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How to use these notes:
Read each topic before or after class to reinforce what was covered. The notes follow the same five-topic sequence as the lesson slides. Each topic includes the core concept, real-world context, an exam tip, and a reflection prompt with space to write. Bring questions to the next session.
These notes are original educational content. Project management concepts are paraphrased from established literature in the field.



What You Will Be Able to Do After This Lesson
· Define a project and explain how success is determined from a stakeholder value perspective.
· Compare predictive, adaptive, and hybrid life cycle approaches and identify when each fits best.
· Explain what project management is and describe the core responsibilities of a project manager.
· Distinguish among the four types of PMOs and match each to an organizational context.
· Describe the OPM hierarchy and explain how projects connect to organizational strategy.

Two words appear in almost every objective above: stakeholder and value. Keep them in mind throughout this lesson. They are the organizing ideas behind everything project management professionals do.



	SLIDES 3–4
Topic 1: What Is a Project?
Definition  ·  Temporary  ·  Unique  ·  Value-Driven



Before you can manage projects well, you need to define exactly what a project is. The answer might seem obvious — but the precise definition matters. It shapes how you think about your work, how you talk to stakeholders, and how you answer exam questions.

	
	A PROJECT is:
A temporary endeavor undertaken to create a unique product, service, or result.



Every word in that definition is doing important work. Let us unpack each one.

Temporary
Projects have a defined beginning and a defined end. When the goal is achieved — or when it becomes clear the goal cannot or should not be achieved — the project closes. This is what separates a project from ongoing operations. Building a new headquarters is a project. Maintaining that headquarters once it opens is operations.
Why does this matter? Because temporary work requires a different mindset than permanent work. You are building something, then handing it off. Your job is to make the handoff as smooth as possible.

Unique
Every project produces something that has not existed in exactly this form before. Even if your organization does similar work repeatedly, each project has a unique combination of team, context, timeline, stakeholders, and risk. No two are identical.
This uniqueness is part of what makes project management both challenging and interesting. You cannot simply copy the last project. You have to think freshly each time.

Value-Driven
Here is the concept that many project managers miss until it is too late: success is not just delivering on time and on budget. Success means stakeholders agree that what was delivered actually had value.
You can finish on time, under budget, and within scope — and still fail, if what you built does not solve the problem it was meant to solve, or if the people it was meant to serve do not find it useful. The output and the outcome are not the same thing. Project management is ultimately in service of outcomes, not just outputs.

	
	OPERATIONS:
Ongoing, repetitive work that sustains the organization. Unlike projects, operations do not have a defined end date. They continue indefinitely.



The clearest way to distinguish a project from operations is to ask two questions: Is it temporary? Does it produce something unique? If yes to both — it is a project. If the work repeats and continues indefinitely — it is operations.

	💡  EXAM TIP
When a question asks what makes a project different from operations, the answer is always: temporary + unique. Memorize this pairing. It appears on exam questions in scenario form — you will be given a situation and asked to classify it.



	✏️  REFLECTION
Think about your current or most recent job. Name one thing your organization does that is a project and one thing that is ongoing operations. What makes them different?
Your notes:








	SLIDES 5–6
Topic 2: Project Life Cycles
Predictive  ·  Adaptive / Agile  ·  Hybrid



Knowing what a project is gets you to the starting line. The next question is: how do you approach delivering one? Not every project should be run the same way. The approach — called the project life cycle — depends on how well you understand the work upfront and how much is likely to change as you go.
There are three main approaches. Each is appropriate in different circumstances. A core skill of project management is choosing the right one — or the right combination — for the work at hand.

Predictive (Waterfall)
In a predictive approach, the full scope of the project is defined at the beginning. Planning happens in detail before execution begins. Work flows through sequential phases — one after another — and going back to earlier phases is costly.
Think of building a bridge. You cannot pour the foundation and then decide you want the bridge in a different location. Requirements must be right before work begins. The predictive approach is the right choice when requirements are stable, well-understood, and unlikely to change significantly.

Adaptive / Agile
In an adaptive approach, work is delivered in short, repeated cycles called iterations or sprints. At the end of each cycle, the team demonstrates what was built, gathers feedback, and adjusts the plan for the next cycle. The product evolves with every iteration.
Think of building a mobile app. You know roughly what you want, but you do not know exactly how users will respond until they use it. Delivering small increments, learning from reactions, and adapting the approach is far more effective than planning everything upfront and hoping you got it right.
The adaptive approach is the right choice when requirements are unclear, likely to change, or when the best solution will emerge through experimentation and feedback.

