PRJ 200 – Fall 2003

Instructor:
Royal Winchester



royal@digipen.edu


office phone: 4420



office hours:

Class schedule:
Tue 9:00 – 11:00



Thu 9:00 – 12:00

Description

PRJ 200 provides students with the opportunity to build upon the production experience gained from PRJ 150 but this time as a member of team.  For this project each student will work with at least one other student to create 3D digital artwork.  The artwork may take the form of a short film, or assets for a 3D game to be produced in collaboration with a team of DigiPen RTIS students.

Teamwork is a fundamental aspect of the animation and game industries, so the ability to function as an effective member of a team can make or break an individual’s career.  The team element of PRJ 200 will require that the students overcome the challenges of collaborative work while they also learn to recognize the rewards.  

Project guidelines will be provided to help ensure that projects are manageable.  Project restrictions and quality standards will be up to the faculty’s discretion and may depend on a student’s previous academic performance.  General guidelines include:

-  Adequate pre-production must be completed prior to beginning production.

-  The project must have academic value.

-  The project or project module must not require more than one semester to complete.

-  The instructors must consider the project to be commercially marketable and inoffensive in nature.  DigiPen reserves the right to refuse any student production proposal that it deems inappropriate.

Pre-production for PRJ 250 will begin during the final stages of PRJ 200 ending in a class presentation and project pitch.  As PRJ 250 is the final project course, the students will consult with the faculty in order to decide upon the content of their last production.  The decision will be based on portfolio strengths and weaknesses, academic goals and student career goals.

Policy

DigiPen’s projects classes are designed to expose students to simulated production environments.  To better facilitate this academic goal, students are required to be actively working from appropriate pre-production materials during all phases of the production process.  The DigiPen faculty will determine the appropriate nature of this pre-production material.  The Instructor of Record for each of the Projects classes (PRJ 100, 150, 200 & 250) has the authority to require modifications in a student’s pre-production materials.  These modifications take immediate production priority and must be completed prior to the student working on any other aspect of their project.  The modifications must meet the instructor’s satisfaction before the student will be allowed to return to other work on their project.  The instructor has the authority to take any action he or she deems necessary to assist the student in focusing their attention on the problem and the pre-production plan to address it. This includes, but is not limited to, asking the student to shut off their monitor or computer.  If necessary it also includes the authority to have the student administratively locked out of their system.

All pre-productions visuals such as research reference and preliminary design are required to have a physical form.  Digital documentation is not a substitute.  This documentation must be present at all times and be actively used.  The students are also required to have a detailed production schedule and daily task list available at all times during the projects class.  These documents must be actively used during the class as well.

The instructor requested modifications may be remedial and will not be given consideration if a student fails to meet a production deadline.

STRUCTURE

In a nutshell…  you will form into teams of two to four students, (there are different team composition requirements for different kinds of projects), and choose one of two paths.  There is the Animation path, and the RTIS path.  The animation path is for students who want to work on an animation short or on some specific skills such as modeling or animation or environments.  The RTIS path is for students who are interested in working on art assets for games.  There are several possible choices on the RTIS track which are expounded later.  Regardless of which track you choose, there are a few factors that always go into what I would consider successful work.  This class is structured to emphasize these.  Specifically, the work is finished and of use, is of a consistently high quality, is created in a timely manner, and results in a successful “deliverable”.  You will work in teams in this class.  The majority of situations you will face as a professional in this business involve team efforts.  Practice within that environment is invaluable.  This class is an educational environment as opposed to a professional one, but in order to stress finished, timely, quality work presented successfully, you will be evaluated as described below.

EVALUATION


No artwork is worth any points at all until it is finished.  Half a model is of no use to anyone.  It’s useless demo reel material and can’t be used in a game or a film.  Although there is effort that went into it, perhaps considerable effort, this class is production oriented, so, only once the work has been completed will it be evaluated for quality and timeliness.  If the quality level is deemed to be too low, the work is not yet finished.  Individual pieces of art are evaluated like this; if you finish a model that I consider to be worth 50 hours work at a B- level (80%), you will be credited with 40 hours of work.  The amount of work you produce and it’s quality will judged against professional standards.  So, to be blunt, a considerable portion of your grade is based on strictly the amount and quality of work you produce as a team member.

