Appendix 3: Developing Policy to Meet Standards

Introduction

One of the great strengths of Family Resource Programs is their ability to adapt to meet the needs of the particular community they serve. Throughout the province, there is a wide range of Family Resource Programs. Some Family Resource Programs are small, stand-alone programs while others are part of larger, multi-service agencies. Each has a unique group of participants/clients whose wishes and needs are accommodated within the program. And each has its own particular procedures for accomplishing goals such as ensuring the safety of participants/clients and staff, caring for finances, and planning for the future.

In core ways, Family Resource Programs are similar: they all share a vision of community-based, family-centred programming within the five core service areas and a commitment to the same Valued Practices outlined in the FRP-BC manual Working to Make a Difference. The way in which these core commitments are put into practice is unique, however, and spelled out in each organization's internal policies and practices. As much as people might wish for a "one size fits all" set of Family Resource Program policies, such a document is not feasible. 

The standards contained in this document are the starting place for the creation of your own unique policies. Throughout this document there are examples of different ways in which Family Resource Programs across BC could meet the standards. The next task is to create your own policies in keeping with these standards. 

Writing Policy and Procedure

Policy writing isn't difficult but it requires planning and the support of the staff who will be implementing the policies. The line between policy and procedure is a fine one, but in general:

· policy can be thought of as a principle that guides action; and

· procedures are the steps one must take to carry out the policy. 

In most non-profit agencies, policy changes must be approved by the board of directors while procedural changes may be made at the level of the program. It is typical for policies to be written following a template that includes:

· a Purpose Statement at the beginning, if this will help people understand the policy;

· one or more Policy statements which set out the principles or the guidelines that this policy addresses and which are normally subject to approval by the board; and,

· one or more Procedures, which are detailed and fully spell out the steps required to accomplish the policy.
Not all policies have procedures attached. As an illustration, in the examples that follow there are two sample policies related to research that involves participants/clients. The first, which states that research is not permitted, requires no accompanying procedure. The second example provides detailed procedure regarding how to conduct research in an ethical manner.

Steps for Reviewing the Standards and your Policies

(See also Appendix 4: Policy/Standards Assessment Worksheet.)

1. First of all, take time to read through all of the standards. Get a sense of the ones that you know you already have solid policy for, and the areas where you feel you will need to create or amend your existing policy to meet the standard. 

2. Choose a place to begin (it doesn't have to be at the beginning) and look carefully at one standard. Read the associated examples if there are any and make sure you understand what this standard is asking for.

3. Compare this one standard to your current practice (your program's own way of doing things.) Is your current practice consistent with the standard? Are you satisfied with your current practice or would you like to improve it in some way? For example, you may find that your present practice meets the standard but you still feel it could be improved.

4. Now compare the standard and your current practice with any existing policy you have that relates to this standard. Some agencies find, when they do this for the first time, that they have policies they have not reviewed in years. Ask yourself whether your policy is consistent with your current practice. If not, will you update the policy or change your practice? Some agencies find they have a practice (a way of doing something) but they have never written a policy to accompany their practice. Now is the opportunity to review your practice and write the policy statement. 

5. Create or amend policy as required to comply with the standard and to match your practice. Remember to have all new and amended policy approved by the appropriate body, usually the board of directors. 

6. Build your new Policy and Procedures Manual. Each policy you write becomes one piece of the whole. As you are writing your policies, you will probably discover other policies and practices that you want to retain but that are not directly addressed in the standards. That's great! Go ahead and write or amend the policies and include them in your Policy and Procedures Manual.

7. Train staff on newly created or amended policy. Remember that a Policy Manual is meaningless until it is brought to life within your program. Staff need to know what is expected of them and how the agency will support them in following policy.

Keep your policies as simple as possible while ensuring they are complete. A policy that is simple and written in plain language is more likely to be understood and properly implemented. At the same time, make your policies as complete as they have to be to cover the practice you are describing. A policy doesn't have to anticipate everything that might happen, but it should offer structure and guidance to support the organization in its normal activities. 

Guidelines for Policy Writing

1. Use language that is precise and understandable. Avoid vague terms and unclear timelines.

2. Use language that most people will understand. Avoid jargon and when you must use technical language define your terms.

3. State your policies in positive terms to make them clearer. For example, say "Staff will protect the private information of participants/clients." rather than "Staff will not disclose private information gathered from participants/clients."

4. Use negative statements only for warnings. For example, "Do not return to the evacuated building until the person in charge advises that it is safe."

5. Write your policy statements in the active voice whenever possible to clarify who will be doing what. For example, say, "A designated staff member will inspect toys and equipment every evening to ensure safety and cleanliness." rather than, "Toys and equipment will be inspected every evening to ensure safety and cleanliness."

6. Be consistent in the terms you use from one policy to another.

7. Create a system for identifying and keeping track of revisions to the policies. Many organizations do this by putting the revision date or the revision number in the header or footer. 

Sample Policies

On the pages that follow there are a few samples of policies and the standards that they comply with. They are provided to show you what a typical policy looks like and how it operationalizes a standard. You are welcome to take these policies and adapt them to your own situation if you choose.

