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1.  Purpose
The Roles and Responsibilities Matrix defines every role required by the project, the responsibilities attaching to it, the authority it carries, the competencies and experience it demands, the time commitment expected, and the interfaces it holds with other roles. It is the instrument that turns an organisation chart into an operating model: it tells each person what they are expected to do, what they are entitled to decide, who they work with, and what "good" looks like in their role.
1. Makes responsibilities explicit and allocated rather than assumed.
1. Defines the competencies and time commitment required, enabling realistic resourcing.
1. Prevents both gaps in responsibility and duplicated effort between roles.
1. Provides the basis for onboarding, performance expectations and role handover.
2.  When to Use
1. During initiation, when the project team structure is being designed.
1. When recruiting, assigning or replacing a role holder.
1. When onboarding any new member of the project team or governance body.
1. When responsibilities are contested, duplicated or found to be unallocated.
1. At each stage gate, since role requirements typically change between phases.
3.  Responsibility and Approval
	Governance Role
	Assignment
	Description of Involvement

	Responsible (prepares)
	Project Manager
	Prepares, populates and maintains the document; ensures accuracy and completeness of all fields.

	Accountable (owns)
	Project Sponsor
	Single point of accountability for the quality, currency and control of the document.

	Consulted
	PMO, Finance, Risk, Quality, Legal/Contracts, business owners and technical disciplines as applicable
	Provides subject-matter input before submission for approval.

	Informed
	Project team, affected business units, supporting functions, key external stakeholders
	Receives the approved document through the controlled distribution list.

	Approves
	Project Sponsor; endorsed by the resource-owning line managers for the commitment stated
	Formally authorises the document; approval is recorded in the Project Approval Register.


 
4.  Required Inputs
1. Project Charter, Governance Structure (IMT-PIG-009) and Authority Matrix (IMT-PIG-011).
1. Project scope, deliverables and the outline schedule, which determine the work to be resourced.
1. Organisational role definitions, job families and competency framework.
1. Delivery approach and tailoring decisions, which determine which roles are required.
1. Resource availability information from line managers and resource owners.
5.  Required Outputs
1. An approved definition of every project role with responsibilities and authority.
1. Competency and experience requirements supporting selection and assignment.
1. Documented time commitment per role, supporting resource negotiation and cost estimating.
1. Defined interfaces between roles, and identified role gaps requiring resourcing action.
1. The basis for the RACI Matrix (IMT-PIG-013) and the Organisation Chart (IMT-PIG-014).
6.  PMBOK® Guide – Eighth Edition Alignment
This document has been designed in alignment with the following elements of the PMBOK® Guide – Eighth Edition. The alignment statement is provided for conceptual traceability only.
	Focus Area
	Initiating and Planning; maintained through Executing

	Performance Domains
	Resources (primary); Governance, Stakeholders, Scope (supporting)

	Guiding Principles
	Build an empowered culture · Be an accountable leader · Embed quality into processes

	Tailoring Consideration
	Agile projects define product owner, scrum master or team facilitator, and development team roles with explicit decision rights, and describe responsibilities as accountabilities rather than task lists. Predictive projects typically require additional discipline-specific and controls roles. Small projects may combine roles, provided that segregation of duties is preserved and the combination is recorded in Section F.


 
7.  Review Frequency and Approval Requirements
	Review Frequency
	At every stage gate, and whenever a role holder or the team structure changes

	Review Triggers
	Change of sponsor or governance structure; change of delivery approach; stage-gate decision; material change to scope, cost, schedule, benefits or risk exposure; audit or assurance finding; organisational restructuring.

	Approval Requirements
	Formal written approval by the stated Approval Authority before the document is baselined and distributed. Approval is logged in the Project Approval Register (IMT-PIG-021).

	Change Control
	Any change to an approved version requires a change request assessed through the project change control process. Minor editorial changes increment the minor version; changes affecting scope, cost, schedule, benefits or governance increment the major version and require re-approval.

	Retention
	Retained for the life of the project plus the organisational records-retention period, in the Project Information and Document Register.


 
8.  Instructions for Completion
Complete every field. Where a field is not applicable, enter "N/A" and state the reason — never leave a field blank.
1. Derive the required roles from the work to be done, not from the people currently available. Resourcing gaps must be visible, not concealed by role compression.
1. Complete Section B for each role: purpose, principal responsibilities, authority held, and reporting lines. Keep responsibilities outcome-based rather than a list of tasks.
1. State the competencies, qualifications and experience required in Section C. Distinguish essential from desirable so that selection decisions are defensible.
1. Record the time commitment per role in Section D as a percentage or days per period, by project phase. A role stated as "as required" cannot be resourced or costed.
1. Obtain written confirmation from each resource-owning line manager that the stated commitment will be released. Unconfirmed commitment is a risk and must be entered in the Risk Register.
1. Map the interfaces in Section E. For each pair of roles with a working dependency, record what is exchanged between them and how often.
1. Where roles are combined, record the combination and the segregation-of-duties assessment in Section F. Never combine a role that prepares with a role that approves the same item.
1. Identify role gaps and the sourcing route in Section G with a target fill date, and manage each gap as an open action.
1. Publish role definitions to the whole team and use them for onboarding. Each new joiner should receive their role definition on their first day.
1. Review at each gate and reassign responsibilities formally rather than by custom, updating the RACI Matrix at the same time.


