< ZUMIDIAN BUSINESS CASE

Downtime Exposure - 24/7 Incident Management

The Cost of Downtime in Live Games: Why
Response Time Matters

For live games, downtime is not only a technical failure. It is business exposure.
Every minute of unresolved instability can affect player sessions, transactions,
support volume, community sentiment, engineering focus, launch momentum,
and brand trust.
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CORE ARGUMENT
Downtime is not just lost availability. It is business exposure.

The cost of downtime depends on the game, the moment, the monetization model, the
number of affected players, and how quickly the team can respond. A login issue during
a quiet window is not the same as a payment failure during a live event or a backend
outage during launch week.

That is why generic downtime statistics are less useful than an exposure model. The
business needs to understand where instability becomes player impact, revenue impact,
support pressure, and internal disruption.

Downtime is not just lost availability. It is business exposure — and response
time determines how much of that exposure becomes real damage.
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DEFINITION
Downtime is more than unavailable servers.

For live games, “downtime” should include any operational issue that prevents players
from getting the expected game experience.

The game, backend service, platform service, or critical

Full outages dependency is unavailable to players.

Login, matchmaking, sessions, entitlement checks, or queue

Player flow failures .
systems prevent players from progressing.

Regional latency, packet loss, service instability, or backend

I G e degradation make the game feel broken.

Payments, marketplaces, subscriptions, entitlements, or

Transaction failures . . , N .
inventory systems fail during monetization windows.

Patches, hotfixes, configuration changes, or release windows

Failed deployments introduce operational instability.

An issue during a time-limited event, launch, or major update

Live-event disruption can magnify the impact on both players and the business.

DIRECT IMPACT
Direct revenue exposure is only the visible part of the cost.

Some downtime costs are easy to see. If players cannot transact, access subscriptions,
buy items, join events, or complete sessions during a monetized window, the revenue
exposure is direct.

But even direct exposure varies. A short incident during low traffic may have a limited
impact. The same incident during launch, a live event, or a major content update can
create a much larger business problem.

Players cannot complete purchases, marketplace activity,

Lost transactions subscriptions, or entitlement flows.

Time-limited events and launch windows increase the cost of

Missed event monetization instability because intent is concentrated.
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Interrupted sessions reduce engagement and can weaken short-
term monetization opportunities.

Session drop-off

INDIRECT COST
The larger cost often appears around the incident.

Downtime rarely ends when the service recovers. The organization still bears the
operational, reputational, and productivity costs resulting from the incident.

Repeated instability teaches players not to trust the service

Player trust erosion . I .
during critical windows.

Tickets, community posts, status requests, and player

BURECIRISES S complaints increase while the team is still resolving the issue.

Engineers are pulled away from roadmap work into emergency

SLICE e A e diagnosis and coordination.

Publishers, leadership, and partners lose confidence when

Stakeholder confidence
response paths are slow or unclear.

Public perception can move quickly during visible outages,

Community sentiment . . )
launch issues, or failed live events.

A poor experience can increase the future effort required to

FEEI I [P regain trust and engagement.

RESPONSE ECONOMICS
Response time changes how much exposure becomes damage.

You cannot prevent every incident. Online games are complex, dependent on multiple
systems, and exposed to real player behavior, infrastructure issues, regional network
conditions, deployment risk, and third-party dependencies.

What the operating model can control is the time between detection, qualified response,
mitigation, verified recovery, and reporting. A shorter response does not eliminate
exposure, but it compresses the impact window.
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Slow response path Fast response path

Alert noise — delayed qualification — unclear Signal — qualified response — runbook action
ownership — escalation waiting — context — mitigation — recovery validation —

rebuild — late action — uncertain recovery. reporting — improvement.

PLANNING MODEL
The downtime exposure model.

This is not a universal formula. It is a planning model for understanding where downtime
creates business exposure.

