
Packaging Content Management:  
3 questions answered

Packaging is important. For food and beverage 
manufacturers, it is the embodiment of a brand. 
For those in the pharmaceutical industry, correct 
packaging can mean the difference between 
life and death. 

This paper investigates the why, what and who 
of packaging content management.

The color, design, copy and content on packaging 
must be right. To help manage copy and content, 
some packaging management systems have 
added content management capabilities. 

Whether it’s to better route marketing claims, 
manage translations or even lock down 
regulatory content so it cannot be changed, 

This document answers 3 questions concerning 
Packaging Content Management Systems:

1. Why work with a Packaging Content Management System?

2. What does good look like?

3. Who has the know-how?



Packaging content management: Why?

In the first quarter of 2015 alone, more than 19 million food 
units were recalled. According to the FDA (U.S. Food and Drug 
Administration), the majority of these recalls were packaging 
content related: missing ingredients, undeclared allergens, 
typos in drug instructions. 

In fact, a study conducted by a global CPG company revealed 
that 58% of packaging errors can be attributed to packaging 
content, largely due to:

1. The proliferation of packaging variations to answer the 
need for different sizes, flavors, languages, regionalization, 
regulations

2. The lack of standardized packaging content management 
process and ownership

3. Unstructured content communication
4. Copy and pasting content during artwork creation 

1. Proliferation of packaging and 
local regulations

To meet the ever increasing consumer demands, Brand Owners 
are constantly seeking ways to drive packaging innovation. 
Personalization and regionalization of packaging demand a 
lot of variation. 

A brand owner typically starts in a selected market with lim-
ited packaging options. Packaging variants will be introduced 
over time for different f lavors, sizes, and promotions.

When the product is expanded geographically, the brand 
owner needs the respective language variants of this pack-
aging. And even more challenging, each country or region 
has their own regulations to which the brand owner must 
adhere. This multiplier effect results in a plethora of pack-
aging variations. 

However, most of these packaging variants contain similar 
text content in long or short form and in languages suited 
for the specific product markets.

2. Lack of standardized process & 
clear ownership

Managing text on packaging brings several potential issues. 

Firstly, there is no one person responsible for content on a 
brand’s packaging, creating confusion and inefficiency. Sec-
ondly, stakeholders are often not clearly identif ied or they 
are not involved in the final steps of the process so errors 
created downstream don’t always have an opportunity to be 
corrected. Then, the content authoring and the review take 
place without insights into the bigger picture, such as seeing 
the copy in the context of the actual packaging.

Finally, the lack of a standard process to manage the text 
introduces risks that may result in wrong or missing packag-
ing content. Even worse, without a standard process, there 
is no opportunity to improve the process over time as there 
is no true process to improve.

3. Unstructured content 
communication

In many organizations, content collation and approval work-
flows are managed without a standard communication format. 

In some cases, the content is managed in Office documents 
(spreadsheets, word f iles, or even in presentations) and 
corrections and changes are often communicated during 
telephone calls.

This content is then submitted to an internal or external 
designer in a variety of unstructured forms. This is the perfect 
way to introduce errors throughout the workflow.

4. Artwork creation errors
In a typical packaging development process, the designers 
are responsible for analyzing and organizing the text content 
into the design layout. 

They also manage the conversion of hard copy sheets to digi-
tal content statements. The digital content is then copied and 
pasted in appropriate locations in the packaging artwork. 

Designers, however, may not be well-versed in the intricacies 
regarding packaging text statements. What’s more, the mere 
act of copying and pasting content alone can create errors.



Packaging Content Management Systems: What 
does good look like?
Let’s talk about the fundamentals of a solution capable of 
addressing this complex problem.  

A Packaging Content Management System should be able to:

1. Standardize the content management process 
2. Define clear ownership for various roles involved in the 

process. The role of the packaging content manager should 
be established for clear content ownership

3. Optimize and organize the communication with different 
stakeholders (translation agency, artwork studio...)

1. Standardization of content 
management process

Packaging content management can be very complex. For each 
type or variant of packaging there is a different amount of 
content and regulatory compliance requirements, languages, 
and the external involvement might vary. 

Ideally there is a system that provides a standardized, auto-
mated workflow that captures the existing or desired pro-
cess. This allows for:

 • Preset stakeholders, defined in advance, to whom copy 
will be sent for creation, review or approval ensuring that 
nobody’s critical contribution or sharp reviewer’s eye is 
missed

 • Integration into external systems where pre-approved 
regulatory or ingredient/nutritional copy is be pulled in for 
“locked down” translation or packaging inclusion

 • An established process with operational reporting showing 
where and how improvements can be made over time

2. Establishing the Packaging 
Content Manager Function

The content manager is responsible for the entire Content 
Management process and ensures accuracy, legal compli-
ance and efficiency.

The day-today operations of this function include:

 • Managing the Packaging Content Database
 • Validating the copy sheet templates for consistency, accuracy 

and compliance
 • Editing copy in view of the final approved artwork 
 • Manage proofreading
 • Training different stakeholders with regard to the various 

content related responsibilities. 



3. Structured external stakeholder 
communication

Content errors are introduced by copy & pasting at the art-
work creation stage. It ’s imperative that the communication 
between content owner and artwork creation is standardized.

A good Packaging Content Management Solution connects 
content authors (e.g. the brand owner) and the content users 
(e.g. artwork designers) using a standard for text communica-
tion; while clearly separating ownership, rights and actions. 

In this standardized process, the artwork creator is be able 
to exercise freedom around layout, styling and all the visual 
aspects and the content owner should own the rights for 
creation and validation of the content. 

In the same fashion, a translator is able to enter the system 
to translate or export the text in a structured way for use, 
without the ability to change the master copy. 