AN IMPORTANT NOTE: We cannot overstate the fact that a set of “one-size fits all” province-wide policies would not be feasible to write, nor would they be respectful of the differing needs and realities of each Family Resource Program. Sometimes, looking at policies developed by other Family Resource Programs can be useful, and the BC Association of Family Resource Programs is available to support you in the creation and improvement of your policy. However, the best route for any Family Resource Program to follow is to combine your review of these standards, your existing policy, and your own deep knowledge of how your Family Resource Program can meet (or already meets) the standards. Start your policy review and writing from that point and move forward with your unique set of policies, designed to meet the needs of your organization and the people you serve.

Sample Policy: Emergency Evacuation

Partially complies with Standard C.3.1 (You will need a separate policy to deal with temporary service disruption and severe weather closures.) You are welcome to adapt this policy to your own situation if you choose.

Purpose:

The purpose of this policy is to clarify who is responsible for emergency preparedness in this organization and to describe the procedure followed in the event of an emergency that requires evacuation of the program.

Policy:


1. In the event of an emergency that requires evacuation of the program, staff will follow the procedures outlined below.

2. The agency will designate a program supervisor to be the Emergency Coordinator. This person will coordinate planning and rehearsal of emergency evacuation. The Emergency Coordinator will take charge in the event of an emergency evacuation.

3. The Emergency Coordinator or designate will conduct evacuation drills quarterly and will record the results. 

4. The agency trains all staff on emergency response, including emergency evacuation.

Procedure:

1. The agency posts an Emergency Exit Plan in each work area. Staff follow this plan in the event of an evacuation.

2. Staff assist participants/clients in evacuating the building. Staff search the building prior to exiting, following the pre-arranged plan. If any part of the building cannot be searched for any reason, staff will note the area and report this to the Emergency Coordinator who will alert attending Emergency Response personnel. As possible, and with due regard for the safety of all staff and participants/clients, doors and windows will be closed and lights turned off before exiting. 

3. Evacuees meet on the grass across the parking lot from the front of the building and remain until they have been accounted for. The Emergency Coordinator or designate will confirm that the program site has been searched and will let staff and participants/clients know when they may re-enter the building. Staff will remain at the program until the safety of their participants/clients is assured.

Sample Policy: Confidentiality

This policy complies with Standards A.4.4 and A.4.5. You are welcome to adapt this policy to your own situation if you choose.

Purpose:

Organization XXX respects and upholds an individual’s right and the right of the organization to privacy and to protection of confidential information. Organization XXX is committed to collecting, using, disclosing and retaining the personal information of its participants/clients, staff, and volunteers in a manner that complies with applicable privacy legislation.

Policy:

1. Information relating to a participant/client of the organization, a volunteer or employee, or the affairs of the organization is privileged and confidential. 

2. Employees and volunteers will only transmit personal information with the informed, written consent of the individual, except as required by law. Written consent is obtained through the organization's Consent to Release Information form. 

3. Employees and volunteers who have access to confidential information related to the affairs of the organization will only transmit this information when authorized to do so by the Executive Director or designate. 

Procedure:

1. When it is necessary to share personal information regarding a participant/client with a third party, an employee will invite the participant/client to complete the Consent to Release Information form. The employee will take reasonable steps to ensure that the participant/client understands this policy and understand the form before signing it. 

2. If a participant/client gives verbal consent but is unable to sign the form (for example, when a participant/client is not literate) the employee will sign their own name and indicate on the form that the participant/client has understood the form and has given verbal consent.

3. When an employee is required by law to release personal information, for example in reporting child abuse or neglect, or in responding to a court order, the employee will consult with a supervisor before releasing the information or making the report.

4. The agency will only release personal information relating to employees and volunteers after obtaining informed, written consent, except as required by law. During their orientation, the agency will ask employees and volunteers to designate an emergency contact and to give consent for release of personal information during an emergency.

5. The agency will ensure the security of all documents and records that contain personal information, including electronic records. The agency will ensure that documents containing personal information are destroyed before disposal.

Sample Policy: Participant/Client Complaint

This policy complies with Standard A.4.3. You are welcome to adapt this policy to your own situation if you choose.

Purpose:

Organization XXX recognizes a participant/client's right to complain and takes responsibility for communicating this right to all participants/clients. Organization XXX treats complaints with fairness and with respect and takes responsibility to ensure a satisfactory resolution. 

Policy:

1. Participants/clients have the right to complain about any aspect of their service at Organization XXX. Organization XXX will respond to participant/client complaints quickly and fairly and with respect for the participant/client's right to privacy. 

2. Participants/clients have the right to request that an advocate assist them through the complaint process.

3. The organization assumes responsibility for informing participants/clients of their right to complain and for supporting a participant/client through the complaint process.

Procedure:

1. Staff inform all participants/clients of the organization's complaint policy at the beginning of service and again if they initiate a complaint.