9.  Template — Project Roles and Responsibilities Matrix
Section A — Project Identification
	Project Name
	 

	Project Reference / ID
	 

	Project Manager
	 

	Project Sponsor
	 

	Delivery Approach
	⟨ Predictive | Agile | Hybrid ⟩

	Total Roles Defined
	 

	Version and Date
	 

	Status
	⟨ Not Started | In Progress | Under Review | Approved | Rejected | On Hold | Completed | Cancelled ⟩


 
Section B — Role Definitions
Complete one row per role. Where a role requires an extended definition, expand it on a continuation sheet using the same headings.
	Ref
	Role Title
	Role Holder
	Purpose of the Role
	Principal Responsibilities
	Authority Held
	Reports To
	Phase(s) Engaged

	R-01
	Project Sponsor
	Name
	Owns the business outcome and the investment
	Secures funding; chairs governance; resolves escalations; owns benefits
	Per Authority Matrix
	Portfolio Board
	All

	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 


 
	NOTE   Recommended core roles: Project Sponsor · Business Owner · Benefit Owner · Project Manager · PMO Representative · Product Owner (adaptive) · Team Facilitator / Scrum Master (adaptive) · Solution / Technical Architect · Business Analyst · Delivery Team Member · Quality Lead · Risk Manager · Change Manager · Finance Business Partner · Procurement Lead · Test Lead · Operational Readiness Lead · Subject Matter Expert · Supplier Representative.


 
 
Section C — Competency and Experience Requirements
	Role Ref
	Essential Competencies
	Desirable Competencies
	Qualifications / Certifications
	Minimum Experience
	Assessment Method

	R-04
	Integrated planning, stakeholder management, risk management
	Agile facilitation, vendor management
	PMP® or equivalent
	5 years managing comparable projects
	Interview and portfolio review

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 


 
Section D — Time Commitment
	Role Ref
	Initiation
	Planning
	Execution
	Deployment
	Closure
	Total Effort (days)
	Resource Owner
	Commitment Confirmed

	R-04
	100%
	100%
	100%
	100%
	50%
	210
	PMO
	Yes

	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 


 
Section E — Role Interfaces
	Role A
	Role B
	What is Exchanged
	Direction
	Frequency
	Mechanism

	Project Manager
	Finance Business Partner
	Cost actuals, forecast, commitment data
	Both ways
	Monthly
	Financial review meeting

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 


 
Section F — Combined Roles and Segregation of Duties
	Roles Combined
	Held By
	Rationale
	Segregation of Duties Risk
	Mitigating Control
	Approved By

	Business Analyst and Test Lead
	Name
	Small project; limited resource pool
	Requirements author also verifies them
	Independent user acceptance sign-off by the business owner
	Sponsor

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 


 
Section G — Role Gaps and Sourcing Actions
	Role Ref
	Gap Description
	Impact if Unfilled
	Sourcing Route
	Owner
	Target Fill Date
	Status
	Risk Ref

	R-09
	No integration architect assigned
	Design cannot be baselined; G2 at risk
	Internal transfer or contractor
	Project Manager
	DD-MMM
	Open
	RSK-007

	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 


 
Section H — Role Assignment and Handover Log
	Date
	Role Ref
	Outgoing Holder
	Incoming Holder
	Handover Completed
	Outstanding Items Transferred
	Approved By

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 


 
10.  Approval and Authorisation
By signing below, each approver confirms that the content of this document has been reviewed, is accurate to the best of their knowledge, and is authorised for use within the project.
	Approval Role
	Name
	Position / Title
	Signature
	Date

	Prepared by (Project Manager)
	 
	 
	 
	 

	Endorsed by (Resource Owners)
	 
	 
	 
	 

	Reviewed by (PMO)
	 
	 
	 
	 

	Approved by (Project Sponsor)
	 
	 
	 
	 


 
11.  Revision History
	Version
	Date
	Description of Change
	Prepared / Revised By
	Approved By

	0.1
	DD-MMM-YYYY
	Initial draft prepared for review
	Project Manager
	—

	0.9
	DD-MMM-YYYY
	Reviewed by PMO; comments incorporated
	PMO Analyst
	—

	1.0
	01-Sep-2026
	First approved and issued baseline
	Project Manager
	Project Sponsor; endorsed by the resource-owning line managers for the commitment stated

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 


 
	NOTE   Rows shown in shaded italics are illustrative examples of how the revision history is completed. Replace them with the actual revision record.
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