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Who are we? 

We fight for the game maker!

Beamable is a company filled with game makers that are also technologists.  

Between 2012 and 2020, Beamable built and published a number of award
winning AAA mobile game �tles like Star Trek Timelines, Game of Thrones
Ascent, and The Walking Dead: March to War. 

During that �me, we developed a pla�orm to build not only great games, but
also products that have deep and fully authored features that include player
management, communica�on, mone�za�on, and more.  We've also
developed a wealth of knowledge pertaining to how to cra� these game
experiences on reusable technology.  

As we make Beamable available to other game teams, ranging from indies to
enterprise clients, we also want to share some of the knowledge of the game
development process and the value of itera�ve game development. 

By following this guide, we hope you'll get a new perspec�ve on what it takes
to build and iterate a game towards commercial success.   

Let's get started!
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It Begins With Balance

As a maker of computer entertainment, you are required to do many things
simultaneously. Not only must you balance the interplay of logic and graphic
and game design, but more generally, you're making both a game and a
product.

These goals of a successful game and successful product o�en work against
each other, but there is a certain magic in commercial art that does both well.
There exists real tension in the desires to make a game fun & fair as well as
build a successful commercial product that generates revenue and gives you,
the game maker, the ability to make a living from your art. 

As an example, the game development process of Electronic Arts has a term
for this intersec�on of game art and business called “The X”. 

The X refers to that intersec�on of game and business, as in X marks the
spot that everyone is aiming for. This term saw wide adop�on for premium
games in the early 2000s and is s�ll a good concept in 2020 and beyond. 

The goal of this whitepaper is to give you some guidance and process and
focus that will help you find the X in your own game. 
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"One little spark of
inspiration, is at the

heart of all creation."

Dreamfinder, Disney EPCOT Center
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Harnessing Inspriation 
Inspira�on can come to us through any media, experience, a piece of code,
and it’s source is always a mystery. As it applies to game design though, one
thing IS certain: 

If media, a mod, a dice mechanic, play session or anything inspires you to use
the alchemy in your brain to invent the seed of a game, then play-test the
crap out of it. 

In screenwri�ng, there is a saying: “A good script can become either a good
movie or a bad movie, but a bad script will ALWAYS be a bad movie.”  Your
core game mechanic is your “script”. You are the director of its evolu�on. 
We can also be digital storytellers, but before your game can tell a story or
get close to becoming a commercially successful product, it needs to be a fun
game.  

It is very important to accept ITERATION as the core of your process. 

In the pages that follow, itera�on is the through-line that takes a game from a
fun prototype to a real game. It's like Pinocchio: Your mechanic, even if fun, is
made of wood, and the way to bring it to life is to put it through some
adversity of play-tes�ng and prototyping. 

For the sake of this document, we will assume you have a spark, a mechanic,
a prototype, or several! What’s next is following this template methodology to
turn that into a validated game and a successful piece of commercial art. 
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Created by Beamable - http://beamable.com Page 6 of 21

http://beamable.com/


/

The Five Phases

R&D

Pre-Production

Alpha

Beta

Global

To create a successful commercial game product, you will follow five phases.
Each phase is a cycle designed to make your game be�er through itera�on.

You'll build one or more prototypes using game play mechanics to test how the
game feels with a small group of individuals. 

After arriving at some idea of a solid game, you will build out the creative core
concepts and creative pillars.

You will accelerate content production in an ever widening concentric rings of
features and audience.

The game is complete enough to "soft launch" to limited audiences to validate
stability and commercial KPIs.

The game has launched, but the work is just beginning as you switch to content
creation via LiveOps!

--
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Phase 1 - R&D
R&D is the research & development process of rapidly itera�ng on a variety
of wide concepts to drill down to the core of your game. Your game consists
of a number of different ideas, each one compe�ng to see which one works
the best. 

It’s easy to think of working on your game as one large project. Instead, think
of your efforts as many small tests. As these tests progress, work to clearly
set metric targets and con�nue to reward those tests that are successful
with more resources. 

Along the way, it might become clear that everything is evolving towards one
large game concept, or perhaps you are led in different direc�ons, or even to
two different games. You have to be open with what the players are telling
you during the itera�ons. 

