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Ruling Territory 
 

These rules are based on Paul Hughes’ “How to Run a Barony” rules. Those rules 
were based on Dave Arenson’s rules in The First Fantasy Campaign and 
Autarch’s Adventurer Conqueror King System. My version is adapted from what 
they offered, and used with Paul Hughes’ permission. 

 
Characters may want to settle in to adventure sites they have cleared. You may 
offer them the rulership of a community as part of the incentive to protect it. 
Piles of coins are a nice payment, but the real wealth, power, and security is in 
grants of land and authority over those who live on it. 
 
A “territory” can take many forms. The most traditional is a manor house or 
castle with a settlement around it, growing to include neighboring communities. 
A territory can also be a criminal organization, a mage tower with loyal guild 
wizards, a merchant empire with many traders working assigned routes, a 
university, and so on. 
 
Territories are an interesting kind of treasure. They generate many advantages, 
and also many disadvantages, making them a dynamic part of the story. No 
character is entitled to a territory, and these resources can be won or lost as the 
campaign unfolds. There are three primary ways to use territories. 
 

 One Master. One person has the territory, the others in the group use it for 
a base and help defend it. In exchange, they have allies and resources. 
 

 Good Neighbors. More than one character has a territory, and they are 
adjacent to each other in the same valley or island or other area; the rulers 
cooperate to take care of threats and opportunities. 

 

 Layers. There is one setting, perhaps a city. The territories ruled by multiple 
characters are in different strata of society; one may have a criminal guild, 
another a wizard guild, a third may rule part of the city. 

 
You can come up with other appropriate uses for territories, and you can make 
territories for the antagonists in the campaign if that is helpful. 
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Territories and Settlements 

 
In general, a territory will have control 
of its level in points of settlements (as in 
the Region Generator rules.) 
 

1. Small Town. 
2. Town. 
3. City. 
4. Large City. 
5. Massive City. 

 
A territory at level 4 might control a 
town (2) and two small towns (1 each), 
or it might control a city (3) and a small 
town (1). 
 
Also, territories can count for areas 

within larger cities or towns. For example, a territory of 5 may be all through a 
massive city, or it could have 3 points in that city to cover just over half of it, or 
even a 1 point outpost in a neighborhood. 
 
If the territory is not the type to rule a secular settlement, it can have a 
significant presence in [level x2] settlement sizes. 
 
Territory Attributes 

 
Territories have experience and level. Besides that, they have Military, Wealth, 
and Loyalty. These traits are rated as 0 (bad), 1 (average), or 2 (good). They 
cannot be raised above 2 or lowered below 0. 
 
Military. Traditionally in the feudal structure the people trade freedom for 
safety. They give up the ability to be independent, and when the attacks come 
they are protected. That’s the idea, anyway. 

 At 1, the ruler can raise an army equal to five units with the stats of a fighter 
of the territory’s level (even though each unit is made up of many soldiers.) 

 At 2, the ruler can raise 10 units. 

 When the territory levels, all casualties are replaced.  

Level XP Income Type 

1 0 100 Manor 

2 10 200 

3 20 300 

4 30 400 

5 40 500 

6 50 600 Barony 

7 60 700 

8 70 800 

9 80 900 

10 90 1,000 

11 100 1,000 Duchy 

12 110 2,000 

13 120 3,000 

14 130 4,000 

15 140 5,000 

16 150 6,000 Kingdom 



http://fictivefantasies.wordpress.com/ 

 
3 

 Non-standard territories may get hit dice of monsters, assassin levels, or 
other violent assets. 

 
Wealth. Does your territory offer opportunities to earn comfort and security? 
More importantly, can it pay you taxes, fees, bribes, gifts, or other currency? 
Wealth represents money that comes to the ruler that is above and beyond 
room and board, and covering the basic costs of running the territory. 

 At 1, the ruler gets gold equal to the Income for the territory’s level upon 
reaching a new level. 

 At 2, the ruler gets [territory income x2]. 

 This wealth also provides the ruler with 1 experience point per gold piece. 
 
Loyalty. How hard does your territory resist your rule? Are your people divided, 
or united, in either love or hate of you? When you give orders, are they carried 
out? Or are you at the edge of rebellion? 

 At 1, maintain 1 free henchman of the fief’s level or lower. (This henchman 
comes out of the vassals and agents total, but is trustworthy and loyal.) 

 At 2, maintain 2 free henchmen. 

 Henchmen can be replaced or traded for other henchmen while in the 
territory at an appropriate time or place. 

 
Improving a Territory 

 
Pay for traits. Rulers can pay the amount listed by level under “Income” on the 
advancement chart to raise a territory’s military, wealth, or loyalty attribute 
from 0 to 1. Rulers cannot invest money to raise attributes from 1 to 2 unless a 
territory event specifically allows it. 
 