Hybrid
A hybrid approach blends elements of predictive and adaptive methods. Some parts of the project are planned in detail and executed sequentially. Other parts are delivered iteratively based on what is learned along the way.
Think of implementing enterprise software across a large organization. The infrastructure rollout follows a predictive plan — defined, sequenced, and controlled. But the training program for thousands of employees might be adaptive — piloted with one team, refined based on feedback, then scaled. Choosing the right approach for each component is what makes hybrid work.

	
	Predictive (Waterfall)
	Adaptive (Agile)
	Hybrid

	Best When
	Requirements are stable and well-understood
	Requirements are unclear or expected to evolve
	Some parts stable, some exploratory

	How It Works
	Plan fully upfront, then execute in sequential phases
	Deliver in short iterative cycles; adapt with each sprint
	Blend predictive planning with adaptive delivery

	Real Example
	Building construction, compliance programs, regulated environments
	Software development, product innovation, digital transformation
	Large enterprise tech rollouts, organizational change programs

	Watch Out For
	Late changes are costly — requirements must be right upfront
	Requires active, ongoing stakeholder involvement
	Needs careful coordination across different team rhythms



	KEY INSIGHT
The life cycle approach is not a permanent commitment or a badge of identity. It is a deliberate choice tailored to the nature of the work. Modern project management tests your ability to make that choice — not your loyalty to any one method.



	💡  EXAM TIP
The exam will give you a scenario and ask which life cycle approach fits best. The question to ask yourself: How stable are the requirements? Stable → Predictive. Unclear or evolving → Adaptive. Some of each → Hybrid.



	✏️  REFLECTION
Think of a project you have been part of — as a team member, PM, or stakeholder. Which approach was used? Was it the right fit for the work? What would you do differently?
Your notes:








	SLIDES 7–8
Topic 3: Project Management & the PM Role
Definition  ·  The PM's Six Core Responsibilities



You know what a project is and how to approach delivering one. Now let us look at the discipline that makes projects happen — and the person responsible for leading it.

	
	PROJECT MANAGEMENT:
The application of knowledge, skills, tools, and techniques to project activities in order to meet project requirements and deliver value to stakeholders.



Every word in that definition matters. Application — this is a practical discipline, not a theoretical one. You do not just learn project management; you use it. Knowledge, skills, tools, and techniques — this is a craft that can be learned and improved with practice. And the purpose: to deliver value to stakeholders. Process exists in service of outcomes. A project management approach that produces paperwork but not results has missed the point.

The Project Manager's Primary Responsibility
The project manager's role is to lead the team to deliver outcomes that create value — while balancing the constraints of scope, schedule, cost, quality, resources, and risk. Notice that word: lead. Not track. Not administer. Lead.
Many people think of project management as a coordination and reporting function. It can be. But at its best, project management is a leadership discipline. The PM creates the conditions for a team to do their best work, navigates organizational complexity on the team's behalf, and makes decisions that keep the work aligned with the outcomes stakeholders actually need.

Six Core Responsibility Areas
The work of a project manager spans six interconnected areas. None of them operates in isolation — each affects the others.

· Your most important asset is your team. Trust is the foundation. If the team does not trust you, nothing else works. Your job is to build that trust, resolve conflict constructively, develop people's skills, and adapt your leadership style to what each individual needs to succeed. Lead and Develop the Team.
· A significant portion of a PM's time involves managing people who are not on the team but have power over the project — sponsors, clients, end users, regulators, executives. You have to identify them, understand what they need, and keep them appropriately informed and involved. Stakeholder relationships can make or break a project. Engage Stakeholders.
· Scope defines what is included in the project and what is not. Scope creep — the gradual addition of work without adjusting time, cost, or resources — is one of the most common causes of project failure. Your job is to define scope clearly, get agreement on it, and defend it when pressures to expand arise. Plan and Control Scope.
· You cannot steer a ship you cannot see. Monitoring schedule and budget performance gives you the early warning you need to take corrective action before small variances become serious problems. Monitor Time and Cost.
· Risk management is proactive — you identify what could go wrong before it does and prepare responses. Quality management ensures that what you deliver actually meets the standard that was agreed upon, not just that something was delivered. Manage Risk and Quality.
· This is the purpose of everything else. All the planning, monitoring, communication, and leadership exists to produce something that creates genuine value for the people the project was designed to serve. Deliver Value.