Here is an example diagram to illustrate this concept: 
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Phase 2 - Pre-production

1. A Digital Prototype

This phase is defined by a process to take the concept or concepts in R&D
and further validate aspects of them like the overall compe��ve space, visual
style, gameplay varia�on, and final development schedule and resource
requirements. To be successful at this phase, you need to create four
crea�ve ar�facts: 

The goal of your digital prototype is to find and communicate a reproducible
core loop between a Metagame and the Ac�ve Gameplay (also referred to as
moment-to-moment gameplay). The Metagame is what players are doing
when they are not playing the core loop. This includes things like leveling
their characters, unlocking new items, purchasing items, comparing
themselves on leaderboards, etc. The Ac�ve Gameplay is the actual core
loop that defines what they see and do in the Metagame. 

The prototype should always: 

Get players into and out of a fun, rewarding experience as quickly as
possible
U�lize Metagame progress in an interes�ng way and feed back into the
Metagame
Reflect the player’s progression in power and a sense of accomplishment
for their goals
Present challenges that requires players to set new goals in their
Metagame progression
Reinforce the value proposi�on of the Metagame systems and supports
the economy of the game
Include progression and ‘grindy’ systems where players ‘level up’ to gain
power to reach their goals, improve in the game, complete content, or be a
bigger compe�tor.

The digital prototype will be successful when the metagame and ac�ve
gameplay goals make sense to the player and they seamlessly move between
the two and explain how they have fun doing it. 
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2. Your Gameplay Bible (GDD)

3. Your Art Bible

Your Gameplay Bible is the Game Design Document (GDD). It will define the
game mechanics and inform the evolu�on of features and assets. This
Gameplay Bible evolves out of the tenants discovered during the R&D phase
and is refined through the crea�on of the Digital Prototype in pre-
produc�on. 

Your goal should be to communicate the primary gameplay pillars. This is a
collec�on of 3-5 core ideas that will define the game’s iden�ty. As
development con�nues, you will measure each decision about gameplay
func�on and design against these pillars. 

For example, games like Devil May Cry and God of War created the genre
Stylish Ac�on Games, but prior to the genre’s existence, they simply kept
true to the central pillar of “Player ac�ons should feel stylish, powerful, and
over the top”. 

Con�nuing that line of thinking, God of War’s success as a product can also
be a�ributed to its other pillars of Bu�on Mashing Minigames, and an
Homage to Greek Myths. They remained so true to the vision, that if you said
to someone who knows games, “What game do you think of with Bu�on
Mashing, Greek Myth, and Stylish Ac�on”, they would invariably say God of
War.  The design team responsible had a singular vision and made every
decision by those pillars. 

With a proper Gameplay Bible, you can accomplish this with your game as
well. It will also be helpful for when you start to onboard other people to help
with the marke�ng/promo�on of your game, as well as explaining to your
community of players how the game is differen�ated against other games in
the genre. 

The crea�on of an Art Bible ensures that you arrive at a defini�ve visual look,
art pipeline, and technical footprint of all content. Concept art propels this
forward, but also consider making heavy use of economical sizzle reels of
anima�on and music, and assembling mul�ple mood boards for every level,
character, and item to guide the emo�onal feeling of the game as well as
d fi i l t t th t
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4. The Production Roadmap

Once you have your Digital Prototype, you will have a strong sense of the
core of the Metagame and Ac�ve gameplay. With the Gameplay and Art
Bibles, you will have a clear understanding of your gameplay pillars and
aspira�ons for art and content requirements. 

From there, you can lay out a produc�on roadmap that will give you a
realis�c sense of how long everything will take. If it looks like what you have
will take too long, this is the �me to go back and revisit the complexity of
gameplay and art to be�er fit your �ming or your resources.  

Next up.... pu�ng it all together!
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Phase 3 - MVP/Alpha

MVP - Minimum Viable Product

When you hit the Alpha/MVP phase produc�on has officially begun. At this
stage, you have a clear understanding of what you want to build, if it is fun or
not, generally what players think, and you have a plan to get there. Now you
just have to start turning the crank on the content and engineering to put all
the pieces together. 

