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The Revitalized Demand for an Automated 
Document Factory

With postal rates on the rise and information privacy 
regulations becoming increasingly strict, the business 
of printing and mailing has taken on a new scope 
and importance. Striving to reduce costs and ensure 
compliance, organizations look to leverage existing 
investments in technology and connect the islands of 
automation that exist in their document production 
systems. Ensuring financial stability, operating efficiency 
and regulatory compliance in the today’s information-rich 
business environment requires increased intelligence and 
connectivity throughout the process. These benefits are 
gained by adopting an Automated Document Factory 
(ADF).

The cost of documents
How much money does corporate America spend on 
document production? Industry assessments vary, but 
the estimates range between six and 15 percent of total 
annual revenues1— by any measure, mailing constitutes 
a major operating expense. With this much investment 
at stake, organizations of all sizes and from all industries 
can benefit from a thoughtful assessment of their current 
document processing systems.

What opportunities exist to mitigate document->>
related expenses? 

How do rising postal rates, changing mailing >>
standards and the complexities of address quality, 
move/update and undeliverable mail impact the 
bottom line?

How can communication become more relevant and >>
drive better responses? 

How can current document processing equipment >>
bring a greater return on investment?

How can operational processes become more >>
efficient?

The risks of documents
Increasingly strict federal and state regulations 
concerning information privacy have brought document 
processing to the front lines in the struggle for 
compliance. As the consequences of non-compliance 
increase, concern over the security and integrity of 
mailpieces has intensified. 

The stakes have never been higher: regulatory agencies 
look for data accuracy and system integrity, and 
organizations must demonstrate a clear chain of custody 
and the ability to preserve that chain as evidence.

Given these factors, organizations can benefit from an 
assessment of how their document processing systems 
perform in the face of regulatory and legal scrutiny. 
Often, new measures are needed to ensure that the risks 
are minimized. 

How are documents tracked and audited during the >>
printing and mailing process?

Do existing systems ensure the accuracy and security >>
of information at each step? 

How do changes in regulatory requirements affect >>
corporate risk and exposure? 

The opportunity of documents
While the expense and liability connected with corporate 
document processing can be significant, the opportunity 
to improve document performance is profound. 
Documents drive revenue, and how convincingly they 
perform can make the difference between profit and 
loss. Indeed, for many organizations documents are 
the product, the only tangible evidence of the service 
provided. As fundamental touchpoints to clients, 
customers and consumers, the potential of documents to 
serve as revenue generators should not be overlooked. 

1 CAP Ventures, the Gartner Group, et. al. 
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been a few years ahead of its time. Early technology 
hinted at a number of salient benefits, but the full 
scope and opportunity is just now being realized with 
the development of next-generation systems and the 
realization that an ADF can start with one machine, or 
one department or one production process. 

An Automated Document Factory is generally defined as 
a strategy for processing high-volume documents using 
factory production techniques. The classic characteristics 
of an ADF are: lower 
costs, higher quality, 
greater control, 
advanced levels of 
automation, increased 
visibility into processes 
and greater analysis 
across all processes that 
is independent of the 
equipment vendors 
with minimal manual 
intervention. Integral 
to the broader concept are complete mailpiece tracking, 
integrated data quality and integrity checks and real-time 
performance auditing and reporting.

Revitalized demand for ADF 
Savings and efficiency potential is commanding new 
interest in an ADF. More and more companies now see 
an ADF as a logical, disciplined approach to reducing 
document processing expenses, improving their overall 
production operations and communication abilities 
and ensuring compliance with regulatory and postal 
standards. 

Today, document processing technology has developed 
to a point where a truly integrated ADF can be achieved. 
Early solutions lacked the infrastructure and flexibility 
to support the mix of various systems at work in typical 
printing and mailing operations. Siloed solutions 
prevented the realization of an ADF. But the arrival 
of more open and flexible standards-based systems 
designed to work across proprietary brands and protocols 
has given new life to the vision of “factory-like” printing 
and mailing efficiency. 

The diminishing price tag of ADF equipment and 
solutions is another compelling reason for organizations 
to reassess the practicality of this strategy. Once an 
all-or-nothing proposition that required a multi-million 
dollar investment, ADF systems now use hardware and 
software designed to be modular and flexible, and bring 

Personalized documents capitalize on collected customer 
data to rise above the din of competitive messages. For 
years, the best that many organizations could hope for 
were mass marketing mailpieces that performed at rather 
disappointing response rates. Today, with thoughtful 
data integration and document composition, the ability 
to produce “one-to-one” documents that command 
dramatically improved customer response is within reach. 

With the goal of increasing revenue and expanding 
market share, organizations have an obligation to assess 
existing resources that can optimize their customer-
facing documents. 

Do customer documents take advantage of existing >>
customer data stores? 

Are customer documents effective in their content >>
and message?

How can upstream use of customer data help >>
optimize the downstream printing and mailing 
process?

The Automated Document Factory
An Automated Document Factory is a decisive response 
to the pressures of cost containment and regulatory 
compliance, and an enabling approach to improve 
the production and performance of mission-critical 
documents. For years, automation techniques have 
helped the manufacturing industry improve production 
quality, eliminate defects and manage workflow with 
increased profitability; now the ADF has emerged as 
a tremendous evolution in high-volume printing and 
mailing to accelerate efficiency, integrity and quality, 
while maintaining maximum operating economy.

