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Policy Development and Review Process Guideline

Policy development will normally follow a staged approach to ensure EIT maintains a
continuous improvement cycle. The steps in each stage are defined in Appendix A - Policy
Development Flowchart.

Each policy of EIT will be formally adopted by either the Academic Board or the Governance
Board.

The Policy Custodian, in consultation with the relevant stakeholders, will be responsible for
the preparation and review of policies.

Policies relating to teaching and learning or research, which aim to assure the standards and
guality of those activities within EIT, including admissions, the progress of students in their
courses of study, and the awarding of qualifications, will require approval by the Academic
Board.

Palicies relating to the management and administrative processes of EIT, including business
operations, finance, budgeting, staffing, resources, advertising and promotional activities will
require approval by the Governance Board.

All EIT policies will be reviewed regularly, at least once every three years, to ensure that EIT
operations are continuously monitored and measured against the established indicators
outlined in the policies, and meet regulatory standards.

All EIT policies will be publicly available, either in printed form where appropriate or
otherwise available on EIT’s website.

Stage One: Needs Analysis

EIT will encourage an open and proactive approach to identifying issues and developing
policy so as to reduce the expenditure of needless time and energy due to amendments
being developed in a piecemeal way.

The issues that could trigger a policy review or new policy development are identified.
Triggers can include:

e The review date for the policy;

e Policy gaps which may come through consultation with members of the Governance
Board, the Academic Board, the Human Resources Manager, lecturers, students or
other stakeholders, or changes in the environment within or external to EIT including
legislative change.

A key component of this stage is engagement with staff at EIT overseeing governance and
academic administration.

Developments at this stage help to establish the degree of urgency in relation to specific
policy issues and whether they need:

e animmediate review or new policy development;

e alater review or development;

¢ a mechanism other than the policy process.
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Another key component of this stage is to identify the officers responsible for a policy.

e Policy contact: The person who has line-management responsibility for the policy area
and will guide the development, implementation and review of the policy to ensure the
content of the policy is accurate and reflects current needs and practice. The Policy
Contact is the day-to-day contact in relation to policy advice, that is, the position best
suited to answer any questions on the application of the policy. The Policy Contact will
also play a major role in developing, implementing and reviewing policy with other policy
stakeholders. In the context of EIT, the Policy Contact is generally the Accreditation &
Compliance Manager.

e Policy custodian: The executive who has overarching responsibility for identifying and
setting the strategic direction of the proposed policy and determining the overall context
in which a policy might be developed or revised. Their responsibility extends to how it is
implemented and how it is monitored and reported.

It is necessary at this stage for the policy custodian to obtain support for policy development.
The need for a new policy, or policy review could be identified at any level within EIT.
However, the overall context in which a policy might be developed and reviewed should be
done in consultation with the relevant management team members.

Once the decision has been made to develop a new policy or revise an existing policy, the
policy custodian should take responsibility for its development and implementation.

If there is sufficient support for the development or review of a policy, it may be necessary to
assemble a team of stakeholders. The makeup of such a team will depend on the particular
policy issue but it should always include representatives from groups that will use and be
affected by the policy. This will greatly improve the quality of the policy and ensure it meets
the needs of EIT as a whole. It will also assist with the implementation process because it
promotes more buy-in and feedback from the critical parties. A policy development team
may include:

the policy contact

the policy custodian

staff that are expert in the subject matter

students (where appropriate)

Governance and Academic Board representative/s (where appropriate)

in some instances consultation with external organisations, experts in a specific field
and/or critical stakeholders may be necessary to obtain information that helps to
identify policy gaps

Stage Two: Research

The policy custodian will analyse any relevant information that could inform the policy
development and review as to whether a rule, policy, procedure and/or guideline is required
and the degree to which it accords with EIT’s strategic plan. This may include but may not be
limited to data analysis, literature review and benchmarking of best practice.

This analysis will help to identify whether legislative or other external regulations will impact
on the policy proposal.
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The policy custodian will analyse the implications of the policy development and review and
consider how the proposed policy will impact on other existing policies, stakeholders,
administrative procedures and systems development. This analysis will help to identify:

o stakeholders and mechanisms for consulting with stakeholders in later stages. In some
instances it may be useful to consult with experts in the field and/or critical stakeholders
at this stage when their input would be of assistance in drafting the policy.

¢ the scope of the implementation needs, the resources required for policy implementation
and the potential impact of the policy on other policies and procedures.

e Dbest practice guides and standards in industry and government as well as within the
fields of vocational and higher education.

o the appropriateness of preparing a discussion paper rather than immediately drafting a
policy document.

Stage Three: Drafting

The policy contact will draft the new policy or amend the existing policy in consultation with
stakeholders and in accordance with the Policy Framework of EIT. The policy template and
the procedure template should be used for all EIT policies and procedures to maintain
consistency and standardisation.

Depending on the extent of change, urgency and timing of the policy change, stakeholders
should be consulted and have the opportunity to comment on the draft policy. Changes that
emerge from this consultation process may indicate the need for further drafting of the
policy.
Where required, the policy custodian should seek resources and training that are useful for
policy developers. Some recommended texts include:
e The Australian Policy Handbook (2007), 4th Edition, by Bridgeman, P and Davis, G
(Allen & Unwin). It is considered an essential reference on the subject of policy.
e Writing at Work — Neil James, Allen & Unwin, 2007
¢ Plain English at Work (produced for the Department of Education, Employment and
Workplace Relations)

Stage Four: Consultation

The stakeholders identified in earlier stages of the process need to be consulted with regard
to the development of the draft policy and, where possible, those who participate in the
consultative process be invited to offer feedback.

