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Why write policies and procedures?

Consistency, transparency, accountability and quality

management

All organisations have policies and procedures that guide how decisions are made

and how the work is done in that organisation. Well written policies and procedures

increase organisational accountability and transparency and are fundamental to

quality assurance and quality improvement programs.

Even where policies and procedures are not written down they exist, guiding the

decisions and determining how people who interact with the organisation are

treated. The problem with unwritten policies and procedures is that they are not

subject to the usual organisational reviews and accountability processes. In the

absence of written policies and procedures, unacceptably different approaches

which make the organisation inconsistent and inefficient can develop.
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About this book
This book was created to:

← Help you work out what to write and when and

← Make writing and reviewing easier

The writing of policies and procedures takes time and can be disliked by busy

people focussed on providing a service. Policy and procedure manuals fall into

disuse because they are too big and out of date.

This booklet has been designed to help you identify when you ought to have a

written policy or procedure, thereby reducing the risk of manuals so large as to be

useless. It will serve to reduce the time commitment associated with the writing of

policies and procedures, through the provision of framework for the writing and you

will be provided with a structure for reviewing your policies and procedures.

How to use this booklet
Like a recipe book!

You will need to be patient as you use this booklet; there is a lot of information to

absorb. To gain maximum value from this booklet, you will need to work your way

through each section. The good news is that this booklet is a lot like a recipe. You

will be provided with some information about what you are making, given directions

on how to make it, and be provided with an example of the finished product.
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What should be documented?
That which is the ‘heart and soul’ of quality;

That is, the key determinants of quality.

Where to begin?

With the policies

How do we build policy and procedure manuals that are meaningful and useable?

The policy manual is the starting point; policies are built on what you believe to be

the ‘heart and soul’ of quality in your organisation (key determinants of quality).
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What goes into a policy manual?

Only those things that are the ‘heart and soul’ of quality

That is, the key determinants of quality for your service should appear in your policy manual.

Organisational values, societal expectations (legislation etc.), literature,

benchmarking, and consumers and other stakeholders’ comments are used to guide

you in working out the key determinants of quality for your service (Figure 1).

A strict focus on the key determinants of quality will help contain your policy and

procedure manuals to useful and manageable proportions.

Write a policy for each key determinant of quality

© Maree Dyson, 1995

Figure 1   Identifying the key determinants of quality

Those things that are the key determinants of quality are your policy areas.

In working out what policies and
procedures you need, the policy

manual is the starting point

What should be in
the policy manual?

Those things which
are ‘the heart and

soul’ of quality. That
is, the ‘key

determinants of
quality’.

How do you work
out what these

might be?

Find out what others
think, e.g. literature

review, benchmarking.

What do your
consumers and other
stakeholders think?

What does Government think,
e.g. specific acts, regulations,

related acts (OH&S) and
industry standards (e.g.

Disability Service Standards)?

What governs you e.g.
strategic plan, mission, vision,

values, philosophy?
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What sort of things are identified as policy areas?

Key determinants of quality common to human service areas specific service

perspectives

Some policy areas are common to most human service organisations; for example,

confidentiality, duty of care and health and safety. Other policy areas reflect the

unique nature of the service. For example, an attendant care service for adults with

a disability might have a policy about “supported decision making”; a women’s

refuge might have a policy about “safety and security”; and a recreation program for

teenagers with a disability might have a policy about “having fun”. All of these are

key determinants of quality and are therefore documented as policies.

A good policy manual:

← documents approximately six to a maximum of ten principles which guide your

interactions with all stakeholders and interested parties; and

← maintains a strict focus on key determinants of quality.

While the management of the visit of the State Premier is an important event it is

not a key determinant of quality, and as such should not be in the policy manual.

Similarly, while when the Board meets is an important piece of information that

should be freely available, it is not a key determinant of quality, and as such should

not be in the policy manual.  How and where staff park cars may be important but it

is not a policy; it is an instruction that is issued to staff.  A non-smoking ‘policy’ is an

instruction or rule that might flow from a policy on “Health and Safety of Consumers,

Visitors and Staff”; it is not in and of itself a policy.
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It is: ← your ‘face to the world’.

← your commitment about quality to consumers, stakeholders and interested

parties;

← freely available;

← written in plain English; and

← available in different forms; for example, as a manual, in summary

brochures, in Compic, on audiotapes, on disk, or on the Internet.

