Dukedom for Dummies – The Player’s Guide to HRE NES
Version 2.0

I. Basics

Who am I?

You’re a Duke of one of the Duchies of East Franconia, better known as Germany.  In the year 925 these are: Franconia (not to be confused with the Kingdoms of East and West Franconia), Saxony, Swabia, Bavaria, and Bohemia.  Your immediate predecessors were tribal military leaders who came to power promising to protect your people from the savage Magyars and Danes, and now you are an independent ruler of your territory.  Your sovereignty, however, is incomplete; you are not an absolute monarch. This is the most important lesson to learn – act too much like one and your family inheritance will vanish.

Can I play somebody else?

Possibly, but it is discouraged unless all the Duchies are taken already.  Most major powers are not for players, though some minor powers with close proximity to Germany may be (for instance, the County of Friesland).

What can I do?

As Duke, you have five factors limiting your authority: The Church, the King, the Emperor, your Towns, and your Vassals.

The Church has the sympathies of your religious subjects, and has numerous agents within your realm. The Pope or other lesser Christian leaders can call for action to be taken against you if you run afoul of the faith, and the clergy within your borders can incite your people to revolt. Worst of all, the Pope can excommunicate you – which formally dissolves all bonds of loyalty between your vassals and you, a feudal lord’s worst nightmare. The clergy in your Duchy control a considerable amount of land and resources, and their cooperation is important to your efforts. Generally, clergy in your land tend to be sympathetic to you, and may even side with you against the Pope if a crisis occurs.

The King of Germany is nominally your sovereign, and you disobey him at your peril. While his actual rights over you are quite limited, he can use his prestige and support among the other Dukes and foreign powers to either help or hinder you, depending on how good a vassal you are. The King also has the power to appoint new clergy within your lands, and thus the religious element in your Duchy is likely to support the King against your interests if matters come to a head.

The Emperor is the theoretical head of all Christendom. While the Emperor may have no formal rights over you if he is a foreigner, his office still commands enormous prestige, and he is often an ally of the Pope – if the Pope is not already his puppet! If the Emperor happens to be your King as well, you had best think carefully before facing him, as he will have considerable resources, allies, and church support at his command.

Your towns have considerable autonomy from your rule; they administer their own justice and control their own affairs.  Towns are breeding grounds for merchants, and merchants are wealthy and lack any ties of feudal obligation to you.  As a result, they can be formidable opponents if angered, though they are usually fairly disunited.  Many merchants working together – a guild – is a very dangerous thing for any ruler.

Finally, your realm is largely composed of feudal fiefs run by hereditary vassals.  Your vassals, in exchange for the land they occupy and exploit, give you their loyalty and provide you with military service. The Barons and Counts that make up your realm are proud and often greedy, and don’t take kindly to the expansion of your power at the expense of theirs. If presented half a chance, your nobles may rise up against you if you abuse them too much.

How do I give orders?

Orders fall into one of two categories: public or secret. You are encouraged to make as many things public as you are able, as it makes the NES more entertaining for everyone. Some matters, like military movements, orders of battle, secret diplomacy, and espionage work, should be given to the referee (Cyclotron) by a PM. Orders must be in by the deadline set by me.

If you are going to be away for a while or don’t have time for orders on a given round, please just send me a PM.  I’m not in the business of penalizing people for being busy.  If you don’t inform me, however, not giving orders may prompt your nobles – or even your own family members – to dispose of you and take your Duchy for themselves.

Likewise, please let me know if you’re exiting the game, so I can put your Duchy under my control until someone else wants to play.

All orders must include a “balance sheet” detailing how you are spending your money; this must be a public order.  You can exclude expenditures that are to be spent secretly, provided that the amounts are clearly specified in your secret orders PMed to the referee.  There are two rules of thumb here: Firstly, if it isn’t on the balance sheet, it won’t get paid for.  You can talk about raising an army as much as you want, but if there’s no money for it on your balance sheet post then it won’t get raised.  Secondly, keep the “Rule of 50” in mind: spending less than 50 denarii on a project is forbidden because the amount is so small as to be trifling.  Sums of money in this NES are rounded to the nearest 5 denarii, so don’t spend “63 denarii” on anything either.  It will be rounded to 65.
More description is always positive. The more you describe, the more successful you are usually going to be. This applies to building orders and diplomatic negotiations as much as it does to military orders. Don’t go too overboard, for the sake of the referee, but do explain and describe everything as well as you can – make a few stories about it, or write in first person, or anything else to make this NES better.

