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 The Immaturity of the Game Industry:

 Producers & managers have poor / no experience 
with large complex projects

 Methodologies used are diverse and/or undefined

 Haven’t solved production challenges that were a 
problem on smaller teams



 Harness the power of large teams:

 Organization
A network of self-organized teams

 Process
Achieving the right balance between top down direction and 
individual contribution

 Culture
Keeping the organization human



Organization
A Network of Self-Organized Teams
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 5 principles to put together the optimal 
structure



1. De-centralization

 Create a network of self-organized teams

 Focus on empowerment & reducing dependencies
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2. Separation between management and 
content direction

 Starts with the Producer and the Creative Director

 Model replicated throughout the team
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3. Multi-Disciplinary Teams
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4. Small Teams in a Large Team

 10 direct reports per managers at peak as a general 
rule

 …Map production teams tend to get to 20-25 at peak

 Should be less, but hard to achieve without the right 
people
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5. Stay Close to the Vision

 Adapting the structure to support design 
intentions

 Adapting design to reduce dependencies

 Creating team to generate ideas and innovation
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 Evolution through project phases



 Core team and part of extended core team

 Backbone / Skeleton of project structure

 Focus on innovation and supporting idea 
generation

CONCEPTION
PRE-

PRODUCTION
PRODUCTION RELEASE POST-LAUNCH

 Evolution
30-60



 Core team + extended core team

 80% of programming team

 Production staff to put together vertical slice of all 
major components

 Adapt structure based on project concept & vision

CONCEPTION
PRE-

PRODUCTION
PRODUCTION RELEASE POST-LAUNCH

 Evolution
50-100



 Don’t ramp-up until vision is crystal clear

 All levels done in parallel

 Often ramp-up additional people in the second 
half of production to finish & polish levels

CONCEPTION
PRE-

PRODUCTION
PRODUCTION RELEASE POST-LAUNCH

 Evolution
200-250



 Programmers

 Tech artists for debugging support

 Polishing team

CONCEPTION
PRE-

PRODUCTION
PRODUCTION RELEASE POST-LAUNCH

 Evolution
80-120



 Engineers for post-launch support & patches

 DLC team

CONCEPTION
PRE-

PRODUCTION
PRODUCTION RELEASE POST-LAUNCH

 Evolution
15-40



 Specialization

 Senior team members focusing on smaller section 
of the game’s scope

 New positions



 Specialization

Level Design
Director

Mission design
Layout approval
Pacing
Learning curve
Difficulty

Presentation
Art Director

UI
Front End
HUD
Projections

Scripted Events
Director

Animation director 
specialized in 
directing human 
performances for 
games



PHYSICAL SPACE





Process
Achieving the right balance between top 
down direction and individual contribution



 Productivity = strong vision + clear constraints

 Strong top down direction & focus is critical

 Defining “creative space” for people and teams is 
just as important



 Priority System

 Not great at planning, but good at establishing 
where we need to be at main gates

 Project needs to go through regular re-scoping 
and re-priotizing



Scope Features FSOs Tasks

Vision & goals Master list of features
Per team
Prioritized

Feature “sign-off”
1 per feature
Specs list
Defines state of 
features

From FSOs
In tracking software

MANAGEMENT & DIRECTORS TEAM

 Process - Features



 FSOs – Feature Sign-Off

 Quickly becoming the standard for 
communicating design at Ubisoft

 Specs list for a feature / functional requirements 
document

 Stages: PROTOTYPE ALPHA BETA





Scope Blueprint Level Design Tasks

Vision & goals Synopsis
Map breakdown
Pre-production 
deliverable

Level design & art 
intentions per level

In tracking software

MANAGEMENT & DIRECTORS TEAM

 Process - Content



 Planning Methodologies

 Reporting: Common way to share status and 
progress

 Regular milestones to demonstrate progress

 Allow teams to adapt work methods to their 
needs and expertise



Culture
Keeping the organization human







 Leadership

 Team leader vs project manager

 People have to believe the work they do for the 
project has a purpose

 Need to foster investment in the project, 
sometimes in a very short amount of time



LEADERSHIP MANAGEMENT

 Focused on 
people

 Provide vision and 
direction

 Manage with 
others

 Focused on work
 Provide goals and 

objectives
 Organize and plan

the project



 Leadership

 Sharing the leadership 
role



 Team Values

1. Empowerment & accountability

2. Excellence

3. Transparency

4. Communication

5. Perseverance



1. Empowerment & Accountability

 Provide a context where people feel empowered

 Everyone should expect to be accountable for 
results



2. Excellence

 Quality first – if a deliverable is on time but not at 
the level of quality expected, it is late

 Priorities & benchmark have to be properly 
defined – not everything can be perfect



3. Transparency

 Large teams are amazing at detecting when you 
are trying to cover things up – be transparent 
about what is going on

 Managers are accessible and not afraid to talk 
about the real issues



4. Communication

 Sharing information and progress is worth the 
time investment

 Remind people to speak up when there are issues



5. Perseverance

“Success is the ability to go 
from failure to failure without 

losing your enthusiasm.”

Sir W. Churchill



Conclusion
Monster Power



 The Good

 Large teams give us the means to put together entertainment 
blockbusters that transcend videogames

 We are getting better!



 The Bad

 A large % of time of production is spent on 
learning to work well as a team

 We would get better faster with more stability, 
but not coming any time soon

 When we fail the consequences are dramatic





 Harnessing the power of the monster:

 Organization
Put together the optimal structure for you large project

 Process
Maintain the right balance between top down direction and individual 
contribution

 Culture
Keep the organization human



 What Now?

 In Ubisoft Toronto building the team to work on 
the next Splinter Cell

 Foundations of the team are based on core 
principles discussed today

 Great teams are the competitive advantage
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alexandre.parizeau@ubisoft.com


