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Document of Critical Reflection

Introduction
In this project, I stuck to my roles the majority of the time, although, I did go off on a tangent from them onto other aspects and as a group passed a lot of the characters and props back and forth between each other. We did not finish the final project, but we did get it to a standard where it was watchable and hopefully did portray the story as we wanted it to. There were many improvements that we could have done now that we have the opportunity of hindsight that could have helped us finish on time which I discuss here in my Critical Reflection.
Supervisory Roles
Supervisory Role A - Production Manager: 
I was the Production Manager in this project. I was very apprehensive when taking on this role as I was worried about the amount of work this role entailed. My fears were correct as I really struggled to keep up with where everyone was, work-wise. We had a Whats-app group which was great for keeping in contact as we could all speak to each other and see what other conversations and decisions were being made by other members of the group. However, a downside to this was, as I also have other job commitments, when I would eventually get to read the Whats-app group during breaks or after work, I was coming out to 500 missed messages. This would mean that I was missing out on vital information as it was taking a long length of time to go back through what has already being said while messages were still being sent. This meant I was either always behind in the conversation or missing out on important decisions that have been made and could not have much input much of the time. This meant other members of the group would make big decisions which would contradict my own plan. This confused group members and I would often get messages asking what direction to follow as instructions were often very different to what I had already put in place. I managed to keep up with the project communication a lot better when I had time off work but as this was very late in the project process, I feel like this was one major reason that we did not complete the final project. I also said in my Document of Intent that I believed that I had the best relationship with each member of the group. I, personally, believe that this rang true throughout the length of the project as each member often came to me individually to discuss worries that they were having, and every problem got resolved to the best possible standard that we could get it to. We often had disagreements as a group but as Project Manager, all members respected my decision as final on any of the disagreements we had after discussing each matter thoroughly (which often put us behind schedule often, but it meant all members of the group were happy to continue.) I also let all members of the group have a lot of free reign on the areas that they oversaw. This often resulted in interesting results, some which worked and some that didn’t, however, if I had taken too much control over what was being done, I don’t believe the characters would have looked as good and as interesting as they did. One issue with this technique though was, we went backwards on work that was already satisfactory and useable. This first happened with the Witch character. The Witch had been modelled, textured and partly rigged and then Zihan decided that she wanted to change the shape of the witch model quite drastically which meant all of this work needed to be done again. I am glad that she re-modelled the character as I think it looked great and what she did made a massive difference to the character. But as this character was almost ready to animate by mid-July originally, she then wasn’t completed until mid-August and we lost a whole month of animating and rendering time. The same can be said for the building. The final model and textures of the building looked great. However, we unfortunately couldn’t show this in the final project or renders as the building was not completed until after half of the renders were already done and we did not have time to re-do these. I am disappointed that the project did not get completed in time as this is not something I am familiar with. When working alone, I can be very brutal with my decisions of what to cut out and what to keep. When working within this group, it was very difficult to limit what was being put in as other group members were very precious about elements such as how the project would look and what parts of the story was necessary. Eventually, decisions would be made, but an awful lot of time was being taken up by group members fighting against decisions of others and not accepting all sides. As we got closer to the deadline, stubbornness was not as much of a problem but was still a main issue when trying to get the project finished on time. I do believe that, as I have done this type of project numerous times before but some of the other have not, they were not aware of how much time would have been necessary to leave for animating, rendering and compositing and my warnings were not being heard until it was too late. That being said, I often encouraged group members to take breaks as we always had much better productivity when everyone had a day off from working. Although this way of working also encountered some protests by group members, it raised the morale of other group members when times were getting tough and they appreciated the break. The processes that held us back would have been great to have and would have given us more of a ‘perfected’ outcome, but unfortunately, the project needed many sacrifices that other members of the group were not willing to give. I think giving the group “free reign” rather than strict rules gave us a lot more positives than negatives though and I learnt an awful lot from other members of the group than if I had set strong rules that kept us on track, I definitely prefer the final outcome of the animation than the style it would have been a month before and I found it much more entertaining and interesting to watch.
