PMP TRIGGER-WORD RECOGNITION GUIDE
By Kimberly Wiethoff, MBA, PMP, PMI-ACP
(What PMI wants you to do based on keywords in the question)

🔵 CATEGORY 1 — COMPLIANCE / LEGAL / REGULATORY
	Trigger Words / Phrases
	PMI Expected Action
	Memory Hook

	“Regulation / law changed”
	Conduct impact analysis → update scope/plan
	Law = Assess impact first

	“Non-compliant”
	Correct the compliance issue immediately
	Compliance > everything

	“Bypass compliance”
	Refuse; escalate; follow rules
	You cannot skip compliance

	“Regulator requests…”
	Provide info per legal requirement
	Regulator outranks sponsor

	“Audit findings”
	Implement corrective and preventive actions
	Audit = Fix + Prevent

	“New policy”
	Update project plan accordingly
	Policy drives project

	“Mandatory testing”
	Do not skip testing
	Safety & compliance are mandatory

	“Accessibility requirement”
	Redesign to comply
	Accessibility is not optional



🔵 CATEGORY 2 — BUSINESS CASE & BENEFITS REALIZATION
	Trigger Words
	PMI Expected Action
	Memory Hook

	“Benefits not realized”
	Review/update benefits realization plan
	Benefits > deliverables

	“Value decreased / increased”
	Update business case and forecast
	Value = update assumptions

	“Business case no longer valid”
	Escalate; reassess viability
	Business case must remain true

	“Strategic alignment”
	Show or reassess alignment
	Strategy governs project direction

	“Economic change / market shift”
	Update benefits, reassess risk
	Market drives benefits

	“ROI questioned”
	Revalidate assumptions
	Validate ROI every time

	“Demand dropped / increased”
	Update benefit model
	Demand = benefit impact



🔵 CATEGORY 3 — CHANGE CONTROL TRIGGERS
	Trigger Words
	PMI Expected Action
	Memory Hook

	“Change request”
	Perform impact analysis → submit to CCB
	Analyze BEFORE approve

	“Unapproved work”
	Stop → remove gold-plating
	No unapproved additions

	“Mid-sprint change”
	Reject until next sprint
	Sprint = protected timebox

	“Rewrite requirements”
	Treat as formal change
	Requirement changes = scope change

	“Stakeholder pushes new feature”
	Perform impact analysis
	No feature added without process

	“Emerging risk causes scope change”
	Update risk + submit CR
	Risk drives change



🔵 CATEGORY 4 — RISK MANAGEMENT TRIGGERS
	Trigger Words
	PMI Expected Action
	Memory Hook

	“Risk occurring / trigger hit”
	Implement response plan
	Trigger = action

	“New risk discovered”
	Add to risk register & analyze
	Discover → document

	“Probability increased”
	Reassess and update strategy
	Probability ↑ = more response

	“Risk owner inactive”
	Reinforce ownership; escalate
	Risk needs owner

	“Multiple risks materialized”
	Prioritize by impact
	Impact drives priority

	“Incomplete risk documentation”
	Correct records; retrain team
	Risk logs must be complete

	“Future regulation risk”
	Add as regulatory risk
	Future law = planned risk



🔵 CATEGORY 5 — STAKEHOLDER ENGAGEMENT TRIGGERS
	Trigger Words
	PMI Expected Action
	Memory Hook

	“Stakeholder unhappy”
	Update engagement strategy
	Engagement is adaptive

	“Conflicting feedback”
	Facilitate alignment meeting
	Align voices

	“New stakeholder added”
	Update stakeholder register
	New stakeholder = new influence

	“Lack of buy-in”
	Increase communication and involvement
	Buy-in through transparency

	“Stakeholder requests more updates”
	Tailor communication plan
	Communication is customized

	“Stakeholder confusion”
	Clarify and realign expectations
	Clarity cures confusion



🔵 CATEGORY 6 — SCHEDULE MANAGEMENT TRIGGERS
	Trigger Words
	PMI Expected Action
	Memory Hook

