Good morning and welcome to this year o6s Pro
Having Fun, 0 which is a talk about the fast
Naughty Dog makes the commercially successful and critically well-received games

that we make.

I 61 1 be tlan ckhianrgt eadb:o ull r atohkgehé way, Wioiah tvaushigped
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.



g@chard Lemarchand / -

l§01|

¥ PIayStati on |

-

~ iy

camn mz UEF2 e '

My nameé6s Richard Lemarchand andUdchaiea.s t he
| got my games industry break in the early nineties, working for the British office of

MicroProse, i n South Gloucestershire. | 6ve made
focus of my career, and these are the title
| feel very honored to be speaking heretoday-even t hough |1 6dve been
Californiasincethemid-9 0s, |1 6ve kept close ties with t
i ndustry, and it os andrewfriendsmtheadenceo many ol d



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

|l iterary form, | think that Europeds vibran
academic ability, and the quality of our media and entertainment industries remain

tremendously important to the international development scene.

Grand Theft Auto 1V, MotorStorm, GRID, SingStar, Fable 2, Buzz and
LittleBigPlanet are all testament to the phenomenal creativity and production ability
of Britsoft developers.



What is

So who are we? Well, Naughty Dog is a small game studio of about 90 people,
based in Santa Monica i which 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. Wedbve sold over 35
to over a billion dollars in retail sales.



The studi o6s n o w-tilmeNauwketydDogs Evar WellslandrChristophe
Balestra who are our Co-Presidents. Evan is a game designer that | first worked

with at Crystal Dynamics in the Onineties,
veteran of the French demo scene.

| work alongside quite a few Europeans, and in fact a full quarter of the Naughty
Dogs are from somewhere other than the United States.



I must admit that | feel like a bit of a fraud, standing up here in front of you today to

give the Production Keynote at Develop 2008
produceril 6 m a game designer. And to make matt
have anyone at Naughty Dog who has the job title of producer.

Thatdés not to say that we dondét have respec
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 whodéds going to do them and how wedre go
up to see i f everythingébds going OK.



Produced by Artisans

But rather than having dedicated producers, each game we make at Naughty Dog is
produced by the people working on it T by 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 1 we might
gently mention that now isndot the right tin
personb6s energy el sewhere, but we never, ev



No-one Only Does Management
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Somet hing that might surprise you
Naughty Dog who only manages, not even the company presidents. When | turned

up

for

my job interview at Naughty

even

Dog,

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.

mor e
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No-one Only Does Management

ltés fundamental because working |ike this
fun, since the people with the responsibility are the creative people actually making

thegame. Nooone ever signs off on an asset or a
just because a piece of paper says IItos tinm

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

course-k now how | ong things should take the pe
because theyo6re doing the same work themsel
dependencies exist in the work, and what kind of problems might arise.



No-one Only Does Management
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Now it might sound difficult to be expected to both manage and contribute directly to

a project, andi dneolvaumiagbinglstruggled iofindng aigood

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

game themsel ves. But | bet it also sounds
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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Give People Responsibility
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But itdos been my overwhel ming experience in
by investing people with direct responsibility for getting their work done on time and
to great quality, you bring out the very be

outstrip even the highest expectations that way.

So even though we 0 flight, wedakeypridmia how bealthyeonrt
production processes are at Naughty Dog, an
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
evolving production processes. Our company presidents lead in this regard by

having an Aoffice door al ways openo policy

approach Evan or Christophe to talk about a

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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Open Communication
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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
arenodot working very well i n the game, si mpl
version of the game that ships, because someone on the team will draw attention to

them.

13



Face-to-Face Communication

As |1 6ve already hinted, weodv
each other is by talking face-to-f ace whi |l e wed
sending an email or IMing.

e found that th
re |l ooking at t

ltds simply much more quick and efficient t
be able to say iiltobok altl trheagssed hiepled t han i

it in text. Therebdbs | ess fodawaerchdt, andissmess under
get worked through much more quickly.
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Face-to-Face Communication

l ronically, fAface timeo seems to be |I|e
than email iIs, too, perhaps because it
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 ourdesksi di scussing the pros and cons
and finding a plan that everyone likes.

of
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Short Meetings
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We try and keep our formal meetings nice and short, and only have them when we
really need one.

To avoid wasting anyoneb6s time, we make sur
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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Coll aboration is something thatods very i mpo
Dog youodl |l very often see two or more peopl
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 co
immediately responsive way that players love.
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Collaboration

ltés a truism, of course, that a problem th
point of view often becomes much, much easier when a fresh perspective is brought
to bear on it.

|l 6ve al ways found that when | get out wup of
people about the problems 1 6m facing with w
much better handle on the scope of the problem , and on the possible solutions. |

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

with, too!
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Cross-functional team

From Wikipedia, the free encyclopedia

I @ This article does not cite any references or sources. Fesmary 2008)

Please help improve this aticle by adding citations to reliable sources. U fiable material may be and removed

In business, a cross-functional team is a group of people with different functional expertise working toward a common goal. It may include people fi
and human resources departments. Typically, it includes employees from all |evels of an organization. Members may also come from outside an org|
key customers, or consultants)

Cross-functional teams often function as self-directed teams responding to broad, but not specific directives. Decision-making within a team may de,
a manager/coach/team leader.

A non-business, yet good example of cross-functional teams are music bands, where each element plays a different instrument (or has a different rol
collaboration and participation, and the goals are decided by consensus. Skills to play all the instruments involved are not required since music prov
everybody in the team can understand. In short, music bands are clear examples of how these teams work

Organizational consequences of cross-functional teams

The growth of self-directed | teams has infl d d king p and organizational structures. Although management {
type of nal needs to make strateqic, tactical, and op | di . new procedures have started to emerge that work best

1) Less unidirectional - Up until recently, decision making flowed in one direction. Overall level ob) drove strategic b unit (SH|

level Today, have flatter structures, companies diversify less, and functional departments have started to becomej
self-directed teams reflects these trends. Intra-team dynamics tend to become multi-d | rather than 1| encou|
the directives given to the team tend to become more general and less prescribed

2) Greater scope of information - Crass-functional teams require a wide range of information to reach their decisions. They need to draw on informatid
information base. This includes from all ds

System integ p because it makes all information

3) Greater depth of information - Cross-functional teams require information from all levels of management. The teams may have their origins in the p
strategic d , tactical d . orop | d , but they will require all three types of information. Almost all self-directed teams will
strategic, tactical, and operational decisions. For example, new product development traditionally ranks as a tactical procedure. It gets strategic dirg

p | dep like and g to perform its task. But a new product development team would consist of people from the o
someone from top management

In many cases, the team would make unstructured strategic decisions - such as what markets to pete in, what new p gies to
investment to require; tactical decisions like whether to build a prototype, whether to c pt-test, whether to test ket, and how much to produc
like prod heduling, inventory purch , and media flightings. In other cases, the team would confine itself to tactical and operational decisi
information associated with all three levels.

4) Greater range of users - Cross-functional teams consist of people from many parts of an organization. Information must take a form that all users

| stumbled across the idea of Cross-functional Teams on Wikipedia while | was
researching this talk, and | immediately recognized the concept as being relevant to
our collaborative approach.

The article said that rock bands are great examples of cross-functional teams.



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 | really recognized about all of my good
game development experiences. But then again, maybe | just like the idea of being

inarock-and-r ol I bandé especially with Chewbacca
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