Go-to-market strategy
Template for a funding application or a publisher pitch
What is it for?
1. This document helps you decide how and to whom you will sell your game, and how many copies you can reasonably expect to sell. Use it as the basis for a publisher pitch, a funding application (regional fund, CNC, Creative Europe, private fund) or simply to get the team to agree on numbers.
1. The first 2 pages are enough for your team; the appendix is for the day you put together an application.
1. Fill them in before you open your Steam page, then update them at each milestone: announcement, festivals, Next Fest, release date, launch.
Fill this in first
The example follows Lumen, a 2D platformer made by 3 people: Next Fest on 14 June 2027, launch on 14 October 2027. Fill in the last column of each table.
1. The game in one sentence and three comparable games
1. Genre first, hook second. Show the sentence to a stranger: if they cannot name the genre after five seconds, rework it.
1. Three comparables in the same genre, at a similar price, released in the last three years, made by a team of similar size. Their Steam review count times 30 to 50 gives a sales range (refs. 4 and 7).

	Item
	Example: Lumen
	Your game

	The game in one sentence
	2D platformer: your light shows the level and it is also your health, every jump uses some of it.
	

	What the comparables lack
	No health bar: the light you have left decides what you can see.
	

	Three comparable games (title, price, year, Steam reviews)
	Three 2D platformers between 10 and 20 euros, released since 2024, made by 2 to 5 people. Not Celeste or Hollow Knight: outliers.
	1.
2.
3.


2. Who for: the target player and where to find them
1. Describe the player by the games they own and their habits, not by age.
1. Write down where they get their news. The five to ten creators who covered your comparables are your first contact list.

	Item
	Example: Lumen
	Your game

	Target player
	Plays Celeste and Hollow Knight, retries a level twenty times without getting bored, watches speedruns.
	

	Where they are
	YouTube and Twitch platformer channels, speedrun Discord servers, the forums of the comparables.
	

	First contacts
	8 creators who covered our comparables in 2026, with their contact details and the date of the first message.
	


3. Price, platforms, languages
1. Set the price from your comparables, then use net revenue: after VAT and Steam's share, 58% of the store price is left, and less with regional prices and refunds.
1. Start with Steam (PC and Steam Deck). Translate the Steam page before the game, into the languages players of your comparables write their reviews in.

	Item
	Example: Lumen
	Your game

	Price
	15 euros including VAT
	

	Average net revenue per unit
	7 euros (8.75 euros after VAT and Steam's share, minus regional prices, discounts and refunds)
	

	Platforms
	Steam (PC and Steam Deck) at launch. Console later, with a porting studio, if sales follow.
	

	Languages
	English, French, German, Spanish, Brazilian Portuguese
	


4. Calendar: Steam page, festivals, Next Fest, launch
1. Open the Steam page early: wishlists build up over time and each festival usually brings 1,000 to 3,000 (ref. 5).
1. A game only gets one Next Fest. Arrive with a public demo and a few thousand wishlists: arriving with 1,000 to 9,999, the median gain is 1,006 (ref. 6).

	Milestone
	Example: date and total wishlists
	Your game: date and target

	Steam page
	1 December 2026; 2,000 by end of March 2027
	

	Online festival
	April 2027; 4,000
	

	Public demo
	May 2027; 5,000
	

	Steam Next Fest
	14 June 2027; 6,000
	

	Release date announcement and trailer
	July 2027; 7,000
	

	Summer festival
	Late August 2027; 9,000
	

	Launch
	14 October 2027; 12,000
	


5. Key numbers: wishlist target, first year sales
1. First week sales: launch wishlists times 0.07 to 0.20. Above 10 dollars, the median drops to 0.10 (ref. 1).
1. First year sales: about three times the first week (ref. 2). Give three scenarios, never a single number, and set them against your break-even point.

