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Implementation of a Management Manual
and Documentation System Structuring

Abstract

A Management Manual is a document that describes how all the management system in a
company is organized. It has the objective of emphasizing the different general management
dispositions of an enterprise to ensure the quality of its products and services.

A Management Manual is essential for any type of company. It is intended to be readable by any
person involved in it. It can contain a large amount of information such as processes and
procedures that the company utilize day by day or be brief, working as a reference for documents
located outside the manual.

In this memory the methodology for the creation of Management Manual for an international
company at group level is explained in detail; as well as the analysis, structuring and improvement
of the documentation system.

Key words: Management Manual, Management System, General Dispositions, Quality of products and
services, Processes, Procedures, Standards.

Résumé

Un Manuel de Management est un document qui décrit comment tout le systeme de gestion dans
une entreprise est organisé. Il a pour objectif de souligner les différentes dispositions générales
d'une entreprise, afin d'assurer la qualité de ses produits et services.

Un Manuel de Management est essentiel pour tous les types des entreprises. Il est destiné a étre
lisible par toute personne impliquée dans l'entreprise. Il peut contenir une grande quantité
d’information tel que toutes les processus et les procédures de |'entreprise ou simplement juste
faire référence a tous les documents en dehors du manuel.

Dans cette mémoire, la méthodologie pour la création d'un Manuel de Management pour une
entreprise internationale au niveau du groupe est expliquée en détail; ainsi que I'analyse, la
structuration et I'amélioration d’un system documentaire.

Mots Clés: Manuel de Management, Systéme de Management, Dispositions Générales, Qualité des
produits et services, Processus, Procédures, Standards.
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Resumen

Un Manual Administrativo es un documento que describe codmo se organiza el sistema
administrativo de una empresa. Tiene como objetivo describir las diferentes disposiciones de
caracter general de una empresa, para asegurar la calidad de sus productos y servicios.

Un manual administrativo es esencial para cualquier tipo de empresa. Estd destinado a ser leido
por cualquier persona involucrada en la empresa. Este puede ser muy detallado, incluyendo todos
los procesos y procedimientos utilizados dentro de la empresa; o simplemente haciendo
referencia a todos los documentos estando estos fuera del manual.

En esta memoria se describe a detalle la metodoldgica para la creacién de un Manual
Administrativo para una empresa internacional a nivel corporativo; asi como el andlisis,
estructuracién y mejora del sistema de documentacion.

Palabras Clave: Manual de Calidad, Sistema Administrativo, Disposiciones Generales, Calidad de productos
y servicios, Procesos, Procedimientos, Estandares.
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List of Acronyms
DMP: Documentation Management Procedure

DSS: Documentation System Structure
PDCA: Plan-Do-Check-Act
GMP: General Management Procedures

BPO: Business Process Owners

Glossary

ISO 9001: Specifies the requirements for a quality management system where an organization needs to
demonstrate its ability to consistently provide product that meet customer and applicable statutory and
regulatory requirements, and aims to enhance customer satisfaction though the effective application of
the system, including processes for the continual improvement of the system and assurance of conformity
to customer and applicable statutory and regulatory requirements.

Management System: framework of processes and procedures used to ensure that an organization can
fulfill all tasks required to achieve its objectives.

Quality of products and services: Expected outcome from the client, to reach all their necessities in time
and manner.

Documentation: Set of documents provided on paper, or online, or on digital or analog media that permit
achieving a specific goal.

Top Management: Group of managers that have as main objective to ensure major business and
financial decisions, to allocate resources based on clear priorities and programs

Functional Departments: the leaders of their functional community throughout the Group.
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Introduction

In every company a big amount of documents is handled such as: procedures, standards, best practices,
forms, memorandums, etc. One of the most important documents is the Management Manual. This
manual shows the way the management system of the company works [1].

According to the ISO 9001 norm the specifications that a quality manual must have are:

e The scope of the quality management system
e The documented procedures or the reference to them
e A description of interaction between the processes of the quality management system

Since the specifications of the ISO 9001 norm are very general, this allows the company to make a quality
manual according to its preferences, making possible to create a very short management manual to
accomplish the ISO requirements [2].

In contrast to most documents within a company, the Management Manual is a document that can be
requested by costumers for understanding the way in which the company meets the quality requirements.
It is advisable and sought by many companies to have a “well-done” Management Manual which meets
the needs of informing all the essential information of the management system of the company.

The objective of this internship was to create a Management Manual at corporate level which did not exist
before as well as the analysis, structuring and improvement of the Documentation System Structure. To
perform this task it was required to have a great knowledge of the company, its departments, methods,
ways of working etc.

The Management Manual in question was not only intended to inform all employees about the
management system of the company otherwise the vision, mission, values, way of acting and strategies
were other key points to inform the action of the company with respect to the society in which it lives.

Under the circumstances a PDCA method was used during all the developing process, to have a
methodological order, achieve objectives in an efficient and ordered way and making easier to transmit
this knowledge for future projects [3].

The methodology used to success the creation of a Management Manual and Documentation System
Structuring will be detailed explained in this Methodological Memory.
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Chapter 1

Company Overview

Who? - Nexans

Nexans is dedicated to bring energy thought an extensive range of cables and cabling solutions that
deliver increased performance for customer worldwide [4].

What? - Activities
Nexans offers:

e A complete range of cables, solutions and services adapted to your needs.
e A presence on all continents to assure you of global reach and local proximity.
e Astrong R&D organization dedicated to innovation on your behalf.