	💡  EXAM TIP
On the exam, PM role questions often test whether you understand the PM as a leader, not just a coordinator. When in doubt, look for the answer that prioritizes team empowerment, stakeholder communication, and proactive problem-solving over passive reporting.



	✏️  REFLECTION
Which of the six responsibility areas do you find most challenging in your own work — or most interesting to develop? Why?
Your notes:








	SLIDES 9–10
Topic 4: PMO Types
Supportive  ·  Controlling  ·  Directive  ·  Agile CoE



Individual project managers work within organizational structures that either support or constrain how they operate. One of the most important structures to understand is the Project Management Office, or PMO. Many organizations have one — and the type of PMO tells you a great deal about the organizational culture around project management.

	
	PROJECT MANAGEMENT OFFICE (PMO):
An organizational entity that defines and maintains project management standards, provides support, and — depending on its type — may directly manage projects or simply offer guidance.



PMOs exist on a spectrum from low control to high control. The right type depends on the organization's maturity, culture, and strategic priorities. Understanding the differences is essential for both the exam and for knowing how to navigate your own organization.

The Four PMO Types
Supportive PMO
A supportive PMO operates like a library. It makes resources available — templates, training, best practices, lessons learned from past projects — but it cannot require that project managers use them. PMs retain full autonomy. This works well in organizations where project managers are experienced and self-sufficient, and where standardization is a goal but not a mandate.
Controlling PMO
A controlling PMO requires compliance. Project managers must use specified tools, follow defined processes, and report in standard formats. The PMO audits compliance and enforces standards across projects. This works well in organizations that want consistency and comparability across their project portfolio — where being able to aggregate data and apply lessons across projects creates real value.
Directive PMO
A directive PMO goes further than setting rules — it runs the projects. The PMO assigns project managers, who report to the PMO rather than to individual departments. All major decisions go through the PMO. This works well in organizations that want tight central control, maximum consistency, and clear accountability for all project outcomes.
Agile Center of Excellence (CoE)
An Agile CoE is fundamentally different from the other three types. Rather than controlling or directing, it coaches. The Agile CoE facilitates communities of practice, spreads agile knowledge across the organization, supports teams in adopting new ways of working, and removes organizational barriers to agile delivery. It is a capability-building function, not a governance structure.

	PMO Type
	Control Level
	What It Does
	Best For
	Think Of It As

	Supportive
	Low
	Provides templates, training, and best practices — no compliance required
	Experienced, autonomous PM teams
	A library

	Controlling
	Moderate
	Requires use of specific tools, frameworks, and reporting standards
	Organizations wanting consistency across projects
	Rules you must follow

	Directive
	High
	Directly manages projects — assigns PMs and controls execution
	Centralized oversight and uniformity
	The PMO IS the PM

	Agile CoE
	Enabling
	Coaches teams, facilitates community of practice, supports agile adoption
	Organizations scaling agile delivery
	A coach and community hub



	💡  EXAM TIP
PMO questions on the exam describe an organizational scenario and ask you to identify the PMO type. Use the mental shortcuts: Library = Supportive. Rules you must follow = Controlling. PMO assigns and manages PMs = Directive. Coaches and builds agile capability = Agile CoE.



	✏️  REFLECTION
Does your organization have a PMO? If so, which type does it most closely resemble? If not, which type do you think would benefit your organization most — and why?
Your notes:








	SLIDES 11–12
Topic 5: The OPM Hierarchy
Strategy  ·  Portfolio  ·  Program  ·  Project  ·  Operations



Projects do not exist in a vacuum. They exist within organizations that have strategies, goals, and competing priorities. Understanding where your project sits in the larger organizational structure — and how it connects to what the organization is trying to achieve — is one of the most important and most undervalued skills a project manager can develop.
This framework is called Organizational Project Management, or OPM. It describes the hierarchy of levels through which organizational strategy becomes actual work.

	
	ORGANIZATIONAL PROJECT MANAGEMENT (OPM):
A framework that aligns portfolio, program, and project management with organizational strategy and objectives to deliver value in a coordinated way.



