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I. Explanation and Introduction

What this is about

This text is a "how to" guide for writing theatre-style live roleplaying events. If
you aren't sure if you run that kind of live roleplaying event, you may want to read
ahead anyway. "Theatre style" is a seldom used "meta term" which embraces most
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live roleplaying that doesn't focus primarily on combat with padded weapons. And
even if your events do focus on combat with padded weapons, you may find some
useful tips here - many facts about facilities, food, and decision making are the
same for all types of live roleplay.

There is a default assumption at some points in this guide that we are dealing
primarily with overnight events. The fact is most theatre-style events aren't
overnight - most run for 4-6 hours, and many occur at venues where the event
producers aren't responsible for anything except delivering and running the event.

But full length standalone events are the most complex live roleplaying events.
One could consider them the "Mount Everest" of the genre. And because they are
the most complicated, we'll focus on them. If the event you end up running has a
simpler structure, you'll find that all the basic rules still apply.

Introduction

Since 1986, I have been producing various types of Theatre-Style Live Roleplaying
games. In late 1998, I began to realize that an awful lot of local GMs starting their
own writing projects were asking me for advice or suggestions. I also became
painfully aware that what I could tell them over a two hour dinner was not going to
be of much help to them. There was no "secret" to running games that people
enjoyed, and any attempt to condense one resulted in a set of platitudes that were
transparent to the rawest of writers.

I also became aware of a big discrepancy in Theatre Style production. Experienced
Theatre Style GMs - writers with several successful events under their belts -
would make the same critical mistakes in runtime again and again. Mistakes I
could see my way around.

Rather than pat myself on the back for being a smart guy, I decided to try to figure
out why. Most of these people were as bright as I was, and some were smarter and
more talented. I looked at the producers who weren't making mistakes, and I found
a common denominator.

Experience.

By 1996, I had spent over 800 hours actually on the floor running Theatre Style
games. While that's just a couple of years of work in the Live Combat world, it is
almost unheard of in Theatre Style gaming. The reason is simple - writing and pre-
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production consume a very large amount of time in comparison to actual runtime
in Theatre Style games.

Thus the problem. When it came to actually running games, nobody was an expert,
but I was at least a journeyman. Talented and experienced people who were
excellent writers were consistently botching elements of production and floor work,
because they didn't have adequate experience. Because the only way to get
experience was to spend months writing a game, and you could spend enough time
writing to be an expert before you had spent your first hundred hours actually
running events.

That's the focus of this how fo work. Most work in the past has focused on "how to
write, how to create plots, etc." The fact is, you probably have at least a fair idea of
that, or you wouldn't be reading this. What you want to know are all the other
things - the things that you don't want to learn the hard way in the last two weeks
of production, or as you try to spin control your event onsite.

I1. Pre-Planning
Overall Planning

Decide what the driving factors of your decision to run are. Maybe you have found
out you have a site, and you just want to put on a event there. Maybe you have a
concept to run a event for a certain group of people "I'm going to bid a event for
the Cthulhu campaign run by George." Maybe you have an establish author group,
and you know the group is going to run something, but you don't know what.
Usually one or two items are set in stone, and all the others start out mutable. This
may seem elementary, but it is a good thing not to be confused about. Determine if
there is a hurdle to your basic plans. For example - does running the event depend
on Joe not going to school, or on the Days Hotel Bayonne being available on the
22" of August. Check any basic assumptions.

These are some common driving factors:
Group: Joe and I are going to run a event

Site: We found a great bed and breakfast, and we're going to run a
event there

Audience: We are going to run a event for the Call of Cthulhu group
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Event: We are re-running "The Milquetoast Event"

Time: We need an event for the weekend of the 31* of October

Evaluate the Basic Idea

Get an idea. Determine if it is feasible. Here's a hint. It has been proven that just
about any concept "would work." Basically, what you have to determine is whether
or not it is within your capacity to do the concept justice, and whether it would be
fun, and whether you could sell it to people. This is an extremely subjective state,
and there are no hard and fast rules. Here are some useful questions to ask yourself

though:

Is it a fun idea - what type of people will enjoy this concept, and why?
Are there male and female roles?

Can it be done with the number of players we could get?

How many players have we had previously?

How many players have similar sized groups, with similar resources
and contacts gotten?

Does it require properties or elements we can't afford? - could we
substitute?

Is it a popular subject - will it be easy to sell - are we prepared to
work hard to sell it if not?

Do we know anything about it (you'd be amazed at how many groups
miss this one)?

Do we need to do research - if so do we have the time and facilities
(this may not mean looking up history or biography - for a media
based event it might mean watching movies or reading fiction)?

If you're an established group - Are all of our writing group interested?

Is there a limited time to produce the event? (You may want to look
at some of the various sources for "ready to run" events - take a look
under "Re-Runs" below).

XBB
4 /M b %&ﬁ/{i
INTERACTIVE DRAMAS & sz o
www.interactivedramas.info ;,t E/NCS s

TN
e, &
ctive D



Refine the Concept

Decide on the basic parameters of the event. This is important to do early on. More
staff contention comes from misunderstanding on this point than on any other.
While this is a little less subjective than evaluating the idea, it is still somewhat
subjective. You also need to be aware that this sort of thing will change. Here are
some good things to consider

What genre is it - do we feel the same way about the genre?

What flavor of rules and mechanics do we want - simple, complex?
What systems do we see the event needing?

How GM intensive will it be?

How long will our characters be (or will there be character sheets)?
How much background material are we going to supply

Are we modeling this on the work of another group?

Has a similar event been run before - what will be the same and what will be
different about ours?

Re-runs

Sit down and do a thorough re-read of the product. I've always found I'm either
amazed or appalled at what I find. Sometimes you are surprised that a event that
seems like it was ages ago still has fairly high quality writing that seems
respectable now. Other times, you are amazed that the thing actually ran. In one
case, | talked to another GM about a rather old property, and arranged to borrow a
copy - reading it [ found that it was only barely a event - there was less material
than most four-hour events have today - yet the event was run full weekend at the
time.

There are three areas where you need to examine older properties:

Weriting - standards of writing have changed over the years. The oldest Theatre-
Style LRPs were run sixteen years ago, and there are LRPs still being run which
were written ten or twelve years ago. You need to critically evaluate the writing.
What was a good full weekend character when events ran at science fiction
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conventions might not keep a player busy for four hours today. Then again it might.
The only real check on this is to hand some of the characters around, and see if
people think they look fun to play, or would be satisfied to get them. If the answer
is "no" you need to decide how to expand the event, or perhaps you need to
consider if it should have a shorter run. Perhaps it might be entertaining as a four-
hour event now.

Mechanics - are the rules and mechanics still usable. Many older events have
combat systems or mechanics that would seem childish or out of place today.
Others embody timeless elegance. Consider if the mechanical system for the event
will stay the same. Consider every system. For example, don't write the "forged
currency" system out, but leave in the forger character who depends on it for a plot.
Were there problems when the event originally ran. If so, can they be fixed - what
problem will the fixes cause. Would a combat or simulation system playtest be a
good idea? Did some system in the event depend on something that is no longer
available (a conference room with a big table, a huge ballroom, a particular type of
land at a campsite). A common problem with four hour events is that the event
revolved around some property (a battle map, a deck of cards) which was difficult
to produce, or is irreproducible, and the event needs to be dramatically restructured
to work without the property.

Staging - how was he event originally staged. In particular, were any of the more
impressive elements of the staging a function of the site, and are they reproducible
- for example was a big scene in the event staged at a swimming pool which is now
unavailable. Was cast used, and should cast be added? What level of special effects
are required? Take a good overall look at how the event was put on before.
Currently, nothing is changing faster than the level of staging considered
appropriate for a live event.

Talk to others - if you're a novice, or even if you're not, talk over your basic plan
with someone you respect. Don't intentionally pick a "devil's advocate" who enjoys
tearing ideas apart - pick someone experienced who you can trust to tell you what
problems or difficulties they see. But encourage honesty - if there is a big problem,
this is the time to find out about it - not once production has started.

Standard Properties - often times you will be in the position of having been
asked to run "something....anything" at a specific time and place. Don't despair,
even on short notice. Instead make use of resources like the ILF GameBank and
the Shakespeare Eclectic Science Fiction Interactive Theatre Scenario Archives
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I11. Planning
Scale and Scope of Event

The Scale and Scope of your event will determine a lot about your planning
process. In general, what you are determining here is how big you want your event
to be, in several dimensions:

How many roles need to be played
What kind of site is needed (indoor, outdoor, private, hotel, Intercon)

How long will the event be (4 hours, a half day, a day, two days, full
weekend)

What level of props and staging will be used (minimal, very realistic)

Staff

The other big stumbling block is the staffing decision. When people work together
there is the potential for problems. Some questions need to be settled early

Who is in charge? - is there a boss, who runs the group as an autocrat. Is there a
"core team" that runs the event, with assistants, democratic among themselves, but
autocratic regarding the assistants?

At this point, I'll offer some advice. I think the best model for running a event is a
business. The core group responsible for the backbone of production should
function as a committee, making recommendations, with one person as the chosen
boss. Don't choose the weak willed guy because he won't argue with anyone, but
don't choose the strongest willed guy, unless you agree he's the best choice, and
everyone agrees to that. I've seen events run very well as a democratic committee,
but that requires a certain kind of trust and chemistry that is uncommon. Beware of
"false democracy" where one person controls a majority of what is theoretically a
committee, and thus effectively acts as boss, without having to take the
responsibility. The boss should be the boss.

In bigger events, divide up responsibilities, and work under the assumption that
while the leader has the ability to make final decisions, GMs are considered to be
competent in their specialty, and won't be overidden - the tabletop GM makes final
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decisions concerning the wargame, the bank GM makes final decisions concerning
money...and so on.