Nexans has 4 major core businesses:

e Energy and Data Infrastructure (40%):

o High-, medium- and low-voltage submarine,
underground and overhead electricity transmission
and distribution networks

o Land-based and submarine telecommunication
networks, using copper and optical fiber cables.

e Energy Resources (10%):
o On- and off-shore oil and gas
o Renewable energies: On- and off-shore wins farms
and solar power

e Transport (14%):

Aeronautical and spatial
Automotive

Shipbuilding

Rolling stock and railway networks

o O O O

Airports, railway stations and ports

e Building (24%):
o Industrial, logistics, tertiary and commercial buildings
Collective buildings

o
o Housing
o Data centers
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Where? — Locations

Serving a range of different types of customers — including network operators, energy producers,
mining companies, engineering firms, equipment manufacturers, installers and distributors, and
infrastructure and construction companies — which have local, regional or even global needs.

Manufacturing sites in 40 countries across 5 continents.

Manufacturing sites in 40 countries across 5 continents
A worldwide sales presence

NORTH AMERICA MIDDLE EAST,
* 3,153 employees RUSSIA AND AFRICA
* 3 countries with manufacturing sites * 3,461 employees

* 11 countries with manufacturing sites

SOUTH AMERICA
* 1,882 employees ASIA-PACIFIC
* 5 countries with manufacturing sites * 2,434 employees
* 5 countries with manufacturing sites

EUROPE

* 15,214 employees
* 18 countries with manufacturing sites

Figure 1 - Sites around the world [4]

When? — Actual Situation

The teams help meet these vital needs for 21st century society by providing high-performing, cost-efficient
and long-lasting solutions for the most complex of uses and the most demanding of environments.

How? — Technological Leadership

Through the combination of technological leadership, global expertise and local presence, that can
effectively partner our customers’ development projects, offering them the best conditions for achieving
their objectives while respecting the highest levels of safety and taking the greatest possible care of people
and the environment.

Why? — Energy to function

Day to day the world requires more energy to function, develop and achieve higher living standards. For
over a century Nexans has played a key role in providing the energy that people need.

Cables are an indispensable part of today’s connected towns and cities, providing access to energy,
creating communication channels, facilitating the movement of goods and people, and ensuring the
comfort and safety of the infrastructure and buildings that are essential for development and improving
the quality of life.

10
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PDCA Method

The PDCA (Plan — Do — Check — Act) is a quality iterative method developed by Dr. Edwards Deming that
allows developing projects, always looking forward for continuous improvement. It is also known for
developing critical thinking and creating a culture of problem solving [3].

It is divided in four main steps:

Plan: To plan what is intended to do. It is necessary to
establish the objectives, the output expectations and get to
know the tools that are going to be used during the
realization of the intended project.

Do: Work on what was planned in the first step.
Modifications of the planning can be done if it increase
efficiency or improves the project in a certain way.

Check: Measure and analyze the obtained results in the
second step (DO). Compare them with the expected results

in the first step (PLAN).
Figure 2 - PDCA Methodology [3]

Act: Improve and evolve. Involves making adjustments or
corrective actions to the revisions done in the step 3 Check.

This method is used:

e When starting a new improvement project.
e When planning data collection and analysis in order to verify and prioritize problems or root
causes.

e As a model for continuous improvement.

e When developing a new or improved design of a process, product or service.

e  When implementing any change.
For creating a new improvement project such as a Management Manual or a Documentation System
Structuring that have to be always improved and updated (at least every year) the PDCA is a very powerful,
useful and efficient methodology.

While other methods for problem solving such as project ISO 21500 can be very complex and take a lot of
time to understand how they work, the PDCA is simple and it can be easy to explain and understand by
everyone in a short lapse of time. Major advantages over other methods are:

e Espouses the cause of continuous improvement.
e Helps eliminate mistakes.

e Improves productivity.

e Does away with complacency.

This method was implemented for the realization of this project and it is going to be explained in detail in
the next chapters of this document.

11
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STEP 1 —-PLAN

To begin the realization of the first step PLAN of the method it was necessary to establish objectives and
limits for the project. Making a plan of what is going to be done and deciding how this plan is going to be
successfully completed are the firsts parts to be developed [3].

To perform this first step the problems and objectives were deeply analyzed to understand what the exact
goals of this project were and begin the realization of an action plan.

The different stages of the first part of the PDCA (PLAN) method are explained in detail in the next sub-
chapters regarding the next subjects:

e Problem Explanation
e Objectives and Deliverables
e Context of the Project

Problem Explanation

The company as is an international entity that has had a very fast growth during the last years in the cable
industry, having nowadays; 26, 000 employees, 6.4 billion euros in sales and manufacturing sites in 40
countries [4].

Each plant around the world is dedicated to develop different products depending on the specific needs
of the local costumer. To fulfill the quality that each customer is expecting, each plant develops its own
work practices and documentation.

As every international company general management documentation is necessary to govern with general
rules and common practices that everyone in the company around the world must abide and respect.

For this reason the top management was looking forward to organize, standardize and communicate
the general management practices and documentation to increase productivity and making
communication and development easier between the different plants and departments around the
world within the company.

To achieve this objectives the management proposed to create a set of documents that would
summarize and communicate in a clear manner management practices and documentation.

12
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Objectives and Deliverables
The objective of this internship was to develop a group of management documents that will be diffused
and communicated all around the world, explaining in a detailed, clear and easy way how general
management works day by day.

To fulfil this necessity two deliverables were expected to be done by the general management:

e Management Manual: A document that contains key information about the company. This
manual has as main objective to inform all employees how the group works at a management
level.

e Documentation System Structuring: Research, order, name and classify the different
documentation available at group level and making it reachable to all employees around the

world.

