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Introduction
A warm crackling fireplace and the feeling of coziness 
as you read from a comfortable place, taking in the 
aged pages of a storybook penned in flowing script. 
The winter wind blows outside as evening turns to 
night. Carols sung by a distant choir can be heard, 
soft and unobtrusive.

 As the waking world gives way to the world of 
dreams, gossamer golden magic is sprinkled over 
everything. Toys are filled with life and bewildered 
joy, rats lumber about with sewing needle swords, 
and the aroma of ginger and spice fills the air.

 Your world of fantasy has become the world of a 
storybook, spoken in confident rhyme. The evils of 
outside fall away, replaced by the grand but simple 
conflicts of a storybook. It is here where warmth 
and joy can be found, and important lessons can be 
learned.

 This is the world of Tchaikovsky’s The Nutcracker, 
a ballet and musical suite that enchants the world 
every holiday season. We at Birch + Bat have done 
our best to preserve the magic of this ballet and 
present it as an adventure for Dungeons & Dragons 
for use in your games. We hope you enjoy it.

Using this adventure
Night of the Nutcracker is an adventure for four to 
five characters. Be sure to review and print out the 
Toys templates so that you can best prepare your 
players for the transformation that awaits them.

 Night of the Nutcracker can be used in the 
following ways.

As part of an ongoing campaign
This is the ‘default setting’ of this adventure: a single 
night reprieve from dungeons and adventure to take 
part in some holiday cheer and teamwork. The night 
of the nutcracker is at its most impactful when used 
as part of an ongoing campaign. The Winter King may 
take an interest in the player characters before the 
events of this adventure, and he uses this night to 
test them for future dealings with the Feywild.

 It is important that one NPC from your game that 
is important to the characters be among them. This 
character becomes the Nutcracker when the party is 
transformed into toys. This NPC can be a close friend, 
a rival, or even a long standing enemy. An important 
part of this adventure is learning to put differences 
aside and work together as a team, learning from 
one another as you do. Choose a character the 
players like for this role, or one they wish to learn 
more about.

 If there is a piece of campaign specific lore that 
the characters are searching for, or perhaps a magic 
item they seek, the Sugar Plum Fairy may offer it as a 
reward if the characters are successful in freeing her.

As a one-shot adventure
This adventure can be completed in a single 4-5 hour 
session and is ideal for a holiday themed gaming 
session. Have the players create concepts for their 
characters (Names, races, classes, starting money) 
or use pre-generated characters. Establish how the 
characters know each other, then introduce the 
Stahlbaum Inn to them via one of the adventures 
hooks. The players won’t need fully finished 
character sheets as soon their characters will be toys.

 The role of the Nutcracker is taken up either by a 
GM created NPC or by whichever of the following 
NPC’s from the Stahlbaum Inn that the players 
have the best rapport with: Hans Holzzähne, Clara 
Stahlbaum, Dorf Coalbrace, or Layla Bittersbaum. 

As a resource
This adventure includes a series of useful random 
tables for items, unique monsters and adversaries, 
and rules for playing as toys. Any and all of these 
can be used in your games however you like. The 
Stahlbaum Inn map on page 17 can be used as the 
map of any inn in your campaign.

Rewarding experience
This adventure contains enough adventure and 
excitement to provide characters with a 1/4 of the 
XP they need to reach their next level each. If the 
characters are 3rd level, this would be 450 xp.
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Adventure 
background
Every year, at the stroke of midnight on the eve of 
the winter holiday, our world plays host to a grand 
spectacle brought about by the Winter King of the 
Feywild: A battle between two miniature kingdoms, 
a prince without memory, and the fairy princess he 
is destined to save. A group of mortals are chosen to 
take part in this conflict; the battle’s outcome rests 
upon their actions. The Archfey watch these events 
play out for entertainment. To them, it is a beautiful 
ballet. To the mortals who play a part in it, it’s far 
more serious.

A Tale of Two Kingdoms
Within the Feywild there exists two miniature 
kingdoms: The fairy kingdom of sweets, and the 
kingdom of rats.

