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			— Marcel Macaulay, Sr. Game Producer

			“This book’s gamified approach makes development feel structured, intuitive, and accessible, even for casual gamers dreaming of one day making their own game. It’s a true crash course on how to make any team discover their own success.”

			— Michael Montemarano, Creative Director 

			

			“Casey demystifies an often obscured but vital role in game development, with analogies gamers around the world can understand and relate to.”

			— Devin Connors, Community Manager







Foreword 

			By Josh Watson

			When I began working in games, I was… skeptical about production.

			To me, the “real work,” the creative work, happened in design docs, concept art, prototypes, and playtests. As a designer, my world was iteration, experimentation, the push and pull that came with creating something from nothing. Production always felt like the opposite of that. Where creators chased possibility, I thought producers sought control.

			I had convinced myself that creativity and structure lived on opposite ends of a spectrum, and that the more of one you had, the less of the other you got.

			It is a familiar stance, especially for those new to the industry. You come in wanting to build, to make, to shape worlds out of ideas. The last thing you want is someone telling you what cannot be done. To a young developer, a producer can seem like the wall between vision and reality, the person who keeps you tethered to deadlines when your head is still in the clouds.

			That is where I was when I met Casey Day. We met while working on Rocket League, a game that had exploded far beyond anyone’s expectations. At a studio where any creative idea was possible, and we were encouraged to think wildly to push the boundaries around what the game could be. It was also one of those rare projects that shifts overnight from a small team’s passion to a live service behemoth with tens of millions of players and infinite moving parts. The kind of environment where production either holds everything together or completely collapses under its own weight.

			At the time, I was a fresh-faced game designer and did not think I needed a producer. What I needed, apparently, was perspective.

			Casey wasn’t like the producers I had worked with before. He led with a flexibility rooted in his own curiosity. He didn’t just ask for tasks and estimations; he would inquire about why we were making it in the first place. He wanted to understand how things affected the game and our players, not just how they were tracked. There was a patience and appreciation for the craft that made you want to meet him halfway.

			As you grow and spend enough time in development, you start to realize that good production is the gravitational force that holds everything together. When it is off, even slightly, the orbit of the entire project shifts. Many producers try to artificially create that gravity with an abundance of process. Casey did it with alignment. He had a quiet ability to reframe problems so that people could see them the same way.

			His impact was subtle at first, like the way he would lighten the tone of a meeting or use his curiosity to drive two teams that had been talking past each other for weeks toward a clear plan. But over time, I started to see it everywhere.

			That was when I began to understand the difference between task management and leadership.

			Casey uses this phrase throughout the book that boils down to: “A good producer is a force multiplier.” At first, it sounds like one of those buzz phrases you hear in corporate environments. But when you watch him work, man... it fits. He didn’t make things happen by pushing the team harder. He built systems that allowed other people to move faster. He created efficiency rooted in empathy to positively impact the product and our team.

			That was the shift for me.

			Until then, I thought production was about process. Casey showed me it is about people. It is about creating an environment where good ideas don’t die from friction. Where artists, engineers, and designers aren’t fighting each other’s constraints but feeding each other’s momentum. And at its core, production is not about managing creativity, it enables it.

			That philosophy changed the way I lead teams as a Game Director. I let go of that naive view that saw structure as the enemy of imagination and started seeing it as its foundation. The right systems give the most ambitious ideas the opportunity to exist.

			Casey builds those systems instinctively. He knows when to introduce just enough structure to bring clarity without slowing progress, and he understands that leadership isn’t about authority. It’s about alignment.

			His unique mindset is captured within this book.

			

			The Video Game Producer isn’t a manual or a checklist to be mindlessly ticked. It’s a reflection of the way Casey thinks and the way he turns our experiences into frameworks anyone can use. In the same way that Casey changed my perspective of the producer, this book reframes how we talk about production; not as a discipline that manages games, but as one that nurtures them.

			Every chapter in this book comes from a place of lived experience, and each story connects the lessons so many of us learn as gamers to the lessons we need as developers. It connects the same skills that make someone a good player — awareness, adaptability, communication — to the foundations of becoming a good producer. Casey’s gift is showing how those skills intersect.

