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Brighter Strategies
Better process Brighter results

PURPOSE: This matrix will help your team or organization identify  
the actions, phases, responsibilities, and timeline required to complete  
a project. 

BENEFITS: This action plan provides a clear understanding 
of who is responsible for which tasks, and when they will  
be complete.

BRIghT IdEaS
• Use after completing the Gap Analysis. 

•  Share this matrix with management and staff to 
communicate expectations for project completion. 

• Set priorities to guide decision-making.

• Get a big-picture view of a project. 

TIME TO COMPLETE: 1 – 2 HoursAccountability Matrix

•  Prepare the Meeting Planner graphic organizer with your agenda, 
logistics, goals, and ground rules clearly marked.

•  Post the Meeting Planner, Accountability Matrix, and For Further 
Discussion graphic organizers so that they are visible by all participants.

BRIghT IdEa 
Be sure to include staff members who can discuss each 
of the phases so that your pre-planning will be accurate. 
Also include key leaders to invest their knowledge from 
the beginning of the process and encourage support.

PREPaRE  
•  Determine the agenda and distribute at least 3 days in advance. If you 

ask for feedback on the agenda be sure to leave time for changes.

•  Plan how you will divide the participants to discuss each phase on 
the matrix. If you have a group of ten or less you may want to have 
whole group discussion. If there are more than ten you may assign 
teams to discuss each phase. You may want to assign those teams in 
advance to ensure those people who have the technical knowledge 
and background needed to complete and understand that phase are 
included. Or, you might want to ask for volunteers for each category  
after stressing the need for knowledgeable input.
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When participants understand their own role within the overall context, 
there is less chance that efforts will be duplicated. This also allows for overall 
coordination and integration of actions and outcomes.
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YOUR gRaPhIC ORgaNIZER CONSISTS OF ThE FOLLOWINg ELEMENTS:

Action   

•  List the key actions in phases  
1, 2, and 3

Responsibility 

•  There should be only one person 
or team assigned ultimate 
responsibility for the success or 
failure of phase completion

•  Responsible person must clearly 
understand the action they  
are assigned

•  Participants must also clearly 
understand all actions undertaken 
in this process. 

Timeline 

•  Establish a timeframe to set 

beginning and end dates for 

project completion.

•  A realistic schedule for  

completing each phase and  

the corresponding actions.

•  Participants can share their 

expertise and current knowledge 

to help build a reasonable timeline.

•  A tool to hold participants and/or 

teams accountable. You may need 

to add some cushion between 

deadlines if the phases are linear  

and consecutive.
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See page 4 for large example of the Accountability Matrix
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FaCILITaTE

•  Share the vision of this meeting – your overarching goals and desired 
outcomes. These will vary in detail and specifics, but should drive 
discussion and solutions.

•  Review elements of the Meeting Planner graphic organizer with 
participants. Continually refer back to the agenda throughout the 
meeting to keep discussion centered on the stated purpose and 
specified agenda items. 

 
 

•  Point out the For Later Discussion graphic organizer so that participants 
anticipate a solution if they don’t have an opportunity to air their ideas 
or concerns.

dISCUSS

•  Consider the three phases your organization will undertake. Make sure 
each phase has a “to what degree” qualification to ensure quality, clear 
expectations, and a boundary for the amount, type of data collected.

•  Have participants consider and discuss who should be responsible for 
each action. 

• Facilitate the discussion so that everyone participates. 

•  Have participants set a timeline for the completion of each phase. This 
timeline should take into account the work calendar, overall project and 
other work deadlines, and potential variables such  
as outside delays. 

•  Conclude the meeting by summarizing the discussion, decisions made, 
tasks delegated, deadlines, and any action required by participants 
beyond what is listed on the matrix. Depending on the time available, 

either address For Later Discussion items or place them on the agenda 
for the next meeting. Include in the summary any review plans for 
follow-up or the need to schedule any succeeding meetings. It is far 
easier to schedule the next meeting while everyone is at the table then 
it is to wait and contact each participant individually. 

Refer back to the Meeting Planner guide for assistance. 

BRIghT IdEaS

•  Make sure the timeline dates set support the intended 
project completion date.

•  Consider whether management will support your 
timeline, overall accountability and action completion. 

•  Establish who will hold responsible individuals or 
teams accountable if their phase is not on target to 
meet expected completion date.

•  Control dominating individuals - Make sure each 
individual has a fair chance of expressing ideas  
and opinions. Do not let one person dominate  
the discussion.

•  Ensure that quiet participants are expressing their 
ideas and opinions. You may need to directly call on 
the quiet member and ask them for their opinion or 
for any ideas they would like to share. Remind them 
that silence is agreement (a suggested ground rule) 
and that each has a responsibility for the outcome.

•  If participants are not happy with group outcome 
remind them they can air their concerns with the 
For Later Discussion items and be sure to place that 
discussion in the next meeting’s agenda. 
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