In the decade since the Gartner Group coined the term 
Automated Document Factory, the concept has grown in 
scope and identity. Indeed, the expression has evolved 
in industry lexicon as a generic phrase. Despite this 
familiarity, however, the concept of the ADF may have 

Customer Response Rates:

Bulk email: 0.0002%

Bulk fax: 0.019%

Bulk mail: 1.26%

Personalized mail: 13.7%

— Rochester Institute of Technology

Just as process 
optimization 

transformed the world 
of manufacturing, an 
ADF is a tremendous 

evolution in the 
world of high-volume 
document production.
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manual processing is 
minimized, and shop 
supervisors track and 
adjust workloads in 
real time. When errors 
do occur, an ADF 
allows organizations to 
quickly recover without 
the need for exhaustive 
human intervention or 
rework. Organizations 
look to an ADF 
solution to lower 
costs by optimizing 
performance and 
managing diversity 
within the various 
components (e.g., 
data formats, print protocols and barcode specifications), 
while applying manufacturing-like precision across the 
entire document production process.  Organizations 
benefit from the ability to track operator efficiencies and 
examine how well hardware and applications perform in 
the flow of production.  

Postal compliance
The cost of postage has risen significantly in recent 
years, and organizations stand to lose millions in postal 
savings if they fail to comply with ever-changing USPS 
regulations. An ADF helps organizations work within the 
changing postal guidelines and employ advanced postal 
techniques (including automated address cleansing and 
maximization of work share discounts), to mitigate these 
rising expenses, as well as full service IMB support which 
provides connectivity with the USPS.

An ADF can help companies avoid hidden inefficiencies 
that could result in additional significant postage 
overruns. The USPS reports that nearly one-fourth 
of all the mail that goes through its system contains 
errors—misspelled street names or outdated addresses, 
for example—that result in being returned to sender. 
The expense of undeliverable mail can be considerable, 
with additional costs including a returned mail fee, plus 
the postage to re-mail the corrected piece. There is good 
news when it comes to address correction, however. The 
USPS Address Change Service (ACS™) is now a free service 
for mailers that adopt Full Service IMB. This information 
can be used to correct source data in legacy billing and 
customer databases and is a significant benefit over the 
current structure which charges mailers for each ACS 
incident.

expanded capabilities and new life to existing hardware 
and systems. This approach helps keep pricing in line with 
expectations and creates a greater number and variety 
of right-sized solutions. The resulting affordability and 
flexibility bring an ADF within the reach of organizations 
that previously could not afford an enterprise-sized 
investment. 

As is often the case with the development of innovative 
strategies, the idea of an ADF preceded the practical 
ability to capitalize on its conceptual benefits. But as the 
pressures of cost containment and regulatory compliance 
converge with more affordable advancements in ADF 
technology, organizations that once may have rejected 
the concept might now benefit from reassessing an ADF 
model. Key benefits to consider include:

Automated processing efficiencies to reduce >>
operating costs 

Compliance with USPS® address quality requirements>>

Support for Intelligent Mail® barcode (IMB) >>
implementation 

Item-level tracking via IMB for increased document >>
integrity and postal discounts

Auditable tracking data to reduce exposure to legal >>
and regulatory risk

Real-time production workflow monitoring for better >>
operations analysis

Automatic reprint file generation to reduce the cost >>
and time of manual reprints 

Enhanced document personalization to increase >>
customer satisfaction and revenue

Optimized workflow for increased return on hardware >>
and software investments

Drivers toward an ADF model
A number of market and industry conditions drive the 
revitalized demand for Automated Document Factory 
solutions and techniques. 

Cost of operations
The cost of day-to-day operation must be a primary 
concern for any profitable organization. An ADF can 
lower the ongoing expense of printing and mailing 
by automating manual processes and instituting 
automated production tracking and monitoring. As 
in the manufacturing industry, the notion of “super-
efficient” document processing allows for an internal 
workflow to proceed with very few interruptions or errors: 

Recent Postal Rate Hikes:

January 10, 1999 0.33

January 7, 2001 0.34

June 30, 2002 0.37

January 8, 2006 0.39

May 14, 2007 0.41

May 12, 2008 0.42

May 11, 2009 0.44

— US Postal Service
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and control. Integrity and quality checks in printing can 
save time and money by stopping a job as soon as an 
error occurs, as opposed to printing an entire job and not 
catching the errors until finishing.  Recent developments 
in ADF technology now allow “host to post” monitoring of 
document integrity and security throughout a production 
operation across some or all processes. 

Productivity and optimization
As companies look for new ways to maximize their 
existing mailing and printing infrastructure investments, 
they increasingly seek to extend the functional lifespan of 
their owned equipment instead of acquiring replacement 
machinery. Similarly, efforts to optimize productivity 
within current staffing levels have gained favor in lieu of 
hiring additional workers or running additional shifts to 
increase output. 

An ADF is an attractive approach in both of these areas. 
By virtue of print job and mailpiece tracking, supervisors 
gain the ability to visualize and analyze production 
workflow in real time.  They can plan workloads according 
to immediate processing demands as well as analyze 
the efficiency of every employee and system, identifying 
areas for improvement, such as training, system 

maintenance, quicker delivery of stock 
during setup, etc. As a result, organizations 
make more pointed and profitable 
decisions regarding productivity, staffing 
and equipment. 

Flexibility and interoperability
Making the most of existing investments is 
crucial for organizations that have recently 
been through mergers, acquisitions 
or industry affiliations. Banks, service 
bureaus, insurance carriers, healthcare 
organizations and utility providers are just 
a few of the vertical markets experiencing 

broad consolidations—with restructuring efforts often 
sparking significant concerns over redundant functions, 
incompatible systems and outdated equipment. One 
leading objective of any merger or acquisition is to 
simplify and streamline how acquired organizations 
process information. 

