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Introduction 
 

Settlements – from the smallest frontier 

village to the sprawling megacity – have always 

been a cornerstone of fantasy tabletop roleplaying 

games. Many parts of making great settlements are 

obvious: make interesting NPCs, flesh out the key 

points of interest, come up with tavern menus and 

general store supply lists. However, it’s so easy, 

even bordering on unavoidable, to make static 

settlements. The players arrive, check out the sites, 

meet some locals, and then leave to go on the next 

adventure. When they come back, everything is just 

where they left it. There might be new quests to 

check out on the quest board, there may have been a 

goblin attack on the farmer’s flock, but nothing 

much else has happened. In a game where the GM 

is constantly focused on making content that 

revolves around the party, it’s easy to forget that 

some of the richest, most interesting details of 

worldbuilding can happen – should happen – 

independent of the party. It’s when the party 

discovers a changing settlement tapestry that is truly 

organic that the party feels like they are in a real, 

living world.  

Being a GM is so much work. Rather than 

put the onus of making a rich, living settlement on 

the GM, Organic Towns seeks to make a 

comprehensive system that is easy to run, can be 

modified based on the level of involvement of the 

players, and that creates a living, breathing town 

that is completely unique to your own customized 

village. Your world and the settlement that you 

want to run is completely one of a kind. Organic 

Towns is tailored through building selection,    

     upgrades, and settlement actions to be  

       customizable to fit your world.  
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Using Organic Towns 
 

Organic Towns is totally customizable not just to 

your unique village, town, or city – but to how you 

want to run it. Whether you want to apply Organic 

Towns to an already-established published 

settlement, your own custom-made settlement, or 

you want to found a village and start from scratch, 

Organic Towns is flexible enough to meet your 

needs. 

Organic Towns Assumptions 

Organic Towns is written based on some 

assumptions. The first assumption is that your 

fantasy world has a level of technology similar to 

13th century medieval Europe. Mills, smiths, and 

efficient agriculture are common. Additionally, 

Organic Towns assumes that magic and monsters 

not only have a role in the world but are a basic fact 

of everyday life. If your world has low technology, 

low magic, or no magic, then some buildings may 

not be a good fit or even believable. Consider these 

things – as well as other worldbuilding 

fundamentals – when using Organic Towns, 

especially when selecting buildings to construct and 

settlement action. Additionally, a world where 

technology is more primitive may have an impact 

on the length of time to construct building. If your 

world has no mills, cranes, or advanced 

construction techniques, a curtain wall may take 

many years to build.  

Salt to Taste 

The buildings, progressive event tables, and 

settlement actions in this system strive to seek a 

balance between specificity and broad applicability.  

     If a random event states that a guard spots a  

         chimera but your world has no chimers,  

change the event to best fit your particular  

world. Perhaps the guard spotted a young dragon, or 

simply a mysterious rider on a strange horse. 

Additionally, feel free to completely reskin entire 

buildings. It’s entirely possible that through some 

reskinning, you could apply Organic Towns to 

moisture farmers living in a frontier village in a 

desert planet in the galaxy’s outer rim, or to an 

entirely aquatic species that lives in bubble-cities 

three miles below the ocean’s surface. In these 

cases, try to take the intent of the Organic Towns 

systems and modify the specifics to your world. The 

Harbor could be a Spaceport, the House of Healing 

could be a Hospital, and Dry Docks could be a 

Mechanic’s Shop. This book even contains 

guidance on making your own buildings and 

progressive tables. So feel free to use what you like, 

reskin what you don’t, and scrap the rest. It’s your 

town, we’re just here to help you make it as 

dynamic as possible. 

Player Consequences 

The one thing this book does not take into account 

are the action of the players. Too often, players feel 

like towns are simply there for their own benefit 

rather than being living, breathing creatures of their 

own. However, there are times where you want to 

have the party’s actions inform the dynamic of your 

settlement. Did your party just go on a shopping 

spree, intimidating every shopkeep they came 

across into giving them a discount? Sounds like the 

town just got a -1 Morale modifier. Did the party 

just successfully catch a murder or uncover a crime 

ring? Maybe you should tweak the town’s Crime 

modifier down 1. Maybe the party just routed some 

nearby bandits from their hideout and handed over 

the leader to the local guardhouse. The Bandit 

Hideout should be reduced  by one level. When the 

players make actions that affect the settlement, 

think about how that might convert into game 

mechanics and adjust them accordingly. The party 

wants to feel like the settlement isn’t just there to 

serve them, but they also want to feel like their 

actions have consequences that ripple across the 

settlement. 
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When in Doubt, Round Up 

Organic Towns involves a fair amount of basic 

math, some if which can result in numbers with 

decimal points. Whenever you end up with a 

number with a decimal point, round up to the 

nearest whole number. 

Three Ways to Use This Book 

While Organic Towns is made to make interesting 

towns that – through some crafty progressive event 

tables – develop interesting hooks, gossip, and 

events all its own, there is still some maintenance 

and score keeping required by the GM. If you like 

some crunch, awesome! Read the whole book and 

follow the rules as they’ve been written, and you 

should have a settlement that you’re not just proud 

of but that’s actually fun to run behind the scenes. 

Do you want to run your own town and get all the 

benefits of Organic Towns but you’re too busy to 

have to follow and learn yet another rule system? 

Sounds like the Simple Rules is where you should 

go. Do you already have a town you love but you 

want top breath some life into it? Check out Start at 

the End. 

 

 

 

 

 

 

 

 

 

 

 

 

 

Rules as Written 

For the GM who wants to follow the rules as 

written, you should read this book to the end to 

understand the system and major concepts. If you 

are founding a town or want to make one from 

scratch, check out the Founding a Town section and 

begin there. If you already have a town, grab a 

Settlement Sheet and, to the best of your ability, fill 

in all the details including population, constructed 

buildings, and upgrades. If you’re not sure if your 

Merchant Guild is actually a Trading Company, 

don’t sweat the details. Just make it as accurate as 

possible without stressing out over it. Once your 

settlement has been outlined in the Settlement 

Sheet, you can then begin running it monthly, 

checking for random events, spending monthly 

settlement points on upgrades and buildings, and 

keeping track of Morale and Crime as outlined in 

the rules.  

Simple 

Hey, we get it. There is so much work and game 

prep to contend with as a GM. We’re here to make 

your life easier, not harder, so if you want to simple, 

trimmed down version of Organic Towns, we don’t 

blame you. For the simple version of the   

    Organic Towns system, we recommend not  

     tracking population growth, settlement points,  

     defense score, or building construction. Instead,  

     once you have your town outlined on the  

       Settlement Sheet, keep track of its Morale and  

        Crime modifiers only. Roll each month to  

         determine the latest events based on the size  

         of your settlement (village/town/city), and  

         make note of Morale and Crime score  

        changes. Roll on those tables each month as  

        well. Add new buildings and upgrades at  

      intervals that makes sense for your settlement.  

     Try to anticipate new buildings you’d like to add  

    so that you can describe the construction to the 

party. It’s fun for them to see one moth that a new 

Brewery is being built and to then see that’s open 

the next time they’re in town. As a rule of thumb, 

you can construct/upgrade one building every three 

months for a village, two months for a town, 
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and twice per month for a city. Even though you’re 

not tracking construction per say, you can use a 

building’s construction time to get a rough idea on 

how long you should wait before adding a new fully 

constructed building to your town. 

Start at the End 

The third option – and by far the least work for the 

GM – is to simply build the town you want, not 

worry about new construction projects, and simply 

use this book for its progressive event tables based 

on the building your town includes. You can also 

track Morale and Crime to use those tables as well. 

Roll each month to determine what happens and 

then incorporate that into your worldbuilding, 

hooks, and town gossip. 

Behind the Scenes vs With the 

PCs 

Organic Towns is designed to be used by GMs 

behind the scenes as part of their game prep. 

However, this system can also provide a framework 

for PCs to take a leadership role in the governance 

of a settlement. In this case, we suggest keeping the 

mechanics of the system concealed behind the GM 

screen, but using it to guide decision making for the 

players. As random events occur, the players can 

use them as the basis for adventures and settlement 

decision making. The players can decide how to 

manage monthly revenue and resources, direct the 

construction of buildings, and the training of the 

settlement’s army. Self-directed player leader may 

be fine running the show on their own. However, a 

great way to implement a player-run settlement is 

with the help of a small council of NPC advisors. 

Three advisors is an ideal number as they can 

represent different interests and perspectives within 

the settlement. A military advisor may advocate for 

training a new company of archers while the 

treasurer will encourage upgrading the town’s road 

system to stoke new trade opportunities. NPC  

  advisors allows for decision points like raising  

       taxes and the pros and cons of building a  

           brothel as engaging roleplaying 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

opportunities rather than exposition. One important 

thing to remember is that players shouldn’t feel like 

their characters are making decisions in a vacuum. 

If players raise taxes, they risk affecting morale and 

may see residents protesting in the streets. If they 

opt to pay for a festival to celebrate a military 

victory, they should see the celebration. Every 

decision they make should have tangible 

consequences that they can see as they move 

through the settlement and talk to NPCs.  

If the party takes an active role in the governance of 

the settlement and you choose to use the optional 

Settlement Leadership rule, pick the government 

option just as you normally would. If that type of 

government requires that you choose a leader, pick 

the Balanced Leader. Alternatively, you can choose 

the leader type that you think best describes the 

player leaders. 

PCs as Business Owners 

As PCs accumulate hordes of treasure from their
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adventures, they’ll no doubt start looking for ways 

to spend it. One thing players might want to try 

their hand at is investing in a business. Merchant 

shops are the most obvious choice but 

entrepreneurial players might wish to instead invest 

in an apothecary, a brewery, and no doubt, the bard 

will want to start a brothel. No matter what business 

venture the players initiate, here’s how to manage it. 

Build: If the players decide to build or purchase a 

business, convert the SP requirement of the business 

into gold. If the party is starting a new business, 

they give that gold to builders who construct it. If 

they are buying an existing business, they pay that 

to the previous owner (if the NPC is amenable to 

selling).  

Manage: Whenever a random event occurs for the 

building, think about how to include the player 

owners. For instance, in the event of a building fire, 

leave it up to the players to decide what to do. If 

there is a theft or some other incident, the party 

should have to decide how to proceed. Depending 

on the random event for the building, this may 

require some adjustment by the GM. 

Profit: Businesses that are well run will hopefully 

turn a profit which the player should then enjoy a 

piece of for their investment. To determine a 

businesses’ monthly profit, roll a d6 a number of 

times equal months required to build the business 

divided by two and rounded up, then minus the 

number of months to build, and finally multiply that 

amount by 1 SP, which you can then convert into 

your systems gold equivalent. The build times used 

is ONLY for the building’s current level. The profit 

for a level II building does not take into account the 

time required to build the level I building. 

((months to build/2)d6 – (months to build)) x 1 

SP 

For example, if a player invests in a Brewery (level  

III), the monthly profit would be (2d6-3) x 1 SP.  

As GM, use your discretion to adjust the modifier to  

    the d6 rolls to reflect the player’s actions within  

        the context for the business. For instance,  

using the brewery example above, if the players 

routinely use the brewery as a venue to throw free 

parties for their friends, you may decide to change 

the profit formula to (2d6)-5 x 1 SP. Alternatively, 

if the players exhibit business acumen by finding a 

unique way to market the brewery’s ale or by 

making a thoughtful and competent hire, you might 

adjust the formula to (2d6 -1) x 1 SP. 

Definitions 

Organic Towns, particularly in the buildings’ 

progressive events tables, uses some shorthand and 

acronyms that you may not be familiar with. 

Phrases related to monsters was developed in an 

attempt to create a common understanding of 

monsters which can be difficult to achieve where 

the relative power of various creatures can range 

tremendously between different roleplaying game 

systems. Here are the definitions for these words to 

help you understand the system’s intent. 

Low Level Monster – These are common 

monsters, typically humanoids, that often attack 

common folk, travelers, and merchants. They are 

the monsters that adventurers usually confront when 

they are just starting out. Examples could include 

goblins, skeletons, bandits, orcs, cultists, bears, rust 

monsters, and zombies. 

Medium-Level Monster – These monsters are 

stronger and more powerful. They can ravage 

villages and wreak havoc on unprepared 

adventurers. These are the types of monsters 

adventurers typically deal with in the middle of 

their adventuring careers. Examples of medium-

level monsters may include giants, young dragons, 

lycanthropes, wraiths, dinosaurs, basilisks, and 

golems.  

High Level Monster – These monsters are 

extremely powerful and, left unchecked, have the 

potential to destroy cities and threaten entire 

kingdom. These dangerous foes are only challenged 

by extremely powerful adventurers. These monsters 

could include ancient dragons, liches, krakens, 

terrasques, vampire kings, and purple worms. 
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BBEG – Big Bad Evil Guys are the central villains 

in a story. They are not associated with any 

particular monster group and campaigns will often 

have several, with each campaign story arc focusing 

on the party confronting and overcoming one 

BBEG. They are the master manipulators, the 

schemers, and the ones behind the scenes trying to 

thwart the players’ actions 

PCs – Player Characters are the heroes of the story 

who are controlled by the players. 

