SALT RUN
Some can afford to opt out. Some can only run dark. Some can organize. The system collects either way.
SETUP
1. 3 Smugglers + 1 Harbormaster. Each draws a Character card.
1. Starting cash: Lucia $60 · Mira $40 · Davi $25 · Harbormaster $0.
1. Enforcement: 2 enforcers per round by default. Harbormaster can hire up to 2 more (cap 4).
1. Materials: Coast board, 12 Buyer cards (6 normal + 6 forced), Inspection Log, Festival Fund pile, ships, enforcers, festival piece, money.
THREE WAYS TO MOVE SALT
1. Run dark — $0. If an enforcer patrols your bay, lose $15.
1. Letter of Marque — $7. Any bay, full revenue, never seized, never crowded. Skip the Declare phase.
1. Festival contribution — any amount. If the table reaches $15, festival happens at a bay you choose; no enforcement there. If under $15, money goes to the Harbormaster.
HARBORMASTER'S OPTIONS
1. Default — 2 enforcers, paid by the Crown.
1. Part-time hire — $5/round. +1 enforcer for this round only. Paid from your revenue.
1. Full-time hire — $20 once. +1 enforcer for the rest of the game.
EACH ROUND
1. Method commit. Smugglers secretly choose run dark or Letter, face-down. Harbormaster announces hires (if any).
2. Reveal commitments. Letters flip up. Active enforcers for the round are now public.
3. Draw your buyer. Each Smuggler privately draws a Buyer card.
4. Festival pitch. Anyone may propose a festival. Smugglers contribute openly. Smugglers can transfer money to each other at any time. If the pile reaches $15, choose a bay openly. If short, the Harbormaster takes the money.
5. Declare. In rotating turn order, each Smuggler (not holding a Letter) states aloud which bay they'll land at. They can lie.
6. Port commit (blind). Smugglers secretly pick their actual bay. Harbormaster secretly assigns enforcers to bays. Enforcers cannot be assigned to a festival bay.
7. Reveal. All cards flip.
8. Resolve. Earn $10 if your bay is near your buyer, $5 if not. Letters always earn $10. If multiple Smugglers landed at the same bay, each divides their own revenue by the number of Smugglers there (rounded). Letters unaffected. If an enforcer patrolled your bay AND you ran dark, lose $15. Letters and festival bays immune. Log inspected bays.
WINNING
1. Smuggler: Most cash at the end of round 8. Game may continue to round 10 if the table agrees.
1. Harbormaster: Wins if total revenue ≥ $60 (Letters + seizures + failed festivals + bribes-for-services).
1. Both can win. Both can lose. Smugglers may go negative; final score includes debt.


SMUGGLER CHEAT SHEET
What you do, when you do it, what you earn.
YOUR GOAL
End the game with more cash than the other Smugglers. Survive the system however you can.
EACH ROUND, YOU DO THIS
1. Method Run dark (free), or pay $7 for a Letter.
2. Wait for reveal Other Smugglers' Letters and Harbormaster's hires become public.
3. Draw a Buyer Read it. Don't show. Notice if you have one bay or two.
4. Festival? If the system feels heavy, propose. Contribute. Persuade others. Or stay out.
5. Declare If you don't have a Letter, say aloud which bay you'll land at. Lie if it helps.
6. Commit your bay Place your ship secretly. Match your declaration or don't.
7. Reveal & resolve Calculate your revenue. Pay seizures. Track on your ledger.
WHAT YOU EARN
1. Bay near your buyer: $10 (or $10/N if crowded).
1. Bay not near your buyer: $5 (or $5/N if crowded).
1. Letter holder: $10 every round, no exceptions, never crowded, never seized.
1. Caught running dark: Pay $15 to the Harbormaster.
TACTICS WORTH KNOWING
1. Forced buyers: You have only one bay near you. Bribery via festival or running dark are your only options. Persuade the table to fund a festival there.
1. Crowding: If two Smugglers land at the same bay, each gets half. If three land there, each gets a third. Spread out unless coordinating.
1. Helping each other: You can transfer money to other Smugglers at any time. Loans, gifts, decoy fees. The Harbormaster gets no cut.
1. Reading the Inspection Log: The Harbormaster's past patrols are public. Patterns matter.
REMEMBER
Running dark is gambling alone. Letters are paying to opt out. Festivals are organizing with others. Most rounds, only some are possible for you. What's possible depends on your starting cash — and luck.
