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In conclusion...

In
 th

is Ideas for a C
hange w

e h
ave tried to

 draw
 o

ut th
e o

rgan
ic lin

ks b
etw

een
o

rgan
isatio

n
al values an

d p
rin

cip
les, an

d o
rgan

isatio
n

al p
o

licy. T
h

e step
s w

e
suggest, if used w

ith
 so

m
e flexib

ility an
d im

agin
atio

n
, can

 m
ake th

e p
ro

cess o
f

p
o

licy develo
p

m
en

t a learn
in

g exp
erien

ce fo
r th

e o
rgan

isatio
n

 an
d its m

em
b

ers.

In
deed, it is at th

is level th
at o

n
e fin

ds a m
o

st direct lin
k b

etw
een

 p
o

licy
develo

p
m

en
t fo

r o
rgan

isatio
n

s an
d o

rgan
isatio

n
 develo

p
m

en
t an

d learn
in

g.

In
 o

ur exp
erien

ce, o
n

ce p
o

licy is b
ro

ugh
t alive – lin

ked to
 th

e deep
er life o

f th
e

o
rgan

isatio
n

 – it ceases to
 b

e a cause fo
r dread, desp

air o
r sim

p
ly b

o
redo

m
, an

d can
b

e ow
n

ed an
d w

o
rked w

ith
 b

y staff an
d B

o
ard m

em
b

ers.

So
m

e o
f th

e key guidelin
es th

at in
fo

rm
 o

ur ap
p

ro
ach

 are:

In
vo

lve p
eo

p
le in

 th
e o

rgan
isatio

n
.

B
e clear w

h
y th

e p
o

licy is n
eeded.

G
et tech

n
ical h

elp
 if yo

u n
eed it.

A
b

o
ve all, avo

id
 d

elin
kin

g o
rgan

isatio
n

al p
o

licy fro
m

 th
e d

eep
er values an

d
p

rin
cip

les th
at un

derp
in

 yo
ur w

o
rk an

d yo
ur ap

p
ro

ach
 to

 o
rgan

isin
g it.

in
 co

n
clu

sio
n

...always link

organisational policy to the

deeper values and principles

that underpin your work in

the world and your approach

to organising it.

3
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“It is true to say that the values and vision of an organisation hold it to its purpose.
However, policy m

ay be the last boundary holding it to an ethical practice.

Indeed, written policy, while it should never be deified, m
ay be the only boundary

that holds, as people’s needs, wants and visions change, and often com
pete.”

Anon.

W
h

at if th
e ob

jectives are n
ot b

ein
g m

et?

Is th
is b

ecause:

T
h

e p
o

licy is n
o

t b
ein

g ap
p

lied?

T
h

e p
o

licy is n
o

t co
h

eren
t?

T
h

e p
o

licy is in
co

m
p

lete?

In
 all th

ese cases th
e p

o
licy n

eeds to
 b

e review
ed.

W
h

at if th
e p

olicy is n
o lon

ger ap
p

rop
riate?

Is th
is b

ecause co
n

ditio
n

s in
 th

e en
viro

n
m

en
t h

ave ch
an

ged?

Is th
is b

ecause co
n

ditio
n

s w
ith

in
 th

e o
rgan

isatio
n

 h
ave ch

an
ged?

In
 eith

er case, th
e p

o
licy n

eed
s to

 b
e review

ed
.

Excep
tion

s
So

m
eo

n
e o

n
ce said: “If th

ere’s a rule, th
ere w

ill alw
ays b

e an
 excep

tio
n

.”  T
h

is,
to

o, is th
e case w

ith
 p

o
licy.

H
ow

 d
o w

e d
eal w

ith
 excep

tion
s?

T
w

o
 im

p
o

rtan
t facto

rs ap
p

ly h
ere:

F
irstly, th

e case sh
o

uld b
e discussed openly p

articularly if “ tran
sp

aren
cy” is

a value o
f th

e o
rgan

isatio
n

. In
 d

iscussin
g th

e issue, b
e sure it is n

o
ted

 as an
exception rath

er th
an

 as a p
o

ten
tial change in

 p
o

licy.

Seco
n

dly, dealin
g w

ith
 excep

tio
n

s calls fo
r good judgem

ent, th
e ab

ility to
 w

eigh
up

 th
e im

p
licatio

n
s o

f actin
g o

utside o
f p

o
licy o

r stayin
g w

ith
in

 th
e existin

g
p

o
licy. C

all o
n

 o
th

ers to
 assist in

 th
e decisio

n
 an

d co
n

sider o
th

er view
s an

d
ap

p
ro

ach
es. A

vo
id takin

g excep
tio

n
al decisio

n
s alo

n
e.

S
e
ctio

n
S
e
ctio

n
S
e
ctio

n
S
e
ctio

n
S
e
ctio

n
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n
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r

Section 7: Im
plem

enting and m
onitoring policy

Im
p
lem

enting p
olicy

N
o

 one p
erso

n
 is resp

o
n

sib
le fo

r im
p

lem
en

tin
g o

r ap
p

lyin
g p

o
licy. E

veryo
n

e is. If
p

o
licy h

as b
een

 co
llectively develo

p
ed, it b

elo
n

gs to
 everyo

n
e an

d is, th
erefo

re,
everyo

n
e’s resp

o
n

sib
ility to

 im
p

lem
en

t.

H
o

w
ever, th

e develo
p

m
en

t o
f a n

ew
 o

r revised p
o

licy causes ch
an

ge, fo
r exam

p
le:

A
 n

ew
 system

 m
ay b

e n
eed

ed
, e.g. a system

 fo
r takin

g an
d

 reco
rd

in
g leave.

A
 n

ew
 practice m

ay b
e n

eed
ed

, e.g. m
o

n
th

ly staff m
eetin

gs.

A
 n

ew
 procedure m

ay b
e n

eed
ed

, e.g. a set o
f step

s to
 h

elp
 us recruit m

o
re

fairly.

In
 th

ese cases, so
m

eo
n

e d
o

es n
eed

 to
 take resp

o
n

sib
ility to

 en
sure th

e system
,

p
ro

cedure o
r p

ractice is p
lan

n
ed fo

r o
r set up, an

d to
 clearly co

m
m

un
icate th

e w
ay

in
 w

h
ich

 th
ese system

s o
r p

ro
cedures w

ill w
o

rk fo
r o

rgan
isatio

n
 m

em
b

ers.

M
onitoring p

olicy
D

ifferen
t p

eo
p

le can
 vo

lun
teer o

r b
e ap

p
o

in
ted to

 m
o

n
ito

r n
ew

 p
o

licy. T
h

ey
b

eco
m

e, in
 th

e b
est sen

se o
f th

e w
o

rd, “p
o

licy w
atch

ers”. T
h

ey keep
 p

o
licy alive

in
 th

e o
rgan

isatio
n

.

B
ut w

h
at are th

ey w
atch

in
g fo

r? W
e suggest th

e fo
llo

w
in

g as exam
p

les:

Is th
e p

o
licy b

ein
g applied, an

d
 b

y everyo
n

e?

A
re th

e o
b

jectives o
f th

e p
o

licy b
ein

g m
et? T

h
us, is it effective?

Is th
e p

o
licy, over tim

e, still appropriate?

W
h

at if th
e p

olicy is n
ot b

ein
g ap

p
lied

 b
y som

e?

If th
e p

o
licy h

as b
een

 agreed an
d a p

erso
n

 is n
o

t co
m

p
lyin

g, is th
is b

ecause:

S/h
e is n

o
t aw

are o
f it?

S/h
e “ alw

ays fo
rgets”?

S/h
e sim

p
ly do

esn
’t care?

In
 th

e first case, en
sure th

e p
erso

n
 is m

ad
e aw

are. In
 th

e seco
n

d
, so

m
e

rem
in

ders an
d en

co
uragem

en
t can

 h
elp. In

 th
e th

ird case, sh
o

uld th
e p

erso
n

p
ersist in

 ign
o

rin
g th

e p
o

licy o
f th

e o
rgan

isatio
n

, in
stitutin

g a discip
lin

ary
p

ro
cedure o

n
 th

e b
asis o

f in
sub

o
rdin

atio
n

 m
ay b

e required  – regrettab
le, b

ut
so

m
etim

es n
ecessary.

S
e
ctio

n
S
e
ctio

n
S
e
ctio

n
S
e
ctio

n
S
e
ctio

n
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O
ver tim

e, all th
e p

o
licies develo

p
ed b

y th
e o

rgan
isatio

n
 can

 b
e co

llected to
geth

er
in

to
 a p

o
licy m

an
ual. A

ll staff, p
articularly n

ew
 staff an

d
 n

ew
 B

o
ard

 m
em

b
ers,

sh
o

uld h
ave a co

p
y fo

r regular referen
ce.

T
h

e p
o

licy m
an

ual sh
o

uld also
 in

clude th
e p

ro
cedures th

at acco
m

p
an

y a p
articular

p
o

licy. It is o
n

e th
in

g to
 say: “It is o

ur p
o

licy th
at all staff are develo

p
ed in

 th
eir

jo
b

s”; b
ut h

o
w

 do
es th

is h
ap

p
en

 an
d w

h
at are th

e lim
its?

w
ritin

g
 u

p
 th

e p
o
licy

S
e
ctio

n
S
e
ctio

n
S
e
ctio

n
S
e
ctio

n
S
e
ctio

n

66 666

In
ap

p
rop

riately

im
p
osed

 p
olicy...

can be destructive.

Involve people

in thinking.
Collectively

d
evelop

ed
 p

olicy...

is a form
 of “glue”

that holds aspects of

organisational life together.

Don’t dism
iss it as “bureaucratic”.
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in
tro

d
u
ctio

n

T
h

is p
ub

licatio
n

 is a resp
o

n
se to

 six years o
f

O
live’s (o

rgan
isatio

n
 develo

p
m

en
t an

d train
in

g)
exp

erien
ce o

f w
o

rkin
g w

ith
 o

rgan
isatio

n
s in

 th
e

n
o

t-fo
r-p

ro
fit secto

r.

T
h

ese o
rgan

isatio
n

s h
ave so

ugh
t to

 survive in
 a

dram
atically ch

an
gin

g en
viro

n
m

en
t, to

 do
useful an

d im
p

o
rtan

t w
o

rk, to
 stren

gth
en

 an
d

develo
p

 th
eir p

eo
p

le an
d th

eir o
rgan

isatio
n

s
an

d
, ultim

ately, to
 b

e sustain
ab

le an
d

 effective.

T
h

e future o
f an

y o
rgan

isatio
n

 rests o
n

 th
e w

ill,
en

ergy, exp
erien

ce an
d kn

ow
ledge o

f its staff,
its lead

ers an
d

 its sup
p

o
rters. O

utsid
ers can

o
n

ly p
rovide p

articular fo
rm

s o
f sup

p
o

rt – b
e it

a certain
 level o

f exp
ertise, in

sigh
t o

r a
kn

o
w

ledge b
ase n

o
t p

resen
t in

 th
e o

rgan
isatio

n
at th

e tim
e.  F

urth
er, o

utsid
ers can

 p
ro

vid
e

develo
p

m
en

tal sup
p

o
rt to

 an
 o

rgan
isatio

n
 o

ver
a lo

n
g p

erio
d o

f tim
e as it p

lan
s an

d m
an

ages
ch

an
ge.  W

h
ile th

is is in
valuab

le, it can
 b

e
co

stly.

