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~ Secrets S of | Eplc Games

Dr. Michael Capps
President, Epic Games, Inc.




For a game developer and a game journalist?
go to Tokyo Game Show!
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Great FOWBIIG be speaklng Faic today

| hope that Epic’'s game development
process will be interesting to you!

Will start with a review of Epic Games and
how we have changed in recent years

Then talk about the secrets of our process
Then discuss Gears of War in Japan
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1ded 1991 by Tim %Sweeney
- rkmgfg:. ne in his parent’s house
= Then a few people around the world

 Now known for multi-million selling
Unreal and Gears of War games
and the Unreal Engine
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ep respect fOr the long history

i Japanése games
, Just released on XBox

Live Arcade, is an homage to games like
Metroid and Castlevania
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e cn, 9 “Best @FShow” awards at E3

-_"‘"Rcucorcsa es for a smgle player game on
Xbox LIVE Arcade; metacritic score of 89

e SO0 It seems other people love these old-
style Japanese games, too!
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reds of game teams

“_ and for movie/TV production

— as well as non-game applications like training
and architectural design

3 Is, by far, the most widely used
game engine this console generation

— UE3 was the first live demo ever on PS3
— Microsoft uses UE3 for their Xbox 360 games

e Unreal




4 Epic in summer 2002
2, we had 20 employees
— Now over 400 employees worldwide
— 117 employees at main office in Raleigh, USA

— Game development teams in Warsaw,
Shanghali, and western USA

— Engine support team in Seoul, Korea
e Grown so much iIn five years

 From one team and one game, to many
worldwide

T




"""b’unce we will be adding a new
member to the Epic family

Right here in Japan!
— We want to give the best possible support, In

Japanese, to Japanese development teams
— We are starting a Japanese engine support team

We are recruiting now!
— Territory Manager
— Support managers familiar with Unreal Engine 3

Jjobs@epicgames.com




or !LJCceé";é and rapld growth has
1ed to many challenges for Epic Games:

The Insufficient Pop-Tarts Problem
Game developers want to play games
Competing with ourselves

Shaking the Jell-O™




K
M

-ﬁ; i

i

E_
’

l




g -

=

- £ :I:‘- o I.__

i

‘Il_..l-...! i
i

i |
[ }

Frosted Strawberry

Vanilla Milkshake

Frosted Wildberry

Frosted Strawberry Milkshake
Ginger Bread

Apple Strudel

Frosted Brown Sugar Cinnamon
Chocolate Chip

Chocolate Chip Cookie Dough
Cinnamon Roll

Frosted Blueberry

Frosted Cherry

Frosted Chocolate Fudge
Frosted Cookies & Cream
Frosted S'Mores (introduced in 2001)
Hot Fudge Sundae

Strawberry Cheese Danish

Frosted Chocolate Vanilla Cream
Frosted Raspberry

Chocolate Banana Split

Brown Sugar Cinnamon

NFL™ Frosted Brown Sugar Cinnamon
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Apple Cinnamon

Blueberry

Strawberry Kiwi

Chocolate Strawberry

Chocolate Vanilla

Strawberry Blueberry

Dulce De Leche

Guava Mango

Chocolate Banana Split

Orange Cream

Knock Knock Jokes Frosted Berry Who?
Barbie™ Sparkleberry

Barbie™ Wildberry

Hot Wheels™ Cinna-Match 1 Brown Sugar
Cinnamon

American ldol™ Blue Raspberry

Indiana Jones™ Brown Sugar Cinnamon
Pictionary

Nix Family Laffy Taffy Flavors
Strawberry

Brown Sugar Cinnamon

Chocolate Fudge
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| t trea;., est anponees like volunteers
— Eplc is considered a top game company
— Hundreds of teams use our technology

— Thus, every Epic employee could work almost

anywhere in the industry
« How do you motivate a “volunteer” staff?

e Hint: the secret is not the volume and
variety of snack foods
— You need to think about why they complain

about Pop-tarts instead of worrying about
shipping games
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~ » People to work harder than usual
e People to work hard on the same thing
e Over a consistent period of time
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s, we want a team with
~ — Unity of purpose
— Willingness to sacrifice for that purpose

e This doesn’'t mean ‘sacrifice your family’
— Falls the ‘consistent period of time’ test...