It’s important to note here that orders are encouraged to be as free-form as possible. That is, your imagination is the limit – the ref will allow and mod any proposal of yours that could realistically be implemented.  These rules are meant as a guide, not a straightjacket.  Be creative!

Hey, this NES isn’t historically accurate!

I have tried to make this NES as accurate as possible, considering the fact that I am a total amateur, but I have consciously sacrificed some elements for gameplay reasons. If you see a major error, go ahead and point it out to me by PM, but be warned that I may have already considered it and decided to do something different.

My philosophy on these scenarios is that history ends as soon as the NES begins.  Since the NES began in the year 911, we’ve already had some significant departures from actual history.  Some historical events will happen on time, others will happen differently from how or when they happened in real life, and some won’t happen at all. Don’t be confused if the NES starts veering away from the history books – we’re here to rewrite history.

What is the goal of this NES?

This isn’t a very goal oriented NES; it is not assumed that the German tribes will conquer the world. Cooperation with other Duchies and powers is important. It would be quite an achievement to have your Duke crowned King and Emperor, with his personal Pope in Rome, Northern Italy firmly in the grasp of the Empire, the Magyars and Vikings subdued, and the pagan Slavs retreating before the growing eastern frontier of the new Holy Roman Empire. Of course, there are other ways to gauge success as well – it’s up to you to define the goals of your dynasty.

II. Land

The land in your territories is divided into five different categories.

Demesne is the land that the Duke personally owns.  It is a major source of your income – the profits from farms, mines, and industries on your land go directly into your coffers.  The more of your land that is demesne, the higher your income will be.

Enfeoffed land is the territory you have given to your vassals in exchange for their loyalty and military service.  You gain no profits from enfeoffed land, but the more land you have to give to your vassals, the more vassals you will have.  Your best soldiers are your knights, and the more enfeoffed land you have the more knights and feudal soldiers you will be able to draw upon.

Church land is owned by the churches and monasteries of your land.  The Church converts people to Christianity, stores food for the peasants in times of famine, promotes art and learning, prays for your immortal soul, and can generally be either a good ally or a tenacious enemy – and it relies on the proceeds from its land to do these things.
Urban land is devoted to the towns that exist dotted across your landscape.  Each chartered town in your possession requires 1% of your territory’s land.  Urban land itself doesn’t do anything for you, but towns have many benefits (and some drawbacks) that are discussed later.

Wilderness is untamed land, usually the dark “forest primeval,” that fits into none of the above categories.  It is not wholly uninhabited, and in fact provides benefits to you – some goods, like honey, furs, and timber are gathered from the forests.  Peasants rely on the forests to feed their pigs and build their cottages; nobles hunt game in them.  Potash, which comes from burnt wood, is an essential fertilizer for crops.  A totally deforested Duchy is in a very bad position.  That said, many lands will need to have some land cleared for other purposes.  You must strike a balance between cultivation and stewardship.  Wilderness takes time to clear.

All of the above only applies to “feudalized” land – that is, land under the system of manorialism, feudalism, and Christianity that defines much of Christian Europe at this time.  Lands conquered from the heathens may not be feudalized, in which case they are merely divided into “settled” land and “wilderness,” which have only limited utility to you.  Given time and money, territories and people can be feudalized.

Taking land from your vassals or the church is usually met with hostility, and should be avoided if at all possible.  It may sound tempting to appropriate all the church’s land for your demesne and laugh all the way to the bank, but you will regret it when the church excommunicates you and your fellow Dukes take advantage of the situation by carving up your lands.

