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AI -FIRST LIQUID
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MEDIA IS ENTERING ITS 
SECOND GREAT DISRUPTION.
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THE FIRST DISRUPTION WAS 
DISTRIBUTION.

THE SECOND IS CREATION.
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TIME IS FINITE . CONTENT IS NOT.
Supply explodes . Attention does  not.
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WHEN CREATION & DISTRIBUTION GO TO
ZERO COSTS, VALUE SHIFTS
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FORMAT EXPERIENCE
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YOU CAN SEE IT COMING.
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IF AI BECOMES ASSEMBLER & 
INTERFACE…

WHAT IS YOUR PRODUCT?



Presentation title | Date

88
8

© 2025 Marcel Semmler / Bauer Media Group
All Rights reserved

IF INTERFACES BECOME 
FLUID & CONTEXTUAL…

WHAT IS YOUR PRODUCT?
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BUT AT LEAST WE CAN 
LEVERAGE THE POSSIBILITIES.

WE ALL DON‘T KNOW … YET!
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0ARTICLES ARE A FORMAT.

BUT KNOWLEDGE IS AN ASSET.
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THIS IS NOT LIQUID.
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2AND THIS IS NOT LIQUID.
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3BUT WHAT IS LIQUID?
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4IT STARTS WHEN YOU DISSASSEMBLE  CONTENT

INTO ITS MOLECULES.
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5IT LEADS TO SEMANTICALLY STRUCTURED

KNOWLEDGE IN FORM OF ATOMS.
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6SO IT CAN BE REASSEMBLED… FOR SURFACES, 

FOR MOMENTS, FOR INTERFACES.
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BUT AI ONLY SCALES THIS & 
MAKES IT EFFICIENT.

IT DOESN‘T FIX FOUNDATIONS.
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8AUTOMATION WITHOUT STRATEGY CREATES

CONTENT INFLATION.
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9AUTOMATION WITHOUT STRATEGY CREATES

CONTENT INFLATION.
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0THE REAL BOTTLENECK IS ORGANISATION.
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EDITORIAL

COMMER -
CIAL

PRODUCT
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HOW TO SOLVE THIS?

PRODUCT -LED AI -FIRST LIQUID
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CONWAY’S LAW

…organizations which design systems ... are 
constrained to produce designs which are 
copies of the communication structures of 
these organizations.

- Melvin Conway, Computer Scientist

“
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31. PRODUCT -LED  MEANS OUTCOME OWNERSHIP.

Speed. Quality. Relevance. To create customer value.
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EDITORIAL

COMMER -
CIAL

PRODUCT

CONTENT 
AGENDA & 

STANDARDS

PRICING & 
MONTIZATION

UX & 
JOURNEYS
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42. AI -FIRST  MEANS WORKFLOW REDESIGN.

Not add - ons. Not pilots. Architecture.
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The Problem with  ChatGPT and others
Past  without  AI -  slow, long , inefficient

Multiple People 
involved

Multiple Hand Overs
Various  Tools
involved

Manuel & inefficient  
process   steps
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The Problem with  ChatGPT and others
Current  State with  GPTs -  a little  faster , long , inefficient

Multiple People 
involved

Multiple Hand Overs
Various  Tools
involved

Process  steps  partly  
sped  up  with  GPTs
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AI is  changing  the  Game in Content Lifecycle
Future Potentials with  Agentic  AI –  Fast, short , efficient
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Fully embedded  / fully 
integrated

Context - sensitive Invisibilty  of  AI Tech
Proactively  getting  
the  Jobs done

AGENTIC  SOLUTIONS

=

AGENTIC UX

PAIRED  WITH
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83. THE LIQUID  STACK.
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CONTENT OBJECTS

META DATA

AI

EXPERIENCE

MONETIZATION
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Idea → Structured Asset → Multi - Surface → Monetized.

SPEED REDEFINED.

THE OUTCOME WILL BE …
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Better briefing. Better structure. Better context.

QUALITY REDEFINED.

THE OUTCOME WILL BE …



Presentation title | Date

3131
3
1

© 2025 Marcel Semmler / Bauer Media Group
All Rights reserved

Right content. Right surface. Right moment.

RELEVANCE REDEFINED.

THE OUTCOME WILL BE …
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THE FUTURE OF MEDIA IS NOT 
IN CONTENT STRATEGY.

IT‘S IN ORG RE -DESIGN
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TONI & EVA

3
3

OUR APPRAOCH FOR THIS AT
BAUER MEDIA
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TONI OS
Content Operating

Platform

EVA
Editorial Virtual

Assisstant
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OUR VISION OF TONI & EVA
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Your  one  stop  shop  for  creating  
& publishing  engaging  content

OUR GLOBAL PLATFORM TO UNIFY AND ORCHESTRATE
THE WHOLE DIGITAL PUBLISHING WORKFLOW

Content

Studio

Commerce

Studio

Design

Studio

Intelligence

Studio

Your  everyday  knowledge  
companion  from  research  to  

insights

Your  hub for  all things  
commerce  & shoppable  

products

Your  central  cockpit  to  manage 
the  way  your  website  looks  and 

navigates
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OUR GLOBAL PLATFORM TO UNIFY AND ORCHESTRATE
THE WHOLE DIGITAL PUBLISHING WORKFLOW

Content

Studio

Commerce

Studio

Design

Studio

Intelligence

Studio

Your  integrated  AI Assistant  to  
make  content  creation  

smarter, easier , and more  
enjoyable

EVA
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AI -FIRST IN DIGITAL PUBLISHING
Most companies stopped at level 1. We’re designing for levels 2 to n.

EVA Digest

Fully integrated  solution  that  
surfaces  actionable  insights  and 

advice  to  individual editorial  users , 
and automates  workflows  for  

liquid content .
Agentic  AI Automation Platform

EVA Studio

Context - sensitive AI - functionality  while  creating  
content  like i.e. optimising  a paragraph , changing  length  

of  it, optmising  images  etc.

Editorial Research Assistant
aka BauerGPT

a general  Chat Interface to  Open AI and other  LLMs to  give  everyone  access  
to  an AI chat  interface.

EVA
Editorial Virtual

Assistant

Bauer GPT

New opportunities   
coming  up

Conversational  AI

Agentic  AI
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A DESIGN SYSTEM…
… that lays the foundation for Liquid Content
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ARE YOU READY TO 
REDESIGN YOURSELF?

PRODUCT -LED AI -FIRST LIQUID
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GET IN TOUCH

Marcel Semmler

marcel.semmler@bauermedia.com

linkedin.com /marcelsemmler

More about TONI & EVA
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Thank you
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