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Monster Train Postmortem

Pipelines and Process



Team-wide Prototyping

Goal: find a promising concept in a genre the team likes

Qé\?’ﬂ Multiple simultaneous prototypes across four sub-teams

Space to explore varied concepts, pivoting as needed
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Process: Pitching

Track a pitch pipeline




Target

Other Financier

Phase

CONTACTED

PITCHED

PASSED

NEGOTIATING

Heat

Last Contact

2019/2/14

2019/2/16

2019/2/13

2019/2/11

Notes

Waiting...

Seems interested...

Oh well...

Recoup terms?




Process: Establishing a Culture of Feedback

Goal: encourage team to always speak up with feedback

@.ﬁ Repeatedly ask for feedback from whole team

Scheduled recurring playtests

é In-game feedback tool




Tool: In-game Feedback

Goal: easily share feedback with team

iﬁ Report bugs, suggest improvements, give praise

m Persistent on-screen call to action
.

i1
\ Captured screenshot, log file, save game
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. bot APP Today at 11:58 AM

B NEW FEEDBACK 8

User: shinymark (Steam-

Environment: Development

Build: 12847 ( /job/Shiny%205hoe/job/hades-
client/job/master/12847/)

Run ID: aee21cf?-5d92-4f17-ac28-bbf438d21929

Time: 2021-05-23 11:58 AM

Comment:

Waow this card looks so kewl! Good job!

I & ’ .



3 replies

feedbackbot APF 10 minutes ago
2021-05-23-11-5705 ~

& W ke

LA

2021-85-23T18:57:85 @@ DEBUG [Engine] Booting AppManager on build #12847

2021-85-23T18:57:05 @0 DEBUG [Engine] 05: Windows 1@ (10.0.8) 64bit

2821-85-23T18:57:85 80 DEBUG [Engine] System Language: English

2021-85-23T18:57:85 80 DEBUG [Engine] CPU: 11th Gen Intel(R) Core(TM) i7-1170@KF @ 3.68GHz - Cores:
16 - Freq: 36088

2821-85-23T18:57:85 88 DEBUG [Engine] System Memory: 32443

feedbackbot APP 10 minutes ago
save-singlePlayer -

{"runType™:"Class", "buildVersion™:
{"number™:"12847" , "platform” : "WindowsPlayer”™}, "analyticsPlayerId” : "Steam-

", analyticsPlayerFriendlyName”:"shinymark",”id": "aee21cf9-5d92-4f17-ac28-
bbf438d21929" ,"saveVersion":55,"score™ :@, "challengeId”: ™", "pubsubChannel”:"", "pubsubPresenceTimeout
":8, "pubsubPresenceInterval™:@,"initiatorData™:

{"shareCode"™:"" ,"analyticsPlayerId”:"","analyticsPlayerFriendlyName™:""}, "startingConditions":
{"seed™:497158984 , "isBattleMode™ : false,"isFtueRun™:false, "battleModeStartTime™ :"", "battleModeTimers
calar™:2.2, "battleWarmup”™:2, "version™:"12847" ,"mainClassInfo™: {"className": " c595c344-d323-4cf1-

Sad6-41edc2aebbdd™ , "classLlevel™: 18, "championIndex™:1, "random™:false},"subclassInfo™:

feedbackbot APP 10 minutes ago
capiure =




Process: Scheduling

Goal: prioritize well, avoid blockages

9/9,

-

Always focus on “what matters most right now”

4

—d

Backburner or cut features that sounded good on paper
but don’t seem important now

¢ Pivot, but keep in mind contractual deliverables

Organize work into weekly buckets / sprints




52412019 33172019 BIT/2019

Andrew Major system designs Class 4 & Class 5 card/blessing design, battles Class 1 & 2 changes, Blessing impl
Erendan Unit upgrade, event rework Event rework, lorefvisual design Events, lorefvisual design
Brian lass 3 Class 3 Class 4

Rose Compendium Compendium Compendium, MP presence

Muhammad Mutator system, Daily Run Subclass tweaks, Card [ blessing mechanics, flip sides _

Steve Run sharing backend, deep links Exploration of sync MP elements Rich presence, BE emironments

Chwen Animation system Animation system Seed determinism
Yujin Train model, outsource prep Train model, outsource prep, flip sides Outsource prep
Loy Spells Spells Character
William - Room concepts Room concepts




Process: Art Pipeline

Goal: build a lot of high-quality assets without a large internal team




Art Pipeline Steps for a Spell Card

! Deal damage to the |
8, front enemy unit equal
to 2x the number of
spells in your deck,
three times.

