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Why two weeks? 





LAUNCH  
August 2012 

Halloween 
October 2012 

Karka Island 
November 2012 

Wintersday 
December 2012 



Hypothesis 

Biweekly Releases 
Fun content 

More players playing! 



Iteration 

!   Capitalize on strengths 
!   Learnings come quickly 



What’s so hard 
about two weeks? 



LAUNCH  
August 2012 

Halloween 
October 2012 

Karka Island 
November 2012 

Wintersday 
December 2012 

October 
Development Ships! 

November 
Development 

Ships! 

December 
Development 

Ships! 



LAUNCH  
August 2012 

Halloween 
October 2012 

Karka Island 
November 2012 

Wintersday 
December 2012 

October 1 
Development Ships! 

October 2 
Development Ships! 

November 1 
Development Ships! 

November 2 
Development Ships! 

December 1 
Development Ships! 

December 2 
Development Ships! 



How Did we deal with 
this overlap? 



!   Technology 
!   People 
!   Process 



Technology 



October Stop 

November Stop 

December Stop 



October 1 

October 2 

November 1 

November 2 

December 1 

December 
2 







Feature Branches 
= 

Development Microcosm 



October 
Release 

November 
Release 

December 
Release 

Feature 
Team 1 

Feature 
Team 2  

Mainline Staging Live 



Team Starts 

Feature Branch 
created 

Team Ends 
Branch retired. 

Development 

Regular Integrations 
from dev 

Feature complete 

Integrated into dev 



why ARe feature 
branches special? 



Code 
Art 
Content 



Streams 

Staging Live 

Feature 1 

Feature 2 

Mainline 
Feature1.xml 

Feature1.xml 

Base.xml 



Code 
Art 
Content 



Rollout 

!   MVP in 5 months 
!   Iteration! 
 



!   Technology 
!   Feature Branches  
!   Trust art  
!   Content Streams 
 



People 



Art Design Programming 

Feature 1 

Feature 2 

Feature 3 



Feature 1 Feature 2 October 
Content 

November 
Content 

December 
Content 

Programmer 

Designer 

Programmer 

Designer Designer Designer Designer 

Artist Artist Artist Artist 

QA QA QA QA QA 



What makes a 
successful team? 



!   Start and End Date 
!   Clear Goals 
!   Success Criteria 
!   Teams aligned w/ priorities 

Feature 
Teams 





Definitive Ship Date Ships when “Done” 

November 
Release 

October 
Release 

December
Release 

January 
Release 

Feature 1 Feature 2 

Feature 3 Feature 4 



!   Alleviates date pressure 
!   Maintains two weeks 
!   Ability to craft releases 

Power of  
two teams 



Technology 
 

Feature Branches 
Trust art  

Content Streams 

 
 
 

People 
 

Feature Teams 
Success Metrics 

Ship when “done” 
vs definitive date 

 



Process 



How do teams plan? 



!   Backlogs 
!   Teams Estimate 
!   Sprint Planning 



Design	  
Review	  

Prototype	  
Review	  

First	  
Playable	  
Review	  

Code	  and	  
Content	  
Complete	  

Final	  
Review	  



Anatomy of a Review 

Success 
Criteria Set 

Content 
Complete 

Review 

Approved 

Not 
Approved 



!   Set time every day 
!   In person feedback 
!   Small # of approvers 
!   Large # of optional 



Design	  
Review	  

Prototype	  	  
Review	  

First	  
Playable	  
Review	  

Code	  and	  
Content	  
Complete	  

Final	  
Review	  



Quality Assurance 

!   Embedded QA 
!   Test Plans 
!   Set ZBR 
!   QA Gates  



October 
Release 

November 
Release 

December 
Release 

Feature 
Team 1 

Feature 
Team 2  

Mainline Staging Live 

QA Gates 



Technology 
 

Feature Branches 
Trust art  

Content Streams 

 
 
 

People 
 

Feature Teams 
Success Metrics 

Ship when “done” 
vs definitive date 

 

Process 
 

Planning 
Reviews  

QA Gates 



Learnings 



The trouble with  
Feature Branches 

!   Cross-team 
dependencies difficult 

!   Conscious of QA Load  



!   Balanced development 
       is a difficult equilibrium  
!   Engineers offline 
!   Teams compete 



Incorporating Iteration 
!   Process 

!   Release Postmortems  
!   Team Retrospectives 

!   Content 
!   Detailed analytics  
!   Dial in on successful content	  





Questions! 
Kristen Bornemann 

 
kristenb@arena.net 

@elliptick 
 


