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               Introduction

Vertex8 is Shanghai-based software consulting firm that delivers  elegant, user-first AI-powered solutions  to complex 
business challenges.

We aim to  empower clients  through innovative, user-focused software strategies that leverage advanced AI and big data 
technologies.

To do so, we  deliver End-to-End solutions,  intervene  at key steps of the Product Cycle, or  mentor  your team.



Our values

We believe in  user-first : technology is great, 
only if it solves an actual problem

We value  integrity : not upselling or hidden fees

We proceed  carefully : we study, phase, and roll 
out deliverables thoughtfully



Our founder

Cyrille Berliat
柏希睿

Engineer at heart, and coding since my early teens, 
I’m passionate about solving real user problems.

12 years @ Google, 15 years across EU, US, Asia.

Product Strategy

Leadership (stakeholders 
mgt, consensus building)

Software Engineering

People management

https://www.linkedin.com/in/cyrilleberliat/


EVALUATION & 
ITERATION

PRODUCT 
REQUIREMENTS
SUCCESS TARGET
ROADMAP

UX/UI DESIGN DEVELOPMENT QUALITY & 
ASSESSMENT

DEPLOYMENT AND 
RELEASE

Building products that matter

USER RESEARCH
MARKET RESEARCH
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Product development

Pricing: by the hour/day, fixed mission, or as 
part-time CPO.

Pricing: negotiated rate for 1-2 days / week, or 
as needed.

Pricing: contact us for a free consultation.



Services



Product Strategy
01
Whether you’re  stuck with a great idea , or  lost with users 
needs , we deliver clarity.

What you get:
● Clear target users, user stories, and prioritized roadmap
● Risk identification and mitigation strategy
● Actionable next steps (investor deck, PRD, feature 

prioritization)

Pricing: by the hour/day, fixed mission, or as part-time CPO.



Part-time CPO/CTO
02
Need  strategic direction ,  better  product or tech processes , 
or help hiring your first tech/PM hires but  can’t afford a full 
time senior ? We got you covered!

What we offer:
● Our founder,  Cyrille, brings 12y of Google’s building & 

scaling experience to the table at a fraction of the cost
● As part of your team to mentor, implement new 

processes,  land complex situations or unstuck projects

Pricing: negotiated rate for 1-2 days / week, or as needed.



Skills

Hard Skills

● End-to-End Product management
● Cross-functional team mgt w/o authority (~30pple)

● Data analysis for decision making
● Software architecture & development

Soft Skills

● Leadership & consensus building across teams
● People management (team of 7)

● Active listening / User empathy = UXR
● Effective comm. in French, English, Spanish

Industries:

● 7 years (B2B) Advertising (DV360, AM)
○ E.g. launch multi-million dollar features at 0 

additional support cost
○ E.g. Safely launch ML rev improvements

● 3 years (B2B) CMS/KMS

○ E.g. Rewrite 3 products into 1 and migrate with 

no interruption of service

● 3 years (B2C) Android & Google Play
○ e.g. launch & scale support in French & Spanish 

speaking markets (100 million+ users)

Experience



Product development
03
Whether you need a process  automated with AI , or 
digitalized as a Website, App , mini-App, we handle it end to 
end for a worry-free experience with regular check-ins to 
avoid risks.

Our process:
● Strategy: needs assessment, solution scope, roadmap
● Agree on quote & planning
● Execution: implementation, delivery, and training

Pricing: contact us for a free consultation.



Technologies

Our technology philosophy:
●  User-first : Elegant UIs that solve real problems

○ KirbyCMS is fast, secure, user-friendly websites with easy 

content management—no technical expertise required

●  Robust : Open-source & battle-tested tools, no “buzz-tech”

●  Safety first  : Version control, staging environments, 

zero-downtime deployments

○ Github for code, bug tracking & auto-deployment

●  Multi-platform : Code reuse when possible
○ EKotlin multi-platform: build once, deploy to iOS, Android, 

and web—faster time to market, lower costs

We follow a Quality Assurance Plan (QAP) to ensure the quality 

of what will be produced throughout the project lifecycle.

