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Do Not Assume

Processes are very often foggy and 
assumed rather than being explicitly 
communicated in a team. It leads to 
misunderstanding, frustration and 

ineffectiveness.

Let’s not leave this to chance or guess. 
This handbook is a tool to discuss 

transparently how we want to work 
together as a team and deliver the best 

game experience for our players!



Creative diversity

Very likely, we think, express and feel 
things differently because of our unique 

mix of background, experience and 
culture.

By acknowledging it and talking about 
it, this is the first step of our 

collaboration and commitment to 
making an amazing creative game :)



Voodoo: back to the future...

Voodoo was founded by Alex and Laurent in 2014. At the time the company was called Cadet Creation because Alex 
and Laurent met each other at the metro station "Cadet". Our first game was Quiz Run (it does not exist anymore) you 

can find pictures here.

We made our first two games (Quiz Run and Bool) within 2 years and 10+ hits games in the following year. We did the 
big mistake of focusing our efforts for way too much time on an idea that we did not tested... And we did that twice: 
with Quiz Run and then with Bool. Then we made Paper.io in 2 weeks and it was incredibly more successful than the 

previous two. So we sticked with the fast prototype and data driven process.

Publishing made the company on top of the Hyper Casual market. The internal production give us the confidence that 
our production process was the right one so we offered to coach indie game studios all around the world on how to 
make Hit games. It worked so well that it exponentially increase our growth. Now we test thousands of gameplays 

every months.

Today Voodoo is more than a game company. We started our existence with a Quiz Game reach success with Hyper 
Casual arcade games and now we diversify in every mass market BtoC mobile product that we could find. It involves 

more complex games, social apps, news apps, videos apps and more...

https://www.google.com/search?biw=1920&bih=946&tbm=isch&sa=1&ei=tRE_XYOgJYeQlwSkp5-ADQ&q=quiz+run+voodoo&oq=quiz+run+voodoo&gs_l=img.3...2145.2771..2949...0.0..0.54.265.6......0....1..gws-wiz-img.hPrj3ASoiQM&ved=0ahUKEwjDzuXfudrjAhUHyIUKHaTTB9AQ4dUDCAY&uact=5#imgrc=l2d_tTxp5xQyrM
http://paper.io/


Design
How do we decide what to and not to do?



1. Think Big

We are shaking the world in new ways.



Think Big
1. We make games that can reach millions of players.

2. We bring something unique to the experience for players, that we believe we are the 

best team to deliver that experience.

3. We question traditional ways of making games if we think we could do it better.

4. We think of solutions at a big scale.

5. We use technology capabilities to scale and automate processes.



2. Risks vs Innovation

70 / 20 / 10



Risks vs Innovation

80% 20%

We don’t waste time reinventing the wheel for 
small wins. We use market-proven features.

We innovate by 
creating value for 

our target audience.

ADOPT INNOVATE

Prototype focus



Risks vs Innovation
1. 80%: We adopt what’s out there as we believe this is not worth reinventing and focus our 

efforts on the 20/10 parts.

2. 20%: We innovate for our players, by improving something that exists, or create something 

new that is aligned with their desires.

3. We are not afraid to experiment fast bold ideas.

4. We don’t spend time deliberating too long if we should do it or not. We just do it and test.

5. We validate or kill the direction of the idea with feedback, players and data.



3. Data-informed

Data tells the past, not the future. 
We create a data-informed future.



Data-informed
1. We use data from the market and competitors to understand what works and what 

doesn’t and why.

2. We use competitors for references, benchmarks and inspirations for new ideas.

3. We also use data from our own internal insights: what works, what doesn’t and why.

4. We combine both qualitative and quantitative data to frame assumptions.

5. We frame assumptions based on data and verify it asap. We use new data to validate or 

correct these assumptions.



4. Player-centric

We are making a game for a player.



Player-centric
1. We understand our audience and know who they are, and their motivation.

2. When possible, we go talk and meet our players, understand how they live and what 

makes them tick.

3. We verify the quality of our design and game experience with our players.

4. We take into account and value the feedback of our target audience.

5. We iterate the game based on a mix of qualitative (playtests, survey, usability tests…) and 

quantitative data.

6. We aim for our game to have 4.5/5 ratings, as a recognition of the quality of the game.



5. Deep Listening

We listen to the team, to our players, to our 
stakeholders, to our game, and to our Self.



6. Ideation & iteration

1+1+1 = 10



Ideation & iteration
1. We state first the problem that we are trying to solve. What experience are we trying to 

deliver here, and why? We deliver the WHY to the team. 

2. If it’s a big and/or complex feature, we collect more ideas from the group in a brainstorming 

session.

