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	CHARIDHAM ODISHA TRUST
DRAFT ETHICS & INTEGRITY MANUAL
with Role, Responsibility, Accountability & Identification System
For Discussion, Review and Finalisation



1. Purpose of this Draft
This draft sets out a practical Ethics & Integrity framework for the ChariDham Odisha Trust. It is designed to be simple enough for everyday use while being sufficiently comprehensive to guide Trustees, employees, priests, volunteers, consultants, contractors and service providers.
The proposed system is built on three layers: (I) Ethical Principles — what the Trust stands for; (II) Codes of Conduct — how people must behave; and (III) Control & Accountability — how compliance is demonstrated, checked and reported.
2. Three-Layer Ethics Framework
	Layer
	Purpose
	Simple Question

	I. Ethical Principles
	Establishes values and standards
	What do we believe?

	II. Codes of Conduct
	Defines expected behaviour
	How must we behave?

	III. Control & Accountability
	Defines systems, authority, records and checks
	How do we ensure compliance?


3. Fundamental Ethical Principles
Integrity — act honestly and in the interests of the Trust and its stated purposes.
Transparency — important decisions, financial transactions and responsibilities should be properly documented.
Accountability — every critical activity must have a clearly identified accountable authority.
Seva — treat service to pilgrims and society as a central purpose.
Respect — preserve religious dignity and treat every person fairly.
Financial probity — Trust money and property shall never be treated as personal resources.
Safety and quality — no financial or administrative pressure shall justify compromising safety or essential quality.
Environmental responsibility — protect the Rishikulya area and surrounding environment and comply with applicable requirements.
Zero tolerance for bribery, kickbacks, embezzlement, falsification and deliberate misuse of Trust resources.
Protection from retaliation — a person making a genuine good-faith report should be protected from retaliation.



4. Ten Simple Rules — Ethics at a Glance
1. No corruption.
2. No misuse of Trust money or property.
3. No personal benefit from Trust position.
4. No discrimination among pilgrims.
5. No forced or misleading donation solicitation.
6. No exploitation of devotees or vulnerable persons.
7. No concealment of material financial or administrative information.
8. Declare and manage conflicts of interest.
9. Never compromise safety, quality or environmental responsibility.
10. Report genuine concerns and protect good-faith complainants.
5. Responsibility and Accountability — RACI System
The Trust should use a simple RACI system for essential activities.
	Code
	Meaning
	Practical meaning

	R — Responsible
	Does the work
	Carries out the activity and maintains the required records.

	A — Accountable
	Owns the final result
	Has final authority and is answerable for the outcome.

	C — Consulted
	Provides advice
	Provides specialist or required advice before a decision.

	I — Informed
	Kept informed
	Receives relevant information or reports.


Mandatory rule: every critical activity should have one clearly identified A — Accountable authority. RACI should be recorded in the Trust's master responsibility matrix.
6. Position-Based Identification System
The Trust should identify responsibilities by position rather than relying only on individual names. This allows continuity when personnel change.
The position code remains stable even when the person occupying the position changes.
Each authorised person receives a ChariDham Odisha Role & Accountability ID.
The ID identifies the person, position, department, authority level and primary responsibility.
The complete RACI matrix remains in the controlled master register rather than overcrowding the physical card.

