
T O  A C C E L E R A T E  P R O D U C T I O N  A N D  R E D U C E  C H A O S

Unity’s version control solution unites artists and engineers with 
better asset and source code management.

A  P L A S T I C  S C M  C A S E  S T U D Y 

H O W  K O_O P  U S E S 
P L A S T I C  S C M
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KO_O P :  
A  P L AST I C  S C M 
C AS E  ST U DY
 
How does a worker-owned cooperative studio get 
both artists and engineers aligned on a production 
process? As a version control platform, Git initially 
seemed adequate for programmers, but artists found 
it challenging and frustrating, and this led KO_OP’s 
version control policies to slip. Mistakenly duplicated, 
overwritten, and mismanaged assets slowed 
production and frustrated everyone.

T H E  C H A L L E N G E
Optimizing asset management and 
version control with engaged artists.

T H E  P L A T F O R M S
Android, iOS, PC, PlayStation 

P R O J E C T  S T A F F
24

C O M P A N Y
Montreal, Canada
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O N E  V E R S I O N  C O N T R O L 
P L A T F O R M  B O T H  A R T I S T S 
A N D  E N G I N E E R S  S U P P O R T
Artists and engineers work independently, and both are essential to creating a successful 
game. Tracking every art asset and every line of code – from creation through revisions and 
release – is as critical for efficient development workflows as counting money is for a bank.  
Yet having a version control platform that only some contributors use isn’t nearly enough, which 
is why KO_OP turned to Unity Plastic SCM Cloud Edition for version control across the studio.

https://unity.com/products/plastic-scm


T H E  R E S U LTS

 → Onboarded the entire team 
to a single version control 
system, moving from a handful 
of programmers and two 
integrators on Git to everyone 
using Plastic SCM

 → Reduced the number of tech 
support calls dramatically – from 
twice a week for Git to a couple 
of times per month – eliminating 
a major pain point 

 → Used Plastic more widely and 
harnessed more advanced and 
complex features because of 
reduced cost and risk
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CO O P E R AT I V E  BY  D E S I G N
KO_OP is an artist-run studio where all full-time workers are equal owners – 
each member receives the same pay, and they make design, development, 
and business decisions as a team. Since its founding in 2012 by studio director 
Saleem Dabbous and programmer Bronson Zgeb, they’ve been experimenting 
with games and interactive art using Unity. Production highlights so far include 
Laura Croft GO expansion Mirror of Spirits, AR/VR-enabled GNOG, and their 
most recent release, the Apple Arcade game Winding Worlds. They’re currently 
preparing to launch Goodbye Volcano High, a highly anticipated narrative 
adventure game.

“This studio, this company, exists to support the people who are part of it, not 
the other way around,” as Dabbous explained in a recent Vice profile. “KO_OP 
is there for us to take advantage of whatever resources it awards us – be it 
healthcare or this opportunity to create a certain piece of art that we want to 
see out there in the world.”

Goodbye Volcano High

https://www.vice.com/en/article/8xybb4/giving-workers-equal-power-isnt-radical-this-studios-done-it-for-years
https://www.youtube.com/watch?v=n1baWghRlL0
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GNOG

G E T T I N G  BY 
W I T H  G I T 
Artists, designers, and engineers have very different tasks in 
game development, yet their efforts are wholly intertwined. 
Visibility about what’s needed when, what’s been done, 
what’s changed, what’s in progress, and the like is critical to 
working together smoothly. 

KO_OP initially used Git for version control, but the team 
found that they were missing this panoramic visibility. 
Workflows were chaotic, and there were constantly 
questions about who was working on what, or whether 
it was OK to tweak a particular scene. Artists would 
unknowingly work on the same file independently, forcing 
engineers to deal with merge conflicts.

Programmers had relied on Git for source code management 
most of their careers, but for less-technical artists, Git was 
largely a mystery written in another language. One engineer 
was tasked with helping other team members with their 
version control issues, but it was a constant uphill battle. 
And when the pandemic dispersed everyone to remote work, 
communication just got worse. And asset errors proliferated.
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T I M E  F O R  A  C H A N G E
KO_OP was in the middle of their Goodbye Volcano High project. They were 
encountering obstacles with their version control, and it was clear they needed a fix.  
As a Unity shop, trying Plastic SCM was an obvious first step. It’s an easy-to-use,  
platform-agnostic version control system that lets programmers, artists, and 
designers collaborate more efficiently. According to Dabbous, “the Plastic visual 
interface for locking assets made their availability clear and could eliminate 
disruptions.” They ran some tests involving other specific pain points and soon 
concluded that Plastic was the solution. 

