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Introduction



Guilds are the backbone of massively multiplayer online (MMO) communities. Guilds take an open-ended game world, a formless glob full of promise and adventure, and give it structure. Guilds bind players together into a social network and enable those players to work in concert for a common purpose: to tackle the incredible group-oriented content designed by game developers. Without guilds, the experience of playing an MMO would be vastly different—and, in my opinion, a lot less fun!
Guild leaders are those inspired individuals who make it all happen, who sacrifice time and energy to help their communities thrive. The Guild Leader's Handbook is for anyone who is or ever wanted to become a guild leader.
The work of guild leadership poses a unique challenge. Leading a guild in an MMO today is unlike any other type of leadership that the world has ever seen before. All the great generals, all the great coaches, all the great presidents, kings and queens—basically, every leader throughout history—had an advantage that we as online leaders do not: They had face-to-face contact, at some level, with the men and women they led. A guild leader rarely, if ever, has that opportunity.
Even so, a guild is not an imaginary thing. It's a very real social community that can have as much impact on someone's life as competing on a sports team, acting in a play, or volunteering for a service organization. As you read this, there are hundreds of thousands of guilds online, conquering foes, exploring worlds, building towns, and amassing wealth. Sure, their deeds are imaginary. But at the same time, the members of those guilds are telling jokes, confiding in one another, arguing, grieving, and celebrating as a real community. They may live separate lives, but they all share the same online experience.
As a guild leader, it's up to you to make sure their experience is a positive one. The purpose of this book is to equip you with the knowledge and tools to guide your own community confidently and decently. Far too many players step into this role (or are suddenly thrust into it) without anyone to turn to or any reference to help them succeed. My goal is to change that.
In Chapter 1, you'll examine the fundamental choices you should make before you create your own guild: size, attitude, and gameplay focus. The chapter helps you to make your guild unique so you can stand out from the crowd—an essential feature for competing with other guilds on a crowded server.
Chapter 2 takes you through the steps for founding a guild. You'll register your organization, choose the right name, and set up effective policies according to the Guild Policy Triangle. You'll obtain the tools you need to communicate and to manage the day-to-day business of the guild, such as a website, a voice chat server, and an events calendar. Finally, you'll select your first officers to help you with the duties of leadership.
Chapter 3 is all about recruiting. The chapter explains the seven fundamentals of effective recruiting, including the most important technique: building server presence so that your guild is well known to players. You'll learn how to build an appropriate recruiting application, how to follow up with new recruits, and how to identify and deal with four types of problem players that may slip through your screening process.
Drama is the focus of Chapter 4. This chapter will introduce you to the 10 player personality classes, which you can use to understand your players' motivations and predict their behavior. You'll learn about the causes of drama, when to intervene, and what you can do to stop it. The chapter also covers rewarding and punishing members and handling the dreaded "gkick."
Chapter 5 dives into the complex world of successful dungeon raiding. The chapter examines the differences between hardcore and casual raiders and between guild leadership and raid leadership. You'll learn how to encourage preparation, fill raid slots effectively, explain and execute strategies, and analyze the outcome of the raid, as well as individual performances, to help your players improve.
Then, once you've killed the boss, it's time for loot! Chapter 6 will help you to manage all aspects of dividing up your spoils. The chapter discusses the drama that often surrounds loot distribution and the fundamental principles for dealing with loot fairly. It describes how to choose among and implement the five categories of loot systems and discusses ways to recognize and deal with possible exceptions to your system.
Chapter 7 covers the other two major guild focuses: player vs. player (PvP) combat and roleplaying (RP). You'll learn about strategies and recruiting for both open-world (or territorial) and instanced PvP conflict and the type of leadership required for each. On the RP side of things, the chapter examines in-character leadership and the three degrees of roleplaying. You'll learn about choosing RP guild roles, guiding RP sessions, and dealing with RP-specific guild issues.
In Chapter 8, you'll learn all about managing your officers. You'll promote the right players, examine the pros and cons of their personality traits, and assign them to proper roles within the leadership structure. The chapter covers how to discipline officers when necessary and tells how to avoid officer burnout.
Chapter 9 walks you through all the long-term considerations for an established guild, including boosting morale, planning special events, making ethical choices, controlling your guild's reputation, and dealing with a large-scale drama outburst.
Chapter 10 examines the relationship between your online guild and the offline lives of its members. You'll find out when (and when not) to get involved with offline issues such as depression, addiction, relationship problems, and criminal confessions. The chapter also deals with how to plan a safe and memorable real-world meet-up.
In 2006, a now-legendary audio clip called "Onyxia wipe" circulated widely on the Internet. In this recording of a raid encounter, the raid leader explains what he needs everyone to do in order to win. They engage the boss. Nothing goes according to plan. Players botch their duties miserably, and the raid literally goes down in flames. As the raid falls apart, the raid leader suffers a complete meltdown, screaming obscenities at the top of his lungs, cursing out offending parties, and punishing them for their mistakes with the now-famous catch-phrase, "50 DKP minus." It's a great example of how intensely stressful guild leadership can be, and what can happen if you ultimately let it overcome you.
This book can help you to avoid that fate. I hope that both new guild leaders and veterans will find this book useful and enlightening. I welcome your comments, questions, and feedback at scott@wow.com.
/salute
Scott

Author's Note: GM vs. GL and Other Acronyms



In the MMO community, the most common acronym I see for a player who runs a guild is GM. It stands for guild master. I dislike this term for two reasons.
First, GM is also the acronym for game master, who is not the head of a guild at all, but rather a representative of the game developer who assists players with problems. It has always seemed inefficient and confusing to me to use the same acronym for two entirely different things in the same specific context of MMO gaming.
Second, the term master implies that everyone in a guild who isn't the GM is a slave. Unfortunately, too many of us act that way, and it's never a healthy way to behave. Players should not be treated as disposable objects, nor should they be subject to the whim of their "master" without any say in the direction of their guild.
That is why I prefer the term guild leader, or GL, and why I have tried to convince people to ditch the other term and use this one. It isn't the role of a guild's most powerful officer to master his members, but to lead them. True leadership isn't telling people what to do. It's inspiring your members to follow you, to believe in and support your goals, and to feel supported in turn.
I've tried to use the jargon of MMOs and their corresponding acronyms sparingly in this book. Jargon can change, and it can also alienate newcomers. When I use jargon or an acronym, no matter how basic, I explain what it means.
The acronym MMO itself has been debated. It began as MMORPG, with the latter half standing for roleplaying game. Over time, the RPG has been dropped as too unwieldy. For a brief time the acronym changed to MMOG, but ultimately MMO has come to mean the games themselves, even though the "game" part of the acronym is gone. Some people resist this change, but I've decided to use the modern, shortened version of the acronym.

Chapter 1. Forging a Guild Identity



The success of your guild depends greatly on its identity. Decisions that you make at the very beginning can have a ripple effect throughout the lifetime of your community. It can be thrilling to consider the possibilities, but it can also be a bit daunting to weigh all the individual variables in question. The aim of this chapter is to help you make the right decisions—to help you lead the type of guild that appeals to you as a player and complements your individual leadership style.
Founding a guild is like starting a new company. Success is never assured! Before you invest any time or money, you need to think about your goals, the desired size of the guild, and the kind of people you will try to recruit. More importantly, you must define your guild's product. This product is what the guild has to offer its members, whether it's a shot at the nastiest bosses in the game or a faction-smothering PvP extravaganza. In other words, the product you offer is the defining purpose of your guild.
To figure out this purpose, ask yourself what you want out of a guild. The only way to commit to this project—and stick with it through the long haul—is to create a guild that, first and foremost, meets your needs. If you want to fight other players with a battalion of fellow soldiers or tackle dungeons with a small band of adventurers, you should create your guild with that purpose in mind. Unless you've got some very bizarre tastes, odds are that other players are already out there looking for the same experience.
Too many people create a guild without really knowing what they want out of it or where they want it to go. Trust me on this; I was one of them. When my friends and I started our World of Warcraft guild, we just wanted a common chat channel so we could all talk to each other. And honestly, that's okay. We're living proof that it can all work out anyway, but we were very lucky. Even so, we could have saved ourselves quite a bit of grief over the years had we set out with a defined purpose from the beginning.
One Size Does Not Fit All



Your first consideration is the size of your guild. This aspect can also be the most difficult to control. My guild started with nine people, and we never planned to expand much beyond that. However, those original members were all such fun people to play with that we attracted like-minded players in numbers far beyond what we ever expected. Somehow we stumbled on the right combination of a laid-back attitude, a sense of humor about the game, and the skill and willpower to excel. Over the course of two years, we ballooned to almost 200 members. Of those, some players were great additions to the guild, but others were not. That is a risk you take when you have a large guild.
Large and In Charge



Large guilds do have some major advantages over small ones. For one thing, they've got tremendous resources to draw on. Just like a large company generally has more cash, more talent, and more people to do the work than a small one, a large guild has more in-game currency, more readily available trade skills and abilities, and more players online. You never log in to an empty roster, and there's always someone to chat with, adventure with, or ask a favor from.
In a competitive game, a large guild can overwhelm a smaller one through sheer force of numbers. It's easier to claim territory, overcome your enemies, demolish opponents' cities or factories, and quickly build your own. Smaller guilds often have to collaborate with each other merely for the opportunity to compete.
With abundant capital and a significant workforce, a large guild often has access to more powerful items and other gameplay-related perks. Most games on the market today are designed to emphasize the "massive" part of their massively multiplayer experience by rewarding large-group coordination over small-group coordination. A large guild facilitates this coordination, then reaps the rewards that come with it. In addition, such a guild has more flat-out buying power for upgrades to its members' characters and its infrastructure.
But not everything is so easy for such a vast community. The more players you recruit, the greater the odds of recruiting someone who just doesn't fit in, who clashes with the officers, or who just likes causing problems. Just as the right combination of players can cause a surge of successful activity, the wrong combination can thwart your best efforts. The wrong players can tear your guild apart, either slowly and methodically, or in one sudden, devastating outburst.

The Clique Conundrum



In a large guild, it can be very difficult for new players to feel at home. With so many people coming and going over the course of a day, it's hard to get to know anyone. Your veteran members will feel more comfortable with each other, and they will tend to shy away from the new players that they don't know as well. New players are potential risks, people who could make mistakes or suddenly become offended at an offhand comment because they don't know when one of your members is only joking around. Given the option, many veteran guild members will prefer to group up with other veterans. This behavior can lead to the formation of cliques.
The word clique has earned a negative connotation, but cliques aren't necessarily a bad thing. In bigger communities, not everyone is going to get along like best friends. When people tend to argue, it's better if they can mostly avoid each other. But cliques can become deadly if they become so exclusive that they are closed to any new players, or if they develop a long-standing hatred for other cliques within the guild. These types of cliques can fracture your guild from within. And, cliques that feel persecuted may leave to form their own guild.
The worst type of clique is an officers-only one. Unfortunately this is also the most common type among bigger guilds. It's only natural for your officers to develop bonds of friendship and trust through shared adversity, shared responsibility, and shared victory. But if this trust becomes such that they insulate themselves from the average member, it creates an us-against-them mentality on both sides of the fence. Your officers will look at the regular members as undependable, unproven, and inferior. Your members will see your officers as arrogant and unapproachable.
In a healthy guild, your officers should always be the ones setting the example by reaching out to all members to help them and make them feel included. An officers' clique runs completely counter to that ideal.

Other Size Considerations



Running such a massive community can also require you to spend a massive amount of time working behind the scenes. Scheduling activities and events becomes more difficult, and making sure everyone has a fair shot at participation in guild events becomes almost impossible. In a performance-based environment, you may have to evaluate the skill and preparation of dozens of members. You'll also have to get to know everyone as much as possible, because good leaders know what their team members' strengths and weaknesses are, both in terms of game performance and social interaction.
Depending on your own dedication to the job and your goals, however, a smaller guild can involve just as much time. But rather than spending it on a wide range of players and their overarching issues, you'll be working hard to make sure each individual member is enjoying his or her guild experience. One unhappy player can drag a smaller guild down, and the loss of any single player can be a dire setback.
Individual players aren't as important in a large guild, but that means they feel less important, too. The threat of being replaceable can push people to excel, but pushing people too hard can burn them out, which can cause frequent turnover in key roles. Burnout happens in small guilds, too, but for the opposite reason: A player can be completely irreplaceable. The guild can't even attempt to accomplish anything significant without that person's unique skills or leadership, so they feel compelled to show up for all important guild activities, regardless of other obligations.
In general, however, small guilds take less time to manage because people often do more to manage themselves. Small guilds are a close-knit community of players who know each other very well, so drama and conflict are often minimal. You can learn one another's strengths and weaknesses intimately, which often leads to the development of an efficient and highly effective team, where all members know what is expected of them. Personal responsibility is more apparent; failure is more glaring. More often than not, your members are motivated to do their best at all times, because no one wants to let the team down. In this type of environment, leadership is less important and it's easier for you as the guild leader to be just another member of the team.
Guild leaders in large communities, on the other hand, can sometimes find themselves feeling alienated by their position. They have to be very careful not to show too much favoritism or bias, which can make it difficult to be close to anyone.

A Small World



Although small guilds can offer friendlier communities, they don't have access to the same resources that a large guild does. A small guild may have to reach out to others outside the community in order to obtain necessary items or services. Obtaining these things may be much more difficult and expensive, and the possibility of getting scammed rises dramatically when you're doing business with unknown players.
In most games, a smaller guild can't dominate a server the way a large guild can, although small guilds can and do band together to pursue mutual advantage and interests. Such arrangements, called alliances, can be tricky to manage, but they can also lead to achievements that each guild alone could never aspire to accomplish. The ability to work with other guilds successfully can greatly improve the reputation and prestige of a small guild. In fact, it's one of the most common ways that small guilds become large guilds.
Guild size is a matter of preference. Whichever size you choose, be aware of the consequences! The following tables summarize the advantages and drawbacks of different guild sizes.
Table 1-1. Advantages and drawbacks of Large Guilds
	Advantages
	Drawbacks

	More resources
	More personal and social problems

	Ease of recruiting
	Quality of players becomes diluted

	Can dominate a server
	Can require a huge time investment to manage

	Access to more wealth and better perks
	More people to distribute wealth and perks among

	Less dependent on individual players
	Pressure leads to frequent turnover in key roles

	Cliques can help avoid interpersonal conflict
	Cliques can fracture a guild

	More officers to help you lead
	Guild leaders can feel isolated from the community




Table 1-2. Advantages and drawbacks of small guilds
	Advantages
	Drawbacks

	Fewer personal and social problems
	Fewer resources

	Overall better player quality
	Difficult to recruit new players

	Less time to manage
	Cannot dominate a server

	Fewer people to distribute wealth and perks among
	Less access to wealth and perks

	Individual players mean more to the guild
	Losing any player can be a dire setback

	Tight-knit, efficient team
	Pressure to attend every guild activity leads to burnout

	Guild leader can feel like just another member
	Fewer officers to help you with key tasks







The Hardcore/Casual Issue



You've spent some time thinking about whether you'd like to lead a large guild or a small guild. Perhaps you've decided at this point which type you'd rather lead, or perhaps you've decided to just leave it to chance. The next decision you must make, and arguably a more critical one, is what sort of players you want to recruit.
Definitions



In today's MMO communities, the most bitter and longstanding argument is between the players referred to as casual and those who consider themselves hardcore. It is impossible to define these categories in terms of playtime. Someone who plays a game 20 hours per week might be considered hardcore when compared to someone who only plays for 5 hours per week, while someone who plays for 80 hours might consider the 20-hour player to be casual.
It's more accurate to consider players in terms of attitude. Players who take the game at their own pace, who are more concerned with having fun than winning, who are happy with their current level of skill, and who value enjoyment over accomplishment are, to my mind, casual players. On the other hand, players who set goals and do what it takes to achieve them (whether doing so is fun or not), who constantly strive to improve their performance, and who value accomplishment above all else are, in my opinion, hardcore players. Neither style is right or wrong. Both types of players seek entertainment from their MMOs in their own ways.
Conflict between these two categories has arisen recently for one simple reason: Only recently have companies published MMOs that were accessible to the casual player. Previously, you couldn't progress in games of this genre if you weren't extremely dedicated to improving your character. Thus, some hardcore players today fear that the genre will become far too easy to master. They want to be rewarded for their skill and effort with bigger and better rewards—status symbols that announce their prowess to others. If the average player can attain these rewards, they argue, it renders them meaningless. But a game that is too difficult leaves casual players out in the cold, feeling inadequate to meet the demands placed on their time or skill level. It's a difficult balance for MMO developers.
Some developers don't bother. Their games are designed to appeal strongly to one community or the other, and their players fall almost entirely into one category. If you're setting up a guild in such a game, you've effectively already made this decision. But many MMOs on the market try to appeal to both casual and hardcore players, and if you're setting up a guild in that type of game, you have a decision to make.

Dangers



Casual and hardcore players don't always mix well. While in many circumstances, such as when interacting in purely social settings or conquering content that players of any skill level can manage, these two player types can get along just fine. Issues can arise when your guild finds itself taking on a difficult challenge. When that happens, you can pretty much take all the harmony and goodwill that's been built up over time and throw it out the window.
In my guild, the most memorable breakdown occurred in the middle of a challenging raid dungeon. One of my officers, a hardcore player and a very level-headed guy, had been getting more and more frustrated. He was one of our tanks—a character whose primary task is to prevent monsters from attacking other members of your group. Tanking is a dangerous role that requires a great deal of awareness and a willingness to sacrifice yourself for the raid to survive. (Perhaps because of these requirements, more tanks tend to fall into the hardcore category.) In order for tanks to do their job properly, they depend on healers to keep them alive while some enormous, angry monster repeatedly pounds on them.
On this particular night, my officer was dying repeatedly because some of our healers just weren't on the ball. After yet another death, he started yelling at the healers. "Someone in this raid has one f***ing job," he railed over our voice chat software. "And that's to keep me alive." He demanded to know which healer was assigned to focus on healing him and only him. As it turned out, the person he was screaming at was one of the nicest people in our guild. Needless to say, he felt like a huge jerk for raising his voice to her.
He did have a point, though. His assigned healer should have been able to keep him alive. She was what I consider a casual player. She liked to raid with us, and at the time we needed every person we could find to complete the 40-player group these raids required. Plus, as I said, she was a great person and we liked having her along. Yet whether due to lack of preparation, slow reflexes, or misunderstanding her role, she had repeatedly failed to do her job.
It wasn't the casual players who were initially upset. They were disappointed, certainly, but they weren't, as far as I could tell, angry. The hardcore players, on the other hand, were incredibly frustrated. When my officer vented that frustration, it got everyone's attention. Immediately afterward, my officer apologized profusely for the outburst, and the incident fizzled out, but that was not the last time this particular conflict flared up in my guild.

Division



The incident with my officer and his healer illuminates the fundamental division between casual and hardcore players. Hardcore players are pushing themselves to play their best at all times, and they expect others to do the same. Meanwhile, the casual players don't think it's worth getting all worked up over a game that's supposed to be fun. They don't have the motivation to perform at the same level as their hardcore peers because their priorities are elsewhere.
When the guild meets a challenge that it can't overcome, sooner or later a breach ensues. The hardcore players resent the casual players' lack of effort and blame them for the lack of progress. The casual players resent the hardcore players for what they perceive as an elitist attitude. To them, it's not worth getting angry just because they've run into a tough fight. There's no right or wrong in this conflict; it's just two philosophies at odds with each other.
I highly recommend that any new guild leader make this choice from the very beginning. Many shades of gray exist, and many players fall into both categories, but a new guild should lean one way or the other. It's a choice you as a player will have to live with every day, so you should decide based on the type of player you want to be—and the type of players you want to lead.


Set Your Focus



Your third choice when creating a new guild is probably the easiest: choosing and committing to a gameplay focus that will help attract players. That way, when people ask you what your guild does, you'll have an answer for them besides "a little bit of everything." Although that sounds nice, it also says to prospective members that you don't really have goals or plans for the future. That's sometimes okay for the casual player, but if you're going after more focused casual players or the hardcore crowd, you need to aim high with your long-term objectives.
PvE



The most common choice today is to focus on player-versus-environment (PvE) encounters: questing, exploring dungeons, going after the big mean bosses, killing them, and taking their shiny, shiny loot.
Bosses in today's games are epic, intricate encounters. Very few just roll over and die when you poke them with a stick. To take them down, you need an organized group of players who are willing to go above and beyond to get the kill. Most games have various levels of difficulty as part of their endgame, so even a casual guild can still achieve some success. To beat the hardest bosses, though, you'll spend a lot of time and effort improving your characters and learning the strategy it takes to win.
This sort of dedication and perseverance can be difficult to muster in a casual guild, and that is what often leads to a division between casual-leaning and hardcore-leaning members. A PvE guild that hits a brick wall, that can't progress through content by downing bosses, is in trouble. Players may quit and apply to guilds that have already beaten the content. Progress will become even more difficult as players leave, and your remaining members will grow more and more unhappy. It can be bleak. If you don't stop the bleeding, your guild can wither away and die.
If, on the other hand, your guild excels at PvE encounters and progresses through bosses at a brisk pace, you'll have more applicants than you ever dreamed possible. You'll have your pick of your server's best and brightest. But you'll also have to face the fact that many players will want to join solely for the loot rewards they can earn, and not because they believe in your leadership or because they want to be a valued member of the guild. In short, you can wind up with a revolving door of raiders who get what they need and then move on.
Most guilds fall into the middle ground between the two previous scenarios. Most can progress at a decent pace, stalling occasionally but making the necessary adjustments to eventually win out. The best way to keep a PvE guild going is to make sure dungeon raids are fun. Yes, there can be stress, arguments, accusations, loot drama, and dark moments, but as long as you remember that most people raid primarily to have fun, you'll do well. (See Chapter 5 for more on running a PvE guild.)

PvP and Other Gameplay



The other major gameplay option is player-versus-player (PvP). PvE content is designed to make you feel like a hero, riding forth to slay the deadly foe that's been threatening to destroy the world. Given enough time and effort, you will eventually conquer the bad guys and become the hero. With PvP, your opponents are other players who are as adaptable and highly skilled as you are. You are leading your soldiers into harm's way and, in all likelihood, many of them will die early and often. There are no final moments of triumph where the boss keels over and curses you with its last breath. Any objective you take, any ground you claim, or any town you burn to ashes is a temporary victory in a greater war. PvP content, by its very nature, must continue indefinitely in order to sustain itself over months and years of gameplay. Some people can handle that, and some thrive on it, but for others, it can quickly grow demoralizing.
A PvP guild must be as tactical and dedicated as a PvE guild in order to succeed, and perhaps even more so. PvE is often predictable: You press the right button at the predetermined moment and you win. PvP is anything but predictable, requiring your team to be ready for just about anything.
PvP is easier to recruit for than PvE in some ways, but more difficult in others. Applicants will judge a PvE guild mainly by the raid dungeons the guild has successfully conquered. A moderately well-run PvE guild will have an easier time recruiting because it's easier to define where it stands on the totem pole, but PvP has fewer obvious measures of success. Most applicants will want to get into a few scraps alongside your members to see how they handle a fight. Obviously, you'll also want to see how potential recruits handle themselves. Depending on your opponent's skill, which can vary to a large degree, those battles can go well or poorly. The wrong opponent can stymie your recruiting efforts.
At the same time, it's also easier to please PvP players. PvE players need that rush of overcoming difficult odds and constantly yearn to see new areas that the guild has yet to master. PvP players just need an active guild that gives them a chance to win. As long as your members can group up to face opponents on a frequent basis, and everyone feels that they will win more often with the guild than without it, your guild will do just fine.
PvP guilds are sometimes rare in games with more of a PvE focus, like World of Warcraft, so your competition for members with other guilds in those games may be minimal. In other games that focus primarily on PvP, like Warhammer Online: Age of Reckoning, PvP guilds will face fierce competition with one another.
Note
A third gameplay focus, commerce and industry, has emerged in certain games over the past 10 years. EVE Online is perhaps the best-known and most successful example of an MMO with a heavy focus on the economy. In that game, your guild is actually a corporation focused on harvesting resources, building infrastructure, and accumulating wealth.


Roleplaying



Regardless of whether your guild will be focused on PvE, PvP, or something else, you have one final decision to make: to roleplay or not. In all likelihood, you made this decision long ago when you created your first character and had to choose a server. Most games have roleplaying (RP) servers and non-roleplaying servers. RP servers have a unique set of rules governing player behavior, often to ensure that player names and communication adhere to the customs and background of your chosen race and class within the game world. Non-RP servers have few such restrictions.
As the leader of an RP guild, your members will expect you to enforce the rules of the server. You will also be expected to come up with interesting situations for your guild's members to act out in character (IC).
Motivation is everything in an RP guild. If you want to bring your players to a dungeon or raid, or fight against other players, each member needs an IC motivation for doing so. To be a leader in this type of guild, you have to be highly creative and have an excellent knowledge of your game world's lore, history, and culture. You may also have to carry out many of your leadership duties in character. (See Chapter 7 for more on running PvP- and RP-oriented guilds.)


Standing Out from the Crowd



A guild is like a company, and your guild's purpose is your company's product. In order to be successful, you must drum up interest in your product. Officers have often written me to ask how they can get players interested in their guild. Some seem at a total loss for ideas and when I ask them what makes their guild different from the other guilds in their game or on their server, they don't have an answer. In any healthy MMO with a dedicated population, there will always be enormous competition among guilds for quality players. Any guild can fill its roster with parasites and jerks.
In order to attract quality players—as defined by your guild's purpose—you need what the business world calls a differentiator. A differentiator is an aspect of a product that sets it apart from the competition. Maybe it's more affordable than the leading brand. Maybe it offers better quality. Maybe it can do something more quickly or efficiently. Maybe it combines several useful tools into a single product.
Don't Be a Plain Wooden Fence



A great example of creating a differentiator is the invention of barbed wire. In the 1800s, making wooden fences was labor-intensive and required vast amounts of wood. Stone walls had similar drawbacks. Ranchers in the prairies of the western United States found few raw materials with which to build such barriers. Without a fence or wall, their livestock were vulnerable to thieves, coyotes, and other predators.
Joseph Glidden, an Illinois farmer, recognized the need for better fencing. He came up with the idea for barbed wire after seeing a barbed wooden fence on display at a county fair. Barbed wire was much easier to transport and install than a wooden fence or a stone wall, and it created a more troublesome barrier to bypass. These advantages differentiated barbed wire from the other options available at the time. Glidden set up factories to mass-produce his patented fencing, and soon farmers and ranchers all over the country were using barbed wire to protect their land and property.

Guild Differentiators



All of the choices you've made about your guild—its size, player base, and gameplay focus—are differentiators, the basic ones that all guilds must choose. With any combination of the three, you're still selling just a plain wooden fence, likely to face firmly established competition from everyone else selling the same thing. You want to sell a laser-based fence, a fence with an alarm that calls the owner's cell phone, or maybe just a wooden fence that's really durable and easy to install. To do that, you have to look beyond the basic decisions and further define what your guild is all about. Here are some other qualities to consider.
Time



For many players, the amount of time they have to play is a big factor in their gameplay choices. Those who play an MMO for the social aspect prefer to be in a guild where both they and their fellow members are active at the same time every day. If you play mostly in the morning, you won't enjoy a guild where everyone else plays mostly in the evening. Recruiting players who all play at uncommon times such as mid-afternoon or very late at night can be a dramatic differentiator, but it means you need to be active during those times, too.
Many servers are affiliated with certain time zones. Players in the time zone to the east of the server will generally appreciate later start times, while players in the time zone to the west want events to begin earlier in the day. Shifting event times by as little as an hour in either direction can have a large effect on the number of players who can attend. By associating your guild with a specific time zone, you're making a promise to base your schedule around what's most convenient for players in that zone.

Age and Maturity



Age is another issue that often comes into play in MMOs. While players of all ages can (and do) get along just fine, some players would rather interact mainly with others of a common age. Very young players (12 and under) and players approaching retirement don't have much of a choice in the vast majority of games on the market. There just aren't many players of their age online—at least, not yet! Players in their teens, 20s, and 30s, however, all have many peers. Focusing on a particular age group can set you apart.
Maturity is related to age, but it is not necessarily the same thing. Some players look for "mature guilds" where they can swear or use adult humor in chat without worrying about younger members who might be online. For other players, maturity means avoiding strong language and crude jokes. The way you handle such behavior can set your guild apart from the crowd, especially if you choose to moderate guild chat for inappropriate language or conversations. Some players specifically look for moderated guilds, while others avoid them.

Affiliation



While rare, and occasionally persecuted, a number of guilds choose to select their membership on the basis of religion, nationality, political beliefs, or sexual orientation. (Never make it about race.)
This road can be both difficult and controversial. You may be accused of discrimination (or worse) if you turn applicants away simply for being who they are.
In 2006, World of Warcraft guild leader Sara Andrews (no relation to the author) began recruiting for her guild, which was designed to provide a welcoming environment for lesbian, gay, bisexual, and transgender/transsexual (LGBT) players. An account administrator working for Blizzard, the company that publishes and operates the game, cited Sara for harassment. The administrator sent her an email ordering her to cease advertising her sexual orientation inside the game or risk a lifetime ban. Word of this incident got out, and an Internet uproar ensued. Forum users and other commentators accused Blizzard of being homophobic, and of misunderstanding its own policy, which states that you can't talk about sexual orientation in an insulting manner, not that you can't talk about it at all. Since Sara clearly wasn't trying to insult herself, some argued, the citation was bogus.
About a month later, Blizzard admitted that the company had made a mistake. An executive issued a letter of apology to Sara and promised additional training for Blizzard employees so the same problem wouldn't happen again. But the incident shows just how volatile your situation can become when you're leading a guild like Sara's.
Before you found a guild that differentiates itself based on religion, nationality, political beliefs, or sexual orientation, check your game's Terms of Use. Such a guild may be in violation of the legally binding agreement that you signed when you created your account. In that case, you won't get an apology. The company will simply warn you and then ban you if you persist. If you're not sure what the policy is after you check the documentation, ask a game master or other customer service representative. After the very public Blizzard fiasco, such employees are probably well aware of their company's stance on the issue.

Theme



Similar to the above concept, but far less controversial, is that of a guild theme as differentiator. A theme is based on in-game character attributes or customs rather than player realities. For example, a theme could be that all members must be a certain class or in-game race (emphasis on in-game), must be named a certain way, or must wear (or never wear) certain types of clothing or armor. To use an extreme, all-encompassing example, a guild could accept only male dwarves whose name begins with the letter B, forbid members to wear pants, and require them to carry a pitchfork at all times. I can hear the recruiting officer now: "Welcome to Dwarves Without Pants. Here's your pitchfork."
Obviously the demographic for a community like that would be very small, so many themed guilds get their start when a group of players decides to create new characters strictly to fit the theme. Also, most stick to a broad theme that takes only one or two limitations into account.
A themed guild is more likely to attract casual players and roleplayers than other player types. If you go this route, be very careful when choosing a theme. Themes that are too gimmicky can quickly wear out their welcome, so make sure you pick something you can live with for a long time. If you narrow your choices down too much, you can really limit what the guild is capable of in multiple areas of the game. Themed guilds seem to work best when their theme has no effect on actual gameplay. In most games, never wearing pants is definitely a gameplay-affecting theme!

Policy



Minor details in the way you run your guild can also prove to be differentiators. Some people can be picky about particular aspects of the game. They may prefer a certain set of loot rules or a certain application policy. What is a dealbreaker for them in their current guild could be what lures them to yours, so it can help your cause to provide potential applicants with as much detail about your rules and policies as possible. (I'll have much more to say about guild policies in the next chapter.)

You



If your guild's purpose is its product, then you are not only the salesman who has to make the case, you are also the CEO who has to inspire confidence in your investors. You have to sell the players on yourself, and you are the ultimate differentiator. The tone you set, the types of players you attract, and the way you handle issues as they come up will make your guild unique, for good or ill. If you are a leader who can make things happen, who can keep the members content, who can ensure that everyone's having fun and who can keep the drama to a minimum, your guild will succeed. That's a tall order, but I can help you. Just keep reading!



The Guild Identity Flowchart



The Guild Identity Flowchart is a handy tool that encompasses all the decisions you'll need to make when you set up a new guild. Spend time thinking about each step along the path. Each decision can attract players to your cause or filter out those who may not fit into your community.
[image: The Guild Identity Flowchart]


Chapter 2. Humble Origins: Foundations of a Successful Guild



All guilds, even the most famous and most successful ones, started in the same place: with a small group of people dedicated to an idea. If you've made all the decisions I talked about in Chapter 1, then you have a general idea about the sort of organization you'd like to lead. Now it's time to consider the details. This chapter will focus on how to set up a framework for governing your new guild, how to acquire the tools necessary to lead, and how to choose the right people to be your first officers.
Note
If you're already running a guild, you might be tempted to skip this chapter, and indeed, much of it may be for the novice. Still, I hope that even well-established officers may find something of value here, whether it's a new take on decision making or insight about promoting a member to officer status.

Your Paperwork



I know what you're thinking: You play games like this to avoid paperwork. Fortunately, it's not real paperwork—we're only simulating a tedious chore. That makes it fun, right?
In just about every game today, before you can found a guild, you have to walk into an office and buy some sort of charter. Many games require multiple players to serve as witnesses to the founding. Some games actually want you to run around acquiring signatures like those street petitioners who hassle you about saving the whales when you're just trying to get to work. (I love whales but, seriously, I haven't even had a coffee yet.) I'm not sure why so many MMOs insist on this method for officially founding a guild within their game world. I guess they assume that needless, mind-numbing bureaucracy is universal to all cultures, times, and galaxies.
In games that make you get signatures, you actually see characters standing in the streets of cities mimicking their real-life counterparts. They beg you for a signature or even offer you money to sign it, but they don't actually want you in the guild. They expect you to quit the second the guild is formed. They just don't know enough people on the server to meet the minimum requirements.
Please, don't be one of these people. Unless you're just making an extremely small guild for yourself and your two friends, go out and get to know some people before you try this. While there are exceptions, founding a guild before you even know half a dozen people who would like to join will be difficult. There are many tasks to accomplish before you can begin recruiting in earnest, and you will need a great deal of help from friends. Founding a guild isn't nearly as easy (or as boring) as filling out some forms. You have a lot of groundwork to do first.


Your Guild Name



As you register your guild or acquire a charter, you'll have to choose a name. You want your guild to last, so give the name some thought ahead of time. If you have partners in this enterprise, be sure to run the name past them or solicit their input before you pull the trigger.
In most games, every member of your guild will be walking around with the guild name displayed under their character's name. Don't pick a name that could embarrass or offend anyone. No one will want to walk around with a name like that, and you'll have a tough time recruiting. Choose something that people will want to show off rather than downplay.
Above all, make your name unique. As of this writing there are many thousands of guilds on thousands of servers in dozens of games, so it will be difficult to choose a name that's never been used before. Regardless, you can still avoid the most common clichés.




Clichés to Avoid



	Names that say what you are
	Knights, heroes, champions, soldiers, masters, wizards, templars, and so on. You're probably not any of those things, anyway.

	Names with common group words
	Brotherhood, order, council, army, and so on. There are hundreds of these. We get it—there's more than one of you.

	Names ending in a concept
	____ of Light, ____ of Darkness, ____ of Evil, ____ of Justice, and hundreds more. All these names really say are ____ of Shallow Imagination.
Note
For a particularly clichéd guild name, mash together words from the first three items in any combination.


	One-word abstract names
	Faith, Malice, Karma, Demise, Silence, Torment, Vengeance, and so on. You're trying too hard to be deep.

	One-word adjectives or adverbs
	Blessed, Fallen, Elite, Entrusted, Valorous, Condemned, and on and on. Still trying too hard here.

	Joke names that confuse your members with non-player characters
	Food Vendor, Trainer, Supplies, and all the rest. The very first guy to do this was marginally clever. You may think you are, but you're not.

	Joke names that turn a member's name and guild label into a sentence
	Is Awesome, Will Rock You, Loots Epics, and so on. Most of these are just terrible.

	Latin phrases
	Invictus, Fidelis, Memento Mori, et cetera. Latin doesn't make your guild name better by default.



It's not easy to be original, but at least give it a shot! Here are some of my favorite names from existing guilds. Maybe one of them will inspire you to come up with something interesting of your own.

Personal Favorites



	Paradigm Shift	Known Issues
	Die Trying	Right Click to Attack
	Farm Status	Ominous Latin Noun

Many excellent names refer to some specific aspect of the game, whether it's a race of creatures, a location, an organization, or a religion. A role-playing guild should have a name that's appropriate to the world of the MMO. For example, your guild in Star Wars: The Old Republic could be called "Hyperspace Industries" or "Maw of the Sarlacc."
Your name reflects the personality of your guild. If you're a serious PvP organization, a name like "Fluffy Kitten Smile Time" doesn't exactly convey your intent. Likewise, if you're a light-hearted social guild, "Dark Heart of Silence" hardly reflects the vibe you want.
The first impression players ever have of your guild is based on your name, so choose carefully.



