Vance and Kerenshara's Comprehensive
Pathfinder 2e Kingdom Building Rule Changes

Kingmaker 2e is a massive tome and it took herculean effort to produce, most of it the work of
one man, James Jacobs. So before anything else | want to give my heartfelt thanks to Paizo
and James Jacobs for giving us this wonderful campaign!

The Kingmaker 2e Kingdom Building Rules, however, need some work. Paizo has admitted that
there simply wasn'’t the time or resources to playtest. The basic chassis of the system is sound
but there are some issues that aren’t obvious without testing. Kerenshara and | have been
testing these rules for months, doing simulations of kingdom building, including one sim to
double digit levels. Below are the rules changes we recommend to address the problems we’ve
found. All of our changes are designed to work as seamlessly as possible with the existing rules
and be relatively easily integrated into Tomeric’s Kingdom Building Sheet. This document will
only have the changes and brief commentary. If you'd like more details on the problems check
out our Kingdom Building Rules Problems Analysis doc.

Page numbers for both the Kingmaker Adventure Path (KAP) and Kingmaker Player’s Guide
(KPG) are provided.

Quick Links to this document’s topics:

Kingdom Creation

Kingdom Advancement

Kingdom Feats

Kingdom Rules

Misc. Rules Clarifications



https://docs.google.com/document/d/1GCf0OA9Ajdb5PWw0IbHU36ebMxmpNLzFbXVA2HOUzog/edit?usp=sharing

KINGDOM CREATION

We have added more trained skills to start. A Kingdom’s Charter and Heartland now give both a
set trained skill and a free one. This is intended to help address the issue with the Math at
higher levels for non-invested skills. If you were already trained in a skill granted by your Charter
or Homeland choice, you instead become trained in another skill of your choice.

Step 2: Select a Charter (KAP 508, KPG 12)

Free
Ability  Ability  Ability Granted
Charter Boost Penalty Boost Skill Free Skill
Conquest Loyalty  Culture Any Warfare Any
Expansion  Culture Stability Any Exploration Any
Exploration Stability Economy  Any Wilderness Any
Grant Economy Loyalty Any Industry Any
Open - - Any Any Any

Step 3: Choose a Heartland (KAP 509, KPG 13)

Ability Granted

Heartland Boost Skill Free Skill
Forest or Swamp Culture Wilderness Any
Hill or Plain Loyalty Agriculture Any
Lake or River Economy  Boating Any
Mountain or Ruin Stability Defense Any

Step 5: Finalize Ability Scores (KAP 510, KPG 14)

We've increased the number of free boosts by 1. This is intended to help address the issue with
the Math at higher levels for non-invested skills.

Change the text “First, choose two different kingdom abilities to receive additional boosts.” to
“First, choose three different kingdom abilities to receive additional boosts.”



KINGDOM ADVANCEMENT (KAP 512, KPG 16)

We have added Skill Increases at every level from 2+ and the number of ability boosts from 2 to
3 at 5/10/15/20. In addition the Kingdom now gains Untrained Improvisation at 2nd level.

KINGDOM ADVANCEMENT

Level | Control DC Kingdom features

1 14 Charter, government, heartland, initial proficiencies, favored land,
settlement construction (village)

2 15 Kingdom feat, skill increase, Untrained Improvisation

3 16 Settlement construction (town), skill increase

4 18 Expansion expert, fine living, Kingdom feat, skill increase

5 20 Ability boosts, ruin resistance, skill increase

6 22 Kingdom feat, skill increase

7 23 Skill increase, Untrained Improvisation (full level)

8 24 Experienced leadership +2, Kingdom feat, ruin resistance, skill increase
9 26 Expansion expert (Claim Hex 3 times/turn), settlement construction

(city), skill increase

10 27 Ability boosts, Kingdom feat, life of luxury, skill increase

11 28 Ruin resistance, skill increase

12 30 Civic planning, Kingdom feat, skill increase

13 31 Skill increase

14 32 Kingdom feat, ruin resistance, skill increase

15 34 Ability boosts, settlement construction (metropolis), skill increase
16 35 Experienced leadership +3, Kingdom feat, skill increase

