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I also wrote this book Designing Content Authoring Experiences which I self-published last year, which many people in this room supported and I am super grateful to 
everyone for that. One of the ideas that I had when I wrote this book was that a lot of the discourse I was seeing in the CMS world wasn’t relating back to the clients I 
was working with. They weren’t worried about personalization or orchestration or AI because they were failing at the most basic elements of launching a successful site, 
they were just very immature and they were not set up for success from an organizational or governance standpoint. So I made a book that was very approachable and 
kind of goes back to basic principles. If that sounds interesting to you, I’d encourage you to check it out.



Deane Barker - Real World Content Modeling

In my experience, the number one 
complaint of organizations looking to 
replace their CMS is, simply, “our 
editors hate it.” 

So I like to start all my presentations with this quote and I’m sure many of you have seen me use it before. But I would argue that most authors don’t hate their CMS, 
what they hate is systems that are not designed with their needs and use cases in mind. They hate being disenfranchised from the very system they are expected to use 
day in and day out. And this is really important because when you spent millions of dollars building an enterprise CMS, you want people to actually engage with it. I was 
at a conference recently where someone said their editors do 6-9 THOUSAND edits a *week*. That is a lot of people doing a lot of work in your editorial tools. If they are 
filled with dread every time they log in, then guess what? They won’t unless it is absolutely necessary, and once they are in they will try to get out as quickly as humanly 
possible, and this is really why I wrote my book. Because authoring is important. It prevents people from being miserable *and* its good business.


So this talk is about AI and I’ve historically been kind of a skeptic about AI, especially in the realm of content authoring. Everything I was seeing was focused on 
generating content faster to feed the maw of consumption more efficiently, and that is not a use case I’ve been very excited about. However in the last six months or so 
I’ve started to come around and see the ways that AI can be used as a tool to *enhance* content production rather than replace it. And thats really what I want to focus 
on in this talk. That said, there is something I want to get into first and its going to seem like a tangent but its really not (or maybe it is and I just wanted an excuse to have 
a little rant, and if so sorry.)



In the last 25 years some really interesting things have ben happening on the web. In 1997 the term SEO was coined. 



In 1999 WCAG 1.0 was released, defining the first ever accessibility guidelies for web content. 



2010 Ethan Marcotte wrote an article for A List Apart introducing the term responsive design to describe the new techniques that allowed contnet to respond to different 
screen formats.



In 2012 Google introduced its knowledge graph, a way that content could be described so that Google can know if, for instance, you are describing an event or a 
location or a tv show or whatever, and then do those special sidebar displays that you see with the map and address and everything. 


So what do all these things have in common? They introduced a new audience for the web - and that audience is other computers. SEO is fundamentally about your 
website telling a search bot what content is on your site and what it is about. Accessibility requires assistive technology to interpret your content based on the metadata 
provided to it. Responsive design is about describing your content in such a way that your CMS and browser can rearrange it meaningfully depending on the device that 
is viewing it. The knowledge graph requires that your site describe itself in a specific format that Google can understand and interpret for display. When Amit Singhal 
wrote the blog post introducing the knowledge graph he titled it “Things Not Strings”, underling this idea that machines need context that isn’t explicit in the text. This is 
a tension that has been simmering under the web for almost two couple decades now, and which many organizations have dealt with it poorly.


AI is just another extension of this problem. A machine needs to read some content. However instead of removing the need for context, AI actually amplifies it. The 
knowledge graph requires that you define what something is in order for it to be displayed properly. AI is actually making decisions for you and acting on your behalf. It is 
generating content and designing digital properties from scratch. I hear a lot of people saying “Oh we’ll just throw all this existing content at AI and it will solve all our 
problems” when the reality is that without a TON of context about who, what, when, and why then the how has the potential to be much worse than if you had never used 
AI at all. 



So something a lot of organizations have to do is create marketing landing pages. These might be focused specifically on a product, or maybe a seasonal campaign, or a 
vertical you are targeting, whatever. The basic composition of these pages is a 1-2 paragraph message, followed by some very tightly focused links to content on the site 
which will support your message. A high profile case study, a white paper, some statistics and comparisons to the competition, and a call to action. These pages typically 
take a great deal of work and planning to set up, and because of that most CMS companies are offering support to have AI put these pages together for you. This 
sounds great and I’m sure the pages that it creates will be very pretty however without context the pages will not meet an organization’s needs.