Context of the Project
The creation of the deliverables, Management Manual and the Documentation System Structuring are
tasks that couldn’t be done by a single person or resource. Key factors were needed to succeed:

e Collaboration between managers of the different departments at Group level and other key
people as quality experts.
e Deep knowledge of the enterprise, its documentation and way of working.

A cause and effect diagram was created to identify the different causes involved in the creation of the
deliverables. Each of the causes are going to be explained in detail [5]:

Intranet
GMP’s Interviews

Meetings

Plants’ Quality Manuals

Trainings

150 5001

Creation of
Deliverables

Department Managers

Head Quarters

Management Board
Visits to plants ag

Assistants
Quality Experts
People

Figure 3 - Context Cause & Effect Diagram [5]

13
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Materials
As in any project there were materials and tools that were key for succeeding. The most important
materials and tools utilized in this project were:

The Intranet
As specified in the 1ISO 9001:

4.2.3 Control of documents
Documents required by the quality management system shall be controlled.
A documented procedure shall be established to define the controls needed [2]:

a) To approve documents for adequacy prior to issue

b) To review and update as necessary and re-approve documents

c) To ensure that changes and the current revision status of documents are identified

d) To ensure that relevant versions of applicable documents are available at points of use

e) To ensure that documents remain legible and readily identifiable

f) To ensure that documents of external origin determined by the organization to be necessary for
the planning and operation of the quality management system are identified and their distribution
controlled

g) To prevent the unintended use of obsolete documents and to apply suitable identification to
them if they are retained for any purpose

The control of documents in the company is managed in an Intranet that is widely used by all employees
all around the world. The number of active users of the group intranet has almost tripled to 10300, while
the number of page views has risen 30% to 1.3 million. It is calculated having an average of 5000 visits per
day and all employees are have an Intranet’s usage training at their entrance to the company [6]:

M Xdans My Home All Intranets Tools Workplaces
Englsh ¥ me@work
w
My Home Q Share  Paris. 28/05/2015 - 10h17.
36.160€ (-1.35%

Copper CIRM 28-05-2015 € 5828

p People directory Group Click to add widget

uan Carlos LECARIA MACAL
Jua oA Ecodesign Directive for Power cables : Consultant conclusion Around My Job

My account
The conclusion on the potential inclusion of *Pawer Cables” in the Ecodesign Directive has been

published. No content found for this widget

ee0eeecee business

Search directory.

Useful links

4 My Home configuration

o Nexans Values Local News

o Croup Locations Configure your home page to take the most of the Intranet Portal functionalities.
o Competency Models Click on the red button “Click to add widget” and follow the instructions. You will be able to add different feeds such No content found for this widget
o Nexans University as more intranet news, RSS feeds and all recent updates of your workplaces.

Edit your account
o A and select a location

Click here to download the step by step user quide
o Marcom Programs

° Craphic standards Click here to add vour first widget
o Trademarks

o Customer Orientation
o Europe Intranet

o Nexans Website

14
Figure 4 - Intranet Example 1 [6]
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_f\f-e x a n S My Home All Intranets Tools Workplaces
English ¥ me@work ¥
P
Q Share Paris, 28/05/2015 - 10h20,
36,260 € (-1.08%)

Copper GIRM 28-05-2015 € 5828

Countries Global sites Global departments
Australia Customer orientation Audit
Belgium Ethics Compliance Central Treasury at Nexans Services L] * [ A
Brazil Europe Communication
China Croup Finance
France Jobs in Mexans - Career Portal Human Resources Europacable launched an
Cermany MNexans Foundation Industrial Management Industry Charter
Greece Paris Information Systems
Italy Procedures and policies Legal u how to think critically in a culture of ™
Korea Purchasing
Nederland Sales & Marketing c Europacable
New Zealand Strategy and Transformation Program launched an
North America Office Industry Charter
Norway Supply Chain
Russia Technical Management During the General Assembly of
Spain tage (5HV) Business Line, is giving us Europacable, an Industry Charter
Sweden Market segments date in terms of length and value has been signed by Arnaud
Switzerland Market segment portal Pourpart-Lafarge
Turkey Power Accessories

Cancel

o Congratulations to the teams of the Coose Creek (USA); Hof (Germany) and New Plymouth (New Zealand)

plants!

P

-’

~
8

@

Figure 5 - Intranet Example 2 [6]

Nexans EASYCALC expands to Belgium

After a successful launch in France last year, the tool is now available in a second country: Belgium.

2015 Shareholders Meeting

- Nexans 2015

Mostly all of the content concerning the Management Manual and the Documentation System Structuring
was extracted from different documents available in the group’s Intranet. The top management and every
department have to have most of their documents concerning to its work, and practices updated.

Some exercises were done to facilitate the discovery of the Intranet. The dynamic of one of the exercise,
was about looking for some specific topics to be used in the next months related to project’s goals,
chronometer the time used to find them and specify the location of each document (See Annex B for more

details).

15
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A Pareto Chart was created to make an analysis between the different topics vs the time taken to find
information about them in the Intranet:

Pareto

140
120
100
80
60
40

20

mm Time to find  ==@==Cumulative %

Figure 6 - Pareto Chart Time VS Documentation [7]

As it can be seen in the graphic Pareto Principle applies, meaning that 80% of the time was used to find
around 20% of the information. The result of this analysis allowed to discover the documentation that will
have to be treated with specific departments and persons since it wasn’t fully available in the Intranet [7].

This analysis was very useful, after analyzing the results, Procedures and Quality Manuals were not fully
available in the Intranet, having to give priority to appointments with key people for the collection and
analysis of this documentation, since the rest was fully available in the Intranet.

