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PLANNING FOR NEW SERVICES

Talk to your customers

Make a plan & research your customers

Blocks to implementation

Select the services you need

Establish credibility

Create a pilot and develop case studies

Sales marketing and promotion

Prepared by Neil Falconer, Managing Director Printfuture: 

Printfuture’s consultancy services provide practical help and 
strategic direction for Small and Medium-sized Enterprises 
printers. Over thirty years of experience in technology 
deployment, operational improvement and business growth 
strategies have delivered consistent and proven results, 
for a diverse range of International clients working across 
publishing, commercial print, display, packaging and labels. 
Printfuture’s consultancy activities are supported by market 
research and the publishing of reports, white papers and 
content for business development programmes, giving them 
a deep understanding of the trends and challenges impacting 
the print industry of today.
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GUIDE TO ADDING NEW SERVICES

 Introduction

Most print companies realise that offset volumes are declin-
ing and it is getting tougher to make good margins from 
traditional print. Digital printing offers a growing opportunity 
and often creates better margins if used with variable data 
or in conjunction with a web to print system. However, the 
market is becoming increasingly competitive and marketers 
are looking to capture customers’ attention through a 
variety of different communication channels.

It is now important that print providers think about adding 
complimentary services which integrate with print and add 
value to the printed product itself. The critical factors are 
which services to offer and how to market and sell them ef-
fectively. Before a printing company goes rushing headlong 

Historically, the purchasing and use of print was a very 
simple process. The printing company produced printed 
products for a customer who in turn used them to market 
his products and services to other businesses or directly 
to consumers. The marketing dynamic has changed 
dramatically and there is now a huge variety of media 

into any decisions, they must take the time to stand back 
and think long and hard about what they are getting in to. 

There is no one size fits all solution for you or your custom-
ers and the trend is for individual solutions that satisfy the 
needs of specific vertical markets and the customers who 
operate in them. If you are one of the lucky print companies 
servicing a secure and profitable niche market, the need 
for action is maybe less compelling. However, for the vast 
majority of general commercial printing companies, margins 
are becoming eroded and there is a pressing need to try 
and get some increased revenue and profitability into the 
business as a matter of urgency.

channels all competing for our attention. We are bom-
barded by up to 3,300 brand and marketing messages 
every day, so it is not enough just to use these channels 
but critical that we select the right combination to create 
a print and marketing solution that stands out from the 
crowd and creates a compelling call to action.
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New services printing companies are offering or planning to offer in 2017 
Source: Printfuture 

Strategic marketing/publishing consultancy

Stock, storage & fulfilment

Complex finishing

Website builds/analytics etc.

Customer database management/analytics

Creative design

Social media marketing

Email marketing

POD

Web-to-print

Variable data print

Wide-format print

Digital print colour

Digital print mono
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STEP 1
TALK TO YOUR CUSTOMERS

STEP 2
MAKE A PLAN

The first step in the process is talking to your customers, 
understanding their business objectives and the needs of 
their end users or recipients of the printed product. Then 
look at which communication channels they are using 
and importantly the channels their customers are using 
to communicate with them. Research and understand 
how products are being bought and how customers are 
researching their choices and preferences. All of these 
elements need to be clearly defined in order to understand 
how you can successfully engage both the customer and 
the end user of the printed product. 

As with everything else in business we must plan for 
success so look at the list of services on the previous page 
and think about which services would be best suited to 
your key customers and which ones would be the easiest 
to implement and create the most value. At this point, also 
consider the possibility of creating a partnership agreement 
and working with an email provider or data management 
company to offer the service but also to lessen the risk and 
minimise the initial investment.

It is clear that whilst many printing companies are aware 
of cross media campaigns happening, very few are taking 
the lead and creating the campaign with the customer. The 
question arises: are they contributing print and perhaps 
other services to cross media campaigns without being 

The more research and background market intelligence you 
can gather the better you will understand the customers 
pain points and the underlying trends in their particular 
vertical market. This will give you a distinct advantage over 
the competition and allow you to have a more advanced 
conversation with the customer, which will be about 
commercial outcomes for their business and not about the 
price of the printed product.

aware of them because sales staff are not having the kind 
of conversations with senior marketing staff that will make 
them understand that this piece of print is for a wider 
campaign, and even if they are aware, are they reporting it? 

In Printfuture’s recent research, 70% of the campaigns that 
printing companies knew about had little or no objective 
evidence of success [or ROI]. Print has a disadvantage on 
this score over digital methodologies, but this objection 
can be overcome in most cases as long as it is planned in 
from the start. Print will in most cases be more expensive 
than a digital option but the key is to collect good data and 
provide analysis to demonstrate the commercial outcomes 
and how print is good value for money.

Blocks to implementation of new services in 2017
Source: Printfuture 

Technical know-how

Sales & marketing know-how

Lack of equipment/software

Lack of appropriate production staff

Lack of appropriate sales staff

Long & complex sales cycle

Lack of demand

0% 10% 20% 30% 40% 50% 60% 70% 80% 90% 100%
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STEP 3
GETTING OVER THE BLOCKS TO 
IMPLEMENTATION
Printing companies are often reluctant to add new services 
because it is unfamiliar territory and requires a new ap-
proach and new skills. Adding most of the new services we 
have already talked about is not difficult, it is just different. 
Most printing companies are already dealing with equally 
challenging and complex issues with colour management 
and MIS systems etc. As long as adding new services is 
approached in a planned systematic way, this should hold 
no fears for the average print company.