Supervisory Role B – Animation Supervisor: 
Another of my Supervisory roles was Animation Supervisor. This role did not come into effect until very late in the project, almost a month later than I scheduled the animation to start. This was due to the fact that as the modelling had been revised, the rigging was taking longer, and we experimented with other rigs to find out which would be the most efficient for the time that we had left. I wanted more input on the blendshapes that each character had. I created the blendshapes for the Witch and the Deer so these had a satisfactory amount of blendshapes to work with. The blendshapes for the baby and the shopkeeper were very minimal and I felt like I did not have much to work with. In hindsight, I should have sketched out the minimum face shapes that I was looking for and put them onto the OneDrive, so everyone could follow them. I could have added them later, but as the new rigging system was different to what I was used to, I didn’t want to mess up what had already been created and, we were very limited on time, so I had to use what I had. I think this is obvious in the final film with how much expression the witch has, compared to some of the other characters. I then needed to assign shots to group members. I agreed to take on a larger portion of animation than everybody else, but I was unaware of how much animation the others relied on me to do. I used the already created excel file of the shot list and made a new column “animated by”. I asked everyone to fill their names in next to the shots they wanted to animate to make sure they got the parts that they wanted. Each member of the group only wanted to animate between 4 – 8 shots each, which left a lot of shots left over. I assigned these to myself as I felt like if I didn’t get the done, they would never get finished. Another issue I encountered with having such a short period of time to animate while also trying to oversee what others were doing, was that I couldn’t get much input into the animation as everyone was rushing to get them finished and not quite concerned about the finished standard of animation. Such as, there are areas where characters are walking, and they are not touching the floor. If I had a chance to see these before the final day, I would have suggested they move the character down to touch the floor. Also, for the shot where the deer smells the chicken, Zihan found it difficult to get the deer to travel the length of the shot in the style of animating that she wanted to do. I feel like if she had mentioned this while trying to animate this shot, we could have worked it out with some camera trickery. Instead, she added 3 different camera angles and stretched out the shot to 40 seconds rather than the original 12 seconds that was planned for it. I felt that this may have slowed down the pace of the animation a bit and also took her a very long time just to get that one shot animated and we could have maybe halved the time it took for her to animate the shot just by moving the camera slightly or changing the camera shot so he enters into the frame from outside of it so the audience is aware that he travelled up to the rotisserie section without having to show the whole sequence. If the whole animation background had been put together and rendered properly, this would have been a nice shot because it could have showed off all Zihan and Stuart’s work in the café and electrical area, but unfortunately, the finished result does not reflect this.
Primary Roles
Primary Role A – Witch Modelling, Texturing and Rigging: 
One of my Primary roles was looking after all aspects of the Witch character. Jiajun built the original witch model. From this, I then fixed any broken topology and then added extra details such as a wavy skirt, I re-modelled the scarf so that it looked more accurate and would move better with the model and changed length of legs and arms, filled in gaps such as in the sleeves. I then Uv’s and textured the witch also. This was disputed a lot though as I had done it in a cartoon style, but all other members of the group were thinking of the witch being more realistic. The textures were going to be revised later, so I began trying to rig the character. I built the blend shapes for the face of the witch. I created a lot of these as, when animating, I like to give a lot of expression to the character so if there are not enough blendshapes, I really struggle to do this. Zihan then wanted to change aspects of the model, such as, the shape of the head, the hair and the textures. When I received the Witch model back, there were a few aspects that I needed to fix before I could continue with any rigging. The hair was only covering parts of the head, so I tried to duplicate strands to fill in the gaps. The hair was made of nurbs surfaces and were not combined so this took a lot longer to do than I originally thought it would. I tried to move whole strands of hair but sometimes missed parts out and only took one face of the object. Stuart later corrected these on the model. I had to then re-do the blendshapes of this character, but I just followed what I had done originally. I then tried to continue with the rig that Henry had done. I added IK handles to the legs and the arms and these worked well. When it came to make the controls, I was having trouble getting these to move the skeleton in the correct way. I was spending too much time trying to fix this and the rig was very simple compared to the Advanced Rig that had already been used on other models, so the rig was then passed onto somebody else. 