W
e h

ave fo
un

d th
at p

eo
p

le in
 n

o
t-fo

r-p
ro

fit
o

rgan
isatio

n
s are o

ften
 excep

tio
n

al in
 th

eir
kn

o
w

ledge o
f th

eir secto
r an

d o
f th

e p
layers in

th
at  secto

r.  H
ow

ever, it sh
o

uld n
o

t b
e

assum
ed

 th
at th

e sam
e p

eo
p

le h
ave a stro

n
g

grasp
 o

n
 h

ow
 o

rgan
isatio

n
s grow

, develo
p

 an
d

ch
an

ge. A
fter all, w

h
y sh

o
uld an

 en
gin

eer kn
o

w
h

ow
 to

 run
 a co

m
p

an
y o

r a nurse a h
o

sp
ital?

P
eo

p
le’s p

ro
fessio

n
al kn

ow
ledge, w

h
eth

er in
educatio

n
, h

ealth
, o

r h
um

an
 righ

ts, do
es n

o
t

n
ecessarily in

clud
e o

rgan
isatio

n
al kn

o
w

led
ge

an
d th

e cap
ab

ilities n
eeded fo

r o
rgan

isatio
n

al
m

an
agem

en
t an

d ch
an

ge.

W
e kn

ow
 all to

o
 w

ell th
at o

rgan
isatio

n
s are

faced w
ith

 im
m

en
se ch

allen
ges – p

o
litical,

eco
n

o
m

ic, an
d cultural; sh

ifts in
 do

n
o

r p
o

licy;
im

p
eratives fo

r affirm
ative actio

n
; m

easurab
le

delivery an
d staff develo

p
m

en
t. W

e also
 kn

ow
th

at o
rgan

isatio
n

s are cash
-strap

p
ed an

d can
n

o
t

easily affo
rd extern

al o
rgan

isatio
n

 develo
p

m
en

t

W
hat is “Id

eas for a Change”?

(O
D

) p
ro

cesses. A
gain

 th
ere is th

e reality th
at

leaders in
 o

rgan
isatio

n
s, w

h
ile stro

n
g o

n
secto

ral kn
o

w
ledge, are n

o
t n

ecessarily stro
n

g
o

n
 o

rgan
isatio

n
al issues. F

ro
m

 all th
is, th

ere
h

as em
erged

, in
 o

ur view
, a n

eed
 fo

r a
p

ub
licatio

n
 th

at p
ro

vides so
m

e “literacy” in
O

D
 an

d
 ch

an
ge.

T
h

is is a th
ree year p

ro
ject. T

h
ere w

ill b
e at

least six p
arts o

f th
e p

ub
licatio

n
 develo

p
ed

o
ver th

e 1997-1999 p
erio

d
. A

n
d

, o
f co

urse, it
is n

o
t at all th

e b
egin

n
in

g, n
o

r th
e en

d, o
f w

h
at

th
ere is to

 say ab
o

ut o
rgan

isatio
n

al p
ro

cesses.
L

ib
raries an

d o
n

e’s ow
n

 exp
erien

ce (an
d

reflectio
n

 o
n

 th
at exp

erien
ce) are th

e key
reso

urces fo
r th

is.

R
ath

er, th
is p

ub
licatio

n
 seeks b

o
th

 to
 exp

lo
re

w
hat m

igh
t b

e d
o

n
e to

 tackle vario
us

o
rgan

isatio
n

al issues an
d

 suggest how o
n

e m
igh

t
do

 th
is. T

h
erefo

re, w
e o

ffer a selectio
n

 o
f

questio
n

s, ap
p

ro
ach

es an
d

 tech
n

iques th
at can

b
e draw

n
 up

o
n

 fo
r sp

ecific p
ro

cesses. T
h

ere is
n

o
 one w

ay to
 w

o
rk w

ith
 o

rgan
isatio

n
s. T

h
ere

are n
o

 fo
rm

ulae.

So far...
Part 1: S

trategic P
rocesses (July 1997, 2n

d
 ed

itio
n

- Jun
e 1999)  fo

cuses o
n

 th
e strategic area as an

im
p

o
rtan

t p
ro

cess th
at o

rgan
isatio

n
s o

ften
en

gage in
. T

h
e p

ub
licatio

n
 h

igh
ligh

ts th
e n

eed
fo

r strategic th
in

kin
g to

 b
e b

uilt in
to

 th
e life o

f
th

e o
rgan

isatio
n

. It furth
er suggests th

at o
n

ce
leadersh

ip
 h

as grasp
ed th

e co
n

cep
ts, p

ro
cesses

an
d to

o
ls fo

r strategic w
o

rk, th
at th

is b
eco

m
es

a co
n

tin
uo

us, co
n

scio
us p

ro
cess in

 th
e life o

f
th

e o
rgan

isatio
n

.

Part 2: O
rganisation D

iagnosis (D
ecem

b
er 1997)

aim
s to

 p
ro

vid
e th

o
ugh

ts, id
eas, questio

n
s an

d
ap

p
ro

ach
es to

 “readin
g” an

 o
rgan

isatio
n

. It
fo

cuses o
n

 o
rgan

isatio
n

 diagn
o

sis as an

w
ritin

g
 u

p
 th

e p
o
licy

Section 6: W
riting up

 the p
olicy

M
uch

 p
o

licy in
 o

rgan
isatio

n
s is n

o
t w

ritten
 up.  R

ath
er it is verb

ally agreed up
o

n
an

d p
eo

p
le act acco

rdin
gly. In

 o
th

er cases, p
o

licy statem
en

ts em
erge in

 m
eetin

gs
an

d
 are reco

rd
ed

 as d
ecisio

n
s in

 m
inutes. F

o
r exam

p
le:

U
se o

f p
erso

n
al veh

icles w
ill b

e p
aid at R

x p
er kilo

m
etre.

N
o

 m
o

re th
an

 th
ree p

eo
p

le sh
o

uld b
o

o
k leave in

 th
e sam

e day o
r o

ver a
defin

ed p
erio

d.

W
e w

ill recycle all p
ap

er in
 th

e o
ffice.

T
h

ese p
o

licy statem
en

ts, w
h

ile reco
rded, are n

o
t draw

n
 to

geth
er in

to
 a fo

rm
al

p
o

licy.

In
 m

an
y situatio

n
s th

is is fin
e an

d in
deed typ

ical in
 a p

io
n

eer o
rgan

isatio
n

 w
h

ere
verb

al agreem
en

t, co
m

m
o

n
 values an

d trust h
o

ld th
e o

rgan
isatio

n
 to

geth
er.

T
h

ere do
es co

m
e a tim

e, th
o

ugh
, w

h
en

 do
cum

en
tin

g agreem
en

ts in
 fo

rm
al p

o
licy

is im
p

o
rtan

t:

W
h

en
 th

e o
rgan

isatio
n

 h
as gro

w
n

 an
d verb

al agreem
en

ts do
 n

o
t easily sp

read
th

ro
ugh

 th
e w

h
o

le system
.

W
h

en
 a p

erso
n

 co
n

tests an
 issue, a fo

rm
al p

o
licy can

 th
en

 b
e referred

to
 fo

r clarity.

W
h

en
 n

ew
 staff  jo

in
 th

ey can
 b

eco
m

e aw
are, early o

n
, o

f w
h

at p
o

licy
ap

p
lies in

 th
e o

rgan
isatio

n
.

T
h

ere is n
o

 one w
ay to

 w
rite up

 a p
o

licy. H
ow

ever, th
e fo

llow
in

g h
eadin

gs used to
develo

p
 p

o
licy can

 guide yo
u:

R
atio

n
ale

C
urren

t situatio
n

Sco
p

e

O
b

jectives o
f th

e p
o

licy

P
rin

cip
les un

derp
in

n
in

g th
e p

o
licy

D
etailed

 agreem
en

ts

R
elevan

t p
ro

ced
ures

G
uidelin

es o
n

 co
sts/exp

en
ses

E
n

co
urage d

ifferen
t staff to

 w
rite up

 vario
us p

o
licies. O

n
e can

 learn
 m

uch
 ab

o
ut

p
o

licy develo
p

m
en

t an
d its im

p
licatio

n
s in

 th
e p

ro
cess o

f w
ritin

g it.

It is alw
ays im

p
o

rtan
t to

 date th
e p

o
licy an

d, w
h

ere relevan
t, to

 h
ave th

e p
o

licy
signed b

y th
o

se w
h

o
 ap

p
ro

ve it (th
e B

o
ard C

h
airp

erso
n

, th
e D

irecto
r o

r team
m

em
b

ers).

S
e
ctio

n
S
e
ctio

n
S
e
ctio

n
S
e
ctio

n
S
e
ctio

n
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in
tro

d
u
ctio

n

Ideas for a Change
Part 5...

explores the idea of policy, how
it is different from

 principles,
procedure and practice,

and how it links
with these.

Part 4: W
ork

ing w
ith R

esistance (Jun
e 1999)

exp
lo

res, in
 th

e co
n

text o
f o

rgan
isatio

n
s, h

o
w

p
eo

p
le resp

o
n

d  to
 ch

an
ge.

T
h

e p
ub

licatio
n

 b
riefly sets o

ut th
e co

n
text o

f
ch

an
ge, co

n
siders h

o
w

 it is seen
 fro

m
 differen

t
p

ersp
ectives, an

d
 h

o
w

 d
ifferen

t cultures are
fo

rm
ed fro

m
 th

ese p
ersp

ectives.

It th
en

 fo
cuses o

n
 th

e co
n

cep
t o

f “resistan
ce”,

lo
o

ks at h
o

w
 it is p

resen
ted b

y differen
t p

eo
p

le,
an

d o
ffers so

m
e ideas o

n
 h

o
w

 leaders m
igh

t
ap

p
ro

ach
 an

d w
o

rk w
ith

 it.

W
hat is Part 5 all ab

out?
Part 5: D

eveloping P
olicy (D

ecem
b

er 1999)
exp

lo
res th

e idea o
f p

o
licy, h

ow
 it is differen

t
fro

m
 p

rin
cip

les, p
ro

cedure an
d p

ractice, an
d

h
o

w
 it lin

ks w
ith

 th
ese.

It also
 asks “w

hy p
o

licy?” an
d

 w
h

at it’s value is.

T
h

is p
ub

licatio
n

 o
ffers so

m
e step

s to
 guide th

e
reader in

 p
rep

arin
g to

 develo
p

 p
o

licy. It th
en

takes th
e reader, step

 by step, th
ro

ugh
 th

e
p

ro
cess o

f actually develo
p

in
g it.

