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What They Don’t Teach You in Art School
| essons for First Time Leads




CAUTION
Interactivity
ahead!

(also God of War spoilers)
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Introduction

What are we going to talk about?
e The "God of War” leadership experience

» Lead "muscles” to start flexing!




Audience Aclivity!

What Does A Lead Artist Do



A Lead Artist’'s Work

« COommunication

« Organization

e |Nspiration

o Accountabillity
e Creativity
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Communication

« Get out of “the groove”

e Stay aware of what
your team is doing

e SaAcrifice your own foOCuUs
(0 benefit the needs of
others, get the big picture

« Guide your team to do
their work well (such as
demonstrating a combat
move to animators)




Communication

e GO AFK
» Benefits of In-person syncs:

* FAcCIAl expressions, gestures

e« Conversation

e Demonstration



Communication
e GO AFK

. At Santa Monica Studio, ==~

half the team is upstairs, ~ e
half Is downstairs

 Still better to get some
exercise vs. IMs!




Communication

« Gather people
together

e Everyone can prep
and be In mindset
(O discuss topic

e | ess chance of
Mmiscommunication




Audience Aclivity!

INterview Your Nelghbor
. Name
2. Why did you come to this panel?
3. Someone in your life who was a good leader



Communication

e |t doesn’t have to be scary!

* Messing up Is better than
saying Nothing

« Keep talking to each other







Organization — Time Management

» Estimates
e Gauge speed of each team member
 Don't pressure them for “better” numlbers
» Plan for unknowns and setbacks
o Little stuff takes time too

* Be honest with yourself and producers!




Organization — Time Management

» God of War cinematic tracking in Shotgun

Cinema

Scene # A Asset Name il evel Juration Timelock Animator 1CAM 1IMP

1LY JELC fatus [atus tatus Status ~tatus | Status  § Status
100 Assets _ 100% & | 100% =
g 010 OpeningScene

i 013 LogBoatEnter

g1 015 LogBoatExit

ig 020 MothersKnife

Q|

g1 030

© 040 eers 'rologue 29 Mike
ép 050 DeerSpotB 'rologue 25 Mike
g 060 eerHit 'rologu 60 Mike
g 063 TrollSurprise ‘rologu 30 Umberto
i1 072 TrollAftermathB

i 078 AshesGathered

i1 OB0 Baldurlntro

i ] TimeToGo

9] RunicStave

i 11 BridgeFall

i 118 BanditCamp

g 12 FirstHumanKill

] 1 BrokIntro

ir 13 CanyonOverlook
i 136 MewTracks

Q| 137 Boarlntro

i 14 BoarShoot

ip 1 WitchIntro

0 16 WitchHouseA
i 16 KnifeReturn

i 16 WitchHouseB tiver Pass 118 Umberto

i) 18 WorldSnakelntro 3lders 138 hom




Organization — Time Management

 Didnotdoa greqt Job with estimates and time taken

ask Name

32 Tasks

v FirstHumanKill (32)
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g EirstHumankill _
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g FirstHumankill _

J Script

T=173 brd
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Camera Layout

1st Pass Implementatic

st Pass Entrance/E
l Shoot Prep
B Assembly and Timing
@ HandKeyAnim
Camera Pass on .anim
Depth of Field

anim + Transiti

“inal Transitions
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¥ Thomas Cannell
f-Thomas Cannell

J-Meqgan Goldbeck

Y.Thomas Cannell

¥ Thomas Cannell

¥ Thomas Cannell
¥ Thomas Cannell

¥ Thomas Cannell
¥ Thomas Cannell




Organization — Time Management

Env Animations s«

I. : + Anmimation

» Did not keep track
of the small tasks

* Had to cut all of
these story moments
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Organization — Time Management

e Collect datd
* Tracking software options: Shotgun, JIRA, Hansoft, etc.
* Everybody needs to pitchin!
« Redl data = better estimates and scope planning

« Asalead, set a good example, give reminders




Organization — Time Management

o God of War: getting estimates through Perforce history

v [ {fint8-data fmain SourceArtMarrative /010 _OpeningScene fnarForOpening5Scene090CineScens. mb