17 36 Ruin resistance, skill increase

18 38 Kingdom feat, skill increase

19 39 Skill increase

20 40 Ability boosts, envy of the world, Kingdom feat, ruin resistance, skill

increase




Skill Increase: Change the text “At 3rd level and every 2 levels thereafter, your kingdom gains
a skill increase.” to “At 2nd level and every level thereafter, you gain a skill increase.” (KAP 513,
KPG 17)

Untrained Improvisation: Your Kingdom has learned how to handle situations when it’s out of
its depth. Your proficiency bonus to untrained skill checks is equal to half your level instead of
+0. If you’re 7th level or higher, the bonus increases to your full level instead. This doesn’t allow
you to use the skill’s trained actions.

Ability Boosts: Change the text “At 5th level and every 5 levels thereafter, you boost two
different kingdom ability scores.” to “At 5th level and every 5 levels thereafter, you boost three
different kingdom ability scores.” (KAP 513, KPG 17)



Activities

Kingdom Skill Activities

We have made changes to a few Kingdom Skill Activities and created two of our own. The intent
of these changes is to have more regularly useful Leadership Activities as well as fill in a hole in
the integration of the Kingdom Building Rules with the Hexploration rules.

Capital Investment Activity:
Change the requirement from “You must be within the influence of a settlement that contains at

least one Bank.” to “You must be in the Capital or within the influence of a settlement that
contains at least one Bank.” (KAP 529, KPG 34)

Request Foreign Aid Activity:

Change the text “When disaster strikes, you send out a call for help to another nation with whom
you have diplomatic relations. The DC of this check is equal to the other group’s Negotiation DC
+2” to “When disaster strikes, you send out a call for help to another nation with whom you have
diplomatic relations. The DC of this check starts at the other group’s Negotiation DC +2, but
every subsequent Kingdom turn you Request Foreign Aid from the same group, the DC
increases by 2. Every Kingdom turn that passes without Requesting Foreign Aid from that
Group reduces the DC by 1 (until you reach the other group’s Negotiation DC +2). You may only
attempt to request Foreign Aid with a given group once per Kingdom turn regardless of the
number of leaders pursuing activities.” (KAP 528, KPG 33)

New General Activity

Take Charge (Trained):

You spend some time getting directly involved in helping your kingdom. Choose a skill that your
Kingdom is at least Trained in, then attempt a basic check. You can never use the same skill for
this activity twice in the same Kingdom turn.

Critical Success: Gain 1 RP. In addition you get a +1 Circumstance Bonus to the next Check
you make this turn with the chosen skKill.

Success: Gain 1 RP

Failure: You fail to generate RP.

Critical Failure: You take a -1 Circumstance Penalty to the next Check you make this turn with
the chosen skill.



New Wilderness Activity

Reconnoiter Hex:

You send a team to spend time surveying and exploring a specific hex, getting the lay of the
land and looking for unusual features and specific sites. Spend 1 RP and then attempt a Basic
check.

Critical Success: Your team successfully explores the hex and it is now Reconnoitered for the
purpose of Claim Hex. Your team automatically finds one Special or Hidden feature if the hex
contains one. If the hex contains multiple Special or Hidden Features the GM chooses one. If
the hex contains an Encounter or Hazard, the team avoids it and reports back useful and
detailed information on it. In addition, your team's reconnaissance of the hex goes so smoothly
you may immediately attempt an additional Reconnoiter Hex activity on an adjacent hex. Treat a
Critical Success on this additional check as a Success instead.

Success: Your team successfully explores the hex and it is now Reconnoitered for the purpose
of Claim Hex. If the hex contains a Special feature your team may find it if your GM wishes. If
the hex contains an Encounter or Hazard, the team avoids it and reports basic information on it.
Failure: Your team fails to explore the hex sufficiently. If the hex contains an Encounter or
Hazard, the team escapes it and reports basic information on it.