3. We let good ideas mature in our imagination and minds. A good night of sleep helps! Or 

walk in nature...

4. No ideas move forward without a round of feedback from the team/stakeholders.

5. We don’t fall in love with the first idea. We think at least of 3 ideas to solve a problem, 

including the pros and cons for each.

6. The owner of the task owns the decision, but also the result.

7. We document the decision.



Brainstorming, problem-solving focus
1. Keep the group small for better outcomes, 5 ppl max. 

2. Every great ideas can come from anywhere and anyone. Don’t restrain the brainstorming to 

only creative functions.

3. Frame the goal of the brainstorming: which problem are we trying to solve here?

4. The brainstorm needs a moderator. Usually it is the owner of the task.

5. All the ideas are welcome, there is no good or bad idea, everything is written down on the 

board.

6. Everyone gets to speak, with no interruption or judgement.

7. Categorize and number the ideas, for better discussions in the group.



Brainstorming, problem-solving focus



7. Fast forward Loops



1. We have a question behind a prototype: What do we want to verify? What risk do we want to 

mitigate? 

2. 0 to minimum code and art. We don’t waste time polishing it. 

3. We fake it, borrow or hack it whenever we can (mockups, paper, clickable proto, reusing 

assets…)

4. We prototype  in a matter of few days and week(s), rather than months.

5. We are ready to let it go after its use, and move on.

Prototyping



1. We value the experiment over the outcome.

2. We test in a matter of days and week(s), rather than months.

3. An experiment should result in a learning, incorporated in the next iteration/direction.

4. We never make the same mistake twice. 

5. We celebrate failed & successful experiments equally. 

6. We remember and display our experiments on our Wall of Fame.

Test-fast mentality



Team & Feedback
How do we improve our work together?



7. Peer Feedback

Improvement starts with awareness and help. 
Apply the radical candor with your peers



Positive peer feedback
1. We acknowledge when our peers did great work on a recent event.

2. We praise about the concrete work done, not about the person. i.e. “The work you did 

was great!” (instead of “You are great!”)

3. We make it public, share it in front of the team or company. It’s important for a peer to be 

recognized in a social setting. 

4. There is never too much praise, so we are generous with it! 

5. When relevant, we give our peer a Kudos.



Feedback for Improvement
1. While it’s important to recognize good work, it’s as important to identify the areas where the 

people can get better. 

2. When it’s about the team, the game and workflows, we give the feedback in retro and 

postmortems.

3. When it’s about the individual, we deliver the feedback in private.

4. Schedule a 1:1 with the person and frame the goal of the discussion. “Hi! I would like to 

follow-up with you what happened the other day at the design meeting and share improvement 

ideas how we can improve our workflow.”

5. Feedback is effective when specific, concrete and timely. If it happens more than few 

days after the event, it is irrelevant and forgotten.



Feedback for Improvement



Delivering constructive feedback
Here are some techniques on how to deliver constructive feedback to a peer in private:

1. Describe the context: where, who, what was it about when it happened?

2. Describe the result/impact: what was the result of the situation?

3. How did it impact your work / feelings? Express it to the other person.

4. Label your own emotions/impressions, don’t assume what the other feels or their intent.

5. Avoid using “You were….” and rather say “I felt…. or I had the impression of…”

6. Ask what the other thinks? The why behind their action? 

7. Discuss some solutions together.

8. Agree on actionables at the end of the discussion.



8. Disagreements and Conflicts

No conflicts > Artificial Harmony > Low results.



Disagreements and Conflicts



Trust is necessary for good conflicts



Conflicts in 1:1
1. When there is disagreement, don’t settle this over email/slack but f2f.

2. Most of the conflicts should be resolved without a moderator.

3. Start with a diagnosis of the situation. What are the goals on both sides? Are you aligned?

4. Do you Trust each other? (if you don’t, this could be the root cause of the issue)

5. Listen to each other, understand the point of view of the other. Empathize.

6. If you can, don’t settle it in a formal setting or meeting room. Go for a walk or a coffee.

7. Discuss some solutions.

8. Agree on actionables at the end of the discussion.



9. Respect & Care

We treat others as we would like to be treated. We’re all 
in the same boat together.



1. Mutual respect of expertise in the team.

2. Mutual respect for individuals in the team.

3. Mutual respect despite differences in the team. (i.e. in values, ways of thinking, culture…)

4. Official language in the team is English. Let’s not exclude anyone with our own language!

5. No talk behind someone’s back. If you have something to say to a person, tell them.

6. We never insult. There are many ways to solve conflict but insult is not one of them.

7. We inquire, before judging. If someone thinks different than you, there must be a reason 

for it.

