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Introduction

Codes of Ethics (Codes) play a crucial role in the good governance and 

performance of modern organisations which rely on a full range of human 

intelligences and relationships. 

Yet many Codes, which aim to keep an organisation and its people safe 

from an ethical standpoint, tend to read like instructional rule-books. 

They gloss over the complexity of human-centric organisations in which 

people collaborate, make complex decisions, value accountability and 

show initiative and creativity.

In preparing this paper, we have drawn on our experience in helping 

organisations become more human-centric, ethically resilient, innovative 

and culturally authentic. We have also researched what constitutes best 

practice when it comes to modern and effective Codes. 

Our experience has shown that organisations exist in increasingly 

complex and uncertain contexts. Today people want their workplaces 

to be meaningful, purposeful, and capable of rising to the challenges of 

our times. They also want to help create and maintain these kinds of 

workplaces.

A Code reimagined and presented as a Culture Playbook illustrates how 

people can individually and collectively contribute to ethical resilience, 

RQJRLQJ�LQQRYDWLRQ�DQG�D�OLYLQJ�FXOWXUH�WKDW�LV�÷W�IRU�WKH�IXWXUH�

C O D E S 

We have used the term ‘Codes’ to refer to 
Codes of Ethics and as an umbrella term 
for documents that have a similar intent. 
Part of our preference for ‘code of ethics’ 
over ‘conduct’ or ‘behaviour’ is that ethics 
implies that there must be a sound and 
reasoned process for decision-making that 
precedes actual behaviour. 
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3. Decisiveness in critical moments
6R�PXFK�PRUH�WKDQ�PHUHO\�D�OLVW�RI�GH÷QHG�UXOHV��

modern Codes offer a framework and set out a process 

to guide decision-making across an organisation. 

The Code will cross-reference other relevant internal 

documents such as the organisation’s purpose 

VWDWHPHQW��YDOXHV��SULQFLSOHV��VWUDWHJLF�SULRULWLHV��DQG�

procurement policies to name a few. When these are 

ZHOO�GH÷QHG�DQG�FXOWXUDOO\�UHDOLVWLF��WKH\�HPSRZHU�

decision-making – especially in the face of ambiguity 

and complexity.

7KXV��SHRSOH�DW�DOO�OHYHOV�FDQ�UHIHU�WR�WKH�&RGH�WR�

JUDSSOH�ZLWK�GLOHPPDV��H[SORUH�QHZ�SHUVSHFWLYHV��

FKDOOHQJH�H[LVWLQJ�SUDFWLFHV��WUDQVSDUHQWO\�H[SODLQ�

decisions and seek feedback.

Larger organisations include subject-matter 

expert contact details and other decision support 

WRROV��([SHUWV�LQFOXGH�ULVN�DGYLVRUV��+5�DGYLVRUV��

HPSOR\HH�DVVLVWDQFH�SURJUDPV��DQG�LQ�VRPH�FDVHV�WKH�

organisation’s internal ethicist.

4. An ethically motivated climate 
Best-practice organisations use their Code as a 

crucial part of a comprehensie ethical system. It 

has been found that systemic ethics programs 

contribute to employees feeling they were working 

in an environment where they feel motivated and 

empowered to ‘do the right thing’. i ii

1. A consistent and united approach 
to decisions and actions
A well-developed Code is a guidebook for creating a 

consistent and united organisational culture. It helps 

SHRSOH�DW�DOO�OHYHOV�RI�DQ�RUJDQLVDWLRQ��DQG�H[WHUQDO�

VWDNHKROGHUV��FRQQHFW�ZLWK�DQG�XQGHUVWDQG�WKH�

organisation’s purpose and values. It is a vital part of an 

RUJDQLVDWLRQÚV�VXLWH�RI�ÙQRUWK�VWDUÚ�GRFXPHQWV��ZKLFK�

provides a coherent approach to meaningful decisions 

and authentic action.