Primary Role B – Animator:
 	Another of my primary roles was animation. As well as taking on the animation supervisor role, I also did a large part of the animating. I used the Advanced Rig which was not something that I had used before, so I had to work with it several times before I could get the hang of it. Eventually, I found it very simple to use and sometimes even more convenient than a control rig as the ‘Picker Tool’ that needed to be used when selecting controls had everything laid out plainly, I could select the exact control I wanted to select without accidentally selecting the wrong one and I found myself following a routine. I often forget to key certain controls when I animate so, when I play it back, it’s incorrect. With the Picker Tool, I found myself keying the right side of the body first, then the left then the down the centre i.e. the neck, the hips, the root etc. This meant that I was a lot more aware about what I had done and what I needed to do. This worked out very well for me and it’s a technique I will also use in future. As we were short on animation time, I found myself taking shortcuts such as I copied and pasted keys from other scenes, or I wrote down the numbers of the key poses. This eventually seemed to make my overall progress take a lot longer and sometimes the outcomes were not even that great, so I changed to animating every shot from scratch instead and this gave me better results at a quicker speed. As Stuart was still working on the environment until very late in the process, he realised he would not have enough time to animate the shots that were assigned to him. He then asked if I could take them off his hands. This meant that I had to animate 5 shots in a very short space of time the night before the final project was supposed to be presented. I had planned for this originally and assigned shots to Stuart that were not as critical in the story line as others and I knew he had a lot of work to do and may not have had enough time to animate them. This meant that I could cut a few of the shots out as they were not necessary to move the story along, as well as cutting shots shorter than planned that still got the point across but with not much “eccentricity” of the characters as we had originally planned. Although I did this and managed to get all the shots animated in time, the last few animations that I rushed did look rushed and the quality was not as good as the rest. In retrospect, I would have liked to have been informed of this sooner as I did ask numerous times if this was too much of a workload to be burdened with, but I was assured this was fine. To solve this next time, I could suggest a time that the shots needed to be animated by and if they were not, I would then assign them to somebody else. This way, it would have given that person the chance to animate and if it was not possible with their time schedule, we would have had more available time and aware of the issue so that it would not need be rushed as much. 
Primary Role C – Modelling and Texturing the Ball Pit and Other Props:
 I oversaw the modelling and texturing of the ball pit and other props within the scenes. I modelled the fans, textured them as silver metal, then after a group discussion, we changed the colours to bright and contrasting colours to match the vividness of the rest of the environment and props. I animated them, so the blades spun and the main fan above the base rotated. Stuart then set this to infinity animation on the original file so when the fans were imported into the scene, they were already animated and did not need interfering with at any point. I also built the shelving that the shopping goods were on. This was the first model I created for this project. At the time, I was unaware how close the camera would get to the model and how many items we were going to have in the shop as I imagined only a very small shop, but it ended up being much larger and fuller. I created the shelves in very high detail. This meant that when they referenced and instanced the shelves, the size of the files became massive and Jiajun could no longer work with them on his computer, so we had to lower the amount of edge loops so that he was able to continue working with them. I did create more lower poly versions, but Stuart managed to lower the poly count on the original file, so we kept that one instead. I also designed, modelled and textured the ball pit. I tried numerous ways to texture the ball pit. I originally wanted a ‘netting-like’ texture around the whole outside of the climbing frame. I originally tried to draw the netting. As my UVs were not great on this model as it only featured in the background of a few shots and I did not want to spend so much time on it, I found the image I was drawing kept stretching and no matter what I was doing to the UVs, the way I was drawing the netting was just not working with it. I then tried to find a netting texture online and then have the parts of the texture without the netting image clear so that you can see through the climbing frame. Even though this is a technique I’ve used before on a previous project, for some reason I could not get this to work and it kept appearing black when I rendered the image. I then changed the style and added bars around the climbing frame which took up a bit of time but looked more correct than the other outcomes I was getting. The textures on this were very simple as we only needed it to look plastic and metal, so I used standard Blinn textures and changed the settings and colours slightly. I tried many ways to get balls into the ball pit without having to individually model and place everyone. I experimented with dynamics that kept falling through the ball pit no matter what I tried. I then tried the MASH setting on Maya. I had a good outcome with this, but as soon as I moved the ball pit away from the origin to where it needed to be placed in the scene, the balls did not come with it and so we settled on using a tiled image in the ball pit, but I do think that this technique was still quite effective.
