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Purpose 
The purpose of the responsibility matrix is to identify early on which departmental roles or individuals will be assigned to complete certain categories of activities. The extent of responsibility and the relationships between the groups are then defined. This matrix is completed in early planning, prior to detailed resourcing or scheduling.

The responsibility matrix is designed to:

· Ensure that all stakeholders are involved as soon as necessary.
· Improve communication.
· Quicken identification of gaps in assignments, accountability or resources.
· Clarify the interactions of between members of a work group.
· Specify the interdependencies of a project with other enterprise initiatives prior to detailed planning.
· Drive next steps in planning.
· Assist a work group to clarify interactions with persons or departments that support the project or ongoing activity.

Steps

1. Complete the responsibility matrix form (see next page), using a cross-functional team and lessons learned from previous projects. Refer to the example. A complete list of Activities and Roles/Groups Responsible is key to the success of this technique. 

2. Fill in the following letters to describe the level of responsibility:

R = Responsible: The person actually performing the work.

A = Accountable: The person who is accountable to the step being performed and has veto power.

C = Consulted: A person that should be providing feedback or in some way contributing to the step.

I = Informed: A person that needs to know of a decision or action.

3. Aim to have not more than one role identified as Responsible or Accountable for a step in the process.  More than one points to inefficiency in your process, or worse: nodes of confusion and potential failure. It's possible that you may have multiple roles as consulted or informed, depending on the action. As a general rule, the most efficient processes will have only one R, A, C and I for every step being performed.

4. Have other involved individuals review and comment on the documentation.

5. Contact appropriate individuals to fill in any gaps that have been identified.

Product Development Project Example 
	Responsibility
	Activity

	
	Marketing
	Documentation
	Development
	Internal Communication
	Training

	Project Manager
	S
	
	
	A,R
	C

	Lead Developer
	
	S
	S
	
	C

	Marketing Representative
	
	A
	R
	
	S

	Business Operations Manager
	
	S
	
	A
	R

	Human Resources Officer
	
	S
	
	A
	R


Recommendations

· Use a standard list of functional groups in the organization to ensure that a complete list of responsible roles or groups is developed for your project/process. The most likely groups missed are the ones that only require communication.
· All rows in the responsibility matrix should have an A (Accountable role) and an R (Responsible role). These can be the same individual, but avoid where all possible having more than one role responsible and accountable.
· Assess the clarity of the interactions between each group/role. Where work procedures are unclear, make sure that they are defined prior to the start of work on the project.
· Make sure that all parties involved in the matrix agree on the final matrix.
· For all Accountable roles, ensure that expectations are known and that rules for making changes "during the game" are agreed upon.
· Use the responsibility matrix as a foundation for further planning, resourcing and generation of contact lists.
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