	“Ahead of schedule but poor quality”
	Slow down & fix quality
	Speed never beats quality

	“Behind schedule”
	Perform schedule analysis
	Schedule variance → adjust

	“Critical path issue”
	Fix immediately
	Critical path = urgency

	“Unclear dependencies”
	Identify and sequence
	Dependencies drive schedule

	“Government approval delay”
	Escalate and reforecast
	External = escalate



🔵 CATEGORY 7 — COST / PROCUREMENT TRIGGERS
	Trigger Words
	PMI Expected Action
	Memory Hook

	“Vendor late repeatedly”
	Conduct performance review → escalate
	Repeat = escalate

	“Contract violation”
	Follow contract dispute process
	Contract is king

	“Vendor non-compliance”
	Enforce corrective action
	Vendor must comply

	“Cost variance”
	Analyze root cause → corrective plan
	Variance requires explanation

	“CPI < 1”
	Investigate cost overrun
	CPI < 1 = over budget

	“Claim / compensation request”
	Follow contract claims process
	Claims handled by procurement



🔵 CATEGORY 8 — QUALITY MANAGEMENT TRIGGERS
	Trigger Words
	PMI Expected Action
	Memory Hook

	“Defects increasing”
	Identify root cause → adjust quality plan
	Rework = fix process

	“Missing AC (Acceptance Criteria)”
	Define/refine AC
	AC defines DONE

	“Testing gaps”
	Review test plan and coverage
	Test plan governs QA

	“Quality audit failure”
	Correct + prevent
	Audit = correct & prevent

	“Customer rejects deliverable”
	Validate requirements again
	Rejection = misalignment



🔵 CATEGORY 9 — COMMUNICATION & GOVERNANCE TRIGGERS
	Trigger Words
	PMI Expected Action
	Memory Hook

	“Executive requests new reports”
	Update communication plan
	Governance > habit

	“Incorrect reporting”
	Correct and standardize
	Accuracy is mandatory

	“Confusing status reports”
	Simplify and tailor
	Clarity > completeness

	“New governance rules”
	Update templates & process
	Governance defines structure

	“Escalation required”
	Follow governance escalation path
	Escalation is formal



🔵 CATEGORY 10 — ORGANIZATIONAL CHANGE & CULTURE TRIGGERS
	Trigger Words
	PMI Expected Action
	Memory Hook

	“Resistance to change”
	Apply change management & communication
	Manage people through change

	“Culture shift (e.g., Agile)”
	Adapt processes and governance
	Culture determines methods

	“Restructuring”
	Update stakeholder engagement plan
	New structure = new power

	“New operating model”
	Review impacts and update plans
	Operating model = process shift



🔵 CATEGORY 11 — ENVIRONMENTAL / SUSTAINABILITY TRIGGERS
	Trigger Words
	PMI Expected Action
	Memory Hook

	“Environmental laws updated”
	Update scope/plan for compliance
	Environment drives change

	“Carbon reduction required”
	Integrate sustainability measures
	Sustainability required

	“Sourcing must change”
	Update procurement plan
	Environment affects suppliers

	“Environmental impact concern”
	Conduct environmental assessment
	Impact must be assessed



🔵 CATEGORY 12 — EXTERNAL INFLUENCE TRIGGERS
	Trigger Words
	PMI Expected Action
	Memory Hook

	“Economic downturn”
	Update benefits + risk
	Economy impacts value

	“Political instability”
	Add risk + mitigation
	Politics = risk factor

	“New competitor emerges”
	Reassess business case
	Competition affects value

	“Supply chain disruption”
	Adjust procurement / schedule
	Supply chain = high risk

	“Market collapse”
	Revalidate & escalate
	Extreme change = executive decision



⭐ Summary: The Golden Rule
If the trigger is compliance, legality, or safety → NEVER compromise
If the trigger is business value → update business case & benefits
If the trigger is scope or requirements → perform impact analysis first
If the trigger is risk → document + analyze before taking action
If the trigger is stakeholder dissatisfaction → update engagement & communication