7. Proposed Functional Position Codes
	Code
	Function

	CDO-TR
	Trustee / Trustee functions

	CDO-ED
	Executive Director / Chief Executive

	CDO-FIN
	Finance & Accounts

	CDO-PRO
	Procurement & Contracts

	CDO-PRJ
	Project Management

	CDO-ENG
	Engineering / Technical

	CDO-REL
	Religious & Temple Affairs

	CDO-PIL
	Pilgrim Services

	CDO-OPS
	Operations & Facilities

	CDO-SEC
	Safety & Security

	CDO-ENV
	Environment & Sustainability

	CDO-HR
	Human Resources

	CDO-ETH
	Ethics & Compliance

	CDO-AUD
	Internal Audit / Compliance Review

	CDO-IT
	IT, Data & Cybersecurity

	CDO-GRV
	Grievance Redressal

	CDO-SWG
	Swargadwara & Pinda Dan Services


8. ChariDham Odisha Role & Accountability ID
The proposed Role ID should complement, not replace, the ordinary identity card.
Recommended front-side information:
CHARI DHAM ODISHA TRUST
Role & Accountability ID
Photograph
Unique ID number, e.g. CDO-FIN-001
Name
Position
Department
Primary RACI role
Authority Level
Date of issue and validity
Recommended reverse-side information:
Key responsibilities
Reporting authority
Permitted authority, by reference to the approved Delegation of Authority
Emergency/reporting contact
Statement that the card identifies role but does not itself create authority
9. Authority Levels
A-1 — Board / Trustee authority.
A-2 — Executive authority.
A-3 — Department-head authority.
A-4 — Supervisory authority.
A-5 — Operational authority.
Actual financial and contractual limits should be defined separately in an approved Delegation of Authority / Delegation of Financial Powers Schedule. The Role ID should not itself grant authority.
10. Important Legal/Control Principle
Proposed rule: “Possession of a ChariDham Odisha ID card shall establish identity and assigned role, but shall not by itself confer financial, administrative or contractual authority. Authority shall arise only from the approved Delegation of Authority and applicable Trust resolutions.”
11. QR Code / Digital Verification
A QR code may be placed on the Role ID, subject to the Trust's technology and data-protection arrangements.
Name and photograph.
Current position and department.
Active/inactive status.
Authority level.
Current assignment and reporting line.
Relevant RACI responsibilities.
Training/compliance status where appropriate.
Issue and expiry information.
Access to personal or sensitive information should be limited to authorised users. When a person leaves, changes role or loses authority, the digital status should be updated promptly.
12. Categories of Persons
	Category
	Meaning

	T — Trustee
	Governance and oversight role

	E — Employee
	Operational role within the Trust

	V — Volunteer
	Limited service role with defined boundaries

	P — Priest / Religious Service Provider
	Defined religious-service role

	C — Contractor / Consultant
	Contract-specific role and authority only


13. Accountability Cards
For each critical activity, the Trust should maintain a one-page Accountability Card in the controlled master register.
	Activity
	Donation Management

	Responsible (R)
	FIN-01

	Accountable (A)
	ED-01

	Independent verification
	AUD-01

	Oversight
	Trustee Finance / Audit Committee

	Records
	Donation Register and Bank Reconciliation

	Frequency
	Daily / Monthly, as applicable

	Reporting
	Monthly

	Escalation
	Ethics & Audit Committee / appropriate authority


14. Examples of RACI Allocation
	Activity
	R
	A
	C
	I

	Online donations
	FIN-01
	ED-01
	IT-01
	TR-03

	Cash collection/counting
	OPS-01 + second authorised person
	FIN-01
	AUD-01
	ED-01

	Bank reconciliation
	Accounts Officer
	FIN-01
	AUD-01
	ED-01

	Tender preparation
	PRO-01
	ED-01
	ENG-01/FIN-01
	Relevant committee

	Technical evaluation
	ENG-01
	PRJ-01
	Independent technical adviser, where required
	PRO-01