Your Policies



Just as there are many different types of governments around the world, there are just as many (if not more) ways to run a guild. You can be a totalitarian-style dictator or one member of a ruling council. You can be a mere figurehead with little real power, subject to an elected minister and his cabinet, or you can operate in the shadows, keeping your real identity secret while your henchmen carry out your will among the populace. The choice is entirely up to you.
A Few Words About Power



Unlike real-life party-poopers like George Washington and Mahatma Gandhi, people in an online environment don't mind being ruled by an absolute monarch. Most will even happily pay taxes without any say in the way such funds will be spent. As long as your members believe that you'll be fair to them, that you have the guild's best interests at heart, and that you won't ask them to do anything against their principles, they will allow you to rule over them, with virtually unlimited power, indefinitely.
Why do players allow this? The answer is simple: Unlike the oppressed peoples throughout world history, your guild members are never completely without power. If all else fails, if they don't like the direction the guild is headed, they can quit and find a new guild. Sure, they may miss some of their friends in the old guild, but it's nothing as dramatic as fleeing across a border under the cover of night, never to return to their homeland.
No matter how much power you wield in your guild, you can't force people to stay in it. One of your main goals, therefore, is to retain your existing players. To do so, you must meet their needs without imposing too great a burden on their time or energy and without causing undue stress. Thus, your government is effectively kept in check by the one vote that you can never take away: the vote to stay in the guild.
In order to hold onto your players, your guild and its government must operate according to three principles that I've dubbed the Guild Policy Triangle.

The Guild Policy Triangle



When leading a guild, three concepts matter above all else: stability, transparency, and opportunity. These concepts form the essential structure of the Guild Policy Triangle.
[image: Builders throughout history have valued the triangle shape for its sturdiness and resistance to deformation. To create a strong guild, you need all three sides of the triangle: stability, transparency, and opportunity.]

Figure 2-1. Builders throughout history have valued the triangle shape for its sturdiness and resistance to deformation. To create a strong guild, you need all three sides of the triangle: stability, transparency, and opportunity.

Stability



First and foremost, you must provide stability. Before you bring in too many new members, make sure that the guild's policies and government are relatively stable. I've heard horror stories of guilds changing their rules from week to week, or guild leaders stepping down one after another in quick succession. Change like that is stressful for all involved. New rules cause stress because members can be slow to pick up on them. When they bump up against a rule they weren't aware of, it causes conflict.
For example, say you've always had a rule that raid attendance is determined on a first-come, first-served basis, but then you decide to invite people based on their seniority in the guild. A week later, you decide to fill raid slots according to overall raid performance. Soon, half your guild won't know how you're choosing people for raids. Someone will sign up for a raid early, thinking their spot is guaranteed, only to find out later that it doesn't matter because they've only been in the guild for three months or because their damage-per-second ratio was inadequate last week.
Misunderstandings like this can be avoided by good communication, but your members will still likely be confused by the fluctuating policies. It's even worse when these shifts in thought are caused by frequent turnover in leadership roles.

Transparency



You don't have to make decisions about all the nitty-gritty details before you get started. You don't need to write a dissertation outlining every rule the guild will abide by. (Some decisions are best left until after you've had some experience with relevant situations.) However, you should at least make sure you have an official means for making these policy decisions, and for ensuring that everyone knows that process. In other words, your process must be transparent.
Your members should know whose job it is to suggest rules and who provides the official stamp of approval. You need a constitution of sorts, or a royal decree—whatever you'd like to call it—that says how the rules are made, who enforces them, and how they can be changed.
The process itself isn't terribly important as long as you're not changing your mind every five minutes. You might choose to make all of the rules yourself, or to deflect some of the burden onto your officers and members by allowing them to share in the decision-making process. You can retain the right to veto anything you don't like, or leave matters entirely in the hands of the population with referendum-style policy amendments.
Players will tolerate almost any style of guild governance as long as it works. Regardless of your preferred method of decision making, your policies must be transparent to all members. You should never conceal or intentionally distort the rules. If you make a mistake by forgetting or misinterpreting your own policies, admit that error. Never give your members the impression that you're breaking the rules because you don't know them.
The easiest way to communicate your rules is to type them up and post them somewhere for all to see, whether on a message board on a website, through some type of in-game communication system, or both. This information constitutes how your guild is governed. Governments need to put all their laws and policies in writing for a very good reason: so no one can make it all up as they go along. If you find yourself making things up, sooner or later you're going to contradict yourself, and someone is going to call you out on it. At that point, you've lost credibility. It exposes you to certain unfortunate accusations as well, like playing favorites or punishing a player unjustly for personal reasons.
Making up the rules as you go can even help members break the rules. They can twist your words and misquote you until even you don't know what the rule is supposed to be. It's far better to put everything in writing so that all the rules are known and understood. Someone can always question whether they are fair or effective, but no one can claim ignorance.

Opportunity



Stability and transparency are essential, but they aren't enough. You must also provide your members with the opportunity to do things they couldn't do without a guild. Guilds can be a hassle. It's rare that everyone gets along with everyone else. You'll have arguments and emotional breakdowns. You'll make people jump through hoops in order to join your guild, and sometimes you'll ask them to jump through more hoops to make sure they're ready for certain aspects of the game. All of this drama and hoop-jumping must have a long-term incentive. Your guild has to be worth the hassle.
What that incentive is depends on the game and the type of guild you run. In a PvP guild, every member must feel like they can get in on the action. In a roleplaying guild, every member must feel like they can be part of the story sooner or later.
Guilds should embrace their members rather than reject them. You cannot embrace guild members without providing them the opportunity to participate in group challenges, group victories, and even group failure. You can make them work hard to earn the opportunity, but that opportunity must exist.
I once received an email from a player who was told that he would never get into an endgame raid with his guild until the officers grew bored with raiding. He would be informed when that shift in feeling occurred so that he could take over for one of them. This player had helped his guild and been a dedicated member for more than six months. Essentially, he was being informed that his opportunity for meaningful group participation was zero for an indefinite amount of time. Now, I don't know if he was a terrible player (he didn't seem like it) or if the officers were just selfish jerks, but it struck me as a very harsh and shortsighted policy. Why would anyone stay in a guild like that?
It is true that some members may never actually become a raider. They may not meet your qualifications or your standards, or even muster the motivation to do what it takes to get their chance. But the key here is that an opportunity must exist; that you've told them, in a clear and transparent way, exactly what they need to do, and that the rules won't change so often that they can never qualify.
Stability of leadership, transparency of rules, and opportunities for fun—these three concepts are paramount to your guild's success!



Your Tools



A guild can operate smoothly with the tools provided by your game's user interface. MMOs today have bells and whistles that will help you manage your guild, from roster notes to message boards to community banks, rankings, calendars, voice chat, and so on. Some games even provide special guild halls, accessible only to your members, where you can meet up to plan events, share rewards, and plan your next victory. Sounds great, doesn't it? Depending on the game, it can be, but I highly recommend that you ask around or read blogs and forums to gauge the usefulness of these features. Even better, try them before you decide that all your needs are met.
Odds are you're going to find one feature or another that is lacking. For example, you might find that the in-game message board isn't accessible when your members aren't playing the game, or that the voice chat is limited only to players grouped in an active party. MMOs are continually evolving and improving, so there may come a time when all guild leaders have everything at their disposal just by logging in. Today, however, most of us are still looking outside the games for tools that can improve our guild's ability to organize and communicate.
Websites



The two most important tools are a website and a voice chat server. Beyond our own needs, most players expect that any self-respecting guild will have these features. One of the first questions you will be asked when you try to recruit players in-game is whether or not you have a site and a server. If your answer is yes, you've already proven in a small way that you are dedicated to the guild's success. If your answer is no, players may not take you seriously, and you are putting yourself at a disadvantage compared to other established guilds.
The bad news is that websites and chat servers cost money—real world money, not the coins you retrieve from your fallen foes in-game. Fortunately, they're not terribly expensive. You can typically finance both for less than $20 per month in the United States. If you have friends in the guild or fellow officers who are able to help you with the cost, so much the better.
Some companies will host your website for free, but these hosts are less reliable and have fewer features than a paid hosting service. Also, they may place unwanted advertising on your site. If you can afford it, I recommend sticking with a paid service such as Yahoo!, Go Daddy, or GreenGeeks.
A website allows your members to exchange advice, plan events, arrange item trades, comment on news about the game, and share information about themselves. It is accessible from any computer and doesn't require them to be logged in to the game in order to communicate. It's a way for people who aren't able to play as often as others to stay in touch with the guild, and for people who have temporarily lost the ability to play the game to let everyone know what's going on with them. It's a place to share your triumphs with the world and to form new strategies to overcome your challenges.
Your website can be a hub of information about the guild for both members and prospective members. It's also the logical place where players can apply to be a member. A well-rounded and accessible membership application (which I'll cover in depth in Chapter 3) is critical to building a solid player base.
Technical information about setting up a guild website is an expansive topic of its own that other books explain in much greater detail. Instead, I'll tell you what features you might want to include and why they are useful.
News and Announcements



Let members know when something big has happened with an announcement at the top of the site. Have you cleared a dungeon for the first time? Promoted someone new to officer status? Seized control of new territory? Make sure everyone knows about it. Morale is about little things mostly, but it's also about celebrating the big things. Big things can be real-life stuff, too, like a member getting married or graduating from college.

Guild Information



At some point, it's a great idea to write down all the important information about your guild, such as your rules and regulations, officers' roles, loot policy, chat server details, and so on. The guild interface in most MMOs won't have enough space to fit everything you need to communicate, so the website is the logical place for this information.

Application



Unless you want to give out a personal email address to every person who applies to your guild, or personally interview them, your website is the best place to handle applicants. Sending recruits to your site gives them a chance to learn more about your guild before they apply. There they can read all the information you have posted and decide whether the guild is right for them. Also, making people post their applications in a public place tends to discourage blatant lying. My favorite lies are always the ones where applicants write about how they're so sure that they want to join my guild that they aren't applying to any other guilds. Then my officers visit a few other sites for popular guilds on our server, and we see the same person applying to all of them and telling them the same lie. I guess people don't think we're going to check.

Loot Tracking



If you use a formal loot system like Dragon Kill Points (DKP), you have to track the points where everyone can see them. Your players will want to budget themselves, so they need the actual numbers to determine what loot they should bid on (this will all make sense in Chapter 6). Also, by allowing anyone to view the point-total updates, your members can be certain that no one is trying to abuse the system. You can download applications and plugins, such as EQdkp and SimpleRaider, that let you track and manage points online. Also, some website hosts, such as GuildPortal.com and DKPSystem.com, offer sites geared specifically toward guilds that need loot tracking. The functionality for the loot system is built into your site.

Forums



Message boards, or forums, are the lifeblood of a guild site. It takes work on the officers' part to maintain the other areas of the site, but any member can post in the forum. Active forums can make the site a place that people turn to throughout the day to keep in touch with guildmates, fostering camaraderie and communication and giving members a reason to visit the site often.
Forums are a great place for officers to remain in touch with the guild and stay visible to all members. Encourage your officers to post often. In large guilds, officers may not get to interact with every member on a frequent basis, but they can still get to know those members, and vice versa, via the forums.
I highly recommend setting aside a private forum for officers, because issues will crop up from time to time that you need to discuss in private. For example, suppose Member A claims that Member B stole an item from A. You have no proof that B did any such thing, so you certainly can't bring the accusation to a public forum to sort everything out. While you pursue the matter privately, you can make other officers aware of the issue by posting in an officers' forum. It will be important for your officers to know exactly what happened so they'll know which player they can trust, and which they might consider removing from the roster. This type of day-to-day business is far easier to handle in a forum than holding a private meeting online "in person," especially if you have several officers.

Fighting Spam



If your website has forums, sooner or later the spammers will find you. Some spammers have automated systems to post their garbage on multiple forums. Their posts can be harmless ads, but they can also contain some nasty stuff, like pornographic images or links to viruses.
The first step to fighting spam is to set up your forums so that only registered users of the site can post. Yes, that means that potential recruits will have to register before they can fill out an application. Just think of the extra step as a way to filter out the people who weren't that interested to begin with.
A registration CAPTCHA can further eliminate automated spam. CAPTCHA stands for Completely Automated Public Turing test to tell Computers and Humans Apart. If you've ever had to read a squiggly word and then type it into a box to prove that you've read it, you've seen a CAPTCHA in action. CAPTCHAs are easy to implement—free software is readily available with a quick Google search. Also, many web hosting applications offer this feature. CAPTCHAs aren't foolproof, but they do make life more difficult for spammers.
A typical registration process involves sending an email to the user to verify his or her account. That step doesn't deter most spammers, but you can go further and have an officer or site admin personally approve every new user. It's more work this way, and it's a bit of a hassle for both the user and the people in charge. However, if your site is under siege by spammers, it's a great way to put a stop to their shenanigans.


Voice Chat



A voice chat server isn't as essential as a website, and some guilds can get by without one. Typing messages on a keyboard isn't as fast as speaking, obviously, but if you're playing a game that doesn't require quick reflexes, then voice chat is a luxury. However, if you're planning on doing organized team PvP or large-scale PvE content, effective voice communication is a vital tool.
Games today often have built-in voice communication that can be adequate, depending on your needs. The drawback of most built-in voice chat is a lack of options. Usually you can chat only with a small number of selected players based on group status or other game elements. You have no control over who can listen to you, how quiet or loud other players sound on your computer's audio system, or which of your computer's audio devices the sound will emit from. Sometimes lag can cause gaps in transmissions, which can lead to unfortunate misunderstandings. For instance, the difference in potential outcomes between "Make sure you never jump into the lava" and "Make sure you . . . jump into the lava" can't really be overestimated.
Independent voice chat systems aren't perfect by any means, and paying for a hosted server is another real-world expense. However, using them in conjunction with free software like Ventrilo (from http://ventrilo.com/) allows you to exercise a wide array of options. You can create individual channels with different rules and access levels for security purposes, and you can fine-tune each player's incoming transmission for optimal volume and clarity. And if you continue to experience lag or audio quality problems, you can always dump your server's host for a different one that might offer better service.
Best of all, for officers with limited minutes on their cell phones or who don't want to give out their personal numbers, your chat server is always available, whether you're logged in to the game or not. So if you need to talk about something important, the other officers are just a few clicks away. A secure channel is a safe place to discuss issues and formulate strategies.
Voice chat is also helpful when you're trying to resolve conflicts between members. It allows you to have a reliable, private conversation with any number of people who might be involved. Problems that seem insurmountable when people are just typing messages to each other can suddenly seem fixable when everyone can listen to each other. It's hard to stay quite so angry when you can hear the regret or disappointment in someone's voice.

Calendar



One final tool that you might want to consider is a calendar add-on. Your game may offer a guild event calendar as part of the basic user interface, and it may suit your needs. However, if the calendar isn't as flexible as you need it to be, and your game supports add-ons, consider installing one. In-game calendars are the best way to schedule guild events like dungeon runs, PvP nights, or roleplaying sessions. Unfortunately, you'll also need every member of the guild to install the same calendar add-on for it to be an effective tool.
Once everyone is on board, all the information about what you're doing in upcoming weeks can be planned out and communicated, and members can sign up for the events they plan to attend. These in-game sign-ups help the officers determine which nights have more member availability and which ones are less likely to garner attendance. Of course, if your events aren't any fun, then a lack of attendance could be telling you something else entirely.


Your Officers



If recruiting quality members is important to the long-term success of your guild, then selecting quality officers is even more so. Guilds flourish or die mainly due to the dedication and savvy of their officers. As the guild leader, the responsibility for choosing the officer corps will most likely fall to you. (However, if your guild elects its officers, the decision is completely out of your hands. If so, skip to Chapter 3.)
In the early going, choosing officers can be dicey. The guild is unformed at this stage, coalescing out of a primordial sludge. Any setback or stigma could destroy it before it has a chance to develop into a functioning organism. The officers will be your guild's caretakers, guiding it and shaping it as it grows. You can't be online all the time every step of the way, so you'll need good men and women whom you can trust with your guild's present and future success.
In the early stages of a guild, trust is really the most important issue. If you have any doubts about a candidate whatsoever, wait before you promote them. Get to know them better first. The damage an untrustworthy officer can do to your guild is catastrophic.
In early February 2009, the most feared and powerful organization in EVE Online was a guild alliance known as Band of Brothers. Many rival alliances were gunning for the Band, including one known as GoonSwarm. Haargoth Agamar, an officer in Band of Brothers, used an alternate character to join GoonSwarm. He later revealed to GoonSwarm that his main character was in fact an officer in Band of Brothers, and that he had chosen to defect if GoonSwarm would accept him. As a sign of good faith, he offered to hand over all of his former alliance's assets. Sensing a way to deliver a fatal blow to its most hated enemy, GoonSwarm accepted Agamar's proposal. He proceeded to plunder Band of Brothers' most precious assets, including billions in cash and its entire fleet of starships. Agamar then delivered these assets to his new friends. The once-mighty guild alliance Band of Brothers was destroyed in a matter of minutes. To add insult to injury, he posted its private officers' forums on a public site for all to read. Don't let this happen to you!
In the beginning, it will be tempting to promote the people you know best, whether because you know them in real life or because you know them better than other players in the guild. Keep in mind, however, that when you promote only your good friends, there is a real danger that your officer corps will become a clique unto itself, isolated from the rest of the guild by prior associations. There is also a danger that favoritism will become a way of life. If you fast-track your friends to officer status regardless of their contributions to the guild, other players who have made genuine efforts will feel overlooked and unappreciated. Soon, regular members will catch on that it's not worth their time to help the guild out, because the only way to advance to a leadership position is to work in your office, attend your college, or be a member of your guild in another game. You'll have to depend on your officers for just about everything, and if they don't happen to be particularly motivated—perhaps due to the ease with which they earned the position—you'll be doing all the work yourself.
That doesn't mean you should avoid promoting your real-life friends. After all, you can (hopefully) trust them and you know what they're capable of. Just be sure to diversify your corps with other players you only know from the game, if you believe any of them are up to the challenge.
Diversity means something different in games where your race, your job, your religion, and your social status may all be fictional. A diverse officer corps means you've promoted players that represent different factions within your guild, like your real-life friends and your server-side guildmates. As another example, if you have players who like hardcore PvE and players who like casual PvP roleplaying, your guild will run smoother if both groups are represented. That way, the interests and agenda of one contingent won't dominate the other, and both sides will have a leadership voice.
In addition to issues of trust and diversity, you want candidates who are reasonable people. Sounds easy, doesn't it? But someone who wants to be a guild officer automatically raises a red flag. Being an officer is hard work. It requires you to dedicate your time and effort, with very little tangible reward, and often many headaches. If someone wants to be an officer, make sure it's for the right reasons. Some people want to be in charge because they like to boss people around or because they think they'll just issue orders and make the grunts do all the work. But running a guild isn't like commanding an army: Just because you're calling the shots doesn't mean you won't get your hands dirty.
Bullying and power-hungry personality types are very bad news. Once they get a taste of authority, they'll abuse it without remorse. You may rein them in, but when your back is turned they'll go right back to the drill sergeant routine. In these situations, you have very few options aside from stripping them of their rank and status. The candidates you want are those who, first and foremost, want to help the guild succeed. To them, being an officer just facilitates their ability to do so. It's not about status or power.
Don't feel compelled to promote a specific number of officers. Guild leaders often ask me, How many officers should we have? The answer I give them is this: You need enough to manage all the tasks that running the guild requires, no more and no less. You don't have to start at that point, but that is the ultimate goal. That means you and the officers will have to pick up the slack in the beginning, but it's better than rushing into a bad choice to cut down on your workload.
The best way to handle promotions is to be slow and methodical, since promotion decisions are difficult to reverse. Once individuals become officers, they will become a voice of the community, the people that members will turn to in times of crisis, and some of the most powerful players in the guild. It is not easy for someone to give up those things. A conflict with an officer can end in disaster, and guild members may be forced to choose between you and her. In a worst-case scenario, an entrenched and beloved officer can rally the guild against you, so choose very carefully! (Chapter 8 covers the subject of guild officers in much greater depth.)

Chapter 3. Nonhuman Resources: Recruiting Players and Evaluating Recruits



In my guild I referred to our former recruiting officer as the Nonhuman Resources Manager. It's a bit of an in-joke: None of the races available to our faction were human in origin. This officer had a keen eye for quality players. In his four years before he retired from MMOs, he recruited more long-term members and more future officers to the guild than anyone.
How did he do it? He had an infectious enthusiasm for our guild and what it stood for that was difficult to resist. He believed in the guild 100 percent. Even in the most difficult and troubling times, he never doubted that the guild would find its way back to the core beliefs that made us strong. I know there were times I disappointed him, but he never wavered. You can't fake that kind of faith. He had an open, warm-hearted nature that made him easy to talk to, but it was that belief in the guild that made him such a strong recruiter.
What your guild has to offer is a product. If you're going to sell that product, you'll have a difficult time if you can't even convince yourself that it's worth buying. My best advice to every guild leader who's having a tough time finding players is this: Believe in your guild. Believe in your plan and your policies and your officers and your members. If you don't believe, you're doing it wrong. Go back to square one and create a framework that helps you to feel more confident.
But let's not be so serious. Recruiting is the fun part! Here's where you get to share your vision of the guild with other players and see who responds to it. You get to meet new players, hear new points of view, and sometimes find untapped potential in your server's community.
Unfortunately, many guild leaders go about it the wrong way. Some treat it like a tedious task. Others succumb to their excitement and only manage to annoy other players or step on another guild's toes. In this chapter, I'll present some effective strategies for recruiting quality players without making enemies at the same time.
Recruiting Fundamentals



Fundamental #1: Recruit in a Good Mood



Recruiting should never be a chore. The moment you start to feel like you'll never find any good players, that everyone who isn't already in a guild is a worthless noob, you should walk away from the process. If you feel like you're wasting your time, then you are. Your frustration and skepticism will seep into your conversations and drive off the people you are trying to attract. To recruit players effectively, you have to be in a good mood.

Fundamental #2: Advertise with Consideration



Some officers have the opposite problem. In their excitement, they want to make sure everyone on the server knows about their guild and what it's all about. Too often I see them standing in a city and spamming the main chat channels with long recruiting notices. It's guaranteed to attract attention, but probably not the kind you want. In popular MMOs, players get spammed by idiots abusing channels—and actual commercial spammers—all the time, so adding to that mess is only going to make people angry.
If your game supports a guild recruitment chat channel, it's okay to post a message there once every 20 minutes or so. People won't be in the channel unless they're already looking for a guild, so it's a good way to generate positive attention. Keep your message brief—if it fills up someone's chat window completely, it will be considered a nuisance. Just state the basics: your guild's name, purpose, website, and the type of players you're looking for. Here's an example:
Endless Siege is recruiting fun-loving players of all levels for open-world PvP! Please apply at endless-siege-guild.com.


Your game may also have official forums for your server and for guild recruitment. Those are two excellent places to post that you are looking for players to join up. When you do post, don't be negative. Don't publicly trash other guilds in order to make yours seem better. Rather, explain your plans in an enthusiastic way. If your guild is brand new, emphasize that. Otherwise, people will wonder why they've never heard of you before and why you haven't seemed to accomplish anything meaningful yet. If you have a website, a voice chat server, a guild bank, an in-game calendar tool, or any other special advantages, say so. These add legitimacy to your product.

Fundamental #3: Be Social



Many guild leaders shower their server with chat ads and forum ads, and then they stop there, expecting a flood of applications. You'll probably generate some interest, but in most cases it won't be enough. You're not just selling a lawnmower on Craigslist—you're looking for comrades with whom to share a social experience. Naturally, the most effective recruiting is social in nature.
Think about it. Do colleges recruit just by walking down to a high school with a megaphone? Do the Marines recruit solely by advertising on TV? Do cults get their followers merely by posting on Internet forums? I'm not sure about that last one, actually, but most recruiting in real life happens face to face.
One of the most common complaints that I hear from guild leaders is that they can never find new members. Meanwhile, the only people they interact with online are already members of their guild. Unless your guild has a sterling and far-flung reputation, recruiting doesn't work that way. Advertising can only do so much. You need to go door-to-door, so to speak, and interact with players on your server. How you do this will depend entirely on the type of game you're playing and the type of guild you're leading. My advice: Find out what the players you want to recruit do. Then go do that with them.
If you're targeting players who PvP all day, go team up and kill some enemy players. If they run dungeons, go hack and slash with them. Be vocal and involved in the groups you join. If you're joining someone else's group for these activities, you may need to tone it down so you don't seem pushy. It's generally better to start your own groups. That way, you can take charge and showcase your leadership abilities.
Players respond if you do well and your group succeeds, and they'll want to group with you again. And that's what a guild is all about: finding players you have fun with, players who work well with others. The easiest way to convince players to join your guild is to be that person for them. Then let them know that your guild is open to recruits. Even if no one in the group bites, they might mention your guild to other players or keep the information in mind for the next time they find themselves guildless. It never hurts to say, "We're looking for more members."

Fundamental #4: Be Honest



If a player wants to know more about your guild and you have a good feeling about her, it's time for your sales pitch. You may be acting as a salesman, but you're not selling used cars. Don't go overboard and promise them the moon. If your guild is struggling right now, be honest about it and explain why you think that person can be part of the solution.
Have you ever booked a hotel that looked beautiful on the website, but turned out to be a rat-infested hellhole? You didn't appreciate it at the time, and neither will your recruits when they find out the "bleeding-edge progression guild" they joined is actually taking its first baby steps into the content.
MMO players respect honesty above all else. We play our games on the Internet, and the Internet is brimming with deceit. The combination of anonymity and unprecedented global access has bred dozens of new species of con artists, frauds, and predators. Don't set yourself up as another one. Give your recruits the straight story.
If you believe in your guild, like my Nonhuman Resources Manager did, it will be apparent. If you've followed my advice, your guild has built-in differentiators that set you apart. You won't need to exaggerate to get players interested in your community.

Fundamental #5: Do Not Poach



In MMO terms, to poach means to steal players from another guild's roster by aggressively recruiting them. What is considered poaching? When you know a player is in a guild, and you go after her anyway with the hard sell, you are a poacher. Your goal is to make her feel bad about her own guild, so she'll quit her guild and join yours. Poaching is unethical and I am strongly against it. Recruiting can be a cutthroat business, but this behavior crosses the line. It does happen, and many guilds get away with it, but that doesn't make it right.
What isn't poaching? If players from other guilds ask about your guild, telling them about it is not poaching. You did not solicit them. They came to you. Likewise, announcing that your guild is recruiting is not poaching unless you take it one step further and deliver the whole sales pitch uninvited. Spreading the word about your guild in an untargeted manner is legit. If you mention your guild and someone subsequently asks about it, that's not poaching.
You may consider it a fine line that I'm drawing here, and it can be just that. As a rule of thumb, if you've provided information to the curious, you are not a poacher. If you've sought to persuade the fickle or prey on the uncertain, you're poaching. If you lurk in other guilds' forums and then pounce on their players the minute anything bad happens, you're the mayor of Poachington. More than anything else, if you feel like what you're doing is disrespectful toward another guild, then you should stop.
Keep in mind that this definition is mine and mine alone. Everyone has their own ideas about what's right and wrong when it comes to poaching. If you're not sure what's acceptable in your MMO or on your server, talk to some other guild leaders for their take on it. Perhaps you can all reach a collective understanding.

Fundamental #6: Observe and Record



You may not click with every player (or vice versa) right away. Unless you've got a very good memory, keeping track of all the players you've grouped with can be difficult. I recommend keeping notes on the players that interest you. Write down your impressions. What do you like about them? What are they good at? How do they handle adversity? How do they interact with other players? Not only will this help you put a face to the name when you encounter them in the future, but these players may feel flattered that you remember them so well. (I fully admit that it's a cheap way to earn brownie points.)
Don't hesitate to write down your negative impressions, also. If a player says or does anything that makes you uncomfortable, that's definitely something to note.
After a while you'll be able to assemble a profile of the type of player you're most interested in recruiting and the type of player you'd most like to avoid. These profiles can make it easier to identify players of each type in the future.

Fundamental #7: Build Server Presence



The easiest way to recruit is never to recruit at all. Take it from me. My guild has rarely advertised or actively sought members for more than two years, yet we still get applications regularly. How can this happen? Players come to us because we have excellent server presence.



Server Presence



Server presence is the holy grail of guild leadership. My guild has it and it is awesome. With good server presence, you may never again have to go out of your way to recruit anyone. Being a member of your guild can be seen as a privilege that only the blessed few can aspire to. In fact, you may actually lose out on members because players are so intimidated by you that they don't dare apply. But that also means the best and brightest will seek you out. (And so will the ignorant and lazy, but we'll get to that later.) At the very least, you'll have to spend less energy attracting players to your guild when they already know who you are.
The following figure shows the five major building blocks of server presence.
[image: Server Presence]

The first and most obvious way to build presence is to be really, really good at something. It doesn't matter what. You can be the first guild on your server to conquer a raid zone; the guild with the richest coffers or the largest player-run city; the most feared PvP guild; or the guild with access to the most hard-to-obtain crafting items. Whatever it is, you don't necessarily have to be the absolute best of all time. Being really, really good is enough—as long as your server recognizes you as such.
Given that most guilds have a relatively short lifespan, you can build server presence merely by not imploding or fragmenting into splinter guilds. As the months and years roll by, players on your server may begin to say to themselves, "Hmm, I remember seeing that guild around in the early days. They must really have something special going on there to make it this far. Maybe I should find out more about them." The longer you survive, the more respect you will earn just by existing.
Of course, longevity isn't any help at all to a relatively new guild. And perhaps being really, really good at something is a goal you aspire to but haven't quite reached yet. What else can you do?
You can do something outrageous. Do something so brazen or stupid or goofy or ridiculous that other players on your server have no choice but to take notice. Here are a few examples.
	Lead a handful of champions to assault the server's most impregnable player-run stronghold. Do it every night for a week. Come up with a new strategy each time. Rally non-guild players to help you.

	Buy every single copy of a certain item. Announce that your guild now owns them all and will give one away to any player that can tell you a good joke.

	Take—and defend at all costs—an absolutely meaningless piece of in-game territory. Make sure everyone knows that area belongs to you now and dare them to take it away. If they take it from you, find another, equally meaningless location.

	Start a parade in a major city. See how many people you can get to join you. Take lots of screenshots and post them on your site. If you're successful, try to break the record for participants next week by announcing it ahead of time.

	Spell out your guild's name in big letters with campfires, spells, prone characters, or some other repeatable object. Do it in a well-known location. Take screenshots and post them with your recruiting notices on your server's forum.



These are just a few ideas that can work in virtually any game. Whatever you do, always approach the activity with a sense of fun and inclusion. Don't stress over the consequences—the long-term benefits are more important than any short-term losses. If you're holding an event or contest, pre-announcing it on your server's forum will increase participation. If you give away prizes, make them valuable or at least commonly useful items.
Don't worry too much if only a handful of people show up. Even a handful means more players know about your guild today than knew about it yesterday. And if you're doing something crazy that other players can see, you might pique their interest, too.
Note
Before you carry out your plan, make absolutely sure your actions aren't against your game's Terms of Service (ToS). When in doubt, run your idea by a game master first.

By doing any of the above, you may attract the attention of other guilds. They may offer to form an alliance with yours. I'm a strong believer in guild alliances because guilds can often accomplish together what they never could alone. Alliances help both of you build server presence. At the very least, the players in the other guild will be very familiar with you after a few weeks of an alliance.
If an alliance is too formal, you can still work toward common goals with players outside the guild. Whenever you're doing something that can involve more players than your guild can bring, like a large-scale siege, invite other players from the server to join you. There is strength in numbers in virtually every MMO.
Finally, your own members can help increase your server presence. By making a name for themselves, they're also making a name for your guild. For example, a few years ago when my guild was still relatively young, we had an officer who was what I can only describe as a goofball. He was an asset to us because he happened to be an excellent raid leader and a very skilled player. But beyond that, he was always doing wacky things around the server that caught players' attention.
One day, this officer roped me into his plan to declare war on an otherwise friendly, helpful NPC faction that had sent an ambassador to our capital city. He and I attacked the ambassador and then ran away as the NPC chased us. His goal was to trick the ambassador into boarding an intercontinental airship that would take the NPC to the other side of the planet. He had no reason for doing this besides wondering if it were possible. Other players in the city were at first completely baffled by our behavior. Then they cheered us on as they figured out what we were attempting. Eventually we got him onto the airship. Unfortunately, the NPC was programmed not to make the journey, so the experiment was unsuccessful. We lost some reputation points with the ambassador's NPC faction that day, but we gained some, in a less quantifiable way, with other players.
Certainly some players found this officer's antics annoying, but more were fond of him. He became one of the more well-known players on the server, and the stock of our guild rose as a consequence. Doors that were previously closed to us suddenly opened up, and our members had more opportunities than ever to work cooperatively with other guilds.

Guild Applications



If you've mastered the fundamentals of recruiting and your server has a relatively healthy population, you should begin to see a steady trickle of interested players. Now is the time to implement a guild application.
A guild application (or app) is similar to a job application. It's a set of questions that asks recruits about themselves, their background, and any relevant qualifications they may have. (You can see a sample app in Sample Application.)
Requiring an app can help you weed out undesirable players before you invite them. An app is not foolproof by any means, but it can be a highly effective filter. For one thing, just requiring the extra work can make a difference. Filling out the app means that a player actually wants to be part of the guild and isn't just someone looking to cause trouble. (Or if they are, they're unusually dedicated to causing trouble, and part of me has to admire that.)
For large or very popular guilds, apps can save the officers a great deal of time. Personal interviews, joint play sessions, and other intensive methods of screening recruits call for a dedicated time investment from the officers. If you have many potential players trying to become members, you can quickly find yourself overwhelmed by your own process. An app, on the other hand, requires the recruit to put in the time instead. Naturally, the officers will have to read and evaluate the application, but it's a far speedier task than the alternatives. If you have a website, it's also a task your officers can accomplish from any web browser.
Building an Application



To get the most out of your application, you must craft it carefully. An ideal application typically includes five to ten questions that help you gain insight into how a new player will fit in with your guild's goals, culture, and personality. If you're going to ask more than ten, you better have one heck of a guild!
Here are some important topics to cover.
	Character Information
	On a job application, you'd obviously want to ask what position the person is applying to fill. In most online games, players will associate themselves with a certain job, such as healing, damage-dealing, trading goods, and so on. You'll want to know how they might fit in with the guild and how they plan to contribute their characters' skills and abilities. If they're new or if they're highly experienced, you'll want to know that, too.

	Personal Information
	Be careful with questions about someone's real identity. Asking for too much information can be inappropriate. Some applicants will want to share more, and others will share less, so it's best to leave such questions open-ended. Open-ended personal questions have another advantage: What a person chooses to reveal can give you as much insight into their personality as the information itself. A person who is guarded and private will obviously write very little, whereas an open and free-spirited person might write paragraphs about themselves.

	Game History
	Some guilds will ask about a player's gaming history to get more of a sense of their player personality. A player personality can be very different from a person's everyday personality. Modest, soft-spoken individuals might get their kicks fragging people in a first-person shooter, whereas brash, attention-seeking types might spend their game time raising virtual puppies. Finding out what games a person has played isn't necessarily a surefire indicator of how someone will act online, but it can give you a hint.

	Gameplay Preference
	Whatever it is your guild does, you'll want to make sure your applicants have similar goals. If an applicant is primarily interested in a gameplay type that your guild doesn't bother with, it's nice to know that upfront. Similar to questions about the player behind the character, this question is best left open-ended, because how the person answers may give you additional insight.

	Guild Background
	Are your applicants new to guild membership? Are they guild-hoppers who have managed to get themselves kicked out of every major guild on the server? Do they come from a respected guild that had policies they disagreed with? Are they sleeper agents from a rival guild? You may not get straight answers when you ask about someone's guild background, but asking about it is essential.
If you're uncertain about an applicant's version of events, do some research. Ask around your server. Look for websites that track players' past and present membership status (some MMOs have such sites). Better yet, search for applications the player has filed with other guilds on your server and see if the answers are the same. Remember that you can also ask your applicants follow-up questions if you have concerns.

	Reason for Joining
	You may be running the greatest guild on the planet, and the reason anyone would want to join may be completely self-evident. Still, the applicant's answer may surprise you, so it never hurts to ask.

	Recommendation
	If anyone in the guild would be willing to vouch for them, find that out.

