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How to Help Keep Your Team Accountable:
RACI Matrix



2

As a manager we want to foster…

Independent Thought

Self-Reliance

Self-Motivation

Trust

Self-Confidence

Growth Mindset

Accountability
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Yet, a top-down approach to accountability results in…
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How does a manager make their employees accountable?

Hint: This is a trick question

Answer: You can’t
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Leaders can shape the environment 
to encourage personal responsibility

1. Define what people are 
accountable for

2. Set goals with team members

3. Provide updates on progress

4. Support growth and
development

5. Tap into employees’
motivators
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Leaders can shape the environment 
to encourage personal responsibility

RACI Matrix1. USE the RACI Matrix

What is a RACI Matrix?

The RACI Matrix is a system that brings structure 
and clarity to the roles people play on your team. 

It is a simple grid that you can use to ensure every 
task is completed efficiently without overtaxing 
your team with extra work.
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What Does RACI Mean?

R Responsible The people who complete the 
task.

If you have more than one R, 
assign an R1 – meaning that is the 
person who makes sure the work 
is complete.

A Accountable or 
Authorize

The person is ultimately 
responsible for the quality of the 
work.

The “A” role can approve or veto a 
decision or determine if a 
particular task or activity has been 
done well.

C Consult A person with particular knowledge
to contribute to the decision / task.

The “C” role must be included 
before the decision is made or an 
action taken.

I Inform
People who need to know the 
outcome of the decision / task to 
do their job well.

The “I” role does not have input 
into the decision / task.
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How do I Fill Out a RACI?
1. List team tasks, activities, milestones and decisions 

in the first column.
2. Assign team members to appropriate RACI roles.
Tips:

• Involve the whole team in completing the matrix 
– They often know best what tasks that must be 

completed to ensure success 
– Each person listed on the Matrix will be aware 

of their role
– Entire team will have greater buy-in if they were 

involved from the beginning
• Do not list more people than necessary.
• Consulted and Informed are optional.
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RACI Example

Task Responsible Accountable or 
Authorize Consult Inform

Decide what to do 
with the ring Elrond Gandalf Aragorn

Frodo
Sam
Merry

Create Fellowship Elrond
Frodo R1 Gandalf Aragorn

Sam
Merry
Pippin

Get the ring to Mt. 
Doom Frodo Gandalf Aragorn

Sam
Elrond
Gimli

Distract and defeat 
enemies

Aragorn
Sam

Gandalf
Gimli

Elrond
Frodo
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When Do I Use a RACI?

• To define roles, responsibilities and decision-making authority.

• To identify who team should communicate to about tasks, output or milestones.

• To balance workload of team.


	How to Help Keep Your Team Accountable:�RACI Matrix
	As a manager we want to foster…
	Yet, a top-down approach to accountability results in…
	How does a manager make their employees accountable?
	Leaders can shape the environment �to encourage personal responsibility
	Leaders can shape the environment �to encourage personal responsibility
	What Does RACI Mean?
	How do I Fill Out a RACI?
	RACI Example
	When Do I Use a RACI?

