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Why SSL WinMan is an essential
tool in our success toolkit

The Magal group of companies has led the field in automotive engineering for more than

50 years. With UK manufacturing becoming more and more competitive, the combination

of modern management techniques, lean practices and state-of-the-art technology have

allowed Magal Engineering to remain at the forefront of the automotive industry.
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This focus on real world Lean also permeates Magal’s use of WinMan in terms of extending Lean out into the Supply Chain. The company

is currently working on EDI links with appropriate suppliers and customers in order to extend its electronic Kanbans out via portals. Blackburn

is quick to point out that the system has to work with the model and with reality.

The reality is that by the time you get to tier 2 and 3 suppliers, they don’t have the capacity to work with EDI so you have to take

this into account and adjust the ideal to fit the actual.

Even here, Magal uses WinMan in an innovative way which can be illustrated again by Western Thompson Plastics. Downing was

successful in persuading all his key suppliers to place their stock in Western Thompson’s stores and to treat it as consignment stock.

In essence, WinMan then treats each stock area as one huge Kanban with individual bins called off according to need with the correct

supplier paid accordingly at the end of each financial period As Downing says,

It’s a win/win situation. It saves our smaller suppliers considerable time and expense in terms of multiple deliveries and it

massively reduces our accounting activities while ensuring we always have stock availability which means in turn we always

make our delivery dates.

This also has the additional benefit of reducing the number of suppliers used by Magal and making these suppliers in turn feel a much

more connected part of the team. All of which serves to increase trust, add to a positive working relationship and again remove wasted

time in dealing with multiple suppliers.

Perhaps the greatest testament to the value that WinMan brings the Magal Group is that it has remained the ERP system of choice for

over 5 years now and has been deployed in all  Magal UK companies. It is also imminently ready to be implemented in MagalTech, India

and Blackburn sees no reason for WinMan not to remain an invaluable part of the Magal toolkit. He concludes,

With WinMan you know exactly what you are getting – it does what it says on the tin. And that is providing a true Lean

enabling ERP system that is scalable, flexible and powerful enough to work equally as well in every Magal company. Whether

dealing with 20 product lines or 5000 product lines, the absolute reliability of the information and the way it handles this

information remains the same. It works perfectly with the Magal philosophy and by doing so, brings real added value to

every company and the group as a whole.

This success has been matched by aggressive business growth due

to the consistent ability to acquire and then transform ailing companies

into highly efficient and competitive entities within a very short space

of time. The scale of Magal’s achievements are even more impressive

in light of the fact that each Magal company had a new ERP system

– WinMan from SSL WinMan; implemented and running live within

in a Lean manufacturing environment in a matter of weeks.

As Group IT Manager Martin Blackburn explains, the secret of

consistent success has been a true team effort based on one key

underlying philosophy.

Magal is committed to Lean. We don’t just talk about Lean – we eat, drink and sleep Lean -and that’s everyone

from the shop floor to the Directors. Lean is our way of life and it drives everything within the business.

Dave Downing, Logistics Manager Western Thomson Plastics, elaborates further.

Our philosophy applies to every company and is consistently applied because it has been proved in every Magal

company. That means every company uses Kanbans, every company does its production in the same manner, and

every company uses WinMan ERP.

Blackburn is a seasoned Manufacturing IT professional with many years experience of different ERP systems and

implementations and has been involved in every WinMan deployment throughout the Magal group. A key member

of the Magal Change Management team, he has some unique insights into what lies at the heart of achieving

consistently quick and successful ERP implementations, especially within a Lean environment

It’s all too easy to see an ERP system as a solution in and of itself. Many of the companies

Magal has acquired and transformed already had an incumbent ERP system and many

times such systems were an integral part of the problem.

He cites the example of AP Drivelines which had an AS400 based ERP system

before the Change Management team were deployed.
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It was immediately obvious that the existing ERP system contained a lot of dross and was overly

complex for what was required. When we migrated the information into WinMan, our ERP system

of choice, we brought over 38,000 part numbers while the former system contained over 100,000.

We consequently had to do a lot of data cleansing and even today, we still occasionally have to

tweak the data.

AP Drivelines therefore had by far the longest implementation time of any of the WinMan systems.

Although as Blackburn says with a smile,

We still had them up and running live in only 4 months.