Beyond the articulation of minimum regulatory and 

OHJDO�ERXQGDULHV��WKH�H[SHFWDWLRQV��KLJK�VWDQGDUGV��

UHVSRQVLELOLWLHV��ULJKWV�DQG�DVSLUDWLRQV�RI�VWDNHKROGHUV�

DUH�H[SUHVVHG�LQ�ODQJXDJH�WKDW�UHøHFWV�FXOWXUH�DQG�

FRQWH[W��$�&RGH��WKHUHIRUH��XQGHUSLQV�D�PXWXDOO\�

XQGHUVWDQGDEOH��DJUHHG�DQG�XQLWHG�ZRUN�FXOWXUH�

characterised by ‘a climate of reciprocal trust and a 

shared sense of belonging.’i 

2. Formal recognition that ethics is 
a non-negotiable’ for stakeholders
Codes play a central role in communicating to all 

stakeholders an organisation’s commitment to act 

ethically.  Studies show that involving stakeholders 

as ethical partners who contribute to the creation of 

WKH�&RGH��DZDUHQHVV�UDLVLQJ��DQG�YLJLODQFH��UHLQIRUFHV�

that ethics is a ‘non-negotiable’. This stance also helps 

employees to feel more positive and secure.i i  

There are seven key reasons why Codes are 
critically important for organisations wishing to 
develop an ethically resilient culture.  

The critical importance 
of modern Codes



5. Awareness of mutual 
responsibilities 
&RGHV�FRPPXQLFDWH�WR�DOO�HPSOR\HHV��EH�WKH\�WKH�

&(2�RU�VRPHERG\�LQ�DQ�HQWU\�OHYHO�UROH��WKDW�ÙZHÚ�

have common behavioural expectations of each 

other and mutual responsibilities. Most Codes also 

specify additional responsibilities that senior leaders 

or directors may have in modelling and upholding 

expectations outlined in the Code. 

This transparency assists in creating a culture that 

LQYLWHV�HPSOR\HHV��RI�DOO�OHYHOV�RI�UHVSRQVLELOLW\��WR�KROG�

each other to account.

6. Support during accountability 
and alignment conversations
$FFRXQWDELOLW\�FRQYHUVDWLRQV�FDQ�IHHO�OLNH�GLI÷FXOW�

DQG�WKUHDWHQLQJ�H[SHULHQFHV��+RZHYHU��D�PRGHUQLVHG�

&RGH��IUDPHG�ZLWK�DQ�DSSHWLWH�IRU�FRQWLQXRXV�

LPSURYHPHQW��KHOSV�IDFLOLWDWH�QRQ�WKUHDWHQLQJ��

constructive dialogue by acting as a neutral reference 

SRLQW�IRU�UHøHFWLRQ��

)RU�LQWHUQDO�VWDNHKROGHUV��WKH�&RGH�LOOXVWUDWHV�

individual and collective accountability for decisions 

DQG�EHKDYLRXUV��IUDPHG�DV�PHHWLQJ�H[SHFWDWLRQV�RI�

HDFK�RWKHU�LQ�D�XQL÷HG�FXOWXUH��

)RU�H[WHUQDO�VWDNHKROGHUV��WKH�&RGH�GH÷QHV�PXWXDO�

expectations. Where performance falls short of 

H[SHFWDWLRQV��VWDNHKROGHUV�FDQ�DVN�DQ�RUJDQLVDWLRQ�

to take corrective or responsible action in alignment 

ZLWK�WKH�&RGH��6LPLODUO\��DQ�RUJDQLVDWLRQ�FDQ�XVH�

VWDNHKROGHU�IHHGEDFN�DQG�LWV�RZQ�UHøHFWLRQV�RQ�WKH�

&RGH�WR�LQøXHQFH�WR�DIIHFW�EURDGHU�LQGXVWU\�RU�V\VWHP�

FKDQJH��SDUWLFXODUO\�ZLWK�UHVSHFW�WR�VRFLDO�MXVWLFH�DQG�

sustainability considerations.  

7. Continuous improvement
)LQDOO\��D�ZHOO�DUWLFXODWHG�DQG�WKRURXJKO\�PRGHUQ�&RGH�

WKDW�DFWV�DV�D�SOD\ERRN�UDWKHU�WKDQ�D�UXOHERRN��DVVLVWV�

team learning and employee coaching conversations. 

:LWK�SOD\ERRN�LQ�KDQG��OHDGHUV�DQG�WHDPV�UHYLHZ��

challenge and provide feedback to one another about 

LPSURYLQJ�DOLJQPHQW�ZLWK�WKH�SXUSRVH��YDOXHV�DQG�

principles of the organisation. 

