
1

Good morning and welcome to this yearôs Production Keynote, ñWorking Hard and 

Having Fun,ò which is a talk about the fast, loose and somewhat unusual way that 

Naughty Dog makes the commercially successful and critically well-received games 

that we make.  

Iôll be talking about Uncharted: Drakeôs Fortunealong the way, which we shipped 

last autumn.  It was our first game for the PlayStation 3, and we were very pleased 

by the reaction that it got from both the gaming public and the press.
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My nameôs Richard Lemarchand and I was the Lead Game Designer on Uncharted.  

I got my games industry break in the early nineties, working for the British office of 

MicroProse, in South Gloucestershire.  Iôve made character action games the main 

focus of my career, and these are the titles that Iôve worked on so far. 

I feel very honored to be speaking here today - even though Iôve been working in 

California since the mid-90s, Iôve kept close ties with the British development 

industry, and itôs great to see so many old and new friends in the audience. 



A few months ago, the European Union became the largest market in the world for 

the PlayStation 3.  As videogames mature as both a mass-entertainment and 

literary form, I think that Europeôs vibrant cultural perspective, our technical and 

academic ability, and the quality of our media and entertainment industries remain 

tremendously important to the international development scene.  

Grand Theft Auto IV, MotorStorm, GRID, SingStar, Fable 2, Buzz and 

LittleBigPlanet are all testament to the phenomenal creativity and production ability 

of Britsoft developers.
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So who are we?  Well, Naughty Dog is a small game studio of about 90 people, 

based in Santa Monica ïwhich is a little seaside town bolted onto the side of Los 

Angeles.  

The company was founded in the mid-1980s by Jason Rubin and Andy Gavin, who 

had their first smash hit with Crash Bandicoot.  

We went on to make the Jak and Daxter series of games which were extremely 

successful on the PlayStation 2, and we were bought by Sony Computer 

Entertainment in 2001.  Weôve sold over 35 million games worldwide, which adds up 

to over a billion dollars in retail sales.



The studioôs now headed up by long-time Naughty Dogs Evan Wells and Christophe 

Balestra who are our Co-Presidents.  Evan is a game designer that I first worked 

with at Crystal Dynamics in the ónineties, and Christophe is a programmer and a 

veteran of the French demo scene.

I work alongside quite a few Europeans, and in fact a full quarter of the Naughty 

Dogs are from somewhere other than the United States.
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I must admit that I feel like a bit of a fraud, standing up here in front of you today to 

give the Production Keynote at Develop 2008.  Like I said, Iôm not actually a 

producer ïIôm a game designer.  And to make matters worse, we donôt actually 

have anyone at Naughty Dog who has the job title of producer.

Thatôs not to say that we donôt have respect for production as a discipline, though, 

and in fact we do a lot of production work at Naughty Dog.  We spend more than 

our fair share of time making lists of jobs that need doing, talking to people about 

how whoôs going to do them and how weôre going to get them done, and following 

up to see if everythingôs going OK.  
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But rather than having dedicated producers, each game we make at Naughty Dog is 

produced by the people working on it ïby the game designers, team leads, 

programmers, Game Directors, and ultimately, by our Co-Presidents as well.  

In fact, anyone who wants to step up to bat and take responsibility for an aspect of 

the game is encouraged to do so, and is empowered to simply start organizing.  No-

one at Naughty Dog will ever get told off for trying to get something done ïwe might 

gently mention that now isnôt the right time to tackle something and redirect that 

personôs energy elsewhere, but we never, ever slap down that will to get busy.
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Something that might surprise you even more is that we donôt have anyone at all at 

Naughty Dog who only manages, not even the company presidents.  When I turned 

up for my job interview at Naughty Dog, I walked into Evanôs fancy presidential 

office to find him laying out the signal regions that control the level loading for Jak 3 

- a job that some might consider menial, but that Evan saw as a great way for him to 

help build out the game.  

This is a fundamental thing about our team culture: that everyone at all levels of the 

company works directly on building the game.  



Itôs fundamental because working like this helps us stay very focused on quality and 

fun, since the people with the responsibility are the creative people actually making 

the game.  No-one ever signs off on an asset or a feature that isnôt up to scratch, 

just because a piece of paper says itôs time to do so.

