Team Fortress 2:
From The Orange Box to Free to Play in “Just” Four Years!

Joe Ludwig — joe@valvesoftware.com
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Putting the game on sale increases revenue
Big updates can also increase revenue



Development model:

Medic Update

Business model:

Sep 2007 TF Traditional Updates May 2009 Hats Sep 2010 MannCo Jun 2011

Free to Play
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TWICE AS SCARY! 3

If you joined us for last year's TF2 Halloween Special. then you're probably i
reading this with white hair in an insane asylum, because it was pretty darn
scary. If this is your first Halloween Special, we should warn you: These
introductions have been known to cause heart attacks. Because there are
Draculas right behind you! [sound of thunder]

ELESS

Alright, shake it off, that's the last time we're going to scare you. On an

unrelated note, there's something we forgot to tell you: Last year's TF2 H r \ W M ’r’ @ ?Q’

Halloween Update scared you so bad that you died and are a ghost. Also, 1! k= LD p

what's that behind you? Oh, it's just someone drinking a bottle of sparklin; e g
; : . P HORSEMANN

water. Oh wait it's a skeleton! [sound of creaking door]






4




7/4

N W

o









THE SNIPER UPDATE

PAYLOAD RACE

NEW GAME MODE - GLADIATORIAL CART COMBAT!
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PLUS 2 NEW ARENA MAPS

SPINNING SAW BLADES, BOTTOMLESS PITS AND DIABOLICAL DOOMSDAY DEVICES

SAWMILL

Set in a stormy mountain sawmill, this arena map has its cap point in a
large structure atop a hill in the center of the map; beneath which lies
hidden underground spytech base; and above which, pouring down on
everything we just mentioned, is rain—the first weather effect to appear in a
TF map. If that previous sentence wasn't long enough for you, replace the
period with a comma and add this next part: players must ALSO watch out
for the two deadly saw blades near the cap, which were left on when the
ccupants abandoned it for a less deadly, hilly, rain-swamped

NUCLEUS

g sightlines an
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JARATE

Jarae 12 3 trown 31 0at splshes upon Impact. When spisshed on enemiss. ey take
35% more damage %or 3 period of time. Jumping In water will wash off Jarale. Jarae ks
aleo 3bie % short out Sples” cloaking dauices. Yvhen used on teammates, Jarate will
exdihgulsh 3y fire efiects

may
Tator | knaw J9

WHAT IS JARATE?
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on fire I hormtiel Thoy's never want to talk about your Jarate
18aCu0 over AgAN, bt you'l have thelr secret undying gratitude!

THAT MAGE A
"IARATE MASTER"
QUT OF SNIPER

t0 accopt a terrttying now
existonce, wheee things 10 thom ALL THE TIME for

NO REASON 3 DIGNITY DOES NOT EXIST.

Thoy will think about Jarate at thelr weddings — at their high school
reunions — witnessing the birth of their first boautiful chikd — Jarate wil
haunt thelr overy waking moement for i REST OF THEIR LIVES,



SNIPER ACHIEVEMENTS

COLLECT EVERY SINGLE ONE!

@ Australian Rules: Dommnate an ensmy Sniper

Be EMclent: Get 3 ks with the Saper Rle
without messing a shot

Be Poirte: Provide an enesry with A freezecam
shot of you dofing your hat

G=

L%+ Beaux and Arrows: Kil a Meavy & Medc par
with the bow

c Prize: Get bac

Dead Reckoning: K an encmy wilh an arrow
whie you're dead

De-sentry-ized: Destroy 3 Engineer sentry
guns.

Dropped Dead: Kil a Scout in mecar wit your
Snipar Rl of the Huntsman

Enemy at the Gate: Kl an opponent within Ine
IS frst second of 3 rouna

Sl 4 s @) B

Number One Assistant: Score 5 assists win

Friendship is Goiden: Extnguish a buming
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1, Parting Shot Headshol an enemy player the
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Have a Plarc Capture the fag n CTF

Jarate Chop: Jarade and then ki 3 enemies
with your Kukn

Jarring Transition: Use Jarate 10 reveal a
cloaked Spy

&7 % Robbin' Hood: Take cown an mieligence

Jumper Stumper. Kil 3 rocket or grenade-
carner wih a singie aTow

JUmping encmy N midair with your Sniper Rifie
of the Huntsman

Rode Hard, Put Away Wet Jarale an enemy

Kili Everyone You Meet: K& 1000 enemees.
hat you're domnatng

$aturation Bomding: Jacate 4 entrmy payers

Kook the Spook: Kil 10 Spies with your Kukn
with a singie throwm

Self-destruct Sequence: Headshot 10 enemy

My Brilliant Career: Top he scoreboard 10
Shipers

ames on heams of 6 o moce players

Not a Crazed Gunman, Dad: In 3 single e,
108 3 encmes whie they are achieving an
Obecive