	"Legal" Issues
	I like to build questions into my applications that I can point to later on if I'm accused of withholding information or of misrepresenting my guild and its policies. These questions can serve as a type of user agreement, like that wall of text you scroll through so you can click a button and install software. These questions take the form of "Have you read ___?" or "Do you agree to ____?" If applicants say they've read all the documentation about how you expect your members to behave, it's a lot easier to show them the door when they violate that policy. At least they can't claim ignorance. (Well, they might try to anyway, but that's a topic for the next chapter.)

	The Idiot Check
	A somewhat insidious but highly effective guild application feature, the idiot check has grown popular in recent years. With the number of players growing exponentially worldwide, you can find yourself knee-deep in bad applications. If you want a quick way to figure out whether an app is worth reading or not, build in an idiot-check question.
There are two ways to go about this. The first option is a reading comprehension question. Many guilds preface their apps with information about the guild, its recruiting policies, and so on. Or they may give links to their policy documents and ask the player to read through them before filling out the app. A reading comprehension idiot check asks a direct question related to this info to see if an applicant has actually read it. Failure to answer correctly means they not only didn't take the time to read through the info, but they didn't even realize they could find the right answer by reading through the info.
Some guilds even go so far as to bury a nonsensical statement into their info and tell the player to remember it. Then their reading comprehension question asks the player to repeat it. For instance, in the middle of their application process description, they'll write, "An orange whale eats fruit salad. This will come up later." Then the third question on the application will ask, "What did the orange whale eat?" When the officers read an app, they look at this question first. If the answer is "Huh?" they'll reject the app without reading another word.
The second idiot-check option is more like a psychosis check. It's a question similar to what you might find on a personality test. The well-adjusted person will have one reaction to this question, and the antisocial or maladjusted type will have a different reaction. For example, "An old woman asks you for directions. What do you do?" Most applicants will give a normal answer or a silly joking answer. A small percentage will write something that creeps you out. You should probably pass on those players.
Is it fair to filter a person out just because they failed one attempt at reading comprehension or basic human interaction? Probably not, but if you have an abundance of applicants, you'll appreciate the time savings.




Application Follow-Ups



When a player submits an application, you'll have to make a timely decision about whether to accept them. Who you accept or reject will depend largely on the type of guild you run and the type of player who's applying. Unfortunately, this book can't help you with this decision because only you and your officers know who will be right for your guild.
If you reject an application, do yourself a favor and reply with a very basic statement, giving no specific reasons or criticisms. If you provide a reason for the rejection, you're opening up your decision to debate. Applicants may try to argue about what you've pointed out. They'll explain how their answer came across poorly because of the way the question was worded, or they'll say how they actually meant to add something else but forgot. In a worst-case scenario, they might become personally offended by your rejection reasons and launch a one-player crusade against your guild and its members. If you don't want to deal with that, just write, "Thank you for your interest in our guild. We're sorry that we can't offer you membership at this time."
On the other hand, if you accept an application and bring a new player into the guild, that doesn't mean you're stuck with them forever. Many guilds institute a trial period for all new members—typically one to two weeks, although I've seen some guilds that extend it to a month or more. During this time, your officers and the new members should make an effort to interact. Team up for group content or PvP to find out if the players know what they're doing. Strike up conversations with them to see how they interact with others online. Check in with them from time to time just to get an idea about whether they are fitting in. If you feel good about the recruits, make sure your officers have the same good impression. Then extend the offer to make them official members.
It's a happy moment, but it can easily go awry. Don't assume that players necessarily want to join after their trial period. After all, they are evaluating your guild during this same period in return. Present the offer as a mutual agreement, not as a gift that you're bestowing from on high. Upon player acceptance, be sure to announce that fact to your guild, and feel free to congratulate them, but avoid sounding like you've just made all their dreams come true. It may be the one and only time a player is the center of attention for the entire guild, so handling it poorly can make a lasting, sour impression.
Of course, not every membership candidate is a player you want to accept. How do you identify problem players and deny their membership? Keep reading!
Sample Application
Depending on what your guild does and what type of player you're hoping to recruit, your application can be tailored to suit your tastes. Beyond that, here are some basic questions to consider.
	Tell us about your main character. What is your preferred role? How long have you been playing this character?

	Tell us a little about yourself in real life.

	Have you played any other MMOs? What other types of games do you play?

	What do you like to spend your time doing when you log in?

	What other guilds, if any, have you been a member of? Why did you leave them?

	Why do you think our guild is right for you?

	Do you know any of our current members? Will any of these members vouch for you?

	Have you read through and do you agree to our application process?






Beware the Eedies!



In most recruiting situations, I recommend asking potential members to fill out an application. However, there are exceptional circumstances when you may want to forgo a formal application process. In the early stages of a new guild, your community is still unproven. Members who are joining you at this stage are making a leap of faith. It may be asking too much to have them fill out an application when they're doing you a favor just by joining up.
Small, intimate guilds may prefer other methods of applying to the guild. For example, if they accept very few new members, they may find the application process too impersonal. They will opt instead for a joint play session or a one-on-one interview.
Regardless of how you screen your recruits, you must screen them. If you add players without looking too closely at who they are or where they come from, you may suddenly find yourself surrounded by problem players. Even if you're very careful, players can be deceptive when they want to join a guild. Their behavior may be civil at first but then quickly devolve into all sorts of disruptive shenanigans.
Do your best to avoid inviting the player types that I call the Eedies: Greedy, Needy, Leety, and Cheaty. In this section, I'll tell you how to identify them and run them out of town before they can do serious damage to your guild. (You'll find a summary in Eedy Profiles.)
The Greedy



If a player makes a claim to every piece of loot that drops, they're a Greedy. Greedies will try to justify taking items with elaborate reasoning or even lies. They may actually steal items from other players or from your guild. When caught, they have no reasonable way to defend their actions.
Sometimes they'll claim a different person was using their account at the time—completely unknown to them, of course. They'll say that they've changed their password or taken other steps to make sure it never happens again. They might even offer restitution to the person or guild they've stolen from. Meanwhile, they'll go on using whatever items they've stolen by saying that they've already been sold to another player, used up, or permanently bound to their character.
Don't fall for this line of nonsense. I've never heard a plausible case where this type of situation actually happened. Greedies think this excuse is airtight because you can't prove that it was them at the keyboard when the crime occurred. But the bottom line is that it doesn't actually matter who did it. The owner of the account is responsible for what anyone does while logged in under their name. Game publishers deal with such situations this way, and you should, too.

The Needy



A Needy is a player who constantly asks for help with quests, crafting, or the like, but never volunteers when the opportunity arises to help someone else. They rarely take the initiative to accomplish a task on their own. Their first option is always to get someone else to do it for them. When another player agrees to help, they will take advantage of the generosity by asking for further assistance with "just one more thing," and then "just one more—I promise!" They'd also rather beg for money or items than go out into the game world and earn or harvest them. Usually they say that they are just borrowing the money or items and will return the favor when they have more time to play. Rarely do they ever repay one of these loans. Needies are generally harmless, but they will eventually exasperate and annoy your members.

The Leety



A Leety is a player who thinks they're leet—Internet slang for an elite, highly skilled player. They're better than everyone else at this game and they make sure to let everyone know that. Their sole purpose in playing is to prove how incredibly awesome they are. They will go out of their way to show off their accomplishments, and they feel compelled to point out other players' flaws and inadequacies. They would rather cancel their account than lose an argument about game mechanics. The Leety, when told that their behavior is unacceptable, will respond with a statement like, "If you don't like me, that's your problem. I'm not doing anything wrong."
It's certainly a player's right to behave how they would like within the boundaries of the game's Terms of Service. Indeed, Leety players often try to justify their actions by stating that they aren't breaking any rules. (Don't doubt for a second that they are intimately familiar with said rules, by the way.) However, being in a guild means going beyond that. You need to at least try to get along with your guildmates, even if it means making some compromises. That's what a society is when you get right down to it: I'll compromise my desire to walk around naked by wearing clothes, if you compromise your desire to shoot me and take my stuff by getting a job and paying for things yourself.

The Cheaty



A player that uses banned software or other illegal methods to cut corners in a game is a Cheaty. Cheaties can be tough to catch. MMO publishers have waged a bitter—and somewhat controversial—war against them for years. Most cheaters are caught eventually, which usually means a lifetime account ban. Any guild resources that were spent on their characters will go to waste.
The only way for you to catch Cheaties is to find them in the game world and catch them in the act. Perhaps their characters will be performing repetitive actions in a clockwork-like way and they won't respond when you try to talk to them. Perhaps they're suddenly able to walk through walls, sink into the ground, or fly through the air. These are all symptoms that they are using banned software.
The most famous example of Cheaty software was a program called Glider. Created by MDY Industries, Glider allowed players of Blizzard's World of Warcraft to accomplish tasks in the game world without input from the player. Glider would control your characters as they farmed items, increased their reputation with certain factions, and even completed quests, all while you were away from your computer. While some players saw it as a convenient tool to reduce the amount of repetitive gameplay they needed to perform to advance their characters, Blizzard saw it as a violation of its Terms of Service and its copyright.
MDY fired the first legal salvo in 2006, suing Blizzard for trying to shut down Glider and its users. It was unsuccessful. Blizzard then turned around and filed a countersuit against MDY. Blizzard won the suit in 2008 and was awarded $6 million. In addition, MDY lost a subsequent appeal. The judge ruled that MDY had to cease production of its software completely. An interest group called Public Knowledge questioned the judge's decision in the suit, claiming that by labeling MDY's actions as a copyright infringement, the judge had in effect ruled that any software company could prevent any use of its software that it didn't like by calling it a violation of copyright law.
The issue of bot software programs, as they are known in the MMO community, remains uncertain. All you need to know is that players who run bots are legally susceptible to permanent bans from the publisher of just about every MMO out there. When a player is banned, whatever your guild has helped them with or given them disappears forever.
Eedy Profiles
Four types of players can ruin the guild experience for everyone. Be on the lookout for Greedy, Needy, Leety, and Cheaty.
	Greedy
		Makes a claim on any item the character could ever possibly use

	Comes up with elaborate reasons why his or her character deserves a hard-to-obtain item over someone else

	Steals items from other players and plunders guild resources

	When caught, may claim that another person was using their account without permission




	Needy
		Dislikes a challenge

	Prefers someone else to walk his or her character through a difficult task

	Frequently begs for help with quests or other goals

	Would rather borrow items or currency than work to acquire them

	Takes advantage of other players' generosity

	Doesn't help others when they ask for assistance




	Leety
		Thinks he or she is better than other players and is out to prove it

	Harps on other players' flaws and inadequacies

	Must win all game-related arguments, no matter how trivial

	Never compromises in the interest of guild harmony

	When confronted, hides behind the game's Terms of Service




	Cheaty
		Uses illegal or questionable software to play the game

	Risks a permanent account ban—and thus permanent loss of guild resources








Dealing with Eedies



Greedies, Needies, Leeties, and Cheaties are a drain on your guild. They make playing the game less fun for everyone. When your members aren't having fun, they're less likely to play. They're also more likely to look for another guild where they can enjoy themselves without one player taking all the loot, another spamming guild chat with help requests, and a third spouting off about her mastery of the game.
If you see new members falling into these patterns, ask them to leave before they become more firmly entrenched in the community. Kicking them out early will save you plenty of headaches down the road. This is why many guilds have trial periods for new members: It makes it much easier to ask candidates to leave if they haven't yet become official members.
When you tell someone that you can't offer them a membership, it's better to keep the conversation general and low-key. Don't make accusations and don't volunteer a reason for the decision. Just tell them that you don't think they're a good fit for the guild. Some players will understand why and they won't pursue the matter any further. Others will demand to know why they aren't good enough. Some may even accuse you of being prejudiced.
Don't let them rile you up. In many cases, they want to argue with you, and they want you to get angry. Avoid that trap. Stay calm and be nonspecific. Say that you're sorry things didn't work out. If you point out specific incidents, they may try to justify their behavior or come up with a convenient excuse. Be firm, but always be courteous.
The best scenario for you in this case is to extricate yourself from the conversation as expediently as possible. Repeated apologies are somewhat condescending, but they are effective. They emphasize that the decision has been made and that you won't change your mind. Here's an example of how this conversation could go down, and what I would say:
	Me: I'm sorry, Limbo, but we can't offer you membership at this time.
	Limbo: Really? But why?
	Me: The other officers and I don't think you're a good fit for our guild.
	Limbo: If this is about that time I took the ring from that boss, it wasn't even me—my roommate logged in with my character as a joke. I changed the password on the account so he can't get in anymore.
	Me: I'm sorry, Limbo. Best of luck in the future!
	Limbo: I know I've been asking for a lot of help lately. I was just really excited to be in a guild. I've been playing solo for a long time.
	Me: I hope you find the right guild for you someday. Thank you for applying to ours. I'm sorry we couldn't make it work.
	Limbo: You guys don't even know what you're missing out on. I'm way out of your league. I don't even know why I applied to this noob factory.
	Me: It's probably best if we end the conversation here.

Hopefully only a very small number of your recruits will turn out to be Eedies. Most players in my experience just want to have fun without causing trouble. Remember that even the best members can occasionally find themselves exhibiting Eedy behavior from time to time. Eedy behavior becomes a problem when it's consistent.
Once you manage to find some quality members, you'll have a solid foundation on which to build. Like you, those players will believe in the guild and they'll want the guild to succeed. They may want to invite friends, relatives, partners, and other players that they know. Forgive the biblical expression, but good members beget more good members. Before you know it, you may have more of them than you ever thought possible.
Filling the roster is the easy part, believe it or not. Once you've got these members, you have to keep them. Doing so is what the rest of this book is about.


Chapter 4. Dramatis Personae: Dealing with Guild Drama



Dramatis personae is a Latin phrase meaning "the masks of the drama." It's often used as a heading to the list of characters in a play or other dramatic work. In that context, drama as entertainment is the goal. In a guild, drama is rarely entertainment for those involved. Quite the opposite—drama is deadly to guilds.
Drama can take many forms: arguments, backstabbing, power struggles, and ridiculous behavior of all kinds. Drama may sound like something that reasonable, mature people can easily avoid, but in an online context where communication is sometimes difficult and meaning can become distorted, drama can be more prevalent than you might think. I've seen even the most level-headed people get sucked into a drama vortex online. Serious drama (and even minor drama) falls to officers to sort out, more often than not.
The fundamental core of your job as a guild leader is not to manage schedules and resources, but to manage people. Unfortunately for us, people are unpredictable. They disagree, they argue, they lie, they lash out, and they shut down. Drama is all about the people behind the masks of the characters they play, and if we're going to lead them, we need to understand them. When we understand them, we can help them to understand each other. Mutual understanding, in my experience, is the best cure for drama.
The key skill to help you in this endeavor is emotional intelligence, which is very different from the intelligence you might gain by studying math or science. Emotional intelligence is the ability to place yourself in another person's position to comprehend why they're feeling a certain way. This goes beyond sympathy; you can be sympathetic without comprehension, but to be a drama-solver you must be able to put on the masks of the people you're dealing with. You must look at the situation through their eyes.
People and Personalities



I am no psychologist, nor do I claim to be an expert on human behavior. All that I present here are personality types that I've encountered over many years of observation and interaction in an MMO setting. No one can be summed up with a label as easily as this section may imply, and everyone you meet will be far more complicated than they appear. However, it is helpful for our purposes to survey the common personality categories into which many MMO players fall. I call them Player Personality Classes, or PPCs. They can be further subdivided into specializations, or specs.
	The White Knight
	The White Knight PPC stands ready to help those in distress, whether they need a champion to defend their honor or just a strong arm to help with a quest. White Knights pride themselves on their ethical behavior and willingness to spend significant portions of their playtime in the service of others. A Samaritan White Knight offers aid to anyone who asks—and very often to those who don't. A Shield-Bearer White Knight jumps to the defense of any player who has been attacked, whether by outside forces or harsh words in guild chat. The Shield-Bearer doesn't care whether the person is guilty or innocent; she only cares about fair treatment.

	The Black Knight
	In contrast to the White Knight, the Black Knight PPC is all about getting in your face. Black Knights will provoke arguments rather than avoid them and offer help only to those deemed worthy of their aid. The Brawler spec is a particularly argumentative Black Knight; any offhand comment or pointless remark may set this player off. Brawlers aren't discriminating: They may belabor a point or refuse to see reason merely to annoy. The Bully spec, on the other hand, doesn't wait for an opening—everyone is fair game at any time. Bully Black Knights are the harshest critics, but unlike the Brawler spec, a Bully wields the truth like a club. While they can stir up nasty confrontations, Bullies often have a good point: They are keen to cull the weak members from a guild, or at least to toughen them up against future criticism.

	The Sensei
	Sensei PPCs are akin to Black Knights in that they despise weakness and incompetence. While a Black Knight criticizes players without remorse, a Sensei will choose a more constructive path. An Instruction-spec Sensei will take players under her wing and train them personally to improve their skill. They will exercise patience when a player fails, but they do not accept excuses. A Discipline-spec Sensei, on the other hand, punishes mistakes severely. They expect the best from the players they are training, and anything less gets an immediate—and merciless—response.

	The Priest
	The PPC I call the Priest stands in contrast to the Sensei. A Priest forgives all wrongs without judgment. Guild members will approach a Priest as they would a parent, or an older sibling—someone to turn to for advice or consolation. Comfort-spec Priests will console a player after a rough day or a heated argument, and Wisdom-spec Priests can lead players to the answer when they are faced with difficult questions. Of all PPCs, Priests are the most likely to hear, and the least likely to shy away from, intimate details of players' lives outside the game.

	The Bard
	Bard PPCs come in two flavors: Lore and Bravado. Lore-spec Bards know the history of the game-world inside and out. They can recite the details of a long-forgotten war, the origin of a race, or the weaknesses of a powerful god. Typically, they also keep a close eye on the history of the server. They can recall which guilds were the first to bring down a raid boss or who built the first player-created stronghold. Lore Bards thrive on big events and seek them out. They're often unhappy carrying out everyday tasks because they want to be heroes in the story of the world, furthering a righteous cause or bringing down an empire. Bravado-spec Bards insert themselves into a story any way they can and may stoop to exaggeration or hyperbole to build up their own legend. When faced with an unflattering truth, they may elect to pretend that it never happened. Bravado Bards have the biggest egos of all the PPC specs and may react aggressively when their glowing self-image is threatened.

	The Spymaster
	Spymaster PPCs are the natural enemy of Bards. These players dig behind the scenes to uncover an ugly reality or a well-hidden secret. They often keep their own counsel, but love being part of larger communities where they can apply their talents. For Gossip-spec Spymasters, information about players and the people behind the avatars is their bread and butter. Guild drama is like nectar to them. They enjoy spreading rumors and feed off the attention they receive in return. While they are often careless with others' secrets, they rarely seek to hurt anyone's feelings; they just enjoy stirring up trouble. Assassin-spec Spymasters have no qualms about emotional trauma. They work actively to destroy players in their community whom they dislike, whether by exposing their weaknesses, thwarting their success, or just running up and killing them (in the game, of course). These players may be cruel, but they believe they are acting in the best interests of their guild, faction, or server, even though others might object to their methods.

	The Vagabond
	In the previous chapter, we talked about greedy players who steal loot and argue that they deserve more than their fellow players. Vagabonds aren't greedy players. Instead, they may be lazy or never have enough time to play. Whatever the reason, they lack the fundamental resources they need to succeed in the game. Beggar-spec Vagabonds ask for free items or currency to help them accomplish their goals. Some just want to tag along in a competent group to fight bosses and see content that they haven't put in the effort to prepare for properly. Beggar Vagabonds are often very grateful for any help they receive, and many feel guilty about begging for help, but they can't or won't help themselves over the long run, so they depend on the generosity of the community. Hustler-spec players have a different angle. They work the system in their favor to acquire what they need for the least possible effort. Hustlers will use auctions, item trading, gambling, loan-sharking—anything but an honest day's work—to get ahead. They may even resort to underhanded scams. Unlike their Beggar cousins, Hustlers rarely feel remorse for their deeds. In their mind, a player who sold an item to them for far under the market value, or who fell for their rigged bet, should have known better.

	The Scholar
	Of the Eedies that I mentioned in Chapter 3, the Leety is an exaggerated form of the Scholar. Scholars pride themselves on their knowledge of game mechanics, rules, and theory. They congregate in online forums to discuss the best way to manage their characters or approach a boss. Often arrogant, Scholars have varying degrees of contempt for players who have not done the same amount of research that they have. For the Scholar, knowledge is always power and anyone who does not seek it out deserves to be powerless. Scholars rarely get openly emotional—it's all about the numbers for them. Accounting-spec Scholars dig deep into the mathematics behind an MMO's combat system or economy. They know the coefficients that determine the damage dealt by a certain spell or the average price of a certain rare item on the open market. Scholars who tend toward the Law spec focus on the rules of the game or the guild. They know the policies of the game's publisher and the guild's leadership by heart, and they'll use it like a bludgeon if necessary to push their agenda. If any Scholar ever becomes emotional, it's a Law-spec Scholar observing an egregious breach of protocol.

	The Jester
	Jesters, like Scholars, are far less openly emotional than other PPCs. Instead of using math or policy to make a point, however, they use humor. Jesters approach every situation with a wisecrack, which is often used to disguise their true feelings. In heavy circumstances, they seek to lighten the tension. Mirthmakers like to entertain the guild with humorous comments or anecdotes. They enjoy the spotlight of attention that their antics earn them. Acrobat-spec Jesters are more elusive. They do silly things more out of instinct or curiosity than intention. Unlike Mirthmakers, they are more likely to somersault off the stage than stand in the spotlight for too long.

	The Poet
	Our final PPC is the Poet, the most serious and openly emotional of all the classes. Poets communicate almost exclusively by sharing how they feel about something. They don't have much of a sense of humor and often take poorly worded comments—especially jokes—the wrong way. Melancholy Poets are the shy ones who will suffer the slings and arrows of others in silence. They can be pushed too far, however, and by then it is often too late to fix the problem with a simple apology. Passion-spec Poets, on the other hand, are never shy and will tell you exactly how your words or actions make them feel. The more people who are around to hear it, the better. Passion specs are extremely vocal and will often be the first to bring their grievances to a guild's officers. Even if they aren't actually offended or hurt, they may feign such feelings just for the opportunity to raise an outcry.



Most people I've met are a composite of several PPCs. In conflict, however, they are usually aligned with one PPC or the other. Someone who is a Mirthmaker Jester and a Gossip Spymaster will usually resort to making jokes about someone openly or to spreading rumors about someone secretly, but rarely both at the same time.
The Player Personality Wheel in Drama Is Natural shows how the PPCs relate to each other. Classes that are next to each other in the diagram are more likely to understand each other and side with one another. For example, a Priest and a White Knight have a similar goal of helping players, even those who may not deserve their help, so they will often feel a certain bond with each other and be less likely to come into conflict. Classes that are on opposite sides of the diagram are most likely to disagree and to argue. More often than not, these are the combinations that cause drama. For example, say a Hustler Vagabond tries to sell an item for far more than it's worth. Upon learning about this, an Accounting Scholar might feel the need to intervene and let the intended buyer know that she is being scammed. The Hustler gets angry over losing an opportunity to make some cash, whereas the Scholar is indignant that the Hustler can't be bothered to research ways of making an honest buck.
Real people in MMOs are far more complex than these PPCs. However, the classes make a good starting point for developing emotional intelligence. Once you begin to understand your guild members by applying these templates, you can put on their masks and look deeper to see the nuances lying underneath their public personas.
[image: The proximity of Player Personality Classes in this diagram predicts whether a certain class will tend to agree or argue with another class. In general, adjacent classes get along very well. Classes on opposite sides of the diagram are more likely to find themselves in conflict.]

Figure 4-1. The proximity of Player Personality Classes in this diagram predicts whether a certain class will tend to agree or argue with another class. In general, adjacent classes get along very well. Classes on opposite sides of the diagram are more likely to find themselves in conflict.



Drama Is Natural



When you ask a player about himself or his gaming history on guild applications, you can gain basic insight into which Player Personality Class he reflects. Because it's difficult to place someone in a class accurately until you've really gotten to know him, it is nearly inevitable that you will recruit players from opposing classes.
Some guilds never recruit opposing classes, but they have a long application process that only the most dedicated recruit will see through to the end. These guilds are mostly homogeneous and all members belong to compatible PPCs. At the end of the application process, the members of the guild have a fairly good idea whether recruits match a desired personality. If so, they feel comfortable with the recruit, who is then admitted as a member. But if recruits are on the other side, odds are they will run into a conflict with someone in the guild before they are accepted, at which point their applications will be denied and they will be asked to leave.
Most guilds aren't this homogeneous. Some guilds recruit more for skill, and they don't care about someone's personality as long as they perform well. Other guilds are so large that they can't help but have members of all PPCs or are so diverse that no one gets along all the time anyway. Usually these guilds were founded by players on opposite sides of the diagram who manage to get along despite their personality clashes. (It can certainly happen—my own guild began this way.) In any of these guilds, drama can be frequent, but it is also completely natural.
As a rule, people don't get along. If everyone said exactly what he or she felt all the time, very few people would ever be able to work together in an organization like a guild. It is only our maturity, our reasonableness, and our willingness to empathize that overcomes our instinct to fight rather than work together.
As a guild leader, I encourage you to remember these three principles.
	Most people in a guild want, above all else, to work together in harmony. Almost all players want their guilds to be drama-free, but members sometimes seek this harmony in aggressive or subversive ways. For example, if a group of members actively tries to sabotage another member, in many cases they have reached the point where they know they can't get along with that person, so their answer is to eliminate that member from the roster. They don't actually want to cause discord, they just want that member to leave so they can work in harmony with the members who remain.

	Drama occurs because the harmony has been compromised in a way that at least one person can no longer ignore. A particular problem may seem insignificant to you or even silly, but if it has caused drama, it's a real problem. In most cases, the core of drama is a fundamental personality conflict. It is typically far less about what someone said or did and much more about who someone is, which is why emotional intelligence is such a key factor in resolving drama.

	Drama can have positive consequences. Drama can help two or more people with fundamental personality conflicts understand each other a bit better, increase their emotional intelligence, and learn how to work together. But these positive consequences are only possible if both sides are willing to reach out and try to see the other person's point of view. If one side refuses, then the outcome is much more likely to be negative.



When drama unfolds, don't panic. Do not give in to the hysteria or paranoia of one side, or allow the emotions of your members to affect you. If you can't remain above the drama, it will eat you and your guild alive. When drama unfolds, the first thing you have to do is decide if you should get involved in it at all.

Dealing with Drama (Or Not)



Many guild leaders see drama as a spark in a forest. No matter how tiny it is, they feel compelled to stamp it out before it can spread. In the very beginning of my online leadership career, I often acted this way myself, but experience has taught me that this is not a healthy approach. When you act this way, you nullify any chance of potential positive consequences and discourage your members from expressing themselves. Drama may stop completely, but the conflict is still there—you just don't know about it. If you don't air conflicts, they will simmer until they boil over, at which point you have given up any chance at a resolution.
It sounds obvious, but you can only resolve the drama you know about. If you punish the people who bring it to you or squash any complaints, you'll never know about it until it's too late.
Getting involved can also do more harm than good. I've made this mistake a few times. Here's an example: An officer in my guild was upset because a raid leader had not invited him to a very difficult raid. The raid leader was a much newer member, but he had proven himself very good at handling this leadership duty. He had already beaten the content we were trying to clear with his former guild. He knew what it took to get the job done. My officer, however, felt that he had earned a spot in the raid with his past contributions, and even though the character he played was not ideal for the content, he felt that it was good enough and should be invited.
The officer and the raid leader both had the Accounting-spec Scholar personality class. The conflict arose because they also had aspects of other classes. The officer leaned toward the Samaritan-spec White Knight—he had often helped lead raids himself many times in the past, even when it was inconvenient for him. The raid leader leaned toward the Black Knight Bully. The Samaritan and the Bully were the personalities they assumed when they butted heads; whenever they talked about the math behind their arguments, they were Scholars, and they saw eye to eye.
As a Bully, the raid leader criticized the officer's ability to handle the content. He did not knowingly exaggerate; he told the truth as he saw it. But the officer, as a Samaritan, felt that his sacrifices had earned him the raid invitation regardless of any other issues. As Scholars, they both acknowledged that, mathematically, the officer's character would be less effective than his replacement.
One night they really had it out. The officer took screenshots of the conversation and posted them in our private officers' forum. The raid leader had already come into conflict with other members of the guild prior to this incident, mainly by critcizing their performance. All of these incidents had been reported to us. For several officers, the screenshots of this conversation were the last straw. They wanted me to intervene and have a conversation with this new raid leader.
I was ambivalent about confronting the raid leader. He hadn't been disrespectful in any way that could be objectively proven, and many of the accusations against him were hearsay, sometimes twice removed, without corroborating evidence. Several of my officers really liked the guy for injecting some fresh life into the guild's raiding and motivating us to try more difficult content. Despite my reservations, I decided to talk to him anyway.
The conversation did not go very well. For one thing, this person felt blindsided by all these accusations from various people in the guild. He wasn't aware that so many held grudges against him. (Other than my officer, I did not reveal their names to him.) He said that if they had a problem with him, they should have come to him themselves, and in an objective sense, he was right. Everything he had said or done could have been resolved without me if the accusers had just talked to him about it instead of taking it to the officers first.
By intervening, I wasn't allowing him the opportunity to resolve the issues with them, I was just making him feel persecuted. In addition, he had been under the impression that the issue with my officer was resolved. They had spoken after their argument and, to a degree, decided not to fight about it anymore. He didn't know about the posted conversation in our forum, and by bringing it up in this context, I had torn open the wound again. Rather than feeling good about the situation, he now resented this officer.
In the end, my decision to intervene drove him and his friends out of the guild. They didn't feel welcome anymore and they left within a week. If I had let sleeping dogs lie, then everyone might have come to an understanding with this raid leader on their own terms. Not only that, but I went about this conversation in a bad way: I should have made sure some of his accusers, and in particular my officer, were also present, so that it could have been a two-way conversation rather than a list of grievances all aimed at one person.
As you can see, determining when and how to step in can be difficult to assess. Years of mistakes and successes have helped me to develop a few benchmarks about when to deal with a situation personally. Specifically, I involve myself in drama only when it:
	Disrupts the guild's ability to function

	Could quickly lead to losing one or more valued guild members

	Hampers members' ability to have fun in the game



The last benchmark might seem less significant than the other two, but MMOs are all about having fun. People who aren't having fun over any significant period of time are more likely to leave the guild or quit the game. Any drama that threatens fun is a barrier to your guild's success, so don't take it lightly.
I believe in these benchmarks, but they are also quite subjective and difficult to gauge. Only experience can help you figure out when a benchmark is truly in play, or whether the drama will simply blow over in a matter of days.

Drama Solutions



Drama can't be solved without honest, considerate, and effective communication. The problem is finding the best way to go about it. Below are some solutions that I propose for resolving various types of drama.
Communicating with One Party



	Your role: High school principal
	Risk factor: Medium

Communicating with only one party is often the least effective solution. Very seldom is a dramatic situation the result of one party's actions alone, so holding her accountable for everything will rarely end well. That's what makes this a medium-risk method.
This is a simple solution that I recommend only for simple situations. For example, if someone is clearly violating a guild policy, you can remind her of that policy and ask her not to repeat that mistake. Or if someone else is causing a ruckus in guild chat, you could ask him to take it down a notch.
Your role is similar to that of a high school principal. You are the authority. You'll hear your players out, but ultimately you will decide what to do. It's your job to remind them of rules and regulations and enforce penalties.
Even so, don't treat this interaction as a lecture. If they have something to say, hear them out.

Communicating with Two Parties Separately



	Your role: Child of divorced parents
	Risk factor: Low

If two parties refuse to speak to each other, or if you know for a fact that bringing them together will only cause another blow-up, then you can offer to act as a go-between. You could have private conversations with both parties or you could have them send you private messages to relay.
This solution sometimes feels like passing notes back and forth between divorced parents who refuse to communicate directly, but sometimes that is more effective than sitting everyone down to have a chat. If one person is prone to reckless exaggeration (a Bard), personal attacks (a Black Knight), or emotional outbursts (a Poet), it can be easier to relay messages than to have a joint sit-down that quickly degenerates into unproductive areas of conversation. That's why the risk factor for this method is low.
This method also gives you the opportunity to soften the blow of someone's comments. For example, Liddea's comment, "Feliks couldn't tank a blind kitten," can become "Liddea is concerned that you may lack focus in your tanking role." Jeysun's comment, "Pall is a jackass for leaving me behind, and I hope he gets rabies," can become "Jeysun felt betrayed when you refused to take him with you on that scouting mission."
Your emotional intelligence is incredibly important in these situations. It can greatly help if you understand the intricacies of both parties' personalities, not only to interpret what someone is really saying, but also to relay that message in a way that is most likely to resonate. You're trying to get each person to see the conflict from the other person's point of view. Seek an acknowledgment from both parties that they at least understand why the other person feels the way that she does because understanding is the key message to relay, and it is the first step toward some type of reconciliation. Your next step would be to discuss how each party can avoid causing those feelings in the future.
If a situation has devolved to the point where two parties won't speak to each other, you can't expect them to become best friends after exchanging a few notes. The best you can hope for in these situations is that they aren't actively at odds, disrupting the guild. If they can coexist in relative peace, then you've done your job. Somewhere along the line, they each need to try harder to accommodate each other's personality quirks; you can't do it all yourself.

Communicating with Two Parties Jointly



	Your role: Referee
	Risk factor: High

This method can be very effective, but it has high stakes. When you bring two warring parties together, you never know what's going to happen. If the conversation ends badly, the situation might actually become worse than it was before. This method comes with a high risk factor.
Early in the conversation, encourage both parties to be honest with each other, particularly about why they are upset. In this context, it's up to the individuals to express their emotional state. You can help them along and interpret when appropriate, but don't presume to tell them how they should feel.
You are here to be a referee. When someone makes unfounded accusations, ask for proof. When someone is trying to open up but the other person won't let her, tell him to back off. When someone crosses the line and gets too personal, say so and ask him to apologize. You really have to think on your feet in these situations!
Humor can often lighten the mood, as can reminding both parties that the game is meant to be fun. But don't let your humor or your reminders belittle how someone is feeling: The game world may not be real, but a person's emotional response to what happens is very real.
Your goal is to reach a state where both parties are willing to admit they may have reacted poorly or acted without careful forethought, at which point everyone can move on with the business of an MMO, which is having fun.


Rewarding and Punishing



We've talked about resolving drama, but one question remains: What can be done to minimize how often drama unfolds? In social organizations like guilds, justice is the ultimate drama squasher. Typically, only the officers are capable of carrying out this justice.
Justice in a guild context means that behavior is rewarded when it benefits the guild and behavior is punished when it is detrimental. Beneficial behavior could be donating resources, training newer members, helping to set up a website, or assisting with leadership duties. Unhelpful behavior includes baseless complaining, showing up to events late, distracting other players, or broaching offensive topics in guild chat. In most MMOs, opportunities to reward and punish are few.




Rewards



	Promotion to higher ranks within the guild

	Access to better items from the guild's resources

	Access to more components of the guild's infrastructure, like special housing or vehicles

	Higher priority for group content

	Points that can be used as currency to purchase hard-to-obtain items from group content




Punishments



	Demotion to lower ranks within the guild

	Restricted access to guild resources

	Restricted access to guild infrastructure

	Lower priority for group content

	Removing or temporarily suspending points used to purchase hard-to-obtain items



MMO players generally look down on using bonuses or fines of in-game currency as rewards or punishments. It's hard to make your way through the game world if you're broke, and the way a guild spends the money from fines from its members is rife with the potential for drama. (It goes without saying that any kind of real-life punishment is inappropriate.)
When members see that behavior has consequences, they will be less likely to try policing the guild themselves. If a player is late to a raid twice in a row without giving prior notice, and you bench that player, others won't feel compelled to take matters into their own hands. However, if you don't take action against this player's repeated lateness, it could lead to friction and other members may resent the fact that their efforts to show up on time don't seem to matter.
Likewise, if a player contributes a great deal of time and energy to make the guild better, recognize her efforts. Showing appreciation encourages others to make similar contributions.



Removing a Member



The dreaded gkick—removing someone from the guild—is the ultimate punishment you can impose. Never take this action frivolously. For you, gkicking members who cause headaches might mean less stress in your day, but for the players on the receiving end, you're changing their entire social experience within the game. The gkicked member may have done something to justify this punishment, but that doesn't mean they didn't like and value the people in that community and vice versa.
Never remove a member from your guild in anger, because you may not be thinking clearly, and this is an action you can rarely take back. In most games, you can remove every privilege from a member that allows her to hurt or disrupt your guild (including access to guild chat) without actually kicking her out. If you're angry, take away those things, then think about it the next day when you've managed to calm down. Talk to your officers and find out how they view the situation, review your official policies to make sure you are justified, then, if you still think she should get the boot, boot away!
When you're kicking people, it's best to ask them to leave, because doing so allows them to maintain some dignity. It also allows them to communicate some final message in guild chat if they want to and most people appreciate the chance to say goodbye. Of course, if they take that opportunity to cause more trouble, then they've left you no choice but to kick them yourself.
Once the member is gone, make sure the members of the guild know why she was kicked out. You don't have to go into the details if they're too private or inappropriate, but everyone will want to know why. If you don't explain it, rumors will abound. It's far better for your members to hear the truth from their leader.
Ultimately, you have to decide where the line is for your organization. Here are some general guidelines:
	Don't let a member damage the integrity or the reputation of your guild.
	Someone whose behavior reflects poorly on your organization cannot be allowed to continue that behavior in your name.

