


Case Study:
Victor Printing—Hybrid Printing Drives Business Growth
Continued

manufacturing business forms which we could sell through a

by commercial printing, 20 to 30 percent is short-run, and he
sees that percentage continuing to grow. “In some cases, we
have received orders at 8:00 a.m. and delivered them by noon.
We could not have offered that type of turnaround without the

distribution channel. This gave us new revenue streams and DirectPress DI%s.”

broadened our geographic reach.”
@ : The brothers decided to specialize in
...we really saw demand for our color work start to pick _ o
. short-run unit set forms (snaps), finding
up. But we were also seeing a lot of demand for shorter o204 for the product and seeing that
runs which could not be produced cost effectively on the  jarger forms manufacturers were not

five-color press.” generally interested in producing short

Leveraging the Technology

Richards indicates that with Victor’s hybrid printing model, the
company has established basic criteria to determine how work
should be allocated across its various presses, primarily based
on cost and quantity. He says, “We have a computer system

“Within six months we had it running two shifts. At that
point, we purchased a second DirectPress...”

:PRESSTEK

A SMARTER WAY TO PRINT

runs. Although the business got off to a slow start in its first
few months, Victor placed an ad in a popular industry
magazine that attracted a number of distributors who were
interested in access to short-run manufacturing of business
forms. From that point, the business grew quickly.

Times for Change

Over its nearly 100-year history, Victor has often adjusted its
business strategy to compensate for changing business
conditions. One such change presented itself to Victor with a
decline in the business forms market. According to Richards,
“When our forms business took off, we shifted our emphasis
away from commercial printing. But as the

“This was a customer-driven buying decision. We explored  forms market began its decline, we deter-
our options to fill the gap and determined that the
Direct Press 5034 DI was the best solution for us.”

mined that we needed to revisit our product
and service offerings and reinvest in the
commercial printing side of the business.”
Richards points out that Victor’s distributors, also feeling the
pinch of a shrinking market, were beginning to expand their
efforts into ad specialties and commercial printing, and Victor
wanted to restructure its offerings to meet the changing needs
of its customer base. He adds, “Even with diminished
commercial printing capabilities, we were still delivering
commercial print to the market. The last thing we wanted

to do was to lose a large forms customer over a commercial
print job that did not meet their expectations, and that was
another reason for us to upgrade our capabilities.”

With that in mind, Victor set about revamping its largely
two-color commercial printing operation. The company’s first
investment in that strategy was a five-color
press purchased in 2000. Richards says,
“After we put that press in, we really saw
demand for our color work start to pick up.
But we were also seeing a lot of demand for shorter runs
which could not be produced cost effectively on the five-color
press. So our next step was to acquire an HP-Indigo toner-
based digital press to handle those shorter runs and position us
to be able to produce variable data printing.”

Taking an Opportunity:
Purchasing two DirectPress 5034 DI’s

This configuration positioned Victor well for the competitive
production of ultra short runs on the HP-Indigo, and runs in
excess of 5,000 on the five-color press. But the brothers
quickly realized that there was a rapidly growing market for

Two DirectPress DI presses
provide scheduling and
production flexibility. The
strategy enables Victor
Printing to fully respond to

runs of 1,000 to 5,000 that
i they could not address with
its customers’ demands for : L . )
S eeller anel EE their existing configuration.
turnaround. Richards says, “This was a
customer-driven buying
decision. We explored our options to fill the gap and deter-
mined that the DirectPress 5034 DI was the best solution for
us. We acquired our first DirectPress in 2004, and we were
getting terrific quality right from the beginning. Within six
months we had it running two shifts. At that point, we
purchased a second DirectPress to give us redundancy and
more production flexibility.” About the decision to purchase
DI® presses, Richards remarks, “When you buy a new machine,
you are not always thrilled with it at first. | can’t say that about
our DirectPress 5034 DI presses. They are running great and
the customers love the output. We have no regrets at all.”

On a Growth Path

With Victor’s new hybrid digital/offset printing model, the
company was able to meet the widest range of customer needs.
Richards says, “With the revitalization of our commercial
printing operation, we have shifted our business from as much
as 90 percent forms to a 50/50 balance between forms and
commercial print. In 2005, we posted a 10 percent revenue
increase, largely due to this renewed emphasis on commercial
print. With our hybrid production capability, we can capitalize
on the growth opportunities we see in both short-run color
and variable data, while at the same time competitively
addressing the long run work that comes our way.” Victor’s 10
percent year-over-year growth in 2005 is well above the
industry average.

One advantage Victor finds in having two DirectPress 5034
DI presses is that one is available for the production of a
number of smaller, quick turn jobs while the other is producing
longer runs. He says, “Everything is rush today. With one DI
press, we found that we were scrambling to balance those
smaller jobs with the longer run work. Now with two DI
presses, we have more scheduling flexibility.” According to
Richards, of the 50 percent of Victor’s work now represented

that allows you to plug in parameters to determine which press
will give the customer the best price. We generally use the DI
presses for runs in the 1,000 to 5000 range, although there are
times when we use it for longer or shorter runs. Less than
1,000, we will generally use the Indigo, and above 5,000, we
will generally use our five-color press. If the five-color press is
too busy to run a job, we can easily move that job to the DI.
The combination of technologies gives us tremendous
production flexibility.”

Richards also sees an increased demand for Web-based,
on-demand marketing collateral programs. He indicates that
many of his distributors’ customers have distributed sales
forces. With these programs, they simply log in, order their
collateral, and receive it within the week. Victor streamlines
the administrative process by offering the customer weekly
or monthly billing.

Richards also produces variable data work using a blend of
the DirectPress 5034 DI and the HP-Indigo. This allows him
to produce full-color static content at a lower cost, using the
HP-Indigo for black overprints. He says, “With the HP-Indigo,
a black variable imprint is fairly inexpensive. One application
we produce with this method is personalized and versioned
newsletters. One client, a mortgage brokerage firm, allows its
many sales people to customize a newsletter template with
their own letter and picture, sending it to their mailing lists.
We do a base run on the DirectPress 5034 DI, and then use
the HP-Indigo to add the black-and-white photo, letter and
addressing. This method delivers a good product at a price
point that keeps the customer happy.”

Victor has taken its adoption of technology to another
important level. The company has three programmers on staff,
including partner and owner Bill Richards. This programming
team has created the bulk of the company’s information
technology infrastructure, including a quoting program for
the DirectPress DI’s that is easy and quick for the company’s
CSRs to use. This program also integrates with the company’s
order entry system to ensure that jobs migrate seamlessly
into production.

Terry Richards adds, “This I'T investment is important.
We find that we are getting into more programming—rather
than one-off transactional—sales, and that takes a lot of
programming expertise, more front end work, and longer sales
cycles. But we have had great results, and we are getting good
feedback from customers about the results these programs are

delivering for them.” .
Continued on next page
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