Ideas for a C
hange: Part 5 also

 lo
o

ks at th
e issues

aro
un

d im
p

lem
en

tin
g an

d m
o

n
ito

rin
g

o
rgan

isatio
n

al p
o

licy.

im
p

o
rtan

t step
 in

 fin
din

g o
ut w

h
ere an

o
rgan

isatio
n

 is an
d w

h
ere it h

as co
m

e fro
m

, in
o

rder to
 exp

lo
re w

h
ere it m

igh
t go

 in
 th

e future.

O
verview

: W
ays of S

eeing O
rganisations (Jun

e
1998) exp

lo
res, in

 b
ro

ad
 stro

kes:

so
m

e o
f th

e differen
t view

s o
f th

e w
o

rld –
reality –

 as th
ey h

ave d
evelo

p
ed

 o
ver tim

e
an

d

h
o

w
 o

rgan
isatio

n
s h

ave b
een

 view
ed an

d
m

igh
t b

e view
ed.

T
h

e p
ub

licatio
n

 fo
cuses o

n
 th

e sh
ift fro

m
 a

m
ech

an
istic w

ay o
f seein

g o
rgan

isatio
n

s, to
fo

cusin
g o

n
 th

e system
s p

ersp
ective o

f
o

rgan
isatio

n
s.

Part 3: A
pproaching C

hange (D
ecem

b
er 1998) is

an
 in

tro
ductio

n
 to

 th
e co

n
cep

t o
f ch

an
ge an

d
to

 a n
um

b
er o

f differen
t p

ersp
ectives o

n
ch

an
ge.

In
 a sen

se, th
is p

ub
licatio

n
 co

n
siders ch

an
ge

“fro
m

 th
e o

utside”. It lo
o

ks at th
eo

ries o
f

ch
an

ge, at h
o

w
 w

e at O
live ap

p
ro

ach
 it, an

d
 at

h
ow

 o
th

ers h
ave do

n
e so.

T
h

e w
o

rk o
f vario

us auth
o

rs, th
e assum

p
tio

n
s

un
derlyin

g differen
t ap

p
ro

ach
es to

 ch
an

ge, an
d

th
e fo

rm
s o

f “in
terven

in
g” in

 o
rgan

isatio
n

s are
also

 d
iscussed

.

Step
 7: Sh

ap
e

B
y n

o
w

 yo
u are clear o

n
:

1. W
h

y a p
o

licy is n
eeded.

2
.H

ow
 it relates to

 o
th

er exisitin
g p

o
licies.

3
.W

h
at it is exp

ected to
 ach

ieve.

4
.W

h
o

 an
d

 w
h

at it covers.

5
.W

h
at th

e p
rin

cip
les un

derp
in

n
in

g th
e p

o
licy are.

W
h

en
 givin

g a p
o

licy shape, so
m

e id
eas are:

1. W
h

ich
 criteria w

ill b
e used to

 guide decisio
n

-m
akin

g?

2. H
ow

 w
ill a d

ecisio
n

 b
e m

ad
e?

3. W
ho w

ill m
ake th

e d
ecisio

n
?

4. Is a n
ew

 o
r refin

ed
 system

 n
eeded to

 im
p

lem
en

t th
e p

o
licy?

Step
 8: C

ircu
late

W
rite up

 th
e p

o
licy (see: “Sectio

n
 6: W

ritin
g up

 th
e p

o
licy”) an

d
circu

late
co

p
ies to

 everyo
n

e w
h

o
 w

ill b
e affected b

y it.

Step
 9: R

eview

R
eview

 th
e p

o
licy as n

ecessary.

S
e
ctio

n
S
e
ctio

n
S
e
ctio

n
S
e
ctio

n
S
e
ctio

n
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7

w
h
a
t is p

o
licy?

W
h

en
 an

sw
erin

g th
e questio

n
: “W

h
at is

p
o

licy?” it is useful to
 firstly distin

guish
p

o
licy fro

m
 th

e legal docum
ents typ

ically
fo

un
d in

 n
o

t-fo
r-p

ro
fit o

rgan
isatio

n
s.

T
h

ere are th
ree im

p
o

rtan
t catego

ries o
f

legal do
cum

en
ts th

at un
derp

in
 th

e
iden

tity an
d life o

f an
 o

rgan
isatio

n
.

1
.

T
h

e do
cum

en
t th

at o
utlin

es th
e

legal status o
f th

e o
rgan

isatio
n

,
such

 as a C
on

stitu
tion

 fo
r an

A
sso

ciatio
n

 n
o

t-fo
r-gain

, o
r a T

ru
st D

eed
 fo

r a
T

rust, o
r a M

em
oran

d
u

m
of A

ssociation
 fo

r a Sectio
n

 21(a) co
m

p
an

y n
o

t-fo
r-p

ro
fit.

2
.

T
h

e C
on

d
ition

s of Service (also
 kn

ow
n

 as W
orkin

g C
on

d
ition

s) w
h

ich
o

utlin
e th

e co
n

ditio
n

s fo
r em

p
lo

ym
en

t o
f staff in

 th
e o

rgan
isatio

n
.

3
.

A
 ran

ge o
f C

on
tracts in

cludin
g co

n
tracts fo

r th
e em

p
lo

ym
en

t o
f staff,

co
n

tracts w
ith

 do
n

o
rs fo

r gran
ts an

d co
n

tracts w
ith

 sup
p

liers such
 as

equip
m

en
t an

d
 p

ro
p

erty leases.

P
o

licy is differen
t. It is develo

p
ed in

 differen
t w

ays, by differen
t p

eo
p

le, fo
r

differen
t elem

en
ts o

f o
rgan

isatio
n

al life. A
 useful w

ay o
f un

derstan
din

g p
o

licy is
to

 see it in
 relatio

n
 to

 o
th

er elem
en

ts o
f o

rgan
isatio

n
al life (see p

age 8).

Som
e im

portant points...
1

.
A

lth
o

ugh
 w

e h
ave p

resen
ted th

ese co
n

cep
ts diagram

m
atically (p

age 8) to
sh

o
w

 th
e lin

ksb
etw

een
 th

em
, in

 real life, th
ey relate in

 a m
uch

 m
o

re dyn
am

ic
w

ay.It is o
ften

 fro
m

 p
ractice th

at w
e b

eco
m

e aw
are th

at a p
o

licy is n
eeded.

In
 a co

n
flict situatio

n
 w

e realise th
at w

e d
o

 n
o

t sh
are certain

 values an
d

th
at w

o
rk is n

eed
ed

 in
 th

is area.

W
e say w

e b
elieve in

 p
articip

atio
n

, b
ut ten

d to
 im

p
o

se o
ur ow

n
 ideas. W

h
at

n
eed

s to
 ch

an
ge? O

ur values an
d

 p
rin

cip
les, o

r o
ur p

ractice?

2
.

A
ll o

f th
ese elem

en
ts – values, p

rin
cip

les, p
o

licy, p
ro

cedure an
d p

ractice –
sh

o
uld

 relate to
 each

 o
th

er so
 th

at o
ur stated

 values an
d

 p
rin

cip
les are visib

le
in

 o
ur p

ractice.

3
.

A
 go

o
d

 p
lace to

 start is at th
e level o

f values an
d

 th
en

 w
o

rk fro
m

 th
ere.  A

p
o

licy, delin
ked fro

m
 th

e sh
ared values o

f p
eo

p
le in

 an
 o

rgan
isatio

n
, is n

o
t

likely to
 b

e effective.  L
o

o
k fo

r co
n

tradictio
n

s in
 yo

ur o
rgan

isatio
n

:  H
o

w
 clo

se
is w

hat you do an
d

 how
 you do it, lin

ked to
 w

hat you say you do?

Policy...

“a course or principle of
action adopted or proposed by
a governm

ent, party, business
or individual”

“prudent conduct”
Oxford Dictionary

S
e
ctio

n
S
e
ctio

n
S
e
ctio

n
S
e
ctio

n
S
e
ctio

n
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Section 1: W

hat is Policy?
S
e
ctio

n
S
e
ctio

n
S
e
ctio

n
S
e
ctio

n
S
e
ctio

n
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Step
 5:   Scop

e

W
h

at w
ill th

e p
o

licy cover... o
r n

o
t? W

h
ich

 areas? W
h

ich
 p

eo
p

le?
W

h
at are its lim

its?

O
u

tp
u

t
T

h
e sco

p
e is stated

.

E
xa

m
p

le: a
 p

er d
iem

 p
olicy

T
h

is p
er diem

 p
o

licy o
n

ly ap
p

lies to
 th

o
se staff w

h
o

 are required
to

 b
e aw

ay fro
m

 h
o

m
e overn

igh
t fo

r w
o

rk p
urp

o
ses. It do

es n
o

t
ap

p
ly w

h
en

 staff are o
n

 a learn
in

g p
ro

gram
m

e (co
n

feren
ce,

sem
in

ar, w
o

rksh
o

p
). T

h
e lim

it is R
x p

er n
igh

t in
 lin

e w
ith

 th
e n

o
n

-
taxab

le lim
it set by th

e R
evenue Service. It can

 b
e claim

ed b
efo

re
o

r after th
e p

erio
d o

f b
ein

g aw
ay.

Step
 6: P

rin
cip

les

D
raw

 o
ut th

e key p
rin

cip
les th

at w
ill un

derp
in

 th
e p

o
licy.

O
u

tp
u

t
A

 set o
f agreed p

rin
cip

les th
at un

derp
in

 th
e p

o
licy.

E
xa

m
p

le: L
ea

rn
in

g a
n

d
 d

ev
elop

m
en

t p
olicy

1
.

T
h

e n
eeds o

f th
e o

rgan
isatio

n
, as determ

in
ed by th

e aim
s an

d
o

b
jectives, w

ill h
ave p

rio
rity over in

dividual n
eeds.

2. W
h

erever p
o

ssib
le, an

 attem
p

t w
ill b

e m
ade to

 in
co

rp
o

rate
in

d
ivid

ual n
eed

s w
ith

in
 o

rgan
isatio

n
al n

eed
s.

3. W
h

ere th
e effectiven

ess o
f th

e o
rgan

isatio
n

 is n
o

t
co

m
p

ro
m

ised, affirm
ative actio

n
 w

ill favo
ur disad

van
taged

gro
up

s.

4. T
rain

in
g an

d develo
p

m
en

t w
ill also

 b
e availab

le to
 m

em
b

ers o
f

th
e B

o
ard

 w
h

ere th
is serves th

e aim
s an

d
 o

b
jectives o

f th
e

o
rgan

isatio
n

.

5. T
rain

in
g an

d develo
p

m
en

t w
ill in

clude atten
dan

ce at
co

n
feren

ces w
h

ere in
p

ut w
ill co

n
trib

ute to
 useful learn

in
g fo

r
th

e o
rgan

isatio
n

.

T
h

en
...

A
re w

e o
n

 th
e righ

t track?  D
o

 w
e h

ave en
o

ugh
?

