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1.  Purpose
The RACI Matrix assigns, for every significant project activity and deliverable, who is Responsible for performing the work, who is Accountable for the outcome, who must be Consulted before it is completed, and who must be Informed once it is done. Its value lies in enforcing a single accountable role per activity and in exposing both unallocated work and over-consultation before they cause delay. It is the operational companion to the Roles and Responsibilities Matrix.
1. Enforces exactly one accountable role for every activity and deliverable.
1. Reveals activities with no responsible party and roles that are overloaded.
1. Reduces elapsed time by limiting consultation to those whose input changes the outcome.
1. Provides the operational reference used in day-to-day delivery and in handover.
2.  When to Use
1. During planning, once the deliverables and the roles are both defined.
1. When work is handed between teams, functions or suppliers.
1. When an activity is repeatedly delayed, duplicated or missed.
1. When new roles or new work packages are added during delivery.
1. At each stage gate, since responsibility patterns change between phases.
3.  Responsibility and Approval
	Governance Role
	Assignment
	Description of Involvement

	Responsible (prepares)
	Project Manager, in workshop with the team and function leads
	Prepares, populates and maintains the document; ensures accuracy and completeness of all fields.

	Accountable (owns)
	Project Manager
	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 each function lead named in the matrix
	Formally authorises the document; approval is recorded in the Project Approval Register.


 
4.  Required Inputs
1. Roles and Responsibilities Matrix (IMT-PIG-012) and the Organisation Chart (IMT-PIG-014).
1. Scope structure, deliverable list and work package breakdown.
1. Project schedule and the phase or iteration structure.
1. Decision-Making Matrix (IMT-PIG-010) and Authority Matrix (IMT-PIG-011).
1. Governance and reporting obligations requiring named responsibility.
5.  Required Outputs
1. An approved responsibility assignment for every activity and deliverable.
1. Identified unallocated activities and overloaded roles, with resolution actions.
1. An agreed basis for performance expectations and for handover between phases.
1. Input to the communications plan through the consulted and informed assignments.
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
	Planning; applied through Executing and Monitoring and Controlling

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

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

	Tailoring Consideration
	Agile teams may apply RACI at feature or epic level rather than task level, preserving team self-organisation within the increment. Where governance requires it, the extended RACI-VS variant adds Verifier and Signatory. Do not apply RACI below the level at which the team is genuinely empowered to organise its own work.


 
7.  Review Frequency and Approval Requirements
	Review Frequency
	At every stage gate, and whenever roles, scope or supplier arrangements change

	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. Build the matrix in a facilitated workshop with the people named in it. A RACI written in isolation is not a commitment.
1. List activities and deliverables down the rows and roles across the columns. Use the same activity references as the schedule and scope structure so the matrix remains traceable.
1. Assign exactly one A (Accountable) to every row. Two accountable roles means no accountable role.
1. Assign at least one R (Responsible) to every row. A row with an A but no R indicates work that has been approved but not resourced.
1. Limit C (Consulted) assignments to those whose input will actually change the outcome. Each consultation adds elapsed time and should be justified.
1. Use I (Informed) for those who need the result but not a voice in producing it. Route the informed assignments into the communications plan.
1. Run the analysis in Section D. Check every row for a single A and at least one R, and every column for an overloaded role. Resolve every exception before approval.
1. Where a supplier or external party holds an assignment, confirm that the contract actually obliges them to perform it. An assignment without a contractual basis is unenforceable.
1. Obtain endorsement from each function lead and approval from the sponsor, then publish and use the matrix operationally rather than filing it.
1. Update at each gate and whenever roles change; issue a new version and communicate the differences rather than silently amending.
	NOTE   Legend — R: Responsible (performs the work) · A: Accountable (answerable for the outcome; exactly one per row) · C: Consulted (two-way dialogue before completion) · I: Informed (one-way notification after completion).


 


9.  Template — RACI Matrix
Section A — Project Identification
	Project Name
	 

	Project Reference / ID
	 

	Project Manager
	 

	Project Sponsor
	 

	Delivery Approach
	⟨ Predictive | Agile | Hybrid ⟩

	Matrix Level Applied
	⟨ Deliverable | Work package | Activity | Feature ⟩

	Version and Date
	 

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


 
Section B — Role Key
	Column Code
	Role Title
	Role Holder
	Function / Organisation

	SP
	Project Sponsor
	Name
	Operations

	 
	 
	 
	 

	 
	 
	 
	 

	 
	 
	 
	 

	 
	 
	 
	 

	 
	 
	 
	 

	 
	 
	 
	 

	 
	 
	 
	 

	 
	 
	 
	 

	 
	 
	 
	 

	 
	 
	 
	 


 
 