The Five Levels — From Strategy to Execution
To make this concrete, consider an organization whose strategy is to become the leader in sustainable packaging by 2028. Trace how that strategy flows down through each level.

Organizational Strategy
Strategy is the why — what the organization is trying to achieve and why it matters. Everything below this level should connect back to it. If a project or program cannot be linked to the strategy, it should be reconsidered.
Portfolio
A portfolio is the collection of all programs, projects, and operations an organization invests in to advance its strategy. Portfolio management is not about running individual projects — it is about making investment decisions. The portfolio manager asks: Are we putting our resources into the right things? Does every investment align with where we are trying to go?
Program
A program is a group of related projects managed together because they share interdependencies or because their combined benefits exceed what each could deliver independently. In our example, a Sustainable Packaging Transformation program might include three projects: redesigning packaging materials, retooling manufacturing equipment, and relaunching brand communications. Managing them as a program allows dependencies to be coordinated and benefits to be tracked holistically.
Project
A project is a temporary, unique endeavor to create a specific product, service, or result. This is where project managers live. Each of the three efforts above is a project — and each requires the full discipline of project management to deliver on time, on budget, and to the agreed specification.
Operations
When the project ends, operations begin. The factory runs the new machines. The brand is live in the market. Operations sustain the value the project created. This handoff — from project delivery to operational sustainability — is one of the most important and most often mismanaged transitions in organizational life. A project that delivers something nobody can operate or maintain has not truly succeeded.

	Level
	Definition
	Key Question
	Sustainable Packaging Example

	Organizational Strategy
	The direction and goals the organization is trying to achieve
	Why do we exist? Where are we going?
	Become the leader in sustainable packaging by 2028

	Portfolio
	All programs, projects, and operations managed together to advance the strategy
	Are we doing the right things?
	All sustainability-related investments across the company

	Program
	A group of related projects managed together to realize benefits not achievable individually
	Are we realizing the benefits we planned for?
	Sustainable Packaging Transformation (3 related projects)

	Project
	A temporary, unique endeavor to create a product, service, or result
	Are we delivering on time, on budget, to spec?
	Redesign packaging materials project

	Operations
	Ongoing, repetitive work that sustains the organization after the project ends
	Are we sustaining the value delivered?
	Factory running the new machines day-to-day



	KEY INSIGHT
Portfolio asks: Are we doing the right things? Program asks: Are we realizing the benefits we planned for? Project asks: Are we delivering on time, on budget, to the right spec? All three levels matter. They just operate at different altitudes — and the PM who can communicate across all three becomes indispensable.



	💡  EXAM TIP
OPM hierarchy questions test whether you can classify organizational work at the right level. Key distinctions: Portfolio = investment alignment with strategy. Program = coordinated delivery of related projects for shared benefits. Project = individual temporary effort. Operations = ongoing, post-project sustainability.



	✏️  REFLECTION
Think about a significant initiative in your organization. Can you trace it from the organizational strategy down through portfolio and program to a specific project? Where does your work fit in that hierarchy?
Your notes:








	SLIDE 13
Lesson Summary
5 Things to Carry Forward



These are the five ideas from this lesson worth keeping. Not just for the exam — but for how you think about your work.

	1
	A project is temporary and unique. When it ends, something new exists that did not exist before.

	2
	Choose your life cycle based on how stable requirements are. Predictive, adaptive, or hybrid — you tailor the approach to the work.

	3
	A project manager's job is to lead — not just track. Value delivery is the ultimate measure of success.

	4
	PMOs range from supportive (low control) to directive (high control). Knowing which type fits which context is a testable, practical skill.

	5
	Projects exist within portfolios and programs that connect to organizational strategy. Alignment is not optional — it is how project managers earn organizational support and make better decisions.



Preparing for the Quiz
Before the next session, complete the five quiz questions for this lesson. Each question is scenario-based — just like the real certification exam. You will not be asked to recite a definition. You will be given a situation and asked to apply what you know.
If a question trips you up, do not just look at the answer — think about why the other options were wrong. Understanding why wrong answers are wrong is just as important as knowing the right answer.
Bring any questions you struggled with to the next session. We will work through them together.

Coming Up in Lesson 2
In the next lesson, we move into the initiating phase — specifically, the project charter. You will learn how to formally authorize a project and what authority a project manager needs to do their job effectively. The project charter is one of the most tested documents in the certification exam, and it is one of the most misunderstood in practice.
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