Insights gained across an organisation are also 

included in a regular review of the Code. This review 

HQVXUHV�WKH�&RGH�UHøHFWV�WKH�EHVW�SUDFWLFHV�ZLWKLQ�

the culture and is up to the task of giving guidance on 

emerging issues. 

P E O P L E - C E N T R I C  C O D E S

1ƦāóŶĢƑā�!ŋùāŭ�ŭťāÖĴ�Ŷŋ�ũāÖķ�ťāŋťķā�Ģł�ŶĞā�ũāÖķ̟ƒŋũķù�
óŋłŶāƗŶ�ŋĕ�ŶĞāĢũ�ũŋķāŭ̍�¦ĞÖŶ�óŋłŶāƗŶ�Ģŭ�ķĢĴāķƘ�Ŷŋ�ðā�
ƒĞÖŶ�ŶĞā���ĿĢķĢŶÖũƘ�ĞÖŭ�ŶāũĿāù̆�Á!��̟�ÁŋķÖŶĢķā̇�
łóāũŶÖĢł̇�!ŋĿťķāƗ̇��ĿðĢėŽŋŽŭ̍

Rł�Á!��āłƑĢũŋłĿāłŶŭ�ťāŋťķā̆

̟�ÂÖłŶ�ũāŭťŋłŭĢðĢķĢŶƘ�Öłù�ÖŽŶŋłŋĿƘ�̛ŭŽťťŋũŶāù�ðƘ�
óÖťÖðĢķĢŶƘ̜�Ŷŋ�ĢĿťũŋƑā�ŶĞā�ŋũėÖłĢŭÖŶĢŋł�Öłù�łŋŶ�ıŽŭŶ�
ðķĢłùķƘ�̨ĕŋķķŋƒ�ŶĞā�ũŽķāŭ̪

̟�mŽŭŶ�ĿÖĴā�ıŽùėāĿāłŶŭ�Öłù�ŶÖĴā�óāũŶÖĢł�ũĢŭĴŭ�Ŷŋ�ùŋ�
ŶĞāĢũ�ıŋðŭ�ƒāķķ

̟�pāāù�Ŷŋ�ŭāā�ŋłėŋĢłė�āƑĢùāłóā�ŋĕ�ŶĞāĢũ�ƒŋũĴťķÖóā�
ðāĢłė�ťŭƘóĞŋķŋėĢóÖķķƘ�ŭÖĕā

̟��ũā�ƒĞŋķā̟ťāũŭŋłŭ�ŶĞÖŶ�ðũĢłė�ŶĞāĢũ�ŋƒł�ƑÖķŽāŭ̇�
ťāũŭŋłÖķĢŶĢāŭ̇�óũāÖŶĢƑĢŶƘ�Öłù�ĢĿťāũĕāóŶĢŋłŭ�ĢłŶŋ�ŶĞā�
ƒŋũĴťķÖóā

̟�NÖƑā�Ö�ŭāłŭā�ŋĕ�ıŽŭŶĢóā�ŶĞÖŶ�ũāŨŽĢũāŭ�ƑĢŭĢðĢķĢŶƘ�ŋĕ�
ŭāłĢŋũ�ķāÖùāũŭ�Öłù�ùĢũāóŶŋũŭ�ðāĢłė�Ğāķù�Ŷŋ�ŶĞā�ŭÖĿā�
ŭŶÖłùÖũùŭ�Öŭ�ŋŶĞāũ�ťāŋťķā

“ A  W E L L - D E V E L O P E D 

C O D E  I S  A 

G U I D E B O O K 

F O R  C R E A T I N G 

A  C O N S I S T E N T 

A N D  U N I T E D 

O R G A N I S A T I O N A L 

C U L T U R E . ”
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Principles-based rather than 
rules-based
2YHU�WKH�ODVW�GHFDGH��&RGHV�KDYH�SURJUHVVHG�IURP�

being rule-based instructions to being practical guides 

to workplace culture and organisational sustainability. 

