Google Project Management Certificate 
About the program structure and course functionality
1. Foundations of Project Management — Learn the fundamentals of project management and how this program will prepare you for project management roles in numerous types of industries. Then, explore the different types of career paths you might pursue, the responsibilities and essential skills of a project manager, the importance of the project life cycle, common project management methodologies, and how organizational structure and culture impact project management.
2. Project Initiation: Starting a Successful Project — Discover how to set the stage for a successful project. Learn about stakeholders, their level of influence, and how to mobilize and manage them, as well as tackle tasks to identify project scope, goals, deliverables, and success criteria. 
3. Project Planning: Putting it All Together — Explore how to map out a project in the second phase of the project life cycle: the project planning phase. Examine the key components of a project plan, how to make accurate time estimates, and how to set milestones. 
4. Project Execution: Running the Project — Delve into the execution and closing phases of the project life cycle. Learn what aspects of a project to track and how to track them, as well as how to effectively manage and communicate changes, dependencies, and risks.
5. Agile Project Management — Explore the history, approach, and philosophy of Agile project management, including the Scrum framework. Learn how to differentiate and blend Agile and other project management approaches. Discover more about Scrum, exploring its pillars and values and comparing essential Scrum team roles.
6. Capstone: Applying Project Management in the Real World — Develop a portfolio of project management artifacts that will demonstrate the skills you have learned throughout the entire program, such as your ability to manage stakeholders and teams, organize plans, and communicate project details.
7. Accelerate Your Job Search with AI — Gain practical job search strategies and learn how to leverage AI tools (like Gemini and NotebookLM) to uncover your most valuable skills, create a job search plan, manage your applications, and practice for interviews as you navigate your path to your next role. 


Foundations of Project Management
Module 1: Embarking on a career in project management
Understanding the basics of project management 
What is project management?
· Definition of project
A project is a unique endeavor, and ​usually includes a set of unique deliverables. ​It's also a temporary pursuit, it has a defined beginning and an end. 
To put it another way, a project is a series of tasks that need to be ​completed to reach a desired outcome.
· Definition of project management
Project management is the application of knowledge, ​skills, tools, and techniques to meet the project requirements and ​achieve the desired outcome. ​Project management is valuable to businesses because it helps ensure that ​a project delivers the expected outcomes both on time and within budget.
What does a project manager do?
​Project managers usually follow a process that involves:
· Planning and organizing: ​From here you may also work on creating project plans. Creating project plans is a key part of project management. ​It helps set the tone of the project, keeps everyone on pace and aligned, and ​helps move tasks along.
· Managing tasks: Once the project is underway, the project manager helps manage tasks for the team ​members and communicates key milestones to the larger team or customers. ​This helps keep team members, and ​customers updated on how the project is progressing. ​
· Budgeting, controlling costs and other factors: Managing the budget and controlling costs is a common responsibility that project ​managers have to understand to keep the project on track and within budget.  ​This is a full-time job because the plan you've created and managed ​may change causing unexpected costs to come up.
Everything they do helps make sure the project can be completed on time and ​on budget. ​In broad terms, a project manager also needs to make sure that ​the project outcome is bringing value to the company. ​
​No matter what the task is, a successful project will always add value. ​And it's the project manager's job to make sure that project is both valuable and ​successful
A project manager's responsibilities can vary, depending on the project, ​the industry, and the company they're working in.
Learning about careers in project management
Explore project management roles : Project management job categories and common roles 
· Entry-level project management roles
Entry-level project management positions are a great opportunity to get your foot in the door and learn the ins and outs of how a company operates and manages projects. The lessons you learn from these experiences are extremely valuable to your growth in project management. Some entry-level project management positions include:
· Junior Project Manager: Performs all aspects of being a project manager alongside a more experienced professional.
· Project Administrator: Assists the rest of the project team with administrative tasks. 
· Project/Program Assistant: Supports team members working on a project and offers administrative support. May perform research or create training documents along with other jobs as assigned by program leaders.
· Project/Program Coordinator: Participates in hands-on project work and administrative tasks. Works under a project manager to make sure projects are completed on time and within budget.
· Project Support Specialist: Works alongside a project manager and team members to oversee assigned projects. May also be responsible for training and developing employees to perform designated tasks.
· Traditional project management roles
Once you have gained some experience in entry-level positions, you can explore traditional project management roles, such as:
· Project Manager: Responsible for the initiating, planning, executing, monitoring, and closing of a project. Includes industry-specific titles like IT project manager, construction project manager, or engineering project manager, which utilize skills that are transferable among industries.
· Project Analyst: Moves a project along by sharing information, providing support through data analysis, and contributing to strategy and performance. 
· Project Leader/Director: Drives core decision-making and sets the direction for the project. Usually knowledgeable about the product or deliverable. 
· Project Controller: Primarily responsible for project planning. You are likely to see this job title in industries like engineering and construction.
· Technical Project Manager: Conducts project planning and management for identified goals within a company. Ensures that projects are completed to the requirements within a defined timeframe and budget.
· Project Management Office (PMO) Analyst: Manages the progress of complex projects to ensure timely execution and completion. 
· Program and portfolio management roles
As you have learned, project managers are responsible for the day-to-day management of projects. They shepherd projects from start to finish and serve as a guide for their team. Project managers must apply the right tools, techniques, and processes to complete the project successfully, on time, and within budget. 
After you have carried out projects successfully and feel you are ready for a step up in responsibility, a program manager position may be the next step for you. While a project is one single-focused endeavor, a program is a collection of projects. Program managers are responsible for managing many projects. At Google, project managers are called program managers because they manage multiple projects simultaneously. 
Successfully implementing programs as a program manager can eventually make you a great fit for more senior positions, such as a senior program manager or a portfolio manager. A portfolio is a collection of projects and programs across an entire organization. Portfolio managers are responsible for portfolios of projects or programs for one client. Over the course of your career, you might progress from project manager to program manager to portfolio manager roles.
While project, program, and portfolio managers hold different types and levels of responsibility, they are all project managers. In Course 4 of this certificate program, you will learn more about differentiating projects, programs, and portfolios.
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· Program managers: Manage a group of projects that are related or similar to one another and handle the coordination of these projects. They facilitate effective communication between individual project managers and provide support where necessary. They also help create and manage long-term goals for their organization.
· Portfolio managers: Responsible for managing a group of related programs within the same organization. They coordinate various programs in order to ensure they are on track and that the organization is meeting its strategic initiatives. Portfolio managers look at all projects and programs within the organization and prioritize work as necessary. 
· Operational management roles 
In operational management roles, you will get the opportunity to experience several different departments and how they interact and operate. Operational management roles allow you to work alongside peers and management from various business segments, giving you an appreciation for what each segment does on a daily basis. Key elements of project management include making sure a project is on budget and on schedule. This course, and your experience as a project manager, will give you the tools to be able to apply those skills to running a business. Some operational management positions include:
· Operations Analyst: Manages and coordinates research, investigates workflows, creates business procedures, and recommends changes to improve the project and company. 
· Operations Manager: Oversees strategic decision-making and rolls out plans of action based on financial, schedule, and resource reporting. 
· Chief Operating Officer: Responsible for overseeing the day-to-day administrative and operational functions of a business.
· Agile roles
We will discuss the Agile project management approach in depth later, but here are a couple of the positions you may see that are related to that approach:
· Scrum Master: Coordinates and guides the Scrum team. Knowledgeable in Agile framework and Scrum and is able to teach others about the Scrum values and principles 
· Product Owner: Drives the direction of product development and progress. 
· Industry-specific management roles
As you search for project management roles, you may see positions with titles like “engineering project manager” or “construction project manager.” Keep in mind that the skills you learn in one industry can be applied to another industry. For example, you may have experience as a software engineer but are interested in pursuing a career in project management. You will be able to apply what you’ve learned working in a technical field, as well as with the skills you have picked up in this certification course, to a project manager position in multiple industries. Having experience working on a team to achieve a task and understanding how to execute an effort on schedule and on budget are aspects of your professional experience—combined with your project management knowledge—that make it possible for you to move between industries.
Now that you know more about the possible project management roles, you might be interested in finding a specific job. Job searching can be a time of self-reflection, growth, and excitement. Add a career path change into the mix, and it can also seem intimidating. To help you search, this section will introduce you to some common buzzwords and skills that commonly appear in job descriptions.
· Using buzzwords and skills in your job search
In order to search for the right job, you will want to utilize the most effective buzzwords—words or phrases that are popular for a period of time or in a particular industry. In today’s job market, buzzwords like data-driven, team player, and self-starter are common. You may see terms like these show up throughout your searches. 
Similarly, many job descriptions list the specific skills they require candidates to have. These skills can become some of the terms that you use in your job search. Examples of these skills include: 
· Coordination, or getting people and teams to work together. You may see responsibilities in job descriptions such as “coordination of efforts to achieve project deliverable” or “coordinate internal resources to ensure successful project completion.” Being a project manager is essentially managing the coordination of resources to achieve your end goal. Coordination is one of the top skills a project manager should have, so searching for this term can lead you to appropriate positions. 
· Organization, or the ability to stay focused on different tasks. You may come across phrases like “solid organizational skills, including attention to detail and multitasking skills” or something as simple as “highly organized.” Organization is key to being a great project manager. We will discuss many ways to sharpen this skill in the upcoming lessons.
· Leadership, or being able to lead a group of people. You may see phrases like “strong leadership qualities” or “ability to lead” in job descriptions. A project manager needs to display leadership in a number of ways, including effective planning, efficient task coordination, inspiring team members, and key decision-making. You are working on many of the skills needed to become a great leader in this program!
Take a look at the skills required for this position. The job description lists each of the terms that we talked about or a variation of these terms.
Project Manager
· Excellent time management, prioritization, and organizational skills
· Demonstrated ability to lead others
· Outstanding communication skills
· Successful track record in coordinating the work of internal and external teams to develop new products
You may also come across positions in your search that do not include the title “Project Manager” or any of the job titles we previously discussed, but you shouldn’t rule these positions out. In many cases, the job description will include project management experience and expectations, but the position may be called something else entirely. 
Look at some of the job responsibilities required for a position titled “Operations Associate.” This position is a type of project manager. You will find that most project management-related job descriptions call for the ability to plan, organize, monitor, and execute tasks—all skills you will be able to do once you complete this certification.
Operations Associate
· Plan and organize team objectives and priorities
· Develop and execute reporting and process design
· Monitor daily operations and enhance processes to maximize efficiency
· Coordinate training plans
	


· Common project management buzzwords
Including buzzwords and skills in your job search can help you find jobs that are ideal for you and your skill set. Once you have found a position you want to apply for, listing buzzwords and skills that are relevant to the position can also help recruiters and hiring managers identify you as a qualified and knowledgeable candidate. 
Some common project management-related buzzwords and skills you could include on your resume are:
	· Analytical
· Assertive
· Assessing outcomes
· Assessing progress
· Attention to detail
· Conflict resolution
· Collaborative
· Coordination
· Communication
· Development
· Evaluation
· Executing plans
· Financial analysis
· Impact assessment
	· Leadership engagement
· Managing meetings
· Managing client expectations
· Managing conflicts
· Managing relationships with stakeholders
· Managing vendors
· Meeting deadlines
· Monitoring
· Multitasking
· Planning
· Prioritizing
· Problem-solving
· Process development
· Process improvement
	· Project coordination
· Project implementation
· Project initialization
· Project planning
· Project reporting
· Quality control
· Risk assessment
· Risk management
· Solution development
· Strategic planning
· Strong interpersonal skills
· Strong verbal communication
· Strong written communication


Job searching for your first (or next) project management position can be easier if you enter the right search terms. Search for the skills you’re learning throughout this project management certificate program, or skills you’ve acquired in your current or previous positions. These terms will help you determine if you have found a potential match. As you start your project management career, don’t let the requirement for project management experience stop you from applying for project management-adjacent roles. Once you have completed this certification course, you'll see how many skills you already have that can be translated and correlated to a project management role. 
