LINK63][bookmark: OLE_LINK64][bookmark: OLE_LINK61][bookmark: OLE_LINK62][bookmark: OLE_LINK58][bookmark: OLE_LINK59][bookmark: OLE_LINK56][bookmark: OLE_LINK57][bookmark: OLE_LINK60]12. 	The formula for the expected time of an activity in a network assumes that the optimistic, pessimistic, and most likely time estimates have a Beta distribution.

Answer: True
Response: See section 5.2
Level: medium



[bookmark: OLE_LINK65][bookmark: OLE_LINK66]13. 	A project schedule is a project action plan converted into a timetable.

Answer: True
[bookmark: OLE_LINK72][bookmark: OLE_LINK73]Response: See section 5.1
Level: medium



[bookmark: OLE_LINK70][bookmark: OLE_LINK71][bookmark: OLE_LINK78][bookmark: OLE_LINK67][bookmark: OLE_LINK68][bookmark: OLE_LINK69]14. 	A Gantt chart cannot depict a critical path, only a PERT/CPM chart can.

Answer: False
[bookmark: OLE_LINK76][bookmark: OLE_LINK77][bookmark: OLE_LINK79][bookmark: OLE_LINK80]Response: See section 5.4
Level: medium



[bookmark: OLE_LINK74][bookmark: OLE_LINK75]15. 	The difference between the LST and EST is called slack.

Answer: True
[bookmark: OLE_LINK81][bookmark: OLE_LINK82]Response: See section 5.1
Level: medium



16. 	A disadvantage of Gantt charts is that they are hard to draw.

Answer: False
Response: See section 5.4
Level: medium



17. 	The difference between LST and LFT is called slack.

Answer: False
[bookmark: OLE_LINK86][bookmark: OLE_LINK87][bookmark: OLE_LINK92]Response: See section 5.1
Level: medium



[bookmark: OLE_LINK83][bookmark: OLE_LINK84][bookmark: OLE_LINK85]18. 	Standard Pert/CPM networks can be use to resolve probabilistic concerns.

Answer:True
[bookmark: OLE_LINK90][bookmark: OLE_LINK91]Response: See section 5.1
Level: medium


[bookmark: OLE_LINK88][bookmark: OLE_LINK89]19. 	Technical dependencies are often harder to see on a Gantt chart than on a PERT/CPM network.

Answer: True
Response:See section 5.4
	Level: medium



20. 	The difference between EST and LFT is called slack.

Answer: False
Response: See section 5.1
Level: medium



21. 	The difference between LFT and EFT is called slack.

Answer: True
[bookmark: OLE_LINK95][bookmark: OLE_LINK96]Response: See section 5.1
Level: medium



[bookmark: OLE_LINK93][bookmark: OLE_LINK94]22. 	A big advantage of AON networks is that they are easier to draw.

Answer: True
[bookmark: OLE_LINK103][bookmark: OLE_LINK104]Response: See section 5.1
Level: medium




[bookmark: OLE_LINK99][bookmark: OLE_LINK100][bookmark: OLE_LINK97][bookmark: OLE_LINK98][bookmark: OLE_LINK101][bookmark: OLE_LINK102]23. 	The tasks of project planning, project budgeting, and project scheduling are largely separable from one another.

Answer: False
[bookmark: OLE_LINK105][bookmark: OLE_LINK106]Response: See section 5.1
Level: medium




24. 	An event is a series of connected activities.

Answer: False
[bookmark: OLE_LINK109][bookmark: OLE_LINK110]Response: See section 5.1
Level: easy


[bookmark: OLE_LINK107][bookmark: OLE_LINK108]25. 	A disadvantage of using beta distribution to approximate activity times is that it is generally less flexible than the normal distribution.

Answer: False
[bookmark: OLE_LINK113][bookmark: OLE_LINK114]Response: See section 5.2
Level: medium




[bookmark: OLE_LINK111][bookmark: OLE_LINK112]26. 	The simulation approach is generally preferred over the statistical method.

Answer: True
[bookmark: OLE_LINK117][bookmark: OLE_LINK118][bookmark: OLE_LINK125]Response: See section 5.3
Level: medium




[bookmark: OLE_LINK115][bookmark: OLE_LINK116]27. 	Technical dependencies are generally easier to see on a Gantt chart than on PERT/CPM networks.

Answer: False
Response: See section 5.3
Level: medium



[bookmark: OLE_LINK119][bookmark: OLE_LINK120][bookmark: OLE_LINK123][bookmark: OLE_LINK124][bookmark: OLE_LINK121][bookmark: OLE_LINK122]28. 	The start-to-finish linkage is used in situations where is it desirable for two or more activities to finish at the same time.

Answer: False
Response: See section 5.5
Level: medium



[bookmark: OLE_LINK126][bookmark: OLE_LINK127]29. 	Milestones are not depended upon the predecessor activities in the project plan.

Answer: false
Response: See section 5.1
Level: medium



[bookmark: OLE_LINK128][bookmark: OLE_LINK129]30. 	Another name for total slack is free slack.

Answer: False
[bookmark: OLE_LINK134][bookmark: OLE_LINK135]Response: See section 5.1
Level: medium


[bookmark: OLE_LINK132][bookmark: OLE_LINK133][bookmark: OLE_LINK130][bookmark: OLE_LINK131]31.	A diagram of nodes connected by directional arcs that defines the project and illustrates the technical of all activities is referred to as a network.

Answer: True
[bookmark: OLE_LINK136][bookmark: OLE_LINK137]Response: See section 5.1
Level: medium


32.	Networks are usually drawn with a “Start” node to the right and a “Finish” node to the left.

Answer: False
[bookmark: OLE_LINK138][bookmark: OLE_LINK139]Response: See section 5.1
Level: medium



33.	A situation where two or more activities have the same starting and finishing nodes or where a single activity connects to two or more nodes is called a dummy task

Answer: true
[bookmark: OLE_LINK144][bookmark: OLE_LINK145]Response: See section 5.1
Level: medium



[bookmark: OLE_LINK140][bookmark: OLE_LINK141][bookmark: OLE_LINK142][bookmark: OLE_LINK143]34.	The movement from left to right through the network beginning with the start node that calculates the LS and LF for each activity is known as “FORWARD PASS”

Answer: False
[bookmark: OLE_LINK146][bookmark: OLE_LINK147]Response: See section 5.1
Level: medium



35.	Float refers to the amount of time a noncritical task can be delayed without causing a delay in the entire project.

Answer: True
[bookmark: OLE_LINK150][bookmark: OLE_LINK151]Response: See section 5.1
Level: medium



[bookmark: OLE_LINK148][bookmark: OLE_LINK149]36.	The amount of time an activity can be delayed without affecting the start time of any successor activity is known as free slack.

Answer: True
Response: See section 5.1
Level: easy


[bookmark: OLE_LINK152][bookmark: OLE_LINK153]37.	Events in a project consume no resources or time.

Answer: True
Response: See section 5.1
Level: medium


Multiple Choice











[bookmark: OLE_LINK1][bookmark: OLE_LINK2]38. 	Technical dependencies on a project plan are easiest to see on a:
a) Gantt chart
b) Cost chart
c) PERT/CPM chart
d) Work Breakdown Structure
e) RACI Matrix

Answer: c
Response: Seesection 5.4
Level: medium



39. 	PERT was originally used for what type of project?
a) construction
b) R & D
[bookmark: OLE_LINK158][bookmark: OLE_LINK159]c) military
d) computer software development
e) advertising

Answer: c
Response: See section 5.1
Level: medium









40. 	Which of the following terms is most closely associated with a task required by the project?
[bookmark: OLE_LINK164][bookmark: OLE_LINK165]a) activity
b) event
c) milestone
d) network
e) path

Answer: a
Response: See section 5.1
Level: easy



[bookmark: OLE_LINK168][bookmark: OLE_LINK169][bookmark: OLE_LINK166][bookmark: OLE_LINK167]41. 	What is the expected time to complete a task with an optimistic, most likely, and pessimistic times of 3, 4, and 7 days respectively?
a) 3
b) 4
c) 4.3
d) 4.7
e) 7

Answer: c
Response: See section 5.2
Level: medium



42. 	What is the standard deviation of a task with optimistic, most likely, and pessimistic times of 3, 4, and 7 days respectively assuming the estimates were made at the 99% plus level?
a) .444
b) .667
c) 1.212
d) 1.469
e) 1.540

Answer: b
Response: See section 5.2
Level: medium



43. 	The amount of time a noncritical task can be delayed without delaying the project is called?
a) surplus
b) flop
c) slack
d) critical time
e) safety

Answer: c
Response: See section 5.1
Level: medium



44. 	Slack is calculated as?
a) LFT - EST
b) LFT - LST
c) LST - LFT
d) LFT - EFT
e) EFT - EST

Answer: d
Response: See section 5.1
Level: medium




45. 	A Term not used in the discussion of PERT/CPM analysis is
a) Activity
b) Events
c) Critical Path
[bookmark: OLE_LINK170][bookmark: OLE_LINK171][bookmark: OLE_LINK172]d) Sensitivity path
e) networks

Answer: d
[bookmark: OLE_LINK173][bookmark: OLE_LINK174]Response: See section 5.1
Level: medium


46. 	An identifiable state resulting from the completion of one or more activities is called?
a) an event
b) an activity
c) a milestone
d) a path
e) the critical path

Answer: a
Response: See section 5.1
Level: medium


47. 	Organ Bennett Inc., a public relations firm, is working on a project to improve the brand image of Sizil, a client firm, over a period of a year. The project requires Organ Bennett to organize a press conference to announce the launch of Sizil's new product. The project members need to invite reporters for the same. In the context of the language of the Program Evaluation and Review Technique (PERT) and the Critical Path Method (CPM), inviting reporters is most likely a(n) _____.
a) event
b) activity
c) network
d) milestone
e) float

Answer: b
Response: See section 5.1
Level: difficult


48. 	Rico Gen, a sports apparel manufacturing company, maintains a target of increasingits sales by 20 percent per month to achieve its goal of expanding its business in the international market. In the context of the language of the Program Evaluation and Review Technique (PERT) and the Critical Path Method (CPM), the monthly targets achieved by Rico Gen are known as _____.
a) activities
b) floats
c) activity slacks
d) milestones
	e) paths

Answer: d
Response: See section 5.1
Level: difficult


49. 	Paul, the marketing manager of a food company, created a diagram of nodes to represent the marketing process for a new product of the company. Each node represented an activity in the marketing process, and an arc joined each node. He used this diagram to demonstrate the objectives of the marketing process. In the context of the language of the Program Evaluation and Review Technique (PERT) and the Critical Path Method (CPM), the diagram used by Paul is known as a _____.
a) network
b) flowchart
c) Gantt chart
d) Smith chart
e) control chart

