THE PROGRAM MANAGER  |  TEMPLATE
RACI template for a program
Three linked tabs: a RACI matrix filled in for a fictional billing system migration, a role key and a set of checks. Every name, role and task is an example. Replace them with your own and delete the columns you don't use.
Grey italic text is an example. Replace it with your own content.
TAB 1: RACI MATRIX
	Task or decision
	Sponsor
	Program manager
	PMO
	Workstream lead
	Finance partner
	Steering committee

	Approve charter and funding
	A
	R
	C
	I
	C
	I

	Baseline the integrated schedule
	I
	A
	R
	C
	I
	I

	Deliver the cutover plan
	I
	A
	C
	R
	I
	I

	Resolve conflicts between workstreams
	I
	A
	R
	R
	-
	I

	Approve a change request above tolerance
	C
	R
	C
	C
	C
	A

	Forecast and report spend
	I
	A
	C
	C
	R
	I

	Publish the monthly status report
	I
	A
	R
	C
	C
	I

	Make the go or no-go call for cutover
	A
	R
	C
	R
	I
	C

	Confirm benefits at program close
	A
	R
	C
	C
	C
	I

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	


TAB 2: ROLE KEY
	Letter
	Role
	Meaning in this template
	Rule

	R
	Responsible
	Does the work or prepares the decision
	At least one per row

	A
	Accountable
	Owns the outcome, signs it off and answers for it
	Exactly one per row

	C
	Consulted
	Gives input before the work is final
	Only people whose input can change the result

	I
	Informed
	Is told about progress or the result
	Include the leaders who need updates

	A/R
	Accountable and responsible
	One person does the work and owns the result
	Counts as both A and R in the checks

	S
	Supportive (optional, RASCI)
	Helps the responsible person without owning the outcome
	Add only if shared teams do real work


TAB 3: CHECKS
	Check
	Where
	Pass condition
	Formula (task names in column A, roles in B to G)

	One accountable person
	Each row
	Exactly 1
	=COUNTIF(B2:G2,"A")

	At least one responsible person
	Each row
	1 or more
	=COUNTIF(B2:G2,"R")

	Responsible load
	Each column
	Realistic for that person
	=COUNTIF(B2:B13,"R")

	Accountable load
	Each column
	No single person holds nearly all of the As
	=COUNTIF(B2:B13,"A")

	Everyone has a role
	Each column
	At least 1 letter
	=COUNTA(B2:B13)
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