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SECTION1

Introduction

This is not a theoretical report. It is a VARYCON strategic analysis, based on
first-hand, real-world data from our partnership with a global, DAX-listed consumer
packaged goods (CPG) enterprise.

For years, the industry has been
drowning in a "variant explosion",
an exponential rise in content
needs driven by e-commerce and
personalization. In response,
most leaders have focused on
"efficiency," asking, "How can we
reduce costs?" It's a valid and
intuitive question, but is it the
most important one?

Measuring the ROI of automation
by simple cost-per-asset or
production savings misses the
true, transformative prize: the
value of automating the entire
process behind the thousands of
assets customers see on their
favorite digital channels.

The data from our CPG
implementation revealed a
profound finding. The real prize is
not only a greater operational
value (a 25% cost-per-asset
reduction for our client), but a
staggering > 99% reduction in
production time.
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Our analysis showed that a
single, complex 15,000-asset
campaign — a task that previously
required at least an estimated
7,500 manual hours of
fragmented coordination and
agency work—can now be fully
produced and distributed in
under 94 automated hours.

This is more than an
improvement; it is a structural
shift in operational capability. It
raises a new strategic question:
what would your marketing team
do with a 99% time saving,
effectively gaining extra months
per year?

This proves that the true value of
automation is no longer just
about saving money on OpEXx; it's
about gaining time — the most
critical, and arguably determining
factor for success in the highly
competitive FMCG market. (alt:
arguably the single most valuable
and finite resource in a
competitive market that demands
speed.)

This new foundation allowed our
partner to centrally automate the
production and distribution of
over 1 million localized assets
annually. This is not a one-time
project; it is a reusable and
sustainable Content Supply Chain
that can be rolled out for all
future campaigns.

This whitepaper dissects this
"99% Advantage." We will argue
that Speed-to-Market has
replaced cost-per-asset as the
new, primary ROI driver for
enterprise content automation.
This advantage unlocks
multi-million dollar revenue
opportunities by providing true
organizational agility, enabling
global leaders to win peak
seasons, react to competitors in
real-time, and capture market
share in ways that were
previously, operationally,
impossible.
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SECTION 2

The "Variant Explosion":
Why Content is the New Bottleneck

In the past, an FMCG brand might have created 5-10 assets per product Stock Keeping Unit (SKU): a few
hero shots for the catalog and perhaps a banner or two. In today's digital-first, omnichannel world, that
strategy is a recipe for operational failure. Global enterprises are struggling with a rise in content
demand that their manual processes simply cannot handle. This is the new, primary bottleneck to
growth.

To understand the sheer scale of this challenge, we must dissect the anatomy of a single product as it
moves through a modern go-to-market process. Specifically, let's focus on a simplified example of our
client: what is the content volume needed for a successful launch of a single product?

The Math: How 1 SKU Becomes 3,000+ Assets

Baseline Asset (1) x 10 Retailer Formats x 30 Countries

We start with one approved
"hero" asset for one product
SKU.

The asset must be adapted
for multiple e-commerce
platforms (Amazon, Otto,
Kaufland.de, Carrefour, etc).
Each has unique
specifications for size,

The brand operates globally.
Each of the 10 retailer assets
must now be localized for 30
countries with different
languages, legal claims, and
cultural nuances. (10 x 30 =

background, and safe zones. 300 Assets)

(1% 10 =10 Assets)

x 3 Benefit Overlays x 3 Pack Formats (PPA) + Channel Adaptations
Finally, this entire set must be

adapted for other channels,

To compete, each asset must
highlight specific claims (e.g.,
"Vegan," "Recyclable,"

The product is sold in a trial
size, a single pack, and a
multipack. Each format needs such as social media
"Limited Edition"). Assuming 3 its own complete set of cut-downs or short-form
variations per market: (300 x visuals. (900 x 3 = 2,700 videos.

3 = 900 Assets) Assets)

The total demand for a single SKU in a single global campaign easily exceeds 3,000+ unique asset
variants.