As a result, printing and mailing operations often work 
with a range of applications and equipment, with 
equipment from multiple vendors and specialized 
document attributes interfering with factory-like 
integration efforts. Organizations faced with this situation 
should consider moving toward an ADF model as a way 
to gain flexibility and interoperability, and for facilities 

Move Update is another area of significant concern 
for mailers, and the complexity and cost of ensuring 
accurate and timely address updates can be ameliorated 
with an ADF. Statistics indicate that approximately 17 
percent of the people in the U.S. move each year.2 As a 
result, a significant portion of the mailpieces in the USPS 
mailstream need to be forwarded. In an attempt to curb 
the burden of forwarded mail, the USPS has recently 
implemented more stringent requirements for address 
verification; addresses must be verified more frequently 
(every 95 days vs. 180 days) and the data supplied by 
mailers (via a Mail.dat file) must be more broad and 
complete. The penalty that mailers will receive for not 
complying with Move Update requirements for at least 70 
percent of a mailing is full postage rates for every item in 
that mailing.  Many mailers struggle to meet these new, 
more demanding standards for Move Update compliance 
and suffer the increased postage costs as a result. An ADF 
minimizes the impact of the hidden costs of compliance 
by automatically cleansing addresses and updating 
pieces before they are printed and mailed. 

Regulatory compliance 
Mailpiece integrity and security are at the heart of 
regulatory compliance for any organization responsible 
for printing and mailing corporate 
documents. The implications across 
major industry markets have been 
noteworthy. The Health Insurance Privacy 
and Portability Act (HIPPA) in health care, 
the Sarbanes-Oxley Act (SOX) in public 
accounting, and the Gramm-Leach-Bliley 
Act (GLBA) in the financial sector are just a 
few of the now-iconic regulations placing 
documents squarely in the crosshairs of 
compliance officers and legal counsel. 
Common among these statutes is the 
requirement to protect sensitive customer 
data and demonstrate dutiful custodianship of the 
information. 

The increasing need for information security and 
mailpiece tracking is driving the demand for more 
elaborate ADF verification and quality control systems, 
and specifically for recently developed camera or “vision” 
systems that literally read data from individual pages 
and envelopes to insure quality, integrity and security. 
Piece tracking, long valued among mailers for its ability 
to verify that the correct mailpieces with the correct 
contents are being successfully processed, is now a 
capability of interest to the printing industry, as data-
driven documents demand increased levels of verification 

2 US Postal Service

Mailpiece integrity 
and security 

are at the heart 
of regulatory 

compliance for 
any organization 
responsible for 

printing and 
mailing corporate 

documents.
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like never before—resulting in a host of previously out-
of-reach process improvements. Whereas integration 
and flexibility were once considered the Achilles heel of 
an ADF operation, current solutions are more open and 
adaptable, allowing far greater levels of automation and 
optimization.  

Data integration and manipulation
High-end data integration and manipulation are among 
the key advantages of an ADF, as the system can create 
a connected print/mail room where information is 
reused across applications and processes to ensure 
efficiency, integrity and quality. The ability to assimilate 
and manipulate this data is an integral improvement 
that helps printing and mailing operations work smarter, 
faster and with more accuracy and agility. For example, 
data integration and manipulation for postal optimization 
and move/update compliance is essential in order to 
ensure that mail going 
through production is 
accurate and will qualify for 
maximum postal discounts.

Some gains include: 

Postal compliance>>

Dynamic modification of print layout to add >>
customized messages 

Application of barcodes and integrated control files >>
for integrity and tracking 

Converting from POSTNET™ to IMB >>

Implementing unique identifiers for Full Service IMB >>

Address quality verification>>

Generation of a Mail.dat and Mail.XML files>>

Extraction and analysis of production data for >>
reporting and process optimization

Electronic document delivery and online viewing for >>
customers and customer service agents

In print centers, ADF capabilities have been heightened 
by the introduction of new document composition 
and print stream manipulation tools. With greater 
flexibility and openness, users can perform a variety of 
vital enhancements before releasing a job to a printer. 
Activities such as adding barcodes, cleaning addresses 
or creating custom messages are now performed 
dynamically without the need for expensive legacy 
programming. The ability to flexibly capture and 
manipulate print stream and document composition 
data prior to printing is a primary advantage of an 

to repurpose documents and equipment to meet the 
changing needs of the organization. 

Personalized customer communications
Despite the predicted demise of printed documents, 
surveys indicate that a majority of consumers still prefer 
direct mail over other types of customer marketing.3 
Printing and mailing continue to be a cornerstone of 
customer communication, but info-age consumers are 
typically no longer seduced by campaigns relying on 
simple mass communications. Personalized, one-to-one 
documents are required to effectively target customers 
who have a need or interest in a particular product or 
service.

Increasingly, companies find that ADFs can help them 
to communicate with customers in highly personalized 
ways. Automated and customized documents decrease 
the amount of time and money required to attract new 
clients, while deepening the profitability of established 
customers. With the advent of digital printers and 
advanced database systems, formerly static documents 
like statements, invoices, or account summaries are 
transformed into trans-promotional documents with 
significantly greater abilities to cross-sell and up-sell, 
dramatically improving customer response.   And the 
use of electronic communication channels such as Web 
sites and email are also enabling a document to satisfy 
additional delivery preferences as well as leveraging the 
power and flexibility that the Internet has to offer.

Available ADF gains
The advantages of the next generation of ADF solutions 
include a number of gains that were not possible just a 
few years ago. Open connectivity across platforms has 
joined the gaps between printing and mailing operations 
and systems from multiple vendors. It has given new 
viability to using a factory-like approach across the entire 
document production process. Broad, flexible acceptance 
of diverse data streams and vision/reading technologies 
provide the opportunity to share and manipulate data 

Data integration 
and manipulation 

are key advantages 
of an ADF.

61% of consumers prefer direct mail 
over other customer marketing.

63% of consumers have a preference 
for personalized documents.

