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Inventory Variant Rules 
“I was told you were drunk, impertinent, and thor-

oughly debauched. You can imagine my disappoint-

ment at finding nothing but a browbeaten  

bookkeeper.”  

- Lady Olenna Tyrell 
 

This is an abstraction of the D&D 5e inventory system. 

While not simulationist, the idea is to make an inventory 

system that condenses the ridiculous amount of 

bookkeeping and allows the players to make real decisions 

about their resources 

These rules were written with 5e in mind; however, with a 

few minor adjustments they can fit most fantasy RPG 

systems. 

To start, there are two parts to your inventory, your 

personal inventory and your backpack. Both use slots to 

account for your gear.  

Your Personal Inventory 

“You can never have too many knives, his father had 

told him. Unless they're pointed at you, and by people 

who don't like you much.”  

- Logan Nine Fingers 
 

Your personal inventory is the gear that is considered 

easily accessible and on your person. Your personal 

inventory includes: 

 Armor, clothes, and cloak 

 5 slots for Weapons and Equipment 

 Your first set of ranged ammunition or thrown weapon  

 Two potions 

 Belt Pouch 

 Assumed items 

With the exception of your armor, you can interact with 

your personal inventory for free as described under 

Interacting with Objects Around You (see PHB 190). 

Armor, clothes, and cloak 
This slot will hold any armor you want, but you still suffer 

any ill effects from not meeting Strength or proficiency 

requirements. Along with the character’s armor, there is also 

a slot for clothes and a cloak 

Weapons and equipment 
You have five slots in which you can stow any equipment 

you want.  

Each item such as a weapon, shield, spellbook, bag of 

caltrops, magic user’s focus, potion, lantern, and healer’s kit 

uses a slot. Heavy or two-handed weapons use two slots. 

Holy symbols that are worn as an amulet or engraved on a 

shield and don’t use an additional slot. Neither do rings, 

necklaces, crowns, sweet magic goggles, or other magical 

equipment that is worn with (but does not replace) your 

gear. However, in a pinch, a weapon and equipment slot can 

be used to carry the same items as your backpack such as 

Adventuring Gear, treasure, rations, or an additional potion 

(see below). 

Ammunition or a Thrown Weapon 
In this slot you store a set of ranged ammunition or a 

single of thrown weapons. For ammunition, when you roll a 

one during a ranged weapon attack roll, your ammunition is 

used up. This slot can also hold a single thrown weapon 

which is considered to be recovered at the end of combat. 

Additional thrown weapons can be stored in a character’s 

weapons slots. A thrown weapon is broken and 

unrecoverable if a player rolls a natural 1 during a ranged 

attack roll with that weapon.  

Potions 
You can hold two potions or other glass vials on your 

person.  

Belt Pouch 
You have a belt pouch that can carry 25 coins. 

Assumed items 
Your character is assumed to carry the necessary 20 lbs of 

miscellaneous supplies. The supplies include basic items to 

maintain (but not fix) the character’s equipment, eat food, 

and to sleep in the wilderness (bedroll, flint and steel, et 

cetera) on a clear night. 

Comprehensive Example: Equipping Sil the 
Cleric’s Personal Inventory 
Sil a 3rd level War Cleric is gearing up for her next 
adventure. For her armor slot, she wears chainmail over 
her common clothes and completes the outfit with a stout 
woolen cloak to protect against the rain. For weapons, she 
uses 4 of her slots on a longsword, a shield emblazoned 
with her holy symbol, and a light crossbow (a two-handed 
weapon that uses two slots). She carries bolts for her 
ammunition, and two potions of healing. Sil has to choose 
between a dagger or a healer’s kit for her fifth weapons and 
equipment slot. 
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Your Backpack 

“Packs laden with loot are often low on supplies…”  

- Narrator, Darkest Dungeon 
 

Just like your personal inventory, your backpack is made 

up of slots. One critical difference is an action is required to 

pull an item out of your backpack.  

The number of slots in you backpack is determined by two 

plus your strength modifier. For example, Gil the wizard has 

a Strength score of 8 with a modifier of -1. He has one slot 

available for his backpack. Eva the Barbarian has a Strength 

score of 16, with a modifier of +3, so she has 5 slots 

available in her backpack. 

You can fill your backpack with 

 Food and supplies 

 Adventuring Gear 

 Weapons 

 Treasure 

 Potion 

Food and supplies 
Self explanatory. Rations and water for sustenance with 

the occasional orange to prevent scurvy. Everything your 

body needs to have to survive, rest, and recuperate for 

another day. A slot of food will feed 4-6 people for one day, 

or 1-3 for two. This assumes you have access to fresh water. 

If you don’t, you’ll need to use double the slots to survive. 

Adventuring Gear 
Adventuring Gear is the nebulous odds and ends that you 

fortuitously packed before heading out into the wilderness. 

You can use a slot of Adventuring Gear to create any item 

that is worth up to 5 gp and weighs up to 10 pounds. If you 

need 50ft of rope, a crowbar, torches, more ammunition, or 

10 ft pole, just cross off a slot of your Adventuring Gear. 