Answer: a
Response: See section 5.1
Level: difficult


50. 	VeritaNist, an automobile company, sought to improve the production time and quality of its products within a year. In the first month, the company installed five new assembling machines. This reduced the production time by 15 percent. In the context of the language of the Program Evaluation and Review Technique (PERT) and the Critical Path Method (CPM), this decrease in the production time of VeritaNist's products is an example of a(n) _____.
a) task
b) activity
c) critical path
d) event
e) throughput

Answer: d
Response: See section 5.1
Level: difficult


51. 	MinksetBlu, a textile company, wants to improve its sales over a span of four years. In the first year, the company installs new looming machines that improve the production cost. However, it takes two years for the company to establish a liaison with online retailers to improve the accessibility of its products. This delays the company's goal of improving sales by a year. In the context of the language of the Program Evaluation and Review Technique (PERT) and the Critical Path Method (CPM), the set of activities that cause the delay are part of _____.
a) the Smith chart
b) the Portolan chart
c) thecritical path
d) the throughput process
e) the control chart

Answer: c
Response: See section 5.1
Level: difficult


52.	NessageMique, a niche fashion boutique, displays its production process by using a network of nodes and arrows. The nodes are used to depict the state of completion of various activities and the arrows are used to depict their order of precedence. Which of the following project networks is NessageMique using in the given scenario?
a) An event-on-arrow network
[bookmark: OLE_LINK204][bookmark: OLE_LINK205]b) A time-on-arrow network
[bookmark: OLE_LINK200][bookmark: OLE_LINK201]c) An activity-on-node network
[bookmark: OLE_LINK196][bookmark: OLE_LINK197][bookmark: OLE_LINK206]d) A time-on-node network
e) An activity-on-arrow network

Answer: e
Response: See section 5.1
Level: difficult


53. 	Miros Inc., a recording studio, displays its recording process by using a network of nodes and arrows. The nodes are used to depict the activities involved in recording a song, such as setting up the instruments, and the arrows are used to depict the order of precedence of the activities. Which of the following project networks is Miros using in the given scenario?
a) A time-on-node network
b) An activity-on-arrow network
c) A time-on-arrow network
d) An activity-on-node network
e) An event-on-node network

Answer: d
Response: See section 5.1
Level: difficult


54. 	Ben is part of a new project in his company. He is asked to complete a task within two days, but he is only able to finish it in three days. Since the task assigned to him is noncritical in nature, the extra day taken by Ben does not cause a delay in the project. In this scenario, the additional day taken by Ben is known as _____.
a) flow time
b) throughput
c) slack
d) critical time
e) flowgrind

Answer: c
Response: See section 5.1
Level: difficult


55. 	Consider a project network that begins with activity A and is followed by activity B. Activity A takes 6 days to finish. If the earliest start time for activity B is 6 days and the latest start time for it is 10 days, activity B has a slack of _____.
a) 16 days
b) 4 days
c) 10 days
d) 2 days
e) 12 days

Answer: b
Response: See section 5.1
Level: difficult


56. 	Consider a project network that begins with activity X and is followed by activity Y. The earliest start time for activity X is 5 days and it will take 3 days to be completed. The earliest start time for activity Y is 12 days. Given this information, activity X has _____ of free slack.
a) 20 days
b) 4 days
c) 12 days
d) 9 days
e) 15 days

Answer: b
Response: See section 5.1
Level: difficult



Short Answer

[bookmark: OLE_LINK177][bookmark: OLE_LINK178]57. 	Define the term critical path.

[bookmark: OLE_LINK175][bookmark: OLE_LINK176]Answer:Critical path is the set of activities on a path from the project’s start event to its finish event that, if delayed, will delay the completion date of the project.
Response: See section 5.1
Level: easy


58. 	What is activity slack?

[bookmark: OLE_LINK213][bookmark: OLE_LINK214]Answer:The amount of time a noncritical task of a project can be delayed without delaying the project is called slack or float. The slack for any activity is easily calculated as latest start time (LS) – earliest start time (ES) = latest finish time (LF) – earliest finish time (EF) = slack.
It should be clear that for any task on the critical path, its LF must be the same as its EF. It therefore has zero slack. But for activities not on the critical path, the LF and EF (or the LS and ES) will differ and this difference is the activity slack.
Response: See section 5.1
Level: easy


[bookmark: OLE_LINK179][bookmark: OLE_LINK180]59. 	What is a Gantt chart?

Answer:A Gantt chart displays project activities as bars measured against a horizontal time scale. It is the most popular way of exhibiting sets of related activities in the form of schedules.It is easily constructed and read. It can contain a considerable amount of information and is an excellent communication device about the state of a project.
Response: See section 5.4
Level: easy


[bookmark: OLE_LINK183][bookmark: OLE_LINK184][bookmark: OLE_LINK181][bookmark: OLE_LINK182]60. 	What are the four methods of linking steps in a project using precedence diagramming?

Answer: The four methods of linking steps in a project using precedence diagramming are finish to start, start to start, finish to finish, and start to finish.
Response: See section 5.5
Level: easy


61. 	Contrast total slack and free slack.

Answer: The amount of time a noncritical task can be delayed without delaying the project is called slack or float. Free slack is defined as the time an activity can be delayed without affecting the start time of any successor activity.
Response: See section 5.1
Level: medium


[bookmark: OLE_LINK189][bookmark: OLE_LINK190][bookmark: OLE_LINK193][bookmark: OLE_LINK191][bookmark: OLE_LINK192]62. 	Contrast the traditional statistical approach to calculating the probability of completing a project by a specified time with the simulation approach.

Answer:The simulation approach has a direct way of circumventing the assumption of statistical independence if the assumption is not realistic. With simulation, one simply includes the activity or path dependencies as a part of the simulation model. The dependencies are modeled by expressing the functional relationship between the activities or paths along with its distribution, mean, and variance so that it may become a variable in the simulation. While this can be done in the statistical approach also, it is much more difficult to handle. 
Using the statistical process, the analyst must find the mean time and variance for each path. Using simulation, the computer selects a sample from the distribution of activity times for each activity and then calculates the path duration for each path enumerated.
Response: See section 5.2
Level: medium


[bookmark: OLE_LINK194][bookmark: OLE_LINK195]63. 	Why should we only draw the Gantt chart after we have drawn the network for the project?

Answer:The Gantt chart is an excellent device to aid in monitoring a project and/or in communicating information on its current state to others. Gantt charts, however, are not adequate replacements for networks. They are complementary scheduling and control devices.
Response: See section 5.4
Level: medium


[bookmark: OLE_LINK259][bookmark: OLE_LINK260][bookmark: OLE_LINK261][bookmark: OLE_LINK262][bookmark: OLE_LINK263][bookmark: OLE_LINK264][bookmark: OLE_LINK257][bookmark: OLE_LINK258][bookmark: OLE_LINK265][bookmark: OLE_LINK266]64. 	What assumptions are made about the probabilities of the optimistic and pessimistic times in the standard formula for calculating the variance of a particular activity?Explain how the formula can be modified to accommodate different assumptions.

Answer:Assume that all possible durations (or all possible costs) for some task can be represented by a statistical distribution.The individual or group making the estimates is asked for a task duration, a, such that the actual duration of the task will be a or lower. Thus a is an optimistic estimate. The pessimistic estimate, b, is an estimated duration for the same task such that the actual finish time will be b or greater. The most likely or normal duration is m, which is the mode of the distribution.The mean of this distribution, also referred to as the “expected time,” TE, can easily be found in the following way:
TE= (a+ 4m+b)/6
[bookmark: OLE_LINK267][bookmark: OLE_LINK268]This calculation gives an approximation of the mean of a beta distribution.The calculation itself is merely a weighted average of the three time estimates, a, m, and b using weights of 1-4-1, respectively.We can also approximate the standard deviation, σ, of the beta distribution as:
[bookmark: OLE_LINK269][bookmark: OLE_LINK270]σ = (b – a)/6
In this case, the “6” is not a weighted average but rather an assumption that the range of the distribution covers six standard deviations (6σ). It follows that the variance ofthis distribution is estimated as:
[bookmark: OLE_LINK271][bookmark: OLE_LINK272]Var = σ² = ((b – a)/6)²
The assumption that the range of the distribution, b– a, covers six standard deviations is important. It assumes that the estimator actually attempted to judge a andb so that 99.7 percent of all cases were greater than a and less than b.99.7 percent translates to “almost never outside the range,” (three standard deviations) leading to estimates of a and b that are so small and large, respectively, as to be nearly useless.
[bookmark: OLE_LINK273][bookmark: OLE_LINK274]But estimators are not so uncomfortable making estimates at the 95 (or 90) percent levels where a is estimated so that 5 (or 10) percent of all cases are less than a, and 5(or 10) percent are greater than b. These estimates are within the range of everyday experience. These levels, however, do not cover 6σ, so using the above formula forfinding the standard deviation will result in a significant underestimation of theuncertainty associated with activity durations and cost estimates. Correcting for sucherrors is simple. If a andb estimates are made at the 95 percent level, the followingshould be used to find σ (and squared to find the variance):
σ = (b – a)/3.3
If estimates of a and b are made at the 90 percent level
σ = (b–a)/2.6
Response: See section 5.2
Level: medium


65. 	Explain why the term critical path has less meaning in cases where the activity times are not known with certainty.

Answer:There are several problems with using probabilistic activity times to find the critical path. For example, given the uncertainty in path durations, we cannot be sure that a particular path is actually the critical path. One of the other paths may turn out to be longer when the project is actually carried out. We should remember that start and finish times are estimates and that the activity durations are ranges, not point estimates. We refer to a particular path as the critical path solely because it is customary to call the path with the longest expected time the “critical path.” Again, only after the fact do we know which path was actually the critical path. The managerial implication of this caveat is that the project manager must carefully manage all paths that have a reasonable chance of being the actual critical path. It is also well to remember that in reality all projects are characterized by uncertainty. Sometimes, with routine maintenance projects, for example, activity variances are quite small, but they are rarely zero.
Response: See section 5.2
Level: medium


66. 	What is a merger and what problems do mergers create?

Answer:The term merger is used to describe a situation in which two or more paths in a network join.When two or more paths through a network join, even at the end of the network, paths that have little slack and/or high variance may become critical simply by chance.
Response: See section 5.2
Level: medium


67.	Why is it necessary for the project manager (PM) to be aware and to manage the slack in the project?

Answer:The PM’s primary attention must be paid to activities on the critical path. If anything delays one of these activities, the project will be late. At the start of the project, the PM should correctly note that activity a is on the critical path and b is not. The question at this stage would be whether or not any resources reserved for use on b can be borrowed for a few days to work on a and thereby shorten its duration. The nature of b’s resources and a’s technology will dictate whether or not this is possible. If a, for example, could be shortened a day by using b’s resources for 4 days, the critical path would be shortened by a day. This would cause no problem for b, which had 7 days of slack. If the delivery date for the project remains the same, the entire project would then have a day of slack. The presence of project slack tends to lower the PM’s pulse rate and blood pressure. 
Response: See section 5.1
Level: medium


Chapter 6: Allocating Resources to the Project 


True/False


1. 	The amount of resources a project can use depends in part on the timing of the allocation.

Answer: True
Response: See section 6.1
Level: medium


2. 	Projects often compete with each other for the same resources.

Answer: True
Response: See section 6.1
Level: easy


3. 	For resources that are consumed when used, the problem is which project gets to use the resource first and which must wait.

