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Generic Roles & Responsibilities / RACI Template — applicable across industries and project types


1. Purpose & Overview
This document defines who is Responsible, Accountable, Consulted, and Informed (RACI) for the project's key activities and deliverables. It works together with the companion RACI Matrix (a separate spreadsheet), which holds the full, detailed grid across all activities and roles.
[Enter any project-specific framing for why clear role assignment matters on this project]
2. RACI Legend
Each activity/deliverable in the matrix is assigned one or more of the following designations for each role:
	Code
	Meaning
	Description

	R
	Responsible
	Does the work to complete the activity. There can be multiple Responsible parties for a single activity.

	A
	Accountable
	Owns the outcome and has final sign-off authority. There must be exactly ONE Accountable party per activity — never zero, never more than one.

	C
	Consulted
	Provides input before or during the activity (two-way communication). Their perspective is sought, though they do not own the work.

	I
	Informed
	Kept up to date on progress or outcome (one-way communication). No input is required from them.


3. Roles Overview
Briefly describe each role referenced in the RACI Matrix, so the matrix is understandable to anyone new to the project.
	Role
	Description

	[Sponsor]
	[Brief description of this role's scope on the project]

	[Project Manager]
	[Brief description]

	[Business Analyst]
	[Brief description]

	[Technical Lead]
	[Brief description]

	[QA Lead]
	[Brief description]

	[Procurement Lead]
	[Brief description]

	[Key Stakeholder / Customer]
	[Brief description]




4. RACI Matrix (Summary Reference)
The full, detailed RACI Matrix is maintained in the companion spreadsheet, covering every activity/deliverable and role. A condensed excerpt is shown below for quick reference; always defer to the spreadsheet as the source of truth.
	Activity / Deliverable
	Sponsor
	Project Manager
	Technical Lead
	QA Lead

	Develop Project Charter
	A
	R
	C
	I

	Approve Business Case
	A
	R
	C
	I

	Design Solution
	I
	A
	R
	C

	Test / Quality Assurance
	I
	C
	C
	R/A

	Final Acceptance & Sign-off
	A
	R
	I
	C


5. Escalation / Tie-Breaking Rule
Define what happens when the RACI Matrix does not resolve a disagreement — for example, when a Consulted party disagrees with the Accountable party's decision.
[e.g., The Accountable party's decision stands unless escalated to the Project Sponsor within 2 business days; the Sponsor's decision is final]
6. Approval Signatures
Because this document assigns accountability across the team, consider having every role represented sign, not just the Sponsor and PM.
	Name / Role
	Signature
	Date

	[Sponsor]
	
	

	[Project Manager]
	
	

	[Technical Lead]
	
	

	[QA Lead]
	
	



7. Version / Revision History
Revisit this document whenever roles change, new workstreams are added, or the team structure evolves.
	Version
	Date
	Author
	Change Description

	1.0
	[Date]
	[Name]
	Initial draft




Appendix A: How to Fill Out This Template
This appendix is for reference only — it explains how to complete each section of this document. Remove before final distribution if not needed.
Before you start:
•  List the project's major activities/deliverables (from the WBS or Charter) and the roles involved before assigning RACI codes — trying to do both at once leads to an inconsistent matrix.
•  This document defines roles and the RACI legend; the companion RACI Matrix (Excel) holds the full grid across every activity and role, and is what the team references day-to-day.
Section-by-section guidance:
	Section
	How to Fill It

	1. Purpose & Overview
	Keep to 2-3 sentences. No need to justify the RACI concept itself — just note why role clarity matters for this specific project.

	2. RACI Legend
	Keep the standard four codes unless your organization has a documented reason to extend the model (e.g., RACI-VS, adding Verifies/Signs-off) — extending it without a clear reason usually adds confusion, not clarity.

	3. Roles Overview
	Describe roles, not named individuals — a role description should still make sense if the person in that role changes.

	4. RACI Matrix (Summary Reference)
	Only include a handful of illustrative rows here; the full matrix belongs in the Excel companion. Use this section to sanity-check that the legend and roles above are being applied consistently, not as the complete reference.

	5. Escalation / Tie-Breaking Rule
	Be specific about timeframe and final authority — 'discuss and resolve' is not a rule; 'escalate to the Sponsor within 2 business days, whose decision is final' is.

	6. Approval Signatures
	The more roles that sign, the more this functions as a real commitment rather than a document nobody read.



Common mistakes to avoid:
•  Assigning more than one 'A' to a single activity — accountability that is shared by two people is effectively owned by no one.
•  Marking too many roles as 'C' (Consulted) for every activity — if everyone must be consulted on everything, decisions slow to a crawl. Reserve 'C' for roles whose input genuinely changes the outcome.
•  Building this matrix once at kickoff and never revisiting it — update it whenever the team structure or major activities change materially.
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