	Indicator
	Example: conservative / base / ambitious
	Your game

	Launch wishlists
	7,000 / 12,000 / 18,000
	

	Sales per wishlist, week 1
	0.07 / 0.10 / 0.20
	

	Week 1 sales
	490 / 1,200 / 3,600
	

	Year 1 sales (week 1 times 3)
	1,470 / 3,600 / 10,800
	

	Year 1 net revenue (7 euros per unit)
	10,290 / 25,200 / 75,600 euros
	

	Break-even point
	A 191,707 euro budget divided by 7 euros: about 27,400 sales. No scenario gets there in year one.
	

	What that means
	The budget is funded before launch: grants, publisher, own money. Sales play out over several years: 79% of Steam revenue comes from games already out (ref. 33).
	


Appendix: for a publisher or a funding committee
What follows takes each question a publisher or a funding committee asks, with benchmarks and their sources. The example is still Lumen. Carry over the numbers from pages 1 and 2 the day you put together an application.
How to use it
This template follows the outline of a go-to-market strategy that was part of a successful regional funding application. The studio's figures have been removed: each part tells you why a funding committee or a publisher asks the question, what to write and what to avoid.
Replace the text in brackets. Give a source for every market figure: one unsourced number casts doubt on all the others.
The benchmarks come from dated public sources, listed at the end ("ref. 1" points to the first one). They are medians: your game can do twice as well or ten times worse. Each part ends with two or three readings if you want to dig deeper.
Cut the parts that do not apply to your game. A committee reads many applications at each session: a part filled in for the sake of it wastes their time and costs you credibility.
What funders look at
1. The CNC (French Video Game Support Fund, FAJV) assesses a project's economic viability on competitive analysis, market potential, budget consistency and the studio's financial capacity. After release, a project funded for production must report its sales every year for three years (ref. 12): your projections will be checked against reality.
1. Creative Europe (MEDIA, video game development) gives 20 points out of 100 to dissemination: 10 for European and international distribution potential, localisation included, and 10 for a marketing strategy that reaches audiences early, with unique selling points, target audiences and markets (ref. 13). You need 70 points to be selected.
1. Regional funds have their own scoring grids: read the rules before you write and reuse their wording in your headings.
1. None of these texts asks for TAM, SAM and SOM by name. These are investor tools, useful to structure part 6. What convinces is a set of comparables the reader can check and a calculation they can redo.
Further reading
1. Ref. 12. CNC, Video Game Support Fund (FAJV): the official fund page, with assessment criteria for each type of grant.
1. Ref. 13. European Commission (EACEA), Call for proposals: Video games and immersive content development (CREA-MEDIA-2026-DEVVGIM): the 2026 call for proposals, with the full scoring grid.
Glossary
1. Wishlist: a player adds the game to their list. Steam emails them at launch and at every discount of 20% or more (ref. 30).
1. Follower: a player who follows the game page and gets its news.
1. Capsule: the game image in the store (thumbnails, banners). Often the only thing a player sees before clicking.
1. Tags: genre and theme keywords attached to the page. Steam uses them to decide who to recommend the game to (ref. 15).
1. Steam Next Fest: a demo festival Valve runs three times a year. A game can only take part once (ref. 29).
1. Popular Upcoming: a store list of the most anticipated upcoming games. It is the only place where wishlist count directly drives visibility (ref. 20).
1. Conversion: the share of people who move from one step to the next, for example from wishlist to purchase.
1. Comparables: games close to yours (genre, price, team size) that you measure yourself against.
1. USP (unique selling point): what your game offers that comparable games do not.
1. Work breakdown structure: the project split into tasks, each estimated in days.
1. Early access: selling the game before its final version. For Steam it counts as a full launch: wishlist emails go out at that point (ref. 30).
1. Positioning and competitive advantages
Why they ask