Phase 3 actually has two sub phases. The MVP and the Alpha.

This is the first step beyond the digital prototype. Where the digital prototype
was the shadow of a game, your MVP should actually become the first
version of your game that has the core metagame and ac�ve gameplay
systems, as well as a New Player Experience (NPE) that introduces the core
game concepts to a closed test audience of internal players and pre-selected
players. During this �me, regular builds of the game (every 4-6 weeks) are
sent to this small group of playtesters to gain early feedback.

What should be in your MVP?

Content for 7-14 days of gameplay
Developed base systems and gameplay for Alpha
Connec�on to backend services for player iden�ty, core social systems,
and item/inventory systems.
Itera�ve field tests and plans based on feedback 
Ac�ve Gameplay tested, iterated and ready to ship 
Itera�on and development based on Field Test feedback 
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ALPHA

This is an improved game based on the closed test feedback. During the
alpha phase, you are itera�ng towards a geo-targeted so� launch that will
test scalability, performance and mone�za�on with the goal of solidifying D1
(day one) reten�on and refining the new player experience (NPE) for non-
handpicked playtesters.

What should be in your Alpha?

Content for 30 days of gameplay
Develop systems and gameplay for Beta
Backend integra�on with a focus on analy�cs capture for Beta & player
support systems
Itera�on and development based on Alpha metrics
Build pipeline to support for Beta release
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Phase 4 - Beta
Beta is also called "So� Launch." The concept is to pick a small region
somewhere outside your target market, and release it there with a
completely live audience. With the rise of geo-target app stores, this has
become a very popular way of tes�ng your game first technically (does it
crash?) and then economically (does it perform?). 

For this phase, you are going to focus on decreasing your crash rate and
a�ain at least a 4+ star ra�ng in the stores where you launch.

You will be highly focused on reten�on numbers. Are players downloading
the game and coming back? You will be paying all your a�en�on to:

NPE Funnel - How many people complete the new player experience
onboarding? 
D0 reten�on - How many come back the same day to play more? 
D1 reten�on - How many players come back the next day to play?
D7 reten�on - How many make it through the first week and s�ll play?
D30 reten�on - Do you have any long term players? How many? 
Conversion % - How many convert from playing for free and purchase
something? How many days does it take to convert? Can you do it faster?
D0? D1? 
ARPDAU - What’s the average revenue per daily ac�ve user?
ARPPU - What’s the average revenue for a paying user?
LTV - What’s the value of a player that converts over the first 30 days? 90
days? 

All of this obsession over data and metrics will help you understand how and
why players like your game. Players vote with their feet. If they are staying,
and they are playing, and they are paying, you not only have an awesome
game, but you have one that could be a massive commercial success and
change your life. 
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Phase 5 - Global

This is where Beamable can help. LiveOps tooling built into Beamable makes
managing and expanding your game as well as adding new features to boost
retention and revenue as easy as drag and drop. Learn more at
https://beamable.com

Built on Beamable

The good news is, your game is now ready for launch!! 

While you’ve been working on the game, you’ve been coordina�ng a ton of
promo�on and community building right? 

The other good news is, things are just ge�ng started. A�er your game
launches is when the real work begins. As your players interact with your
world, they will demand more content, more levels, more items, more
characters, and more events that will power growing revenue and the long
term success of your game. 
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Conclusion

Building a game is hard. 

Building a commercially successful game is even harder. 

It requires a deep commitment and enjoyment of the metrics driven process
to take your game idea, and ba�le test its commercial viability. Only then can
you make a living cra�ing worlds for others.

At Beamable, we’ve done this many �mes. Our en�re pla�orm for game
creators has matured out of the process of building, itera�ng, and launching
games based on some of the most popular genre IPs around.  

Beamable can provide you the tools to make everything we’ve covered
easier. You’ll have features that become the levers of your game economy,
and you’ll have the metrics to know what is going on. But beyond that, you’ll
have access to the passion and talent of the Beamable team and their years
of experience building games as a service. 

