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In order to illustrate the report, whose subject is: critically evaluate based on the identification of a suitable case study the application of lean thinking and management tools for continuous improvement of logistics services. I decided to make my researches in first time on the origins of Lean and its definition, then to focus on the principle on Lean management and Lean thinking. Two methods of Lean which in the interest of continuous improvement, both aim to eliminate waste to best meet the needs of customers. But also, have a better organization of the company through the involvement of employees in the process. For that, there is different tools like VSM, 5S, Kaizen… that the companies can used for applying one of these two kinds of Lean. So, for better understand the application of the tools of Lean management and Lean thinking, a case study on a company will made.  The company choose is Thales, is a group specialise in equipment to destination of industries for the aeronautics, space, defence, security and transport modes. Few years ago, Thales has decided to apply the Lean management, using the Gemba and VSM, and this is showed very effective. But for to be really efficient, the companies which decided to use the tools of Lean, they have to pay attention to the drifts. 
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1. [bookmark: _Toc509265947]Introduction
The method of Lean is appeared since a long time, but really know by everyone when the Toyota enterprise applied it in its production factory. Victim to its success, several companies had appropriated the Lean to their needs, so a new type of Lean are created. It’s the case of Lean thinking and Lean management. So, in order to better understand the application of Lean thinking and management tools, I’ve chose a reputed enterprise, with a worldwide influence in its domain, Thales Company. Present in different markets, like: aeronautics, space, defence… this group propose these products and services in the world and perpetually develops its activity. So, for learn how the tools of Lean thinking and management means and used in Thales group, we going to makes researches. First, we will be interested by the origins and definition of the Lean, then of Lean thinking and management, for finish the signification of few tools of these two types of Lean. Secondly, we going to see which and how the tools are applies in the Thales Company, then discuss on the inconvenient of the tools of the Lean thinking and management and the risks. 


[bookmark: _Toc509265948]2. Lean thinking and Lean management and the tools 

[bookmark: _Toc509265949]2.1 Principle and notions

The apparition of some notions of Lean was in 1574 by the king, Henry III during the construction of boats in the arsenal of Venice, which the assemblage of one boat per hour thanks to the process of continue flow. Then, in 1776, when a French general decides to standardise pieces of cannons in interchangeable pieces for fix them faster. And in 1819, Thomas Blanchard optimise the arsenal of Springfield according to an “U” approach in order to reduce the human’s interventions. But the lean system takes a real sense with Taiichi Ohno a member of Toyota’s Company, in 1890. Toyota have developed, built and exploited its company around the lean (Rousseau C, 2015). Thanks to this approach, there was improvement concerning: storage, movement, wait, broken engine, noise, dirt… So, coming from the industrial sector and in particular the Toyota experience, the Lean approach was first applied to physical product flows, in mass manufacturing production in big series. Seeing the success of this method, other Japanese car manufacturers had also adopted lean. Following this, it was then gradually extended from large series to other industrial models (continuous flow, small series, engineering ...) and from manufacturing to all the company's processes (logistics, product development, maintenance, support functions in general ...) (Hondermarck D, 2008).
Today the Lean is a method know be the professionals and company. For better understand the signification of Lean, we can define this term in the following way, according to Christian Hohmann: Lean is a “system” aimed at generating maximum value added at the lowest cost and the fastest, by using the resources just needed to provide customers what makes value to them (Hohmann C, 2017). So, the goal is the focusing on the right response to customer expectations satisfaction, reach by the implication by the employees and the simplification of the value chain. But the Lean is also satisfying the customer by doing the right think, which means: delete the useless; produce first time, without loss or waste; to ensure the productivity of working force, engine and equipment that are valuable resources with limited capacity; to ensure the performance of materials and energies so as not to waste (Hohmann C, 2017). 
For the subject in question, we going to focus on the Lean thinking and the Lean management, here is what it means: 
· Lean thinking: Seeking the systematic elimination of waste, Lean thinking aims to systematically identify how to produce better and more in response to customer expectations, with less and less energy, material, movement ... According to James P. Womack and Daniel T. Jones writers of the book “Lean thinking: " Banish waste and create wealth in your corporation”, the 5 big principles of the Lean thinking are the following: accurately identify the client's need; meet the customer's need by optimizing the process; improve flows; index and direct production on customer demand; move towards zero defect (Picomto, 2017). This approach, dynamic and in perpetual evolution, was set up in the 1950s as part of the Toyota Production System (TPS), then popularized in Japan in the 1970s and in the West in the 1980s. Thinking has now been school in all industrial disciplines, whether automotive, consumer goods or services, mainly on the perimeter of production (Hondermarck D, 2008).