So historically, when we talk about things like responsive design or accessibility, the context we want to provide takes the form of structure - creating content types that 
serve specific purposes, and providing metadata on those content types which provide the context of what the pieces are. Our marketing page example needs this too. If 
AI is going to go and collect all the content needed to create this page, its going to need to know if its a case study, a product profile, or whatever else. If your content is 
all dumped into the body field in Wordpress posts, then the AI will have no idea whether something is an event or a press release or a case study or what. It can try to 
figure it out based on the text, and it will try that, but it will often fail or make mistakes. But this isn’t just a problem in our generic Wordpress example. I’ve seen PLENTY 
of “structured composable” systems whose components are things like “Promo card with photo” or “2 column layout”. These are just as useless because they only 
describe how something looks, not *what it is*. That promo card could be literally anything, so how is the AI supposed to make smart decisions about the kinds of 
content it is pulling in to communicate with a customer if it doesn’t actually know? So structure to communicate semantic meaning is still just as, if not more, important 
than ever. 


But there’s another angle at play here too. A landing page is trying to achieve some goal, some purpose. The AI needs this information too. So the context for AI is not 
just structural, it is also strategic - What are we selling, what are our goals for this page, who are our customers, what are their needs, how do we plan to move people 
through the funnel, what does success look like? In the past we’ve often used things like taxonomy to tie different types of content together on a theme and then pull 
marketing pages together using that, but given enough context AI has the potential to do this much efficiently and with better results. Now I’ve seen humans create these 



pages without pieces of this context, but they usually have some general framework of an organization and how it works and its broad goals. Even if your org is bad 
about making these things explicit, over time people start to figure it out. Computers don’t have the time and experience to figure it out, you have to tell them. Creating 
these marketing pages without that context is worse than not having them at all, it has so much potential to be actively harmful to an organization. We have at this point 
all seen how hallucinations can cause AI to act crazy, is that what you want for your marketing pages?



CONTEXT

In conclusion, the things we’re about to talk about are all exciting and interesting, but they don’t exist in a vacuum. Systems still need to be designed well. Context is still 
crucial. Thought and planning needs to be brought into every implementation. Technology projects fail all the time without this, and AI is no different. I know this talk is 
about authoring, but all this stuff is intextricably related. You can’t separate the two. 



CONTEXT MANAGEMENT

HTTPS://WWW.BONNICI.CO.NZ/BLOG/DRUPAL-AI-NATIVE-PAGE-BUILDING-CANVAS-AI-CONTEXT

So we’ve talked about context a lot, so how would we as content strategists and content authors manage it? There are lots of different ways to approach this, but there is 
a project in the Drupal community that is really interesting called the Context Control Center. What it does is it allow you to define different kinds of contexts and select 
what situations they apply in. Then anything that hooks into Drupal’s AI capabilities will uses these contexts as necessary. I just want to acknowledge that all the 
screenshots you’re about to see here come from a blog post by an agency in New Zealand called Bonnici which I will link to at the end. I wanted to demo this myself but I 
had some issues getting it all working. Like a lot in the AI space it is still highly experimental. 


So as an example here, you can see they have defined some broad overview content about the company and its work, rules for creating landing pages, and general UI/
UX/Content guidelines. This is exactly the kind of stuff the system needs. These are defined as “Context Entities” in Drupalspeak, but in reality they’re just text files 
written in Markdown. (By the way if you all need a new skill to pickup you should learn Markdown. Its kind of dumb but its growing wildly as the language of AI for text 
files.)



So here’s an example of one of these files. As you can see its a pretty simple description of some general company information. Who are we, how do we provide value? 
Very simple, but as you can see this is the kind of thing it would be great to have a content person write because you’re trying to articulate information using plan 
language in a way that is easy to understand and organized well. I would probably want to see more detail than this personally, and then you can write contexts for things 
like your style guide, voice and tone rules, anything that guides how the system should work with content and UI. I feel like this is really cool, and I’m sure other CMS 
makers are working on similar stuff but this is a place where we can really provide a lot of value, and as I said, it all relates back to authoring because having this stuff 
defined means that any work the AI does on the content side is going to be better and more applicable. 


So having said all that lets look at some ways that, once you have this context in place, AI can start to help content authors.



EDITOR TOOLING

A lot of the work in AI and authoring is happening within visual editors. I’m sure you have all encountered this kind of interface. It is generally attached to the body or 
article text field and offers various formatting options. For instance, this is a tool called CKEditor which is integrated into a lot of CMS systems. It has started building AI 
tools into its premium product, and this is something I can actually demo.


Go to demo

Show the review tools. Describe it as like having Grammarly built into your editor, however this is extensible, so a CMS can build additions to it for instance to ensure that 
its own contextual information gets brought into the fold. That is the real power behind it. It is not reviewing content based on some generic idea of what is “good” or 
“bad”, it is specifically tied to your organization’s rules and styles. Another thing you could work into these contexts is accessibility checking, not just generic but again in 
response to your organization’s specific rules. 