Lets deal with the three biggest blocks to implementa-
tion which are as follows:

Lack of appropriate sales staff
Most print company sales staff are used to selling print 
on price and have an accepted habit of discounting to 
win orders. We now need sales people to sell the value 
of print to customers and get them engaged in a value 
conversation about the commercial outcomes that print 
can generate. In order to be successful, we need to support 
the sales staff either with good business intelligence on our 
customers and the markets they operate in, or make it part 
of their responsibility to do this research.

Without thoroughly understanding how you can help your 
customers achieve their business objectives it is impossible 
to have a sensible conversation about print and marketing 
solutions. Print companies need to devise their own sales 
process that includes market research, critical timelines 
and customer meetings, and the development of bespoke 
customer solutions. The problem is not so much of the 
wrong staff but staff who are badly managed and do not 
have a process or direction to follow. (There will be a future 
workbook on devising a sales process)

Long and complex sales cycle
There is much talk about print integrated to create cross 
media campaigns and how it takes many months to sell 
a campaign and see it through to final delivery. There is 
no doubt that more complex campaigns can take longer 
to deliver but if you have done your proper background 
research and have talked to your clients, educated them on 
the possibilities, uncovered some business pain points and 
then developed a solution around them – the conversion 
time to an order can be very quick. Alternatively, if you are 
only competing on price and you are not the lowest cost 
provider, the time to win an order can be much, much 
longer than a multi channel solution.

Lack of demand
Let’s be clear, there is no lack of demand in the market only 
uneducated customers who do not know the technolo-
gies that exist and their capability to deliver outstanding 
commercial results for the bottom line of their business. 
If we spend time educating customers, we can create the 
demand. Customers are not knocking on the door asking 
for cross media campaigns; we have to go out and provide 
them with the right print and communication solutions for 
their business.
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STEP 4
SELECT THE SERVICES YOU NEED 
AND PILOT THEM

STEP 5
INTEGRATE AND AUTOMATE

It is now imperative that you focus on some practical steps 
to adding new services. Consider the following options and 
then use Work Tool 1 to document your information.

For each service you wish to add, make a list of pros and 
cons to see what are the major drivers and challenges 
which you need to think about.

Make a further list of benefits for individual customers; 
obviously start with your biggest and best customers and 
those you think you can have maximum impact with. When 
making the list, focus on both the operational benefits and the 
financial benefits and be very clear as to what they will be.

Make a detailed list of the individual products you could 
offer and also the service elements, i.e variable data mail 
piece as a product, and data management as a service. 
Decide on the key requirements and the functionality you 
will need from any new services and also think about the 
scalability of these offerings because you want to expand 
them to as many jobs and customers as possible.

Any services which we add to support printing activities 
must be integrated and used in the most automated way 
possible. Building them into our existing workflow will 
create opportunities to reduce cost and be more efficient as 
well as improving productivity and revenue by processing 
more jobs per day. The ultimate aim is to automate each 
step from file preparation to production, creating a lights-
out or touch-less workflow. It is possible to automate basic 
decision-making and processing based on individual job 
attributes to build workflow templates once and use them 
repeatedly. 

Compare the cost of sales and administration against 
existing services because this could be radically different 
when using web to print systems, for example. Understand 
and document the potential savings and benefits for both 
yourself and your customers. 

Create a customer prospect list of those companies you 
think will be interested in the new services you will offer. 
Ask them what they think and gauge their reaction.

Identify the support you will need from partners like Konica 
Minolta, and identify any training requirements and new 
skills that you will need to develop or recruit.

Once you have done your homework, got a plan in place 
and identified the new services you are going to offer, it’s 
time to go live with some jobs. Take small steps at first and 
don’t be too ambitious. Try and run small pilot projects for 
customers you know and trust. If they have a database of 
maybe 20,000 customers, run a trial with only 1,000 to test 
your solution. If the results are good, then try rolling it out to 
the whole database or maybe learn how you can make the 
results even better with further refinements.

A fully integrated workflow can take electronic orders and 
allow information to be re-purposed for use in other digital 
communication platforms, or to integrate variable data 
printing and personalized printing through to finishing and 
mailing functions. Integration will also create transparent 
inventory control and stock management, automation of 
logistics and customer billing as well as job archiving and 
individual digital asset management and retrieval.
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Work Tool 1: Practical steps to adding new services

Make a list of pros and cons

Pros Cons 

Make a list of the benefits for individual customers – operational and financial

Operational Financial 

Make a list of the products and services you could offer

Products Services 

Decide on key requirements and functionality

Requirements Functionality 

Look at your future requirements to anticipate scalability 

Future requirements 
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Weigh up the cost of a solution against your normal cost of sales and administration and also the added customer benefits

Cost of sales and admin Customer benefits 

Put the new proposition to your customers and ask them what they think?