The overarching-narrative has shifted from ‘follow 

the rules or be punished’ to ‘For us to be a responsible 

RUJDQLVDWLRQ�ZLWK�D�VXVWDLQDEOH�IXWXUH��ZH�DJUHH�WKDW�

we will all…”

7ZR�FRPSOHPHQWDU\�WUHQGV�DUH�LGHQWL÷DEOH�

���$Q�HPSKDVLV�RQ�FRKHVLYH�FXOWXUH��UDWKHU�WKDQ�

H[WHUQDO�RU�LPSHUVRQDO�DXWKRULW\��DV�WKH�EDVLV�IRU�KDYLQJ�

D�&RGH��7KH�GRFXPHQW�FRGL÷HV�WKH�EHKDYLRXUV�WKDW�DUH�

expected of each other to stay true to 

WKH�RUJDQLVDWLRQÚV�SXUSRVH�DQG�YDOXHV��

to meet the reasonable expectations 

RI�DOO�VWDNHKROGHUV��DQG�WR�SHUIRUP�

duties competently.

2. The articulation of principles as a 

framework for explaining the non-

QHJRWLDEOH�UXOHV�ZLWKLQ�WKH�&RGH��DQG�

as a higher-order reference point. 

7KHVH�WUHQGV��WDNHQ�WRJHWKHU��KDYH�

re-positioned Codes so they are less likely to be 

PLVLQWHUSUHWHG�DV�FRQVWUDLQWV�RQ�SHUIRUPDQFH��RU�DV�

evidence that people cannot be trusted.

Collective commitment
,Q�WKH�SDVW��&RGHV�ZHUH�JHQHUDOO\�RQH�ZD\�GRFXPHQWV�

that drew particular attention to individual employee 

responsibilities and consequences. The trend with 

contemporary Codes is to make it clear the organisation 

is focused on and committed to mutual respect and 

improving its collective ethical wisdom and behaviour.

Decision support process and 
assistance
Best-practice Codes include a decision support tool that 

LQFRUSRUDWHV�WKH�RUJDQLVDWLRQÚV�HWKLFDO�SXUSRVH��YDOXHV�

DQG�SULQFLSOHV��DQG�H[SODLQV�QRQ�QHJRWLDEOH�PDWWHUV��

7KLV�PRGHO�LV�RIWHQ�SUHVHQWHG�DV�D�GLDJUDP��

supported by a series of questions to ask when 

making decisions and facing ethical dilemmas. 

Stakeholder orientation
The scope of Codes has expanded beyond 

employees (and other workers such as 

volunteers and contractors) to recognise the 

YDOXH�RI�H[WHUQDO�VWDNHKROGHUV�LQ�REVHUYLQJ��

providing feedback and guiding long-term 

sustainability. We view this positively and not 

just as an external whistleblower hotline. 

0LQGIXO�RI�VWDNHKROGHU�SUHIHUHQFHV��VRPH�&RGHV�PDNH�

the expectation explicit that suppliers have similar 

standards of business conduct. 

“ T H E  R O L E  O F 

B U S I N E S S  I N 

D E L I V E R I N G 

R E A L  V A L U E  T O 

S O C I E T Y  A N D  T H E 

E N V I R O N M E N T  I S 

C O N T I N U I N G  T O 

E V O L V E . ”

Trends
Our research has highlighted the key trends 
in today’s best-practice Codes. 



Social and environmental 
responsibility
The trend in business towards adopting a broader 

stakeholder orientation is accelerating. The role of 

business in delivering real value to society and the 

environment is continuing to evolve. Research into 

megatrends is showing that the growing demand for 

sustainable products and services is likely to continue 

and increase in the next decadeiv. 

)RU�VRPH�WLPH��RUJDQLVDWLRQV�KDYH�EHHQ�LQFUHDVLQJO\�

H[SHFWHG�WR�FRQWULEXWH�WR�EHWWHU�VRFLDO��HFRQRPLF�DQG�

HQYLURQPHQWDO�RXWFRPHV�E\�FRQVXPHUV��HPSOR\HHV��

investors and the wider community. This is part of the 

evolving nature of the social contract of organisationsv. 

Codes are an important place to house an 

organisation's priorities and philosophy concerning 

responsibilities to stakeholders. Contemporary Codes 

often include a summary of expectations concerning 

WKH�HQYLURQPHQW�DQG�EURDGHU�VRFLHW\��DQG�H[SOLFLW�

PHQWLRQ�RI�KXPDQ�ULJKWV��PRGHUQ�GD\�VODYHU\�DQG�WKH�

UN Sustainable Development Goals is also common.

Leadership and accountability
Best-practice Codes demonstrate leadership 

commitment and overall accountability for the 

organisation’s ethical performance. Close attention 

needs to be paid to the tone of the Code in conveying 

that accountability is shared; all individuals are 

DFFRXQWDEOH�IRU�WKHLU�GHFLVLRQV�DQG�EHKDYLRXUV��DQG�

leaders are expected to co-lead on culture. 