Module 2: Becoming an effective project manager
Exploring how a project manager adds value
The value of a project manager
· Definition project manager
Project managers shepherd projects from ​start to finish and serve as guides for their team, ​using their impeccable organizational ​and interpersonal skills every step of the way. ​
Project managers usually follow ​a process that involves planning and organizing, ​managing tasks, budgeting, and controlling ​costs so that the project can be ​completed within the approved timeframe.
Project managers add value to ​their teams and organizations ​in key ways that include prioritization, ​delegation, and effective communication.
· Prioritization
​Project managers add value to ​their teams and organizations through ​effective prioritization of tasks ​required to complete a project. ​They're experts at helping team members identify ​and break down large tasks into smaller steps. ​There'll be times when a project manager ​may not know which task to prioritize. 
​To determine which ones are the most ​critical to the success of the project, ​they'll connect with their teams and with ​stakeholders to gather information and make a plan.
Definition: Stakeholders are people who are interested in and ​affected by the project's completion and success, ​like the leader of an organization
· ​Delegation
​Project managers use delegation ​to add value to their teams and ​organizations by matching tasks ​to individuals who can best complete the work
· ​Effective communication
Project managers deliver ​value through effective communication, ​both with their team and with key stakeholders. ​This refers to being transparent, ​which means being up front with plans and ​ideas and making information readily available.
​Project managers keep in ​regular contact with their team about the progress of ​the work and help identify ​areas where a teammate may need support. ​
​In addition to keeping up with teammates, ​project managers keep in ​regular contact with people outside of the team, ​like company leaders who are ​invested in the project outcomes. ​ 
How project managers impact organizations 
You have learned that project managers can prioritize, delegate, and effectively communicate to deliver value to their projects. This reading will focus on the main ways that project managers can add value to projects and impact organizations, which include: 
· Focusing on the customer
Customers are always a key element to success in any business. There is no exception to that in the field of project management. In project management, the word “customer” refers to a person or an organization that defines the requirements of the project and sets important guidelines, such as budget and deadlines. In projects, customers can be internal or external. Internal customers are stakeholders within your organization, such as management, project team members, resource managers, and other organizational departments. External customers are customers outside of your organization, such as clients, contractors, suppliers, and consumers.  
To successfully deliver a project, it has to meet the customer’s standards. To meet the customer’s standards, you have to make sure you clearly understand their expectations. The customer is at the center of a successful project. Project managers can add a lot of value to the project by building relationships with customers and taking the time to make sure the customer is heard and satisfied with the result. 
Asking the customer questions
Let’s discuss how you can focus on the customer in a project. First, sit with the customer and ask what problem they are trying to solve. You might ask if they have a specific vision of the final outcome they would like delivered. Sometimes, customers will lean on project managers to find the solution to their problem. It’s your job to ask questions like:
· What is the problem you would like us to help solve? Example response: The customer wants help developing a new process that would allow their company to be more efficient.
· How is the problem impacting your organization? Example response: The customer states that they are losing clients because of their current inefficient processes since clients are sometimes receiving their orders late.
· What prompted you to ask for help now? Example response: The customer says that they may lose department funding if they do not improve efficiency. 
· What is your hope for the outcome of this project? Example response: The customer states that their ultimate goal is to increase the speed at which they fill orders without sacrificing quality.  
Taking the time to dig a little deeper into the “why” behind the project can help a project manager better support and understand the customer. The more you understand the customer’s goals, the more likely you will be able to produce what the customer is seeking.
· Building a great team
The team is a project’s biggest asset. A successful project manager knows that and takes the time to understand each person’s motivations, strengths, and weaknesses. Project managers add value to the project by identifying the right team for the project and enabling the team to be successful and make decisions. 
When you work to build a great team, you have to consider the skills needed for the project, as well as the resources available. Understanding the customer’s requirements helps shape the skills needed for your team. If you are working on a project that requires people with medical expertise and you hire people who do not have a medical background, no matter how hard that team works, they will not have the right skill set to complete the project. As project manager, you should bring on people with the right skills and ensure the team knows that each individual is valued, trusted, and appreciated. You can demonstrate how you feel about the team’s value by allowing them to have input and ask questions, and by addressing their needs as soon as possible. 
· Fostering relationships and communication
Maintaining customer satisfaction and building a great team are two ways that you, as a project manager, can add value to a project. Both of these skills are built on the foundation of relationships and communication. The project managers who add the most value are the ones who take the time to build relationships, communicate, and treat others with consideration and respect.
Project managers can set the tone for a project and build relationships within their teams and with stakeholders. Taking the time to check in daily with your team, see how they’re doing, and ask if there is anything they need help with can go a long way towards making them feel valued and heard. 
· Managing the project
When you build teams, each person is generally assigned specific project tasks. Once each task is done, the person responsible for that task hands that part of the project over to the next person. Your team members don’t always see the whole picture and how they impact others in a project. A successful project manager sees the impacts of each process within the project and communicates those impacts to the team. This ensures that everyone working on the project understands their task goal as well as the big picture goal for the finished product. For example, if a graphic designer working on marketing materials for your project doesn't understand the customer’s overall goal to appeal to educators, they may not be able to fully capture the vision for the campaign. Helping this team member understand the big picture allows them to tailor their tasks to meet the needs of the project's end goal.
Managing a project can be busy, but if you take the time to build relationships and maintain open lines of communication, you will increase the chances of the project’s success as well as the customer’s and your team members’ satisfaction.  
· Breaking down barriers
Sometimes, when you ask why something is being done a certain way, the response you get is, “Because we’ve always done it this way.” A project manager adds value to a project when they break down barriers, allow their team to innovate new ways to do things, and empower them to share ideas. As a project manager, you have to model ingenuity and collaboration, and encourage your team to do the same.
How can you break down barriers on a project? You can provide support for your team as they try new approaches to find solutions, and you can advocate for additional resources for your team. If your team is having a hard time getting an answer from another organization, you can reach out to the organization yourself in order to keep the team on track and on schedule. 
Learning more about project manager roles and responsibilities
Key project manager roles and responsibilities
Project managers usually follow a process that ​involves planning and organizing, managing tasks, ​budgeting, and controlling costs, and other factors, ​so that the project can be completed within ​the approved budget and timeframe. ​Let's break these down into examples ​of responsibilities that you ​might find in a job ​listing for a project management role.
· Planning and organizing
​One responsibility that falls under ​the umbrella of planning and organizing ​is making use of productivity tools ​and creating processes. ​During the planning and execution of a project, ​you might need to use certain tools ​and develop processes to ​improve information sharing across the team; ​you may also need to create plans, timelines, schedules, ​and other forms of documentation ​to track project completion, ​and you'll usually need to maintain ​those documents throughout the entirety of the project. 
· Budgeting and controlling costs, and other factors
As the project is underway, ​changes to the plan and budget ​are bound to come up. ​This will require you to monitor and manage the budget, ​track issues and risks as they arise, ​and manage quality by mitigating those issues and risks. ​One way to do this is by ​removing unforeseen barriers that come up. ​Now, by barriers, we mean things ​that can get in the way of project progress. ​For example, if your teammates ​lack the resources needed to complete a task, ​you might identify that issue, or barrier upfront, ​escalate the issue to a stakeholder, ​and work to secure the resource ​so your team can move forward. 
· Managing tasks
A project task is an activity that needs to be ​accomplished within a set period of time by you, ​your team, or your stakeholders. ​Keeping track of tasks is a great way to help ​manage the team's workload ​and ensure that things are getting done. ​Keeping track of tasks is ​also a great tool for demonstrating ​progress to people outside ​the immediate team, like your stakeholders
· Teaching and mentoring
As a project manager, you can serve as a mentor to your team. When you take the time to fully explain the expectations, you eliminate rework, confusion, and frustration. Mentoring and teaching others the lessons that you, as a project manager, have learned allows your team to make better choices and build on your experience. Mentoring also involves supporting each individual on your team in meeting expectations and helping them to exceed their own sense of personal potential.
· Building relationships 
Relationships are everything! Getting to know your team members lets them know that you care about them as people, not just as employees. Taking the time to build relationships with your customers, clients, vendors, and other stakeholders is equally important. Dedicate time to check in with people. Pay attention to the insights they offer you about their work style since their actions can inform how to most effectively interact with them. Ask about their lives beyond the project, and then follow up on those discussions later on to show your interest. When you foster these relationships, you are all more invested in the success of your project.
· Controlling change
The American novelist Louis L’Amour wrote, “The only thing that never changes is that everything changes.” This applies to projects as well. Projects change as you continue to understand the expectations and the needs of your stakeholders. As a project manager, you need to remain flexible and adjust to the stakeholders’ needs. However, it is also important to protect your team from constant change and rework. A good way to do this is by documenting the initial expectations of the project and clearly identifying the changes being requested. It is also helpful to understand the budget and schedule impact of the changes and make sure that the stakeholders understand those impacts. As the project manager, you are responsible for protecting your team. 
· Empowering your team
We all enjoy being heard and appreciated in our careers. Giving your team the ability to work directly with the stakeholders and their teams lets them know that you trust and believe in their skills! One of the best things about empowering your team is getting fresh ideas and passionate employees willing to help find solutions to problems. Another way you can empower your team is by delegating responsibilities to them, allowing them to make some decisions for the project, and using their input in the planning and execution of the project. Effective mentoring often leads to more empowered teams.
· Communicating status and concerns
As a project manager, communication is everything. With effective communication, you can work together with your team to find solutions to challenges. The project manager sets the tone for the project. Maintaining an open door policy and building trust within your team and among stakeholders—all while staying positive—will help the success of the project.
A project manager’s role within a team
· The project manager as someone who manages ​the tasks of a project
Everyone on your team will have their own set of roles and responsibilities. And you'll come together to ensure that everyone is able to do their part to advance the project. Each person will be an expert on their portion of the project, but no one will be an expert on every aspect of the project. As the project manager, you won't be an expert in every project role. You're responsible for guiding your team and making sure that they have the support that they need in order to complete the project.
· A few more ​examples of the required responsibilities you might find in a job listing.
1. ​First, you'll need to hold all team members accountable for ​their assigned tasks. Managing tasks will help you hold your team members ​accountable by giving them ownership over specific pieces of the project. 
2. Second, you'll need to ensure that issues and risks are tracked and ​visible, and be able to establish escalation paths. ​Now by escalation paths, I mean that you should know how you will communicate risks ​to the right people at the right time. 
3. Third, you'll need to understand and ​help teammates adopt the right workflows and project management styles. As the project manager, you'll likely have the best idea of which style is best for ​the work. ​It's your job to ensure that the team adheres to that style and ​the other systems in place. 
4. Fourth, you'll need to collaborate with other teams at the organization to ​meet the requirements based on project, scope, schedule, and budget. ​In other words, a project may affect not only your team, but ​other teams at an organization, as well as, say, the marketing or ​the finance team. So you'll need to work with those teams to ensure that everyone ​is happy with the project outcomes.
Working with cross-functional teams
As a project manager, you will likely work with cross-functional teams. A cross-functional team includes team members who have different backgrounds, types of expertise, and job functions. Even though these team members have different skill sets, occupy different roles, and may even work in different departments, they are all working towards a common goal: the successful completion of your project. 
Sometimes the members of a cross-functional team are referred to as “T-shaped professionals.” They are skilled in how to collaborate and innovate with those in different job functions and across different departments, but they also contribute their own specific areas of expertise. Each member of a cross-functional team has their own unique perspective and experience, bringing different ideas and strategies to the project. 
Let’s explore each of these ideas in more detail.
· Clarify goals
When working with cross-functional teams, it is important to ensure that each member of the team understands their role, how they support each other, and the common goals of the project. It is vital to set clear goals for the team and make sure that the team understands those goals. Be direct and concise, avoiding extraneous details and explanations. When communicating task or project goals, make sure you define key items, such as budget, deadlines, quality requirements, or important resources. Ensure your team members understand task and project goals by encouraging them to ask questions and clarify information. It will be up to you to continuously check in with your team to make sure they’re all moving towards their goals, staying on track, and completing quality work. Cross-functional teams may work in different departments, be in different physical locations, and have different leadership, but all team members work together with the project manager to support the current project. Your project may be competing against other priorities, so communicating clearly and often with your team—and vice versa—helps you identify any potential issues or concerns before they arise.
