
Lords of the Crimson Fleet 

A D&D 5th Edition Sky Pirate Campaign for Characters 

Level 6-10 

Campaign Background 

Following their success with the Celestial Compass, the party has earned their reputation as 

skilled sky sailors and formidable adventurers. Captain Zara Stormwind has offered them the 

opportunity of a lifetime: establish their own pirate fleet and claim territory in the lawless 

Crimson Reaches, a cluster of resource-rich sky islands where no nation holds sway and fortune 

favors the bold. 

But building a pirate empire is more than just raiding merchant vessels and hoarding treasure. 

The party must navigate the complex politics of pirate society, balance profit with principles, and 

defend their growing domain against rival captains, military forces, and ancient threats that lurk 

in the storm-shrouded depths of the Reaches. 

This is a campaign about power, responsibility, and the thin line between piracy and leadership. 

As the heroes build their fleet and establish their domain, they'll face increasingly difficult 

choices: Do they become the very tyrants they once fought against, or can they forge a new kind 

of pirate kingdom built on honor among thieves? 

Central Theme: The transformation from adventurers to leaders, exploring whether power 

corrupts or whether good people can create better systems even within traditionally villainous 

frameworks. 

Campaign Overview 

The Crimson Reaches: A collection of twelve major sky islands and dozens of smaller ones, 

rich in rare crystals, exotic goods, and strategic positions along major trade routes. Named for the 

red-tinged clouds that perpetually surround them, caused by iron-rich dust from the mining 

operations on several islands. 

The Power Vacuum: The previous ruler of the Reaches, the notorious Pirate King "Iron Jack" 

Stormcrow, was killed six months ago in a three-way battle between his fleet, the Royal Navy, 

and a dragon. His death has left the region in chaos, with various captains vying for control of his 

former territory and treasure. 

The Party's Opportunity: With the Celestial Compass giving them significant advantages in 

locating treasure and avoiding threats, the party is uniquely positioned to claim Iron Jack's 

legacy. But they're not the only ones with that ambition. 

Chapter 1: The Captain's Proposition 



Establishing the New Fleet 

Meeting with Captain Stormwind: The Windchaser floats at anchor beside Freeport's largest 

dock, her crew bustling with preparations for their next journey. Captain Stormwind stands at 

the bow, telescope in hand, surveying the dozen other ships preparing to depart for the Crimson 

Reaches. 

Stormwind's Offer: "You've proven yourselves as adventurers, but now I'm offering you 

something more—the chance to become legends. Iron Jack's death has left the Crimson Reaches 

wide open, and every pirate captain with ambition is sailing there to claim a piece. But you have 

advantages they don't: the Compass, your reputation, and most importantly, principles that 

might actually let you sleep at night." 

The Terms: 

• The party will command their own ship and crew as independent captains 

• Captain Stormwind will provide initial financing and political support 

• Any territory claimed belongs to the party, but they owe Stormwind a 10% share of all 

treasure for the first year 

• The party maintains the right to set their own moral code and rules of engagement 

Choosing Your Flagship: 

The Stormhawk (Fast Frigate): 

• AC 16, HP 300, Speed 8 mph (12 mph with wind) 

• Crew: 40, Armament: 8 cannons, 2 ballistae 

• Special: +2 to all navigation checks, advantage on initiative in ship combat 

• Best for: Hit-and-run tactics, exploration, treasure hunting 

The Iron Tide (Heavy Galleon): 

• AC 18, HP 450, Speed 5 mph (7 mph with wind) 

• Crew: 80, Armament: 16 cannons, 4 ballistae, 1 catapult 

• Special: Damage threshold 20, can ram for double damage 

• Best for: Direct confrontation, territorial defense, intimidation 

The Sky Dancer (Light Corvette): 

• AC 15, HP 200, Speed 10 mph (15 mph with wind) 