Friendly Settlement – This is a settlement that, in 

relation to the settlement being run by the GM, is an 

ally. The relationship between the GM Settlement 

and the Friendly Settlement can range widely with 

some having firmly-structured treaties guaranteeing 

anything from trade rights, shared map information, 

military support, or shared resources. Other 

Friendly Settlements may have handshake alliances 

between leaders who share a bloodline, values, or 

common interest. 

Rival Settlement – A rival settlement is, in relation 

to the GM Settlement, at odds with them in some 

way. These settlements are not at war with one 

another and in fact, may even enjoy lucrative trade 

deals with one another. However, relations tend to 

be uneasy with the settlement having contradictory 

values, interests, or competing over the same 

resources. Rival settlements may contend over 

territory such as key crossroads, bridges, or 

shipping routes. These disputes are fought through 

political maneuvering, treaties, and posturing rather 

than open warfare. 

Neutral Settlement – In relation to a GM 

Settlement, a neutral settlement is one where no 

existing relationship has been established, usually 

because relations have only just started, though it 

could be because relations have intentionally not 

been established. Neutral settlements represent both 

potential economic opportunities and threats to the 

settlement security. 

Enemy Settlement – An enemy settlement is one  

    that is openly at war with the GM Settlement.  

        This war can be a cold standoff that has been  

maintained for decades with only a few hostile 

encounters of the years or an active war where the 

threat of raids and siege is imminent.  

Member of Court – This term is used to describe 

an NPC that has political influence with the 

settlement. These NPCs could be nobles who 

participate in court, advisors who meet with the 

settlement leader through a small council, or 

perhaps spouses and family members of the 

settlement leader. Members of Court are mentioned 

occasionally in progressive events and it is a good 

idea to establish at least 2-3 NPCs who fulfill this 

role. 

Settlement Turn – This is when all the action (and 

mechanics) of Organic Towns takes place. The 

settlement turn happens once per month, typically at 

the end of the month or as decided by the GM. 

Settlement Actions – In addition to constructing 

and upgrading buildings, SP can also be spent on 

Settlement Actions. There are numerous settlement 

actions that range from hunting to provide 

supplemental food to the settlement, training new 

military units to protect the settlement, or even 

building merchant ships to increase the taxable 

income of the settlement. 

Settlement Points – More commonly referred to SPs 

are a measurement of a settlements available 

resources to construct buildings and take actions. 

SPs are determined by  

population – 10  

residents equal 1 SP. 
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Key Mechanics 
Settlement Points 

Settlement Points (SPs) are the foundation of 

Organic Towns. Settlement points are a 

representation of laborers, raw materials, and gold. 

To determine a settlement’s baseline monthly 

Settlement Point allowance, divide the population 

by 10 and round up to the nearest whole number. 

For instance, a small village with 257 residents 

would get 25 SPs each month. Settlement Points 

reset each month, unspent Settlement Points do not 

carry over to next month. 

Settlement Points can be spent to construct 

buildings or take Settlement Actions. For example, 

a house can be built in one month and costs 3 SP. 

Going back to our sample village, the Town 

Manager could decide to spend most that month’s 

points by constructing 8 new houses. It’s important 

to remember that SPs are a representation of a 

settlement’s resources. Even though 1 SP is 

represented by 10 residents, that does not mean that 

all 10 residents are laborers who work on the 

project for which their representative SP is spent. 

Towns are filled with laborers, farmers, children, 

shopkeeps, managers, craftsman, adventurers, the 

elderly, and folks who struggle with disabilities. A 

healthy settlement needs a wide variety of residents 

and professions to function properly. For each 1 SP 

that is spent on a project, you can assume that 2-3 

residents are physically involved.  

Although a settlement’s monthly SP allowance is 

fixed, the cost of buildings can vary greatly 

depending on several factors including morale, 

availability of resources, and random events.  

Morale  

A settlement’s morale modifier represents the 

general mood in town. Residents with high morale  

   are happy are cheerful, friendly to visitors,  

       grateful for the town’s leadership, and eager to  

help the town succeed. Residents with low morale 

are gloomy, generally unwelcoming, resent the 

town’s leadership, and will sometimes take actions 

to undermine the settlement. Each month, there is a 

50% chance of a random event from the Morale 

Table occurring in a settlement. 

Generally, a settlement with plenty of food, water, 

housing, and low crime will be content. Certain 

buildings can modify morale. Some random events 

can affect morale as well. The GM should keep 

track of the current Morale as it impacts the SP cost 

of buildings and random Morale Table rolls each 

month. A settlement that has a Morale modifier of 

at least +3 pays a reduced construction price of -

1SP per building project. A settlement that has a 

Morale modifier of at least -3 pays an increased 

construction price of +1SP per building project. 

Availability of Resources 

Buildings require physical components such as 

wood, stone, and metal to build them. There are 

three levels of availability: rare, adequate, or 

abundant. If a resource is abundant, then it is readily 

available for the settlement’s builders and buildings 

that use the resource takes 33% fewer SP to 

construct. If the resource is adequate, there is no 

effect on the SP cost of buildings that use that 

resource. If a building that requires that resource is 

rare, buildings that require it cost 33% more SP to 

build. GMs may swap out these three resources for 

others that make more sense for your campaign. For 

instance, a campaign featuring a settlement in a vast 

grassland may feature buildings largely constructed 

of bone and animal hide instead of stone and wood. 

It is up to the GM to determine the availability of 

these key resources in their campaign setting. If 

your settlement is in the underdark, stone may be 

abundant, but wood is probably rare.  
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Random Events 

Some random events may also affect your 

settlement’s monthly allotment of SPs or the cost to 

construct buildings. You can keep track of these 

events on the reverse side of your Settlement Sheet. 

Random events are a key component of Organic 

Towns. They represent the major events and rumors 

that form the texture of a settlement to help create a 

world that is independent of the players. Events can 

be negative, neutral, or positive and can affect a 

wide range of aspects of your settlement. Players 

may learn of these events in the form of rumors and 

gossip or, depending on the events, with their own 

eyes. For instance, if in a random event a house 

burns down, the party will likely see the burned-out 

husk of the building, smell the scent of smoke, or 

hear the cries of the family who just lost their home. 

The random events tables provide the seeds to 

implant interesting events into your settlement, but 

the GM should consider their world and how to best 

incorporate the event into the story for the players. 

GM’s Discretion 

This book provides a system, mechanics, and 

framework for creating settlements that come to life 

in your world. However, only the GM knows best  

   how to translate this book through the lens of your  

       unique world. If a random event doesn’t quite  

fit in your world, you should feel empowered to 

tweak it as necessary. For instance, if a random 

event says that your settlement discovers a colony 

of benevolent werewolves but in your world, 

Lycanthropy doesn’t exist, change it! Perhaps the 

settlement instead contacts a colony of 

shapeshifters, wood elves, or androids! Only you 

know what would make sense for your world. Take 

the spirit and intention of the event and translate it 

into what would fit for your game, your town, and 

your players. 

        Weather 

Weather is something that is entirely unique to 

every climate. Does your world have winter? A 

monsoon season? Does it suffer from sudden and 

extreme storms? Maybe its sunny and warm every 

day. Consider the weather pattern for your world 

and how they would affect things like Settlement 

Points. Building a house during a frigid and brutal 

winter is much more challenging then building one 

in a temperate and mild summer. Depending on the 

severity of the conditions, you may consider 

increasing a given building’s SP construction cost 

by 25% or 50%.  

SP to GP Conversion 

Although Settlement Points are based on a 

combination of gold, manpower, and building 

resources, there may be times when you wish to 

convert a building’s SP cost to just gold pieces 

(GP). For instance, the party may wish to build an 

estate or a merchant shop in town. In this case, you 

can use this chart to determine the conversation rate 

in some popular systems. 

Depending on the TTRPG system you are using, 1 

SP has the gold equivalent of: 

5E = 35 GP 

PF1/3.5E = 10 

PF2 = 3 GP 

OSR = 25 GP 

SP to GP conversion was determined by comparing 

the costs of similar items between systems such as 
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the comparative value of long swords, galleys, and 

keeps. Determining an exact conversion rate is 

difficult and if it feels too high or too low for your 

system, feel free to adjust accordingly. 

Awarding SP 

There are times when SP may be an appropriate 

reward – either for the players or for the settlement. 

If the party successfully routes cultists from a 

nearby stronghold, they may discover a significant 

provision of lumber, tools, and raw construction 

materials. In this instance, if the party 

communicates this to the settlement and helps them 

acquire it, the settlement may receive a surplus of 

SP for the month. In these times, the GM should use 

their judgement as to how much building materials 

are recovered. If the materials are enough to build a 

Merchant Shop then the raw materials probably 

equal about 5 SP. If there is enough raw material to 

construct a stone keep, it may be about 50 SP. Don’t 

forget that the raw construction materials represent 

only one facet of Settlement Points – the rest being 

gold and labor.  

  

 

 

 

 

 

 

 

 

 

 

Other times, the GM may choose to use SP as a 

creative reward for players when they have helped 

the leadership of the settlement. After slaying a 

dragon that had made the roads outside of town 

unsafe for months, the settlement leader may offer 

to construct a building in honor of the players and 

offer them ownership over it. It can be helpful to 

conceptualize the reward by first thinking what an 

appropriate gold reward might be for the players 

actions and to then convert it into SP. Work with 

the players to determine how they wish to spend the 

SP and what role they will have within the finished 

building. 

Construction 

Each month, during the settlement turn, you can 

spend SP to construct or upgrade buildings. There 

are 39 different buildings, 38 of which can be 

upgraded. With so many choices, it can be 

confusing to understand what benefits each brings 

and how you should prioritize your building 

construction. This section aims to shed light on 

these details. 

Building Mechanics Table 

 

 

 

 

 

 

 

 

 

 

                                                           Sample Building Mechanic Table 
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A.) Level 

Every building has three different level except for 

the Merchant Shop. Most buildings are renovated as 

they upgraded though some, such as the Well, are 

brand new buildings rather than simple upgrades. 

Which level building you have will have will 

determine which dice you use to roll for the 

Building Event Tables. Level I buildings roll a d6, 

Level II buildings roll a d12, and Level III buildings 

roll a d20. For instance, if your settlement is a Town 

and you roll a 40 on the Building Roll Table (Town) 

and your Tavern is a Level II, you would roll a d12 

on the Tavern Building Event table to see what 

event has happened there. 

B.) Prerequisites 

This tells you what is required for this building to 

be constructed or upgraded. Most buildings have at 

least one prerequisite but not all of them do. 

C.) SP/Construction Time/Resources 

This tells the Settlement Point (SP) Cost per month 

that is spent during construction of the building, the 

number of months that it will take for the building 

to finish construction, and the resources used in 

building it.  

 

 

 

 

 

 

 

 

 

 

 

 

D.) Maintenance 

Some building – especially ones with workforces 

needed to run them – have an ongoing monthly 

maintenance cost. Be sure to consider the monthly 

maintenance cost of buildings you choose to 

construct. A village with a large standing army may 

be well protected but the monthly expenses to 

maintain the troops will quickly strangle the 

expansion of the town. When you upgrade a 

building, the maintenance cost of the new level 

replaces, rather than stacks on, the old maintenance 

amount. 

If you stop maintaining a military unit, the unit 

dissolves and its benefits are lost. If you stop 

maintaining a ship, the ship stays in harbor but no 

benefits are gained until maintenance is resumed. If 

you stop maintaining a building, there is a 50% 

chance each month that its benefits end. If you stop 

maintaining a building at a higher level but maintain 

it at a lower level, there is a 50% chance each 

month that the benefit from the higher level will 

end. Once maintenance begins on a building again, 

the benefits immediately take effect the next month
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E.) Benefits 

Every building – except for the Bandit Hideout – 

provides at least one benefit to the settlement. When 

a building is upgraded, the new benefit for the level 

is added to the settlement sheet, stacking with 

previous benefits. 

Water – Sufficient drinking water is critical for the 

survival of the town. Without it, residents will begin 

dying. Having enough Wells will ensure adequate 

water. 

Food – Having enough food for your residents is 

also crucial if you want to avoid death, starvation, 

and disease. Pastures and Farms create most of the 

food your settlement will need. Food can also be 

supplemented through hunting, fishing, and Trade. 

SP – Settlement Points are the lifeblood of a 

settlement. These are spent to construct and upgrade 

buildings, and can also be spent of Settlement 

Actions. Any building where gold is spent (and 

therefore taxed) helps to raise SP, including 

Markets, Merchant Shops, Arena, and Brothels to 

name a few. 

Population Growth – This is a measure of how  

    many people are being born and who are  

        immigrating to the settlement compared to how  

many are dying. A positive 

population rate is crucial for 

the growth, health, and 

economic success of a 

settlement. Buildings that 

affect public health such as 

Cemeteries increase 

population growth. 

Housing – This represents the 

number of people who can be 

adequately housed within the 

settlement. A lack of housing 

will increase crime and 

decrease morale. Houses are 

the most obvious option to add 

housing though some other 

buildings create it as well. 