- Infotrends: The Future of Direct Mail, Transaction and 
Transpromotional Documents

3 Infotrends: The Future of Direct Mail, Transaction and Transpromotional 
Documents
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technology now being installed on production printers—
typically, regardless of brand or model—can eliminate 
the black hole between printing and mailing operations. 
Once isolated and often unknown, print production 

attributes, like page counts, paper 
stocks, color and barcode quality and 
print processing time, are tracked, 
monitored and integrated directly into 
overall ADF management. 

An efficient workflow is critical to the 
productivity and profitability of any 
operation. ADFs introduce the flexibility 
to support a range of applications 
reaching beyond printing and mailing 
to include manual processing in 

staging areas, the loading dock and special handling 
teams; opening the door to a variety of scenarios that 
encourage broader efficiencies and greater economy.  

Integrated piece tracking 
Privacy regulations impose increasingly strict standards 
on how confidential and sensitive mailpieces are handled, 
and more stringent USPS regulations can impact postal 
discounts and penalties. As a result, item-level piece 
tracking is essential and an ADF enables truly integrated 
tracking by virtue of increased data integration and more 
flexible hardware options. Cameras, unique identifiers 
and comprehensive management software provide the 
levels of visibility into the production process needed to 
insure the integrity and security of sensitive documents 
and information. Available gains include the ability to: 

Track individual document sets and mailpieces >>
through the printing, finishing, sorting and delivery 
process 

Verify that mail was actually sorted and sent to the >>
USPS

Meet requirements for Full Service IMB >>

Increase the accuracy and completeness of postal >>
reporting

Confirm that high-value mail has reached the >>
recipient

Access tracking reports in real time via a secure Web >>
server

Segment tracking data for specific customers or >>
departments

Automatically reconcile a mail run>>

Generate reprints on the fly>>

View online versions of statements>>

ADF, allowing organizations to make incremental 
improvements in their applications over time and build 
better strategies to reduce costs and inefficiencies in the 
overall production process.

Data integration drives ADF mailroom 
efficiency by allowing organization to 
proactively stipulate what elements 
need to be tracked on an inserter, 
instruct a sorter for optimum setup or 
inform the USPS of mail to be inducted 
into the postal system. Additionally, an 
ADF’s reach can be extended beyond 
the boundaries of the host organization 
with the ability to track out-bound mail 
and discern exactly when mailpieces 
arrive at their intended destinations. Tracking the 
progress of business replies (e.g., in-bound remittances) 
can broaden the value of ADF data integration even 
further.  

Hardware integration 
Software tools can help unify data upstream, but 
downstream flexibility in mail handling systems creates 
additional alternatives and expands the viability of older 
applications and systems. 

For instance: no two barcodes are created equally, as 
any mail industry veteran will testify, and efforts to track 
mailpiece integrity are fraught with the never-ending 
development of new and diverse codes. Everything from 
legacy OMR marks to the more recent introduction of IMB 
makes the integration of a vision system a primary gain. 

Vision systems, or optical character readers, provide 
the ability to interpret any barcode. Users are no longer 
held captive by proprietary technologies. With more 
flexible and comprehensive hardware integration, an ADF 
enables the viable optimization of diverse systems. 

Some gains include:
 

Open architecture supports the widest range of >>
potential configurations

Increased asset utilization improves productivity and >>
efficiency 

Comprehensive management brings multiple systems >>
and locations under a single structure 

Full integration significantly reduces complexity and >>
manual processing

The same techniques used to track items in finishing 
can extend upstream into the printing process. Camera 

Camera technology 
is now installed on 

production printers—
most often regardless 

of brand or model—that 
eliminates the “black 

hole” between printing 
and mailing operations.
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pieces and closing out the entire mailing run without 
delay. Because fewer people are involved, integrity and 
security are more tightly managed and the likelihood of 
compounding errors is minimized. 

Visibility of data 
In response to shrinking margins and growing 
competition, organizations typically seek new ways to 
optimize their operations. Clearly, the main roadblock 
is the ability to identify internal inefficiencies, make 
the necessary changes and monitor and analyze those 
changes to ensure the achievement of desired results. 
Increased visibility of data within an ADF meets these 
demands with the ability to monitor and analyze 
production activities as they occur: data processing, print 
management, finishing, sorting and delivery. Real-time 
visibility of data provides a number of gains: 

Operator and resource optimization>>

Reduction of inefficient or duplicate efforts>>

Operational productivity tracking and reporting>>

Trend analysis>>

Multi-site support>>

Increased profitability through production cost >>
management

In the past, collecting production data across multiple 
vendor platforms was problematic, if not impossible. 
But new vision technologies allow the development of 

a comprehensive view of print/mail 
workflow, regardless of the makes, 
models or brands of machinery used. 
Via a Web-based interface, ADF shop 
supervisors can administer multiple 
facilities in different locations, 
manage equipment downtime and 
optimize capacity to meet a variety of 
production requirements. Managers 

also find that an ADF’s increased visibility of production 
data aids in the setting of proper thresholds for staffing—
especially during periods of peak demand.

Integrated customer service
Customer service can be greatly improved with ADF 
integration. In an Automated Document Factory, 
document images can be presented online and tracking 
data fed to customer service agents who can then 
resolve questions more quickly. The reach of an ADF may 
even extend to include mailpiece tracking as pieces are 
processed by the Post Office™ through the use of Full 
Service IMB. This literally gives customer service agents 

Integrated piece tracking is important for process 
management as well. Real-time visibility of tracking 
data helps shop supervisors better optimizes their 
workflow and capacity. Trend reporting and resource 
planning encourage greater return on investment in 
existing hardware and improved utilization of labor. 
Additionally, the development of hand scanners and 
desktop document feeders enable convenient tracking 
of manually processed mail in an ADF system—from 
activities performed in staging areas and between 
production stations all the way out to the shipping 
dock—with near 100 percent integrity. 