A publisher sorts pitches in a few minutes each. They want to understand in one sentence what the game is and why a player would pick it over a comparable game. A funding committee wants the same thing: proof that you know who you are talking to.
What to write
1. Your game in one sentence: [2D platformer: your light shows the level and it is also your health].
1. Two or three unique selling points (USPs: what comparable games lack), then three or four key selling points.
1. What a player understands within five seconds from the capsule and the start of the trailer.
1. Proof you already have: press coverage, festivals, demo numbers.
Good practice
1. Place the game against well known titles in its genre ("X meets Y"), then say what is different. A publisher estimates your sales from comparables: if your pitch does not name them, they will pick their own.
1. State the genre first and the hook second. A player who does not recognise a genre they like moves on to the next game (ref. 16).
1. Start from the Steam tags you are aiming for. Steam uses your top 20 to find games similar to yours, niche tags carry more weight than broad ones like "Action", and your top five should describe the game without ambiguity (ref. 15).
1. Show the capsule and the sentence to strangers. If they cannot name the genre after five seconds, rework it.
1. Back each selling point with a number when you have one: page wishlist rate, demo players, festival feedback.
Common mistakes
1. Selling points every game claims: "addictive gameplay", "unique art style".
1. A game pitched as a blend of three genres: neither Steam nor players know where to file it.
Your text: […]
Further reading
1. Ref. 14. April Dunford, Obviously Awesome: How to Nail Product Positioning so Customers Get It, Buy It, Love It (book, 2nd edition, Page Two): a positioning method common in product teams, built on the customer's alternatives.
1. Ref. 15. Valve (Steamworks), Steam Tags: how Steam uses your tags, and how to pick them.
1. Ref. 16. Chris Zukowski (How To Market A Game), Why am I not getting wishlists? A step by step solution: a step by step diagnosis for a page that gets no wishlists.
2. Business model and price
Why they ask
Price sets your revenue per unit, and so the number of sales you need to pay back the budget. It is often the first calculation a funder redoes on their own.
What to write
1. Chosen model (premium, early access, DLC) and why it suits your audience.
1. Planned price, compared with three to five similar games (title, price, year, play time).
1. Net revenue per unit after VAT, platform fee and refunds.
1. Break-even point: total budget divided by net revenue per unit. Example with Lumen: a 191,707 euro budget, management and contingency included, at 7 euros net per unit needs about 27,400 sales, two and a half times the ambitious first year scenario.
Good practice
1. Work out net revenue from the store price. Steam takes its share (30% until the game passes 10 million dollars in revenue) on the price before VAT or sales tax. Example with Lumen: a 15 euro price in France is 12.50 euros before VAT, then 8.75 euros after Steam's share, or 58% of the store price, before refunds and any publisher share.
1. Regional prices push that figure lower: Steam shows prices in 37 currencies and suggests lower prices in many countries (ref. 17). Use an average revenue per unit, not your home price.
1. Expect a large share of sales after launch to happen during discounts. Steam rules set the pace: a launch discount of up to 40% for 7 to 14 days, then at least 30 days between discounts outside seasonal sales, and no discount within 30 days of a price increase (ref. 18).
1. Compare with games of similar length and polish, released in the last three years. The median price of recent top sellers on Steam fell from 19.50 to 15.64 dollars between early 2023 and late 2025, and new IP priced above 25 dollars has a harder time. Genre changes the picture: in survival, The Last Caretaker launched in early access at 35 dollars, while Necesse started at 10 dollars and never went above 15 (ref. 19).
1. Express the break-even point in units and set it against the estimated sales of your comparables (part 6).
Common mistakes
1. Lowering the price "to sell more" without doing the maths: at 5 dollars you need three times the sales of a 15 dollar game for the same revenue.
1. Forgetting VAT, the platform fee and regional prices: net revenue is rarely above 60% of the store price.
Your text: […]
Comparable games
	Game
	Price
	Year
	Steam reviews
	Source

