RACI Matrix Template
Use this template to clarify roles and responsibilities across projects and ensure clear ownership and communication.

Matrix Information
1. Project/Initiative:* _______________
1. Date Created:* _______________
1. Owner:* _______________
1. Last Updated:* _______________

RACI Key
1. R = Responsible* - Does the work to complete the task
1. A = Accountable* - Ultimately answerable for completion and has final decision authority (only ONE per task)
1. C = Consulted* - Provides input and expertise; two-way communication
1. I = Informed* - Kept up-to-date; one-way communication
Guidelines
1. Each task must have exactly ONE Accountable person
1. Multiple people can be Responsible
1. Consulted roles actively participate
1. Informed roles receive updates but don't provide input

Team Members
| Name | Role | Department | Contact |
|------|------|------------|---------|
| ___________ | ___________ | ___________ | ___________ |
| ___________ | ___________ | ___________ | ___________ |
| ___________ | ___________ | ___________ | ___________ |
| ___________ | ___________ | ___________ | ___________ |
| ___________ | ___________ | ___________ | ___________ |

RACI Matrix
Project Phase 1: [Phase Name]
| Task/Activity | [Person 1] | [Person 2] | [Person 3] | [Person 4] | [Person 5] | Notes |
|---------------|------------|------------|------------|------------|------------|-------|
| _____________ | R/A/C/I | R/A/C/I | R/A/C/I | R/A/C/I | R/A/C/I | _____ |
| _____________ | R/A/C/I | R/A/C/I | R/A/C/I | R/A/C/I | R/A/C/I | _____ |
| _____________ | R/A/C/I | R/A/C/I | R/A/C/I | R/A/C/I | R/A/C/I | _____ |
| _____________ | R/A/C/I | R/A/C/I | R/A/C/I | R/A/C/I | R/A/C/I | _____ |
| _____________ | R/A/C/I | R/A/C/I | R/A/C/I | R/A/C/I | R/A/C/I | _____ |

Project Phase 2: [Phase Name]
| Task/Activity | [Person 1] | [Person 2] | [Person 3] | [Person 4] | [Person 5] | Notes |
|---------------|------------|------------|------------|------------|------------|-------|
| _____________ | R/A/C/I | R/A/C/I | R/A/C/I | R/A/C/I | R/A/C/I | _____ |
| _____________ | R/A/C/I | R/A/C/I | R/A/C/I | R/A/C/I | R/A/C/I | _____ |
| _____________ | R/A/C/I | R/A/C/I | R/A/C/I | R/A/C/I | R/A/C/I | _____ |
| _____________ | R/A/C/I | R/A/C/I | R/A/C/I | R/A/C/I | R/A/C/I | _____ |
| _____________ | R/A/C/I | R/A/C/I | R/A/C/I | R/A/C/I | R/A/C/I | _____ |

Project Phase 3: [Phase Name]
| Task/Activity | [Person 1] | [Person 2] | [Person 3] | [Person 4] | [Person 5] | Notes |
|---------------|------------|------------|------------|------------|------------|-------|
| _____________ | R/A/C/I | R/A/C/I | R/A/C/I | R/A/C/I | R/A/C/I | _____ |
| _____________ | R/A/C/I | R/A/C/I | R/A/C/I | R/A/C/I | R/A/C/I | _____ |
| _____________ | R/A/C/I | R/A/C/I | R/A/C/I | R/A/C/I | R/A/C/I | _____ |
| _____________ | R/A/C/I | R/A/C/I | R/A/C/I | R/A/C/I | R/A/C/I | _____ |
| _____________ | R/A/C/I | R/A/C/I | R/A/C/I | R/A/C/I | R/A/C/I | _____ |

Example RACI Matrix (Product Launch)
| Task/Activity | Product Manager | Eng Lead | Designer | Marketing | Sales | Customer Success |
|---------------|----------------|----------|----------|-----------|-------|------------------|
| Define requirements | A | C | C | I | C | I |
| Create design | C | I | A,R | I | I | C |
| Build feature | C | A,R | C | I | I | I |
| Write documentation | R | C | I | C | I | A |
| Create marketing materials | C | I | C | A,R | I | I |
| Sales enablement | I | I | I | R | A | C |
| Launch communication | C | I | I | A,R | I | C |
| Customer onboarding | I | I | I | I | C | A,R |

Decision Authority Matrix
For major decisions, clarify who makes the call:
| Decision Type | Decision Maker | Consulted | Informed | Escalation Path |
|---------------|----------------|-----------|----------|-----------------|
| Product roadmap | ___________ | ___________ | ___________ | ___________ |
| Technical architecture | ___________ | ___________ | ___________ | ___________ |
| Budget allocation | ___________ | ___________ | ___________ | ___________ |
| Go/no-go for launch | ___________ | ___________ | ___________ | ___________ |
| Scope changes | ___________ | ___________ | ___________ | ___________ |
| Resource allocation | ___________ | ___________ | ___________ | ___________ |

