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Questions
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1. What does portfolio variance represent in project portfolio
management?
A. The planned budget for future projects
B. The difference between planned and actual outcomes
C. The number of projects in the portfolio
D. The time taken to complete a project

2. What happens to timelines if the lowest-level task dates
roll up correctly?
A. They become editable independently
B. They are locked for updates
C. They reflect the earliest and latest dates of the lowest-level

tasks
D. Only summary task dates update

3. What occurs when you rebuild a new burden schedule?
A. The new burden is applied to all expenditure items
B. Old expenditure items are automatically adjusted
C. The new burden tasks do not apply to old expenditure items
D. All previous tasks are deleted

4. What could prevent you from finding the expenditure
organization when creating a project payable invoice?
A. Project not classified correctly
B. Security permissions not granted
C. Organization tree not classified as an expenditure

organization
D. Invoice type mismatch

5. Which reason would NOT prevent a class category from
selection for a project?
A. It is in the reference data set
B. It is end dated
C. It belongs to the project unit
D. It is not assigned to any project
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6. What distinguishes tactical project portfolio management
from strategic project portfolio management?
A. Tactical management focuses on long-term goals; strategic

management focuses on short-term outcomes.
B. Tactical management is about resource allocation; strategic

management is about alignment with organizational goals.
C. Tactical management involves risk assessment; strategic

management involves project completion.
D. Tactical management deals only with budgeting; strategic

management involves stakeholder analysis.

7. What scenario would result in no available capacity score
for a resource?
A. Resource has too many tasks assigned
B. Resource is on a flexible schedule
C. Complex calendar that doesn't contain 7 days
D. Resource is fully booked

8. What is the purpose of assigning a project reference data
set to the project unit?
A. To restrict project scopes
B. To ensure correct cost coding
C. To define project timelines
D. To facilitate communication protocols

9. Which two entities are included in the project transaction
type reference data model?
A. Budget type and audit type
B. Expenditure type and project work type
C. Resource type and contract type
D. Phase type and milestone type

10. How can you associate a business unit with a project unit?
A. By using project dashboards
B. Through project accounting functions and managing project

units
C. By linking them via shared documents
D. Using resource allocation settings
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Answers
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1. B
2. C
3. C
4. C
5. A
6. B
7. C
8. B
9. B
10. B
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Explanations
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1. What does portfolio variance represent in project portfolio
management?
A. The planned budget for future projects
B. The difference between planned and actual outcomes
C. The number of projects in the portfolio
D. The time taken to complete a project

In project portfolio management, portfolio variance specifically refers to the difference
between planned and actual outcomes. This concept is essential for assessing the
performance and risk of the portfolio as a whole. It provides insights into how well the
projects within the portfolio are aligned with strategic goals and expectations. Variance
analysis helps managers understand where discrepancies arise, whether in terms of cost,
schedule, or project outcomes, allowing for informed decision-making and adjustments.  
By monitoring and analyzing variance, project managers can identify trends, uncover
underlying issues, and implement corrective actions, ensuring that the portfolio remains
on track to deliver its intended value. This focus on comparing planned versus actual
results is crucial for effective management and strategic alignment within the project
portfolio.

2. What happens to timelines if the lowest-level task dates
roll up correctly?
A. They become editable independently
B. They are locked for updates
C. They reflect the earliest and latest dates of the lowest-level

tasks
D. Only summary task dates update

When the lowest-level task dates roll up correctly, the timelines will automatically adjust
to reflect the earliest and latest completion dates of these tasks. This is essential in
project portfolio management, as it ensures that the overall project timeline is accurate
and aligned with the current state of the individual components.   In this context, the
earliest date reflects when the project can begin based on the lowest-level tasks, while
the latest date indicates when the overall project must be completed, considering the
dependencies and durations of these tasks. This rolling up of dates provides a
comprehensive view of the project's timeline and helps in effective planning and
prioritization.  The other choices do not accurately represent the behavior of task
timelines in relation to the rollover of dates. Editable independence or locking for
updates does not appropriately capture the dynamic nature of project scheduling, which
is inherently designed to adjust as tasks progress. Additionally, the suggestion that only
summary task dates update does not account for the interaction and dependencies
among the tasks that influence the overall timeline.
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3. What occurs when you rebuild a new burden schedule?
A. The new burden is applied to all expenditure items
B. Old expenditure items are automatically adjusted
C. The new burden tasks do not apply to old expenditure items
D. All previous tasks are deleted