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	



Further reading
1. Ref. 17. Valve (Steamworks), Pricing: Steamworks documentation on pricing and regional pricing.
1. Ref. 18. Valve (Steamworks), Discounting: Steam discount rules, worth reading before you plan your promotions.
1. Ref. 19. Simon Carless (GameDiscoverCo), Are Steam game prices dropping, and should you care?: falling median prices among successful games.
3. Content plan after launch
Why they ask
On Steam, most revenue arrives after the first week. Across the games GameDiscoverCo studied, first year revenue was a median 3.2 times first week revenue (ref. 2). A publisher wants to know how you will keep that second life going, and with whom.
What to write
1. What you will do in the first three to six months: fixes, balancing, replying to reviews.
1. Any additional content, free or paid, and what it should achieve (reactivate wishlists, new reviews).
1. What you will not do, and why.
Good practice
1. Plan a visible first update within a month of launch: that is when your review score settles.
1. For a major update or a DLC, request an Update Visibility Round: Valve gives you front page space in front of players who own or wishlisted the game (ref. 20).
1. Time updates with Steam seasonal sales and themed festivals to benefit from their visibility. Deepen discounts gradually rather than slashing the price straight away (ref. 21).
1. Put a number of team days on post launch work. A plan with no days booked is not credible.
Common mistakes
1. Promising a two year roadmap with a team that moves to the next project six months after launch.
Your text: […]
Further reading
1. Ref. 20. Valve (Steamworks), Visibility on Steam: Valve explains what makes a game show up on Steam, including after launch.
1. Ref. 21. Simon Carless (GameDiscoverCo), Discount strategy: your key post-launch game discovery tool: discounts as a visibility tool. Written in 2021: the reasoning holds, the discount rules have changed since (ref. 18).
4. Distribution and platforms
Why they ask
Each platform and each language costs time and money. The committee wants to see that each platform and each language matches players you can name, with a cost next to it. Creative Europe explicitly scores the localisation strategy (ref. 13).
What to write
1. Launch platforms and any planned ports.
1. Why this choice fits a small team: costs avoided, built-in tools, audience.
1. Planned languages and the share of the market they cover (with a source).
Good practice
1. Start with Steam (PC and Steam Deck) unless you have a strong reason not to: wishlists, festivals and Next Fest give a small team visibility without a publisher.
1. Choose languages from Steam's Hardware & Software Survey (ref. 11) and from the reviews on your comparable games: which languages do players write in?
1. Language affects visibility: Steam is more likely to show a game to players whose language it supports (ref. 20). For one text heavy game, 61 to 66% of German and Brazilian players surveyed were willing to play in English, against 22 to 32% of Japanese, Korean and Chinese players. Against the Storm, in 17 languages, makes at least 32% of its sales in China, Japan, Korea and Taiwan; Nebulous: Fleet Command, English only, sits at 2% in China despite more than 125,000 sales (ref. 23). For an ambitious PC game, GameDiscoverCo cites a baseline of English, French, German, Spanish, Japanese, Korean, Brazilian Portuguese, Russian, and Simplified and Traditional Chinese.
1. Translate the Steam page before the game: it is cheap, and the traffic report then shows you where visits come from. Only list a language as supported if the game really supports it (ref. 22).
1. Keep console ports for after the PC launch, with a publisher or a porting studio, once sales are proven.
Common mistakes
1. Announcing five platforms at launch with a team of three.
Your text: […]
Further reading
1. Ref. 22. Valve (Steamworks), Languages Supported on Steam: language support levels on Steam.
1. Ref. 23. Simon Carless (GameDiscoverCo), How localization affects game discovery: real data!: real data on the effect of localisation by country.
1. Ref. 11. Valve, Steam Hardware & Software Survey (language breakdown): Valve's monthly survey, languages tab.
5. Audience
Why they ask
Projections only make sense if you know who buys. A publisher also checks that your audience matches their catalogue and the channels they know. Creative Europe scores target audiences and markets (ref. 13).
What to write
1. Core, secondary and opportunistic audiences: who, where, what share of sales.
1. Where these players get their information: content creators, forums, Discord, specialist press.
1. The games they already own: these are your comparables.
Good practice
1. Describe the audience by the games they play and their habits, not by age: "plays Celeste and Hollow Knight, watches speedruns" is more useful than "men aged 18 to 35".
1. Find five to ten content creators who covered your comparables: that is your first contact list.
1. Watch the ratio between wishlists and followers on your page: the median is 12 wishlists per follower, from 7 to 20 depending on the game, lower for strategy (7.5 for 4X), higher for narrative or relaxing games (up to 16 for puzzle) (ref. 3). A big gap tells you something about your audience.
Your text: […]
Further reading
1. Ref. 32. Chris Zukowski (How To Market A Game), How To Market Your Indie Game in 2024: A 10 Step Plan: a ten step plan that starts from choosing genre and audience.
1. Ref. 3. Simon Carless (GameDiscoverCo), Why your Steam 'follower to wishlist' multiplier matters!: follower to wishlist ratios by genre.
6. Market size: TAM, SAM, SOM
These three numbers answer a simple question: how many players could buy your game, and how many will you actually reach.
Why they ask
The committee wants to check that your projections rest on an audience that exists, and that you can get from a big market figure to a sales number you can defend.
1. TAM (total addressable market): every player of the genre on the platforms you target. For a Steam game, the accounts that own or play games carrying your main tags.
1. SAM (serviceable available market): the part of the TAM you can actually reach with your price, languages, platforms and secondary tags. An English only platformer at 25 euros with no controller support does not reach the same players as a platformer in ten languages at 10 euros.
1. SOM (serviceable obtainable market): what you can capture in the first year, given your marketing budget, your calendar and the competition.
How to estimate each level
1. There are two methods. Top down: start from a published market figure and apply percentages. Bottom up: start from concrete data (comparables, traffic, conversion) and multiply. Investors prefer the second (ref. 24), and so do committees.
1. TAM: start from the estimated owners (Gamalytic, VG Insights) of the 10 to 20 best selling games in your main tag. They are often the same players: use the biggest comparable as an order of magnitude rather than the sum.
1. SAM: apply explicit, justified filters (languages covered, price close to comparables, platforms, subgenre).
1. SOM: work it out both ways. A share of the SAM on one side, the Steam funnel on the other (below). If the two disagree, trust the funnel.
Example
Illustrative example: made up numbers to show the reasoning, do not reuse them. Lumen, a 2D platformer at 15 euros, made by 3 people, translated into five languages.
	Level
	Definition used
	Example
	How to get it