Answer: False
Response: See section6.1
Level: medium


4. 	Trade-offs must be made in order to optimize the use of limited resources.

Answer: True
Response: See section 6.1
Level: medium


5. 	If resources were not scarce, the resource allocation problem would be concerned solely with profit maximization.

Answer: True
Response: See section 6.1
Level: medium 


6. 	If resources were not scarce, the resource allocation problem would be concerned solely with cost minimization.

Answer: False
Response: See section 6.1
Level: difficult


7. 	A project that must be completed by a fixed time is referred to as resource constrained.

Answer: False
Response: See section 6.1
Level: medium


8. 	All projects are carried out under conditions of uncertainty.

Answer: True
Response: See section 6.1
Level: medium


9. 	All tasks can be crashed to some extent.

Answer: False
Response: See section 6.1
Level: medium


10. 	The time to complete a task with normal or standard-practice resource usage is referred to as the crash duration.

Answer: False
Response: See section 6.1
Level: medium


11. 	When crashing a task, the usual assumption is that a task is crashed the full amount or none at all.

Answer: False
Response: See section 6.1
Level: medium


12. 	Often it is beneficial to crash activities not on the critical path.

Answer: False
Response: See section 6.1
Level: medium


13. 	It is considered good management to crash the least costly activities before the more costly ones.

Answer: True
Response: See section 6.1
Level: medium


14. 	The CPM method cannot be used when task durations are probabilistic.

Answer: False
Response: See section 6.1
Level: medium


15. 	The variance of the normal time can be quite different from the variance of the crash time.

Answer: True 
Response: See section 6.1
Level: medium


16. 	Good project managers are able to estimate project task times with absolute certainty.

Answer: False
Response: See section 6.2
Level: medium


17. 	Fast-tracking a project is used primarily in the pharmaceutical industry.

Answer: False
Response: See section 6.1
Level: medium


18. 	When the work is routine, fast-tracking rarely causes serious problems.

Answer: True
Response: See section 6.1
Level: medium


19. 	Resource loading refers to the amounts of specific resources that are scheduled for use on specific activities or projects at specific times.

Answer: False
Response: See section 6.2
Level: medium


20. 	Resource loading refers to the amounts of specific resources that are scheduled for use on specific activities or projects at specific times.

Answer: True
Response: See section 6.2
Level: easy



21. 	One limitation of Microsoft Project is that all resources must share the same availability calendar.

Answer: False
Response: See section 6.2
Level: medium


22. 	Microsoft Project allows the project manager to create an individual availability calendar for each resource on the project

Answer: True
Response: See section 6.2
Level: medium


23. 	A task’s duration is a function of both the amount of labor required to complete the task as well as the calendar time required to complete it.

Answer: True
Response: See section 6.3
Level: medium 


24. 	A resource allocation decision may be intended to avoid a future problem rather than correct a current problem.

Answer: True
Response: See section 6.3
Level: medium


25. 	In general, steady state demand for human resources is highly desirable.

Answer: True
Response: See section 6.3
Level: medium


26. 	Pools of like resources from which labor can be added temporarily to projects tend to increase costs for the firm as a whole.

Answer: False
Response: See section 6.3
Level: medium


27. 	Pools of like workers are most useful when labor is subdivided into highly specialized subtasks.

Answer: False
Response: See section 6.3
Level: difficult


28. 	Applying “line balancing” techniques to balance the capacity of a project typically yields significant benefits.

Answer: False
Response: See section 6.3
Level: medium


29. 	A limitation associated with traditional approaches to project management is that the dependency between resources and tasks is often ignored.

Answer: True
Response: See section 6.6
Level: medium


30. 	The as late as possible priority rule is considered the standard scheduling rule.

Answer: False
Response: See section 6.4
Level: medium


31.	Crashing non-critical activities will influence project duration.

Answer: False
Response: See section 6.1
Level: medium


32.	The process of line balancing is when individual production lines are made to generate the required amount of product with a little excess capacity as possible.

Answer: True
Response: See section 6.3
Level: medium


33.	The shortest duration task first rule minimizes the number of tasks that can be completed by a system in a given time period.

Answer:  false
Response: See section 6.4
Level: medium


34.	Activities that have duration but do not require resources are referred to as pseudoactivities.

Answer: true
Response: See section 6.4
Level: medium


35.	According to research minimum slack rule is the overall best priority rule.

Answer: true
Response: See section 6.4
Level: medium


Multiple Choice

36.  	Allocating specific, limited resources to specific activities is called…
a) resource allocation
b) resource leveling
c) resource tracking
d) expediting a project
e) crashing a project

Answer: a
Response: See section 6.1
Level: easy


37. 	The primary cause of concern in resource allocation is…
a) labor cost
b) resource scarcity
c) lack of solution methodologies
d) parallel activities
e) equipment downtime

Answer: b
Response: See section 6.1
Level: medium


38. 	A project that must be completed by a specific time is considered…
a) time constrained
b) schedule constrained
c) resource constrained
d) performance constrained
e) critically constrained

Answer: a
Response: See section 6.1
Level: medium


39. 	The task duration with standard-practice resource usage is referred to as the…
a) expected task duration
b) nominal task duration
c) crash duration
d) normal task duration
e) planned task duration

Answer: d
Response: See section 6.1
Level: medium


40. 	A task has a normal duration of 9 days and a crash duration of 7 days.  Its normal cost is $40 and its crash cost is $100.  What is the crash cost per day?
a) $140
b) $70
c) $50
d) $40
e) $30

Answer: e
Response: See section 6.1
Level: medium


41. 	Starting the building phase before the design and planning phases is called…
a) operations overlapping
b) concurrent engineering
c) fast-tracking
d) concurrent construction
e) construction overlapping

Answer: c
Response: See section 6.1
Level: medium


42. 	Which of the following priority rules makes resources available so that activities start on their LSTs whenever possible without increasing the project’s duration?
a) as soon as possible
b) as late as possible
c) shortest task duration first
d) minimum slack first
e) most critical successor

Answer: b
Response: See section 6.4
Level: medium


43.	Which of the following rules maximizes the number of tasks that can be completed by a system in a given period of time?
a) as soon as possible
b) as late as possible
c) shortest task duration first
d) minimum slack first
e) most critical successor

Answer: c
Response: See section 6.4
Level: medium

44.   	Which of the following is a measure of the amount by which a project is delayed by application of a leveling rule?
a) schedule inflation
b) schedule progression
c) schedule efficacy
d) schedule efficiency
e) schedule slippage

Answer: e
Response: See section 6.5
Level: medium


45.	According to research, the best overall priority rule is…
a) as soon as possible
b) as late as possible
c) shortest task duration first
d) minimum slack first
e) most critical successor

Answer: d
Response: See section 6.4
Level: medium


46.	The practice of assigning project team members to multiple projects is called…
a) concurrent engineering
b) parallel activities
c) fast-tracking
d) project crashing
e) multitasking

Answer: e
Response: See section 6.6
Level: medium


47.	The safety time added to chains other than the critical chain is called…
a) feeding buffer
b) project buffer
c) path buffer
d) critical buffer
e) team buffer

Answer: a
Response: See section 6.6
Level: medium



48.	All of the following are criteria available to help choose the priority rule mentioned in the textbook except;
a) Schedule slippage
b) Project cost
c) resource utilization
d) in-process inventory

Answer: b
Response: See section 6.4
Level: medium


49. 	A project that must be completed within the specified performance requirements is considered…
a) time constrained
b) schedule constrained
c) resource constrained
d) performance constrained
e) critically constrained

Answer: d
Response: See section 6.1
Level: medium


50. 	Alice, a project manager, has undertaken a project to build an irrigation canal. Based on the resources allocated to her, she makes an initial estimate that the time required to dig the canal would be 20 days. She also prepares an alternative estimate by adding an additional resource that will allow the project to be completed in 10 days. This alternative estimate that Alice prepares is referred to as the _____.
a) crash duration
b) standard duration
c) slope duration
d) buffer duration
e) critical duration

Answer: a
Response: See section 6.1
Level: difficult


51. 	Renly, a project manager in a construction company, has undertaken a project to construct a house. He estimates that the house will take 5 months to complete with his team of 10 workers. He also prepares a second estimate that allows the house to be completed in 2 months if 10 more workers are added to the team. Renly's second estimate is referred to as the _____.
a) crash duration
b) standard duration
c) slope duration
d) buffer duration
e) critical duration

Answer: a
Response: See section 6.1
Level: difficult


52. 	Victoria, a project manager, has undertaken a project similar to one she did earlier. Owing to her team's familiarity with the processes that are required to complete the project, Victoria is able to produce the required deliverable ahead of schedule. She achieves this by simultaneously completing two phases of work. In this scenario, which of the following does Victoria use to complete the project?
a) A standard operating procedure
b) Fast-tracking
c) Micromanagement
d) Crashing
e) Resource leveling

Answer: b
Response: See section 6.1
Level: difficult


53. 	Mark, the chief editor of a magazine, needs to create a list of all the in-house writers, designers, and freelancers who will be working on the next issue of the magazine. He also needs to list their activities, their schedules, and their cost per hour. In the context of project management, which of the following should Mark use to create this list?
a) Project crashing
b) Project chartering
c) Standard buffering
d) Fast-tracking
e) Resource loading

Answer: e
Response: See section 6.2
Level: difficult



54. 	William, a project manager, is trying to figure out how many hours his team can work in a period of three months. After accounting for weekends, he notes that each member of the team can work for five 8-hour days per week. After consulting his calendar, he realizes that there are three public holidays in the next three months and two employees have each requested two separate weeks off. His team consists of 15 people. Given this information, William can allocate approximately _____ of work to his team. 
a) 7,200 hours
b) 6,120 hours
c) 7,600 hours
d) 6,680 hours
e) 5,500 hours

