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PERSONNEL POLICY MANUALS:
THE PROCESS WORKSHOP

DEFINITION AND OVERVIEW

Personnd poalicies can be defined as pre-made management decisions affecting the
employer-employee rdaionship. Some of the functions of policies include establishing the
standards and expectations the employer has of employees; defining the benefits and
privileges offered to employees, providing a structure for compliance with legidation
affecting the employer- employee relationship; establishing a basis for certain personnd
actions; and helping ensure consstent trestment of employees.

Some managers fed that personne policies reduce their authority. In redlity, personnd
palicies free the time of the manager to perform more important functions other than
handling routine questions and decisions affecting the employer-employee relaionship.

The absence of written policies does not mean that an employer does not have personnel
policies. The practices that an employer has dlowed over a period of time become implied
policies and, in many instances, the courts have indicated that these implied policies have the
same impact as written policies. A well written, consstently agpplied set of personnd
policies lets employers know what their policies are. Without written policies, employers
may not discover what their policies are until they find out about them in a courtroom, which
often produces some unpleasant surprises.

It must be remembered, however, that policies are atwo-edged sword. While awell
written, congistently gpplied personne policy system isa highly useful tool for managers, a
poorly written or incongstently gpplied policy system islike atime bomb waiting to go off in
the form of lawsuits.

POLICY MANUALSAND EMPLOYEE HANDBOOKS

Many employers use asingle manua to serve both as a personnd policy manua and asan
employee handbook. To some degree, this practice adversdy affects the efficiency of the
policy system. Asaresult, more employers are using separate personne policy manuas
and employee handbooks.

With the separate system, the personnd policy manud is designed to be atool for managers
and supervisors. Itis highly detailed and contains many policies and procedures that are not
of generd interest to employees. Often, pecific guidelines areincluded to hdp in
compliance with the myriad legidation affecting the
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POLICY MANUALSAND EMPLOYEE HANDBOOKS (continued)

relationship between the employer and employee. Even though this manud is not distributed
to dl employees, it isnot normaly viewed as a*“sacred” document and is available for
review by any employee.

The employee handbook is designed to be an eadily readable, readily understandable
communication document provided to dl employees. It is normdly written in afirst person
conversationd style and often contains pictures and drawings to illustrate various points. The
contents frequently include a welcome, descriptive information about the employer, a
summary of benefits, satements concerning the expectations the employer has of
employees, and other genera information of interest to employees. It isimportant to statein
an employee handbook that it is provided for informationa purposes only; thet it isnot a
gtatement of policy; and that the fina authority on personnel policiesisthe employer’s
personnel policy manud.

LOGISTICSISSUES

Before jJumping into a policy project, it isagood idea to give some thought to such things
aswriting style, format, binding, and other Smilar detalls.

The two basic policy formats are the narrative and indexed. The narrative format describes
the policy in aseries of paragraphs while the indexed format use a series of numbered
sentences to describe the policy. In the indexed format, these sentences are on the right
three-fourths of the page while the left one-fourth has words or brief phrases which identify
the section of the policy being addressed by the sentence or sentence group to the right.
The examples of these formats, beginning on page 8 of this outline, should give a clearer
picture of each format. Some employers use a hybrid format incorporating features of both.
In deciding what type of format to use, consideration needs to be given to ease of use and
effectiveness of communication.

Another areato congder is how to bind the manua. While spird binding, glued backs and
other such permanent bindings look good, they are not designed to facilitate the process of
updating the manua. Since new legidation, changes in benefit programs, new management
philosophies, and other factors will make it necessary to make changesin the manua from
time to time, the manua should be designed to add and remove materid. Obvioudy, athree
ring binder is the mogt practica way to meet this need.

Use of a“one page-one policy” system aso can ease the process of updating a manud.
Under this system, a policy can be any length, but each policy is started on a new page,
never at theend of aprevious policy. Since each policy stands aone,
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LOGISTICS I SSUES (continued)

policies can be added, ddeted, or changed in length without disrupting other parts of the
manud. An independent numbering system is adso useful in this process. An example of
such asysem would be a manud that has the palicies divided into different sections. If the
third section of the manud is“Benefits’ and the five page “Vacation Policy” isthe fourth
policy in that section, the second page of that policy might be numbered:
3.04
Page2of 5

It isaso agood practice to group Smilar policies under a descriptive category. Thisgivesa
logica order to the manua and makes it easier to find a gpecific policy in the table of
contents. Examples of such categories include benefits, employee respongbilities, wage and
sdary adminigration, and separations.