A common way for organisations to signal leadership 

commitment is to ensure the CEO or Chair is the ‘chief 

FRPPXQLFDWRUÚ�IRU�WKH�&RGH��0RVW�RIWHQ��WKH\�ZLOO�SHQ�

an introduction to the Code.

Case studies to humanise and 
clarify
Case studies (generally based on real organisational 

H[SHULHQFH��DUH�KHOSLQJ�KXPDQLVH�&RGHV�DQG�FRQ÷UP�

WKDW�DOO�HPSOR\HHV��LUUHVSHFWLYH�RI�ZKHUH�WKH\�VLW�ZLWKLQ�

DQ�RUJDQLVDWLRQ��DUH�H[SHFWHG�WR�PDNH�GHOLEHUDWH�

decisions on complex matters.

:H�KDYH�VHHQ�FDVH�VWXGLHV�WKDW�LQIRUP�DQG�LQVSLUH��

frequently providing examples of complex ethical 

issues faced by leaders. Such cases reinforce the 

relevance of the Code to all people across the 

organisation.

Several Codes we reviewed offered case studies to 

VXSSRUW�FODUL÷FDWLRQ�RQ�VSHFL÷F�LVVXHV��IRU�H[DPSOH��

lobbying governments; joint-ventures in foreign 

FRXQWULHV��EHKDYLRXUV�RXWVLGH�RI�RI÷FH�KRXUV�DQG�

outside of the workplace.

Declaration of culture
The language used in Codes has moved from being 

OHJDOLVWLF�WR�PRUH�GRZQ�WR�HDUWK��HPSDWKHWLF�DQG�

HQJDJLQJ�×�LQKHUHQWO\�UHøHFWLYH�RI�WKH�RUJDQLVDWLRQÚV�

brand identity and culture. 

,GHDOO\��DQ\�H[WHUQDO�VWDNHKROGHU�RU�QHZ�HPSOR\HH�ZLOO�

read your organisation’s Code as a clear declaration of a 

values-based culture. 
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Risk reduction and authenticity
:KLOH�WUDGLWLRQDO�&RGHV�ZLOO�EH�GLGDFWLF�DQG�OHJDOLVWLF��

DV�WKH\�IRFXV�SULPDULO\�RQ�ULVN�UHGXFWLRQ��ZH�

recommend a Culture Playbook that encourages both 

compliance and authenticity. The aim here is to help 

organisations pursue their purpose with integrity and 

to live their values. 

A Statement of Intent in the front of every Code sets 

WKH�VFHQH��QRW�IRU�D�ÙJRWFKDÚ�GRFXPHQW�EXW�IRU�D�VHW�RI�

non-negotiable rules and standards that will keep the 

RUJDQLVDWLRQ�ÙUHDOÚ��HWKLFDOO\�UHVLOLHQW�DQG�VXVWDLQDEOH�

&XOWXUH�ZLWKRXW�øXII
&XOWXUH�LV�QRW�DERXW�EHLQJ�QLFH��SDFNLQJ�WKH�OXQFK�

URRP�GLVKZDVKHU�RU�JORVVLQJ�RYHU�GLI÷FXOW�LVVXHV��,I�WKH�

description of culture in the Code is either sloganistic 

RU�RYHU�WKH�WRS��LW�QHHGV�WR�EH�UHYLVHG��

:H�UHFRPPHQG�NHHSLQJ�WKLQJV�VLPSOH��EXW�VXEVWDQWLYH��

We also say that there is room in a Code for 

organisations to acknowledge they don’t always get it 

ULJKW��DQG�WR�SURYLGH�D�IHHGEDFN�ORRS�

Consistent messaging
An organisation’s Code is best thought of as a public 

document. Its content and tone must be consistent 

with other communication materials the organisation is 

proud to issue publicly. 

Bear in mind the Code may be interpreted differently 

E\�GLIIHUHQW�DXGLHQFHV��VR�ZH�UHFRPPHQG�MDUJRQ�EH�

minimised or translated in the same way it would be to a 

new employee. 

Breaches and self-reporting of 
any issues
Codes traditionally communicate contact details and 

information on how to report suspected breaches. 