Answer: d
Response: See section 6.3
Level: difficult


55. 	Lauren, a project manager, has a workload of 24,000 hours that needs to be completed in 30 weeks. She has a team of 20 people who work five 8-hourdays per week. She notices that in the 30-week period, there are five holidays and5 members have each requested 10 days off. Given this information, Lauren is _____ short of completing her workload. 
a) 1,200 hours
b) 2,500 hours
c) 2,000 hours
d) 1,500 hours
e) 3,800 hours

Answer: a
Response: See section 6.3
Level: difficult


56. 	Hamid, a project manager, has a workload of 24,000 hours that needs to be completed in 75 workdays. He has a team of 40 people who work for five 8-hour days per week. In those 75 days, 20 people have each requested three days off at different times. In this scenario, the workload is _____ of capacity
a) 80 percent
b) 102 percent
c) 95 percent
d) 75 percent
e) 150 percent

Answer: b
Response: See section 6.3
Level: difficult



57. 	Walter, a project manager in a design agency, is using a project management software to manage his project. The agency he works for is currently prioritizing other projects and needs to conserve scarce resources. In the context of priority rules for allocating resources, which of the following rules should Walter use?
a) Longest task duration first
b) As soon as possible
c) As late as possible
d) Most critical followers
e) Least successors

Answer: c
Response: See section 6.4
Level: difficult


58. 	Vanessa, a student, has to submit two assignments, A and B, on the same day.Each assignment is divided into three tasks. She has to write the first draft, check it for accuracy, and let her friend review it before submission. Each of these tasks takes 5 hours.In order to multitask effectively, Vanessa should:
a) complete the first two tasks of assignment A and start on assignment B while her friend reviews assignment A.
b) complete both assignments simultaneously for her friend to review.
c) complete the first task for each assignment before moving on to the second task and so on.
d) complete assignment B after assignment A has been reviewed.
e) complete assignment A after assignment B has been reviewed.

Answer: a
Response: See section 6.6
Level: difficult


59. 	Arthur, a project manager, has multiple projects under him, and his team members are multitasking between these projects. When he planned these projects, Arthur asked his team members the number of hours they will take to complete their respective tasks. However, they are taking longer than discussed, which is preventing Arthur from taking on more projects. According to Goldratt, which of the following should Arthur do to fix this issue?
a) Hire more team members for new projects.
b) Increase the time allotted to projects that are taking longer.
c) Focus on completing the most resource-intensive projects first.
d) Focus on completing the least resource-intensive projects first.
e) Reduce the number of projects each team member is working on simultaneously.

Answer: e
Response: See section 6.6
Level: difficult





Short Answer

60. 	What is fast-tracking a project? 

Answer: In addition to crashing a project in order to expedite it, a project may also be fast-tracked. Used primarily in the construction industry, the term refers to an expediting technique in which the design and planning phases of a project are not actually completed before the building phase is started. Usually design and plan are finished before the building is started (referred to as the “waterfall” approach), so letting them overlap reduces project duration—if the fact that design and planning are incomplete does not result in a significant amount of rework and change orders during the building phase.
Response: See section 6.1
Level: medium

61. 	What is resource loading?

Answer: Resource loading is usually displayed as a list of the amounts of specific resources assigned for use on specific project activities at specific times, or as a graph showing the level of a resource’s capacity required against the project calendar. To be useful for scheduling, the resource must have a calendar showing the resource’s availability. The calendar should include hours—and days—worked each week, any holidays on which the resource will not be available, and any other information affecting the availability of the resource. Resource cost per unit of usage should be included on the calendar, plus any additional cost for overtime or overuse.
Response: See section 6.2
Level: medium


62. 	What is resource leveling? Why is it needed?

Answer: Most project management software will, when asked politely, level out the loads (usage) for individual resources and warn the project manager when a resource is scheduled for greater-than-capacity workloads. Whenever possible, the leveling will utilize any available activity slack rather than extend the duration of the project. When a resource is assigned to an activity, it is assigned for 100 percent of its availability unless the PM specifies otherwise. It is often necessary to have significant excess resource capacity on projects because of the uncertainty that exists in all projects. Dealing with this issue is a major reason for the installation of a competent risk-management system.
Response: See section 6.3
Level: medium


63. 	List and briefly explain five priority rules used to assign preference to activities when allocating scarce resources.

Answer: There are many possible rules for assigning preference to some activities over others when allocating scarce resources. Most popular project management software packages have a limited number of rules that can be automatically applied to level over allocated resources so many of the priority rules for assigning scarce resources to activities may have to be applied manually. Fortunately, this is not as difficult as it might seem. Several of the most commonly used rules are as follows:
· As soon as possible—This is the standard rule in scheduling. Activities are scheduled to start on their earliest start times (ES), and resources are made available with that in mind.
· As late as possible—With this rule, resources are made available so that activities start on their latest start times (LS) whenever possible without increasing the project’s duration. This may seem irrational, but it preserves the firm’s resources and delays cash outflows as long as possible. This rule is also compatible with EliyahuGoldratt’s contention that the “student syndrome” leads workers to delay starting an activity until the last possible moment.
· Shortest task duration first—Always consistent with technological precedences, shorter tasks are given priority over longer tasks. This rule maximizes the number of tasks that can be completed by a system in a given time period.
· Minimum slack first—Tasks are supplied with resources in inverse order of their slacks. This rule usually minimizes the number of late activities.
· Most critical followers—The number of successors on the critical path(s) for each activity is counted. Activities with a higher number of critical successors take precedence. The rationale here is that such activities would cause the greatest damage to the desired project schedule if they are late.
Response: See section 6.4
Level: medium


64. 	Explain how you would choose a priority rule.

Answer: When a resource is overallocated, MSP can level resource usage by adopting a variety of priority rules, including available activity slack. If there is insufficient slack, other priority rules may be used to allocate the scarce resource. Most of the priority rules originated as job shop scheduling rules. The minimum slack rule usually works best. Only a few critical resources are actually scarce in the sense that project schedules must be adjusted to resource availability.
Response: See section 6.4
Level: medium


65. 	Explain how the commonly made assumption of known activity times can lead to unrealistic project deadlines.

Answer: In order to illustrate this, we take note of three projects occurring simultaneously. Let’s assume that all activity times are normally distributed with a mean of 10 days and standard deviation of three. The results of simulating the completion of the three projects 200 times each are noted down. While the average completion times of the projects are still close to 50, this is simply the average project completion time after simulating the execution of each project 200 times. 
That is, approximately 50 percent of the time the projects will be completed in less than 50 days and 50 percent of the time the projects will be completed in more than 50 days under the reasonable assumption that the distribution of project completion times follows a symmetrical distribution.
Here we are referring to the distribution of project completion times as being symmetrical, not the project activity times. In other words, had we determined the project duration based on the assumption that the activity times are known with certainty (when they were actually probabilistic), we would incur a greater than 50 percent chance that the actual project duration would exceed this estimate. This example clearly demonstrates how the commonly made assumption of known activity times in practice can lead to quite unrealistic project deadlines.
Response: See section 6.6
Level: medium


66. 	What is the student syndrome? In what ways can it create problems for a project?

Answer: Goldratt's student syndrome states that after receiving approval for a task based on an inflated time estimate, workers may perceive that they now have plenty of time to complete the task and therefore delay starting the task. He likened it to the way students often delay writing a term paper until the last minute. The problem of delaying the start of a task is that obstacles are frequently not discovered until the task has been underway for some time. By delaying the start of the task, the opportunity to cope with these obstacles and complete the task on time is greatly diminished. 
The common practice of simply adding up task durations often leads to unrealistic project due dates. This is primarily the result of assuming the task times are known with certainty, and that we ignore path mergers and assume that the paths are independent. A natural consequence of this is that project team members will tend to inflate their time estimates. Inflated time estimates further compound the problem, particularly in cases where the student syndrome comes into play. In other words, this system tends to cause unethical behavior.
Response: See section 6.6
Level: medium


67. 	Briefly overview Goldratt’s common chain of events.

Answer: According to Goldratt, multitasking between multiple projects in a given time leads to the following chain of events:
1. Assuming that activity times are known and that the paths are independent leads to underestimating the actual amount of time needed to complete a project.
2. Because the time needed to complete the project is underestimated, project team members tend to inflate their time estimates.
3. Inflated time estimates lead to work filling available time, workers not reporting that a task has been completed early, and the ever-present student syndrome.
4. An important caveat then becomes that safety time is not usually visible to project workers and is often misused.
5. Misused safety time results in missed deadlines and milestones.
6. Hidden safety time further complicates the task of prioritizing project activities.
7. The lack of clear priorities likely results in poor multitasking.
8. Task durations increase as a result of poor multitasking.
9. Uneven demand on resources, some overloaded and others underloaded, may also occur as a result of poor multitasking.
10. In an effort to utilize all resources fully, more projects are undertaken to make sure that no resources are underutilized.
11. Adding more projects further increases poor multitasking. 
According to Goldratt, this chain of events leads to a vicious cycle. Specifically, as work continues to pile up, team members are pressured to do more poor multitasking. Increasing the amount of poor multitasking leads to longer activity times. Longer activity times lead to longer project completion times, which ultimately lead to more projects in the waiting line.
Response: See section 6.6
Level: medium

68.	Why are scarce resources referred to as “Walts”?

Answer: Every time a project falls behind schedule, the project manager is apt to plead for more resources. In spite of the PM’s complaints about the scarcity of resources, serious cases of resource scarcity rarely apply to resources in general, but rather to one or two very specific resources. We call such resources “Walts.” The term was derived from the name of an individual, Walter A., who is employed by a large insurance company. Walt is a specialist in the rules and laws affecting insurance policies for certain types of casualty losses in the firm’s commercial lines of business. He has an excellent analytical mind and many years of experience. His knowledge is required when designing new policies in this area of risk. The firm has only one Walt, and while the firm is training others, such training takes years.
Response: See section 6.4
Level: medium

69.	Explain the concept of a feeding buffer.

Answer: In the context of a project network, there are two potential sources that can delay the completion of a project. One source of delay is in the tasks that make up the critical chain. The project buffer is used to protect against these delays. The second source of delay is in the tasks external to the critical chain. These tasks can also delay the completion of the project if delays in these "feeder" paths end up delaying one or more of the tasks on the critical chain. Safety time can be added to these paths as well to ensure that they do not delay tasks on the critical chain. The safety time added to chains other than the critical chain is called a feeding buffer since these paths often feed into or merge with the critical chain. Thus, the objective of feeding buffers is to ensure that noncritical chains are completed so that they do not delay tasks on the critical chain.
Response: See section 6.6
Level: medium

70.	Explain the concept of a project buffer.

Answer: While properly scheduling the start of new projects does much to address the problems associated with poor multitasking, it does little to address the problem of setting unrealistic project deadlines and the accompanying response of inflated time estimates. Goldratt suggests reducing the amount of safety time added to individual tasks and then adding some fraction of the safety time reduced back into the system as safety buffer for the entire project. This is called the project buffer. The amount of time each task is reduced depends on how much of a reduction is needed to get project team members to change their behavior. For example, the allotted time for tasks should be reduced to the point that the student syndrome is eliminated.
Response: See section 6.6
Level: medium

Chapter 7: Monitoring and Controlling the Project


True/False

1. 	Project monitoring and control can be thought of as opposite sides of project selection and planning.

Answer: True
Response: See section 7.1
Level: medium


2. 	Control is the collection, recording, and reporting of project information.

Answer: False
Response: See section 7.1
Level: medium


3. 	The purpose of control is to ensure that all interested parties have the information they need.

Answer: False
Response: See section 7.1
Level: medium


4. 	The most important use of data gathered from monitoring is learning from mistakes.

Answer: False
Response: See section 7.1
Level: medium


5. 	The most important use of data gathered from monitoring is control.

Answer: True
Response: See section 7.1
Level: medium


6. 	The plan-monitor-control cycle constitutes a “closed loop” process.

Answer: True
Response: See section 7.1
Level: medium


7. 	It is often the case with particularly challenging or uncertain projects that the planning-monitoring-controlling effort is minimized so that the “real work” can be done.