Who's writing - assuming some elements of the event are written, who are the
writers. Will they also be the lead GMs? In some cases, the writers may be 2000
miles away. It is important to establish who is a writer, and what their function will
be at runtime. It is less and less the case that writers are automatically the lead
GMs.

Who is the runtime staff - You need to determine how many staff you need for
the event, and see to it that you have enough. A good basic rule at this time appears
to be to have one staff for every 5-9 players, and one staff person for every major
system. Also, if you have cast, then by all means have a staff person in charge of
cast. Remember staff are not only GMs - do you need a properties manager? Or a
cook with kitchen staff? Do you need a musician? A dedicated special effects
person?

Cast/Technical staff - Most events can benefit from "Cast." In concept cast differs
from NPCs. The concept of an NPC is that he or she is a GM driven character. Cast
are more than this. They are a pool of players to serve as extras, not only playing
every type of person that the GMs wouldn't want to hand out as full characters, but
also filling in as stagehands to move props, food service staff to work refreshments
and handle food, cleanup crew to tidy up the event space between and during
playing sessions.

For marketing purposes I often make a distinction between "Cast" and "technical
staff." Cast play NPC roles, and while they might not have as much time as a
player, they generally enjoy themselves. Technical crew gets the ugly jobs - they
dress in uncomfortable suits to play monsters, run special effects behind the scenes,
go to the store for ice, help in the kitchen, and any other job I dream up. In some
events it is not practical to make this distinction, in others it is all important.

Venue

The Venue is the "where" of the event...many people use the term "site" instead.
The site should fit the event if possible. In some cases, you won't have a choice
about the site - at Intercon for example, you'll be running in space assigned by the
Convention. If you can't get a venue to fit the event, you'd best write an event to fit
the venue.
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There are many different types of venue. Venues for four, or eight hour events do
not need to have lodging space - venues for overnight events do. We'll break the
two categories apart:

General Questions - Is the space:

Configured well for the event - a horror event meant to be run in a big multi-room
lodge may fall flat in a hotel function room, where monsters can't "jump out."

Close to food if you aren't feeding the players

Allows food if you're feeding the players. As a hint - most hotels firmly say "no
food" that they don't cater. In practice, what they mean is "no outside catering" -
cheap snacks like punch and cookies aren't a problem. They also don't want food
trash. You may need to be especially careful. You can also serve food out of a "con
suite" that is a private room.

Noise level acceptable - is a private site in a place where you will make too much
noise?

Can you afford the site?
Campgrounds

Is there parking close to the campsites - if not are your players prepared and able to
hike in?

Are there acceptable toilet facilities. Portable toilets can be rented, but they are
expensive. A small toilet can be set up using a dome tent, and a portable camping
toilet, with a chemical flush system - these run under a hundred dollars at camping
stores. However, someone is going to have to empty it...

Is there potable water...are you sure!

Are the players prepared to be outdoors - make up a checklist of all the necessities.
If you aren't sure, consult someone who was a Boy or Girl Scout, and has camping
experience - sunscreen, insect repellent in summer, warm clothing in winter, and
rain gear are all basics. If your group camps regularly, you probably already have a
list of this sort.
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Is there a plan for getting emergency help - do you know where the nearest phone
is - does someone know first aid?

Lodges

Fundamentally a "Lodge" is a house, or a camp building which has been modified
for use. In many cases it's an older building. These come with their own set of
problems.

Is the building air conditioned? Remember when planning a event in February that
August is a hot month. You don't have to have air conditioning, but you do need a
plan around it that involves large airy spaces, shade, water and fans.

Is the building heated - some resorts have their cheapest rates in fall or spring, but
don't have a heating system, or don't have it turned on. Often they close for the
winter and their last or first few weeks can be uncomfortable. Know and warn
players to dress and sleep warm.

What is the plan for facilities. Some player groups share co-ed facilities no
problem, others are horrified.

Is the site dusty, moldy or mildewy. Many players may have allergies, and there
will be complaints. Forewarned is forearmed. Some rooms may be worse than
others, and sensitive players may need special care

Is the site accessible to all your players. Some people have limited mobility. This
shouldn't be a reason not to use a site, but special arrangements may need to be
made, or a player may need to pass.

Is there dormitory style sleeping - this can lead to snoring complaints - players
want to know in advance, and if possible arrange rooms with an eye towards
compatibility.

Hotels

Approaching a hotel is a tricky business. I have found that the best policy is to be
honest, but not scary. The worst approach is to dress in a three piece suit, quote
optimistic figures, and lie about what it is you are doing. The second worst
approach is to mention every nightmare problem in events.
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We always use the term "interactive theatre" when describing what we do. We give
a pretty accurate description of what that entails, however if asked for a
comparison, for God's sake compare it to "murder mysteries that run at some
hotels" not to "Live D&D." Most hotel managers have heard of murder mysteries
and know that they draw some money without having caused massive problems for
the venues that hosted them. This is what they care about.

If a hotel has a spastic problem with events (this has happened, where the hotel
staff is under the influence of a religious group that is actively antagonistic towards
roleplaying events), just move on to the next. Likewise if they are too worried or
too suspicious, you probably don't want to use that site.

In the U.S., Hampton Inn and Days Inn have proved good chains for events. You
want to pick a hotel in the range where you can run a small event and be a
reasonable part of their business.

Here's the math. In a 140 room Days Hotel, where you have reserved three out of
five function rooms and have forty hotel rooms, you are 28% of their weekend
business and you are their major weekend function. They will tolerate some
shennanigans - they probably have a very small bar, or none at all, so they aren't
upset that you aren't drinking their liquor.

In a 300 room Hilton, you are only 13% of the weekend business, and you
probably have less than half the function space. The Hotel also probably relies on
an attached nightclub or bar for its revenue - destructive Fraternal Organizations
may hurt the hotel more than you do physically, but they run up $1000 bar tabs that
compensate. You don't.

In a 600 or 1200 room hotel, they barely care that you exist...the problem gets
bigger.

The lesson here is to aim for a hotel where you can book out most of the available
space, and where you make an impact on their business. This doesn't insure good
treatment, but it may help. Also aim for a chain that offers midrange prices.
Costlier sites are more worried about whether or not you may be bringing down the
tone of the place by existing, and they're more suspicious of things they don't
understand. They also may have a security staff. A typical Hampton or Days Inn
has one night porter, and one or two night clerks. The clerks don't care about
anything but the desk, and the porter/maintenance man has plenty to do on his own.
They won't spend a lot of energy trying to see if you are doing something wrong.
Only if you cause trouble will it come to their attention. A typical high-end hotel
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has a security person on duty. They are being paid to be nosy and neutralize threats.
They'd rather annoy you, and have you be unhappy, than have something happen
they didn't expect, and have their boss be happy. The secret to job success for them
is to neutralize a threat before it starts, and that means you. Paradoxically, I've
noted that Northern hotels that employ a uniformed security officer give less
trouble than hotels that employ a plainclothes security manager. A uniformed guy

is usually a "grunt" who is often a tired cop, moonlighting and anxious to go off
shift. A security manager is a man looking for a better job in the company, and out
to prove himself. You figure out which one is more of a threat.

Hotels near airports are often very sensitive about noise and their lobbies. A lot of
their repeat business isn't organizations - it's airline staff and business travelers,
who are sensitive about noise complaints. Keeping a jet pilot awake at night is a
bad problem. Airport hotels also tend to have bars, even if they are a chain that
normally wouldn't.

There is no universal guide to a hotel contract. There are a few pointers.

Don't try to write your own contract. The hotel has a standard contract. Sign it. The
hotel can probably screw you even if they sign your own contract, and that makes
them nervous. Many hotels won't even consider a contract other than their standard.

Most hotels seem to try to "get away" with something early on. It's my opinion
they are sizing you up to see how attentive you are. Be gentle but firm. Needless to
say, always keep photocopies of everything. On the flip side, most hotels aren't out
to "screw you."

Hotels cannot build room blocks for you. Front desk and Sales staff are never that
well coordinated. Invariably, even if you have an ironclad contract saying all of
your rooms are together on the same floor, they won't be. Accept this. If it is really
important, you might get the rooms you want by actually booking the floor in
advance with a credit card. Even this sometimes fails. Sales managers have been
known to promise this - if you believe they'll deliver, you're naive.

There are three systems to hotel pricing:

« Pay for space - you can have as few or as many hotel rooms as you like, but
you pay for the function space

« Rooms buy space - as you get various numbers of "room nights" your space
costs get cheaper and cheaper

« Catering buys space - as you buy catering, your function space gets cheaper.
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Friday Saturday Sunday

In hotel parlance, these are three days for function space. If you are in your room
from 2 Friday to 2 Sunday, you are charged for two nights. However, from the
hotel perspective, you owe three days on the function room for the same time
period. Understand this, and if you can't handle it, make it clear you need an
exception. Some hotels will do it the other way, but you have to ask.

Function Rooms

The big pitched battle is almost always over food. If you want to serve your own
food and refreshments, sign with a hotel that doesn't have its own restaurant. If the
hotel owns the restaurant, then they make revenue off its catering. The better the
hotel, and the restaurant, the more of a stink they are likely to make and the closer
they'll watch if snacks "wander" into the function space.

Make sure the function rooms are big enough and try to check the air conditioning
- rooms get hot with sixty people in them. Try and envision your event in the space.
We'll talk more about function rooms under space allocation.

Food

More and more events are expected to serve some food. In the early nineties, a
event wasn't expected to serve any real food or drink. A cocktail party might well
not have any cocktails. Over five years food and drink began to creep into events.
First, there were drinks served at "bars" - then as time went on snacks came out to
supplement the drinks. Then some more substantial items began to supplement the
snacks. Even four-hour events are often expected to serve drinks and snacks.