	TAM
	Steam accounts playing demanding 2D platformers
	5,000,000
	Estimated owners of the biggest comparable, cross-checked with others

	SAM
	PC players in the five translated languages, willing to pay 15 euros
	1,200,000
	Language filter (Steam survey) and price filter (comparables)

	SOM
	Buyers in year one
	3,600, i.e. 0.3% of SAM
	Funnel below


From realistic share to sales: the funnel
You check the SOM against the Steam funnel. Each step has a pass rate. The benchmarks below are published medians: replace them with your own Steamworks numbers as soon as you have them.
	Step
	Benchmark
	Example
	Source

	Store page visits before launch
	Your traffic
	120,000
	Steamworks traffic report

	Visits to wishlists
	8% to 12% on a Coming Soon page, weak benchmark
	10%, i.e. 12,000 wishlists
	Ref. 9 (no published sample)

	Wishlists to first week sales
	0.10 to 0.20 sales per wishlist (medians), 0.10 above 10 dollars
	0.10, i.e. 1,200 sales
	Refs. 1 and 2

	First week to first year
	Year one revenue about 3.2 times week one
	Times 3, i.e. 3,600 sales
	Ref. 2 (measures revenue; in units the ratio is higher because of discounts, so times 3 is cautious)

	Check: sales to reviews
	About 35 sales per review, 36 under 100 reviews, 50 above 1,000
	Between 70 and 100 reviews
	Refs. 4 and 7