Although it is meant to be incredibly flexible, a use of 

Adventuring Gear cannot replace important quest-like items. 

You cannot produce the exact key you need to open the 

locked door right in front of you. Nice try. 

Items created from Adventuring Gear can be stored in a 

backpack or equipment slot to be used again until it is 

broken or discarded. 

Using a slot of Adventuring Gear for ammunition 

produces the arrows, bolts, or bullets the player needs. The 

player is able to continue to use their ammunition until they 

roll a natural 1 on their next ranged attack, where they use up 

their last piece of ammunition. Adventuring Gear can also be 

used to create a weapon with the thrown property. Anytime 

an individual throws a thrown weapon and rolls a natural 1, 

the weapon is unrecoverable.  

Using a slot of Adventuring Gear for light produces 

enough light sources (whether oil or torches) for the entire 

party for three hours. 

 

 

Bad Luck and Ammunition Use 
Zarda (4th level rogue assassin) is firing her long bow at an 
Orc. Her player, Jen, rolls a natural 1, and uses up Zarda’s 
last piece of ammunition. On Zarda’s next turn, she pulls 
out another set of arrows (and she uses a slot of 
Adventuring Gear) and moves to a better firing position. On 
her third turn, she  fires again, and again critically fails. 
After missing, Zarda vividly remembers the “no refunds” 
sign in the store where she bought the ammunition and 
notices that the entire set of arrows has poor enough 
fletching to make them functionally useless. She would 
need another use of Adventuring Gear to grab another 
quiver of arrows out of her bag next turn. Zarda begins to 
make plans to return to the store and “politely” ask for a 
refund. With a knife.  

Odd Items 
Anytime an adventurer wants to use Adventuring Gear for 
something that is rare, odd, or not on the equipment list the 
DM should consider three options. 

 Yes. If it makes narrative sense, the DM should allow 
the use of Adventuring Gear to create the item. For 
example, Troy, playing Kragnor the Butcher, makes an 
extremely convincing case that his character would 
carry a copy of Principia Mathematica. The DM allows a 
use of Adventuring Gear to create the mathematical 
tome. 

 Maybe. If there is a chance a character would have 
brought the item, the DM can call for an intelligence or 
other check to determine if the character can use the 
Adventuring Gear to create the item. 

 No. If there is absolutely no narrative reason the 
character would have the item or the item is unique or 
valuable, the DM can rule that the item cannot be 
produced with Adventuring Gear. 

Weapons 
Each weapon in your backpack takes up a slot. Weapons 

that are heavy or two-handed take up two slots. 

Armor 
When not worn in the armor slot, light armor takes up 

two slots, medium three, and heavy four. 

Treasure 
A slot can hold up to 250 coins or 20 gems. In general, 

modestly sized treasure like a book, crown, or gold bar takes 

up a slot, while larger items take up two or more. 

Potions 
A slot can hold a potion. 
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Variant: Encumbrance 
A character that chooses to be encumbered can carry an 

additional slot in their backpack. When encumbered, their 

speed is reduced by 10ft. 

A character that chooses to be heavily encumbered can 

carry 2 additional slots in their backpack. When encumbered, 

their speed is reduced by 20ft and they have disadvantage on 

ability checks, attack rolls, and saving throws that use 

Strength, Dexterity, or Constitution.  

A Comprehensive Example – Working To-
gether as a Party 

Yara, Sil, Gidget, and Twyla are marching into the 

wilderness. They have a net strength modifier of +4, and 

combined they can have 12 slots of gear they can fill. They 

decide to take 3 slots of rations, 9 slots of Adventuring Gear. 

Their belt pouches are full with 25 gp each. 

They travel for one uneventful day and use a slot of 

rations while they camp. The next day they ambush a patrol 

of orcs, but Gidget critically fails during a ranged attack, and 

uses a slot of Adventuring Gear to replenish his 

ammunition. 

The group finds an entrance to an old catacomb and 

proceeds inside. Since they need light, they use another use 

of their Adventuring Gear for torches.  

Inside the catacombs, they are attacked by zombies. Sil has 

a critical failure while shooting her crossbow, and Twyla 

breaks her javelin when her player rolls a natural 1 on a 

thrown weapon attack. Both want to continue using ranged 

weapons, so two more uses of Adventuring Gear are used. 

After the battle, Sil uses another use of Adventuring Gear to 

produce a healer’s kit to help heal the party. 

They use another use of Adventuring Gear to produce a 

crowbar to help Twyla wedge open a door into the final 

chamber of the catacomb. 

When the players enter the final chamber, they have 6 

empty slots, two rations, a crowbar, and three uses of 

Adventuring Gear. In the final chamber, they find 1,800 

copper pieces and a suit of ornate plate mail worth 1,500 gp. 