As to the overall success of a project, realize that it depends largely on the expectations.  You can pitch a huge involved animation, but that means you had better deliver one.  Someone who pitches a more modest project and hits their target will be graded as successful, someone who does the same amount of work, but pitched twice as much will be docked 50% and should expect to fail the class.  You are in charge of what the project is expected to be.  Think hard about what you pitch.  How realistic is it?  Remember your experiences last semester.  Study the expectations I have laid out below and realize that you need to walk the fine line between overly optimistic and not doing enough work that I consider it to be worthy of a semester project.  If, during the course of the semester, you realize that you will fall short of what you had originally proposed, it is YOUR responsibility to approach me and adjust your scope.  The original proposal as well as any adjustments must be approved by me to have a scope suitable for a semester long project.  Be sure to account for any time you need for pre-production and for producing your final product. 

So, let’s see how this works.  

Example 1:  Let’s say you propose a project where your part of the scene is to make 4 medium-poly characters (3500), textured and rigged, fight a 1 minute long sword battle.   If you accomplished game quality animation this is worth about 160% of what I consider professional work.  Pretty ambitious.  Let’s say you finish the characters but don’t get any animation done.  Just the modeling, texturing and rigging is still 106% of what I would expect, an easy A+, but…since there is no animation, and I was expecting a sword fight, I would rate this project as 0% successful and the end result would be an F.  

Example 2:  You just want to work on your modeling and texturing skills.  Even in this case there still needs to be a “project” aspect to this semester’s work.  Even if your team creates several beautifully built and textured models, sufficient for a grade of A, you still need to have an end result, suitable for tape, which shows off your work.  This needs to make the viewer understand how good your models are in a pleasing, professional manner.  If no one can tell how good you are then who cares?  Be sure to put thought into this aspect of the work.  This deliverable will be evaluated for how successful and professional it is and that will be a factor which increases or decreases your marks.

The point being that you must balance quality, quantity, and the goal of the project. 

AMOUNT OF WORK EXPECTED

This Projects class has 5 hours of lab time per week, and the student is expected to work a minimum of 10 additional hours per week.  At this MINIMUM effort the student should produce the equivalent of 14*15 or 210 hours of work over the course of the semester.  I am going to list here some of the guidelines I use for how much work that entails from a professional.  All of this work is to a professional level.  


Given a model sheet, model a 3500 polygon character to completion in 20 hours.


Completely layout the UV’s and create and apply a texture to that model in 20 hours


Create a ROM (Range of Motion) animation and skin the character in 20 hours.


Create a full custom rig for the character in 40 hours


Model, texture, light, detail a realistic interior room in 40 hours


Model, texture, light, and detail a SWAT equivalent level in 480 hours


Animation – blocked    

4 minute/pose


Animation – first pass

8 minute/pose


Animation – Game quality

1 minute/frame


Animation – Film quality

4 minute/frame


Animation – Pixar quality 

12 minutes/frame


Generate a character model sheet in 8 hours


Revisit/refine a character model sheet in 4 hours


Assemble/edit a 1-minute animation to show off still models in 10 hours

I expect a DigiPen 2nd year student to be able to accomplish this work in half again the time.  To clarify, doing 10 hours of professional level work in 15 hours is exactly student level work or a solid C.  Hopefully, by the end of the semester, you will all approach or surpass these professional standards.

Your work will be tracked as you complete it.  At any time your current grade can be quickly calculated and the work you still need to get done can be estimated.  Many people worked on their projects over the summer.  If this is so, I want to see everything you have done so far.  Be prepared to show me this work in an organized, quick fashion by the second time this class meets.  I also want to see, fully expect to see, work in progress during the semester.  Your evaluation is based solely on work done during the semester, although extra work and planning before hand will certainly help the overall success of the project, and the value this project will have to you when you are finished with it.  In the past, too many students have spent countless hours working on projects at DigiPen and left with nothing to show for it.  Don’t let this be you.  

For those of you who have accomplished work over the break, you may be tempted to try to hide work you did over the summer and slowly bring it out and claim it as work done during the semester.  This is deception.  I have no tolerance for deception.  You might fool me.  You might not.  If I never see any work in progress I may start asking you to scrap work and redo it if you want credit for it.  If I have irrefutable evidence that you are deceiving me you will fail this class outright.  

No long explanation

No reconciliation

No let’s talk it over number you can call

Goodbye says it all 

Thankfully, I don’t expect this to be an issue.