» Shafted: Sab an enomy wih an armow
N
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o 7 Shock Treatment: Xl a spy whose Dackstab
@v attempt was BIOCked by your Razorback

$hoot the Breeze: K a fully invisiie Spy Ina
sngle it

Socket 10 Him: Headshot an enemy
Demoman

6@
The Last Wave: Provide an cocmy with a
freezecam shot of you waving 10 them
&

Triple Prey: in a single round. kil the same
enery win 3 cifferent weapons

Trust Your Feelings: Get & ks win the
Snipor Rife without your scope

L umuﬂmubw”’lo
) V' goploy an (berChame

- William Tell Overkilt Pin an enemy Heavy 10
he wall via his head



Lessons Learned

Engage your community as much as possible in the
update process
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Sniper vs. Spy Update

Development model:

Business model:

Sep 2007 TF Traditional Updates May 2009 Hats Sep 2010 MannCo Jun 2011 Free to Play
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Lessons Learned
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Scarcity created a lot of demand for hats



Timed Drops

25% chance of a drop
every 25 minutes
on a full server



Lesson Learned

Rare things still happen

Per 1000 players
On a full server
Playing 10 hours per week
One person received no drops



User generated content is an excellent way to engage
your community



Showing 1-9 of 2600 items 123.289 >

@ View Your Shared ltems
f\
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“r

. Filter by product:
8. 8.8 8 4 L A2 8 3 L 4.4 4 4
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Steam Workshop > Team Fortress 2 > [WDZ] The Ronin's Team Fortress 2 Workshop L 2 2 2 X ;
6545 ratings
Cozy Camper sty &

[WDZ] The Ronin
View all shared files

Team Fortress 2
Pending
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Weapon

& Rate & |™ Report W Favorite

Admin Controls
Download | Support page for WDZ] The Ronin Flag As Incompatible Update Ban Status

Reset# Times Reported UnFinalize Revenue Allocations Update Tags



MannConomy Update

Development model:

Business model:

Sep 2007 TF Traditional Updates May 2009 Hats Sep 2010 MannCo Jun 2011 Free to Play




Concerns we expected from our community

Don’'t make us Pay to Win

Don’'t make us buy stuff just to
have fun

Don’t nickel and dime us with fake
currencies

Paying for items Is Iicky



Page 1 - Editorial

SUPERIOR ORDNANCE FOR THE DISCERNING SOLDIER OF FORTUNE
SERVING THE BADLANDS SINCE 1850




Maiesess FAQ

' WELL SAVE YOU THE SPECULATION (usT THIS ONCE)

MANN CO.

Typically with TF2 updates we like to be as vague as possible prior to launch,

: : : : Back to the Update Page
knowing our fans will figure everything out for themselves once they get in the
game and start playing. With an update as ambitious as the Mann-conomy
update, though, and because it involves actual money, we wanted to push
aside the winking, nudging and teases for a second, and lay out precisely what Back to TF2.com
we're doing and what this update is all about.

Language ¥

ABOUT THE STORE

Q: What's a Mann Co. Store?
A: Accessible from inside TF2, the Mann Co. Store will now let players buy, trade and
customize the largest addition of inventory items in the game's history, using their Steam

Wallets.

Q: What's a Steam Wallet?

A: Steam now has a feature called the Steam Wallet. It allows you to put money into it,
which can then be spent either on in-game items, such as the ones offered in TF2's Mann
Co. Store, or on full products like games in the Steam store.




Add $10.94

Add the funds necessary to complete your in-game transaction

or

Add $25.00

Add $50.00

Add $100.00

£10.94

£25.00

£50.00

£100.00

" YoursteamAccount

Current Wallet balance

$0.00



Page 2 - All-New Rtems £~ Page 3 - More Sttt

AND THAT’'S NOT ALL!

THERE’S A LOT MORE THAN ITEM SETS
IN THIS UPDATE!

PAINTABLE ITEMS! NAME TAGS! MINI-GAMES!