Morale – This is an indicator of the overall mood 

within a settlement. Towns that are poorly managed 

or that have experienced recent violence or other 

traumatic events have poor morale. The Morale 

Score is added to monthly Morale Table Rolls. 

Towns with bad morale can experience xenophobia, 

civil unrest, or even violent uprisings. Towns with 

high Morale are welcoming to new people, are 

resilient to hardship, and are cultural epicenters. 

Buildings such as Taverns, Arenas, and Temples 

can increase morale. 

Trade – This is a representation of economic 

commerce with other settlements, countries, and 

trading companies. Finding ways to import and 

export more goods makes the settlement more 

resilient to hardship. The settlement’s Trade Score 

is a pool of resources that the settlement leader can 

draw from in times of need to help reach goals and 

avert disaster.  

Crime – The only statistic for the settlement that is  

   detrimental to its wellbeing, the Crime score  

        monitors how active, entrenched, and volatile  

crime is in the settlement. Crime increases over 

time as the settlement’s population increases but 

negative Morale and events can also impact the 

level of crime. Building such as Orphanages and 

Guardhouses help to keep the crime rate low.
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Defense – This score is a measurement of the 

military and defensive prowess of the settlement 

and how capable it is of defending itself against 

attack. Several buildings improve the defensive 

capabilities of a settlement including Walls, Gates, 

and Towers. 

New Settlement Actions – Some buildings unlock 

new Settlement Actions such as building ships or 

training military units. The Barracks, Docks, and 

Dry Docks unlock new Settlement Actions. 

F.) Description 

This box provides a brief description of the building 

itself along with guidance on amenities the building 

might provide to the town outside of the mechanical 

benefits. 

What to Build 

      The obvious choice is to build what you want  

           and what will be most beneficial to the.  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

settlement. 

However, the most interesting and dynamic Organic 

Towns are the ones where the GM approaches the 

settlement as though it were a character they were 

playing. Consider the settlement’s government and 

leader type. If you have the leader fleshed out as an 

NPC, consider their motivations to help you decide 

what to construct. Approaching settlement 

management in this way will further ensure that the 

town is a self-contained and dynamic world all its 

own. 

Duplicate Buildings 

While any building in Organic Towns can be built 

multiple times, most of the buildings’ benefits do 

not stack. For instance, once a Tavern has been 

built, it can be upgraded, but the settlement does not 

gain any benefits from building additional Taverns. 

There are a couple of buildings that can be built 

multiple times however, their benefits stacking  
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each time. Those buildings that can be built 

numerous times are: 

• Houses (All Levels) 

• Outpost (All Levels) 

• Merchant Shop 

• Well (Level I Only) 

The settlement sheet allows the GM to keep track of 

the number of each of these constructed buildings. 

Adding or Modifying Buildings 

Depending on your campaign, your setting, or your 

settlement, there may be a building you want to 

construct that is not listed in Organic Towns. With 

some prep work, you can create your own buildings 

and add them to your settlement. Here is some 

guidance on how to add a building that will fit in 

with the rest of the system. 

Is there a building that is similar to the one you 

want? It may be easiest to simply reskin and change 

the flavor text of one of the buildings to better suit 

your game. 

If you can’t reskin a current building, think about 

whether your building is comparatively small, 

medium, or large. As a rule of thumb, you can copy 

the SP Cost, time to construct, and needed resources 

of a comparable building. The Tavern is an example 

of a small building, the Inn is a medium one, and 

the Keep is a large one. Use the SP/Construction 

Time/Resources of the comparable building for 

your own.  

Next, answer the following questions: 

• Are there any prerequisites for your 

building?  

• Does the building have a workforce required 

to maintain it? 

• What are the mechanical benefits of the 

building? Would it increase the settlement’s 

Defense Score, Morale Score, or Trade 

Score? Would it reduce the Crime Score? 

• If the building generates a profit that would 

be taxable, consider other comparable 

buildings and copy that building’s SP/Mo 

benefit. 

 

 

 

 

 

 

 

 

 

 

 

 

 

• Are there any non-mechanical benefits to the 

building such as expanded availability of 

consumer goods, experts of a specific skill 

who can train residents, or something else? 

Now that you have fleshed out the mechanics and 

requirements of your building, the final step is to 

make a Progressive Event Table for the building. 

This is the most time-consuming part of making 

your own building but also one of the richest for 

worldbuilding. The best method for doing this is to 

take the Event Table of a different building, leave 

the parts of the table that affect mechanics such as 

increasing or decreasing Morale or allowing for a 

free action but to swap out the flavor text for what 

would make sense for your new building.  

Once you have done this, the final part is to 

consider how your building would fit into the 

Building Roll Table for each settlement stage. The 

easiest way to accomplish this is, if there is a 

building you are not incorporating into your 

settlement, to replace that building with your newly 

created one.  
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The Organic Towns Settlement 
Location 

Congratulations, settlement leader! You are about to 

begin running your very own Organic Town! 

However, before we start filling in your settlement 

sheet, you must first determine where the settlement 

will be. Consider your world, the geography and 

climate. This will have an impact on the settlement. 

What resources are common? Which are rare? The 

nearby forest has a healthy supply of lumber but its 

also lousy with monster. Is that lake over there 

filled with fish that can be caught or is the lake 

poisoned from underwater geothermal activity?  

When placing your city, make sure you can answer 

the question “Why there?” Historically, settlements 

form where there is a clean source of drinking 

water, especially where rivers feed into oceans. 

Perhaps your city was founded by an important 

river crossing or a prosperous gold mine. Why the 

settlement was founded will help inform its values, 

history, culture, and the kinds of people who live 

there. 

Availability of Resources 

The availability of resources for your settlement is 

where story and mechanics intersect in Organic 

Towns. If the settlement is located in a desert along 

a river, lumber may be rare but stone quarries might 

be particularly fruitful. An elven settlement deep in 

a forest may have plenty of wood but mining 

operations that seek metal may be a waste of time.  

In Organic Towns, there are three natural resources 

to consider (wood, stone, and metal) and three 

levels of availability (rare, adequate, and abundant). 

It is ultimately up to the GM to figure out how 

plentiful these building resources are in the location 

where the settlement is. How common they are will 

affect the SP cost of buildings that require them. It’s  

     recommended that the GM assign one of each  

          availability level to each of the three  

resources – or simply makes all three resources 

adequate. Making resources overall more or less 

plentiful will impact the speed at which settlements 

grow. 

As GM, you have authority to change or even add 

new resources for construction. For instance, a 

migratory, nomadic people may build their 

buildings with animal hide and bone instead of 

wood and stone. In a science fiction setting, 

resources might change from wood, stone, and 

metal to metal, energy capacitors, and electronic 

components. You can change the language and 

flavor text but still lean on the same mechanics. 

Founding a Settlement 

An exciting way to use Organic Towns is to set out 

on an expedition to strange and distant lands and 

found your own settlement. When doing this, make 

sure you know how many people are helping to start 

the settlement as your population determines your 

monthly SP. People who are willing to face peril to 

start a new life in an unknown land do so for a 

reason. Consider what it is that motivates these 

people to risk their lives for a new start as it will 

determine a lot about your settlement’s identity.  

Founding a new settlement is risky – but also 

exciting. People will endure a lot to start their very 

own new settlement. When founding your own 

settlement, you do not need to roll on the 

Inadequate Housing Table for three months. If, after 

three months, there is still inadequate housing for 

the population, follow the rules for Inadequate 

Housing as you normally would. People understand 

and expect a certain amount of hardship and prepare 

for it accordingly. This grace period buys the 

settlement needed time to build homes and basic 

infrastructure. 

To get started, simply add the population of your 

founders to the settlement sheet, start with a Crime 
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modifier of 0, trade modifier of 0, Morale modifier 

of +1, and a Defense score of 0. The starting 

Population Growth rate is 3%. Set the availability of 

resources for wood, stone, and metal based on what 

you decided about the settlement’s starting location. 

If there is a fresh source of clean drinking water 

nearby, follow the rules in the Water section on 

page 30. Then, get started by taking the settlement’s 

first turn. In the beginning, growing the settlement 

will be a constant struggle of spending limited 

monthly SP while attempting to ensure the 

settlement has adequate water, food, housing, and 

defense against outside threats – just as it would be 

in real life. If the players have a leadership role in 

the settlement’s founding and they feel 

overwhelmed, help guide their choices using 

advisors. Organic Towns can help create tense 

roleplaying and decision making for settlement 

leaders, especially in the fragile early days of a 

settlement’s beginning. 

Running an Existing Settlement  

 If you are running an existing settlement – 

either one from an official setting or your own that 

you now wish to manage with Organic Towns – you 

will first need to translate the information you  

 

 

 

 

 

 

 

 

 

 

 

currently have of the town into a filled-out 

settlement sheet. Almost certainly, you will struggle 

to convert it precisely. Does everyone have 

housing? Is your temple of Athena a shrine or a 

sanctuary? The residents are happy that the bandits 

plaguing them have been ousted by adventures, but 

they’re still worried about the green dragon that’s 

been spotted nearby – how does that translate to 

Morale? Just do the best you can in this process. 

You may be tempted to be generous in how you 

flesh out the town’s settlement sheet but issues with 

the town can create some interesting and engaging 

situations for players to encounter. Once the 

settlement sheet is complete, you can then begin 

managing the town with its monthly turn.  

Settlement Stages 

As settlements grow, they go through different 

stages of development. Larger settlements have 

more resources and opportunities, but they also 

have more problems. Depending on which stage 

your settlement is in will affect some of the 

settlement’s modifiers as well as what happens 

during its turn. 
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 Village (1-999 Residents) 

At this early stage in a settlement’s life cycle, things 

are quiet. Residents are just trying to get by and 

make a life for themselves. Villages are small and 

often evade notice by major threats in the area. 

When taking a monthly turn for a village, the GM 

makes the following rolls 

1x Morale Table Roll* 

1x Crime Table Roll* 

1x Building Roll 

Additionally, when making a building roll, make 

sure it is on the Village Building Roll table.  

*Villages with populations below 250 residents 

make Morale and Crime rolls once every three 

months instead of once per month. 

 Town (1000-4999 Residents) 

A town has a nice middle ground, claiming some of 

the amenities and resources of a city but without the 

crime and anonymity. With the settlement growing, 

all kinds of people with ranges of skills and 

perspectives add their voices to the community. 

When a Village reaches 1000 residents, it becomes 

a Town and immediately, the following effects take 

place: 

Morale -1 

Crime +1 

Additionally, with more people and events taking 

place, the number of rolls made each month 

changes to account for this. 

1x Morale Table Roll 

2x Crime Table Roll 

3x Building Rolls 

Now that the settlement in a Town, be sure to make 

the building rolls on the Town Building Roll table. 

 City (5000+ Residents) 

Cities are apexes of civilization. Hubs for culture,  

    knowledge, and commerce, they also tend to  

         attract criminals and opportunists. Even  

simply by virtue of so many different cultures and 

perspectives, disharmony in cities can often lead to 

discord or even violence. When a Town reaches 

5,000 residents, it immediately becomes a City and 

the following changes take effect: 

Morale -3 

Crime +5 

Trade +1 

Additionally, the monthly rolls made during the 

settlement’s turn increase to the following: 

2x Morale Table Roll 

3x Crime Table Roll 

5x Building Rolls 

Once a Town becomes a City, all of its building 

rolls now happen on the City Building Roll table. 

Settlement Leadership 

In Organic Towns, it’s important to consider not 

just who the leader is but the type of government 

that the settlement has. The  

rules in this section are  

optional but they can  

add increased variety  

and customization  

to your settlement. If  

you chose to use  

this section,  

chose a  

government  

type and a  

leader type. 
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Government Type 

Monarchy/Autocracy 

Kings, lords, and dictators’ rule over their 

settlements with absolute authority. The ruler may 

be chosen through a hereditary bloodline, a 

religious organization, or they may have taken the 

role by force. If you choose this system of 

governance, your settlement gains the following 

benefits: 

Modifiers – The settlement gets -1 modifier to 

Morale and a -1 to Crime at the Village stage and 

each time that the settlement advances in stage. 

Monastic Rule – Your settlement leader wields 

absolute authority, and the settlement operates with 

a single vision and purpose. The cost of settlement 

actions is reduced by 50% (rounded up). This has 

no affect on the cost to maintain military units. 

Oligarchy 

The settlement is led by a group of individuals who  

    have supreme power. This could be in the form of  

        a small council, a triumvirate, or a circle of         

             elders. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Modifiers - The settlement gets a +1 modifier to 

Crime and a +1 modifier to Trade at the Village 

stage and each time that the settlement advances in 

stage. 

Settlement Manipulation – Once per monthly, 

when you have rolled for a building event, you may 

use this feature to reroll the dice. You must keep the 

result of the second roll. 

Democracy 

Representatives, elected by residents of the 

settlement, lead the town. This may be in the form 

of legislators, a high council, an individual ruler, or 

some combination.  

