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Ab o u t  Hades

● Our fourth game

● A rogue -like  whose  story advances each time  you die

● Designed for Early Access from the  ground up

● Our first adaptation (as opposed to original IP)

● Intended to combine  best aspects of our past games

● Launched in Early Access afte r a little  ove r a year

● Deve lopment duration: >3 years (starting September 2017)

● Team size : approx. 20  people  (growing from 12 on Pyre)

● Our biggest success in eve ry measurable  way

● Our first fully -voiced game with a big cast



http://drive.google.com/file/d/1Wtilz-NxOudZadK0M3OiBLESJL7YZ-Y-/view
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Th e  P o w e r  o f Vo ic e

Bastion (2011) -- one principal actor, Logan Cunningham, as the Narrator 
(plus a guest voice for a key moment)

Transistor (2014) -- one  principal actor, plus two supporting actors in brie f, 
key role s

Pyre (2017) -- one  principal actor plus big ensemble  cast speaking a 
'gibbe rish' language  to accompany a text-based story

http://drive.google.com/file/d/1XRfP3hBetuJKcDoJL6CsLLHngxCncwrD/view
http://drive.google.com/file/d/1HX3Mn4quITgX1uaYWr-EnbHgxNASt_t2/view
http://drive.google.com/file/d/1MuvTwOl5jmR3BuBM80Khg7RDFZPNxk-6/view


Th e  Ro a d  t o  'Fu lly  Vo ic e d '



W h y  Go  'Fu lly  Vo ic e d ' o n  Hades ?

● Going 'fully voiced' invited many new production costs and challenges, but...

● 'Fully voiced' really helps make characters feel alive despite  limited presentation

● We suspected a strong narrative  would mitigate  frustration in a rogue-like

● A voiced protagonist can strongly align with the  player experience

● Voiceover is a powerful tool for creating specific tone  and atmosphere

● We wanted a cohesive  tone  with a wide  range , from se rious to silly

● We wanted each characte r to occupy a unique  spot on the  tonal range



Big  Q u e s t io n s  Ab o u t  Go in g  'Fu lly  Vo ic e d '
Non-Silent Protagonist: Risk of dissonance. How to reconcile the character's point-
of-view and personality with the player? 

Tone & Accent: How should the gods, ghosts, and monsters of Greek myth sound? 
What languages do they speak, in what accents?

Big Cast: How many characters do we need, and how do we find a bigger pool of 
actors who can play them? Not everyone is a BAFTA-winning actor...

Content Volume: How many voice lines do you really need to tell a story with no 
game-over state that can be played forever?

Production: What's our budget and localization plan? (We won't get into this here...)
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"Now [I came] to bid farewell 
to Zagreus and to his sire, the 
hospitaler."

- Aeschylus, Fragment 124



Cre a t in g  Za g re u s
● Rooted in classical mythology, with the  pros and cons of be ing virtually unknown

● Our first-eve r 'power-fantasy' characte r; a 'bad-boy anti-he ro' in appearance

● We wanted to subve rt the  trope

○ He is de fiant but polite

○ He looks edgy but he  is kind

○ He is physically strong but emotionally vulne rable

● We wanted to deeply unde rstand his re lationship with his fathe r

● We needed to find his voice





http://drive.google.com/file/d/1cjY_XquopG2vFgWT7ck0zefE9e0h8jGo/view


http://drive.google.com/file/d/12VYNCOAiCzBGd-Klwbt-jl7GWC3eILxQ/view


P u t t in g  It  All To g e t h e r

http://drive.google.com/file/d/1ssw9Bw8BPHx8vP370jNjoVe9G-v4F0mW/view


● Identify 'must-haves' inhe rent to the  concept
○ The Olympians are expected and must be delivered on; we will need most but not all
○ The Underworld setting implies characters such as Cerberus, Charon, and Sisyphus
○ Each character should be distinct in their tone, personality, and relationships

● Conside r what e lse  can add to the  specificity of the  se tting and support tonal goals
○ The House of Hades is like a place of business; who works there, doing what?
○ Zagreus is a prince with a bad relationship with his father; who raised him?
○ Zagreus is an attractive young man; has he been involved with anyone?