 

4. A Packaging Content 
Management System:  
the highlights

Identifying and implementing a suitable Packaging Content 
Management System is critical in the success of the packag-
ing development process. 

These are the highlights of such a system:

 • Automated process management capabilities with templates
 • Specification and content gathering support
 • Compatibility to global standards
 • Content repository 
 • Translation support
 • Integration 
 • Artwork review cycles
 • Reporting

Automated process management 
capabilities with templates
Process mapping and timeline adherence are critical elements 
for managing packaging projects. 

Packaging due dates are generally driven by dates on which 
the product is scheduled to be on a store shelf or at a dis-
tribution center. 

The ideal Packaging Content Management System combines 
the packaging development process with the content creation 
process, but maintains individual workflows and stakehold-
ers for that workflow. 

Also, by driving new projects via templates, it allows, for 
example, established reviewers and target languages to be 
pre-populated by brand or other criteria, removing confusion 
and ensuring all target tasks are completed. The target tasks 
will be assigned automatically to the stakeholders with pre-
defined business logic. That said, it is also important to be 
“f lexible within a framework” so that tasks can be changed 
in advance of the project start.



Specification and content gathering 
support
A Packaging Content Management System has features to sup-
port the initial content gathering, not just about the review 
and approval of the packaging content. 

It communicates additional production-related information 
such as die line number, product number, or color specification.

The system should essentially have features for easy input, 
review and approval of the text content. This is true for ad hoc 
copy, but also for existing materials that can be repurposed. 

Ensure that the system will break up the copy into functional 
“chunks” that can then be tagged for reuse. This is important 
for both usage (placing “active ingredients” on packaging) and 
for reviewers as some copy is interesting only to marketing 
and others only to legal for instance.

Compatibility to Global Standards
Packaging Content Elements are categorized into global 
standards and an ideal system will use these standards for 
categorization in addition to the ‘locale” mapping on the art-
work. This makes the integration with other systems seam-
less as everybody is communicating via the same standard 
or language. 

Content Repository 
Packaging content elements should be managed in the context 
of the product or brand hierarchy to promote consistency 
across the product line and the reuse of text. 

An ideal packaging content management system treats text 
content as a reusable asset and supports storing and classifying. 

As mentioned above, the text should be stored within an 
established classif ication. This allows for search of text by 
metadata (e.g. active ingredients), brand type, where used 
and basic text search. This is the only way to ensure that your 
copy has the ability to be reused.  

Translation support
Usually a packaging project f irst focuses on preparing a 
master artwork using a primary language. Once the primary 
language copy is validated and approved, the language vari-
ants are created. 

A packaging content management system has the capabilities 
to manage the text content translation workflow. It stores 
translation with the master text content for in-system trans-
lation but it can also import or export content from and into 
a dedicated translation management systems using estab-
lished translation standards.



Integration
Many companies maintain their technical and regulated data 
outside the Packaging Content Management System, in sys-
tems that are specifically designed to manage that data. These 
systems are considered the “System of Record”.

Integration between the packaging content management 
system and these Systems of Record is important in order to 
maintain data integrity and to improve productivity by elimi-
nating unnecessary data entry and duplication. 

A packaging content management system needs to be able 
to both receive copy pushed from these systems as well as 
to actively pull copy from them. 

Regardless, the packaging content management system 
must lock that copy so no changes are made, maintaining 
the integrity of the copy and reducing errors. This is critical 
with regulatory or ingredient/allergen copy where any change 
whatsoever can require a full recall of the product.

Artwork Review Cycles
Once approved, content is merged with the updated artwork 
and a single document is made ready for review and approval. 

This is the f inal review of the completed package artwork 
before sending it to the converter or printer.

If errors are found, the review cycle needs to be run again. 
A Packaging Content Management System should be able to:

 • Set parallel or serial – or both – approval paths.
 • Define approvers for each type of text content at the field 

(attribute) level. 
 • Highlight errors based on business logic and predefined 

profiles such as spell check, minimum font size, accuracy 
of Barcode, etc.

 • Automate the approval process Reroute text content 
through additional review cycles.

 • Save the history/audit trail of approvals, rejections and 
comments.

Reporting
Reporting is critical in assessing the performance of the pro-
cess and it helps to identify areas for potential improvements. 

Reports should be able to aggregate data at the company level 
and at sub-levels – such as by division or by brand. 

Additionally, there is a need for ad hoc reporting in response 
to interdepartmental inquiries or to support various initia-
tives. For instance, a packaging content management should 
be able to produce a report on what products contained a 
particular statement or might have been part of a promotion.
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Packaging Content Management: Who has the 
know-how?
A lot of companies are looking for a seamless process to 
define, manage and approve their packaging labels. 

Unfortunately, there are not a lot of systems that cater to 
the entire process. Most companies use applications that 
cover part of the process and handle the rest of the process 
outside the system.

WebCenter to the rescue
Esko’s WebCenter is the only system that provides a powerful 
solution for packaging content management. What’s more, it 
is woven together with the packaging development process. 

The WebCenter Content Management solution is a WebCenter 
module to specify and manage content (text, claims...) which 
will then be placed in artwork designs.

The Esko WebCenter Content Management offers:

 • A repository / library for your text content with full meta-
tagging capabilities

 • Re-use of your structured content across multiple projects
 • Support for both multi-language translation-based workflow 

and a single language scenario
 • Export to and import from other systems in industry 

standard formats
 • Ability to view and edit your text in the context of your 

artwork in the WebCenter Viewer. 
 • A complete approval workflow
 • Established content rights facilitating the ownership at 

different stages

Want to know more?

If you want to know more about the leading Pack-
aging Content Management System, please v isi t  
esko.com/webcenter or talk to one of our specialists 
at info.eur@esko.com
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