	Don't let a member actively ruin the game experience for other members or players on your server.
	Harassment, cheating, and loot-stealing fall under this category. Players who can't control themselves in guild chat after repeated requests are also gkick candidates.

	Don't let a member lie to you more than once.
	Selfish players will lie to you to get what they want or to avoid what they don't want. It can be difficult to catch them in a lie. To get out of attending a guild event, they can tell you anything from "I'm going to be out of town this week" to "Oh no! Bee attack!" You can't really prove they're not getting attacked by bees, although you may have your doubts. If you do catch them in a lie, however, you have to make it very clear that it won't be tolerated a second time.



Gkicking someone will usually result in some drama. If your reasons are sound, however, and your policies are clear, then the drama won't last very long. Not gkicking someone, on the other hand, can result in endless drama.
My guild once had a member who was brash, outspoken, and vulgar—let's call her "Tarra." She had joined us when we merged with another guild, so we didn't know too much about her at that point. During raids she was very vocal and told us a lot about herself. Needless to say, we got to know her pretty quickly. Unfortunately, these comments were often inappropriate and sometimes disturbing. She talked about her fetishes and sexual habits, as well as other things I won't mention here. My raid leader at the time tended to banter with her to lighten the mood, so it wasn't an unmanageable situation.
The main problem, however, was that Tarra wasn't very good at her role (which was damage dealing), and she did not take criticism very well. I'd place her firmly in the Poet PPC, with a Passion spec. When the raid leader and other officers would try to help her improve, she would lash out and claim they were victimizing her without justification. Now, at this point in the guild, the officers who were best at getting members to improve their performance were not always diplomatic. They'd tell people what they expected and how to meet their expectations in a no-nonsense manner that rubbed more sensitive people the wrong way. Tarra was one of these people.
The situation was tense. She had a lot of support from other members of the guild who had joined us in the same merger. When arguments flared up, these members took her side. Tarra sometimes seemed to enjoy these public arguments. She would frequently take issues to guild chat, where everyone could read what was said, thus dragging other people into the discussion and aggravating members who wanted nothing to do with it.
In the meantime, Tarra and most of her friends were a burden on our raids. Few of them performed well, which led to unavoidable clashes with the officers. As the clashes grew in frequency and intensity, my officers eventually felt like they could no longer say anything to Tarra without an angry, vocal minority jumping down their throats. The officers were just trying to do what was best for the guild. These members, however, were doing what was best for themselves. They were ruining the game experience for everyone else in the guild.
I see that clearly now, but at the time I wasn't so sure. I had only been a guild leader for about two years, and I'd never had to deal with anything like this before. Many angry words had been exchanged on both sides, and I didn't like the way my officers handled some of these situations. I tried every solution I could to find an answer to this mess. Nothing seemed to work. Neither side would relent. The only way I could bring harmony back to the guild was to kick out the selfish players, but I couldn't bring myself to do it.
The drama went on and on. Finally, as fallout from a massive, week-long confrontation, Tarra quit the guild. An hour later, she begged me to let her back in. At that point, I realized she had just given me a way to solve the situation without having to kick anyone out. I refused to let her rejoin. After a few days, she decided to start her own guild and took her friends with her. The drama was finally over. Looking back, however, I realize I took the coward's way out.
If I had to do it again, I would have asked her to leave the guild long before the situation reached the point that it did. Months and months of drama could have been avoided with no great loss to the community. My officers had suffered an incredible amount of stress and hardship during this time, and it was my fault. To this day I still feel badly about the way I handled this unsettled time in our guild's history.
So while I urge any guild leader to consider a situation carefully before deciding to kick someone out, I also urge you to act decisively when any of the three guidelines that I listed above come into play.

Chapter 5. Epic Encounters: Raiding as a Guild



For many players, conquering the big, scary bosses in an MMO—an activity commonly known as raiding—is the entire reason they joined a guild. Plenty of guilds exist solely for this purpose. Slaying a tough boss for the first time is a huge rush. For many players, it's what makes the process of leveling their character and gearing up worthwhile: They want to see the mightiest of the mighty topple over at their feet. Not every guild is capable of providing this experience. If you are one of them, you will have players climbing over each other for a chance to apply.
A guild can be a drama-prone, poorly led disaster, but if you're killing the ultimate bad guys for juicy loot on a regular basis, you can often skate by on those achievements alone. PvE-oriented players are willing to forgive some appallingly grievous faults for the chance to slay the toughest monsters a game has to offer. It's no coincidence that successful raiding in most MMOs provides the best gear out of any in-game activity. Gear is power, and players want to be powerful. Other players simply enjoy the teamwork aspect of raiding. Teamwork, cooperation, and communication are absolutely essential for successful raiding. It can bring players together and form strong bonds between them, like the camaraderie of soldiers in combat, back to back against the enemy. And, of course, raiding can also go horribly wrong when personalities clash or players crack under the stress!
In Harm's Way



If there's one common theme for killing bosses across all MMOs, it is that, more often than not, they kill you, too. Very few of these creatures are designed to roll over and die the second you stick an arrow in them. On the contrary, that generally makes them angry. They are built to challenge players' skill. MMO developers know that lame bosses aren't entertaining; and game designers don't want you to succeed on the first try. They want you to know fear.
The consequences of player death vary greatly from game to game, but there is always a consequence. Consequences can take the form of lost experience points, currency, or items; degraded equipment; temporary reduction in skill levels; or simply, lost time that could have been spent on something other than failure.
When you pit your members against bosses, you're putting them in harm's way. You're asking them to follow you to a place where they will have to face the consequences of their death, often repeatedly. To put themselves on the line, they must trust your ability to lead them. And to feel comfortable doing so, they must share the same level of commitment as their fellow raiders.
Here is the crux of the divide between casual and hardcore players: The two don't mix well in a raiding environment, because they just don't share the same level of commitment. For a group to function properly over the long term, all members must be about equal in their levels of commitment. Casual players have a lower level of commitment, whether that's spending less time overall on raiding or less effort learning the best strategies, whereas hardcore players have more commitment. Hardcore players will spend more time and effort to improve their performance, sometimes sacrificing other aspects of the game in order to be really, really good at one thing: killing bosses.
Both casual and hardcore players can succeed and have fun doing so. The hardcore players might clear a dungeon faster or more efficiently, while the casual players might have a more relaxed play session, clearing it at their own pace. Where you run into trouble is when you mix the two. The hardcore players will get impatient, and the casual ones will be too stressed to enjoy themselves. A big part of building a solid raid team is making sure everyone is on the same page, sharing the same level of commitment.
Casual raiding is actually more difficult to do well than hardcore raiding. When you've got hardcore players at your disposal, they are fully committed and you can generally count on them to bring the hurt every night. Their attendance will be high, and they will arrive ready to go. With casual raiders, you never quite know what you're going to get. Will everyone show up this week? Will I have to explain our strategies again to make sure people catch on? Will people remember to bring what they need?
The problem as I see it is that too many people think casual means "zero effort." Many officers and other players have told me how frustrated they are because their guild can't make casual raiding work. However, when they describe to me what their guild is actually doing, it's clear that the team members are far beyond casual—they're just lazy. The zero-effort approach does not work. No matter how you slice it, group content requires teamwork, and teamwork requires effort. In some ways, the most important part of this effort is what your players do before they arrive at the entrance to that gloomy, ancient temple or steaming, sulfurous cave.


Preparation Is Key



Most people don't really want to study for a test or train for a sport, but they want to get good grades and win championships. Teachers, parents, and coaches have to push them to be their best. When it comes to raiding, you have to push your players in the same way. They can't just show up and expect to win. No matter what game you're playing or which bosses you plan to beat up, you won't get very far if your team isn't ready for the challenge. As the guild leader, you have to stress the importance of preparation.
Raid preparation consists of several key areas. Encourage your raiders, no matter how casual or hardcore they may consider themselves to be, to take these steps.
	Plan to attend on time.
	It sounds so simple, doesn't it? But many people go wrong right off the bat here. Very few guilds can pull off impromptu raiding, so odds are you'll have to schedule your raiding in advance. When you do, the only way to know whether people can make that time is if they sign up for it and plan to be there as promised.
Most games have in-game calendars that can be used for this purpose. Others support add-on software, but you have to make sure everyone installs it before it can be effective. A website is also a handy and accessible place to schedule your raids.
However you schedule, make sure that people sign up or otherwise commit to be there, on time, and ready to go. Let everyone know that showing up late or not showing up at all is fine once in a while, but doing so without communicating your status to the guild won't be tolerated. A coach wouldn't tolerate her players being late for a game (or worse, just not showing up at all) without letting her know ahead of time. What if the team were to arrive at the field only to find out they had no goalie? If the late or missing person had told the team in advance, they could have planned around that person's absence. The same principle applies to raid teams. It's a matter of common courtesy for your fellow raiders.

	Learn your role.
	Everyone is a noob at some point in his or her MMO career. We all started off with absolutely no idea how to play these games. If you want to raid, a large number of players will be depending on your expertise to survive. No matter what role you've chosen to play in the group, you need to know how to fulfill it.
You need to learn what all of your abilities do and which ones to use in different situations. You need to figure out what sort of gear you should be wearing and how to customize your character in order to maximize your combat effectiveness. Some players take this farther than others, but you should at least know the basics and plan to improve your knowledge over time.
If you want to learn how to be a better healer or a better crowd-control specialist, consult other players who have experience raiding in these roles. Read online guides or blogs about your role. If you don't understand how a certain ability works, go to a reliable forum or a knowledgeable player and ask.

	Meet statistical requirements.
	Most MMOs still employ statistics and probability to determine the outcome when you cast a spell, swing a weapon, or attempt to block an attack. Typically, your statistics improve as you level up, but they can also be increased by equipment, racial bonuses, and other permanent enhancements. Raiding is almost always part of an MMO's endgame—the highest level of content. To participate in raids, you probably can't waltz into the zone the second you hit the level cap; you'll have to do some hard work first to earn the statistics that you need to do your job well. Find out what statistical minimums you need to have and then achieve them before you sign up to raid.

	Obtain essential items.
	Nothing irks a raid leader more than a player who shows up without the items essential to perform a role. They could include reagents for spells, ammunition for weapons, potions that restore resources or make you more powerful, and other critical raiding paraphernalia. These are usually things that you bring with you wherever you go, but in a raid, you need to bring a good deal more of them, and they're not as readily available as they are when you're out in the world.

	Consider the worst-case scenario.
	Think about what can go wrong during the raid, and be ready to deal with that situation. What if your most powerful rifle breaks? You either need to repair it or equip another, similar weapon. What if you forget something and need to return to a city? You need a way to travel quickly back and forth.

	Learn the bosses.
	Unless your guild is so powerful that you're among the first players in the world to face a certain boss, other people have faced it and most likely have written about the experience somewhere on the Internet. They may even have posted instructional videos. The information is out there—find it and use it.
Some people dislike spoilers. They want to experience an encounter without knowing anything about it in advance. That's certainly a legitimate approach, but only if the rest of your guild wants to do it that way. Otherwise, you'll just be the only one who doesn't know what hit you when you die 10 seconds into the fight.
Think about it this way: Say you knew you were going to box someone named Vlad tomorrow. You've boxed before, but never against this opponent. However, plenty of other fighters have boxed Vlad. They've written about his strengths and weaknesses. They've posted videos showing you how they defeated him. Wouldn't you rather know as much as you can about Vlad before you give him the opportunity to pummel you? It's the same idea with a raid boss.



Your guild will not succeed in raids unless the vast majority of your players take these steps to prepare for the challenges they will face. As an officer or a raid leader, it's your job to make sure your raiders are prepared. If you let them show up unprepared, night after night, without consequence, then their failure is also your failure. You have to be tough on people sometimes for their own good and the good of the team.

Raid Leadership Is Not Guild Leadership



In my career as a guild leader, I've often felt conflicted about leading raids. I try to lead the guild with a friendly, accepting attitude. I don't want people to feel judged by me. I would like every member to feel like he or she can come to me with a problem or just to chat. I'm not the overbearing type of guild leader who makes excessive demands on his members, who screams and rants, who wants everything done his way. I want my guild to be full of interesting people who have fun with each other online. That's always been my goal.
When I lead raids, I have to put all that aside. I have to get in people's faces and be judgmental about their performance. I have to push, punish, reward the fittest, and cull the weak. It's an entirely different job.
For years, I had trouble doing these things. I let people get away with murder in my raids. I wasn't tough enough. I was a friendly guild leader and I wanted members to be my friends. In my raids, discipline was sometimes quick to deteriorate. The degree of preparation varied wildly from one person to the next. Some raids went well; others, not so well. Success depended on whether the people in the raid could exert self-discipline, because I was reluctant to exercise that discipline on anyone other than myself.
More often than not, I let other officers take on the role of the ball-busting coach that makes people run laps when they fail. Every raiding guild needs someone like that. It doesn't have to be you; in fact, the good cop/bad cop dynamic worked out pretty well for us. Raid leaders would scream at people, and the players on the receiving end of this tirade would complain to me about it. I'd soothe them, but also try to give them some perspective on why the raid leader was mad at them. I'd encourage them to analyze the situation from the raid leader's point of view, and to think about how they could do better in the future, rather than just reacting emotionally. Every raiding guild needs an officer like that, too.
I've compared raid leaders to coaches, but that analogy isn't entirely accurate. You are also a teammate. You're doing your best to perform well alongside everyone else. You could say that being a raid leader is more like being a team captain, but even that isn't exactly right. In sports, team captains can't bench people, determine a player's compensation, choose the starting lineup, or recruit new players to the team. A raid leader does all of these things in one way or another. There's really nothing else like the role of raid leader.
My flaw as a raid leader was that I wanted to be a teammate more than a coach. Some people want to be the coach all the time. They want to yell and punish, but without the sense that they're fighting and suffering along with everyone else when things go wrong. They try too hard to be above everyone else. This approach can be effective, but it can also threaten the sense of camaraderie. The raid leader can grow alienated from the rest of the guild—and if too unforgiving, the members of the guild can grow to despise and fear the raid leader. The raid leader, in turn, can come to feel nothing but contempt and aggravation. No one can go on indefinitely this way, and it's an almost certain road to leadership burnout (as I'll discuss further in Chapter 8).
I've had the opportunity to observe many different people lead raids over the years in many different ways, both within my guild and in others. I've learned that the best way to do so is to strike a balance between the idea of a teammate and a coach. In MMO parlance, a hybrid class is one that can take on several different roles in a group. The most effective raid leaders are teammate/coach hybrids. They take an approach that combines bonding with their fellow teammates and setting a good example with being tough when they have to be for the good of the team.

The Raid Leader's Handbook



If raid leadership is not guild leadership, why I have chosen to cover it in this book?
The answer is this: Raid leaders are almost always officers and guild leaders in their guilds, and raid leadership is a key component of leading a raiding guild. Even if you don't lead raids personally, you may be involved in the policymaking for how raids are conducted. You will almost certainly be involved in any drama that results from your guild's raids. Therefore, I will cover the finer points of raid leadership here. If you don't think this will be useful to you, feel free to skip ahead.
Encouraging Preparation



As I've discussed, raid preparation is the most critical ingredient for raid success. As the raid leader (RL), it's your job to make sure everyone is prepared. If players aren't up to par when they arrive, you need to do something about it.
In most MMOs, you can take only a limited number of players on a raid. In others, you have no limit, but you don't have to take everyone, either. In the best-case situation, you can simply leave behind the players who aren't prepared and take the ones who are. In order to carry out this policy, your guild should always have slightly more players available than you need. Having more players than you need is a good idea in general, because inevitably someone will have a real-life emergency, an illness, or some other situation that prevents them from attending. Not every guild has this luxury, though.
If you can't afford to leave an unprepared player behind, you can always make the entire raid wait while that person does what she needs to do. Make sure everyone on the team knows why they have to wait around. It won't be pleasant, but if she catches flak from the other players for making them wait, she'll be more likely to show up prepared next time.
Another way to put pressure on players is to open up recruiting for their role. If they feel like they could be replaced by a newcomer, they'll make more of an effort.
Benching and replacing unprepared players are solutions that stem from the coach side of raid leading. The teammate-side solution is to lead by example. Show up to every raid with your own character completely prepared, every time. Then you can honestly say that you aren't asking anyone to do something that you haven't consistently done yourself. "If I can make the effort," you can say to them, "why can't you?"

Filling Slots



In Chapter 2, I discussed setting up policies that determine how important aspects of running the guild will be handled. Deciding who goes to a raid (and, often more critically, who doesn't) is one of these important aspects that should be written down as an official policy.
The term raid slots comes from the user interface of MMOs like World of Warcraft. The raid interface consists of empty slots. As you invite players to the raid, you fill these slots with bars representing each raid member. You only have so many slots, so filling up the slots in the interface can become a highly sensitive affair that is rife with the potential for drama.
First Come, First Served



Some guilds decide to skip all the drama of filling slots with a first-come, first-served (FCFS) raid-invite policy. Once an event is posted in the guild's calendar, the first players to sign up have priority over players who sign up later.
The FCFS system has a few drawbacks. The first is the issue of class balance. Raids in most games benefit greatly from class balance. Class balance means diversifying your raid team with as many different classes as possible. This diversity equates to more versatility in combat. In many MMOs, every class has useful, unique abilities, such as bringing a character back to life while still in combat, increasing a character's resistance to a certain type of magical damage, or decreasing an enemy's chance to detect you. If you invite people to the raid without regard to class balance, your raid will miss out on some of this utility.
Another issue is the need to fill specific roles within a raid. You need characters who can soak up damage (tanks); characters who can deal damage (damage-per-second, or DPS classes); characters who can repair or prevent damage (healers); and, very often, characters who can impair enemies or take them out of the fight (crowd control). The first-come, first-served system completely breaks down here. No matter what, you'll need a certain number of each role to have any chance at success.
Finally, the FCFS system can be exploited. When RLs schedule an activity, they can privately notify the people they want in the raid to give them a better chance at signing up first. Other players who happen to notice the activity appear on the schedule could spread the word to their friends. Everyone else just has to hope they're online when the activity is scheduled.

Rotation



Other guilds use a player rotation. If some players have to sit out one week, they are automatically invited next week. The trick is figuring out who gets a slot for the first week. Some guilds employ the random number generator (RNG) that is a standard command in all MMOs. Employing the RNG to make a decision is called rolling. Taking the players who roll the highest numbers is a fair solution. However, you still have to consider class balance and role issues. Make sure all your bases are covered before you leave the slots up to chance.
A player rotation works best when all the raiders in your guild are approximately equal in skill. If you have some excellent players and some who are still learning the ropes, you may want to assign players to a week instead of rolling for slots. That way, you can be sure that you have enough veterans on board to make the run a success.

Raid Leader's Choice



Another common method of filling slots is by raid leader's choice (RLC), where raid leaders hand-pick which raiders to bring, using their own judgment of each player's skill level. This method is most commonly used for progression raiding.
In a progression raid, RLs plan to fight new bosses that the guild hasn't previously defeated. They want the best and the brightest in order to learn the encounter, conquer it, and then move on (progress) to another new boss. The opposite of a progression raid is a farming raid, where all the bosses have previously been defeated and the guild is killing them again purely for loot and fun.
For progression, RLs must consider many different factors beyond basic class balance and role. RLs must judge a player's ability to learn tactics on the fly, make good decisions in combat, and adjust play style to suit new encounters. Progression raiding can be extremely stressful, so RLs must also consider who can handle that stress. In some cases, RLs will research the abilities that could be particularly useful against the specific bosses they plan to defeat, and invite at least one of each class with those abilities.
RLC can be tough on RLs, who must carry a huge burden of knowledge. RLs must know the raiders both as players and as people: their strengths and weaknesses, their personalities, and their ability to work well with the other players on the raid team. In addition, RL decisions can be highly controversial. Their own opinion plays a big factor in filling slots, and some players may not agree with the selections, especially if they aren't chosen. For these reasons, the RLC method has the highest potential for drama.
In order to keep a neglected player happy, RLs might invite someone whom they'd rather not take, with the hope that that player will be good enough to get the job done. While these situations can have a happy ending when the player in question rises to the occasion and impresses everyone with a solid performance, they can also end quite badly. If the player fails to live up to expectations, the other members of the team will be annoyed that their time was wasted. RLs are rarely given credit for inviting someone who turns out to be a winner, but they often catch criticism for inviting someone who turns out to be a dud.
When choosing among players who are equally skilled, RLs might fall back on an RNG to decide, so that no one can blame them for the outcome. RLs might also consider which players have had to sit out in previous weeks and have not had as much opportunity to attend. It can be advantageous to train more players on how to progress through a given raid zone, even if it slows down your run the first time you bring them.

Other Systems



Several other priority systems for filling raid slots have found a foothold among various raiding guilds. Some guilds choose based on how much time a player has been a member of their guild; some base it on a system of merit ranks; others choose purely according to the gear each character has; still others choose based on the gear that a character needs. It's important for your raiders to feel comfortable with the system and to believe that the system is fair. Other considerations include how much time it takes to put a raid together, whether players who have earned a chance to attend a raid ever get that chance, and whether your raids are successful after filling slots using the given method.


Maintaining Discipline



You've got your team selected, everyone is ready to go, and you're marching into the maw of the enemy's lair. The time for idle chatter and joking around is over. Now you need some old-fashioned discipline.
Take control of the raid from the beginning. Let people know that you're leading. Give a little pep talk. Outline what you plan to accomplish during the run. Go over some basic assignments. Review the loot rules, if necessary. Then give the word to begin the assault.
Discipline allows a raid to succeed, but you can't run your raids like the Marine Corps. In fact, I don't even think the Marine Corps operates without a certain sense of humor. Humor can be a distraction, however.
A key component to raid leading is figuring out when to allow a distraction and when the raid needs to be focused. If you're clearing some trash mobs for the 20th time, you can let people slack a little bit and have some fun with it. If you're facing a boss that has given you headaches in the past, make sure all of your raiders understand that they're there to do a job, which is to kill that jerk standing in your way. The sooner you master the encounter, the quicker you can move on to bigger and badder bosses.
Distractions cause wipes. A wipe is when the entire raid dies, and your enemies survive. In vintage gaming terms, a wipe means game over. Wipes can be costly, and they slow down your progress. Wipes are a waste of everyone's time.
If a raid leader has a single, all-important purpose, it is to make sure that the raiders' time is not wasted. That means:
	Pushing players to clear the raid dungeon efficiently

	Minimizing your raiders' mistakes by emphasizing focus

	Urging players to recover from a wipe without dragging their feet

	Keeping your raiders at their keyboards until an official break is called

	Making quick decisions when your strategy or your personnel needs to be adjusted

	Distributing loot quickly and accurately (covered in Chapter 6)



All of these things require discipline. The key to good discipline is to identify and reinforce your expectations. When someone tells you that she has to take a phone call, for example, ask her if it's an emergency. If it's not, tell her she can either leave the raid or call the person back afterward. You expect your raiders to be at the keys, ready for the next attack. Once you set this expectation, make sure it is followed. Outside of extraordinary circumstances, don't allow personal phone calls to interrupt the raid at any time.
Many small interruptions can add up to a substantial waste of your raiders' time. Bathroom breaks, smoke breaks, food, text messages, TV, pets, children, spouses—multiply those by 10, 20, or 40 players, and you could be talking about an hour of time over the course of an evening. Make a big deal about the little things when they repeatedly slow you down. Set the expectation that such interruptions won't be tolerated. It may sound harsh, but your teammates will appreciate it over the long run.
Someone who can't spend one or two hours without having to leave his or her computer shouldn't be raiding. It's the equivalent of sitting through a movie, and it isn't too much to ask. Raiding is about momentum—you want to keep that momentum rolling forward, keep everyone's juices flowing and the adrenaline high. Momentum helps people to focus with very little input from the RL. Nothing is a bigger momentum-stopper than the person who absolutely must get up for 10 minutes at a time while the whole raid sits around, twiddling virtual thumbs.
You can't, however, expect someone to sit at the keys all night long without a break. Make sure your raiders know when you will take a break and for how long. That way, they can plan to do what they need to do during that time rather than when everyone else is waiting for them. They can feed Scruffy, kiss the wife, and pour themselves a drink while others are checking email and heating up a snack.
Some raid leaders think discipline requires screaming at people all the time. In fact, the opposite is more effective. The calmer you are in general, the more people will pay attention when you do raise your voice. If you're constantly yelling, the only way to get someone's attention is to scream even louder. That sort of thing just gets obnoxious.
I find the best tone to take is one of confident composure. And make sure you join in on the laughs from time to time—don't be the dour coach 24/7. You're supposed to be having fun, too.
So when should you get angry? Some raid leaders will say never. Their opinion is that yelling only makes people focus on you instead of what they did wrong. Rather than paying attention to what they should be doing, they're now thinking about what a colossal jackass (in their opinion) you are. And with some people, it will have that effect. They'll react to a raised voice very emotionally.
A few years ago, an officer of mine was leading a raid in which our tank just wasn't able to focus. We'll call this tank "Verge." In normal circumstances, he was totally on the ball. On this night, though, he had his out-of-town girlfriend visiting him. She was in the guild, too, and she was watching him play. I don't blame the guy—I'd find it difficult to concentrate, too! But our raid leader didn't know this, and he wasn't pleased. At this point, we had wiped a few times on the boss already, mostly due to completely preventable mistakes. During the next attempt, Verge found himself out of position. He was getting people killed. The raid leader bellowed at Verge to pay attention and position himself properly.
Some choice words accompanied the raid leader's remarks that I wouldn't want to print here and, in this particular case, Verge couldn't handle it. He cracked. He quit the guild on the spot and walked out of the dungeon, leaving the rest of us to battle an enormous flying dragon without him. Needless to say, our raiders weren't too happy with Verge's reaction, and neither was his girlfriend.
This was a case where a gentler reminder might have accomplished the task of getting our tank's attention without causing him to blow a gasket. Raising your voice can certainly have negative consequences, and you should be prepared for them. However, raising your voice can be effective if you employ it properly. For instance, expressing a sense of urgency in the middle of a fight is hard to do without raising your voice to some degree. If someone is making a dire mistake that's going to kill a teammate in the next two seconds, you better make sure he hears you! Calling him a "f***ing moron" when you raise your voice, on the other hand, is over the line, immature, and unnecessary, so don't take it that far. Serious insults never accomplish anything. In fact, they can distract the raid and waste more time than one player's mistakes ever could!
When you're not in the heat of battle, you can be forceful without screaming. Anger is a motivator, but sometimes expressing disappointment can be just as effective. For example, say, "I know you guys can do better than this," or, "I need us all to step up our game and start playing smarter, or we'll have to go home empty-handed."

Explaining and Executing Strategies



During the run, the primary job of the raid leader is to help everyone understand the strategy and how to carry it out. It's up to you to understand every trash pull and every boss and to communicate how to overcome them. When things go wrong, you have to troubleshoot and tweak the strategy to better suit your players' strengths.
Prior to Combat



If you're facing a new boss or an old boss with new people, the raid will expect you to explain the strategy. If you don't know all the boss's abilities and the steps to defeat it, tab out of your game software to a website with the information.
Start off by explaining the general hazards: "Don't stand in fire" being perhaps the most common, but it could be anything. Then explain all the bosses' abilities, starting with the least dangerous and working your way up. Tell the raid about any additional enemies (adds) that will attack. Pause for a moment from time to time to let the information sink in.
Once you've told everyone what you're up against, start explaining what everyone needs to do in order to win. Assign your tanks to different enemies, your healers to tanks, and your crowd controllers to adds. Give the damage dealers a kill order or priority list. If you have a large raid, you may want to divide up the assignment responsibilities to others, such as a tanking leader, a healing leader, and a damage-dealing leader.
After all this is done, recap the highlights of the strategy. Ask if anyone has any questions. Never make your raiders feel dumb for asking a question. In my raids, we don't hold it against people for asking questions, but we do hold it against people for not asking questions and then making a mistake because they weren't sure what to do.
People tend to remember the last thing you said more than anything else, so make the last thing you say the most important facet of the encounter that everyone needs to remember.

In Combat



During the fight, it pays to shout out important reminders to the raid, such as where raiders should be during a certain phase, which enemies they should kill, when the healers will need to go all-out on the tanks, and so on. Avoid maintaining a constant monologue, however, as talking too much becomes a distraction.
If key players die, you'll have to think on your feet and call out adjustments. If the boss is nearly defeated, but only a few players are left alive, you might have to ask players to change roles on the fly. For example, a damage dealer might be called on to use some defensive abilities to tank the boss for a few seconds while the healers switch to damage dealing.

After Combat



If you win, your job is easy. Congratulate the raid, praise the people who did their jobs particularly well, give pointers to others who struggled, and then start handing out loot.
If you wipe, you have more work to do. First, keep morale up. Explain what went right and praise the raid for that. Tell them that the fight is winnable as long as X, Y, and Z happen. Then talk about what went wrong. You can approach this in one of two ways. You can directly call out people who made mistakes, which will get to the heart of the problem more quickly. However, it can be demoralizing, since most players don't like being singled out. Worse, you may be wrong. It can be tough to figure out exactly what happened in the heat of battle.
The other approach is to generalize about what the raid as a whole needs to improve on and talk about mistakes without pointing fingers. This method allows individuals to step up and take responsibility for their mistakes.
It is music to my ears when someone admits that she screwed up. It's the height of maturity and discipline, and it builds trust among the raid members when someone can admit that she did something wrong or failed to do something right. It's not always easy for people to do, because they don't want to be the focus of negative attention and be seen as unreliable or mistake-prone.
What players don't realize is that it's likely someone else in the raid saw them make the error. When they refuse to take responsibility, it decreases trust among raid members. It means others will be more likely to keep their mouths shut, and eventually it may lead to the finger-pointing you've been trying to avoid, so this approach can be risky. It all depends on the personal maturity of your players.
In a raid I led just a few days before writing this section, we took a player who was brand new to the guild. He came to us because his old guild had folded and he had a real-life friend in our guild. He spent real money to transfer to our server so he could join our guild. Then, in his first raid with us, less than an hour into it, he made a terrible mistake. He accidentally ran too close to a boss, starting the encounter while we were still fighting the trash enemies in the room. It was, of course, a wipe.
One of my officers saw him do this, so we knew the culprit's identity. I wanted to find out what kind of person he was so I chewed out the entire raid for the mistake. Our new player was silent throughout this tirade. He knew what he had done, but he let the entire raid take the heat for it. Needless to say, I was thoroughly disappointed with his decision. I know it's tough being the new guy, but if you're going to spend your own money to be part of a guild, you need to show your new guild leader that you're willing to be accountable for your mistakes.
Once you figure out what caused the wipe, it may be necessary to make some adjustments. You can switch up tanking and healing assignments. You can change the kill order. You can identify specific class abilities that should be used or not used or switch up the timing of an ability. You can have players change roles, or even swap players in and out, if they're available, to get a mix of roles and abilities that is closer to optimal. While you can also consult websites and forums for help, ideally you should have done this research before you set foot into the raid zone. Make sure your raiders understand the changes, give them another opportunity to ask questions, say a few words of encouragement, remind them of that one important thing they need to remember, and then try it again!
The Seven Habits of Highly Effective Raid Leaders
	Be the most prepared player in the raid.

	Emphasize personal accountability.

	Forgive single mistakes; don't tolerate repeated, identical mistakes.

	Believe that your raid can always accomplish a task faster and better.

	Know when to back off.

	Don't be afraid to admit when you're wrong.

	Apologize when you should.






Post-raid Analysis



Even after the raid, an RL's work is never done. As a teammate, you need to figure out what you can do better next time. As a coach, you need to figure out what all of your raiders can do better and how to point them in the right direction.
Damage Meters



MMO software rarely provides you with the tools to measure damage. You'll likely have to turn to add-ons in order to gather the appropriate data. The first tool you'll want is a damage meter. A damage meter can track a player's damage-dealing performance, both for individual encounters and overall for the entire run. It can tell you her total damage, which is a good indicator for how active she is and how often she's able to stay on target. It can also tell you her damage per second (DPS), which is a good indicator of how effective she is when she attacks. If someone's total damage is very low, she's either not trying very hard or she's not paying enough attention to what's happening around her. If someone's DPS is too low, she may not have the appropriate gear or she may not understand how to play her class to its fullest potential.
Be careful when criticizing someone's DPS. If you've assigned her other tasks during an encounter, those tasks may lower her damage.

Combat-Log Parsers



With tanks and healers, it's both easier and more difficult to figure out when someone's performance is lacking. Some aspects of their jobs are obvious: Enemies get away from your tanks or they don't; your tanks can survive a boss's aggression or they can't; healers keep people alive or they don't. Problems like these can be blatant and easily identifiable mid-raid. But what if a more subtle problem is at work, such as a healer who runs out of mana (or similar energy mechanic) too quickly, or a tank who isn't building threat (how much a boss hates them) at an acceptable rate?
For those types of issues, a combat-log parser can help you fine-tune a player's performance. A combat-log parser is an add-on that takes every ability that is triggered, every spell that is cast, every item that is used, every bit of damage and healing someone takes, and compiles it into various graphs, tables, and lists. It's a powerful tool that allows you to see exactly what a player is doing during the course of an encounter. You can determine that your healer is running out of mana because she is casting expensive instant spells rather than efficient heal-over-time spells, or that your tank isn't building enough threat because she's spending too much time blocking to attack. You can even figure out why a damage-dealer's DPS is too low by looking at how often she misses a target or whether she's forgetting to use the right debuffs (abilities that weaken a boss).
Combat-log parsers lay bare every player's habits and tendencies. They also allow you to make direct comparisons among members of the same class. They can tell you that one player managed to use an ability twice as often during a fight as another player. By looking at other guilds' parses (many guilds are happy to share), you can see exactly how other people are dealing with specific encounters and what an individual player has to do in order to win.
Your players may not want their techniques to be made public, so always ask before you share your parses outside the guild. Some players don't like parsers, as they don't want their performance pored over by the raid leader in excruciating detail. Be prepared for some backlash the first time you use this technique. Emphasize that your job is to make raiders better at theirs whenever you can. Parsers can be viciously insightful, so be gentle when you point out someone's flaws; a private conversation is usually a better forum for this type of discussion.
Since you may not always feel comfortable talking about the finer details of another class's abilities, don't be afraid to enlist the help of a class expert in your guild to help you interpret the information in the parser or to speak with players about improving their class performance.

Personal Communication



Some problems are so subtle that no data-gathering tool can help you; you simply have to observe your raiders and communicate with them. For example, a tank in my guild was having a difficult time with a particular boss and we couldn't figure out why. The boss had the ability to instantly kill anyone who remained within a certain distance of it. To balance the deadliness of this ability, it would charge up quite blatantly. Arcing bands of electricity would surround the boss, accompanied by a loud crackling noise. There was enough time to run out if you were paying attention, and everyone else in the raid seemed capable of avoiding an untimely death. This one particular tank, however, could never make it out before he was killed. Needless to say, his deaths were having a large impact on our attempts to master the encounter. We tried to troubleshoot the situation during the raid, but no advice on our part seemed to help him survive.
I had a private conversation with him afterward. I asked him if he knew what he was supposed to do during that phase of the fight. He did. I asked him if he recognized the warning signs of that ability. He did. I asked him why he couldn't get away quick enough. He wasn't really sure. He just said he couldn't make it. So I asked him exactly how he was turning around to run away. He said he was using his keys to rotate his character for a half-turn and then run forward. Finally, I had my answer: Rather than using his mouse to turn around instantly and start running, he was wasting a full second using the keys.
If I hadn't taken the time to speak with him, I never would have discovered the problem. Personal communication is the ultimate data-gathering tool!



Why Lead Raids?



At this point, you may be wondering if it's all worthwhile. Raid leading is by far the most difficult job that an officer can undertake. You have to make extremely tough—and often controversial—decisions. You have to be hard on people. You have to be at the top of your game at all times to set a good example (and we haven't even gotten into the issue of loot distribution yet). That's probably the most drama-ridden aspect of raiding. So why put yourself through it?
You do it for your guild and for your friends. You do it because you want the guild to succeed. In a PvE-focused MMO, the hallmark of a guild's success is directly tied to the raid bosses its members have killed. You also want the people you enjoy playing with to enjoy themselves. It's hard to have fun over the long term when no one will take charge and get everyone to work together as a team.
Not everyone is comfortable in the raid leadership role. I certainly wasn't when I first started. I had no idea what I was doing. I made mistakes. But eventually I learned, and you can, too. You will also make mistakes, but you can take the lessons from those mistakes and apply them to future situations.
The most important part of raid leadership is this: Never be afraid to admit when you screw up, and never hesitate to apologize. That is how you earn respect from your raiders, as their teammate and as their coach. Without the respect of your fellow players, you'll never be able to lead them.

