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1. Purpose & How to Use This Matrix

This RACI matrix defines responsibility assignments for all activities and deliverables in the
{{PROJECT_NAME}} project. It serves as the authoritative reference for:

e Who does the work (Responsible)

Who is ultimately answerable for the outcome (Accountable)
Who provides input and expertise (Consulted)

Who needs to be kept informed (Informed)

Conflict resolution: When disagreements arise about ownership, refer to this document. Disputes
escalate to the Accountable party, then to John (Al Director) if unresolved.

2. RACI Definitions



Letter

Role

Responsible

Accountable

Consulted

Informed

Common Mistakes to Avoid:

Definition

The person(s) who do the
work to complete the
activity

The one person who is
ultimately answerable;
signs off on completion

Provides expertise/input;
two-way communication
required

Kept up to date on
decisions/progress; one-
way communication

Multiple A's on one activity — pick one, make others C or |
No R — every activity must have someone doing the work
Too many C's — consult only who truly adds value; too many slows work down
Missing I's — key stakeholders left uninformed create escalations

3. Project Roles

CEO

JD

PM

PO

BA

TL

Role Code

Role Title

Chief Executive
Officer

Al Director

Project Manager

Product Owner

Business Analyst

Tech Lead

Person / Agent Org
Alem ALAI
John ALAI
{{NAME/AGENT}} ALAI
{{NAME/AGENT}} ALAI / Client
{{NAME/AGENT}} ALAI
{{NAME/AGENT}} ALAI

Rule

Can be multiple per activity

MUST be exactly ONE per
activity

Optional; should be
minimized

Should be only those who
need to know

Notes

Strategic decisions,
final budget approval

Delivery
accountability, agent
coordination

Day-to-day
coordination,
reporting

Backlog,
requirements
prioritization

Requirements
elicitation,
documentation

Architecture, code
review, technical
decisions



Role Code

DEV

DES

QA
OPS
CS

CPO

4.

Role Title

Developer(s)

Designer

QA Engineer
DevOps /
Infrastructure

Client Sponsor

Client Product Owner

Person / Agent

{{NAME/AGENT}}

{{NAME/AGENT}}

{{NAME/AGENT}}

{{NAME/AGENT}}

{{NAME}}

{{NAME}}

Org

ALAI

ALAIl / Contract

ALAI

ALAI

{{CLIENT}}

{{CLIENT}}

Notes

Feature
implementation

UI/UX, visual assets

Test planning,
execution, sign-off

Cl/CD, deployment,
monitoring

Executive decisions,
final acceptance

Day-to-day client
requirements

RACI Matrix — Project Phases &
Activities

4.1 Project Initiation & Planning

Activi
ty /
Deliv
erabl
e

Projec
t
Chart
er
creati
on

Projec
t Brief
/
Propo
sal

Budge
t
appro
val

CEO

JD

PM PO

BA TL

DEV

DES QA

OPS CS

CPO



Activi CEO JD PM PO BA TL DEV DES QA OPS CS CPO
ty/
Deliv
erabl
e

Stake | C R C R A C
holder

identif

icatio

n

Comm | C A C R |
unicat

ion

Plan

Risk I C A C C R C |
Regist

er

(initial

)

RACI I A R C
Matrix

Projec | A R R R R R R R R A R
t kick-

off

meeti

ng

4.2 Requirements & Analysis

Activi CEO JD PM PO BA TL DEV DES QA OPS CS CPO
ty/
Deliv
erabl
e

Disco C A R C C R
very

works

hops

Busin C A R C C R
ess

Requir

ement

s Doc

(BRD)



Activi CEO JD PM PO BA TL DEV DES QA OPS CS CPO
ty/
Deliv
erabl
e

Functi | C A R R C C C R
onal

Requir

ement

s

(FRS)

Non- | C C R A C C C C
Functi

onal

Requir

ement

s

User | A R C C R
Storie

S

(backl

09

creati

on)

