
Use RACI Matrix to Clarify Team Roles 

Ever felt like everyone’s doing everything...or worse, no one’s doing anything? 

That’s where the RACI Matrix steps in—think of it as a cheat sheet to help 

everyone know who’s doing what, who needs to be kept in the loop, and who’s 

just along for the ride. Let’s break down the RACI Matrix with a practical 

example.


First, What’s a RACI Matrix?


RACI stands for:


• Responsible: The doer—the person who does the work.


• Accountable: The decision-maker—the one who signs off.


• Consulted: The advisor—the one who gives input or expertise.


• Informed: The audience—the one who just needs to be kept in the loop.


Think of it as casting roles in a team play. Each role plays a part in making sure 

things run smoothly.


Setting Up Your RACI Matrix: Let’s Use a Project Example


Imagine you’re leading a project to launch a new product feature on a 

website. There’s a team of five, and you’ll need to decide who fits into each 

RACI role for each task in the project.


Key Project Steps


1. Design the Feature


2. Develop the Code


3. Test the Feature


4. Launch the Feature


5. Collect Feedback


© 2024 Jef Menguin. All rights reserved. jefmenguin.com/resources/tools/

https://jefmenguin.com/resources/tools/


Now, let’s add a RACI Matrix to clarify roles.


Let’s break it down:


• Design the Feature: The designer is Responsible for creating it, but the 

project manager is Accountable, giving the final approval. The developer 

gives input on feasibility, and marketing is kept Informed.


• Develop the Code: The developer is Accountable, overseeing the code 

creation, while the project manager ensures it moves forward. The tester 

is Consulted to anticipate testing needs.


• Test the Feature: The tester takes Accountability for quality, while the 

developer handles adjustments. Marketing stays Informed about the 

timeline.


• Launch the Feature: The project manager is Accountable for the launch's 

success, while the developer leads it. The tester checks everything last-

minute, and marketing knows when it’s live.


• Collect Feedback: The project manager gathers feedback, looping in 

marketing for customer insights.


Task
Project 

Manager

Designe

r

Develope

r

Teste

r

Marketin

g

Design the Feature A R C I

Develop the Code R A C I

Test the Feature I R A I

Launch the 

Feature
A R C I

Collect Feedback R I A
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Activities to Bring RACI to Life


1. Role Play the Matrix: Gather your team, set up scenarios from your 

project, and have each person act out their RACI role for different tasks. 

This gives a real sense of how each person contributes. 

2. Spot the Confusion: Give team members sticky notes for feedback. For 

each step, ask, “Do you feel clear on your role?” If anyone’s confused, 

adjust the matrix to make sure everyone understands where they fit. 

3. RACI Check-In: Set a reminder to revisit your RACI Matrix halfway through 

the project. Have each person share if they still feel their role fits and 

tweak as needed.


The Power of Clarity


The RACI Matrix is your team’s guide to avoiding crossed wires. It’s not about 

micromanaging; it’s about everyone knowing their job. So, the next time you’re 

kicking off a project, take a few minutes to set up a RACI Matrix. You’ll thank 

yourself when the project’s done.
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