8. We just don’t bring the problem but help others with a solution.

9. We share success, failures and learnings with others.

10. We are comfortable to seek help and advice. No one has the truth alone.

Respect & Care



Psychological safety refers to an individual’s perception of the consequences of taking an interpersonal 

risk or a belief that a team is safe for risk taking in the face of being seen as ignorant, incompetent, 

negative, or disruptive. In a team with high psychological safety, teammates feel safe to take risks 

around their team members. They feel confident that no one on the team will embarrass or punish 

anyone else for admitting a mistake, asking a question, or offering a new idea.

Psychological Safety



Cultural Differences & Awareness



Our Communication Style

Sensing Communication 
for Decisions, 

Agreements, Plannings, 
Team feedback

Intuitive 
Communication for 

Vision, Concepts, Ideation, 
Brainstorms



Our Debating Style



Our Leadership Style



Different Heuristics, better solutions



10. Interview & Hiring

The critical factor of success of a game is in the quality 
of the people we hire.



1. Does the person match the scorecard for the role? 

2. Is the person a good culture fit?

3. Is the person complementary to what we need? In terms of skills and ways of thinking?

Who to hire?



1. Check the CV of the person. The CV is a great start to have an overview of the history of the 

person. It doesn’t tell much about the success and failure though, you will need to figure 

that out in an interview.

2. If applicable, talk to people who have worked with that person. Ask for feedback.

3. Check the technical test a few days before the interview.

Before the interview



1. Synch with the other interviewers what questions each will focus on during the interview. 

2. Use the interview scorecard to know what to cover for that role.

3. Be mindful about confirmation bias at the start of the interview, do you have one?

4. Kick off with a very short round of intros but move on to the questions quickly.

5. Ask the right questions. It is better to ask specific situational or behavioral questions to 

assess how the candidate thinks. Avoid vague or hypothetical questions. 

6. Refer to the template for interview questions.

7. Follow-up on the answers with open-ended questions as “What…? How…? Tell me more…” 

to inquire for specific answers.

8. Leave at least 10 min for the candidate to ask questions. 

Hiring questions - template

Conducting interviews

https://docs.google.com/document/d/1lUY9R1_XwAYJ97ixpqtSXog-K3pVeriBbSLj0jvo_j8/edit


Workflows
How do we work more effectively?



11. Minimum process

We value Structured thinking, Communication and 
Clarity over processes.



1. We question if a process makes sense to be implemented. “Do we spend more time 

managing the process instead of making the game?”

2. We keep a systemic approach in how we generate, iterate, validate or kill ideas.

3. With less process, we put more weight on communication, transparency of information, 

and clarity of roles and responsibilities. “Who does what?”

4. We define our work and responsibility by what we do, not by our label/title.

Minimum process



Continuous improvements
1. We improve our ways of working continuously. 

2. We revisit our ways of working continuously, via retrospective, feedback and post-mortem.

3. If things no longer make sense, we stop it and move on to the next things.



F2F communication over Slack
1. Emails are reserved for company communication. We won’t need it inside the team.

2. Let’s be diligent with the number of Slack channels created. There are already many from 

Berlin and Voodoo created…

3. Slack DOs:  to share with the group results, insights, general news, 1:1 brief discussions.

4. Slack DONTs: to debate on a topic, to give feedback, to disagree.

5. Basic rule: if you need more than 2 sentences to say something over Slack, better to discuss 

it f2f (and you get to flex your legs!)



12. Meetings

Life is too short to spend it in meetings.



Meeting preparation
1. We start the meeting in time. Let’s not waste the time of attendees.

2. We communicate the agenda and goal of the meeting beforehand.

3. Who needs to be in that meeting? Is everyone really needed for the discussion (<6 ppl)? 

4. Brief the participants what needs to be prepared / what to expect for the meeting.

5. Share materials beforehand, if any.

6. Timebox the meeting, keeping it short when possible (30 min). Don’t go over time and 

respect other people’s time.

7. No cellphone or multitasking during meetings. If participants are on their phone, maybe 

they are not actually needed for the meeting?



Meeting moderation
1. Open the meeting with a check-in question round: “What are you happy about today?”

2. Someone takes note of the important points of the meeting.

3. Someone makes sure that everyone had a chance to speak, especially for brainstorming 

or feedback round sessions. 

4. 2-min rule of speaking each, with no interruption.



Meeting wrap-up
1. Summarize to the group what was discussed.

2. Communicate the results / actionables from the meeting: Who, What, When.

3. Document the decision. Share with the rest of the group who didn’t attend.

4. When relevant, do a check-out round, asking participants how the meeting went for them. 

“Are you happy with the outcome?”