&DUHIXO�FRQVLGHUDWLRQ�RI�WKH�ODQJXDJH�XVHG��DV�ZHOO�

DV�DQ\�FDVH�VWXGLHV��ZLOO�DVVLVW�LQ�FRPPXQLFDWLQJ�WKDW�

reporting a suspected breach is not a disloyal or 

accusatory action that involves ‘dobbing in’ colleagues.

We recommend the Code also provides people with 

‘psychologically safe’ avenues to report inadvertent 

breaches (which may be realised only with hindsight) or 

grey areas.

Anchored in reality 
Each organisation’s Code must be informed by 

VWDNHKROGHU�H[SHFWDWLRQV�DQG�H[SHULHQFH��UDWKHU�

WKDQ�EHLQJ�D�JHQHULF�GRFXPHQW��,GHDOO\��WKH�FRQWHQW�

is developed in consultation or collaboration with 

VWDNHKROGHUV�DQG�ZLWK�VSHFL÷F�FRQVLGHUDWLRQ�RI�PDWHULDO�

LVVXHV��DQG�WKH�LQWURGXFWLRQ�WR�WKH�&RGH�ZLOO�VWDWH�KRZ�

WKLV�WRRN�SODFH���)XUWKHUPRUH��VWDNHKROGHU�HQJDJHPHQW�

RXJKW�QRW�WR�HQG�ZLWK�WKH�&RGHÚV�÷UVW�UHOHDVH��

We recommend that a Culture Playbook states the 

name (or at least the job title) of the document owner 

and provide details on how stakeholders can offer 

Challenges and 
recommendations 
when creating a Code
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suggestions for improvement. 

2XW�RI�RI÷FH��RXW�RI�ERXQGV"
Delineating actions that occur outside of the normal 

workplace or outside of usual hours is a complex 

challenge for today’s Codes. At the simpler end are 

LVVXHV�UHODWLQJ�WR�%<2�GHYLFHV��ZRUNLQJ�IURP�KRPH�

and behavioural standards when wearing a work 

uniform. There is a good deal of added complexity 

ZKHQ�GHDOLQJ�ZLWK�VRFLDO�PHGLD��OHLVXUH�WLPH�RQ�

WHDP�UHWUHDWV�FRQIHUHQFHV��UHOLJLRXV�DQG�FXOWXUDO�

H[SUHVVLRQ��DQG�FDXVH�UHODWHG�RU�SROLWLFDO�DFWLYLWLHV�

WKDW�PD\�FRQøLFW�ZLWK�WKH�HPSOR\HUÚV�VWDQFH�RU�

interests. 

We recommend organisations confront these 

LVVXHV��UHJDUGOHVV�RI�WKH�GLI÷FXOWLHV��DQG�HQJDJH�LQ�D�

GLDORJXH��UDWKHU�WKDQ�UHPDLQLQJ�VLOHQW�RU�DPELYDOHQW�

towards them.

R I S K  C U LT U R E

Codes are vital documents in the management 
of risk and, in particular, the creation of a 
positive ‘risk culture’. Much has been written 
about the creation of sound risk cultures and 
the importance of setting a clear tone ‘from the 
top’ and throughout the organisation.  A Code 
must echo that tone and be positively oriented 
ŶŋƒÖũùŭ�ðŋŶĞ�āƦāóŶĢƑā�ũĢŭĴ̟ĿĢŶĢėÖŶĢŋł�Öłù�
risk-taking
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Reviewing your Code

C ATEGORY CODE OF
CONDUCT

CODE OF 
ETHICS A S 
CULTURE 

PL AYBOOK

Intent A compliance rulebook, focused on 
legal standards and regulations, with 
the motivation to hold employees 
accountable.

$�FRKHVLYH�JXLGH�WKDW�GH÷QHV�DQG�
demonstrates both minimum ethical 
standards and ‘who we are’ at our best, 
with the motivation to foster a healthy 
and united corporate culture.

Relevance A default list of issues common to 
industry Codes. Looks and sounds much 
like other Codes in the same industry. 

6SHFL÷F�WR�WKH�RUJDQLVDWLRQ��$Q�
authentic response to the material 
issues and behaviours, relevant to the 
organisational / sector context. 

Framing Outlines individual employee 
responsibility for reducing risk.