• Crew: 25, Armament: 4 cannons, 4 ballistae 

• Special: Can perform aerial maneuvers impossible for larger ships 

• Best for: Stealth operations, boarding actions, diplomatic missions 

Building Your Crew 



Core Officer Positions: 

First Mate (Party Member or NPC): 

• Handles day-to-day ship operations and crew discipline 

• Provides tactical advice during combat 

• Takes command when the captain is absent 

• Loyalty determines crew morale in crisis situations 

Navigator (Requires Navigation Expertise): 

• Plans routes through the dangerous Crimson Reaches 

• Predicts weather patterns and magical storms 

• Maintains charts and trade route intelligence 

• Critical for avoiding naval patrols and rival pirates 

Quartermaster (Manages Resources and Treasure): 

• Oversees distribution of loot and supplies 

• Negotiates with merchants and suppliers 

• Maintains crew discipline through fair treatment 

• Prevents mutiny by ensuring everyone gets their share 

Ship's Mage (Magical Operations): 

• Maintains magical ship systems and enchantments 

• Provides combat support and ship-to-ship magic 

• Handles communication with other vessels and ports 

• Essential for dealing with supernatural threats 

Master Gunner (Combat Specialist): 

• Commands artillery during ship-to-ship combat 

• Trains crew in weapons use and combat tactics 

• Maintains and upgrades ship's armaments 

• Plans boarding actions and defensive strategies 

Recruitment Challenges 

Finding Quality Crew: The party must recruit sailors, fighters, and specialists to fill their roster: 

Recruitment Locations: 

• Taverns in Freeport: Mix of experienced pirates and desperate beginners 

• Disbanded Naval Crews: Skilled but may have conflicting loyalties 

• Former Merchant Sailors: Experienced but not used to pirate life 



• Prisoner Exchange: Dangerous but potentially very skilled individuals 

Crew Morale Factors: 

• Pay and Shares: Fair distribution of treasure maintains loyalty 

• Success Rate: Victories boost morale, defeats cause desertions 

• Captain's Reputation: Honorable captains attract better crews 

• Working Conditions: Well-maintained ships and fair treatment matter 

• Shore Leave: Regular stops for rest and recreation prevent mutiny 

Chapter 2: The Crimson Reaches 

The Twelve Islands 

Redrock Stronghold (Iron Jack's Former Capital): A massive fortress built into a floating 

mountain of red stone, its walls bristling with cannons and its docks capable of housing an entire 

fleet. Currently contested by three rival pirate captains who each control different sections. 

Current Situation: 

• Captain "Bloody" Marcus Blackwater controls the upper fortress 

• Captain Elena "The Witch" Darkstorm holds the lower docks 

• Captain Tobias "Gold-tooth" Morrison commands the outer defenses 

• None have the strength to dislodge the others, creating a volatile stalemate 

Strategic Value: 

• Central location controlling major trade routes 

• Extensive fortifications and harbor facilities 

• Symbol of power that legitimizes rule over the Reaches 

• Hidden vaults containing Iron Jack's legendary treasure 

Crystal Gardens (Mining Operations): Floating islands where massive crystals grow like trees, 

harvested for their magical properties. The mining operations are run by enslaved workers 

under brutal overseers. 

Current Situation: 

• Controlled by the merchant consortium "Crimson Crystal Company" 

• Protected by hired mercenaries and automated crystal golems 

• Workers live in deplorable conditions and die frequently from magical exposure 

• Recent labor unrest has disrupted production schedules 

Moral Complexity: 

• Crystals are essential for sky ship operations and magical devices 



• Liberation of workers would disrupt the region's economy 

• Alternative labor arrangements could be more profitable long-term 

• Other pirate captains profit from the current slave labor system 

Stormhaven Market (Neutral Trading Post): The only officially neutral territory in the Reaches, 

where pirates, merchants, and even naval officers can trade under a flag of truce. Protected by 

ancient magical wards that prevent violence. 

