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THE THINKING CENTRE 

Focused Codes 
of Conduct 

A practical guide to clearer standards, easier training and more consistent 
workplace decisions 

A company does not always need to begin with a wide-scale code 
covering every conceivable issue. 

It can begin with the area in which clearer conduct would make the greatest practical difference - 
such as conflict, customer care, leadership or digital communication - and build from there. 

Practical workplace guidance 
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Why a focused code can be the right starting point 
A code of conduct translates an organization's values into standards that people can understand and apply. 
It answers a practical question: What does acceptable conduct look like here, especially when pressure, 
disagreement or uncertainty arises? 

Some organizations require a comprehensive code. Others may obtain faster and more meaningful results 
by concentrating first on one or two areas where conduct strongly affects cost, time, reputation, morale, 
safety or customer confidence. A focused code is not an inferior code. Properly designed, it is a precise 
management tool that can later be expanded or incorporated into a wider document. 

THE CENTRAL PRINCIPLE 

A short code that staff understand, leaders model and the organization repeatedly uses is more 
valuable than a comprehensive document that is filed away and forgotten. 

 

Why organizations invest in codes of conduct 
• Clearer decisions. Staff have an agreed reference point when judgement is required. 
• Less avoidable conflict. Expectations are established before emotions rise or positions harden. 
• Savings in time and resources. Managers spend less time repeatedly explaining basic standards or repairing 

preventable damage. 
• More consistent management. Similar situations are less likely to receive contradictory responses. 
• Stronger customer and stakeholder confidence. The organization can demonstrate the standards it expects 

and how those standards are reinforced. 
• Fairer accountability. Employees are less likely to be disciplined against vague, unwritten or unevenly applied 

expectations. 

A code is not merely a disciplinary document 
A disciplinary code usually identifies misconduct, procedures and possible sanctions. That is important, but 
rarely sufficient. A code of conduct describes the positive, everyday behaviour expected before conduct 
reaches the disciplinary stage. It can therefore prevent problems, guide informal correction and make any 
later disciplinary process more seamless because the expected standard was already clear, communicated 
and reinforced. 
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Choosing the right focus 
Begin where clearer behaviour would have the greatest organizational value. The following areas can be 
developed as stand-alone codes, companion codes or sections of a wider code. 

Possible focus What it may cover 

Conflict and professional communication 
Disagreement, respectful language, listening, escalation, 
criticism, meetings, anger, bullying and repair after conflict. 

Customer care 
Courtesy, response times, complaints, difficult customers, 
promises, service recovery, confidentiality and escalation. 

Leadership and supervision 
Use of authority, fairness, feedback, confidentiality, 
favouritism, role-modelling, decisions and accountability. 

Digital communication and technology 
Email, messaging groups, social media, cybersecurity, AI 
use, recording, privacy, devices and after-hours contact. 

Confidentiality and information handling 
Personal data, business information, gossip, records, 
access, disclosure and secure disposal. 

Safety and operational discipline 
Protective procedures, reporting hazards, equipment, 
impairment, shortcuts, near misses and responsibility for 
others. 

Respect, dignity and inclusion 
Harassment, discrimination, humiliation, retaliation, 
personal boundaries and respectful treatment. 

Integrity and conflicts of interest 
Gifts, outside work, procurement, personal relationships, 
company property, honesty and disclosure. 

Attendance, reliability and use of time 
Punctuality, absence reporting, handovers, deadlines, 
productivity and responsible remote work. 

Sales, procurement and supplier relations 
Accurate representations, fair dealing, inducements, 
documentation, authorisation and conflicts. 

The best starting area is usually revealed by recurring complaints, customer feedback, exit interviews, 
incident reports, disciplinary cases, security breaches, audit findings, staff surveys, operational 
delays or the concerns that managers repeatedly have to address. 
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How a code strengthens training and orientation 
Training is easier to design, teach and assess when it is anchored to the organization's own code. Instead of 
offering generic advice, a trainer can connect realistic situations to the standards employees have formally 
agreed to follow. 

For staff orientation 
A focused code gives new employees an early understanding of how the organization works. It should be 
explained during orientation rather than simply handed over for signature. New staff can discuss short 
scenarios, ask questions and learn where to seek help before they encounter a difficult situation. 

For continuing training 
• Use the wording of the code as the learning objectives for the session. 
• Build scenarios from the organization's actual risks without identifying individuals. 
• Ask staff to distinguish acceptable conduct, poor judgement and serious misconduct. 
• Practise difficult conversations, customer responses or escalation steps. 
• Use a short knowledge check and invite questions about grey areas. 
• Record the date, topic and attendance so the organization can show that the code was actively implemented. 