One really big influence was the Intercon "Con-Suite." Intercon established that
players did better and maintained higher energy levels if they were able to eat and
drink a fair amount at the actual event site.

Food service is expensive. It tacks a fair chunk onto the price of a event. If you are
doing snacks and drinks for a full weekend event, your cost for 50 players will be
about $250*. Double that for 100 players.

Given this, why should you do food service?

Expectations - whether you like it or not, other events are doing it. If you are
charging $55 for a full weekend, and other similarly-priced events are serving food,
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you better either server food, or have some other dramatic advantage that makes
the players feel you are giving them their money's worth

Player attitude and energy level - the single most important factor in how well
your event will be received and how well it will go is the attitude the players come
into it with. Food and drink are a big way to give the players a good attitude. More
than that, players in dry hotel space (all hotels are dry) or out in the sun, tend to
become dehydrated very quickly. If they can get their fluids replaced, and keep
stoked on carbohydrates, their energy level stays up. If not, they may become
irritable and lethargic - and an irritable and lethargic player is someone who can do
damage to your event.

Pacing - a dinner break will stop your event dead for two hours. The time may be
shorter if there are restaurants nearby, but remember that some players, possibly
critical ones, are finicky, and might well be unwilling to eat in a nearby food court,
driving some distance to another type of restaurant instead.

The only worse thing than no dinner break is an unscheduled dinner break. When
everyone knows that the event shuts down at Spm for dinner, the majority of your
players will take about an hour and a half to gather their friends, change clothes, go
to dinner, change clothes again, and come back. While some players will blithely
go out to dinner costumed as Superman, some feel the need to change into "street
clothes" even when what they are wearing is almost indistinguishable from normal
clothing, or is formal wear that would appear eccentric, but perfectly acceptable, at
any restaurant. Players will take time to gather into groups, and the bigger the
group, they longer it will take for them to get served. Don't count on having critical
event events within two hours of a scheduled "meal break"

If you don't schedule a meal break, then at about Spm, your players will start to
wander off to dinner. At about 6pm, some others players will notice that there 1s
"almost nobody" left playing, and will decide this must be dinnertime. By the time
they get out, your first wave of players will be back.

This could possibly work well in some scenarios where you want a constant low
level of activity, but more likely it will result in three hours of frustration and delay.
About the only good reason to have an "unscheduled" meal break is if you don't
think the event you're running is particularly good, or has enough plot in it, and

you want to slow down the event so the players don't burn plot too quickly.
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Most players don't get up and get gaming until 10am, and many events don't even
start until 10am. If no breaks are scheduled, players will be out to lunch from 12-2,
and at dinner from 6-9. This means that a "day" of gaming is only about 9 hours.

What Meals to Serve

Some events need to serve all their players meals, some need only to serve snacks.
A event at a hunting lodge might serve six meals, while a event run in a hotel
adjoining a food court might only serve snacks.

Probably the most critical meal for players in a full weekend scenario is Breakfast
Saturday morning, followed by Dinner Saturday night. Many events neglect
Breakfast. A good deal is to run your event in a hotel that serves breakfast, like the
Hampton Chain, or some Days Hotels. If you can't do that, at least put coffee and
donuts (or some other appropriate food) out. Players will often neglect breakfast,
and the fact is that will make most players lethargic and cranky all day.

Dinner is also critical. A handful of players never realize they need to eat, and find
themselves tired, and worn out early Saturday evening. Some may keep going, but
they become irritable, and a likely source of trouble. They may also remember the
event less fondly.

If you have a choice of meals to cater, make it dinner Saturday night.
The Way to Players Hearts is through their Stomach

Good food can cover for a lame or dull event. This is especially true at evening
events where catering and party atmosphere may be almost as much the focus of
the evening as the event itself. "At least they fed us well" is not the worst thing
someone could say about your event. In the best of circumstances organized and
catered meals allow play to continue with minimum disruption, and enhance the
mood and atmosphere.

What to Serve

There is no solid guide to what to serve at events. The Intercon conventions have
established a few truths in their con suite:

Have some food that can make a meal. Even if you aren't officially serving lunch, a
player may be either too busy to go out, or too poor to afford food. A big jar of
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peanut butter and jelly doesn't break any event's budget, and will keep a player
going.

You can save huge amounts of money by shopping for your events at one of the
major warehouse chains- Costco, BJ's, Sam's, etc. These clubs charge about $25

for a one year membership, which you will make back the first time you run an
event. One of the biggest savings is on cups. Players go through cups like Sherman
went through Georgia - even a small event needs 150 or more at a minimum. Plates,
napkins, and plastic knives and forks all cost a fraction of supermarket prices - and
one purchase may last through several events. Other supplies and food are also
more economical purchased in bulk quantities.

Soda is the one thing I never skimp on. If you put out 8 ounce cups (or God forbid
four ounce cups), and generic soda, do not fool yourself into thinking people don't
notice that you are a cheap bastard. About 90% of Americans drink Coca-Cola or
Pepsi products by choice. If you don't have their brand - they notice.

Many organizers use small cups and grocery store brands to cut back on
consumption. This is just plain stupid. Serving people something that they don't
like is worse than serving them nothing at all. It may be true that "if they're
desperate enough they'll drink it," but they will notice, and it will leave them with
the feeling that the event was "cheap." In most cities, the major grocery chains
discount both Coke and Pepsi products on a regular basis, frequently to rates as
low as 77cents (against 69 as an average for store brands). Chains like Wal-Mart
carry Coke and Pepsi for 99 cents. Eight dollars of savings on twenty bottles is not
worth annoying eight in ten players. The breakdown is about 70 Coke/Pepsi 40
Diet 40 Other (Mostly Sprite or 7up with a few bottles of Root Beer, Orange, or
Ginger Ale) - Make sure to have a few diet sodas that do not have caffeine - some
players can't have either.

Intercon stocks about 150 two liter bottles of name brand soda for 150 attendees
for two days. Thirsty players will easily consume that much. For a 50-60 player
event, [ would usually purchase 40-60 bottles of soda, using a similar breakdown
to that above. If the majority of players are under 25, decrease the amount of diet
soda. If the majority are over 25, increase the amount of diet soda.

Have something non-carbonated - this can be tricky since non-carbonated drinks
tend to be luxury items that are sold at a real premium. Icewater may be the best
bet, and if you really want to cut down on soda consumption, serve good sodas and
icewater. Players will drink icewater to quench thirst, and switch to soda only for
taste, and to recaffeinate.
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It is possible that drinking non-carbonated beverages - primarily fruit juices, is an
emerging trend among college students graduating after 1996. This corresponds to
marketing information gathered by the major retailers who have introduced lines
such as Fruitopia, and by the targeting of advertising by the Snapple company.

Use 12 or preferably 16 ounce cups. Since the major reason for waste is players
forgetting which cup belonged to them, get a "Sharpie" brand indeliable marker,
and secure it (meaning tie a string to it) where cups are distributed. Most players
will be amused enough at writing character names, or symbols on their cup that
they will label it. The big advantage to 16 ounce cups (other than not having people
snicker and call you a "tightwad" when you put them out) is that they hold enough
soda that players can take it with them. This cuts down on traffic in your food
service area.

We'll get to space allocation later, but here's a tip not to forget. Serve drinks

where everyone can reach them. I've been in a situation where GMs served

drinks out of a bathroom that could only be accessed by going around the line for
another food service area, squeezing by a corner where people congregated to talk,
and going down a narrow hallway, where two people had to turn to pass each other.
They told me I'd overestimated the amount of soda the people in their event would
drink. I hadn't. The fact that their consumption was so low was because no one
could get to the sodas to pour them.

Alcohol

Discussion of Alcohol at events always elicits an amazing amount of unwarranted
chaff. Four years ago the Internet FAQ for Live Action events said that "alcohol
was never served." The influence of the "just say no" generation seems to be a
clump of folks who honestly believe that "drinking and [name your hobby here]"
don't mix.

On the other hand, we have the British, who whether playing live-combat or
theatre style events are capable of putting away quantities of alcohol that most of
us would term "prodigious" without batting an eye.

Alcohol at events certainly isn't a problem. I've served some alcohol at at least
twenty events, and never had a problem. The few problems with alcohol at
Intercon have sprung from after-hours drinking at private parties, not from drinking
at events.
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Obviously there are a few considerations. If you have minors playing, you need to
have control over your alcohol service, so that minors don't get served. On the
entirely pragmatic level this usually isn't an issue - minors are usually either
nineteen year olds who can easily get a friend to get them a drink if they want it, or
twelve year olds with parents accompanying who aren't going to try to get a drink.
If you have a very large number of minors, that might well be a good reason not to
serve alcohol at all.

I've never seen a player drink themselves sick, or behave particularly badly
because of alcohol. For most people it's an inhibition reducer, and that's a fine
thing to have when you are playing a event. As anyone who has ever roleplayed
knows, the problem is not that people might "get too into their roles and become
their character" or any other such tripe. The problem is that most people aren't
actors, and that conveying any sense of their character is hard work.

The flip side is that alcohol is a dehydrant and a depressant. The first means you
better have plenty of water and other beverages available. The second means it
may take the edge off a tired player's energy level. In general, in all the
circumstances I've seen, players drink lightly and responsibly.

Obviously it's safer to serve alcohol to people you know than strangers. If you're
running an open event with alcohol, then designate someone as bouncer. I've never
had to bounce anyone from a party, but when running the "Second Circle of Hell"
open events, we have had to lean on players (though usually just because they were
rude and stupid, not because they were drunk.) Still, it's best not to be caught
unprepared - make sure you have someone tough enough to handle trouble quickly
and efficiently should it arise.