· Get team members with the right skills
Making sure you have team members with the correct skill sets for each of the project functions is critical. If you are building an airplane and you’ve got five engineers but no mechanics, you are missing a key element of your cross-functional team. As the project manager, you must help ensure that your team has the right people with the right skill sets needed for the project to succeed. Later in this program, we will discuss some tools you can use to help you identify the skill sets needed to accomplish your project tasks.
· Measure progress
Showing your team how much they have accomplished helps keep them motivated. Take the time to measure and communicate the project’s progress across the cross-functional team. This helps everyone see the full picture and recognize their impact on the project. You can measure progress in many ways, including meeting key milestones, completing project tasks, and meeting project goals on time and within budget. Regularly communicate with your team members to check on their progress. Ask them if they anticipate being finished on time. If not, ask how you can help them succeed. Keep track of the team’s progress throughout the project by documenting when tasks and goals are completed, and let your team members know if the project is on track or not. Make sure you communicate successes, delays, or issues, to the team so they know how the project is progressing. Keeping everyone informed is essential to the project’s success.
· Recognize efforts
Sometimes, when you work with cross-functional teams, there are certain skills that get recognized more than others. A mechanic could get accolades for coming up with the solution to a problem within the project, while the finance member who sourced the funding might be forgotten. As a project manager, it is your job to make sure that each member of your cross-functional team recognizes the value of their efforts each step of the way. You have learned the importance of building relationships with stakeholders, and building relationships with your cross-functional team members is just as important. Learning what makes your team members feel supported, giving and taking feedback, and being mindful of each individual's background, personal identifiers, and work style can help mediate some of the differences among team members. 
Acquiring the core skills of a successful project manager
The core skills of a project manager 
​While there are lots of different skills ​a project manager can bring to their role, ​there are four specific skill sets that ​we think can help a project manager be successful.
Those are enabling decision-making, ​communicating and escalating, flexibility, ​and strong organizational skills. 
· Enabling decision-making
​First, let's talk about enabling decision-making. ​The ability to enable decision-making on the team, ​or gathering decisions from the appropriate leader, ​is crucial to keep projects on ​task and achieve their goals. ​Lots of the day-to-day decisions within a project will ​likely fall to you and ​your teammates to discuss and agree on. ​You'll ensure that projects stay on ​schedule by gathering information from ​teammates and using those insights ​to help the team make informed decisions. ​You'll also make sure that those decisions are ​communicated to the necessary coworkers, ​whether that's the immediate team or company leaders. ​For example, you might provide ​relevant data or feedback to ​help your teammates make ​an informed decision between choice A and choice B. 
You can help team members feel empowered from the start of your project by making the decision-making process collaborative. For example, state the goals of specific deliverables and elicit input from your team on how to achieve those goals. You may have an idea of how you would like certain tasks to be accomplished, but your team members may have more creative or efficient approaches. Empowering your team to express their opinions and make their own decisions allows you to focus on the overarching management tasks and prioritize them in order of importance. Additionally, when you allow team members to have a voice in decisions, it helps foster an environment of responsibility, accountability, and team closeness. 
· ​Communicating and escalating
The second skill is communicating and escalating. ​As a project manager, ​you'll use your communication skills ​in just about everything you do. ​This might look like documenting plans, ​sending emails about the status of the project, ​or holding a meeting to ​escalate risks or issues to stakeholders.
Project management requires clearly communicating project goals and expectations, team member roles and responsibilities, and constructive feedback. Knowing how to effectively communicate and when to escalate issues to management is key to keeping you, your team, and your organization on the path to success. When escalation is required, try to approach management with both the problem and the potential solution or suggestions. This will show that you’re taking initiative as a project manager. 
· Flexibility. 
​As a project manager, ​knowing how to be flexible when ​changes are needed is key. ​Plans definitively will change, ​even with careful upfront planning. ​For example, maybe the goals of your company change, ​or maybe a member of your team ​unexpectedly takes a new position at another company. ​A good project manager knows that unpredictable moments ​like these are almost always guaranteed. ​A quote we love here at Google is, ​"The only constant is change," and that's true. ​By staying cool under pressure, ​you'll be able to adjust while ​helping your team stay calm, too.
All project managers need the ability to adapt and overcome changes and challenges. Let’s further explore why flexibility is such a critical project management skill and discuss how it can help prepare your team for change, mitigate risks, and handle ambiguity. 
Flexible planning
Change is inevitable, and the more flexible you are as a project manager, the more successful you will be throughout your career. These flexible planning strategies can help you manage your project during times of unpredictability: 
· Assess external constraints. When planning your project, take external events into account, such as national holidays and team member vacations and sick leave. Leaving extra time in the schedule for these inevitable events up front can help minimize the impact to your project.
· Plan for risks and challenges. If you consider the risks that may occur, you may be able to find solutions for them in advance. For example, what if someone on your team gets sick or decides to quit? Are you able to replace them within the company? If not, can you hire an independent contractor? Come up with a list of people who may be able to join your team if one of your team members becomes unavailable. You can also assess risks by looking at historical data. Review your past projects and examine the challenges you faced. Then evaluate if similar challenges could occur in this project and prepare accordingly. We will discuss risk management at length later in this program.
· Calculate “float” in your schedule. Float, or slack, refers to the amount of time you can wait to begin a task before it impacts the project schedule and threatens the project outcome. Identifying float in your schedule can help with resource management, scheduling, and keeping your project on track. You will learn more about calculating float in a later course, when we discuss creating a critical path for your project tasks.
Handling ambiguity
Ambiguity can be a big challenge in managing projects. Project managers often face ambiguity in goals, requirements, schedules, vision, or other areas related to the project. Your team will look to you to lead during times of ambiguity and change, and flexibility is especially important during these instances. Here are some different ways to help your team deal with ambiguity: 
· Keep calm. In uncertain times, handling ambiguity with grace and poise will help inspire the members of your team to do the same. 
· Express empathy. As a project manager, it is important to try to understand what your team is thinking and feeling, especially during times of ambiguity. Let your team members know that you care about the challenges they are facing and are there to support them.
· Communicate what you know clearly. Define the aspects of the project that are confirmed and will not change. This helps your team get a better sense of what to expect, regardless of any aspects of the project that are still unknown or changing.
· Make decisions and stick to them. Try not to second-guess your decisions in front of your team since this can lead to greater uncertainty. If you need to change course, clearly explain why you have chosen to do so to your team. 
· Trust the expertise of your team. Increase clarity by having everyone on your team discuss what they already know or believe to be true about components of your project, such as what is involved in specific tasks or resources needed, based on their areas of expertise. Then, discuss what you still don’t know and brainstorm ways to gather more information.
· Strong organizational skills
​Finally, a successful project manager ​needs strong organizational skills. ​As you learned earlier, ​the role of a project manager requires using a lot ​of different processes to keep the project on track. ​Having strong organizational skills ​means having the ability to organize ​these processes and the core elements of ​a project to ensure nothing gets lost or overlooked, ​which, can and does happen. ​To prevent this, you might decide to track daily tasks ​in a spreadsheet or send ​frequent status updates or reminders. ​There are many ways to stay ​organized and hone your organizational skills, ​and we'll talk more about them throughout the program. ​
If you demonstrate that it is important for you, as a leader, to stay organized through efficient tracking and communications, your team will follow suit. One way to do this is by utilizing the abundance of organizational tools available, such as:
· Planning and scheduling software (templates, workflows, calendars)
· Collaboration tools (email, collaboration software, dashboards)
· Documentation (files, plans, spreadsheets)
· Quality assurance tools (evaluations, productivity trackers, reports)
You may need to experiment with different organizational approaches to determine what works best for you and your team.
Common myths about project managers
· Myth: You have to be an expert in the field and have a lot of technical knowledge about the project. 
Reality: There are benefits to the project manager not having a lot of technical knowledge about a project. Rather than getting caught up in the technical details when communicating with management and stakeholders, the project manager can look at all of the different pieces that the cross-functional team is working on and assess how they each contribute to the success of the project. As a project manager, you bring on the right team members—with their differing areas of expertise—and trust them to be able to focus on the technical aspects of the project. Your job is to handle the communication, documentation, and organization necessary to get the project successfully to the finish line. 
Scenario: Jamar just landed his first project management job with a construction company.  He’s been tasked with managing the construction of a new elementary school in his city. He isn’t expected to know how to do all of the technical skills, like engineering, construction, plumbing, and electrical; he hires the right people for the job. He communicates the needs, timelines, and expectations of the project to his team members and stakeholders and helps break down any barriers to completing the project on time. Jamar helps the engineers and construction workers communicate with one another to ensure that they are all on the same page regarding the requirements. He makes sure that the materials are in place as needed for the plumbers and electricians. 
The bottom line: Project managers hire the experts and help put all the pieces of the project together. Project managers don’t need to be experts in every field.   
· Myth: Only people with a lot of experience within an organization can manage projects successfully. 
Reality: It is a common misconception that anyone who has significant experience and success in an organization can manage projects there. In order to successfully manage projects in any organization, you must acquire the necessary skills, knowledge, tools, and techniques and be able to apply them. You don’t necessarily need to have worked in previous roles at that organization. In taking this certification, you are learning and practicing how to be an effective project manager before taking on a position.
Scenario: Sofia is a supervisor at a large customer service call center. She has been recognized by leadership as a top performer. To reward her, management has offered her the role of project manager for the implementation of a new call center software program. It will be her job to oversee the installation, training, and implementation of the new process. Sofia tries to manage the project, but she has no idea how to create a project plan, manage the various members of her team, identify risks, or handle any of the other major project management tasks. She lets her manager know that she does not have the appropriate training to manage the project but that she would like to build those skills. Sofia’s manager enrolls her in a project management training course so that she will have the necessary skills to manage projects in the future. 
The bottom line: To be a successful project manager at any organization—regardless of whether you have worked there previously—it is essential to master the skills, tools, and techniques of project management.
· Myth: You have to know every single detail about the project at all times. 
Reality: Details matter in project execution, but as a project manager, you must also focus on the big picture and strategy for the project. What is the end goal? Do you and your team have a clear direction? If the whole team understands their objectives and has what they need to be successful in their tasks, they can work on the individual details and provide you space to supervise the overall project goals. Open lines of communication will help ensure that your team members share any possible risks to the budget or schedule with you. 
Scenario: Yui is a project manager working for a clothing company. The company is developing a new line of winter sleepwear that is set to launch in late October. Yui meets with the key stakeholders to determine their goals and timeline for the project. She recruits employees from the merchandising, exports, marketing, materials, production, and quality control departments to be a part of the project team. Yui meets with her team at the start of the project to clarify the objectives for the product line and checks in with them regularly to remove any barriers and find out where they need additional support. When a team member from the materials department informs Yui that the fabric they were planning on using for a particular style of pajamas has increased in price, Yui works with the team member to find a new supplier so that the overall project budget is not impacted. 
The bottom line: Your role as a project manager is to communicate with your stakeholders, clarify objectives, and set expectations. Trust your team to handle the details of each project task and communicate with you when there’s an issue. Through your direct communication and strategic approach to problem-solving, you can provide solutions and help remove barriers for your team. This is where you add value! 
We have just busted three project management myths! Recognizing these truths will help you be more confident and successful as you pursue your project manager career.
Leadership and team dynamics 
· A few key skills ​that you'll use to build ​relationships with your teammates and stakeholders. 
Using your interpersonal skills is key to ​building relationships with the people ​involved in your project. ​By developing these relationships, ​you'll learn about the needs and concerns of the team. ​This will help you determine ​the priorities of the project ​and motivate your team throughout the process. ​Possessing strong interpersonal skills ​is a huge part of good leadership. 
​Even if you've never held a formal leadership position, ​having these skills will ​help you when you need to guide a team. 