III. Settlements and Buildings
Construction is an important endeavor for all towns.  Basic buildings have specific costs.  The costs of other buildings (use your imagination) will be assessed accordingly.  You don’t have to pay the sum all at once – the amount you’ve added so far will be recorded – but the structure won’t be “functional” until it’s fully paid for.
Palisade (250d), Ring Wall (1,000d)

Monastery (1,000d), Abbey (2,500d)

Chapel (250d), Church (1,000d), Cathedral (3,000d)

Harbor (500d), Shipyard (1,000d)

Paths (1,000d), Roads (2,000d)

Buildings can only be built in towns, not castles.  The exception to this is the Court.  The Court is not really an actual building, it just indicates where the ducal court, treasury, and armory are located.  It can be moved, once per year, free of charge.  Of course, buildings could be constructed (a grand palace, for instance) to house these things; these, obviously, cannot be moved.
Some buildings – cathedrals, abbeys, and roads in particular – will take more than one year to build.  The price of paths and roads will vary depending on the size of the territory.  Stone roads are considerably beyond the technology and means of this time; the only Duchy-scale stone roads that exist are Roman roads, which are pre-existent in many areas once occupied by the Romans.
Major religious buildings require land to provide them with income.  Monasteries and Churches can only be built with at least 2% church land.  Cathedrals and Abbeys can only be built with at least 5% church land each, and Cathedrals can only be built in a city that is the seat of a bishop.  Thus, a territory with four chapels, two monasteries, a church, and a cathedral must have at least 11% Church land (Chapels require no land).  Land above the minimum will make a territory’s religious buildings more prosperous.
Some buildings benefit from additional funding.  Churches and monasteries can become great centers of art and learning, and buildings like palaces and monuments can be made more grand by more funds.  Some buildings, however, don’t benefit from more expenditures, such as harbors and roads – they either exist or they don’t.  Alternately, religious buildings can be given more land rather than more funds, and will prosper accordingly.

Settlements are now divided into two categories.

Castles are fortified structures. The 10th century is really the very dawn of the age of castles, so these are usually simple stone keeps, perhaps on an earthen mound and with a ditch or filled moat around it. As with towns previously, palisades and ring walls can be constructed around them. Castles usually have a local market close by and tend to be agrarian population centers, as the safety they provide makes them attractive to peasants, but they are not urban centers. Castles built by the Duke are on Demesne land, and the Duke must take full responsibility for defending the castle. A Castle costs 2,000 denarii to build.
The problem with Ducal castles is that the Duke himself has very few forces to draw upon to garrison the castle. Levies are impermanent and can't do this duty, and mercenaries can be unreliable, or may simply grow bored and leave. They are useful "defensive bastions" for the Duke to station his feudal and levy soldiers during an invasion, but usually are kept by a few stewards and men in the Duke's personal service, just enough to keep a lookout, watch the gate, and clean the cesspool.

Instead of building a Ducal castle, the Duke can choose a general to receive a Zinnenrecht, or “license to crenellate.” This allows the noble to build a castle in a specified place, usually in a border region. The noble theoretically pays for its construction, but many nobles will not have the means to build them without some Ducal subsidy. The noble and his men help interdict raiders, bandits, and thieves, but they will not have the troops to defend it singlehandedly against a massive invasion. The advantages to these noble castles are that they are garrisoned year-round and help stem raiding with minimal investment from the Duke, and the main disadvantage is that a castle in the hands of a disloyal general is always a very bad thing. Even if the man who receives the Zinnenrecht is an upstanding Baron, his heir (who will inherit the castle) may not be.

Building a castle without a Zinnenrecht (illegal crenellation) is considered to be treason.  A Zinnenrecht can be revoked, but this is uncommon (except in the case of a treasonous noble) and is an excellent way to anger your nobles.  If a Zinnenrecht is revoked or the holder of a Zinnenrecht dies without an heir, the castle becomes the property of the Duke.
Towns are urban centers, and hubs of regional trade. They can be founded by granting them a Stadtrecht, or charter of municipal rights and privileges. Towns promote trade and resource development. Like a noble’s castle, towns will take some responsibility for their own defense (their rights include the right to form a militia) and – if prosperous – may build a few structures for themselves. Their militia is only for their own protection, however, and has no effect on local raiding. Towns have a great deal of autonomy from the ruler and his nobles, and can be problematic as a result – as they grow richer, they gain more resources and power to dispute the will of their ruler. In a worst-case scenario, you could infuriate the town elders enough to cause a rebellion. Positioning is important when granting a Stadtrecht, because a town out in the wilderness will not attract any residents and will be useless to you.
Towns are governed by a Stadtrat (town council), which elects a Bürgermeister (master of the citizens) from its ranks.  The Bürgermeister and the councilors are not nobles, but are still granted courtesy by the common people.  The Stadtrat has the power to govern its own affairs, judge its own criminals, manage its own markets and guilds, and raise an armed militia.