GETTING STARTED - DETERMINING CONTENT

A personne policy manud isan individua document customized to meet the intent and
unique needs of one employer. Thereisno such thing asa*“one szefitsdl” personne
policy manud - or, for that matter, “one sizefitstwo.” Whileit is okay to review other
manuasto get afed for the congderations that go into determining the contents of individua
palicies, each employer needs to go through the process of evauating their individua needs
and designing a custom fit manud to meet those needs. Even a carefully written manud thet
serves one employer very well may be anightmare for another employer. Adopting another
employer’smanud can lead to confusion as to what policies redly mean, and it is not
uncommon to discover that you have created a mass of unexpected ligbilities that can lead
to employee reated lawsuits.

Determining the contents of a policy manud isatwo step process. Thefirst gepisto
determine which policiesto include in the manual. The second step focuses on the specific
content of each policy sdlected.

Reviewing generd policy ligts, examining the table of contents of other policy manuds, and
reviewing books and other literature on policy development can be helpful in deciding what
policiesto include. Some congderationsin making the find selection include whether a
policy isrequired by law; whether the policy will help describe and set parameterson a
benefit; whether the policy will help define and set performance standards for employees,
and whether the policy will darify a sgnificant aspect of the employer-employee
relationship. While most of the legidation affecting employees does not require the
employer to have apalicy, such palicies can often be helpful in ensuring compliance.
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GETTING STARTED - DETERMINING CONTENT (continued)

In determining the content of individud policies, afirst condderation is whether the policy is
controlled by law. If so, the policy should be designed around meeting the minimum
standards required by the controlling legidation. One effective approach in deciding what to
includein apoalicy isto have a*braingorming sesson” in which the members of the policy
committee try to think of dl the questions an employee might have about apalicy. The
answers to those questions normally provide a good core for the development of the policy.

WRITING POLICIES- SPECIAL CONSIDERATIONS

An ongoing debate is whether polices should be written in broad or specific terms. Stating
apolicy very broadly leaves it open to individua interpretation which providesfor ahigh
degree of managerid discretion in the gpplication of the policy. In some casesthisis
desirable, but it must be remembered that a policy subject to multiple interpretations by a
manager is aso subject to multiple interpretations by employees - and juries tend to be
sympathetic to the employee’ sinterpretation.

In Stuations where a high degree of control is desired by the employer, asis the case with
many benefit policies, those policies should be stated in very specific terms. It isalso
important to be thorough and precise when preparing such policies. Thoroughnessinvolves
addressing every part of the policy you intend to address, and precison involves saying
exactly what you intend to say. It isaso important to say it such away that it can be easly
understood.

Since polices are a communication tool, they should be stated clearly. Use of short
sentences is an excdlent method of accomplishing thisgod. It should aso be remembered
that a policy manua is not the place to display an extensve vocabulary. Use of short words
with which people are familiar is another technique to ensure that policies are understood.

Four words used in policies have a definite impact on the strength of apolicy. These words
are shdl, will, should, and may. When “shdl” or “will” is used, it indicates that adherence to
the policy is expected in dl stuaions. “Should” indicates that adherence to the palicy is
normaly expected but, in certain Stuations, deviation from the policy is acceptable. When
“may” isused, it dlows complete discretion as to whether the policy is to be followed.
“May” isnormaly used where a benefit is made available to an employee but acceptance of
it isentirdly up to the employee. When using these four words, it is important to choose the
one you redly want for the policy because the wrong word can change the intent of the
policy. Sometimes, a personnel policy will address an area controlled by another
document. Thisis often the case in policies referring to insurance coverage. Rather than
attempting to completely restate
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WRITING POLICIES - SPECIAL CONSIDERATIONS (continued)

the contents of the controlling document, it isacommon practice to refer to that document
and let it be the source of full information.

It should aways be remembered that policies are written for dl employees. Sometimes, an
employer will develop apalicy to “take care of aspecid employee” This practice can lead
to many problems since, over a period of time, it will have to be applied to many other
employees.