General Management Procedures

14 Management Procedures concerning the most important activities, practices and rules in the Company.
This procedures are applicable at any level in the company. Reading and analyzing this procedures was
essential to get to know the enterprise and to have a guide of how deliverables had to be redirected
according to general practices.
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It is mandatory for every plant around the world to have a Quality Manual since they were all ISO 9001
certificated. Analyzing and comparing the content of the different Quality Manuals helped in the writing
of deliverables in various ways:

e Analyzing the quality policies and quality requirements of costumers around the world.
¢ Understanding the content that a Quality Manual should include (ISO requirements).
e Including certain content in the Management Manual.

Analyzing and understanding the 1SO 9001 was fundamental for de writing of the deliverables, since it
specifies the requirements for the quality management system of an organization.

To understand this norm, an excel document was done, making reference to each chapter of the norm,
mentioning what is it about with a small description and finally specifying the different mandatory
procedures and the procedures that shall be established. (See Annex A).

After this analysis, two subchapters highlighted concerning the objectives of the project:
4.2 Documentation Requirements
4.2.1 General

a) Documented statements of a quality policy and quality objectives

b) A quality manual

c¢) Documented procedures and records required by this International Standard

d) Documents, including records, determined by the organization to be necessary to ensure the
effective planning, operation and control of its processes

4.2.2 Quality Manual:
The organization shall establish and maintain a quality manual that includes:

a) The scope of the quality management system, including details of and justification and
justification for any exclusions

b) The documented procedures established for the quality management system, or reference to
them

c) A description of the interaction between the processes of the quality management system

These two subchapters of the ISO 9001 make reference to certain goals that were essential for the
realization of the project [2].

17



’ utC Implementation of a Management Manual and
e Documentation System Structuring. exadans
Compiegne

Methods

Interviews & Meetings

Contacting key people was fundamental for obtaining specific information and documentation that had to
be included in the deliverables. The contacts’ information was given the first week of the internship by the
tutor and they were contacted in different time lapses depending on the progress and necessities for the
manual.

Most people to be contact were managers of the different departments and business process owners as
the have key management information. Appointments with key people were normally done with
anticipation due to the tight agenda of most them. If they were not available appointments with direct
assistants or employees that were experts in the subject were requested, assuring that a discussion will
take place and the information in the deliverables would be truthful coming from a thrusted source.

A flow chart diagram was created to explain the way of contacting people for assuring the availability of
the different content required in the deliverables [8]:

E-mail or call for
appointment. More
than three weeks of

anticipation

Contacting of
direct assistant
or department

expert.

Appoint
ment
Accepted

Answer
within 3
days

Preparation for
the meeting

Information ready to be
added to deliverables

Figure 7 - Flowchart for making appointments [8]
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Trainings
Two trainings were taken during the development of the project to strength certain abilities that were
essential for its realization:

e How to do process mapping: Two days training explaining the reason and best ways to create
process mappings.

e How to communicate: One day training that explain the basis of communication and how to get
better applying them.

The acquired knowledge was utilized during the whole project, since communication and good
understanding with different people was fundamental to achieve the goals proposed.

Environment

Headquarters

Headquarters were the place where mainly all the work was done. There were evident advantages of
working in Headquarters [9]:

e Managers and key people were situated in headquarters.
e Trainings took place in headquarters.
e Easy access to archives of management documentation.

Visits to Plants

Three visits to different plants took place during the project. The main objective of these visits was to
discuss the content of the deliverables create new ideas and validate information with different quality
experts in different places in France and Europe [4].

The places where the visits took place:

e Hannover, Germany.
e Charleroi, Belgium.
e Calais, France.
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People Involved
A Process Mapping of the group was created to make a deep analysis of what and who was involved in at
management level [10]:

Management

Client Demand
Client Satisfaction

Industrial Information

Technica i
Operations Systems

Legal Communication Financial
Resources

Figure 8 - Company Process Mapping [10]

According to the different processes that can be seen in the Groups’ Process Mapping the people involved
in the creation of the deliverables were:

Quality Experts:
* Vice President Quality for the
High Voltage division

* QHSE Germany Director
* QHSE France Director
* QHSE Calais Director

Figure 9 - People and Departments Involved [4]
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All the people mentioned before was contacted successively for different reasons as:

e Gathering, analyzing and revising information.
e Revising the status and correcting deliverables.
e Upgrading documentation.

e Validation of the deliverables.

Success Criteria
It was essential to have precise characteristics, qualities and attributes to be able to succeed the correct
creation of deliverables according to the difficulties presented:

e Understanding and defining the project: Understanding what does the management was
expecting of the deliverables and what where the real needs of the company to be able to make
a program and achieve expectations on time and form.

e Understanding the different needs and points of view: The general management, the managers
of the different departments and the quality experts had different needs and opinions about the
content of the deliverables. One of the main tasks was to understand this opinions and unify and
modify them to have the best possible result.

e Working as a link between people: To communicate the different needs and opinions of the
different people concerned was essential to make others understand the different necessities and
align them with theirs.

Risk Analysis

When planning and developing the project some events might have occurred risking its realization.
Knowing what those risks might be and implementing measures to prevent or minimize them was essential
for finishing the project in the scheduled time and fulfilling all demands.

To determine how to reduce or avoid those risks, a risk analysis methodology was implemented to analyze
possible solutions and its feasibility of implementation (See Annex C for the complete table).

After a deep analysis three main risks were found that could have affected the realization of the project:

1. Documentation written in several ways: Some terms, definitions and concepts had been written
in several ways by different people presenting the same general idea with different wording.

2. Documentation not updated or not easy available: Some documents were not recently updated
or ere archived by specific persons that did not make these documents available for everyone.

3. Not being able to work with certain people: Certain people were not able to revise and work for
the Management Manual content since there is no availability on their agenda.