Our QAP outlines the rights, duties, and responsibilities (RACI) 

of the different parties concerning quality monitoring.

We use a separate staging/dev environment where you can 

follow progress, then safely try out various features without 

impacting the actual product.

Towards the end of development, we:

● Internally test & debug

● Review with you, allow you to test & file bugs

● Iron out all quirks before go-live

● Phase out the go-live if needed to reduce risks

Quality assurance



Contact us
We’d love to hear about your issues

User-first. AI follows.  +86 176 2103 3727

hello@vertex8.net

Schedule a call

bo_xirui

https://wa.me/8617621033727
mailto:hello@vertex8.net
https://calendly.com/vertex8/30min


Appendices



Successful AI transformation depends on:

Sanitized Data

Right choice of Success Metrics

Understanding of current process

Implement new process with AI involved

New process adherenceQuality assurance
● Proper AI hand-holding
● Process adjustements

Business success
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Design new process & tool architecture with AI involved

Staff training



VALIDATION & EXPANSION

SCOPING

Depending on your 
strategy & budget, we 
jointly prioritize best 
parts to automate

CONCEPTION

Determine:
- Success metrics
- Best AI solutions 
(preferably off the shelf)
- Migration path

ASSESSMENT

- Measure success 
(stickiness, FTE saved)
- Adjust if needed

AI Transformation

ANALYSIS

We determine what’s 
slowing your down:
- User Interviews
- Process mapping
- Time lost analysis
- Existing tech stack
- Data availability & 
cleanness

DEPLOYMENT

Implement solution:
- Migrate data and 
processes
- Playbooks/SOPs
- Train & support staff



Packages
Limited budget

Generic Training

You get

● Overview & fundamental understanding of 
GenAI

● Overview tools with AI for a given field
● Techniques to maximize use of “chatGPT”s
● Ideas on how AI may help your organization

You miss on

● Strategic analysis of your business
● Design  & implementation of an End-to-End 

solution that actually meets your goals
● Potentially successful transformation

Step-by-step budget

Splits  budget  and risks
Makes step-by-step “vertical” implementations

Analysis (existing data & processes)1

Scope

Conception

Deployment

Assessment

2
Scope

Conception

Deployment

Assessment

3
Scope

Conception

Deployment

Assessment

4

…



AI Training
Usually not recommended as standalone, better tailored to your needs post assessment

Applied GenAI

● Overview of existing tools for a given scope
● Brainstorming based on your processes

● Example of processes to automate:
○ (Pre)-Sales:

■ Standardize CRM Profiles from any interactions
■ Auto-outreach for localized cold calls
■ Qualify leads & handle pre-sales questions

○ Production follow-up/Support

GenAI Fundamentals          +

● History & definition
● Core concepts
● Opportunities & Risks of GenAI

● Prompt Engineering (one/multi shots, reverse 
prompting, CoT, etc.) with exercices

● Q&A



E2E Product Life-cycle

20

Product Evaluation
Real vs. Expected metrics, Spotted improvements

Product delivery

Lifting implem. roadblocks, controlled releases

Product planning: “The How”
Go to market strategy, phases definition, roadmap

Product Strategy: “The What”
UXD, Market, Positioning, Success definition

Vision & Mission: “The 
Why”
"Hidden" user needs: UXResearch

User

1 2

35
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Product Strategy - “The what”
Problem definition Solution definition

Review/Create Qualitative
● UX Research “UXR”
● Interview stakeholders & subject 

matter experts “SME” (sales, support, 
etc.)

