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Runbook-Driven GameOps - Operational Authority

Runbook-Driven GameOps: Turning
Operational Knowledge Into Action

Live game operations fail when operational knowledge stays in people’s heads,
old Slack threads, outdated documentation, or tribal memory. Runbooks turn that
knowledge into repeatable action.
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Runbooks reduce delay by removing uncertainty
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Common runbook failures

Runbooks during launches and live events
Runbooks and escalation

How Zumidian builds and uses runbooks

VOOV VY VY VY Y v v

CORE ARGUMENT
Runbooks are operating paths, not static documentation.

A good runbook does not just describe a system. It defines what to do when the system
is under pressure.

For live games, this distinction matters. When players are affected, the team does not
need a general description of the architecture. It needs an approved response path:
what condition applies, what action is safe, who owns it, when escalation is required,
and how recovery is verified.

A runbook is not a document sitting in Confluence. A real runbook is an
approved operating path that lets qualified responders act safely,
consistently, and quickly during incidents, launches, and live-service
disruptions.
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THE PROBLEM
Operational knowledge is fragile.

Many live teams know how their systems work, but that knowledge is often stored in
places that are unreliable during an incident.

Critical response knowledge sits with a few senior engineers,

Tribal memo
y operators, or producers.

Relevant details are spread across old docs, Slack threads,

Scattered documentation incident notes, deployment guides, and vendor portals.

During incidents, teams lose time rebuilding context instead of

Time pressure .
executing a known response path.

RISK STATEMENT

If only one person knows what to do, the operating model is
fragile.
Operational knowledge often lives in senior engineers’ memory, old incident notes,

outdated deployment guides, vendor-specific tooling knowledge, and implicit escalation
habits.

That creates risk when incidents happen outside office hours, during launches, or after
key people move to other projects.

If the only person who knows what to do is asleep, on vacation, or no longer
on the project, the operating model is fragile.

RUNBOOK ANATOMY
What a real GameOps runbook should define.

A real runbook is specific enough to support action and strict enough to prevent unsafe
improvisation.
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Defines when the runbook applies and prevents responders from
guessing.

Trigger condition

. L Clarifies urgency and helps responders separate noise from
Severity criteria . .
player-impacting issues.
PI . t text Shows who is affected, how severely, and whether the issue is
ayer-impact contex business-critical.
Identifies the systems, dashboards, credentials, and channels

Required access needed before the incident starts.

Approved actions Defines what the responder can do immediately and safely.

Clarifies when engineering, customer approval, security, release,

SRl [T L) or leadership involvement is required.

Communication path Defines who needs to know, when, and through which channel.

Defines how to confirm the fix worked using metrics, logs, player-

Recovery validation . . .
impact signals, or service checks.

Captures what happened, what was done, and what should

Reporting requirement improve afterward.

INCIDENT PRESSURE
Runbooks reduce delay by removing uncertainty.

During an incident, uncertainty costs time. A responder who has to determine severity,
ownership, access, action, approval, communication, and recovery checks from scratch
is already behind.

A runbook reduces the number of decisions that need to be improvised under pressure.

* Is this real, or just alert noise?

* Is it severe enough to act now?

* Who owns the incident?

* What action is safe?

* Who needs to approve the action?

*  What should be communicated?

* How do we confirm recovery?

* What needs to be recorded afterward?
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OPERATING AUTHORITY
Runbooks are operational authority.

This is the difference between documentation and execution.

Weak runbook Strong runbook

Here is some information about the system. If this condition happens, this responder can
take these approved steps, within these limits,
and must verify recovery this way.

FAILURE MODES
Common runbook failures.

Runbooks fail when they are treated as one-time documentation instead of living
operational procedures.

A runbook that is stale, vague, inaccessible, or disconnected from reality creates false
confidence. In some cases, that is worse than having no runbook at all.

* Runbooks are outdated after architecture, tooling, deployment, or process changes.
* Steps are too vague to execute under incident pressure.
* Access assumptions are wrong or credentials are missing.
» Severity and player impact are not defined.
* Escalation rules are unclear.
* Recovery validation is absent or subjective.
* Runbooks are not tested during drills, launches, or real incidents.
* No one owns updates after incidents and releases.
A stale runbook is worse than no runbook because it creates false confidence.

LAUNCH READINESS
Runbooks during launches and live events.

Launches and live events compress time and increase visibility. Runbooks need to
cover more than incident response; they need to support operational control during the
full risk window.
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Access, dashboards, alert routing, escalation paths, and service-
health checks before players arrive.

Pre-launch checks

What to confirm after build release, hotfix, configuration change,

DO E or environment update.

Who qualifies launch-window alerts and how ownership moves

Alert ownership from signal to action.

When rollback, mitigation, or engineering escalation becomes

Rollback criteria the right path.

What signals show whether players are blocked, degraded,

Player-impact indicators ) .
dropping, or recovering.

How long to monitor, what to report, and what learnings feed

FOBILE R SRR o back into the next release.

ESCALATION DISCIPLINE

Runbooks do not eliminate escalation. They make escalation
disciplined.

A strong runbook does not pretend that every incident can be solved by first response.
Some incidents require engineering, production, customer approval, security review, or
leadership visibility.

The value of the runbook is that it defines the boundary before pressure starts.

* What can be handled immediately.

*  What requires customer approval.

* What requires engineering involvement.

* What requires leadership visibility.

* What requires customer or player communication.

* What requires security, compliance, or payment-system review.

ZUMIDIAN MODEL
How Zumidian builds and uses runbooks.

Zumidian uses runbooks to convert customer-specific operational knowledge into safe,
executable response paths.
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Review existing
documentation

Assess existing runbooks, deployment notes, escalation paths,
and operating procedures.

Identify operational gaps

Find missing triggers, access gaps, unclear ownership, weak
recovery steps, or incomplete escalation rules.

Capture tribal knowledge

Convert what senior team members know into procedures
qualified responders can execute.

Align with alerts and
dashboards

Tie runbooks to the signals that operators will actually see during
incidents and launches.

Define first-response
actions

Clarify which actions can be taken immediately and under what
conditions.

Clarify escalation
boundaries

Define when engineering, production, leadership, or customer
approval is required.

Validate recovery steps

Make sure recovery can be proven with metrics, service checks,
logs, or player-impact indicators.

Update after incidents

Use incidents, launches, and live events to improve runbooks,
dashboards, alerts, and response paths.
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BOTTOM LINE
Runbook-driven operations reduce improvisation when pressure
rises.

Live games need fast response, but fast response cannot depend on memory, luck, or
whoever happens to be awake.

Runbooks make operational knowledge executable. They define when to act, who can
act, what action is approved, when to escalate, how to communicate, and how to
validate recovery.

That is why runbook-driven GameOps is not documentation work. It is risk reduction.

Are your runbooks executable under pressure — or just
documentation?

Schedule a Game Operations Review to assess your runbooks, escalation boundaries,
access readiness, alert alignment, and recovery validation process.

Schedule a Game Operations Review
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