Downtime exposure = incident duration x revenue exposure per hour x player-
impact factor

Incident duration How long were players blocked, degraded, or disrupted?

How many players were affected, and how severe was the

Player impact experience degradation?

Were transactions, subscriptions, live events, marketplace

Monstization impact activity, or entitlements affected?

Timi Did the incident happen during launch, peak traffic, a live event, a
iming content drop, or an off-hour window?
How quickly did the team detect, qualify, act, validate recovery,

Recovery speed and report status?

Did the incident create support load, sentiment damage,

DEERTEE ! engineering disruption, or stakeholder concern?

COVERAGE
Why 24/7 coverage matters.

Global games do not fail only during office hours. A game can be healthy during the
studio day and exposed at night, on weekends, on holidays, during regional peaks,
launch windows, and live events.
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Coverage gaps create time gaps. Time gaps increase exposure. A 24/7 incident
management model reduces the chance that a player-impacting issue waits for
someone to notice, qualify, and act.

* Nights and weekends.

* Holidays and low-staffed periods.

* Regional traffic peaks outside the studio’s local time zone.
* Live events and high-intent monetization windows.

* Launches, updates, and release windows.

* Off-hour hotfixes and post-release stabilization.

INCIDENT MANAGEMENT REQUIREMENTS
What effective incident management must include.

Reducing downtime exposure requires more than alerts. It requires a response model
that can act.

Signals from infrastructure, services, player impact,

Real-time monitoring deployments, and regional performance.

Fast assessment of severity, scope, dependency, and player

Issue qualification .
impact.

A defined response owner so the incident does not drift between

Clear ownership channels

Approved procedures for known incident patterns and safe first-

Runbook-driven response .
response actions.

Operators need access, dashboards, documentation, and

Access to tools .
communication channels to act.

Clear boundaries for what can be handled immediately and what

Escalation rules . . .
requires engineering or customer approval.

Service recovery should be proven through operational metrics

Recovery validation and player-impact signals.

Stakeholders need to know what happened, what was done, and

A ALEE B what still needs improvement.

Incidents should improve thresholds, dashboards, runbooks,

Continuous improvement .
ownership rules, and response paths.
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ZUMIDIAN MODEL
How Zumidian reduces downtime exposure.

Zumidian helps studios and publishers reduce downtime exposure by adding a
dedicated 24/7 GameOps layer focused on qualified response, runbook-driven action,
operational visibility, and verified recovery.

The model is designed to shorten the distance between signal and action without
forcing studios to build the full 24/7 incident management function internally.

Around-the-clock operational readiness across launches, live

ZENY G EOVEEE events, incidents, and off-hour windows.

Qualified response to operational signals, player-impact issues,

Incident response . .
P and service degradation.

Dashboards and reporting that improve visibility, decision-

OB el 6 making, and recovery validation.

Approved response procedures for known issues, with

Runbook execution )
escalation where needed.

Work inside the customer’s tools, processes, documentation,

Existing-tool integration and escalation paths.

Fewer escalation Move known incidents toward action instead of waiting by
bottlenecks default.

- e Confirm that recovery is real before the incident is considered
Post-fix verification

resolved.
Launch and live-event Add operational coverage during the moments where downtime
support exposure is highest.
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BOTTOM LINE
The cost of downtime is controlled by the operating model.

Downtime will always create some level of exposure. The question is how much
exposure your current operating model leaves open.

Teams cannot remove every incident from live game operations. They can reduce the
time between detection, qualified response, mitigation, recovery validation, and
reporting.

That is why response time matters. The faster the operating model moves from signal to

verified recovery, the less time downtime has to become revenue loss, player
frustration, support pressure, engineering disruption, and brand damage.

Want to understand where downtime exposure exists in your current
operating model?

Schedule a Game Operations Review to assess your incident response model, 24/7
coverage, runbooks, operational dashboards, and recovery validation process.

Schedule a Game Operations Review
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