A USEFUL TRAINING QUESTION 

What would this code require us to do differently in this situation? This moves training from abstract 
agreement to practical judgement. 

 

For fairer correction and discipline 
When a concern arises, the code gives the employee and manager a common point of reference. It supports 
coaching and early correction; it can also help the organization identify whether the matter is a 
misunderstanding, a capability issue, repeated poor judgement or possible misconduct. The code should 
complement - not replace - the employee handbook, disciplinary procedure, employment contracts and 
applicable law. 
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From document to daily practice 
A code has little force if management treats it as a document for employees alone. Directors, owners, 
managers and supervisors should actively promote it, refer to it and practise it themselves. Seniority is not 
an exemption; leadership conduct is one of the strongest messages the organization sends. 

A practical implementation cycle 
1. Diagnose. Identify the conduct problem, business risk and people affected. 
2. Consult. Obtain input from leaders, staff and relevant advisers without turning the process into an endless 

drafting exercise. 
3. Draft. Use plain language, observable behaviours, examples, responsibilities, reporting routes and fair 

consequences. 
4. Approve. Confirm ownership, alignment with existing policies and the date on which the code takes effect. 
5. Introduce. Explain the purpose, train staff, answer questions and obtain acknowledgement. 
6. Use. Bring the code into meetings, coaching, supervision, recognition, performance discussions and 

problem-solving. 
7. Reinforce. Issue reminders, discuss short scenarios and correct misunderstandings. 
8. Review. Examine incidents and feedback, then amend the code where necessary. 

How often should reminders be given? 
For most organizations, a formal refresher at least once every six months is a sound minimum. Brief 
quarterly reminders are preferable for areas that carry higher risk or arise frequently, including conflict, 
customer care, safety, confidentiality and digital communication. A reminder need not be a full training 
session: it might be a ten-minute meeting discussion, one scenario, a supervisor's prompt, a poster, an 
email or a short knowledge check. 

Bring the code into meetings 
The code can be placed on meeting agendas when a relevant issue arises. A team might examine one 
clause, discuss a recent anonymous scenario or decide whether a standard needs clarification. This keeps 
the document alive and allows employees to see that it guides real decisions. 
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What a strong focused code should contain 
Purpose and scope. Why the code exists, who must follow it and whether it applies to contractors, 
volunteers, directors or other representatives. 

Clear standards. Specific, observable expectations written in plain language, including what employees 
should do - not only what they must avoid. 

Practical examples. Brief illustrations of acceptable and unacceptable conduct, while making clear that no 
list can cover every circumstance. 

Higher leadership responsibility. The additional duty of managers to model the code, intervene 
appropriately and avoid misuse of authority. 

Routes for advice and reporting. Where a person can ask a confidential question, report a concern or use 
an alternative route when the usual contact is involved. 

Non-retaliation. A clear prohibition against victimising anyone who raises a concern honestly or participates 
in a review. 

Fair response. A statement that concerns will be considered impartially and responses will take account of 
facts, seriousness, consistency and applicable procedures. 

Relationship to other documents. How the code works with the handbook, disciplinary procedure, 
contracts, safety rules, privacy policies and law. 

Review and amendment. The owner of the document, review date and process for making and 
communicating changes. 

Acknowledgement. Confirmation that the individual received, understood and had an opportunity to ask 
questions about the code. 

IMPORTANT DISTINCTION 

Acknowledgement is evidence of communication, not evidence that the person memorised every 
clause. The organization must still teach, reinforce, model and apply the code consistently. 

 

Language that weakens a code 
Avoid vague commands such as 'behave properly' unless the expected behaviour is then explained. Avoid 
promises of absolute confidentiality that the organization may be unable to keep. Avoid automatic penalties 
that disregard fair investigation and applicable procedure. Avoid a tone so legalistic or punitive that 
employees cannot readily use the document. 
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Review, amendment and accountability 
A code should be stable enough to guide conduct but flexible enough to improve. It can always be amended 
when experience, technology, operational needs or legal requirements change. The version number, 
approval date and effective date should be recorded, and material amendments should be explained to 
everyone affected. 

