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SCALING A GLOBAL CREATOR
ECOSYSTEM

Operational Infrastructure, Creator
Lifecycle Management & Program

Systems Design for a Live-Service Game



I inherited a largely unsupported, legacy creator
program and rebuilt its operational
infrastructure from the ground up to support
scalable creator onboarding, evaluation, lifecycle
management, reporting, and cross-functional
collaboration across global markets.

This was achieved in 3 months by designing
lightweight creator operations systems using
Google Sheets, Discord automation with custom
bots, workflow documentation, onboarding
frameworks, and reporting dashboards to
support 400+ creators across EU, US, APAC, and
LATAM regions.
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*USING DUMMY DATA

Key Features

400+ Global Creators

Supported, up to

thousands, End-to-End

10+ Supported Languages

Global Operations across

EU / US / APAC / LATAM

Lightweight CRM &

Operational Systems

Design, with $0 budget

Automated flows in

Creator applications and

onboarding



LEGACY ISSUES

• Inherited incomplete, not up to
date database of creators 
• Inconsistent onboarding and
application handling; onboarding
wait time >2 months per
applicant
• Limited visibility into creator
lifecycle and program health
• No adequate reporting tools
available or kept up to date
• Scaling difficulties as creator
application volume increased
globally
• Lack of standardized
documentation and operational
workflows

SOLUTIONS

• Centralized, singular creator
database, accessible and updated
in real time for all on the team
• Structured onboarding and
creator lifecycle tracking
• Application evaluation and flow
framework
• Automated Discord, email and
onboarding workflow
integrations
• Reporting dashboards to cover
both the creator program and
revenue generating creator codes
• Created operational playbooks,
onboarding and overall program
documentation

THE OPERATIONAL PROBLEM



01 Evaluate all Creators

Steps to the Solutions

02 Create a database

03 Establish program structure

04

05

Create new application process

Automate as much as possible



I built this on Google Sheets and set Content
Evaluation criteria to what we wanted to see in our
Creators. Evaluation was done according to the new
creator tier content and metric requirements.

The evaluation sheet was colour coded and
automatically highlighted areas of concern if a
creator was rated lowly in any of the evaluation
areas.

I also assessed the creator's alignment with our
game, their communication quality, and long-term
program fit.

It was important for me to not only have active
creators, but also know who I should focus more
effort on to continue to help them grow/be selected to
test new features etc.

STEP 1: EVALUATION



After evaluations are done, it was time to move

creators into their new tiers and remove inactive

ones from the program.

This was an Organic Creator Program, so none of

them were paid but received in-game perks e.g

in-game currency, cosmetics and skills etc.

monthly if they remain a part of the program. 

Removing inactive creators and adjusting

creators to their correct tiers ensured that we

did not spend more than needed on our creators.

STEP 1.1: CLEAN UP



We needed a place to store and easily access all of
our Creator's data, such as their names, in-game
information and social media links. There was no
CRM system we could use, and the previous
database was mainly an out of date spreadsheet.

If we were already collecting all the data in a
single place, then it is advantageous to also build
reporting dashboards to pull metrics off of the
database, as we also did not have a reliable
reporting system at the time of inheriting the
program.

These dashboards provided the main data in our
first few months of the Creator Program and
Creator Codes (Revenue Generation) Program.
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Adjust date filt
ers to

affect all graphs, t
ables

and overall da
ta displayed

Use the filter
 tabs when

more specific data is neede
d

*USING DUMMY DATA2 different
dashboard tabs

1.  Overall Creator
Program
Dashboards
tracking all
organic creator
metrics

2. Creator Code
Dashboards to
track all revenue
and code
performances
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Onboarding flow &
tracking

Includes:
1.  Creator status
tracking

2. Creator Segmentation
3. Automatic routing
4. Application status

management

Organised, collapsible segm
ents

Easily exporta
ble to share 

with

other teams by information type



01
We could easily export game IDs whenever
Product/LiveOps teams needed them

Cross-Functional Collaboration

02
Growth teams could easily filter and find
Creators for their regional activations

03
Community teams could contact creators
directly if needed, as all their contact
information was available

04

05

Anyone could quickly generate a graph for
use in their reports

Entire tabs or selection of data were able
to be directly fed into other workflows
across teams for their own use cases 

*USING DUMMY DATA



I wanted to provide a clear foundation to rebuild

the entire program off of, and created

documentation and playbooks for:

How to use the database, use it for reporting

New creator tiers and associated perks based

on content performance and not just follower

numbers alone
New application process on both our website

and on Discord
How to properly onboard every creator into

the program and into the Creator Code

program
How to give as much autonomy to creators as

possible, such as allowing them to self-

register game accounts, request automated

updates etc.

STEP 3: ESTABLISH STRUCTURE
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New Application Process

To reduce manual work as
much as possible, all of the
application process was
automated except:

Manually checking
applications
Requesting information
from incomplete
applications
Certain parts of the
onboarding process like
giving in-game perks

Creators were also given
Discord commands to use for
them to register their
additional game accounts and
to check on their
program/game statuses
where a bot would pull the
information and reply them.



STEP 4: NEW APPLICATION PROCESS

Ease of application
Form in all major
languages of our
players
Official communication
adjusted to their
language selected in
the form

Form embedded on website &

available on D
iscord



01
Created the Creator Program
infrastructure to support 400+ creators

Outcomes

02
Standardized onboarding and evaluation
workflows

03
Improved cross-functional visibility and
collaboration across all teams

04

05

Functional reporting dashboards to quickly
view and generate operational reporting
snapshots

Enabled scalable creator lifecycle
management using free, lightweight tooling

*USING DUMMY DATA



This work reinforced the importance of
operational infrastructure in creator
ecosystems. 

By designing scalable systems, standardized
workflows, and free lightweight tooling, the
program was able to support long-term creator
program growth while improving visibility,
collaboration, and execution across multiple
teams and regions, without any budget spent. 

This also provided a framework of what we
wanted when shopping for CRM systems. Other
teams were also able to work off the base of this
program, copying the whole database and
structure and adjusting it to their own program
needs.
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THANK YOU!
+65 8923 9832

www.tessa-kerk.com

www.linkedin.com/in/tessa-kerk

contact@tessa-kerk.com 
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