 The kingdom of sweets is a land of spun sugar and 
glossy candy; its people a mixture of fairies, pixies, 
and living candy people. This kingdom was ruled over 
by a benevolent fairy princess adorned with sugar 
plums.

 The kingdom of rats was made up of an army of 
rat soldiers, commanded by their rat queen and her 
son. On top of being the monarch of all rats, the rat 
queen was a powerful enchantress. She lead her 
starving people to the delicious kingdom of sweets, 
hoping to wed her son to the sugar plum fairy.

 The sugar plum fairy refused these nuptials, as 
the mouse queen’s son was a cruel and vindictive 
creature. The rat queen was furious and cursed the 
sugar plum fairy with her magics. The sugar plum 
fairy’s essence was sealed inside of a Krakatuth Nut, 
the hardest nut in all the Feywild. While trying to 
escape, the rat queen and her son were caught by 
the kingdom’s army. The rat queen was killed, but 
her son escaped. He declared himself the rat king, 
and swore revenge against kingdom of sweets, 
proclaiming he and his army would devour them all.

The Fey Court's Prophecy
Upon seeing these events play out, the Kings 
and Queens of the Fey Courts (Summer, Winter, 
Spring, and Autumn) were fascinated by them. The 
spectacle, the drama, the tragedy, all of it was just 
so entertaining. The Fey cast a spell upon these two 
kingdoms, freezing their conflict in time to be re-
enacted every year for their amusement.

 The Winter King, lord of the winter fey, decided to 
take a more proactive approach to amusing his fellow 
Archfey: He would add an army of toys to aid the 
kingdom of sweets, whom he favoured. Every time 
the conflict was renewed they would add mortals to 
it to see how things would change. These mortals 
would be transformed into toys, having until sunrise 
to reach the sugar plum fairy and end her curse, or 
else they’d remain toys in this realm forever.

 To this he added one final touch: a hero of the 
story. If a nutcracker from a far away land was among 
the transformed mortals, this nutcracker would have 
the power to break the curse on the sugar plum 
fairy...but only if this nutcracker learned the meaning 
of the winter season before doing so.

 And so a prophecy was made: “If the chosen 
mortals learn what the meaning of the season is, and 
free the sugar plum fairy from her Krakatuth prison, 
the Fey shall bestow a great boon upon them. But if 
they fail, they will remain toys in this realm forever”.

The Winter  Fey Crossing
Every year, a place is chosen in the Material Plane for 
the Archfey to host their crossing. At the stroke of 
midnight on the eve of the winter holiday, a handful 
of mortals are turned into toys, and the armies of the 
land of sweets and the rat king do battle.

 The Winter King intervenes directly in these 
events, appearing on the Material Plane as an 
eccentric, half-elven toymaker. He hand selects the 
mortals he wishes to test

 This year, the chosen place is a quaint little inn 
at the edge of a town covered in snow, where the 
Stahlbaum family and a few heroic guests gather for 
the holiday. 
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Text that appears in a box like this is meant 
to be read aloud or paraphrased for the 
players when their characters first arrive at a 
location or under specific circumstances, as 
described in the text.

Running this 
adventure
To run this adventure you will need a copy of the fifth 
edition Player’s Handbook or the fifth edition Basic 
Rules PDF. Having a copy of the fifth edition Dungeon 
Master’s Guide or fifth edition Basic DM’s Rules 
would be helpful as well.

 Once the characters go to bed for the evening, the 
Fey Crossing begins. At the stroke of midnight the 
characters are transformed into toys. Once they’ve 
gotten their bearings, they learn of the conflict 
between the toy soldiers and the rat king’s army, and 
the prophecy that a chosen toy (the Nutcracker) can 
break the curse upon the sugar plum fairy.

 The players must then make their way to the 
kitchen of the inn, where the kingdom of sweets 
resides. If the characters make it there and free 
the sugar plum fairy, they are given a boon and the 
magic upon them is lifted.