Answer: True
Response: See section 7.1
Level: easy


8. 	In order to manage for overall project success, control should be exercised at a very high and aggregated level and not get bogged down with unnecessary details.

Answer: False
Response: See section 7.1
Level: medium


9. 	In order to manage for overall project success, control must be exercised at the detailed work level for each aspect of project performance.

Answer: True
Response: See section 7.1
Level: medium


10. 	Mechanisms to gather and store data rarely need to be designed.

Answer: False
Response: See section 7.1
Level: medium


11. 	One way of linking planning and control is to monitor project progress on the MSP Gantt chart.

Answer: True
Response: See section 7.1
Level: medium


12. 	Too often, intensity of activity is measured instead of results.

Answer: True
Response: See section 7.1
Level: medium


13. 	A common mistake is to focus too much on results and not enough on the intensity of activity.

Answer: False
Response: See section 7.1
Level: medium




14. 	Statistical quality control techniques can be helpful for determining what size variances are significant.

Answer: True
Response: See section 7.2
Level: medium


15. 	An important use of data analysis is to identify who to properly blame for poor project performance.

Answer: False
Response: See section 7.2
Level: medium


16.	Frequent blame is considered a good motivational tool to keep project team members on track.

Answer: False
Response: See section 7.2
Level: medium


17. 	Everyone associated with the project should receive the same information.

Answer: False
Response: See section 7.2
Level: medium


18. 	In general, it is preferable to have periodic reports.

Answer: False
Response: See section 7.2
Level: medium


19. 	An overload of reporting is just as dangerous as underreporting.

Answer: True
Response: See section 7.2
Level: medium


20. 	Exception reports are prepared to disseminate the results of a special study.

Answer: False
Response: See section 7.2
Level: medium


21. 	Exception reports are primarily intended for unexpected situations.

Answer: True
Response: See section 7.2
Level: medium


22. 	Project review meetings are always important.

Answer: True
Response: See section 7.2
Level: medium


23. 	Weekly progress report meetings should be rarely held.

Answer: True
Response: See section 7.2
Level: medium


24. 	Remarks should be directly attributed to individuals in the meeting minutes.

Answer: False
Response: See section 7.2
Level: medium


25. 	To maximize efficiency, project team meetings should follow Robert’s Rules of Order.

Answer: False
Response: See section 7.2
Level: medium


[bookmark: OLE_LINK163]26. 	Earned value is a measure for overall project progress in terms of performance, budget and schedule.

Answer: True
Response: See section 7.2
Level: medium


27. 	Lower expendituresthan expected at a given point in time isalways good.

Answer: False
Response: See section 7.3
Level: medium


28. 	According to the text, there is no satisfactory way to measure accurately the percent of completion of most tasks.

Answer: True
Response: See section 7.3
Level: medium


29. 	The percentage of an activity’s budget actually spent by a given date is typically a 	of that activity’s completion.

Answer: False
Response: See section 7.3
Level: medium


30. 	The key to setting up a monitoring system is to identify the special characteristics of scope, cost and time that need to be controlled in order to achieve the project goals.

Answer: True
Response: See section 7.1
Level: medium


31.	Monitoring is the direct connection between project planning and control.

Answer: true
Response: see section 7.1
Level: medium


32.	Earned Value is a measure of overall project progress in terms of performance, budget, and schedule.

Answer: true
Response: see section 7.3
Level: medium


33.	Earned value (EV) of a task is the budgeted cost of the work actually performed.

Answer: true
Response: see section 7.3
Level: medium


34.	The 50-50 approach for estimating progress overstates the EV of tasks that are near completion and understates the EV of tasks that have recently begun.

Answer: false
Response: see section 7.3
Level: medium


35.	Control systems that make use of all five components of project control are called cybernetic control systems.

Answer: True
Response: see section 7.5
Level: medium


36.	The go/no-go control takes the form of tests (sensors) to determine if some specific precondition (standard and comparator) has been met before permission is granted to continue (decision maker and effector).

Answer: True
Response: see section 7.5
Level: medium


Multiple Choice


37. 	Which of the following is not an objective mentioned in the text for data gathered from monitoring?
a) promoting team members
b) keeping management informed
c) auditing
d) learning from mistakes
e) control

Answer: a
Response: See section 7.1
Level: medium


38. 	The plan-monitor-control cycle is best described as…
a) an open loop process
b) aclosed-loop process
c) an ad-hoc process
d) an informal process
e) a hierarchical process

Answer: b
Response: See section 7.1
Level: medium








39. 	The cost/spending variance is calculated as…
a) AC - EV
b) EV- PV
c) PV - EV
d) AC - PV
e) EV - AC

Answer: e
Response: See section 7.3
Level: medium


40. 	Estimated (remaining cost) to completion (ETC) is calculated as…
a) (BAC – EV)/CPI
b) (BAC – EV)/SPI
c) (BAC + EV)/CPI
d) (BAC + EV)/SPI
e) (BAC – AC)/CPI

Answer: a
Response: See section 7.3
Level: medium


41. 	In earned value analysis…
a) it is desirable to have negative variances for both schedule and spending.
b) it is desirable to have positive variances for both schedule and spending.
c) the schedule variance should be positive and the spending variance negative.
d) the schedule variance should be negative and the spending variance positive.
e) ideally both variances would equal zero.

Answer: b
Response: See section 7.3
Level: medium





42. 	Which of the following is not a tool used to aid the PM in project control?
a) variance analysis
b) trend projections
c) earned value analysis
d) control charts
e) discounted cash flow analysis

Answer: e
Response: See section 7.5
Level: medium


43. 	The most common source of changes to a project based on the natural tendency of the client and project team members to improve the project’s output is called…
a) scope creep
b) projectitis
c) multitasking
d) dynamic scoping
e) unfreezing

Answer: a
Response: See section 7.6
Level: medium





44. 	The first step in setting up a monitoring system is to:
a) identify personnel
b) identify all project milestones
c) identify key factors to be controlled
d) identify reports required
e) develop a change request form

Answer: c
Response: See section 7.1
Level: medium










45. 	David, an architect, is in charge of executing a housing project. He appoints Charles to collect, record, and report all the necessary information to David and other relevant stakeholders.In this scenario, Charles will be engaged in _____ the project.
a) scoping
b) monitoring
c) planning
d) controlling
e) scheduling

Answer: b
Response: See section 7.1
Level: difficult


46. 	Nadia, an intern in a restoration firm, collects data on a project involving the remodeling of an monumentand sends the collected information to Maria, her supervisor. Maria uses this data to estimate the project's progress. After finding that the project is behind schedule, she makes small changes to the tasks involved in the project to bring the performance into agreement with the plan. In this scenario, Maria is engaged in _____ the project.
a) monitoring
b) planning
c) scoping
d) controlling
e) analyzing

Answer: d
Response: See section 7.1
Level: difficult


47. 	MauvinMaz, a fashion boutique, found that its newly acquired batch of raw materials did not meet the company's quality standards and was affecting the quality of its final products. In order to prevent any financial loss due to this problem, the top managers ofMauvinMaz decided to release a report to the workers asking them to stop using the newly acquired raw materials until a formal quality check is conducted. In this scenario, MauvinMaz most likely released a(n) _____.
[bookmark: OLE_LINK209][bookmark: OLE_LINK210]a) special analysis report
b) periodic report
[bookmark: OLE_LINK211][bookmark: OLE_LINK212]c) exception report
d) routine report
e) resource report

Answer: c
Response: See section 7.2
Level: difficult


48. 	RenuitMec, a footwear manufacturing company, produces 10,000 shoes per day. In an average, about 200 shoes have more than one defect. However, the company has found that its newly installed machines are producing more defective products than the older machines. In order to prevent the production of more defective products, RenuitMec releases a report to its employees asking them to stop using the newly installed machines. In this scenario, RenuitMec most likely released a(n) _____.
a) periodic report
[bookmark: OLE_LINK223][bookmark: OLE_LINK224]b) routine report
[bookmark: OLE_LINK219][bookmark: OLE_LINK220][bookmark: OLE_LINK217][bookmark: OLE_LINK218]c) special analysis report
d) resource report
[bookmark: OLE_LINK221][bookmark: OLE_LINK222]e) exception report

Answer: d
Response: See section 7.2
Level: difficult


49. 	The accountants of JunisPlex, a textile company, used to calculate the company's taxable income manually. However, the management recently adopted a software program that requires only few inputs from the accountants which automatically calculates the taxes owed by the company. The management releases a report for all its operations managers that provides specific instructions on how to use this software. Which of the following types of reports hasJunisPlex used to inform its project managers of the new software program?
[bookmark: OLE_LINK229][bookmark: OLE_LINK230]a) A special analysis report
b) A semi-periodic report
[bookmark: OLE_LINK235][bookmark: OLE_LINK236]c) An exception report
[bookmark: OLE_LINK233][bookmark: OLE_LINK234]d) A routine report
e) A resource report

Answer: a
Response: See section 7.2
Level: difficult


[bookmark: OLE_LINK227][bookmark: OLE_LINK228]50. 	To calculate the variable in its economic growth, Nunclemen Inc., a pharmaceutical company, collects data on the sales of its products based on how many doctors prescribe its medicines to their patients. However, a research study conducted by the company shows that pharmacists are a more reliable source than doctors. Nunclemensubmits a report of this finding to all its stakeholders to review. Which of the following types of reports has the company used to inform its stakeholders of the results of the research study?
a) A resource report
b) A special analysis report
c) A routine report
d) An exception report
e) A semi-periodic report