This isn't a theoretical exercise. A modest brand portfolio with just 100 SKUs scales to an annual
demand of approximately 300,000 assets. For a multinational CPG enterprise with 10,000-20,000 SKUs,
the number climbs to tens of millions of assets per year. This simplified calculation is, in fact,
conservative. We have not factored in other complex variables like GS1-specific requirements, A/B test
versions, or seasonal promotions, all of which drive the final asset count even higher.
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The Strategic Forces Driving the Content Explosion

This "variant explosion" isn't happening in a vacuum. It is a direct response to several non-negotiable
market forces compelling brands to adapt. Here is an overview of the most determining factors:

A. Portfolio & Product Complexity
(Internal Drivers)

e SKU Intensity: The sheer volume of products,
with large brands managing 10,000 - 20,000+
SKUs globally.

e Rapid Innovation Cycles: The constant need
for new content for seasonal launches, limited
editions, and packaging refreshes.

e Price Pack Architecture (PPA): The need for
unique visuals for different pack formats (e.g.,
trial size, single, multipack).

C. Market & Compliance Complexity
(Global Drivers)

e Globalization & Localization: The massive
operational burden of adapting content for
30-50+ countries.

e Regulatory Complexity: The critical, high-risk
need to manage accurate nutrition facts,
allergens, and legal claims for each specific
market.

e Multilingual Requirements: The need to
manage, translate, and embed dozens of
languages and claim variations.

B. Channel & Retailer Complexity
(E-commerce Drivers)

e E-commerce Dependence: The shift to
online, where the Product Detail Page (PDP)
has become the new "digital shelf".

e Retailer-Specific Specifications: The core
e-commerce challenge. Every retailer (f.e.
Amazon, Costco, Lidl, DM) demands unique,
non-standardized formats, sizes, and
backgrounds.

e Rise of Retail Media Networks (RMNs): The
need for a constant supply of tailored ad
content (banners, tiles) for those retailers' ad
platforms.

e Channel Adaptations: The necessity of
adapting content for other digital channels
like social media (static, video) and D2C
sites.

D. Strategic & Competitive Pressures
(Market Drivers)

e The Private Label Threat: The need to create
"evidentiary content" (benefit overlays,
comparisons, "vegan" badges) to prove
value against "premium value" private labels.

e The Personalization Mandate: The need to
leverage data for targeted campaigns, which
is a key driver for RMNs and D2C channels.

These forces - internal complexity, retailer fragmentation, global compliance, and competitive pressure -
have transformed content from a simple creative task into a massive, non-negotiable operational
bottleneck.
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SECTION 3

Why Generic Tools Can't Solve an
Enterprise-Scale Problem

Before we explore the solutions, we must address a common assumption. A 7,500-hour production cycle
for a 15,000-asset campaign might seem, at first glance, proportional to the task.
This assumption masks two flawed realities:

1. These Are Not Unique Assets. 2. Proportional Cost is an Exponential Trap.
We are not talking about 15,000 new creative As your content demand grows exponentially
concepts. We are talking about variants - (our case study shows a 12x growth in 5 years), a
localizations, format adaptations, and workflow that scales proportionally means your
personalized versions of a few master assets. The costs and timelines will also rise exponentially.
creative lift is low, but the manual coordination is This is an unsustainable, failing model.

massive.

This reality demands a complete re-imagining of the production process.

Luckily, automation and Al provide powerful tools to do this. But they are not a complete solution. You
still need to build the "factory" around them - the custom-engineered, operational backbone that
connects these tools to your own systems and governs their output.

