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Responsibility Matrix Formats and Contents

What:  Formats and example contents for a team Responsibility Matrix, used to document and communicate the type of involvement of each team member and/or different functional groups and the ownership of specific tasks. 

Why: Responsibility for project tasks, decisions, and deliverables needs to be clearly understood and communicated.  Various team members need to be involved in important ways.   Assignment of each task to a specific owner is critical in enabling the best performance within the project team. Co-ownership can create ambiguity, which dilutes accountability. 

While your full project schedule eventually will likely have resource names assigned to each task,  responsibility assignments are crucial well before the time when you can reasonably have created a full schedule.  The Responsibility Matrix provides an easy-to-scan condensed format to record important team member responsibilities from the beginning.   It also helps ensure that the responsibility and involvement for “hidden” items (items that might not show up explicitly in your schedule) – such as key review attendance or key decisions  -  are explicitly documented as well.
How:

· Think about the kinds of tasks, decisions, reviews, deliverables etc. that you want to highlight in the matrix, and what people and/or groups should be included.  Think back to past projects for insights into items that should be included.  Did you have a requirements review or design review that didn’t include everyone it should have, resulting in a later project issue?  Then include those reviews in the responsibility matrix to help make sure all the right people are included this time around.

· Select a matrix format and responsibility letter designations to use. 
· Create your own tailored template.    You can use a spreadsheet or word processing table tool to create such a matrix for the entire team, including all or core cross-functional team members
· Create a draft matrix early in the project as the team is formed; the early phase work is being defined.  .     The initial matrix can concentrate on tasks from the early phases, plus perhaps standard major milestones, activities, or approvals later in the project.

· Update the matrix throughout to clarify who has responsibility for and inputs to the different areas of project work identified during your investigation and planning work.  

· Publish the matrix to the team and to cross-functional managers whose people’s responsibilities show up in the matrix.

· Refer to the matrix when you plan activities such as design reviews, end-of-phase approvals, customer acceptance, etc.    If you’ve included these items in your matrix, you can use it to ensure important people aren’t inadvertently left out of those key activities.

The remainder of this document includes:

· Guidelines for what “task ownership” means

· Three different formats for responsibility matrices

· A definition of the responsibility terms used in  RACI responsibility matrix

Task Responsibility – Ownership

Contributed by Integrated Project Systems

Owner Responsibilities

· Each lowest level task must have one, and only one, assigned owner

· The task owner is not necessarily the one who will perform the work

· The owner is responsible for ensuring that the work gets done to specifications and within agreed to schedule and resource constraints

· Each task owner should determine who is involved with their tasks

· Use a responsibility matrix to determine and communicate task ownership

· Once determined, you can use a WBS dictionary to document ownership

Team Considerations

From the perspective of the team, consider the following for each potential owner:

· their individual capabilities 

· the speed at which each works 

· the accuracy of their work 

· the potential of their creativity 

· past experience 

· their desires and career goals 

· who could back up whom on what 

· personality conflicts ‑individual work styles (alone, in groups)

Project Considerations

From the perspective of the project, consider the following for each potential owner:

· current functional responsibilities 

· skills that are needed versus the skills available 

· what training is needed 

· availability of equipment/software

Ownership of each task must be given to one, and only one, specific person.

Obtain buy‑in from team members and their supervisor

Sample PSI Responsibility Matrix

Excerpt from the Responsibility Matrix for a communications product containing hardware, firmware, and mechanical components.   (Contributed from  Projects at Warp Speed with QRPD:  Quality Rapid Product Development.)   
	Responsibility
	Paul R.
	Rick L.
	Amy R.
	Sue K.
	Kam S.
	Raji K.
	Harold Y.
	Sam G.
	Julia K.
	Wei L.

	RF Design
	
	
	
	
	
	
	
	
	
	

	Circuit proof of concept
	I
	P
	S
	
	I
	
	
	
	
	

	Vendor arrangement
	I
	S
	
	
	I
	
	I
	P
	
	

	ASIC design/test
	I
	S
	P
	
	I
	I
	I
	I
	I
	I

	Mechanical (chassis) 
	
	
	
	
	
	
	
	
	
	

	Enclosure design
	I
	S
	
	P
	I
	I
	I
	I
	I
	

	Wiring design
	I
	S
	
	P
	I
	I
	I
	
	
	

	Optical circuit
	
	
	
	
	
	
	
	
	
	

	Schematic
	I
	S
	P
	I
	I
	
	
	
	I
	I

	PCB Layout
	I
	I
	S
	I
	P
	I
	
	
	
	

	Power supply (specification, sourcing)
	P
	I
	I
	I
	I
	I
	I
	S
	I
	

	Prototypes
	
	
	
	
	
	
	
	
	
	

	Procurement
	I
	I
	I
	S
	
	
	I
	P
	
	

	Assembly/test
	
	I
	
	S
	I
	I
	P
	
	
	

	Firmware
	
	
	
	
	
	
	
	
	
	

	Interface design, code, unit test
	
	I
	I
	
	S
	
	
	
	I
	P

	Device drivers design, code, unit test
	
	I
	I
	
	S
	
	
	
	I
	P

	System Test
	S
	I
	I
	
	
	
	I
	
	P
	I

	Documentation
	
	
	
	
	
	
	
	
	
	

	User manuals
	P
	S
	
	
	
	
	
	
	
	S

	Assembly drawings
	
	
	
	S
	I
	I
	P
	
	
	


P= primary responsibility     

S=secondary responsibility      (i.e., backup to primary person, responsible when that person out)

I=involved     (i.e, provides inputs, gets to review)

Variations on above:   

(1)   Use other letters to capture the responsibilities that matter to you: e.g.  R  for Review        A  for Approve

(2)  The same format can be used with  RACI letters instead.   (Responsible, Accountable, Consult, Inform).   

      See also a different format example on the next pages plus official definitions of those terms.

(3) The left hand column items can be tasks, deliverables, reviews, decisions or some combo thereof.

Graphical Responsibility Matrix – Task Ownership

Contributed by Integrated Project Systems  
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	No.
	Task Name
	Completion Criteria
	Owner

	2.1
	Product Case Design 
	External case and user controls specified, customer approved and design specification written and released
	Sally Manufacturing

	2.2
	Alpha Integration
	Module integration of hardware and software to written specification with unit testing plan and equipment 
	Susan Quality

	2.3
	Test Plan
	Product final testing plan including customer acceptance.
	George Software

	2.4
	Cost & Pricing
	Bill of materials and labor costing and sales pricing for competitive market success.
	George Software

	2.5
	Product Specification
	Performance specification defining physical, electrical, software, end-user and test criteria. 
	John Engineer

	2.6
	Documentation & Review
	Documentation requirements, change control, design reviews, support & training manuals and manufacturing documentation and release. Phase Reviews content and Go/NoGo criteria
	George Software

	2.7
	Tooling & Volume Plan
	Manufacturing process and cost of tooling planning.
	Sally Production


RACI Responsibility Matrix Format 
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DEFINITION OF TERMS for a  RACI  Responsibility Matrix
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Project roles: RACI principle

Responsible
= Achieves a deliverable by involving relevant skilled resources
Accountable

m Has the ultimate ownership of a deliverable and takes the last
decision

Consulted

= Must be consulted to

establish a deliverable,

or to take a decision
Informed

= Must de informed

after a decision is taken

July 2008 Dr. Thomas - Systems Engineering - Lecture 11 - vi

Dl

W 7oi2s v M 7ixesn O H @

o= ]















