Preventive actions for main risks:
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1. Use published information in official documents. If the same information with different working is
present in several official documents a meeting with the person in charge of the subjects has to
be done to decide which information is more suitable.

Contact people to update or ask for the desired documents with anticipation.
Make appointments with managers with anticipation, if not possible, make appointments with the
second in charge or direct assistants.
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Chapter 2
STEP 2- DO

After having understood the problem and establishing clear objectives. The creation of the Management
Manual and the Documentation System Structure were begun. As it can be seen in the program this step
is the one that lasted more and is the core of the project [3].

The main tasks for the second part of the PDCA (DO):

e Way to proceed

e Program

e  Writing of the Management Manual

e Writing of the Documentation System Structuring

Way to Proceed

Once objectives were clarified the general steps for the realization of the process were traced. A process
mapping of the project was done to identify the inputs, outputs, departments, people and the general
processes involved for the realization of the project [10].

Management

Management Board & Senior Corporate Executive

Creation of the
Deliverables

Getting to
Know the
company

SO 9001 Management
Analysis Manual Writing

DMC Management Assigning

Communication
and Publication
of Deliverables

Writing Approval Responsibilities

Management Demand

Industrial

Operations Quality VP QHSE France

Technical Purchasing

Human I
Legal Communication
Resources .
QHSE Germany QHSE Calais
Information

Systems

Financial

Figure 10 - Project's Process Mapping [10]
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Program

A planning was created together with the internship’s tutor to clarify and schedule the different activities

to perform during

the 6 months duration of this project.

This program was not totally fixed, dates and actions could have had minor changes because of the
agendas of the people involved or for improving efficiency at the moment of developing the activities.

Dates & Objectives

| Peopleor tools )

Involved

NEXBI']S

Al
o

[
Mid February:
I

Beginning of the internship

*|SO 9001 Analysis

*Getting to know the intranet
*Management Manual definition

*Quality HV VP
(tutor).

*External advisor
(quality engineer).

N

& M h: *Topics that should be included in the Management Manual
3 arcn: ) )
s m‘s@ =Analysis of different Management Manuals *Intranet
*How to make a Documentation System Structuring
*Types of documents for the Documentation System Structuring
*Key people to contact in the company
/ April' *Beginning with the creation of the Management Manual
" «Beginning with the creation of Group Documentation Management Procedure *QHSE Germany
'V\./e.ekly Revisions with Futor . - _ TioE e
*Visits to other plants with quality managers for revisions and corrections of «QHSE France
management manual and documentation management procedure. D
*Mapping the documentation of the industrial and operations department. *Tutor
*Industrial

*Defining mandatory and not mandatory documents.
+Defining what is a: process, procedure, instruction, standard, guideline and

best practice
*Appointments with key people of industrial department for the classification

of the documentation.

Operations Director.

Q@

( . . _ *IS engineerin
June *Final meetings with management for the management manual approval. charge of intranet.
*Approval of the documentation management procedure. eIndustrial
*Meetings with Industrial & Operations departments for documentation Operations Team.
mapping results. *Senior Corporative
\_ Executive

*Distribution of the management manual within all the group.

* Distribution of the documentation management procedure.

*Intranet update for management manual, documentation management
procedure and industrial operation department mapping.

*Delegation of responsibilities for the update of all documentation.

End of internship

+*IS engineer in
charge of intranet.
*Communication
responsible.

UEEEIDN

Figure 11 - Project's P

rogram [11]

24



Documentation System Structuring.

’ ut C Implementation of a Management Manual and N
v deTecmooge Jexans

Universit_é\ de Technologie
Compiegne

Management Manual

The ISO 9001 was used for defining the beginning of the project until it was decided to create a
Management Manual for the reasons presented below:

According to the norm I1SO 9001, the requirements that a quality manual must have, can make this manual
a very simply document that has just to mention the scope of the management system, include or make
reference to the established procedures for the quality manual and have a description of the interaction
between the quality management processes.

The main objective to managers in the company for creating a manual was to:

e Give a reference of the management behavior.

¢ Implementation of the company’s management rules and practices.

e Standardize common practices within the company.

e Make this document to be applicable to the full company organization including worldwide
subsidiary sites concerning all employees and members of the staff in the company.

e A document that everyone in the company was able to understand.

As the different objectives demand more requirements than the ones required in a Quality Manual

(including them) it was decided to create instead a Management Manual, term that fits better for these
purposes [2].

A Management Manual is a document that shows how all the management system in a company is
organized. From among all the documents comprising the management system of the company the
Management Manual is the most important [1].
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6 main chapters were written to fulfill groups’ needs in the best possible way covering most sensible topics
for describing the management and general rules. The final version of the Management Manual Summary

[1]:
Summary

1. THE COMPANY: Presents the most important general information of the company.
Overview
Vision Statement
Values
Vision
How we act
Strategy
History

2. THE PRODUCTS: Presents the different product categories and market segmentations within the
company.

Product Segmentation

Product Categories

Market Segment

Customer Dimensions for Market Segmentation

3. MANAGEMENT MODES: Explains how and why management acts and works.
The Group Operating Modes
Nexans Organization Chart 2014
Roles and responsibilities in Group Organization
Business Divisions Level
Operational Units Level
Group Level
The Group Management Board
Governance and Committees
Performance Steering Modes
Operating Modes across Divisions

4. THE GROUP FUNCTIONAL SUPPORT: Describes the departments involved in the management.
Group Functions
Business Process Owners (BPQ's)
Other Committees, dedicated to coordinating the implementation of policies

5. MANAGEMENT SYSTEM: Process mapping and structuration of the general management system

The System
The System Structure
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6. GENERAL MANAGEMENT PROCEDURES (GMP’s): Procedures that are applicable at any level in the
company.