Market Rules: 

• No weapons may be drawn within the harbor 

• All debts must be honored or trading privileges are revoked 

• Information is the most valuable commodity 

• Disputes are settled by the mysterious Harbor Master 

Strategic Importance: 

• Source of supplies, information, and crew recruitment 

• Diplomatic meeting ground for negotiations 

• Banking services for storing treasure securely 

• Neutral ground where enemies must coexist peacefully 

Regional Threats and Opportunities 

The Royal Navy Expeditionary Force: Admiral Victoria Goldwind has been tasked with 

establishing order in the Crimson Reaches and eliminating the pirate threat once and for all. 

Fleet Composition: 

• 1 Ship of the Line (HMS Sovereign) - Admiral's flagship 

• 3 Heavy Frigates - HMS Valiant, HMS Defiant, HMS Reliant 

• 6 Light Corvettes - Fast patrol and reconnaissance vessels 

• 2 Supply Ships - Logistics and repair capabilities 

Naval Strategy: 

• Establish permanent base on one of the outer islands 

• Control trade routes through superior firepower 

• Offer amnesty to pirates who surrender and join the Royal Navy 

• Coordinate with merchant interests to restore "legitimate" commerce 

The Merchant Princes Alliance: Wealthy trading companies that want to exploit the Reaches' 

resources without the chaos and unpredictability of pirate rule. 

Alliance Members: 



• Crimson Crystal Company: Mining operations and magical components 

• Skywind Trading: Luxury goods and exotic materials 

• Iron Mountain Consortium: Weapons, tools, and military supplies 

• Celestial Navigation Guild: Maps, charts, and transportation services 

Alliance Goals: 

• Establish "legitimate" government friendly to business interests 

• Eliminate piracy through economic pressure and hired security 

• Monopolize trade routes and resource extraction 

• Create stable, predictable business environment 

Ancient Guardians: The Crimson Reaches contain secrets predating human settlement, 

including dormant magical constructs and bound elementals that respond to large-scale conflicts. 

Guardian Types: 

• Storm Titans: Colossal air elementals that emerge during major aerial battles 

• Crystal Wardens: Constructs that protect sacred sites and magical resources 

• Sky Leviathans: Ancient creatures that hunt in the deep cloud layers 

• Void Stalkers: Aberrant beings drawn to areas of intense magical activity 

Chapter 3: Building Your Pirate Empire 

Territory Acquisition 

Claiming Your First Island: The party must choose their initial base of operations from 

available options: 

Skull Bay (Defensive Position): 

• Natural harbor protected by treacherous rocks and fog 

• Existing fortifications from previous pirate occupation 

• Limited resources but excellent defensive capabilities 

• Hidden caves perfect for storing treasure and supplies 

Requirements: Clear out current occupants (rival pirates or monsters) Challenges: Difficult 

navigation, limited expansion potential Benefits: Nearly impossible to assault successfully, 

multiple escape routes 

Merchant's Rest (Economic Hub): 

• Small trading port with established commercial infrastructure 

• Neutral reputation makes diplomatic relations easier 

• Steady income from port fees and trade taxes 

• Vulnerable to naval blockade or direct assault 



Requirements: Negotiate with current leadership or conquer peacefully Challenges: 

Maintaining neutrality while building pirate operations Benefits: Sustainable income, 

intelligence gathering, diplomatic options 

Thunderpeak (Strategic Stronghold): 

• Mountainous island with commanding views of surrounding area 

• Ancient ruins containing magical defenses and treasures 

• Controls key trade route chokepoint 

• Inhabited by dangerous creatures and unstable magical phenomena 

Requirements: Explore ruins, defeat guardians, establish control Challenges: Supernatural 

threats, unstable magical environment Benefits: Strategic position, magical resources, impressive 

reputation 

Fleet Expansion 

Acquiring Additional Ships: 

Purchase (Expensive but Legitimate): 

