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Human Resource Management Policies and Procedures


15.1 Features of a good policy or procedure

	1. Policies, procedures and rules should each be clearly distinguished from each other. 
	

	2. Format should be structured, and consistent for each policy/procedure.
	

	3. The purpose of each policy/procedure should be explained, for example in synopsis form. 
	

	4. Policies on specific topics should be mutually supportive of others in the same organisation. 
	

	5. Policies and procedures should be consistent, both internally (with stated organisational objectives) and with practices adopted by similar organisations and/or public policy. 
	

	6. Policies and procedures should suit someone doing a job for the first time. 
	

	7. Wording and format should be clear and simple; avoiding duplication, unnecessary inclusions, legalism and other barriers to understanding. 
	

	8. Before issue, policies and procedures should be checked and discussed by people who have to use them — at various employee levels of the organisation. There are strong arguments in favour of having employees participate directly in the design process of policies and procedures. 
	

	9. Ease of handling, use and updating should be provided. 
	

	10. Separate sections should be clearly identified. 
	

	11. Policies and procedures should be distributed throughout the organisation and kept up to date.
	


In summary, policies and procedures should answer the following questions: 

	Question
	Policies
	Procedures 

	WHAT is the topic?
	×
	

	WHAT must be done?
	
	×

	WHY must it be done?
	×
	

	WHO does it affect?
	×
	

	WHO has to act?
	
	×

	WHO has authority?
	×
	×

	HOW is action taken?
	
	×

	WHEN is action taken?
	×
	×

	WHERE is the action taken?
	×
	×

	WHAT resources and techniques are used?
	
	×


15.2 The policy and procedure manual

Where an organisation has a large number of policies and procedures, there are advantages in combining all of them into a single policy or procedure manual (or computer file). There may be either a separate manual for human resources management-related topics, or the human resources management section may be incorporated into a manual containing policies and procedures for all aspects of the organisation's operation.
New Policies and Procedures

· the first step is to appoint someone to coordinate the development work. This person may be either an employee or an external consultant with expertise in this field. In the case of a manual for human resources management policies and procedures only, the logical person to appoint as coordinator would be someone working in the human resources management function. 

· In the case of a manual covering all aspects of the organisation's operations, the next step should be a meeting between the coordinator and all functional managers, such as those involved in administration, production, sales, marketing, service, etc. The meeting, which should preferably be arranged by the chief executive, has the functions of explaining the nature of the project and its benefits, communicating management support, establishing a timetable and determining what subject matters will be covered by the manual. For example, functional managers could be asked to prepare a preliminary list of topics in their area which require policies and procedures. 

	15.3 Other crucial steps in the process of preparation are the following: 
	√

	1. Inform all employees (for example, by memo) of the project, its benefits for employees, the identity of the coordinator and its timetable. Remember that it is the employees who will be using the manual for reference and who may also need to be consulted for information during its preparation. 
	

	2. Drafts of policies should be reviewed by technical experts. For example, legal scrutiny of policies such as those relating to equal opportunity, sexual harassment, dress, smoking at work, retrenchment, discipline and divulging of company secrets would be desirable, as it is possible for policy statements to be used as evidence in court cases. 
	

	3. Functional managers who are affected by policies and procedures should also be given the opportunity to review and comment upon drafts. 
	

	4. A policy/procedure review team could be used to go through all drafts. 
	

	5. Employees who are actually doing the job could be encouraged to review some drafts, or even write drafts themselves. These could then be reviewed by their managers. 
	

	6. At least a second set of drafts should be prepared and reviewed before the manual is finalised. 
	

	7. The reviews can be used to eliminate problems such as duplication, ambiguity, internal control weaknesses, inconsistency, topics which do not require policies or procedures, and other problem areas. 
	

	8. Policies should be finalised before procedure
	


	15.4 POLICY/PROCEDURE MANUAL LAYOUT GUIDELINES

1. An index should be provided, with cross-referencing where appropriate. Large manuals may require separate section or tab indexes. 

2. Large manuals could be divided into separate, easily-identified tabs or sections. 

3. A table of contents should be included. 

4. Typeface should be clear and relatively large. Ample space should be left in margins and between lines. 

5. Identification headings should be used (see below). 

6. The following order of presentation of material is suggested for each topic: 

(a) statement of underlying principle; 

(b) general purpose of policy and/or synopsis of it; 

(c) the main policy statement; 

(d) more specific policy statements on the same topic area (if these are required); and 

(e) procedures.

7. It will often be useful for procedures to contain illustrations of any forms which are referred to, with arrows to identify sections or points as they are referred to. Electronic manuals should be set up so that a user can use the blank forms as a pro forma, type in the relevant details on screen and then issue the completed form. 

8. Examples (in ``case history'' form) may also help to clarify a policy or procedure. 

9. Printed manuals should include some blank pages to enable users to make notes.


15.5 Drafting policies and procedures

Employees will only use a policy or procedure manual if its contents are easy to read, understand and refer to. The following suggestions may assist the drafting of policies and procedures. Note that they will also demonstrate the advantages of preparing drafts and reviewing them before releasing the final product. 

	DRAFTING POLICIES AND PROCEDURES CHECKLIST
	√

	· A policy should cover most possibilities, not all. If there are major or complicated exceptions, refer to them briefly in the statement, but cover them in detail elsewhere (for example as a footnote or a separate policy). Cross-referencing will be required. 
	

	· Avoid legalism and excessive wording — otherwise there will be too many references to the human resources department for interpretation. 
	

	· Use sub-headings to distinguish different sections and topics within the one statement. 
	

	· Use the active voice rather than the passive, as it sounds more positive. You can still use the passive voice where you wish to de-emphasise some aspect (such as punitive provisions). 
	