Granting a Zinnenrecht or Stadtrecht costs you no money. In fact, you can even sell these rights to nobles or merchants, assuming they can afford to pay for them.  Granting a Stadtrecht requires 1% of a territory to be converted to the Urban category.

Naming Conventions
You can, of course, name your towns and castles (though if you grant a Zinnenrechten, the noble gets to name his own sweet digs).  There is no requirement to be historical, but we like German here and http://dict.leo.org/ is a great resource to translate your place names.  If you’d rather not do the legwork, ask me (or our resident Saxon, Micha) for a translation.
IV. Income

Income comes from three primary sources – agriculture, industry, and taxes.

Agricultural income is the basic revenue from your Demesne.  This is a fairly static source of income; productivity can fluctuate depending on how good the harvest is and how much land is in your demesne, but in general there is not much you can do once land is cleared and farmed.

Industrial income comes from mines and industries on your demesne.  Mines (copper, silver, iron, and so on) provide a regular stream of revenue into your treasuries.  Local industries – plantations, wineries, and so on – also provide steady streams of income.  Investing money in these industries can expand them and increase revenues; this is more effective for industries than mines, because mining technology is very limited at this time.  There is no “hard cap” to how much money can be produced by any given industry, but the return on your investments will start to diminish as you push the boundary of the resources and technology available.

Some things can be produced from certain industries at a reduced rate.  If you have the requisite commodities from your demesne, these things are purchased at half price – in other words, every 1 denarii of the requisite material counts as 2 denarii for the purposes of creating the specific item or building.  If your demesne doesn’t produce it, you must buy your materials and finished goods from merchants, who charge you the normal price.

Items and commodities

Castles – Stone

Ships – Timber

Wooden buildings (palisade, chapel, harbor, shipyard) – Timber

Stone buildings (ring wall, monastery, abbey, church, cathedral) – Stone

Weapons – Iron

Light Armor – Iron or Leather

Heavy Armor – Iron

Taxes are levied on trade in your Duchy.  Trade starts out as a very minor part of your budget, but with encouragement and time it can become very valuable.  Unfortunately, it can also be the most volatile, as it is very vulnerable to war and bandits, as well as taxes and conditions for merchants.

Trade works in a relatively straightforward manner.  You do not actually engage in trade (though you can exchange your demesne goods with another lord as per your own agreement); rather, the merchants of your land do.  An “exports” category appears in your stat block; this represents the amount of goods, in denarii, being exported.  The total taxable trade is double the total amount of exports (this is because your tax applies to imports too, but there’s no sense in listing all the various goods and trinkets your merchants happen to bring in from foreign lands).

What encourages trade?
Trade requires three things – goods, merchants, and routes.  Firstly, the more valuable goods your Duchy produces, the more there will be to trade.  Note that I said Duchy here, not Demesne – you can have a worthless demesne and still make a great deal of money off trade if there are goods to be traded outside your demesne.  Enfeoffed land produces goods (as local lords farm, mine, and produce), but prosperous Towns can also create valuable manufactured goods.  Church lands also produce goods (what do you think the monks do with all that land?), especially agricultural products and certain crafts and manufactured goods (wine, for instance, is a popular industry for monasteries).  All this is traded to merchants and is thus taxable.
Secondly, merchants are needed, and markets to trade in.  Castles usually have markets on Sundays at which peasants and peddlers gather to trade, meaning that even a territory with no towns can have some economic activity, but Towns are much more trade-oriented.  Large and prosperous towns attract merchants from all over the duchy – and even farther abroad.  They may even become centers of trade and culture for Jews, foreigners, and local guilds, all of whom bring both profits and dilemmas to the table.