Annex
Follow-up of changes
Glossary

The explanation of all the chapters is not going to be detailed in this document since it is intended to
explain the methodology used for the creation and not the content itself.

Documentation System Structuring (DSS)

Organizing, structuring and recording documentation is fundamental in any company. These tasks are
successfully done at countries and plant levels in the company; nevertheless at group level this structure
was not clear and never formalized. In order to create a solid Documentation System Structure a new
Group Documentation Management Procedure and other specific activities were performed [1].

The purpose for the creation of the DMP at group level is to describe how the documentation is structured,
written, verified, approved, referenced, modified, archived and destroyed.

The objective is to standardize the documentation with clarity and simplification in order to improve our
efficiency at Group Level.

It was intended that all the existing documents will be gradually upgraded to compliance with this
procedure when they will be reviewed.

This procedure had to apply to every function at Group level.
The general content of the DMP:

e Management System: Process mapping of the whole Management System within the group.

e Documentation Structure: Description of the four levels of documentations, details can be found
in the chapter below.

e List of documentation: The listing and classification of all the documents in the management and
all functional departments.

e Documentation definitions: Description of the characteristics for every document at Group Level.

e General Rules: Explains some general rules that every document must have such as:

o Documentation Format

Modifications

Codification

Circulation and Availability

o
o
o
o Confidentiality
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Documentation Structure and Organization

According to the DMP all the documentation at group level including functional departments had to

follow the Group’s Documentation Structure (see Figure 12). This structure has 4 main levels:

Set of
documents that provide general
the

1. General Overview:

information  of General
Management  or  Functional
Departments some example of
these documents are:

e Management Manual

e List of documents

2. Process & Procedures: Document
that provides requirements,
specifications,  guidelines  or
characteristics that can be used
consistently to ensure that

products, processes

and services are fit for their

materials,

purpose.

3. Standards & Guides: Mandatory
and good to have documents are
included in this sections more
information can be found in the
next sub-chapter.

4. Tools: that

achieving a particular tasks or
the
documentation such as:

Documents help

facilitate creation of
e Trainings

e Presentations

e Formats

e (Questionnaires

GENERAL OVERVIEW

PROCESS & PROCEDURES

STANDARDS & GUIDES
_Mandatory

Standards Instructions

_Guides

TOOLS

Trainings Forms News & Information

Guidelines Best Practice

Figure 12 - Documentation Structure Chart [11]

This structured was used to organize all documentation the in the different departments, classifying the

available documents with a check list.
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Mandatory and not Mandatory Documents

In order to structure and organize the documentation available in the group’s management and
functional departments, defining what a mandatory and not mandatory document and creating
examples of these documents was needed. This document made people deeply understand concepts
and made them be able to organize its own documentation.

The document was written and distributed defining concepts and giving simple example of each of

them:

Process — Sequence of steps to produce an outcome.
*Buying Company Cars

include a process mapping.
* Buying a company car procedure

Input Standards — Ensure
that materials, products,
processes and services are fit
for their purposes.
*Characteristics of a company
car.

—
S
o
~ll—l
cS
>
. e
cS
—

Best Practice — Maintain
quality as an alternative to
mandatory standards.

« List of best sellers in
Hannover

«List of car models with less
problems in Shanghai

NotMandatony

Training — Give information
and learning of a specific
subject.

*How to deal with sellers

*How to know if a car is in

good conditions
*Types of cars and how to
use chose them.

Figure 13 - Types of Documents [11]

Standard Operating Procedures — Explains the specific way to perform the
process. It answers the questions What, Who, How, When and Why. It can

Standard Work Instructions
— Detailed directions to do a
specific activity.

ow to fill the buying form
*How to find different car
sellers in the intranet
*How to contact a seller

Guideline — Determine a
course of actions.

* Avoid buying a car in bad
conditions

*Less stolen car models
around the world

Forms - empty fields in
which the user can enter
information.

*Seller registering form
*Company’s cars
characteristics checklist
*Purchasing form
Templates, Check lists,
Formats, Questionnaires.

After the presentation and diffusion of this document the classification and mapping of documentation

turned into an easier and more dynamic task.
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Mapping documentation

For analyzing the situation of the documentation a mapping was done in the Industrial Operations
department. Meetings were organized with different department’s division directors for analyzing and
classifying each document belonging to its division. This mapping will be taken as a model for mapping
other functional departments.

The main steps for proceeding to do this task:

1. Deciding if it was a mandatory or not mandatory document.
2. Classifying each document by its definition.
3. Writing down the results in a check list (see Figure 14).

Some obstacles were found while performing this task:

1. Creating appointments with divisions Directors.
2. Definitions’ differences were not clear in some documents.
3. Some documents were a combination of various documents.

The solutions implemented:

1. Appointments were done with anticipation, when directors were not available appointments
with other personal of the same division was done.

2. Creation of the mandatory and not mandatory document (see Figure 13).
Combined documents were classified according with the most relevant content.

Documentation Clasification "Name of department”

Code Name of Document Date

Figure 14 - Mapping Documentation Check List [11]
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Chapter 3

STEP 3 - CKECK

Once the final drafts of the different documents were ready the third step CHECK of the PDCA was
implemented. Revisions to measure, compare, analyze and make final corrections were done in this
step [3].