What else will your key determinants of quality tell you?

Apart from policy areas:

← evaluation;

← staff selection, induction, training, appraisal; and

← guidance in selecting an accreditation model.

Once you work out what really drives quality in your service, that is, the key

determinants of quality, you know what policies should be written.  Having identified

the key determinants of quality, you also now have information relevant to staffing,

evaluation of your service and accreditation (Figure 2).

If something is a key determinant of quality in your service, it ought to inform staff

selection and appraisal criteria and the development of your induction and training

programs.

Knowing what quality is in your service, you now know what your staff need to

know. Similarly, knowing the key determinants of quality will inform your evaluation

process. To assure and improve quality, your evaluation should be based around the

key determinants of quality. Understanding quality in your service will help you select

the accreditation model most relevant to your service.

Staff induction,
training, appraisal

Guidance in
accreditation options

Evaluation processes
and protocols

Policies

Procedures

Procedures

Key determinants
of quality

Clients, staff, other
stakeholders. External

requirements.
The organisation’s

mission, vision, values,
philosophy etc

© Maree Dyson, 1995

Figure 2  What the key determinants of quality will tell you
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Policies and procedures - the
similarities and differences

Are policies and procedures the same thing?

No, they are not the same thing. Policies and procedures are different levels of the

organisation’s documentation of its strategies to manage its key determinants of

quality. Policies are the guiding principles by which service is provided. The

procedures detail, within the policy principles, how the service will be provided.

Policies are...

← The description of the service’s commitments to key determinants of quality;

← The guiding principles of an organisation;

← Broad guidelines to decision making;

← Not directives;

← The basis of the organisation’s procedures and instructions.

Policies are the guiding principles of service. Unlike procedures, they do not tell

the reader exactly how something will be done. Policies simply set the signposts.

Procedures are...

← Based on the organisation’s policies;

← The recipe as to how things get done;

← Specific step by step directions.

Where policies provide the signposts or guidance, the procedures tell people how

things will be done. A procedure specifies what will be done, when, and by whom

and what records are to be kept. It is the ‘recipe’ by which the policies are enacted.

One procedure can be informed by a range of policies (Figures 3 and 4).
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What then are instructions?

← Task or practice specific directions;

← The ‘rules’ by which the organisation operates.

Like procedures, work or task instructions tell people what will be done, when and

by whom. Task instructions relate to particular task/s associated with a given

procedure. For example, an organisation may have in place a staff appointment

procedure  which addresses various issues and the roles of staff; one component of

the appointment procedure might involve public advertisement. Rather than clutter

the procedure with directions on how to run an advertisement, a work or task

instruction would be used by the staff member responsible for placing the

advertisement.

Instructions are also used to inform people of the ‘rules’ by which the organisation

operates; for example, non-smoking, car parking etc. can be published as directives,

memos, public display etc.

How do policies, procedures and instructions link up?

← Policies are the founding principles;

← Procedures are the recipe for how things get done;

← Instructions flow from policies and procedures.

Procedure

Procedure

Procedure

Procedure

Procedure

Policy

Policy

Policy

Instruction

Key
determinants

of quality

© Maree Dyson, 1995

Figure 3   The links between policies, procedures and instructions
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© Maree Dyson, 1995

Figure 4  Sample of policies, procedures and instructions links

Sample procedures

Liaison with family

Release of client
information

Using advocates

Involvement
of others

Client intake

Acceptance and
referrals

Stakeholders health
and safety

Client rights and
responsibilities

Financial reporting

Staff
recruitment

Confidentiality

Shared
decision making

Equitable
practice

Health
and Safety

Responsible,
accountable
management

Key determinants
of quality, e.g,
confidentiality,

supported
decision making,

equitable practice,
responsible,
accountable

management etc

Intake interview

Sample instructions

Intake interview

Sample policies
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Writing a policy
For each key determinant of quality write one policy. Remember these are sign

posts and commitments to quality. Use the standard format.

← Write one policy for each of the key determinants of quality. Remember,

policies are your public commitment to quality and provide a broad guide to

actions and decision making while allowing discretion.