Design — paper description,
lore, visual ideas

Review gate
Sketch
Review gate

Primary Painting

Review gate
Painting Polish

ntegration & Card Animation

n-game VFX



Process: Design lteration

S Goal: emb f
, | Goal: embrace emergent fun
N

-

e

r;@

Double down on what is working and drop what isn’t

R

Any time a major pivot was agreed upon, immediately
update master schedule




BETA. Press F8 to give feedback.

()
Endless.
End of Turn: Apply

B Frozen to a random
. B cardin your hand.
L : .

_'..- ‘l . ': : Il. . ") I_ . . W -
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Rage 5 to friendly | t Rage 5 to friendly |

Gain 1Y, Draw 1.

' | units.
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Process: Tech

N\ Goal: iteration speed, knowledge sharing, build stability
Pull request workflow

Automated collection and reporting of errors

@ Continuous, automated builds



bot APP s5-00 AM

Development
Top Errors for 1/28/2020

#1 | Occurrences: 3 | Game versions: 7023 7028 | Browse files...
NullReferenceException
RewardDetailsUI.Clear ()

#2 | Occurrences: 2 | Game versions: 7023 | Browse files...
ArgumentOutOfRangeException: Index was out of range. Must be non-negative and less
than the size of the collection.

Parameter name: index

#3 | Occurrences: 1 | Game versions: 7051 | Browse files...
NullReferenceException: Object reference not set to an instance of an object
SaveManager.NewProviderAvailable (IProvider provider)

#4 | Occurrences: 1 | Game versions: 7051 | Browse files...
NullReferenceException: Object reference not set to an instance of an object
HeroManager.5tart ()

#5 | Occurrences: 1 | Game versions: 7051 | Browse files...

MNullReferencekxception: Object reference not set to an instance of an object
RoomState.Setup (CombatManager combatManager, SaveManager saveManager,
MonsterManager monsterManager, PreferencesManager preferencesManager, RoomData
roomData, RoomUI roomUl, SpawnPointUl spawnPointUlPrefab, UnityEngine.GameObject
setPlacementPreviewUnselectedPrefab, UnityEngine.GameObject
setPlacementPreviewSelectedPrefab)
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Process: Alpha & Beta Testing

Goal: fix all recurring player complaints before launch

Ran both a private and public beta

Near daily updates for private beta

m In-game feedback feature paid off massively
i

Every few days organized all feedback, sorted it by
frequency, prioritized it, decided assignments

Professional QA running simultaneously
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Process: Community Management

Goal: stay directly connected to our players

@ Discord main community gathering place

Set rules, select moderators

(@ shiny shoe ) Empower team members to engage with community

w Weekly developer streams

Discord bot to aid gameplay conversations




[ AP T e Ela : Sl
% vionsier | rain e lm

Branded Warrior
Rage 4.

Slay: Apply Rage 3 to friendly units.

It is said that no one can match a fully matured Hellhorned Demon in combat. |
have yet to see this proven false. Though | can't say I'm seeking out that

opportunity...

Slay: Apply Rage 3
to friendly units.




How did it turn out?
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enter search term or tag Search Relevance - \,’ ‘\
19,906 results match your search. 699 titles have been excluded based on your preferences. However, none of @ - “ “
these titles would appear on the first page of results.
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The International 10 Battle Pass & ¢9.99
Terraria 3 ¢0.99
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Summary

* Prototyping & pitching

* Culture of feedback & tools

* Flexible production pivots

 Well defined and efficient art pipeline
 Tech focus on iteration speed & stability
* Pre-release feedback from betas

e Community management via Discord
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