The main subjects treated in this stage were:

e General Revisions
e Meeting quality experts
e Documentation Approval and Final Corrections

General Revisions

Revisions of the Management Manual were for achieving the management’s expectation. Around 15
versions of the manual were written before having the final draft ready to be revised by the top
management. Weekly revisions were done with the tutor of the internship. The main topics to discuss
in these revisions were:

Order of the content: During the revisions the order of the chapters and sub-chapters were one of the
most discussed topics. Some other small changes were done between chapters looking for the best
way for the reader to understand the logic and content on it.

Verifying the source of the information: All information included in the manual had to come from an
existing and official source in the company. Changes could have been done to this information to make
it fit better in the manual but the main ideas had to be kept. Some documents used as reference were:

e 2015 Company Overview
e Management Modes

e Intranet

e Roles & Responsibilities

Adding or deleting information: Homogeneity within chapters was one of the priorities for the
content. In every revision adding or deleting information was discussed to clear ideas and make the
manual easy to read for everyone.

Meeting Quality Experts
Revisions with different quality experts were done:

e QHSE Germany Director in Hanover, Germany
e  QHSE France Director in Paris, France

Revising the documents with different people was very useful. Different points of view brought new
ideas to add or improve, mainly in the Management Manual and the Documentation Management
Procedure. Some important suggestions and corrections made by the quality experts were:

e Modifying some titles of chapters and sub-chapters to make them more clear for readers.
e Making a glossary for terms and acronyms.
e Modification of the Management Manual according to quality points of view and practices.
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Documentation Approval and Final corrections
For being able to make the documentation (Management Manual and Documentation Management
Procedure) available and official for all the personal in the company they had to be approved by the
management board as a general rule of the company.

Before this approval four meetings had place together with the Senior Corporate Executive and the
internship’s tutor (Vice President Quality for the High Voltage division).

Minor changes were done to the documentation to be aligned with the top management requirements
and facilitate the approval of the management board to make the documents publishable.

STEP 4 - ACT
Once the deliverable were officially approved by the management board, communication and
continues improvement had to take place [3].

The main subjects treated in the last part of the methodology were:

e Distribution of Documents

e Mapping Results

e Responsibilities for the future
e Satisfaction Measurement.

The delegation of responsible people that had to make updates, corrections and adjustments to these
documents at least every year was discussed to achieve the continuous improvement for the project.

The company has important changes every year since it has presence all over the world. Keeping
employees informed about important changes in the company (appearing in the Management Manual)
is another reason for making updated if it every year.

Mapping and organizing documentation at group level was another requirement of top management.
It was begun with the Industrial Operations departments as an example and it will be implemented in
a similar way in all other functional departments and the managements.

Next Steps

Measures to assure sustainability and continuous improvement were developed. The action presented
below are going to be performed after the publication of this memory as this memory had to be
presented 1 month before the ending of the project, nevertheless, all the actions that will be
mentioned are ready to be deployed.

Distribution of the Documents

As mentioned before the Management Manual had as objective to inform all employees how the
company functioned at the management level. To make the manual available in the different offices,
plants and service centers all around the world two strategies were implemented:

1. Publishing a pdf version of the manual in the group’s intranet: As mention before all employees
have access to this tool. Global e-mails were sent to all employees to inform that the manual
was available in the intranet.

2. Distribution of printed versions: a big amount of printed versions were distributed to general
managers, making this document physically available in offices and plants.
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Industrial Operations Documentation Mapping Results
The first mapping of a functional department was done in Industrial Operations. It is important to
mention that inside the department there are some divisions included.

A presentation of the results was done in presence of all the department division managers. Some
remarks were explained related to the mapping:

e Codification of the documents was complicated to understand and was not the same between
divisions.

e Some documents couldn’t be classified since they were a combination of various definitions.

e Documentation had not the same format.

e There were several standards that could be formalized as procedures.

Measures would be taken by Industrial Operation management to improve these points. This mapping
had to be done for the other departments.

Distribution of the DMP

The distribution of the Documentation Management Procedure was not developed since some
changes had to be done and approved to the final draft before its publication. As soon release
was planned after some modifications that would be done by the experts.

Responsibilities for the future

All documentation within the years has to be updated in any organization. It is intended by the
company to update the Management Manual at least once a year since there is information that can
usually change such as management modes or the organization chart among others. A responsible
person were be assigned to perform these tasks.

Satisfaction Measurement
As in all projects there has to be measure that can evaluate if the project was successful or not.

An inquiry was created to analyze readers:

e Thought about the Management Manual
e Improvements proposed
e Information to add or delate

This opinions will be taken in account for next version that will allow the continuous improvement
sought for this project.

This inquiry had to be printed with every single copy of the Management Manual. For the intranet
version a link below the one of the Management Manual was going to be created to show the inquiry
in a web version. Results were automatically captured and statistics were presented in several graphics
for numerical data and text for the recommendations.

Another method to measure the people the amount of people reading the manual was an internal
counter of the manual downloads. This would be compared with the total number of employees
(26,000) in the company.

Depending on those results measures would be taken to increase the number of readers in the
minimum amount of time possible.
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All this measurements and measures were managed by the Information System and Communication

departments.

The inquiry created is shown below:

NEXE]

NS

Group

Management Manual Inquiry

Nexans is looking forward for your opinion! After readying the new Management Manual 2015, we
want to know your opinion about it. Please answer the questions below taking in account that:

1- The most su

itable 5- Not suitable

1. - The clarity in the way of presenting the information is:

2 3 4

2. —The order that the information is presented is:

2 3 4

3. —In general terms the content presented in the manual is:

2 3 4

5. - Would you recommend to your employees or colleges to read this manual:

I

2 3 4

. - Would you like some information or topics to be added in the manual

6. - How did you received this manual:

Internal Mail

Other Remarks:

My boss Colleges Intranet Other:

34



’ UtC Implementation of a Management Manual and N
vrs e oo Jexdans

T Documentation System Structuring.
niversi e\ e lechnologie
Compiegne

Conclusion

Quality studies can be very extensive and can cover many aspects within the industry. Implementing
the knowledge gained during the courses in this internship was critical to work in a specific branch |
would like to focus in on quality.