In addition to the benefits of piece tracking throughout 
the mail production process, unique identifiers contained 
in IMB codes can also be used to correctly identify every 
item when electronically submitting required postal 
reports. New reporting and accuracy requirements must 
be followed to meet Full Service IMB requirements; if 
the information submitted is incorrect the entire mail 
run may fail USPS acceptance. An ADF with the ability to 
dynamically manage postal reports can ensure accurate 
and complete reporting and bring about a more efficient, 
cost effective and compliant operation.
 

Automated reprints
Reprints are the bane of most printing and mailing 
operations. It is inevitable that mailpieces will 
occasionally become damaged, but the effort required to 
complete a reprint of the missing piece is expensive and 
time consuming. Often, reprints expose 
a company to increased risk in terms 
of lost or mishandled information. An 
ADF eliminates the costly constraints 
associated with reprints by allowing 
more open integration and more 
flexible response. 

Some gains include:

Automatically initiate and schedule reprints>>

Issue reprints on-demand at a local printer>>

Eliminate the need for production support or analyst >>
intervention

Schedule a complete re-run, or a reprint of just a few >>
pages

Automatically direct reprints to printers based >>
on criteria including volume, color and finishing 
requirements

An ADF provides the flexibility to respond appropriately 
to real-world situations, quickly recovering damaged 

An ADF eliminates 
the costly constraints 

associated with reprints 
by allowing more open 
integration and more 

flexible response.
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regulatory compliance, combined with the bottom-line 
need to sustain and improve mission-critical documents, 
make a next-generation ADF solution more appealing 
and more practical than ever. However, several factors 
should be considered before an organization moves 
toward an ADF model: 

Protect your investment
An ADF solution must be able to work seamlessly with a 
variety of systems. Many organizations operate with long-
tenured mailing equipment and legacy printing systems, 
sometimes long after they have been fully depreciated. 
A viable ADF solution must be able to bridge the gap 
between disparate systems and provide new value to 
existing technology investments.

Be open and flexible
An ADF solution must not be hindered by differences in 
print platforms, barcode technologies, or data formats. 
Most enterprise organizations own multiple document 
composition tools, operate using several computing 
platforms, and support a variety of native programming 
languages and print protocols. Service bureaus are 
particularly challenged by the varieties of graphic 
formats that they must handle in order to accommodate 
customer demand. An ADF must therefore thrive in 
a mixed environment, bringing unity to the complex 
pockets of capability that would otherwise run in 
isolation from each other. 
 

Modular and cost effective
Many organizations were reluctant to adopt the 
monolithic and expensive early ADF solutions. The 
strength of next-generation ADF technology is in the 
cost-effective modular design approach. Companies 
evaluating an ADF should do so as a modular 
implementation—adopting pieces and capabilities as 
they make sense and are affordable, and setting the stage 
for expansion and growth into a more fully integrated 
ADF strategy at their own pace. 

Moving forward with an ADF
With postage rates rising and document production 
expenses eating away at revenue, moving forward with 
an ADF makes sense as a way to reduce costs through 
process automation and optimization. Market conditions 
are right and the technology has matured, making ADF 
an attractive operational strategy. 

Progressively strict regulations concerning information 
privacy and the risks of non-compliance have prompted 
ever more urgent requirements for fully integrated 

visibility into the mailpiece’s lifecycle —from creation, 
through USPS delivery and back via business reply. 

Full Service IMB establishes the ability to integrate “Start 
the Clock” information that is provided when the USPS 
accepts each mailing. This electronic feedback is based 
on the Mail.dat file and the mailing identifier. The benefit 
in an ADF is the ability to acknowledge mail as being in 
the hands of the postal service. Customer service agents 
can verify the delivery status of a mailpiece in question 
with the option to verify delivery confirmation to the last 
sorting point before delivery to each recipient.

An ADF allows end users to satisfy their own requests 
without engaging live service agents; viewing statements 
and requesting reprints, for example, all performed 
transparently to a normal support hours. Some of the 
gains are:

Agents view document images to verify the content >>
and resolve customer inquiries 

Full Service IMB tracking data confirms the address, >>
date sent, the time the piece was mailed, and can 
track the progress of mail through the postal system.

Missing documents are automatically scheduled for >>
reprint, either on a local printer or via production 
printers 

Reprints can be faxed or e-mailed directly to >>
customers

Documents can be posted on a secure Web site and >>
archived for later download

In all, the advanced levels of integration and tracking 
inherent within an ADF can foster superior customer 
service. 

Critical ADF considerations 
The time is right for organizations to revisit the 
advantages and benefits of an Automated Document 
Factory. Pressures associated with cost containment and 

One-third of survey respondents 
believe the exact duplication of the 

printed document on the screen 
is critical or extremely important, 

with another 26.6% saying they 
believe it is moderately important.

- CAP Ventures: The Future of Mail and Transaction 
Documents
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print and mailpiece tracking. The advantages of an ADF 
become an appealing option as organizations become 
increasingly responsible for demonstrating data integrity 
and information security. 

Organizations can no longer afford to build strategies 
in isolation from their documents and the systems that 
create, produce and deliver them. By delivering the 
power of personalized documents and superior levels of 
customer service, an ADF model can transform document 
production from an expensive corporate liability to a vital 
and profitable enterprise. 

The vision may have been ahead of its time, but with 
the recent maturation of ADF technologies the vision is 
now a reality. The modular structure of next-generation 
solutions has opened the door to small- and medium-
sized organizations, and bridged the gap between 
proprietary third-party systems. 

The future of printing and mailing will demand that 
organizations be aggressive in cost containment and 
forthright in regulatory compliance, and enable ongoing 
improvements to customer-facing documents. The 
industry now offers several commercial choices to 
consider when evaluating ADF solutions, but the key to 
success will be contingent upon designing strategies with 
open system flexibility and tight document integrity.
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Automated Document Factory 
Sefas Provides a Global Solution for the Bank of Tokyo 
 
Many companies plan for global expansion, but few actually get to see it through; however, thanks to the flexibility of Open Print, this is exactly 
what Sefas is helping its clients to achieve. 
 