Communication Plan
Regular Meetings
| Meeting | Frequency | Attendees | Purpose |
|---------|-----------|-----------|---------|
| ___________ | ___________ | ___________ | ___________ |
| ___________ | ___________ | ___________ | ___________ |
| ___________ | ___________ | ___________ | ___________ |
Status Updates
1. Format:* [ ] Email [ ] Slack [ ] Dashboard [ ] Meeting [ ] Other: _______________
1. Frequency:* _______________
1. Recipients:* _______________
1. Key information:*
1. Progress against milestones
1. Blockers and risks
1. Decisions needed
1. _______________

Escalation Path
Level 1: Team Lead
1. When to escalate:* _______________
1. Response time:* _______________
1. Contact:* _______________
Level 2: Department Head
1. When to escalate:* _______________
1. Response time:* _______________
1. Contact:* _______________
Level 3: Executive
1. When to escalate:* _______________
1. Response time:* _______________
1. Contact:* _______________

Common RACI Anti-Patterns to Avoid
❌ Multiple Accountable - Only one person can be Accountable per task
❌ No Accountable - Every task needs an owner
❌ Too many Consulted - Slows decision-making; be selective
❌ Too many Responsible - Diffuses ownership; clarify sub-tasks
❌ Everyone is Informed - Creates noise; inform only those who need to know

Validation Checklist
Use this to verify your RACI is complete:
1. [ ] Every task has exactly ONE Accountable person
1. [ ] Each task has at least one Responsible person
1. [ ] Consulted roles are limited to those who truly need to provide input
1. [ ] Informed list includes only those who need awareness
1. [ ] No single person is overloaded with too many Accountable items
1. [ ] Team has reviewed and agreed to assignments
1. [ ] Decision authority is clear for each major decision type
1. [ ] Communication plan supports the RACI structure

RACI by Function (Alternative Format)
Product Management
| Responsibility | Role |
|----------------|------|
| Define product vision | A |
| Prioritize features | A |
| Write requirements | R |
| Review designs | C |
| Approve releases | A |
Engineering
| Responsibility | Role |
|----------------|------|
| Technical architecture | A |
| Code implementation | R |
| Code review | R |
| Testing | R |
| Deployment | R |
Design
| Responsibility | Role |
|----------------|------|
| User research | R |
| UI/UX design | A,R |
| Design system | A |
| Prototype | R |
| Usability testing | R |
Marketing
| Responsibility | Role |
|----------------|------|
| GTM strategy | A |
| Positioning & messaging | A |
| Content creation | R |
| Campaign execution | R |
| Performance tracking | R |

Tips for Using RACI
When to Use RACI
✓ Complex projects with many stakeholders
✓ Cross-functional initiatives spanning multiple teams
✓ Unclear ownership causing confusion or conflict
✓ New teams that need to establish working norms
✓ Matrix organizations with overlapping responsibilities
When RACI Might Not Help
✗ Very small teams (2-3 people) where roles are obvious
✗ Highly collaborative environments where rigid roles slow things down
✗ Projects with very dynamic requirements that change daily
Making RACI Work
1. Start simple - Don't over-engineer; focus on critical tasks
1. Get team buy-in - Discuss and agree together; don't dictate
1. Update regularly - Review quarterly or when team changes
1. Keep it visible - Post where team can reference it
1. Use it in practice - Reference in meetings and decisions

Variations of RACI
RACI-VS
Adds:
1. V = Verifier - Checks work meets standards
1. S = Signatory - Approves or signs off
RASCI
Adds:
1. S = Supportive - Provides resources or assistance
DACI
Different model:
1. D = Driver - Leads the work
1. A = Approver - Makes final decision
1. C = Contributor - Provides input
1. I = Informed - Kept in the loop

Review & Update
Quarterly Review
1. Review date:* _______________
1. Changes needed:*
1. _______________
1. _______________
1. Reasons for changes:*
1. Team changes
1. Scope evolution
1. Process improvements
1. Lessons learned
Team Feedback
1. What's working:*
1. _______________
1. _______________
1. What's not working:*
1. _______________
1. _______________
1. Suggestions:*
1. _______________
1. _______________

Appendix: Blank RACI Grid
Use this for additional phases or workstreams:
| Task/Activity | Person 1 | Person 2 | Person 3 | Person 4 | Person 5 | Person 6 | Notes |
|---------------|----------|----------|----------|----------|----------|----------|-------|
|  |  |  |  |  |  |  |  |
|  |  |  |  |  |  |  |  |
|  |  |  |  |  |  |  |  |
|  |  |  |  |  |  |  |  |
|  |  |  |  |  |  |  |  |
|  |  |  |  |  |  |  |  |
|  |  |  |  |  |  |  |  |
|  |  |  |  |  |  |  |  |
|  |  |  |  |  |  |  |  |
|  |  |  |  |  |  |  |  |

1. Document Version:* _______________
1. Next Review:* _______________
1. Document Owner:* _______________