			This book isn’t just for producers. It’s for anyone who wants to understand how teams actually work. It’s for designers who want to communicate better, for engineers who want to see the bigger picture, and for leaders who want to build environments that last. It’s for anyone who’s ever felt the pull between creativity and control and wondered if the two can coexist.

			If you come into this book… skeptical, I understand. I started there too. But keep reading. Let Casey’s perspective challenge yours. Because if you give it a chance, you will see what I did. 
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			Forged Through Games

			I consider myself lucky to have grown up in the golden era of 90s gaming. Sure, the generations before me had their own defining moments: arcade halls in the 70s, and the rise of home consoles in the 80s. But, 90s kids got to experience something entirely new. We got the internet. 

			We were given front-row seats to witness several layers of gaming culture evolve before our eyes. As a kid, I was shouting at a split-screen TV with my friends on the living room couch, passing around a shared controller. Then, dial-up internet via AOL “Free Trial Disks” opened up a gateway into a whole new world. I was able to connect with thousands of other gamers all online at the same time. I will never forget the screeching sounds of the modem trying to connect to the internet and anxiously waiting for the satisfying alert, “You’ve Got Mail!”

			I was one of those kids who fell in love with online gaming. I would fall asleep every night thinking about the games I had played, strategizing creative new ways to beat them, and looking forward to the new players I might come across. Every match I played honed my ability to work with others. Every challenge forced me to think critically and solve problems under pressure so that I could win. It was something I felt I was good at, but I never met a parent or another adult who thought the same way.

			Despite all the strategy and teamwork involved, most people from previous generations still do not see the connection between gaming and the application of those skills outside of gaming. They treat games as entertainment, and not as a training ground on which you can develop or practice skills. Moreover, some players feel like they have confidence and leadership when they are playing games, but feel that the real world is completely alien to them.

			I see it as a two-for-one deal. Video games do more than entertain because they build real skills that can shape careers. Project management and leadership are two great examples of these skills, but gaming fosters many more abilities that can fit into any industry or company. I might be biased, as I am now a Video Game Producer, but it makes sense to me to use lessons from video gaming to help foster these skills and their transition to the real world.

			While I never stopped gaming, I eventually grew up and took my gaming skills into the workforce. I spent a few years in the Marine Corps as an aviation electrician, where I saw leadership in action first-hand. But I see the same amount of value, or even more, from experiencing digital strategy and leadership in games. After the military, when I transitioned to the games industry, I thought there could be better ways to show other gamers that real-world leadership and digital leadership are extremely similar and have an incredible crossover value. I’ve since worked across the industry, from AAA studios to indie start-ups, and I’ve worked on many different genres of games. I’ve been on teams that have developed for mobile, PlayStation, Xbox, Nintendo, and PC platforms. These skills I’ve developed throughout my career are universal. 

			The best parts of this journey are having a satisfying, fulfilling career in which to continue honing those early skills I learned from games, find ways to apply them to my teams, and teach the younger generations entering the workforce. My goal as a video game producer has been to break previous generational biases and embrace video games as a tool for learning. And I’m willing to bet, if you’ve got this book in your hand, you’ve been developing similar skills throughout your years of gaming that are just waiting to be applied to your daily lives and careers. 

			If you are still with me, let’s take a look at two types of critical skills gamers have nowadays, called technical and strategic abilities. Some gamers can move their mouse or controller at lightning speeds to aim with pinpoint accuracy. They can quickly execute different button combinations to pull off cool moves in-game. Those could be classified as technical gaming skills. Then there are the strategic players who are helping with communication and teamwork, trying to lead and give their teammates a better chance at success. This kind of planning and managing could be considered strategic skills. In professional industries, and especially as a video game producer in the games industry, those technical and strategic abilities are called soft and hard skills.

			Hard skills are the technical aspects of a job, the actual process or work being performed. 

			Soft skills involve communication, teamwork, and how we interact with others. 

			Both skill sets are important, yet many people evaluate success in the workplace by first measuring hard skills. Just like in video games, people measure success by the highest scores or the fastest times. In reality, soft skills like communication and relationships with your team have the biggest impact.

			This discrepancy in value can also be seen in how we label these skills. Calling something a soft skill makes it seem optional when it’s often the glue holding a team together. A video game producer can’t rely on technical knowledge alone. The soft skills of leading a team, making decisions, and keeping a project on course are just as, and often more, critical. I want to reframe these ideas to show what really drives success.