Caffeine

The final thing to remember when you are thinking about beverage service is
caffeine. The fact is that a good number of LRPers are caffeine addicts, whether
they think of themselves that way or not. Not getting their regular afternoon soda
may be the source of a sudden crash in energy level that a player doesn't
understand. Make sure you have caffeine available, or you may watch some of
your most experienced players suddenly fizzle for no readily apparent reason.

Staff

In the old days, there were GMs (who sometimes called themselves "Gods" in
order to make it clear who was important and who was not), and there were Players.
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With only a handful of GMs running events, players took what they could get and
were grateful. LRP was really not much more than tabletop, done standing up.

Slowly things began to change. Competition forced GM groups to behave more
like professionals, and less like prima donnas. Players demanded better service,
and less “tude. In order to meet these demands, GMs took on "assistants"

Today, there is a bewildering variety of potential ways someone can be involved in
a LRP event. My favorite breakdown is into GMs, Cast, and Technical Staff. In
describing staff roles, I'm trying to get away from the concept that the "GM" is the
important figure, and everyone else is just an assistant. It may be true that the GM
calls the shots, much in the way a Director calls the shots in a theatre production.
But without makeup artists, production managers, and stage managers, the Director
would be doomed.

GMs - are responsible for running the event. GMs are either "specialized," or
"floor" GMs. Specialized GMs run a specific mechanic or event. One typical
example is that in an event where there is a "wargame" being played out on a map
to symbolize combat happening somewhere away from the event location, one GM
might be tolled off to run that mechanic full time.

I favor a mixture of one GM for 7-10 players, plus one GM for every specialized
mechanic. Some groups will tell you that is "GM heavy" but I disagree. On the
other hand it may be better to have less GMs than to take on GMs that you don't
trust, or don't think are competent, or don't have time to train.

Cast - are players who take their orders from a GM. These are also called "Non
player characters," but I don't care much for the term. It derives from tabletop
events, where these characters were run by the GM. In modern theatre style LRP,
the characters certainly are played, and the designation doesn't make as much sense.

Cast are a wonderful pacing control - possibly the best ever invented. I'll talk more
about cast in discussing runtime proceedures.

What kind of roles you have for cast may differ from event to event. Sometimes
cast are used to portray a string of minor, unimportant, characters, sometimes to
make a guest appearance as some important character, sometimes they are seeded
into the regular player mix as a "GM Shill" in order to drive a specific event.

Cast are good people to assign to play characters that must die, or make some
tragic mistake, in order to drive the event.
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Technical Staff

Technical staff covers a myriad of duties. In some events, where there are some
strong cast characters who play the entire event, and others that appear only to play
"monsters" or "visitors" I tend to consider these "short term" cast members
"Technical Staff." Likewise cast roles that aren't much fun and involve a lot of
work - such as being a working butler, or maid.

People who are definitely technical staff are dedicated food-service and preparation
staff, makeup artists, or props, sound, and special effects staff.

These are the unglamorous roles that lie at the heart of an event, and can make it
come to life.

If T have one word of advice - pamper your technical staff. Make sure they know
they're important, and make sure they have the tools to do what they need. Then
stay out of their way and let them do it. Always be ready with a word of guidance,
but never try to micromanage. The sound systems guy needs to know where the
sound needs to go - but he doesn't need you to stand and supervise his setting the
sound system up.

Figuring costs

Before you start to put your event together, you need to calculate some costs. It
helps to have run previous events, but here's a basic guide as to what you need to
include - these things may not all apply to every event, but likely some of them
will:

» Venue costs

« Sleeping rooms for GMs

e Any staff or cast salary

» Sleeping rooms for cast

« Paper costs Photocopying

 Printer supplies (including color cartridges)

e Paper

« Binding

« Folders or envelopes

« Any stickers or buttons

« Badges (and badgeholders)

» Properties (props can get expensive - try to borrow, or retread old props
before buying new ones)
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» Beverages
» Snack food
» Catering

Setting the Price

There are different philosophies on what to charge players for an event. In general,
I charge about 25% above what my calculated costs are - that's enough to
comfortably cover some overruns. ['ve also lost a lot of money on events, so I'd
advise going a bit higher.

Some groups and individuals run to make a profit. There's nothing wrong with this,
but generally I don't bother. The fact is that putting a event together is a
herculanean task, taking hundreds of hours. No sane price is going to pay for that
time.

A thousand dollars worth of revenue would be a huge profit on an event. Yet
among five GMs, it would only be $200 apiece. Running for profit encourages
keeping staff size small to maximize profits, and this trend is contrary to the trend
towards a larger staff to serve the players better

If you openly declare that you are running for profit, many players and other GMs
won't go out of their way to help you. After all, you're basically asking them to
help you make money for yourself. I've seen several groups in the terrible position
of being "for profit" and having to explain that since they never had actually made
any money or were likely to, they really did need help. It's easier not to be in this
position. Unless you have a strong business plan, and some real chance of making
a decent sum of money, declare that your group runs at cost, and spare yourself the
grief.

If you mean for your group to be formal, you should consider yourself to be a
"non-profit" group. People have a lot of misunderstandings as to what this means.
Most groups, by default, are "non-profit" organizations. They don't have
shareholders, and any money they make gets rolled back into the organization,
rather than paid out to stockholders. It is fine for a non-profit group to reimburse
members, or others for expenses, or even pay them for services, or pay them a
salary (so long as it's reasonably fair).

A non-profit group that isn't going to be making more than a few thousand dollars
a year doesn't need to incorporate. This type of group is legally defined in most
states as an "unincorporated association." Many small clubs, fellowship
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organizations, and what-have-you operate for years as unincorporated associations.
If you feel it's important, you may want to file for incorporation in your state. This
is generally a fairly simple process that will cost you around $120, and a couple of
afternoons.

The real nightmare of non-profit organizations is trying to get status as an IRS

501( ¢ ) (3) charity. However, there probably isn't any overwhelming reason for
your group to do this unless you are expecting a lot of donations (admission to

your events, by and large, could not be counted as donations under current tax-law).

Neither running at cost, or being "non-profit" means that your income and outgo
have to be exactly the same. It's fine to carry over money at the end of the year,
and it's fine to reimburse yourself, or others for travel. If you did have a $100 per
person profit, it would be perfectly fine to reimburse your staff for their time - two
ten hour days of work makes $100 well below minimum wage.

Nobody begrudges the GMs a small return on the event. I've occasionally made a
hundred bucks or so back...however since my food and gas for the weekend cost
more than a hundred bucks, that hardly constituted a profit.

There are a lot of advantages to running "not for profit." The biggest advantage is
that your players readily perceive that you are trying to build an

entertainment with them, instead of put on a show for them. Nothing wrong with
putting on a show, and you'll end up doing it anyway. But if your players feel
they're part of the experience, they're more likely to give it their all.

On a GM level, it can help with staff, cast, and properties. People are a lot more
willing to reach out and go the extra mile for a group that is running at break-even.
Favors in the way of props, equipment, and help are more likely to be forthcoming

Player vs. Cast rate

There are a million different plans on how to divide up payment for a event. The
bottom line is that income has to cover the cost of the event. The true cost. One big
question is whether or not to charge cast:

Pro: cast often get almost as full a event experience as the players. Players resent
cast, especially if they play powerful or important people, getting in for free. Since
they tend to be friends of the GM, they may see free cast as no more than
subsidizing the event so the GMs cronies can play for free.
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Con: if your cast are paying, they expect to be given an experience worth the
money. If a cast role fizzles, or you need them to suddenly change horses and do
something else (including play a different character) they'll likely be offended. If
cast are getting in for free, they generally understand they are part of the team,
working for you and there to do what you ask of them. This doesn't mean they want
to be abused or treated poorly - they're still donating their time after all. But you
have more leeway in what constitutes "fun" and in what kind of work assignments
you would give them. I think it's important to show your cast that you don't ask
them to do anything you are too proud to do. Take a stint once in a while at
cleaning dishes, picking up cups, and if you're idle, throw your shoulder in to help
your cast out. They're doing these things because you can't be everywhere at once,
not because you're better than they are.

When considering whether to charge cast, you need to decide what cast roles will
be like - are they just player characters with some GM guidance, or are they butlers,
lackeys, and dust boys. For this reason, I often use the "Technical Staff" division -
Technical Staff are free, and cast get a minor discount.

Split Rate

It's getting increasingly difficult to run an event for under $70-80. Players expect
food, a good venue, and other amenities, but their pocketbooks aren't getting
deeper as fast as their expectations are rising. This is especially true with couples.
A event that is $80 to an individual is $160 to a couple. This can lead to last minute
registrations, which make life hard on you.

A solution is to offer a split rate. Register your players for an advance fee of half or
even a quarter of the full price, with the remainder due at the door. From a
marketing point of view it's great. You get the commitment, they don't have to
shell out the cash ten months in advance. It makes some events possible for people
who couldn't make them otherwise. I've done well with a split of $35/45 on an $80
event.

Getting some of the money at the last minute may also make things easier on you.
You know the hotel is covered (just make sure you deposit the checks first thing
Monday morning). You know that you won't foolishly spend all the receipts

on really cool props.
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Setting the date

Setting a date for your event can be tricky - and even the best-laid plans gang aft
agley.

For starters, determine how much lead time you need to promote and produce the
event. It's fine to be an adherent of the school of "have it in the box before you
advertise it," but don't think that means you can run with a shorter lead time. If the
roleplaying community is used to a six month lead on events, you'll have a hard
time filling in three weeks. And even if you do, you may have caused more
inconvenience than your players decide your event was worth.

How far in advance is far enough depends on your social circles and geographic
area. For a small event, in an area where few events are run, six to eight weeks is
probably enough time to schedule an event. On the other hand, for a major full
length event, a date should be solid at least twelve months in advance, preferably
eighteen. Eighteen months is the "look ahead" for Intercons, incidentally.