The objectives accomplished in the internship helped me to develop a lot of skills including my first
work experience in an international company and learning how to manage time autonomously,
delivering expected results on time and as expected.

Besides implementing the quality knowledge acquired, this internship let me figured out how an
international company is organized in different its departments and managements levels, deal with
directors managers and directors and learn their ways of working and leading; knowledge that is going
to be fundamental for a future job.

One of my long-term goals is to create my own company. The creation of Management Manual and
the Documentation System Structuring are essential tasks for any company to grow in a standardized
and organized way.

Having completed successfully both tasks in the attended manner and in schedule is a big step to get
my next job, being able to show my skills and abilities and how | apply them in daily life in a professional
level.
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A) 1SO 9001 Analysis

Chapter Topic Description

1 Scope
1,1 General This IS specifies requirements for a QMS for an oranization Glosary
1,2 Application All requirements of this IS are intended to be applicable to all organizations

QMS-Quality Management Systems
TM-Top Management
TO-The Organisation

Quality management system

4,1 General requirements TO shall establish, i and mantain a QMS IS-International Standard
4,2 D i
4,2,1 General |The QMS shall include a: quality manual, d dp di di

A procedure shall be stabl

4,2,2] Quality Manual |TO shall blish and mantain a quality manual
Documents required by the QMS shall be controlled
Records to provide evidence of conformity to requirementsand of the effective operation

A documented procedure

Chapter 1
Chapter 2
Chapter 3
Chapter 4
Chapter 5
Chapter 6

Chapter 7

TITHET N |

Chapter 8
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B) Getting to Know the Group’s Intranet exercise

Subject
. Presentation / Communication Chart
. History of Mexans
Fracedure to write a group procedure
Crganization Chart of Nexans group
Quality Policy of Nexans
Quality manual of High Voltage organization
. Quality Manual for France
. Quality Manual for Norway
Quality Manual for Germany
. Procedure to define/manage Europe procedures

00 ) On n e La R =

— o
=3

. Procedure to define/manage France proceduras

IS

- Pracedure to define/manage Germany procedures
13. Meetings done by management

14. Nexans strategic plan

15. Mexans MEW [Nexans Excellence Way)

16. What is Nexons Bewcellence Waoy

17. Custorner Orientation Program procedure

18. What iz Customner Orientation Program

19. Architecture/List of procedures Group

20. Architecture/List of procedures France

21. Architecture/List of procedures High Valtage

22.
23.
24,
25.
26.
27. Training procedures and training lists

HR. procedures and strategy
HR. procedures and strategy ()
Purchasing procedure Group
Mexans industrial KPI

Business arganization

“Time per subject

Time to find (min)

2
1

Not found [<30)
1
25
2
10

Mot found (2)
2

Not found (20}
1

Mot found (10)

Mot found (20)
10
2
1

Mot found (10)
2
10
1

5

Where
France/f&bout
France/f&bout

Group/About/Organization/People/Group Organig
Costumer Orientation/Competency Management

France/HVTC/Nos cvitités [Management Qualita/T
France/FR Quality/Documentation/Manuel de ma

Germany/Quality/our activities /Policies

France/FR Quality/Documentation/Procédures

Group/Stategy/strategy/Strategy
Group/Industrial Management/Our activities/NEV
Group/Industrial Management/Our activities/NEV

Customer Qrientation/Initiatives

France/FR Quality/Documentation/Procédures
France/FR Quality/Documentation/Procédures
France/HVTC/Nos cvitités [Management Qualité/F
Groupe/HR/Our activities/HR procedures

5
I 30 !Goup!Purchasinngools and Indicators/PCS Guide

Group/Industrial Management/Our activities/Industrial Performance Dashboard

3
5
15

Group/About/Organization/People/Group Organig
es/Développement professi

35

M < 10 minutes

30

M >=10 minutes

25

20

15
10

# Documents
2
0

[ERE=R =N ]

2

1
4

Indicators

Notes

Found after in the management manual

Not the quality Policy

Quality Manual not available

Mot the quality manual (management manual)
This category is in Nerwegian

Management Manual not quality manual

What they do is not very clear

Group and France Procedures in the same pags

Some documents not online

Not a standarized procedure. Group/Legal/Nev

Not the procedures, just the training lists

Average Time

B > 2 minutes

B 3-5minutes

B Arround 10
minutes

@ < 15 minutes

o Not found
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C) Continuous Activity Plan Chart

Level

Difficulty

1 Easy to implement

Moderately easy to implement

2
3 Not so easy to implement
4 Not easy to implement

Risk Actions that allow | Difficulty Remarks Means to test
the performance of Level solutions
the activity
Not being able to | Send appointments 3 Sometimes not Number of
work with certain | invitations within a expected appointments done
people because month information has according to the
of its tight to be added and | schedule.
agenda. it is not that easy
to make an
appointment
before a big
period of time.
People is not Explain the purpose 2 Number of people
interested in the | and importance of interested in the
subject the project and give subject
reasons of how it is
going to help the
company.
Revisions and Ask for specific 2 Time during revisions
corrections not questions and is well administrated.
done very often | things to doin
every revision. Have
ideas clear.
Documentation Contact responsible 3 Number of updated
not updated or not | to update information written in
easy available information the manual.
Same Go to person in 3 Good information
documentation charge to decide written in the manual,
written in several | which information approved by
ways should be used. managers
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