Speed of implementation however needs to be balanced with minimising negative impact on

a company’s ongoing business performance. Here again, WinMan has proved to be an invaluable

asset, especially with reference to Magal company, Western Thomson Plastics. When Magal

acquired the company, it was in a poor trading relation with its principle customer. The Change

Management team needed to implement Lean and WinMan in a very short period of time yet

with things as perilous as they were with regards to the customer, they couldn’t afford to disrupt

the daily running of the company. Blackburn reflects on this implementation,

We were taking a huge risk. You only need to drop the ball once with a major automotive

customer and the next day you’re out of business. However, we had WinMan up and running

in only 3 weeks without upsetting the apple cart of the main customer.

It is this ability of WinMan to be implemented in such a reliably short time that helps keep it as

an essential tool in the Magal Change Management toolkit. Downing explains some of the

reasons why WinMan is able to achieve this.

The beauty of WinMan is that it is itself a Lean ERP system in that it is an extremely powerful

manufacturing solution yet one that is very straightforward at its core and does exactly what

it claims to be able to do.

 He recalls a time he and Blackburn spent 6 months simply trying to fully understand a more

complex ERP system comprising 7000 programs in order to try and make it work more efficiently.

At the end of the day, it couldn’t do what WinMan can do – all those extra bells and whistles

just represented non value-add functionality, for which you were asked to pay dearly.

Blackburn picks up this theme of powerful simplicity and

contrasts it with his experiences of ERP other than WinMan.

We’ve seen systems in the past that required more operatives

just to keep the data up to date than we had in the company.

In such cases, the ERP system far from being a help actually

becomes a huge hindrance.

We were taking a huge risk. You only
need to drop the ball once with
a major automotive customer
and the next day you’re out of
business. However, we had
WinMan up and running
in only 3 weeks
without upsetting
the apple cart.
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WinMan is also able to be implemented in such a short time frame because it has been designed from the

outset to be an accurate representation of real world, Lean driven manufacturing. One simple but extremely

powerful example of this is WinMan’s refusal to allow negative stock levels. As Downing dryly notes,

In business, you can’t sell what you haven’t made yet that’s precisely the sort of logical laziness

and ill discipline that most ERP systems allow. And if you allow that, then you lose any sense

of confidence in your actual stock levels compared to your system stock levels.

This has a direct bearing on how quickly a system can be implemented because Lean manufacturing

necessitates absolute visibility and accuracy of stock levels. Once those using the system have complete

and utter confidence that stock levels are consistently accurate, they can trust the system to do its job,

which it does quickly and efficiently. Downing also notes the wider impact of working with false negatives.

What’s more, with all of these false negative values floating in the system, how can you ever

get an accurate accounting overview of where your company is at any given time?

Because it mirrors real world Lean, WinMan is also very intuitive to use and therefore very easy

to learn and this again helps significantly to reduce the implementation time.

I typically allow half a day for people to learn all the core functions they require, says Blackburn.

He continues, I also always ensure that they have their own data to learn with and that all training

has a value-add to the person and company. If not, it’s like any other non-value add process and

should be dropped.

Which takes us back to the core centrality of Lean to Magal and once again, why WinMan proves to be

such a consistently invaluable tool in Magal’s Lean toolkit.

Two areas of functionality make it clear that WinMan was designed with Lean in mind

comments Blackburn,

the first of which is that it can operate on a true pull manufacturing basis. It understands that

when I’ve used a widget, I need a new widget and everything pulls through from here.

Downing interjects that even here WinMan’s versatility is appreciated because it can also handle both backward

and forward flushing within the same package. This is put to use successfully in AP Drivelines where production

operates on a back flush basis whereas packaging needs to work on a forward flush basis.

The second key area of Lean functionality in WinMan is the ability to use Kanbans – specifically electronic

Kanbans. This is what Blackburn describes as real-world Lean because in the example of AP Drivelines

with over 30,000 part numbers, there are in excess of 3000 Kanbans in operation.

It would be literally impossible to manually manage Kanbans on this scale so they must be

automated and controlled by the system. Because of WinMan’s total accuracy in stock control,

we can trust it not only to manage our Kanbans but also to dynamically resize the Kanbans

according to forecast and load.