Modifiers - The settlement gets +1 modifier to 

Morale and a -1 modifier to Defense at the Village 

stage and each time that the settlement advances in 

stage. 

Elections – At the start of the settlement turn, you 

may decide to hold an election. The settlement’s 

morale score gains a -1 modifier, you make one 

additional Morale Table roll than you normally 

would this turn, and then you may choose a new 

leader type. 
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Feudalism 

A pyramidal caste system of vassals and lords, 

feudalism systems rely on the exchange of 

protection for goods and services. Commoners can 

be leveraged to achieve the goals of lords. 

Modifiers - The settlement gets +1 modifier to 

Defense and a -1 modifier to Trade at the Village 

stage and each time that the settlement advances in 

stage. 

Oaths of Allegiance – Settlement leaders can call 

their vassals to fulfill their oaths. Once per month, a 

Settlement Action can be performed for 50% of its 

SP cost (rounded up). This feature applies to the 

cost to train a military unit – but not the cost to 

maintain one. 

Leader Type 

Commander 
An officer of a dozen military campaigns, the 

Commander brings military discipline and 

experience to their position in public office. 

Veteran – The Commander leverages their military 

contacts to get the best rates for the settlement. The 

cost to build and upgrade the Barracks and the cost 

to maintain (but not train) military units is reduced 

by 50%. 

Strict – Years of military discipline has made them 

out of touch with the needs of the general public. 

The SP cost to build and upgrade the Orphanage, 

Theater, and Trading Company is doubled. 

Scholar 

Well-learned and knowledgeable of the mysteries of 

the world, Scholars can apply their education and 

understanding of science to better manage the 

settlement. 

Book Worm – The scholar has a strong academic 

background which helps them more efficiently 

manage certain projects. The cost to build and 

upgrade Wells, Academies, and Brewery is reduced 

by 50%. 

Naïve – There is a difference between knowing  

      what needed to be done and doing it. A lifetime  

of research and scholarly pursuits has not prepared 

the Scholar for working with people. The cost of the 

following settlement actions is doubled: Hunt, Fish, 

Scout, Festival. 

Merchant 

The merchant has successfully built a commercial 

empire – now they’re planning to leverage their 

knowledge and experience into running a settlement 

that is just as profitable. 

Business Savvy – Years of business acumen and 

negotiating deals has made the Merchant uniquely 

qualified to run an economy. The SP cost to build 

and upgrade the Trading Company is reduced by 

50%. The settlement immediately gains +1 Trade 

when the Merchant becomes its leader. 

Additionally, the ceiling for the settlement’s trade 

score is now +15. 

Capitalist – While brilliant at managing money, 

Merchants struggle to take seriously projects that 

don’t turn a profit. The cost to build and upgrade 

Walls and Keeps increases by 25%. 

Mage 

The Mage is a master of the arcane forces of the 

universe. They can bend the forces of nature to their 

will though the plights of the common folk are often 

forgotten. 

Arcane Expertise – The Mage has many contacts 

in the magical arts who can help with various 

projects. The SP cost to build and upgrade the Mage 

Tower and Apothecary is reduced by 50%. 

Additionally, the cost of settlement actions 

unlocked by the Mage Tower are reduced by 25%. 

Disdain for the Mundane – Their obsession over 

magic makes the Mage disinterested in the 

management of some mundane projects. The SP 

cost to build, upgrade, and maintain the Mine and 

Lumber Mill is doubled. 

Zealot 

The Zealot has dedicated their life to worshipping 

and understanding the gods. This brings both 

blessings and shortcomings to how they manage the 

settlement.
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Bounty of the Gods – With the favor of the gods, 

this settlement is truly blessed. The benefits of the 

Farm are doubled. Additionally, the SP cost of the 

Fortune of the Faithful settlement action is reduced 

by 50%. 

Hubris – A life dedicated to the gods has not left 

the Zealot open-minded to other sources of 

knowledge. The SP cost to build and upgrade the 

Mage Tower, Academy, and Apothecary is doubled. 

Populist 

A person of the people, the Populist taps into the 

beliefs and values of the commoners to lead the 

settlement. 

Union Labor – Once per month, when a roll is 

made on the Progressive Event Table for the Farm, 

Pasture, Mine, Lumber Mill, or Hunting Camp, the 

GM may reroll the dice, keeping the second result. 

Settlement-Centric – The populist prioritizes deals 

that are beneficial to the settlement. Overall trade is 

reduced and the new ceiling for the settlement’s 

Trade score is +5. 

Kleptocrat 

The leader of an organized crime syndicate, the 

Kleptocrat knows exactly how to get what they 

want, though it comes at a price. 

Crime Lord – Years of bribing the right people has 

left the Kleptocrat with a sprawling network of 

associates. Under the Kleptocrat’s leadership, the 

settlement gets 11 SP per month per 100 residents 

instead of 10. 

Corrupt – Crime in the settlement isn’t just present  

 

 

 

 

 

 

 

– it’s part of the settlement’s inner workings. While 

the Kleptocrat is the settlement’s leader, the Bandit 

Hideout is always at Level II and nothing can 

increase or decrease its level. Additionally, the 

settlement’s Crime score is +6 and nothing can 

increase or decrease it. 

Guilds and Factions 

Guilds play a key role in tabletop roleplaying games 

but are often underdeveloped. Here are some tables 

to help you create interesting guilds. 

Thieves – Thieves guilds are, well, guilds of 

thieves. They operate outside the law and their 

existence may be an open secret or completely 

unknown. Thieves’ guilds provide training and 

resources for thieves 

including information 

on targets, fences to 

whom thieves can sell 

stolen goods, and 

reduced prices on tools 

used by the trade. Who 

thieves guilds steal 

from and why they do it 

can vary widely.  

Adventuring – 

Adventuring guilds are 

not unlike mercenary guilds. They accept contracts 

from paying benefactors. There is a huge range of 

the type of work adventuring guilds do – everything  
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from recovering artifact from ruins to protecting 

pastures from hungry wolves. The guild’s goal will 

help narrow down the scope of jobs the guild 

accepts and solicits. 

Mages – Mage guilds provide work, training, and 

resources to spellcasters. A mage’s guild may have 

requirements as to the types of spellcasters who are 

eligible for member (necromancers and blood 

mages are often shunned) and there may also be a 

level of magical proficiency required to advance in 

rank or to even become a member.  

Religious – These guilds are focused on 

worshipping, honoring, and serving an individual 

deity, though some may cater to an entire pantheon. 

What a religious guild does and the members it 

attracts is totally dependent on the deity they serve. 

A guild that worships a lawful good goddess of war 

may look like an honorable circle of knights while a 

guild that reveres a chaotic neutral god of mischief 

may look like a bard’s fever dream.  

Political – These guilds are deeply entrenched in 

the affairs of settlements and nations. Depending on 

their goal, they may represent the common folk, 

seek to maintain order, or seek to conquer and 

expand the territory of settlements where they have 

a guild chapter. Settlements with a political guild 

will often have a guild representative serve as an 

advisor to the settlement leader. Political guilds may 

operate openly, advising the ruler through a member 

of court, or they may function discretely as spies. 
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Explorers – Guilds of explorations seek to discover 

new lands, uncover lost ruins, and reclaim forgotten 

artifacts. Members will get opportunities to join 

missions into mysterious lands, leads on possible 

ruins to explore, and training in wilderness survival. 

The guild leads expeditions across oceans and into 

subterranean caverns. The eventual intent of their 

discoveries is dependent on the guild’s goal. 

Mercantile – These guilds attract merchants, 

artisans, business owners, and entrepreneurs. 

Members can find investors, political 

representation, access to skilled workers, and 

regulations for fair wages and labor practices. 

Members may also get information about new 

opportunities for selling and expansion, especially 

in settlements with Trading Companies operating 

out of them. 

Entertainers – These guilds cater to the needs of 

performers such as musicians, actors, artists, and 

even gladiators. Guild members can expect a higher 

rate of pay for performing than freelancers. They 

can also get access to high quality instruments, 

tools, and expert tailors. Some Entertainer Guilds 

are a front for spies or criminal activities. 

Academic – These guilds seek information and 

knowledge, often in the form of ancient relics, lost 

tomes, and distant experts. They are treasure troves 

of information, and some have larger libraries than 

even the largest universities.  

Labor – These guilds represent common laborers 

and advocate for 

better pay and work 

conditions. Though 

they start with good 

intent, many are 

fronts for organized 

criminal activity or 

end up taking 

advantage of their 

members.  

Holidays 

Almost every 

culture celebrates 

“holidays” in some 

way or another. To 

add more depth to 

your settlement, 

come up with 2-3 

holidays that are 

important to the 
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residents who live there or use the random table to 

generate some. 

Gossip 

Another great way to add depth to your settlement 

is with a revolving carousel of gossip for the players 

to overhear. Much of that gossip can be generated 

with the town events from the Morale, Crime, and 

Building tables. However, there may be times when 

you want to supplement those rumors with some 

additional ones. Use the tables below to complete 

the following sentence: 

*Did you hear that person (Table A) action (Table 

B) person (Table A) location (Table C)* 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Siege 

A siege is when an enemy force surrounds a 

settlement, cutting it off from the outside world. 

During a siege, the settlement:  

• Receives 2 SP per 100 residents instead of 10 

• Can construct and upgrade no buildings 

• Trade Score temporarily becomes 0 

• Is cut off from Mines, Lumber Mills, Outposts, 

Roads, and Hunting Camps (No SP 

maintenance owed, no benefits received, and 

no rolls on these building’s Event Tables) 

Additionally, for every day that the settlement  

is under siege, there is a 25% chance that Morale  

decreases by -1. 
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Settlement Resources 
Population and Population 

Growth 

A settlement’s steadily growing population is the 

key to its growth and success. Settlement Points are 

determined by population and so an increasing 

population is crucial to constructing larger and more 

advanced buildings. 

Population growth represents the net total 

combination of births and newly immigrated 

residents against the number of deaths in the 

settlement. 

Each month, the GM determines the new population 

total by multiplying the population and the 

population growth rate. For instance, if the 

settlement has 1000 residents and a population 

growth rate of 3%, the new population would be 

1,030. The GM multiplies 1000 x 1.03. 

Population also determines the settlement’s stage. A 

settlement is a village if it has between 1 and 999 

residents, a town if it has between 1,000 and 4,999, 

and a city if it has 5,000 or more. 

Housing 

A settlement without adequate housing will earn the 

ire of its residents and is likely to grow increased 

criminal activity from desperate residents. If more 

than 5% of the population does not have housing, 

roll on the Inadequate Housing table. For  

every additional 5% of the population that is 

homeless, add a +1 to the roll. 

There is a grace period on the effects of newly 

founded settlements. Read more on page 18.  

Water 

Water is the most critical resource for the survival 

of a settlement. Without water, residents will die… 

fast. For every 5% of the population that does not 

have enough drinking water, 1d4% of residents will 

die. For instance, if the settlement has 602 residents 

but only enough drinking water for 500, that means 

that 17% of the population does not have enough 

water and so 3d4% of the population will die. 

The main way to acquire drinking water is by 

building wells. Wells are one of the few buildings 

that can be constructed multiple times with the 

benefits of each Well built counted. Additionally, 

settlements can get water from rivers and streams. If 

the settlement is within 1 mile of a river or stream 

that has good quality drinking water, it provides 

enough drinking water for 500 residents. 

Settlements often develop around a source of fresh 

water and this can be an important consideration 

when deciding where to build a settlement. 

Food 

Food is also an important resource for 

settlement health but it takes longer to kill 

residents. If 10% of the population or 

more does not have adequate food then 

roll on the Inadequate Food Table. For 

every additional 5% of the population 

without food, add a +1 modifier for the 

roll. For instance, if the settlement has 

1000 residents and there is only adequate 

food for 750 of 
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them, that means 25% of the 

population does not have food 

and so you would roll with a +3 

modifier. 

If the settlement has a 

storehouse, this can mitigate 

food shortages for a time. See 

the Storehouse building and the 

Food Storage settlement action. 

Lumber 

Of the three material resources (lumber, stone, and 

metal), lumber is the most used. It is the main 

building component for almost every structure, it’s 

used for cooking food and purifying water, and in 

cold and temperate climates, it’s also used to heat 

homes. Because of this, the availability of lumber 

decreases as the settlement reaches new stages. 

More residents translate into higher demand for 

wood as a source of food as well as a building 

material. Each time that a settlement reaches a new 

stage, the availability of lumber goes down one 

level. For instance, a settlement that sits beside a 

sprawling forest may have an abundant level of 

lumber as a village but when it reaches the town 

stage, the amount of lumber becomes merely 

adequate.  

The availability of lumber – as well as stone and 

metal – determines the SP cost to construct a 

building. If a building needs a resource but that 

resource is rare, the building costs 33% more SP 

to construct. If lumber is abundant, the SP cost 

to construct the building is 33% less. 