Thirdly, routes must be open for merchants to trade on.  Even local village-to-village trade will produce some value, but this is miniscule compared to the greater possibilities.  Trade over land is the least valuable kind, because land travel is slow, difficult, and dangerous.  Roads, even Roman roads, offer only a modest improvement to this.  Towns with the Harbor building can engage in trade over rivers or seas, which can dramatically increase trade volume, assuming the water is kept reasonably clear of pirates.  In either case, the Duke must see to the suppression of banditry, because while bandits may not cut directly into his profits they will certainly make merchants think twice about trading in his land.

There are other sources of income out there – demanding tribute, for instance.  Conquering is a lot of work, and usually raiding is far more profitable.

V. Expenditures
Most expenditures are fairly obvious – you want something, you pay for it.  A few require a more specific explanation.

Raiding is an abstract representation of the impact that cross-border raids have on your income.  Raiding can be reduced, but it is hard to eliminate it entirely – the 10th century is a dangerous time, and some lost denarii must simply be written off as the cost of doing business.  There are plenty of ways, both military and diplomatic, to deal with raiding.

Corruption is deducted from your demesne income, agricultural and industrial alike.  Workers steal from mines, your less dependable vassals steal from you, local bandits make petty raids on your enterprises, and peasants may pocket a little here and there to make their lives slightly more bearable. This factor is impossible to eliminate, but may get better or worse depending on various other factors, like how popular the Duke is and how loyal his vassals are.
Smuggling is like corruption, but for Tax income.  Merchants often try to slip a little past your agents or understate the amount of cargo in their holds to avoid your onerous taxes.  Some amount of this is unavoidable, but vigilance can reduce this just like corruption.

You can stockpile denarii and this is highly recommended.  You cannot use deficit spending; if your expenses would take your treasury to a number below 0, you are unable to pay your military and/or creditors.  Unless you come up with the money quickly, your soldiers will disband or rebel, and your foreign creditors may come knocking with armies behind them. You cannot submit a balance sheet for the turn that would have you lose more denarii than you currently have in your treasury.
VI. Armies

Your men-at-arms are your bluntest instrument of policy, but also one of your most important.  Your soldiers come in four basic types.
Levies are basic infantry, levied by the Duke’s orders for a defensive or offensive campaign.  They have low skill, and mediocre morale at best.  Unlike in the original NES, however, where you could string along levies on campaign for years, levies in the new version are by their nature temporary soldiers. They are called up, used, and dismissed in the course of one year. They can’t be held in the army without your territory suffering crippling famines, because they’re needed on the farm. They are equipped from your armory, as usual. Because of their temporary nature, they cannot accrue experience.

Retainers are men brought into your service by your vassals. When called up for service, a knight will bring with him a number of soldiers from his own domains. This varies widely from knight to knight (a prosperous Graf may be able to equip 50 men, while a poor knight may only bring his squire), but for the purposes of this game averages out at 10 men per knight. These men are equipped by their masters, not the Duke. They may have a modicum of experience and skill over a levy soldier, but on average they are only marginally better – poorer knights (or greedy ones) will simply draft peasants, while others may take their sons, squires, or even a few sell-swords they hired themselves. You can’t choose to call up Retainers – they come when Knights are called up, and owe service to your vassals, not you.

Knights are the very best of your forces - your only native cavalry, and your only native professional warriors (save for a few retainers).  Equipped with heavy armor, sturdy warhorses, shields, swords, and lances, they are the greatest strength of a feudal army.
Mercenaries are also as you remember them, though their game mechanism has been changed. They are no longer in big pools to be drawn upon at will. Instead, they will be listed as discrete bands, sometimes with more than one kind of troop in them, led by a mercenary captain who has his own statistics just like a general. Unlike generals, mercenary captains don’t provide any description by which you can divine their abilities – you are hiring blind. As mercenary captains generally achieve their position by fighting skill rather than noble blood, however, they have (on average) higher Bravery and Charisma skills, but lower Loyalty and Ingenuity. Mercenary bands are always on the move, and travel from year to year. They will not always wait for you to call them – if you have a reputation for victory and wealth, they may come to you and offer their services. If you hire a lot of mercenaries regularly, more bands will be attracted to your lands; if you have a reputation as a ruler who’s not fond of them, they will stay away and find other rulers to pay them.