 The characters wake up the morning of the winter 
festival, safe in their beds. Was the night’s adventure 
all a dream, or were they truly turned into toys to 
explore a world of rats and gingerbread men? What 
is important is that they carry the lessons they 
learned that night with them into the future.

Adventure Synopsis
The provided flowchart illustrates the intended flow 
of the adventure, as well as the branching paths and 
alternative routes that can be taken during play.

 The adventure begins with the characters arrival 
at the Stahlbaum in on the eve of the winter holiday. 
Whether they are expected guests or visitors, the 
characters are welcomed into the home of the 
Stahlbaum family where they, their visiting relations, 
and the inn’s guests are celebrating together. Here 
the characters can get to know the NPC’s, and each 
other.

 The character’s time at the inn is capped off by 
the arrival of the Winter King in disguise. He appears 
as Drosselmeyer, the eccentric wizard, toymaker, 
and friend to Karl Staulbaum. He arrives with his 
wagon of toys and magical trinkets, eager to give 
out gifts to his godchildren. The night ends with a 
feast, storytelling, and the exchange of gifts. Here 
the characters can buy gifts for one another from 
Drosselmeyer or one of the inn’s guests.

 Drosselmeyer gives a toy to each of the player 
characters. This gifted toy determines which toy they 
transform into at midnight. If the characters trade 
toys before then, they trade their transformations as 
well.

Inspirational media
The biggest inspiration for Night of the Nutcracker 
is The Nutcracker ballet, composed by Pyotr Ilyich 
Tchaikovsky. If you are planning on running this 
adventure but aren’t familiar with the original ballet, 
it is highly recommended that you see it. Having a 
playlist of the Nutcracker suite to play during the 
game will do a lot to set the mood. 
 The following media may also be helpful in 
inspiring and informing how this adventure is run:

•	The Nutcracker, performed by the Moscow Ballet 
in St. Petersburg in 2012. The entire performance 
is available to watch on YouTube.

•	The Nutcracker Prince, animated, 1990. This 
Canadian animated film is still the most watchable 
animated adaptation of both Hoffman’s original 
fairy tale and the ballet. It’s not great, but it’s 
got Keifer Sutherland, Peter O’Toole, and Mike 
Macdonald in it.

•	Toy Story 1 & 2 may also provide inspiration for 
describing the mechanics and size differences of a 
party of toys.
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Adventure Flowchart
Scene - The Christmas Tree

March - March of the Toy Soldiers

Dance - Arrival of Drosselmeyer

This flowchart provides tracks 
from The Nutcracker Suite to 
play in the background as the 
adventure progresses.

Before play begins,
play Miniature Overture.

Clara and
the Nutcracker

A Pine
Forest in Winter

Scene - The Battle
March - March

of the Toy Soldiers

Waltz of the
Snowflakes

Chocolate
(Spanish Dance)

Coffee
(Arabian Dance)

Tea
(Chinese Dance)

Trepak
(Russian Dance)

Dance of the
Reed Flutes

Mother Ginger
and the

Polichinelles

Dance of the Sugar Plum Fairy

Final Waltz
and
Apotheosis
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Adventure Hooks
Whether they’re familiar with it or not, the 
characters need a reason to visit the Stahlbaum 
Inn on the eve of a winter holiday. Here are four 
adventure hooks you could use:

	 1.	An	invitation	from	Aunt	Ingrid.	Your character 
is related to the Stahlbaum family on your mother’s 
side. You’ve received an invitation to spend the 
winter holiday with the Stahlbaum family. Your aunt 
Ingrid misses you and informs you that you may 
bring some friends. She only asks that you bring 
holiday presents for her children Louise, Fritz, and 
Clara in return.

2.	The	Winter	King’s	Test. Your church/guild/faction/
etc wants to test you to see how willing you are to 
overcome your flaws. They know of the Winter King’s 
holiday game, and they want you to be a part of it. 
They give you the winter holiday off and they’ve paid 
for you to stay at the Stahlbaum inn, secretly hoping 
that you will be drawn into these events. 

