
Team Fortress 2: 

 From The Orange Box to Free to Play in “Just” Four Years! 

Joe Ludwig – joe@valvesoftware.com 







Four Eras of TF2 

Updates 

 Items 

 In-Game Store 

 Free to Play 



1. Putting the game on sale increases revenue 

2. Big updates can also increase revenue 
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Medic Update 









































Lessons Learned 

 Engage your community as much as possible in the 

update process 



Sniper vs. Spy Update 





Lessons Learned 

 Scarcity created a lot of demand for hats 



Timed Drops 

25% chance of a drop  

every 25 minutes  

on a full server 



Lesson Learned 

Per 1000 players 

On a full server 

Playing 10 hours per week 

One person received no drops 

• Rare things still happen 



• User generated content is an excellent way to engage 

your community 







MannConomy Update 



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 icky 











MannConomy Update 







 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 



4x 

$ 

Sep 2010 Oct 2010 

Item Revenue 

Game Revenue 



× 71 

× 118 

× 5 

× 43 



Uber Update 





3x 
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4x 

Concurrent Players 



Steam  

Trading 







Distributing beta access via trading 





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 