Pay for experience. Rulers can pay the amount listed by level under “Income” on 
the advancement chart to give a territory 5 experience points, paying to take 
advantage of opportunities to increase reach and power. Rulers can only buy 
experience for territories of their level or lower. 
 
Adventure for improvements. An overlord may offer a quest, or an 
advantageous marriage may come up, or a persistent threat may be 
vanquished; there are ways to raise traits without spending gold. The DM can 
offer opportunities for the ruler to take that will increase traits by gifts from the 
overlord, gratitude of the people, elimination of threats, and so on. 
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DMs should consider how the activities of characters may improve NPC 
territories. That could set the background for further adventures and politicking. 
For example, the DM could designate a territory for the local baron, and have 
the characters slay a dragon, granting the baron 5 experience to his territory, 
causing it to level; he could then use that new level to extend his territory to 
include an old fort that he gives to the leader of the characters, making her a 
new vassal with a level 1 territory. 
 
Damaging Territories 

 
If the characters want to bring down a territory, then they need to understand 
the sources of its military, its wealth, its loyalty, and its stability. They can ask 
the DM for information on these things through spying, research, or common 
knowledge. Their enemies can do the same to their territories. 
 
A successful attack on a source of strength for a territory should inflict -1 or 
more experience points. A successful attack on a key position for a territory can 
lower its military, wealth, or loyalty by one.  
 
“Attack” in this case can be commando, military, diplomatic, burglary, 
economic, kidnapping, or any number of other forms.  
 
If a territory loses a level, the ruler must pay the new level’s income or risk 
further destabilization by losing 1 point of military, wealth, or loyalty. 
 
Out of Control 

 
In this state, the territory is not controlled by its former ruler. This may be due 
to anarchy, coup, exile, invasion, or a host of other reasons.  
 
The DM can decide if any traits (including level and experience points) change 
while a territory is out of control. Regaining it should be material for 
adventuring. 
 
Rulers can voluntarily put their territories out of control by assigning rule to a 
loyal vassal. In this case, they can resume control any time (unless they 
misjudged the loyalty of the vassal.) 
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Events 

 
Some territories are more volatile than others. Rolls can happen once per game 
session, once per in-game month, one per season; the DM rolls when it is 
interesting to the game for the DM to roll. Roll 1d12. 
 
All of these results need interpretation and integration to the ongoing game, 
but that is what makes them so fun for the DM! 
 
For a less-active territory, the DM can either roll less often or assign an “x in 6” 
chance of an event, only rolling on the following list if the d6 says to. 
 
If a territory loses a level, the ruler must pay the new level’s income or risk 
further destabilization by losing 1 point of military, wealth, or loyalty. 
 
1. Disaster. Your territory is caught in a disaster (natural or supernatural) and 

must respond. The overall strain reduces your territory’s wealth by 1; if your 
wealth is 0, lose 10 experience points from the territory. 
 

2. Rival Leader. Someone else is gathering support to take over your territory. 
Lose 1 loyalty. If loyalty is 0, the territory is out of control until the ruler 
defeats the rival. 

 
3. Hostile Takeover. Another faction wants your territory. Lose 1 military. If 

your military is 0, then your territory is out of control until you defeat the 
invader. 

 
4. Crime and Lawlessness. Criminal activity gets too daring. Reduce wealth by 

1. If wealth is 0, lose 2 other traits. If you do not have 2 other traits, the 
territory is out of control. 

 
5. Lean Times. Resources are scarce, desperation on the rise. Lose 1 of any 

trait, or lose 10 experience for the territory. 
 

6. New Possibilities. A chance to expand into a new area. If military is 1 or 
greater, +2 territory experience. You may spend half the usual cost to raise 
the territory’s wealth from 0 to 1 or 1 to 2. 
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7. Diplomatic Activity. Your people meeting with their people, you may be 
involved or not; new possibilities for alliances. If wealth is 1 or greater, +2 
territory experience, and a gift of a rare or enchanted object. 

 
8. Merger. A small warrior group joins your territory. If loyalty is 1 or greater, 

+2 territory experience. You may spend half the usual cost to raise the 
territory’s military from 0 to 1 or from 1 to 2. 

 
9. Increased Security. Dedicated effort increases fortifications or operational 

security. Add +3 territory experience, and +1 military or loyalty. 
 

10. Windfall. An unexpected financial benefit brightens your day. Add +3 
territory experience, and +1 wealth; if wealth is already 2, gain bonus 
money equal to the tax rate (and experience for it.) 

 
11. Festival. Support a major celebration and be honored for it. Gain +3 

territory experience, and +1 loyalty. If loyalty is already 2, gain +2 more 
territory experience. 