Critical Failure: Your team fails to explore the hex sufficiently and a number of the team are
lost, causing you to take a -1 circumstance penalty to Loyalty-based checks until the end of your
next Kingdom turn. If the hex contains an Encounter or Hazard, the team members were lost to
it and the survivors can report back basic information on it.

KINGDOM FEATS

We made a change to allow Status Bonuses from Kingdom feats to actually function and
reigned in one glaringly overpowered feat.

Under the general rules for Kingdom Feats add the following: “Status bonuses granted by
Kingdom feats are cumulative with status bonuses granted by invested Leadership Roles.”

Practical Magic Feat: Change the text “and you can use Magic checks in place of Engineering
checks.” to “and if you have Expert Magic you gain a +1 circumstance bonus to Engineering
checks. If you have Master Magic, this bonus increases to +2.” (KAP 532, KPG 37)



KINGDOM RULES

Running a Kingdom

We have added additional Kingdom Milestone XP Awards, changed the XP rewards for claiming
new hexes, adjusted the leftover RP to XP conversion ratio, and tied Random Kingdom Event
XP rewards to Event level. All of this is intended to help address the issue with Early Kingdom
XP. If your group uses Automatic or Milestone leveling for the Kingdom you should ignore this
section.

XP Gain

Milestones

New Milestones are highlighted in blue

XP Award Milestone
20 Build Roads for the first time
20 Celebrate your first successful Holiday
20 Claim your first new Hex (2nd hex overall)
20 Complete your First successful Infiltration
20 Create your first Masterpiece
20 Establish your first Farmland
20 Establish your first Lumber Camp
20 Establish your first Mine
20 Establish your first Quarry
20 Fortify your first hex
20 Successfully use your first Creative Solution
20 Successfully use your first Supernatural Solution
40 Build your first Structure requiring Expert in a Kingdom Skill
40 Build your first Famous/Infamous Structure
40 Build your first seat of government (Town Hall, Castle, or Palace)
40 Claim your first Landmark hex
40 Claim your first Refuge hex
40 Establish your first Village
40 Establish your second Village
40 Reach Kingdom Size 10
40 Recruit your first regular Army
40 Successfully resolve a random Kingdom Event
60 All eight leadership roles are assigned
60 Build your first Structure requiring Master in a Kingdom Skill




60 Establish Diplomatic Relations for the first time
60 Expand a Village into your first Town

60 Reach Kingdom size 25

60 Recruit your first Specialized Army

60 Win your first War Encounter

80 Achieve your first successful Pledge of Fealty
80 Establish your first Trade Agreement

80 Expand a town into your first City

80 Reach Kingdom size 50

80 Spend 100 RP during a Kingdom turn

120 Expand a city into your first Metropolis

120 Reach Kingdom size 100

XP Rewards for claiming hexes

Size 1-9: 100 XP per Hex claimed
Size 10-24: 50 XP per Hex claimed
Size 25-49: 25 XP per Hex claimed
Size 50-99: 10 XP per Hex claimed
Size 100+: 5 XP per Hex claimed

RP to XP Conversion ratio

Kingdom Level: RP to XP Conversion:
1-4 10

5-8 7

9-12 5

13-16 2

17+ 1

Event XP Rewards

XP is rewarded based on the event level and the Pathfinder 2e XP rewards by level chart (Table
10-2, page 489 CRB).

Changes to Settlement Rules

We've changed a little regarding the Capital. These changes are intended to address the issue
with the Capital not being able to expand due to Level limits on Settlement size. If your group
uses Automatic or Milestone leveling for the Kingdom you can ignore this section. There’s also a
minor change in determining Maximum Item Bonus.



Capital: The Capital is allowed to grow one (and only one) size Category bigger than the
normal restrictions. This does not increase the Max. Iltem Bonus or Influence of the Capital until
the normal Level requirement is met. In addition, the Capital’s influence is minimum 1.

