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Too late. Too niche. Too far.

Things I had to learn the hard way
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Too late



Too niche



Healthcare Life Science Electronics

Group 
Functions

62,000 Employees

I’m hereToo far



Corporate

Product Driven Environments
Project Driven 
Environment

StartupAgency

The Product Mindset







But how can a product 
change behavior?



H O W  C A N  A  P R O D U C T  C H A N G E  B E H A V I O R ?

The Fogg Behavior Model
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H O W  C A N  A  P R O D U C T  C H A N G E  B E H A V I O R ?



L I Q U I D  P O R T F O L I O



Liquid Design

L I Q U I D  D E S I G N  T H E N  A N D  N O W



What 
behavior 
needs to be 
changed. 

L I Q U I D  D E S I G N  T H E N  A N D  N O W



Liquid the design system

We didn’t ask
for 
permission

L I Q U I D  D E S I G N  T H E N  A N D  N O W

2018



Kept
growing

L I Q U I D  D E S I G N  T H E N  A N D  N O W



Change of
the tech stack

L I Q U I D  D E S I G N  T H E N  A N D  N O W

Liquid Oxygen

2021

Rising star



I violated my 
own rules
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I violated my 
own rules

L I Q U I D  D E S I G N  T H E N  A N D  N O W



Liquid Carbon

User intimacy
and AI-first thinking

L I Q U I D  D E S I G N  T H E N  A N D  N O W

2025





Liquid Strategy

L I Q U I D  D E S I G N  T H E N  A N D  N O W



What 
behavior 
needs to be 
changed? 

L I Q U I D  D E S I G N  T H E N  A N D  N O W



www.strategykit.liquid.emd.design



Liquid Images

L I Q U I D  D E S I G N  T H E N  A N D  N O W



What 
behavior 
needs to be 
changed? 

L I Q U I D  I M A G E S





Agentic Workflows

L I Q U I D  I M A G E S



Made with

Liquid Images 



Three Plays for 
Shipping Inside the 
Walls

L I Q U I D

#1 The first version 
needs to exist before 
anyone says yes.

#2 The people who'll 
defend it have to help 
build it.

#3 Somewhere in the 
org, someone is already 
waiting for this.
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The time to build is now.
AI has made it faster and 
cheaper than ever.

T H E  O U T C O M E  E N G I N E



The Liquid 
Outcome Engine
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H O W  W E  A C C E L E R A T E  O U R  W O R K I N G  M O D E L
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L I Q U I D  A G E N T  K I T

Create Structured Outcomes
Turn problem statements into GitHub 
Issues with outcome, stakeholder, and 
value

Commit and Track Work
Claim ownership, move issues across 
the project board (Ready, In Progress, 
Done)

Runs on Claude Code and Open Code
Full skill set available in both 
Anthropic's CLI and the OpenCode
editor

Review, Ship, and Close
Create PRs, run code review, verify 
completeness, and close issues

Delegate Tasks to AI Agents
Fan out plan steps to independent 
subagents that execute and report 
back

Plan Before Building
Generate implementation plans 
through guided dialogue and attach 
them to issues
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That's how a small team inside a 
350-year-old company changes 
behavior.

T H E  O U T C O M E  E N G I N E



M
er

ck
 D

ig
ita

l |
 U

se
r E

xp
er

ie
nc

e 
St

ra
te

gy
&

 D
es

ig
n

That's how a small team inside a 
350-year-old company changes 
behavior. Through products

T H E  O U T C O M E  E N G I N E
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T H E  O U T C O M E  E N G I N E

Stop the Meetings, 
Start Building!
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