2594097
2591599
2512934
2493440
2443590
2394126
2372828
2364715

2331611

2232945
2279251
2768563

o P P
22223a7

2216091

2(26/2018 3:11 PM
2232018 10:24 PM
1/17/2018 11:58 AM
1/9/2018 10:00 AM
12/19/2017 9:36 AM
11222017 4:59 PM
11/13/2017 3:26 PM
11/8/2017 12:15PM
10/23/2017 11:356 AM
10/5/2017 10:20 PM
Q272017 5:41 PM
9262017 5:03 PM
9/22/2017 5:17 FM
912017 11:40 AM
8/29/2017 11:30 PM

dJrassman
dgroassman
epinto
darazi
epinto
epinto
epinto
epinto
epinto
epinto
epinto
epinto
epinto
epinto

epinto

armor spot-fixes using deformation2 mesh-lod.

adding animation adjustments to straps using deformation2_mesh

fixing bandages so they don't dip through each other, also removing gimbal lock move on kratos' wrist
fixed Kratos beard penetration

fixing axe pop on Kratos

breath pass for Kratos and Son. Reviewed by Umberto

Shoulder farm/bandage adjustments for INT-53758, reviewed by Umberto

Mavya files with foot planting data: OpeningScene HeadEnchant BrokCares LightOnesReturn HuldraR.....
removing gimbal lock from kratos' right wrist for INT-44931. reviewed by Umberto

latest polish pass

Updating OpeningScene to end in proper navCarryTreeTrunkIdle upright pose, adding walk cyde to ...
updating end location, shortening son anim, gimbal lock issues

body polish pass on OpeningScene, adjusting end position on kratos and ending in treeCarryIdle

Fixes for INT-35170 and INT-24467: Fixing tree position, adjusting Kratos axe so it switches spaces...

updating axe and shoulder farm pose to show more of Kratos' face and hit the tree properly




Organization — Time Management

« Beware of Burnout

e Yourteamrelies on you to
establish a reasonable
schedule and scope

o Keep an eye on your team’s Ny |
health and morale AR =L




Organization — Keeping Tidy

e Spreadsheets!

» Learn office software to help with asset lists, tracking
estimates, order forms, etc.

 Make them pretty ©
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FirstBoat
survivelourney
FocusOnHunt
DeerTracks
MythologicalTracks
WhyNow
TrollAftermathA
CanlTalk
LostControl
FirstPunch
MyTurn
CanlCarryHer

i
n Anim type
Cine
Banter
POl - NPCs

POI - with Kratos
Banter

Banter
TBD

Banter

D
n:lln Description of custom anim
Kratos and son tie a log to the boat to use for the mother's pyre

Son stops, looking for lost tracks
Son finds fresh tracks
Son finds large creature tracks, startles crows in bush, pulls out bow and arrow.

Son takes massive hit reaction
Kratos and son do various actions inside the house when they hear Baldur outside

Baldur idling waiting for player to attack
Baldur knocked down to one knee, gets up to start fight




Organization — Keeping Tidy

« Documentation (\/ﬁ%\

o Best practices, workflows,
tutorials, etc.

» Easier onboarding for new hires

* HaNdy reference during
oroduction




Audience Aclivity!

Flow chart

l.  Where does your work come from?
2. What work do you do?

3. Who do you send your work to?



Writers, Level Scene
Design, —  Assembly and

DP ~ Animation




Organization

« Get the big picture by understanding
the flow of production

e Learn how much time each
(ask heeds




God of War full narrative workflow

[dentifying handoffs between departments, potential pain points,
areas of simultaneous work




Outsourcing

e Get to know your vendors
e Glve specific, detailed feedback: images, videos
X6767 Please move Kratos’ right hand further down

¢ Ti me md ﬂggemeﬂt iS CrUCidl the handle of the axe to reveal the rune underneath.

e« Consider a coordinator







Inspiration

Be a source of positivity
e Sh™t happens

* Decisions made that your
(eam or you may not like

» Scrapping work
* Things that make you want

(O rage out! i L~




Inspiration

Be a source of positivity
e Monkey see, monkey do

* |f your team sees you
frustrated, complaining,
worried, they will act out as
WS




Inspiration

Be a source of positivity
e Fake it ‘til you make it

« Boosts team morale
» Mitigates self-negativity
o FiNnd outlets to let off steam

» Talk it out with someone or find
a stress-relieving activity (such
as singing in choir)




Inspiration

Giving feedback
e Get to the point
» Be honest but not belittling

If your team doesn't feel comfortable
coming to you, how can you help them?