• Cost: 10,000-50,000 gp depending on ship type and condition 

• Sources: Shipyards in neutral ports, private sellers, estate auctions 

• Benefits: Clear ownership, customizable specifications, crew training included 

• Drawbacks: High cost, limited availability of quality vessels 

Capture (Traditional Pirate Method): 

• Target merchant vessels, rival pirates, or naval ships 

• Requires successful ship-to-ship combat and boarding actions 

• Benefits: Free acquisition, intimidation value, crew experience 

• Drawbacks: Moral implications, increased enemy attention, potential crew losses 

Salvage (Opportunistic Approach): 

• Recover damaged or abandoned vessels from battle sites 

• Requires repair expertise and significant investment in restoration 

• Benefits: Low initial cost, rare or unique ship types, historical significance 

• Drawbacks: Unknown condition, time-consuming repairs, potential cursed vessels 

Construction (Long-term Investment): 

• Commission custom vessels from friendly shipyards 

• Design ships specifically for intended roles and tactics 

• Benefits: Perfect specifications, crew familiarity, pride of ownership 

• Drawbacks: Massive cost, long construction time, reveals intentions to enemies 



Managing Your Fleet 

Ship Roles and Specialization: 

Flagship (Command and Control): 

• Captain's personal vessel and seat of power 

• Best armed and armored ship in the fleet 

• Houses command staff and elite crew 

• Symbol of authority and naval tradition 

Raiders (Fast Attack Vessels): 

• Designed for speed and hit-and-run tactics 

• Target merchant vessels and supply lines 

• Minimal armor but maximum mobility 

• Crew specialized in boarding actions and quick strikes 

Defenders (Heavy Combat Ships): 

• Protect territory and engage enemy fleets directly 

• Maximum armor and firepower for sustained combat 

• Slower but nearly impossible to sink 

• Crew trained in naval gunnery and fleet tactics 

Scouts (Intelligence and Reconnaissance): 

• Fast, stealthy vessels for gathering information 

• Extended range for exploration and patrol duties 

• Communication equipment for coordinating fleet operations 

• Crew selected for stealth and survival skills 

Chapter 4: The Politics of Piracy 

The Pirate Council 

Establishing Legitimacy: To be recognized as true lords of the Crimson Reaches, the party must 

navigate the complex politics of pirate society and gain acceptance from other captains. 

The Monthly Conclave: All pirate captains meet monthly at Stormhaven Market to: 

• Share information about naval movements and merchant schedules 

• Resolve territorial disputes and trade grievances 

• Coordinate responses to external threats 

• Vote on matters affecting all pirates in the region 



Political Factions: 

The Old Guard (Traditional Pirates): 

• Led by Captain "Iron Beard" Bartholomew Cross 

• Believes in the old ways: take what you want, trust no one 

• Opposes any form of organization or cooperation 

• Values individual freedom above collective benefit 

The Merchant Raiders (Business-Minded Pirates): 

• Led by Captain Sofia "The Calculator" Martinez 

• Treats piracy as a business requiring planning and investment 

• Supports organized territories and sustainable raiding practices 

• Willing to negotiate with legitimate authorities for mutual benefit 

The Freedom Fighters (Revolutionary Pirates): 

• Led by Captain Marcus "The Liberator" Stone 

• Views piracy as rebellion against oppressive government and corporate control 

• Focuses on attacking military and merchant targets that exploit common people 

• Supports establishment of independent pirate nation with democratic ideals 

Diplomatic Challenges 

Gaining Recognition: The party must prove their legitimacy through various means: 

Trial by Combat (Traditional Method): 

• Challenge established captain to single combat or fleet battle 

• Winner gains loser's territory, ships, and crew 

• Demonstrates strength but creates permanent enemies 

• Quick but dangerous path to recognition 

Wealth Display (Merchant Approach): 