Prospect customer list Reaction 

Identify the type of support and advice you need from your Konica Minolta Representative

Type of support required 

Make your decision – some solutions will offer you a trial period, so get a customer on board and trial it with them, understand the learning 

curve before rolling it out to all your clients

Identify pilot Customer 
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STEP 6
ESTABLISH CREDIBILITY
It is essential when we are introducing new services that we 
establish credibility as quickly as possible. The best way 
to do this is to use them in your own marketing activities. 
Try sending out a direct mail piece, personalise it to the 
recipient, use variable imagery, link them to a URL, follow it 
up with an email. This way the customer will gain confidence 
that you know what you are doing and will experience your 
new services first hand. When you have run a few pilots or 
full campaigns start preparing some case studies. Use the 
‘Profiling Customers Work Book’ to develop some compel-
ling case studies which will help you to convince customers 
about the value you can add to their business and the 
financial benefits your solutions can deliver. 

It is important that when we add services to print and make 
it part of a more valuable and complex solution, we need to 
focus our minds differently and there can be some elements 
that will prove challenging, so we must be aware of them:

– Lack of experience and expertise in marketing and
cross media services

– A lack of understanding of the importance and
amount of work required in identifying target
markets, ideal clients and triggering events

– Lack of dedicated resources for the new IT-led
business services

– Lack of time for adequate research, planning and
implementation

– Lack of a robust sales, marketing and business
development process that delivers predictable
outcomes for the client

Working on these factors so they become part of the way 
we do business is essential. They must become part of the 
strategic business plan and we must ensure that skills gaps 
are identified and filled with new recruits, partnerships or 
training initiatives. The research and planning elements to 
understand customers better must be embedded into the 
day-to-day processes and activities of the business.

Work Tool 2: Steps to adding new services

Steps Action Who When
1. Make a plan

2. Research
your customers

3. Select services

4. Use those services
for your own marketing

5. Develop efficient
‘production’ capability

6. Create case studies

7. Promotion campaign

8. Consider any
competitive issues
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STEP 7
SALES, MARKETING & PROMOTION
Probably the biggest challenge when integrating new 
services into a print business is - how do we sell them 
effectively to our clients so they understand the value and 
are willing to pay a premium for them? Most marketers are 
wasting at least 20% of their budgets and have very few 
analytics about the return on investment of their marketing 
dollars, according to a survey by software firm Marketing 
QED. This creates a fantastic opportunity for printing 
companies to demonstrate how marketing campaigns can 
work as part of a targeted solution that delivers demonstra-
ble additional revenue and value for the client. 

When a printing company sells a campaign it needs to be 
very clear what the objectives are and how these will be 
achieved. It is also useful for the customer to have a visual 
representation of how and why the campaign will work so 
they can instantly appreciate the importance and value 
of all the individual communication channels being used. 
To be able to offer such services successfully and with 
credibility, you must first of all understand them fully and of 
course often the best way to do this is to use them yourself. 
Currently most print companies are getting involved with 
cross media campaigns through either print management 
companies or agencies and consequently deal primarily 
with the print element. In most cases, companies that have 
an active role in trying to sell cross media campaigns also 
have an alarming reliance on sales staff that do not have 

adequate knowledge of the services or the best ways to 
sell cross media campaigns, and this is often where things 
go wrong. 

So how are you going to sell new services effectively?

– With your current team in the same way as tradi-
tional print

– With your current team but with fresh processes and
training

– With a new salesperson with the right experience

Solution selling often needs fresh skills and processes 
because initially the sale can be longer and more complex, 
especially if you haven’t done all your market research and 
customer analysis thoroughly. Quite often, sales conversa-
tions will be with new contacts in marketing or finance 
rather than buyers of print, so understanding business and 
commercial pains and objectives is crucial. 

It is also vital that you market and promote your capabili-
ties, use case studies and your own marketing as sales 
and marketing tools. Use your website as a means of pull 
marketing to promote your activities, with relevant informa-
tion that will attract customers searching for cross media 
and new services. Join linked in groups and think about 
ways to engage with other communities like agencies or 
marketers in specific vertical markets.

 Conclusion

In summary, print and new media services used in isola-
tion often deliver limited value for the client. Success is 
identifying a customer pain point and then using the right 
combination of media channels to create a solution that 
demonstrates value for the client and delivers profitable 
print output for the print provider. This requires a new 
mindset for the printing company that includes new 
consultative selling skills and the development of a new 
range of operational skills. As with most implementation 
processes, it requires small steps that are fast paced to 
ensure you build confidence and capability quickly. The 
starting point for adding new services is quite simply those 
that are most relevant to your customers objectives and 
those that will quickly and easily integrate and add value 
to your print output. There is no one size fits all solution for 
customers but market demands in the future will dictate 
that printing companies will need to add services and have 
multichannel solutions of some description if they want to 
stay relevant to their customers and grow their business.
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YOUR FAST TRACK
ACTION PLAN

1
2
3
4
5
6
7

Discuss with customers

Make a plan

Research customers & markets

Select your services

Establish credibility

Sales & pilot campaigns

Marketing & Promotion
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