Like procedures, policies should be written to a standard format to comply with

community standards and meet various accreditation requirements.  To ensure

consistency, currency, inclusion of all relevant pages, authorisations and appropriate

timing of reviews, it is important that a standard header and footer1  be used for all

policies, procedures and work instructions.

The header must give:

← The name of the organisation;

← The name of the unit or service stream if the document is specific to one area;

← The title of the policy ( or procedure or work instruction);

← Issue date and issue number; and,

← Page number expressed as a part of that particular document (or procedure or

work instruction).

The footer must:

← Give the name and title of the authorising officer; and

← Be signed and dated by the authorising officer.
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Standard policy layout:

Name of Organisation

If specific to a service stream or unit, name of stream or unit

Title

Page x of y pages

Issue date:                                                                                                  Issue no:

Insert the text of the policy

Name and Title of Authorising Officer                                                               Date
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PLE

Sample Policy:

Toronto League

Participation and Integration

Page 1 of 1 page

Issue Number:1                                                        Issue Date: 10/1999

The Toronto League is committed to maximising client participation and inclusion in

the life of our community.

The League involves itself in identifying the needs of people with a mental illness

within the community, and advocating with them and on their behalf to ensure they

are included and integrated into the community, and are afforded the same rights

and privileges as the rest of the community.  To this end, all those associated with

the League are actively encouraged to be involved in community groups and forums.

We are sensitive to, and aware of, the needs of clients from a variety of cultural

backgrounds, and we liaise with representatives of their community groups to

enhance their services.

Our central and local community services are therefore located in the town centre

of Toronto, close to shops, banks, and public transport, and are provided throughout

the region.

The supported housing we offer is integrated in suburban settings throughout the

region.

Amelia Brunski

Chief Executive Officer                                                                                 10/1999
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Writing a procedure
A procedure states what it is that will be done to implement the policy. It is like a recipe.

Procedures are built on policies. A procedure states what it is that will be done to

implement the policy. Unlike a policy, which allows the individual some discretion,

procedures specify what it is that will be done, by whom and how.  Therefore, a

procedure may be likened to a recipe. A procedure:

← Identifies all the people who are to act;

← Describes the precise actions required;

← States when the actions are to occur;

← Reflects the sequence of events;

← Is written in plain English, using short familiar words;  and

← May be written or pictorial (for example, flow charts, photographs).

To write a procedure:

← Ask yourself why you are writing the procedure, check that it is fundamental to

your quality of service and builds on an existing policy;

← Consider the format of the text that will best convey the procedure - written,

diagram, photograph, flow chart;

← Use the standard procedure format;

← Identify any gaps in the procedure by trialing the procedure with a user who

was not involved in its development;

← Redraft the procedure on the basis of the trial; and,

← Refine and forward it to the relevant person for authorisation and distribution.

The procedure is structured to provide details of:

← Purpose and scope: specifying purpose of procedure, the area covered,

exclusions;

← Responsibility for implementing procedure: specifying who will implement the

procedure;

← Procedure: listing (or depicting) sequentially exactly what must be done and

noting exceptions;

← Documentation: listing documents to be used with the procedure and attaching

examples of completed documentation, if appropriate;

← Records: listing any records created as a result of using the procedure, where

they are stored and for how long; and,

← Authorisation and date: signed and dated by the person authorising the

procedure.

To write work instructions, use the same structures and processes that were used

to write procedures.  Work instructions should not be kept in the procedure manual;

it would simply become too large and unwieldy.  Work or task instructions should be

kept in a manual relevant to the job where the instructions are applied.
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Standard procedure layout:

Name of organisation

(If specific to a service stream or unit, name of stream or unit)

Title

Page x of y pages

Issue Number: 1                                                        Issue Date: 10/1999

Purpose and scope

Specify purpose of procedure, area covered, exclusions.

Responsibility for implementing procedure

Specify who will implement the procedure.

Procedure

List sequentially exactly what must be done, note exceptions.

Documentation

List documents to be used with the procedure, attach examples of completed

documentation, if appropriate.

Records

List any records created as a result of using the procedure, where they are stored

and for how long.

Name and Title of Authorising Officer                                                           Date

Signed and dated by the person authorising the procedure.
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SAM
PLE

Sample procedure

Toronto League

Staff Appointments

Page 1 of 2 pages

Issue Number: 1                                                                      Issue Date: 11/1999

Purpose and Scope

This procedure aims to ensure that the League’s policies in relation to affirmative

action, equity of opportunity and responsibilities in relation to criminal record checks

are met. All areas of the League are covered by this procedure.