• Demonstrate prosperity through lavish spending and gifts 

• Host grand celebrations and provide generous aid to other captains 

• Shows ability to generate sustainable income 

• Expensive but builds positive relationships 

Strategic Alliance (Political Method): 

• Form partnerships with existing power blocs 

• Provide mutual support in exchange for territorial recognition 

• Participate in joint operations against common enemies 



• Slower but creates network of allies and obligations 

Heroic Deed (Reputation Building): 

• Accomplish something that benefits all pirates in the region 

• Rescue captured crews, defeat major threat, or discover significant treasure 

• Earns respect and gratitude from pirate community 

• Unpredictable but can provide legendary status 

Managing Multiple Loyalties 

Crew Expectations: Pirates expect their captains to provide: 

• Profit: Regular income from successful raids and treasure recovery 

• Adventure: Exciting challenges and opportunities for glory 

• Freedom: Autonomy and respect for individual choices 

• Justice: Fair treatment and protection from abuse 

• Camaraderie: Strong bonds and shared purpose among crew members 

Allied Captains: Maintaining relationships with other pirate leaders requires: 

• Mutual Respect: Honoring agreements and territorial boundaries 

• Shared Benefits: Ensuring alliances profit all parties involved 

• Communication: Regular updates on activities and intentions 

• Support: Providing aid during conflicts with external enemies 

• Flexibility: Adapting to changing circumstances and new opportunities 

External Relations: Dealing with non-pirate factions involves: 

• Naval Forces: Avoiding unnecessary conflicts while maintaining independence 

• Merchant Interests: Balancing profitable relationships with raiding opportunities 

• Island Governments: Negotiating safe harbor and supply agreements 

• Ancient Powers: Respecting supernatural guardians and magical treaties 

Chapter 5: Major Campaign Events 

Event 1: The Redrock Siege 

The Opportunity: Intelligence reports that the three captains controlling Redrock Stronghold 

are planning to settle their dispute through a massive three-way battle. This creates an 

opportunity for an outside force to claim the fortress while they're focused on each other. 

Strategic Options: 

Direct Assault (High Risk, High Reward): 



• Attack during the three-way battle when defenses are divided 

• Requires superior firepower and precise timing 

• Success grants immediate control of the most important strategic position 

• Failure results in massive losses and powerful enemies 

Diplomatic Intervention (Moderate Risk, Political Reward): 

• Negotiate with one or more of the current occupants 

• Offer alliance in exchange for shared control 

• Requires extensive negotiation and ongoing political obligations 

• Success creates powerful allies but limits independent authority 

Infiltration and Sabotage (Low Risk, Tactical Reward): 

• Sneak agents into the fortress during the chaos 

• Disable defenses, steal treasure, or eliminate key leaders 

• Requires stealth expertise and detailed intelligence 

• Success weakens all three factions but doesn't grant immediate control 

The Siege Resolution: Regardless of approach, the party's actions during the Redrock crisis 

establish their reputation and determine their relationships with other major powers in the region. 

Event 2: The Crystal Mine Liberation 

The Moral Crisis: Reports from the Crystal Gardens reveal that working conditions have 

deteriorated to the point where dozens of workers die weekly. The Crimson Crystal Company 

has increased production quotas while reducing safety measures, essentially working people to 

death for profit. 

The Pirate Dilemma: 

• Economic Impact: Disrupting crystal production affects all sky ship operations 

• Moral Imperative: Allowing slavery contradicts heroic principles 

• Political Consequences: Other captains profit from cheap crystal supplies 

• Strategic Opportunity: Controlling crystal production provides enormous leverage 

Possible Approaches: 

Full Liberation (Heroic but Costly): 

• Free all workers and destroy the current mining infrastructure 

• Requires military assault on heavily defended facilities 

• Creates massive economic disruption affecting all factions 

• Establishes reputation as principled leaders but makes powerful enemies 

Reformed Management (Pragmatic Compromise): 