	 3.	A	Fey	Crossing	Emerges. Characters interested 
in nature and the Feywild may be searching for 
emergent Fey Crossings; randomly occurring places 
where the veil between the Material Plane and the 
Feywild is thin enough for creatures to easily cross 
over. These crossings only appear for a number 
of hours and under very specific circumstances. 
Your character’s research points to one that will 
appear within the Stahlbaum inn, and you’re set on 
investigating it and ensuring nothing sinister emerges 
from it.

	 4.	Travelers	in	a	Snow	Storm. Your characters find 
themselves on the road, trying to get somewhere in 
time for tomorrow’s winter holiday morning. The bad 
news is the weather has taken a turn for the worse 
and made the roads impassible for the night. The 
good news is there’s a rustic, well appointed inn (The 
Stahlbaum Inn) before you, providing the perfect 
shelter from the storm.

The Winter Holiday
The winter holiday in Night of the 
Nutcracker is based predominantly on 
modern Christmas practices:

•	 Families and relations gathering under 
one roof

•	 Giving and receiving presents

•	 Feasting on exotic desserts

•	 Decorated pine trees

•	 Garlands of holly

However, given that most D&D campaigns 
take place in fantasy worlds where 
Christmas isn’t something that exists, here 
are a few alternative holiday ideas that can 
include similar practices:

Winterfest. A celebration of the coming of 
winter before the deep cold of the season 
sets in. Winterfest is a day of familial 
gatherings and decorating ones house and 
clothing in white to match the snow. Sleigh 
rides through the country are common, 
followed by drinking mulled cider by a 
warm hearth. 

All’iday. A winter holiday that includes 
elements of every other holiday 
celebrated throughout the year: gift giving, 
feasting, ghost stories, superstitions, 
family gathering, and the hiding of 
valuables within logs and stockings. It’s 
all the holidays rolled up into one non-
denominational royalty free fantasy bash! 
Perfect to celebrate when everyone you 
love has perished in the ice and you are left 
to mourn their frozen booooooones!

Candlenights. An eight night celebration 
involving candles and lights! Gifts are 
given out to children on the last two days. 
There’s a big feast on the final day. The 
other days? Don’t worry too much about 
them, they’re probably not as cool. Maybe 
there’s like a Krampus-style goat-headed 
present ruining monster involved. I dunno. 
It’s Candlenights though, dawg!
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Characters as toys
At the stroke of midnight the characters are 
transformed into toys. This process is instant and 
cannot be undone by magical means. Which toy 
each character becomes is up to random chance. 
If multiple players roll the same result, have one of 
them receive the next toy up or down on the table. It 
is important that each character be a different toy, as 
each toy has its own strengths and weaknesses.

 An important NPC accompanying the characters 
becomes the Nutcracker. The Nutcracker’s statistics 
are found in Appendix A.

Random Toy Class Table (1d6)
Roll Result 
1. Tin Soldier 
2. Porcelain Doll 
3. Baby Doll 
4. Stuffed Animal 
5. Pull String Toy 
6. Marionette

How toy characters 
work
Toy characters are similar to flesh and blood 
D&D characters. The toys retain the physical 
characteristics and traits  of the original characters. 
Toy characters are different in the following ways:

Weapons and armour for toys
Toy characters are much smaller than their player 
character counterparts. They begin play with no 
armour or weapons other than what is described 
on their sheets. Toy characters must improvise and 
make weapons out of whatever is nearby, or take 
weapons off of fallen toys, rats, or candy characters. 
They are considered proficient in whatever weapons 
or armour they make or find.

Skills and other rolls
Toy characters are proficient in the same skills their 
flesh and blood selves are, though their rolls are 
affected by their new ability scores. If playing this 

adventure as a one-shot, the proficiency bonus of all 
of the characters is +2. 
 Toy characters do not have any special senses, 
traits, or features from their flesh and blood selves 
while they are toys. What each character retains 
from their flesh and blood selves is up to the Game 
Master’s best judgment. 