Find out what else is scheduled before you decide on a date. Often it is good to
pick two dates - a "primary" date, and a back up date that you can switch to if
something comes up. It isn't unheard of for two full length events to announce for
the same date - with no intention of "walking" on each other. If that happens, and
you're already in a position to offer to change, there is very little harm done.

If I seem to be mentioning the ILF a lot in this section, I am. The ILF exists as a
networking organization for GMs - what better source to use when trying to
schedule an event with minimum competition. Start by consulting the ILF calendar
- it's a little known fact that if you're an ILF member, and you e-mail a question
about a particular date to calendar @ilfinfo.org, the calendar editor will usually let
you know if anything is going on that date that hasn't been published yet [Ed.
Note: Troupes in Taiwan will find the Taipei Interactive Theatre Society pages to
be more useful for this sort of thing - just email thewebmaster for your event to be
listed in the calendar here.]. It isn't foolproof of course - a group might not have
sent the information in yet, or it might not have been processed - but in general the
calendar editor works hard to be helpful, and it's one way to head off a potential
conflict.

Talk to other GMs in your area too. Usually, you will know at least some of the
GMs. Think about informally announcing your event at some social event where a
lot of roleplayers will be gathered - they're likely to be able to advise you if you've
hit a bad date.

KK g,
24 @%‘@;ﬁ%@;ﬁ@
INTERACTIVE DRAMAS " 30"
www.interactivedramas.info  2: %, > §



I "preannounce" dates, using the ILF and other private mailing lists, before printing
flyers. If you've committed a horrific blunder, you're likely to find it out that way,
before you've officially announced a date.

What you should try to avoid scheduling opposite is up to you. Some GMs try to
avoid social events like parties, others feel that it's a buyer's market and everyone
can make their own decisions. Basic Marketing suggests that you first decide who
is likely to play your event. If many of these individuals come from one or two
social groups, then try to avoid social events linked with those groups! If many of
your prospective players are college students, then don't schedule a run during
finals. Use logic and common sense, but don't assume what's important to you is
important to everyone else.

Weddings are probably the number-one pain the ass to schedule around (and I
include my own, which ran a week off one of my events!) They tend to be like
submarines - silent, deadly, lurking beneath the surface. Then there is a "fwoosh"
and suddenly you are missing five or ten players. They are the one social
obligation that can take precedence over a previous obligation - normally someone
who had already paid for your event wouldn't decide to drop to go to a party, but
they might drop on short notice at a wedding invitation. They also have a damnable
habit of involving someone who doesn't even play, but happens to be best friends
with eighteen people who do.

Until humans stop the ridiculous conduct of mating (I'm joking here, people)
weddings are something you have to live with. I've had to move an event because
of a wedding more than once. Fortunately, people are usually understanding about
reshuffling dates - by the same token that they'll drop your event to attend, they
understand if the obligation to this most powerful social event in our society makes
you reshuffle your schedule. Remember that late May and early June are common
wedding months, and plan accordingly.

I advocate doing a lot of research on scheduling and setting up a date, but I'm
reluctant to change it once it's set. Someone is always running a party somewhere,
and often players do have to decide. A event can take quite a beating from a variety
of social events, none of which, in themselves, warrant changing the date of your
event.

Other events are a different matter. Once a date has been set, and fairly advertised,
it's up to other GMs to avoid your event. If they feel like running opposite, then
you have to decide whether to stand or fold. The decision depends on how much of
a similar market the event opposite you draws on - in some cases only a few
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players may overlap, and you can continue with apologies to them that you
couldn't change your date. In other cases, you may find yourself in a head-to-head
battle for registrants. Such a competition is seldom won. If you must compete, be a
gentleman. Don't put players on the spot about which event they are playing and
don't say unpleasant things about the other group that is producing opposite you.
The first will leave a bad feeling with a player who might be a potential customer
at some unopposed event in the future. The second makes you look small, and is
just as likely to make your potential customers avoid your event as the other one.

As events become more common, conflict will be unavoidable, and it will be more
important to be fair and decent when opposing another event. Unfortunately
players are often more militant than GMs, but don't encourage bad behavior, and
set a good example.

Holidays

If you are running on a holiday weekend, think very carefully about the effects.
Needless to say, it isn't brilliant to expect a big turnout when opposing
Thanksgiving, or some other Holiday where many people are expected to travel
and meet with family. Remember if your players are college aged or younger that
the fact that they are militant atheists may not alter the fact that they are financially
tied to mom and dad, and must pack up for a Christmas visit like everyone else.
Even older players often have family obligations focusing on the "big" travel
holidays. In addition, you place your players in extra risk of life and limb if you put
them on the highway over a holiday weekend.

Finally, remember that Canada and Great Britain have different holidays from the
United States.

Some holidays are better than others. Recent experience has taught me that more
people than you might think have planned activities on Memorial Day Weekend.
However Intercon has done quite well running on the Columbus Day long-
weekend. A long weekend can make for an interesting event, allowing more time,
and a full Sunday of play. There's a backlash to this as well. Don't assume that
most of your players will have a "long weekend" off. A disproportionate number of
younger players work retail positions where "President's Day" is one of the biggest
days of the year, and time off is impossible.

In general, unless you have a clear idea of why you are running on a holiday -
avoid it.
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Potential Traps

Get a good calendar before you schedule, and check for Jewish Holidays as well as
Christian ones. Even if only a handful of your potential players are Jewish, they'll
resent your scheduling an event over Passover, and their friends won't think much
of you either. It's only a courtesy to check dates that could cause trouble for other
players. Use some sensibility, and if you aren't sure how important a holiday is to a
certain religion or social group, ask. Remember too that some social groups have
inflexible traditions, or obligations to social events on days like St. Patrick's Day,
or Memorial Day, or Fourth of July.

As the community enlarges, it may be important to take other holidays into account
as well - there are not many Islamic players in the local community I am familiar
with, but that may be different in different areas of the country, or may be subject
to change as the community becomes more ecumenical.

The Dreaded Wedding

In an ideal world people wouldn't get married...at least not opposite your event. In
the real world, it is a fact that even longtime members of the roleplaying
community will blithely smack a wedding down without the slightest regard to
other events, even if they are a year or more into the planning cycle. Weddings are
suddenly "real life" and everything else - no matter how much money may be
riding on the line, or how many man hours of labor may be involved - is just
"gaming" after all.

Even without the blissful ignorance that goes along with matrimonial planning, you
may run afoul of one of these dreaded beasts. Stand aside or get out of the way. Do
not fight them. When it comes to events, the wedding is the nine-hundred-pound
gorilla. It does not brook touching, it will destroy or smash any obstacle in its path
and those who would fight any other event tooth and nail will leap to its defense.
Weddings involve the drafting of a number of individuals into the "wedding party,"
and these individuals are lost to you. Flexibility is not an option.

Weddings have a "shotgun" effect too. They not only tend to blast a powerful hole
in the weekend for which they are planned, but may have a scattershot impact
throughout the month - a bewildering variety of showers, bachelor parties, etc.
accompanies the wedding, and while these may be slightly more flexible than the
wedding, often they are not.
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Remember as well, that the wedding need not pertain to the local community from
which you are drawing your player base. A wedding involving two non-players can
still suck away a huge chunk of one or more of the local social groups. This is in
many ways worse, because the happy couple very truly have no obligation to your
schedule whatsoever, and have an excellent claim on the attentions of your
audience.

The only thing to do with a wedding is "put up or move." If the wedding is
peripheral, you may lose a half-dozen players you would have liked to have, but be
otherwise unscathed. If the wedding is central to your community, you may have to
consider moving your date - even if that means bad feelings, losses in terms of
cancellation fees, refunds, and lost advertising costs. The bigger your event the
more likely you will be able to bull ahead - but you can't compete.

Announce before you sign

Announce your date before you sign a hotel, or related contract. First
announcement is almost always the time when unexpected trouble surfaces, and it
is drastically easier to issue a retraction, and change the date before you've signed
with a hotel. As a side note, I don't tend to discuss site arrangements until they are
made - in the distant past someone who didn't much care for me talked to a hotel I
was negotiating with, and convinced them noft to close a deal with me. Such
spoilsports are unlikely in today's more civilized atmosphere, but it's still probably
a good idea to play your planning close to your shirt. On the converse, I encourage
you to share the details of your contract once it's signed. It helps other GMs get the
same contract, and if you are seen as the source of repeat business for the hotel,
your rates might go down.

IV. Production
Production Schedule

At this point, you know what your event is about, and have some idea how big it
will be. You're looking for a venue, and you've decided what kind of staff you
might have, and decided what to charge. Now you need to set up a schedule to
produce your event.

Some writers like the luxury of having the written product in the box before they
advertise an event. I've seldom had that luxury. It is riskier to advertise an
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unfinished product, but it needn't be a turkey shoot with many things left
unfinished at the last minute. Follow some simple procedures, and you'll find you
have your event ready with a little time to spare. Don't worry though, secondary
tasks will expand to fill the time available.

There are several tracks of work that must move forward at the same time if the
event is to be prepared on time.