	Contractor payment
	FIN-01
	ED-01
	ENG-01 / AUD-01
	TR-03

	Daily puja arrangements
	REL-01
	ED-01
	—
	Relevant Trustee

	Pilgrim assistance
	PIL-01
	OPS-01
	REL-01, SEC-01 as needed
	ED-01

	Complaints
	GRV-01
	ED-01
	ETH-01
	Relevant committee

	Ethics monitoring
	ETH-01
	Trustee Ethics/Audit Committee
	ED-01
	Board


15. Separation of Duties
No single person should normally control the complete cycle of a high-risk transaction.
Recommended principle: DO → VERIFY → APPROVE → AUDIT → REPORT.
The person receiving or preparing a transaction should not be the sole person reconciling and approving it.
Major procurement should have separate technical and commercial review.
Work certification and payment approval should have appropriate separation.
Sensitive activities should use a two-person principle where practical.
16. Ethics & Compliance Function
A dedicated CDO-ETH function is recommended. The Ethics & Compliance Officer should have an independent reporting channel to the appropriate Trustee Ethics/Audit Committee, while maintaining an administrative relationship with the Executive Director.
Conflict-of-interest declarations.
Gift and hospitality monitoring.
Whistleblower and serious complaint coordination.
Ethics training and annual declarations.
Vendor integrity declarations.
Periodic compliance checks.
Annual Ethics & Integrity Report.
17. Key Registers and Records
Master Role & Accountability Register
RACI Responsibility Matrix
Delegation of Authority Register
Conflict-of-Interest Register
Gift & Hospitality Register
Donation Register
Cash Reconciliation Register
Procurement Register
Contract Register
Asset Register
Complaint Register
Whistleblower / Protected Disclosure Register
Safety and Incident Register
Government Correspondence Register
Ethics Training Register
18. Donation Management Controls
Use traceable payment methods wherever practicable.
For cash, collection, counting, recording and banking should have appropriate separation and dual control.
Issue authorised receipts.
Reconcile donations with bank records and accounting records.
Maintain an auditable donor/transaction database subject to applicable privacy and legal requirements.
Donation kiosks / deposit-only machines may be used as an additional controlled channel.
Restricted-purpose donations should be separately identified and used consistently with applicable legal and Trust requirements.
19. Procurement and Construction Controls
For major procurement and the proposed construction programme, the recommended control sequence is:
Requirement → Specification → Tender/Quotation → Technical Evaluation → Commercial Evaluation → Approval → Purchase/Contract → Inspection → Measurement/Certification → Payment → Audit.
No artificial splitting of contracts to avoid approval thresholds.
Related-party interests must be disclosed.
Vendor integrity declarations should be obtained.
Material variations should be justified, documented and approved at the appropriate level.
Quality, safety and environmental requirements should be recorded and independently checked where appropriate.
20. Pilgrim, Religious and Vulnerable-Person Protection
Publish authorised charges for puja, seva and other services where applicable.
No forced donation or misleading solicitation.
Treat elderly, women, children and persons with disabilities with dignity.
Maintain a clear complaint mechanism.
Priests and service providers should follow an approved code of conduct.
Swargadwara and Pinda Dan services should have special safeguards against exploitation of grieving families.
21. Government, Environment and Public Accountability
Maintain proper written records of significant government communications and approvals.
Do not offer or solicit bribes or improper benefits.
Comply with applicable environmental, land, construction, safety and other statutory requirements.
Give appropriate attention to protection of the Rishikulya river and surrounding environment.
Publish or report appropriate governance and financial information in accordance with applicable law and Trust policy.
22. Complaint, Whistleblower and Investigation System
A complaint should receive a registration number, date, responsible officer, action record, outcome and closure status. Serious allegations should be escalated to the appropriate independent authority. Good-faith reporters should be protected from retaliation, subject to applicable law and due process.
Investigations should be fair, documented and based on available evidence. A person against whom an allegation is made should have an appropriate opportunity to respond before adverse disciplinary action, subject to urgent protective measures where necessary.
23. ID Issue, Change and Cancellation
Each Role ID should be issued against an approved appointment/assignment record.
Role changes should trigger review of the RACI assignment and authority.
Lost cards should be reported promptly and, where appropriate, deactivated.
On separation, suspension or withdrawal of authority, the physical and digital ID should be returned/deactivated as applicable.
A master register should record issue, change, renewal and cancellation.
24. Annual Verification
At least annually, the Trust should verify that every listed position, RACI assignment, delegation and active Role ID remains correct. This review should also identify incompatible combinations of duties and gaps where no accountable authority has been assigned.
25. Proposed Governance Principle
The chain should be clear: DO → VERIFY → APPROVE → AUDIT → REPORT.
The objective is not to create bureaucracy. The objective is to ensure that every important activity has a known owner, a defined authority, an independent check where required, and a record that demonstrates what happened.
26. Suggested Final Implementation Package
A. Ethics & Integrity Manual — main governing document.
B. RACI Responsibility Matrix — master activity-by-activity allocation.
C. Delegation of Authority / Financial Powers Schedule.
D. Role & Accountability ID policy.
E. Accountability Cards for critical activities.
F. Standard registers and forms.
G. One-page Ethics at a Glance for display.
H. Annual Ethics & Integrity Report.
27. Draft Statement for Adoption
“ChariDham Odisha Trust shall conduct its activities with integrity, transparency, accountability, compassion and respect for religious and human dignity. Every critical activity shall have clearly defined responsibility and accountability. Trust resources shall be protected and used only for authorised purposes. The Trust shall maintain appropriate systems of segregation of duties, documentation, independent verification, grievance redressal and ethical oversight. No person shall use the name, authority, property or resources of the Trust for improper personal benefit.”
28. Points for Discussion and Finalisation
Final number and composition of Trustees and committees.
Whether an Executive Director/CEO position is appropriate and its exact authority.
Final departmental structure and position codes.
Financial approval thresholds and Delegation of Powers.
Composition and independence of the Ethics/Audit Committee.
Extent of QR-code and digital Role ID implementation.
Legal review of the final Manual and Trust rules.
Applicable statutory, tax, charitable-trust, labour, data-protection, environmental, construction and other compliance requirements before adoption.

DRAFT — FOR DISCUSSION, REVIEW AND FINALISATION
Prepared as a proposed governance framework for ChariDham Odisha Trust
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