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H A N D L I N G  B E N E F I T S
N O T I F I C A T I O N S  A N D  C O U N C I L

T A X  C O M M U N I C A T I O N S  I S  A
V E R Y  C O M P L E X  B U S I N E S S ,  W I T H

O V E R  O N E  M I L L I O N  E N V E L O P E S  A
Y E A R ,  S O  W E  H A D  T O  G E T  I T

R I G H T .

C O U N C I L  G O A L S  A N D
C H A L L E N G E S

Leverage existing technology and

infrastructure wherever possible to keep

costs down

Build greater flexibility around delivery

channels

Gain greater control over content and

quicker access to information.

In order to improve the quality of service to

its citizens, whilst also delivering significant

cost savings and productivity

improvements, the Council wanted to:

The authority therefore decided it needed

a customer communication solution that

would help meet its objectives.

Guy Millward, Torbay Council’s Pre-Press

Manager, outlined some of the challenges

that had to be addressed: “Torbay had

been left high and dry and out of support

with our previous communications

solution. In order to meet our goals, and to

be compliant, we needed up-to-date

software and hardware." 

Incorrect paragraphs in Benefits

Notifications often needed manual

checking, out sorting and re-creation

Unclear Benefits documentation

created multiple follow up calls to the

Customer Contact Centre, putting

resources under pressure

Handling Benefits Notifications and

Council Tax communications is a very

complex business, with over one million

envelopes a year, so we had to get it right.”

Guy Millward added: “In addition, some

Council Tax bills could not be archived due

to cases where one bill referred to multiple

properties. Our existing systems could only

produce one index for each document.

National Domestic Rates were also costly

and time-consuming due to the multiple

combinations of leaflet choice and

manual checking.”
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K E Y  
 B E N E F I T S
Using Sefas CCM Solution, what benefits are Torbay

Council realising? Guy Millward explained: “We can use

one envelope for several communications and take

advantage of reduced paper and printing costs and

increased mail discounts – equating to substantial

savings of over 70p per mail item. The Sefas Systems

have contributed to Torbay’s Printer Rationalisation

Strategy which has already seen a reduction in the

number of office-based printers we have from 140 to

70, and when fully implemented HC Hubmail will

make franking redundant. As well as improved staff

productivity we’ve been able to increase customer

satisfaction and have better informed residents and

businesses.”

He added: “With Sefas’s solution, the need to print

everything locally has been dramatically reduced. We

can support office-based staff and home-workers, who

can print from home using regional printing which is

fully automated.”

Cost reduction has been a key driver for the project,

and further savings have been achieved by expanding

Torbay’s electronic delivery channels. Guy explains,

“This is not only a major benefit to our council, it also

helps us attract new external revenue streams.”

Control and integrity of communications are vital to

the council when sending out bills and statements. The

ability to control and track documents from data

through to delivery has enabled Torbay to be certain

that document contents are complete and have been

tracked and delivered to each citizen’s mail box. The

fully automated production process has provided

additional efficiencies, through reducing manual

intervention and improved production times.
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T O R B A Y  I N  D E V O N  H A S  A
U N I Q U E  N A T U R A L
C O A S T A L  L O C A T I O N ,  W I T H
I T S  S A N D Y  B E A C H E S ,  M I L D
C L I M A T E  A N D
R E C R E A T I O N A L
A T T R A C T I O N S ,  G I V I N G
R I S E  T O  T H E  N I C K N A M E ,
‘ E N G L I S H  R I V I E R A ’ .  T H E
B O R O U G H  I S
A D M I N I S T E R E D  B Y  T H E
U N I T A R Y  A U T H O R I T Y  O F
T O R B A Y  C O U N C I L  A N D
S P A N S  T H E  T O W N S  O F
T O R Q U A Y ,  P A I G N T O N  A N D
B R I X H A M .