			One of the biggest shifts I want to encourage with this book is to change how my industry values certain skills. Hard skills, such as programming or character design, often get all the attention because they are easier to see, but soft skills are far more vital to the success of a project and a company. It’s time to move past outdated ideas and recognize what truly drives success. 

			As video game producers, our work is rooted in project management, but the leadership trait is required. Throughout this book, we will explore project management concepts from a gamer’s perspective and encourage the shifts in perception that can make us effective producers. Let’s start by replacing the idea of soft skills with the concept of Leadership. And the concept of Managing will replace the idea of hard skills. Hold your horses if you think you understand the terms Leadership and Management, because I have a specific take on what I mean by them, which I will discuss in the upcoming sections. These shifts in perception are at the core of what I believe it means to be a Video Game Producer. 

			

			Every section of this book begins with a video game story, experience, or design concept, which leads into key principles that make the lessons clear and practical for gamers. Everyone should be able to relate to some of these games or the types of genres they fall under. We start with leadership, formerly called soft skills, and why it’s critical to understand before you can jump into the hard skills. Once those lessons and video game comparisons lay the groundwork for your understanding of leadership, then we try to apply it while managing the work.

			The goal is to give you a clear understanding of what a video game producer does and how you can use your gaming experience to develop the skills needed for the role. Even if you don’t want to be a video game producer, these skills are universal for anyone who just wants to lead and be efficient in any team environment. By the end, you will have a practical way to apply what you have learned, and will see how the games you play have already been training you this entire time. Enjoy!
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			Part One - The First Step

			In the early 2000s, Counter-Strike was more than just a game; it was the opportunity to make a name for yourself. This became a world of possibilities for a 13-year-old kid like me. My brothers and I, along with our closest friends, were regulars at our local cybercafe in Southern California, where the hum of PCs and the glow of CRT monitors created an atmosphere that felt alive. At the time, the top two games were Diablo 2 and Counter-Strike. We spent countless hours there playing both of those games. The best part was that we got to experience it all together in person at the cybercafe. 

			Somehow, we had a natural talent for shooting games, so our game of choice was Counter-Strike. Our favorite thing to do was to challenge people locally at the LAN center because one undeniable truth was starting to emerge. We always won. No matter which team we were faced with, our raw talent put us ahead of everyone in town. 

			One day, my friend suggested we join a digital league to compete in Counter-Strike, which shows how big our egos had become. The Cyber Athletic League (CAL) launched in early 2001 with a single Counter-Strike division and 3,000 members. It quickly became a cornerstone of the rising online esports scene. By the time we discovered it, CAL had grown into a powerhouse, boasting around 300,000 registered members across the world.

			Competing in the league and performing well was an opportunity for sponsorships and fame. CAL was creating some of the first professional video game tournaments, where millions of dollars in prizes were at stake. As kids, we got to see those early players pave the way to being able to make a living from gaming. With stars in our eyes, we quickly jumped onto our computer to sign up and register our first team. As we filled out the digital application and entered our information, a simple step turned into our first major challenge. 

			We had to decide who would take on the role of leader. 

			Instinctively, we handed the title to Brad, our most skilled player. The best players are always the ones who lead the team. Who hasn’t seen an American football movie where the high school quarterback is the best on the team and the natural leader? 

			We soon learned a harsh truth. Somehow, raw video game shooting talent didn’t equate to effective leadership.

			In CAL, the leader’s responsibilities extended far beyond who could fire at an opponent’s head the fastest; they also included administrative duties. When the league matched you with an opposing team for the week, the leader had to communicate directly with that team to coordinate the match schedule. The leader was also responsible for submitting the results and scores after the game so CAL operations could update the ranks as quickly as possible. There was no automation to handle any of this stuff for us at the time. 

			Brad was an exceptional player and friend, but he wasn’t interested in planning or admin work. His casual responses of “This is lame,” or “I do not care what other people think,” quickly became a barrier to our participation in the league.

			His reluctance to compromise hit its final wall when scheduling our first match. Brad proposed a single date that worked for him, but refused to budge when the opposing team couldn’t accommodate it. This stalemate threatened to cost us the match, as we risked forfeiting it due to our inability to just find a compromise.

			Within just a week of forming our Counter-Strike team, the cracks were already starting to form. Brad’s inbox was inundated with emails from other teams requesting match schedules for the upcoming weeks, and his frustration was growing exponentially. 