This is precisely where many enterprises get tempted to subscribe to a one-size-fits-all solution. These
solutions are typically “choose your template” tools, not large-scale-grade production engines. They
excel at empowering non-designers but are not architected for the complex, high-volume reality of a
global enterprise. They fail at true scale for 3 fundamental reasons:

1. They Are Not 2. They Compete With Your 3. They Solve for Local
Custom-Engineered for Your "Single Source of Truth" Flexibility, Not Global
Process Investments Governance

Generic platforms are, by definition, = The promise of "solving all marketing Because these tools are cheap and
rigid. They are configurable, but not  tasks" often comes with the hidden easy to deploy, they often become
custom-engineered. They provide a  requirement of replacing your crucial "Shadow IT." One local team adopts
pre-built framework and force your core systems. These tools often lack  Tool A, while a neighboring country
teams to adapt their unique, proven deep integrations, forcing you to use adopts Tool B. This adds complexity

workflows to fit the software's their internal, lightweight storage instead of reducing it. This is
limitations. An enterprise's complex instead of your established flexibility at the cost of brand
operational reality - with its specific ~ enterprise PIM or DAM. This raises governance and efficiency. They
legal reviews, multi-level approvals,  critical questions: Should you solve a local headache but create a
and business logic - cannot be migrate away from a robust, global governance nightmare.
forced into a one-size-fits-all best-in-class system to a tool's
workflow. This leads to frustrated immature add-on? And if not, how Such a tool might still sound better
teams, broken processes and low costly and fragile will the manual than manual agency work, but it is
adoption. integration be? A true solution should not a solution. It does not address
orchestrate your existing stack, not the need for an automated flow of
compete with it. data that ends up in a system where

all global teams can self-serve. A
true solution must address the entire
workflow, not just the final render.

VARYCON Enterprise-Scale Problem



SECTION 4

The Solution:
An Automated Engine
for the Digital Shelf

To conquer the "Variant Explosion" globally our
CPG partner required more than a tool; they
needed a custom-engineered Content Supply
Chain.

We designed an End-To-End Orchestrator engine
specifically to defend the digital shelf and
optimize Product Detail Pages (PDPs) at a global
scale.

¢ Al Generated

The Core Pillars of the Solution:

MarTech Orchestration for Perfect Modular Design: Scalability without
Accuracy: Compromise:

The system connects deeply to the enterprise's We moved beyond rigid, "one-size-fits-all"
existing "Single Source of Truth" systems. It templates. Instead, we implemented a Modular
ingests product data directly from the PIM and Design system based on the brand's unique
approved creative from the DAM. This ensures creative input. This allows for the programmatic
that every single asset generated - whether for assembly of high-quality, on-brand assets that
Amazon, specific e-tailers, or D2C - contains can adapt to any format or dimension without
100% accurate, compliant data, eliminating the looking "templated".

risk of listing errors.

Distribution-Ready for every E-tailer: Integrated Global Workflows:

The engine doesn't just create images; it creates Thanks to our consultative approach, the
retailer-specific assets. It automatically applies platform was custom-fitted to the enterprise's
the correct file naming conventions, metadata and complex approval matrix. It streamlined
technical specifications (size, background, safe collaboration between global headquarters and
zones) for every target market, e-tailer and local markets, replacing complex email chains
standard like GS1. Assets are delivered ready for and video calls with a governed, automated
immediate upload, accelerating time-to-shelf. review process.
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The "Heavy Lifting" Advantage:
The Automated 3D Pipeline

While many parts of the solution drove
efficiency, one specific implementation was a
true gamechanger for PDP optimization:

The Automated 3D Rendering Pipeline Unlike
generic tools that simply crop or resize existing
2D images, the VARYCON engine integrated a
fully automated, industrial-grade 3D pipeline.

This capability allows for "impossible" manual
tasks - like re-rendering 10,000 product shots for
a global portfolio because a regulatory label
changed - to happen in minutes, ensuring the
digital shelf is always up-to-date.

Input: The system ingests raw 3D product
models, 2D Images for labels and specific
metadata (e.g., Flavor: "Vanilla", Pack Size:
"Family Pack").

Process: It programmatically renders all
required "packshots" - hero angles, bundle
configurations, and detailed zooms -
automatically applying the correct product
information, translations, lighting rules, and label
art for that specific SKU variation.