G
et ag

reem
en

t so far.

2
6
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9
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8

VA
LU

E
S

W
hat we believe about the

“people are born good”
world, organisations and people.

“the world is what we m
ake it”

SH
A
R

E
D

 VA
LU

E
S

The values which underpin
“transparency”

our work together and our
“equal participation”

relationship with our clients
“diversity is creative not

or target group.
 problem

atic”

P
R

IN
C

IP
LE

S
The specific statem

ents, rooted
in our shared values, that guide
us in our work. They set lim

its
or boundaries.

o
rgan

isatio
n

al
p

rin
cip

les
Express what we value, what

“all organisational decisions
we do together and how we

 include all staff”
relate to the world out there.

“our resources are assets
and will not be abused”

o
p

eratio
n

al
p

rin
cip

les
Express how we go about our

“we always consult our
work and how we conduct

  users when we shift strategy”
ourselves.

“we work in team
s to develop

 leadership”

P
O

LIC
Y

An agreed set of principles and
Finances, recruitm

ent, use of
guidelines for a key area of

resources.
activities.

P
R

O
C

E
D

U
R

E
The set of steps for
im

plem
enting the policy.

P
R

A
C
TIC

E
How we conduct ourselves and
do our work in reality.

w
h
a
t is p

o
licy?

S
e
ctio

n
S
e
ctio

n
S
e
ctio

n
S
e
ctio

n
S
e
ctio

n

11 111
4

.
E

ven
 w

h
en

 o
ur p

o
licies an

d p
rin

cip
les are co

h
eren

t an
d lin

k to
 o

ur p
ractice,

w
e m

ay get dem
an

ds fro
m

 o
ur users o

r clien
ts th

at ch
allen

ge th
ese.  W

e th
en

n
eed

 to
 ask o

urselves if th
e service w

e p
rovid

e is in
d

eed
 relevan

t, o
r if th

e
clien

t o
r user is b

ein
g un

realistic o
r o

p
p

o
rtun

istic. F
o

r exam
p

le, w
e m

igh
t

b
elieve in

 an
d p

ractice p
articip

ato
ry develo

p
m

en
t, b

ut o
ur clien

ts o
ften

 w
an

t
“a quick-fix”.

5
.

O
ur co

llectio
n

 o
f values, p

rin
cip

les an
d p

o
licies co

n
trib

ute to
 o

rgan
isatio

n
al

id
en

tity –
 w

h
o

 w
e are an

d
 w

h
at w

e stan
d

 fo
r.  F

urth
erm

o
re, th

ey exp
ress

an
d develo

p
 th

e culture o
f th

e o
rgan

isatio
n

.

D
efin

itio
n

E
xam

p
les

(Thanks to Gawlinski, G. and L. Graessle. 1988. Planning Together - The art of Effective Team
work.

 NCVO Publications: London. p. 44 for  inspiration for the above chart.)

p
ut a p

o
licy o

n
 th

e use o
f o

ffice e-m
ail an

d staff train
in

g in
 e-m

ail
in

 p
lace.

Step
 2:

T
h

e cu
rren

t situ
ation

W
h

at p
o

licy (o
r agreem

en
ts) do

 w
e h

ave n
o

w
 th

at relates to
 th

e issue?
W

h
at o

th
er p

o
licies do

es th
e p

o
licy w

e are develo
p

in
g n

ow
, relate

to
?

O
u

tp
u

t
A

 p
aragrap

h
 th

at co
n

textualises th
e p

o
licy in

 th
e o

rgan
isatio

n
 an

d
its

relatio
n

sh
ip

 to
 curren

t o
r in

ten
ded p

o
licies.

E
xa

m
p

le: a
 v

eh
icle p

olicy
O

ur o
rgan

isatio
n

 h
as h

ad a p
o

licy th
at p

ro
vides fin

an
cin

g fo
r

staff w
h

o
 qualify (in

 term
s o

f so
m

e criteria) to
 p

urch
ase th

eir ow
n

veh
icles, w

h
ich

 th
ey th

en
 m

ake availab
le fo

r w
o

rk p
urp

o
ses. W

e
h

ave also
 fin

an
ced th

e o
p

eratin
g

co
sts fo

r b
usin

ess m
ileage.

V
eh

icles are o
ur seco

n
d

 m
o

st exp
en

sive co
st after salaries an

d
 it is

essen
tial, in

 term
s o

f resp
ect fo

r o
ur m

issio
n

, clien
ts, b

en
eficiaries

an
d do

n
o

rs, th
at w

e m
an

age th
ese co

sts carefully an
d resp

o
n

sib
ly.

Step
 3:

D
efinitions

W
h

at are o
ur d

efin
itio

n
s o

f key term
s?

O
u

tp
u

t
D

efin
itio

n
s are un

dersto
o

d an
d w

ritten
 up, e.g. affirm

ative actio
n

.

E
xa

m
p

le: a
n

 a
ffirm

a
tiv

e a
ction

 p
olicy

“A
ffirm

ative actio
n

” is taken
 to

 m
ean

 th
e p

ro
cesso

f givin
g certain

gro
up

s (o
r m

em
b

ers o
f such

 gro
up

s), w
h

o
 h

ave b
een

 h
isto

rically
d

isad
van

taged
, an

 ad
van

tage o
ver o

th
er gro

up
s o

r in
d

ivid
uals

in
 gettin

g access to
 o

p
p

o
rtun

ities.

Step
 4:

O
b

jectives
W

h
at is th

e o
b

jective o
f th

e p
o

licy?  W
h

at sh
o

uld th
e p

o
licy ach

ieve?

O
u

tp
u

t
T

h
e o

b
jectives are stated

.

E
xa

m
p

le: a
 sa

la
ry p

olicy
T

h
e o

b
jectives o

f th
e P

ay an
d Jo

b
 E

valuatio
n

 P
o

licy are:
1

.
T

o
 en

sure th
at all staff m

em
b

ers are fairly rew
arded, acco

rdin
g

to
 a system

atic set o
f p

rin
cip

les.
2

.
T

o
 en

sure th
at m

em
b

ers o
f staff un

derstan
d th

e w
ay in

 w
h

ich
salaries are d

eterm
in

ed
.

3
.

T
o

 en
sure th

at th
e o

rgan
isatio

n
 is ab

le to
 attract an

d retain
skilled

 staff.

a
n
 exercise
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9
Id

ea
s fo

r a
 C

h
a
n
g
e

          P
a
rt 5

  D
ecem

b
er 1

9
9

9
9

w
h
a
t is p

o
licy?

Identity...

On the one hand, the identity of
an organisation is created by the com

ing
together of the collective will and abilities of a

group of people to do som
ething specific in the world.

On the other hand, it is created by the need in the world for that
which the group wants to deliver.  The identity grows out of a vision

of the world becom
ing a different place through the efforts of

the organisation, out of shared values and out of finding
a specific need that the organisation is in a unique

position to satisfy.

Jam
es Taylor. 1995. “In search of ID - the guts of an

organisation” in ODdebate, Vol.2 No.2.
Olive Publications: Durban. pp.6-7.

A focus on policy
F

irstly, a useful w
ay o

f lin
kin

g values to
 p

o
licy is to

 state th
e p

rin
cip

les th
at yo

u
w

o
uld draw

 fro
m

 yo
ur values. F

o
r exam

p
le, if “p

articip
atio

n
” is a value in

 th
e

o
rgan

isatio
n

, w
h

at sp
ecific statem

en
ts m

igh
t w

e m
ake ab

o
ut th

is to
 in

fo
rm

 p
o

licy?

In
 relatio

n
 to

 staff it m
ay b

e:
“A

ll staff affected by a decisio
n

 w
ill

b
e in

vo
lved in

 m
akin

g th
e decisio

n
.”

In
 relatio

n
 to

 o
ur w

ork
 w

ith users
“W

e alw
ays co

n
sult an

d invo
lve o

ur
o

r clien
ts:

users o
r clien

ts w
h

en
 w

e realise w
e

n
eed

 to
 sh

ift strategy.”

In
 relatio

n
 to

 th
e governance

“W
e co

n
sult o

ur B
o

ard o
n

 an
y m

ajo
r

structure:
m

an
agem

en
t decisio

n
 to

 en
sure th

eir
future sup

p
o

rt.”

T
h

ese p
rin

cip
les are fun

dam
en

tal in
 guidin

g p
o

licy develo
p

m
en

t. T
h

ey are m
o

re
sp

ecific th
an

 values an
d to

geth
er fo

rm
 th

e b
asis o

f p
o

licy. Culture...

The historically transm
itted beliefs,

sym
bols, behaviour and values

of our organisation.

S
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n
S
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a
n
 exercise

Section 5: An exercise in policy developm
ent

In
 th

is exercise w
e o

ffer so
m

e step
s to

 guide th
e p

ro
cess o

f p
o

licy develo
p

m
en

t.
T

h
is exercise assum

es th
at p

o
licy is d

evelo
p

ed
 in

 a w
o

rksh
o

p
 situatio

n
.

T
h

e exam
p

les w
e m

en
tio

n
 relate to

 a n
um

b
er o

f differen
t p

o
licy develo

p
m

en
t

co
n

texts an
d situatio

n
s. D

raw
in

g fro
m

 “Sectio
n

 4: G
ettin

g R
eady”, h

ere is a sh
o

rt
rem

in
der o

f so
m

e p
rep

arato
ry questio

n
s:

W
h

o
 n

eeds to
 b

e th
ere?

D
o

 w
e h

ave en
o

ugh
 in

fo
rm

atio
n

 an
d kn

ow
ledge ab

o
ut th

e issue?

D
o

 w
e n

eed an
 extern

al facilitato
r? If n

o
t, w

h
o

 is th
e m

o
st ap

p
ro

p
riate p

erso
n

to
 lead th

e discussio
n

?

H
o

w
 m

uch
 tim

e do
 w

e h
ave?

Som
e p

rocess consid
erations

If th
e gro

up
 is large (m

o
re th

an
 10 p

eo
p

le ) th
en

 it m
ay b

e useful to
 w

o
rk in

sm
aller gro

up
s an

d syn
th

esise fin
din

gs in
 a p

len
ary sessio

n
.

T
h

e step
s o

utlin
ed b

elow
 can

 b
e juggled aro

un
d.  C

o
n

sider th
e b

est set o
f

step
s fo

r th
e p

o
licy b

ein
g develo

p
ed.

N
o

t all th
e step

s are n
ecessary fo

r all p
o

licies.  Select th
o

se w
h

ich
 m

ake sen
se

to
yo

u
.

E
n

co
urage a w

ide ran
ge o

f ideas b
efo

re callin
g fo

r agreem
en

t.  E
n

co
urage

p
eo

p
le to

 draw
 fro

m
 th

eir exp
erien

ce and to
 realise th

at th
e p

o
licy w

ill co
n

tin
ue

to
 ap

p
ly after th

ey h
ave left th

e o
rgan

isatio
n

. C
o

n
sequen

tly, th
ey sh

o
uld seek to

susp
en

d th
eir p

erso
n

al in
terests.