Answer: b
Response: See section 7.2
Level: difficult


51. 	Robert, a baker, receives an order for preparing 10 cakes in one day. He is given a budget of $5,000. In six hours, he bakes two-thirds of the order and spends $3,600.Calculate the schedule performance index from the given scenario.
a) 0.55
b) 0.33
c) 0.25
d)0.66
e) 0.75

Answer: d
Response: See section 7.3
Level: difficult


52.	Kimberley, a project manager in a software development company, is assigned a new project. She is given a budget of $500,000 and a span of six months to complete the project. In three months, she is able to complete 50 percent of the project. In this scenario, the earned value of the work completed is _____.
a) $350,000
b) $300,000
c) $250,000
d) $200,000
e) $150,000
Answer: c
Response: See section 7.3
Level: difficult


53. 	Walter, a luthier, is assigned with the task of building 20 guitars in six months. He is given a budget of $1,500,000 to buy the necessary raw materials required for building 20 guitars of same quality. In a period of four months, Walter is able to complete 75 percent of the work and spends $1,250,000 in the process. The project that Walter is working on has a spending variance of _____.
a) $350,000
b) $150,000
c) $430,000
d) $125,000
e) $500,000

Answer: d
Response: See section 7.3
Level: difficult


54. 	Paulina, a fashion designer, has a new project that requires her to makefive dresses in seven days. A sum of $2,000 is allotted to her to fund the entire project. In three days, she completes one-third of the work and spends $1,200. Calculate the cost performance index from the given scenario.
a) 0.55
b) 0.75
c) 0.33
d) 0.66
e) 0.25

Answer: a
Response: See section 7.3
Level: difficult


Short Answer


55. 	Explain why project monitoring and control can be thought to be opposite sides of project selection and planning.

Answer:Project monitoring and control are, in some ways, the opposite sides of project selection and planning. The bases for selection dictate what to monitor and the details of planning identify the elements to be controlled. Monitoring is the collection, recording, and reporting of project information that is of importance to the project manager and other relevant stakeholders. Control uses the monitored data and information to bring actual performance into agreement with the plan.
Response: See section 7.1
Level: medium


[bookmark: OLE_LINK154]56. 	List and briefly describe the three distinct types of reports.

Answer:For projects, there are primarily three distinct types of reports: routine, exception, and special analysis. Routine performance reports include status reports, progress reports, and forecasts. Exception reports are primarily intended for special decisions or unexpected situations in which affected team members and outside managers need to be made aware of a change, and the change itself needs to be documented.Special analysis reports are prepared to disseminate the results of a special study in a project concerning a particular opportunity or problem for the project.
Response: See section 7.2
Level: medium


57. 	List the benefits of reports beyond the purpose of control.

Answer: In addition to the benefits of reports for the purposes of control, they offer the following benefits.
· They provide the mutual understanding between stakeholders in a project regarding the goals, progress, difficulties, successes, and other ongoing events of importance to the project.
· They help communicate the need for coordination among those working on the tasks and subtasks of a project.
· They establish and maintain a communication network for global projects.
· There are often changes to the goals and functioning of projects. Reports can communicate this information in a timely and appropriate fashion, thus minimizing the confusion often encountered during such changes.
· They help maintain the visibility of the projects, and the project teams, to top management, functional managers, colleagues, and clients.
· Finally, unless a project is a disaster, status reports help keep the project team motivated.
Response: See section 7.2
Level: medium


[bookmark: OLE_LINK155][bookmark: OLE_LINK156]58. 	What actions can you take to help avoid the common problems associated with meetings?

Answer: The following guidelines can help avoid the problems associated with meetings:
· Try to hold meetings only for making group decisions or generating input among meeting members for dealing with important problems or opportunities.
· Distribute a written agenda in advance of the meetings.
· If a crisis arises and a meeting is deemed necessary to deal with it, make sure the meeting is restricted to that issue.
· If homework needs to be done before the meeting by the attendees, check to be sure they will be prepared, and above all make sure you are prepared.
· If you chair the meeting, you should take your own minutes. The minutes should contain a final set of action items including what is to be done, by whom, and by when.
· Avoid attributing remarks to individuals in the minutes.
· Although courtesy is always in order, excessive formality at project meetings is not.
Response: See section 7.2
Level: medium


59. 	Define the terms monitoring and control.

Answer: Monitoring is the collection, recording, and reporting of project information that is of importance to the project manager and other relevant stakeholders. Control uses the monitored data and information to bring actual performance into agreement with the project plan.
Response: See section 7.1
Level: easy


[bookmark: OLE_LINK161][bookmark: OLE_LINK162][bookmark: OLE_LINK157][bookmark: OLE_LINK160]60. 	What is the best way to estimate percent completion of activities for finding earned value?

Answer:The most popular way to estimate progress on tasksis 50–50: the task is listed as 50 percent complete when work on it is initiated, and the other 50 percent is added when the task is completed. This approach avoids the difficult problem of trying to estimate progress while the task is being executed.Clearly, this overstates the earned value of tasks that have recently begun, but understates the earned value of tasks nearing completion. In a large projectwith multiple on-going tasks starting and stopping at different times, the overstating and understating may tend to even out resulting in a relatively accurate portrayal of project progress.
Response: See section 7.3
Level: medium


61. 	What is earned value?

Answer:The earned value (EV) of a task (or a project) is the budgeted cost of the work actually performed. It is calculated by multiplying the budgeted cost of the task by the percentage of completion of the task and summing over all tasks for the project.
Response: See section 7.3
Level: easy


62. 	Explain how an earned value chart can be used to help monitor and control a project.

Answer: The key to setting up a monitoring system is to identify the special characteristics of scope, cost, and time that need to be controlled in order to achieve the project goals as stated in the project plan. An earned value chart provides a basis for evaluating project cost, schedule, and performance to date. The earned value completed to date tells the project manager whether progress is up to expectation. Any difference is called the “schedule variance,” which shows how much the project is ahead of or behind schedule. The variances on the earned value chart are calculated based on two simple rules: (1) A negative variance is “bad,” and a positive variance is “good”; and (2) the spending and schedule variances are calculated as the earned value minus some other measure. Specifically, the cost or spending variance is the earned value less the actual cost of the work performed.
Response: See section 7.1 and 7.3
Level: medium


63. 	Why is control difficult?

Answer: Control is difficult for a number of reasons, perhaps the most important of which is that it involves human behavior.The problem that the human element poses for control by the project manager is that it invariably involves the project team—a “we” group ratherthan a “they” group—a group we perceive as our friends. Another reason that control is difficult is that problems are rarely clear cut, so the need for change and redirection is also fuzzy.
Response: See section 7.4
Level: medium


64.	What are the two primary purposes of control?

Answer:There are two primary purposes of control: the stewardship of organizational assets and the regulation of results through the alteration of activities.
Response: See section 7.4
Level: easy


65.	Explain why virtual projects may be necessary?

Answer:The technological progress of the current “turn of the century” only means more effective and timely use of project information for planning, monitoring, and communicating. Utilizing video conferencing, virtual presentations, Web posting, email, etc. greatly enhance the project manager’s ability to manage a project.Thus virtual project teams are created, perhaps spread across continents, with members contributing their own pieces of the project and being monitored and controlled by the project manager at another location.
Response: See section 7.2
Level: medium


66.	State the formula for CPI. Explain what CPI means and its relevance to monitoring and controlling a project.

Answer:Cost Performance Index (CPI) is a ratio of the earned value (EV) to the actual cost (AC) of the work performed in a project. An earned value chart provides a basis for evaluating project cost, schedule, and performance to date. The earned value completed to date tells the project manager whether progress is up to expectation. Any difference is called the “schedule variance,” which shows how much the project is ahead of or behind schedule. A way to calculate variances is simply to take the ratios of the measures rather than their differences. This way of handling data is more useful for making comparisons at different points in time, or across different projects, or among different project managers.
Response: See section 7.3
Level: medium


67.	State the formula for SPI. Explain what SPI means and its relevance to monitoring and controlling a project.

Answer:Schedule Performance Index (SPI) is a ratio of the earned value (EV) to the planned cost (PV) of the work budgeted and scheduled to have been performed to date in a project. An earned value chart provides a basis for evaluating project cost, schedule, and performance to date. The earned value completed to date tells the project manager whether progress is up to expectation. Any difference is called the “schedule variance,” which shows how much the project is ahead of or behind schedule. A way to calculate variances is simply to take the ratios of the measures rather than their differences. This way of handling data is more useful for making comparisons at different points in time, or across different projects, or among different project managers.
Response: See section 7.3
Level: medium




68.	All good project plans have a change control system as a component. Briefly explain the change control process.

Answer:The availability of new technologies and materials and the increase in project requirements and needs lead to changed projects. The later these changes are made in a project, the more difficult and costly they become. The one absolutely certain thing about a project—even though virtually nothing in a project is ever certain—is that there will be concerted attempts to change it. Project managers must expect these attempts and be prepared to deal with them. Fighting change is not appropriate. The best approach is for project managers to set up a well-controlled, formal process whereby such changes can be introduced and accomplished with as little distress as possible.This process is known as the change control system.
Response: See section 7.6
Level: medium

Chapter 8: Evaluating and Terminating the Project


True/False


1. 	Project evaluation should only appraise the progress and performance of a project relative to the project’s initial plan and not relative to a revised plan.

Answer: False
Response: See section 8.1
Level: medium


2. 	Project evaluation appraises the performance of a project relative to the project’s initial or revised plan.

Answer: True
Response: See section 8.1
Level: easy


3. 	Project evaluation should be limited to an after-the fact analysis.

Answer: False
Response: See section 8.1
Level: medium


4. 	Project evaluation should not be limited to an after-the-fact analysis.

Answer: True
Response: See section 8.1
Level: easy


5. 	The primary purpose of project evaluation is to given feedback to senior management for decision and control purposes.

Answer: True
Response: See section 8.1
Level: medium


6. 	The original criteria for selecting and funding the project are largely irrelevant for project evaluation.

Answer: False
Response: See section 8.1
Level: medium


7. 	According to research, future potential is an important dimension of project success.

Answer: True
Response: See section 8.1
Level: difficult


8. 	Measuring the project’s performance against a planned budget and schedule is generally straightforward.

Answer: True
Response: See section 8.1
Level: medium


9. 	Measuring a project’s success on budget, schedule, and performance is typically more complicated than measuring revenues or qualitative, subjective factors.