This is essential in an industry as notorious as the automotive industry for unpredictability not so much of what

is required, but when. For example, an order may be received for 13,000 parts with a commitment to call off 5000

in week 6. According to Downing, the reality tends to be either calling off of 8,000 or none. By using these rocking

Kanbans, Magal is able to keep an optimised balance between ensuring a constant supply of appropriate parts

without having excessively high stock levels tied up in Work in Progress. Which as Downing accurately notes, is

yet more waste that can and ought to be removed from the business.
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It was immediately obvious that the existing ERP system contained a lot of dross and was overly

complex for what was required. When we migrated the information into WinMan, our ERP system

of choice, we brought over 38,000 part numbers while the former system contained over 100,000.

We consequently had to do a lot of data cleansing and even today, we still occasionally have to

tweak the data.

AP Drivelines therefore had by far the longest implementation time of any of the WinMan systems.

Although as Blackburn says with a smile,

We still had them up and running live in only 4 months.

Speed of implementation however needs to be balanced with minimising negative impact on

a company’s ongoing business performance. Here again, WinMan has proved to be an invaluable

asset, especially with reference to Magal company, Western Thomson Plastics. When Magal

acquired the company, it was in a poor trading relation with its principle customer. The Change

Management team needed to implement Lean and WinMan in a very short period of time yet

with things as perilous as they were with regards to the customer, they couldn’t afford to disrupt

the daily running of the company. Blackburn reflects on this implementation,

We were taking a huge risk. You only need to drop the ball once with a major automotive

customer and the next day you’re out of business. However, we had WinMan up and running

in only 3 weeks without upsetting the apple cart of the main customer.

It is this ability of WinMan to be implemented in such a reliably short time that helps keep it as

an essential tool in the Magal Change Management toolkit. Downing explains some of the

reasons why WinMan is able to achieve this.

The beauty of WinMan is that it is itself a Lean ERP system in that it is an extremely powerful

manufacturing solution yet one that is very straightforward at its core and does exactly what

it claims to be able to do.

 He recalls a time he and Blackburn spent 6 months simply trying to fully understand a more

complex ERP system comprising 7000 programs in order to try and make it work more efficiently.

At the end of the day, it couldn’t do what WinMan can do – all those extra bells and whistles

just represented non value-add functionality, for which you were asked to pay dearly.

Blackburn picks up this theme of powerful simplicity and

contrasts it with his experiences of ERP other than WinMan.

We’ve seen systems in the past that required more operatives

just to keep the data up to date than we had in the company.

In such cases, the ERP system far from being a help actually

becomes a huge hindrance.

We were taking a huge risk. You only
need to drop the ball once with
a major automotive customer
and the next day you’re out of
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WinMan up and running
in only 3 weeks
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WinMan is also able to be implemented in such a short time frame because it has been designed from the

outset to be an accurate representation of real world, Lean driven manufacturing. One simple but extremely

powerful example of this is WinMan’s refusal to allow negative stock levels. As Downing dryly notes,

In business, you can’t sell what you haven’t made yet that’s precisely the sort of logical laziness

and ill discipline that most ERP systems allow. And if you allow that, then you lose any sense

of confidence in your actual stock levels compared to your system stock levels.

This has a direct bearing on how quickly a system can be implemented because Lean manufacturing

necessitates absolute visibility and accuracy of stock levels. Once those using the system have complete

and utter confidence that stock levels are consistently accurate, they can trust the system to do its job,

which it does quickly and efficiently. Downing also notes the wider impact of working with false negatives.

What’s more, with all of these false negative values floating in the system, how can you ever

get an accurate accounting overview of where your company is at any given time?

Because it mirrors real world Lean, WinMan is also very intuitive to use and therefore very easy

to learn and this again helps significantly to reduce the implementation time.

I typically allow half a day for people to learn all the core functions they require, says Blackburn.

He continues, I also always ensure that they have their own data to learn with and that all training

has a value-add to the person and company. If not, it’s like any other non-value add process and

should be dropped.

Which takes us back to the core centrality of Lean to Magal and once again, why WinMan proves to be

such a consistently invaluable tool in Magal’s Lean toolkit.

Two areas of functionality make it clear that WinMan was designed with Lean in mind

comments Blackburn,

the first of which is that it can operate on a true pull manufacturing basis. It understands that

when I’ve used a widget, I need a new widget and everything pulls through from here.

Downing interjects that even here WinMan’s versatility is appreciated because it can also handle both backward

and forward flushing within the same package. This is put to use successfully in AP Drivelines where production

operates on a back flush basis whereas packaging needs to work on a forward flush basis.