Assembly: These freshly rendered 3D
elements are then automatically composited
with backgrounds and text layers to create the
final, channel-ready asset.

VARYCON
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SECTION 5

The Result: A >99% Reduction in

Production Time

By implementing a custom-engineered, PIM and DAM-driven
automation engine, our CPG partner was able to completely
re-engineer their production model. The result was not just an
improvement in efficiency; it was the elimination of the manual

bottleneck.

The results from the initial campaign were transformative, validating
the "99% Advantage" across three critical dimensions: immediate
execution, future scalability, and strategic impact.

1. The Head-to-Head Comparison: Pilot Execution

For the pilot, we targeted a complex e-commerce campaign requiring 15,000 assets for 38 distinct
products. We measured the performance of the new automated workflow against the established

benchmarks of their internal agency.

The "Before" Picture:

The Manual Bottleneck
Under the traditional model,
producing 15,000 localized,
compliant assets is a logistical
heavy lift.

The "After" Picture:

The Automated Workflow

The new system connected
directly to the PIM to pull product
data and the DAM to pull master
creative. It rendered the assets
programmatically in batches.

Time: Based on complexity, this volume required a minimum of
7,500 hours of human effort (ranging up to 30,000 hours for
high-complexity variants).

Cost: At the internal benchmark of €1.00 per asset, the production
cost was €15,000.

Process: This required weeks of fragmented coordination, manual
file handling, and multiple revision loops across global stakeholders.

Time: The entire production workload was completed in just 62.5 to
93.8 total hours.

Cost: The automated cost was €11,250 (€0.75 per asset), a distinct
25% saving.

Process: Zero manual file handling. Zero revision loops for typos.
100% consistency.

The Verdict: This represents a greater than 99% reduction in production hours. A process that once
consumed months of team capacity was compressed into days, liberating the marketing team from

execution to focus on strategy.

VARYCON

4 Al Generated

The Result 8



2. Strategic Impact: Exceeding the Enterprise Mandate

By focusing on critical areas such as brand consistency, scalability, product templating efficiency, global
reach, and speed to market, we have not only met but substantially exceeded our customer’s initial
targets.

Defined Brand CI: The template-based
architecture now strictly enforces brand
consistency globally, eliminating local variations.

Drive & Defend Scale: The solution was proven
at 15,000 assets per campaign, with a
demonstrated capacity to scale up to 300,000+
assets annually.

High-Density Templating: While the target
was >10 products per template, the pilot
successfully demonstrated 38 products
templated together.

Global Reach: The goal was >10 launch
countries. The system supported 30+ countries
immediately, proving that global scaling
infrastructure is already in place.

Speed-to-Market: The initial target was a
+50% increase in speed. The automation
reduced cycle time by orders of magnitude
(99%), far exceeding the target.

4 Al Generated

In conclusion, the strategic impact of this initiative is clearly demonstrated by the impressive success
metrics across all defined criteria. The system has proven its ability to enforce brand consistency,
operate at massive scale, streamline product templating, facilitate global launches, and dramatically
accelerate speed to market, ultimately delivering a substantial competitive advantage.
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SECTION 6

The Strategic Shift:

Reframing ROl as Speed-to-Market

The primary ROI of this new operational model is not the cost of your assets; it's the velocity of your
business. The >99% reduction in production time is a strategic, C-suite-level capability that
fundamentally reframes the business case. It shifts the value proposition from "Operational Value"
(saving money) to "Performance Value" (making money). This is the Speed-to-Market advantage.

This new capability is not just a metric; it's a competitive weapon that unlocks strategies that were

previously operationally impossible.

Winning Peak Seasons:

During high-stakes events like Black Friday, agility
is revenue. The 99% time reduction means brands
can move from being reactive advertisers to agile
market leaders. They can A/B test creative
mid-flight, optimize campaigns in real-time, and
deploy new promotional variations
instantly—capabilities that are impossible when
production is a 7,500-hour bottleneck.