2. A participant/client may make a complaint in writing to a direct service provider, a supervisor, or the Executive Director. A participant/client may also request that someone in the organization assist with the writing of the complaint. The staff person who receives the complaint will remind the participant/client of the following steps in the complaint process: 

a. The participant/client should initially discuss the complaint with the employee who is directly involved and seek resolution at that level unless they are not comfortable doing so. 

b. If the participant/client is not satisfied after meeting with the employee who is directly involved, or if they choose to skip this step, the participant/client may request to meet with that person's supervisor. The supervisor will meet with the participant/client and attempt to seek resolution.

c. If the participant/client remains unsatisfied, they may continue to request meetings with more senior supervisors until the level of the Executive Director. Each senior supervisor will meet with the participant/client and attempt to seek resolution. 

3. The participant/client may skip any of these steps and meet immediately with a senior manager or the Executive Director if that is their wish.

4. The program supervisor will ensure that all parties involved in the complaint, including personnel, supervisors, participants/clients and the Executive Director are informed of the proceedings at each step.

5. The program supervisor will ensure that the complaint is documented, including any corresponding action taken by the organization in response to the complaint.

6. The agency summarizes all participant/client complaints and reviews them annually to determine if there are any trends.

Sample Policy: Research Involving Participants/Clients (1)

This policy complies with Standard A.4.7. This is an example of a simple policy that does not require a purpose statement or procedures. You are welcome to adapt this policy to your own situation if you choose.

Policy:

The organization does not participate in or support research involving participants/clients, except for the following:

a) internal program evaluation and outcomes research;

b) educational projects performed by students and interns that are part of their professional training.

Sample Policy: Research Involving Participants/Clients (2)

This policy complies with Standard A.4.7. You are welcome to adapt this policy to your own situation if you choose.

Purpose:

The agency will only participate in or support research projects that are in keeping with its mission and values. The agency has a responsibility to ensure that if and when it agrees to take part in research involving its participants/clients it does so in a manner that is ethical and protects the rights of its participants/clients.

Policy:

1. The agency will not participate in or support research projects that:

a) conflict with its values, particularly those involving the dignity or the rights of participants/clients;

b) conflict with its policies, particularly those relating to confidentiality; or,

c) lack ethical or methodological clarity.

2. No participant/client will participate in research conducted by or with the cooperation of the agency unless they have provided informed written consent.

3. The agency will safeguard the identity and the privacy of all participants/clients who participate in research by or with the cooperation of the agency. 

Procedure:

1. The Management Team will review all requests for involvement in research. 

2. The agency will take reasonable steps to ensure that participants/clients who participate in research conducted by or with the cooperation of the agency understand:

a) the nature and the purpose of the research;

b) any possible risks or discomfort associate with the research;

c) that their participation is voluntary;

d) that if they decline to participate in the research there will be no reprisals and service will not be withheld from them; and,

e) that they may withdraw from the research at any time.

3. While the agency will not provide personal information without the explicit consent of the participant/client, it may, at its discretion, provide aggregate data to researchers provided that:

a) the data does not include any identifiable information; and,

b) the research meets the criteria listed in Policy 1 above.

4. All approved research programs will be reviewed annually by the Management Team.

Sample Policy: Board Recruitment

This policy partially complies with Standard D.2.4. It complies with sections (a), (b), (c), (d), (e) and part of (f). You are welcome to adapt this policy to your own situation if you choose.

Purpose: SEQ CHAPTER \h \r 1
This policy establishes criteria for recruiting new board members and defines the nature of the commitment of the board member.

Policy:

1. The board is comprised of between 9 and 12 directors who reflect a wide range of backgrounds and interests. At least one member of the board of directors is a parent who is a current or past participant/client in the Family Resource Program.

2. In recruiting new directors, the board will seek to bring together individuals who represent the viewpoints of participants/clients, community members, professional disciplines and other perspectives deemed appropriate. 

3. To be eligible to serve on the board of directors, a recruit must be a member of the Society for at least three months before the Annual General Meeting at which she/he is elected. 

Procedure:

1. The board of directors establishes a nominating committee to oversee the recruiting process of directors and assemble slates for elections, as required.

2. Potential directors will have an opportunity to meet with a current director and/or the Executive Director to learn about the organization and the responsibilities associated with joining the board. 

3. The society will elect directors for two-year terms. A director may serve a maximum of three consecutive terms.

4. The President and Vice-President of the board will orient new members to the organization and to their responsibilities as board members.

5. The board will meet at least 5 times per year and will also have an annual retreat. 

6. Directors will notify the President if they are unable to attend a meeting. 

� Stand-alone Family Resource Programs that are not attached to a larger agency will have their own policy manuals, with staff and board responsible for developing, reviewing and authorizing policy. Such Family Resource Programs can follow these policy review and writing guidelines to the letter, remembering that it is board members who are responsible for final policy authorization. Family Resource Programs that are nested as a program within a larger agency are already governed by agency-wide policy. If the agency is accredited, the policy will already meet the standards of its accrediting agency. Such programs can use the Suggested Steps for Reviewing Policy in this appendix to compare existing agency policy and standards to these Family Resource Program-specific standards. If gaps are found, or if there are Family Resource Program-specific standards not met by the agency’s existing standards, Family Resource Program staff can bring this to the attention of appropriate senior agency staff. 
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