Primary Writing Track

e Character Ideas

« Background Ideas
e Character Drafts

« Background Drafts
e Character Finals

« Background Finals

Graphics and Production Track

« Templates for cards, badges, etc.
« Finals for cards, badges, etc.
e Presentation elements - booklet covers, folder labels

Promotions Track

e Pre Announce
e« Announce
e Advertise

Physical Track

« List of properties

o Ask for loans

« Determine costuming specifications for cast
« Determine what needs to be purchased

» Make purchases

« Do any construction, painting, assembly

Staffing Track

e« Recruit GMs
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e Recruit Cast
e Recruit Tech Staff

Here is a sample schedule for a large full length game
2000 January
o Initial Ideas meetings
2000 February

o Hotel Contract for June 2001
o Produce Flyer with information

2000 March

o Announce Event at Intercon XV
o Plan advertising campaign

2000 April

o Hold preliminary writer's meetings
o Begin writing background and character drafts

2000 May

o Begin to recruit core GM staff to supplement writing team

2000 August

Commit to basic rules system, character list, bluesheet lists
Plan playtests (Oct, Nov) for any rules systems that need testing
Lock down core GM duties

Preliminary list of properties

o O O O

2000 September

o Swing advertising into high gear. Ads in Calendar and Metagame.
o Major promotional effort at Intercon 15.5
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2000 October

o Check progress on character and background writing.
o Set meeting dates for revision meetings in January

2000 November

o Check registration levels. Agree to cancellation policies, minimums,
and recovery plans if the event is not showing good registration by
January 1. Pull advertising if event is full, push advertising if event
registration is flagging

2000 December
o Begin cast and technical staff recruiting, provided registration is good.
2001 January

Draft copy of the event should be complete

Begin revision, crossreferencing, spellchecking, grammarchecking
Draw up list of Cast characters

Planned events have been decided on

Draw up list of properties

O O O O O

2001 February

o Call to borrow properties
o Make acquisition plans for properties that cannot be located
o Contract out for any costuming that needs to be made

2001 March
o Final advertising push at Intercon XVI
2001 April

o Final revision of all printed materials
o Art and Graphics ready to go
o Plan to finalize cast and technical staff
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2001 May

o Go/No Go decision based on registration
o Distribute full materials to registered players, or post materials on
Web/E-mail

2001 June

Final cast briefings, and training session if needed
Print Badges, folder labels, stuff materials
Complete all prop building

Quality Control Check

O O O O

15 June - run date
Planning for the Event

In the old days, we passed out character sheets, and then "ran the event." Which
meant that the event actually ran itself, while we panted along trying to keep up.
Sometimes there were events that were supposed to happen. We didn't really know
how to make them happen, and we often relied on players to be savvy enough to
try and gather everyone together.

Today, we know that "planned events" are the foundations that an event revolves
around. These are all of the "staged bits" that take place between opening and
closing. Weddings, funerals, coronations, councils, terrorist attacks, G-man
raids...all "planned runtime events."

Planned runtime events fall into two major categories, Set Pieces,
and Contingency Events.

Set Pieces are things that will happen, no matter what the players do. This may be
because of deus ex machina (we will ensure that there is a terrorist bombing), or
because of planning and tradition (ofcourse the cotillion Saturday night will go off
as planned).

Contingency Events are things that might or might not happen, but which the
GMs need to be prepared for. For example, a funeral service. The person who you
plan the service for might not die after all. Or someone else may die instead.
Weddings, court-martials, etc. are all contingency events.
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The GMs can dictate the set pieces in the event, but the event itself will dictate
contingencies. Do you have a plot to restore the King, which you expect to be
successful. Then you need to plan on having a coronation as a contingency event.

Planning for all runtime events, involves the following elements:

o Properties - any special items needed. A crown for a coronation. A gavel for
a trial

o Cast - any special staff. A baliff for a trial, an Archbishop for a coronation,

o Effects - smoke for a bombing. Music for a dance.

e Food and drink - tea for an afternoon tea, champagne for an evening party
and so on

You'll want to figure out your planned runtime events early, so that you can
include them in your inventory of properties. You'll also want to make sure you
know which cast members are responsible for taking what roles at what planned
events - or at least make sure your cast director knows what parts are needed.

Remember a few basic rules about planned runtime events. First, don't schedule
trivial events at a point where they are no longer viable. Except in a humorous
game, scheduling the judging for the garden club contest after the alien invasion is
probably a bit ludicrous. There is nothing like the sight of thirty players standing
around nervously at some event that they are attending only because the GM said
the "have to." Put your less significant events forward, ahead of any events that
tend to change the basic nature of the world, or of the players' lives.

Planned runtime events are the framework that your entire event revolves around.
Don't shirk, and don't expect runtime events to "plan themselves" or be "player
driven." The characters might have years of experience planning certain types of
events - but the players will need to be shepherded through them, because they lack
that experience.

Pre Opening

Many event producers assume that their responsibility begins and ends with the
moment that the "curtain goes up," usually at a rules briefing. Don't deceive
yourself. Your responsibility begins the moment that your players walk through the
doors of your venue. Even if they're early. If you are ready for them, you can create
a favorable impression.
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The most organized event in the world will not be ready at noon on Friday. There
are matters of setup, and they take a finite amount of time no matter ~ow organized
the production team is. And while it is sometimes true that "more hands are better,"
it is sometimes more the case that players distract the technical staff and runtime
team from setting up the event.

The goal then becomes to entertain the players who arrive early until it is time to
start. We've found that a wonderful device is video. Set a VCR up, and play
something that is vaguely thematic. This distracts the players while the staff gets
set up.

You may also wish to have refreshments out, or even have a "pre game" scenario
where players can begin interacting. It all depends on the nature of your event,
particularly on whether time is critical or not.

Opening

Some events open with a major planned runtime event. Others open with a
dramatic event - Tabula Rasa opens with an emergency evacuation. The Four
Aces opens with a gangland killing. Some events open with a rules briefing. No
matter what, remember this. In general this is your first real point of contact with
your players. Make a good impression. Do not assume that things will "pick up"
after the "boring rules briefing" is gotten out of the way. Make sure your lead-in
builds confidence and interest in the event, and you will quickly be rewarded.

Downtime

Schedule downtime in your event. Above we discussed the importance of
scheduling dinner breaks. Move your event along in chunks that your players can
manage. Make sure you allow time for your staff to rest, and eat, and sleep.

Teardown

Remember that you cannot get off of your site instantaneously. Plan to have your
crew ready for teardown. This may require sending a GM who is a good "host"
along to your Dead Dog Party, while the technical staff and other GMs do
teardown. Figure out where everything is going, and have a plan for breaking down
the game. If possible begin packing Saturday night.
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Testing

During the production phase, you may come up with new rules systems or
elements that you aren't certain will work. Test them extensively, either privately,
or by holding a "playtest" of the mechanical system.

Quality Control

The mark of a really well produced event is having had time to do a quality control
check on it. If you are planning on taking a printed game to a site where you won't
have access, this is critical. You must at least have done enough QC to make sure
that you have all the components. Quality control should ideally check for the
following things:

« All materials are printed correctly (no overruns, missing pages, etc.)
« Every player has what the packing list says they should have.
« All written materials have been checked for continuity and consistency

IV. Promotion and Arrangements
Pre-Announce

Pre-announcing serves two functions. First, it allows you to court prospective
players, by making them feel they are getting privileged information. Second, it
allows you to check your date, before you've printed materials.

I pre-announce in three phases. First I tell close friends about the upcoming event.
This can be as much as two or three months in advance. This also helps my friends
know what my schedule and availability for other projects is.

Second, I send an e-mail announcement on several private lists I'm a member of,
mostly related to some ongoing Live-Action campaigns. I sometimes offer a
discounted registration rate, good only until the official announcement. The idea is
to let groups that you're involved with know you're cutting them a special deal

Finally, I pre-announce on the ILF list. This is really almost the same as
announcing, and I usually do it 48 hours before the formal announcement - say on
the Wednesday before announcing at Friday night of a event. What this means is
that if I'm about to print flyers for a conflicted date, I have 24 hours to fix them,
and change my plans, or at least flounder ahead forearmed.
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Put your event in the ILF Calendar [T.L.T.S. Calendar if in Taiwan]

Send the information on your event to the ILF

Calendar calendar @ilfinfo.org or director @interactivedramas.info in Taiwan - just
in case you don't know what to send, here's the format. The Calendar listing isfree,
and Metagame is now distributing about 1500 copies per issue. Calendars are
handed out free at many major events.

Date - Give the full range of dates if it is a multi-day event

Event Name - The title

Genre - Use Theatre Style, or the name of a system/Genre like WOD, Star
Wars, or VtM

Convention/Geographical Location/Site - If the event is at a convention,
give the name - if not, give the city and state (or province or UK County)
where the event is taking place. Usually you give the place if it is a hotel,
but don't list the full address if it is a private home - presumably you don't
want strange people walking in who you haven't talked to in advance. Your
listing might be "Days Hotel, Timonium, MD" - If you are listing a hotel,
make sure to include the name of the town that the phone book lists the hotel
as being in. That way people will get the right hotel, if they call late for
reservations.

Price - Give your full rate scheme in this format: $65/60 ILF 01/02/99,
$75/70 ILF, 01/05/99, $80/85 after $90/95 door. The first number is the
regular price, the second is the ILF discount price. If you extend the
discount to other organizations, list them at the end (remember, this is for
the ILF's Calendar - the readers want to know about their discount first. If
you have any special price deal, list it at the end as well. The calendar will
shorten and abbreviate for you if you are not terse enough, so think
"classified ad" here. In June 1988, the ILF extends its discount to members
of: NERO, IFGS, ALRPA, XPI, and The Realms, and encourages its
members to do the same. In all probability, the discount will include
members of the Camarilla and OWBN. If you want to save space, you could
say "all ILF discounted groups."

Event Info: If you are running standalone, give the information under this
heading. This would be your snail mail address - the calendar currently
won't list a event without a snail mail address.

Con Info: If your event is at a convention, give the information here. Note
that you don't need to do this for Intercon - the listing will appear
automatically.
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o Con and Event Info: If the event and the convention have the same
registration address, give the information here.