It also means that the discipline leads ïthe people in charge of each department, of 

course - know how long things should take the people that theyôre managing, 

because theyôre doing the same work themselves.  They know what kinds of 

dependencies exist in the work, and what kind of problems might arise.  
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Now it might sound difficult to be expected to both manage and contribute directly to 

a project, and I wonôt lie to you ïone of our ongoing struggles is finding a good 

balance for our leads in the time they split between management and building the 

game themselves.  But I bet it also sounds ideal to anyone in the audience whoôs 

been promoted up and away from doing the creative work they love.

Admittedly, it might only be possible for us to work this way because the majority of 

the developers at Naughty Dog are fairly senior, self-starting, and very passionate 

about what they do.
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But itôs been my overwhelming experience in managing people over the years that 

by investing people with direct responsibility for getting their work done on time and 

to great quality, you bring out the very best in them, and theyôre much more likely to 

outstrip even the highest expectations that way.

So even though weôre very management-light, we take pride in how healthy our 

production processes are at Naughty Dog, and in fact weôve never missed a 

shipping deadline in the history of the company.
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Another thing that we encourage everyone in the studio to do is to contribute ideas 

and constructive criticism to the design of what weôre working on, and to our 

evolving production processes.  Our company presidents lead in this regard by 

having an ñoffice door always openò policy and people know that they can always 

approach Evan or Christophe to talk about anything thatôs on their mind.

It takes a surprising amount of energy to make this ideal work, and every day we try 

to keep a mindset of not assuming that the problems we see in the game are 

necessarily getting taken care of, and if we do see something that we think is 

broken, we get off our butts and go and find someone to talk to about it.
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The people on the receiving end always take time to listen patiently to what their 

team-mates have to say, to talk through the pros and cons of their suggestions, and 

either figure out a plan to fix the problem, or table it for a later date. 

So things that suck about the design, or things that have been implemented but that 

arenôt working very well in the game, simply donôt get a chance to survive in the 

version of the game that ships, because someone on the team will draw attention to 

them.



As Iôve already hinted, weôve found that the best primary way to communicate with 

each other is by talking face-to-face while weôre looking at the game, rather than 

sending an email or IMing.  

Itôs simply much more quick and efficient to be looking at a screen together and to 

be able to say ñlook at that, there ïitôs all messed up!ò than it is to try and describe 

it in text.  Thereôs less room for misunderstanding in a face-to-face chat, and issues 

get worked through much more quickly.  

14



15

Ironically, ñface timeò seems to be less disruptive of creative peopleôs ñflow stateò 

than email is, too, perhaps because itôs easier to ask someone to come back later 

than it is to resist getting drawn into an email thread.  Talking to someone face-to-

face probably builds team spirit better than dry old email, too.

So, the majority of our game design takes place by people talking to one another 

informally at our desks ïdiscussing the pros and cons of what weôre planning to do, 

and finding a plan that everyone likes.



We try and keep our formal meetings nice and short, and only have them when we 

really need one.  

To avoid wasting anyoneôs time, we make sure that only the people who really need 

to be there are there, and we set a time limit for the meeting, which helps keep 

people on-topic for the duration.
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Collaboration is something thatôs very important to us.  As you walk around Naughty 

Dog youôll very often see two or more people from different disciplines sitting 

together at a development station, working on some aspect of the game.  

Working closely together like this in a sustained way over a long time was how our 

Lead Programmer and our Lead Animator created the fantastic control scheme that 

allows the hero of Uncharted, Nathan Drake, to move very fluidly with realistic, 

varied animation, while at the same time controlling in that ñon the buttonò, 

immediately responsive way that players love.
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Itôs a truism, of course, that a problem that might be hard to crack from one personôs 

point of view often becomes much, much easier when a fresh perspective is brought 

to bear on it.  

Iôve always found that when I get out up of my chair, take a short break, and talk to 

people about the problems Iôm facing with what Iôm working on, I immediately get a 

much better handle on the scope of the problem , and on the possible solutions.  I 

also usually end up finding someone else having a problem that I can help them 

with, too!



I stumbled across the idea of Cross-functional Teams on Wikipedia while I was 

researching this talk, and I immediately recognized the concept as being relevant to 

our collaborative approach.  

The article said that rock bands are great examples of cross-functional teams.  
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Each person in the band might only play their one instrument, but music provides a 

standard language that everyone in the band can understand, and the songs that 

they write are a result of collaboration, consensus and participation.

That seemed to sum up something that I really recognized about all of my good 

game development experiences.  But then again, maybe I just like the idea of being 

in a rock-and-roll bandé especially with Chewbacca on drums.