● Identify tonal gaps
○ The character of Hades creates an oppressive vibe; how to undercut that?

● Conside r how many characte rs are  we lcome  & needed

● Conside r production reality and constraints (how much can you really do?)

Id e n t ify in g  t h e  Su p p o r t in g  Ca s t



● Our early prototypes included Zagreus, Hades, Ce rbe rus, Achille s, Nyx, Hypnos, Dusa, 

Ske lly, and the  Storyte lle r

● We quickly added Olympians: Athena, Zeus, Pose idon, Artemis, Ares, and Aphrodite

● Olympians inspired by 'awkward Thanksgiving dinne r with extended family' 

arche types

● These  early characte rs all fe lt 'good enough' in early te sts that they all stuck!

● We introduced the  remaining characte rs throughout Early Access

● Some  were  not originally planned and grew out of Early Access (e .g. Alecto, Patroclus)

As s e m b lin g  t h e  Fu ll Ca s t  o f 30



1. Fa t e fu l Ch o ic e s
2 . Cre a t in g  Ch a ra c t e r s
3 . Ca s t in g  P ro c e s s
4 . P ro d u c t io n  P ip e lin e









● Actor outreach:

○ Recommendations from anyone  we  trusted

○ Scouring #voiceacting on Twitte r & othe r sources online

○ Cold-emailing actors who seemed promising

● Evaluation criteria:

○ Unique  characte rization, re lative  to our existing cast?

○ Believable /natural de live ry

○ Accent be lievability

○ Understanding of the  text

○ Does it mee t/exceed our expectations for the  characte r?

Ge t t in g  Au d it io n s



● The  game 's first boss was a big opportunity to tie  a lot of things toge the r (rogue -like  with narrative  continuity)
● High-scope  characte r; one  of the  only non-optional characte rs and she  appears in multiple  contexts
● Characte rization should evolve  ove r the  course  of the  game
● Playe r's own re lationship to he r should evolve  ove r the  course  of the  game
● We didn't have  an actre ss in our ne twork who fe lt right for the  part

Example: Me g a e ra , t h e  Fu ry



http://drive.google.com/file/d/1DGpZxz6khq1CEcFLOoBJQq6h4EOeemIR/view


● Create  casting sides

○ A great tool to quickly align on a characte r even be fore  casting

○ Sometimes we  have  characte r art, othe r times we  don't

● Can we  cast this characte r inte rnally?

○ Casting Hades, Storyte lle r, Achille s, and Pose idon (EASY!)

○ Casting Zagreus (not as easy; unexpected)

○ Hypnos and Orpheus (and Cerbe rus!) were  also inte rnal

● Get reads from our ne twork of actors

● Reach out to actors outside  our pool where  needed

● Evaluate  auditions; te st our favorite s in-game  & gathe r feedback

● Vet the  casting choices with a large r group

● We cast a part! Schedule  the  first recording and go from the re

Ca s t in g  P ro c e s s
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W rit in g  P ro c e s s

● Game structure  and goals around reactivity created no shortage  of content ideas

● Regular recording deadlines provided use ful motivation and constraints

● Early Access deve lopment provided a use ful framework of incremental update s

● Writing done  primarily in Google  Shee ts or directly into game  data via SublimeText

● Wrote  tons of variations for 'barks' w/ specific context

● Outlined the  story early, keeping it high-leve l



W rit in g  P ro c e s s , Co n t .
TBD



Re c o rd in g

● Recording the  actor

○ Two or more  takes, pre -slate , pick the  winne r

● Editing the  “se lects” and numbering them

○ Brad to the  re scue !

http://www.youtube.com/watch?v=oQPk9J7spw0


P ro c e s s in g  & Re n d e r in g
● Creating the  sounds for each characte r through processing

○ Chaos example  (video)

○ Render (“bounce”) takes all at once  with baked in processing

● Audio file s are  checked into the  depot for integration

http://drive.google.com/file/d/1fyqRk3nnwlBj8h0Q-2cNDfXjpODZReS7/view


Te c h n ic a l Co n s id e ra t io n s  
● Naming conventions

○ Thousands of file s to organize !

