< ZUMIDIAN BUSINESS CASE

GameOps Economics - 24/7 Operations

The Economics of GameOps: Why 24/7
Coverage Is More Than Headcount

The cost of GameOps is not just the cost of the people watching dashboards. A
real 24/7 operating model includes staffing, management, tooling, training,
documentation, escalation processes, reporting, burnout mitigation, and the cost
of slow response when incidents affect players.

IN THIS ARTICLE

The false comparison: salary vs. vendor fee
What does internal 24/7 GameOps really cost
The utilization problem

The hidden cost of slow response

Build, expand, or outsource

The Zumidian operating model

What the business case should measure
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CORE ARGUMENT
The real comparison is operating model vs. operating layer.

Many companies compare the cost of hiring internal staff against the monthly fee of an
outsourced partner. That is the wrong comparison.

The real comparison is the full internal 24/7 operating model against a dedicated
GameOps operating layer that can provide coverage, response, analytics, launch
support, and operational continuity without forcing every capability into permanent
internal overhead.

The real economics of GameOps are not salary vs. vendor fee. They are fixed
internal operating model vs. flexible expert operational capacity.
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COST COMPARISON
The false comparison: salary vs. vendor fee.

A salary line item does not represent a 24/7 GameOps function. A vendor fee does not
represent only labor. The economic question is which operating model creates the best
balance of cost, coverage, risk, and execution.

Narrow comparison Real comparison

Internal salary cost vs. outsourced monthly Internal 24/7 operating model vs. dedicated
fee. This ignores management, tooling, GameOps operating layer. This includes
escalation, utilization, process maturity, and coverage, response capability, visibility, and
incident risk. risk reduction.

INTERNAL MODEL
What does internal 24/7 GameOps really cost?

A reliable 24/7 GameOps function is not created by assigning a few people to watch
alerts. It requires an operating structure with staffing, process, tooling, knowledge
management, reporting, and ownership.

The cost is not only payroll. It is the organization that must ensure the coverage is
dependable.

» Salaries, benefits, and shift coverage.

* Management overhead and scheduling complexity.

* Recruiting, retention, training, and burnout mitigation.

* Monitoring, alerting, dashboarding, and tooling licenses.

* Infrastructure, observability pipelines, and operational systems.
* Runbook, documentation, access, and process upkeep.

» Escalation, on-call, and engineering interruption.

* Operational reporting and stakeholder communication.

* Continuous improvement after incidents, launches, and updates.
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UTILIZATION ECONOMICS
The utilization problem in 24/7 operations.

24/7 operations require capacity even when nothing is happening. That is where internal
economics become difficult.

Quiet periods still cost Nights, weekends, and low-incident windows require coverage
money even when utilization is low.
Launches create High-risk windows need more operational intensity, but that
temporary spikes demand may not justify permanent staffing.
Incidents are Teams need readiness for events that may be rare, urgent,
unpredictable uneven, or concentrated around specific windows.
Legacy titles need Mature games may still generate value but rarely justify a fully
continuity dedicated internal operations team.

. Different titles have different risk profiles, lifecycle stages, and
Portfolios are uneven . . .

operational intensity.

Coverage becomes Once built internally, 24/7 staffing becomes a fixed organization
structural to maintain, not just a response capability.

RISK ECONOMICS
The hidden cost of slow response.

GameOps economics are not only about internal spend. A low-cost operating model can
still be expensive if incidents last longer, players are affected, support pressure rises, or
engineers are repeatedly pulled away from product work.

Slow response has direct and indirect cost. Some costs are visible in revenue and
support volume. Others show up as lost trust, delayed roadmap work, launch instability,
and stakeholder concern.

Unavailable or degraded service affects sessions, trust, and

Player downtime retention.

Payment, inventory, entitlement, or monetization issues create

Failed transactions .
direct revenue exposure.
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Player-facing instability increases ticket volume and community
pressure.

Support spikes

Internal teams lose roadmap time when operational incidents

SLICE LA become recurring fire drills.

Operational gaps during launch and major updates can affect the

Launch instabilit . .
y entire release narrative.

Publishers, executives, producers, and players lose trust when

e the operating model cannot respond reliably.

OPERATING-MODEL CHOICE
Build, expand, or outsource: when each model fits.

Outsourcing is not automatically the right answer. The right model depends on portfolio
size, operational maturity, demand predictability, risk tolerance, and internal focus.

Large portfolio, predictable operational demand, mature internal

el (el ops organization, and sufficient management capacity.

Existing operations function is strong but needs more capacity,

SR el better tooling, or broader coverage.

Outsource part of Need 24/7 monitoring, incident response, launch support,
GameOps analytics, or legacy continuity without full build-out.

Dedicated GameOps Need expert response, flexible cost, operational visibility, existing-
partner tool integration, and reduced internal burden.

ZUMIDIAN MODEL
A dedicated GameOps layer with predictable operating cost.

Zumidian’s model is built for studios and publishers that need stronger operational
coverage without having to build the entire 24/7 function internally.

The economic value is not just lower cost. It is better to have alignment between
operational risk, coverage, response capability, visibility, and internal team focus.

A clear operating model that avoids turning every GameOps

ACCIREAD ] C requirement into permanent headcount.
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Around-the-clock readiness across incidents, launches, updates,
live events, and off-hours windows.

24/7 expert coverage

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

SR e T o escalation paths, and operational reality.

Operationally serious partnership without trapping the customer

No long-term lock-in in a model that no longer fits.

Qualified response, runbook execution, escalation where

(e 20 TR e needed, and post-fix verification.

Dashboards and reporting that improve visibility, decision-

O EL R CE i (2 making, and recovery validation.

Operational coverage around launches, patches, hotfixes, live

FOLERD U events, and deployment windows.

Flexible coverage Ping monitoring, white label operations, and legacy game
modules management where the operating model requires them.

BUSINESS-CASE CHECKLIST
What the business case should measure.

A credible GameOps business case should measure more than payroll. It should
account for cost, utilization, response performance, launch risk, and business exposure.

* What is the true annual cost of internal 24/7 coverage?

* How much management burden does the internal model create?
* How much coverage is underutilized during quiet periods?

* How fast can the team respond, resolve, and validate recovery?

* How often are engineers pulled into operational incidents?

* What does downtime cost directly and indirectly?

* What risk exists during launches, updates, and major live events?
*  Which mature titles still need operational continuity?
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BOTTOM LINE

GameOps economics are about risk, utilization, and operating
burden.

A strong GameOps business case cannot stop at salary comparison. It has to account
for the full structure required to operate live games reliably around the clock.

For some companies, building internally is the right answer. For others, a dedicated
GameOps operating layer provides a better balance of coverage, expertise, flexibility,
and cost control.

The real question is not which option looks cheaper for a single line item. The real
question is which operating model gives the business the best combination of stability,
response speed, operational visibility, and internal focus.

Want to compare the real economics of internal GameOps vs. a
dedicated operating layer?

Schedule a Game Operations Review to assess your current coverage, cost structure,
incident response model, launch risk, and operational burden.

Schedule a Game Operations Review
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