· Influencing without authority
This is called influencing without authority, ​which refers to a project manager's ability ​to guide teammates to ​complete their assigned work ​without acting as their direct managers. ​There's a few key interpersonal ​skills that you can use to ​accomplish this and guide the project outcomes, ​even without the authority of being your teammates' boss. ​These skills include communication, ​negotiation, ​conflict mediation, and understanding motivations. 
Let's break these down. 
· Communication
First step is a key skill we've mentioned a ​few times now, communication. ​In the context of leading a team, ​communication can include checking in with ​teammates to understand how they're ​progressing on a task and providing ​clear feedback on the quality of a teammate's work. 
· Negotiation
​Next is negotiation. ​Negotiation might include working ​with a teammate to compromise on ​a new deadline when they tell you that they ​won't be able to complete their work on time. ​Now, trust me, I know this can be frustrating, ​but you'll need to use ​your negotiation skills often with your teammates and ​stakeholders to balance their needs ​and what is best for the project. 
· Conflict mediation
Another important skill is conflict mediation. ​As we mentioned, project plans ​can change and issues will arise. ​This can sometimes lead to ​tension and conflict within the team. ​Conflict mediation is a great skill to ​practice and develop to ​ensure the project does not suffer as a result. ​This might involve setting up ​a meeting with two teammates who are ​struggling to agree upon ​the best way to handle a shared task. 
· Motivations
Finally, there's understanding motivations. ​This means getting to know your teammates and ​figuring out what pushes them to do their best work. ​Understanding motivations might also include ​learning how your teammates prefer to receive feedback, ​and how they like to receive ​recognition for doing a great job. ​You would use that individualized information to ​motivate and encourage each person on your team. 
Learnings
You learned how to define project management, ​what a project is, ​what it isn't, and how to ​explain its value to businesses. ​You also discussed when and why ​it's necessary to have a project manager, ​the role in day-to-day responsibilities ​of a project manager, ​and the core skills needed to be ​a successful project manager. ​Now is a good time to stop ​and recognize how much you've learned. ​By now you're familiar with ​the job of project management, ​and you've started learning what it takes ​to be an effective project manager

Module 3: The project management life cycle and methodologies
Understanding the project life cycle
Exploring the phases of the project life cycle
​No two projects are exactly the same, ​which means there are many different ways to manage them. ​Each project comes with its own needs and factors ​that impact how you'll take ​action and achieve your goals. ​There are many ways to manage projects ​and not always one right way to do so.
The life cycle is a great way to guide ​your project in the right direction so ​that you and your project ​stay on track and end up in the right place. 
· Most project life cycles have four major phases, ​each with their own set of ​tasks and concerns. 
The main phases of a project are initiate the project, ​make a plan, execute ​and complete tasks, and finally, close the project.
· ​Initiate the project.
This is the launchpad for ​the entire process of your project. In this phase, you'll ​define project goals and deliverables, ​identify the budget and resources you'll need, ​the people involved in your project, ​and any other details that can ​impact the successful completion of your project. ​You'll document all this information in ​one place to showcase the project's value, ​and hopefully get approval to move forward with it. ​Once the project is approved, ​it's time to get rolling.
· Make a plan
​Next, you'll make a plan ​for how you will meet the goals of your project. ​There are all kinds of ways to plan your project. ​Right now, the important thing to ​know is that for every single project, ​creating a plan of how you're going to meet your goals is ​absolutely 100 percent essential. ​
· ​ Execute and complete tasks
Once you ​have your plan in place, ​it's time to execute and complete those tasks. ​It's important to point out that ​your project team has ​the job of completing the project tasks. ​As a project manager, ​your role's a little different. ​While you might be in charge of ​completing certain tasks in the project, ​your primary tasks as the project manager ​are to monitor progress and keep your team motivated. ​You also remove any obstacles that might come up ​so that the tasks are executed well and on time.
· Close the project
Finally, when all the tasks have been completed, ​all the resources have been accounted for and ​the project has crossed the finish line, ​it's time to close the project. ​Why is it important to close? ​One big reason is so ​your team has a moment to ​celebrate all of their hard work. ​Closing the project is also ​a chance to evaluate how the project went. ​You can make note of what worked and what ​didn't so you can plan better for next time. ​Even if the project was a massive success, ​it's helpful to take time to reflect. ​Closing the project is also ​a great way to connect with anyone ​outside your team who may ​have had interest in the project's goal. ​You can let everyone know what was ​completed and what you accomplished. ​Some projects like the campaign example ​will have a firm end date. ​Once the project is finished, that's it. ​There's no more work to do. ​Other projects have different finish lines. 
Analyzing the different project phases
Phases in action: Initiating and planning 
· ​ The project life cycle phases are initiate the project, ​make a plan, execute and complete tasks, ​and close out the project. We're going to focus on ​the first two project life cycle phases, ​initiating the project and making a plan.
​It's important to call out that the name or ​tasks for each phase might change, ​or may be a little different depending on the type ​of project or the organization where you work. 
​Regardless of the method, ​all projects share a lot of the same tasks ​needed to get the job done. So, let's get into it. 
· The first step of ​the project life cycle, which is to initiate the project. 
During initiation, you'll organize all of ​the information you have ​available to you about your project. ​This way, when you're ready to continue on, ​you'll be prepared for ​the next phase when you can create your plan. ​Defining project goals makes the details of your project ​clear so that you and ​your team can successfully complete the project. 
​​With this in mind, ​you'll need to do some research to come up with ​ideas that will help you meet your goals. ​You'll also need to find out ​what resources are available. ​Resources can include people, equipment, software programs, ​vendors, physical space or locations, and more. ​Anything you need to actually complete ​the project is considered a resource. ​Now as a project manager, ​you'll record all of ​these details in your project proposal ​and then get them approved by ​a decision maker or group of ​decision makers at your company ​so that you can move ahead with your project plans. ​Now in some cases, ​you may be the decision maker ​so be sure to consider the same set of factors when ​initiating your project before moving to the next stage. 
· ​ The second step ​of the project life cycle, ​which is to make a plan
Once your project is approved, ​you'll move into the second step ​of the project life cycle, ​which is to make a plan. ​In this phase, you'll create a budget ​and set the project schedule. ​You'll establish the project team ​and determine each person's roles and responsibilities. ​
​A crucial part of project management ​is planning for risk and change. ​An experienced project manager ​knows that plans always change. ​This ability to adapt is ​all about thinking and planning ahead. ​Scheduling delays, budget changes, ​technology and software requirements, legal issues, ​quality control, and access to resources are just some of ​the more common types of risks and ​changes that a project manager needs to consider. ​So, it's important to keep in mind that planning is ​key to reducing those risks. ​Just know that it's really important not to ​skip this step and to always make a plan. 
​Again, the success of your project depends on it. ​Once you have a plan, ​you'll communicate all of this information to your team. ​That way, each member will know ​which tasks they'll own and ​what to do if they have ​questions or if they run into problems. ​You'll also communicate your plan with ​others who have an interest in the project success, ​so that they are aware of your plans and ​your progress as the project continues to move forward. ​
Phases in action: Executing and closing 
· It's time to put your plans into action.
It's not your job to actually do all the tasks. 
· The third step of ​the project life cycle, which is to execute and complete tasks
​​Your primary job as the project manager ​is to manage the progress of the project as a whole. ​This means you'll oversee your team's efforts ​and make sure everyone understands ​what's expected of them, ​what tasks need to be done, ​and how and when to complete those tasks. ​It's also your job to help remove any obstacles and to ​alert the right people if it looks ​like there might be a delay to the project. 
​This means you'll need to communicate with your team, ​and anyone else involved in ​your project through meetings, ​written communications like memos, emails ​or internal chat tools, ​and other working documents like task reports. ​Quick pro tip, if in doubt, ​err on the side of overcommunication. ​As your project progresses ​you'll make adjustments to the schedule, ​budget, and allocation of resources, ​clearly communicating updates all along the way. 
· The fourfth step of ​the project life cycle, which is to close the project
When all the tasks are complete ​and you've met the project goal, ​it's time to close the project. ​This phase is usually overlooked because it's easy to ​assume that once the project goal has been delivered, ​everyone can move on. ​But hold up, there's still a lot that needs to be done. ​First, check to make sure all tasks have been completed, ​including any work that was added along the way. 
Be sure any outstanding invoices have been paid, ​resources are returned and accounted for, ​and project documentation has been submitted. 
Next, and this is very important, ​get confirmation that the final outcome of ​your project is acceptable ​to the people you're delivering it to.
​​Once your project has been accepted as meeting its goals, ​take some time to reflect on what ​went well and maybe what didn't go so well. ​This reflection is usually called a retrospective, ​and it's a chance to note best practices and ​learn how to manage your project ​more effectively next time, ​even if everything went great. ​The notes from your retrospective are also valuable to ​the people or organization ​receiving the end result of the project. ​That's because they can use that information to inform ​decisions about their business the ​next time they consider a project. 
​Now it's time to collect ​all the project documentation that you ​created or collected along the way, ​including all of your plans and reflections, ​and share the final results of ​your project with your stakeholders.
​Next, take some time to ​celebrate the effort your team invested in the project. ​Celebrations help people feel ​good about the work they've done, ​and think of the work as uplifting and ​rewarding because it truly is. 
Summary of the project phases 
The project life cycle is the path for your project from start to finish. Each project phase builds toward the subsequent phase and helps to create a structure for the project. To recap, the main phases of the project life cycle are: initiating the project, making a plan, executing and completing tasks, and closing the project. 
In this reading, we will summarize each phase of the project life cycle. 
The project life cycle
Initiate the project
In this phase, ask questions to help set the foundation for the project, such as:
· Who are the stakeholders?
· What are the client’s or customer’s goals?
· What is the purpose and mission of the project?
· What are the measurable objectives for the team?
· What is the project trying to improve? 
· When does this project need to be completed? 
· What skills and resources will the project require? 
· What will the project cost? What are the benefits?
Make a plan
In this phase, make a plan to get your project from start to finish. 
· Create a detailed project plan. What are the major milestones? What tasks or deliverables make up each milestone?  
· Build out the schedule so you can properly manage the resources, budget, materials, and timeline. Here, you will create an itemized budget.
Execute the project
In this phase, put all of your hard work from the first two phases into action. 
· Monitor your project team as they complete project tasks. 
· Break down any barriers that would slow or stop the team from completing tasks. 
· Help keep the team aware of schedule and deliverable expectations.
· Address weaknesses in your process or examine places where your team may need additional training to meet the project’s goals.
· Adapt to changes in the project as they arise.
Close the project
In this phase, close out the project.
· Identify that your team has completed all of the requested outcomes. 
· Release your team so they can support other projects within the company.
· Take time with your team to celebrate your successes! 
· Pass off all remaining deliverables and get stakeholder approval.
· Document the lessons you and your team learned during the project.
· Reflect on ways to improve in the future.

Comparing project management methodologies and approaches
Introduction to project management methodologies 
A project management methodology is a set of guiding principles and ​processes for owning a project through its life cycle. ​Project management methodologies ​help guide project managers throughout a project with steps to take, ​tasks to complete, and principles for managing the project overall.
· ​Linear 
Linear means the previous phase or ​task has to be completed before the next can start. ​A linear approach would work well for a project like building a house. There's also a clear goal; you know exactly what the house will look like. ​​Linear projects don't require many changes during development and ​have a clear sequential process. If you stick to the plan, it's likely you'll ​finish your tasks within the time schedule and all other criteria. 
· Iterative
​Iterative projects allow for more flexibility and ​anticipate changes. You're able to test out parts of the project to ​make sure they work before the final result is delivered, ​and you can deliver parts of the project as they are completed, ​rather than waiting for the entire project to be done. 
Overview of Waterfall and Agile
Two of the most popular project management methodologies ​are Waterfall and Agile. ​Each of these methods has a rich and complex history. 
· ​First, let's take a look at the Waterfall approach. 