			The stars in our eyes were starting to fade as our ambitious dream began to unravel. “I don’t know if I can keep this up,” Brad admitted, throwing his hands up in frustration. 

			For me, the idea of being a leader wasn’t that hard to grasp. Years of playing team sports like football and soccer had shown me the importance of organization and coordination. Looking back, I realized that, in those leagues, it had been the adults who handled the heavy lifting. Parents ran the leagues, organized practices, and ensured we had the equipment we needed to train each day. 

			Our situation was completely different now. 

			CAL was a self-organizing league. For the first time, no coach or parent was stepping in to handle the logistics for us. If we wanted to make this work, it was entirely on us to figure it out.

			Brad wanted to step down, but without someone in the leader role, our team wouldn’t last. I wasn’t the team’s best shooter, and I didn’t have the most outgoing personality. In fact, at that age, I was shy and reserved. But I was determined to compete, and that motivated me to push past my own fears. So, despite the doubts swirling in my head, I volunteered. “I’ll do it,” I said. “I just want to compete.”

			That decision to step up marked the beginning of my intense crash course in leadership. 

			I quickly learned, as Brad had already discovered, that scheduling a match wasn’t as simple as just picking a time. It required negotiation and constant communication with both my friends and the opposing squads. If one of my friends couldn’t make a proposed time, I had to go back to the other team and renegotiate. It became a balancing act of everyone’s personal commitments.

			Managing a team wasn’t just about setting match schedules. It was also about maintaining team morale and navigating the expectations of friends who now had a new label: “Teammate.” 

			Since I knew when the matches would be scheduled, I was also in the best position to plan the team’s practices. We agreed to practice at least once or twice a week before a match. I was soon juggling the availability of four friends, each with their own commitments, ranging from family obligations to “girlfriend nights.” Despite our hectic schedules, I made sure we stuck to our practice schedule, competed in official matches, and remained friends. 

			Taking on the role of Counter-Strike team leader for my friends was one of the defining moments of my youth. It taught me that leadership comes in many forms, but is less about authority and more about serving others. It is less about the title of “Leader” and more about lifting others so that everyone gets to play. 

			What started as just a game became a lifelong lesson in teamwork and growth. Those experiences stayed with me, shaping how I navigate challenges both in and out of the industry.

			This was my first step toward becoming a video game producer.
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			The Producer

			What is a producer? This profession shares similarities and differences with the titles of project manager, program manager, and even film producer. In another context, I would gladly go into deeper detail about those roles, but for this book, we are going to focus on what we call the Video Game Producer.

			In the game industry, producers don’t contribute to a game by doing any of the work that you can see, hear, touch, or smell in the game itself. They don’t write code that makes your character jump in the air. They don’t make cool 3D art or models with stunning visual effects. They aren’t making any designs of your favorite levels. So, what do they do?

			Simply, they work with teams or individuals to find ways to make them work better. If we want official definitions, I’ve been heavily inspired by Ben Carcich, a podcast host and video game producer himself. He has a great take on the topic, and I have adjusted it to help fit this book and blend with my own interpretations of being a producer.

			A Video Game Producer is a leadership role focused on managing sections of, or the entirety of, the game development process, to ensure the team’s goals (shared vision) are reached. They act as a force multiplier to teams and individuals by creating systems that beneficially support and remove disruptions.1

			I know that sounds fancy, but it’s less complicated than it looks. We will break this definition into each of its parts and analyze them within the context of a producer’s job, but let’s clarify some definitions right off the bat. When we say “a leadership role focused on managing,” we need to distinguish the differences between leading and managing.

			
					Leading emphasizes goal setting and creating culture by driving change. It involves guiding the team through setting a cultural example of fostering collaboration and motivating individuals to contribute their best work toward the goals. 

					Managing focuses on creating consistent systems and modeling desired behaviors of game production. As architects of those systems, they ensure that the process is sustainable, and they become a force multiplier of the efforts of the team.

			

			To be an effective producer, you must do both. Leadership without management makes you a spectator in the stadium, rooting for your team. Management without leadership reduces you to a simple task coordinator. 

			To be a video game producer, leadership is mandatory. Embrace it.

