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Who Am I?
Mike Gordon

CEO Iron Horse Games

● Publisher on iOS and Google 
Play

● 1.2M Organic Installs across 7 
Titles 

● 1 Launched, Rest in Open 
Beta

● Started publishing games in 
Dec 17

● All on Google Play 



Title Got Your Attention, Right?

• Games as a service is dead if you’re trying to do it once 
you’re live. You can still apply GaaS methodology (with some 
tweaks), just do it in Open Beta and Test Markets. 

• In this presentation, I’ll tell you how to maximize your 
installs in Open Beta and what metrics to focus on once your 
games starts getting installs. 



First, What’s GaaS?

● Operate titles after they are released to extract maximum revenue from 
the title and to address any weakness around key metrics (typically 
retention and monetization).

● The ultimate goal is to create a situation where you can afford to grow 
the game via marketing while also supporting the team entirely from 
the revenues that are generated on the game.



Where Was the Concept First Introduced?

● Platforms: Myspace and Facebook (and Pogo)

● Social Web Based Platforms defined by virality 

● Key Characteristics: MAUs in the 14-15 million range were 
common...with no ad spend. DAU on the top performing games could 
be as high as 20-30M on FB, with 1-5M on Myspace

● Strong Retention driven by casual titles & lots of social reminders (aka 
notifications).



Why Did it Thrive There?

● Teams operating their games for minor changes in metrics focused on 
funnel improvements, virality improvements, ARPDAU improvements 
and retention improvements.

● An ARPDAU change of .01 makes a big difference with a DAU of 
5,000,000! 

● Marketing was a factor but a small one...most user growth came from 
organic channels. 



Why is it Different on Mobile?

● Not VIRAL like Facebook or Myspace. 

● Heavier reliance on UA out of the gates. 

● Need platform support.

● With all of these changes, The GaaS model stayed the same.

● The model needs an update for mobile!



What Do Mobile Conditions Look Like Now?



Pre and Post Launch Installs

Google Play

Apple



Pre and Post Launch Money

Google Play

Apple



What Does That Mean For GaaS?

● You get all of your installs and 
make most of your money early.

● Your early cohorts are the most 
valuable. 

● Re-features aren’t as impactful as 
your initial features.

● Re-features drive 7-10% of your 
initial installs.

● You need to apply GaaS before the 
game is LIVE!



Silver Lining?
● There are a lot of tools in place to improve your KPIs pre-launch. It’s 

probably the best it’s ever been in regards to Test Market tools/access 
to potential users.

● Google Play Open Beta is a GREAT source of valuable users that can 
help you improve metrics before launch.



Why Open Beta?

● Anyone anywhere with 
the link can download.

● Still Rank on Keywords.

● Still Listed in Store 
Listings.

● No Ratings/No Chart 
Position.



New Free Games

• New Free Games is a 
special chart on Google 
Play. 

• You are only there for a 
30 Day Window for 
Featuring once you 
launch. 

• Open Beta doesn’t trigger 
the 30 Day Window...so 
you can test without 
wasting those 30 days!



Open Beta…What’s Next?

• You have 1-2 weeks 
before the Play Store 
algorithm “finds” your 
game and begins adding 
it to different store lists.

• What do you do with your 
2 weeks?



Prep for the Algorithm

● Improve Page Conversion Rate to Maximize Installs

● Optimize Icon

● Localize Store Page 

● AB Test Screenshots

● Preview

● Optimize Your ASO



Store Conversion Rate



Icon Tests
• Test big variations
• Yields 24% Increased 

Installs. 
• DON’T 

MISREPRESENT 
YOUR GAME!

• Rotate every 2-4 
Weeks.

• Re-Test OLD icons!



Test Your Feature Graphic! • Yields 10% more 
installs. 

• First image folks see
with your icon.

• Rotate every 2-4 
Weeks.



Add a Preview

• 2 percentage point + increase in CVR.
• 3-4k USD for a decent 15-20 second trailer.
• Rotate scenes for a quick refresh!
• There is a catch….



Localize Store Description/Screenshots

• 1-2 percent points 
of Conversion Rate 
Gain per Geo for 
Description.

• 1-2 percentage 
points of 
Conversion Rate 
Gain per Geo for 
Screens.



AB Test Screenshots

• 5% Install Gain.
• Test BIG VARIATION!
• DON’T 

MISREPRESENT 
YOUR GAME!

• Rotate every couple 
of months.

• Re-Test OLD 
screenshots!



Add Landscape Screenshots

• Even if your game is 
in portrait. 

• 7% More Installs.
• More Impressions on 

the Google Play Store



Notes on Conversion Rates
● Drops over time.

● 15-20% is common early, can drop sub-10% after several 
months in Open Beta. 

● Your job is to rotate creative to keep it up.



Meta Data Matters

• Title 
• Short Description
• Full Description
• BUNDLE ID!
• Update Text



Test Your Short Description!
• 5% More 

Installs 
• Helps with 

ASO



Metadata Matters

● Bundle ID is factored into ASO

● NOTE: this can’t be changed
once you upload your first APK

● Ranking when algorithm Kicks in 
can equal 50k additional installs+

● Keywords (without violating TOS)

● Get specific (game & free are 
useless keywords unless you 
have the most generic name on 
the planet)



1-2 weeks after 
releasing into Open 
Beta, you start to get 
listed in different 
categories!

Google Algorithm Kicks In



Impact of Category Featuring
• Thousands More 

Installs per Day. 
• Big Jump in Keyword

Ranks.
• Faster AB Test 

Completion.
• Doesn’t last 

forever…you’ll see a 
dip after the first 30 
days….Make the most 
of it!



You’re Getting Installs, What Do You Focus On?



Why Focus on ARPPU?

● Changes quickly 

● Easier to change than retention 

● Conversion rate is largely capped (1-3%)



What Do You Do?

● Prepare like you have 1 shot at generating money on your 
game...because you do. Utilizing Open Beta and Early Access on Google 
Play can be HUGELY helpful in optimizing your game pre-launch.

● Use Google’s Tools tells them you care and are invested in their 
platform and should receive their support.

● GaaS isn’t totally dead…it just needs to happen pre-Global Launch!