Stone & Metal 

Stone and Metal are crucial 

building materials, 

particularly for defensive structures and more 

advanced buildings. Because they are not a  

 

 

 

 

consumable resource for most settlements, the 

availability of stone and metal does not change as 

the settlement reaches new stages. 
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Settlement Scores 
 

Tracking Scores 

The scores for Crime, Trade, Morale, and Crime 

can be affected by most of the random tables in 

Organic Towns. It’s important to keep track of these 

changes on the settlement sheet as they occur as 

each plays an important role during the settlement 

turn 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Morale 

Each turn, the settlement will make at least one roll 

on the Morale Table. When making your roll, be 

sure to add your settlement’s Morale modifier.
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 Crime 

Just like with the Morale Table, the Crime Table is 

rolled on at least once per month by the settlement. 

Add your modifier to your roll to determine what 

crime, if any, happens in the settlement that month.  

One way that the Crime Table is unique is it is the 

only table where the lower the roll, the better. 

Healthy, well-managed settlements have lower 

Crime Scores though some crime is unavoidable, 

especially in larger settlements like cities. More  

      people and anonymity leads to higher crime. 
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 Trade 
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Defense 

There is no random table for Defense – instead, 

Defense provides a way to measure the comparative 

strengths of two opposing armies, and can even take 

into consideration the advantage of fortifications 

and settlement defenses. 

Every settlement has a Defense score that is a 

combination of the benefits of constructed 

buildings, the defensive capabilities of defending 

military units, and the impact of random events that 

occasionally affect Defense. Every army has an 

Attack score that is a combination of the Attack 

capabilities of combined military units and the 

capabilities of any siege equipment.  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 
If an army attacks a settlement compare the Defense 

score of the settlement against the Attack score of 

the army. If the scores are the same, the forces are 

evenly matched and there is a 50/50 chance of 

either side winning. If one side’s score is twice that 

of the other, the chances of the stronger side 

winning are 75/25. If one side’s score is three times 

higher, the odds become 90/10. And if one side is 

four times stronger, victory is nearly impossible and 

only the most suicidally determined battlefield 

commander would even attempt to initiate battle.  

As GM, you can use this Defense score to help 

weigh the odds of possible battles and inform how 

you describe battles and the chances of success to 

the party. 
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Settlement Actions 
 

Settlement Actions give the GM additional 

versatility in running their settlements. The 

settlement leader can spend SP to attempt to get 

extra food, discover new territory, grow an army, or 

achieve one of several other goals. Unless otherwise 

stated, a settlement action is resolved immediately 

and can be taken at any point during the settlement 

turn. 

Hunt 

SP Cost: 10* , Requirement: None 

Hunting can be an effective supplement to getting 

enough food for the residents of a growing 

settlement. To use the Hunt Action, pay the SP cost 

and roll on the Hunting Table below.  

*Optionally, you can spend 50SP to roll twice on 

the Hunting Table in one month. Additionally, you 

can spend 5 SP to take the Hunt action but you roll 

with a -1 modifier and cannot add the benefits of the 

Hunting Camp. 

 

 

 

 

 

 

 

Fish 

SP Cost: 10*, Requirement: Docks I 

As long as there is a water source with fish, 

fishermen can help catch food for residents. To use 

the Fish action, pay the SP cost and roll on the table 

below. 

       *Optionally, you can spend 5 SP to take the  

             Fish action but you roll with a -1 modifier. 

Without Docks, the cost of the Fish action is 15 SP. 

 

 

 

 

 

Scout 

SP Cost: 10, Requirement: None 

Particularly useful for newly founded settlements in 

an unfamiliar land, the Scout action sends explorers 

out to map unfamiliar territory and to return to share 

what they learned. This action works especially well 

in hexcrawl campaigns and can be paired with our 

Hexplorer Map Tiles. In this case, taking this action 

allows the settlement leader to reveal a hidden hex 

territory. Ultimately, it is up to the GM how the 

Scout Action will work and if it’s appropriate to use 

in your campaign. 

Hasten Construction 

SP Cost: Variable, Requirement: Town Hall I 

Though costly, it is possible to speed up the 

construction of a building. To do this, you double 

the normal monthly SP cost of the building and the 

building is constructed 33% faster. For instance, if 

you are building a Level III Brothel, instead of 

spending 100 SP/Mo to build it in 3 months, you 

can spend 200 SP/Mo to complete the project in 2 

months. If for whatever reason you stop the Hasten 

Construction action before a project is complete, 

then you gain no benefit from it. For instance, using 

the Level III Brothel as an example, if you used 

Hasten Construction for one month but stopped and 

resumed normal construction the second month, the 

project would still need one additional month to 

complete the building.
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Festival 

SP Cost: 10*, Requirement: Town Hall I 

A celebration can be just the thing to raise the 

spirits of a settlement’s residents. To take the 

Festival action, pay its cost and roll on the table 

below.  

* The cost of the Festival increases as the settlement 

grows. The Festival action costs 30 SP for a town 

and 50 SP for a city.  

 

 

 

 

Food Storage 

SP Cost: 10*, Requirement: Storehouse I 

Between the risk of siege, famine, and inadequate 

food, it’s a good idea to store a surplus of food for 

lean times. To take the Food Storage action, the 

settlement must have a storehouse and available 

room in the storehouse for food. Pay the SP cost 

and then add one month of food to the settlement’s 

sheet.  

* The cost of the Food Storage action increases as 

the settlement grows. The Food Storage action costs 

30 SP for a town and 50 SP for a city. 

Guard Patrols 

SP Cost: 10*, Requirement: Guardhouse I 

In response to high crime rates, guards can conduct 

additional patrols over the course of the month, 

working overtime and bringing in temporary guards 

to help out. To take the Guard Patrols action, pay 

the SP cost and then roll on the table below to see 

what happens. 

* The cost of the Guard Patrols action increases as  

    the settlement grows. The Guard Patrols action  

         costs 30 SP for a town and 50 SP for a city. 

 

 
 

Fortune of the Faithful 

SP Cost: 10, Requirement: Temple I 

Worshippers, acolytes, and devout priests focus 

their energy on helping the settlement. On the next 

settlement turn, when the GM makes a dice roll, 

they may use this action to reroll the dice, keeping 

the second result. To use this action, pay the SP cost 

and make note of it on the settlement sheet to use in 

the next monthly turn. 
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* The cost of the Fortune of the Faithful action 

increases as the settlement grows. The Fortune of 

the Faithful action costs 30 SP for a town and 50 SP 

for a city. 

Train Military Units 

Military units can be used to defend the settlement 

or attack an enemy. If they are used in the defense 

of the settlement, their Defense Value is added to 

the Defense Score of the settlement. Military units 

train for one month and are then ready to serve at 

the start of the next month. 

Militia 

SP Cost: 5, SP Maintenance: 1 

Requirement: Barracks I 

Defense Value: 1, Attack Value: 1 

Essentially peasants with spears, militia are cheap to 

train and maintain. Militia units train infrequently, 

are often responsible for supplying their own armor,  

     and are typically the first unit in battle to flee  

           when things turn grim. 

Regular Units 

Spearmen 

SP Cost: 10, SP Maintenance: 3 

Requirement: Barracks II 

Defense Value: 1, Attack Value: 2 

Bonus: Attack Value increases to 4 when attacking 

a force containing cavalry 

Spearmen train with spears and shields and use light 

armor. They are stronger on the offense, especially 

in open ground where they have room to maneuver 

their spears. Spearmen are devastating against 

cavalry 

Swordsmen 

SP Cost: 10, SP Maintenance: 3 

Requirement: Barracks II 

Defense Value: 2, Attack Value: 1 

Swordsmen fight with swords and shields and use 

medium armor. They are stout defenders, especially 

when fighting atop castle walls. 

Archers 

SP Cost: 10, SP Maintenance: 5 

Requirement: Barracks II 

Defense Value: 3, Attack Value: 1 

Bonus: Defense Value increases to 5 when 

defending a settlement with Level II or II walls. 

Archers make excellent defenders atop castle walls 

where their longbows can reach even farther across 

the battlefield. A steady supply of arrows from a 

competent fletcher is important for archers to 

maintain their skills and have arrows when needed. 

Adepts 

SP Cost: 20, SP Maintenance: 10 

Requirement: Mage Tower II 

Defense Value: 2, Attack Value: 4 

A unit of Adepts, in the hands of a competent 

commander, can turn the tide of a battle. Their area-

effect spells can devastate defenders and topple 

fortifications, though the rare spellcasting 

components they require can sap an army’s 

treasury.
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Light Cavalry 

SP Cost: 20, SP Maintenance: 8 

Requirement: Barracks II, Stable I 

Defense Value: 1, Attack Value: 3 

Bonus: Attack Value increases to 5 when attacking 

an enemy not protected by walls 

A unit of cavalry armed with spears, short bows, 

and light armor. Cavalry can move much faster than 

normal infantry and can travel much farther 

distances in a day of travel. They excel at attacking 

unarmored infantry though are vulnerable to spears. 

Special Units 

Knights 

SP Cost: 50, SP Maintenance: 10 

Requirement: Barracks III 

Defense Value: 5, Attack Value: 5 

Knights fight with swords and axes and wear heavy 

armor. They are well rounded, experienced 

combatants skilled in the art of war. 

Hoplites 

SP Cost: 50, SP Maintenance: 10 

Requirement: Barracks III 

Defense Value: 6, Attack Value: 3 

Bonus: Hoplites’ Attack Value increases by +2 for 

each cavalry unit they face. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Trained, professional shoulders who fight with 

spears, short swords, shields, and half plate armor, 

hoplites use overlapping shield cover to defend 

against cavalry and arrow attacks.  

Light Scouts 

SP Cost: 40, SP Maintenance: 10 

Requirement: Barracks III 

Defense Value: 2, Attack Value: 4 

Bonus: Free Scout action each turn, Attack Value 

increases to 7 when fighting at night 

Light Scouts fight with short bows, daggers, and 

light armor but more often, they are used to spy on 

enemy units and to gather intelligence for the 

commander. 

Heavy Cavalry 

SP Cost: 100, SP Maintenance: 20 

Requirement: Barracks III, Stable II 

Defense Value: 3, Attack Value: 5 

Attack Value increases to 12 when attacking an 

enemy not protected by walls 

Equipped with spears, shields, and heavy armor, 

few units can resist the charge of heavy cavalry in 

an open battlefield. Heavy cavalry are slowed down 
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by heavy armor but can still move faster and cover 

more ground than traditional infantry. 

Spellswords 

SP Cost: 150, SP Maintenance: 25 

Requirement: Barracks III, Mage Tower II 

Defense Value: 8, Attack Value: 12 

Wielding combat magic, long swords, and medium 

armor, a unit of spellswords is a dominant force on 

the battlefield.  

Siege Units 

Catapult 
SP Cost:25, SP Maintenance: 20 

Requirement: Workshop II. Barracks II 

Defense Value: 3, Attack Value: 7 

Bonus: During a siege, when a settlement is 

attacked by catapults, the chance of Morale 

decreasing by -1 is 50% 

Catapults toss stones, barrels of flammable 

substances, or even the bodies of fallen enemy 

soldiers. Catapults can attack at long ranges and are 

capable of great destruction. 

Ballista 

SP Cost: 10, SP Maintenance 10 

Requirement: Workshop II, Barracks I 

Defense Value: 2, Attack Value: 4 

Crossbows on a massive scale, ballista are more 

accurate than catapults but cause less destruction. 

Battering Ram 

SP Cost: 10, SP Maintenance: 5 

Requirement: Workshop I, Barracks I 

Defense Value: 0, Attack Value: 0 

Bonus: The presence of at least one battering ram 

negates the Defense Score of a settlement’s Gate 

Battering rams can smash down even the stoutest of 

gates, letting infantry bypass those fortifications. 

Ladder 

SP Cost: 5, SP Maintenance: 1 

  Requirement: Barracks I 

         Defense Value: 0, Attack Value: 1 

 

 

 

 

Bonus: When attacking a settlement with walls, a 

ladder increases the Attack Value of Regular and 

Special units by 1 (maximum of 5 units per ladder). 

Exactly like they sound, ladders are built to allow 

infantry to climb settlement walls and face 

defenders in melee combat. 

Siege Tower 

SP Cost:50, SP Maintenance: 10 

Requirement: Workshop II, Barracks III 

Defense Value: 0, Attack Value: 3 

Bonus: When attacking a settlement with walls, a 

siege tower increases the Attack Value of Regular  

and Special units by 2 (maximum of 5 units per 

siege tower). 

Siege Towers of siege engineering. They are 

capable of providing protection to attackers as they 

approach the settlement walls and then let infantry 

attack wall defenders head-on. Additionally, arrow 

slits let units attack defenders from cover as the 

siege tower rolls toward the settlement. 
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Build Ships 

Basic Boats 

Basic boats, ideal for rivers and lakes, can be 

constructed in one month. 

Canoe 

SP Cost:1, SP Maintenance: 0 

Requirement: Docks I 

Defense Value: 0, Attack Value: 0 

Capacity: 3 humanoids, no cargo 

Long and narrow canoes are ideal for navigating 

rivers and lakes. 