Responsibility for Implementing Procedure

Managers of each service stream.

Co-ordinators responsible for appointing staff.

Human Resources Recruitment Officer.

Procedure

1. The position is advertised in accordance with the work instruction, ‘Advertising

for Staff’.

2. Each applicant is provided with a position description and Employment

Application Form by the contact staff member nominated in the advertisement.

3. When applications have closed, the Manager/Co-ordinator responsible reviews

the applications and convenes the interviewing panel.

4. The panel interviews short listed applicants and recommends an applicant for

appointment.

5. Manager/Co-ordinator provides, to the Recruitment Officer, completed

documentation for the recommended applicant as follows:

- Employment Application Form

- Letter of Appointment

- Confidentiality Form

- Employment Declaration Form

Consent to check and release any information held by police (criminal record check).

6. Recruitment Officer processes the criminal record check and advises the

Manager/Co-ordinator of the outcome.

7. Where the check reveals a previous criminal record, the Recruitment Officer

advises the Manager/Co-ordinator for the purposes of selecting an alternative

applicant; process from point 5 repeated.
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SAM
PLE

Toronto League

Staff Appointments

Page 2 of 2 pages

8. Where there is no criminal record the recommended applicant is offered

employment by the Manager/Co-ordinator.

9. Recruitment Officer processes the offer in accordance with the work instruction

‘Offers of Employment’.

Documentation

← Employment Application Form

← Confidentiality Form

← Employment Declaration Form

← Consent to check and release any information held by police (criminal record

check).

← Letter of Appointment

Records

All applications of non successful applicants are destroyed by the Manager/Co-

ordinator when the successful applicant has accepted the position.

Employment Application Form

The successful applicant’s document forms part of the Personnel Record.

Confidentiality Form

Forms part of the successful applicant’s Personnel Record.

Employment Declaration Form

Forms part of the successful applicant’s Personnel Record.

Consent to check and release any information held by police (criminal record check).

Forms part of the successful applicant’s Personnel Record.

Letter of Appointment

Forms part of the successful applicant’s Personnel record.

Amelia Brunski

Chief Executive Officer                                                                                 10/1999
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A policy and procedure manual or a policy manual

and procedure manual?
Organisations often wonder how many manuals they should create and how they

should put them together.

Separate the policy manual from the procedure manuals

Policies document your public face and commitment to quality, whereas

procedures document your internal working processes. Organisations usually have

few policies and a greater number of procedures. Policies should be freely available,

whereas procedures are usually treated as in-house documents. This argues for

separate policy and procedure manual/s.

One or more policy manuals for the organisation?

One overarching policy manual with service specific supplements, if needed.

Think about how specific are the organisation’s services.

Effective organisations have a consistency of purpose and philosophy, which is

why there is one overarching policy manual for the whole organisation. If an

organisation provides highly targeted services, for example, a women’s refuge, then

the one policy manual will cover all services. If on the other hand, an organisation

provides a range of services through different service streams, for example, an

organisation providing services to the frail aged, disadvantaged youth and medical

services to the homeless, specific service stream policies to supplement the

overarching policies may be required.

Are different services provided

out of the one organisation, e.g.

early intervention services for

children with disabilities and

adult mental health services

Organisation wide policy

manual and supplementary

policies for specific service

streams

One organisation

wide policy manual

No, we are a targeted

(specific) service

Yes, different services are

provided by our organisation

© Maree Dyson, 1995

Figure 5  One overarching set of policies or one overarching set with

service specific supplements?
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One or more procedure manuals for the

organisation?
Make decisions which suit your service and structure.

Obviously, in terms of ensuring adequate control of manuals and ease of updating,

the fewer the better. On the other hand, putting everything into one manual can lead

back to manuals that are overly large, cumbersome and perceived as not useful.

Some procedures will be common across an organisation, for example, leave

application. These should therefore appear in all procedure manuals. These

common procedures may be supplemented by other more specific procedures, such

as those specific to a functional work unit. For example, it can be useful to split

service provision and administrative manuals.  Other procedures may be specific to

a location, for example, a community residential unit.