​Waterfall as a methodology was created in the 70s, ​and refers to the sequential ordering of phases. ​You complete one at a time down the line like ​a waterfall starting at the top of ​a mountain and traveling to the bottom. ​Remember the definition and ​example of linear, Waterfall has a linear approach. ​At first, Waterfall was used in ​the physical engineering disciplines ​like manufacturing and construction, ​then software emerged as ​an important field of engineering ​and Waterfall was applied to those projects as well. ​It still used a lot in engineering fields ​including product feature design and application, ​also known as app design. ​Over time, other industries like event planning and ​retail have adapted Waterfall phases ​to fit their projects. 
​There are now many styles of Waterfall, ​and each style has its own specific set of steps. ​What they all have in common, though, ​is that they follow an ordered set of steps that are ​directly linked to clearly defined expectations, ​resources, and goals that are not likely to change. ​Let's take a closer look. ​The phases of a Waterfall project life cycle follow ​the same standard project life cycle flow ​that you learned about earlier. ​Initiating, planning, executing, ​which includes managing and ​completing tasks, and closing. ​When would you want to use ​a Waterfall approach to project management? ​Well, when the phases of the project are clearly defined ​or when there are tasks to ​complete before another can begin, ​or when changes to the project are very ​expensive to implement once it's started. 
​The Waterfall method has ​some risk management practices to ​help avoid and deal with project changes. ​Luckily, there are other methodologies ​that are entirely built for change and flexibility. ​One of these is Agile, ​another popular project management approach. 
· The term agile means being ​able to move quickly and easily. 
​It also refers to flexibility, ​which means being willing and able to change and adapt. ​Projects that use an Agile approach often have ​many tasks being worked on at the same time, ​or in various stages of ​completion which makes it an iterative approach. ​The concepts that shaped ​Agile methodology began to emerge in ​the 90s as a response to ​the growing demand for faster delivery of products, ​mainly software applications at that time. ​But it wasn't officially named Agile until 2001. ​The phases of an Agile project also follow ​the project life cycle stages we ​described earlier, generally speaking. ​However, rather than having to always go in ​order or wait for ​one phase to end before starting the next, ​Agile project phases overlap ​and tasks are completed in iterations, ​which in Scrum, are called sprints. 
Scrum is a form of Agile that you'll learn more ​about focused entirely on Agile, ​and by sprint, we do not ​mean running a race as fast as possible. 
​In this case, sprints are ​short chunks of time usually one to ​four weeks where a team works together ​to focus on completing specific tasks. ​What's important to understand is that Agile is more of ​a mindset than just a series of steps or phases. ​It's concerned with building an effective, ​collaborative team that seeks ​regular feedback from the client so that ​they can deliver the best value as quickly ​as possible and adjust as changes emerge. ​Projects that are best suited for ​an Agile approach are those where the client has ​an idea of what they want but ​doesn't have a concrete picture in mind, ​or they have a set of ​qualities they'd like to see in the end result, ​but aren't as concerned with exactly what it looks like. ​Another indicator that a project may ​benefit from Agile is ​the level of high uncertainty ​and risk involved with the project.
Comparing Waterfall and Agile approaches
Let's compare specific aspects of Waterfall (also commonly called traditional) and Agile approaches. 
Understanding the fundamentals of—and differences between—these common project management approaches can help you demonstrate your project management knowledge during an interview. It can also help you evaluate a project to determine the right approach when working on the job.
Waterfall and Agile are implemented in many different ways on many different projects, and some projects may use aspects of each. The chart below briefly describes and compares Waterfall and Agile approaches. You can use it as a quick reference tool, but be aware that in practice, the differences between these two approaches may not always be clearly defined. Waterfall and Agile Comparison
	
	Waterfall
	Agile

	Project manager's role
	Project manager serves as an active leader by prioritizing and assigning tasks to team members.
	Scrum Master acts primarily as a facilitator, removing any barriers the team faces. Team shares more responsibility in managing their own work.  

	Scope
	Project deliverables and plans are well-established and documented in the early stages of initiating and planning. Changes go through a formal change request process. 
	Planning happens in shorter iterations and focuses on delivering value quickly. Subsequent iterations are adjusted in response to feedback or unforeseen issues.

	Schedule
	Follows a mostly linear path through the initiating, planning, executing, and closing phases of the project.  
	Time is organized into phases called Sprints. Each Sprint has a defined duration, with a set list of deliverables planned at the start of the Sprint. 

	Cost
	Costs are kept under control by careful estimation up front and close monitoring throughout the life cycle of the project. 
	Costs and schedule could change with each iteration. 

	Quality
	Project manager makes plans and clearly defines criteria to measure quality at the beginning of the project.
	Team solicits ongoing stakeholder input and user feedback by testing products in the field and regularly implementing improvements.

	Communication
	Project manager continually communicates progress toward milestones and other key indicators to stakeholders, ensuring that the project is on track to meet the customer’s expectations. 
	Team is customer-focused, with consistent communication between users and the project team.

	Stakeholders
	Project manager continually manages and monitors stakeholder engagement to ensure the project is on track. 
	Team frequently provides deliverables to stakeholders throughout the project. Progress toward milestones is dependent upon stakeholder feedback.


Now that you better understand the differences between Waterfall and Agile project management approaches, you can use this understanding to determine which is most effective for your projects.
Introduction to Lean and Six Sigma 
· ​​Lean Six Sigma is one more you can add.
It's a combination of two parent methodologies, ​Lean and Six Sigma. ​The uses for Lean Six Sigma are ​common in projects that have goals to save money, ​improve quality, and move through processes quickly. ​It also focuses on ​team collaboration which promotes ​a positive work environment. ​The idea is that when your team feels valued, ​motivation and productivity increases ​and the whole process functions more smoothly. ​There are five phases in the Lean Six Sigma approach. 
​They are define, measure, analyze, ​improve, and control, commonly known as DMAIC. ​DMAIC is a strategy for process improvement, ​meaning you're trying to figure out ​where the problems are in ​the current process and fix them ​so that everything runs more smoothly. ​The goal of each step is to ensure ​the best possible results for your project. ​Just like with Waterfall and Agile, ​there're more specific details for using ​DMAIC and the Lean Six Sigma approach. ​But what's great about the DMAIC process ​is that it can be used to solve ​any business problem. Let's break it down. 
The first phase is to define ​the project goal and what it will take to meet it. This first phase is very similar to ​the initiation phase of traditional project management. 
 ​Next, it's time to ​measure how the current process is performing. ​In order to improve processes, ​DMAIC focuses on data. 
​​Once you have the data and measurements, ​you can move on to the next phase which is analyze. 
​Here, you'll begin to identify gaps and issues. 
​Data analysis is important for ​project managers regardless of ​which method you choose and we will ​learn more about that in an upcoming course. ​From your data, you'll have ​a strong understanding of causes ​and solutions to get to the next stage, improve. ​Oftentimes, project managers may ​want to leap straight to this phase but ​really projects in process improvements should ​only be made after a careful analysis. ​This is the point where you present ​your findings and get ready to start making improvements. ​In our example, this could be ​modifying staffing to address customer needs. 
​The last step of this cycle is control. ​You've gotten the process and project to a good place, ​and now it's time to implement it and keep it there. ​Controlling is all about learning from the work you ​did up front to put new processes ​and documentation in place and continue to monitor so ​the company doesn't revert back to ​the old, inefficient way of doing things. 
To sum it all up, you can remember DMAIC like this, ​defining tells you what to measure, ​measuring tells you what to analyze, ​analyzing tells you what to improve, ​and improving tells you what to control.
​Lean Six Sigma and ​the DMAIC approach are ​ideal when the project goal includes ​improving the current process to fix ​complex or high risk problems like improving sales, ​conversions, or eliminating a bottleneck, ​which is when things get backed up during a process. ​Following the DMAIC process ​prevents the likelihood of skipping ​important steps and increases ​the chances of a successful project. ​As a way for your team to discover ​best practices that your client can use going forward, ​it uses data and focuses on ​the customer or end-user to solve problems in ​a way that builds on previous learning so that you can ​discover effective permanent solutions ​for difficult problems. 
Lean and Six Sigma methodologies
Previously you learned about Agile and Waterfall project management approaches. Now, we will define some key concepts from Lean and Six Sigma methodologies. We will learn how these methodologies can be used to organize and manage your projects, and we will discuss which is the most effective for different kinds of projects.   
· Lean
Lean methodology is often referred to as Lean Manufacturing because it originated in the manufacturing world. The main principle in Lean methodology is the removal of waste within an operation. By optimizing process steps and eliminating waste, only value is added at each phase of production.  
Today, the Lean Manufacturing methodology recognizes eight types of waste within an operation: defects, excess processing, overproduction, waiting, inventory, transportation, motion, and non-utilized talent. In the manufacturing industry, these types of waste are often attributed to issues such as: 
· Lack of proper documentation
· Lack of process standards
· Not understanding the customers’ needs
· Lack of effective communication
· Lack of process control
· Inefficient process design
· Failures of management
These same issues create waste in project management. 
Implement Lean project management when you want to use limited resources, reduce waste, and streamline processes to gain maximum benefits. 
You can achieve this by using the pillars of the Lean 5S quality tool. The term 5S refers to the five pillars that are required for good housekeeping: sort, set in order, shine, standardize, and sustain. Implementing the 5S method means cleaning up and organizing the workplace to achieve the smallest amount of wasted time and material. The 5S method includes these five steps: 
1. Sort: Remove all items not needed for current production operations and leave only the bare essentials. 
2. Set in order: Arrange needed items so that they are easy to use. Label items so that anyone can find them or put them away. 
3. Shine: Keep everything in the correct place. Clean your workspace every day.
4. Standardize: Perform the process in the same way every time. 
5. Sustain: Make a habit of maintaining correct procedures and instill this discipline in your team.
Within the Lean methodology, 5S helps you boost performance. 
The final concept of Lean uses a Kanban scheduling system to manage production. The Kanban scheduling system, or Kanban board, is a visualization tool that enables you to optimize the flow of your team’s work. It gives the team a visual display to identify what needs to be done and when. The Kanban board uses cards that are moved from left to right to show progress and help your team coordinate the work. 
Kanban boards and 5S are core methods of the Lean methodology. They can help you successfully manage your project. Now let’s analyze the Six Sigma method and learn when is the best time to use it. 
· Six Sigma
Six Sigma is a methodology used to reduce variations by ensuring that quality processes are followed every time. The term “Six Sigma” originates from statistics and generally means that items or processes should have 99.9996% quality.
The seven key principles of Six Sigma are:
1. Always focus on the customer.
2. Identify and understand how the work gets done. Understand how work really happens.
3. Make your processes flow smoothly.
4. Reduce waste and concentrate on value.
5. Stop defects by removing variation.
6. Involve and collaborate with your team.
7. Approach improvement activity in a systematic way.
Use this methodology to find aspects of the product or process that are measurable like time, cost, or quantity. Then inspect that measurable item and reject any products that do not meet the Six Sigma standard. Any process that created unacceptable products has to be improved upon.  
Now that you understand both Lean and Six Sigma, let's see how they come together to improve the performance of your project!
· Lean Six Sigma 
After both Lean and Six Sigma were put into practice, it was discovered that the two methodologies could be combined to increase benefits. The tools used in Lean, such as Kanban boards and 5S, build quality in processes from the beginning. Products developed using Lean methods are then inspected or tested using Six Sigma standards. The products that do not meet these standards are rejected. 
The largest difference between these methodologies is that Lean streamlines processes while Six Sigma reduces variation in products by building in quality from the beginning and inspecting products to ensure quality standards are met. You may find that one of these two methods—or using them both together—can improve the efficiency of your projects. 
Common project management approaches and how to select one
You have been learning a lot about different project management approaches and when to use them. In this reading, we will briefly recap some of the most common ones and recommend a couple of articles with supporting information. You’ll continue to learn more about these approaches throughout this certificate program. 
Popular project management approaches
Below is a brief recap of some of the project management approaches you’ve been introduced to so far:
Waterfall is a traditional methodology in which tasks and phases are completed in a linear, sequential manner, and each stage of the project must be completed before the next begins. The project manager is responsible for prioritizing and assigning tasks to team members. In Waterfall, the criteria used to measure quality is clearly defined at the beginning of the project.