Maximum Item Bonus: Change “Normally, item bonuses do not stack, but if you build multiple
structures of the same type in the same settlement, their item bonuses stack up to this limit.” to
“Normally, item bonuses do not stack, but if you build multiple structures that grant an ltem
Bonus to a specific Kingdom Skill Activity, their item bonuses stack up to this limit.” (KAP 543,
KPG 47)

Structures:

We've added item bonuses for some Kingdom Skill Activities that do not currently have
Structures that grant Iltem bonuses to that activity. These changes are intended to fix the math
as PF2e rules and Kingdom Rules assume ltem Bonuses are available.

Add the following Item Bonuses to Structures:

Bank +1 Item Bonus to Capital Investment and Collect Taxes

Castle +2 Item Bonus to Manage Trade Agreements and Relocate Capital
Construction Yard |+1 Item Bonus to Build Roads and Irrigation

Festival Hall +1 Item Bonus to Quell Unrest (Arts)

Garrison +1 Item Bonus to Fortify Hex

Granary +1 Item Bonus to Establish Farmland, Granary now requires Agriculture (Trained)
Inn +1 Item Bonus to Clear Hex (Exploration)

Library +1 Item Bonus to Creative Solution

Magic Shop +1 Item Bonus to Prognostication

Monument +1 Item Bonus to Create A Masterpiece

Occult Shop +2 Item Bonus to Supernatural Solution

Palace +3 Item Bonus to Manage Trade Agreements and Relocate Capital
Smithy +1 Item Bonus to Clear Hex (Engineering)

Tavern, Dive +1 Item Bonus to Clear Hex (Exploration)

Tavern, Luxury +2 Item Bonus to Reconnoiter Hex*

Tavern, Popular +1 Item Bonus to Reconnoiter Hex*

Tavern, +3 Iltem Bonus to Reconnoiter Hex*

World-Class

Town Hall +1 Item Bonus to Manage Trade Agreements

*New Kingdom Skill Activity detailed above






MISC RULES CLARIFICATIONS

Freeholds:
Problem: The situation where A Freehold that resides in an unclaimed hex and joins the
Kingdom (becoming a Settlement) via Pledge of Fealty isn’t covered in the rules.

Solution: All Kingdom skill checks made to resolve issues associated within the unconnected
Settlement take a —4 circumstance penalty. When a kingdom starts a turn with any number of
secondary territories including such a settlement, increase Unrest by 1. Note that the -4 wouldn't
apply to claiming the hex the settlement is in as the -4 only applies to checks related to the
settlement. Not the hex.

Terrain Features:

Problem:

The Kingdom Building Rules state that a single hex can only contain one Terrain Feature but
this is clearly not the case for all of the features.

Solution:

These Terrain Features can overlap with any and all other features: Bridge, Landmark, Refuge,
Resource

A hex can have at most one of these: Farmland, Freehold, Ruins, Settlement, Structure, Work
Site. We'll call this the Restricted list.

A Settlement can be built in a hex that contains Ruins or a Structure. The Ruins/Structure are
incorporated into the Settlement and once a Settlement is built the hex ceases to have the
Ruins or Structure feature.

A Free Hold can be brought into your kingdom in which case it becomes a Settlement instead.

To switch between any of the Terrain Features in the Restricted list the existing Feature must
first be removed with the Clear Hex Activity before the new Terrain Feature can be constructed.

Structure level stacking for purchasing limits:
Problem:
I's not fully clear how Structures stack when determining available item level for purchase.

Solution:

All Structures that treat a settlement’s level as higher for determining the level of a specific type
of magic item for purchase do not stack with each other. (Ex: Luxury Store’s effect does not
stack with Arcanist’s tower). They do stack with Structures that give a more general increase.
Magic Shop’s effect and Occult Shop’s effect only stack together up to +3.

All other such effects stack as written.
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