As Bank of Tokyo Mitsubishi UFJ (Bank of Tokyo) continues its growth in Europe, the need to deliver world-class communications to its 
customers has never been greater. This means providing the highest standards of service and integrity, down to every last statement and letter the 
bank produces.  
For Bank of Tokyo, choosing the right IT infrastructure is critical in its bid to become one of the most trusted banks in the world, with a peerless 
reputation, nothing less than perfection will do.    
 
Background 
Established in 1919, Bank of Tokyo serves as the core retail and commercial banking arm of the Mitsubishi UFJ Financial Group, Japan's largest 
financial services company, employing more than 33,000 staff worldwide.  The bank’s network of more than 750 local branches and 75 European 
offices has grown steadily over the years, based on the strength of its customer service. 
Following the merger of Bank of Tokyo-Mitsubishi Ltd and UFJ Bank Ltd in 2006, there was a new impetus to drive the company’s expansion 
forward, with the aim of becoming the world’s premier financial group. 
  
The Challenge 
In 2007 Bank of Tokyo was looking for a global IT solution, which would allow it to consolidate and improve its document production processes 
throughout Europe.  Sefas was appointed by the bank’s European HQ in London to create a platform through which they could manage its 
European-wide production.  
 
The success of the project was critical to Bank of Tokyo’s commitment to serving its customers, as well as to safeguard its reputation. Working in 
partnership with Bank of Tokyo, Sefas was tasked to: 
  
·        Refine customer communications by allowing for suppression of unwanted documents, to improve the customers’ experience 
·        Create a centralized solution which could handle many different documents from various locations around Europe 
·        Automate time consuming manual processes to increase productivity 
·        Provide a solution that could deliver “Host to Post” audit and integrity 
·        Ensure that BTMU’s in-house IT staff received the necessary training and support throughout the project. 
·        Agree a licensing model based on volume, which would allow the Bank to acquire the solution at relatively low cost initially, and then up-
scale as volumes increased. 
  
The aim was to create a single Automated Document Factory (ADF) environment which would enhance customer communications and unify 
Bank of Tokyo’s print and mailing processes. 
  
The Solution 
Sefas used Open Print to improve the format of the bank’s statements and improve integrity. Barcodes were introduced to enable each document 
to be tracked and identified individually, and a new automatic mailing machine was purchased.   
  
Furthermore, Sefas designed and delivered tailored training courses and offer consultancy support to enable Bank of Tokyo to develop and roll 
out its own applications in-house. Open Print was used to re-engineer existing documents to introduce barcodes and reposition key data to make 
them more user-friendly.  
  
“Sefas worked in close consultation with Bank of Tokyo to conduct a full in-depth analysis of their needs and existing infrastructure. Our team 
then proofed and tested the concept, as well as running consultancy workshops to refine the design and provide the bank with a detailed 
breakdown of costs.” James Weaver, Business Development Manager, Sefas Innovation Ltd  
  
The Results 
Sefas Open Print allows Bank of Tokyo to optimize its ability to control, produce and distribute business critical documents. It combines design, 
print and distribution into a fluid, all-in-one system, managing the entire document production process from conception to distribution; ensuring 
cost efficiency, as well as data integrity. 
  
Reprints are much easier with the new system and Bank of Tokyo now has complete control and visibility of every document it prints. Print 
turnaround times have been reduced through automatic preparation and handling. 
  
The software can intelligently sort documents prior to printing and, where appropriate, group all the documents going to the same recipient. A 
decision can then be made to send the communication either electronically or physically, dependant on the customer’s expressed preference. For 
physical prints, appropriate integrity markings are added to allow secure, fully automatic processing on the mailer. This has significantly reduced 
the costs associated with producing and mailing essential banking correspondence. 
  
Customer satisfaction has also improved thanks to the introduction of mail suppression, which allows customers to pick and choose which 
communications they receive. At a time when consumers are increasingly switching to e-mail communications, this facility allows the bank to 
reduce its print runs, thus conserving environmental resources and reducing postal costs.  
  
The bank’s drive for efficiency has also cut down manual processes.  Previously, the bank employed five people to process its mail seven hours a 
day. With the new Open Print solution up and running, three operators are processing the mail in a fraction of the time. This has allowed the Bank 
to redeploy staff, improve mail integrity and significantly increase the volume of post they can accommodate. 
  
“Sefas’ Open Print software facilitates the optimization of customer communications, by enabling banks to use transactional documents to carry 
relevant and valuable information about additional services the customer will benefit from. This not only ticks boxes for increased customer focus 
and cost reduction, but also for environmental concerns over the need for waste reduction.” James Weaver, Business Development Manager, 
Sefas Innovation Ltd  



 
 

 

  
The Future 
The Bank of Tokyo is now carrying out the bulk of its integration and application development work internally. Following the successful launch 
of the Open Print solution, the bank has begun to use capability of their London ADF, to add value across their key European operations in 
Dusseldorf, Paris and Amsterdam. They can also see further potential across their global network. 
  
“IT Directors are always under a lot of pressure to turn up new solutions to help these businesses stay competitive. Sefas’ Open Print software 
enables financial institutions to make essential document management as cost effective as possible, whilst improving customer service levels”. 
Giles Hill, General Manager, Sefas Innovation Ltd. 
 
*** 
 
Postal: Pitney Bowes Sponsors DMNews Webcast 
Managing Postal Changes While Maximizing your Direct Mail 
  
Pitney Bowes Inc. announced its sponsorship of DMNews’ Webcast on “Managing Postal Changes While Maximizing Your Direct Mail” on 
May 6.  
  