Row Boat 

SP Cost:2, SP Maintenance: 0 

Requirement: Docks I 

Defense Value: 0, Attack Value: 0 

Capacity: 5 humanoids, no cargo 

Row boats offer more room and stability than 

canoes. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Keelboat 

SP Cost:8, SP Maintenance: 1 

Requirement: Docks I 

Defense Value: 0, Attack Value: 3 

Capacity: 10 humanoids, small cargo 

Keel boats are flat-bottomed ships that are great 

moving goods up and down rivers as well as 

crossing lakes. 

 Basic Ships 

Basic ships are seaworthy vessels capable of 

traveling long ranges. Basic ships take three months 

to build, their SP cost paid out each month during 

construction 

Sailboat 

SP Cost:95, SP Maintenance: 3 

Requirement: Dry Docks I 

Defense Value: 0, Attack Value: 0 

Capacity: 100 humanoids, small cargo 

Sailboats are fast moving vessels that harness the  

power of the wind to travel great distances. 
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Longship 

SP Cost:95, SP Maintenance: 3 

Requirement: Dry Docks I 

Defense Value: 2, Attack Value: 3 

Capacity: 100 humanoids, small cargo 

Longships are largely powered by oars with dozens 

of sailors needed to move the vessel along. In 

addition to a small amount of cargo, longships can 

also transport a military infantry unit, and they are 

equipped with a mounted ballista for naval combat. 

Merchant Ship 

SP Cost:95, SP Maintenance: 3 

Requirement: Dry Docks I 

Defense Value: 0, Attack Value: 0 

Capacity: 25 humanoids, medium cargo 

Bonus: If there is at least 1 coastal settlement that 

trades with the home settlement, the merchant ship 

increases the settlement’s SP by 13/Mo 

Similar to the sailboat but optimized for cargo 

space, the merchant ship is the perfect entry-level 

vessel for the freelance merchant and a common 

main trading ship for smaller trading companies. 

Flying Ship 

SP Cost:150, SP Maintenance: 10 

Requirement: Dry Docks I, Mage Tower II 

Defense Value: 0, Attack Value: 0 

Capacity: 25 humanoids, small cargo 

The flying ship utilizes both advanced technology 

and magical energy to transport people and goods 

across land and over mountains. 

 Mercantile Ships 

Mercantile ships can carry trade goods long 

distances. Mercantile ships take six months to build, 

their SP cost paid out each month during 

construction. 

Cog 

SP Cost:140, SP Maintenance: 10 

Requirement: Dry Docks II 

Defense Value: 0, Attack Value: 0 

      Capacity: 50 humanoids, large cargo 

 

Bonus: If there is at least 1 coastal settlement that 

trades with the home settlement, the cog increases 

the settlement’s SP by 40/Mo 

Cogs are massive trading ships that can haul 

valuable trading goods to where they need to go. 

Though large and resistant to rough seas, cogs are 

slow and vulnerable to pirates. 

Merchant Galley 

SP Cost:175, SP Maintenance: 15 

Requirement: Dry Docks II 

Defense Value: 5, Attack Value: 1 

Capacity: 3 humanoids, no cargo 

Bonus: If there is at least 1 coastal settlement that 

trades with the home settlement, the merchant ship 

increases the settlement’s SP by 40/Mo 

Merchant galleys are larger and sleeker than cogs, 

using optimized design to travel fast even across 

dangerous seas. Merchant galleys have mounted 

ballistas, incendiary defensive weapons, and a small 

contingent of soldiers to defend against boarding 

actions. 

War Ships 

War ships are a key military force for coastal 

settlements. They not only defend against attack but 

can transport soldiers quickly to the battlefields they 

need to reach. Mercantile ships take six months to 

build, their SP cost paid out each month during 

construction. 

Transport 

SP Cost:95, SP Maintenance: 5 

Requirement: Dry Docks III, Barracks II 

Defense Value: 2, Attack Value: 1 

Capacity: 175 humanoids, no cargo 

Transport ships can move military units across great 

distances quickly. One transport is capable of 

moving three military units of any type. Built for 

efficiency rather than comfort, voyages that take 

more than 3 days are likely to result in disease and 

sickness among the units aboard. 
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War Galley 

SP Cost:175, SP Maintenance: 15 

Requirement: Dry Docks III, Barracks II 

Defense Value: 6, Attack Value: 7 

Capacity: 120 humanoids, no cargo 

The war galley is a devastating war ship, capable of 

great destruction, and is favored just as much by 

pirates as naval powers. The war galley sports 

ballista, a catapult, and a ram on its prow that can 

punch a hole through all but the thickest of hulls. 

Additionally, the war galley includes its own 

contingent of swordsmen to defend against board 

actions or to board enemy ships. 

Juggernaut 

SP Cost:250, SP Maintenance: 20 

Requirement: Dry Docks III, Barracks II 

Defense Value: 10, Attack Value: 12 

Capacity: 175 humanoids, no cargo 

The Juggernaut is the largest war ship ever to sail 

the seas. It features three catapults, a dozen 

mounted ballistas, and a ram on its prow than can 

bisect even the sturdiest war galley. Additionally, 

the Juggernaut carries three units for the eventually 

of a boarding action: archers, swordsmen, and 

adepts. 

 

Dreadnaught 

SP Cost:250, SP 

Maintenance: 250 

Requirement: Dry Docks 

III, Barracks II, Mage 

Tower II 

Defense Value: 6, Attack 

Value: 7 

Capacity: 200 humanoids, 

no cargo 

The dreadnaught is a flying 

warship that is just as 

effective in combat above 

the ocean as it is raining 

bolts and arrows upon 

enemies camped in a 

grassland. The dreadnaught 

features a half dozen mounted ballistas, and can 

quickly deploys its two garrisoned units: archers 

and swordsmen. 

Trade Actions 

A settlement’s trade score represents the vitality of 

its economy but it can also be an important resource 

all its own. Settlements have a maximum Trade 

Score of 10 which can often fluctuate depending on 

the construction of new buildings, recent events, 

and the impact of crime. Each month, the GM can 

spend a number of Trade Points equal to the 

settlement’s Trade Score on Trade Actions listed 

below. Each month, the settlement regains a new 

amount of Trade Points equal to its trade score. Like 

Settlement Points, Trade Points do not carry over 

from month-to-month. 

Food Storage 

Trade Cost: 2, Benefit: Food Stores for 1,000 

Residents for 1 Month 

With this action, you can spend a Trade Point for a 

month of food stores for 1,000 residents, an 

important insurance against food insecurity.  
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Food Donations 

Trade Cost: 1, Benefit: Food for 1,000 People for 1 

Month 

With this action, you can leverage your economic 

capital to secure food for the residents of the 

settlement. 

Fresh Water 

Trade Cost: 1, Benefit: Water for 500 people  

This action allows you to trade for drinking water 

for the residents of your settlement. 

Reward the People 

Trade Cost: 3, Benefit: Roll once on the Festival 

Table 

Using this action, you reward the residents of your 

settlement with the fruits of your vibrant economy. 

This could be in the form of a direct gold stimulus, 

free exotic food, or some other good received via 

trade. Roll once on the Festival Table to see if this 

improves the Morale of your settlement. 

*The cost of this action increases as the settlement  

       grows. The Reward the People action costs 6  

           Trade Points for a Town and 10 for a City. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 
 

Construction Materials 

Trade Cost: 1, Benefit: Receive 5 SP Immediately 

This action allows you to exchange Trade Points 

directly for Settlement Points.  

*Alternatively, Settlement Points can also be 

exchanged for Trade Points but at a rate of 10 

Settlement Points for 1 Trade Points. Even using 

this action, a settlement can never have or spend 

more than 10 Trade Points in a month. 

Raw Resources 

Trade Cost: 2*, Benefit: The Availability of a 

Resource of the GM’s Choosing increases by One 

Level for One Month 

This action allows the GM to trade for a needed 

resource. For one month, either Lumber, Stone, or 

Metal increases in availability. If it is rare, the 

resource becomes adequate. If it is adequate, it 

becomes abundant. If a resource is rare, the GM 

may use this action twice to make it abundant. 

*The cost of this action increases as the settlement  

grows. The Raw Resources action costs 4 Trade 

Points for a Town and 6 for a City. 
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Settlement Turn 
The magic of Organic Towns happens during the 

“settlement turn.” Here’s a rundown of everything 

that occurs in a turn and in the order that it’s 

supposed to happen. As a reminder, Settlement 

Actions may be taken at any point during the 

settlement turn. 

1.) Building Rolls 

The first step is to roll on the building Progressive 

Event Tables. To decide which building(s) tables to 

roll on, we first roll on the Building Roll Table for 

the current stage of your settlement. Use the 

guidance below to determine how many rolls you 

make on the Building Table, the Crime Table, and 

the Morale Table. 

If you roll on the Building Roll Table for your 

settlement and get a building that you have not 

built, reroll as many times as  

needed until you land on a building for which your 

settlement has at least one  

completed Level constructed. 

Village (1-999 Residents) 

1x Morale Table Roll 

1x Crime Table Roll 

1x Building Roll 

Town (1000-4999 Residents) 

1x Morale Table Roll 

2x Crime Table Roll 

3x Building Rolls 

City (5000+ Residents) 

2x Morale Table Roll 

3x Crime Table Roll 

5x Building Rolls 

Once you’ve rolled on your settlement’s Building 

Roll Table, flip to the page for the
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the roll once for that building’s Progressive Event 

Table building(s) you rolled and roll once for that 

Once you’ve rolled on the Progressive Event 

Table(s) for your settlement, resolve the event by 

adjusting your town’s settlement sheet as needed 

and making note of the event. 

2.) Crime Rolls 

Now that the building events are resolved, roll on 

the crime table on Page 34 a number of times 

according to the stage of your settlement. Once 

you’ve rolled, adjust your settlement sheet and 

make note of the event. 

3.) Morale Rolls 

Next up is your settlement’s Morale Roll(s). Go to 

page 32 and make a number of rolls according to 

the stage of your settlement. Take note of the  

event to refer to later and adjust your  

settlement sheet as needed. 

   4.) Building Construction 

Now it’s time to select how to spend the 

settlement’s hard-earned SP. First, add 1 month of 

construction time for any buildings currently in 

construction and check to see if any have been 

completed. Next, factor in the SP cost of buildings 

already being constructed. Consider the needs of 

the settlement and decide how to spend any 

remaining SP including constructing new 

buildings, upgrading existing ones, and utilizing 

Settlement Actions to help with any short term 

needs. Add any new buildings or upgrades to the 

settlement sheet’s building queue. 

5.) Settlement Actions 

If you have any remaining SP, consider spending it 

on Settlement Actions as any remaining SP cannot 

be carried over to other months. Resolve any 

Settlement Actions and mark down any needed 

adjustments or notes on the settlement sheet. 

6.) Resolve 

Food/Water/Housing 

Now, check to make sure that your settlement has 

adequate housing, food, and water. If it does not, 

refer to guidance on page 30 on how to resolve  

   these shortages. Adjust your settlement sheet as  

        needed. 
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7.) Adjust Population 

You’re nearly done! Now, adjust your town’s 

population to account for births, deaths, people 

moving to town and other people leaving. Multiple 

the settlement’s current population by the 

Population Growth Rate. 

8.) Settlement Sheet in Play 

Now that the settlement turn is done, you can use 

the settlement sheet to refer to recent events and 

construction projects that are underway to help 

inform what the players see and hear the next time 

they visit the settlement. Events that occur, you can 

choose for the players to see firsthand, to over hear 

as gossip, or to be the basis for new quests. Keep a 

rough track of time as it passes in your world and 

when it has been about one month, take another 

settlement turn so that your Organic Town is 

continuously growing, changing, and evolving. 

Sample Turn 

To help conceptualize how this works, lets take a 

practice turn with a sample settlement that we call 

Moonfrost. Moonfrost is a town with 2233 

residents. The town has been plagued by attacks 

from gnoll raiding parties so morale is low but the 

crime rate is under control. Because of the attacks 

by gnolls, I decided that the farm was not able to 

send food to the settlement this past month. 

1.) Building Rolls 

As a town, Moonfrost makes 3 Building Rolls. I roll 

on the Building Roll Table (Town) three times and 

get House, Docks, and Theater. A Theater Level I is 

being constructed but it isn’t finished yet so I reroll 

and get Cemetery.  

I roll on these three building’s Progressive Event 

Tables. 

House – I have a Level III house so I roll a d20 on 

this table and get a 16 followed by a 6 on the  

          event’s d6 roll: 

“An odd consumer good has become all the rage: 

lucky jackalope horns” 

Docks – The Docks are Level II in this settlement 

so I roll a d12 and get a 6 followed by a 4 for the 

event’s d4 roll: 

“A merchant ship docked carrying a captured pirate 

captain (-1 Crime)” 

Cemetery – The settlement has a Level I cemetery 

so I only roll a d6 on this table and get a 1 followed 

by a 6 for the event’s d6 roll: 

“Residents avoid the cemetery at night as many 

believe it is haunted by giant rats” 

Now that I’ve rolled, I add all of the events to the 

settlement sheet’s notes section to refer to later. I 

also adjust the Crime rate down by -1. 