MannConomy Update

Development model:

Business model:

Sep 2007 TF Traditional Updates May 2009 Hats Sep 2010 MannCo Jun 2011 Free to Play
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. OLD GUADALAJARA VINTAGE OLD
GUADALAJARA
OLD GUADALAJARA
Level | Hat VINTAGE OLD GUADALAJARA
This hat adds spice to any occasion. Level 50 Hat

This hat adds spice to any occasion.

( Not Tradable, Usable in Crafting, or Gift
Wrappable )



v

THE FLARE GUN

THE FLARE GUN

Level 10 Flare Gun

SELF-MADE FLARE GUN
Level IO Flare Gun
Effect: Community Sparkle
| made thig!

( Not Tradable or Usable in Crafting )

COMMUNITY FLARE GUN
Level IO Flare Gun
Effect: Community Sparkle
Given to valuable Community Contributors

( Not Tradable or Usable in Crafting )



Translations of TF2 text
Organizing tournaments
Hosting TF2 item and stats sites
Creating guides for the game
Create popular mods

Charity drives

Creating kill icons

Building texture packs for map makers
Moderating the forums
Podcasting about the game
Providing serious exploit details






$3 million



Lessons Learned

Avoid Pay to Win in PvP
Avoid inventing an unnecessary virtual currency
Let people have fun without paying

People are more comfortable buying items than we
thought

Take care to not devalue existing items in your
economy as you make changes.

It's worth it to cut your community in on the deal



Sep 2010 Oct 2010






Development model:

Business model:

Uber Update

Sep 2007 TF Traditional Updates May 2009 Hats Sep 2010 MannCo Jun 2011 Free to Play










Concurrent Players




Development model:

Business model:

Steam
Trading

Sep 2007 TF Traditional Updates May 2009 Hats Sep 2010 MannCo Jun 2011 Free to Play







Your inventory:

‘B[smeme] Team Fortress 2 Backpask (95) !

Drag items to your efferings to includs them in the trade.

\. )

o 00

Displaying tradable items anly 1016 s

Looking for a specific item

Start tyming an itew nawe ke to Alteritems

McLudwig added The Brass Besst 17:38:37
McLudwig added The Southern Hospitality 17:38:29
McLudwiyg added The Ambassador 17:38:30
MoLudvvig added Half-Lite 2 17:20:24

You added Vintage Merrywesther 17:38:48

ou acded Darwinia 175556

SEND

Your offerings:

These are the items you will lose in the trade

: ;,.? dj;ﬂa'

McLudwig's offerings:

Theze are the items you will receive inthe trade

O ﬁ;\.\-

Mot ready to trade.

Make Trade

Waiting for both paries to check the ready box



Distributing beta access via trading

Ny DOTA 2
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+ ADDAGAME

STORE LIBRARY NEWS COMMUNITY

HOME PROFLE FRIENDS GROUPS INVITES(2) GAMES

Item Inventory
Programmer Joe

Reten o programme oo ot
Team Forlress 2 (396) Portal 2 (45) Steam (3) ‘Spiral Knights (10)
SPIR/AL
SKNIGHTS
All Spiral Knights Items

Loaking for a spectic teom? Snow atvanced iters._

Bl -~ 0%

M

Level 2
Heat 68%
This item cannot be sold. dropped of traded.

Adght heimet issued to all Spral Knght recruts

P Team Fortress2 x ®@al | x|

@

Mever tell your
the_gish: Hey Al
al: Hey Emiy

rd fo anyone.

the_gish: Il give you a Vintage Tyrant's Helm for your Cheater's Lament
iieSoen o Vintage Tyrant's Helm
Team Fortress 2

the_gish: What say you?

al: That's my Tyrant's heim!
the_gish: Ya! | want it so bad!

% 5 | cheater's Lament
Tear Fortress 2

al: This is a one of a kind

the_gish: 1l throw in some Earbuds...

the gkhi| . | Earbuds
Team Fortress 2

al: ok

the_gish: SWEET

Vintage Tyrant's Helm

Team Foriress 2
Level 21 Hat

| kicked your ass so hard it went back in fime and

got me this VIKING HAT.
Last message received: Wednesday, December 1)

owned by

[€]-

SEND




Questions? joe@valvesoftware.com

Putting the game on sale increases revenue

Big updates can also increase revenue

Engage your community as much as possible in the update process
Scarcity was very helpful in building the economy

Rare things still happen

User generated content is an excellent way to engage your community
Avoid Pay to Win in PvP

Let people have fun without paying

Avoid inventing an unnecessary virtual currency

People are more comfortable buying items than we thought

Take care to not devalue existing items in your economy as you make changes.
It's worth it to cut your community in on the deal



