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Strategic Reflections
BAFTA 195 Picadilly - London, 17th April 2026

The London GESE Brunch convened a group of
senior leaders from across the games industry,
investment, and adjacent creative sectors during
London Games Festival week.

The gathering forms part of the ongoing activity of
the Games Executive Summit Europe, GESE, a
private forum that brings together a curated group of
industry leaders to engage in off the record, high
level discussions on the structural challenges
shaping the future of the European games
ecosystem.

Unlike traditional conferences, GESE operates as a
facilitated think tank, where dialogue is prioritised
over presentation, and where the objective is hot to
produce immediate consensus, but to surface the
underlying dynamics that require deeper, collective
consideration. The companies and organisations
represented within GESE account for a significant
share of the global games and digital entertainment
economy, positioning the forum as a relevant space
for strategic reflection at a European level.

Within this context, the London session did not seek
to produce conclusions or formal recommendations.
Instead, it surfaced a set of structural tensions that
increasingly define the European games ecosystem,
how it is funded, how it scales, and ultimately, where
its value is captured.

What follows is not a prescriptive document, but a
structured reflection of those tensions, articulated
with the intent of informing a broader strategic
conversation.
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A funding system
that enables
creation, but not
sustainability

Europe has successfully built mechanisms to
support the creation of games, but not their
commercial continuity.

Public funding frameworks remain largely focused on
production, with limited support for publishing,
marketing, or long term exploitation. At the same
time, venture capital models designed for hyper
scalable technology businesses are often misaligned
with the realities of content driven industries.

Publisher financing continues to fill this gap, but
frequently under conditions that transfer control of
IP and long term upside away from creators.

The result is a paradox. Europe is capable of
producing high quality IP, but structurally
constrained in its ability to sustain and scale it on its
own terms.
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The invisible
failure point,
the gap between
projects

One of the most acute vulnerabilities identified is the
absence of mechanisms to support studios between
projects.

While development itself may be financed, the
period between completion and revenue generation
remains largely uncovered. For many companies, this
is where strategic ambition collapses into
operational necessity.

Studios that aim to transition toward IP ownership
are often forced back into project based
dependency models, not by choice, but by lack of
alternatives.

Other creative industries have addressed this
through instruments such as gap financing or
advance based structures. In games, these
mechanisms remain fragmented or underdeveloped.

This is not a marginal issue. It is a systemic failure
point.
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Europe does not
lack capital,

it lacks
structure

The discussion made clear that Europe’s challenge is
not the absence of capital, but its fragmentation and
deployment logic.

Unlike more integrated markets such as the United
States or China, European capital is distributed
across national systems, each with its own
regulatory and financial constraints. This limits the
ability to support companies at scale.

As a result, European studios frequently reach a
point where external acquisition becomes the only
viable path to growth.

This is often framed as a success. In reality, it also
represents a structural transfer of value.
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IP ownership

1S not a
byproduct,

it is the core issue

Across all discussions, one principle became
increasingly clear.

The central question is not who creates IP, but who
ultimately owns and monetises it.

Funding structures are decisive in this regard.
Whether through publishing deals, venture capital, or
acquisition pathways, capital tends to determine the
location of control.

Several potential responses were explored.
Incentivising IP retention within European
ecosystems.

Designing ownership structures that balance
investment and sovereignty.

Drawing lessons from regulatory interventions in
other creative industries.

However, there was also caution. Poorly designed
interventions risk replacing structural dependency
with structural inefficiency.
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The publisher

model is being
challenged,
but not yet
replaced

The traditional publisher model is under increasing
scrutiny.

While it continues to provide essential financing and
distribution capabilities, it also concentrates control
and limits the ability of developers to capture long
term value.

A potential shift is emerging toward the
modularisation of publishing functions, separating
financing, marketing and user acquisition, and
lifecycle and portfolio management.

This could enable more flexible configurations, but
remains at an early stage.

The industry is questioning the model, but has not
yet built its successor.
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Other industries
have already
solved parts of
this equation

Film and television were repeatedly referenced as
more mature ecosystems in terms of financial
engineering and production structures.

Mechanisms such as first look deals, advance based
funding, and a clear separation between core
creative roles and production execution allow these
industries to maintain both creative continuity and
operational flexibility.

The implication is not that games should replicate
these models, but that it has yet to develop
equivalent structural sophistication.
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A shifting labour
model with
strategic
implications

The evolution toward smaller core teams and more
flexible production structures is already underway.

This reflects both technological change and
economic pressure. However, it raises a strategic

tension.

Flexibility improves efficiency, but may weaken the

ability to build long term companies and retain value.

If European studios become increasingly modular
and project based, they risk becoming more easily
absorbed into global value chains, rather than
anchoring them.

Talent is not
being lost, but
it is not being
strategically
retained

The recent wave of layoffs has exposed
vulnerabilities, but also revealed a more complex
dynamic.

Talent is not disappearing. It is moving, often into
adjacent industries where its skills remain highly
valuable.

However, the games sector lacks robust systems to
develop junior talent into senior leadership, retain
expertise within the ecosystem, and reintegrate
talent across cycles.

This weakens the long term compounding effect
that underpins mature industries.
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Market dynamics
are reinforcing
concentration

The market itself is becoming more structurally
challenging.

A large share of revenue is now concentrated in
established titles, with player time and spending
deeply embedded in existing ecosystems.

For new IP, the challenge is no longer just funding
development, but breaking into an already saturated
attention economy.

This further increases dependency on scale,
marketing power, and distribution, areas where
European players are often at a disadvantage
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A system \
In transition, N\

not in decline ’

Despite the challenges outlined, the discussion did
not conclude that the industry is in crisis.

On the contrary, consumer demand remains strong,
barriers to creation are lower than ever, and new
forms of participation and monetisation continue to
emerge.

However, the underlying structures that supported
previous phases of growth are no longer sufficient.

What we are witnessing is a transition between
models, not their failure.
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InGame
and the
emergence of

new European
hubs

The London GESE Brunch was made possible with
the support of Madrid InGame, the City of Madrid's
initiative to position the region as a leading hub for
the development of the video games industry in
Europe.

Beyond its role as a supporter of this gathering,
Madrid InGame reflects a broader strategic
approach that directly addresses several of the
structural challenges highlighted throughout these
discussions.

Madrid has, in recent years, focused on building an
integrated ecosystem that combines infrastructure,
talent development, entrepreneurial support, and
international positioning.

This approach recognises that the competitiveness
of European ecosystems will not be determined
solely by individual companies, but by the ability of
cities and regions to create environments where
talent, capital, and opportunity converge.
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In the context of the challenges discussed at GESE,
particularly around funding continuity, talent
retention, and long term value creation, Madrid
represents a case of an ecosystem attempting to
operate with systemic intent, rather than through
isolated interventions.

While still evolving, its trajectory signals a broader
shift within Europe, the emergence of locally
anchored, globally connected hubs that are actively
shaping the future of the industry.

Madrid is positioning itself clearly within that group.
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Across all discussions, a
fundamental question
remained unresolved.

Can Europe evolve from
lbeing a generator of creative
value to becoming a system
that systematically retains
and compounds that value?

This is not a question of
individual companies, but of
ecosystem design.

It touches on capital,
regulation, talent, and
industrial strategy, and
requires a level of
coordination that, to date,
has been limited.

The conversations held in
London suggest that the
awareness is there. Whether
that awareness translates
into structural change
remains an open question.
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