Primary Role D – Rendering: 
We each took responsibility to render the scenes that we animated, Stuart also rendering some of my shots too. This section was very unorganised. Every time we came to the day we were going to set up shots to render, something needed to be changed. I set up the backgrounds of as many shots as I could in between animating but Jiajun and Zihan were working on files on their hard drives rather than the ones I was uploading to OneDrive and they started rendering before checking if they had the most updated files. Unfortunately, this meant that half of the shots had already been rendered without anything in the background or the correct lighting or the final textures, but we did not have time to re-render these. Once we realised that, we just tried to render every shot as they were already set up as the continuity was already going to be incorrect. We did not get all of the shots rendered in time and the ones we did render in time, some were incorrect. For example, in one of my shots, the fridges were in the Maya file, but did not appear and some of the blendshapes were working but others were not in the final render. Due to time constraints, I never had time to find out what was causing these issues, but it would definitely be something to look into, so it doesn’t happen again. 
Primary Role E - Compositing:
 We each took part in compositing. Stuart took the main role of this, setting up each shot so they automatically uploaded into our final composite as we went along uploading our playblasts of our finished animations. When we came to the decision to not show the rendered images but the playblasted images as they projected the story better, I had asked all members of the group if they could dress the scenes as close as they possibly could with props and textures and make sure that the playblasts were as clean as possible. Unfortunately, due to the high poly count of t a lot of the props and the sizes of the files, Jiajun and Zihan found it difficult to open any files on their home computers or university computers. We had to settle for very minimal looking playblasts for the final composite, so we could get the animation that they had done into the final movie. As there was mis-communication towards the very end of the project, Jiajun, Zihan and I composited the final sequence together ourselves when Stuart had also done a version, so we had two slightly different versions of the final project. 
Primary Role F – Sound effects: 
I was originally responsible for sound effects in the final sequence. This was when the original plan was to have the whole movie rendered at least a week before the deadline. Unfortunately, the final movie was finished too close to the deadline to add in any of the sound effects we had harvested, and the timings were all different to the original previz, so we could not use the timings we had on the other video, it would have taken a lot more time and attention to be correct. We did have a simple version of the music score that Stuart had acquired and I think this complimented the sequence very well despite the lack of sound effects.  
Secondary Roles
Secondary Role A – Lighting:
 I had very little to do with the lighting overall in the final project. The most I did was switching the lights off and on before every render. The one aspect I had to work out myself though was the renders that were set outside were very over-exposed. I fixed this by turning down the intensity of all the lights in the scene from 3 to 1. This worked fine for those shots then and this did not need to be done on the interior shots. 
Summary
[bookmark: _GoBack]In summary, there can be pros and cons of working with a group of people that have completely different styles, ideas and work ethic. Some members of the group liked to keep plugging away at something until it was perfect. This meant that the outcome of that section was to a very high standard and would be great to use, but unfortunately in the process, other elements were left behind that were critical to the project. In other areas, some members of the group liked to go back to an area often and keep changing it every time they had a spark of inspiration. This also put us behind on schedule but then gave a better visual outcome than what we would have had if this had not been done. For this type of group to work successfully together, there needs to be a balance of all these skills and processes and the project could have been completed to a high standard. Overall, being Project Manager has given me an outlook on how to work with people when personalities and work styles clash and how to get the best out of people. If I was to be a project manager again, I would keep my way of working where I let people be autonomous in the majority of their decisions, but maybe next time implement stricter time schedules and aims so that we finish on time.
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