The party can’t carry all the treasure back, but they want to 

carry as much as possible, so they dump a slot of rations, 

their freshly produced crowbar, and their three slots of 

Adventuring Gear. This gives them 11 slots to use for 

treasure. Filling their packs completely, they decide to carry 

home the ornate suit of plate mail which uses 4 slots, and 

use the remaining 7 slots on 1,750 copper coins. 

They leave the catacombs. Several miles away they make 

camp and use their last slot of rations for sustenance. 

Tomorrow they will be home and rich. 

During the night their camp is raided by gnolls. When 

Gidget critically fails, and runs out of ammunition, he is 

forced to close to melee. Although the team fights valiantly, 

Gidget is killed. 

 

 

 

 

Since Gidget had a +1 strength modifier, his death means 

the party can only carry 9 slots of treasure home. After the 

adventuring party buries Gidget, and says their final 

goodbyes, they gather up as much treasure as they can (the 

plate mail, 1225 copper coins, and 25 gold pieces Yara 

yanked from Gidget’s belt pouch), and leave for home.  
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Other Rules 

Finding Adventuring Gear 
Standard Adventuring Gear can be purchased at most 

shops for 5 gp a slot. If the characters find a substantial 

cache of supplies, such a hobgoblin store room full of rope, 

bolts, foodstuffs, swords, bottles of fine wine, and armor 

repair kits, the DM should allow the characters to add a few 

slots of Adventuring Gear when they sack the room. 

In general, weapons, rations, and other gear found on 

recently deceased monstrous humanoids (and local bandits) 

are considered to be of such low quality to not constitute 

Adventuring Gear. 

Variant Rule: Additional Abstraction 
If the characters are ransacking a specific location, such as 

an Alchemist’s lab, you can allow them to have a slot of 

“alchemical gear” as opposed to Adventuring Gear. 

Alchemical gear could be used to produce any type of 

Alchemical equipment needed by the players or sold at the 

next town. 

Other Ways to Carry Your Load 
In the long, proud history of civilization, people have 

searched for ways to move their stuff without actually doing 

it themselves.  

Porter 
A skilled porter can be hired to carry gear for 2 gp a day. 

The porter provides 3 backpack slots, and has the stats of a 

human commoner. A porter has no particular combat skill, 

and will likely flee if not protected. A porter consumes 

rations as if they were a member of the party. 

Cart 
A small cart drawn by a single draft animal (horse or 

camel) is 70gp and can carry 20 slots of inventory. The price 

includes all necessary equipment to operate the cart and the 

draft animal as well. A draft animal consumes 1 slot of 

rations a day. 

Wagon 
A large wagon drawn by 2 draft animals (horses or camels) 

is 150gp and can carry 50 slots of inventory. The price 

includes all necessary equipment to operate the cart and the 

draft animals as well. A draft animal consumes 1 slot of 

rations a day. 

 

 

 

A note of caution: Don’t drown with your stuff 
Carts and wagons have a large carrying capacity, but are 
not off road vehicles. Taking them into the deep forest is 
just asking for trouble. No one is going to come by to pull 
out your wagon (loaded with 500lbs of gear) when you get it 
stuck in forest gully. Furthermore, most creatures of at least 
marginal cunning know that horses tied to a cart and 
unsuspecting porters are far easier to kill than adventurers 
armed to the teeth. As Gobble Green Snot used to say, 
“Shoot the horse and wait for the adventurers to leave. 
Then you get some of their stuff without getting smacked by 
a warhammer.” 

Magical Equipment 
Those adventurers lucky enough to find magical 

equipment to help carry the load are often no longer 

concerned with carrying capacity limits. 

Handy Haversack 
A handy haversack provides an additional 8 slots of 

inventory. It takes an action to retrieve an item from the 

handy haversack.  

Bag of Holding 
A wondrous gift. A bag of holding takes up one inventory 

slot, and can hold up to 30 slots of inventory. Remember, it 

takes an action to pull an item out of a bag of holding.  
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Inspiration and Further 
Resources 

I am a dwarf standing on the shoulders of giants. Here is 

some of the media that influenced the development of this 

rule set. 

RPGs 
Dungeon World by Sage LaTorra and Adam Koebel. 

Dungeon World is released under Creative Commons 

Attribution 3.0 Unported License. Dungeon World brings 

the concept of Adventuring Gear. If you haven’t yet got a 

copy, you should. 

Torchbearer by Thor Olavsrud and Luke Crane has a 

better developed (but more complicated) slot based system. 

Someday I am going to get someone to GM a game of this 

for me. 

Games 
Diablo Series by Blizzard Interactive 

Darkest Dungeon by Red Hook Studios 

System Shock 2 by Irrational Games and Looking Glass 

Studios 

Podcasts 
If you are interested in discussions of encumbrance, I 

would recommend starting with these podcasts. 

Misdirected Mark #62 - Torchbearer with Thor 

Olavsrud and Luke Crane 

Misdirected Mark #142 - Encumbrance, what is it good 

for? 

Discern Realities #2 - [No Title] Discussion of Dungeon 

World’s Adventuring Gear, and the other possible 

abstractions (i.e. Alchemist’s Gear). 
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