• Negotiate better working conditions while maintaining production 

• Replace brutal overseers with more humane management 

• Requires ongoing oversight and political maneuvering 

• Reduces suffering while maintaining economic stability 

Hostile Takeover (Business Approach): 

• Capture facilities and run them as pirate-controlled operations 

• Improve conditions to reasonable levels while maintaining profitability 

• Requires significant investment in infrastructure and management 

• Provides sustainable income but involves moral compromises 

Strategic Ignorance (Avoidance Strategy): 

• Focus on other objectives while ignoring the mine situation 

• Allows other factions to handle the crisis in their own ways 

• Avoids immediate costs and political complications 

• Maintains status quo but sacrifices moral authority 

Event 3: The Royal Navy Ultimatum 

The Naval Response: Admiral Goldwind arrives with her full fleet and issues an ultimatum to 

all pirate captains: surrender within 30 days and accept amnesty, or face complete military 

suppression. 

The Admiral's Terms: 

• Amnesty: Full pardon for past crimes in exchange for military service 

• Integration: Pirate crews join the Royal Navy as auxiliary forces 

• Legitimacy: Recognition as privateers with official letters of marque 

• Restrictions: Operations limited to approved targets and territories 

The Pirate Response: The pirate community is divided on how to respond: 

• Hardliners: Reject any negotiation and prepare for total war 

• Pragmatists: Consider the amnesty offer as preferable to annihilation 

• Opportunists: Plan to play all sides against each other for maximum benefit 

The Party's Choice: As rising leaders in the pirate community, the party's decision significantly 

influences the overall response: 

Accept Amnesty (Legitimate Authority): 

• Gain official recognition and legal protection 

• Access to naval resources and intelligence 

• Restricted to government-approved operations 



• Loss of independence and pirate identity 

Reject and Fight (Traditional Defiance): 

• Maintain complete freedom and pirate principles 

• Unite other captains against common enemy 

• Face overwhelming military superiority 

• Risk complete destruction of pirate way of life 

Negotiate Alternative (Creative Diplomacy): 

• Propose compromise solution benefiting all parties 

• Establish autonomous pirate territory with limited sovereignty 

• Requires complex negotiations with multiple stakeholders 

• Potential for unique solution if successfully executed 

Play Both Sides (Opportunistic Strategy): 

• Publicly support one side while secretly aiding the other 

• Gather intelligence and resources from multiple sources 

• Position for advantage regardless of conflict outcome 

• Risk exposure and betrayal by all parties involved 

Chapter 6: Advanced Fleet Operations 

Large-Scale Naval Combat 

Fleet Battle Mechanics: When commanding multiple ships in major engagements: 

Command Structure: 

• Admiral (Party Leader): Issues overall strategy and key tactical orders 

• Flag Captain: Commands the flagship and coordinated maneuvers 

• Squadron Leaders: Control groups of 3-5 ships with specific objectives 

• Individual Captains: Handle ship-to-ship combat and local decisions 

Battle Phases: 

1. Deployment: Position fleets and establish battle lines 

2. Maneuvering: Attempt to gain tactical advantage through positioning 

3. Engagement: Exchange fire and attempt to disable enemy vessels 

4. Boarding: Close combat between crews for ship capture 

5. Resolution: Victory, defeat, withdrawal, or continued engagement 

Victory Conditions: 



• Destruction: Sink or capture majority of enemy fleet 

• Withdrawal: Force enemy to retreat from contested area 

• Objective: Control specific territory or capture particular vessels 

• Negotiation: Achieve political goals through demonstration of power 

Territory Defense 

Island Fortifications: Establishing permanent defenses for controlled territories: 

Harbor Defenses: 

• Coastal Batteries: Shore-mounted cannons covering harbor approaches 

• Boom Chains: Underwater barriers preventing enemy access 

• Fire Ships: Prepared vessels for ramming and burning enemy fleets 

• Signal Towers: Communication systems for coordinating responses 

Land Fortifications: 