13. AOR* and Ownership

Everyone participates in the making and success of the 
game. But not everyone has to agree and decide on 

every aspects of the game. 



AOR and Ownership (RACI)
1. We define and discuss in the team Who are the owners of What.

2. We define what being the Owner implies.

3. We communicate transparently what are the AOR and owners for each part of the game.

4. Being the owner also means being responsible of the results.

Empowerment board: 
https://docs.google.com/spreadsheets/d/1Ujc0AhuuNITPNSc64kBFpltYQl46i9BEZqyyxXfB_Fg/edit#gid=0

https://docs.google.com/spreadsheets/d/1Ujc0AhuuNITPNSc64kBFpltYQl46i9BEZqyyxXfB_Fg/edit#gid=0


Creative workplace
How do we nurture and foster our creativity?  



Productivity and Creativity can happen anytime and 
anywhere.

14. Flexible work



Flexible work
1. 6 hours of team synched time / day.

2. Team synched time from 10am-12pm, 2-6pm

3. At your discretion: afternoon 15-min power nap. We make space for subconscious creativity 

and an energized mind.  

4. Remote work. Important rules when remote: stay available in communication, be  in synch 

with the team,  agree on the expectations of quality and delivery during the remote time.

5. Communicate 1-2 days ahead to the team about the remote/flexible work 



15. Holidays & Time off

Life is not just about work. We want everyone to take 
time for themselves and with their loved ones.



1. No work assigned during the weekend.

2. Snooze Slack and emails on weekends and weekdays after 6pm

3. Schedule your time off every quarter

4. 7-14 days off: communicate 2 weeks before.

5. 14+ days off: communicate 1 month before.

6. Recommended holidays break during Summer and Xmas times.

Holidays & Time off



16. Social team time

Bring your authentic self to work.



Social team time
1. Team lunch/breakfast/drink once per week.

2. Team event once per month. The team suggests ideas of team events.

3. Inviting family to events twice per year.

4. Celebration rituals when there is a big milestone reached or a learning experiment killed.

5. Celebrating big personal events: birthdays, childbirth, wedding, graduations...



17. Creativity & R&D

We nurture our curiosity and openness to the world. We 
get inspiration in and out of games.



Creativity & R&D
1. Game jam, every 3 months.

2. Pitch Day, once per month. Everyone pitches a new idea to improve what we do and how 

we do it. i.e. concept, feature, art, tech, process...

3. Dedicate training time. Continuous learning is key as the world and technology move fast, 

we give ourselves time to learn new things and be more excellent in our work.

4. Creative activities: pottery, painting, drawing, music, hiking in nature…

5. Health group activities: USC app. Run, yoga, zumba...

6. When a big milestone is reached, we travel outside of Berlin.

7. 2-3 offsites per year

8. Design office project



Sharing with the Community
1. We learn from the market: Game deconstruction once per month. The team suggests a 

game, it has to be a success and relevant to our current project. Can be mobile, console, PC 

or VR.

2. We learn from others: 

a. Visit other teams: Voodoo studios, Berlin studios, Helsinki studios, Paris studios.

b. Knowledge sharing per craft

c. 2 conferences per year. 

3. We adopt quickly the latest technology and practices of the industry to continue to 

deliver the best and freshest experience.



18. Smart Procrastination

We give ourselves time and space, to distance from the  
creative problems and not rush into the first obvious 

solution.

Ever noticed what happens after a good night of sleep? 
Or a hike? 



19. Consciousness
1. Mindfulness on the phone usage

2. As an international team, the official language in the team is English. Speaking your own 

language with other peers is all good, as long as no one feels excluded from the 

conversation.

3. Take care of your body and mind.

https://medium.com/@collinmathilde/im-paying-my-employees-to-use-their-phones-less-here-s-why-9e7ed6dfc8c8
https://medium.com/@hollymaehaddock/distress-tolerance-part-1-body-tools-30448144cbcf
https://medium.com/@hollymaehaddock/distress-tolerance-part-2-thought-tools-63493908e6c5


Team Mottos

“Solving a problem starts from you. If you don’t act on it, nothing will 
happen.”

“If we cannot agree, let’s test it and asap!”

“What is the worst thing that can happen?”
“Let’s remember that we are not saving lives at the hospital.”

“Remember to take care of yourself. Do what is important for you.”

“🥕 A carrot a day keeps the doctor away 🥕”



Let’s do this!
Any questions? Ask Me Anything

By Sophie Vo



Risks vs Innovation

70% 20% 10%

We don’t waste time reinventing the wheel for 
small wins. We use market-proven features.

We innovate by 
creating value for 

our target audience.

We explore 
new crazy 
ideas that 

could be big.

ADOPT INNOVATE EXPLORE

Prototype focus