While we’re talking about accessibility, there’s been a lot of talk about auto-generating alt text but personally I find that to be a less compelling case. AI generally 
describes images very generically (“This is a white building on a hill”) because it doesn’t have the context of what they are (“This is the Iowa state capitol building”). Now, 
there’s an argument that the generic alt text is better than nothing, but I’m just not very excited by any of that.


Note that these tools are limited to the context they live in - if there are other fields surrounding this body, or multiple CKEditor fields on a page, it won’t necessarily know 
about them or integrate with them. This is really only useful for article types of content (which admittedly is quite a lot of content on the web)


Go into the chat and ask it to summarize as if generating a meta-description. Summarization is actually a kind of generation I can get behind. A lot of authors, particularly 
those who don’t come from content backgrounds, have a terrible time summarizing content in a way that makes sense and is readable. They will often just copy the first 
paragraph in as a meta-description and call it a day. In these cases, where the context of an article can combine with the context of the system, AI has a lot of 



information at hand to create something useful. 




SUMMARIZATION

And then we can take that a step further in the example I’m showing here, a Drupal module that generates specific versions of posts that are optimized for different social 
networks. Not only will it write concise summaries tied to those systems’ needs, but it will also recrop photos to specific aspect ratios and the like. This is the kind of 
drudgery I *want* AI helping me out with. 
 
So these are just three examples I see where AI is helping to create a positive experience for authors and strategists that live inside the more traditional authoring 
interface. There are lots more, for instance there’s a lot of interesting work going on with automatically applying taxonomies to content or organizing it in different ways. 
There’s a lot of work happening in content governance doing things like continuous audits, identifying duplicate content in realtime, and not just broken link detection but 
broken content detection - referring to out of date products, ideas, past marketing campaigns, etc. I saw a demo of a new SAAS tool the other day that does intelligent 
regulatory compliance checking, preventing publishing of content that doesn’t comply and keeping logs offsite to prevent them from being changed or deleted. 
 
But to me, honestly, the more interesting work is happening *outside* the CMS, tools that link into it and interact with it. There is a technology that enables this called 
MCP which I’m not really going to get into, and getting this to work does require some configuration on both the CMS side and your side, but this work is really 
interesting and I’m going to demo it here.  



OUTSIDE

Demo:


First go into Umbraco and show what it takes to create a simple event. (Create event, enter fields, enter location, optionally enter guest)


Then go into Claude code and do these actions

Create an event (pinball tournament)

Create a series of events (pinball tournaments for the next two months)

Create an event (paste from a URL - https://www.meetup.com/content-strategy-seattle/events/313175436/?eventOrigin=group_upcoming_events)

Import locations from a URL (migration use case - https://www.va.gov/puget-sound-health-care/locations/ )

Word Document


These are straightforward examples, but I think there’s so much potential here. For intance, in all these examples we have said “Create content of a type using (a 
description, a word doc, an external url, etc.) One of the things I spend a lot of time on in CMS implementations is describing content types so that authors will know 
which one to choose. As I often say, rarely will an author put a blog post into an event, but the reverse happens a lot. Or what is the difference between a blog post, an 
article, and a press releas? These are subtle distinctions, and I often spend a lot of time describing those use cases within the CMS. What if we had a world where it was 
the other way around? You just drop your content in, and AI uses the context in the system to determine which content type is the correct one? This could be huge for 
authors and organizations alike. Less work for authors, more accurate content. I’m really excited to see where all this goes.



CONCLUSIONS

Conversational interface for content entry is legitimately the most impressive and exciting thing I’ve seen in the world of authoring tools since the introduction of the 
visual editor. I truly believe that it is going to make so many people’s lives easier. Will it replace the CMS admin experience? Unlikely. Will it provide a pathway in for a 
great many people who would otherwise struggle? Absolutely. It is more intuitive, more accessible, and easier to understand. These tools are in their infancy but they are 
only going to get better. The amount of change and growth in just the last six months has been incredible. I understand that there is a lot to have about the way that AI is 
being pitched and implemented at organizations across the world. Lets face it, there is a lot more bad than good happening. However that doesn’t mean these tools are 
not useful, and can’t be brought to bear on problems authors have every day.



A book for the designers, strategists, and 
developers who build and maintain content 
management systems. With practical examples 
and best practices, the book will show you how 
to create content management systems that 
support authors, so that authors can better 
serve their audiences. 
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