The second key area of Lean functionality in WinMan is the ability to use Kanbans – specifically electronic

Kanbans. This is what Blackburn describes as real-world Lean because in the example of AP Drivelines

with over 30,000 part numbers, there are in excess of 3000 Kanbans in operation.

It would be literally impossible to manually manage Kanbans on this scale so they must be

automated and controlled by the system. Because of WinMan’s total accuracy in stock control,

we can trust it not only to manage our Kanbans but also to dynamically resize the Kanbans

according to forecast and load.

This is essential in an industry as notorious as the automotive industry for unpredictability not so much of what

is required, but when. For example, an order may be received for 13,000 parts with a commitment to call off 5000

in week 6. According to Downing, the reality tends to be either calling off of 8,000 or none. By using these rocking

Kanbans, Magal is able to keep an optimised balance between ensuring a constant supply of appropriate parts

without having excessively high stock levels tied up in Work in Progress. Which as Downing accurately notes, is

yet more waste that can and ought to be removed from the business.
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This focus on real world Lean also permeates Magal’s use of WinMan in terms of extending Lean out into the Supply Chain. The company

is currently working on EDI links with appropriate suppliers and customers in order to extend its electronic Kanbans out via portals. Blackburn

is quick to point out that the system has to work with the model and with reality.

The reality is that by the time you get to tier 2 and 3 suppliers, they don’t have the capacity to work with EDI so you have to take

this into account and adjust the ideal to fit the actual.

Even here, Magal uses WinMan in an innovative way which can be illustrated again by Western Thompson Plastics. Downing was

successful in persuading all his key suppliers to place their stock in Western Thompson’s stores and to treat it as consignment stock.

In essence, WinMan then treats each stock area as one huge Kanban with individual bins called off according to need with the correct

supplier paid accordingly at the end of each financial period As Downing says,

It’s a win/win situation. It saves our smaller suppliers considerable time and expense in terms of multiple deliveries and it

massively reduces our accounting activities while ensuring we always have stock availability which means in turn we always

make our delivery dates.

This also has the additional benefit of reducing the number of suppliers used by Magal and making these suppliers in turn feel a much

more connected part of the team. All of which serves to increase trust, add to a positive working relationship and again remove wasted

time in dealing with multiple suppliers.

Perhaps the greatest testament to the value that WinMan brings the Magal Group is that it has remained the ERP system of choice for

over 5 years now and has been deployed in all  Magal UK companies. It is also imminently ready to be implemented in MagalTech, India

and Blackburn sees no reason for WinMan not to remain an invaluable part of the Magal toolkit. He concludes,

With WinMan you know exactly what you are getting – it does what it says on the tin. And that is providing a true Lean

enabling ERP system that is scalable, flexible and powerful enough to work equally as well in every Magal company. Whether

dealing with 20 product lines or 5000 product lines, the absolute reliability of the information and the way it handles this

information remains the same. It works perfectly with the Magal philosophy and by doing so, brings real added value to

every company and the group as a whole.

This success has been matched by aggressive business growth due

to the consistent ability to acquire and then transform ailing companies

into highly efficient and competitive entities within a very short space

of time. The scale of Magal’s achievements are even more impressive

in light of the fact that each Magal company had a new ERP system

– WinMan from SSL WinMan; implemented and running live within

in a Lean manufacturing environment in a matter of weeks.

As Group IT Manager Martin Blackburn explains, the secret of

consistent success has been a true team effort based on one key

underlying philosophy.

Magal is committed to Lean. We don’t just talk about Lean – we eat, drink and sleep Lean -and that’s everyone

from the shop floor to the Directors. Lean is our way of life and it drives everything within the business.

Dave Downing, Logistics Manager Western Thomson Plastics, elaborates further.

Our philosophy applies to every company and is consistently applied because it has been proved in every Magal

company. That means every company uses Kanbans, every company does its production in the same manner, and

every company uses WinMan ERP.

Blackburn is a seasoned Manufacturing IT professional with many years experience of different ERP systems and

implementations and has been involved in every WinMan deployment throughout the Magal group. A key member

of the Magal Change Management team, he has some unique insights into what lies at the heart of achieving

consistently quick and successful ERP implementations, especially within a Lean environment

It’s all too easy to see an ERP system as a solution in and of itself. Many of the companies

Magal has acquired and transformed already had an incumbent ERP system and many

times such systems were an integral part of the problem.

He cites the example of AP Drivelines which had an AS400 based ERP system

before the Change Management team were deployed.
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