○ Optimized for searchability

○ “Name_0002” We knew we  needed a thousands place…

○ Can’t have  over 10k lines in a single  spreadshee t

● File  Management

○ One big giant VO folde r for .WAV file s

○ Single  FMOD template  cue  pe r characte r

● Memory

○ Streaming vs. loaded into memory



In t e g ra t io n

http://drive.google.com/file/d/16OAPmY4Of6wV5jjQO2dw1GoPx6rB_61H/view






Fe e d b a c k  Ga t h e r in g

● Playte sted inte rnally at key mile stones (e specially be fore  Early Access)

● Early Access -- we  read eve ry piece  of feedback

● Early Access feedback "protected" the  characte rs

● Early Access feedback he lped shore  up confidence  in tone

● Ite rated on small stuff, fle shed out the  characte rs a bunch

● Example : Lava vs. Magma

http://drive.google.com/file/d/1eGftXZGwbIhecY2anFjDCdLgopkCpXAT/view
http://drive.google.com/file/d/11fVRiekGojUHBwVn9ZfNMn9wKOG82UM4/view


P ro d u c t io n  in  a  Nu t s h e ll

● Wrote  the  story almost like  a se rial, with the  Early Access launch se rving as the  'pilot'

● Story was outlined early, but we  mostly wrote  only what we  were  about to implement

● Darren "soloed" 99% of the  recording se ssions, giving Greg more  time  to write

● Darren also se rved as frontline  feedback-give r on writing; we  would tweak on the  spot

● Brad edited the  recording se ssions, Darren bounced all the  lines, Greg integrated

● Regularly playing, watching streams, and reading feedback inspired reactive  moments

● We consistently tried to make  time  for small "unimportant" moments and voice  lines

● Further info: The System Behind Hades' Astounding Dialogue

[youtube.com/c/PeopleMakeGames]

https://www.youtube.com/watch?v=bwdYL0KFA_U


P ro d u c t io n  Ch a lle n g e s
● Growing Scope

○ The  more  we  added to the  game , the  more  contexts needed highly specific VO

○ Positive  feedback on characte rs made  us want to do more  with them

○ Localization! 😱😱 (This was its own highly involved process.)

● Early Access Deve lopment

○ The  next big update  was always around the  corne r

○ Pressure  to 'ge t it right the  first time ' on story, despite  Early Access

○ Community's nonstop feedback & desire  for more  new content

○ Frequent recording se ssions (up to 3 or 4 per week!)





P ro d u c t io n  Ch a lle n g e s , Co n t .
● Global Pandemic

○ About ⅔  through the  game’s production, ALL VO recording became  remote

○ We sent the  actors basic USB mics and directed remote ly

■ Logan used this mic for all of Pyre !

○ Matched “fancy mic sound” the  best we  could in post

■ Editing out noise , EQ, compression, the  works





In  Co n c lu s io n
● Key wins:

○ High volume of we ll-rece ived voiceover

○ Early Access he lped catch gaps or inconsistencies in writing/VO quality

○ Large  and varied cast fe lt 'alive ' despite  limited presentation

● Opportunities for improvement:
○ More  sonic consistency across the  cast

○ Streamline  casting process for exte rnal actors

○ Bette r file  organization, improved priority system on story events

● Other lessons learned:
○ Regular recurring sessions (marathon) > All at once  (sprint)

○ Early Access works for narrative games!
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