	· The tone used is very important, as it tends to reinforce the managerial or leadership style of the organisation. Thus, policy and procedure statements may make the organisation appear friendly, concerned, autocratic, bureaucratic, legalistic, sexist, participative, etc. 
	

	· Use words such as ``will'', ``shall'', ``should'' only to convey future tense, otherwise they create a rather authoritarian tone. For example, write ``managers are responsible for'', instead of ``all managers will be responsible for''. 
	

	· Personal pronouns are often effective methods of ``involving'' a reader. For example write ``if you want to apply for sick leave'', instead of ``employees who want to apply for sick leave will be required to''; or ``we regard our dress rules as very important because...'', instead of ``employees must observe dress rules at all times''. Note however that this approach may not always be appropriate, for example in discipline policies. 
	

	· Refer to positions, not names of employees. 
	

	· Begin procedure statements with ``action-oriented'' words, such as ``check'', ``attach'', ``enter'', ``review'', ``distribute'', ``prepare'', ``complete'', etc.
	


15.6 Popular Techniques

	1. A step-by-step approach, which lists each event in chronological sequence. 

	2. A flowchart presentation, which shows the relationship between each event, but may become complicated and space-consuming and therefore confusing. 

	SICK LEAVE APPLICATIONS 
Responsibility
Action 
Employee
1. obtains application form from supervisor 
2. completes application 
3. hands to supervisor 
Supervisor
1. checks details of application 
2. countersigns if details correct 
3. forwards to pay office 
Pay clerk
1. notes on employee records 
2. arranges payment if employee eligible 
3. advises employee if not eligible 
3. The ``playscript'' approach. This method uses a two-column layout. The first column, ``responsibility'', indicates who has to act, and the second column, ``action'', indicates what should be done. The ``playscript'' approach has many advantages, as it makes use of short and concise sentences, the active voice and a direct and personal tone. A simple example is shown below. 



	4. A ``question-and-answer'' approach. This approach has advantages where procedures are relatively simple and the organisation itself is not large and complex. The approach makes it easy to identify key issues by posing them as questions, then providing the procedure as an answer in narrative form. It is also widely-used in the induction process and effectively conveys a ``personal'' approach. It could also be adapted to policy statements. 

The drawbacks, apart from unsuitability for complex procedures, are that it is not suited for many topic areas (such as promotion, dress, termination, industrial relations, discipline) and that it is harder to logically sequence the steps. It is suited to areas such as employee benefits, leave applications, allowances and membership of professional organisations. Key questions to use in the statements include: ``who is eligible'', ``who does'', ``what happens if'', ``when is'', ``how do I'', and in the case of policy statements ``why does''.


15.7 Policy and procedure topics

Policies and procedures are easier to locate and consult if arranged into broad functional categories. The following list, while by no means exhaustive, provides an indication of the range of human resources management issues which are likely to require policies and procedures. Note from the list that cross-referencing will be necessary. 

	A. Overall philosophy 

	A general, introductory statement about the organisation's approach to human resources management. 

	B. Recruitment, hiring and induction 

	1.
	Sources of recruitment 

	2.
	Methods of recruitment (internal and external) 

	3.
	Approval to fill vacancies and new positions 

	4.
	Methods of selection (interviews, biographical questionnaire, testing, reference checking, etc) 

	5.
	Re-employment of ex-employees 

	6.
	Employment of relatives 

	7.
	Equal opportunity 

	8.
	Affirmative action 

	9.
	Induction procedures 

	C. Human resource planning 

	1.
	Job design 

	2.
	Job evaluation 

	3.
	Transfers 

	4.
	Relocations 

	5.
	Promotion 

	6.
	Part-time employment 

	7.
	Casual employment 

	8.
	Work experience 

	9.
	Preparation of budgets, forecasts, statistics 

	10.
	Demotion 

	D. Conditions of employment 

	1.
	Industrial relations 

	2.
	Discipline 

	3.
	Dress 

	4.
	Employee identification 

	5.
	Parking 

	6.
	Attendance 

	7.
	Grievance handling/disputes 

	8.
	Personal tools, equipment 

	9.
	Working at home 

	10.
	Conduct 

	11.
	Union membership 

	12.
	Divulging company secrets, etc 

	13.
	Pilfering/theft 

	14.
	Selling/soliciting on premises 

	15.
	Access to premises/security 

	16.
	Loan/use of company equipment 

	17.
	Preparation of employment contracts 

	E. Training and development 

	1.
	General approach to training and development 

	2.
	Access to opportunities 

	3.
	Courses (internal and external) 

	4.
	Training evaluation 

	5.
	Expense reimbursement 

	6.
	Attendance at conferences, etc 

	7.
	Assistance with education expenses 

	8.
	Recognition of qualifications 

	9.
	On-the-job training


Summary: 


A human resources management policy should be regarded as the conduct of behaviour and methodologies as to how employees will interact. More precisely, it could be described as a statement providing all employees with a point of reference to a human resources management matter and guidelines they can consistently follow without the need to refer to higher levels of authority. The policy should be clearly stated in writing. Effective policies are conducive to respect amongst peers – improving people connection.


As policies are guidelines rather than rules, they should provide broad constraints, some scope for decision-making, and build in sufficient flexibility of action to suit different individual situations. 


A procedure, on the other hand, is a more specific statement. It sets out how a policy is to be implemented — that is, what tasks and activities are performed, how they are performed, when they are performed and who they are performed by. A procedure may involve several job positions or sections of an organisation. It differs from a job description, as the latter refers to one job position only and many of the activities the job description includes may be unrelated to each other. 