The exercise:
Step

 1:
R

ation
ale

W
h

y do
 w

e n
eed th

is p
o

licy? W
h

y do
 w

e n
eed it n

o
w

?

O
u

tp
u

t
A

 p
aragrap

h
 o

r 4 - 5 statem
en

ts th
at d

escrib
es th

e ratio
n

ale fo
r

th
e p

o
licy.

E
xa

m
p

le: A
n

 e-m
a

il p
olicy

W
e are m

akin
g in

creasin
g use o

f e-m
ail in

 co
m

m
un

icatin
g w

ith
clien

ts an
d do

n
o

rs. R
ecen

tly so
m

e e-m
ails w

ere m
isdirected,

resultin
g in

 a m
isun

derstan
din

g an
d so

m
e co

n
flict b

etw
een

 a do
n

o
r

an
d o

ur o
rgan

isatio
n

.  In
 o

rder to
 p

reven
t m

isco
m

m
un

icatio
n

 an
d

dam
age to

 o
ur relatio

n
sh

ip
s w

ith
 clien

ts an
d do

n
o

rs, w
e n

eed to

S
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1
0

Id
ea

s fo
r a

 C
h
a
n
g
e

          P
a
rt 5

  D
ecem

b
er 1

9
9

9
1

0

Seco
n

dly, so
m

e features o
f p

o
licy an

d p
o

licy develo
p

m
en

t to
 keep

 in
 m

in
d are:

P
olicy sh

ou
ld

 exp
ress th

e fairest w
ay of d

ealin
g w

ith
 an

 issu
e, in

g
en

eral.

N
o

 p
o

licy suits everyo
n

e. T
h

in
k o

f govern
m

en
t p

o
licy. W

ith
 a defin

ed b
udget,

w
h

at are th
e b

est th
in

gs to
 do

 th
at w

ill p
o

sitively affect th
e m

o
st p

eo
p

le an
d

b
rin

g ab
o

ut th
e ch

an
ge th

at is so
ugh

t? T
h

ere w
ill alw

ays b
e so

m
e p

eo
p

le w
h

o
are left o

ut, so
m

e issues th
at can

n
o

t b
e co

vered
 an

d
 so

m
e areas th

at get m
o

re
or less atten

tio
n

, dep
en

din
g o

n
 th

e n
eed o

r in
ten

t.

So
 to

o
 in

 o
rgan

isatio
n

s. N
o

t everyo
n

e w
ill h

ave all th
eir n

eeds, co
n

cern
s an

d
asp

iratio
n

s m
et w

ith
in

 a p
articular p

o
licy.  B

e sure p
eo

p
le realise th

is, an
d

en
co

urage th
em

 in
 th

e art o
f fin

din
g fairn

ess.

P
olicy sh

ou
ld

 h
ave a b

road
 ap

p
lication

 an
d

 reflect th
e in

terests
b

eyon
d

 th
ose of th

e grou
p

 th
at d

evelop
ed

 it.

It is sh
o

rtsigh
ted to

 develo
p

 p
o

licy th
at o

n
ly suits th

e curren
t gro

up
 o

f p
eo

p
le

an
d th

at o
n

ly reflects th
eir set o

f in
terests. A

 useful ap
p

ro
ach

 w
h

en
develo

p
in

g p
o

licy is to
:

T
h

in
k o

f th
e issues, facto

rs an
d co

n
ditio

n
s th

at led th
e gro

up
 to

develo
p

 th
e p

o
licy.  L

o
o

k at p
ast exp

erien
ce.

Im
agin

e th
e o

rgan
isatio

n
 w

ith
o

ut th
e curren

t gro
up

 o
f p

eo
p

le an
d

th
in

k o
f p

o
licy th

at w
ill reflect an

d defen
d th

e values an
d culture o

f
th

e o
rgan

isatio
n

 in
 th

e future.

P
olicy sh

ou
ld

 take a ran
ge of in

terests in
to accou

n
t.

D
ep

en
din

g o
n

 th
e p

o
licy, th

is co
uld b

e th
e staff, th

e B
o

ard an
d th

e users, th
e

lo
w

er an
d h

igh
er earn

in
g gro

up
s, th

e n
ew

er an
d th

e o
lder staff, th

e sin
gle an

d
m

arried
 staff, etc.

Som
e organ

isation
al p

olicies m
ay n

eed
 to take accou

n
t of:

do
n

o
rs an

d co
n

tractual agreem
en

ts

th
e legislatio

n
 o

f th
e day (if it is fair!)

en
viro

n
m

en
tal facto

rs

p
o

litical an
d

 so
cial issues in

 so
ciety

eco
n

o
m

ic an
d fin

an
cial co

n
sideratio

n
s (equity, affo

rdab
ility,

red
istrib

utio
n

)

P
olicy sh

ou
ld

 b
e d

u
rab

le.

It sh
o

uld “last lo
n

ger th
an

 a day”. O
n

 th
e o

th
er h

an
d, h

o
w

ever, it sh
o

uld b
e

review
ed an

d am
en

ded as
co

n
ditio

n
s ch

an
ge.

w
h
a
t is p

o
licy?

S
e
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n
S
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n
S
e
ctio

n
S
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e
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H

ave w
e develo

p
ed th

e p
ro

cedures to
 en

ab
le im

p
lem

en
tatio

n
?

A
re th

ey sim
p

le?
A

re th
ey co

st effective?
A

re th
ey co

m
m

un
icated

 w
ell?

A
re th

ey do
cum

en
ted?

M
on

itor

W
h

o
 w

ill m
o

n
ito

r th
at:

T
h

e p
o

licy is im
p

lem
en

ted?
T

h
e p

o
licy is effective?

H
o

w
 w

ill th
is b

e do
n

e? W
h

o
 takes fin

al resp
o

n
sib

ility?

R
eview

H
o

w
 o

ften
 sh

o
uld w

e review
 th

e p
o

licy?  W
h

o
 w

ill do
 th

is?  H
o

w
 w

ill th
is b

e
d

o
n

e?

A
m

en
d

 or revise

If th
e p

o
licy is o

utdated, h
o

w
 w

ill it b
e am

en
ded?

…
 an

d
 so th

e cycle b
egin

s again
!

So
m

etim
es o

n
e can

 co
m

p
lete th

is cycle in
 a m

eetin
g if it is a m

in
o

r issue w
h

ich
ap

p
lies to

 th
o

se in
 th

e m
eetin

g, an
d do

es n
o

t require an
y sp

ecial exp
ertise o

r th
e

ap
p

ro
val o

f th
e B

o
ard. O

n
 o

th
er o

ccasio
n

s, th
e p

o
licy develo

p
m

en
t p

ro
cess m

igh
t

take so
m

e w
eeks, even

 m
o

n
th

s, as it requires careful
th

o
ugh

t, everyo
n

e’s in
p

ut, sp
ecialist assistan

ce
an

d
 ap

p
ro

val at B
o

ard
 level.

M
ake yo

ur o
w

n
 judgem

en
t. B

ut rem
em

b
er,

p
o

licy sh
o

uld b
e durab

le an
d effective.

g
ettin

g
 rea

d
y

S
e
ctio

n
S
e
ctio

n
S
e
ctio

n
S
e
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n
S
e
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Policy...

should be durable

and effective.

2
3



1
1

Id
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 C
h
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g
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b
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9
9

9
1

1

w
h
a
t is p

o
licy?

S
e
ctio

n
S
e
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n
S
e
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n
S
e
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S
e
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In
 th

e p
ro

cess o
f p

o
licy develo

p
m

en
t, en

sure th
at th

e p
urp

o
se, th

e strategy, an
d

th
e values an

d p
rin

cip
les o

f th
e o

rgan
isatio

n
 in

fo
rm

 th
e em

ergin
g p

o
licy.

T
h

irdly, an
d m

o
st im

p
o

rtan
tly, th

e develo
p

m
en

t o
f p

o
licy sh

o
uld b

e firm
ly lo

cated
in

, an
d lin

ked to, th
e o

rgan
isatio

n’s p
urp

o
se o

r m
issio

n
. T

h
e diagram

 b
elow

 aim
s

to
 cap

ture th
ese relatio

n
sh

ip
s.

The purpose...

why the organisation exists
and what it is trying to do in the world

and strategy...

the unique way in which the organisation

achieves its purpose with its special

com
petence

...cannot be separated from
 the

values, principles and policies
of an organisation.

Som
e q

uestions to consid
er along the w

ay
Is th

ere a p
rob

lem
 or a n

eed
?

W
h

at h
as m

o
tivated th

e n
eed fo

r a p
o

licy? Is it really n
eeded?  W

h
y?  W

h
y

n
ow

?  W
h

o
 h

as raised
 th

e n
eed

 (a staff m
em

b
er... a m

em
b

er o
f th

e b
o

ard
... a

p
articular gro

up...)? D
o

es th
e n

eed em
erge fro

m
 a p

erso
n

al p
o

sitio
n

, an
o

rgan
isatio

n
al co

n
cern

, o
r th

e b
ro

ader en
viro

n
m

en
t?

C
on

cep
tu

alise

W
h

at p
o

licy is curren
tly in

 p
lace w

ith
 regard to

 th
is issue?  If w

e are go
in

g to
em

b
ark o

n
 a p

ro
cess to

 develo
p

 a p
o

licy:
W

h
o

 n
eeds to

 b
e in

vo
lved?

H
o

w
 w

ill w
e go

 ab
o

ut it?
W

h
en

, an
d h

o
w

 lo
n

g w
ill it take?

R
esearch

D
o

 w
e kn

o
w

 en
o

ugh
 ab

o
ut th

is area?  W
h

o
 can

 h
elp

?  W
h

ere m
igh

t w
e fin

d an
existin

g p
o

licy to
 use as a referen

ce?

C
on

su
lt

W
h

o
 n

eeds to
 b

e co
n

sulted o
n

 th
e issue?  H

o
w

 w
ill w

e do
 th

is?  In
 a m

eetin
g?

T
h

ro
ugh

 a m
em

o
?  T

h
ro

ugh
 in

terview
s?

D
evelop

H
o

w
 w

ill w
e develo

p
 th

e p
o

licy?  W
h

at step
s w

ill w
e take?

U
se an

 o
utside “exp

ert”?
F

o
rm

 a team
 to

 d
evelo

p
 a d

raft?
H

ave th
e D

irecto
r o

r a m
em

b
er o

f th
e  B

o
ard develo

p
 a draft?

H
ave a w

o
rksh

o
p

 to
 o

p
en

 up
 th

e issue an
d exp

lo
re it?

R
efin

e
W

h
at step

s w
ill w

e take to
 refin

e th
e p

o
licy?

D
o

es it n
eed to

 go
 to

 all staff?
D

o
es it n

eed to
 go

 to
 th

e B
o

ard?
D

o
 w

e n
eed

 legal ad
vice?

D
o

 w
e n

eed o
th

er sp
ecialist advice?