EMPLOYMENT AT WILL AND PERSONNEL POLICIES

Under the doctrine of employment at will in Texas, an employer can terminate an employee
at any time, without notice, for any reason or no reason - except for an illegal reason or
unless the employee has a property interest in hisjob. The employee may aso sever the
employment relationship at any time.

Illegdl reasons for termination include basing the termination in whole or in part on an
individua’ s protected status under law. For example, you could not base aperson’'s
termination on his protected minority status under Title V11 of the Civil Rights Act of 1964,
on the fact that he has filed a complaint with the Department of Labor for aleged violations
of the Fair Labor Standards Act; or because he hasfiled avaid worker’ s compensation
dam.

Property interest means the employee has reason to believe that there is a guarantee of
some duration of employment or that ajob cannot be taken away without due process.
Employers often erode their employment at will rights through statements made in policy
manuas which imply that the employee has a property interest in hisjob. Statements such
as “permanent employee,” “employees will only be terminated for just cause” and use of
inflexible progressive discipline systems have been interpreted as giving employees an
implied property interest in ajob. Policy manuals and employee handbooks need to be
carefully worded to keep this from occurring and to protect the employer’ s employment at
will rights

In addition to diminating implied contract wording in individud policies, each policy manud
and employee handbook should contain a very clearly stated policy of employment at will.
This statement should be placed prominently at the front of the manuad and not be buried in
another policy. Itisaso agood practice to have each employee sign a statement of receipt
and undergtanding of the employment at will policy. An example of wording for an
employment a will Satement might be:

“Rawhide County is an employment at will employer. No contract, either
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EMPLOYMENT AT WILL AND PERSONNEL POLICIES (continued)

expressed or implied, exists between the County and any employee for any duration. The
County retains the right to terminate any employee a any time,

with or without notice, for any lega reason or no reason. The County aso

retains the right to change any condition, benefit, policy, or privilege of

employment at any time, with or without notice. The employee dso hasthe

right to sever the work relaionship at any time, with or without notice.”

REVIEW AND DISTRIBUTION

Prior to the adoption of a personnel policy manua or employee handbook, it should be
reviewed by an attorney or human resources professiona knowledgegble in labor law
issues. By having such a person play the role of “devil’s advocate’, many potentia
problems, confusing policies, and legd liabilities can be reduced before the manud is
digtributed.

Once reviewed and adopted, distribution of the manud to al appropriate employeesis the
next sep. If the“Single Manud” system is used, dl employees should get acopy. If the
“Policy Manua - Employee Handbook” system is used, dl employees should receive a
copy of the employee handbook and all supervisors, managers, and certain administrative
gtaff employees should receive a copy of the personnd policy manua. In al cases,
employees should Sgn a statement acknowledging receipt of the manua and/or handbook
and acknowledging the understanding thet they are to comply with the policies contained
therein.

After apolicy system is adopted, a thorough review of al policies should be made
periodicaly - usudly on an annua basis. The purpose of thisreview isto determine if any
changes are needed in the policies resulting from changesin programs, applicable legidation,
or other interna or externd factors. While it is desirable to update policies as changes
occur, thisis not dways done and the periodic review helps catch some areas of needed
change that may have been overlooked.

COUNTY CONSIDERATIONS

Because of its unique organizationa structure, establishing a personne policy sysemina
county can be quite achalenge. The authority of the commissioners court to develop and
adopt county wide personne policiesislimited to areas specificaly alowed by legidation.
However, in today’s litigious society, awell written policy system, that is consistently
applied throughout the county, can minimize the chance for employment related lawsuits,
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and provide part of the defenseif oneisfiled, thus protecting the county and the individua
offidds With thisthought in mind, it is
COUNTY CONSIDERATIONS (continued)

recommended that dl officials work together as a unified governing body to develop an
effective county personne policy system.

NOTE: This paper is provided for informational purposes only. Nothing in this paper isintended
to be, nor should it be construed as, legal advice or guidance. Where legal assistanceis needed, the
services of a qualified attorney should be sought.
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EXAMPLE POLICY
NARRATIVE FORMAT

COUNTY OF RAWHIDE

POLICY ON VACATIONS

All full-time regular employees who have worked for the county for less than five years shall
accrue vecetion at the rate of 6.67 hours per month which equals to 80 hours per year. All full-
time regular employees who have worked for five or more years shal accrue vacation a the
rate of 10 hours per month which equals 120 hours per year. Part-time regular employees shall
accrue vacation the rate of 3.34 hours per month which is equivalent to 40 hours per year.