TEAM WORK and RESPONSIBILITIES

As you will be working as teams, it is important that you make clear delineations as to who has done what work.  This is both for grading and so you can use the work effectively on your own demo reel.  Each team will have a team lead who will be the point of contact for this information, and be ready and organized to show off the work in progress of the team.  Obviously this person should enlist the help of the team members to do this, but they will be the responsible party.  Teams not working with RTIS students will form teams of two to four individuals.  The benefit of teams is the ability to leverage your work, pool your creativity, divide up tasks, build upon each other’s motivation, and support one another when one of you is feeling overwhelmed.  The weaknesses of teams are that one team member can bring down a whole team with regard to the project’s success.  Their attitude, work ethic, and demeanor can work wonders or wreak havoc.  Most students believe that the most important consideration in their employment is their skill set.  The truth, plain and simple, is that the way they work with a team is much more important.  Someone with the best skills who brings down a team is never worth it.  Keep this in mind and work as best you can among yourselves to resolve team issues as early as possible.  If necessary, the instructor can (and will) step in if there are insurmountable problems, but the entire team will be penalized for poor teamwork should this be required.  Working as part of a team is a reality in this industry, best get used to it now.  Teams can accomplish a great deal and have a lot of fun doing it.

WHEN IS IT DUE AND IN WHAT FORM?


All teams have their final work due by 5PM Friday of week 14.  Final work must be complete to be accepted.  Complete work includes: a working playlist, complete notes for soundtracks, and a final binder suitable to show off the work.  This must ALL be included or the work is not finished.  VCR tapes are required, and I can accept them up until Friday night with no extra penalty, but the playlist must be complete by the end of week 14.   Late work will be accepted, with a penalty, up until 10PM Friday of week 15.  A penalty of 10% will be assessed for work submitted after 5 PM Friday of week 14 and 40% for work submitted after 5PM Wednesday of week 15.  No work will be accepted after Friday of week 15.  Note that this means work submitted after Wednesday will receive a failing grade; however, I will still evaluate it.  After Friday, don’t even bother because I won’t even look at it.  No exceptions.

WHAT?  A BONUS?

Early completion gets a 5% bonus per week early, maximum 10%.  Work turned in by COB Friday week 13 gets 5%, by COB Friday week 12, 10% bonus.

________________________________________________________________

RTIS TEAMS

For the students who will work with the RTIS students, the guidelines are similar.  Quantity, quality, and overall success of the project are all going to be evaluated.  The guidelines listed above have been provided to the RTIS students and faculty to give them an idea of what level of effort is reasonable to ask of your teams.  There are many options available for teams who want to work on games.

1. You can work directly with a team of programmers providing art assets for a game.  I prefer teams of four for this but will accept teams of three.  Elect one member of your team to act as Art Director.  This person is the responsible party for interaction and communication with the programming team, making sure proper and timely documentation is provided for inclusion in game programming documents and provided to the projects 200 instructor, being able to show work in progress in an organized fashion to Project 200 instructors.  All members of the team should work on these items, but the Art Director is responsible.

2. You can work on a cut scene for a game programming team.  These may be specific scenes the programmers need, or may include considerable creative freedom for your team.  You may even be able to come up with the entire “story” for the game and set the stage and mood of the product.  Some game projects might conceivably have a team doing assets and a team doing a cut scene.  I would like to see teams of three for a cut scene.  Again, there will be a director from your team with responsibilities much like those in number 1 above.

3. You can provide art assets for a game project which has already been completed, deemed a very successful game, but has no art assets.  A team of three or four will be required with a team lead just like the other options.

4. Your team can produce library game assets.  In this case, you are not working with a specific game team, but are instead creating assets that will go into a DigiPen library and can be drawn upon and used by any game project team to test their programs or as art assets in games whose teams didn’t get an art team assigned to them.  These assets will get a lot of use.  Especially the first ones that go in the library.  I will accept teams of two to four.  These teams will be practicing modeling, texturing, rigging and animation and producing professional quality work for the library and their own demo reels.  The finished products can be used on your reels, but will also belong permanently to DigiPen in the library for use by future generations of students.  The better they are, the more often they’ll get used(
The success of the project will include consideration for exceptional or poor performance on the part of the programming side of the equation.  If the quality and quantity of work and efforts to accommodate the needs of the programmers would all have led, in my opinion, to a successful project, but the programmers were unable to get their engine running, your art team will not be penalized.  Be aware that, should the programmers reduce their scope, and their need for artwork, you will not be relieved of the need to produce a quantity sufficient for your passing grade.  Expect to produce the extra artwork even if it will go unused.  It will still go on your reel.

Some of the game teams have extra deliverable dates.  You may have to work extra hard at first to meet a date for a conference or to have a document ready for the game teams deadline.  That’s the reality of doing business with a game team.  These headaches are usually more than offset by the benefits of such a collaboration.

If you have questions – ask them early, ask them often.