			

			It’s also critical to note that leading does not imply authoritarian power. Instead, it’s about the actions themselves, how you treat others, and how working toward shared goals sets the behavioral standards for the team to follow. After all, you can’t lead without followers.

			Managing is often misunderstood as managing people, or being a literal “Manager.” Oxford Dictionary defines it as “having executive or supervisory control or authority.”2 I intentionally avoid that language in my definitions because it emphasizes a negative, outdated aspect of being a producer. So, let’s break this explanation down further to really define the details of these definitions. 

			For starters, what does it look like to emphasize goal setting?

			Goals can be any type of objective you want to set for yourself or the team. In video game terms, the goal can be as broad as completing a game with 100% achievements or getting to a high rank in online play. For the producer, depending on the team, it could be as simple as getting a new level out to the players or as complex as launching an entirely new game.

			This is where creating a culture by driving change comes into play with goal setting. As we set these goals, we create the culture that we think works best for us and our teams. For example, do we want our teams to have cultures that represent serious or casual work styles? 

			Both options are acceptable and can be fun to work in, but they each have trade-offs.

			A serious team might push for quick deadlines to get things done faster. They expect long work hours and have a singular focus on getting the job done. It’s like a top-tier esports squad grinding away for a championship title. This approach could lead to burnout and additional stress if not managed well, but when done successfully, it can provide a powerful sense of momentum and lead to some very satisfying achievements.

			On the other hand, a team with a casual culture might prioritize a healthier work-life balance. The focus is on social interaction and waiting to find the fun rather than just hitting deadlines. It’s more like a community-driven MMO guild where enjoyment and consistency matter more than performance and results. As an industry, games are a business, and if you miss deadlines, there could be financial repercussions.

			The producer plays a key role in shaping these cultures while keeping the goals in mind. Sometimes they don’t set goals. Sometimes they don’t set the rules. But they do enforce and reinforce the team’s established direction. 
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			Let’s move on to the other parts of our definition of what a producer does. Producers become the architects of the systems for their teams and understand how to be a force multiplier for them.

			Force multipliers and systems might sound complex, but think back to the earlier story about scheduling games for Counter-Strike. When a leader can accommodate everyone’s commitments so that each individual doesn’t have to personally worry about it, they are curating a simple yet powerful system. Video game producers create these kinds of solutions on a professional scale alongside their game development teams.

			If you reflect on your previous gaming experiences, there are probably systems you’ve already built yourself. Think about games like Minecraft or Survival RPGs that use chests to organize loot and supplies. Once players acquire multiple chests, they run into the problem of, “Which chest was that in again?”

			If there is no organization, it’s hard to remember where you put your items. So, as players, we instinctively create processes, like building signs, to label chests for plants, mining resources, food, and so on. This is system-building. It’s what producers do, only at a larger scale and in a game studio setting.

			In game production, the term “system” is interchangeable with process. Producers are the owners of their team’s systems, that is, a set of principles or procedures according to which something is done; an organized framework or method.3 

			As a video game producer, I use systems to schedule meetings, determine how often the team should meet, and define what should be discussed. I determine how work is tracked and organized, like the way those chests are labeled. 

			One of my first tasks as a producer was to organize and sort through new bugs the QA team had found. This was no small feat, as a QA team can encounter hundreds to thousands of bugs that come in many different shapes and sizes. There are different levels of priority and severity that need to be considered. Game-breaking bugs need to be a higher priority than slight map issues. I used a system of labels to organize these bugs, which created organized boxes that the dev team could pull from when they needed to work on one. A successful producer is one who can create consistent systems that the team wants to work in, because it makes the team more efficient. 

			If a system is consistently reliable, then you can expect the same results reliably as well. Let’s go back to that Minecraft example: if the first box on the left is always plants, the middle box is always mining resources, and the right box is always food, then we have a consistent and reliable system, as long as it doesn’t change.

			
				
					[image: ]
				

			

			As a player, instead of asking, “Which box has what in it?” You know for certain what each box is, at least by its category. And, you’ve saved yourself all the time it takes by not checking the wrong box. Now, you can get what you need and go back to playing the game for fun.

			However, it’s important to note that when you create systems, there is a possibility that they will fail and cause the opposite effect, which would be a disruption. We aim for systems that beneficially support and remove disruptions.