· Lean management: This method has been introduced in Toyota (Toyota Production System) factories in the 1970s, is a fairly complex system of organization (Fernandez A, 2017). The notion of Lean management refers to a technique of organization of work within an enterprise and refers to the use of all the operating capacities necessary to minimize losses. The aim is to boost the smooth running of the company, so appropriate conditions are deployed to ensure the smooth running of all the processes involved in the operation of the organization. The fundamental principles of this management philosophy are based on reducing the consequences of waste, through: control of orders to avoid overproduction; the fight against excessive storage; control of upstream production in order to no longer have to make any alterations; streamlining the operation of the business to reduce waiting times; limitation of movements and non-productive movements; regularization of handling and transportation activities; cancelling unsuccessful actions and treatments (Digital Insiders, 2017).  
So, both are different methods of Lean and they are some tools which exist for apply them. 



[bookmark: _Toc509265950][bookmark: _Hlk508131683]2.2 The tools of Lean thinking and Lean management

The tools of Lean thinking and Lean management are multiple and create over the years. So, here some tools of these two methods and their signification, effects:

	Tools
	Definition

	Kaizen
	This term means continuous improvement, but incremental improvements in small steps, of everyone, at all levels of the company. The goal is to improve productivity while valuing individuals on their workstations, but also to produce more value with the resources available (ISD, 2017). 

	Kanban
	Kanban can be traduced by label and refers to a method of inventory management. Each Kanban label contains two types of information: article references and information related to the supply (quantity, packaging ...). This method allows: a reduction of stocks to their minimum, as well as the costs associated with them); the decrease in manufacturing time; optimized traceability of orders ... (Journal du net, 2018). 

	3 M 
	The 3 M means 3 types of waste: Muda = mess, Muri = excess, Mura = irregularity. This Japanese method aims to increase productivity by a gradual elimination of wastes after identifies three forms of waste, then the method proposes for each of them ways to eliminate them (Logistique Conseil, 2017). 

	SMED
	SMED = Single Minute Exchange of Dies. The SMED is an organizational method that seeks to systematically reduce the time of series change, with a quantified objective. Single Minute Exchange of Die means a Tool Exchange in less than 10 minutes and the Single Minute means that the time in minutes required for the exchange must be counted with a single digit (Qualité Online, 2017). 

	VSM
	VSM = Value Stream Mapping. flow mapping is an essential descriptive tool for analysing the current state of a value chain. A value chain is the set of activities required to transform customer expectations into products or services. The goal is to get a clear and simple vision of a process. and to have a representation of the lead time of the chosen product. The analysis will then lead to improvements that will address the entire process (Hohmann C, 2017). 

	5 S
	The 5 "S" method is a method of organization. Each letter corresponds to the five operations that are rules to be implemented: Seiri = sort; Seiton = set in order; Seiso = shine / sweeping; Seiketsu = standardize; Shitsuke = sustain. Each S serves a distinct purpose whose expected benefits are the following: to improve working conditions; waste less time and energy; reduce the risk of accidents; improve the quality of project results; to obtain a better efficiency of the project team, the manager... (Cornic C, 2013). 



So, in general way, the interest of Lean tools is to allow to see differently or change behaviours. The concept of Lean is not about using the tools but about creating an organizational logic, a management system and a corporate culture so that lasting changes can be made. In other words, this is a way of thinking the company, which consists of smoothing all the processes that compose it, via using tools of Lean. Subsequently, introduce into the micro-society within the company, a climate of rejection of waste, accountability, and especially the involvement of all employees (Abbassi A, 2017). 