Plastic provides two tools to help teams migrate from Git, one for a partial switchover 
and one for a full migration. KO_OP was willing to go all-in, and they adjusted to the 
new UI slowly but surely. The studio very much appreciated Plastic’s documentation, 
which outlined best practices and methods for efficiency.

“It wasn’t ‘this tool does this, this tool does that, now figure it out,’” says Dabbous. 
“Plastic recommended and showed how to set up a branch model at a much more 
granular and effective level than what we were used to.”
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G LU O N  G U I 
E M P OW E RS 
V I S UA L  T H I N K E RS
The team’s engineers were fine with Git, perhaps because they’re 
accustomed to making sense of code-filled screens. On the other 
hand, artists prefer approachable, visually rich tools where color and 
shapes communicate what’s going on. Plastic accommodates both 
teams with Gluon, a full artist-oriented GUI and workflow that lets 
artists pick up files easily and handle large binaries. According to 
designer Jacob Blommestein, “Plastic Gluon was a lovely surprise. 
The artists didn’t have to know anything about branching or merging. 
They just added their .psd files, and the versioning was transparent.”

The engineers loved Plastic’s branching visualization. Dabbous says, 
“Plastic is easy to parse and much easier to navigate than Git.” The 
GUI for code reviews built into the Plastic SCM client surprised the 
engineers. But when they understood that they had it, they realized 
that they very much needed it. It was much easier to check out 
different parts and branches of a project than before. “In Git, it felt 
like if someone touched the wrong thing, everything would break,” 
continues Dabbous. “In Plastic, people can jump around the project 
in ways that won’t be destructive.” 

P L A S T I C  G L U O N  W A S  A  D E L I G H T F U L 
S U R P R I S E .  T H E  A R T I S T S  D I D N ’ T 
H A V E  T O  K N O W  A N Y T H I N G  A B O U T 
B R A N C H I N G  O R  M E R G I N G .  T H E Y  J U S T 
A D D E D  T H E I R  . P S D  F I L E S ,  A N D  T H E 
V E R S I O N I N G  W A S  T R A N S P A R E N T .
—  Jacob Blommestein, Designer, KO_OP

“
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E V E N  T H E 
W R I T E RS  
U S E  P L AST I C
“Plastic has changed things so much,” says 
Dabbous. Even the narrative team, which 
usually works quite independently, uses it for 
visibility into project status. Everyone across 
the entire studio is much more aware of what 
other groups are doing and how their own work 
fits into projects’ larger vision. One of the lead 
background artists even took it upon herself 
to make a Gluon guide specifically for KO_OP’s 
background artists. 

Before switching to Plastic, KO_OP was a 
programmer-centric environment. Artists 
created assets, but programmers brought 
them into the project safely and set them up. 
Now, thanks to Gluon, anyone in the team can 
check work into the project without oversight. 
Blommestein says, “Gluon speeds up our 
workflows and makes things more collaborative 
by nature.” 

The enhanced ability for people to reuse each 
other’s code, make improvements, and be 
aware of all KO_OP’s interdependent systems 
has been a game-changer. Dabbous adds, “Our 
programmers’ ambitions were going to hit a wall 
if they didn’t solve the version control issue. 
And with Plastic, programmers are much more 
confident stepping in for someone else.”
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E X PA N D I N G 
CO L L A B O R AT I O N 
AC RO S S  T H E  
T E C H  STAC K
Goodbye Volcano High will be KO_OP’s biggest game ever, 
which is why they were willing to risk a mid-project switch 
in their version control system to ensure the game’s timely 
launch. The risk paid off – the entire company is now aligned 
on a unified workflow, and they’re working less as independent 
contributors and more as a team. 

Implementing Plastic, a significantly different approach to 
version control than Git, gave KO_OP an opportunity to reboot 
and redefine their entire production line. This meant not just 
tracking versions and assets better but reconfiguring how 
projects went from conception through implementation, testing, 
and integration. 

It also meant finding ways to integrate Plastic and their other 
essential communication tools, Slack and Jira, as well as build 
automation. Compulsively creative as they are, the KO_OP 
programmers have started work on a series of DevOps tools 
to connect the three apps with capabilities such as automatic 
change notifications. Dabbous says, “After our success with 
Plastic, we felt we should take the next step and improve 
collaboration across the board.”