• Star Forts: Military installations controlling key terrain 

• Supply Depots: Protected storage for weapons, food, and materials 

• Troop Barracks: Housing for garrison forces and rapid response teams 

• Command Centers: Intelligence gathering and strategic planning facilities 

Magical Defenses: 

• Ward Stones: Magical barriers preventing scrying and teleportation 

• Elemental Bindings: Captured creatures providing area denial 

• Illusion Networks: False signals and phantom ships confusing enemies 

• Communication Crystals: Instant coordination between distant positions 

Economic Management 

Revenue Streams: Sustainable pirate operations require diverse income sources: 

Traditional Piracy: 

• Merchant Raiding: Attacking trade vessels for cargo and ransom 

• Tribute Collection: Regular payments from merchants for safe passage 

• Privateering: Government-sanctioned attacks on enemy shipping 

• Salvage Operations: Recovering valuable cargo from shipwrecks 

Territorial Control: 

• Port Fees: Charges for using harbor facilities and services 

• Trade Taxes: Percentage of value from goods passing through territory 

• Resource Extraction: Mining, fishing, and farming operations 



• Protection Services: Defending civilian populations for payment 

Criminal Enterprise: 

• Smuggling Operations: Moving illegal goods past government blockades 

• Black Market Trading: Dealing in restricted or stolen merchandise 

• Information Brokerage: Selling intelligence to various interested parties 

• Prisoner Exchange: Ransom and hostage negotiations 

Legitimate Business: 

• Shipping Services: Operating cargo vessels under pirate protection 

• Entertainment Venues: Taverns, gambling houses, and fighting pits 

• Crafting Operations: Shipbuilding, weapon smithing, and magical item creation 

• Banking Services: Secure storage and money lending operations 

Chapter 7: Character Development and Crew Advancement 

Leadership Progression 

From Adventurer to Admiral: As the campaign progresses, party members take on greater 

responsibilities: 

Personal Growth: 

• Command Experience: Learning to lead crews and make strategic decisions 

• Political Awareness: Understanding complex relationships between factions 

• Economic Knowledge: Managing resources and sustainable operations 

• Moral Development: Balancing principles with practical necessities 

Mechanical Benefits: 

• Inspiration Sources: Leadership successes provide inspiration to crew members 

• Fleet Bonuses: Personal reputation modifies ship and crew performance 

• Political Connections: Relationships with important NPCs provide campaign advantages 

• Resource Access: Higher status grants access to better equipment and information 

Advanced Crew Development 

Officer Advancement: Key crew members develop specialized abilities and personal storylines: 

First Mate Evolution: 

• Veteran Leader: Bonus to crew morale and combat effectiveness 

• Independent Command: Can lead separate operations and side missions 

• Political Connections: Develops relationships with other crews and factions 



• Personal Ambitions: May desire their own ship and territory 

Navigator Mastery: 

• Storm Reading: Predicts weather patterns with supernatural accuracy 

• Secret Routes: Discovers hidden passages and shortcuts through dangerous areas 

• Magical Navigation: Uses mystical techniques for impossible journeys 

• Intelligence Network: Contacts throughout region provide valuable information 

Quartermaster Authority: 

• Trade Negotiations: Handles complex business deals and resource management 

• Crew Satisfaction: Prevents mutiny through fair distribution and good treatment 

• Supply Networks: Establishes reliable sources for equipment and provisions 

• Financial Planning: Manages long-term investments and sustainable operations 

Faction Reputation System 

Reputation Tracks: The party's actions affect their standing with various groups: 

Pirate Community (Brotherhood of the Sea): 

• Respected: +2 to social interactions with pirate captains and crews 

• Legendary: Automatic success on recruiting experienced pirates 

• Feared: Enemies flee rather than fight, but fewer allies available 

Royal Navy (Crown and Country): 