Chapter 6. The Protocols of Plunder: Loot Distribution



Fists pump into the air, characters dance, and your voice chat server erupts with shouts of victory. Bodies and weapons litter the floor, as unnatural fires burn here and there—all remnants of the hard-fought battle—but despite your losses, your raid has emerged triumphant. You've finally defeated the boss that pounded your players to pulp for two solid hours this week alone. It feels great. It's one of those rare moments that truly make all this guild leadership stuff worthwhile.
Your raid lines up in front of the downed leviathan for a screenshot to commemorate the guild's first victory over this foe. You take a moment to relax and celebrate with your fellow players, delaying the inevitable. Soon you'll have to go back to work.
You take a deep breath. You walk over to your fallen enemy. A combination of excitement and anxiety wads up in your stomach, and that can mean only one thing: It's time to divvy up the loot.
Loot Causes Drama



In the entire history of MMO gaming, no single issue has caused more drama than loot. Loot drama is the leading cause of players dropping out of raids, players turning on each other, players leaving guilds, and guilds ripping themselves apart.
Challengers of the Fang



I've learned to dread when certain items drop. In the history of my guild, a weapon known as the Fang of Venoxis was the most drama-inducing item of all. It was an epic-quality dagger from Zul'Gurub, a 20-player raid in World of Warcraft. The problem with this dagger was the way it was itemized. Warcraft's item designers have learned a great deal about allocating stats on equipment in the last few years, but this weapon was created before they had everything figured out so well. If you look it up now, the item makes sense, because they went back and fixed it. Back when Zul'Gurub was relevant, the Fang was a mishmash of stats that were desirable for both healing classes and spellcaster damage-dealing classes. But it wasn't really ideal for either one, so whenever it showed up there would be another round of arguing over who should be able to roll for it.
To make matters worse, the officer in charge of loot at the time was a damage-dealing spellcaster himself. He insisted that it should go to people in that role. I agreed with him that the weapon was better for this group. From a purely statistical standpoint, we concluded, the Fang of Venoxis was better in the hands of a damage dealer. Not everyone came to this conclusion though. (Remember that this was in the days before raiders had so many spreadsheets, modules, and other tools to maximize their damage output through gear.) This poorly itemized dagger ended up making my loot officer look like he was skewing the rules in his favor, and it made me look like I was in on it.
The first time the Fang dropped, another officer in the guild very nearly quit. He was a healer. The Fang was an upgrade for him in some ways, and he did not like being told he couldn't roll for it. He left the raid in a fury, and he never really got over it. A few months later, he quit the game entirely.
On another night, we had taken along a healer from outside the guild. The Fang dropped. I sighed. I knew what was coming. The outside healer had a meltdown when he was denied his chance at the dagger, and we had to ask him to leave the raid.

Loot Is Personal



Loot is a personal issue. The goal of most MMOs is to make your character more and more powerful. More often than not, this goal is accomplished by acquiring better and better gear. When you deny loot to someone, you are denying him an opportunity to grow in power. You are thwarting his goal.
Some players react emotionally when they lose a chance at loot. Imagine a child forced to watch and starve while his friend eats an ice-cream cone. For some people, it's a lot like that. Usually these people lack the maturity to be happy for that other kid. They can't take a step back and say, "Well, at least one of us got some ice cream."
These types of players have the toughest time with loot decisions. They are the first to complain about your loot system and often the first to accuse someone else of being a "loot whore." It's an ugly term, but it fits. A loot whore will do just about anything for that next piece of gear, no matter how microscopic its benefit. When loot drama rears its head, such players are often at the heart of it.
Most players don't have such strong emotions invested in their gear, but they want a fair deal. If they feel like your system isn't fair, they'll eventually say something about it, quit raiding, or simply leave your guild. For them, it's less like watching their friends eat ice cream and more like watching their colleagues all get promotions and raises while they are stuck in the same job at the same pay, even though everyone has put in just as much effort. Such players aren't irrational about it. They just don't understand why they've been singled out to stagnate.
When an unhappy player approaches you about loot, take a long, hard look at the results of your loot system and your decisions about loot before assuming they are being selfish or immature.

Systems and Decision Making



Some loot systems, such as Dragon Kill Points (DKP), put all decision making and loot assignments in the realm of numbers. These systems can be less prone to drama, but they also involve more work for the officers. Some systems leave loot assignment to chance, so no one has to take the blame if someone doesn't like the outcome. Other systems involve officers and raid leaders using their best judgment. These systems require less effort, but they can cause arguments.
When I was dealing with the Fang of Venoxis, another officer and I had to make a decision. Some players disagreed with us. It was a time when my guild hadn't done a whole lot of raiding, so we had a great deal to learn about distributing loot. Today, if an item like that existed, I'd probably just let anyone roll on it if the item would help the player perform her job better. At the time, however, I felt like I was doing my best to put the best gear into the hands of the classes that would make the best use of it, thereby giving my raids the greatest possible chance to succeed. I was doing what I thought was best for the guild. As a result, I was able to live with the consequences, as dire as they sometimes were.
The bottom line is this: If you have to make a tough decision, make one that you can live with, even if someone else can't. Follow your conscience, and you won't ever have to apologize. Do what you think is right. Be conspicuously objective so that players who argue with you because they aren't getting the loot they want are, by default, acting selfishly. Other players are keen to pick up on selfish behavior, so you won't have to defend yourself from selfishness in too many cases. Players will either keep their mouths shut, knowing that their motives are selfish, or others will quickly set them straight.

When Ninjas Attack



Some pretty reprehensible behavior has been perpetrated in the name of loot, and the Internet is full of stories about this. Ninja looters become notorious. A ninja looter, or ninja for short, is a player who steals loot before the raid leader can rightfully distribute it. The term comes from the ninjas of feudal Japan, who would sneak in and out of places undetected to carry out their mission. Like real ninjas, ninja looters depend on others letting their guard down or not realizing what their mission is until it's too late.
My First Ninja Looter
Cocothunder, I owe you a debt. You introduced me to the sordid world of ninja looting, and you provided an early leadership test. You had been in my fledgling guild for a few months. You were leveling a druid. You decided to run a five-player dungeon with some members of other guilds. A very rare ring dropped unexpectedly while you were clearing the patrols between bosses. It was a ring that could drop off of any mob in that level range, but at an extremely low percentage that approached zero.
It was one of those miracle drops that are the stuff of legend in MMOs, the kind of drop that players talk about years afterward. And you made it even more memorable, because you took the ring for yourself. Like Gollum, you saw something shiny and rare, something precious, and you just had to have it. You took it before anyone else even began to discuss who should get it. You took it even though the ring increased shadow spell damage, and druids can't cast a single shadow damage spell. Needless to say, the other members of your group were distressed.
You told them, and later you told me, that the ring was still useful to your class because of the other stats on it. You told us that the group hadn't discussed any loot rules, and you hadn't run many dungeons, so you didn't understand the etiquette. But you didn't offer to give someone else the ring. Oh no, that ring belonged to you.
In a way, I felt sorry for Coco. I didn't believe that she had planned or intended to ninja loot in that dungeon when she walked into it. She acted on a regrettable impulse. I was tempted to offer an apology to the members of the other guilds who had been with her there and then to let the matter lie. After all, it was a piece of leveling gear that would be replaced at the level cap. It certainly wasn't the best ring in the game or anything like that.
On the other hand, she was clearly trying to justify stealing the ring from the group, at least one of whom could have gotten some real use out of it. I wanted to discourage behavior like this. I wanted to show the other guilds involved that we were a better guild than this, that we wouldn't tolerate this sort of thing. An officer in one of those guilds was particularly irate at the situation. But I had never kicked anyone out of my guild before. Was it worth kicking her out over one stupid ring?
I decided not to act immediately. I wanted to take a day or two and consider how to proceed. In the meantime, word of this event had spread around the guild. The other members were upset about how she had ruined our reputation. Whenever she logged in, she was getting grief from people who weren't even involved. Some members were practically harassing her. The situation was becoming volatile.
I asked people to leave her alone. However, it was clear that no one in the guild trusted her anymore, and no one wanted her around. When I saw the result of my delay, I realized that keeping her in the guild had been detrimental to both her and everyone else, so I asked her to leave.
I'm not sure what happened to her after that. I think she transferred to another server. I hope she found a fresh start there to put that ugly incident behind her. She deserved a second chance, but she couldn't get one with us. I hope she learned a lesson from that whole mess. I know I did: Ninja looters are guild poison, and they must be expunged immediately for the good of the guild—and even, believe it or not, for the good of the ninja.

Different games have different ways to get around the loot rules. Typically, a game will offer effective means of preventing a ninja situation, but at the expense of convenience. In a guild setting, you're usually not worried about ninjas. However, once you relax your security, a disgruntled member may take the opportunity to strike. Doing such a thing makes a player a pariah in the community, but she may switch servers or change her identity to hide from her misdeeds. The victims often take these situations quite personally. They will hunt down a ninja from server to server, using all available resources, to expose her for what she is, no matter where she goes. It becomes a cat-and-mouse game.
As a guild leader, you have to punish ninja looters severely—a gkick is the only reasonable response. You may also go so far as to tell the server about this player's actions. That way, no other guilds will fall victim.

Preventing Drama



Ninja attacks are extreme cases that you won't encounter very often, if at all. However, common, everyday loot drama can strike anywhere, at any time. Everyday loot drama most often occurs because of a gap between expectations and reality. In the case of the Fang, healers expected to be able to roll on the dagger. When the reality set in that they could not roll on this item, they became very angry.
The best way to avoid these situations is to close that gap. Provide as much information about your loot system as possible, as soon as possible. Clearly communicate the system before anyone steps into a raid. Announce it, post it, respond to questions and concerns, and reinforce it at the beginning of every run, if you have to. When your raiders' expectations about the loot system match reality, drama can be avoided most of the time.
Once your loot system is in place, it must prevail and must be obeyed in all cases. Any changes or tweaks you make to the system must be communicated before they come up in a live raid situation. If you've done this, you can avoid the nasty surprise of shattered expectations and all the messy drama that comes with it.



Choosing the Right System



When you're choosing a loot system for your guild, consider every available option. The system you choose should meet all of the following requirements.
	Your officers are willing to enforce the system.

	Your members agree to follow the system.

	The system does not cause excessive drama.

	The system does not put an undue burden on the officers' time.

	The system is fair.



That last one is really the kicker. Fair is a matter of perspective. Is it fair for someone who's been in your guild longer to have loot priority over a newer member? Is it fair for a player who hasn't raided as much to win an item, purely by luck, over someone who has attended every run? You can grapple endlessly with questions like these.
A fair system, by my definition, is fair to the majority of your members most of the time. That's about the best you can do. Cases may arise when the system doesn't come up with the fairest possible outcome. If there's a way you can fix it without breaking the system by adding other unfair elements, then go for it. But sometimes you'll just have to live with such outcomes.
If a system makes you uncomfortable with its results too often, you should seriously consider a change. The timing of a drastic change, like going from a point-based system to a partial luck-based system, is critical. You can't suddenly rob players of the opportunity to spend the points that they've earned. You'll need to wait for a time when loot becomes easily replaceable, such as at the beginning of a new raiding tier or the launch of an expansion pack.
Changing the system is a big deal to your members, so check in with the guild at large to make sure everyone will accept it. There may be players who just can't swallow the new loot rules, and you may lose them. But if the new system allows you to proceed with less drama and to feel more comfortable with its results, it may be worth losing a few players. Also, you may actually gain some players who refuse to raid under the system you had used previously.
When you're new to a system, you may make mistakes in assigning loot. If you do, the important thing is to admit that you made the error and explain how. Then apologize. That will let others understand the system better. They'll also be a lot more likely to forgive you! In some games, you can undo the mistake. You can ask a game master to reassign the loot or ask the person who received the item incorrectly to trade it to the deserving player.
Sometimes, however, it's best to let the person who received the item keep it. He may have spent currency modifying or improving the item. He may have sold the item he used to wear in its place or radically switched up his gear set to incorporate the new stats. The longer you wait to correct the mistake, the more likely it is that he's taken these steps. Never ask a player to give up an item after he's done these things. It's clearly not fair to him.

Loot Systems



I describe a variety of loot systems in the following pages. For each, I've rated their attributes on a scale of 1 to 5. The Complexity category defines how difficult it is for your officers and raiders to understand the system, with 5 being the most complex. The Officer Effort category rates how much work is involved to maintain and enforce the system at the officer or raid-leader level, with 5 requiring the biggest time investment. The Drama Factor is, of course, how likely a system is to cause drama, with 5 being the most likely to result in anger and tears.
Loot Council



Loot council is one of the easier systems to implement. You designate officers and raid leaders as loot council members. For each item, they decide who gets it. Sounds easy, right? No math involved at all—how could you go wrong?
	Complexity:
	3

	Officer Effort:
	3

	Drama Factor:
	5



The system is also quite simple in practice, but making those decisions can actually be extremely complicated, requiring a lot of upfront work by those on the council. The council members have to examine each item known to drop in a raid zone and decide which classes/specs it's appropriate for and which classes/specs can get the most out of it. A single raid zone can contain hundreds of items, so this is no small task. In many cases, figuring out who an item is best suited for is easy. But some items require a healthy debate (such as that wretched Fang of Venoxis). It's far better to have this debate before you're in a live raid scenario, with a bunch of players waiting on you. To make well-informed choices, the council must have intimate knowledge of how each class operates and which statistics a class (or even a particular spec within a class) favors.
Some loot councils use spreadsheets or long lists to help them keep track of this information. I highly recommend writing your decisions down and then making them available to the guild at large. That way, the council members will have it at their disposal and your guild members will know in advance who's getting dibs on what. Some players may dispute a decision after seeing the posted list. Don't dismiss their objections out of hand. Instead, take some time to explain the council's thought process, and be willing to make a change if the player has a good point. Everyone outside the council will feel better about the system if the decisions are transparent and can be amended by healthy debate. Just don't let it turn into a free-for-all.
Once this preliminary work is done, the council should examine the gear of every raider and determine areas of urgent need. Urgent-need situations are one way to determine priority. If your best tank is covered head-to-toe in magically imbued metal plates but has a pot lid for a shield, that would be an area of urgent need—and the next good shield that drops would go to that tank. The council can also accept submissions from its raiders for urgent needs, and then rule on whether those needs are indeed urgent.
The big advantage of a loot council is that it can make sure loot is distributed according to what is best for the raid as a whole. High-attendance players get priority over low-attendance players. Critical roles (often, tanks and healers) get priority over less critical roles (often, damage dealers). Players who are better at staying alive get priority over those who are prone to deadly mistakes.
These priorities are not information that you should write down or make public, since doing so is just asking for drama—and this system has enough drama potential already. Think about it: How would you like to see your name at the bottom of a list for who's the most dependable raider in the guild? Rather, you should give a reason for decisions on the fly. If you're giving a nice axe to one damage dealer over another, you could say, "It's a bigger upgrade for Player X, who also has higher attendance." It's another case where the transparency of your decision making is vital for the comfort of all involved. In some cases, a clear-cut priority may not exist. You should have a secondary tiebreaker system to determine who gets an item in such cases. Most often, tiebreakers are handled by rolling an RNG.
Why did I only rate loot council a 3 for officer effort? Once you've done all the upfront work, the system takes care of itself. You don't have to track any numbers. You just have to use your item list, your player priorities, and some common sense. Any effort beyond that is damage control. And trust me—if you use this system long enough, you will have to do damage control at some point.
Loot council has a drama factor of 5 for a very good reason. The council's decisions are largely subjective. Any hint of unjust favoritism or corruption on the part of the council can be disastrous. The council must tread very lightly in these situations. It must be willing to apologize if it made the wrong choice. A heavy-handed council with an attitude of "because we said so" won't be very popular with your raiders. The council should adopt a "Supreme Court" approach of giving explanations for its rulings whenever necessary.

RNG-Based Systems



The tumble of dice is a familiar element to role players. Ever since those first Dungeons & Dragons campaigners put pencil to paper in the 1970s, fantasy gaming has embraced an element of chance. RNG-based loot systems integrate chance as a major element in their loot decisions. Some RNG systems also incorporate greater or lesser elements of priority to reconcile someone's luck with the time and effort she has spent raiding.
Basic Rolling



Rolling for loot takes zero work and zero coordination. It is the simplest and easiest loot system. Whatever item drops, players who can use it roll to generate a number. The highest roll wins the item.
	Complexity:
	1

	Officer Effort:
	1

	Drama Factor:
	3



Rolling can be as open-ended as you wish. However, most players dislike a system where anyone can roll on anything at all.
The expected etiquette of rolling, since no (or very few) limitations are imposed on a player by the system itself, is "need before greed." In other words, a player who can actually equip the item and use it to improve her performance in a raid will get priority over a player who just wants to sell the item or use it for solo content.
Sometimes a low-grade loot council, usually the raid leaders themselves, will decide who is eligible to roll on an item or not. In this case, the loot council doesn't make judgments beyond whether a character can actually equip the desired item according to the game's rules, and whether the stats benefit the player's class. The council may also deny players the right to roll on items that are clearly worse than (or equal to) items they're already using. The council enforces common sense.
If your council goes beyond this point, you aren't using a pure rolling system anymore. You're using a loot council/rolling hybrid system, which can be all too easy to manipulate. I've heard of systems where players roll for an item, but then a loot council overturns the decision of the dice if the officers don't like the outcome. It's an unfair and dishonest system, and it causes nothing but grief.
Rolling systems may have several tiers of priority. The first tier is reserved for those players whose raid performance in their preferred role will benefit directly from the item. This tier is called main spec since players will use the item in their main-spec role—the role that they most commonly perform. The second tier is generally players who would use the item for soloing or in an offspec role. Offspecs are secondary roles that players can fulfill, typically with hybrid classes, but ones that they don't prefer. For example, say a hybrid class can serve as either a damage-dealer or a tank. If someone prefers to play the class as a tank, she would roll on tanking gear as her main spec and damage-dealing gear as her offspec.
In a basic rolling system, loot is offered to the main specs first, and then to the offspecs or solo specs if no one wants it for his or her main spec. The third tier, in rare cases where no one wants to use the item, is reserved for selling the item or breaking it down for parts.
It all sounds more complex in theory than it is in practice. With this system, items can be assigned accurately in a matter of seconds.
Pick-up groups (PUGs) favor this method in large part because of its efficiency and objectivity. The system requires no upfront work, favors no one, and is difficult for a selfish player to abuse. Lady Luck makes all the tough decisions. A pick-up group is a gathering of random players who don't necessarily know each other but work together on group content like raids. Trust and patience are often in short supply in a PUG, so quick and objective loot distribution is critical.
The only concern in a rolling system is the drama that may occur if luck favors certain players. Some raid leaders will impose a loot cap in order to spread the wealth. A loot cap means that each player can only win a certain number of items in a given time frame. For example, you might say a player can only win three items from the entire run, or one item from the first five bosses and one item from the last five. It's generally a bad idea to cap loot at one item for a whole night of raiding. The players who get loot early may be tempted to leave, particularly if the raid is a PUG, since they aren't likely to receive anything else over the course of the night and they have no greater obligation to the run. By capping loot at two items, it's more difficult for a player to become capped.
A loot cap requires some work, because one person has to keep track of who gets loot after every boss. You may wonder why a raid should bother with a cap. I was in a raid with no cap at one point, and I watched a single healer win eight items, purely by luck, over the course of three hours. There was no way to cheat the RNG in the game we were playing, because the numbers came from the servers operated by the game's publisher, not the client software on a player's computer. It was just an incredibly lucky string of rolls. By the end of the night, there were some pretty unhappy healers in that raid. They complained that this healer had continued to roll on item after item. He probably should have stopped, but we had no rule against it. A loot cap would have solved the issue (and we used one next time).
If you have a cap, make sure players know about it before the raid begins. You'll hear a lot of complaints if you wait until after people have won items to tell them they can't roll on anything else!

Suicide Kings



The term Suicide Kings (SK) comes from poker slang. It refers to the two kings in every deck of cards who hold their swords horizontally. (The kings look like they're committing suicide by stabbing themselves in the head.) SK is a modified rolling system. It starts when each player rolls a number using an RNG. The officers list everyone in order from highest to lowest roll. When a piece of loot becomes available, all interested players tell the raid leader that they want it. The highest player on the list receives the item and, in doing so, "commits suicide." That player drops to the bottom of the list. The person who is now at the top of the list becomes the "king," who is guaranteed to get the next desirable item that drops.
	Complexity:
	2

	Officer Effort:
	2

	Drama Factor:
	1



This system requires a bit more work than just rolling, as the officers and raid leaders must maintain an accurate list. The list needs to be publicly available in order to prevent tampering. In some MMOs, you can download an add-on that will track this list for you. Open source, web-based applications are available, and a Google Documents spreadsheet is also a solid option.
As simple as this system is, a number of factors should be considered.
	How will you generate the very first list?
	Some guilds roll for it at the beginning of their first raid after implementing the system. Others create it prior to the raid when as many people are online as possible. The latter method is more fair to those who can't attend the first raid; the former is preferred if you are placing emphasis on raid attendance.

	How will you add people to the list once it is established?
	The most common practice is to add them to the very bottom. However, you could also put them in above people who have received loot in the last seven days (or some other time frame).

	When, if ever, will the list be reset?
	In theory, you could roll once and carry on indefinitely. However, most guilds prefer to reset the list at the beginning of a new tier of content or a new expansion pack. Some maintain several different lists, one for each raid zone, to reward those who are still waiting for certain items in the previous tier's raids without punishing those who aren't.

	What items will be exempt from suicide?
	One big disadvantage to the SK system is that all drops are considered equal in value. It discourages people from taking gear for their offspecs, which decreases a raid team's overall flexibility. It also discourages people from taking gear that would help someone in a different role. For example, a damage-dealer will be reluctant to take a piece of fire-resistance gear because it doesn't directly increase her damage—instead, it helps the healers to keep her alive. It benefits the raid for someone to take that resistance gear, but not necessarily the individual, so an individual will be reluctant to waste her list position on it. To deal with this, you can ignore the SK list for these items and have players roll for them item by item. Or you can create a second list for offspec gear and other odds and ends.

	What circumstances negate the list?
	Some guilds put additional rules in place to balance some of the drawbacks of SK. For example, one common complaint about SK is that it doesn't reward players for exceptional service or attendance. In fact, a player could move up to the top of the list just by skipping a large number of raids in a row. To combat this, a guild may give automatic priority to players with more than 90 percent raid attendance over players with less than 50 percent attendance. Another common complaint is that players near the bottom are sometimes more likely to get loot. They'll request items more frequently because they have less to lose. As a result, a guild may limit the amount of suicides a player can take in a given time frame. Enforcing all these extra rules requires more effort from the officers.



SK is one of the least drama-prone loot systems. You can't argue against an RNG, and the system depends on that. Very few decisions have to be made once the system is in place, so any arguing will be about the system itself and not a specific situation. Loot priority is determined well in advance, so there are very few, if any, surprises.

Modified Rolling



A modified rolling system, sometimes called a karma system, combines advantageous aspects of RNG and the point-based systems that I'll talk about next.
	Complexity:
	4

	Officer Effort:
	4

	Drama Factor:
	2



In this system, items are still distributed according to an RNG roll. However, players may apply a bonus to their rolls that they've built up over time, increasing their chance to win an item. The bonuses are earned according to the guild's preference.
Some common bonus-earning scenarios include the following:
	Showing up to the raid on time

	Participating in each hour of raiding

	Staying till the end of a run

	Replacing someone who has to leave a run

	Defeating a boss as a guild-first kill



Some guilds also charge a penalty for being late, showing up unprepared, or leaving a raid early. All players, therefore, have a bonus that they can apply when they want to increase their chances for a particular item. Once players have been approved to roll according to a guild's policies, each rolling player decides in advance whether or not he or she will use his or her bonus. When a bonus is applied, it can't be split up or used partially; players must either use their full bonus or no bonus at all. Players roll, bonuses are added as declared, and a winner is determined. Bonuses are only deducted once a player wins an item.
Here's an example: Say Kriket chooses to use her bonus, but Mucho does not. Kriket has a 35-point bonus to apply. She rolls an 11, giving her a total of 46. Mucho rolls a 51 and wins the item. Since Kriket didn't win, however, she doesn't lose her bonus. Mucho keeps his bonus, too, because he decided not to use it.
Now another item drops that both Kriket and Mucho want. This time, both decide to use their bonuses. Kriket rolls a 90, giving her a total of 125. Mucho also rolls a 90, but he only has a 10-point bonus to apply, giving him a total of 100. Kriket wins the item and loses her 35-point bonus. Mucho keeps his 10 points.
You don't have to remove the entire bonus once a player wins an item. You can tailor the system so that only half of the bonus is taken away, or some other fraction. It should be a significant fraction, however, so that loot doesn't go to the same players over and over again.
You should be careful to scale your bonuses and penalties so that they don't heavily outweigh the rolls themselves. If your RNG selects from a range of 1 to 100, then frequently rewarded bonuses of 25 will make the roll itself meaningless. Five is a common bonus amount for this range.
Some raiders will build up large bonuses over time for a few reasons. Luck, hoarding, or a generous bonus-retention policy can all contribute to a bonus buildup. If you allow such large bonuses to perpetuate among a pool of veterans, new players will start off at a significant disadvantage. You can manage this problem in two ways. One is to put a cap on bonuses to discourage hoarding. A good cap is half of the RNG range (50 for 1 to 100). Another way is to reduce the bonuses automatically by charging a bonus fee. Certain highly desired items, like powerful weapons or pieces from a special armor set, could cost players an additional bonus fee when they win the roll, whether they use their bonus or not.
For example, Mucho is the only player who can use a pair of boots that belong to an armor set designed for his class. There is no roll, so he won't have to use his bonus. Since the loot rules state that a bonus fee of 25 points must be charged for the item, Mucho loses his 10 points automatically. Some guilds also enforce a bonus fee debt. In the same example, since Mucho was short on his bonus fee, 15 points would be deducted from his next roll as a penalty, whether he uses a bonus or not. Alternatively, it could mean that the next 15 points Mucho earns are negated.
As you can imagine, tracking all these bonuses requires a significant time investment from the officers. Some MMOs support add-ons to help you with the task. Like the Suicide Kings lists, your bonus tallies must be visible to the guild at all times. Google Documents can be a lifesaver here, too.
Any system where points or bonuses are handed out is susceptible to a certain amount of drama. A player might complain, for instance, that she can never earn the on-time bonus because the raids start too early for her, putting her at a perpetual disadvantage. Other players might try to fudge the bonus-per-hour rule by claiming that they should get the bonus for three hours when they raided for two hours and 45 minutes. Like Suicide Kings, most of the drama will be system-based rather than item-based.


Point-Based Systems



In point-based systems, players acquire points through various raiding-related activities. The points act as a form of currency they can use to purchase items. These systems are much more involved than loot council or RNG systems. Point-based systems are used by raiding guilds who prefer not to allow chance or opinion to affect the outcome of loot assignments.
	Complexity:
	5

	Officer Effort:
	5

	Drama Factor:
	4



Point-based loot systems trace their roots to the days of Sony's Everquest. At that time, the only two raid bosses available to players were both dragons. Hence, the currency was dubbed "Dragon Kill Points" (DKP). This basic point-based system has been around for over 10 years. In that time, several variations for both earning and spending points have been developed. Many players still refer to these systems as DKP.
In a standard point-based system, points can be awarded for virtually anything, including the following:
	Punctuality and preparation

	Time spent raiding

	Each boss kill, with variable points depending on difficulty

	Guild-first boss kills

	Replacing a player who has to leave a raid

	Staying until the end of a run

	Providing useful items or services to help the raid



Three different methods of spending these points have been developed: fixed price, variable price, and bidding. The spending methods each have their own advantages and drawbacks, as described below.
Fixed Price



A fixed-price spending system is like shopping at a store. Each item costs a certain non-negotiable amount set by the "store owner" (the officers). Points are not just currency in this spending method; they also determine priority. The player with the most points gets the first opportunity to spend her points on each item as it drops. Whoever buys the item has the item's price deducted from her point total, thus lowering her priority.
Because the prices are set in stone, this method assigns loot—and gets the raid moving again after defeating a boss—more quickly than the other two methods. The drawback is that officers must assign prices to every available item. This process can be time-consuming. It can also result in a great deal of discussion and argument over the relative worth of individual items. For this reason, some guilds opt to charge the same amount for each item, which saves time, but is usually less than ideal.
Others place items into one of two or three categories with increasing prices. Category C might be raid-only materials for crafting and armor pieces with the lowest overall impact on performance. B-level items might be average-impact gear, and A-level items would be the most meaningful upgrades, such as weapons, ability augmentations, or armor-set pieces. The officers still need to sit down and decide which item belongs in each category, but the process is streamlined.
However you price each item, the list of prices must be available to the guild so that players can make informed spending decisions.

Variable Price



Priority is handled in the same way using the variable-price method. However, items have no set costs. Players must spend all—or, depending on a guild's preference, a certain percentage of their points to buy an item. The big advantage of this method is the time savings for the officers, who don't have to put in the upfront effort to price every single item.
On the other hand, one common drawback is the RNG of the game itself. Since boss drops are usually random occurrences, players could wait a long time before a desirable item becomes available. In the meantime, through no fault of their own, they build up a massive point total. To lose all (or half) of their points on the first item is not terribly fair. To combat this scenario, some guilds put a cap on the number of points that can be lost.
Here's an example: A player has the highest point total at 240 points and wants to purchase an item. Under this guild's system, the player would lose all of the accumulated points to acquire the item. However, the cap on point loss is 100 points, so, instead of starting over from 0, the player receives the item but retains 140 points.

Bidding



Using this third method, bidding, the market decides what an item is worth. A bidding system allows players to compete with each other for the right to purchase an item. The officers are not involved in the prices, so there is less work for them. However, the bidding process does take time out of your raids.
A player with a high point total will have a natural advantage over a player with a lower point total. However, the high-total player isn't guaranteed first priority on an item. The lower-total player may win the item if it is worth more to her, because she may opt to spend more points.
If your guild uses public bidding, then you would handle the "auction" of an item the way you always see it on TV, with players calling out bids until a final bid stands. This method favors players with larger point totals. If they really want an item, they can bid just a fraction more than another player, secure in the knowledge that they will win sooner or later. The only question is how many points they'll have to spend.
On the other hand, you can choose to take bids privately. Players may only bid once, in secret. Whoever bids the highest value wins the item for that price. This method doesn't favor any particular group. Point-rich players don't know what other players are bidding, so they can't bid just one more point than someone else. Instead, all bidders have to guess what other players may submit and adjust their own bids accordingly.
Guilds can fine-tune their bidding systems with minimum bids, maximum bids, and bidding increments. As an example, a system might have a minimum price of 50 points, a maximum price of 250 points, and a bidding increment of 25 points. In this system, a bid of 150 points can only be topped by a bid of at least 175 and at most 250.

Inflation Solutions



The main problem with most point-based systems is inflation. Over time, veteran raiders will build up massive stashes of points. Newer raiders will have a long road ahead in order to catch up. They are also more likely to need loot. Thus, they find themselves constantly behind the curve until such time as the system is reset.
To combat the inflation problem, some guilds use a zero-sum system. In this system, players only receive points from one event: when loot is purchased. Every player in this system begins with a point total of 0. When a player takes an item, she spends her points, and the rest of the raid receives the points that she spent, divided among them.
For instance, say a raid has 25 players, all at 0 points. An item is purchased that costs 120 points. The player who purchased the item now has a total of negative 120 points. The 24 remaining players each get an equal share of the 120 points, or 5 points apiece. Since negative 120 points and 120 points add up to 0, no points have been added to the system. The sum of the system remains 0.
Zero sum handles inflation better than the standard system because a new player with a point total of 0 has an advantage over veteran players with negative point totals. Fixed price is the most common purchase method for a zero-sum system.
One drawback to zero sum is that no points are earned when nothing is purchased. If a boss drops loot that no one wants to spend points on, no one receives points. Likewise, if a raid spends all its time learning a new encounter, but it doesn't succeed, no one receives points. Players can raid for hours and receive nothing for their efforts. Such situations can have an adverse effect on morale.
Another solution to inflation is to tax player point totals at regular intervals. For instance, player point totals could be decreased by 10 percent every two weeks. Taxing points encourages spending rather than saving. I recommend percentage-based taxes, rather than a "flat tax" of a certain amount of points. Percentage-based taxes are forgiving of players who spend, but hit hardest those players who hoard points. Point-hoarders are the ones who cause inflation, so your taxes should be a significant deterrent to them.
Even with these workarounds, inflation can still occur. Players who aren't spending points but who attend every raid are going to build up large point totals eventually, so you should build a reset button into the system. However, you must be very careful about this, since you're bailing out players who are deep into negative points and taking away the vast wealth of points that others have amassed. Thar's a big deal.
The best time to reset the system is when the content of the game itself resets. Such content resets occur most frequently during the release of an expansion. Expansions usually involve raising the level cap or adding higher tiers of raid dungeons. If an expansion or other new content renders all of your raiders' current gear obsolete, that is the best time to reset your points. Be sure to announce any such reset far in advance so players have the opportunity to spend the points they've accrued.

