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Content design lead
Verily

Marli Mesibov
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Why I’m here
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Why I’m here

Our CMS

Is it really a CMS…
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Why I’m here

Google docs Figma Our CMS

…or a publishing system?
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2. 1. 3. 

Why did Verily need a CMS?
The need for a CMS

4. 5. 6.

7. 8. 9. 
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2. Content approvals
Reviews and approvals were 
happening in Google docs and 
tracked in spreadsheets

1. Publish without coding 3. Reusable content

Why did Verily need a CMS?

Content designers required 
engineers to launch most copy 
updates

The need for a CMS

Although Verily had five products 
sharing content, it was being 
copy/pasted across them

4. “Locked” content 5. Rich content editor support 6. L10n support

7. Preview ability 8. External users 9. Change management/auditing
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Why did Verily need a CMS?
The need for a CMS

For regulatory reasons, health 
content must be uneditable once it 
is approved

Content designers were unable to 
bold, italicize, or link copy in our 
current CMS solution

Localization required a separate 
process, involving downloading 
and re-uploading to the CMS
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Reviews and approvals were 
happening in Google docs and 
tracked in spreadsheets

Why did Verily need a CMS?

Content designers required 
engineers to launch most copy 
updates

The need for a CMS

Although Verily had five products 
sharing content, it was being 
copy/pasted across them

For regulatory reasons, health 
content must be uneditable once it 
is approved

Content designers were unable to 
bold, italicize, or link copy in our 
current CMS solution

Localization required a separate 
process, involving downloading 
and re-uploading to the CMS

Content designers couldn’t see 
how content would look to users 
(hence using Figma)

Verily was considering 
partnerships where others would 
create content for our products

Health content must be time 
stamped with all edits, reviews, 
and approvals

2. Content approvals1. Publish without coding 3. Reusable content

4. “Locked” content 5. Rich content editor support 6. L10n support

7. Preview ability 8. External users 9. Change management/auditing
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To buy or to build
Pros and cons

Benefits to buying

● Allows internal resources to focus elsewhere
● Likely to be cheaper in the long run
● Reduce internal compliance risks
● “Off the shelf” means having more functionality on 

day one

Benefits to building

● Full control over exactly what we want in our CMS
● Ensure we are compliant with FDA Part 11
● No prolonged product reviews with Legal, 

Regulatory, and our Sourcing department
● Easier to integrate with our tools and products
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Pros and cons

Florence 
healthcare
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Beyond content management 
solutions for econsent, Florence 
offers other non-content solutions 
that help in trials, like eTMF.
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Pros and cons

DITA
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DITA offers open source content 
authoring, rendering framework, 
and could be integrated with an 
internally developed CMS.

DITA Open Toolkit
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To buy or to build
Pros and cons

We need a new CMS NOW. Let’s 
buy one.

CMS 
decision
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To buy or to build
Pros and cons

We need a new CMS NOW. Let’s 
buy one.

We can use what we have 
today, until we have internal 

resources available.

We don’t have internal 
resources available at the 

moment to get started. 
Is this an emergency?

None of the 100s of CMSs meet 
our level of compliance needs. 

Let’s build our own.

CMS 
decision
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The process
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Workshop time!
The process
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Success metrics
The process

● A list of requirements, detailed enough to create a 
presentation to share with a 3rd party evaluator

● Clear, agreed-upon understanding of what 
functionality we need a tool to have, to successfully 
be our CMS, including:
○ A list of user flows

○ Roles and responsibilities
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Definitions
The process

CMS: a software application that allows users to build 
and manage website or app content without having to 
know how to code.

Role: something that an Admin can assign someone, a 
Role comes with certain capabilities that support their 
ability to accomplish tasks. A role may belong to many 
job titles, but has the same capabilities across products. 

E.g. Roles: Author, Publisher, Editor
Job titles: Content Designer, UX Writer, Copywriter
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Agenda
The process

1. Lightning talks, to align on existing product needs
2. Discuss roles (Author, Reviewer, Publisher, Admin)
3. Break into groups and craft user flows for each role
4. Identify requirements per user flow

Step 2
Step 3 Step 4Step 1

Author

I want to revise content 
based on editor feedback
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Day One: Icebreaker
The process
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Day One: Lightning talks
The process

With four different teams using four different 
homegrown “content management systems”, all with 
different goals, features, and priorities, we had a lot to 
learn from one another.
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Day One: User flows
The process

Step 2
Step 3 Step 4

Step 5

Step 6

Step 7

Step 8

HMW…

Step 1

Author

I want to revise 
content based on 
editor feedback

Steps

Requirements

We identified 32 unique user flows across 4 audiences!
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Day Two: Requirements
The process

We identified 142 unique requirements.
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Day Two: Prioritization: voting and discussion
The process

● What are the highest priorities? 
● What are the lowest? 
● Were any priorities not voted for that you feel are 

particularly important?
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We’re gonna build it!
The decision

We need a new CMS NOW.

We can use what we have 
today, until we finish MVP have 

internal resources available.

We don’t have will make internal 
resources available at the 

moment to get started.
 Is this an emergency?

None of the 100s of CMSs meet 
our level of compliance needs. 

Let’s build our own.

CMS 
decision



Verily Life Sciences, LLC.  Confidential & Proprietary |  33

Put it on the roadmap
The decision

Marli hired, immediately 
brings up CMS needs

2020 2021 2022

PM assignedRequirements 
workshop

2023

MVP 
launched
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Where do we go from here?
What’s next

● Expand reviews in the CMS
● Integrate with Figma
● Integrate with additional products
● Expand user permissions
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What are the key requirements for distinct audiences? 
How do you determine your audience?

What’s next
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marlim@verily.com
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