 
12. Annex. A neighbor may join your territory; gain 5 territory experience, and if 

your military, wealth, and loyalty are all at least one, gain 5 more. 
 
Randomizing a Territory 

 
To create a new territory, try rolling 1d3-1 for military, wealth, and loyalty. Then 
roll 1d4+1 events that shaped its recent past. Maybe make it 1d4 in size, if you 
are not sure how big an area you want. Assign its settlements, figure out its 
agents, and you are ready to drop the characters into it! 
 
If you want to put territories into an area built with the region generator, add all 
the “settlement” points together. Assume the territories will be x1 the 
settlement points for a frontier, x2 for a more settled area, and x3 for an urban 
or high population ratio area. After all, territories can be land rulership, but they 
can also be guilds, churches, and so on. 
 
Independence 

 
These rules do not address the difference between a territory granted by 
another ruler, and an independent territory. For the sake of simplicity, assume 
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that the advantages of infrastructure, population, political clout, and so on from 
another ruler are countered by the percentage another ruler takes of the 
territory’s profits. Independent rulers keep more of what they make, but they 
also have no safety net if they get into trouble, and no allies they did not make 
themselves.  
 
Vassals and Agents (Optional) 

 
The territory generates significant vassals or agents. These are people who are 
supposed to take orders from the ruler; their personalities and loyalties can be 
determined by other factors, including the ongoing story.  
 
The vassals and agents have levels equal to [territory level x2] to divide among 
them. The DM creates these characters, and depending on how they are 
aligned, they can be endless resistance to the ruler or great support. They are 
free thinkers who decide whether or not to be loyal, and how. (Having the 
territory trait loyalty at 1 or 2 means having some trustworthy agents.) 
 
Each time the territory increases, the vassals and agents can get the levels, or 
new agents can be added. If an agent or vassal dies, those levels are available 
for new characters or to level up existing agents and vassals. 
 
These characters max out at level 3. 
 

Example: Roger has a level 4 territory, so he has 8 levels to spend on 
vassals and agents. He wants a 3rd level castellan and a 3rd level 
spymaster, and he granted a level 1 territory to a fighter and a level 1 
territory to a merchant. 
 
When his territory reaches level 5, he will have 2 more points; he could 
give 1 each to the fighter and merchant, making them level 2. Or, he 
could give a point of territory to a new vassal at 2nd level. 

 
Other Agents (Optional) 

 
The territory tends to have agents of other powers in it. The DM can apply a 
multiplier of 1, 2, or 3 to the level of the territory; that is the number of levels of 
other agents that are in play, known or unknown. 
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These other agents can be spies for neighbors, cult leaders, mercenary captains, 
guildmasters, bandit chiefs, university deans, or any number of other types. 
They may have territories within yours that do not answer to you, or they may 
be operating in your area while working for someone further away. 
 
As the DM, if you know these agents you can pull them in to your ongoing 
stories to provide more opportunities for rivalries or alliances to emerge. Get a 
favor bank going as the rulers work with those who have needs and solutions. 
Or, give the ruler the opportunity to attempt to rid the territory of all those who 
answer to someone else. Either way, stories are motivated. 
 

Example: Will has a level 3 territory on the frontier, so the DM will have 
3 levels of agents loose in his area. He puts in a level 2 agent of the local 
church, and a level 1 spy from the bandits outside the territory. 
 
Later, Will has a level 6 territory and the surrounding area has been 
settled much more; the DM puts a x2 multiplier on it and has 12 levels 
of agents. That’s room for 2 full-fledged cult leaders (different religions) 
at level 3 each, a level 3 wizard starting up a guild that may rival his 
authority in a border town, a pretender to the throne at level 2, and the 
head of a new criminal organization in his capitol city. 
 
These agents, some known and some not, give opportunity for Will to 
make choices in how to manage threats domestic and foreign as their 
plans come to light. Using agents can help a DM be creative. 

 
Customize 

 
Take these rules and customize them! Put campaign-specific entries in the 
“events” chart. Add in those cool golem rules for the military muscle the wizard 
guild provides. Make notes for how the extortion of the criminal guild manages 
its taxation, and how it can break down so the characters have to get involved. 
 
This is a deliberately loose framework to give DMs and players a way to dabble 
in ruling organizations or territories. Feel free to flesh it out for how you want 
play to work at your table.  
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Territory 
 

Territory:  Ruler:  

Description:  

 

 

 
Military:  Henchmen: Level:  

Wealth:   Experience:  

Loyalty:   Income:  

 
Overlord: (Who granted the territory?) 

Vassals:  

 

 

Agents:  

 

 

 

 
Notes: 