Launching New Products Faster:

The ability to launch new products and capture
critical, early-adopter market share is unlocked.
The production of all required global assets is no
longer the final, protracted bottleneck in the
go-to-market process. Every day gained is a
revenue opportunity.

Reacting to Competitors:

This new model allows brands to react to
competitor moves (like new pricing or bundle
offers) in hours or days, not months. What was
once a slow, six-week agency re-briefing process
becomes a one-day, in-house automated
workflow.

VARYCON

Unlocking "Long-Tail" Market Revenue:

This is a crucial, often overlooked growth lever.
Previously, smaller or emerging markets were
often excluded from major campaigns because
the high agency localization costs were
prohibitive. With automation, the effort needed
per localization plummets, enabling brands to
activate these high-growth markets and unlock
new, incremental revenue streams.
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For the CMO:

This 99% time reduction is the foundation for
structural, exponential growth. It is the engine that
allows you to finally realize the full potential of
your global brand portfolio. It opens the door to
simultaneous global launches, unrestricted market
entry, and true scalability. It shifts your focus from
"managing production limits" to maximizing global
reach and speed-to-market.

For the E-commerce Lead:

This 99% speed advantage means never missing
a listing date. The team can launch SKUs on 30+
retailer sites simultaneously with perfectly
compliant PDP content, maximizing your
time-on-shelf and conversion windows.

For the CIO:

This is how you orchestrate your fragmented
MarTech stack. A custom-engineered platform is
not just another tool to manage; it is the secure,
API-first, governed orchestration layer that makes
your existing, core enterprise investments in PIM,
DAM, and your Ticket System or CRM suite finally
productive and work in harmony.

VARYCON

This 99% advantage means something different to each key enterprise leader:

For the Country Manager:

The local team is finally freed from the burden of
manual coordination with HQ and local agencies.
Instead of managing revision loops, they can
focus on execution, measurement, and
continuous optimization. It empowers them to be
market leaders, not just project managers.

For the Head of Brand Governance:

Governance transforms from "firefighting" to
"architecture." Instead of chasing local teams for
samples and policing errors after the fact, you
have a single source of truth. You define the
global vision and the programmatic guardrails
where flexibility is allowed. The system
proactively prevents off-brand content before it
is even rendered, granting you full traceability
and insight into global operations.

Together is our
favorite place.

Discover Your Slory

®
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SECTION 7

The Solution & The Partner:
Building Your 99% Advantage

The >99% reduction in production time detailed in
this report is not a theoretical forecast. It is the
proven, real-world result achieved for a global
CPG enterprise using the VARYCON Automated
Content Supply Chain.

This level of transformation was not achieved by
buying a generic, one-size-fits-all Saa$S tool. It

was achieved by implementing a new operational
backbone: a MarTech Orchestrator and , i
proprietary fully Customizable Content Production
Engine.

The Method: Deep Orchestration

Unlike siloed tools that require manual feeding, the VARYCON engine acts as an API-first, "headless"
layer that connects deeply to your core "single source of truth" systems. It pulls product data directly
from your PIM and creative assets from your DAM. That data gets assembled into modular designs that
allow for scalability and reusability. This whole process is driven by real-time business logic and brand
guardrails, ensuring every asset is accurate, compliant, and distribution-ready the moment it is
rendered.

The Partner: Consultants Who Build

Building this custom architecture requires a We don't sell you a tool; we build the one you
partner, not a vendor. VARYCON is a Strategic need.

Technology Partner. We operate on a unique

hybrid model: In a market defined by exponential content

demands, speed is no longer a luxury—it is
survival. If your organization is still measuring
campaign turnarounds in weeks, you are
operating with a critical bottleneck and leaving
revenue on the table.

Expert Consultants:
We audit your complex workflows to
design the ideal state.

World-Class Engineers: Don't just buy software. Build your lasting

We custom-engineer the solution to fit advantage.
your specific reality, rather than forcing
you to adapt to a rigid platform. Request a strategic consultation to define your

99% advantage.
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