			Removing disruptions, especially time-wasting ones, is crucial because a producer’s job is to facilitate productivity rather than hinder it. For instance, if you create a system with many different types of chests that require the player to run back and forth, and it is hard to remember where each item goes, that would be a disruption, not an optimization. 

			If this is all done correctly, let’s say we have just the right number of boxes to store all the loot, and everything is located in the most convenient spot for anyone to reach. Everyone is putting items where they belong in the correct boxes. No one is complaining about their time being wasted while managing their inventory. And, at the end of the day, everyone is having more fun than before. Those are examples of preventing disruptions and being a force multiplier within your systems.

			These two concepts are at the heart of what it means to be an effective producer: a video game producer exercises leadership through goal-setting and culture change, and manages as a force multiplier through system building. When you get a job in the games industry and apply these two concepts together, you will be considered highly valuable for any team you join. 

			A producer’s first task might be organizing the work for the team you are assigned to. Production Coordinators and Associate Producers (known as APs) are entry-level roles in game production, and they are usually brought in for these types of task organization. This was my first role, as I mentioned in the story above, where I had to sort, organize, and label QA bugs to put them in the correct boxes. Other producers might be sorting, organizing, and labeling upcoming work, and instead of putting them in boxes, they are assigning them directly to their teams. 

			As a producer gains more experience, they can be promoted and take on more responsibilities, which in turn allows them to create more complex systems that impact more team members and the other producers they work with. As you grow to work on bigger systems across teams, you start to coordinate with other producers. This creates a vital intersection of workflows that requires you to understand your fellow producers, their focus, systems, and who they are leading. 

			Most departments are set up hierarchically, with teams reporting to managers and so on, until you reach the leadership at the top. It doesn’t matter if it’s the Art, Engineering, Audio, or Design department; the production hierarchy is usually the same. The coordinators, APs, and producers might support individual teams within the art department, such as the Concept Team, Animation Team, or 3D Modeling Team. Then, Sr. Producers might manage the entire Art Department, including each individual team with its own assigned producers.

			As you move up through departments, the entire game management might be run by an Executive Producer or a Director of Production. When you get to the Director and Executive level, you also have more responsibility to create systems that are force multipliers for the other producers under you. These high-level roles have a massive influence and usually set the tactics and standards for all the other producers who work under them. 

			[image: ]

			This hierarchy of producer roles is not absolute. It depends on the team’s size and structure, and in the AAA games industry, this hierarchy continues to evolve. In the image below, you can see a clear breakdown of the different producer roles. The roles on the left have less management, and the roles to the right have more management and responsibility to consider.

			Do not be misled by this straightforward chart, though, as there are always exceptions. Understanding that there is no one-size-fits-all approach to being a producer in the games industry is key. As a highly technical field, the video game industry is always changing, so it is important to stay up to date with its current needs and workflows. 

			I have seen the title of Producer grow from just “Producer” to things like “Engine Producer,” “Platform Producer,” and now “AI Producer.” At one studio I worked at, every producer was just called “Producer,” regardless of their role or what department they worked for. The studio leads thought that it wasn’t important how senior or junior you were; a producer is just a producer. I have also seen video game studios where they don’t hire producers at all, as the function of leading and managing was handled by their department leads instead. Neither approach is wrong. It is just a decision made by different studios. 

			The point is that the industry and teams are ever-evolving, and we, as producers, must evolve with it.

			But it wasn’t always that way.
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			Origins

			In the early 1980s, video game production was a simpler affair and took place on a much smaller scale. Teams were small, often consisting of only a few people, with individuals shouldering multiple responsibilities. In some cases, a single developer handled everything. Sid Meier is a legendary developer who started his career with just a single business partner who handled the sales. They created Hellcat Ace in 1982, which became their first big success. Later, they led the development of Civilization, Pirates!, and Railroad Tycoon with teams that were small in comparison to today’s standards. 

			Following his success as a solo developer, Sid brought on specialized team members, including artists and audio composers. As their games grew more complex, he leveraged their skills to handle specific areas of game development, so he could spend more time focusing on the technology behind their games.

			This was a smart decision, as growing expectations for video games across the industry required technological advances. For example, the leap from 8-bit to 16-bit graphics opened the door to richer visuals, complex game mechanics, and deeper story-driven narratives. These advances made larger teams and specialized roles necessary. 