Requir A C C R A R
ement

S sign-

off

Requir | A R C R |
ement

S

Trace

ability

Matrix

4.3 Design

Activi CEO JD PM PO BA TL DEV DES QA OPS (o) CPO
ty /
Deliv
erabl
e

UXx | C C A R
resear

ch/

user

flows



Activi
ty/
Deliv
erabl
e

Wirefr
ames

High-
fidelit
y
mock
ups

Desig
n
syste
m /
style
guide

Desig
n
revie
w &

appro
val

Techn
ical
archit
ecture
desig
n

Archit
ecture
Decisi
on
Recor
ds
(ADRs

Datab
ase
schem

desig

API
contra
ct
desig

CEO JD PM PO

BA

TL

DEV DES QA OPS Cs CPO

A | R
A R C
C A | |
R A C
R C
R C
R C



Activi CEO JD PM PO BA TL DEV DES QA OPS CS CPO
ty/
Deliv
erabl
e

Infrast | C A
ructur

e

desig

n

4.4 Development

Activi CEO JD PM PO BA TL DEV DES QA OPS CS CPO
ty/
Deliv
erabl
e

Sprint C A C C R C |
planni
ng

Featur | C A

imple
menta
tion

Code A R
revie

Unit C A C
test
writin

Integr C A R C
ation

devel

opme

nt

Ul C C R A
imple

menta

tion

Daily A R R R R R R R
stand
up

Sprint R A R R R R R R R
demo



Activi CEO JD PM PO BA TL DEV DES QA OPS CS CPO
ty/

Deliv

erabl

Sprint A R R R R R R R
retros
pectiv

Techn A R
ical

docu

menta

tion

4.5 Testing & Quality Assurance

Activi CEO JD PM PO BA TL DEV DES QA OPS CS CPO
ty /
Deliv
erabl
e

Test C C C A |
plan

creati

on

Test C C C C A |
case

creati

on

Unit C R A
testin

g

execu

tion

Integr C R A C
ation

testin

g

Perfor C C A C |
manc

e

testin

9

Securi C C A C

ty
testin

9



Activi
ty /
Deliv
erabl
e

UAT

prepa
ration

UAT
execu
tion

UAT
sign-
off

Defect
triage

Regre
ssion
testin

9

Go/No
-Go
decisi
on

4.6

Activi
ty /
Deliv
erabl
e

Deplo

yment
checkl
ist

Stagin
g
deplo
yment

Produ
ction
deplo
yment

CEO

Deployment & Launch

CEO

JD

JD

PM

PM

PO

PO

BA

BA

TL

TL

DEV

DEV

DES QA

DES QA

OPS

OPS

Cs

Cs

CPO

CPO



Activi CEO JD PM PO BA TL DEV DES QA OPS CS CPO
ty/
Deliv
erabl
e

DNS / C A
SSL
setup

Monit C A
oring /
alertin

g
setup

Go- I A R R
live

comm

unicat

ion

Launc | A R C C C
h

annou

ncem

ent

Post- C C R A
launc

monit
oring
(48h)

4.7 Post-Launch & Maintenance

Activi CEO JD PM PO BA TL DEV DES QA OPS CS CPO
ty /

Deliv

erabl

Post- C A R R R R R R C R
launc

revie
w (30
days)



Activi CEO JD PM PO BA TL DEV DES QA OPS CS CPO
ty/
Deliv
erabl
e

Lesso | C A R R R R R R R |
ns

learne

d

docu

menta

tion

Hando | C A R R A R R R C |
ver

docu

menta

tion

Bug A C R R C
fix
triage

Perfor C A R C C
manc

e

optimi

zation

Client C C R C A
trainin
g

Projec A C R A
t

closur

e

sign-

off

5. Escalation Matrix

Escalation Level Trigger Escalate To Response Time Resolution Time
L1 Task-level Tech Lead (technical) = 4 hours 1 business day
disagreement / PM (process)
L2 Role/accountability PM + John 4 hours 1 business day
dispute
L3 Scope/priority conflict = John + PO 2 hours Same day
L4 Contract/budget/strat = John + Alem 4 hours 2 business days

egic decision



Escalation Level Trigger Escalate To Response Time Resolution Time

L5 External/client Alem + Client 24 hours 3 business days
dispute Sponsor

6. Handling Common RACI Conflicts

Issue: Multiple people marked A on same activity Action: Hold a 15-minute meeting; the
most senior person or domain owner retains A; others become R or C.

Issue: No one marked R on an activity Action: PM escalates to John immediately. A without R =
activity will not get done.

Issue: Too many C's (>4) on a single activity Action: Review each C — can they be demoted to
I? Consult only those who provide unique value.

Issue: Key stakeholder says "l didn't know about X" Action: Review their | assignments; add
missing | designations; improve communication plan frequency.

Issue: Team member disputes their R assignment Action: Discuss with PM; if skill gap,
arrange training or reassign; document decision.

7. Review Cadence

Trigger Review Type Owner
Project phase change Full matrix review PM
New team member joins Role assignments update PM
Team member leaves Responsibility reassignment PM
Scope change approved Impact on roles PM + PO
Monthly Sanity check; any gaps? PM
Project retrospective Lessons for next RACI PM
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