2.) Crime Rolls 

I roll a 3 on the Crime Table and add the 

settlement’s Crime Modifier which is -5 so the roll 

becomes -2. I end up with the event:  

“A thief was caught, along with his stolen loot. The 

settlement recovers 20 SP.” 

I add the SP to the Temp SP box on the settlement 

sheet and add the event to the settlement’s notes. 

3.) Morale Rolls 

I roll a 9 on the Morale Table but after accounting 

for the -4 Morale Modifier, it ends up as a 5: 

“A humorous song lambasting the settlement leader 

has grown in popularity with the common folk.” 

I make note of this in the settlements notes and start 

thinking of sample lyrics for the song that the party 

might hear the next time they visit the tavern. 

4.) Building Construction 

A Level I Well, two Level I Houses, and a Level I 

Theater have finished construction, so I add these 

buildings to the settlement sheet and erase them 

from the Building Queue. I add one month of 

completed construction on the Building Queue to 

the Level II Wall and Level I Trading Company 
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currently under construction. Lumber, stone, and 

metal are all in adequate supply so these two 

construction projects account for 170 SP from the 

month’s budget. Additionally, the settlement has the 

following buildings that after SP: 

• Level I Apothecary (+5 SP) 

• Level I Arena (+10 SP) 

• Level I Barracks (-5 SP) 

• Level II Farm (-25 SP) 

• Level I Guardhouse (-5 SP) 

• Level I Hunting Camp (-5 SP) 

• Level I Lumber Mill (-10 SP) 

• Level II Market (+40 SP) 

• 1x Merchant Shop (+5 SP) 

• Level I Mine (-10 SP) 

• Level I Pasture (-5 SP) 

• Level I Road (-2 SP) 

• Level I Storehouse (-2 SP) 

• Level I Theater (+5 SP) 

• Level I Town Hall (-5 SP) 

All combined, these building end up costing 9 

SP/Mo to maintain. Factoring this with the 

buildings already in construction and the one unit of 

Militia (-1 SP/Mo) defending the settlement, the 

223 of monthly SP from the settlement (along with 

the 20 SP from the Dock Event), the settlement ends 

up with 43 SP left to spend.  

I feel that Morale and Monthly SP are my two 

biggest needs, so I decide to begin construction a 

Level I Brewery for 25 SP. I also begin constructing 

a new Level I House for 3 SP. 

5.) Settlement Actions 

The Settlement has a Trade Score of +3 so I trade 

all 3 of my Monthly Trade Points in for the Food 

Donations action, feeding 1500 people.  

There are still 133 people who don’t have food and 

the settlement still has 15 SP remaining so I spend 

10 SP to take the Hunting Action. I roll a 3 on the 

Hunting Table but add a +1 because of my Level I 

Hunting Camp, resulting in a 4. The hunters return 

with food for 50 people and I manage to avoid 

having to roll on the Inadequate Food Table this 

month and the danger of residents dying from 

starvation. 

In an attempt to raise the settlement’s Defense 

Score and discourage gnolls from attacking, I spend 

5 SP to train a second Militia unit. The town is now 

completely out of SP for the month so this phase of 

the turn is over. 

I make note on the settlement sheet of new 

buildings constructed and update the food for the 

settlement. 

6.) Resolve Food/Water/Housing 

Thanks to Hunting and the Food Donation Trade 

action, I avoid having inadequate food. I have a 

surplus of water with the new Well and 12 residents 

do not have housing which isn’t great but isn’t a 

significant enough number to result in an 

inadequacy. I know that I will soon need to build 

more houses or this will become a problem. For the 

moment, however, I do not have to roll on any of 

these tables. 

7.) Adjust Population 

I multiply the settlement’s population of 2233 

residents by the growth rate of 1.04% and end up 

with 2,323 (rounded up) going into the next month. 

8.) Settlement Sheet in Play 

In addition to thinking about the song lyrics, I also 

decide that I will make sure to describe the 

construction of the Wall, that tavern NPCs will 

likely be talking about the thief captured from the 

docks. At the quest board by the town hall, there 

will be a new post seeking help to deal with a giant 

rat problem at the cemetery.  
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Buildings 
 

 

 

 

 

 The Academy – which starts as a humble Library –  

is the center for higher learning within the community.  

Settlements with some level of an Academy tend to have 

higher literacy rates and are, in general, better managed.  

Adventurers seeking to research a historical event,  

obscure religion, or find a regional map are likely to 

start here. In addition to containing a wealth of  

information for those with the academic fortitude to  

seek it, Academies attract experts in wide spectrums 

of intellectual disciplines. Residents seeking to 

understand the movement of 

the stars across the night sky, 

how to most efficiently farm the 

land, or what are the major historical events that 

shape our current world can seek the answers and training they need here.  
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 The cornerstone of the fantasy  

settlement’s public health system, Apothecary’s  

provide healing supplies and training. Often, when 

stockpiles of medicinal herbs run low, Apothecary’s 

may seek adventurers to source ingredients from  

potentially dangerous wildernesses. At the  

Herbarium stage, players can usually acquire basic 

herbs, herbalist kits, and possibly component  

pouches. Apothecaries sell basic potion but  

because of limited supplies, many limit the  

number they are willing to sell per customer. 

In its most advanced stage, Houses of  

Healing can provide direct healing rather  

than just healing supplies. Healers are 

hard to come by and use rare and difficult 

to find ingredients so healing typically  

comes with a steep price tag. 
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 The Arena provides 

entertainment to the settlement’s 

residents and dangerous but  

lucrative opportunities for those  

with some martial prowess. 

Adventurers seeking to fight can  

usually find opportunities once per week. The pay will depend on how large of a crowd the fight draws – which  

tends to increase with how dangerous the combatants are. In general, victorious combatants fighting in the  

Gladiator Pit can expect to earn the gold equivalent of .5-1 SP, Amphitheater combatants earn 1-3 SP, and  

Coliseum combatants can win 3-30 SP or possibly more in legendary fights that draw sold-out crowds. Whether  

fights end in death, when one combatant yields, or some other metric changes town by town.  
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 The one building that no settlement  

wants, the Bandit Hideout provides sanctuary 

and a base of operations for bandits, outlaws,  

and thieves that prey upon law-abiding  

citizens. As the Bandit Hideout grows, it  

attracts new outlaws, creating more  

disruptions to the settlement. Routing out 

embedded bandits can be tricky. Guards and 

soldiers can sometimes help but settlement  

leaders may also wish to enlist the help  

of an adventuring party. SP can be  

diverted from the monthly budget,  

converted into your system’s gold 

pieces equivalent, and offered as a bounty.  

If the adventurer’s successfully route out the bandit enclave from their hideout, the Bandit Hideout level decreases  

by one level. 
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 The barracks is where 

the settlement’s armed forces  

are trained, where essential  

supplies, weapons, and armor  

are housed, and where the  

officers operate out of. Residents  

who are not in the military can still  

often find weapons training here, albeit for a price. Though rarely advertised, adventurers seeking work can  

sometimes find opportunities helping the military with missions that are either too dangerous or too distasteful for  

rank-and-file soldiers. Barracks can also be an invaluable source to learn about the hazards and dangers that are  

present in the nearby region. 
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 Breweries specialize in the production 

and sale of ales and lagers. Depending on 

the region and what fermentable ingredients  

grow locally, it may make more sense to  

change the brewery to a distillery or a  

vineyard. If so, just swap the language in  

the mechanics and the events table to  

better match the facility but keep the  

mechanics the same. As breweries grow, 

they types of beverages they make become  

more varied and and the finest beverages  

may even have slight magical properties. Breweries are always 

looking for new ingredients to create more exotic beverages and adventurers may find paid work in securing rare  

ingredients from remote or dangerous locations. 
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 Many are the lonely  

souls who seek solace in the  

pleasure houses of the realm.  

There is a wide spectrum of  

views on the ethics of brothels  

and their place (or lack  

thereof) within a  

settlement. Consider the  

settlements particular values  

to determine if a brothel makes  

sense and if it becomes a part of the settlement, how residents view it. Some cultures view the work of brothels as 

crucial and even honorable while others see them as a lucrative commodity, a necessary evil, or even morally  

deplorable. Thinking about your settlement’s particular values and culture will help inform not just the brothel’s 

place within it but also your worldbuilding as a whole. 
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 Though traditionally depicted as a  

sacred ground with rows of gravestones where  

the deceased are buried and, respected, and  

mourned, “cemeteries” can take many forms.  

It may be a location with special significance to  

the settlement where the deceased are sent to  

the afterlife via a funeral pyre, it could be a 

subterranean catacomb where the dead are  

entombed or mummified. Feel free to reskin the  

cemetery so that it best coalesces with your  

worlds values and beliefs.  
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 Hubs for culture, commerce,  

and activity, the docks are a crucial  

facet of many settlements. 

Adventurers can often find  

work providing protection  

to merchants and ship  

captains. Those seeking passage  

to distant settlements can often find 

it in larger ports. Settlement leaders 

should consider geography when  

deciding if docks are right for their  

town. A river or pond is sufficient to  

build and get the benefits from a basic Dock while a lake or ocean is needed for a Lighthouse. Harbors are only 

for settlements located on an ocean coastline. 
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 The Dry Docks  

enable the construction of 

a variety of ships that can 

provide a variety of benefits  

to the settlement.  

Adventurers and wealthy  

resdients may also wish to 

commission the construction 

of their own ship. Simply  

convert the SP cost of the 

desired vessel into the  

equivalent gold pieces for the game system you’re  

using. The ships built in the Dry Docks are much larger than the ones unlocked by the Level I Docks requiring  

access to a large lake or ocean. Dry Docks will, on rare occasions, need help from adventurers to escort a newly- 

constructed ship to buyers located in distant settlements. 
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 Farms grow the fruits,  

vegetables, grains, and legumes that  

your settlment needs. Plant diversity 

means how farms look and what 

they produce can take many shapes. 

Unless a settlement is located in an 

arctic tundra, desolate wasteland, or 

barren desert, it can almost certainly  

support a farm that produces consistent food.  

Because of the space required to support one, 

farms are almost always located at the fringes of the  

settlment, making them vulnerable to attack, theft, and sabotage by enemies. Farmers frequently employ  

advewnturers to deal with threats as they arise. 
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 Better than leaving an open gap in  

your settlement’s defenses, gates offer a  

controlled and easily defended entry point into  

town. Some towns may tax travelers entering  

the city which can help collect some extra  

revenue but has the negative affect of reducing  

traffic. By taxing travelers entering your  

settlement, the settlement can gain an  

additional 2 SP per 1,000 residents who  

live there. However, each month that  

this goes on, there is a 5% chance  

that trade diminishes by -1 and a 1%  

chance that population growth  

reduces by .05%. 
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 A base of operations for the settlement’s guards  

to operate from, the Guardhouse, at its highest level, also  

provides defensive capabilities to the town. Guardhouses  

will often post bounties for wanted criminals that are  

beyond the reach of the town guard. Less frequently,  

guardhouses will occasionally seek outside help  

from third party adventurers or investigators  

to help solve crimes that are beyond the  

capabilities of the guard or for which the  

guardhouse has a conflict of interest, such  

as investigating corruption within their  

ranks or when a government official is  

under suspicion. The settlement’s type 

of government will dictate if the 

guardhouse has the integrity to discern   

over “conflict of interest” investigations as autocrats typically lack integrity themselves. 
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 Exclusive member-only guildhalls can offer a range of  

services and opportunities. These establishments often have  

subcultures that can be dramatically different – or even at odds  

with – the settlements that host them. Typically, Guilds are closed  

communities that do not offer services to non-members and may  

not even allow outsiders to enter their buildings. Check page 23 for  

more information and guidance on creating and running guilds. 
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 A settlement’s houses are a reflection  

of the settlement itself. What resources are  

readily available? To what extent is there  

poverty? What do the residents value? What  

are the environmental hazards? What is the  

level of equity between social classes? An 

observer should be able to get a sense of all  

these things and more by looking at a  

settlement’s houses. The mechanics  

below include wood and stone as  

needed resources but the settlement  

leader should feel free to change that  

depending on the local climate,  

geography, and availability of 

resources. Industrious people have made  

homes of reeds, clay, animal hides, or even ice blocks. Settlement Leaders can change the needed resource to best 

fit the settlement’s culture and available resources without affecting the houses’ benefits.  
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 Hunting Camps provide spartan comfort to hunters working in 

the wilderness far from home. Usually located many miles outside the  

settlement they serve, hunting camps typically cater only to  

hunters but adventures can most likely find shelter here as  

well. More advanced hunting camps may offer additional  

ammenities like the sale of basic adventuring gear and  

crude healing. While hunters can typically handle  

themselves in the wilderness, rogue monsters or  

opportunistic raiders can sometimes drive hunters to  

seek outside aid from soldiers or  

adventuring parties.  
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 Inns are most often  

located within the city limits of a  

settlement but there are situations  

when they may be located along the road  

outside of town, perhaps near an outpost. 