Guild Impact



All point-based systems require a large time investment from the officers. Point totals for each player must be tracked and reported after every raid (and in some cases during raids). I don't recommend using a simple spreadsheet or list for tracking points; use a specialized solution. Fortunately, MMO players tend to be handy with code, and many different types of point-tracking software are available.
Point-tracking software is typically open source. It works with your guild's website to track all point-earning and point-spending events. The various options are more or less automated according to user preference. However, all such software requires considerable setup time, maintenance, and user input.
The most widely used option is called EQdkp. It was the first such software of its kind and has been updated through the years. Although other packages have since become available, many still consider EQdkp the easiest to use.
You'd think with such detailed and mathematically driven loot systems, drama would be virtually eliminated. Unfortunately, point-based systems in all their incarnations are not exempt from controversy. Players may try to break or corrupt your system to their advantage, and bidding systems are particularly vulnerable to manipulation.
Collusion is an ugly word that comes up from time to time in a business setting. Collusion occurs when two or more companies secretly work together in order to fix the prices of their goods or services. In May 2009, a lawsuit with allegations of collusion was filed in Atlanta against AirTran and Delta Airlines. The suit claimed that AirTran and Delta had a secret agreement that, if one airline decided to charge fees for the first bag checked by a passenger, the other airline would charge the same fee. As a result, each airline could charge the fee without worrying about the competing airline not charging the fee. Both companies announced their fees within about a week of each other in the fall of 2008.
Collusion is easier when a small number of people or businesses are involved. For example, in an MMO setting, if your guild has only two players of a certain class who are competing with each other for the same gear, they could agree to take turns for their drops. That way, they'd only have to spend the bare minimum point value for the item. Doing so would allow them to build up points much faster than others, at which point they could outbid other players on items that are optimal for a wide variety of classes.
Another issue is artificial bidding. A player with a particularly high point total may become a target of this tactic. When an item drops that a high-point player wants, other players could bid up the item purely to make that player spend more points than otherwise necessary. It's risky for other players, because they could bid so high that the high-point player lets them take it. Yet, the higher the victim's point total, the less these artificial bidders need to worry about their scheme backfiring on them. Bidding privately prevents this type of situation.
Another common drama issue occurs when a player spends points on an item that others believe should have gone to a different class. I call it the "hitting on 17" problem.
At a blackjack table, players take turns in a clockwise fashion, so your decisions affect those of the players who follow you. If you take a card when you have 17 and get a card worth 5 or more, you're over 21 and out of the game (assuming you didn't have an ace). Not only did the drawn card bust you, but you also took that card away from the next person. If she's got 11 and you drew a 10, she's going to be upset with you when the next card she draws turns out to be a dud.
In the same way, a player who takes an item that is less than ideal for his class is not only hurting his own performance by equipping said item, he is also hurting the performance of other players who could put the item to better use.
Two schools of thought are at play here. On the one hand, a guild might say that players' points are their own and they may spend them as they wish. That takes responsibility away from the officers and places it on the raiders to make good decisions or to self-police. "Hitting on 17" is prevented only when raiders collectively talk someone out of making the bad decision. On the other hand, a guild might say that points should be spent only when it makes sense for the purchaser to use the item. This method prevents "hitting on 17" drama, but it opens up the possibility of another type of drama: loot council drama.
The following table sums up the properties for each type of loot system.
Table 6-1. Loot System Properties
	System
	Complexity
	Officer Effort
	Drama Factor

	Loot council
	3
	3
	5

	Basic rolling
	1
	1
	3

	Suicide Kings
	2
	2
	1

	Modified rolling
	4
	4
	2

	Point-based systems
	5
	5
	4







Exceptions



Possibly the most famous MMO loot drama of all time went down in August 2008. A World of Warcraft raiding guild called Vicarious, on the Area 52 server, had conquered every boss the game had to offer. At the time, the last boss in the progression of Warcraft was a demon named Kil'jaeden. This boss dropped, among other highly desirable items, a bow called Thori'dal, the Stars' Fury.
Thori'dal was classified as a legendary item, the highest category of items in the game. In Warcraft at that time, only six items out of tens of thousands were designated legendary quality. Needless to say, legendary items were extremely rare and coveted. Thori'dal, being a bow, was designed from the ground up for the hunter class, the only class in the game that uses ranged weapons as its primary means of dealing damage. Not only was this bow a significant upgrade over all other bows available that summer, but it also had a unique property: It used its own innate, magical ammunition. At that time, this meant that hunters could leave their quiver at home, which freed up a great deal of inventory space. This property also negated the not-inconsiderable expense of buying arrows. It was, in essence, the be-all, end-all ranged weapon for the hunter class.
The loot council of Vicarious gave the bow to a rogue.
When Thori'dal dropped, two hunters were in the raid, neither of whom had the bow. Giving the bow to either hunter would have increased their damage substantially, and it would have been the best move for raid progression. For the rogue, the bow was merely a status symbol with just a small increase in stats. But Vicarious had already beaten all the bosses the game had to offer. No more progression was possible until the next expansion—at which point all current gear would be obsolete. The loot council decided that the rogue deserved the bow. When word of this incident reached the greater Warcraft community, a massive outcry from players condemned this decision.
The council members defended their actions by stating that the rogue had been one of the guild's most dedicated, loyal, and effective raiders, and a longtime member. The council members claimed that the hunters, on the other hand, were relatively new. They didn't trust either hunter to take the bow and remain with the guild. Few people accepted the reasoning of the council, but the damage had already been done.
By giving the bow to the rogue, the Vicarious loot council made an exception to its own rules. Assuming they followed standard practices, which seemed to be the case prior to this incident, those rules value progression. The council gives items to those who can make the best use of them for the guild. In the case of Thori'dal, the council decided that loyalty, not progression, was the more important value. The system had been turned upside down. Everyone's expectation was that Thori'dal would always go to a hunter who needed it over any other player. When expectation did not meet reality, a storm of anger erupted, not only in the guild in question but throughout the entire Warcraft community.
Some important questions arise from these unusual circumstances. The first is this: Should an item like Thori'dal constitute an exception to a guild's loot system? In my opinion, yes. It is clearly designed for one class and that consideration should trump whatever system your guild uses. If you use a modified rolling system, only hunters should be able to roll on the bow. If you use a zero-sum DKP system, then hunters should have the first opportunity to purchase the bow.
The second is perhaps more crucial: What could the officers of Vicarious have done to avoid this loot drama? Obviously, their loot council could have given the bow to a hunter. But beyond that, if they didn't want to give it to their relatively new hunters, they should have announced their intentions before the bow dropped. If they had communicated that loyalty would trump progression considerations in this case (due to the bow's legendary status), and if the hunters knew that they may not have the top priority for the bow (and decided to raid with the guild anyway), then no one could have complained. Everyone involved in the raid would have gone into the situation knowing all the considerations at play. No one would have been blindsided by the loot council's decision.
The lesson is this: Exceptions should be discussed, identified, and announced in advance. They should, in fact, be built in to the system itself. The worst thing you can do is to spring exceptions on your players mid-raid.
What sorts of items should be exceptions? A few ideas follow.
	Items with unique properties:
	This class of item grants a bonus or perk that cannot be duplicated elsewhere in the game. In its heyday, Thori'dal was one such item, since no other ranged weapon in Warcraft granted infinite ammunition.

	Crafting recipes:
	Recipes should be exceptions for two reasons: First, the player receiving the recipe should have the appropriate skills, tools, or other infrastructure required to produce the item. Second, the player should be willing to make the item for others in the guild as necessary.

	Rare materials for crafting recipes:
	In some MMOs, certain materials are only available from killing raid bosses or other large-scale, group activities. Such ingredients are often hard to come by and sell for outrageous prices. You should ensure that the player receiving the material will use it to craft an item that increases her raid performance. (In many cases, officers hoard these materials and release them upon request for the manufacture of one specific item.)

	Keys:
	Items that grant access to otherwise "locked" content are essential to a guild's livelihood. As such, they should not be given away frivolously. A player's history with her guild should factor heavily in the priority for key-type items.

	Aesthetic or social items:
	This category includes decorative clothing, houses or furniture, animals or vehicles used as transportation, pets or companions, different animations or spell effects, or any other item that has no bearing on combat performance.




Faith and Fairness



Loot systems work on faith. Your membership has faith that you'll follow the system as it has always been followed. They have faith that you'll communicate changes to them. They have faith that, if they are next in line for an item or have priority over another player according to the system, they'll receive what they are due. In the same way a worker has faith that he or she will be paid what a company has promised, your raiders have faith that by putting in their time they will eventually be rewarded for it.
For this reason, the worst thing you can do is to betray or circumvent your own loot system. A while ago I received an email from a distraught player. His guild's loot system had made him next in line for a certain piece of gear that he had been waiting a long time to get. They killed the boss and the item dropped. He was ecstatic. But then his guild leader gave the item to one of the guild's officers instead. When the player asked his guild leader why the officer had received the item, all he could get was an apology, without an explanation.
He spoke privately to the officer who had received the item. The officer eventually confessed that he had cut a deal with the guild leader. He offered to spend real-life money on a Ventrilo server for the guild in exchange for the item in question. The guild leader took the offer. In essence, the officer had bribed the guild leader to ignore the guild's own loot system. Not only that, but they had acted in secret. No one had been informed of this deal, and the guild leader wouldn't even own up to it when confronted.
As a guild leader, that kind of behavior destroys any faith your members have in the system. A guild's loot system must be absolute and unblemished. No one can be above it. No one can corrupt it. No one can sell it out to the highest bidder, or there can be no faith. Without faith, no one will want to raid with you. Why work when the paycheck could disappear?
Even novice players are often quick to pick up on an unfair loot system. The longer someone has played MMOs, the quicker they'll recognize loopholes or bias of any kind.
No matter what loot system you settle on, there is always a common currency: time spent. Raiding in an MMO may not exactly be arduous labor, but it is an investment of time. Players expect to be rewarded for their time fairly.
When officers try to cheat a system or allow another player to do the same, they are stealing other players' time. In the grand scheme of our lives, it's a petty crime. In the MMO world, however, where time often costs real money and hours spent in the game are hours taken away from real-life tasks, stealing time is a big deal. I've heard all too many horror stories of guild leaders, officers, and raid leaders abusing their positions to enrich or empower themselves or their friends. Doing so may improve your characters in the short term, but in the long term it will be the downfall of your guild. Players with any backbone at all simply won't tolerate it.
Fortunately, for every crook or scam artist, there are a thousand other players who just want to do the right thing. A fair loot system, executed well, will reap rewards for your guild far greater than any single item ever could. So choose carefully, enforce fairly, and distribute generously!

Chapter 7. PvP and Roleplaying Guilds



The vast majority of the advice in this book can be applied to any type of guild. All guilds need an identity, policies and communication tools, officers and recruits. All guilds, sooner or later, have to manage drama. The previous two chapters, however, have dealt primarily with PvE issues and raiding. This chapter will cover the specifics of leading guilds whose main focus is PvP or roleplaying.
I'll never forget an incident I experienced in the early days of World of Warcraft that involved both PvP and roleplaying elements. I was a lowly level 20 character questing around the Horde town known as Crossroads. Our hated enemy, the Alliance, sent a party of about eight level 60 characters to cause havoc in the town. They slaughtered the town's inhabitants without mercy or pause, believing that no enemy players could pose a threat to their assembled force. The few low-level characters that had the courage to oppose them were struck down almost effortlessly. But the Alliance didn't realize that it had stirred up a hornet's nest.
The other Horde characters and I rallied others to our cause to defend the NPC citizens of the town. A few level 60 characters came to our aid, and what seemed like the entire Horde population in that zone arrived to beat back the invaders. Dozens of level 20s were chipping away at the Alliance players. The Alliance members realized too late that we had brought an overwhelming force. They could kill many of us in one or two swings of their weapons or a single spellcast, but we were far too many. We pushed them out of the Crossroads and chased them toward the coast. "Drive them into the sea!" our leader shouted. And that's exactly what we did. The Alliance characters died trying to swim to safety.
Since that day, I've had a soft spot in my heart for both PvP and roleplaying. They aren't gameplay options that my guild generally focuses on, but I respect the endless possibilities that both activities represent.
Player Killers



MMOs are about more than taking down a mindless boss. Sure, a boss can present an incredibly well-designed encounter, but it will always follow the same pattern. No matter how complex its programming, it can't adapt to your strategy on the fly. For some players, killing bosses isn't enough. They need to slay the craftiest, most intelligent enemies an MMO can offer: other players.
Open-World and Territorial PvP



PvP-focused MMOs aren't as common as PvE-focused games. Warhammer Online is probably the best known of the current PvP-focused MMOs. Other titles such as Aion, Darkfall, and EVE Online also make PvP a large part of what their games have to offer.
In those games, all guilds are expected to get their hands dirty at some point. Sometimes you have no choice—if you're out in the world, you are fair game. In that case, your guild requires a very different mentality from a PvE guild. You have to protect your own assets and territories while attempting to seize those of others. In this setting, the very existence of your guild could be at stake every time you engage in a major battle. If you are defeated too often, you'll have nothing left that's worth protecting. Your players will likely abandon you in search of a more potent organization to support.
Caution and Guile



Both caution and guile will serve you well in this environment. Caution will help you judge whether to engage a foe. In most cases, you should take on an enemy only when something important can be gained by the victory or something important will be lost by retreat. Your decision is about more than just material assets and territories. Morale is also very important for a PvP community. If your players need a boost in confidence, remember that even a meaningless victory is still a victory. However, there is no shame in retreating before a clearly superior enemy force if its means you'll have the resources to fight another day.
A guild leader who is too cautious, however, can be a detriment. Members will grow bored. Let them range out and fight their own small battles as they desire. Encourage them to stick together and work together as a team even when an officer isn't there to guide them. Even if they lose, the experience will hone their combat abilities without serious risk to the guild. And if they win, they may bring in new assets and increase your guild's presence on the server.
When direct confrontation isn't possible, guile can be your keenest weapon. Knocking on the front gate isn't usually the best way to seize a fortress. Disguise your intentions with a series of feinted attacks elsewhere. Send in a strike team behind enemy lines to diminish fortifications, disable security, or destroy important resources.
If your enemy expects you to do something, let him believe that's exactly what you're doing, while you've actually got a completely different strategy in mind. PvP players can often be the victims of patterns. Most MMOs that focus on open world and territorial PvP give you options besides a full frontal assault—make use of them! Just ask Sauron how effective these strategies are.
Guile is also an important element in server politics. If your MMO lacks factions, then you'll have to decide which guilds you'll work together with and which guilds you'll attempt to destroy. There's little room for a middle ground. Live and let live rarely lasts forever.
As a tried and true strategy, most leaders align their guilds with the strong and attack the weak. But, like those level 20s rallying to the defense of the Crossroads, the weak can overcome the strong when they arrive in force. Never underestimate the power of sheer numbers in a PvP war! If you rally enough downtrodden players to your cause, you can make anything happen.

Recruiting



PvP recruiting isn't terribly different from the PvE recruiting practice I talked about in Chapter 3. One advantage of open world and territorial PvP is that typically you have no limit to how many players you can bring in force to a confrontation, so you don't need to worry about over-recruiting or leaving players behind. Grab as many competent players as your guild can handle!
If your MMO has PvE elements, recruiting versatile players who are talented at both PvP and PvE is ideal. When you have to choose one or the other, however, it's better to go with gifted PvP players who can protect your territory and your assets.
One unique recruiting opportunity in this type of game occurs after you vanquish another guild, particularly if you're leaving it with nothing. You may consider scouring its ranks for solid players to whom you can offer membership. Just because their guild failed doesn't mean they don't have anything to contribute to one. When you bring these players on board, don't trust them with important strategic information or expensive assets right away, since they may be plotting revenge from the inside. Sometimes it's worth this risk to add to your numbers. Treat the conquered guild members with respect and courtesy and you may win them over, regardless of their original intent.
If your guild has great wealth, you can sometimes hire players or guilds to fight for you as mercenaries or to undertake strategic missions for your benefit. Money can certainly be a deciding factor on the battlefield, and sometimes winning is more important than cash.

Commander and Strategist



Just like any raiding guild needs a raid leader, a PvP guild needs a field commander who can guide your members in combat. This position could be held by you or another officer. Field commanders usually need the authority of an official leadership position in order to be effective. They need to know everything there is about PvP in your MMO, including the abilities of every class and every vehicle or ship. They need to know how to employ siege engines effectively and how to destroy them. They need to know the maps and locations in the game world intimately to make strategic maneuvers. Like a raid leader, they need to know the players under their command, their strengths and weaknesses, what they are capable of and what flusters them. Most of all, they need to remain calm in combat and make good decisions under fire.
Guilds in open world and territorial PvP MMOs also need a master strategist—someone who makes the ultimate decisions about the guild's objectives. Since strategists determine the overall direction of your guild's forces, they should certainly always be drawn from a leadership rank. Your field commander could also hold this authority, but it's sometimes difficult to find a single person who excels at both roles. It's the strategist's job to employ caution and guile, while your commander's job is to be bold and skillful in order to carry out the desired objective.

Leadership



Many raid leaders often complain that their players aren't motivated enough to succeed in raids, that they don't understand their class or the encounter and they haven't adequately prepared themselves to take on the challenge.
The great advantage of playing in an MMO with this type of PvP is that those players are naturally weeded out. You simply can't walk around the world completely oblivious to game mechanics and hope to survive. I'm not saying these players don't exist—they just get frustrated much quicker because they can't always be carried by a team like a lazy raider can. Unless you're baby-sitting them 24/7, they'll have to dig up some self-reliance sooner or later. At that point, they'll either learn how to play the game properly or they'll quit. You and your officers can help such players by offering to show them the ropes, but you can't force them to learn.
Some players will just be stubborn. Others will cause drama or hamper your guild's efforts. Fortunately, the threat of a gkick is much more effective in this type of game than in a PvE-focused MMO. Players are reliant on a guild to protect them and generally they have much more invested in a territorial PvP guild than a raiding guild. They'll lose access to those areas and assets that your guild controls, and they'll be easy prey until (and if) they can find another guild to invite them.
Be careful with such threats, however. A player that thinks he has no future with your guild is more likely to sell you out to a competing organization in exchange for a guarantee of membership.
Sometimes, too, it's worth it to put up with a talented player with a habit of stirring up trouble. Any player you kick out is another potential opponent that you may someday have to face.
In a PvP MMO, the leaders of your guild can't just be figureheads. They have to have the skill to back up their authority. No one respects a player who's bad at PvP in a PvP MMO. If you want to lead a PvP guild, you must work hard to excel at player combat. That goes double for instanced PvP guilds, which is my next topic.


Instanced PvP



Some MMOs present PvP as an alternative to its dungeons and raids. In these games, such as World of Warcraft and Lord of the Rings Online, most significant PvP happens inside instanced or player-capped areas. The outcome rarely has a long-term effect on the game world or your guild, and seldom is anything more important at stake than points or ratings or currency to purchase items. Many players prefer this "safer" type of PvP.
The advantage to this type of PvP is flexibility. Your guild can fight on its own terms, when you are ready to fight. You can organize specific times to group up online. You don't need as many highly active players to maintain defenses. In many ways, a guild that does instanced PvP is similar to a PvE guild. You group up and enter the instance to take on enemies and earn loot. The enemies just happen to be player-controlled opponents.
The major difference from PvE is that you can't plan ahead. You can strategize, but your strategy may have to change at the drop of a hat. To win, your players must be alert and adaptive, able to solve problems creatively and react instinctively.
Recruiting



Most guilds in this type of game focus on PvE and participate in instanced PvP on the side, or informally, if at all. By founding a PvP guild in such a game, your organization will stand out. A guild dedicated entirely to PvP has a strong differentiator in a game that offers mainly PvE content.
Granted, you won't find as many recruits as a PvE guild will. Most people choose these types of games because they enjoy PvE equally with PvP or shun PvP altogether. However, in any MMO that offers PvP, there are players who are fanatical about that side of the game. The recruits who are serious about PvP will be very interested in any guild whose primary focus is PvP content. Also, the competition for these players will be far less intense. On a typical server in such games, only a handful of guilds—if any—will choose to make PvP their sole purpose.
You may be leading a team, but ultimately each player has to make the right decisions without needing someone to hold his or her hand. You can't warn your players about devastating attacks like you can against a boss. Each team member has to do what's best for the team from moment to moment, whether it's finishing off an enemy, protecting a teammate, or neutralizing a threat. Finding and keeping such players will be the key to your guild's success, and it's for this reason that many extremely gifted PvE-oriented players are flat-out terrible at PvP. Be careful when you bring players on board. Having the best raiding gear in the game doesn't mean that a player has the first clue when it comes to taking on enemy players.
Not every member of your guild needs to be a PvP savant, but you need enough solid players in order to win more than you lose. As a PvP-focused guild in a PvE-focused game, you need to dominate more often than not. Otherwise, what's the point?

Leadership



In instanced PvP, you can only bring so many players, so every player is critical. That means you may need to make some tough decisions. You may need to bench a player who's always too slow with healing or who breaks someone else's crowd control spells all the time. If you have to do this, explain why and offer to help this player overcome those mistakes.
No player is absolutely helpless. With enough practice and support from guildmates, most players can learn to PvP at a competitive level. Here are ways to help players who are struggling:
	Ask another guild member who plays the same role to give them some tips.

	Point out useful add-ons and show players how to make the most of them.

	Troubleshoot their user interface to improve response times.

	Suggest macros and keybinds.

	Find out if lag, system settings, or other external factors are hampering their performance.

	Offer to bring the players to noncritical battles to give them more practice.

	If possible, duel these players yourself. Look for areas where they are vulnerable and then discuss those areas constructively.



This sort of training is an important function that the officers must fulfill. You can't afford too many weak links among your champions. Choosing good officers, therefore, is critical. You need enthusiastic and patient officers who excel at PvP. The officers in a successful PvP guild make everyone else in the guild better.

Loot



One thing you almost never have to deal with in an instanced PvP guild is loot distribution. In current MMOs, loot isn't acquired from player combat on a limited basis, the way it is from boss encounters. Rather, players build up currency, a team rating, PvP experience points, or some combination of the three in order to purchase their own rewards.
Almost all loot in instanced PvP is success-based. If your teams can't succeed, your players won't get the best rewards. Players who aren't earning rewards or meeting their goals are likely to look elsewhere. So while you can't guarantee loot, you can create a guild environment that enables your players to succeed.


A Strong PvP Community



The critical element of a PvP guild is a supportive community that doesn't resort to blame or excuses for failure. Rather, your players should encourage making adjustments and learning from mistakes. They should strive to improve their play, help each other survive, and learn to operate as a team.
As the guild leader, those are values you need to instill in your players. The worst thing you can do when battles aren't going your way is to get emotional and start yelling at players you believe are at fault. Stay calm and confident during the fight. Later, make the decisions you need to make for the good of the guild.
Above all, make sure that participating in PvP as a team is fun. Don't put so much pressure on your players that they can't ever enjoy themselves! Players are much more likely to stick around through a rough patch if they respect one another and look forward to fighting another day.



Leading in Character



Roleplaying, some say, is a dying art. The kids these days just want their magical weapons and armor, their spaceships bristling with armaments, or what have you, so they can smash faces. Everything is about the fastest track to making their character more powerful. They don't care about the lore or the background of their MMO of choice. To them, their characters are just a bunch of pixels with a crit percentage. When you see people running around with character names like "Killzyoo" and "Laydeegaga," it's hard not to feel like something vital has been lost from the MMO experience.
If you care about such things, if you're interested in the history of your race's civilization or what motivates your character, then you may consider adding an element of roleplaying (RP) to your guild. It's true that RP communities are much rarer than non-RP guilds. Much like a PvP guild in a PvE-focused MMO, roleplaying can be a highly effective differentiator.
In some MMOs, specific servers are designated as RP servers. These servers are meant to be a haven for RP, where players can mingle with like-minded individuals and interact in character (IC). Non-RP players can often be judgmental of the RP mentality, so the RP servers are meant to be a safe zone. Often, game masters (GMs) will enforce extra rules beyond what a normal server would be subject to. These rules, such as banning character names with real-world references, are meant to reinforce the RP setting. This chapter assumes your RP guild is on an RP server.
By choosing an RP server for your guild, your guild's rules should incorporate the rules of the server. However, many guilds go above and beyond the basic rule set. It all depends on how deep into character you want your players to go. (The interpretation of these degress can vary from game to game, or even from server to server.)
Three Degrees of RP



The roleplaying community at large recognizes three progressively deeper levels of character RP in an MMO: light, medium, and heavy. Within the realm of roleplaying, your degree of RP is a major differentiator among guilds. I'll walk you through the degrees one by one and talk about the differences that matter most to the leadership of a guild.
Light/Casual



	Required Officer Involvement: None to Small

In a light RP guild, characters obey the fundamentals of roleplaying by limiting their out-of-character (OOC) comments and behaving as their characters should in the setting of the MMO game world. Players give little to no backstory for their characters and may choose to RP only at certain prearranged times or places.
In this type of guild, officers can limit their involvement to enforcing basic rules and etiquette. (Chat channels often factor heavily into what is acceptable.)
	Light RP Rules
		Character names should be appropriate, without real-world references. This rule applies to all degrees of RP.

	Localized character speech (commonly, /say), zone-wide speech (/yell), and emotes should be made in character (IC), because players outside your guild can see them.

	OOC comments in guild chat and group chat are okay.






As the leader of a light RP guild, you and the officers will be expected to police your members and make sure they understand these limitations. The risk of a light RP rule set is that you may attract players who don't quite understand the rules or who want to break them and cause trouble. You may hear complaints from players outside your guild that your members aren't IC. Repeat offenders may bring negative attention to your guild. Members who refuse to follow the rules are best removed before they ruin your community's reputation.

Medium/Normal



	Required Officer Involvement: Moderate

Medium roleplaying, also known as the "normal" standard, is more involved than light, for both you and your members. Players operating within this rule set have stricter standards about what is acceptable and unacceptable behavior. All characters are expected to have specific personalities and backstories that motivate their characters' actions. That includes you!
	Medium RP Rules
		A player must act according to the motivations of his or her character.

	OOC comments are discouraged in guild and party chat, but not banned.

	OOC comments should be designated as such with punctuation such as double parentheses: i.e., "I must meditate for a moment before we begin our assault. ((AFK bio))"

	A character does not know information provided only by the game interface, such as where someone is in the game world or what his or her name is before he or she is introduced.






While you can conduct guild business as yourself, it's more in the spirit of this degree to stay in character while carrying out your duties in public. Doing so can be challenging to those who are new to the role. For example, it's easy to tell someone that she needs to visit your website to see your event schedule. It's a bit more difficult to convey that information in a fantasy roleplay setting without breaking character. On the whole, however, it's best to make yourself clear when what you're telling someone is important rather than to risk a misunderstanding through pure IC communication. Just keep your OOC comments in a private channel.

Heavy/Hardcore



	Required Officer Involvement: Substantial

For the heavy RP guild member, roleplaying is everything—it is the sole reason he or she plays. A heavy RP player won't participate in other aspects of the MMO, including PvP, raiding, crafting, and so on, unless his or her character has an IC reason to do so. IC decisions are based purely on the character's background and motivations, with no regard to other considerations. Heavy RP players shun anything that isn't logical to their character. Depending on the MMO's lore, that could include UI elements, chat channels, travel options, and so on.
	Heavy RP Rules
		All characters are expected to have a detailed backstory that motivates the character and influences every decision.

	OOC communication is extremely limited or outright banned.

	Many heavy RP guilds in fantasy settings ban usage of guild chat or other long-distance communication.






Because characters may participate in guild activities only when motivated, you as the guild leader will be expected to provide motivation for any scheduled activity. That means you need to know all of your guild's characters' backstories and what drives them. Sometimes it's impossible to motivate everyone, and some players may decline to participate. For this reason, you should do your best to provide a mix of activities, so that players of different backgrounds can participate.
All of your public guild leadership business should be accomplished in-character, unless in extreme circumstances, such as conveying a member's real-life emergency or hardship.


The Role of Your Guild



As the leader of an RP guild, you have a unique role: You need to define not just your character's backstory and motivation, but that of your guild as well. For light RP, your guild can simply be a guild, but medium and heavy RP guilds are often more than that. Their guild leaders choose a reason for the community to exist, a common goal that binds its members together and motivates them to participate in guild activities. Your role can also be a driving factor in many of your RP sessions. Here are some guild roles:
	Small Business Proprietor:
	Not all guild purposes need to be grand affairs. Your community could exist simply to run the day-to-day business of owning a small shop, an inn, a tavern, a restaurant, a casino, and so on. When the world is in danger, even humble shop owners can find themselves answering the call of adventure!

	Secret Society:
	Your small business could be merely a front for an evil cabal, an underground movement of freedom fighters, or a criminal enterprise.

	Performance Troupe:
	Wandering from town to town, your guild's purpose is to delight and dazzle. Musicians, jugglers, dancers, play actors, animal trainers, and more gather from around the world to be part of the spectacle.

	Religious Sect:
	Many MMO game worlds are home to a variety of religions that your members could adopt and promote. If none of them suit your members, you can start your own sect.

	Trade or Smuggling Operation:
	If your guild is in the business of profit at all costs, you could found a legitimate trading business or operate in the underworld as a band of smugglers.

	Guns for Hire:
	MDo your members' characters like to help people, but only when the price is right? Consider offering your martial services to the highest bidder.

	University:
	Your guild offers the gift of knowledge to those who are worthy. Some members can be sitting professors. Others could explore the world or universe, learning about new civilizations and unlocking the secrets of their histories.



Whatever you decide, your guild's role should fit logically into the lore of your game world. Ideally, it provides a reason for your members to interact with each other and with other players outside of your community.

Sessions: Guiding, Not Leading



A major function of guild officers in an RP guild is to schedule and guide focused roleplaying sessions. Like any other activity, an RP session should be scheduled at a time when most members can attend. Anyone who is key to the upcoming session should be given special consideration when you create the schedule. For example, suppose a character infiltrated an overlord's palace to obtain the cure to a secret alchemical recipe that's been turning your members into zombies. Without that character, your story may not be able to progress.
Guiding a roleplaying session isn't like leading a raid or a PvP team. Unless you're roleplaying a commander, you aren't there to give orders. You're there to present your members with an interesting scenario or a problem that they can solve. Like everyone else, you must act within the limitations of your character. You can influence the outcome of the situation only insofar as your character can.
You may instead be playing the role of a dungeon master—a player who controls any NPCs your members come across, including the villains and enemies that they face. In this case, you may be called upon to assume multiple roles. The best dungeon masters embrace their NPCs, giving them as much life and motivation as their own main character in the guild. But again, you cannot determine the outcome of the session. You can only react to what your members do.
That's why I use the word guide instead of lead. You can give hints. You can mock and cajole. You can try every trick in the book to guide your members to a certain place, item, or NPC. But you can't tell them what to do or where to go.
The soul of RP is creativity. Heavy-handed officers crush creativity. You won't retain members if they feel like you're sapping the fun out of the game or not allowing them to act in character the way they want to. All of your guild's characters need the room and flexibility to be who they are, to grow and adapt through new experiences, and to make decisions based on those experiences.

Roleplaying Issues



Two issues unique to roleplaying stand out as most worthy of discussion: erotic RP and the Mary Sue phenomenon. RP guild leaders will inevitably have to deal with these issues.
Erotic RP



Let me say up front that there's nothing wrong with erotic roleplaying. It's a legitimate choice and, if your guild embraces that aspect of RP, more power to you. However, not all game companies allow this type of roleplaying. Check with a GM if you're concerned about whether your guild's behavior could result in account suspensions or bans.
Your best bet is to limit your erotic RP to private channels with other guild members. Not everyone wants to RP that way. Overt sexual advances may offend non-guild players and may even be taken as harassment, which can result in disciplinary action by a GM. Players who can't or won't limit their erotic RP in this way should be removed from your guild.
Another problem can arise when your players take their erotic actions too far. This is largely a matter of personal taste. You as the guild leader should decide what crosses the line based on what the majority of your guild feels comfortable with.
If your guild is not an erotic RP guild, you have the same decision to make, but your policies will be much more strict. It's impossible to monitor all player interaction, so some of your members may engage in erotic RP in private. That's generally not a problem, as long as it's consensual. If they take their activity into public channels or guild RP sessions, however, you'll have to put a stop to it.

The Scourge of Mary Sue



Mary Sue refers to a type of idealized fictional character who is too perfect to be believable, too skilled or powerful to be realistic, or too connected to major lore characters to be taken seriously. A Mary Sue ruins the RP experience by possessing no interesting flaws, by winning every confrontation with overwhelming force or charisma, or by tying events so directly to major lore characters in the game's fiction that it taints every roleplaying session with undue burdens. Other characters get pushed toward the margin because Mary Sue always takes center stage. RP officers must be on the lookout for Mary Sue tendencies.
	Mary Sue Warning Signs
		Related to a major lore character in a closely connected way, such as a scorned lover, a sibling, a child, or (even worse) a secret twin

	Possesses powers far greater than the average character

	Learns new languages, abilities, or skills effortlessly

	Suffers from no major flaws in appearance or personality, or has a flaw so minor that it only enhances the character's perfection

	Is irresistably attractive or charismatic and thus always wins arguments or converts enemies into friends

	Constantly reminds others of his or her improbable physical features, such as color-shifting eyes, hidden angel wings that can be deployed at will, or some other nonsense

	Haunted by a (melo)dramatic past






A great example of a Mary Sue is Wesley Crusher from the TV series Star Trek: The Next Generation. Wesley is the son of a major character, Dr. Beverly Crusher. His father was killed when he was 5 years old. When he was first brought on board the Enterprise, Captain Picard did not allow him on the ship's bridge. However, his brilliance and charisma soon wins over the entire crew, including the captain. He is capable of mastering, repairing, or repurposing even the most complex engineering technology, far beyond what a teenager would be expected to achieve. He is also selfless, generous, kind, patient—basically the perfect son and crewmate in every way. His only flaw is that he works too hard. He's sometimes shy, but only in an endearing way. Picard promotes him to a full ensign before Wesley even qualifies for enrollment in Starfleet Academy. After fans repeatedly expressed their hatred of the character, he was written off the show.
If anyone in your guild creates a Mary Sue like Wesley Crusher, your members will count on you to put a stop to it. Doing so is best done delicately. You need to express that the character is too prominent in your roleplaying sessions or so powerful that he or she takes the fun and challenge out of difficult situations. Ask the player to tone down the character's abilities or change the character's backstory to be less involved with major characters. If he or she refuses to do so, you have no choice but to ask them to leave the guild.
Note
A character with a passing connection to a major lore figure doesn't automatically categorize the character as a Mary Sue. Someone can be a distant cousin or from the same clan without ruining the RP experience. Problems arise when you can't get away from those major lore figures or when the player relies on those connections to solve problems for his or her character. That's taking the connection too far.



A Healthy RP Community



Ideally, your roleplaying guild should consist of creative, fun-loving players who are comfortable with the chosen level of RP. The goal of RP is interaction, so the goal of your guild should be to encourage that interaction. As such, you should have enough players so that the guild doesn't feel like a ghost town outside of scheduled sessions, particularly at peak playtimes.
Your guild should encourage players to be "themselves" (in character). No players should ever feel unwelcome for playing the character they prefer—as long as they stick to your guild's roleplaying policies. Conflict between characters is fun, but conflict between players can ruin the experience for everyone.
Drama-squashing in RP guilds is often most effective when it's done in character, but you may have to step out of character for a time if the problem is severe. Sometimes officers have to compromise their personal RP principles in order to do what's best for the guild.


Chapter 8. The Burdens of Command: Managing Officers



Officers are the lifeblood of your guild. Motivated and effective officers are an absolute must for successful online communities. No matter what type of guild you run or what your objectives are, you need good players who are willing and able to help you. Officer promotions are often the most important decisions that you will make. This chapter will help you make those decisions, assign roles to the players you promote, and keep your officer corps on track. I'll also cover the best strategies for preventing burnout, the most common cause of officer turnover.
I touched on the subject of officers in Chapter 2. As a refresher, here are the important suggestions that I covered there:
	Only promote players that you can trust.

	Don't show favoritism toward your officers, and don't promote players just because you know them outside the game. Doing so can cause conflict and fractioning within your guild.

	Create an officer corps that is as diverse, in terms of gameplay preference, as your guild.

	Select officers who want to help the guild, not themselves.

	Promote as many officers as you need to carry out the tasks of running the guild, no more and no less.

	Never rush a promotion decision.



Promoting Members to Officer Rank



Even the most dedicated guild leader can't handle all the duties of running a successful guild alone. When you founded the organization, you probably promoted real-life friends or trusted in-game players to help you manage the guild. As time goes by and officers quit the game, leave the guild, or step down from service, you'll have to replace them with new players. You might also find that you don't have enough officers to carry out all the required tasks. In either case, you'll need to promote members to the officer rank.
Finding a good officer is never easy, but it is critical. Plenty of players want to be officers of a guild, but very few actually want to be good officers. Mediocre officers lurk in the background, only taking action reluctantly, or when a guild leader asks them to do something directly. Good officers look for opportunities to help the guild in any way they can, whether by exerting leadership during difficult situations or accomplishing tasks that need to be done without being prompted.
You can sometimes tell what kind of officer a member will turn into based on how he or she behaves in the game. A player who has plenty of suggestions, but expects the officers to be the ones to make those suggestions a reality, will most likely be a mediocre officer. Having good ideas isn't enough if you don't have the motivation to see them through. Players with good officer potential exhibit an eagerness to take action before they're even considered for promotion. Such individuals will volunteer to help the existing officers just to make the guild better. They will not only make suggestions for improving the guild, they'll work with the officers to make those improvements happen. Those are exactly the kinds of players you want to promote.
Other personality traits are important to consider, too. The following table lists some of the characteristics that can be beneficial to a guild officer. Each trait has its upside—but all of them can be taken too far.
Table 8-1. The Pros and Cons of Officer Traits
	Trait
	Pros
	Cons

	Trustworthy
	Trustworthy officers are steadfast and reliable. They keep private matters confidential, safeguard loot, and handle delicate situations discreetly.
	Officers can get too involved in members' personal lives. They may quickly find themselves counseling all the guild's angsty teenagers or depressed adults.

	Empathetic
	Empathetic officers can see any situation from the other person's point of view. Ask any customer service manager: When your job is dealing with people, you have to understand where they're coming from.
	Officers who are too empathetic have difficulty enforcing rules, disciplining unruly members, or making tough personnel decisions. They can always come up with a reason to justify tolerating bad behavior (e.g., "He's just having a bad day").

	Confident
	Confident leaders believe in themselves and what they're doing. Confident officers boldly carve out a course of action and encourage members, by their very presence, to have faith in the guild and its future.
	Overconfidence can cause officers to make mistakes, be blind to them, or to keep repeating them. Mistakes must be acknowledged and, more importantly, learned from. When officers gloss over their mistakes, they are more likely to repeat the same errors in judgment.

	Forceful
	Forceful officers know how and when to give members a necessary kick in the pants when they need it. Many successful raiding and PvP guilds have that one officer who knows how to get tough on the people who aren't paying attention or pulling their weight.
	When a forceful officer crosses the line into anger, it can lead to unnecessary stress and silly arguments that spiral out of control.

	Diplomatic
	Diplomatic officers can resolve disputes with outsiders and forge alliances with other guilds. Just because you belong to a guild doesn't mean you never interact with players outside the guild—a diplomatic officer can help to boost your reputation among other organizations on your server.
	Overly diplomatic officers may think any action that cuts off communications with another guild is "too hasty" and be averse to taking any decisive action. Meanwhile, your enemies can exploit diplomacy as a stalling tactic as they prepare an overwhelming assault. As the real world often demonstrates, diplomacy can only get you so far.