» Be encouraging

* Follow up




Inspiration

Request feedback too!

« Especially as afirst-time lead, hard to know
Now effective you are

e Get your team to be honest with you
e Show them you care about getting better

» |INspire yourself to keep growing




Inspiration

Understanding people for tasking
e Artists come in all kinds!
« Letthem work on what theyre passionate about

» But also push them out of their comfort zone




Leadership Homework

INspire Your leam

HOW Can you keep them hqppx?
How Ccan you challenge them?’

Scrappy hew kid
Seasoned veteran
Super fast insomniac
FilM/TV Specialist

INndie jack-of-all-trades

QE NN
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nspiration

e Ledrn to speak each
(eammate’s "language”

 [ailor your feedback and
nMotivation

« On God of War, spread out the
‘meaty” scenes among animators
based on experience, speed,
0ASSION







Accountability

Take responsibllity for your team’s
(and your own) impact

» Keep downstream @,
departments in the loop h

e Set the bar for quality
« Ownup If you mess up




Accountability

Make your (and your team’s) voice heard
* [ake aseat at the table

» Come prepared | S = Al
VR v
« GO to bat for your team ‘:’ |




Leadership Homework

Accountability Check-up
. Pledge to speak up at meetings
2. Downstream sync

3. Someone you want to talk to 1-on-1



Accountability

* When you are accountable to others,

they will be accountable to you
Pl s







Creativity

DON'T try to do everything yourself

e Getting bogged down in lead stuff = no art
e FOcusing too hard on art = no leadership

» Get help! Producers, managers, other leads
* Help others unlock their potential




Creativity

DO take time for yourself
* You are still an artist!

 May be easier during early production

¢ Schedule "'me time”
o« Geek out on the new stuff




Audience Aclivity!

Geek out

Share something awesome you've seen
or want to see at GDC!






What Does A Lead Artist Do?

Communicate

e Be an active listener

e Get away from your
desk to talk to people

o COmmunicate your
department’s needs
and dependencies
(o leads of other
departments

Organize Inspire Be Accountable Create
o Collect datato make e Be apositiveforce o Understand and be o [VICKE SOMe time (C
oetter estimates for . Give and receive responsiole for your o your craft
your team’s schedule constructive :e;ums IMpPAact upon « Stay Up to date on
o DOcumMent oest feedoback other cepartments INAUSErY StANACraS
procticesandkeep | peorageyour ¢ Estdbishandenforce  Fforyourdepartment
rack of tasks leam to e thelr the quailty blar ofyour e BIINg NEW IAEAS [C
e Be aware of scope pbest and grow! JEpatmEE Woik tne taole and Neic
andworktoavod Task your team e GO o bat for your team = drive the project ke
urnout B P Loy o new levels of
« Be detail oriented, what they really cleadvity chalun
especially with love to do wel

outsource vendors




Last Minute Advice




Do you want to be alead?

L eadership is not for everybody!

Not a glamorous job, more like a
service job

Discern your career path

You may prefer to be a specialist
rather than a leader, and that’s ok!




Your first time as a lead can be
overwhelming! That's normal




FINA A Mentor




Fallures and successes are
ooth powerful lessons

Keep practicing!

You can practice leadership even
pefore you become alead

INn fact, many leads get their roles
because they were showing
leadership qualities already




cvery lead s different

What are your strengths?




Thank you!

ericapinto@sony.com
W psyham




Check out these other cool talks!

Creating a Deeper Emotional Connection:
The Cinematography of God of War

Keyframes and Cardboard Props:
The Cinematic Process Behind God of War



J
Santa Monica Studio

Our journey,
your story

We'Tre nhiring for what's next

We're expanding our family across disciplines and would love
[0 meet you. Please visit sms.playstation.com/careers for all
openings or drop us a line at sms@sony.com

@antamonicastudio , @onySantaMonica n @antamonicastudio
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