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GameOps Analytics - Live Service Visibility

Operational Analytics vs. Product Analytics
in Live Games

Live games need analytics, but not all analytics answer the same question.
Product analytics tells teams how players behave. Operational analytics tells
teams whether the game service is stable, responsive, recoverable, and ready
for live pressure.

IN THIS ARTICLE

The mistake: treating all analytics the same

What product analytics answers

What operational analytics answers

Where the two overlap

Why product dashboards miss operational risk
What an operational analytics layer should include
How Zumidian fits
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CORE ARGUMENT

Product analytics and operational analytics solve different
problems.

A strong Bl or product analytics stack does not automatically give a studio operational
visibility. It may show that players are dropping, spending less, leaving sessions, or
failing to convert. It may not show whether the cause is matchmaking instability,
backend latency, failed transactions, regional packet loss, or a deployment regression.

Live games need both views. One explains player behavior. The other explains whether
the live service is healthy enough for players to keep playing.

Product analytics helps teams understand player behavior. Operational
analytics helps teams understand service health, incident risk, player-impact
signals, and operational readiness.
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THE MISCONCEPTION
The mistake: treating all analytics as the same.

“We already have analytics” can mean very different things. If the analytics stack is
focused on product behavior, it may not help teams detect, qualify, and resolve live
operational issues.

Product analytics Operational analytics

Explains what players do: retention, Explains whether the service is working:
monetization, funnels, session length, service health, API errors, incident state,
progression, economy balance, cohorts, player-impact signals, regional performance,
events, campaigns, and A/B test results. deployment context, and recovery validation.

PRODUCT ANALYTICS
Product analytics answers player-behavior questions.

Product analytics is valuable. It helps product, design, monetization, and publishing
teams understand what players do and how the game performs as a product.

But those questions are different from the operational questions that arise during
incidents, launches, live events, and service degradation.

* Are players retained?

* Where do players drop in the funnel?

*  What content drives engagement?

* Which cohorts monetize?

* How does balance affect progression?

* Which events perform best?

*  Which campaigns bring valuable players?
* How do A/B tests affect behavior?

OPERATIONAL ANALYTICS
Operational analytics answers service-health questions.

Operational analytics is built for teams responsible for keeping the live service stable,
observable, recoverable, and ready for pressure.
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Are critical services healthy?

* Are APls, databases, queues, and dependencies behaving
Service health normally?

* Are errors rising after a deployment?

+ Is latency increasing in a specific service or region?

* Are players failing to connect, match, transact, or complete
sessions?

Player impact * |s matchmaking degrading?

* Are specific platforms, regions, shards, or cohorts affected?

* Are support and community signals confirming the issue?

* Are incidents active, owned, mitigated, or verified?
* Who owns the response?

* Which runbook applies?

* Has escalation happened with the right context?

Incident state

* Has recovery actually happened?

Did error rates, latency, and player-impact signals return to
Recovery validation normal?

* Are the same errors recurring after mitigation?

What should change in alerts, dashboards, or runbooks?

OVERLAP
Where product and operational analytics overlap.

The distinction matters, but the two analytics layers are not completely separate. They
overlap when operational issues affect player behavior.

The danger is assuming the product signal explains itself. A drop in conversion,
retention, or session length may be a design issue, a monetization issue, or an
operational issue. The operational layer helps prove which one it is.

Are players disconnecting, timing out, failing to stay connected, or

Seesien lHngi eleps experiencing degraded backend performance?

Are payments, entitlements, marketplace systems, or store

Conversion drops . .
services failing?

Is matchmaking, queueing, event access, or regional service

Event participation drops performance degraded?
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Did recent downtime, instability, login issues, or launch problems
damage trust?

Retention drops

Regional performance Is latency, routing, packet loss, infrastructure, or dependency
changes behavior affecting one territory?

OPERATIONAL RISK
Why product dashboards miss operational risk.

Product dashboards often show what happened after aggregation. Operational teams
need to know what is happening now, what caused it, who is affected, and whether
recovery is real.

Product metrics may update too slowly or aggregate too broadly

L-ag and aggregation for incident response.

Missing dependency Product dashboards may not expose service, deployment,
context infrastructure, or third-party dependency failure.

They may not show whether an issue is active, owned,

D mitigated, escalated, or verified.

Product analytics usually does not tell operators what approved

No runbook connection )
response path applies.

A product metric improving later does not prove the service

Weak recovery validation recovered at the moment of mitigation.

Limited operational Product dashboards rarely define who owns the response or
ownership what action should happen next.

OPERATING LAYER
What a good operational analytics layer should include.

Operational analytics should be real-time or near-real-time, tied to services and
dependencies, connected to incidents, aligned with runbooks, visible by role, and useful
for recovery validation.

It should not replace product analytics. It should explain operational conditions that
product analytics alone cannot prove.
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Visibility into critical game services, infrastructure, backend
dependencies, and availability.

Service health

Endpoint-level error trends, failure spikes, and service-specific

APl errors degradation.

Login, account, entitlement, and identity-service health during

Authentication status . .
normal and high-pressure windows.

Queue health, match creation failures, player flow, and regional

LB L R or platform-specific degradation.

Backend latency Database, cache, queue, API, and service dependency

performance.
Regional latency and Network-quality visibility where player experience can degrade
packet loss outside core infrastructure metrics.

Build, hoffix, configuration, release, and environment context tied

DERCYISIE e to operational behavior.

Active alerts, incident ownership, severity, mitigation status, and

Alert and incident state .
escalation path.

Signals proving that errors, latency, service health, and player-

OB VO impact conditions returned to normal.

ZUMIDIAN MODEL
How Zumidian fits.
Zumidian’s Operational Analytics service bridges raw telemetry and operational action.

The goal is to help teams detect, explain, respond to, and validate player-impacting
issues faster.

Connect existing monitoring, cloud metrics, telemetry,

Integrate existing systems dashboards, alerts, logs, and operational workflows.

Build role-based Create views for engineering, LiveOps, production, support, and
dashboards leadership instead of one generic dashboard.

Define player-impact Connect service behavior to player outcomes such as login,
metrics matchmaking, transactions, latency, and session completion.
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Improve thresholds, severity logic, and signal quality so alerts

WO support action instead of noise.
Connect dashboards to Align operational views with incident ownership, runbooks,
response escalation paths, and reporting.

Use operational analytics during launches, releases, hotfixes,

SUEESTESRDERE A s and live events to detect risk early.

Confirm whether mitigation worked through service-health and

Verify recovery player-impact signals.

Show incident patterns, recurring risks, recovery behavior, and

Report operational trends . . o
operational improvement opportunities.

BOTTOM LINE

Product analytics explains behavior. Operational analytics
explains service reality.

Product analytics is necessary for understanding how players engage with the game.
But it is not enough to operate the game under live pressure.

Operational analytics gives teams the service-health, incident, deployment, regional,
and player-impact context needed to detect issues, qualify severity, respond faster, and
validate recovery.

Live games need both. Confusing one for the other leaves an operational blind spot.

Have product analytics but limited operational visibility?

Schedule a Game Operations Review to assess whether your dashboards can detect,
explain, and validate player-impacting issues.

Schedule a Game Operations Review
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