Answer: False
Response: See section 8.1
Level: medium


10. 	The formal audit is a special type of project evaluation.

Answer: True
Response: See section 8.2
Level: medium


11. 	The project audit is typically broader than the traditional management audit.

Answer: True
Response: See section 8.2
Level: medium


12. 	The project audit focuses its attention on the organization’s management systems and operations.

Answer: False
Response: See section 8.2
Level: medium


13. 	The timing of an audit depends on the purpose of the audit.

Answer: True
Response: See section 8.2
Level: easy


14. 	Early project audits usually focus on the project’s budget and schedule.

Answer: False
Response: See section 8.2
Level: medium


15. 	Later project audits are typically of less value to the project team and of more interest to general management.

Answer: True
Response: See section 8.2
Level: medium


16. 	The general audit is usually performed by a person or team with special technical skills.

Answer: False
Response: See section 8.2
Level: medium


17. 	Project audits are typically very useful in the initiation project state.

Answer: True
Response: See section 8.2
Level: medium


18. 	Project audits are typically very useful at the master schedule project state.

Answer: False
Response: See section 8.2
Level: medium


19. 	The use of forms to collect data during a project audit is generally considered not to be good management practice since they can limit the audit team’s flexibility.

Answer: False
Response: See section 8.2
Level: medium


20. 	The request for proposal may contain valuable information for a project audit.

Answer: True
Response: See section 8.2
Level: medium


21. 	A discussion of the potential for project failure and monetary loss should be included in the audit report.

Answer: True
Response: See section 8.2
Level: medium


22. 	The way project termination is managed can impact the project’s success.

Answer: True
Response: See section 8.3
Level: medium


23. 	Poor up-front planning is a fundamental reason for project failure.

Answer: True
Response: See section 8.3
Level: easy


24. 	Naming the wrong project manager is a fundamental reason for project failure.

Answer: True
Response: See section 8.3
Level: medium


25. 	Termination-by-integration occurs when an “in-house” project is successfully completed and institutionalized as a new, formal part of the organization.

Answer: False
Response: See section 8.3
Level: medium


26. 	It is best for the project manager and project team to make the termination decision.

Answer: False
Response: See section 8.3
Level: medium


27. 	Project termination should be treated as a mechanistic process.

Answer: False
Response: See section 8.3
Level: medium


28. 	It is generally advisable to have the project manager serve as the termination manager.

Answer: False
Response: See section 8.3
Level: medium


29. 	The project final report is a history of the project.

Answer: True
Response: See section 8.3
Level: medium


30.  	Organizational structure should be addressed in the project final report.

Answer: True
Response: See section 8.3
Level: medium


31.	The term evaluate means to set the value or appraise.

Answer: True
Response: See section 8.1
Level: medium


32.	Project evaluation is an appraisal for use by top management.

Answer: True
Response: See section 8.1
Level: medium

33.	A general audit is usually constrained by time and cost and limited to a brief investigation of project essentials.

Answer: True
Response: See section 8.2
Level: medium


34.	A special type of project termination characterized by its unexpected suddenness and initiated by events such as forced retirement of the projects champion or the merger of the firm conducting the project with another firm is referred to as termination by “murder’”.

Answer: true
Response: See section 8.3
Level: medium


Multiple Choice


35.  	Which of the following is concerned with appraising a project relative to its initial or revised plan?
a) project evaluation
b) project termination
c) project monitoring
d) project control
e) project planning

Answer: a
Response: See section 8.1
Level: medium


36. 	According to research, which of the following is not an important dimension of project success?
a) project efficiency
b) project team cohesiveness
c) customer impact/satisfaction
d) business/direct success
e) future potential

Answer: b
Response: See section 8.1
Level: difficult


37.  	According to the text, which of the following is not an item to consider for project evaluation report recommendations?
a) communication with the client and senior management
b) locating opportunities for technological advances
c) locating opportunities to crash the project
d) improving the project-management process
e) improving the organization’s used of projects

Answer: c
Response: See section 8.1
Level: difficult


38. 	Which of the following audits is typically performed by a person or team with special technical skills?
a) the general audit
b) the detailed audit
c) the aggregate audit
d) the quality audit
e) the technical audit

Answer: e
Response: See section 8.2
Level: easy


39. 	Which of the following is not a typical step in a project audit?
a) familiarize the audit team with the requirements of the project
b) collect benchmark data from other similar projects
c) audit the project on-site
d) write-up the audit report in the required format
e) distribute the report

Answer: b
Response: See section 8.2
Level: medium

40.  	Which of the following was not a major section listed in the text for the audit report?
a) current status
b) future project status
c) critical management issues
d) financial analysis
e) risk analysis and risk management

Answer: d
Response: See section 8.2
Level: medium


41.  	Which of the following is not a type of project termination mentioned in the text?
a) project extinction
b) termination-by-addition
c) termination-by-integration
d) termination-by-starvation
e) termination-by-elimination

Answer: e
Response: See section 8.3
Level: medium


42.  	Which of the following is most closely associated with the output of a project becoming a standard part of the operating systems of the sponsoring firm or client?
a) termination-by-addition
b) termination-by-extinction
c) termination-by-integration
d) termination-by-starvation
e) termination-by-elimination

Answer: c
Response: See section 8.3
Level: medium


43.  	Which of the following is not a main duty of the termination manager?
a) Oversee the closing of the project’s books
b) Complete the project final report
c) Ascertain any product support requirements
d) Ensure completion of work
e) Ensure that documentation is complete

Answer: b
Response: See section 8.3
Level: difficult


44.  	Which of the following is typically not included in the project final report?
a) administrative performance
b) project performance
c) organizational structure
d) project teamwork
e) risk analysis and risk management

Answer: e
Response: See section 8.3
Level: medium


45.  	Which of the following information shouldnot be contained in an audit report?
a) Introduction
b) final comments
c) Risk analysis
d) future project status
e) Project RACI matrix

Answer: e
Response: See section 8.3
Level: medium

46.	The four important dimensions for measuring project success include the following except…
a) Efficiency in meeting the budget and schedule
b) Customer impact/satisfaction
c) Business/direct success
d) Future potential
e) Planning

Answer: e
Response: See section 8.1
Level: medium


47.	Four  fundamental reasons for project failure include all of the following except;
a) Project was not required for this task in the first place
b) Insufficient support form senior management
c) Insufficient funds
d) Poor up-front funding
e) Naming the wrong project manager

Answer: c
Response: See section 8.3
Level: easy


48.	Resocore, an event management company, decides to perform an audit for an ongoing project. The company is constrained by time and cost, and therefore limits the audit to a brief investigation of project essentials.In this scenario, Resocore most likely conducts a(n) _____.
a) detailed audit
b) general audit
c) technical audit
d) energy audit
e) compound audit

Answer: b
Response: See section 8.2
Level: difficult



49.	Phillip, an auditor, is conducting a project audit for a company. To be effective, he needs to gather information regarding the project. He can accomplish this by:
a) looking at documents that predate the project.
b) asking for personal accounts from project sponsors in the organization.
c) working with information from previous projects of the same project team.
d) looking at the organization's goals and project history.
e) asking the CEO of the organization for details about the project.

Answer: a
Response: See section 8.2
Level: difficult



50.	Matthew, an auditor, is going to start a project audit. He has already acquired information about the project from the accounting department. Which of the following steps should he take to expedite gathering data about the project?
a) He should accept unconfirmed and unverified information from discreet sources.
b) He should streamline the project development process.
c) He should develop forms and procedures for data collection.
d) He should ensure the legality of the audit.
e) He should compile the currently available data separately.

Answer: c
Response: See section 8.2
Level: difficult



51.	Susan, an auditor, is performing an audit. She is constrained by costs and time to complete the audit on time. Which of the following steps should Susan take in order to complete the audit? 
a) Familiarize the audit team with the details of the project's goals and basis for selection 
b) Assign a team member with technical skills to look into the project in detail
c) Write the project audit report in a letter to senior management for approval
d) Perform the audit off-site
e) Ensure that procedures and forms for data collection are made after the audit begins

Answer: a
Response: See section 8.2
Level: difficult



52.	Portia is the head of an audit team that is conducting a project audit. Most of the people in her audit team are new and inexperienced. In order to ensure that her team builds trust with the project team during the audit, Portia should tell her team members to:
a) accept unconfirmed and unverified sources of information.
b) refrain from informing project personnel about the operations involved in an audit process.
c) offer their personal opinions on the data gathered.
d) avoid misunderstandings with the project team members.
e) avoid guidelines that seem too time consuming.

Answer: d
Response: See section 8.2
Level: difficult



53.	Kqirk, a software development firm, decides to perform an audit for an ongoing project. The project aims to create a multimedia animation software for a client. The company hires a team of auditors who have knowledge about the subject of the project and skills that would enable them to evaluate the progress of the project. In this scenario, Kqirk most likely conducts a(n) _____.
a) detailed audit
b) general audit
c) technical audit
d) aggregate audit
e) compound audit

Answer: c
Response: See section 8.2
Level: difficult


54.	Arquebus, a construction company, undertook a project to build an apartment building two years ago. However, the building's construction had to be halted due to legal issues surrounding the land it was built on. After a lengthy legal battle, Arquebus had to discontinue the project. In the context of project closure, this scenario exemplifies _____.
a) closure-by-murder
b) closure-by-addition
c) closure-by-integration
d) closure-by-starvation
e) closure-by-elimination

Answer: a
Response: See section 8.3
Level: difficult


55.	Redemption Inc., an event management firm, wants to establish a social media marketing department. The management assigns one of the company's best managers to form a team of six employees and undertake a project to increase Redemption's presence on social media. The project is closed after it is successfully completed. Redemption Inc. forms a new social media marketing department with the project team members. In the context of project closure, this scenario exemplifies _____.
a) closure-by-murder
b) closure-by-addition
c) closure-by-integration
d) closure-by-starvation
e) closure-by-elimination

Answer: b
Response: See section 8.3
Level: difficult



56.	Rathalos Inc., a logistics firm, initiates a project to optimize its transportation infrastructure. After conducting research, the project team concludes that using a fleet of company-owned trucks for any transportation within 100 miles and relying on external firms for anydistance beyond that will drastically improve the company's performance. Rathalos Inc. decides to incorporate these findings into its day-to-day operations after the project is closed. In the context of project closures, this scenario exemplifies _____.
a) closure-by-murder
b) closure-by-addition
c) closure-by-integration
d) closure-by-starvation
e) closure-by-elimination

Answer: c
Response: See section 8.3
Level: difficult



57.	Albert, a project manager, completed a complex project. He then prepared a project final report for the purview of senior management. In a specific section of the report, he listed the management practices that worked well for the project and helped team members complete the project without any delay. Which of the following items did Albert address in this section?
a) Client performance
b) Financial feasibility
c) Administrative performance
d) Project forecasting
e) Closure of facilities