Outlines positive behaviours and clear 
examples with stories that communicate 
what the organisation is doing and what 
‘we’ are aiming for individually and as a 
collective. 

Applicability For internal stakeholders. For internal and external stakeholders, 
including business partners and 
suppliers. 

Development Developed by a small team with a focus 
on regulatory compliance, 
HR and conduct-related risks. 

Developed with participation from all 
parts of the organisation and external 
stakeholders. Grounded in stakeholder 
feedback and the lived experience of the 
organisation.

Continuous 
improvement

Reviewed as a policy, once every few 
years with little assessment against 
stakeholder feedback. 

Actively used in a process of 
LPSURYHPHQW��WR�UHøHFW�RQ�WKH�
alignment of organisational culture with 
practices, and the relevance of guidance 
provided. 

Decision making 3URYLGHV�VSHFL÷F�JXLGDQFH 
IRU�GH÷QHG�LVVXHV��

3URYLGHV�VSHFL÷F�JXLGDQFH��HVSHFLDOO\�
around ‘non-negotiable’ issues, but also 
provides a framework and tools for 
complex decision-making.

The following table compares older-generation Codes with 
contemporary best practice.
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How to develop a culturally 
authentic Code 
The approach needs to include internal and 

external stakeholders and invite them to participate 

meaningfully and to raise controversial issues. 

An inclusive and participatory process serves to make 

D�&RGH�PRUH�HIIHFWLYH��E\�

unearthing elements from across the organisation

developing language that is relatable 

to stakeholders

educating employees and stakeholders in the 

organisation’s guiding framework

sourcing case studies and stories, anchoring the 

Code in ‘real world’ experience

offering opportunities for challenging existing 

practices and assumptions

The process of developing the 
Code sets it up for success. 

Developing a new Code: 
key considerations
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%XVLQHVV�6HFWRU��:RRG�	�5LPPHU���������&RGHV�RI�HWKLFV��ZKDW�DUH�WKH\�UHDOO\�DQG�ZKDW�VKRXOG�WKH\�EH"�,QWHUQDWLRQDO�-RXUQDO�RI�9DOXH�%DVHG�0DQDJHPHQW���������������DQG�3:&���������
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iii Singh (2011). Determinants of the effectiveness of Corporate Codes of Ethics: An empirical Study. Journal of Business Ethics, 101, 385-395.
iv (<��������$UH�\RX�UHIUDPLQJ�\RXU�IXWXUH�RU�LV�WKH�IXWXUH�UHIUDPLQJ�\RX"�0HJDWUHQGV������DQG�%H\RQG��(<4��UG�(GLWLRQ�
v ibid

How we work
Building a more ethically resilient and 
innovative organisation

DISCOVERY

Analyse the effectiveness 

of your current Code, 

reviewing it against 

organisational priorities 

and best practices, and 

identify opportunities for 

improvement.

Develop actionable insights 

with your stakeholders 

about their experience of 

your current culture and 

Code.

DESIGN

Design and deliver an 

inclusive process to develop 

your new Code as a Culture 

Playbook.

Support you in 

communicating, embedding 

and activating your Culture 

Playbook.

EMBED AND 
ACTIVATE
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Trent Moy
Halide

Tel: +61 414 889756
E-mail: trent.moy@halide.com.au
halide.com.au 

Dr Dimity Podger
Barasa Consulting Group

Tel: +61 401 625455
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We look forward to working with you to develop 
a best-practice Code of Ethics. 

Ready to reimagine your 
Code of Ethics 
as a Culture Playbook?

Âā�ŭťāóĢÖķĢŭā�Ģł�ŭŽťťŋũŶĢłė�Ö�ƒĢùā�
ũÖłėā�ŋĕ�ŋũėÖłĢŭÖŶĢŋłŭ�Ŷŋ�ðāóŋĿā�Ŀŋũā�
ethically resilient and innovative.  

�ķāÖŭā�óŋłŶÖóŶ�Žŭ�Ģĕ�ƘŋŽ�ƒŋŽķù�ķĢĴā�
Ŀŋũā�ĢłĕŋũĿÖŶĢŋł�ŋũ�ƒĢŭĞ�Ŷŋ�ùĢŭóŽŭŭ�
ƘŋŽũ�ŋũėÖłĢŭÖŶĢŋł̪ŭ�ŭťāóĢƩó�ŭĢŶŽÖŶĢŋł̍�


