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If you are responsible for managing the change process of 
labels and related components, or if you’re a stakeholder 
in the process, you likely have a good understanding of the 
complexities and challenges around this activity. 
There’s a lot of stakeholders, lots of data and content to manage, and often tight timelines to get it all approved 

and released. And the volume of changes continues to grow for a variety of reasons, including:

• New and changing regulations 
(MDR, Brexit, etc.)

• Global expansion

• New product variants

• Reformulations

• Rebranding

Regardless of what’s driving the requirement for labeling changes, quality is critical. Without clear and accurate 

information on your labeling, consumer trust can be damaged, product recalls can occur, and most importantly 

consumer or patient health and safety can be at risk.

It is estimated that over 50% of product recalls are related to labeling or packaging artwork errors and over 

60% of all recalls are caused by human error. This stat alone tells us there is much room for improvement 

in the labeling process.

Here are six keys to help reduce those percentages 
and mitigate the risk of labeling errors.
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Many companies already have some type of workflow in 

place. We’re not just talking about a workflow tool, we’re 

talking about a tool that supports a highly flexible process 

– because labeling requires gathering input from multiple 

stakeholders (internal & external), multiple review cycles, 

and inevitably some rejections. Do you ever have to jump 

back to an earlier step and repeat tasks? It’s not always 

a linear process.

Another point to consider is your current state process vs 

future state. Before the process is digitized, there needs to 

be a well-defined process in place. Take the time to review 

your current state and determine what your ideal future 

state looks like. Identify what works well and where there 

are opportunities for improvement. Talk to people in the 

industry who have experience and can provide suggestions 

for best practices. Talk to all of your stakeholders. This is 

an important step to not only ensure you’re implementing 

a good, sustainable process, but if done collaboratively, it 

will also ensure buy-in from all of the stakeholders. This is 

a critical success factor when change is introduced.

Defining your future state goes hand in hand with identifying 

the tools you need to support it. 

Benefits

• Visibility - having a digital workflow 
provides views into work in prog-
ress, easy search capability, and 
personal task lists with automated 
email reminders for easy access to 
assigned work. 

• Improved communication - collect 
the right information at the right time 
and make sure all stakeholders have 
the right information to complete 
their work.

• Trackability - complete, easily acces-
sible audit trail.

1. Digital Process Management
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Many file checks can be done automatically, which removes 

the risk of the human eye missing something. Things like spell 

checking, braille, barcode verification, font size checks, even 

comparing one file to a previously approved version of that file 

will help the review process to ensure all changes were made 

as expected and nothing accidentally get changed. The key 

here is having this integrated with your workflow. A reviewer 

should be able to do these automated checks as part of their 

review task, instead of jumping between systems, which opens 

the door for the wrong files to get checked and verified.

Benefits

• Increased quality. • Faster review & approval cycles.

2. Automated Quality Checks



Every company likely has some way of managing versions of 

files, but how bullet-proof is it? Can you easily identify the impact 

of a change i.e. when a change is requested, what labels and 

artwork need to change as a result? Being able to quickly do an 

impact assessment is critical so your company can understand 

the scope. Often this is a manual process and it’s difficult to 

determine what needs to change, opening up the possibility 

of an artwork getting missed.

Once you know what needs to change, can you quickly deter-

mine which of the components is currently in a change cycle? 

Having changes overlap changes is not uncommon and being 

able to accurately assess the big picture will help you plan and 

manage a change request. 

Other questions to consider: Does the change process start with 

a previously approved file or some type of Electronic Change 

Request form? Can the production artist easily determine the 

changes requested in context with the artwork? Can the original 

file be automatically compared to the changed file? And does 

the changed file automatically get versioned once the new file 

is approved?

Being able to tie all of the above into an integrated Digital Asset 

Management (DAM) and workflow solution, from the initial change 

request right through to product retirement provides a closed-

loop environment to ensure full version control of the artwork.

A final question related to versioning: how do you keep your 

website product information and product shots in synch with 

the latest version of the label? Consumers need to be able to 

see accurate, up-to-date product details on your website or on 

retailer’s websites, and that is also related to ensuring proper 

version control of not just the approved artwork, but data and 

product shots as well.

Benefits

• Increased quality.

• Faster review cycles. 

• Improved, complete audit 
trail.

• Instant impact analysis 
to help with planning & 
ensure nothing is missed.

3. Version Control
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It is surprising how manual the process typically is for how a 

label gets updated. The industry standard for artwork updates 

used to be cut/paste from a Word document into the production 

file. And for most companies, this is still the case.

The problem with cut/paste is that, well, it’s manually done by 

a human. The production artist needs to be very careful to cut 

the right text and paste it into the right file in the right place. 

Typically, production artists have multiple windows open and 

maybe even multiple screens, which adds to the need to be 

extremely careful in what is being cut/pasted where.

Technology has advanced to the point where the content, including 

text, tables, symbols, images, barcodes, can be automatically 

updated on the artwork with minimal manual intervention. No 

more cut/paste. Of course, there must be checks and controls 

in place, and a full audit trail. With a well thought out strategy 

of how this type of technology can be deployed and how it’s 

introduced into a company, these types of tools can greatly 

reduce risk and improve quality.  

Benefits

• Continuous improvement.

• Visibility into bottlenecks 
and potential resourcing 
issues.

• Vendor management.

4. Automated Changes
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Having oversight and visibility into work-in-progress is important for several 

reasons; people who are managing the work need to be able to quickly 

get updates on activity and delivery dates. Potential bottlenecks need to 

be identified in order to reschedule or adjust projects. Management may 

need to see how work is progressing and make decisions about release 

dates vs inventory levels. Equally important is being able to measure 

how stakeholder groups and 3rd party participants are performing. By 

seeing performance levels, measuring cycle times and number of cycles, 

understanding what is causing rework and other key metrics, companies 

can learn and adjust real-time, working in a continuous improvement loop.

Benefits

• Visibility into bottlenecks and 
potential resourcing issues.

• Continuous improvement.

• Vendor management.

5. Measurability



While having the right digital tools in place is essential, it is 

not sufficient. Awareness, willingness and skills of the users 

for embracing and proficiently using them is equally critical. 

Organizational change management is a systematic approach 

to implement new processes, tools, and structure focusing 

just on the people-side of a deployment, ensuring that proper 

steps are taken to engage with the users for maximizing the 

adoption of the solution.

Many managers often overlook this key element with the 

assumption that people are automatically willing to change their 

ways if something new is introduced. On the contrary, people 

have a natural aversion to change. In fact, a KPMG CIO survey 

found that 43% of 4,500 CIOs cited resistance to change as the 

top impediment to a successful digital strategy. 

To help with this problem, companies should focus on getting 

a deep understanding of their user base and leverage tailored 

communication, coaching and capability-building to winning 

buy-in of the system and ensuring that changes become the 

new normal. Main phases to get there are preparing for the 

change, managing the change, and sustaining the change, each 

one with its own breakdown of key activities. 

Not only this is important when considering updates to label 

and artwork management, it is important for any change in a 

company that employs people.

Benefits

• Boost speed of adop-
tion, ensuring that users 
embrace the change at 
the right pace 

• Maximize utilization, so 
that no one is left behind 

• Raise proficiency in the 
usage, adding value to 
the investment

6. Organizational Change 
Management (OCM)
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Want to learn more?
Esko, Brand solutions has been focused on helping companies find ways to simplify labeling changes for 20+ 

years. Whether you’re looking for assistance with mapping out your current state and defining your future 

state, building a business case to purchase a workflow solution, learning about industry best practices, or 

looking for a technology-based solution to help with any part of the labeling and artwork process, you can 

contact us to talk to an expert.

https://www.esko.com/en/solutions/brand-solutions/contact