Illustrative example.
Other useful benchmarks
1. Wishlists do not push your game up Steam's algorithm, except in the Popular Upcoming list (ref. 20). They matter because each person gets an email at launch and at every discount of 20% or more (ref. 30): they are your first buyers.
1. About 7,000 wishlists at launch is the minimum often quoted to appear in Popular Upcoming. On one day in June 2026, the median game in that list had 13,270 (ref. 5). A rule of thumb, not a rule published by Valve.
1. February 2026 Next Fest: for games arriving with more than 1,000 wishlists, 20 to 30% of new wishlists came from players who had tried the demo (ref. 6).
1. Wishlists and price: for games priced over 10 dollars, the median drops to 0.10 first week sales per wishlist (ref. 1).
1. The market is concentrated: in the first nine months of 2024, indie games made 48% of the 8.3 billion dollars earned by new releases on Steam, but that total counts Black Myth: Wukong as indie, and it alone accounts for about 1 billion, out of 13,007 releases in that period (ref. 8). Valve says more than 500 games released in 2024 passed 250,000 dollars in sales and more than 200 passed one million (ref. 10).
How to check your numbers
1. Pick 3 to 5 comparable games: same main genre, similar price, released in the last three years, made by a team of similar size. Leave out the outliers.
1. Take their Steam review count and multiply by 30 to 50 for a sales range (refs. 4 and 7). The method is rough: fewer than half of games land within 30% of the estimate (ref. 7).
1. Cross-check with Gamalytic and VG Insights estimates, and with SteamDB (followers, price history, concurrent players).
1. Place your base scenario within the range of your comparables. If it beats the best of them, back it with proof: wishlists, demo, publisher.
Pitfalls
1. A TAM taken from a global report ("games are a 180 billion dollar market") impresses nobody: it says nothing about your game.
1. Adding up the owners of several comparables: they are largely the same players.
1. Keeping only one hit as a comparable: add games that did moderately well.
1. Giving a single number: conversion varies tenfold from one game to the next (ref. 1), so always give a range.
Your text: […]
Further reading
1. Ref. 24. Akshat Agarwal (Antler, seed investor), TAM, SAM & SOM: How To Calculate The Size Of Your Market: TAM, SAM and SOM, and why investors prefer a number built from your own data.
1. Ref. 25. Bill Gurley (Above the Crowd), How to Miss By a Mile: An Alternative Look at Uber's Potential Market Size: getting market size wrong. Written in 2014, cited for the reasoning.
1. Ref. 7. Gamalytic, How to accurately estimate Steam game sales: how accurate review based sales estimates are.
7. Projections and risks
Why they ask
A funder wants to see that the project survives if the numbers come in lower than planned, and that you know what you will do in that case.
What to write
1. Three scenarios (conservative, base, ambitious) from launch wishlists and a sourced conversion rate.
1. Risks: what happens if wishlists or conversion come in below your assumption?
Good practice
1. Change only two assumptions: launch wishlists and conversion. For example 0.07, 0.10 and 0.20 first week sales per wishlist for a 15 euro game like Lumen. GameDiscoverCo starts its list of under converting games at 0.07 (ref. 1).
1. Go from week one to year one with a multiplier of about 3 (ref. 2). Beyond that, GameDiscoverCo quotes 5.5 times first week revenue over three years, but from only about ten games: present year three as an assumption, not a benchmark.
1. The conservative scenario must let you finish the game and pay the team. If it does not, say what you will cut.
1. If the game does not pay back in year one, write it down. That is the case for Lumen: with a 191,707 euro budget it needs about 27,400 sales, and the ambitious scenario makes 10,800. What follows: production has to be paid for before launch, by grants, a publisher or your own money, not by sales; a publisher who advances the money usually recoups it first from sales, so your net revenue drops by that much; and the plan has to cover several years of back catalogue, with sales, bundles and updates. In the first half of 2026, games released in earlier years made 79% of Steam revenue (ref. 33). A committee would rather read that than a projection inflated to reach break-even.
1. Give each risk a warning sign and a decision date. Chris Zukowski suggests delaying launch if you are within 1,000 wishlists of 7,000, and launching anyway if you are stuck around 3,000 after six months of effort (ref. 5).
Common mistakes
1. A base scenario built on your best performing comparable.
1. A single projection with no range: conversion varies tenfold around the median from one game to the next (ref. 1).
Your text: […]
Sales scenarios (first year)
Net revenue: sales multiplied by the average net revenue per unit from part 2, discounts included.
	Scenario
	Launch wishlists
	Sales per wishlist (week 1)
	Week 1 sales
	Year 1 sales (week 1 times 3)
	Year 1 net revenue

	Conservative
	
	
	
	
	

	Base
	
	
	
	
	

	Ambitious
	
	
	
	
	



Risks
	Risk
	Warning sign
	Effect on sales
	Planned response

	
	
	
	

	
	
	
	