Agile involves short phases of collaborative, iterative work with frequent testing and regularly-implemented improvements. Some phases and tasks happen at the same time as others. In Agile projects, teams share responsibility for managing their own work. Scrum and Kanban are examples of Agile frameworks, which are specific development approaches based on the Agile philosophy.
Scrum is an Agile framework that focuses on developing, delivering, and sustaining complex projects and products through collaboration, accountability, and an iterative process. Work is completed by small, cross-functional teams led by a Scrum Master and is divided into short Sprints with a set list of deliverables.
Kanban is a tool used in both Agile and Lean approaches that provides visual feedback about the status of the work in progress through the use of Kanban boards or charts. With Kanban, project managers use sticky notes or note cards on a physical or digital Kanban board to represent the team’s tasks with categories like “To do,” “In progress,” and “Done.”
Lean uses the 5S quality tool to eliminate eight areas of waste, save money, improve quality, and streamline processes. Lean’s principles state that you can do more with less by addressing dysfunctions that create waste. Lean implements a Kanban scheduling system to manage production.
Six Sigma involves reducing variations by ensuring that quality processes are followed every time. The Six Sigma method follows a process-improvement approach called DMAIC, which stands for define, measure, analyze, improve, and control.
Lean Six Sigma is a combination of Lean and Six Sigma approaches. It is often used in projects that aim to save money, improve quality, and move through processes quickly. Lean Six Sigma is also ideal for solving complex or high-risk problems. The 5S organization framework, the DMAIC process, and the use of Kanban boards are all components of this approach. 
Despite their differences, all of these project management methodologies require communication and collaboration among various teams and aim to deliver projects on time and within budget. 
Selecting a project management approach
With so many methodologies available, there are many options that would work well for your project. Since projects and the organizations in which you will execute them vary greatly, the approach you choose to implement for each project will vary. At Google, we often use a hybrid of approaches and frameworks to efficiently meet the project goal! All approaches can be combined with others, depending on the needs of your project. 
Choosing an approach that works best for the project, the organization, and the team takes time and practice. You’ll learn more about how to choose a project management approach throughout this certificate program. In the meantime, take a look at how this article breaks down common methodologies and when (or when not) to use them: Which project management methodologies should you use? 
Module 4: Organizational structure and culture
Understanding organizational structure
Overview of Classic and Matrix structures 
​​Keep in mind that your role won't be the ​same for every team or organization, ​because many companies are structured differently. 
· ​What is organizational structure? 
Organizational structure refers to the way ​a company or organization is arranged or structured. ​This structure also tells you ​how job tasks are divided and ​coordinated and how all the different members ​of the organization relate to one another. 
​In other words, organizational structure ​gives you a sense of who reports to who. ​But organizational structure is much more than that. ​Understanding the different types of ​organizational structures ​can serve as a map to help you ​determine where you fit in, ​who you should communicate with, ​and how frequently to communicate with them. 
· The various organizational hierarchies ​that you may encounter at work
An organization's structure is most commonly ​mapped out using a reporting chart or "org chart," ​which is short for "organizational chart." ​Reporting charts show the relationship ​between people and groups within the organization, ​and details who each person or group reports to. ​There are a few different types ​of organizational structures. 
​We're going to focus on two of ​the more popular ones: Classic and Matrix.
· Classic
The Classic grouping includes what are usually ​called "functional" or "top-down" structures. ​The Classic grouping follows a typical chain of ​command where the Chief Executive Officer, ​also known as CEO, ​and other executives are at the top, ​followed by directors or managers, ​then their direct reports and so on. ​Each of these directors or managers typically oversee ​teams within their function of the organization, ​like marketing, sales, or human resources. ​ 
​If your organization works in this structure, ​as the project manager, ​you might communicate regularly with your manager, ​the person directly above you, ​and also with your peers who work ​on the same types of projects as you.
·  Matrix
There isn't always ​a straightforward, top-down approach. ​There are other factors at play that make ​organizational structures a bit ​more complicated than we can see on paper. ​For instance, you may have ​project teams that sit across different functions. ​This is common in many companies, Google included, ​and is usually referred to as the Matrix structure. ​You might think of a Matrix structure as ​a grid where you still have people above you, ​but you also have people in ​adjacent departments who expect ​to hear updates on your work progress. 
​These people may not be your direct bosses, ​but you are responsible for communicating with ​them, since they may inform changes to your work.
​So to recap, the Classic structure ​follows a traditional, top-down system of reporting, ​and the Matrix structure has direct higher-ups to ​report to and stakeholders ​from other departments or programs. ​Knowing which kind of ​organizational structure you're working in ​plays a major role in how you prepare for ​and carry out your project or even in an interview
A project manager's role within different organizational structures 
In the last video, you learned about the way a company is arranged, which is called organizational structure. You also learned that two of the most common organizational structures are Classic and Matrix. 
Understanding the differences in Classic and Matrix organizational structures can help you ask questions during a job interview to fully understand the role and responsibilities you are considering. This will also help you understand which skills will be most important for you to have if you get the position. 
Once you are hired into a role, knowing a company’s organizational structure can help you identify key points of communication and key stakeholders. It can also help you navigate within the organization when you need support or need to determine who has authority in a certain situation. Let’s examine the characteristics of each of these organizational structures in greater depth so you can identify the type of structure an organization has and how to navigate it as a project manager. 
Classic organizational structures
The Classic organizational structure is a top-down hierarchy system, where a Chief Executive Officer (CEO) has direct authority over several department managers. The department manager has direct authority over several other sections of employees. This system requires communication both up and down the ladder. In a Classic structure, authority comes from the top and filters to the bottom. Frequent reporting of project status updates may be required to pass up through management levels to keep higher leaders informed. 
Classic organizations are also referred to as functional organizations because the organization is divided into departments based on function. Each department is led by a functional manager, and employees are grouped according to the functions of their role. For example, the main function of Friendly Skies Airlines, an airline company, is to fly airplanes. There are typically departments logically arranged to fulfill other important company functions, such as Marketing, Human Resources, and Strategy. Employees usually have a specialty within the organization and may not work within other areas during normal everyday operations. 
Managing a project in a Classic organization
Friendly Skies Airlines has a Classic organizational structure, as indicated by its reporting or “org” chart.
[image: Sample of a Classic org chart showing a top-down reporting structure from the CEO to department managers on down]
Imagine that the Friendly Skies Airlines Board of Directors approves an initiative to retrofit existing airplanes to carry more passengers. The CEO sponsors a project team to redesign the airplanes. The project will be led by a project manager from the Engineering and Innovation department and will require representatives from Finance, Marketing, Strategy, and Operations, along with several other team members from the Design department, to successfully complete the project. 
The project team will typically remain in their reporting lines but act as their own assembled team. They do not fall under any of the existing functional departments. In the Classic organizational structure, the project builds from already existing departments to form teams. 
If you are a project manager in this type of structure, you may need to consult with functional managers to understand your resources and the capacity of each teammate, as well as to familiarize yourself with each function’s internal processes and approval structure. Your authority may be slightly limited due to competing priorities, approval chains, and other complexities, but setting expectations up front will enable you to navigate the organization and execute your project successfully.
Matrix organizational structures
The Matrix structure differs from the Classic structure in that the employees have two or more managers. In Matrix structures, you still have people above you, but you also have people in adjacent departments with whom you will need to communicate on your work progress. Functional areas tend to cross paths more frequently, and depending on the nature of the work, the responsible manager for each area has the most authority. 
As a project manager in a Matrix organization, a team will essentially have at least two chains of command, or managers. You can think of the project manager as being a temporary manager while assigned to the team. The functional manager is consistent regardless of the project a project manager is supporting. The visual below illustrates what the Friendly Skies Airlines would look like if it had a Matrix organizational structure.
[image: Sample of a Matrix org chart that has both direct reporting (up to the CEO) and adjacent reporting (other departments)]
Managing a project in a Matrix organization
Imagine that Friendly Skies Airlines is organized in a Matrix structure. Their Product Excellence team develops a new amenity kit for long-haul flights. They ask the Project Manager to help gather marketing materials that present research data about how this product fulfills passenger desires. The Project Manager is working on behalf of the Product Excellence team, but they are able to work in partnership with the Marketing team to create these materials.  
You can read more about an overview of Matrix organizations in this PMI article.
How organizational structure impacts project management
An organization's structure provides ​the framework for accountability and communication. ​As the project manager, ​it's vital that you understand who ​you're reporting to on each project, ​and just as importantly, ​who the members of your team report to. ​Knowing the organizational structure ​also tells you how and ​where to get the resources you'll ​need so you can get the project done efficiently. ​When you understand the organization's structure, ​you'll be able to identify how it ​impacts the way you manage the project. ​One way organizational structure ​can impact the way you manage ​a project is by the amount of ​authority given to the project manager. 
​Authority has to do with your ability to make decisions ​for the project that impact the organization. ​In some cases, you might have the authority to do things ​like select the vendors ​who provide services or goods for the project. ​Other times, you might have ​a set of vendors selected for you. ​Your level of authority and ​responsibility will vary from project to project. ​Another way organizational structures can impact ​project management is through resource availability. ​Managing a project is a lot ​easier when you know how to access the people, ​equipment, and budget that you need. ​Let's explore how different structures ​can affect the way you manage a project. 
​In a Classic structure, ​you might find yourself with ​less authority and a tighter scope. ​You may need to rely on getting ​approval from the appropriate managers, ​directors, and department heads ​in order to move forward and complete certain tasks. ​In this case, it's likely that these people are in ​charge of the people on ​your team and the resources you need. ​As a project manager working in a Classic structure, ​you may depend on the managers in ​your organization to approve resources. ​In other words, the amount of people ​working on your project or the budget that you ​have allocated to your project is decided ​by the leaders of your department or function. ​In a Classic structure, ​you may have to go through a chain of approvals and ​advocate for more resources if you need them. ​
The main difference with ​a Matrix structure is that employees often ​have two or more managers ​or leaders they'll need to work with and update. ​Your team members will have ​their functional manager and you, the project manager. ​If members are working on multiple projects, ​they may have even more managers. ​This can affect your authority as a project manager, ​as you will need to cooperate with ​more than one leader in the organization. 
​You may need to share resources and negotiate priorities. ​The key is to make sure you know who ​your stakeholders are and who controls what ​since the chain of command isn't always as ​clearly defined as in the Classic structure. ​Because there isn't always a clear chain ​of command in a Matrix structure, ​you need to make sure you have identified ​and communicated with anyone you might ​need to report to and get approval ​from well before the project begins. ​Once this is established though, ​your project within a Matrix structure ​should be able to run efficiently. ​Matrix structures emphasize a strong project focus ​from the team and the organization. ​You as the project manager, ​generally have more autonomy to make ​decisions and gather resources as needed. ​
​Understanding all of this will help you ​run and manage a project much more efficiently. 
The role of a Project Management Office 
Project managers serve key functions in both Classic and Matrix organizations. Within both of these types of structures, there is sometimes a group devoted specifically to project management in the organization: the Project Management Office. In this reading, we will discuss the purpose and functions of a Project Management Office.
What is a PMO?
A Project Management Office, or PMO, is a group within an organization that defines, sets, and helps maintain project management standards and processes throughout that organization. It often acts as a coordinated center for all of the organization’s projects, helping them run more smoothly and efficiently.
An organization’s project managers may operate within the PMO itself or within other departments. At Google, for example, there are project managers who work in a PMO focused on operational excellence, but there are numerous project and program managers in other departments throughout the organization, as well.
What are the functions of a PMO?
PMOs offer guidance and support to their organization’s project managers. They share best practices, project statuses, and direction for all of the organization’s projects while often taking on strategic projects themselves. The main functions of a PMO include:
Strategic planning and governance
This is the most important function of a PMO. This involves defining project criteria, selecting projects according to the organization’s business goals, and then providing a business case for those projects to management. 
Best practices
PMOs help implement best practices and processes within their organization. They also share lessons learned from previous successful projects. They help ensure consistency among their organization’s projects by providing guidance about processes, tools, and metrics.
Common project culture 
PMOs help set common project culture practices by training employees about optimal approaches and best practices. This helps keep project management practices consistent and efficient across the entire organization. 