The Webcast will offer valuable information and insight on direct mail strategies and solutions to help mitigate postage expenditures including 
why mailers should avoid non-machinable characteristics of letter-size mail pieces, consolidate mailings for greater discounts and consider 
redesigning flats to effective letters.  
  
Why: New prices and regulatory changes go into effect for U.S. Postal Service® Mailing Services on May 11. To prepare, mailers need to know 
the new information and consider their own changes in cost. At a time when every cent of direct mail spent counts, marketers cannot afford to 
lose sight of testing new formats to get the most ROI from every push.  
  
When: Wednesday, May 6, 2009, 1:00 to 2:00 p.m., EDT  
Who: Elizabeth Lombard, national postal-carrier manager, mailing solutions management learning and performance for Pitney Bowes  
Moderator: Nancy Kearney, news editor, DMNews  
Registration: http://www.dmnews.com/webcasts  
  
More information is available at http://www.pb.com 
 
*** 
 
Conference Spotlight 
See Metavante at the CS Week Conference, May 21 
 
Are you attracted to the cost efficiencies of outsourcing but fearful of losing control? Why not take the best of both worlds by smartsourcing 
because it could be the perfect approach for you. Metavante and Fortis BC will be co-presenting at the CS Week conference on Thursday, May 
21 from 11:30 am to 12:30 pm.   
 
In this comprehensive presentation, Tamara Tilley and Jordan Khamra will discuss extensively how Fortis determined that smartsourcing was the 
best business decision for their organization and what steps they took to move the project forward. They determined early on that they wanted to 
maintain control of their brand and messages and in order to accomplish that, they would have to keep the design and processing of the 
documents in-house, while outsourcing their print and mail operations. CSF Designer helped FortisBC, redesign and simplify bills to make them 
easier to read and understand, improve customer relationships, and enhance its marketing capabilities. For example, by providing energy 
efficiency tips in monthly bills, FortisBC can educate customers on ways to decrease their costs, which may result in a reduction of calls to the 
FortisBC customer service center. 
 
The ease of use and testing automation of CSF Designer and FasTest made this business model an attractive alternative for companies interested 
in saving money and enhancing their brand image. 
 
Metavante will exhibit at booth number 310, please stop by their booth for a review of their latest product updates, demos and brochures, and 
if you would like to schedule a personal consultation regarding smartsourcing or document composition, please email 
kelly.kearn@metavante.com. 
 
*** 
 
Last Week's Discussion Question 
Responses to “If we did not use the word TransPromo, what term would you recommend we use?” were many and varied. This is obviously a 
topic that deserves further discussion. So, we will leave it open one more week to allow for additional wisdom sharing. >>>  
  
Here are samples of response received to date:  
·         Maybe you're physic, but we had a long conversation and debate about terminology for the on demand sector, including transpromotional 
printing. i.e. digital offset? digital printing (wide format is digital printing) and all that stuff. Be interested to see what your lot comes up with.  
·         I wouldn't change the word at all. It's making headway and like everything we marketeers do, it takes time to sink in.   
·         My recommendation is that you continue with TRANSPROMO.....but help the recipient of your messages to understand full what it means 
by adding a tag line of these or words relating to TransPromo (printing, finishing, mailing, billing promotions).  
·         Frankly, your survey is a good idea as it may reveal to you that there are many people out there (like me) who do not fully understand what 
TransPromo means.   
·         By changing the word to something else won't cut it, Andy.  I say clarify TransPromo with a tag line.  
·         No problem with TransPromo for the “usual” application – just thinking of a more “significant” and Secure or Authentic word when used 
for that special application (assuming we developed something that became an industry standard).  



 
 

 

·         I think the problem is not the term itself; it's the fact that it is being overused due to a lack of arguments.  
·         If you have to address a worldwide market of less than 100 high volume color production printers a year, hammering into peoples’ heads 
that transpromo is good for your wallet is a little bit too flat.  
·         I prefer 'transpromotional' - transpromo is for lazy people.  
·         When I was with The Harris Group we called it 'Conditional Messaging' - didn't make much difference, people didn't get it back then.  
·         I suggest using the word Interactive to keep it simple and direct.  
·         Transpromo - may be understood in our "Document Processing" world but sometimes over creation of a word makes it confusing.  
·         I suggest using the word On-Cert or Up-Sell.  
·         You are exactly correct. Much of the 'problem' with transpromotional is that, like POD and VDP before it (and data center printing before 
them) most of the recent hype re transpromotional is just that - hype.  
·         Unfortunately as you point out, the whole thing has been overused and perhaps, under-explained.  
·         If we, as an industry, did a better job of discussing the 'why, what, how' of transpromotional (including training sales people on what it all 
means) we'd all be so much better off.  
·         Doesn't the logic of transpromotional - especially in these economically challenging times - work?  
  
Thank you to a few of the people we quoted here:  
Mike Fichera, Bill Riddle, Ken Pobjoy, Paul Grillo, Scott Bannor, Harald Grumser, Joe Barber, Wendell Smith.  
We did not capture all the names so if you responded and we missed you, just let us know and we will acknowledge you next week. 
  
Share your views on “If we did not use the word TransPromo, what term would you recommend we use?” press@outputlinks.com 
 
 
 
*** 
 
 
The QR Blog 
QR Codes Streamline Application Processing, by Joe Barber 
 
The Canadian government has deployed a very ingenious application of QR Codes in their online Adult Passport Application 
(http://www.ppt.gc.ca/form/pdfs/pptc153.pdf).  In the upper right hand corner of the online application form there is a QR Code.  As you enter 
information in each field on the form the QR code is automatically modified to include each new piece of information.   
 
