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● Founded in 2011
● 14 full time
● Monster Train most known original



Monster Train Postmortem

Pipelines and Process



Team-wide Prototyping

Goal: find a promising concept in a genre the team likes

Space to explore varied concepts, pivoting as needed

Multiple simultaneous prototypes across four sub-teams









Process: Pitching

Track a pitch pipeline

Goal: raise capital for production

Built prototype to a “first playable” with better visuals

Defined scope, team size, milestones, and ultimately budget



Target Phase Heat Last Contact Notes

Pub A CONTACTED COLD 2019/2/14 Waiting…

Pub B PITCHED WARM 2019/2/16 Seems interested…

Pub C PASSED DEAD 2019/2/13 Oh well…

Other Financier NEGOTIATING HOT 2019/2/11 Recoup terms?



Process: Establishing a Culture of Feedback

In-game feedback tool

Goal: encourage team to always speak up with feedback

Repeatedly ask for feedback from whole team

Scheduled recurring playtests



Tool: In-game Feedback
Goal: easily share feedback with team

Report bugs, suggest improvements, give praise

Persistent on-screen call to action

Captured screenshot, log file, save game









Process: Scheduling

Goal: prioritize well, avoid blockages

Always focus on “what matters most right now”

Backburner or cut features that sounded good on paper 
but don’t seem important now

Pivot, but keep in mind contractual deliverables

Organize work into weekly buckets / sprints





Process: Art Pipeline

Goal: build a lot of high-quality assets without a large internal team

Define style guide, aka the project’s “art bible”

Define clear pipeline steps for each type of asset

Kanban board to track status of each asset type

Review gates at appropriate steps



Art Pipeline Steps for a Spell Card
• Design – paper description, 

lore, visual ideas
• Review gate
• Sketch
• Review gate
• Primary Painting
• Review gate
• Painting Polish
• Integration & Card Animation
• In-game VFX



Process: Design Iteration

Goal: embrace emergent fun

Double down on what is working and drop what isn’t

Any time a major pivot was agreed upon, immediately 
update master schedule









Process: Tech

Pull request workflow

Goal: iteration speed, knowledge sharing, build stability

Automated collection and reporting of errors

Continuous, automated builds







Process: Alpha & Beta Testing

Goal: fix all recurring player complaints before launch

Every few days organized all feedback, sorted it by 
frequency, prioritized it, decided assignments

Ran both a private and public beta
Near daily updates for private beta

In-game feedback feature paid off massively

Professional QA running simultaneously



Process: Community Management

Empower team members to engage with community

Discord bot to aid gameplay conversations

Weekly developer streams

Goal: stay directly connected to our players

Set rules, select moderators

Discord main community gathering place





How did it turn out?



Summary

• Prototyping & pitching

• Culture of feedback & tools

• Flexible production pivots

• Well defined and efficient art pipeline

• Tech focus on iteration speed & stability

• Pre-release feedback from betas

• Community management via Discord
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