A
p

p
rove

W
h

ere do
es th

is p
o

licy n
eed to

 b
e ap

p
ro

ved?  Is it a m
an

agem
en

t issue th
at can

b
e d

ecid
ed

 by staff?  Is it a far m
o

re exten
sive issue th

at requires th
e ap

p
roval

o
f th

e B
o

ard
?

Im
p

lem
en

t
W

h
o

 is resp
o

n
sib

le to
 im

p
lem

en
t th

e p
o

licy?
O

n
e p

erso
n

?
A

ll staff?
A

 p
articular team

 o
r p

ro
ject?

g
ettin

g
 rea

d
y

S
e
ctio

n
S
e
ctio

n
S
e
ctio

n
S
e
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n
S
e
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1
2

Id
ea

s fo
r a

 C
h
a
n
g
e

          P
a
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  D
ecem

b
er 1

9
9

9
1

2

w
h
y d

evelo
p
 p

o
licy?

So
m

etim
es a b

ureaucratic o
rien

tatio
n

 results in
 co

un
tless p

o
licies th

at go
vern

o
rgan

isatio
n

al life.  T
h

is o
rien

tatio
n

 ten
ds to

w
ard th

e b
elief th

at th
ere should b

e
p

o
licy co

verin
g a w

ide ran
ge o

f issues (see “Sectio
n

 3: W
h

at kin
ds o

f p
o

licy are
th

ere?”), sim
p

ly b
ecause th

is is “as it should be”.

T
h

ere is, h
o

w
ever, an

o
th

er ap
p

ro
ach

:
P

olicy is developed because it is needed, now.

So
m

e m
o

tivatio
n

s fo
r develo

p
in

g o
r

am
en

din
g o

rgan
isatio

n
al p

o
licy are:

T
h

e stage o
f th

e o
rgan

isatio
n’s life.

A
 p

articuar exp
erien

ce th
ro

w
s up

 th
e

n
eed fo

r a p
o

licy.

A
n

 em
ergin

g issue in
 th

e en
viro

n
m

en
t

co
m

p
els o

r en
co

urages th
e n

eed fo
r a p

o
licy.

1.
T

h
e stage of th

e organ
isation

’s life.

If yo
u h

ave read th
e Ideas for a C

hange series, yo
u w

ill b
e fam

iliar w
ith

 “P
h

ases
o

f O
rgan

isatio
n

 D
evelo

p
m

en
t” (See Ideas for a C

hange P
art 2: O

rgan
isatio

n
D

iagn
o

sis, p
p. 24-27). B

riefly, th
e th

eo
ry suggests th

at o
rgan

isatio
n

s
m

o
ve fro

m
 a p

io
n

eer p
h

ase, th
ro

ugh
 a m

o
re differen

tiated o
r m

o
re ratio

n
al

p
h

ase an
d th

en
 in

to
 a m

ature p
h

ase o
f its life.

T
h

e p
io

n
eer p

h
ase is ch

aracterised by ch
arism

atic leadersh
ip, a h

igh
 level o

f
in

fo
rm

ality, few
 system

s, p
o

licies o
r p

ro
ced

ures, stro
n

g sh
ared

 values an
d

visio
n

, an
d h

igh
 p

erso
n

al en
ergy to

 co
n

trib
ute to

 th
e p

urp
o

se an
d to

 m
ake a

ch
an

ge in
 th

e w
o

rld.

T
h

e o
rgan

isatio
n

 w
ill face a crisis if:

it gro
w

s an
d th

e w
ay o

f b
ein

g an
d do

in
g describ

ed ab
o

ve can
n

o
t

em
b

race th
e n

eeds an
d co

n
cern

s o
f n

ew
 p

eo
p

le w
h

o
 w

ere n
o

t p
art o

f its
fo

un
din

g, an
d/o

r;

th
e leader leaves, o

r dies, an
d th

e en
ergy, values an

d im
agin

atio
n

 o
f

th
is p

erso
n

 is lo
st.

T
h

e p
articular n

ature o
f th

is crisis th
ro

w
s up

 key features an
d

 questio
n

s:

In
 th

e ab
sen

ce o
f th

e “glue” o
f th

e p
revio

us leader, w
h

at h
o

lds th
e

o
rgan

isatio
n

 to
geth

er?

T
h

e n
ew

 staff m
ay b

e askin
g questio

n
s such

 as:
H

ow
 are salaries d

eterm
in

ed
?

W
h

at is m
y jo

b
 descrip

tio
n

 an
d h

o
w

 is m
y jo

b
 differen

t fro
m

 yo
urs?

Section 2: W
hy d

evelop
 p

olicy?
S
e
ctio

n
S
e
ctio

n
S
e
ctio

n
S
e
ctio

n
S
e
ctio

n
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Policy...

is developed
because it is

needed... now.

g
ettin

g
 rea

d
y

Section 4: G
etting read

y

In
 th

is sectio
n

 w
e lo

o
k at:

T
h

e cycle of p
olicy m

akin
g.

Som
e q

u
estion

s to con
sid

er alon
g th

e w
ay.

D
ifferen

t p
o

licies require differen
t ap

p
ro

ach
es.  F

o
r exam

p
le, a full scale fin

an
ce

p
o

licy m
ay n

eed th
e services o

f a fin
an

ce sp
ecialist, a p

o
licy o

n
 th

e use o
f a p

iece
o

f equip
m

en
t co

uld b
e agreed in

 a m
eetin

g, w
h

ile a co
n

flictual issue m
ay n

eed th
e

p
articip

atio
n

 o
f th

e B
o

ard.

T
h

ere is n
o

 one w
ay o

f go
in

g ab
o

ut p
o

licy develo
p

m
en

t.  T
h

in
k th

ro
ugh

 w
h

at th
e

b
est w

ay m
igh

t b
e to

 en
sure th

at:

It is fair.

P
o

licy m
atch

es legislative requirem
en

ts.

P
eo

p
le do

 n
o

t feel excluded fro
m

 th
e p

ro
cess.

It is a th
o

ro
ugh

 p
iece o

f w
o

rk.

It takes acco
un

t o
f th

e features o
utlin

ed in
 Sectio

n
 1 un

der th
e h

eadin
g:

“A
 fo

cus o
n

 p
o

licy”.

It is realistic an
d

 can
 b

e im
p

lem
en

ted
.

It is affo
rd

ab
le.

The cycle of policy developm
ent

B
elo

w
 is a diagram

 w
h

ich
 p

o
in

ts to
 key stages in

 p
o

licy develo
p

m
en

t.

S
e
ctio

n
S
e
ctio

n
S
e
ctio

n
S
e
ctio

n
S
e
ctio

n
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1
3

Id
ea

s fo
r a

 C
h
a
n
g
e

          P
a
rt 5

  D
ecem

b
er 1

9
9

9
1

3

w
h
y d

evelo
p
 p

o
licy?

Is th
ere a p

o
licy fo

r veh
icle usage?

H
o

w
 do

 I ap
p

ro
ach

 th
e clien

t?

N
o

th
in

g is w
ritten

 do
w

n
, alth

o
ugh

 so
m

e agreem
en

ts are im
p

licit b
ut

h
ard to

 discover.

E
m

b
edded in

 th
is crisis is “a call fo

r law
 an

d o
rder”, a n

eed fo
r

differen
tiatio

n
 o

f jo
b

s, an
d a n

ew
 kin

d o
f glue to

 h
o

ld an
d reflect th

e values
o

f th
e o

rgan
isatio

n
.

H
ere, th

en
, is o

n
e m

o
tivatio

n
 fo

r th
e develo

p
m

en
t o

f p
o

licy.  P
o

licy can
b

rin
g a co

h
eren

ce to
 th

e o
rgan

isatio
n

 in
 th

e ab
sen

ce o
f

p
io

n
eer leadersh

ip.

2.
A

 p
articu

lar exp
erien

ce th
row

s u
p

 th
e n

eed
 for a p

olicy.

O
ver tim

e, an
 o

rgan
isatio

n
 m

ay h
ave develo

p
ed a w

ide ran
ge o

f p
o

licies
b

ased o
n

 n
eed, dem

an
d o

r legislative requirem
en

ts.

H
o

w
ever, o

n
e can

’t th
in

k
o

f everyth
in

g!  A
n

d w
h

y sh
o

uld o
n

e?  A
fter all, it is

o
f little use to

 h
ave a p

o
licy w

h
ere th

ere h
as b

een
 n

o
 o

ccasio
n

 to
 im

p
lem

en
t it

th
us far.

T
h

en
, o

n
e day, so

m
eth

in
g h

ap
p

en
s an

d th
ere is n

o
 p

o
licy to

 un
derp

in
 a

resp
o

n
se.  O

ften
 th

ese are un
p

leasan
t exp

erien
ces an

d b
y w

o
rkin

g th
ro

ugh
 th

e
p

ro
blem

 co
n

scio
usly an

d tim
eo

usly, th
e o

rgan
isatio

n
 can

 develo
p

 a p
o

licy to
guid

e its future resp
o

n
ses.

T
h

e exam
p

les o
utlin

ed b
elow

 are draw
n

 fro
m

 O
live’s exp

erien
ce w

ith
o

rgan
isatio

n
s.

T
h

e d
eath

 of a staff m
em

b
er.

D
o

 o
ur staff h

ave in
suran

ce p
o

licies?
H

o
w

 do
 w

e resp
o

n
d to

 th
e fam

ily?
W

ill w
e n

eed to
 take a lead in

 o
rgan

isin
g th

e fun
eral, p

ro
tectin

g
th

e p
erso

n’s assets o
r dealin

g w
ith

 th
e estate?

D
o

 w
e h

ave th
e fin

an
ces to

 m
ake an

y co
n

trib
utio

n
s as an

o
rgan

isatio
n

?

A
 b

u
rglary or b

reak-in
 resu

lts in
 th

eft of key resou
rces (eq

u
ip

m
en

t,
p

erson
al effects, m

aterials).

D
o

 w
e h

ave in
suran

ce? If w
e d

o, is it up
d

ated
 an

d
 sufficien

t to
co

ver lo
sses? Is it in

 o
ur b

ud
get?

W
h

o
 is resp

o
n

sib
le fo

r security o
f vario

us kin
ds?

A
re p

erso
n

al go
o

ds co
vered in

 o
ur p

o
licy?

W
h

at is th
e p

ro
cedure sh

o
uld th

is h
ap

p
en

 again
?

W
h

at if so
m

eo
n

e w
as h

urt?

S
e
ctio

n
S
e
ctio

n
S
e
ctio

n
S
e
ctio

n
S
e
ctio

n
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ca
teg

o
risin

g
 p

o
licy

2.
O

rganisational p
olicies

O
rgan

isatio
n

al p
o

licies are clo
sely lin

ked
 to

 th
e o

rgan
isatio

n’s id
en

tity.  T
h

ey
in

clude verb
al o

r w
ritten

 agreem
en

ts th
at lo

cate th
e lim

its, o
r b

o
un

daries, o
n

:

W
h

at th
e o

rgan
isatio

n
 does o

r does not d
o.  T

h
is is so

m
etim

es exp
ressed

in
 a m

issio
n

 o
r p

urp
o

se statem
en

t.