All digible employees shdl begin accruing vacation on the first day of employment in an digible
position but an employee must work for aminimum of Sx monthsin an digible position before
being dlowed to take vacation time.

The maximum amount of unused vacation time an employee can have & any onetimeisthe
amount the employee would normaly earn in 18 months. When an employee has reached the
maximum accrud, he/she will not be alowed to accrue additiona vacation until he/she has used
enough time to bring the balance below the maximum accrud leve. In agtuation where the
employee has reached the maximum leved of accrud but is unable to take time off because of the
needs of the county, the employee will be dlowed to accrue additiond time if the employee’'s
supervisor prepares awritten request for accrua above the maximum and gives the reasons why
the employee is unable to take time off. Requests for approva above the maximum must be
approved by the department head.

Employees shdl be required to take time off for vacations and cannot receive pay in lieu of
taking time off.

When an employee resigns, is discharged or has hisgher employment terminated for any other
reason, the employee shall be paid for adl unused vacation provided he/she has worked for the
county at least Sx monthsin a postion digible to accrue vacation. Employees who resign or
who otherwise have their employment terminated before working for the county for Sx months
will not receive pay for unused vacation at the time of termination of employment.

If apaid holiday occurs while an employee is on vacation, the employee shdl be paid for the
day in accordance with the provisions of the POLICY ON HOLIDAY S and the time will not
be charged to the employee’ s vacation balance.

If an employee becomesill while on vacation leave, the period of illness may be charged to sick
leave if the employee notifies his’her supervisor of the illness as soon as possible. In such
gtuations, the provisions of the POLICY ON SICK LEAVE shdl apply.

3.06
Page 1 of 2
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EXAMPLE POLICY
NARRATIVE FORMAT

COUNTY OF RAWHIDE
POLICY ON VACATIONS

Employees shdl not be dlowed to borrow vacation time againgt future vacation accrud.

The Personnel Department shal be responsible for keegping records on each employee's
vacation accrud, vacation usage and current leave balance. An employee will be able to check
his’her present leave balance a any time during the norma working hours of the Personnel
Department.

All requests for vacation leave shdl be approved by the employee’ simmediate supervisor and
department head before vacation can be taken.
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EXAMPLE POLICY

NARRATIVE FORMAT
3.06
Page 2 of 2
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ACCRUAL RATE 1

START OF ACCRUAL 4.

WAITING PERIOD 5.

REQUEST FOR 6.

VACATION

MAXIMUM 1.

8.

EXAMPLE POLICY
INDEXED FORMAT

COUNTY OF RAWHIDE

POLICY ON VACATIONS

All full-time regular employees who have been employed by
the county for lessthat five years shal accrue vacation a the
rate of 6.67 hours per month which is equivaent to 80 hours
per year.

. All full-time regular employees who have been employed for

fiveor moreyearsshdl  earn 10 hours per month whichis
equivalent to 120 hours per yesar.

. All part-time regular employees shdl accrue vacation at the

rate of 3.34 hours per month which is equivaent to 40 hours
per year.

Accrua of vacation shdl sart with the employee sfirst day
of work in a pogtion eligible to accrue vacation.

An employee shdl not be alowed to take accrued vacation
until he/she has been employed for aminimum of Sx months
in apogtion digible to accrue vacation.

All requests for vacation shdl be subject to gpprova by the
employee' s supervisor and the department head before
vacation time can be taken.

The maximum amount of unused vacation time an employee
shdl be dlowed to have & any onetime is the amount the
employee would normaly accrue in 18 months.

When an employee has the maximum accrued vacation, he/she

shal not be allowed to use additiond vacation until  sufficient time
has been used to drop the baance below the maximum.

0.

If the employee has reached higher maximum accrud but is
unable to take vacation because of the needs of the county,
he/she shdl be alowed to accrue above the maximum if the
employee s supervisor prepares awritten statement
explaining the circumstances and the department head gives
approva for the employee to accrue above the maximum.
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EXAMPLE POLICY
INDEXED FORMAT

3.06
Pagelof 3

COUNTY OF RAWHIDE

POLICY ON VACATIONS

PAY IN LIEU OF
TAKING TIME OFF

PAY AT
TERMINATION

HOLIDAY DURING
VACATION

ILLNESS DURING
VACATION

BORROWING OF
VACATION

RESPONSIBILITY
FOR RECORDS

10. Employees shdl not be allowed to receive pay for accrued
vacation in lieu of taking time off.

11. An employee who resigns, is discharged or whose
employment is terminated for any other reason prior to
working for sx months in a pogtion which accrues vacation
shdl not be paid for any unused vacation at the termination
of employment.