Resource management
PMOs are often responsible for managing and allocating resources—such as people and equipment—across projects throughout the organization based on budget, priorities, schedules, and more. They also help define the roles and responsibilities needed on any given project. PMOs provide training, mentoring, and coaching to all employees, but project managers in particular. 
Creation of project documentation, archives, and tools
PMOs invest in and provide templates, tools, and software to help manage projects. They also play an important role in maintaining their organization’s project history. Once a project closes, they archive all of the documents created during the project for future reference and to capture lessons learned.
Understanding the impact of organizational culture
Introduction to organizational culture
​An organization's culture provides context and acts as a guide for ​what their people value, how they operate on a daily basis, ​how they relate to one another, and how they can be expected to perform. 
​There are many ways to define organizational culture. ​Some definitions emphasize teamwork and innovation, ​while others focus on attention to detail and achievement. ​Entire thesis papers, workshops, and ​conferences are dedicated to defining and analyzing organizational culture. ​
​Organizational culture is in part the values employees share, ​as well as the organization's values, mission, history, and so on. ​In other words, organizational culture can be thought of as the company's ​personality. Understanding an organization's culture will help you ​navigate your team more effectively toward achieving the project's goal. 
​It also impacts the way you plan your project. ​You'll need to be familiar with an organization's culture, so ​that you can minimize conflict and ​complete the project with as much support and harmony as possible. ​An organization's mission and values can provide clues to its culture. ​If you can demonstrate how the project supports the company's mission or ​how the project aligns with the company's values, ​you'll have more support from executives and ​stakeholders to get the approvals and resources you need. ​Pay attention to ​what leaders in the organization value when conducting business. ​Does the management team care about speed over perfection? ​How do people within the organization make decisions? 
​Do they thoroughly examine every option for every decision? ​This will help inform which values are the most important to them and ​how you can approach your decision-making. ​If you're ever stuck in your project and need guidance about making a certain ​decision, or are unsure how to communicate with someone in the organization, ​reviewing the mission and values may help direct you toward the right ​way to handle that situation. ​As a project manager, when you understand the different types of values, and ​what to prioritize, you'll have an idea of how you can better prepare for ​conversations within the organization. ​Ideally, you'll want to have a good sense of an organization's ​culture before you start the first phase of your project. 
​If you are interviewing for a project management position, ​asking about the culture is a great way to get more information about the company. ​It also shows the interviewer that you're knowledgeable about the impact culture ​can have on a project. ​To help you gain a better sense of an organization's culture, ​consider the following questions. ​How do people prefer to communicate? ​Is it primarily through scheduled meetings, via email, over the phone? ​How are decisions made, majority vote or top down approvals? ​What kinds of rituals are in place when someone new comes to the office? 
​Are they taken out to lunch, given a tour of the building or ​introduced to the staff? ​How are projects typically run? Do they prefer a Classic, ​do they prefer Matrix, or some other style of project management? ​And finally, what kinds of practices, behaviors, and ​values are reflected by the people in the organization? ​Is overtime or weekend work an expectation? ​Are there company sanctioned social events? ​Finding out what the company values, will tell you a lot about the culture. 
​And how to handle communication, manage expectations, and ​identify potential conflicts as you work through your project. ​Once you begin working on a project, here are some ways to navigate company culture ​that will help you get the most out of your team, and ​ensure that your project is supported. ​As I just discussed, make sure to ask questions. ​As you observe the culture, ​try asking your peers what they think is going well and what they would change. ​Your peers may have the same opinion as you, and if not you may learn something ​new you didn't learn in the interview process. Either way, you'll be in a better ​place to assess risk, adjust your current project, or be more prepared for ​projects in the future. It's also a good idea to make observations. 
​It's important to understand how things work, and what people like and ​respect about the company's culture. ​When working in different geographies, it's also important to be aware of ​established customs, like bowing, shaking hands, or wearing head coverings. ​This will help you gain understanding and form respectful relationships. ​Lastly, it's important to understand your impact. ​Be aware of your role as a change agent. ​A change agent is someone who helps the organization transform by focusing on ​improving organizational effectiveness and development. ​You and your project will most likely affect the organization in some way. 
​Sometimes just the presence of a project manager creates changes in the office ​environment or employee dynamics. ​If your project requires major changes that the organization must adapt to, ​be mindful of how extreme those changes could be and seek feedback and ​approval early on. ​The company may not agree with certain kinds of changes that don't seem to ​fall in line with their mission, vision, or culture. ​It's important to recognize the limits or boundaries of changes to implement and ​understand what would be the most beneficial for ​the project and the company overall. ​As you can see, organizational culture has a strong influence over how decisions ​are made about the project. The way an organization is structured usually ​influences the type of culture that exists. So it's important to consider ​both structure and culture when planning and carrying out your project. 
Learning about an organization’s culture
It is important to learn about the culture of the organization where you work or want to work. Understanding the company’s culture can help you navigate your team through a project. Consider this quote from Peter Drucker, an expert on management: "Culture eats strategy for breakfast." Drucker is implying that the culture of a company always influences its success, regardless of how effective the company’s business model may be. Organizational culture is critical to the health of a company, the people who work there, and the customers it serves.
The importance of organizational culture 
· Identity: An organization’s culture defines its identity. Its identity essentially describes the way the company conducts  business, both internally and externally. A company’s values and organizational culture go hand-in-hand; its values are part of its identity. You can almost think of an organization’s culture as its personality. That is why it is important to learn your company’s (or target company’s) mission and value statements. The mission and value statements will help you understand why the company exists and will give you insight into what the company believes in and how it will behave. 
· People: Strong, positive organizational culture helps retain a company’s best employees. People who feel valued, engaged, and challenged are more likely to give their best and want to drive for success. An organization’s culture can help keep talented employees at a company, and it can attract great people too! On the other hand, a toxic culture can have the opposite effect. It is important to find an organization with a culture that fits your personality. One way to find out more about an organization's culture is to talk to the people who work there. You can also take note of the current employees’ attire, expressions, and overall behavior.
· Processes: Organizational culture can have direct impacts on a company's processes, and ultimately, its productivity. The organization’s culture is instilled throughout the company—from its employees to how its employees do their job. For example, a company that values feedback and employee involvement might have that reflected in their processes by including many opportunities for employees to comment. By allowing employees to feel their voices are heard, this company is adhering to its culture. 
Understanding an organization’s culture
As a project manager, it is important to understand your company’s culture, especially because it could affect the projects you work on. Some aspects of an organization’s culture that are directly related to how you will manage projects are communication, decision-making, rituals, previous management styles, and values. To learn more about a company’s culture and how it applies to you as a project manager, you can: 
Ask questions
You can learn about an organization's culture by asking questions of management and peers. It can be helpful to ask these questions in the interview phase to better understand the company’s culture before accepting a position. You might want to ask questions about:
Atmosphere
· What is the company’s dress code? 
· How do people typically share credit at this company? 
· Is risk-taking encouraged, and what happens when people fail?
· How do managers support and motivate their team?
· How do people in this role interact with customers and users?
· When and how do team members give feedback to one another?
· What are some workplace traditions?
· What are some of the ways the company celebrates success?
Policies
· What are the policies around sick days and vacation?
· Does the company allow for employee flexibility (e.g., working from home, flexible working hours)?
· What policies are in place that support employees sharing their identity in the workplace?
Processes
· What is the company’s onboarding process?
· How do employees measure the impact of their work?
Values
· What are the company’s mission and value statements?
· How might the person in this role contribute to the organization’s mission?
· How does the organization support professional development and career growth?
Listen to people’s stories
Listening to what current employees have to say and how they portray the company will give you great insight.
· What were employees' experiences with similar projects in the past? 
· What can they tell you about key stakeholders and customers? 
Take note of company rituals
Rituals can be powerful drivers of culture. They engage people and help instill a sense of shared purpose and experience. 
· How are birthdays and holidays celebrated? 
· Do employees generally eat lunch at the same time and in the same place? 
· Watch employee interactions: Observing how employees interact can help you tailor your interaction style to the company norm. 
· Are employee interactions more formal or informal in nature? 
· Are ideas solicited from employees in different roles? 
Understand your impact
As a project manager, you become a change agent. Remember: a change agent is a person from inside an organization who helps the organization transform by focusing on improving organizational effectiveness and development. When you begin a new role, sit down with management to better understand what is expected of you and how you can make the most of the opportunity.
Sharpen your communication skills
Interpersonal communication skills are a major part of project management. How a company communicates is directly tied to its organizational culture. You will most likely have interactions with various departments and management levels while executing projects. To communicate effectively, you will need to understand how to navigate the different channels in your company. Ask questions about communication practices when you start a new role such as: Is it customary to sign emails from the team rather than from you individually? Should presentations include team members or be solely presented by the project manager? This can help you make sure you are adhering to expectations.
Approaching projects differently from how similar projects were managed in the past may be met with some resistance. Although some projects may call for you to break the status quo, when you show an appreciation of your organization’s culture, you may help your team members accept any improvements you are implementing.
Understanding change management
Introduction to change management
Sometimes the deliverable of a project ​is a new tool or new process ​that must be adopted by the organization. ​You've just learned that understanding ​organizational structure and culture ​will help you plan for and manage your project. ​It will also help you roll out changes from ​your project to an organization. ​In project management, the process of delivering ​your completed project and getting people to adopt it ​is called change management. ​Understanding change management can ​ensure that a project is completed successfully ​and that the organization ​accepts and adopts the recommendations from the project. 
​For example, if you are launching ​a new time tracking system for employees, ​the project wouldn't be successful ​if the employees didn't adopt the new system. ​When you understand change management ​and your role in the process, ​it can ensure a smooth roll out of ​changes and easier adoption. ​Adoption is often the first step to ​your project having the desired impact ​once it goes live. Let's get started. ​As a new project manager, ​you may not be responsible for planning ​all of the required change management for your project. ​But regardless, you can help the success of ​the project by understanding your role in the process ​and how your organization may react to that change. ​It's important to recognize ​that it's the people in an organization who ​are directly impacted by any changes in the workplace. 
​Implementing a new project can ​mean changes to processes, ​budgets, schedules, ​and employee roles and responsibilities. ​Even aesthetic changes, like ​building a new wing, renovating the lobby, ​or switching to a new company logo, ​means employees will have to ​adjust to something new and different. ​Something as simple as adding a new logo ​can lead to a major headache for the employees, ​who have to swap out all the old stationery ​and make sure everyone in the office is ​using the new logo correctly. ​When you consider the success of your project, ​it's important to keep in mind the changes that ​people will need to implement as a result. ​Thinking through these changes ​will set you up for success in getting ​your project accepted and adopted. ​There are many change management models and strategies ​and a quick internet search will provide you ​with more explanations and examples ​than you will probably ever need. ​
​Though there are lots of different models, ​they all share the same general concepts. ​Change management in project management is ​centered around three core concepts and best practices. ​The first core concept is creating ​a sense of ownership and urgency around the project. ​Ownership means getting others ​to feel they are empowered to ​take responsibility for ​the successful completion of their tasks. ​Urgency means getting them ​to understand that the project is ​important and to identify ​what actions need to be taken to move the project along. ​When team members feel a sense of ​ownership and urgency around a project, ​it increases interest, motivation, ​and engagement with the project outcome. ​Another core concept is to figure out ​the right combination of skills and personalities ​when selecting the people who will work on your team. 
​Find people whose knowledge ​and skills complement one another. ​If your team is selected for you, ​see if you're able to ​choose who gets assigned which tasks. ​If that's not possible, ​then it's extra important for you ​to find ways to connect with your team. ​This will get them excited about the project ​so then they can be advocates for change when it's needed. ​One effective way of motivating your team is to ​communicate clearly your vision ​and approach for the project. ​Then you can share how you see everyone working ​together as a team to make it happen. ​Communicating this idea clearly ​allows others to share in your vision ​and take ownership in bringing it to life. 