It is also necessary to alert a wide range of EIT staff members of an upcoming policy
development or review process. Early alerts sent, for example, by email can serve not only
to advise staff about the process but also to ask for feedback as to whether they consider
they have an actual stake in it.

EIT offers academic programs online and on-campus to students both in Australia and
overseas, which means it is extremely important to establish an effective framework for
consultation. Ongoing review and improvement of policies and outcomes will be an essential
basis for building strong relationships both within and outside EIT.

Depending on potential constraints arising with regard to policy issues, it may not always be
possible to consult with all stakeholder groups but, when this arises, such constraints should
be made clear.
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The policy custodian or delegate should consider placing the draft policy or draft principles of
the policy on the agenda of relevant meetings such as committee meetings to ensure that
the policy reflects the needs of the entire EIT. Consideration should be given to consulting
with committees simultaneously rather than consecutively if this would reduce the timeframe
for policy development and review.

The role that committees play in policy development can shift in focus to be more strategic
by examining the key principles in a particular policy area as opposed to proofing policy
documents.

Consideration should also be given to consulting beyond the committee framework. Besides
policy forums, focus groups and workshops, email provides a very effective vehicle for
engaging either a wide or a select group of stakeholders about policy issues.

The length of time allowed for consultation will depend on the complexity of the policy and its
audience.

Although there is often a trend to consult on a final policy draft rather than about the relevant
issues that triggered its development, there are advantages with the early circulation of the
principles underlying any new or revised policy. In this way policy developers can sooner
rather than later obtain a clear idea of the relevant issues pertaining to a particular policy.

Stage Five: Approval

The drafted policy document should be submitted for approval at a Governance Board
meeting or otherwise at an Academic Board Meeting when the policy pertains to or impacts
on academic issues

If the policy is accepted by the Academic or Governance Board, it should then be registered
as ‘Approved’ and subsequently uploaded to the EIT website and stored in the “Approved
Policy” file on the server.

All relevant information and documentation relating to the development and review process
has to be retained and archived.
Stage Six: Communication and Implementation

The Accreditation & Compliance Manager will inform all staff of the release of new or
amended policies and provide an overview of the new or amended content.

The policy contact will implement the policy along with any supporting documentation
relating to implementation and the facilitation of compliance with the policy which can include
frameworks, forms, toolkits, checklists, instructions and templates.

The implementation process may involve education workshops involving key stakeholders
and users for disseminating new policy information.
Stage Seven: Maintenance and Review

The policy contact will be responsible for monitoring the uptake of the policy and the record
of any feedback to be used to inform further reviews of the policy.

The policy contact will be responsible for ensuring the policy is regularly reviewed and that
the timeframe for review is appropriate for a specific type of policy. Review dates should be
assigned by the policy contact in consultation with the Governance and Academic Boards.
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The policy contact in consultation with the Governance and Academic Boards should ensure
that any associated policies are modified or superseded and archived.

The policy contact will monitor the need for an audit to identify whether:

e there is an ongoing need for the policy in relation to its stated purpose and goals and that
it remains consistent in relation to EIT’s overall strategic plan.

o there is compliance in terms of the way that the policy is being followed.

e there is a potential need to change the policy so as to improve its effectiveness or
otherwise to clarify relevant documentation.

o there is a potential need to change the policy to ensure it is up to date and aligns with
best practice in industry and/or vocational and higher education.

o there is compliance with other legislative requirements

o there is a need to change the implementation process, for instance, when additional
communication or staff training activities could be required.

With regard to measuring outcomes and compliance, the Governance and Academic Boards
will ensure that the EIT IT Team assists through the monitoring of hits on the policy web
pages.

The Dean will ensure that allowance is made for stakeholders to contact EIT for assistance if
they identify that compliance in relation to a particular policy is critical but that there is some
element of non-compliance.
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APPENDIX A

Policy Development Flowchart

Policy development usually follows a staged approach. The steps in each stage are defined
in the following policy development flowchart.

Needs Analysis

\ 4

Research

\ 4

Development of
Draft Policy or
Discussion
Document

\ 4

Consultation

Identify specific issues that could trigger the need for a policy
review or new policy development, such as a review date of an
existing policy or an identified policy gap.

Obtain and analyse relevant information that could inform the
policy development/review.

Give consideration to the impact of the issue on other policies,
stakeholders, administrative capability or systems development.

Assemble a policy development and review team

Research and analyse the policy issue

Refer to the Policy Framework for policy definitions and other
critical information

Draw on the policy templates when amending an existing policy
or drafting a new policy

Ensure any associated policies are altered or modified as
required

Refer to resources and training for policy writers

Consult with identified stakeholders

Alert staff with regard to the policy development and review
process

Document consultation and feedback
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4

Approval Submit the final draft of the policy for approval at a Governance
Board meeting or otherwise at an Academic Board Meeting when
the policy pertains to or impacts on academic issues
Archive policy approval and all associated documentation.

4

Communication  Plan for effective communication and implementation

and

Implementation  Publish the policy on the EIT website and inform EIT staff about
the policy

Draw on supporting documentation where necessary to assist
with implementation, for example, frameworks, forms, templates,
instructions etc.

Review Establish the date for review of the policy
Obtain feedback from stakeholders/users on effectiveness of
policy
Measure outcomes and compliance
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