Document of Critical Reflection

Scheduling and Communication
[bookmark: _Int_ZCwkAfB0][bookmark: _Int_riH6Vboh]I went into this putting myself up for the supervisory role of Project Manager. I feel like I did step into this role slightly but could have stepped up a lot more. I did not end up setting up a solid plan or schedule for us to follow. This was partly because me and the other project members had busy schedules during this project's time. The closest thing to a schedule I created was time reminders of when each part of the project was due. I also set myself up with a big workload and wanted to primarily focus on getting that work done first. Setting up the rigs and trying to use new software such as Substance Painter took up more of my time than expected.  The other team members did not seem to mind but I feel like we would not have been rushing around as much at the end if there was a solid schedule that we were trying to stick to. 
I do feel as if communication was lacking towards the start of the project. We were all focused on completing our own parts, but it would have been a nice idea to have progress updates from each of us to see what we were doing at certain stages, and to see if we needed help with anything. I do not think It would have sped up our work too much, but it would have given us reassurance that the work was being done. If the structure of the module were not set up to have regular check-ins such as the pre-production and interim presentation, I feel like we would have fallen behind a lot more. 
The communication did pick up towards the end when it was needed though. When we were sending files back and forth to each other and starting to collaborate on scene files together. A few issues arose that if not communicated quickly would have caused big issues further down the line. When we were starting to run out of time in the last few weeks, I was pushing for updates from the guys in our WhatsApp group to make sure we were on track.

Rigging and Animation
For my primary role in this project, I was the Lead Animator. I was confident going into this project that I would be able to bring the project to life with my strong animation abilities, and I do believe they shone through, with little to no issues during the animation. The only thing I was fighting against was time, due to scheduling issues mentioned previously. This did, however, force me to think on my feet and find diverse ways to speed up my animation workflow. Discovering new techniques and honing already existing skills. 
I was particularly excited when it came to figuring out how to get the groups of worms moving together. Unfortunately, I did not have time to explore and learn any new software, so I had to figure it out within Maya. This led me to MASH networks. I was familiar with them but had never really used them in the past. After experimenting with them I will be doing more experiments with them in the future as they are a powerful tool both for modelling and animation.
I also discovered the sign wave deformers for the worm's tail. This was the perfect tool for it, and it is unfortunate I discovered it so late in the animation process, as it would have been a great tool for the worms' movements throughout the whole animation. I will keep these tools in mind for future projects.
I am not, however, as confident in my rigging skills, and was more hesitant going into the more technical rigging of the characters. I have rigged characters before, so I had some prior knowledge that gave me a nice base understanding. I ended up rigging the worm three times. Once for the pre vis animatic. Which worked well but was fully FK and would have been difficult to animate scenes with long walk cycles. So, I re rigged it with an IK tail, making it much easier to move around. I opted for blend shapes for the facial expressions but had issues with these so then had to re-rig a third time. This ate up a lot of time of looking up tutorial videos and scouring forums for answers to issues that I had during this process. Time I could have spent animating. 
Due to the difficulties and time it took to rig the worm, I was not confident in my abilities to rig a more complex creature like a seagull. So, for this we found a free to use seagull rig online that would be a perfect fit, and all agreed it would be the right decision to implement it.
[bookmark: _Int_UCAPJJ7A]I did learn a lot about rigging though and can now confidently add rigging to my skill set. The rigs ended up working well and were a pleasure to animate with. So, I must have done something right.

Everything Else
[bookmark: _Int_T526WgFH]For my secondary role, I offered myself as a 3D generalist, with a good understanding of Maya, I was confident I could help in most ways. I ended up modelling, rigging, and texturing most of the assets we needed. I do feel like I took on these tasks hastily and could have offered some of the prop / asset work to Hannah as she was waiting around for me and Igor to complete our side of things before she got into the post-production work. 
I was also on standby to help Igor and Hannah wherever they needed it. I did end up lighting most of the scenes and rendering all of them. This was mostly due to issues on Igors end with the files and it ended up being easier this way. After Igor had lit the first scene, I copied and pasted the lighting into the other underground scenes with slight adjustments and ended up fully lighting the above ground scenes. 
I do feel like Igor took longer than expected to create some of the backgrounds and I did have to do most of the animation on the old backgrounds for reference and animate on a flat plane for the outside scenes. This is also part of the reason I stepped up and took over some of the lighting and camera work. 

Technical Difficulties
There were a few issues along the way, but I kept a cool head and did not let them slow us down. I am a good problem solver and will not stop until I have found a fix or work around for the problem. I had a few of my own issues to deal with, especially with the rigging and crown simulation for the worms, which I solved and powered through.  
Igor ended up having a few issues with Maya which I was able to help with. The main ones I have documented previously with referencing issues and rendering issues, but also smaller issues with the interface of Maya and lack of knowledge and experience with Maya. Some were easy fixes as I have experienced them myself previously, and some I had to search for a solution. But they were all solved in the end. Holding to my intentions from my document of intent, where I offered to answer questions or technical issues the team may have had. 
[bookmark: _Int_njBrcTuC]The only part of the animation we were not able to complete was in the scene where the worms jump the umbrella stand. There was supposed to be a smoke cloud added in post. There were also a few sounds and music that would have added to the animation like the wild west theme when the worm is looking for the trident. This all comes down to lack of time. Hannah did an incredible job of getting the shots together in the little time she had towards the end.
We ended up rendering everything in Hardware 2.0 as it was the fastest way to get it rendered. It would be nice to go back and sort out the textures and lighting and render with something more powerful like Arnold. It was supposed to be a cartoon animation, and although we did hit that brief, experimenting with different render style and post-production effects may have produced a more stylized result.  

Conclusion
Overall, I am happy with the outcome of the project and despite our issues as a team we all pulled together and created a finished animated short. 
[bookmark: _Int_hNDeEbMA]I feel like I was not able to completely step up as a Project Manager as I ended up with a lot of work on my own plate. Modelling, rigging, texturing, animating, lighting, rendering. I dipped my foot into almost every aspect of the creative process. Not giving myself much time to focus on anything else. 
At the end of the day this was Igors initial idea, and I did not want to step on his vison too much. I could have delegated tasks out a bit more though and improved the communication with the team a lot more. As we were all friends, I also strayed away from being too controlling or too bossy, which might have given the team a kick of motivation. 
I have learnt a lot of new things during this project and would not shy away from putting myself up for managing a project again, being able to learn from my mistakes and I am confident I would be able to lead a project again in the future.