W
h

at issues th
e o

rgan
isatio

n
 takes up

 an
d

 h
ow

 it w
o

rks w
ith

 th
ese issues.

So
m

e exam
p

les are gen
der, H

IV
/A

ID
S, un

fair trade, co
rrup

tio
n

, p
o

litical
issues an

d
 h

ealth
. T

h
e exten

t to
 w

h
ich

 certain
 issues are taken

 up
 o

ften
d

ep
en

d
s up

o
n

 th
e n

ature o
f th

e o
rgan

isatio
n’s w

o
rk.

3.
O

p
erating p

olicies
O

p
eratin

g p
o

licy guides th
e B

o
ard an

d staff, in
 p

articular, o
n

 how
 th

ey go
ab

o
ut im

p
lem

en
tin

g th
eir w

o
rk.  A

gain
 it p

ro
vides b

o
un

daries fo
r actio

n
 an

d
in

fo
rm

s th
e p

articular approach th
at th

e o
rgan

isatio
n

 takes in
 th

e w
o

rld.

O
p

eratin
g p

o
licies co

uld
 relate to

:

H
ow

 th
e B

o
ard

 co
n

d
ucts itself, its m

eetin
gs an

d
 its d

ecisio
n

 m
akin

g.
T

h
ese are usually cap

tured in
 th

e C
o

n
stitutio

n
, T

rust do
cum

en
t o

r
M

em
o

ran
dum

o
f A

sso
ciatio

n
. T

h
ese are legal do

cum
en

ts rath
er th

an
“p

o
licy”.

H
o

w
 staff relate to

 th
e clien

t o
r target gro

up
 o

f th
e o

rgan
isatio

n
.  A

ran
ge o

f p
rin

cip
les w

o
uld in

fo
rm

 such
 a p

o
licy (w

e resp
o

n
d to

 dem
an

d or
in

terven
e; w

e co
n

sult or im
p

o
se; w

e en
co

urage ow
n

ersh
ip

 or w
e “fast-

track d
elivery”; w

e w
o

rk to
 th

eir b
rief or w

e n
ego

tiate th
e b

rief). In
p

ractice, th
ese

tran
slate in

to
 th

e ap
p

ro
ach

 o
f th

e o
rgan

isatio
n

.

H
ow

 w
e o

rgan
ise o

urselves.  A
re w

e a h
ierarchy?  D

o
 w

e w
o

rk in
 team

s
or

are w
e self-m

an
aged p

ro
fessio

n
als?  D

o
 w

e h
ave dep

artm
en

ts, p
ro

ject
team

s o
r do

 w
e h

ave n
o

 b
o

un
daries?

H
o

w
 w

e o
rgan

ise o
ur w

o
rk.  D

o
 w

e h
ave jo

b
 descrip

tio
n

s o
r do

 w
e h

ave
m

ultip
le ro

les in
 resp

o
n

se to
 clien

t n
eeds?  D

o
 w

e p
lan

?  D
o

 w
e m

o
n

ito
r

an
d evaluate?  H

o
w

 do
 w

e go
 ab

o
ut develo

p
in

g o
ur strategies o

r
im

p
lem

en
tin

g o
ur w

o
rk?

H
ow

 w
e m

ake d
ecisio

n
s.  W

h
at d

ecisio
n

s d
o

es th
e B

o
ard

 take?  W
h

at
decisio

n
s do

es th
e D

irecto
r take?  W

h
at decisio

n
s can

 each
 staff m

em
b

er
take?  W

h
ich

 decisio
n

s m
ust staff take to

geth
er?  H

o
w

 do
 w

e go
ab

o
ut takin

g decisio
n

s?  D
o

 w
e vo

te?  N
o

d?  D
o

 w
e in

sist o
n

 co
n

sen
sus

or
m

ajo
rity d

ecisio
n

-m
akin

g?

W
h

at is o
ur p

o
licy regardin

g in
tern

al co
m

m
un

icatio
n

?  W
h

en
 do

 w
e

m
eet? H

o
w

 o
ften

 an
d fo

r w
h

at p
urp

o
se?  D

o
 w

e h
ave a n

o
tice b

o
ard?

D
o

 w
e use m

em
o

s?  W
h

at are regard
ed

 as accep
tab

le o
r un

accep
tab

le
w

ays o
f

co
m

m
un

icatin
g?

S
e
ctio

n
S
e
ctio

n
S
e
ctio

n
S
e
ctio

n
S
e
ctio

n
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1
4

Id
ea

s fo
r a

 C
h
a
n
g
e

          P
a
rt 5

  D
ecem

b
er 1

9
9

9
1

4

A
fter con

tractin
g a n

ew
 staff m

em
b

er, it’s d
iscovered

 th
at s/

h
e

carries a gu
n

 at w
ork.

C
an

 w
e allo

w
 th

is?
U

n
d

er w
h

at co
n

d
itio

n
s w

o
uld

 w
e p

erm
it th

e carryin
g o

f w
eap

o
n

s?
W

h
at do

 w
e do

 if w
e fin

d th
is situatio

n
 un

accep
tab

le?
W

h
at d

o
es legislatio

n
 say?

O
n

e staff m
em

b
er p

hysically attacks an
oth

er, b
u

t n
ot d

u
rin

g w
ork

h
ou

rs.

Is it o
ur b

usin
ess?  C

an
 w

e d
o

 an
yth

in
g?

W
h

at d
o

es th
e law

 say?
Sh

o
uld w

e susp
en

d th
e p

erso
n

?
W

h
at if th

e victim
 do

es n
o

t lay a ch
arge?

H
o

w
 w

ill w
e deal w

ith
 such

 h
igh

 level co
n

flict if th
e attacked staff

m
em

b
er do

es n
o

t lay a ch
arge?

T
h

ese m
ay b

e d
ifficult an

d
 p

ain
ful situatio

n
s, b

ut are, un
fo

rtun
ately, very

real. Situatio
n

s such
 as th

ese h
igh

ligh
t th

e n
eed fo

r p
o

licy. H
ow

ever, b
efo

re
develo

p
in

g p
o

licy, it is im
p

o
rtan

t to
 take so

m
e o

th
er step

s.

C
all p

eo
p

le to
geth

er an
d allo

w
 th

em
 to

 “ven
tilate”, to

 exp
ress h

o
w

th
ey feel w

ith
in

 th
em

selves an
d ab

o
ut th

e o
ccurren

ce.

A
llow

 p
eo

p
le tim

e to
 co

m
e to

 term
s w

ith
 th

e h
o

rro
r, p

ain
 o

r fear
th

ey feel.

O
n

ce p
eo

p
le h

ave o
w

n
ed th

eir feelin
gs an

d reactio
n

s, en
co

urage th
em

 to
m

o
ve b

eyo
n

d th
ese an

d to
 fo

cus o
n

 w
h

at th
ey th

in
k th

e o
rgan

isatio
n

sh
o

uld do, n
o

t o
n

ly in
 th

is case, b
ut sh

o
uld th

e in
ciden

t h
ap

p
en

 again
.

D
raw

 o
ut p

rin
cip

les fro
m

 th
e exp

erien
ce th

at co
uld guide p

eo
p

le sh
o

uld it
o

ccur again
.

R
equest assistan

ce fro
m

 B
o

ard
 m

em
b

ers o
r a facilitato

r to
 d

raw
 th

is
in

to
 a draft p

o
licy fo

r staff to
 co

n
sider an

d am
en

d, o
r agree up

o
n

.

N
o

t all exp
erien

ces th
at lead

 to
 n

ew
 p

o
licy are as d

ire as th
ese, b

ut th
ese

situatio
n

s can
, an

d do, h
ap

p
en

 an
d n

o
 am

o
un

t o
f p

o
licy develo

p
m

en
t w

ill
co

ver every issue o
r o

ccurren
ce.  T

h
us, fro

m
 tim

e to
 tim

e, p
o

licy is develo
p

ed
in

 direct resp
o

n
se to

 sp
ecific exp

erien
ces in

 th
e o

rgan
isatio

n
.

3.
A

n
 em

ergin
g issu

e in
 th

e en
viron

m
en

t com
p

els or en
cou

rages th
e n

eed
for a p

olicy.

C
o

n
ditio

n
s in

 th
e b

ro
ader en

viro
n

m
en

t are ch
an

gin
g co

n
stan

tly an
d

o
rgan

isatio
n

s n
eed to

 resp
o

n
d to

 th
ese in

 o
rder to

 rem
ain

 relevan
t, resp

o
n

sive,
an

d
 in

 so
m

e in
stan

ces, legal!

In
 So

uth
 A

frica, th
e ch

an
ges in

 lab
o

ur legislatio
n

 (th
e L

ab
o

ur R
elatio

n
s

A
ct, th

e B
asic C

o
n

ditio
n

s o
f E

m
p

lo
ym

en
t A

ct an
d th

e E
m

p
lo

ym
en

t

w
h
y d

evelo
p
 p

o
licy?

S
e
ctio

n
S
e
ctio

n
S
e
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S
e
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e
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ca
teg

o
risin

g
 p

o
licy

A
n

 o
verall F

in
an

cial R
esou

rces p
olicy w

o
uld in

clude a ran
ge o

f p
o

licies
w

h
ich

 relate to
 p

articular areas, fo
r exam

p
le:

do
n

o
r o

r in
co

m
e p

o
licies

b
udgetin

g p
o

licy

fin
an

cial m
an

agem
en

t

exp
en

diture p
o

licies (w
h

ich
 w

o
uld relate to

 th
e b

udget)

aud
itin

g p
o

licies

O
ften

 o
rgan

isatio
n

s co
m

p
ile a m

anual “F
in

an
ce P

o
licies an

d
 P

ro
ced

ures”
P

ro
ced

ures” w
h

ich
 is b

ased
 o

n
 th

e o
rgan

isatio
n’s values an

d
“G

en
erally

A
ccep

ted A
cco

un
tin

g P
o

licies an
d P

ractices (G
A

A
P

P
)” draw

n
 fro

m
 th

e
p

ro
fessio

n
 o

f acco
un

tin
g.

C
lear guidelin

es an
d p

ro
cedures are im

p
o

rtan
t to

 eith
er p

reven
t fin

an
cial

co
rrup

tio
n

, o
r en

able actio
n

, sh
o

uld
 th

is take p
lace.

A
n

 A
ssets p

olicy w
o

uld co
ver th

e ran
ge o

f o
rgan

isatio
n

al p
o

licies
th

at in
ten

d to
 en

sure fair p
urch

asin
g an

d usage o
f (o

ften
) scarce p

h
ysical

reso
urces. T

h
ese m

igh
t in

clud
e:

p
urch

asin
g p

o
licy

utilisatio
n

 p
o

licies

m
ain

ten
an

ce o
f assets

d
isp

o
sal o

f assets

So
m

e th
o

ugh
ts h

ere are:

D
o

 w
e h

ave an
 assets register w

h
ich

 d
o

cum
en

ts all p
urch

ases (d
ates

an
d co

sts)?

