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RACI Process

Overview

- ARACI chart is a planning tool used to facilitate the dialogue for planning a project and

to assist the group in assigning project roles and responsibilities. The acronym's letters
represent Responsible, Accountable, Consulted, and Informed.

The chart depicts —

(a) the functional roles of the project's key entities (individuals, work groups or teams, or
organizations) that have involvement with the project, and

(b) the various tasks and activities that are required to successfully complete the project
and accomplish its goals.

The RACI planning process is an excellent tool

(a) to get all stakeholders engaged in the planning and execution of a project,

(b) to form a collaborative approach for working and communicating with each other,
and

(c) to clearly define expectations for What is to be done? By whom? and By when?

RACl is a useful tool that answers those questions through meetings with key
stakeholders and those who will be participating in your project in one form or another.

. Depending on the nature of the project and the stage of planning you are in, a RACI

chart can be used for different levels of planning - the broad/macro level, or the
detailed/micro level.

Using RACI can help you avoid a situation where nobody will take ownership or make a
decision. RACI also helps bring clarity to situations where people don't know what they
are supposed to do. RACI helps people know their level of responsibility, when they
should be involved, and to what extent they should be involved.

Preparing and using the RACI Chart spreadsheet

Setting-up the RACI chart

1. Across the top row (Row 1), enter the name of the individuals or entities that will be
involved in some way with the project [Examples: Larry, Fiscal, State RR Staff] . Enter
each entity in its own column heading (such as Team 1 in column B, Team 2 in column C,
and so on). To enter your information, simply click on or select the cell you want and
then type the name.

~ 2. Have group members brainstorm and list all the key tasks/activities that are required

in order to successfully complete the project [Examples: Invite partners, Worker
Orientation, Employer follow-up, Outreach, etc. ] . Enter the tasks in Column A If
preferred, you can cluster the activities into groupings with similar themes (such as
marketing activities, special events, contracting) or sequentially (such as January tasks,
February tasks, etc.), or some other grouping system that fits your project needs.
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RACI Process

.  Key
The roles and responsibilities are depicted by entering R, A, C, I, or some combination of
these letters, in the cells. When a RACI letter is entered, the cell background changes its

R —This person or entity has Responsibility for this task/activity. More than one individual or
entity may have responsibility for a task or activity.

A —This person or entity has Accountability for this item; that is, the ultimate charter for seeing
that the task/activity is successfully performed; the accountable person typically has veto

authority and may assign responsibility to others; only one "A" should be assigned to an activity i

or decision (that is, only one A allowed for each row of tasks).

€ —This person or entity is consulted for input/feedback prior to a final decision or action taken;
a consulted individual or entity need not have direct part in performing a task but, rather, offers |

important information needed for the successful performance of the task or project.

{ - This person or entity is informed about the project or its tasks/activities; an "I" may not have
any direct participation in the task or project but is provided information on a mostly need-to-

IV. Facilitating a RACI Chart discussion
Before setting-up the RACI spreadsheet with roles and tasks, have group members
discuss the scope of the project (what it is and what it is not) and the overarching
goals/objectives that are to be achieved as a result of successful completion of the
project.

The facilitator helps the group develop a list of tasks/activities. After listing all the major
tasks or activities down the left side of the first column, the group discusses "Who does
what?" When agreement is made, the recorder enters the appropriate R, A, C, or | in the
cell.

The facilitator can ask questions to help explore the issues. If the facilitator perceives a
blockage, a question or hypothetical situation can be offered to stimulate discussion

The facilitator ensures that all tasks/activities have assigned R, A, C, | individuals and that
there is a consensus among group members and, if consensus is lacking on one or more
points, an action step is planned for bringing about consensus.

Take time to reach group clarity of understanding and consensus of roles. People should

leave the meeting with clear idea and agreement of what specific task needs to be done
and who specifically is charged with responsibility for performing the task.
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