« Phone: You don't have to list a phone number, but if you're desperate for
last minute registrations, and you didn't, don't expect the phone to ring...A
number also allows players who have last minute questions, or who sent a
check which never got through to catch up with you.

o E-mail: Have an e-mail address and check it. Many players don't even want
to bother with a event that has no e-mail. You can get a computer that will
run Pine and a 2400 baud modem for free from one of your friends - I have
three 386's rotting in the attic - and your local Freenet will give you mail for
some ridiculously low price or free. Juno mail is also free. There really isn't
an excuse these days. If a event has no-one on it's staff that can get e-mail,
that raises real questions as to what the event is being printed on.

o Web Site: if you have a web site, list it here.

When and where to announce

I generally make a formal announcement at some event or major social event that
involves the community I expect to play. "Announce" is a little misleading,
because often what this really means is setting out fliers. But I also start talking the
event up, asking people if they've seen the fliers or have heard about it.

Here's the deal - word of mouth still sells a event more than anything else. The
object of advertising is to get your event's name out there, so people talk about it a
lot. People gossip at events more than at any other time. Imagine you announce
your event over the Internet. At the next event, most of the players have heard
about it. John happens to be really excited about the concept, so he goes up to
George:

"Say have you heard about this new event Gordon's running?"
"Oh yeah...that's old news. I heard about it weeks ago."

End of conversation. Not only will John not talk the event up to George, he may
actively refrain from mentioning it - once burned twice shy. On the other hand, if
the event is new, and just announced, even if George has already heard about it,
he's just heard about it. He's more interested in hearing new news about it than in
showing John up for being behind on his news.

KK g,
37 @%‘@;ﬁ%@;ﬁ@
INTERACTIVE DRAMAS " 30"
www.interactivedramas.info  2: %, > §



This is where pre-announcement comes in. Ideally, you have a small circle of
friends and other members of your writing group to talk the event up. You will
only get the impetus of announcing your event once - don't blow it, or you'll have a
much harder battle in filling the event.

Possibly the best time to announce an event is at Intercon, particularly the fall
Intercon. As a general advisory, I'd say the Fall Intercon is a great time to
announce an event for the next summer, and the February Intercon is absolutely the
latest date to announce an event for the coming summer. It's more or less your call
- announcing early means people plan around you - announcing late means you
plan around other events.

Intercon is also good because it is "plug friendly." While most theatre-style events
allow "Shameless plugs" for upcoming events at the end, not all are particularly
friendly about it, or very well organized. Intercon has some regulations, but they
help to make sure your plug isn't overwhelmed, as well as making sure you don't
overwhelm others.

Announcing a one-day event isn't quite so dramatic or important. For one thing, it
is less of a financial and scheduling decision to make your players decide to play,
so less marketing is needed. If you already have an organized group, your event
may "sell itself" with little needed other than an initial announcement and available
forms. On the other hand, if your event has a high price-tag, or a distant location,
you may need to do almost as much marketing as you would to sell a full weekend
event.

Interest Building

Interest building is like pre-announcing, only you do it after you announce. The
idea is talking to people who might be interested, and chatting up the concept.

Be careful about this. It's easier to say what to avoid than what to do. Here are a
few killers:

Don't tell people that they are going to play, and must play a particular character.
This is a little subjective. Sometimes it works well to say "I have a character that
would be perfect for you..." but some people resent being sent on the guilt trip of
"you have to play my event, because I'm writing a character for you."

Don't gush. If someone desperately wants to review your entire combat system,
and you're willing to let them, fine. Ditto on hearing their entire character sheet.

KK g,
38 @%‘@;ﬁ%@;ﬁ@
INTERACTIVE DRAMAS " 30"
www.interactivedramas.info  2: %, > §



But don't go on at extreme length unless your audience is really interested. If you
want to test interest, try this. Stop talking about your event. See if they change the
subject. If they do, you've talked enough, and you're in danger of

building disinterest. Remember this is about selling the event you are going to run,
not meeting your psychological need to be stroked about the work you are doing.

Pre-Sales

One good way to sell a event is to do "pre sales" where you give a discount to
people who register before the event has announced (or announced a site). This
will give you a small core of "dedicated" followers - often these folks do as much
promotional work as you do. After all, they want someone to play with!

Politeness

Be polite. When you are trying to sell a event is not a good time to "set someone
straight" about the flaws in their theories of gaming. Identifying yourself as a
contentious bastard does not make people want to play your event. Likewise, be
pleasant to everyone who asks about your event. Never brush someone off because
you've never heard of them, or don't like them.

In the rare circumstance of someone you actively want to discourage from playing,
be polite anyway. You can change the subject, or even do the equivalent of "whoa
look at the time..." but never insult them. Believe it or not, everyone has friends.
You may feel you've finally told off that horrible buffoon who wrecks every event
he or she is in. But even someone who doesn't care much for them might feel
you've only humiliated someone who was already pathetic. Be nice.

Being out advertising a event makes you a public persona to some small extent.
Remember that your fellow GMs may be judged by your behavior. Always have
something pleasant to say.

Also, never be rude about offers of help, even if you don't want them. The person
you snubbed ten months ago when they offered to GM for you may be the up and
coming guy around when you desperately need a Wargame GM. The person you
gave a rude brush off when she offered to help may be the person who turns out to
own the $2000 prop you absolutely need. A lot of GMs make the mistake of being
brusque about offers of help "well I don't think we'll need anything but we'll call if
we do." They may find no response. I try to always say something like "I'm sure I'll
need your help - I'm not quite that far along in my planning yet, but I promise I'll
stay in contact with you and tell you as soon as I know." If I end up needing help,
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then at least I won't be fighting a negative first impression. I try to keep a list, and
contact people who asked me early on before others. Even if they're new or people
I haven't worked with before, it's worth seeing how someone works out.

Pricebreaks

Offer the ILF discount. As someone wise once said "look at it as getting an extra
$5.00 from everyone who isn't an ILF member."

Most groups are more than happy to work with the ILF - but they don't really
understand what the ILF can do for them, and what they can do for the ILF.

Offering the ILF discount is a way to identify yourself with an organization that
produces the only national magazine exclusively dedicated to all types of LRP. The
organization which runs Intercon, and is building the most effective marketing
mechanism around for LRP.

It's true that you don't have to offer the discount to be listed in the ILF Calendar.
But consider this - the ILF lists your event as a courtesy. Offering the discount is
the clearest way to return the courtesy. And a calendar listing .

The ILF exists to help you sell your event. Take shameless advantage of the ILF
mailer, and ILF contacts. Return the favor by offering the discount. It's a win-win
relationship. Fundamentally, the only goal of the ILF is to get more warm bodies
willing to play your events, and to make more resources available to you, so you
can spend more time on the fun parts of your event, and less time on logistics and
arrangements.

There are still a few people around who are hostile to the ILF, mostly because they
were personally involved in the admittedly thankless task of trying to steer the
organization through the rough waters of the early 1990's. Usually they're the folks
who got the short end of the stick, or at least firmly believe they were. Respect
them for their age and what they've been through, but realize their sight is fogged.

Targeting the market

A very basic lesson in marketing is selecting a target market. You probably already
know who is likely to play your event. Decide how to reach them. If you expect
90% of your players to be people from some campaign group you are in, then you
don't need to spend much money on advertising or fliers. If you expect to appeal to
a broader segment, you'll need to advertise accordingly. If you want to reach the
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East Coast theatre-style community, you can do plugs at Intercon, use the ILF
mailer, and advertise in the Calendar and Metagame. If you want to reach the West
Coast community, you'll need to advertise in the Calendar and Metagame, but you
can't stop there. There isn't a cohesive community, so you'll need to scatter your
advertising wide in order to net a few people here and there. Look for gaming
stores with notice boards, and existing Vampire or Live Combat groups. Take out
an ad in the local IFGS newsletter, or some local fanzines. Go to gaming and sci-
fi/fantasy conventions, and put fliers out on the flier table. In short, look for people
who might already be interested. Become an ILF Producer, and have the ILF send
you the mailing list of people in your state or region - a sure way to reach people
who are already interested in LRP.

Keep the list of people who played your last event. This is your lifeblood - this is
your mailing list. Keep it - cherish it. I don't personally hold with selling mailing
lists, but I think it's fair to trade your list to other small groups with similar
interests. You might ask your players in advance if they'd like to learn about other
LRP events.

What to put in ads
In a basic ad, include all the ILF Calendar information. Another good reason to list

in the Calendar - if you have a complete calendar listing, you have a complete set
of information for your event.

What to put on the flyer
o Date
o Event Name
» Genre
» Convention/Geographical Location/Site
e Price

e Discount Info
e Event Info - Snail mail

e Con Info

e Con and Event Info

e Phone

e E-mail - much more important than phone, probably more important than
snail mail

« Web Site - optional but increasingly vital
o Name of Writers/Production Team, or Name of Group - optional but some
people won't sign up for an event unless they know who is running it.
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o Contact information for venue - the number for the hotel, along with any
name that needs to be mentioned

« Transportation information - if the site is close to Amtrak, or served by
public transportation, give the name of the stop. "Near Amtrak's Back Bay
station, connects to MTA" Public transportation can be important even to
local travellers. If you expect long distance travelers, give the nearest airport
"Hotel operates a shuttle to Logan International” If you have a deal with an
airline or rental car company (the ILF has agreements with Avis and United,
and can add you to its contract - contact outreach @ilfinfo.org) include the
information here. Travelers from out of town will be more grateful than you
may realize for this elementary information.