Want to build something amazing together? 

Visit us at www.beamable.com 

At the end of this paper are two reference sec�ons:

Feature Roadmap - Lays out what you should focus on in each stage and
the level of fidelity you should shoot for.
KPI Targets - Gives you some benchmarks to achieve during the so�
launch phase of your game. 
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Feature Roadmap
This handy roadmap gives you the features you should focus on at
each phase past pre-production.  Listed below in each column are
the features you should have in order to enter that phase.  

 Features
Phase 3
MVP

Phase 3
Alpha

Phase 4
Soft Launch

Phase 4
Global

 New Player
Experience
(NPE)

Near final  Feedback
and tweaks 

 Feedback
and tweaks 

 Final

 Active
Gameplay

1st pass
design and
balance 

2nd pass
design and
balance 

Final balance
and polish 

Episodic
Content 

Episodes 1-3
normal
difficulty 

Episodes 4,
all difficulties 

Episode 5, all
difficulties 

Post-launch
content plan 

 Story
Narrative

For episodes For episodes
and events 

All narrative
Final 

 Metagame
Economy

1st pass
progression
meta w/XP 

2nd pass
progression
meta 

Final 

 Items MVP items
& currencies 

All launch
items and
currencies 

 Analytics 3rd party SDK
integrations,
NPE focus 

Full
integration
and tracking

 UI All major
screens have
MVP art 

Polich,
feedback,
bugs 

Polish,
feedback,
bugs 

Final 
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Feature Roadmap Cont.

 Features
Phase 3
MVP

Phase 3
Alpha

Phase 4
Soft Launch

Phase 4
Global

Daily
Objectives

1st pass
design and
balance

Final

 Commerce 1st pass store
w/ basic
packs and
currency

NPE and
Level-Up
Offers

Full store with
offers and
sales

Limited Time
Offer (LTO)
scheduling
and plan

 Audio MVP SFX &
Music 

Launch
quality SFX
& Music 

 Events Single events Regular
scheduled
events 

Recurring
events 

 Guilds or
Groups

1st pass of
guilds & chats 

Final social
gameplay 

 Player
messaging

1st pass news
and message
system s

 Final
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KPI Targets
As you progress through the later phases of Phase 4 and Phase 5, it
is important to hit some Key Performance Indicator (KPI) targets that
will ensure your game can retain players, drive revenue, and take
advantage of user acquisition spend through ad campaigns. If you
can spend $1 to make $2, your game can have massive success.
These metrics will help you get there. Every game is different, so
consider these high level benchmarks to shoot for. 

Soft launch is broken into 3 geographic regions. For each Soft
Launch (SL) you add the next region so that you are continuously
expanding the number of players in the game. 

 Definitions

D0 Sessions per User - How many times does a new player play
the game on the first day? 
D1 Retention - How many players come back after 24 hours?
D7 Retention - How many players are still playing after a week?
D30 Retention - How many players are still playing after a month?
Tutorial Completion - How many players make it all the way
through the new player experience and get past the tutorial?
Ad Engagement - How many players click to watch an ad in the
game? 
Total Conversion Rate - How many players buy something in the
game? 
Daily Conversion Rate - On a daily basis, how many new players
buy something?

--
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KPI Targets, Cont.

SL 1
(New
Zealand)

SL 2
(Nordics)

SL3
(Canada)

World Wide

 D0 Sessions
per User

2.5 5 5 8

 D1 Retention 30% 35% 40% 45% 

 D7 Retention  10%  15%  15%  17%

 D30
Retention

 5%  7%  8%  10%

 Tutorial
Completion

 35%  40%  60%  70%

 Ad
Engagement

35% 45% 50% 60% 

 Total
Conversion
Rate

1% 2% 3% 4% 

 Daily
Conversion
Rate

1% 2% 3% 4% 
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Let's build something
amazing

LEARN MORE

Visit our website to learn how Beamable
can offer no-code live game features to
improve player experience, retention,
and game revenue. 

Add advanced features like
leaderboards, groups/teams, events,
tournaments, storefronts, limited time
offers, and more in seconds with drag-
and-drop inside Unity!
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