VII. Fleets

Ships can be built in any town (not castle) that has a shipyard.  In this age, “standing navies” are basically nonexistent outside of the Byzantine Empire; you have no dedicated sailors or marines, only regular troops that you allocate to boats on a given turn.  Troops on boats can travel far greater distances in a year than they could on foot, but troops on boats are always vulnerable to storms (which are a far greater threat in the North Sea than in the Mediterranean).  If you are wary of raids by sea, boats can form a part of your Defensive Orders – if a fleet is sighted headed towards your shores, you can mobilize your men to take to the ships and fight on the water.

Naval battles between are fought and resolved much like land battles, though on the waves missile troops tend to be more valuable and heavy armor tends to be more of a liability (it sinks).  A battle can result in the capture of enemy ships; this is more typical than sinking them.  Galleys are unique in that they can attack with rams, which are very valuable weapons but sink ships instead of capturing them.  Byzantine galleys (dromons) are especially dangerous because of their “secret weapon,” Greek Fire.

Ships have a maximum and minimum crew number.  Because battles are conducted by boarding and even galleys require full complements of rowers, it is always better to have one ship with a full crew than two ships with half crews (as well as less expensive!).  If so many men are lost in a battle or invasion that not all the ships can be manned with their minimum crews for the return journey, some ships will be abandoned (and usually burned, to prevent them from falling into enemy hands).

Ships cost an upkeep even if you never use them – they are complicated pieces of woodworking and will warp or rot away without proper maintenance.

If you are in need of short range troop transportation and have insufficient vessels to do the job, local fishing and merchant ships can be commandeered, but these are unsuited to any kind of battle whatsoever and will upset the ship owners (especially if you lose the ships).

At this point the German Duchies can only build Barks, though Saxony possesses several Longships.  Ship designs can’t really be “researched,” but contact with other peoples and the use of their craftsmen may spread new shipbuilding ideas over time.
Bark

Cost: 20 denarii

Upkeep: 5 denarii

Carries: 5-30 men

A Bark (coming from the same root as “barge”) is a flat-bottomed boat best suited for river transportation.  Their design varies a great deal, but they are usually driven by a single mast and a handful of oars.  Though they are effective cargo and troop transport vessels on inland waterways and calm coastal areas, they are very poor warships and cannot stand up to any significant storm.

Longship

Cost: 75 denarii

Upkeep: 10 denarii

Carries: 20-60 men

The Longship is the iconic ship of the Norse people.  It is a very advanced, clinker-built ship that functions best as a long-range troop transport.  Longships can adeptly travel up and down rivers and over very rough seas, and can even be portaged over land.  They have a single sail for long distances, but are primarily oar-driven vessels.  Though usually filled with warriors (they don’t have much room for cargo), they are designed for transporting raiding parties rather than fighting naval battles, since they lack the high sides and castles of ships like the Kogge.

VIII. Characters

Various characters outside your ruling family will come into play through the course of the game.
Commanders (Feldherren) are knights that you have called up to lead forces into battle.  Once per turn, you have the option of calling up a commander from the ranks of your chivalry.  I will provide you with three promising candidates, and you may choose from among them.   Commanders have six basic statistics that are hidden from you  - Loyalty, Competence, Charisma, Aggression, Bravery, and Ingenuity (the last applies primarily to the general’s proficiency in siege warfare and construction).
Archbishops and Bishops are local ecclesiastical officials who preside over a diocese (or archdiocese).  In Germany, the line between bishop and baron is often quite blurred, and indeed some of your commanders will probably be bishops.  Cathedrals may only be built in towns with a bishop.  Bishops and Archbishops are appointed by the King; unless the King has a specific person in mind, this is handled automatically, and a new loyal partisan of the King is installed (and he might even be reasonably pious).  Only the Pope can create new Dioceses.
These are the current Dioceses of the Kingdom of Germany, with current officeholders in 925:
Archdiocese of Mainz (Herigar)

Archdiocese of Hamburg (Unni)

Archdiocese of Salzburg (Adalbert II)

Diocese of Regensburg (Tuto)

Diocese of Strasboug (Richwin)

Diocese of Augsburg (Ulrich)

Bürgermeisters (“master of the citizens”) are elected town leaders.  You don’t control them and they usually mind their own business, but they may occasionally petition you or demand your attention for something or other.
Mercenary Captains are the leaders of mercenary bands; they are otherwise like standard commanders.