H
o

w
 w

ill w
e en

sure th
at th

e use o
f assets (veh

icles, co
m

p
uters,

p
h

o
to

co
p

iers, o
th

er equip
m

en
t) is fairly allo

cated an
d th

at assets are
n

o
t ab

used (use o
f veh

icles fo
r p

erso
n

al use; p
erso

n
al use o

f
telep

h
o

n
e, p

h
o

to
co

p
ier, etc.)?

D
o

 w
e h

ave a p
o

licy fo
r th

e co
n

tin
uo

us m
ain

ten
an

ce o
f o

ur assets
w

ith
 clarity o

n
 w

h
o

 is resp
o

n
sib

le? Is th
ere a b

udget fo
r th

is?

W
h

at is o
ur p

o
licy fo

r th
e disp

o
sal o

f assets?  C
an

 staff p
urch

ase
th

ese?  W
h

o
 determ

in
es a p

rice? A
n

d h
ow

 do
 w

e en
sure it is fair?

W
h

en
 do

 w
e rep

air o
r disp

o
se o

f a p
articular asset?

D
evelo

p
in

g p
o

licy in
 th

e area o
f reso

urces is im
p

o
rtan

t.  T
h

e B
o

ard is
resp

o
n

sib
le fo

r an
 o

rgan
isatio

n’s reso
urces, staff n

eed
 th

ese fo
r th

eir d
aily w

o
rk,

an
d

 a fair allo
catio

n
 o

f reso
urces fo

r key areas o
f w

o
rk is critical.

C
urtailin

g o
r avo

idin
g ab

use o
f p

eo
p

le, m
o

n
ey an

d assets is fun
dam

en
tal to

h
ealthy o

rgan
isatio

n
al life, an

d to
 fairn

ess.
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1
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Id
ea

s fo
r a

 C
h
a
n
g
e

          P
a
rt 5

  D
ecem

b
er 1

9
9

9
1

5

E
quity A

ct) h
ave co

m
p

elled o
rgan

isatio
n

s to
 revise m

uch
 o

f th
eir H

um
an

R
eso

urces p
o

licy to
 en

sure co
m

p
lian

ce w
ith

 th
e n

ew
 regulatio

n
s.

T
h

e h
igh

 an
d

 in
creasin

g in
cid

en
ce of H

IV
/

A
ID

S h
as also

ch
allen

ged
 organ

isation
s to d

evelop
 p

olicy th
at relates to th

e d
isease

in
 a n

u
m

b
er of areas:

H
R

 p
o

licy fo
r an

 o
rgan

isatio
n’s ow

n
 staff sh

o
uld so

m
eo

n
e b

e
diagn

o
sed H

IV
 p

o
sitive.

O
p

eratin
g p

o
licy to

 guide th
e o

rgan
isatio

n
 o

n
 h

o
w

 it sh
o

uld w
o

rk w
ith

a target gro
up

in
g th

at h
as a h

igh
 in

ciden
ce o

f H
IV

 p
o

sitive p
eo

p
le.

O
rgan

isatio
n

al p
o

licy th
at reflects h

o
w

 th
e o

rgan
isatio

n
 do

es o
r do

es
n

o
t educate, in

fo
rm

, sup
p

o
rt o

r co
un

sel aro
un

d th
e issue o

f H
IV

/
A

ID
S in

 its d
aily w

o
rk.

T
h

e Y
2K

 (Y
ear 2000) “bu

g”.

T
h

e Y
2K

 issue ch
allen

ges o
rgan

isatio
n

s to
 th

in
k th

ro
ugh

 h
o

w
 th

ey p
lan

 to
b

e Y
2K

 co
m

p
lian

t w
ith

 regard to
 co

m
p

uters, b
an

kin
g services,

co
m

m
un

icatio
n

 an
d o

th
er facto

rs.  N
ew

 sh
o

rt-term
 p

o
licies, w

h
ich

 carry a
co

st, n
eed to

 b
e develo

p
ed to

 en
sure co

n
tin

uity in
 w

o
rk an

d th
e

safeguard
in

g o
f d

o
cum

en
tatio

n
 an

d
 system

s.

T
h

e tren
d

 tow
ard

 gen
d

er as a p
olicy issu

e for organ
isation

s calls on
p

eop
le to th

in
k ab

ou
t th

e gen
d

er p
rin

cip
les th

at in
form

:

th
eir H

R
 p

o
licy (selectio

n
, w

o
rkin

g co
n

ditio
n

s, h
arassm

en
t...)

th
eir ap

p
ro

ach
 in

 train
in

g

th
eir selectio

n
 o

f train
ees, target gro

up
s o

r clien
ts

th
eir ad

vo
cacy w

o
rk

T
h

e develo
p

m
en

t o
f p

o
licy can

 b
e m

o
tivated b

y a b
ureaucratic m

in
dset, o

r it can
b

e m
o

tivated by th
e n

eed fo
r a p

o
licy... n

ow
. T

h
e th

ree m
o

tivatio
n

s suggested
ab

ove are typ
ical o

f o
rgan

isatio
n

s in
 th

e n
o

t-fo
r-p

ro
fit secto

r in
 p

articular.

The value of policy
A

 furth
er questio

n
 relates to

 th
e valu

e o
f p

o
licy itself.  W

h
at ro

le do
es p

o
licy p

lay
an

d w
h

y h
ave it?

P
olicy en

ab
les d

ecision
-m

akin
g to b

ecom
e in

creasin
gly d

evolved
 to

sm
aller grou

p
s an

d
 in

d
ivid

u
als an

d
 aw

ay from
 a situ

ation
 in

 w
h

ich
 th

e
lead

er m
akes all d

ecision
s.

P
olicy eases d

ecision
-m

akin
g.

In
stead o

f h
avin

g to
 take a decisio

n
 aro

un
d

 every in
ciden

t, th
e o

rgan
isatio

n
develo

p
s a p

o
licy to

 co
ver a w

ide ran
ge o

f in
ciden

ces in
 th

e sam
e area to

guide staff an
d B

o
ard m

em
b

ers in
 th

eir decisio
n

 m
akin

g.

w
h
y d

evelo
p
 p

o
licy?

S
e
ctio

n
S
e
ctio

n
S
e
ctio

n
S
e
ctio

n
S
e
ctio

n
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T

h
e go

vern
in

g b
o

dy o
f an

 o
rgan

isatio
n

 sh
o

uld b
e co

n
cern

ed th
at b

asic p
o

licies
relatin

g to
 reso

urces are in
 p

lace. A
s “custo

dian
s” o

f an
 o

rgan
isatio

n
, th

ey are
resp

o
n

sib
le fo

r th
e p

ro
p

er an
d

 fair use o
f th

e
o

rgan
isatio

n’s reso
urces.

A
 useful w

ay o
f th

in
kin

g ab
o

ut o
ur reso

urces is to
 im

agin
e th

eir “usage” o
ver

tim
e.A

n
 o

verall H
u

m
an

 R
esou

rces (H
R

) p
olicy w

o
uld

 in
clud

e a n
um

b
er o

f

p
o

licies w
h

ich
 relate to

 p
articular areas, fo

r exam
p

le:

recruitm
en

t an
d selectio

n
 p

o
licy

in
ductio

n
 p

o
licy

learn
in

g an
d develo

p
m

en
t p

o
licy

exitin
g p

o
licy

A
ll th

ese w
o

uld b
e gro

un
ded in

 a legal do
cum

en
t o

ften
 referred to

 as
“C

o
n

ditio
n

s o
f Service” o

r “W
o

rkin
g C

o
n

ditio
n

s” (see th
e A

p
p

en
dix fo

r
th

e typ
ical sectio

n
s o

f such
 a do

cum
en

t).

T
h

ese p
o

licies guide th
e em

p
loyer o

n
 fair w

o
rkin

g co
n

ditio
n

s.  A
 grievan

ce
an

d discip
lin

ary p
ro

cedure sh
o

uld acco
m

p
an

y th
ese to

 en
sure every staff

m
em

b
er is aw

are o
f th

e lim
its, an

d o
f th

e gro
un

ds fo
r a grievan

ce
p

ro
cedure o

r a discip
lin

ary p
ro

cedure.

ca
teg

o
risin

g
 p

o
licy
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budgeting
allocating

expanding
auditing

accessing
m

anaging
balancing

Financial resources:

purchasing
m

anaging
disposing

utilisation
m

aintaining

Physical resources:

recruiting
"utilising"

developing

inducting
m

anaging
exiting

Hum
an resources:

1
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P

olicy con
trib

u
tes to m

ore coh
eren

t an
d

 sh
ared

 p
ractice in

 h
ow

 on
e

d
oes th

in
gs, con

d
u

cts on
eself an

d
 ap

p
roach

es p
articu

lar p
rob

lem
s.

P
olicy en

su
res a h

igh
er level of fairn

ess across all staff an
d

 in
 th

eir
action

s.

P
olicy h

elp
s to keep

 th
e organ

isation
 legal!

P
olicy can

 con
trib

u
te to th

e stan
d

ard
s of w

ork an
d

 p
erform

an
ce of

p
eop

le
in

 an
 organ

isation
, an

d
 so en

su
re th

at th
ey are offerin

g th
e b

est
th

ey can
 in

 a given
 set of circu

m
stan

ces.

P
o

licy is a go
o

d th
in

g... if it is th
o

ugh
tful, resp

o
n

sive an
d fair.  In

 Sectio
n

 3 w
e

exp
lo

re th
e differen

t areas o
f p

o
licy.

w
h
y d

evelo
p
 p

o
licy?

Policy...

is a good thing

...if is it thoughtful,

responsive and fair.

ca
teg

o
risin

g
 p

o
licy

Section 3: W
hat kinds of policies are there?

1.R
esource p

olicies
R

eso
urce p

o
licies relate to

 an
 o

rgan
isatio

n’s key reso
urces:

P
eop

le (o
ften

 referred to
 as h

um
an

 reso
urces

1)

M
on

ey (fin
an

cial reso
urces)

A
ssets (p

h
ysical reso

urces)

1.
W

hile we prefer to think of people as “people” rather than as “hum
an resources”, the latter term

 is widely used.  W
e

think of people as extrem
ely im

portant assets in an organisation and not as being “used”.  For the purposes of this
explanation we do, however, use these term

s.

T
h

ere are m
any w

ays o
f catego

risin
g areas o

f p
o

licy. W
e o

ffer o
n

e w
ay:

3. O
p
eratin

g p
olicies...

How the Board conducts itself.

How we relate to our clients.

How we organise ourselves
and our work.

How we m
ake decisions.

How we com
m

unicate.

1. R
esou

rce p
olicies...

Hum
an policies.

Financial policies.

Physical policies.
2. O

rganisational
p
olicies...

W
hat the organisation
does/does not do.

How the organisation
responds to key issues.
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S
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