	Knowledgeable
	Knowledgeable officers should have a firm grasp on the fundamental mechanics of the game, geography of the world, and other information. MMOs today are so nuanced that no one can reasonably know everything, but officers should at least know where members can go to obtain reliable sources of information.
	Know-it-all officers may think they do know everything. They may use an arrogant or patronizing tone. Eventually, they could lose patience with all the "noobs" in the guild and finally decide that the guild just isn't good enough for them anymore. Then they'll leave for a guild of players perceived as peers—or stay but just stop trying to help.

	Literate
	Officers who are skilled in written communication are better able to explain your guild's rules and policies, resolve disputes by presenting coherent arguments, and win members over to a cause with persuasive writing. They earn respect from guild members and other players by expressing themselves clearly and carefully in an environment where verbal shortcuts and obscure slang too often prevail.
	Every guild has its grammar police who may occasionally correct someone's language or spelling. (I'm a copyeditor for my day job, so I'm certainly tempted to do so from time to time.) Too much grammar policing can make members reluctant to communicate with the officers.

	Mathematical
	Mathematically inclined officers can figure out how to optimize your characters and your team in order to win. Math is a huge component of MMOs. Succeeding in battles can sometimes boil down to statistics and probability in addition to teamwork.
	Officers who base all their decisions on the statistical likelihood of success, who ignore the intangible, skill-based components of MMO success, and who prefer characters with superior raw attributes over those played by more skillful members, are missing the point. Math can definitely take the fun out of an MMO.

	Humorous
	Humorous officers can keep people smiling, defuse a tense situation, and improve morale when times are tough. Everyone loves a good laugh.
	Humorous officers can sometimes take a joke too far. Their jokes can also be poorly phrased or misinterpreted. A playful insult can sound all too serious when it's just words on a monitor, especially when an officer is the one delivering the laughs at a member's expense.

	Enthusiastic
	Highly motivated, enthusiastic officers are a wonderful asset. They will volunteer for the tough jobs, encourage the guild to try harder against a tough challenge, and spend large amounts of time making everything about the guild better.
	Too much enthusiasm can lead to burnout. Burned-out officers may go on hiatus, give up their officer status, or even quit the game. The more time and energy officers sacrifice for the guild, the easier it is to feel like they are being taken for granted.




No single person is going to have all of these traits, but most good officers will have several, and not to excess. If you're considering a player for a promotion, you probably know them fairly well already. However, getting that promotion can sometimes change a player's in-game personality in subtle ways. Keep an eye on new officers for signs that they're shifting toward the "cons" side of the table.
As I've previously stated, never rush a promotion decision. If you can get by with a less than ideal number of officers, it's always better to take your time and promote the right person. Sometimes the person who deserves the promotion will be obvious. If it's not obvious, then take as much time as you need to evaluate the possible candidates. Talk to them one-on-one, whether in a casual conversation or as a "formal" interview. Consider asking them the following questions:
	Why do you want to be an officer? (Or: Would you be interested in an officer position and why?)

	What do you like about the guild?

	What existing policy would you change if you could?

	Do you have any suggestions for improving the guild?

	Is there any particular role you'd like to take on?

	Is there any point in the next six months when you will have to reduce your playtime drastically?



The last question has the potential to delve too deeply into their personal affairs, so assure them that they need not reveal real-life information if they don't feel comfortable doing so. Make it clear, however, that you don't want to promote someone who will soon be unavailable to play the game for long stretches of time, whether they're heading overseas on military duty or about to get married. You'll just be back to square one sooner than you planned.
You could create an officer application, similar to a guild membership application, for the candidates to submit. However, I find that process a bit too impersonal for this type of decision. You want to make sure, above all, that you can talk to and work together with this person.
Unfortunately, the members you select may not always want the job. Sometimes the best officers are reluctant to take the position, either because they're too humble and don't feel like they deserve it, or because they take the responsibilities seriously and aren't certain they can live up to expectations. Such players may need some encouragement from you and other members before they decide to take the plunge.
If your candidates truly don't want to be officers, though, pressuring them into the position won't do much good in the long run—for them, for you, or for the guild. Such players are likely to shy away from duties, log in far less often, leave the guild, or even quit the game in order to resign from the position without causing drama.


Officer Roles



Unfortunately, truly great officers are few and far between. Sometimes you have to settle for someone less motivated, but who is still willing to help in some way. Most guilds have a mix of great and mediocre officers. When this is the case, you eventually wind up with a problem: All of your motivated officers are doing all the work, and the rest of your officers are just skating along, content to let others labor so they can enjoy the benefits of their status without putting in the effort.
The guild can survive just fine this way for a long time. However, sooner or later those officers who make everything happen will get tired of being the only ones lifting a finger. It's not fair to them (or yourself) to let this circumstance go on forever. You have to push your slackers to pitch in.
The best way to get all of your officers involved is to assign each of them one or several areas of responsibility. Below are the key areas for every type of guild, and which player personality classes are generally best suited for them (see Chapter 4 for PPC descriptions). Since common terms for many of these roles simply don't exist yet, I've taken the liberty of naming them.
The stress rating goes from 1 to 5, with the most stressful roles receiving a 5 rating.
Recruiter



	Stress Rating: 2
	Best Player Personality Classes: Bard, Priest

Every guild that's looking to expand needs a recruiter. This role can involve creating and maintaining your guild's membership application, finding players who want to join, reviewing player-submitted applications, and, sometimes, interviewing recruits. In some guilds, the recruiter is the sole authority for membership acceptance. In others, the recruiter only makes recommendations to the other officers, who vote or come to some type of consensus about an app. Often, the recruiter will also track new members during their initiation periods and then approve them as full members (or not). It's usually the recruiter's job to spread the word about the guild and find players interested in joining your organization. Therefore, a good recruiter can showcase your guild's strengths and engage other players without coming across as pushy or desperate.

Communications Officer



	Stress Rating: 1
	Best Player Personality Classes: Bard, Jester, Priest

Communication is such an essential part of running a guild that it's useful to dedicate an officer entirely to this role. After all, if the crew of the Enterprise needs one, then we probably do, too! This officer ensures the timely delivery of information about scheduling, policy changes, promotions, guild firsts, events, alliances, and so on. The communications officer, or comm, can also maintain both the voice chat server and website, although some guilds have a separate webmaster who handles the technical side of running the site. Communication is of course a two-way street, so this officer will also take requests and suggestions from members up the chain of command. A good comm officer writes and speaks well, isn't shy, and has a flair for a dramatic unveiling or inspiring announcement.

Raid Leader



	Stress Rating: 5
	Best Player Personality Classes: Black Knight, Sensei, Scholar

In Chapter 5, I discussed the many rigorous duties of a raid leader. For a PvE raiding guild, this role is often the most important. A bad raid leader can sink your entire organization in just a few weeks, while a good one can usher in an era of glory, wealth, and fame. Guilds that run more than two raids per week are better served by having multiple raid leaders, rather than laying the burden on one person's shoulders. It's not a great situation if you have to cancel runs just because your only RL can't attend. Raid leaders need to have thick skin, confidence, patience, and excellent game knowledge.
The player in this role may not always be an officer, but I find that it is easier to do the job when you have the authority of the officer rank. I've heard of too many situations where non-officer raid leaders felt helpless to fix bad raiding situations. They couldn't exercise enough control over members' preparation and performance, and their officers were unwilling to help them. If your raid leader isn't an officer, listen to her concerns and suggestions carefully. She deals with more stress and sensitive situations than many actual officers, so take her requests seriously.

Loot Master



	Stress Rating: 4
	Best Player Personality Classes: Sensei, White Knight

A loot master develops, tracks, and enforces the guild's loot distribution system, usually in conjunction with the raid leader(s). Other officers should be involved in deciding which system to use, but the loot master should be the one who makes sure all of the necessary details are seen to. These details could include assigning point values to items, implementing a loot-tracking add-on, maintaining a list or spreadsheet, explaining the system to members, and gathering feedback from them about ways to improve it. The loot master must be both trustworthy and utterly incorruptible.

Banker



	Stress Rating: 2
	Best Player Personality Classes: Spymaster, Vagabond (Hustler spec)

Like the loot master, a banker must be an officer you can trust without question. A banker handles all of the guild's material and liquid assets, including real estate, vehicles, items, and cash. The banker will organize these assets, oversee their fair distribution and use according to guild policies, sell off or buy assets to take advantage of economic fluctuations, and report on the results of such. A banker must be an officer who is detail-oriented and good with numbers. A hint of entrepreneurship never hurts—a good banker should be able to find new opportunities for investment and profit. As long as your banker doesn't break the game's code of conduct, you'll benefit from her savvy.

Disciplinarian



	Stress Rating: 3
	Best Player Personality Classes: Black Knight, Scholar, Spymaster

A disciplinarian tracks violations of the guild's policies, which could include guild chat protocols, attendance issues, and ethical standards. In some cases, this role also includes doling out the appropriate punishments, whether that means banning a player from guild events for a limited time or removal from the roster. Since violations are rarely cut and dry, this officer should be deft at cutting through a tangled web of half-truths to figure out what really happened. As the ultimate authority, and the officer most likely to know the policies inside and out, the guild leader often makes the best disciplinarian.

Drama Squasher



	Stress Rating: 5
	Best Player Personality Classes: Jester, Priest

The drama squasher (DS) is the officer who steps in when members of the guild are having a dispute. If it's a silly argument, it's the job of the DS to point that out and end it as quickly as possible. If legitimate grievances have been raised, then the DS takes steps to resolve the conflict, using the methods described in Chapter 4. A drama squasher should be a good listener, a diplomatic and charismatic person who can calm anger and soothe hurt feelings.

Field Commander



	Stress Rating: 5
	Best Player Personality Classes: Black Knight, Sensei, White Knight

Depending on whether your guild or your guild's MMO is focused primarily on PvP, this role could be the most significant or simply an ancillary job. PvP-focused guilds will want field commanders who are master tacticians, who know not just the lay of the land, but the capabilities of everyone under their command. Commanders must be tough and forceful enough to get their troops to follow orders, cool under pressure, and quick to adapt to changing circumstances. In a PvE-focused guild, this officer is usually just the one who's most interested in the PvP side of your MMO.

Master Storyteller



	Stress Rating: 4
	Best Player Personality Classes: Bard, Jester, Scholar

If you're leading a roleplaying guild, then your master storyteller is the heart and soul of your community. The officer in this role will come up with compelling stories for your roleplaying members to play out, as well as fun and interesting roleplaying events for guild members to enjoy. On a roleplaying server, an excellent master storyteller is the key to keeping and adding members. This officer must be creative, witty, and outgoing.
Depending on your guild's goals or the way that MMOs develop over the next few years, your guild may need additional officer roles. You can either assign these roles or ask for volunteers. Assigning them ensures that, as far as you can tell, you've got the best person for each job. The drawback is that someone might not like the job that they're assigned. If you ask officers to volunteer, more of your officers will be happy with their assignment, but not everyone will be. And you may not get the best person for each role, so you might need to reassign roles later.
In a volunteer system, make sure the roles are taken on a first-come, first-served basis. Otherwise, you'll never hear from your unmotivated officers. You still might not hear from them, but at least there will be a consequence—they'll get the role(s) that no one else wants. After serving as the drama squasher for half a year, they might be more eager to pick something the next time you have to shake up the responsibilities.
Once all of your officers have tasks, check in with them from time to time. Make sure they all have the resources they need to get the job done. Don't be afraid to get your hands dirty and pitch in when someone needs help.
As you can tell from the diverse stress ratings, some of these roles are more intense than others. At least every six months, give your officers a chance to switch roles. The best time to do this is when an officer is leaving or you're adding a new one.
The danger in assigning roles is that officers may just quit if they really hate their role, so make sure no role is so awful that it breaks your officers. Assigning multiple officers to the most difficult roles can help ease the burden on individuals.
Your officers should not neglect their tasks, but you should always remember that they are volunteers. Don't push them too hard. It's always better to offer help before you chew them out for slacking. If they've been slacking, your offer may motivate them. If they're just overwhelmed, they'll take you up on your offer of help. Besides, doing a job yourself for a while can be beneficial. You'll find out which area of your guild needs improvement and you'll be more aware of the day-to-day challenges your officers face.


Officer Discipline



In the spring of 2009, I formed a group of our best raiders to tackle a new zone. Spots on the team were limited and highly prized. Even so, we couldn't take everyone every night. It was great for me, since I had the pick of the litter as the raid leader of this team. For those who didn't quite make the cut, it was sometimes frustrating.
One of the people who made the cut was an officer. He knew how to maximize his damage output, and had outstanding awareness and great problem-solving skills. He was exactly the type of player I wanted at my side when we took on new bosses. But after taking him on a few runs, his attitude became a problem.
While the other team members were on our raiding characters and waiting at the entrance of the zone to begin our night's work, my officer would be on an alternate character, making money for himself or doing some other task. One night, another officer asked him to switch over to his raiding character. "Everyone else is here, ready to go," my other officer told him. "Why can't you be here, too?" He countered that he could switch characters in a blink. He missed the point. If everyone did what he was doing, we could never form the raid group in the first place.
Despite being the last to show up at the entrance, he was often unprepared, too. He regularly asked me to craft him some consumables at the last minute. When I wasn't around, he didn't have what he needed to do the best job possible.
To make matters worse, he raided in an "altered state"—and was sometimes vocal about his condition. His performance never seemed to be affected, but it rubbed some of the other members on the team the wrong way. We were all spending a lot of time to tackle tough new content and we wanted all of our teammates at the top of their game, because nothing less would allow us to succeed. My officer was not only setting a poor example, he was also giving everyone the impression that he wasn't fully committed to the raid.
I didn't chastise him about any of these issues as they cropped up. He had been a raid leader before, and he still led the occasional raid for us, so he knew exactly what was expected. And I knew he knew that. I thought he'd get more organized in the future and tone down his behavior. I knew he was having a rough time at work lately and was going through a stressful move, too. In short, I made excuses for him—I gave him special treatment.
In the meantime, morale on the team suffered. Team members saw a double standard. They were admonished if they showed up late or unprepared, while this officer would not be admonished for the same behavior—at least, never publicly. And the worst was that he had consistently been the latest and least prepared for weeks, while other, non-officer team members were sitting on the bench, waiting for their turn.
Finally, it got ugly. This officer died from an obvious and avoidable attack. He made the mistake of blaming it on his altered condition. He was just joking, or so he said, but the other team members were not amused. Several of them came to me afterward and said they would not raid with him anymore. At that point, it was impossible to justify taking him to future raids.
Because I had given this officer special treatment, he expected it. He bent the rules. He wasn't working as hard as other people. He responded with attitude when he was asked to do what others on the team were already doing to help the raid leaders.
When I told him I had to remove him from the team, he had a very hard time dealing with my decision. In a way, it was unfair to remove him at that point. I hadn't given him much warning. But it was clear that the team would fall apart if I didn't. I blamed myself for the situation. If I had been holding this officer up to the same standards as everyone else, the entire problem could have been avoided.
Despite my mistakes, the episode had a happy ending. The removal set my officer straight. He was eventually brought back to the team, and he was a model raider all around. Still, I could have avoided all the grief if I had handled things differently.
In some cases, as I've learned, you have to discipline an officer the same way that you would any other member. When it's an issue like raid preparation, no one can be exempt from those rules, regardless of rank. Any policy that all members are expected to follow should mean just that, or dissension will result. And this discipline must be public, so no one can say that anyone is above the rules of the guild.
It's difficult to discipline people who have helped the guild so much in the past. Many of them are not just high-ranking guild members, but also people you have come to respect and admire. Many of them, even though you may not have met them in real life, are friends. When you find yourself hesitating, just remember that they are the ones who are putting you in this position. They know the rules and the policies better than anyone, and yet they have chosen to ignore or circumvent them.
Remember: Everything your officers do reflects on you and your guild. If they are bullying members, treating people outside the guild with disrespect, or embezzling materials from the guild bank, then you are complicit in these actions until you put a stop to it. Some officers may be model members in your presence, but complete jerks when you're not online. Don't dismiss complaints about them, particularly if you hear about more than one incident. You can remain skeptical, but seek proof.
Very often, a word from you is enough to set an officer straight. These players should know what constitutes acceptable behavior and what doesn't. Just finding out that you are aware of their unacceptable behavior can be all the impetus they need to change it.
Occasionally, it won't be so easy. They may resist. They may say one thing to your face and do another. You may have no choice but to demote them to a regular member or kick them out of the guild altogether.
In extreme situations, individual officers or groups of officers may make a grab for power by threatening to leave the guild and to take as many members with them as they can. Here is where being a fair and effective guild leader pays off. They can only make such threats if your members feel like this other officer would do a better job leading a guild than you. If you've done your job well, you should have nothing to worry about. Officers who make threats like this should be removed from the guild. Even if you lose a few members to that former officer, you'll be better off. Clearly, their loyalty was questionable.

Burnout



In the world of MMOs, everyone burns out on their favorite game eventually. Perhaps you play it too much and get bored, you fall too far behind everyone else and get frustrated, or you find yourself in a bad social situation and it isn't fun to log in anymore.
Officers are just like other players; they face these same burnout factors. But they have a whole slew of other potential factors on top of that. They're under pressure to make the guild a good one, so they put in extra time and effort, both to improve the guild and their own characters. They face competition for members from other guilds and other games. Despite their best efforts, there will always be members who leave or just gradually stop playing. The officers have to find new members to replace those who are gone.
Officers handle unpleasant situations both inside and outside the guild—players who feel cheated, slighted, ignored, and overburdened. In larger guilds, someone is always unhappy about something. Officers field questions and concerns, and listen to suggestions. The sheer amount of communication can be overwhelming. Sometimes I'll log in after being absent from the game for a day or two, and five different people will have something they need to tell me—a phenomenon referred to as tell hell.
Officers run events and raids and contests, safeguard the guild's property, manage loot systems, and moderate websites and chat servers. The list of tasks never seems to get any smaller.
Just as guilds are the backbone of MMO communities, officers are the backbone of a guild, and sometimes that backbone can break. It's important to recognize the symptoms of officer burnout, since you, as the guild leader, are often the only person capable of making a change that can help an officer in this situation.
Of course, some officers are very vocal about their burnout. They'll let you know how they feel and they'll take matters into their own hands by taking a break from the game. The ones who push onward despite their symptoms are the ones who can burn themselves out permanently, and those are the ones you need to watch out for most carefully.
	Officer Burnout Symptoms:
		Abandons common game behaviors or rituals

	Wants to play solo more frequently

	Spends a lot of time on another server or on a "secret" character

	Shows indifference or apathy toward the game or the guild

	Seems abnormally short-tempered or frustrated

	Gives up on guild duties, or asks someone else to take over

	Makes excuses to skip guild functions, or shows up anyway but always sounds tired






If you suspect that officers may be reaching a breaking point, have a conversation about it. Make sure they don't feel overwhelmed by their duties. Sometimes, unknown to you, members can all latch on to the same officer to solve all their problems. Some officers may feel like the guild will fall apart if they take a break for a week or two. It's your job to convince them that it won't. Although all officers are an important part of the guild's community, no one should have to feel like the entire guild's existence depends on him or her logging in every single day. If that's really the case, then your guild has bigger problems!
Some officers may not want to take a break, even after admitting that the stress is affecting them. You may have to be stern. You can even forcibly take over some of the tasks an officer normally performs. Unfortunately, there's no way to stop people if they really want to keep logging in. You can't exactly ban their game accounts or take their Internet access away. Sometimes, people just have to reach a real breaking point before they'll stop.
At the same time, you should also look for these symptoms in yourself. I've heard from plenty of guild leaders who got so burned out that they had to take long breaks, or even stop playing forever. They eventually made the right decision, but their guilds would have been better off, in most cases, if they'd prevented themselves from burning out like that in the first place.
Many guilds that have to replace their top leaders do not function well during this transition. Sometimes the person who takes over as guild leader completely changes the nature and atmosphere of the guild. It can be a significant adjustment for your members, and not everyone will want to adjust. In some cases, these guilds fail to survive. In others, all but a handful of members leave, and the guild becomes something entirely different than what it was founded to be.
Rather than letting that happen, give yourself guild vacations. Schedule them in advance, just like you would at a job. Make sure that someone can cover for you during your absence, or put the whole guild on a vacation. Many guilds take a week off now and then, typically during the summer or around holidays, to recharge everyone's batteries and regroup. During your vacation, find other ways to spend your time than playing your guild's MMO. Resist the temptation to log in and check on things. You could find yourself getting dragged into drama that puts you right back into burnout mode.

Chapter 9. The Long Term



No one has gathered the statistics yet, so it's difficult to judge how long the typical guild survives. If I had to make an educated guess, I'd say that the majority of new guilds last less than six months across the board. So many factors can lead to the death of a guild: bad leadership, selfish members, unchecked drama, lazy raiders, PvP defeats, rude roleplayers, ninja looters, unfair policies, personality clashes . . . the list goes on and on. Most of these problems manifest themselves early—and if the officers don't take steps to identify and fix the early issues, the guild will quickly wither and die.
Most of this book has been dedicated to guiding you through the early stages of guild establishment and to keeping you in business while you build up your community. You've set up your organization, you've managed difficulties, squashed drama, and created a solid membership base. In the fast-paced world of MMOs, you should consider your endeavor a success if your guild is still going strong after a year or longer. You've beaten the odds, and I'm sure you've learned quite a few valuable lessons by this point that will serve you well down the road.
Once you've settled into the role and firmly established your organization, it's time to start thinking about new dimensions of guild leadership. This chapter will deal with long-term issues that guilds face, including maintaining morale through good decision making and in-game events, building a reputation on your server, and surviving a massive, guild-crushing argument.
Morale



Every good coach, CEO, and military commander understands the importance of morale. Whatever their task, unhappy or downtrodden people do not perform at their best. Subpar performance often leads to failure and further discouragement. Low morale is difficult but not impossible to overcome. On the other hand, high morale boosts overall confidence and contentment. It comes from success, stability, and solidarity. Morale-driven success often leads to further success. When times are tough, high morale can carry you through and help your team to overcome incredible obstacles.
The table on the next few pages shows various events and circumstances that can affect your guild's morale. It also explains how you can minimize the damage of a morale loss or maximize the impact of a morale gain.
Stable, drama-free guilds don't often experience large swings in morale. That's the ideal situation for members and officers alike. In these situations, morale is high and stays high. When setbacks occur, the morale of the guild is much quicker to recover.
Table 9-1. Morale Events
	Morale Losses
	Morale Gains

	Losing Members
	Adding Members

	Losing members to competing guilds is a sign that your guild is having trouble meeting your members' needs. The members who remain may question whether they should also leave.
	Adding quality members is the sign of a guild that is rising toward a bright future. If other solid players want to join the organization, then it must be a desirable guild.

	Minimize the Damage: Unveil plans detailing how you will step up recruiting efforts to replace the lost members.
	Maximize the Impact: Introduce the new additions to the guild with a forum post. Talk about why they are a good fit for your guild.

	Losing an Officer
	Promoting an Officer

	Losing members to a rival guild is bad, but losing an officer to one is even worse. Officers know exactly what's happening within the guild. They know the guild's prospects of achieving upcoming goals. By leaving, they're giving every member a very loud, very clear vote of no confidence.
	Promoting an officer sends a signal that the guild has so many members and/or so much going on that additional officers are needed to manage all the required tasks.

	Minimize the Damage: If an officer is happy with the guild, but is leaving for other reasons, make sure those reasons are communicated to the members (unless the officer wants them kept secret). If the officer is unhappy with the guild, explain why the guild wasn't a good fit for him or her and replace that officer quickly.
	Maximize the Impact: Tell your members:

	Why it was necessary to add another officer

	What exceptional qualities led to that player's promotion

	Why this player is a good fit for the guild

	What tasks the player will be undertaking





	Canceling Activities
	Holding Successful Activities

	Players often have to set aside time out of their real-life schedules to attend guild activities such as raids, PvP battles, or roleplaying sessions. If you have to cancel the activity due to lack of attendance, that usually means you don't have enough members or your activities aren't enough fun. Once you cancel, members are less likely to set aside the time to attend in the future. That puts even more activities at risk.
	Successful activities are the driving force behind positive guild morale. Why join a guild in the first place if you can't work together as a team to have a good time? Most players don't join guilds just so they can chat with other people while they go off by themselves to do solo quests. Your activities feed directly into your guild's server presence, recruiting efforts, and overall member satisfaction.

	Minimize the Damage: Don't try to cover it up. Be honest about what happened and why the activity was canceled. Explain the steps the officers will take to avoid this outcome in the future.
	Maximize the Impact: Be sure to provide regular status updates on guild activities. Thank and acknowledge the players and/or officers who help to make the activities a success.

	Stalling in Raid Progression
	Advancing in Raid Progression

	Some bosses are so difficult to beat that they are called guild killers. World of Warcraft's original incarnation of the Four Horsemen encounter is possibly the most famous example. Someday you may find your progression stalled for weeks at a time by a particularly tough boss. Frustration will mount, blame will be tossed around, and morale will plummet.
	Once you finally kill that boss that was giving you so much trouble, morale will skyrocket. Doubters will be shamed; believers will be vindicated. All members will feel, at least until the next boss that just won't die, that the guild can eventually overcome any obstacle.

	Minimize the Damage: Don't give in to frustration. If the officers act frustrated, your players will follow suit. Soon enough, members will be snapping at each other and pointing fingers. Instead, keep a positive attitude. Emphasize what's being done right and give constructive criticism on what can be done better.
	Maximize the Impact: Celebrate your guild's achievement! Identify members who made a special effort to get the job done. Take a screenshot of the guild's first kill and post it on your own forums. Then let the whole server know that your guild is making progress by posting news of your kill on the realm forums.

	Losing PvP Objectives
	Gaining PvP Objectives

	Control of fortresses, cities, space stations, or other territory is often pivotal in PvP-oriented MMOs. Losing such bases of operation can deal a hefty blow to morale, particularly if the odds of recovery seem low. Your guild will look weak to both its members and to other guilds. If those other guilds smell blood in the water, they may gang up to take even more of your assets. Morale will continue to weaken.
	Taking control of assets or locations from your enemies can provide a large morale boost. Your members will be flying high after a bold maneuver to achieve victory despite long odds or an overwhelming assault that showcases your organization's brute strength. Additional infrastructure generally means more wealth and opportunities for everyone, so morale will continue to climb.

	Minimize the Damage: If possible, seek a quick, easy victory elsewhere. Regroup and make strategic adjustments. Brainstorm with your guild about how to improve your defensive capabilities the next time you're facing an invading force.
	Maximize the Impact: Divide up the spoils of your conquest fairly. Leverage your victory into a fruitful alliance with another guild or build on your guild's momentum to achieve further gains.

	Changing Policies for the Wrong Reasons
	Changing Policies for the Right Reasons

	Imagine a guild where the officers think that their loot system is too generous to regular members, so they decide to change to a system that allows officers to earn more loot. Biased decisions like this are crushing to morale. Guild members will not trust the officers to make fair decisions in the future.They will feel powerless to stop this new policy, and they will assume that the guild is only going to get worse for regular members later.
	If a loot system favors the officers too much, and you move to fix that drawback, doing so will improve morale. Members will see that the officers are actively trying to help the guild succeed, and that they're not afraid to admit when they've made a mistake. Policy adjustments are often necessary as an MMO evolves. Members will have faith that the officers will take the necessary steps in the future, even if such steps are detrimental to the officers themselves.

	Changing Policies for the Wrong Reasons
	Changing Policies for the Right Reasons

	Minimize the Damage: Don't change the rules for selfish or lazy reasons, or you'll just have to accept the accompanying morale loss.
	Maximize the Impact: Make sure your members understand exactly why you changed the policy. Remind them that you're always willing to make changes to improve the guild.

	Ignoring Members
	Communicating with Members

	If your members feel like their concerns aren't being addressed or that the officers genuinely don't care about them, then morale will gradually leak away. This situation often crops up when the officers have their own clique. When only those in the clique matter, everyone else will feel marginalized. Their morale will suffer as a result.
	Simply listening to members, regardless of what action you take as a result of the conversation, shows that the officers care about them on some level. Following through by trying to help them or taking their suggestions to the other officers is even better. Even if most of the officers don't see things their way, it's important for members to feel like their ideas and opinions are taken into consideration.

	Minimize the Damage: Apologize and start communicating. Talk more in guild-wide channels and less in officer channels.
	Maximize the Impact: Make sure all members know that the officers are available to them to help with any issue or listen to concerns.

	Drama
	No Drama

	All drama hurts morale. Resolving drama may provide a small morale increase. The events will leave a sour taste for most members, however, and they'll fear another outbreak. They may even feel anxious that someone will pull them into drama personally. If they feel that the guild's policies are the cause of the drama, morale will take a particularly heavy hit. When drama is frequent, its impact on morale will be more severe every time it flares up.
	A drama-free guild tends toward high morale. When players don't have to worry about drama, they can relax and enjoy the game. They can focus on teamwork rather than individual needs, and that in turn will help your guild to accomplish its goals.

	Minimize the Damage: Be aggressive in rooting out and dealing with drama. You may lose members this way, but you're more likely to lose the members that cause the drama. Letting drama slide usually results in losing the members that don't cause drama.
	Maximize the Impact: Keep it that way!






In-Game Events



A great way to boost morale and have some fun with your guild is to host in-game events. An event can be a competition, a themed party, a massive assault, or anything else you can dream up. It can involve only guild members if you want to keep it small or intimate. If you're also trying to recruit or to increase your guild's server presence, you can invite players from outside the guild.
Events can be risky. An event that fails due to lack of participation or disorganized planning can crush a fragile guild's morale. Instead of building teamwork or lightening the guild's mood, members will take it as a sign that no one cares about the guild. They will pin the disaster on the officers, in many cases justly so, and their faith in the guild's leadership will diminish.
Before you announce an event to your guild, make sure that you have the following things:
	A solid plan, including a time, date, and approximate length

	Sufficient resources to distribute meaningful prizes

	Fair rules for any competitions that will take place

	Enough volunteers among your officers or members to manage the event



Planning



Choosing a time and date can be difficult. You don't want to cancel any regularly scheduled guild activities, such as raids or PvP nights, because some members would rather be doing the original activity. If you cancel the activity, they'll resent your event and may not attend out of spite or disappointment. Those regular activities are usually already scheduled during the times when most members are available. So you'll have to find another time when most of your members are able to log in. If you have to cancel a regular activity for unrelated reasons, that is a good time to fit in a special event. Otherwise, you may need to take a poll to find a good window.
The length of your event is another consideration. Your event should be short enough that players don't get sick of it, but long enough that players feel like it was worth it to attend. The duration for most one-time events should run between 45 and 90 minutes. A weekly event can be shorter. If your event is a competition, offer prizes that make sense compared to the time players spent to win them. Longer competitions should offer better prizes. When a player earns a top prize, it should be worth more money than could be earned doing other activities for the same amount of time.

Prizes



Prizes are essential for competitive events. The incentive should be substantial enough to draw people to the event without bankrupting your officers or your guild bank. The prizes should be useful to the vast majority of players. Cash prizes are fine since everyone can use cash. However, unless you're offering jaw-dropping sums, cash prizes don't often draw the same interest as a very rare item.
Anyone can make cash, but an item has mystique when it has a very low drop rate or can only be obtained through methods not available to a typical player. A piece of gear is usually not a great prize because only certain classes or specs can make use of it. Anyone else would just have to sell or trade it. Hard-to-obtain aesthetic or utilitarian prizes are best. Such prizes include vehicles or mounts, decorative clothing or disguises, rare dyes, pets, furniture or real estate, keys to exclusive areas, fast-travel items, and so on.
Some games offer such items for sale in exchange for real-world currency. These purchases are often called real money transactions (RMT) or microtransactions. You could consider such items for prizes if you or other members are willing to donate the funds. Just make sure the items in question can be transferred to other players before you attempt to hand them out.
If your competition includes non-member players, you could also offer them a chance to participate in guild activities, such as a raid where they would have a chance to win high-end gear. Such a prize only works if your guild has excellent raid progression compared to other guilds on your server. It's better to give away such a prize when you're trying to recruit, since players who are already in successful guilds will have no interest in participating.

Rules



The rules for your competition should be fair, enforceable, and appropriate. Developing fair rules can be difficult in a game with many different abilities. For example, an archery contest would be dominated by a class designed to use bows all the time while a footrace would be dominated by classes who can increase their run speed. Likewise, you don't want the outcome to be determined by how much currency a player spends. Player who have light wallets will be at a major disadvantage.
Depending on your MMO, some rules just can't be enforced. If you can't be sure that players won't use specific class abilities to their advantage, then set up balanced teams that all have the same advantages.
Appropriate rules don't discriminate against any particular player and don't carry a harsh penalty for failure. In some MMOs, risking your competitors' lives or livelihoods is a major disincentive to participate. In Darkfall, for example, other players can steal items from your defenseless corpse, so players would have to strip off their gear and empty their inventories before they'd risk dying in a competition. However, doing so makes them vulnerable if an enemy guild happens to crash the party! The consequences of the competition shouldn't cost players money, items, or territory.
Remember that your event is meant to be a fun, stress-free diversion. Not all events need to be cut-throat competitions, and not all events need to be competitive at all. Players deal with enough stress from tackling tough bosses or fending off teams of players. Whatever you're doing, don't put too much pressure on anyone to win. Don't require hours of preparation or study. Make your event more about doing something new and interesting as a guild.

Volunteers



To pull off a successful event, you'll need the help of multiple officers. Pull them into the planning stages so they can vet your rules, make suggestions, help you to gather prizes, and pitch in with the grunt work. If you don't have enough support from your officers, you could ask non-officer members to help you. However, keep in mind that, for competitive events, the people helping you run it can't participate. If you ask too many members to help, you'll have more referees than competitors.

Event Ideas



The possibilities for guild-hosted events in an MMO are endless. On the next few pages are a few ideas to help you brainstorm.
Competitive Events



	Scavenger Hunt
	Teams of players travel the world to gather a list of items. Prepare the list in secret prior to the event then hand it out just before the starting signal. Avoid items that are regularly gathered or sold by players. Good candidates are junk items that drop off certain enemies, joke items sold by NPC vendors, or items that a player can craft. The list could also include unknown items that players have to obtain by locating a hidden officer who will trade them to the teams. In the case of the latter, give clues as to this officer's whereabouts. Use a non-guild character, if necessary, so that members can't use the guild interface to see where this officer is. Set a time limit so the hunt doesn't drag on forever. You can allow teams to split up or, if it's enforceable, make them stay together. Make sure all teams have equal access to fast-travel abilities. The team that returns to the judging location under the time limit with the most items is the winner.

	Naked Death Race
	Players create Level 1 characters, strip them naked, and race to the finish line through extremely dangerous areas. Choose a starting line and a finish line, but don't announce the exact finish line until the race is about to begin. The race should take them through areas with higher-level enemies or hostile players. Make sure all your competitors are flagged for PvP. For extra chaos, let the referees fight any outside players that attack the racers. Players should expect to die many times before they reach the end, so this type of contest is only appropriate for MMOs in which recovery from death isn't terribly punishing or time-consuming. The advantage of this competition is that players of any level can participate.

	Dungeon Speed Runs
	Spice up some boring old content by competing in a speed run. Form teams and attack a well-worn dungeon to see who can kill the last boss fastest. In a close race, players can use time-stamped screen shots of their combat logs to help determine the winner.

	Splat
	Players throw their characters off a very tall building or land mass to see who can land closest to a target. The best target is your own character's body, since you can be sure that it's possible to jump and land in that spot. Set up the event by jumping off the site with your own character. The site should be high enough that all players die on impact. Do this ahead of time so no one can see exactly how or from where you jumped. Depending on the number of contestants, you can give each player multiple attempts. Flight and slow-fall abilities must be banned. Whoever goes splat closest to your corpse is the winner!




Party Ideas



	Costume Party
	If your MMO has a great variety of clothing, you can host an in-game costume party. See who can come up with the most clever combinations. You can turn this event into a contest by judging the best costumes in different categories.

	Roleplaying Night
	If your guild doesn't normally roleplay your characters, it can be fun to try an informal roleplaying session. Set some ground rules prior to the evening to make sure no one shows up with an inappropriate character idea or backstory. Create an RP reason for your guild's characters to gather on that occasion. Give them a mystery to solve or a quest to accomplish.

	Screenshot Party
	Want a spectacular screenshot for your website's front page? Turn the occasion into a party. With your guild's help, set up an unusual visual display to capture for posterity. You can give out uniforms to create a consolidated look. Look into items that give a temporary appearance change, such as making characters much bigger or smaller than normal. Bring fireworks or use player abilities with impressive effects. Spell out your guild name with vehicles or campfires. Take suggestions from members for ideas.




Server Events



	Lead a Multi-guild Operation
	Sometimes a target is so heavily fortified that a mere 50 players can't get the job done. When the only way to win is with overwhelming numerical superiority, reach out to other guilds for backup. You provide the planning, the transportation, and the voice-chat server. They provide the muscle.