When a new burden schedule is rebuilt, the most accurate understanding is that the new
burden tasks do not apply to old expenditure items. This means that any adjustments or
changes made through the new burden schedule are specific to future expenditures and
do not retroactively affect those that have already been incurred.   In practice, a burden
schedule defines how indirect costs are allocated to direct costs over a specified period.
When a new schedule is introduced, it essentially starts afresh with new methodologies
or updated rates without altering how previous costs were allocated. Previous
expenditure items retain their original burden calculations, maintaining their integrity
for reporting and auditing purposes.  The other concepts mentioned, such as the
automatic adjustment of old expenditure items or the complete deletion of previous
tasks, do not hold true when a new burden schedule is introduced. Old expenditure items
remain unchanged and are not affected by the new calculations, emphasizing that the
new burden only applies to incoming costs moving forward.

4. What could prevent you from finding the expenditure
organization when creating a project payable invoice?
A. Project not classified correctly
B. Security permissions not granted
C. Organization tree not classified as an expenditure

organization
D. Invoice type mismatch

The scenario revolves around issues related to the creation of a project payable invoice,
specifically the identification of the expenditure organization, which is crucial for
accurately processing financial transactions associated with project management.  When
the organization tree is not classified as an expenditure organization, it directly impacts
the ability to locate and utilize that organization for project expenditures. The
expenditure organization needs to be appropriately set up within the organization tree so
that the financial and accounting systems can recognize it when invoicing for
project-related costs. If this classification is missing or incorrect, the system is unable to
associate the invoice with the correct expenditure organization, leading to difficulty in
processing the payable invoice.  In contrast, the other options could hinder invoice
creation in different contexts but do not specifically address the identification of the
expenditure organization. For instance, while incorrect project classification may lead to
broader issues in project reporting and tracking, it does not specifically prevent finding
the expenditure organization. Additionally, inadequate security permissions could
restrict access to certain information or functionalities but would not necessarily relate
to the classification within the organization tree. Finally, invoice type mismatches
pertain to the format or nature of the invoice but do not affect the classification of the
expenditure organization per se.  Thus, the classification of the organization tree as an
expenditure organization is integral to enabling accurate
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5. Which reason would NOT prevent a class category from
selection for a project?
A. It is in the reference data set
B. It is end dated
C. It belongs to the project unit
D. It is not assigned to any project

The reason that would not prevent a class category from being selected for a project is
that it is in the reference data set. Having a category listed in the reference data set
implies it is available for consideration, regardless of its current status within ongoing or
past projects. This means it can still be selected for a new project even if it has not been
used actively in other contexts.  In contrast, if a category is end dated, it indicates that it
is no longer valid or applicable, which would indeed preclude it from selection. Similarly,
if a category belongs to the project unit, it often signifies a restriction that might limit
its eligibility based on the specific parameters of the project management framework. If
a category is not assigned to any project, it may still be available for selection, but it
doesn't face the same restrictions as those that are end dated or belong to specific units.
Thus, being in the reference data set is a neutral status that confirms availability rather
than restriction.

6. What distinguishes tactical project portfolio management
from strategic project portfolio management?
A. Tactical management focuses on long-term goals; strategic

management focuses on short-term outcomes.
B. Tactical management is about resource allocation; strategic

management is about alignment with organizational goals.
C. Tactical management involves risk assessment; strategic

management involves project completion.
D. Tactical management deals only with budgeting; strategic

management involves stakeholder analysis.
Tactical project portfolio management is primarily concerned with the effective
allocation of resources to ensure that projects are managed efficiently on a day-to-day
basis. This involves making short-term adjustments and decisions that help in optimizing
the use of resources, thereby facilitating the successful delivery of projects within the
portfolio.  On the other hand, strategic project portfolio management is focused on
aligning projects with the organizational goals and objectives. It entails a broader
perspective, where the projects selected are evaluated based on how well they contribute
to the overarching strategy of the organization. Strategic management looks at the
long-term impacts and benefits of projects, ensuring they fit the vision and mission of the
organization, thus guiding decision-makers in prioritizing projects that provide the most
significant value or alignment with strategic aims.  The distinction is important because
tactical decisions are often made with immediate resource constraints and operational
efficiency in mind, while strategic decisions are centered on fulfilling the long-range
objectives and ensuring ongoing relevance to the business landscape. This understanding
is crucial for managing project portfolios effectively, as both tactical and strategic
aspects must align to achieve overall project success.
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7. What scenario would result in no available capacity score
for a resource?
A. Resource has too many tasks assigned
B. Resource is on a flexible schedule
C. Complex calendar that doesn't contain 7 days
D. Resource is fully booked