[bookmark: _Toc509265951]3. The case study based on Company using tools of Lean

[bookmark: _Toc509265952]3.1 The Thales Company 

Thales is a company created in 1893 in France, specialise in equipment to destination of industries for the aeronautics, space, defence, security and transport modes. Today, Thales is a world leader in high technologies, thanks to 61 000 employees allocated in 56 countries. The group possess more than 20 000 engineers and researchers which permit to offer a unique capability to create and deploy equipment, systems and services to meet the most complex security needs. Moreover, its international footprint allows it to act as close as possible to its customers all over the world (Thales, 2018). 
At Thales, the Lean approach began in the 1990s, when the embedded systems specialist group even allowed its factories to adopt new production technologies more easily. "The most mature sites in terms of Lean are moving faster in industry 4.0. Lean culture has created behaviours conducive to change acceptance and learning", said Philippe Chamoret, vice president of industry. But the Lean is also about people development (Protais M, 2018). 
[bookmark: _Hlk508373911]One of the tool that the company have decided to use is the VSM (=Value Stream Mapping). Indeed, the aeronautical division of Thales made the decision to apply lean to the world of R & D. Of course, It had to be adapted to the practices of engineering. Here the VSM tool is used as: "a visual and participative tool to describe the sequence of activities of a development, to reveal the losses of added value and to correct these factors of inefficiency", says Olivier Terrien, Lean expert at Thales. Using coloured post-it notes placed on a big board, the representatives of all job (software, integration, product architecture, etc.) who work on a project (10 people in general), build the scenario together. complete project progress. Thanks to this tool, a manager and his team in charge of the development of visualization on a fighter aircraft, managed to avoid a delay of four to five months compared to the expected delivery date. So, the VSM helped to identify the problems and the people in charge of solving them, but also the short-term goals. Since 2008, 110 Lean projects have been implemented, with deployment according to the engineering sites, in France, the United Kingdom, the United States, Canada and Germany (Lembezat C, 2010). 
Another tool of lean is use by the company, is the Gemba. This is a manager’s activity that consists of going out into the field to look for waste and opportunities for improvement. It's a model that allows an organization to recognize key people in a Lean transition, which helps identify communication gaps between operators and leaders. These key people are vital to the success of Lean deployment and the development of the culture of continuous improvement (Rousseau C, 2017). David Tournadre, Director of Human Resources at Thales Group, regularly practices Gemba. Indeed, the field visit enables it to concretely improve the quality of the working environment of Thales engineers and operators at each of its sites around the world, as well as the quality of the support provided by its RH teams. The director defines beforehand for himself what he will seek to observe, among his three categories of interlocutors: managers, production teams (engineers, operators and their management), employees of the RH family. Here the action that he carries out: 
· Understand the filter of perception of his interlocutor. Indeed, he seeks to understand the reasoning of his interlocutors and the way they understand the three pillars of the company: the client, the collaborator, the performance. It challenges and seeks to start a discussion on the management of skills and working conditions.
· He builds the dialogue on the facts being observed with the production teams.
· It tries to develop the skills of the organization through the systematic problem solving.
· It encourages managers to push their teams to solve their own problems by themselves, not those of others or others.
· He respects his collaborators by regularly picking proposals in the suggestion box in order to pay tribute to those who have issued them and to show his interest.
· Talk face to face with the engineer or operator on his workstation. 
· Understand the level of autonomy perceived by the person about his own activity. 
(Ignace C, 2016)


[bookmark: _Toc509265953]3.2 Discussion 

Like any method, Lean thinking and Lean management have drawbacks and faults. 
Concerning the Lean management, one of the important drawback touches the employees and can be a danger for them. Indeed, it is accused of being a return to a Taylorism organization of work, of being a source of frustration, of causing musculoskeletal disorders ... Today, the sense in which Lean is applied, has gradually moved away from the original philosophy. As proof of this drift: the hunt for "Muda" (= hunt for wastes), is often cited as the main objective of the method, whereas it is only the third step. Thus, there is no point in reducing waste if the system has not been thought thought first (Parisot F, 2014). 
For the Lean thinking, the drawback also touches the employees. For example, if Lean is used to enhance product or service value, if it is focussed on the constraint and thus enhances throughput while raising productivity and reducing cost, it will cause a chain reaction of raising demand and competitiveness of a company. This approach is more difficult because it requires a lot of training, hard work, humility, dedication and perseverance, is often counterintuitive, not easy to grasp. A lot of obstacles have to be overcome: complacency, resistance resulting from lacking knowledge, from egomaniacs and stakeholders asking for short time wins and profits (Bayer P, 2008).
So, here is few examples of inconvenient and drawback of these two types of Lean. The company have to be attentive and apply well the tools for avoid any problems. 



[bookmark: _Toc509265954]4. Conclusion

Today, the Lean management and Lean thinking and their tools are gradually applied in lot of companies since their creation. There have different methods, but they are similar goals. Both aim to eliminate waste but meet the needs of customers thanks to a better organization and culture of company, also have employees involved of in the process and project. Different tools are available for the companies for apply these two methods. Is the case of Thales, which decided to used VMS and Gemba, and proved to be effective, by an important time saving. But for to stay the efficient, the tools have to be well apply, notably pay attention of the well-being of the employees, who are one of the key element in the process. 
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