Suggested review rhythm 

When Action Purpose 

Orientation Explain, discuss scenarios and 
acknowledge 

Establish expectations from the 
beginning 

Quarterly Brief reminder for priority or 
higher-risk areas 

Keep standards visible and 
usable 

Every six months Formal refresher or structured 
discussion 

Reinforce understanding and 
address grey areas 

After a relevant incident Review the standard without 
prejudging the facts 

Learn and prevent recurrence 

Annually Management review of evidence 
and amendments 

Confirm relevance, consistency 
and ownership 

After material change Update, approve and 
communicate 

Respond to new law, technology 
or operations 

Evidence to examine during review 
• Questions and misunderstandings raised by staff 
• Complaints, incidents, grievances and disciplinary patterns 
• Customer feedback, service failures and commendations 
• Turnover, exit interviews, absence and morale indicators 
• Changes in operations, technology, workforce or legal obligations 
• Whether leaders have modelled and consistently applied the standard 

Measure use, not merely possession 
Success is not shown by the existence of a signed document alone. More useful questions are whether 
employees know what to do, whether managers refer to the code, whether concerns are raised earlier, 
whether similar cases are handled more consistently, and whether preventable conflict, delay, complaints 
or reputational damage are reduced. 
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A concise action checklist 
☐  Identify the most important conduct risk or recurring problem. 

☐  Decide whether a focused code or a wider code is presently needed. 

☐  Check existing handbooks, contracts, policies and legal requirements for overlap or gaps. 

☐  Define clear standards and include realistic examples. 

☐  Set a higher expectation for managers and provide more than one reporting route. 

☐  Consult affected staff and obtain appropriate HR or legal review. 

☐  Approve the code and record its owner, version, effective date and next review date. 

☐  Introduce it through explanation, scenarios and staff acknowledgement. 

☐  Use it in orientation, training, coaching, meetings and performance discussions. 

☐  Give brief quarterly reminders in priority areas and a formal refresher at least every six months. 

☐  Apply it consistently and alongside fair investigation and disciplinary procedures. 

☐  Review evidence annually and amend the code when experience shows that change is needed. 

FINAL THOUGHT 

A code of conduct should not merely tell people what may lead to discipline. At its best, it helps people 
think before they act, gives managers a fair basis for guidance and turns organizational values into daily 
practice. 

 

About The Thinking Centre 
The Thinking Centre develops practical approaches to critical thinking, workplace judgement, leadership, 
communication and ethical decision-making. Its codes of conduct and related training can be tailored to the 
realities, risks and culture of a particular organization. 

This guide provides general organizational guidance. Codes should be reviewed for consistency with the 
organization's existing documents and the laws applicable in its jurisdiction. 
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THE THINKING CENTRE 

Experienced guidance, tailored to your organization 
Dr. Angela Ramsay has trained a Thinking Centre team and also uses advisers in specialist 
areas such as security to help organizations develop and implement practical codes of 
conduct. She will personally oversee this work, ensuring that each code is responsive to the 
organization's actual operations, risks, culture and people. 

MORE THAN A DOCUMENT 

The Thinking Centre's approach connects the code to orientation, training, leadership practice, 
meetings, reminders and fair workplace processes. The objective is a standard that people can 
understand and use - not another document that disappears into a file. 

 

Why Dr. Ramsay leads this work 
Dr. Ramsay has worked within business organizations and understands why clear standards are needed in 
everyday operations. A carefully developed code can assist organizations in preventing and resolving 
recurring problems, strengthening professional communication, improving customer care, guiding 
supervisors and creating a clearer basis for accountability. 

She was one of the architects of the Commonwealth Teacher Recruitment Protocol, published by the 
Commonwealth Secretariat in London. The Protocol addressed rights, responsibilities and ethical 
recruitment across Commonwealth countries - experience directly relevant to the careful development of 
standards that must be clear, fair and workable across different interests and settings. 

Professional background 
• ICF-credentialed professional coach 
• Recipient of an Outstanding Educator Award 
• Educator, author, management consultant and conflict-management practitioner 
• Professional experience and study across several continents 
• Experienced in translating complex principles into practical guidance, training and organizational protocols 

A practical, supervised service 
The Thinking Centre can work with an organization on a single priority area - such as conflict, customer care, 
leadership or digital communication - or on a broader code. The process may include consultation, drafting, 
staff orientation, scenario-based training, implementation guidance, reminders and scheduled review. Dr. 
Ramsay's personal oversight provides continuity from the organization's initial concerns to the code's 
practical use. 

Begin with the area where clearer conduct would make the greatest difference.  

The code can grow with the organization. 
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