e Just ‘sacrifice enjoyable inefficiencies’
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fabbt'th about toaster pastry variety
Intolerance for failure
Territorial behavior
Random web browsing

Random ‘research projects’

— And other tasks that look like important work
but don’t help to ship games
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Tournament 3 running on almost

any PC”

 America’s Army:.
— “Keep a secret and shock the world”

 Scion Studios:
— “Beat Epic at their own game”
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" _ Be the one of the best game companies and
game technology companies

— Okay, so we think we did that. So now:

— “Against the odds, stay on top!”

e | tend to see the best motivation from
Mission (Alpossiblenpossible




GAME DEVELOPERS WANT
TO PLAY GAMES
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ty in our company
e \We want people who are impatient, who
push hard to get features into a game

e Creative people are often visual thinkers
— Who don'’t like to read long design documents
— And don't like to write them




"."'ﬁﬁslgne*r?- as anidea
"hen he writes a design document
‘hen he prays the team understands his idea

e S0 many problems can happen

— Too detailed? No one reads it
— Too simple? Can be ambiguous

— People who can’t understand the idea may
will fight against it

— Programmers are too busy to experiment
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“« Unreal Eﬁ;ﬁj{ne has a V|Sual scrlptmg
‘language (Kismet) used by level designers
— Mostly used for small tasks like placing waves of

CIEINIES
Kismet Is simp
— Full universal
When our leve

e, but very powerful

programming language

designers couldn’t get help

from busy programmers, they started making
prototypes by themselves

This had a huge positive impact on
communication and productivity
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Someone makes a visual proof of concept

Playtest, improve, repeat
— This iteration Is very rapid

Pitch meeting to formally propose the
feature

Designer writes a summary document
— Links to videos and prototype

Feature Is formally scheduled
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_ Creature you can take cover behind
— In prototype, we made him from stone blocks
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— Easy to see it would hurt game play
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~ — Quickly saw it was fun
— Kismet prototype was actually shipped!
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‘ Results

teamqpenc Iess tlme readlng and
wrltlng and more time playing

This makes game developers happy ©

We are able to try new features very
quickly, even without programming time

Quickly trying new ideas helps us “find the
fun” as fast as possible

This makes ME happy ©




COMPETING WITH
OURSELVES
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e igin: -L:'eal*s Of War won 30 Game
of he Year awards

Even the won awards

Beating that Is ... difficult

Everyone expects sequels to be bigger
and better

And the team expects it of themselves
The key Is finding the fun, fast as possible
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_vas;f‘”? the team for ideas
N rgamzecﬁ ideas into 16 different
categories (weapons, creatures, etc.)

 Met with stakeholders to choose best
— New features for that category
— features to make Better
— features deserving More emphasis

* Helped us work on the most important
fun things first
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Living Battlefield Moments
Crowd system

Hit Reactions

Destructible elements

Huge Scale Creatures
Locust Variations

Meat Shield

Cover Controls

Party System

Combat Trials Mode (Horde)
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- Just like life, ¢ "7'|5|ons are helped by
chec <|ng agalnst core values

e Consistency is key for compelling IPs

e Gears was designed around a series of
key franchise pillars and themes
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» Humanity’s last stand
“Nightmarish horror

Never fight alone
Marcus iIs the lead




ast stand isn’_ta4-man
commando mission

e For Gears of War 2, we wanted the feeling
of a massive war, humans vs. Locust
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ractureTest 2 - Unreal Editor for Gears of War 2 (GoW2)

[Fo a a(E [wd # O KE v BPE <+ @ . K K & |oPo
e H dds Jum & 0

Triangles: 12042

Yertices: 14604

UW Channels: 1

Meshy 116 Chunks, 4043 Trs Drawn
Tool: 116 Chunks

ChunkAngVel
ChunkLinHorizontal
ChunkLinvel

} ContentTags

Dynami
ExplosionV il
oub adowvalume [

» FragmentDestroyEffects ...
1.000000
1.000000
100.00
0.000000

Lightiay

LightMapR, i 0

LODDistan 1000000

Material FractureStuff, Textures.T_Column_i

2 0000

Column_01_FRACTURED-2
FracturedstaticMesh'Engine Default_FracturedstaticMesh’
StaticMesh FractureStuff.Mesh. Column_01_Core'

O

JREL

12 Tris, 24 Verts |8164_Tr|5_, 0253 Yerte
87 Fragments - Has ¢
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—~50% mo ‘e campaign content
 50% more multiplayer levels

Completed in ~50% of the time
— We found the fun quickly!