Once the form is complete the code contains all of the applicant’s information.  Because a signature is required along with the submission of a 
photograph, the completed application with the full QR Code must be printed out and delivered to the government for processing.  However, the 
government processing center can now simply scan the QR Code and quickly and accurately upload all of the applicant’s information into the 
system, allowing for much faster application processing times. 
 
I have created a short video (http://www.screencast.com/users/JoeBarber/folders/Jing/media/b5575eba-a649-45c9-93f9-e18902e4bbf8) that 
demonstrates the form being filled out and the QR code being dynamically modified.  Once you watch this you will be able to quickly see that 
there are many different potential applications for this in the business world. 
 
One application that first comes to mind is for insurance companies, brokerage firms and others with an enrollment form.  Of course any form 
that is stored online and needs to be printed out in order to capture a signature or needs to be submitted with some other external items such as 
photographs is a perfect candidate for this application. 
 
Governments don’t typically adopt leading edge technologies so the fact that the Canadian government has chosen QR Codes for this application 
confirms that QR Codes are becoming mainstream here in North America. 
 
As QR Codes continue to gain wider adoption, businesses will continue to realize the greater and greater value of QR in its many different 
applications. 
 
If you have ideas for other applications of QR Codes feel free to share them with me at jb@CodeZQR.com as I would love to hear about them. 
 
 
*** 
 
 
Notable Quotable 
 
“I have been blessed with a career, teaching, and an occupation, graphics that have allowed me to work within the two fields I love, 
administrators that supported my ideas, an industry willing to work with me in my classroom, students who have found a career and the 
importance and fun of learning, and a family that has understood and forgiven my 10 to 12 hour days at school for 37 years. My greatest hope is 
that each of my students can find the same happiness in their careers that I have had in mine!”  
 
Michael Stinnett, 2007 EDSF Educator of the Year Award 
Royal Oak High School 
 
 
 
*** 
 
 
 



 
 

 

Industry News: 
 
GMC Software Technology to Offer PANTONE Color Systems Capabilities 
http://www.outputlinks.com/html/news/gmc_PANTONE_Color_Systems_050509.aspx 
 
Kodak Selects Dave Wigfield to Lead Worldwide Workflow Sales and Operations for Business Solutions and Services 
Group 
http://www.outputlinks.com/html/news/kodak_Wigfield_Business_Solutions_050109.aspx 
 
Four Xerox Premier Partners Win Inaugural NAPL Marketing Excellence Awards 
http://www.outputlinks.com/html/news/xerox_Premier_Partners_043009.aspx 
 
Customer Focus Pushes Bank’s IT Drive in Europe  
http://www.outputlinks.com/html/news/Sefas_Customer_Focus_042809.aspx 
 
XMPie Users Return to Las Vegas for Third Annual Conference 
http://www.outputlinks.com/html/news/xmpie_Third_Annual_Conference_043009.aspx 
 
Compart DocBridge Helps Health Education Leader Adheris Streamline Patient Communications 
http://www.outputlinks.com/html/news/compart_Adheris_042809.aspx 
 
Pitney Bowes Collaborates with Kodak  
http://www.outputlinks.com/html/news/pb_kodak_Collaborate_042809.aspx 
 
Canon U.S.A. imageRUNNER Models Receive “Technician Recommended” Designations From Industry Analysts  
http://www.outputlinks.com/html/news/canon_Technician_Recommended_043009.aspx 
 
New Océ 2008 Sustainability Report Documents "Best-in-Class" Strategic Vision 
http://www.outputlinks.com/html/news/oceprint_Sustainability_Report_042809.aspx 
 
Pitney Bowes Launches Managed Address Services  
http://www.outputlinks.com/html/news/pb_Managed_Address_Services_042909.aspx 
 
Kodak's Stream Printheads to Bring Enhanced Digital Personalization Capabilities to Wilen Direct 
http://www.outputlinks.com/html/news/kodak_Wilen_Direct_042809.aspx 
 
e-Learning Programs Provide Economical Way for Print Service Providers to Gain a Competitive Edge in Difficult Times 
http://www.outputlinks.com/html/news/infotrends_eLearning_Programs_043009.aspx 
 
Xeikon Joins as Worldwide Sponsor for the TransPromo Summit 
http://www.outputlinks.com/html/news/infotrends_xeikon_TransPromo_Summit_043009.aspx 
 
Print Solutions Magazine Announces 2009's Top 100 Trade Printers 
http://www.outputlinks.com/html/news/psda_Top_100_Trade_Printers_050409.aspx 
 
IKON and The NAPL Network Announce Regional Workshops 
http://www.outputlinks.com/html/news//html/news/NAPL_ikon_Regional_Workshops_043009.aspx 
 
Lake Image Calls on UK Mailing Houses to Follow US Lead in Read and Print 
http://www.outputlinks.com/html/news//html/news/lakeimage_Read_and_Print_042909.aspx 
 
InfoPrint Teams With TransPromo Leader for Personalized Communications 
http://www.outputlinks.com/html/news//html/news/infoprint_Personalized_Communications_042809.aspx 
 
Photizo Group Announces Winners of First MPS Leadership Awards 
http://www.outputlinks.com/html/news//html/news/photizogroup_Leadership_Awards_042809.aspx 
 
IBM Board Approves 10 Percent Increase in Quarterly Cash Dividend 
http://www.outputlinks.com/html/news//html/news/us_ibm_Cash_Dividend_042809.aspx 
 
Nahan Selects Suite of EFI MIS Solutions to Streamline Operations and Increase Profits 
http://www.outputlinks.com/html/news/efi_Nahan_050409.aspx 
 
Toshiba Announces Dates for 2009 Regional Dealer Summits 
http://www.outputlinks.com/html/news/toshiba_Regional_Dealer_Summits_050409.aspx 
  
 