Review Quantitative data
● Market data/audits
● Data analysis of usage

Market analysis

“What to build” definition
Depends on project complexity
● Proposal & Approval
● Brainstorm with SMEs

“What to tackle” definition
● Metrics of success
● User Personas & Stories
● Critical User Journeys CUJ
● Prioritization & impact

Stakeholders alignment

What to tackle

● Metrics of success
● CUJs
● Priority

Stakeholders 
alignment

What to build

(often combined with the “How” 
review)

Mocks validation (iterative)
● Non-functional test
● User Acceptance Tests



Product Strategy - Compelling user stories
Internal Sources

External Sources

Stakeholders
Qualitative

Sales Rep.
Qualitative

Support Rep.
Qualitative

Log analysis
Quantitative

User Interviews
Qualitative

Competitors
Qualitative

Support Tickets
Quantitative

UX Research
Qualitative

User Surveys
Quantitative

Personas profiling

User stories & CUJs

Ad Trafficker Sales

Regional Mgr

PM as User Expert

● With own opinion
● With data/facts to backup
● Not sticking to the what users do, but 

the why they do it?
● Proper root causes analysis can lead to 

similar or disruptive solution

But also understanding company 
constraints: business, tech, political

Regional Mgrs  have P&L responsibility 
for their regional inventory and compete 
against historical & other regions’ 
performances.

[P0] CUJ1 RM. reports on previous 
performance
[P1] CUJ1 RM. needs to forecast 
inventory based on historical data



Product Strategy - “The How”
Phasing Release strategy

Phases definition

● Goal of phase
● Success metrics
● CUJs covered
● User acceptance plan

Go To Market strategy

Depends on project, such as:
● T1 clients vs. mass
● Low vs. high CUJ coverage
● Silent vs. marketing splash

Quality assurance

Phased roll outs such as:
● Silent A/B testing
● Alpha/Beta/General Availability phasing

Stakeholders alignment

How to reach

Alignment gates the 
implementation

Important MVP Phase

● Fail-fast methodology
● Test assumptions as early as possible
● Pivot/Abort as necessary

Prototype

Assumption testing
Pivot as necessary

MVP

Test solution
Pivot if need

Alpha

Burn down bugs
Refine product

Beta

Polish product
Scale product

Release

Monitor metrics & 
feedback

23



End-2-End Product cycle vs. Cost of mistake

Too late 
to catch yet commonly caught there

Cost rises exponentially
as design/dev starts + sunk cost

Low cost

right time to catch mistakes

Yet, difficult to catch without proper 
methodology & expertise

Product Evaluation
Real vs. Expected metrics, Spotted improvements

Product delivery
Lifting implementation roadblocks, controlled releases

Product planning: “The How”
Go to market strategy, phases definition, roadmap

Product Strategy: “The What”
Market, Positioning, Success definition

Vision & Mission: “The Why”

24



Product & organizational mentoring
Product managers (PMs) often evolve in complex stakeholder or product situation with little guidance.
This leads to common pitfalls:

Good solutions aren’t approved and project 
stalls

Stakeholders aren’t aligned, or have 
diverging opinions

How to backchannel, build compelling 
arguments tailored to audience

Product manager not spending time on 
right tasks, team inefficiencies

Unclear delineation of different job roles 
(PM, PO, PgM…)

Organizational mentoring on how to clarify 
the RACI matrix

Infeasible solution, disconnected from 
users or rejected by stakeholders

Involving experts (legal, privacy, eng, etc.) 
too late

Guidance on who and when to engage

Solution disconnected from usersPM talks too little with users/too little UXR Process to follow

PM becomes the bottleneck and project 
stalls, or quality drops

PM doesn’t delegate enough Time management mentoring & RACI

Pitfall Consequence Mentoring

https://monday.com/blog/project-management/raci-model/#:~:text=Get%20started-,What%20does%20RACI%20mean%3F,accountable%2C%20consulted%2C%20and%20informed.
https://monday.com/blog/project-management/raci-model/#:~:text=Get%20started-,What%20does%20RACI%20mean%3F,accountable%2C%20consulted%2C%20and%20informed.