	Host a Craft Fair
	Not all MMOs have an auction house where everyone can see every item on sale. If your MMO's economy is based on individual shops or traders, invite players to show off their specialized goods in a weekly crafting fair. Promote the event and provide incentives for people to attend, such as giving away free prizes. If you own property in the game world, host the event there. If you're on a PvP server, offer to handle security for the gathering so that players from different factions can feel safe.

	Found a Religious Order
	Not everything in an MMO is as cut and dry as faction allegiance. What if there were a new force, a voice offering a new path? Create a new religion for your game world based on existing lore and begin recruiting players from all sides. Your recruits should wear distinctive clothing, bear a sigil, or use a secret gesture to indicate their new loyalties. Require them to swear an oath of nonviolence toward all others who share their faith. Roleplayers will appreciate a new layer of complexity for their characters. PvP players will enjoy unexpected twists to their interactions with enemies. Your organization can be a force for good, helping those who ask for your aid, or an evil cult, forcibly converting the nonbelievers.






Ethics and Server Reputation



Hosting successful events can go a long way toward increasing your guild's server presence. Note, however, that presence is a neutral term. It implies neither a favorable nor unfavorable attitude toward your guild. It just means that other players are aware of you.
The other aspect of a guild's notoriety on a server is your reputation. Reputation is more than just awareness. It's one thing for other guilds and other players to know that you exist; what they think of you is entirely another matter.
The Reputation Graph



Reputation has two aspects: perception and power. These aspects form the axes of the Reputation Graph. The horizontal scale indicates whether players on your server perceive you favorably or unfavorably. The vertical scale indicates how much power you hold on your server. The graph isn't meant to be used for exact measurement. Rather, it's a mental tool to help you picture where your guild is right now—and where you want it to be.
[image: The Reputation Graph]

Each of the graph's four quadrants is the domain of a particular type of guild. A guild with a good reputation and a large server impact is a highly successful, highly ethical guild. I've dubbed this type of guild an Angelic Kingdom. Its graph extends up to show its high power score and to the right for its high favor score.
If a guild climbs to the top and doesn't care who it steps on along the way, its power score will be high, but its favor score will be low. Thus, its graph extends upward and to the left. I call this type of guild a Demonic Empire.
What I refer to as a Benevolent Society isn't interested in being one of the server's top guilds, but the server community enjoys its quirky humor, helpful nature, sense of fair play, or other qualities. Its graph extends down to represent a low power score but to the right to reflect its high favor score.
Finally, a guild that has managed to both fail miserably and annoy the entire server doing so is what I call a Jerks and Losers Club. Its graph isn't pretty: It extends downward for its low power score and to the left for its low favor score. The other guild types are all justifiable in certain contexts, but this one is never okay. Don't be a Jerks and Losers Club.

The Favor Scale



Let's look at each axis of the graph in more detail. The favor scale is closely tied to courtesy and ethical behavior. Courtesy as a concept requires no explanation. However, ethics in an MMO are subjective. Whatever the community perceives as ethical is ethical, and whatever they perceive as unethical is unethical. Typically, what determines this perception is whether the game itself encourages the behavior or not.
Some MMOs, like Darkfall or EVE Online, reward what in real life would be unethical behavior, such as betraying a friendly organization for personal gain. However, those actions are perceived by the player base as ethical more often than not, because they are part of the political nature of the social environment. Guilds that engage in such tactics aren't always looked upon unfavorably. Players may be less likely to trust them in the future, but they see the benefit of that guild's course of action. They recognize that the game itself encourages such situations, and so they are reluctant to condemn a guild for it. For the purpose of this topic, I'll refer to these types of games as soft-ethics games.
When a game features soft ethics, unethical behavior falls chiefly into two narrow categories. The first is social behavior expressly forbidden by the game's terms of service, such as harassment. The second category is circumventing game rules through illegal software or some other type of outside cheating. Most other behavior is considered fair practice. Loyalty is often highly prized in such games, but only because betrayal is so common. In a game like this, luring another guild into a trap so you can kill its members and take their stuff is par for the course.
In hard-ethics games, server ethics are more closely tied to real-world ethics. Here, cooperation within a faction is always rewarded and dissension within a faction gains nothing. Stealing from, lying to, or cheating guilds and players in your own faction will quickly earn your guild a bad rep. Players judge these actions as unethical, since the game does not encourage you to act this way. Most MMOs on the market today, including Lord of the Rings Online, Aion, Warhammer Online, and World of Warcraft, fall into this category.
The following table shows what types of actions earn favor or disfavor in a hard-ethics game. These actions directly affect your guild's place on the favor scale.
Table 9-2. Favorable and Unfavorable Behavior in a Hard-Ethics MMO
	Favorable Actions
	Unfavorable Actions

	Treating other guilds/players with respect
	Harassing or harshly criticizing guilds/players

	Accomplishing goals without trampling weaker guilds/players
	Using guilds/players to get ahead and then discarding them

	Forming and honoring strategic alliances
	Causing server drama

	Trading fairly
	Strong-arming market prices with monopolies or trusts

	Recruiting fairly
	Poaching

	Dealing with guilds/players honestly
	Backstabbing or deceiving guilds/players

	Sharing knowledge
	Selling or hoarding knowledge

	Honoring the software's Terms of Use and End User License Agreement
	Using outside software to circumvent restrictions and/or exploiting bugs for personal gain





The Power Scale



On the vertical axis of the Reputation Graph, your power score is directly related to how your guild's actions affect all aspects of your server's world. A new guild or an ineffective guild wields very little power, so it finds itself near the bottom of the axis. A guild with a low power score will be considered irrelevant by many players on the server. Guilds that score high on the power scale are respected by their allies and feared by their enemies. They might occupy vast territories or control entire sectors of the server's economy. They could be the bleeding-edge raiding guilds that have earned access to the most difficult bosses. They could be elite PvP guilds that always seem to come out on top when the stakes are highest.
Not all guilds are meant to wield a powerful influence over their servers, and many have no interest in doing so. There's no shame in being an ethical, well-liked guild that's content to ignore server politics. Personally, I have more respect for this type of guild than a highly successful guild that has no respect for other players. In many ways, it's harder to be the ethical guild.

Changing Your Reputation



Your guild can fall anywhere on the Reputation Graph. Less important than where you are right now is where you want to be.
If you want to create a favorable perception, encourage your members to be polite and courteous to other players. Hold events for the community. Welcome players outside your guild to participate in guild activities. Share your guild's wealth. Offer training or protection. Seek and adhere to alliances. Apologize if you lose your temper or make a mistake.
If you want to become more powerful, you need to step up your game. Train your members to be masters of their class, highly aware in combat situations, and strategically savvy. Increase your economic influence by working hard to increase your assets. Wheel and deal aggressively, and keep an eye out for new opportunities. Exploit your enemies' weaknesses. Go forth and conquer. Show mercy only when you can gain from it.
Some people aren't comfortable with what it takes to become a powerful guild. Before you take your members along for the ride, make sure they understand what you intend. If they don't support your plan, you will have a difficult time achieving your goals. In that case, consider other options.


The Big One



So far, we've covered how to boost and maintain morale, plan and host events, and monitor and improve your guild's reputation. There's one other major concern that you will encounter if your guild manages to survive longer than average: the Big One. The Big One is the ultimate drama detonation. You either solve this crisis or your guild explodes around you and you're left with smoking rubble. There's a reason why guilds collapse at the average time, and the Big One is frequently the culprit.
I described my own personal Big One in Chapter 4, when "Tarra" and her cadre of drama-mongering players became such a burden on our PvE efforts that the entire guild nearly fell to pieces. I did not handle my own Big One very well. I could have avoided it completely. And when it happened, I could have ended it much more quickly, preventing days and days of grief for my officers and other members. I was fortunate that my guild survived.
In this section, I'll tell you how these Big Ones typically go down so that you can avoid them if at all possible. Then I'll explain how to manage them better than I did if you find yourself embroiled in one.
Origins



A Big One is the result of two irreconcilable philosophies within a guild. These different philosophies could involve gameplay preferences, loot, recruitment, personal effort (the hardcore/casual divide), goals, ethics/reputation, or any other aspect of guild policy. If one or two members disagree with the way the guild is run, they'll eventually quit. No permanent harm is done. Instead, a Big One requires involvement from the core of your guild. It could stem from two groups of officers who are at odds, a clash between officers and members, or a split down the middle involving both officers and other members.
The specific differences themselves aren't as important as recognizing that they exist. To find the origins of a Big One, look for consistent conflict over one or two issues. If there's always an argument in your officers' forum over taking in a new recruit, that could be a Big One waiting to happen. If a large group of raiding members never seems happy with your raid leader's style or the way loot is distributed, that could become a Big One, too. Drama flares up from time to time over many issues within a guild. The key is to recognize a pattern with the issue at stake and the members or officers who are involved.
Personality conflicts can also lead to a Big One, but generally these conflicts go hand in hand with a larger policy issue. Few guilds are destroyed by tasteless jokes alone!
The Big One: Most Frequent Causes
The Big One is the high-stakes, guild-shattering drama that many long-lived guilds must either endure or succumb to. Here are the most common issues at the heart of a Big One. (These issues are often based on members' subjective perceptions, rather than an objective view of circumstances.)
	Incompetent or lazy leadership

	Unfair or unreasonable loot distribution

	Unethical behavior or refusal to participate in unethical behavior

	Too much or not enough recruiting, or recruiting the wrong players

	Too much emphasis on PvE or PvP

	Leadership expects too much (or doesn't expect enough) individual effort from players

	Disagreement over spending guild resources or acquiring assets

	Unclear goals, pointless goals, or unrealistic goals





Solutions



If you think you have a Big One forming, it's always better to address it rather than to hope it will resolve itself without your involvement. Ignoring the issue is what allows Big Ones to happen. The tension and discord build until one side or the other can't take it anymore. Then they unleash a Category-5 drama hurricane that can engulf your entire guild.
An officer once wrote me for advice, sensing a possible Big One in the works, after his guild leader had reversed the fundamental policies of the guild. Founded on the principle that having fun is paramount, the guild was a casual haven that also participated in raiding. To prepare for an upcoming raid dungeon, the guild leader had instituted new policies that favored stat optimization rather than personal preference. The GL also banned displays of affection among partners during raids, calling it a "distraction." The new policies led to new attitudes within the guild. Some dedicated raiders in the guild enjoyed the new policies. They began to ridicule the guild's poor performers. Other members were reaching the point where they didn't want to raid anymore, because it just wasn't fun. Based on the officer's description, I could see how the two sides of this issue were coming to a head. A monumental clash was practically inevitable.
Once you've recognized the warning signs of your own Big One, you need to act. The first step is to speak with the people who are most often in disagreement. Try to understand both sides of the issue. Ask each side what it would accept in compromise and what it wouldn't. Based on these conversations, try to craft an agreement that both sides can accept. In the example above, the GL could offer to ease his restrictions on displays of affection and crack down on rudeness if the members agree to optimize their characters for raiding.
Sometimes it's not possible to reach a compromise. Sometimes the differences run so deep, and the philosophies are so fundamentally opposed, that the two sides can't possibly come to any agreement. Don't despair—by figuring this out, you are already ahead of the game.
Three possible solutions are available to you. First, you can convince one group or the other to accept the issue as it stands. The group doesn't have to like it, but it does have to stop fighting it and causing drama over it. In some cases, particularly if that group is very happy with the guild overall, it can agree to this. It's not a compromise, since one side has won and one side has lost.
The second solution is similar: You can reverse the existing guild policy in favor of the dissenting side. For this solution to work, the other side must accept the new policy without further complaint.
The first two solutions are very difficult to push through. It's rare that one side of a conflict can accept the other side's total victory. Some players will probably leave either way, but hopefully you can get through this ugly chapter in your guild's history without losing too many members.
The third solution is more realistic, but far more devastating. When all other options have been exhausted, you may have no choice but to excise one group or another from your guild in the interest of greater harmony. Doing so can seriously hamper your guild's goals. It will also cause a great deal of short-term drama. However, when the alternative is not having a guild at all, you can't afford to do anything else.
At this point, as the guild leader, you must choose a side. This decision could be the most important one you ever make in your position, so choose carefully. Consider the players who are likely to leave and the players who are likely to remain. Which group would you rather play with? Which group is less likely to cause drama in the future? Which group has done more for the guild over time? Which group will be more successful at achieving your guild's goals? Examine the ethical issue at stake. Does one side of the argument make you uncomfortable? Do you have qualms about enacting one set of policies?
Once you've made your choice, clearly explain it to the guild at large. Emphasize that the decision is final and not open for discussion, and that this is the way the guild will move forward. Let it be known that anyone who doesn't like this direction should accept it or leave.
This solution will be painful. If you fail to carry it out, however, you risk losing the players that you value most. You may find yourself in a guild of players whom you don't particularly like, agree with, or expect help from. This is the worst-case scenario, and it's pretty grim. I was lucky with my Big One. The players I didn't want in the guild anymore took it upon themselves to leave. But the players I respected most could have just as easily done the same, leaving me to lead a guild that was poisoned by careless and disrespectful players. Even though you're losing a large portion of your member base either way, at least when it's on your terms you have more control over who goes and who stays.
Once it's all over, you will be left with players who, to a lesser or greater extent, agree with and enjoy the guild and its policies. You are far less likely to encounter another Big One in your guild, particularly if you carefully recruit future players to suit your guild's methods and goals.


Chapter 10. IRL: Dealing with Reality



If you've played MMOs for any length of time, you know the acronym IRL and its strange relationship with MMO gamers. IRL stands for "in real life." It gets tossed around quite a bit in statements like, "I'm 24 years old IRL," "What do you do IRL?" or "Problem IRL, gotta go." The implication is that the online world is somehow completely separate from real life. For some people, it may be comforting to believe that this is the case. Role-playing aside, however, it just isn't true.
This chapter should help you to deal with the reality beyond the game itself, as well as how to set up and organize fun and safe real-world guild events.
Online Gaming Is Real



Although the characters you play are confined to a computer game, you cannot isolate the game and separate it from your real life. The friendships you make in the game are real friendships. Just because you can't see people or shake their hands doesn't make your friendship with them any less authentic than the ones you make at school or work or in your neighborhood. Despite anecdotal evidence to the contrary, online interaction is human interaction.
The biggest cause of grief and drama in MMOs is the belief some players hold that online life is a fantasy world without any real consequences. You must never act that way. As a guild leader, you must always remember that there are real people behind the characters onscreen. They have their own emotional issues and problems to deal with in their lives, just like everyone else. Those things don't always leak into their game personas, but they are there nonetheless.
Many players invest a great deal of time in developing the social network of their characters, and a guild is often a big part of that. The longer people play characters and the longer they belong to the same guild, the more they grow to depend on their in-game friends for advice and support. Kicking a longtime member out of a guild can be a very big deal to that person, since you are essentially severing his or her social circle.
Furthermore, the time people spend in MMOs is real time. They could be spending time with loved ones, doing homework, working on their house, or enjoying any of a thousand different types of entertainment. They've chosen to spend that time in your guild. Be considerate of their time and do your best not to waste it.


Life Is More Important



In my World of Warcraft guild, we have an unofficial slogan: "RL > WoW." It basically means that what's going on in your real life is more important than what's happening in the game. We never begrudge members the opportunity to spend time with their families or friends, even if it means we have to cancel a raid. Most of our members have been able to strike a healthy balance. They have time to contribute to the guild without sacrificing their offline relationships.
Promoting this attitude doesn't mean we accept it when our members neglect the guild, or blow off other members, for frivolous reasons. It just means that we don't force them to choose between raiding and responsibilities.
Guild leaders can often be quite demanding, by necessity, for the good of the guild. But there are lines we should never cross. A guild should be a group of friends, but it can never be a complete substitute for offline friends. A guild can be like a family, but it can never provide the same things as someone's actual offline family. By asking players to ignore the other people in their lives, you're putting them in an unfair situation.
However, if your policies are reasonable, some people just have to accept that they do not have enough time in their lives to contribute to the guild in a meaningful way. You may need to help them recognize that. You can talk to them frankly about what you need from them, and they will have to evaluate whether they can meet these expectations. Parents, students facing important tests, and people who work multiple jobs often fall into this dilemma.
Just as your guild can affect someone in his or her offline life, for good or bad, life outside the game can affect your guild. Unrelated emotional situations can feed in-game drama. Financial issues, military service, natural disasters, and personal tragedies can all take people away from the game for extended periods. My members have faced all of these at one time or another, so don't assume they'll never happen. For most of these situations, you can't do much besides offer your support.
Health, emotional, domestic, and legal issues can all have an impact on your players. These situations are less clear cut than others. Sometimes, you can help a member who's dealing with these problems. In other cases, you should probably try not to get involved.

What You Can (Sometimes) Help With



When a member reaches out to you or another officer about an offline problem, many times, all we can do is lend an ear. Often, that's all the person wants—someone to vent to, or ask advice from. In rare cases, they want us to get involved in their lives in a more substantial way, or we may feel compelled to intervene. You must be very careful in these situations.
It's a terrible thing to say, but you can't always trust what a member is telling you. Some people use the anonymity of the Internet to make up elaborate lies about themselves and their situations. Even if you believe them, remember that you're only getting their side of the story. How you react depends on how well you know the member, but any action you take can have serious consequences.
Substance Abuse



Substance abuse is one of the easier problems for a guild leader to identify, especially if the member talks openly about her use of alcohol or drugs. A member who consistently shows up to activities and events in an altered state may have a problem. You don't have much control over her life, but you can speak to her about the issue.
If you believe a member is abusing alcohol or drugs frequently and she agrees that it may be a problem, you can recommend that she speak with friends, family members, teachers, or other adults in her life about seeking help. If not, all you can do is prohibit her from attending guild functions unless she is sober. It probably won't do much to solve the issue, but you can at least reinforce that her behavior has negative repercussions.
Other circumstances such as doctor-prescribed medication, lack of sleep, or allergies can have similar effects to alcohol or drugs. Don't be too quick to judge someone based solely upon behavior. If what's happening affects a member's performance, ask about it. Your player has every right to refuse to answer. Ultimately, it's up to you to decide whether you can risk taking that member to raids, PvP battles, or other guild activities.

Computer Game Addiction



Computer game addiction is a controversial topic. It is the act of playing computer games obsessively to the point that personal responsibilities and out-of-game relationships are ignored. Some experts claim that it exists, while others remain skeptical. I believe that a person can become addicted to anything.
One of my former officers struggled with computer game addiction for a long time. We never really knew the extent of how much he played, because he was playing on different servers as well as ours. He told us at one point that he was cutting back his play time drastically, and I'm sure he meant it then. A few months later, however, we found out he had been playing just as much in another friend's guild on another server. Fortunately, the story has a happy ending: After a severe, life-threatening car accident, he realized what he had been giving up in his life while he played the game. That was enough to convince him to quit MMOs completely and spend more time with his family.
Some players cannot strike the right balance. If you think a player in your guild is becoming too immersed in your MMO and ignoring his personal obligations, you can speak to him about it. Make sure he understands that the guild will survive if he has to take a few days off now and then. If the person is an officer, you might decrease his duties.
How can you tell if someone is playing too compulsively? Perhaps he plays all night long even though you know he has a full-time job, or he's recently lost his job but is making no effort to look for a new one. Maybe his spouse has approached you and complained that the member routinely neglects the household chores in order to play the game, or the member mentions to other players that a spouse is complaining about the game being more important than their marriage. The same could apply to a parent complaining about a child (or vice versa), or a student who neglects homework or skips school to play the game.
Some officers might be tempted to kick someone with this addiction out of the guild in an effort to make him quit the game. However, as with any true addict who will find another source to feed the addiction, your guild member will just find another guild, or another server, or another game. Such an individual will not quit until he is ready, until he wants to quit. If you keep him in the guild, you can monitor his game time more closely, and encourage him to scale back.
Avoid conversing with the addicted individual about gaming when possible. Consider using his real name instead of his character name, and ask him how he's doing in school or if he's done anything fun with his family recently. Talk about things you've done outside the game that were enjoyable or fulfilling. Try to emphasize the importance of his offline obligations without coming across as overbearing or meddlesome. Try to encourage him to connect with his life outside of the game.

Depression and Mental Illness



In December 2008, a 17-year-old Ohio resident told a World of Warcraft game master that he wanted to kill himself because the game was the only thing he had to live for. He wasn't really suicidal—he was just trying to scare the GM into doing him a favor. Instead, the concerned GM contacted the police. The police charged the teenager with a misdemeanor for making false threats. Now he faces a court date.
Not all such threats are idle or made in jest. As a guild leader, you can occasionally find yourself dealing with people who suffer from severe depression or other forms of mental illness. If you don't know a guild member personally, you can't be sure what kinds of mental health issues she might be facing. She could be bipolar or schizophrenic. She could be undiagnosed and unaware of her own condition. She could know about it, but go unmedicated or untreated. If a member seems unstable or depressed, you should take any threat of suicide very seriously.
Dealing with a depressive player isn't easy. You may be tempted to judge her or lecture her, but the best thing you can do at that moment is to listen and be supportive. Try not to express shock or anger. Rather, show interest in her problems and offer alternatives to suicide. Encourage her to speak with other people she cares about before she makes any decision.
You can also recommend the following hotlines in the United States:
	National Suicide Prevention Hotline: 1.800.273.TALK

	National Hopeline Network: 1.800.SUICIDE



Despite your best efforts, she may express determination to go through with it. If you don't have her phone number or address, you can contact a game master. A GM can pull up the information in her account to locate her and send help. Don't tell the player that you've done so, though. Knowing the authorities are on their way might only scare her into taking action before someone can prevent it.
Obviously, that's a worst-case scenario. Many people with emotional or mental problems never reach that point, but such a player can still cause issues in your guild. She can create tension or hostility in your community, and ruin players' fun by vocalizing her depression in guild chat. In such cases, she is often simply looking for someone to listen to her. You can be that person if you feel comfortable, or you could ask another officer to speak with her. You can also inquire, as politely as possible, if she's seen a doctor recently. However, you must also be firm that you won't tolerate players picking fights for no reason or spamming guild chat with awkward personal messages.
If a member refuses to obey the rules, you might have to remove her from the guild. It's a sad situation when it reaches that point, but you can only help someone if she meets you halfway. When a member repeatedly causes disruptions despite the help and support of the officers, your only option is to kick her. You can still make yourself available to her if you want to be; you don't have to cut her off completely. However, for the good of your other members, you need to remove that member from the guild community.

Sexual Predators



I'm sure you've seen or heard about those television programs where journalists have trapped pedophiles by luring them with the possibility of sex with an underage child. Sexual predators are of course a very small minority, but they are out there. While the odds are low that you'll ever run into a sexual predator, you may have a member with this problem in your guild.
Children are vulnerable in an online environment. Everyone is a stranger without an obvious age or gender. As an officer, you will often have more knowledge of players' ages than an average member. If you have young teens and/or children in your guild, try to be aware of whom they spend time with. When two players spend all their time online together and ignore the remainder of the guild, a relationship could be developing. If one of the pair is under the age of consent, this online friendship could be a potential predator situation. This is particularly true if the older person in the pair actively discourages the younger person from interacting with other players.
Statutory rape and sexual assault are serious crimes. In the United States, if someone crosses a state line to assault someone he met online, it is a federal crime under the jurisdiction of the FBI!
If you suspect such a relationship, the best thing you can do is to alert the parents of the child. Without direct access to the parents, you can give the child your information and ask him or her to have the parents call or email you. Don't ask for the child's information—children should never give out personal information to anyone online, so that's certainly not behavior you want to encourage.
You can also confront the suspected adult directly, if you feel comfortable doing so. Don't put yourself in danger, though. If you think he might be violent and know how to find you. All you can do online is kick him out if you're fairly certain about what he's up to. Outside the game, you can also, as a last resort, contact the FBI.


What You Shouldn't Help With



All of the above issues are beyond the scope of what you can solve just by talking to someone online, but you can at least try to help. The following issues, however, should be approached with extreme caution if at all.
Relationship Problems



When a member comes to you for relationship advice, you can hear her out. Whatever you do, however, do not get involved. If you give advice based on one side of the story, and she follows through with it, anything could happen. If it all goes sideways, she may blame you for ending the relationship or destroying her marriage.
Trust me. You have enough problems running a guild. You don't need that kind of headache on top of it.
Wedded partners and other couples will sometimes game together. If both players are in your guild, you might find yourself getting dragged into their arguments. Don't let them do this to you. Make it clear that any problems they're having must be solved by them alone. If their arguments are having a negative effect on your guild, you can ban them from activities or remove them from guild chat until they manage to work things out.
Also, don't let this relationship skew your own behavior. Don't let someone get away with something that's against your policies just because you might offend his or her partner. Treating people differently based on factors like this just encourages others to flaunt the rules.

Family Problems



My general advice for this category is the same as above: Proceed with extreme caution. I know a few people who play with family members, and it's never been an issue. However, I'm sure it's not always perfectly fine for every guild.
A young woman once wrote me an email asking for advice. Her father had done something to make her very angry. He was a member of her former guild, and she wanted to know if she was justified in asking her former officers to kick her father out. I told her that I didn't feel comfortable getting involved. I should have stopped there, but I didn't. I went on to say that, since she no longer played on her father's server, she should probably just let it go—at least as far as his guild was concerned. I shouldn't have written even that. I had nothing to gain by it, and it wasn't my place to comment.
Likewise, members may come to you seeking advice about family situations that have nothing to do with the game. Let your level of comfort dictate your response. If it's a minor issue and you feel okay about giving them advice, you may consider it. Just remember that even a minor issue like how many hours a teen plays games online can be a big deal to a parent who's struggling to maintain discipline in the household. You don't want angry parents asking how you could dare to question their authority or their rules. After all, you wouldn't want them telling you how to run your guild, so give them the same respect.
If it's a more serious situation and you don't feel like it's appropriate to get involved, you can always recommend that the player seek out another family member or family friend. That's a much better way to go than diving head first into family drama. Guild drama is drama enough for anyone.

Criminal Confessions



It can be particularly disturbing when a member approaches you to confess a crime. Don't think it will never happen to you! I've experienced it once already, and it wasn't very pleasant. Of course, I had no way to know if the person was being serious or if anything she said had really happened, let alone the real context of the situation.
There's nothing you can really do when a player brings up a crime that she has committed. Tell her you don't want to hear about it if you think she is pulling a conversation in that direction. If the crime was serious enough, you can advise her to turn herself in to the authorities. You can also kick her out of your guild if you find yourself disgusted by her behavior. Beyond that, all you can hope for is that she is brought to justice by conventional means.
Of course, the rise of MMOs has ushered in new types of "crime": gold buying and paid leveling. While not technically a criminal act, such things can get players' accounts banned for life. That means their characters and all the loot and gear they've earned from all your guild raids and other activities will disappear forever.
Personally, I find it highly offensive when I hear about people using these services. It's lazy and it's risky. The player isn't just risking his or her account, but also the safety of my guild. Hackers often use these services to get a foothold into someone's account. They'll log in and plunder your guild bank, sell off all the character's gear, and generally wreak havoc.
The worst-case scenario is when an officer gets hacked this way. The hacker could gkick people haphazardly, sell or trade away critical guild resources, screw up your ranks and your settings, and cause all sorts of grief.
I recommend making it a guild policy that anyone caught buying gold or paying for a leveling service will be removed from the guild immediately.


Meeting Face to Face



Take a moment to picture the players in your guild that you only know as online characters or voices in your headset. You probably have mental images of them that are based purely on their online personality. One sure way to get to know these people better is to meet them in person.
Unless your members all live in the same area, guild gatherings are sort of like family reunions. Everyone knows each other, but you don't get to see each other often, so it's a special occasion. If you or another officer is hosting the event, you'll want to do everything you can to make sure everyone has a fun, safe time.
Why Meet Offline?



Bringing your members together outside the context of the game can be stressful, but also very rewarding. For one thing, it can be a highly memorable event, a shared experience that your guildmates can talk and reminisce about online. It can bring them closer together. Putting a human face on an in-game character helps players to feel more comfortable with each other. When you return to the online world, your members may understand each other in greater depth, have more patience with each other, and communicate better.
When you spend a great deal of time with people in a given setting, it can be revealing to meet them outside of that setting. If you've ever seen that formal co-worker let loose at a company party or a shy student come alive at a school dance, you've seen this principle at work. You may find yourself discovering sides of your online friends that you never could have imagined otherwise. This knowledge will be an invaluable aid as you resolve conflicts, promote officers, assign roles for an encounter, and so on.
Ideally, your guild will be stronger as a result of knowing each other personally. Your members will be more willing to help each other and less prone to drama. In many cases, they'll find that they have more in common than just the game, and that awareness will deepen their friendship.

Who, When, Where, and What?



Who: In the vast majority of cases, the best way to handle any kind of guild meet-up is to invite every single member. I once received an email from a nonofficer member of a guild who was upset that the officers had thrown a party without inviting him. Not only that, but they were deceptive about it. They had canceled a raid so they could attend the party, but they didn't mention that the party was the reason for the cancellation. When the uninvited members found out about it, they felt left out and lied to. I can hardly blame them.
The last thing you want is for a meet-up to cause guild drama. Invite all of your members, even if you know they live on the other side of the world and couldn't possibly make it. After all, if you wouldn't want to meet someone in person, why is he or she in your guild?
When: It doesn't particularly matter when you meet up, but you can take some factors into consideration. Will the weather make travel difficult? If your members are students, will school obligations interfere with their ability to attend? Are there any holidays around that time, so that people traveling long distances can make the trip more easily? Another factor could be a special occasion, such as a guild anniversary, birthday, convention, a gaming tournament, and so on.
Where: If you haven't met up before, treat the first meeting as a blind date: Meet somewhere public and safe. You never really know what your members are going to be like, and you don't want to find yourself in a bad situation when the first person that shows up to your house has a vendetta for denying him that epic weapon six months ago.
Restaurants, bars (for an older crowd), arcades, sporting events, concerts, and so on are all great places to meet up for the first time. They give you a chance to chat, eat, and possibly enjoy some entertainment. Afterward, if you feel comfortable with everyone there, you can invite them back to a private residence for more socializing.
If you've met all your guild members before, it should be okay to invite them to someone's home to begin with, and then perhaps head out somewhere else later.
What: For a first meet-up, forego any official guild business. Just let everyone get to know each other, relax, and enjoy themselves. Forget about the game and talk about other things, to remind everyone that there's more to life—and more to each other—than your MMO.
If you meet often, you could use the opportunity to discuss guild decisions, such as picking a new raid schedule or revising a loot system. You can also recognize members who have made outstanding contributions to the guild, or celebrate players' milestones. Don't make it all business, though. If you want people to keep coming, they've got to have some fun, too.

Meet-up Preparations



Whether you're raiding, PvPing, or partying, preparation is the key. Don't let your guild down by throwing the event together at the last minute.
Keep in mind that people may be traveling long distances to get there. You'll want an approximate head count well in advance, so use your guild's forums or other communication tools to find out who's coming. Figure out where people are coming from and if they'll need a place to stay. Make sure you can accommodate all of your players who need it before they make potentially expensive travel arrangements. If you can't, let them know they'll have to book rooms if they plan to stay the night.
Give good, clear directions to potential drivers; don't rely on Google or MapQuest to guide everyone. Those sites are right more often than not, but they can be wrong, too. Once when I used MapQuest, it told me to take a left, travel for half a mile, drive completely around a traffic circle, return to the intersection where I made the left, and continue on straight. In other words, it had me do all that instead of taking a right. Also, these directions never give landmarks, which can be invaluable when you're driving. Provide your phone number too, so people can call if they get lost.
Also, make sure that, between what you provide and what people plan to bring, you'll have enough food and beverages. If people are staying for a day or a weekend, have some substantial food on hand, not just snacks and desserts.
Once people arrive, don't rely on them to entertain themselves. Have some activities available to break the ice. If this is your first guild get-together, the situation can be a little uncomfortable at first. If you've only spoken with someone through typing or a voice-chat server, it can be disconcerting when you finally meet them. They may be quite different from the way you pictured them. Multiply this feeling by the number of people in attendance, and you've got the potential for some real awkwardness.
The best icebreakers are games. After all, we all play them online, so most of your attendees are sure to enjoy games in other formats. Board games, card games, and console video games (particularly those with a strong multiplayer component) all make good icebreakers. They get people interacting without worrying too much about generating spontaneous conversation topics. Once everyone has had the chance to hang out for a little bit, they'll feel more comfortable talking and mingling.
Don't assume that people who spend time in an MMO aren't interested in outdoor activities. If you have access to a beach or lake, a summer cabin, or even just a backyard, take advantage of it. If the weather cooperates, offer outdoor sports and games such as horseshoes, volleyball, badminton, bean bag toss, Frisbee, and so on.
Finally, and I find this to be absolutely critical, provide name tags. Encourage people to wear them and to write their main character's name on them in addition to their real name. Yes, it sounds like the dorkiest thing ever, but this works wonders. Think about people arriving at this party. Instead of walking into a roomful of strangers, seeing the name tags will remind them that these are the people they've had so much fun with online. They'll feel more comfortable and they won't have to remember who everyone is.

Safety Tips and Legal Concerns



As the host, you are responsible for everyone's safety. Don't let an accident (or an arrest) spoil the fun.
	Beware the wrath of the Flame Orb! It may be a cliché, but that doesn't mean it's never true: Some gamers aren't used to being in the sun all afternoon. Keep some sunscreen handy if you're planning outdoor activities. Excessive sweating, paleness, cramping, and dizziness are symptoms of heat exhaustion. If anyone exhibits these warning signs, get them out of the sun and cool them off. Seek medical attention if the symptoms grow worse or last for longer than an hour.

	Inquiring about food allergies ahead of time will help you to plan out a menu that's enjoyable for everyone.

	Unlike the food your character totes around, real food goes bad. Don't let perishable food sit at room temperature for longer than two hours. Dispose of any food that has sat on a counter or table for longer than this span of time.

	If you have access to a pool, lake, or other body of water, make sure an able swimmer monitors the area. Keep a cell phone by the pool to call an ambulance in an emergency.

	Examine lawns and picnic areas for poison ivy, poison oak, and nests of stinging insects. Use police tape or other markers to steer people away from hazards.

	Check local regulations before grilling or making a campfire. Many areas have strict regulations about fire. Keep an extinguisher nearby.

	If you plan to serve or allow alcohol, make sure everyone who's drinking is old enough to drink legally. Offer plenty of food so no one is drinking on an empty stomach. Don't allow anyone to drive home intoxicated—in some areas, you can be held accountable for a subsequent car accident.

	If you have a deck or balcony, especially an unsupported balcony, keep an eye on the amount of people occupying it at any given time. Ask people to come inside if too many people are out there.

	Raffles involving cash collections and cash prizes, as well as other types of gambling, are illegal in many areas. You can always give away prizes at random or for winning a contest of some kind—you just can't collect money from people for the opportunity to win.

	It goes without saying that a first-aid kit is important. That goes double if you plan to be outdoors or in an isolated area.



If you plan ahead, make the right decisions, and party responsibly, everyone can have a great, stress-free time.

After the Meet-up



You made the memories—now it's time to share them. If you have photos, post them on your guild's website. (Respect your players' privacy by posting them in an area restricted to guild members only.) Write about who was there, what you did, and how much fun everyone had. Thank members who brought food, beverages, prizes for games, or other supplies. Share anecdotes about the meet-up online. Players who didn't make it will see what they missed. Hopefully they'll show up for the next one!


Appendix A. A Look Ahead



As MMOs continue to evolve, so must we. It wasn't too long ago that a guild leader did little more than moderate a chat channel, invite and kick players, and perhaps organize some good old-fashioned ganking. The games have come a long way, and our role in them has grown increasingly more complex and sophisticated.
Developers these days tend to undervalue the contributions of guild leaders to the success of their games. They often provide the barest of support for guild functions in their user interface and even fewer options outside the game. I urge you to communicate our needs to game developers, because they don't seem to understand those needs very well today. Hopefully, with our help, future game-makers will include better guild-interface features and guild support.
It's impossible to predict the shape of MMOs next year, let alone ten years from now. One thing is certain: Our role will continue to be a vital one. Communities of all kinds, both online and off, need leaders. We must continue to improve and refine our techniques, learn new skills, and adapt to new situations.
The fate of future MMOs and their communities is in our hands. Let's do our part to make sure these online worlds are enjoyable, respectful environments. Someday, players younger than us will be at the reins—players who grew up with second- and third-generation MMOs. They'll look back on how we led our communities, and those experiences will guide them as they take on their own leadership roles. By setting a good example today, we can help the guild leaders of tomorrow.

Updates
Visit http://www.nostarch.com/guildleader.htm for updates, errata, and other information.
The Guild Leader's Handbook is set in Adobe Garamond Pro. It was printed and bound at Malloy Incorporated in Ann Arbor, Michigan. The paper is 55 lb. Glatfelter Offset B-18, which is certified by the Sustainable Forestry Initiative (SFI).
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