Answer: c
Response: See section 8.3
Level: difficult



Short Answer

58. 	What criteria should be included in evaluating a project?

Answer: There are many different measures that may be applied in a project evaluation. As indicated, senior management may have particular areas they want evaluated for future planning and decisions, called ancillary goals, and these should be indicated in the charge to the evaluation committee. Beyond that, the original criteria for selecting and funding the project should be considered—for example, profitability, acquiring new competencies for the organization, or getting a foothold in a new market segment. Any special reasons for selection should also play a role. Was this project someone’s sacred cow? Did a scoring model identify particularly important quantitative or qualitative reasons to select this project? Was the project a competitive necessity? How the project is progressing on such criteria should be an important part of the evaluation as well. 
Certainly, one of the major evaluation criteria would be the project’s apparent “success” to date. One study identified four important dimensions of project success. The first dimension is simply the project’s efficiency in meeting the budget and schedule. Of course, efficiency does not necessarily translate into performance, or effectiveness, so the second (and most complex) dimension is customer impact/satisfaction. This dimension includes not only meeting the formal technical and operational specifications of the project but also the less tangible aspects of fulfilling the customer’s needs, whether the customer actually uses the project results—that perennial challenge of customer “satisfaction.”
The third dimension is business/direct success meaning, for external projects, factors such as the level of commercial success and market share and for internal projects, the achievement of the project’s goals such as improved yields or reduced throughput time. The final dimension, more difficult to assess, is future potential which includes establishing a presence in a new market, developing a new technology, and such.
Response: See section 8.1
Level: medium


59.	List several key items to consider for project evaluation reportrecommendations.

Answer: Several key items to consider for project evaluation report recommendations are listed below:
· Communication with the client and senior management
· Locating opportunities for technological advances
· Reduction of indirect costs and direct costs
· Improving the project-management process
· Identification of risks in the organization’s use of projects
· Utilization of the skills resulting from project members’ work on projects
· Employment of general management experience gained by project managers
· Improving the organization’s use of projects
· Increasing the speed of obtaining results in projects
· The project’s contribution to the organization’s ancillary goals and objectives
· The project’s contributions to the objectives of project team members
Response: See section 8.1
Level: medium


60. 	Briefly describe and contrast general audits, detailed audits, and technical audits.

Answer: While audits can be performed at any level of depth, three levels are common. The first is the general audit, usually constrained by time and cost and limited to a brief investigation of project essentials. The second is the detailed audit, often initiated if the general audit finds something that needs further investigation. The third is the technical audit, usually performed by a person or team with special technical skills.
Response: See section 8.2
Level: medium

61. 	What are the steps in a project audit?

Answer: Typical steps in a project audit are:
1. Familiarize the audit team with the requirements of the project, including its basis for selection and any special charges by upper management.
2. Audit the project on-site.
3. Write up the audit report in the required format.
4. Distribute the report.
Collection of the necessary data can be expedited by developing forms and procedures ahead of time to gather the required data. To be effective, the audit team must have free access to all information relevant to the project.
Response: See section 8.2
Level: medium


62. 	What content should be included in the audit report?

Answer:At a minimum, the following information should be contained in the audit report.
1. Introduction: A brief description of the project that includes the project’s direct goals and objectives.
2. Current status: This compares the work actually completed to the project plan along several measures of performance. The actual direct charges made to the project should be compared to the planned budget. If total costs must be reported, including allocated overhead charges, total costs should be presented in addition to the direct charges, not in place of them. The completed portions of the project, especially planned events and milestones, should be clearly noted.
The percent completion of unfinished tasks should also be noted if estimates are available. A comparison of work completed with resources expended should be offered—for example, using MSP earned value reports. The need here is for information that can help pinpoint specific problems. Based on this information, projections can be made concerning the timing and amounts of remaining expenditures required for success. Finally, if there are detailed quality specifications for the project, a full review of quality control procedures and the results of quality tests conducted to date must be reported.
3. Future project status: The auditor’s conclusions regarding project progress and recommendations for changes in technical approach, schedule, or budget should be made in this section. It is not appropriate, however, to try to rewrite the project proposal. The audit report should consider only work that has already been completed or is well under way; no assumptions should be made about technical problems under investigation at the time of the audit.
4. Critical management issues: Any issues that the auditor feels senior management should monitor should be identified here. The relationship between these issues and the project objectives should be briefly described.
5. Risk analysis and risk management: This section addresses the potential for project failure or monetary loss. The major risks associated with the project and their projected impact on project schedule/cost/performance should be identified. If alternative courses of action exist that may significantly change future risks, they should be noted.
6. Final comments: This section contains caveats, assumptions, limitations, and information applicable to other projects. Any assumptions or limitations that affect the data, accuracy, or validity of the audit report should be noted here. In addition, lessons learned from this audit that may apply to other projects in the organization should also be reported.
Response: See section 8.2
Level: medium


63. 	Briefly describe the three types of project closure.

Answer: There are three fundamentally different ways to close out a project: extinction, addition, and integration. 
Project extinction occurs when the project activity suddenly stops, although there is still property, equipment, materials, and personnel to disburse or reassign.
Closure-by-addition occurs when an “in-house” project is successfully completed, and institutionalized as a new, formal part of the organization. This may take the form of an added department, division, subsidiary, or other such organizational entity, depending on the magnitude and importance of the project.
In closure-by-integration the output of a project becomes a standard part of the operating systems of the sponsoring firm, or the client.Project property, equipment, material, personnel, and even functions are distributed among the existing elements of the parent or client organization.
Response: See section 8.3
Level: medium

64. 	Contrast closure-by-addition with closure-by-integration.

Answer: In closure-by-addition occurs when the project property often is simply transferred to an existing or newly created organizational entity. With closure-by-integration, the output of the project becomes a standard part of the operating systems of the sponsoring firm, or the client. For example, the new software becomes the standard, and the new machine becomes a normal part of the production line. Project property, equipment, material, personnel, and even functions are distributed among the existing elements of the parent or client organization.
Response: See section 8.3
Level: medium

65. 	What are the main duties of the termination manager?

Answer: The main duties of the closure manager are as follows:
•	To ensure completion of all the work, including that of subcontractors
•	To notify the client of project completion and ensure that delivery and installation are accomplished 
•	To ensure that all documentation is complete, including the project final report
•	To clear all documentation and accounts for final billing and client invoicing
•	To redistribute personnel, materials, equipment, and other project resources to appropriate places, including the return of client-provided resources
•	To clear the project with legal counsel, including filings for patents and recording and archiving all nondisclosure documents
•	To determine what records to keep and deliver them to safe and responsible people, such as the organization's archivist, or keep them in the organization's archives
•	To ascertain any product support requirements and ensure that such support will be delivered
•	To oversee the closing of the project's books.
Response: See section 8.3
Level: medium



66. 	What issues should be addressed in the project final report?

Answer: The following issues should be addressed in the project final report:
· Project performance—Perhaps the most important information is what the project attempted to achieve, what it did achieve, and the reasons for the resulting performance. Since this is not a formal evaluation of the project, these items can be the project manager’s personal opinion on the matter. The lessons learned in the project should also be included here.
· Administrative performance—Administrative practices that worked particularly well, or poorly, should be identified and the reasons given. If some modification to administrative practices would help future projects, this should be noted and explained.
· Organizational structure—Projects may have different structures, and the way the project is organized may either aid or hinder the project. Modifications that would help future projects should be identified.
· Project teamwork—A confidential section of the final report should identify team members who worked particularly well, and possibly those who worked poorly with others. The PM may also recommend that individuals or groups who were particularly effective when operating as a team be kept together on future assignments.
· Project management techniques—Project success is so dependent on the skill and techniques for forecasting, planning, budgeting, scheduling, resource allocation, control, risk management, and so on that procedures that worked well or badly should be noted and commented upon. Recommendations for improvements in future projects should be made and explained.
Response: See section 8.3
Level: medium

67.	What is the difference between financial audits and project audits?

Answer: A financial audit confirms the status of a business in relation to an accepted standard. It measures acompany’s state of economic well-being, mostly in financial terms.The format for this type of audit is dictated by legal regulations and professional standards, and minimal records are needed to start it. There are usually few or no recommendations at the end of this audit, and those that are made are restricted to management of accounting system.
In contrast, a project audit creates basis for, and confirms, status on each project. It measures the company's standing in financial terms plus schedule,progress, resource usage, and status ofancillary goals. It isn't conducted using a standard system, but rather, it uses any systemdesired by an individual organizationor dictated by contract. Adata bank must bedesigned and used to start this type of audit. This type of audit usually results in many recommendations that may cover any aspect of the project or its management.
Response: See section 8.2
Level: medium

68.	Describe what type of information would be in the risk analysis and risk management section of the audit report?

Answer: The risk analysis and management section of the project audit report addresses the potential for project failure or monetary loss. The major risks associated with the project and their projected impact on project schedule/cost/performance should be identified. If alternative courses of action exist that may significantly change future risks, they should be noted in this section.
Response: See section 8.2
Level: medium

69.	Explain when projects should be closed.

Answer: If one adopts the position that sunk costs are irrelevant to current investment decisions, a primary criterion for project continuance or closure should be whether or not the organization is willing to invest the time and cost required to complete the project, given its current status and expected outcome. Although this criterion can be applied to any project, not everyone agrees that sunk costs are irrelevant, nor does everyone agree that this is a primary criterion. The criteria commonly applied for deciding whether to close a project fall into two general categories: (1) the degree to which the project has met its goals and objectives, and (2) the degree to which the project qualifies against a set of factors generally associated with success or failure.
In terms of the first category, if a project has met its goals, the time has come to shut it down. The most important reason for the early closure of a project is the likelihood it will be a technical or commercial failure (Baker et al., 1983). The factors associated with project failure, however, vary for different industries, different project types (e.g., R&D versus construction), and different definitions of failure.
There appear to be four generic factors associated with project success: efficiency of project execution, customer satisfaction and use, impact on the firm conducting the project, and contribution to the project firm’s future. Success on these dimensions appears to be directly related to the effectiveness of the project’s management (Ingram, 1994). There also appear to be four fundamental reasons for project failure: (1) a project was not required for this task in the first place; (2) insufficient support from senior management (especially for unanticipated resources); (3) naming the wrong project manager (often a person with excellent technical skills but weak managerial skills); and (4) poor up-front planning.
Response: See section 8.3
Level: medium

70.	Describe what type of information would be in the critical management issues section of the audit report?

Answer: The critical management issues section of the project audit report should contain any issues that the auditor feels that senior management should monitor. The relationship between these issues and the project objectives should be briefly described.
Response: See section 8.2
Level: medium

71.	Describe what type of information would be in the future project status section of the audit report?

Answer: The future project status section of the audit report should contain the auditor’s conclusions regarding project progress and recommendations for changes in technical approach, schedule, or budget. It is not appropriate, however, to try to rewrite the project proposal. The audit report should consider only work that has already been completed or is well under way; no assumptions should be made about technical problems under investigation at the time of the audit.
Response: See section 8.2
Level: medium