• Wanted: Active bounty and pursuit by naval forces 

• Neutral: Professional respect but no active cooperation 

• Allied: Access to naval resources and intelligence sharing 

Merchant Interests (Gold and Commerce): 

• Enemy: Higher prices, reduced access to legal markets 

• Neutral: Standard business relationships and trade terms 

• Partner: Exclusive deals, insider information, political support 

Common People (Hearts and Minds): 

• Oppressor: Resistance movements, reduced cooperation, moral consequences 

• Neutral: Standard interactions, no special help or hindrance 

• Protector: Volunteer information, supplies, and support during conflicts 

Chapter 8: Campaign Conclusions 



Possible Campaign Endings 

The Pirate Kingdom (Expansion Victory): The party successfully unites the Crimson Reaches 

under their leadership, establishing the first true pirate nation with recognized sovereignty. 

Achievements: 

• Control majority of strategically important islands 

• Command fleet of 20+ vessels with 2000+ crew members 

• Recognition from major powers as legitimate government 

• Sustainable economy balancing piracy with legitimate trade 

Challenges: 

• Maintaining unity among diverse pirate factions 

• Defending territory against external military threats 

• Managing transition from raiding to governing 

• Balancing freedom with necessary order and law 

The Noble Pirates (Moral Victory): The party transforms piracy from simple banditry into a 

force for justice, protecting the weak and opposing tyrannical authority. 

Achievements: 

• Elimination of slavery and brutal exploitation in controlled territories 

• Protection of civilian populations from military and corporate abuse 

• Establishment of fair courts and democratic decision-making processes 

• Alliance with other freedom-fighting organizations across the realm 

Challenges: 

• Higher operational costs due to ethical constraints 

• Constant pressure from less scrupulous competitors 

• Complex moral decisions requiring careful consideration 

• Maintaining crew loyalty when profits are limited by principles 

The Sky Lords (Political Victory): The party leverages their military success into political 

recognition, gaining official status as autonomous rulers within the broader kingdom. 

Achievements: 

• Legal recognition of territorial claims and governing authority 

• Integration into broader political system while maintaining independence 

• Access to international trade and diplomatic relationships 

• Protection under national law while preserving local customs 



Challenges: 

• Balancing national loyalty with regional independence 

• Meeting obligations to higher authorities while serving local interests 

• Managing transition from outlaw to legitimate ruler 

• Maintaining support from crews who preferred outlaw status 

The Final Battle (Military Victory): The campaign concludes with a massive naval engagement 

that determines the future of the Crimson Reaches and the party's place in history. 

Epic Fleet Engagement: 

• Allied pirate fleet vs. Royal Navy expeditionary force 

• 50+ ships engaged in coordinated battle across multiple sky islands 

• Party members commanding different aspects of the engagement 

• Environmental hazards including storms, ancient guardians, and magical phenomena 

Victory Consequences: 

• Complete control of the Crimson Reaches and surrounding territories 

• Recognition as major naval power requiring diplomatic consideration 

• Legend status ensuring the crew's names survive in history 

• Foundation for even larger campaigns of expansion and exploration 

 

Campaign Credits 

• Design: Sky pirate empire-building campaign focusing on leadership, moral choices, and 

fleet management 

• Estimated Play Time: 20-30 hours across multiple sessions 

• Recommended Party Size: 4-6 characters 

• Level Range: 6-10 

DM's Notes: This campaign is about the transformation from adventurers to leaders, with 

emphasis on the moral complexities of power. The pirate theme allows exploration of freedom 

versus responsibility, individual desires versus collective needs, and the question of whether 

good people can create better systems even within traditionally villainous frameworks. 

Encourage players to think strategically about long-term consequences rather than just 

immediate gains, and provide meaningful choices that test their principles against practical 

necessities. The fleet management and territorial control elements should feel like natural 

extensions of character growth rather than burdensome bookkeeping. 

 