			From the start, engineers managed increasingly sophisticated code constrained by extreme memory limitations. Today’s games, such as Fortnite and Grand Theft Auto V, have file sizes exceeding 100 GB. For comparison, the early game Super Mario Bros. had a memory size of 40KB, a difference akin to squeezing an entire library into a single book. 

			During this earlier period, game production remained informal, often driven by the passion of a director or a team member eager to take charge rather than a defined production process.

			In 1982, another developer, Trip Hawkins, founded Electronic Arts (EA). It was around this time that he introduced the “Producer” role to video game development. As its name suggests, he modeled this role on record producers in the music industry, even bringing in producers from A&M Records to train EA’s first video game producers.

			The rise of 3D gaming in the late 1990s marked a turning point in the game production pipeline. Titles like Super Mario 64 and Tomb Raider demonstrated the possibilities of 3D graphics, but also highlighted the steep rise in development costs. Unlike 2D games, where a small team could handle most of the work, 3D production requires specialized roles with higher technical demands. Animating characters instantly became more complex, programming movement required advanced physics and collision systems, and modeling environments demanded more time and computing power. Each of these developments increased the team size, the budget, and the need for communication across departments. 

			

			It was during this time that video game producers began to establish themselves as indispensable figures, orchestrating the many moving parts of a game’s development.

			By the early 2000s, the gaming industry had entered its blockbuster era, which many would call the birth of the AAA game. Titles like Halo: Combat Evolved, World of Warcraft, and Grand Theft Auto III were massive undertakings, involving hundreds of developers. The budgets of these games rivaled those of Hollywood films, which made the risks of blockbuster games higher than ever. 

			As teams grew and development pipelines expanded, production practices had to evolve rapidly to sustain costs. Video game producers became the conductors of these efforts, ensuring teams could communicate and share updates quickly.

			In many ways, game development drew inspiration from filmmaking. Both industries share a focus on storytelling through a visual medium and rely on producers to manage workflows across teams. Unlike films, however, games are interactive and require constant testing for feedback and iteration. Keeping up with modern standards demands new technology and tools for the teams. This challenge led producers to adopt hybrid approaches, combining proven methods from different industries to tackle the complexities of game development.

			Now a decades-old industry, game development is a global effort. Studios build games across multiple locations, with different teams handling various parts of development. I worked on Rocket League, a popular car soccer game where we did exactly this. Our main studio in San Diego focused on core mechanics and vehicle design. An art team in Europe created 3D models for those vehicles, including wheels and paint decals. A QA team in South America tested those assets to make sure they worked properly and were free of major bugs. Keeping this kind of process organized requires strong coordination, and that is where producers step in.

			AAA studios rely on producers to manage this global pipeline. Each team, whether in art, engineering, or QA, will have a producer responsible for keeping their team’s work on track. Those producers align their teams’ schedules with the larger roadmap. A senior or executive producer then gathers those schedules into a full project plan. This structure helps break up the work and keep the teams accountable for specific information and plans.

			On a smaller scale, indie studios handle production with fewer people and resources, but still face the same challenges as larger teams and studios. They must manage schedules, track progress, and coordinate across disciplines, perhaps without dedicated producers for each team. Some of those teams have a single producer overseeing development, while others share production-related tasks among the other developers. 

			Indie teams stay efficient and use the same tools as AAA studios, but adapt them to fit their needs. 

			Jira, Trello, and Confluence are digital tools that help track tasks, while version control systems like Git keep code organized. Large production pipelines require too much overhead, so indie teams focus on flexibility. Lightweight task-tracking boards (i.e., Kanban boards) and quick check-ins replace complex workflows, keeping development moving without unnecessary bottlenecks. 

			AAA studios rely on structured hierarchies to manage large teams across different disciplines, while indie teams take a more hands-on approach. A producer in a smaller studio might handle production alongside marketing and business tasks. Developers often step into multiple responsibilities, balancing their work with the demands of keeping a project on track. Instead of rigid structures, indie teams rely on problem-solving and efficiency to push projects forward.

			The journey of game production is one of continuous evolution, from lone developers in the 80s to global teams shaping modern masterpieces. It’s a story shaped by creative ideas and the determination to create experiences that players will talk about. Video game producers are the guides on this journey, ensuring that every player’s experience is as memorable as the dream that inspired it. 
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