Further reading
1. Ref. 26. Emily Suntrell (Humble Bundle), GDC 2024, Steam Wishlist Benchmarking with Data: tracking wishlists and forecasting sales.
1. Ref. 1. Simon Carless (GameDiscoverCo), The state of Steam wishlist conversions: the latest state of conversion rates.
8. Marketing calendar
Why they ask
The reader checks two things: that each beat has a date and a numeric target, and that someone has days booked to carry it. Without booked days, marketing slips behind development and the Steam page sits at 1 or 2 wishlists a day, too low for Steam to start showing it (ref. 16).
What to write
1. The dated beats: Steam page, festivals, Next Fest, release date announcement, launch.
1. For each one: the target (wishlists), the actions and who owns them.
1. The days budgeted for marketing in your work breakdown structure: this is what makes the plan credible.
1. If the team lacks marketing skills, say so and show how you will cover the gap.
Good practice
1. Open the Steam page early: wishlists build up over time, and each festival usually brings 1,000 to 3,000 (rule of thumb, ref. 5).
1. Pick your Next Fest carefully: a game only takes part once, with a public demo and a published store page (ref. 29). Arrive with a few thousand wishlists already. In the February 2026 edition (182 responses), a game arriving with fewer than 1,000 wishlists gained a median 322, 1,006 between 1,000 and 9,999, and 5,215 between 10,000 and 99,999 (ref. 6).
1. Release a demo early: festivals and content creators need one to talk about the game. Check its median playtime: below about 24 minutes, the problem is the game, not the marketing (ref. 16).
1. Test one social network for a month with one post a day. If nothing comes close to 1,000 wishlists, scale back and keep only the network that worked best (ref. 16).
1. Set a target for each beat and write down the actual result right after: this feeds the tracking in part 9.
Common mistakes
1. Putting everything on launch week.
1. Relying on paid ads to catch up: at roughly one dollar per wishlist (the author's experience, ref. 5), 10,000 wishlists cost 10,000 dollars.
Your text: […]
Further reading
1. Ref. 27. Chris Zukowski, GDC 2024, Steam's New Meta: The Latest Trends in PC Game Marketing: demos, festivals and streamers as wishlist drivers.
1. Ref. 28. Chris Zukowski, GDC 2025 (Independent Games Summit), Marketing Your Game Under the New Steam Rules: what Steam's 2024 visibility changes mean for your calendar.
1. Ref. 29. Valve (Steamworks), Steam Next Fest: official Steam Next Fest rules.
9. Tracking: plan, actuals, variances
Why they ask
You run a go-to-market plan the way you run a budget: every month, compare plan and actuals, explain the variances and decide on an action. It is also what a publisher will ask you for every month once the deal is signed, and the CNC will ask for your actual sales for three years (ref. 12).
Good practice
1. Break your targets down by month. A yearly wishlist target cannot be tracked; a target per month and per beat can.
1. Stick to five or six indicators taken from Steamworks, always on the same day. The wishlist report gives additions, deletions and purchases, by country (ref. 30).
1. Put UTM links (one tracked link per campaign) on your posts, emails and pitches: Steamworks then tells you how many visits and wishlists each link brought (ref. 31).
1. For every significant variance, write down the likely cause and the action decided. Example with Lumen: visits to wishlists at 4% instead of 10% means the page converts poorly, so you redo the capsule and first screenshots before the next festival.
1. Update the scenarios in part 7 at each milestone with real numbers.
Your text: […]
Monthly tracking table
	Indicator
	Plan
	Actual
	Variance
	Action decided

	Net wishlists this month (additions minus deletions)
	
	
	
	

	Visits to wishlists rate
	
	
	
	

	Cost per wishlist (spend divided by wishlists gained)
	
	
	
	

	Page followers
	
	
	
	

	First week sales divided by launch wishlists
	
	
	
	

	Review count and score at 30 days
	
	
	
	



Further reading
1. Ref. 30. Valve (Steamworks), Wishlists: Steamworks documentation on wishlists and their reports.
1. Ref. 31. Valve (Steamworks), UTM Analytics: Steamworks documentation on UTM link tracking.
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