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Business Case   ·   24/7 GameOps 

What a Real 24/7 GameOps Model Requires 
Many studios say they have 24/7 coverage because someone is on call, an 
alerting system is active, or a vendor is watching dashboards. That is not the 
same as a real 24/7 GameOps model. 

I N  T H I S  A R T I C L E  
› 24/7 coverage vs. 24/7 readiness 
› The eight required layers of GameOps 
› Why on-call coverage breaks down 
› What 24/7 GameOps must protect 
› Monitoring vs. operating 
› How to assess your current model 
› How Zumidian supports real 24/7 GameOps 

 

C O R E  A R G U M E N T  

24/7 GameOps is an operating model, not a phone number. 

A real model needs to answer operational questions before pressure starts: who sees 
the issue, who qualifies it, who owns it, who can act, what procedure applies, who gets 
notified, how recovery is verified, and how the process improves afterward. 

If those answers are unclear, the business does not have 24/7 readiness. It has a 
coverage claim that may fail when the game is under stress. 

 

A real 24/7 GameOps model is not someone with a phone. It is an operating 

system for live games: monitoring, qualified response, runbooks, access, 

ownership, escalation rules, recovery validation, reporting, and continuous 

improvement. 
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R E A D I N E S S  G A P  

24/7 coverage is not the same as 24/7 readiness. 

The difference appears when something breaks outside business hours, during a 
launch, or while internal teams are already stretched. 

Weak model Real GameOps model 

Someone is on call. Qualified operators are actively covering the environment. 

Alerts are monitored. Alerts are qualified against player impact and severity. 

Issues are escalated. Known issues can be handled through approved runbooks. 

Dashboards exist. Dashboards support response and recovery validation. 

Engineers are contacted. Engineers are pulled in only when needed. 

Incident notes are 
informal. Reporting feeds operational improvement. 

 

O P E R A T I N G  S Y S T E M  

The eight required layers of 24/7 GameOps. 

A real 24/7 model works only when these layers connect. Missing one creates delay, 
confusion, or false confidence. 

1. Monitoring coverage Signals from infrastructure, game services, deployments, APIs, 
regional performance, and player-impact indicators. 

2. Qualified first response Operators who understand severity, player impact, incident 
scope, and customer procedures. 

3. Runbook-driven action Approved response steps for known incidents, including what 
can be handled immediately. 

4. Access and tooling 
readiness 

Permissions, dashboards, communication channels, 
documentation, and systems ready before incidents occur. 

5. Incident ownership Clear responsibility so issues do not drift between teams, tools, 
or channels. 
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6. Escalation rules 
Criteria for when engineering, production, leadership, or 
customer approval is needed. 

7. Recovery validation Metrics and checks proving that the game, service, or player-
impact path has actually recovered. 

8. Reporting and 
improvement 

Incident outcomes feeding back into alerts, dashboards, 
runbooks, ownership rules, and operational maturity. 

 

C O M M O N  F A I L U R E  

Why on-call coverage breaks down. 

On-call can work as a safety net. It is not a full operating model. It assumes someone 
can be reached, understand the context, access the right tools, make the right decision, 
and recover the service fast enough under pressure. 

That assumption breaks down when incident volume, launch pressure, alert noise, 
regional coverage, or organizational complexity increases. 

• Incidents happen repeatedly outside business hours. 

• Engineers are interrupted too often by known or low-context issues. 

• Alerts are noisy and not tied to player impact. 

• Runbooks are incomplete, stale, or not executable. 

• Escalation paths are unclear or dependent on specific people. 

• Launch windows require sustained coverage, not occasional availability. 

• Multiple games, regions, or platforms need simultaneous attention. 

• Recovery is assumed instead of verified with operational data. 

On-call is a safety net. It is not a full operating model. 

 

B U S I N E S S  P R O T E C T I O N  

What 24/7 GameOps must protect. 

Real GameOps protects more than uptime. It protects the business impact created 
when players are exposed to instability. 

Uptime Keep critical services visible, monitored, and covered around the 
clock. 
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Player experience 
Reduce the time players are exposed to login, matchmaking, 
latency, session, or service problems. 

Launch stability Support launch, update, hotfix, and live-event windows with 
operational coverage. 

Monetization systems Protect payment, entitlement, marketplace, subscription, and 
live-event flows where relevant. 

Support volume Reduce avoidable support pressure through faster qualification, 
communication, and recovery. 

Engineering focus Prevent internal teams from becoming the default response layer 
for every operational issue. 

Brand trust 
Protect player and partner confidence during visible operational 
pressure. 

Stakeholder confidence Give leadership, production, and platform teams a clearer view 
of operational control. 

 

O P E R A T I N G  D I S T I N C T I O N  

The difference between monitoring and operating. 

Monitoring is necessary, but it is not enough. Monitoring produces signals. Operating 
turns those signals into qualified action. 

Monitoring says 
Something may be wrong. 

Operating answers 
What is wrong, who is affected, what action is 
approved, who owns the response, and how 
do we confirm recovery? 

 

A S S E S S M E N T  C H E C K L I S T  

How to assess your current 24/7 model. 

These questions separate coverage claims from operational readiness. 

• Do you have true 24/7 coverage or only on-call escalation? 

• Can first responders act, or can they only notify? 

• Are runbooks current, executable, and tied to known incident patterns? 
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• Are alerts tied to severity, business context, and player impact? 

• Do operators have required access before the incident starts? 

• Are escalation rules clear and tested? 

• Is recovery validated with metrics and player-impact signals? 

• Are incidents reviewed and used to improve operations? 

• Are launches and major updates covered differently from normal operations? 

• Are internal engineers protected from unnecessary interruptions? 

 

Z U M I D I A N  M O D E L  

How Zumidian supports real 24/7 GameOps. 

Zumidian provides a dedicated GameOps layer for studios and publishers that need real 
operational readiness without building the entire 24/7 function internally. 

The model is designed to integrate into the customer’s existing tools and workflows, 
qualify incidents, execute approved runbooks, reduce unnecessary escalation, verify 
recovery, and report what happened. 

24/7 expert coverage Around-the-clock operational readiness across incidents, 
launches, updates, and live events. 

Incident qualification Assess severity, scope, likely cause, dependencies, and player 
impact before the response drifts. 

Runbook-driven response Execute approved procedures for known incident patterns with 
escalation only where needed. 

Existing-tool integration 
Operate inside the customer’s monitoring, alerting, 
documentation, communication, and escalation environment. 

Fewer escalation 
bottlenecks 

Move known issues toward qualified action instead of defaulting 
to handoffs. 

Operational analytics Dashboards and reporting that support visibility, decision-
making, and recovery validation. 

Ping monitoring Regional latency and packet-loss visibility for player-impact 
issues outside the core service stack. 

Release coverage Operational support for launches, patches, hotfixes, deployment 
windows, and post-release stabilization. 
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B O T T O M  L I N E  

A real 24/7 model proves itself when the game is under pressure. 

The difference between basic coverage and real GameOps is not visible when 
everything is quiet. It becomes visible when a live issue occurs, a deployment fails, 
traffic spikes, a region degrades, or players are affected outside business hours. 

At that point, the model either has qualified coverage, ownership, runbooks, access, 
escalation rules, recovery validation, and reporting — or it has people improvising under 
pressure. 

For live games, that difference is not operational detail. It is business risk. 

 

Want to know whether your current 24/7 model is actually ready for 
live-service risk? 

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

Schedule a Game Operations Review 

 

https://www.zumidian.com/game-operations-review/