L I K E  M A N Y  L O C A L
A U T H O R I T I E S ,  T O R B A Y
C O U N C I L  W A S  U N D E R
P R E S S U R E  T O  M A K E
E F F I C I E N C Y  G A I N S  I N  L I N E
W I T H  T H E  G O V E R N M E N T ’ S
C O M P R E H E N S I V E
S P E N D I N G  R E V I E W .  I T
I D E N T I F I E D  S P E C I F I C
A R E A S  O F  C O S T  A N D
E F F I C I E N C Y  S A V I N G S ,
I N C L U D I N G
I M P R O V E M E N T S  T H A T
C O U L D  B E  M A D E  T O  I T S
P R I N T  A N D  M A I L
O P E R A T I O N S .  H O W E V E R
T H E  A U T H O R I T Y  W A S
D E T E R M I N E D  T O  R E T A I N  A N
I N - H O U S E  C U S T O M E R
C O M M U N I C A T I O N  A B I L I T Y .

C U S T O M E R  B A C K G R O U N D



R E T U R N  O N  F U T U R E
I N V E S T M E N T
The cost savings made by the Council since

implementing Sefas’s solution are

compelling. Guy Millward explained: “We

estimated that cost reductions in the first

year of operation were more than 15 per

cent – equating to £75,000, achieved

through savings in print and mail costs

and improved processing. We have also

been able to co-mingle Revenues and

Benefits correspondence, including one

big run per year in April, which saved over

£37,000 in the first year.”

He added: “Due to the continued budget

pressures and a subsequent reduction of

service budgets we have been able to

maintain the integrity of the central

printing service through the automation

the Sefas system offers. We have a small

team of designers and developers’, so

having the Sefas’s solution enables the

automation of our processes, saving time

and money and reducing errors while

improving business management.”
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“IF I HAD TO SUM UP THE
BENEFITS SEFAS’S CCM
SOLUTION GIVES TO
TORBAY, IS THAT WE NOW
HAVE A COST EFFECTIVE,
FUTURE PROOF DOCUMENT
DELIVERY SYSTEM
SOLUTION THAT DELIVERS
IMMEDIATE COST
SAVINGS, AUTOMATED
DOCUMENT CONTROL AND
ELECTRONIC DELIVERY
CAPABILITIES –
STRENGTHENING
TORBAY’S STRATEGIC
VISION TO BUILD
STRONGER
COMMUNITIES.”
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Consistency of communications has also

improved, according to Guy Millward. “We

have been able to improve and regulate

our communications’ branding across the

Council through consistent and shared

templates. We now have the ability to add

personalised messages to citizen

correspondence. So as well as this being a

faster process, we can send

communications faster while improving

the citizen experience.”

Guy Millward also cited the Council’s ability

to modify ad-hoc documents which can

then be processed through a central print

run to not only reduce costs and improve

efficiencies, but also achieve full audit

control.

The system really came into its own before

the 2015 general election. “We had to print

and send out half a million postal vote’s,

mayoral leaflets and polling cards for the

election in just two weeks. It was a

mammoth task, but with the Sefas

solution it was much easier,” he said.

Guy Millward added: “Further return on

investment will be gained through

extending our delivery options for council

and external customers. This will include,

electronic delivery of Council Tax

notifications, SMS book return reminders

for our libraries and Omni channel

appointment reminders for our Hospitals.”

S E L L I N G     
 S E R V I C E S
The implementation of Sefas’s solution has

been so successful that the Council is now

able to market document communication

services to local NHS care trusts and other

organisations in the UK. “As far as I know

we are the first authority to become an

open supplier of these services to other

organisations” said Guy Millward. “We

have ambition to sell services to local

schools, academies, to other statuary legal

bodies and not-for-profits.”

As for working with Sefas, Bob Clark,

Executive Head of Customer Services

concluded: “Sefas are very professional

and have fully supported Torbay to help us

deliver service improvements, drive

operational efficiencies and to reduce

costs. We have a great relationship.”