Much more polished gameplay

Result: roughly same average review score

— Which was unsurprising, and fundamentally a
huge success

So you have to find the fun in the work
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._xfﬁortune to dehver a string of hits

. These deliveries often involved last-minute
heroic effort

herefore the team Is now convinced of
neir godlike super-powers!!
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I'o+sely so they don’t push

e | have three rules about time In the office:

— 8 hours a day

— 1:30 p.m. to 5:00 p.m. core hours

— Leave by 2 a.m.

Guess which one causes the most grief?

Our mantra early in development is:
“It's a marathon, not a sprint”
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ing cq tmi'fge"is necessary
‘na "'w:‘ve medium
- — Should be driven by team’s
ambition, not schedule inaccuracy
 We find some people get upset if
we’re not crunching
— “Does no one realize we need to
start working harder?”

e Crunch is imperfect by definition

— We change the system regularly
based on employee feedback
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Now we h LVG the team

meetmg where we say:
“Leave it all on the field!”
« Company-wide push to
ship the product

e Dinners, masseurs,
flowers for the wives...

e Release entire teams from
crunch




manaaement task

_‘l| n-lh h | S ph

seis scope reduction

— Teams tend to underestimate
effort, due to aforementioned
superhero experiences

— Every feature takes polish time
away from the other features

— Must avoid the sunk cost fallacy
by looking at opportunity cost

— Keep test burden in mind
— Save it for the sequel!
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Every change has the

potential to create even more
unwanted change

— every fix risks more bugs!

To mitigate risk, we raise the
minimum bar over time

We decide in advance where
the quality bar will rise and it
defines the shipping schedule




GEARS OF WAR
IN JAPAN
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1\ e?s in Japan?

1 the flrst Gears of War

i ustratlng

— Translation into Japanese: no problem
— Passing censors: huge problem

— Large team worked on customizing content

« Removing many violent or bloody scenes, and
many gameplay effects

— We released 2 different games: Japan
version and “rest of the world” version

— This meant every Title Update, and all
Downloadable content, had to be done twice




Tj‘i:'ears in Japan’? '

We received great reviews

. We /e heard many compliments from
Japanese game developers
— We were very pleased when Jun Takeuchi, the

producer of Resident Evil 5, said their controls

were influenced by Gears of War

— Which is funny because Gears was heavily
iInfluenced by Resident Evil 4

o Gears was the only western game in the top
10 sales on Xbox 360 in Japan

— But that was still less than 1% of Gears sales
worldwide




' Gears in Japan?
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It has an entire level that takes place inside a monster
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never make a version for Japan that

would fit our creative vision
— We would need too much work to make the

Japanese version

— Time was very short, we were making a much
bigger game in only two years

— And supporting two versions of the game

would be too difficult

e So for Gears of War 2 we decided to not
make a version for Japan (or Germany)
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Beals in Japan?

yan were very vocal about

 playing the ne

ew game

— Wwe saw many Japanese fans were buying the
English version and playing online

— and Microsoft Japan asked us to show support

for the Japanese market

— but we were very concerned about the amount
of work needed




e We *aske&ﬁ
s

F :'_‘“'lew of our content.
it would be impossible to fix

— Censorship rules had changed, and we were
surprised how little work was needed

e S0 we shipped Gears of War 2 in Japan
10 months after the “rest of world” version

e And we received a 38/40 and Platinum
award from Famitsu!




r "...f‘*'f':?'fpm Secret?

( """cu re and its unlque traditions

. Le SoNs ﬁdnded down through our
“generations” of products

— Take on near-impossible challenges

— Making games can be a fun game
— Cut early, cut often

Don’t shake the Jell-O™

t's a marathon, not a sprint

_eave It all on the field

e Most important of all...