12. An employee who resigns, is discharged, or whose
employment is terminated for any other reason after working
for at least Sx monthsin a position which accrues vacation
shdl be entitled to pay for dl unused vacation.

13. If apad holiday fdls during an employee s vacation, that
day shal be paid in accordance with the POLICY ON
HOLIDAY S and the time shdl not be charged againgt the
employee' s vacation baance.

14. If an employee becomesill while taking vacation leave, the
period of illness may be charged againgt the employee’ ssick
leave balance instead of his/her vacation baance.

15. For thistime to be charged to sick leave, the employee shdll
be respongible for notifying hisgher supervisor of the iliness
as soon as possible .

16. Use of sck leave for illness during vacation shdl be handled
in accordance with the provisions of the POLICY ON SICK
LEAVE.

17. Employees shdl not be dlowed to borrow vacation time
agang future accrud.

18. The Personnel Department shal be responsible for
mantaining records for al vacation accrued, vacation taken,

and current leave balance for each employee.
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EXAMPLE POLICY
INDEXED FORMAT

3.06
Page2 of 3

COUNTY OF RAWHIDE
POLICY ON VACATIONS

19. Each employee shdl be able to obtain his’her current
vacation baance from the Personnel Department during the
norma working hours of the Personnd Department.

PROCEDURE 20. All requests for vacation leave shall be handled in accordance
with the PROCEDURE FOR REQUESTING VACATION

LEAVE.
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EXAMPLE POLICY

INDEXED FORMAT
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Page 3 of 3
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PERSONNEL POLICY CHECKLIST

Thislist has been developed to offer assstance in determining what areas might need to be
addressed in a personnel policy manud. Depending on the gpproach used in policy writing,
some of the areas may be combined into one policy while others may take severd policiesto
address properly. Also, saff sze, organizationa structure, operationa philosophies and other
factors may diminate the need for some of the policies listed or creste aneed for policiesin
areas not shown. Thisisnot intended to be an dl inclusive ligt, but is provided to help get
darted on the first steps to developing a personnel policy manud.

INCLUDE IN MANUAL?
POLICY TITLE YES NO UNDECIDED
Employment at will

Employee gatus

Personnd records

Tardiness and absentegism

Outside employment and activities

Conflict of interest

Acceptance of gifts

Political activity

Alcohol and drugs

Performance appraisal

Use of equipment and vehicles

Safety
Solicitation

Personal appearance

Nepotism

Promotions

Demoations

Transfers

Licensss and catifications

Disipline
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PERSONNEL POLICY CHECKLIST (page 2)

INCLUDE IN MANUAL ?

POLICY TITLE YES

Grievances

NO

UNDECIDED

Work schedule

Workweek

Time shedts

Overtime computation

Overtime pay

Compensatory time

Ovetime for law enforcement

Longevity pay

Pay periods

Payroll deductions

Equa employment opportunity

Age discrimination

Sexud harasament

Disability and accommodation

Application procedure and
selection

Disqudification of gpplicants

Termination

Vacation

Holidays

Sck leave

Funerd leave

Jury duty leave

Military leave

Medicd insurance
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Life Insurance

Workers compensation
PERSONNEL POLICY CHECKLIST(page 3)

INCLUDE IN MANUAL ?
POLICY TITLE YES NO UNDECIDED
Retirement
Socid Security
Med periods
Break periods

Leave of absence

Travel expenses
Family and Medica Leave
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POLICY DEVELOPMENT WORKSHEET

POLICY TITLE:

SECTION OF MANUAL:
BRIEF PURPOSE OF POLICY:

DOESANY LEGISLATION AFFECT THE CONTENT OF THISPOLICY?
YES NO
IF YES, INDICATE THE LEGISLATION AND LIST THE KEY POINTS:

QUESTIONSTO BE ANSWERED IN THISPOLICY:
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PERSONNEL POLICY WORKSHEET (continued)
POLICY TITLE
QUESTIONS TO BE ANSWERED BY POL | CY (continued):
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