The correct choice indicates that a complex calendar that doesn’t contain 7 days can lead
to no available capacity score for a resource. This can occur because the resource’s
availability is measured against a standard workweek, typically assumed to be 5 working
days within a 7-day week. If the calendar deviates from this norm, the tools and
methodologies used to assess the resource’s capacity may not be able to calculate the
available capacity effectively.  In cases where a resource is scheduled ambiguously or
over an unusual calendar, metrics such as total hours available for work can be skewed.
Consequently, assessment tools might not equate the calendar days to available capacity,
leading to a score of "no available capacity."  In contrast, if a resource has too many
tasks assigned or is fully booked, this situation indicates a demand for the resource's
time that exceeds availability but doesn't inherently confuse the calculation of capacity
itself. Similarly, if a resource operates on a flexible schedule, it may still have defined
availability measured against tasks, which can result in a calculable capacity score
despite variations in scheduling. Thus, these scenarios do not lead to the same ambiguity
in capacity calculation as a complex calendar might.

8. What is the purpose of assigning a project reference data
set to the project unit?
A. To restrict project scopes
B. To ensure correct cost coding
C. To define project timelines
D. To facilitate communication protocols

Assigning a project reference data set to the project unit serves a crucial role in ensuring
that all financial aspects of the project are consistently and accurately coded. Correct
cost coding is essential for effective budgeting, financial tracking, and reporting. By
utilizing a reference data set, project managers can establish a standardized approach to
financial data that aligns with organizational practices, making it easier to analyze costs
against budgets and forecast future financial needs.   Additionally, having a well-defined
cost coding structure enhances transparency and accountability within the project team
and helps to effectively communicate financial performance to stakeholders. It simplifies
the process of identifying discrepancies and can provide insights into potential areas for
cost savings or reallocations.   Establishing correct cost coding is thus foundational for
the successful financial management of projects, ensuring that they align with broader
portfolio goals and performance metrics.
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9. Which two entities are included in the project transaction
type reference data model?
A. Budget type and audit type
B. Expenditure type and project work type
C. Resource type and contract type
D. Phase type and milestone type

The correct choice identifies expenditure type and project work type as essential
components of the project transaction type reference data model. This model is integral
to effectively managing a project's financial and operational framework.  Expenditure
type relates to how funds are allocated and tracked throughout the project lifecycle,
providing insights into spending patterns and ensuring that financial resources are
utilized appropriately. It helps in categorizing the costs associated with different aspects
of the project, facilitating better budget management and financial reporting.  On the
other hand, project work type encompasses the various activities and tasks that are
performed within the project. This categorization allows for clearer delineation of the
work being done, making it easier to assign resources, track progress, and assess
performance against the planned project objectives.  Combining both expenditure type
and project work type forms a comprehensive understanding of project transactions,
which is critical for managing both budgetary aspects and execution details of projects
effectively.

10. How can you associate a business unit with a project unit?
A. By using project dashboards
B. Through project accounting functions and managing project

units
C. By linking them via shared documents
D. Using resource allocation settings

To associate a business unit with a project unit effectively, utilizing project accounting
functions and managing project units is essential. This approach allows for structured
financial tracking and resource allocation specific to the needs and objectives of both the
business and project units.   By implementing project accounting functions,
organizations can allocate costs accurately, track expenses, and provide reports that
reveal financial performance in relation to each unit. This is vital for ensuring that the
project aligns with the overall goals of the business unit and that financial resources are
being optimally utilized.  Furthermore, managing project units ensures that there is a
distinct and clear relationship between the two, which facilitates better planning,
execution, and oversight. This comprehensive approach supports decision-making and
strategy alignment, fostering a stronger connection between the business unit's goals
and the project's outcomes.   On the other hand, while project dashboards can provide
insights and high-level overviews of project performance, they do not inherently create a
formal association between business and project units. The use of shared documents may
enhance collaboration but lacks the formal structure required for tracking and managing
financial aspects. Resource allocation settings, while important for ensuring that the
right people are assigned to the right projects, do not inherently link business and
project units in the same comprehensive way as project accounting functions do.

 v-1745989444 | Page 12Sample study guide. Visit https://projectportfoliomanagementcertification-pfmp.examzify.com for the full version

SA
M

PLE


