
 CHECKLIST
FOR A RACI MATRIX

Drawing a RACI matrix

Create a two dimension table

In a line, add all activities related to the project, such as
tasks, actions, deliverables, different levels or stages, etc.

In a column, add the stakeholders of the project.
Stakeholders do not have to be specific people. The column
can have as entry a person, a department, a function, a job, etc.

Filling RACI matrix

To fill in the matrix, you just have to note for each participant
their role in the activities by filling in the letter corresponding
to their role. To do this, you just have to put one or more letters.

Make sure there is only one A per activity.

Check that there is at least one R per activity.
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Vertical Analysis – People’s role

Observe the distribution of Rs. Here’s how to detect it:
If a person's workload is too high (many Rs) or on the
contrary too low (few Rs). Adjust the roles for a better distribution 
if necessary.

Observe the scope of a person's responsibilities throughout the 
project. The more A's a person has, the more responsibility they 
have. Adjust the roles for a better distribution if necessary.

Check if there are people with minor roles (who have not been 
assigned any A's or R's). Adjust roles for better distribution 
if necessary.

Horizontal Analysis – Organization of tasks

Look at the number of Rs per line. If there are too many Rs in
a line, either the task is really complex or there is a good
chance that it is overestimated and the work is done twice. 
If there are few Rs, can the task be completed on time?

Make sure there is at least one A per line. If there is an
A missing, one must be added.

Make sure there is only one A per line. 
If so, who is really responsible?
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