An Inn offers temporary shelter to  

visitors and travelers, occasionally  

hosting families who intend to  

move to town when permanent  

housing becomes available. The  

quality of rooms increases as the  

Inn is upgraded with Guest Estates offering luxury for a  

high price. Inns rarely offer work suitable for adventurers, but all manner of guests stay at Inns and some of them  

may have need for the services of an adventuring group.  
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 The innermost defensive refuge of any  

settlement, keeps store weapons, munitions, food,  

water, and other supplies for defenders to rely on  

during a prolonged siege. In times of war and  

imminent attack, keeps sometimes seek adventures  

to help gather crucial last-second supplies, launch  

hit-and-run raids to slow approaching armies,  

and participate in the defense of the settlement  

during a siege.  
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Typically utilizing the energy of water  

moving along a river, lumber mills can also be  

powered through wind. Mills may be built within  

the confines of a settlement but are more often  

located more conveniently close to the source  

of lumber. Because of their proximity  

to the wilderness and sometimes  

lawless lands, mills will  

often seek the help of  

adventurers to provide  

protection when monsters,  

bandits, or enemy settlements  

become a threat. Intelligent lumber  

mill managers utilize environmentally friendly lumber harvesting techniques so that  

sources of lumber are sustainable for the long run. Clear cutting an entire forest provides better short-term returns  

but then necessitates building new mills when the old ones are too far from their sources of wood. 
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 Centers of magical studies, Mage Towers are useful if enigmatic  

additions to any town. Settlement leaders should consider the role of  

magic the campaign to decide if a mage tower is an appropriate  

building to construct. In low-magic, sword and sorcery games, or  

worlds where magic is outlawed or strictly regulated, mage towers  

might be out of place. At the GMs discretion, magic user characters  

may be able to learn new spells here (though that will take both  

gold and time). Adventuring parties seeking opportunity will  

find it here as researchers frequently require rare alchemical  

ingredients and sometimes test subjects upon whom to perform  

their research.  
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 Markets offer a convenient place for merchants to sell wares  

without the need for a permanent brick-and-mortar location. A major 

boon for settlements, they generate I nice bump in tax revenue,  

promote trade, though can be a haven for theft if not properly  

patrolled by guards. Merchants rarely require the services of 

adventurers though traveling ones may  

occasional pay for an escort across  

dangerous routes. Merchants in  

markets typically sell the day-to-day wares  

demanded by commonfolk such as food, clothing,  

household wares, and some building materials. Markets in  

larger settlements, especially ones frequented by traveling merchants,  

will often sell adventuring gear, weapons, basic potions, and even the occasional magic item. 
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 Merchant shops create permanent  

venues for merchants to sell wares. They have  

higher overhead than selling in markets but  

merchants can avoid the hassle of constantly  

setting up their vendor booths and being at  

the mercy of inclement weather. Merchant  

shops are also more secure against theft  

than markets. Settlements, in their earliest  

stages, almost always start with a General  

Store with new shops adding more  

diversity to available wares. Like  

markets, merchant shops rarely have a  

need for the services of adventurers.  

However, adventurers often use their  

adventuring capital to invest in new  

merchant shops, taking some of the profit  

each month. If a player wishes to start a  

merchant shop, convert the SP cost into  

gold to determine how much they need to  

pay in gold. Once a shop is running, to determine  

how much gold the player earns each month from the shop,  

use the following formula: 

 

(1d6 – 2) x 1 SP 
 

 If the party takes a leadership role in the business or does a particularly good job finding and training  

people to work in the shop, you may choose to add an appropriate modifier to the roll.  
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 Mines provide the steady  

flow of stone and metal needed  

for constructing buildings. 

The work is physically 

demanding, often  

dangerous, and not  

particularly lucrative for  

the regular miner. Mine operations take place where the ore is. If the mine is located more than five miles from  

town, miners will likely need to camp outside the mine, putting themselves at risk of attack from anything  

unfriendly in the area. Miners camping in tents outside of the mine unprotected have a 25% chance each month of  

being attacked if there are monsters or enemies in the area. This threat ends if an outpost is built within 5 miles of  

the mine. In addition to outside threats, mines often make strange or dangerous discoveries when they expand into  

new chambers. Adventurer’s can sometimes find work protecting miners from threats or exploring recently  

discovered subterranean chambers. 
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 The Orphanage offers a home to 

children without one. In addition to  

keeping children safe, orphanages also  

keep them away from predatory gangs  

and criminals and when possible, also  

provides some semblance of  

education to the children so they  

might have a chance to earn a  

decent living. While orphanages  

almost never have work for  

adventuring groups, older children  

who want to see the world and who have some prowess in fighting can sometimes make loyal squires, hired- 

hands, and followers to adventurers who are willing to train them and pay them a fair wage. 
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 Essentially a settlement all its 

own, Outposts offer shelter and  

protection in even the most  

dangerous locations. Outposts  

are typically located in places  

of strategic importance to the  

settlement – crossroads, bridge crossings,  

islands, hilltops overlooking flat stretches, or near mines or mills that  

require protection. Because of their necessary proximity to danger, Outposts frequently have paid work for  

adventurers. Outposts offer protection but other amenities are usually in short supply. Merchants passing by often  

seek refuge in outposts but other supplies on hand are usually in control of the garrison commander.  

 

 



 

105 

 Organic Towns  



 

106 

 Organic Towns  

 

 

 

 

 Pastures provide food and  

enclosed space for livestock. Cows,  

pigs, goats, chickens, and sheep  

are traditionally most common but  

consider your world, region, and  

climate. What types of animals  

thrive there? In a jungle, this could be  

a preserved area of high-canopy trees that  

are home to domesticated lizard. In a wetlands, a  

“pasture” might look like a fish hatchery and stocked lake. Because the animals raised in pastures are raised for  

food, other creatures often take advantage of this to get a free meal. Whether against hungry trolls or opportunistic  

bandits, farmers often need help protecting their herds and are willing to pay adventurers to lend a hand. 
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 Built to hold prisoners too  

dangerous to let free within society,  

prisons can also breed problems of 

their own. At higher levels, a for- 

profit prison system can provide  

cheap labor to stretch a  

settlement’s budget but at the  

expense of its criminal justice  

system’s integrity. Except for  

tracking down the occasional  

escaped convict, prisons rarely require the aid  

of adventurers. 
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 Better than bushwhacking  

through untamed wilderness,  

roads offer a clear and presumably  

safer route between settlements, ports,  

bridges, and other key landmarks. They  

require some upkeep to maintain and  

sometimes settlements need the aid of adventurers to keep them safe from monsters and bandits. When building 

roads, assume that they will extend as far as they need to reach 3-4 of the closest key landmarks. Travel on roads  

is faster than overland travel through wild country. For each level of road, traveling moving along them move  

10% faster than they would otherwise. 
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 Stables provide a safe place  

for residents to keep their steed.  

Accommodations very but at a  

minimum, stables provide shelter,  

food, and water to the animal they  

tend. How much a stable charges  

will also vary greatly but on  

average, customers can expect to  

pay 1/50th SP per week. Higher  

end stables usually pay for their  

own hired guards but even so, horse  

thievery is an ever-present concern. Stables will sometimes pay adventurers who can reclaim stolen horses,  

especially when the thieves take the animals beyond city limits and outside the jurisdiction of town guards.  

Additionally, boutique stables that specialize in breeding and training exotic species will often hire adventurers  

who can successfully catch and transport breeding stocks of species they wish to breed.  
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 Storehouses safely store food products and other goods,  

protecting them from would-be thieves and hungry vermin. Aside  

from preserving food and increasing the availability of trade goods,  

storehouses also maintain a buffer of food for times of war. They  

require a minimal amount of maintenance to rotate out old grain  

and to refill with new grain but otherwise, are low-upkeep buildings. 

Trade Depots, which can sometimes house valuable commodities, 

can be targets of criminal organizations. Merchant Guilds will have  

details about opportunities for adventurers.  

 To store food in the store house, the GM must take the  

Food Storage action. The Granary has enough food storage for 3  

months, the Storehouse has enough for 6 months, and the Trade  

Depot can hold food storage to last for 12 months, 
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 The focal point and community center for 

any town, the Tavern is often the first place 

an adventuring party will explore. In addition to selling  

food and drinks and offering a venue for adventurers  

to learn local gossip, taverns also host a “Quest Board” 

where residents will post information for odd jobs  

adventurers may take on to earn some extra  

goal. To create the feeling of an organic quest  

board, the quests that the players haven’t focused  

on should disappear after a month or two with the  

assumption that a rival adventuring party completed it. 
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 Temples connect residents to the deities they worship.  

Depending on your campaign setting, temples may have significant 

work for adventurers and believers. Temples often have long, 

institutional memories and can be valuable sources for  

information on local ruins, crypts, cults, and the  

whereabouts of fables artifacts and relics. Many  

temples also provide healing and blessings with  

tangible effects that can provide needed  

help to adventures in the area. A temple may  

worship a single deity or an entire  

pantheon. Typically, a settlement will  

have numerous temples as the community 

expands, each temple typically serving a  

single deity.  
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 Theaters can host all manner  

of entertainment, from scripted  

dramas and comedies, live musical  

performances, jugglers, and mimes,  

and other performers. Bards and  

entertainers seeking some side  

money can often find it here.  

Their payment will be based on  

the size of the town, how  

famous the performer is, and how  

good of a performance they give. In general,  

performers can expect to be paid per performance .1-1 SP by stages, .5-2 SP by theaters, and 1-10 SP by  

stadiums.  
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 Watchtowers allow defenders to spot enemies from far  

away and give defenders additional range with their attacks. A  

sturdy watchtower and a palisade wall are the cornerstone defenses  

of just about any village. Towers also allow vigilant guards to spot  

all manner of curiosities from a distance. Every settlement is  

different but guards typically keep watch in towers in pairs and  

rotate out every eight hours. 

 

 



 

123 

 Organic Towns  



 

124 

 Organic Towns  

  

 

 

 

 The seat of political power for any settlement, 

Town Halls are essential for managing the day-to-day  

affairs of town. Governments can take a variety of  

forms – and town halls will reflect this – but  

regardless of who leads, they do it within this  

building. When making your town, make sure  

to have a clear idea of what kind of government  

your town has, how leaders are chosen or  

appointed, and what role – if any – residents  

have in the process. For settlements where  

players will take an active role in  

governing, it’s recommended that they  

receive guidance from a small council  

who can represent multiple sides of  

an issue. Town Halls frequently utilize  

help from trusted adventurers who can  

help with issues that is beyond the scope of  

the town guard and the military. Typically, settlement  

leadership will only work with adventurers they know or who come recommended from trusted advisors.  

Adventurers who help towns in an official capacity, often receive titles from the settlement leader to reflect their  

authority within the settlement. 
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  Trading Companies are the fantasy equivalent of international 

corporations. The orchestrate trade, facilitate diplomatic efforts to new  

trade deals and routes, and are always on the lookout for the next big  

opportunity. They respect gold first and foremost and all  

other considerations are a distant second.  

With so much money flowing through  

trading companies and an inclination 

toward high risk, high reward  

opportunities, Trading Companies  

have work for enterprising  

adventurers – especially ones  

who don’t ask too many 

questions
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 Walls are an essential defense of 

any settlement though upgrading them beyond  

a simple palisade fence can easily be  

prohibitively expensive. Settlements 

in more tamed area might get by  

without one but – perhaps more than  

any other building, walls are better to  

have and not need than to need and  

not have. Like towers, walls provide  

good elevation from which defenders  

can spot approaching people and  

monsters – and wary guards can spot  

other interesting things that could be  

worth investigating as well.  
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 Wells are essential infrastructure  

for the settlement. Without clean water to drink,  

residents will soon be rioting. Wells are a unique  

building in that they are one of the few buildings that  

can be built multiple times with the benefits (level 1 at  

least) stacking. Wells are an important resource and  

settlements are often vigilant about them becoming poisoned  

or tainted in some way with many posting guards to watch  

them. Wells usually provide water for free to residents  

though some settlements pay impose a modest tax on  

their use. By taxing the well, the settlement can gain  

an additional 1 SP per 1,000 residents who live there.  

However, each month that this goes on, there is a 5%  

chance that morale diminishes by -1 and a 1% chance that  

population growth reduces by .05%. 
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  Workshops are an absolute necessity for villages  

that want to expand beyond a few  

houses and wells. These miracles of 

 modern technology allow smith to 

 make nails, horseshoes, cogs, and 

 other essentials for advanced 

building construction. Many  

workshops are community  

owned, available to anyone 

with the skill and know-how 

to use one. Because of the high demand  

for the basic components for construction, those with smithing skills can make some extra income by helping to  

make needed components. For each day that a smith spends working at the workshop, they can make 1/100th SP  

This number is doubled if there are at least five buildings under construction. The number doubles again for each  

level of the workshop beyond Level 1. Residents who want to commission unique metal items can usually do so  

here. Weapons can usually only be made by forges (unless there is a skilled weaponsmith operating the smith, and  

when a workshop becomes a foundry – at the GMs discretion – it’s possible that weaponsmiths can collaborate  

with runemages and enchanters to craft magical items. Commissioned magical items are both exorbitantly  

expensive (150 SP for the most basic magic weapons) and take a long time to make. 
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