What to put on your Web Site

It's a good idea to have a website. With services like Tripod or Geocities out there,
there's really no excuse not to. Tripod now offers 10Mb of free web space. You
aren't supposed to sell things, but in fact, you can get away with quietly mentioning
the prices for your event - thousands of sites do. Just make sure it's mostly content
about the event. For some examples of event pages, tap my
sitehttp://www.rpg.net/via [see also Taipei Interactive Theatre Society] - while
we're on the topic, if you can afford a very tiny trickle of cash, consider putting
your site up on rpg.net. There's also talk that the ILF will be offering web space
and e-mail services to events soon.

o All the information from your flyer

o Registration - your registration form, preferably as a Web form, also
optionally as an Adobe Acrobat PDF file. If you make a PDF available,
always link to the "Get Acrobat" Adobe Page. You might want to link to my
Adobe Acrobat Help page as well -
http://www.rpg.net/via/special/acrobat.htm. You may need to specify
strongly (but politely!) that you will only process registrations once you've
received a check. But accept them e-mail just the same.

o Venue Page - link to the hotel's web page. If the hotel page gives the hotel's
1-800 number, and they have to call the local hotel number to get your
discount rate, mention it here.

« Also link to local transportation information here:

o Airport Limo Services or Cab Company (DC Flyer in the Washington
area)
o Local Mass Transit (for local travelers and those from out of town,

connecting at an airport or railway station - Metro in DC, MTA in
Boston)
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o Local Light Rail - MARC in Maryland, Metro North throughout
much of the Eastern Seaboard

o Amtrak - if there's an Amtrak station within reasonable distance

o Trailways or Peter Pan - if bus service is a viable option. Note that in
the north buses are a decent way to get around, used by many students,
but in the south they are not so widely used, and are characterized by
a more impoverished class of patrons.

o Airport- most airports have a web page: Reagan National, Dulles,
BWI, Newark, Logan, etc. Link to it - it will usually have information
about public transportation.

o Link to a Map of the area - 1 generally link to the Yahoo map, with a
reminder that Yahoo maps may be inaccurate. It will at least generally
get them close enough to ask at a gas station, and it's better than
nothing. Some hotel chains have good maps of the area they are in.

o Links Page - link to other pages that might be useful to your players. I keep
all the sites I visit in researching the event, and post the best ones.
Remember to include some costuming resources. Anything you think might
help your players be ready.

» Event Information - more and more, instead of a flier, players want detailed
information on the Web about an event. I'd go so far as to include pictures
and even references from previous runs for a re-run. Give a background, and
other "teaser" information. After casting, post a list of players and their e-
mail addresses.

Casting

Casting is a golden promotional opportunity. Often casting is the "final push" that
takes a event from three quarters full to full. Shortly before casting, send out a
notice saying that casting is coming up, and this is the last chance to register. This
will produce a few registrations, and possibly a few more "promises" which you'll
need to use your discretion about. I've been badly burned by longtime players
who swore they would show up to play a part they hadn't paid for, then ditched at
the last moment. On the other hand, some folks, I trust implicitly. But you're the
best judge of who you can trust. When in doubt, follow the advice of Fox Mulder
and "Trust no-one."

Casting should generate some additional interest as well. Again, the deal with sales
is "word of mouth." People like to talk about their casting and costuming plans.
This means people talk about your event, which leads to people registering for your
event.
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Pre-mailing

Whether and how much material to pre-mail is highly subjective. Pre-mailing
nowadays usually means "e-mailing." Try to accommodate players that have no e-
mail as best you can, but this is the communications age, and the Devil will take
the hindmost. Still, putting 32 cents on an envelope and mailing information to one
or two players is no great burden.

The Web page can relieve the need to e-mail most background material. Most
players have web access, or can get a friend to print documents from the web more
easily than you could mail them. Again, stand ready to e-mail text files to a few
players who don't have any web access. I usually make the offer, and seldom get
taken up on it.

The real question is whether or not to mail full character sheets. Many events are
revising character sheets in the last days before the event, and simply can't. Others
find it is best to send a synopsis, but not a full character. I don't think it's a smart
idea to send full characters months in advance, unless there is some special reason
to do so. Most players want a solid hint, that tells them enough to know who they
are playing.

These days, it's considered a bad sign if a event doesn't pre-mail anything. The fact
is, it's an indicator that production is running late, and it undermines player
confidence. One hates to do something "just to keep up with the Joneses," but not
keeping up with the Joneses can mean you have a harder time selling your event at
the event.

Desperation Sales

The time will come when you have to make desperation sales of your event. You
are not full, and you need players. I'm reluctant to go too much into detail for two
reasons. First I don't like to give up tricks I may use myself. Second, many of these
tactics would prove extremely enervating if everyone did them.

I can make a few suggestions though:

First, never whine. A event fills based on player confidence. We'd all like to think
that our friends are swell folks, who, hearing that we are in a pinch will rush to fill
the gap and join our event. However the fact is that these people are probably the
folks you already have registered. Most players on the other hand, will flee in
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terror from a event that seems likely to be a flop, or an underegistered mediocre
success. Whining virtually ensures that this will be the perception of your event.
You may pick up one or two sympathy players, but you could be losing half a
dozen indecisive players who were waiting til the last minute to sign up. Don't
whine and don't beg.

Saying that the event "still has roles left" is a way of saying "we aren't full - sign
up now" without coming across as too pathetic. Saying "a few roles left" implies
you are at least better than half full - remember lying could make you look bad
later - be somewhat honest. You could also focus on one need "Need a female
player, and still have a few male roles" when in reality you have five female roles -
just quietly take all comers. "Need a player" tends to indicate a event is nearly full,
and also indicates an important role might have come open due to a drop.

Express confidence that the event will run with the number of players you are
likely to get. Then see to it that it will. If you can't run a decent event, cancel. It is
less of a shame to cancel than to run a disaster. All GMs who have run a long time
have had to cancel once or twice, and few will think less of you for doing the smart
thing. If you can't afford to cancel (nonrefundable deposit, already spent most of
the event money on props) see if you could postpone. Even the most hard-assed
site will generally work some kind of deal. If you postpone, some of the players
will roll their money forward to the new date, and you can try and refund the ones
that don't.

Consider throwing some PC roles to cast, and then advertising free cast roles. It
gives you better control, and some impoverished players may sign up who wouldn't
have otherwise.

Talk to your friends, and ask them to help you. Quietly. Even in person, don't
whine or beg. People can smell fear and it drives them away.

Ask your friends who are playing to talk up their costuming

Ask your friends who are playing to organize a "pre event" event - an outing to
some movie, or restaurant, or activity that is appropriate to your event. This is
another "topper" event that can help fill a event that is wavering at the 2/3 mark,
but won't quite fill up.
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Summary

Selling a event is as much convincing the people who are already signed up that
they are going to have a good time as it is getting new people to play. New tools,
especially the Web, make this easier. How excited and certain of having a good
time the players are has a lot to do with how the event will go.

VI. Runtime

Everything is printed, and hopefully, ready to go. It is four thirty on Friday evening.
Your first players are wandering in. It is no longer production time. It is runtime.
You are no longer an event producer. You are a GM, or storyteller, or
director...whatever your group feels most comfortable with. In the next paragraphs
I am going to use GM - remember a producer might not be a GM (choosing to be
cast or support staff instead) and a GM might not have been a producer.

Player Relations

No matter what you do, remember the players come first. These days, saying that is
generally preaching to the converted. But I'll hit this once, just for anyone who
hasn't thought it through. Because it wasn't always this way.

In the early days of theater style events, it was common for GMs to call themselves
"Gods." They believed that the GM was the center of the event, and that a good
GM was powerful and capricious. I rolled into full length GMing in 1987 with a
group of folks who thought this was a bad practice, and wanted to establish good,
solid, professional GM skills. Sure, sometimes GMs need to play powerful villains,
or characters that have great power over players. In a good event this is solidly
integrated with the plot.

If you are a GM, remember that you aren't there to be entertained. You are not

there for yourself! You have taken up GMing because you want to give a live
roleplaying experience to a group of players, and that is what you are doing. If you
like GMing, and it entertains you, that's great. But you need to make sure the
players have a good time. This means that everything you do, every action you take,
should in some way benefit the players. Whether it is playing a super-powered
villain, or just wandering around in street clothes.

What do you do?
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Most GMs think that the most important thing you can do during an event is make
critical, exciting, decisions about the course of the event, and wield the weighty
responsibilities of the GM to make decisions affecting everyone. That's the
glamorous part...but you don't actually do much of that. And old adages about the
"GMs not knowing what to expect" aside, most of the critical decision making
should be well past at this point. If there is a hydrogen bomb in your plots, you
should already know when, how, and if you are willing to let it actually detonate,
and who dies or not as a result. That's contingency planning.

The most important thing you will do during a event is what I call "pounding the
pavement," which means moving around on the floor constantly getting a feel for
what is going on, and helping your players. Unless of course you are have a special
assignment of some sort - Computer GM, Wargame GM, or so on.

Being a Lead GM

A Lead GM is one of the core group of people who are taking "the lead" in
producing the event. I use the term "lead" GM, because often the leads are not
bosses, or senior, or anything else special. Sometimes they aren't writers. It's a term
I use to distinguish the "core" GM staff from the people they have brought in from
"outside" to run an event.

Don't hide behind egalitarianism as an excuse to shrug off the responsibility of
being lead GM. If you are one of the people who has been driving the project, and
the other GMs are looking to you as a leader, you have a responsibility to act that
way. There is nothing worse than seeing an experienced GM with 200 hours of
floor time laying blame on a green GM with 10 hours of experience because they
didn't perform up to standards.

If you wrote most of the characters, you are probably a lead GM. If you are the
most experienced GM on staff, you are probably a lead GM. But you may not be.

There can be more than one lead GM, and probably are. Within the core group, one
or two people may be "boss." But the lead GMs will be the people that everyone
else looks to for help, and guidance.

You have a vested interest in using your Auxiliary staff to its full capacity. If you
are doing something, consider if it is something that your Auxiliary staff could do
better. Or j