Whatever decisions are made, be consistent in your decision making and ensure

that there is a master set with specific control and issuing mechanisms.  Without

these, the manuals will grow and become outdated and unreliable.

How many copies of each of these do we need?

Again, there are no hard ‘rules’ to guide you in this decision. If you have too few

manuals, the policies will not be known and procedures will not be followed because

they are difficult to access. If you have too many copies, updating the manuals will

become a major administrative task and a waste of paper.  Your decision must

reflect these constraints.
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Ensuring manuals remain current
← Centralise the Issuing of Amendments;

← Include Issue Date and Number;

← Number Pages within Each Policy and Procedure;

← Use Loose Leaf Folders and Do Not Back Pages;

← Use Amendment Sheets; and

← Formally Review.

Outdated policy and procedure manuals are worse than useless because they may

actually point your staff in the wrong direction! A few simple strategies can be used

to ensure your manual remains current and your staff understand the level of

currency.

Although a number of staff will contribute to the documentation of policies and

procedures, all issuing and re-issuing should be through one designated position.  In

this way, amendment records can be appropriately maintained and issuing

controlled.

The standard format of the policies and procedures includes an issue date and

number. The first time a policy or procedure is issued it should be numbered ‘1’;

subsequent amendments are numbered ‘2’,’3',’4' etc.
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Each policy and procedure should be numbered to be consistent within itself and

indicate the number of pages. Thus, pages will be numbered page 1 of 3 pages,

page 2 of 3 pages, and so on. Continuous numbering of pages, such as is used in a

book, will prevent information being updated as needed and is to be avoided.

The publication of the manual/s in a bound form or with backed pages will prevent

routine update as the whole manual must be re-printed to update one piece of

information. Therefore, loose leaf folders with single sided copies are recommended.

An amendment sheet  is kept at the front of each policy and procedure manual,

and the updated amendment sheet is re-issued and replaces the existing

amendment sheet each time a policy or procedure is amended.

Some organisations find that a sign off form at the beginning of a manual, that is

kept in each copy can be used to record staff having read a policy or procedure, and

to record comments. This provides a ready source of review material, as well as

evidence to service reviewers of staff involvement in the writing and revising of

procedures.

Formally review your manuals on a predetermined basis.



26

Sample Amendment Sheet:

Issue No. Page No. Date Title Authorised by
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Sample Sign off and Review Record

Date Initials Title Suggestions for improvement
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What else is needed in a manual?
← Title Page

← Table of Contents

← Amendment Records

← Confidentiality Specifications

← Distribution List

A title page specifying the organisation, service stream or unit, if relevant, and giving

the title of the manual should be on the cover page.

List of contents (note pages numbers are not needed and should not be included).

Amendment records should be included (refer to the preceding section).

Think about confidentiality requirements. Organisations may chose to specify

confidentiality and copyright restrictions. For example, ‘This manual details policies

and procedures relevant to the Toronto League. Unauthorised copying is prohibited.

© Copyright Toronto League’

A distribution list should be included.  This section should specify:

← Issue date and number; that is, the date on which the manual was first issued

or the fully revised manual was issued;

← Number of manuals issued;

← Who holds copies of the manual.  To maintain currency, this should be

specified by job title, not individual names; and,

← The position of the staff member responsible for issuing revisions to the

manual.
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Putting it all together
To document your organisation’s policies and procedures:

← Identify the key determinants of quality for your organisation;

← Use these key determinants to generate the list of policies and procedures

needed;

← Use the standard format and document your policies;

← Use the standard format and document your procedures;

← Decide if one policy manual will serve the whole organisation or if an

organisational manual and supplementary policies are required;

← Decide if one procedure manual will serve the whole organisation or if more

than one procedure manual is required;

← Prepare title page/s;

← Prepare table/s of contents;

← Prepare statement/s of confidentiality requirements;

← Prepare a distribution list;

← Prepare an amendment sheet;

← Prepare sign off and review records; and,

← Copy and distribute the manual.
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Conclusion
The documentation of what we do and why we do it, that is, our policies and

procedures, is an important strategy in ensuring organisational accountability and a

consistent delivery of quality service. This booklet has sought to provide human

service organisations with a structure and the guidance to ease the documentation

task.

Now it is over to you and your service, with our best wishes for your success.
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