Section C — Responsibility Assignment Matrix
Enter R, A, C or I in each cell. Leave a cell blank where the role has no involvement.
	Ref
	Activity / Deliverable
	SP
	BO
	PM
	PMO
	PO
	BA
	AR
	DT
	QA
	FIN

	A-01
	Develop and submit the project proposal
	A
	R
	C
	C
	
	
	
	
	
	C

	A-02
	Develop the business case
	A
	R
	C
	C
	
	C
	
	
	
	R

	A-03
	Develop the project charter
	A
	C
	R
	C
	
	
	
	
	
	I

	A-04
	Define objectives and success criteria
	A
	R
	R
	C
	C
	C
	
	
	C
	I

	A-05
	Identify and quantify benefits
	A
	R
	C
	C
	
	C
	
	
	
	R

	A-06
	Establish the governance structure
	A
	C
	R
	C
	
	
	
	I
	
	I

	A-07
	Select the delivery approach and tailor the method
	A
	C
	R
	C
	C
	C
	C
	C
	C
	

	A-08
	Elicit and analyse requirements
	I
	A
	C
	
	R
	R
	C
	C
	C
	

	A-09
	Develop the scope structure
	I
	C
	A
	C
	C
	R
	C
	R
	
	

	A-10
	Develop the schedule and baseline it
	A
	C
	R
	C
	C
	C
	C
	C
	
	C

	A-11
	Estimate costs and develop the budget
	A
	C
	R
	C
	
	C
	C
	C
	
	R

	A-12
	Identify, analyse and respond to risks
	A
	C
	R
	C
	C
	C
	C
	C
	C
	C

	A-13
	Produce the solution design
	I
	C
	A
	
	C
	C
	R
	C
	C
	

	A-14
	Build and configure the solution
	I
	I
	A
	
	C
	C
	C
	R
	C
	

	A-15
	Test and verify the solution
	I
	C
	A
	
	C
	C
	C
	R
	R
	

	A-16
	Manage change requests
	A
	C
	R
	C
	C
	C
	C
	I
	
	C

	A-17
	Report project status and performance
	I
	I
	A
	R
	C
	
	
	I
	
	C

	A-18
	Manage suppliers and contracts
	A
	I
	R
	C
	
	
	
	I
	
	C

	A-19
	Prepare operational readiness and transition
	A
	R
	C
	C
	C
	C
	C
	C
	R
	

	A-20
	Accept deliverables
	A
	R
	C
	I
	C
	C
	C
	I
	R
	

	A-21
	Deploy to production and go live
	A
	C
	R
	I
	C
	
	C
	R
	C
	

	A-22
	Track and report benefit realisation
	A
	R
	C
	C
	
	
	
	
	
	C

	A-23
	Capture and publish lessons learned
	I
	C
	A
	R
	C
	C
	C
	C
	C
	

	A-24
	Close the project and archive records
	A
	C
	R
	R
	I
	I
	I
	I
	I
	C


 
	NOTE   Column key used above — SP: Sponsor · BO: Business Owner · PM: Project Manager · PMO: PMO Representative · PO: Product Owner · BA: Business Analyst · AR: Architect · DT: Delivery Team · QA: Quality / Test · FIN: Finance. Replace the columns and the assignments with those applicable to your project.


 
 
Section D — Matrix Analysis and Exceptions
	Check
	Rule
	Exceptions Identified
	Resolution and Owner

	Single accountability
	Exactly one A per row
	 
	 

	Work is resourced
	At least one R per row
	 
	 

	No unallocated activity
	No row entirely blank
	 
	 

	Consultation is proportionate
	No row with more than four C
	 
	 

	Role load is sustainable
	No role with an excessive count of R
	 
	 

	Accountability is concentrated appropriately
	A held only by roles with matching authority
	 
	 

	External assignments are enforceable
	Supplier R or A supported by a contract clause
	 
	 


 
Section E — Role Loading Summary
	Role
	Count of A
	Count of R
	Count of C
	Count of I
	Assessment
	Action Required

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 


 
Section F — Change Log for Responsibility Assignments
	Date
	Activity Ref
	Change Made
	Reason
	Requested By
	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 (Function Leads)
	 
	 
	 
	 

	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 each function lead named in the matrix

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 


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


 
12.  Notice and Disclaimer
PMI®, PMBOK®, PMP®, PMI-ACP® and PfMP® are registered marks of the Project Management Institute, Inc. This document is an original work product of IMTITHAL, developed in alignment with the principles, performance domains and focus areas described in the PMBOK® Guide – Eighth Edition. It is not issued, certified, endorsed or approved by PMI, and it does not reproduce PMI copyrighted text or proprietary PMI templates. Organisations remain responsible for tailoring this document to their own governance, contractual and regulatory obligations.
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