​The final core concept is the ever important one, ​effective communication. And I can't stress this enough: ​communication is key. ​Having effective communication with your team ​means being transparent and up front with ​your plans and ideas and making information available. ​Make sure your team, ​along with the rest of the organization, ​is kept up-to-date on your progress. ​This will allow everyone to feel like they're ​included and part of the project. ​Once your project is complete, ​you may experience some resistance or a few roadblocks. ​Remember, change doesn't happen overnight, ​so don't give up on it yet. 
​If you do get some push-back, ​you can move the process along by helping folks adjust, ​rewarding their efforts, and reminding them of ​the overall value the project is providing long-term. ​Understanding the change process can help you determine ​how you can support ​a successful response to your project. ​For example, understanding ​the importance of communication ​will help you be mindful of clearly ​communicating project plans to your team, ​as well as communicating ​the expected impact of ​the project with the rest of the organization. ​Remember learning about Agile Project Management? ​Since it's a popular methodology ​that you'll probably use at some point, ​I wanted to point out that ​many of the principles of Agile Project Management ​align with successful change management. ​How might an Agile team ​approach change management, you ask? ​Being receptive to change is a core value in Agile teams. 
​You will often find that they are in a state of ​evolution or are constantly adapting to change. ​If this seems like a lot to remember, no stress. ​We'll continue learning more about ​these concepts throughout the course. ​Just know, as the project manager, ​you can enact effective change management approaches ​in all of your interactions.
A project manager’s role in change management
In this lesson, you’re learning about how to support the change management process for your project. To review, change management is the process of delivering your completed project and getting other people in the organization to adopt it. In this reading, we will discuss strategies for approaching change management as a project manager.
Your project’s success depends on the adoption and acceptance of your project—whether that entails the launch of a new external tool or a process that will change operations at a production facility. In both cases, the greatest impact of the change will be on the people who use and interact with the product or process that is changing. 
For example, if your website’s user interface changes, the major impact of that change affects the user. The user must learn how the website has been reorganized and adapt to the new way to navigate it. If part of the website’s interface update includes a new brand logo, the major impact of that change impacts your organization’s employees. They must be made aware of the new logo and measures must be taken to ensure that all company communications include the new logo, not the old one.
You can help ensure your project’s success by embracing changes as they come and by convincing the wider audience, whether that is the end user or members of the organization, to embrace changes, too. When you implement a careful approach to change management, you can address issues that might occur in the later stages of your project.
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Integrating project management and change management
Change management is a major undertaking and a project in and of itself. When it comes to change management, you may not always be responsible for leading and planning the entire end-to-end process. There will be times when your manager, a team member, or another senior leader might be responsible for taking on that transition and successfully implementing the changes. However, although you may not be the one directly leading the change, there are still ways in which you can support and participate in the successful adoption of your project. 
As a project manager, you can think of change management as necessary for the successful outcome of your project. Both change management and project management aim to increase the likelihood of project success. They also incorporate tools and processes to accomplish that goal. The most effective way to achieve a project goal is to integrate project management and change management, and it is your responsibility as a project manager to do so. 
When you are thinking about change management as it relates to your project, begin by asking yourself the following questions:
· How will the organization react to change?
· Which influencers can affect change?
· What are the best means of communication? 
· What change management practices will lead to the successful implementation of my project? 
The answers to these questions will help you prepare for a variety of possible scenarios and allow you to craft solutions to effectively support the adoption of your project. 
Let’s look at some best practices for approaching change management on your projects:
Be proactive. Proactive and inclusive change management planning can help keep any potentially impacted stakeholders aware of the upcoming changes.
· Incorporate change management into your project management steps. For example, you can schedule time during team meetings or create a feedback document to ensure that your team members know there is a place to voice their suggestions and concerns. 
· You can also plan steps towards the end of your project to introduce the deliverable to stakeholders in the form of demonstrations, question and answer forums, or marketing videos. You can factor all of these decisions into your plan so that any potential changes are less likely to impact your timeline. If these steps have not been built into your plan, you can escalate and stress the importance of a change management plan to your stakeholders. 
Communicate about upcoming changes. Communication should occur regularly among impacted stakeholders, the change management team, and the project team. Check in and communicate throughout the project about how the changes will provide a better experience for end users of the project deliverables. In this way, you support the process by providing everyone with the information they need to feel prepared to adjust to changes once the project is ready to launch. 
Follow a consistent process. Following a clear change management process helps maintain consistency each time there is a change. The change management process should be established and documented early on in your project to guide how the project will handle change. Your organization may also have an overarching change management plan that can be adopted for your project. This may include when the promotion of the change should happen, when training should occur, when the launch or release will occur, and corresponding steps for each phase of the process. 
Practice empathy. Changes are inevitable, but we are often resistant to them. By being empathetic to the challenges and anxiety change can bring, you can support the process in subtle ways. 
Use tools. Incorporating tools to assist in the adoption of a change can be very helpful. Here are a few examples you can use on your next project:
· Feedback mechanisms, such as surveys, can capture input from stakeholders.
· Flowcharts can visualize the project's development process.
· Culture mapping can illustrate the company's culture and how the company's values, norms, and employees behavior may be affected by the change.
As the project manager, you are responsible for successfully delivering projects. As you hone the skill set you acquire throughout this program, you will find that change management is essential to your projects’ success.
For more on how to participate in the change management process, check out the following resources:
· Change Management at the Project Level
· Change Management Framework
Participating in change management 
​Change management is actually a huge undertaking and a project in itself. ​As mentioned, you may not always be responsible for leading and ​planning the entire end-to-end change management process. ​Instead, you may ask a member of the project team, your manager, or ​another senior leader to help take on that transition. ​If you are participating in change management, ​then someone else is responsible for successfully implementing the changes. ​Let's say you just completed the project of creating the new check-in system. 
​The project is now at the point where it needs to be installed and ​adopted by the organization, but you don't have the formal authority or ​influence to enact this change. ​Your role as a project manager then doesn't include getting employees ​to use the new system, that's someone else's job. ​But just because you're not the one directly calling for, or ​leading the change, there's still ways in which you can and ​should participate. And that's what this section is about, ​the process of handing off the project, and the ways in which you, as ​the project manager who created the new system, can stay involved. ​Being empathetic to the challenges of change management can help you support ​the process in subtle ways. ​In this case, participating in change management might mean communicating with ​employees throughout the project about how the system will ​provide a better experience for their customers. ​You support the process by providing employees with information so ​they feel prepared to adjust to changes once the system is ready to launch. 
​Since participating in change management is such a big part ​of being a successful project manager, I want to take you through a few examples ​so you can see how this might play out in different types of organizations. ​You'll see how to combine your knowledge of organizational structure and ​culture to make decisions about planning for the change management process. ​Let's explore the same pharmacy check-in project in two different organizational ​structures and ​with different team cultures to understand how these ideas are applied. ​Say the pharmacy chain is a Classic organizational structure and ​has an informal corporate culture. ​The final project requires a name change from the old check-in system ​called "Speedy Care" to the new system called "Speedy Check-in." ​Getting this change implemented, is an example of change management. ​As the project manager, you need to participate in the change management ​process by communicating the project needs through the appropriate channels. 
​In this case, the chief executive officer or CEO, sends an email to the C-suite, ​now these are all the chief level officers in an organization. ​The CEO lets them know that the name must be changed and ​to please inform their teams to implement the name change. ​Since this is a Classic structure within a hierarchical organization, ​the budgets are managed separately, ​and the marketing department needs to request an extra $10,000 to ​change all of their printed posters for the stores. ​This request goes back up to the Chief Financial Officer or CFO. ​There may be other cost adjustments and process changes that need to happen ​across the organization to ensure a successful system name change. ​In this instance, you may need to have multiple meetings with others ​to help them understand what is changing, and why. ​Now suppose that the pharmacy chain is a Matrix organization structure and ​has a formal corporate culture. 
​What does change management look like in this scenario? ​Well, you might meet with representatives from marketing and ​technology to explain the overall budget impact for all the necessary changes. ​With the formal culture, you might write a document that describes all budget, ​timeline, and training impacted by the name change. ​Then you might circulate that document to get feedback and ​alignment from all the stakeholders ​and share that feedback with the CEO so ​they can understand the full scope of the name change. ​The feedback and alignment from the stakeholders will tell the CEO how ​the change management process went. ​Did everyone agree on the implications? ​Was the feedback positive, or was there resistance? 
​Then, when the CEO needs to communicate the name change to the entire organization, ​she may have someone on her team write up a formal memo that describes why the name ​change needs to happen and share out the memo to her staff and their teams. ​Keep in mind these are just examples and every organization's structure, ​team culture, and change management processes are going to be different. ​But understanding this framework can help you navigate how to effectively ​participate in and support change management. ​This understanding can allow you to ask yourself questions that will inform ​change management, such as how will the organization react to change? ​Which influencers can affect change? ​What are the best means of communication? ​What change management practices will lead to the successful ​implementation of my project and so on? 
​The answers to these questions will help you prepare for ​a variety of possible scenarios, and ​craft solutions to effectively support the adoption of your project. ​They will also help you navigate possible challenges along the way and ​lead your project through a successful change management process. ​I know this is a lot, but you're doing a great job. ​We'll continue to talk about these concepts throughout the course. ​So no sweat if you're still processing all this new information. See you in a bit. 
Corporate and project governance 
Governance in business is the management framework within which decisions are made and accountability and responsibility are determined. In simple terms, governance is understanding who is in charge. In this reading, we will discuss corporate governance and project governance. It is important to learn how corporate and project governance are related since you may have to speak about governance in an interview. Additionally, you will need to understand how your project relates to the governance structure of the organization.
Corporate governance
Each organization is governed by its own set of standards and practices that direct and control its actions. Those standards and practices are called corporate governance, and they will influence your projects. Corporate governance is the framework by which an organization achieves its goals and objectives. Corporate governance is also a way to balance the requirements of the various corporate entities, such as stakeholders, management, and customers. Corporate governance affects every part of an organization, including action plans, internal and external controls, and performance measurements.
Governance and change management go hand-in-hand. Think back to the previous videos on change management. To successfully implement change management, it is essential that you understand the structure and culture of the organization. Effective governance in change management provides clearly defined roles and responsibilities during change. This enables the people within the organization to have a precise understanding of who makes decisions and of the relationship between those managing and participating in the change management process. 
Another example of governance within an organization is the creation and use of steering committees. Steering committees decide on the priorities of an organization and manage the general course of its operations. The steering committee essentially acts as an advisory board or council to help the project manager and the company make and approve strategic decisions that affect both the company and the project. 
Project governance
As a project manager, you will be responsible for project governance. Project governance is the framework for how project decisions are made. Project governance helps keep projects running smoothly, on time, and within budget. Project governance involves all the key elements that make a project successful. It tells you what activities an organization does and who is responsible for those activities. Project governance covers policies, regulations, functions, processes, procedures, and responsibilities. 
How project and corporate governance intersect
Project governance needs to be tailored to your organization's specific needs. These needs will influence how you implement and monitor the governance framework on your project. Project governance concerns those areas of corporate governance that are specifically related to project activities. Effective project governance ensures that an organization’s projects are aligned to the organization’s larger objectives, are delivered efficiently, and are sustainable. This includes:
· Considering the long- and short-term interests of your organization
· Making thoughtful decisions about which projects to take on and avoiding projects if you do not have sufficient resources
· Providing timely, relevant, and reliable information to the board of directors and other major stakeholders 
· Eliciting the input and buy-in of senior managers since they are the decision-makers 
· During the initiation phase, prioritizing clear, reachable, and sustainable goals in order to reduce confusion and conflict
· During the planning phase, assigning ownership and accountability to an experienced team to deliver, monitor, and control the process 
· During the execution phase, learning from mistakes and adapting to new or improved knowledge
Corporate governance can involve clearing many hurdles before making decisions. These decisions can influence not only a single project, but the entire corporation. 
At the same time, corporate governance can help support project governance, as it provides oversight on compliance and mitigating risk and offers guidance and direction for project managers. Good corporate governance can also help project managers secure resources, get issues addressed, avoid delays in decision-making, get buy-in from stakeholders, and achieve visibility for projects on the executive level.
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