Healing and Resting as toys
All toy characters can receive magical healing as 
normal. Because of the short time frame of this 
adventure, a short rest takes 10 minutes instead of 1 
hour. Toy characters who take a short rest can spend 
hit dice to regain hit points.

Death and Dying as toys
Toy characters fall unconscious at 0 hit points, and 
must make death saving throws the same as flesh 
and blood characters. 
 Toy characters do not die in the traditional sense. 
When a toy character fails three Death Saving 
Throws, or takes massive damage that would 
cause immediate death, they instead roll on the 
Toy Damage table below. Damaged toys are hurt in 
such a way that makes continued adventuring more 
difficult. The damaged toy returns to life 1 minute 
later at 1 hit point, their Death Saves counter is reset.

Toy Damage Table (1d10)

Roll Result 
1. Broken. Your hit point total is reduced by 10. 
2. Detached	Arm. You have disadvantage on  
 rolls that make use of both arms. 
3. Missing	Leg. You now move at half of your  
 speed. 
4−6. Moderate	Damage. You take a −2 penalty to  
 all ability checks, saving throws, and attack  
 rolls. 
7−9. Slight	Damage. You take a −1 penalty to all  
 ability checks, saving throws, and attack rolls. 
10. Holiday	Miracle!	You return to life with full  
 hit points!
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Tin soldier
A wind up soldier made of tin, armed with a pointy 
sword and gear-driven legs. These soldiers are a 
common gift for little girls and boys who are drawn 
to battle and excitement.

Regalia of Tin Soldiers (1d6):

Roll Result 
1. Red regalia with a golden lion 
2. Blue regalia with a silver stag 
3. Emerald regalia with golden leaves 
4. Black regalia with a golden dragon 
5. White regalia with a silver tower 
6. Grey regalia with golden crowns

Tin Soldier 
Medium construct

Armor Class 15 
Hit Points 24 (4d10 + 4) 
Speed 30 ft.

 STR DEX CON INT WIS CHA 
16 (+3) 10 (+0) 12 (+1) 12 (+1) 11 (+0) 15 (+2)

Initiative +0

Proficiency Bonus +2

Hit Dice 4d10

Senses Passive Perception 10

Tin	Body. The tin soldier is vulnerable to cold damage 
and becomes rusty and suffers from the ‘slowed’ 
condition if attacked with water.

Wind-Up	Toy. The tin soldier’s body is powered by 
a crank in its back. Unless cranked by someone 
else, the tin soldier cannot fight or act quickly. As 
an action, another creature can turn the key on 
the tin soldier’s back. This allows them to operate 
in combat and in exploration for 1 minute. During 
that minute, the tin soldier gains an additional 
action (attack, aid another, or move) per turn. The 
tin soldier cannot turn their own key. 

Actions
Longsword. Melee Weapon Attack: +5 to hit, 
reach 5 ft., one target. Hit: 1d8 + 2 slashing damage.

Trumpet. As an action you blow on your tin trumpet, 
granting all allies who can hear you +1 on their next 
roll. You can do this a number of times equal to your 
Charisma modifier (2), before needing to complete a 
short rest.

Cavalry	Call	(Recharge	5−6). As a bonus action you 
sound your trumpet, granting all allies who can hear 
you an additional action (attack, aid another, or 
move).
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Porcelain doll
A beautiful but fragile doll made of porcelain, 
elaborately dressed, a wig of human hair on its head, 
its expression painted onto its porcelain face. These 
dolls are popular among human girls and boys.

Porcelain Doll Outfits (1d6):

Roll Result 
1.  Noble’s winter attire 
2.  White angelic dress 
3.  Soft pink ballerina dress 
4.  Fancy red ball gown 
5.  Poofy teal prince/princess dress 
6.  Elaborate masquerade party costume

Porcelain Doll 
Medium construct

Armor Class 13 
Hit Points 16 (4d8) 
Speed 35 ft.

 STR DEX CON INT WIS CHA 
10 (+0) 15 (+3) 10 (+0) 10 (+0) 15 (+2) 16 (+3)

Initiative +3

Proficiency Bonus +2

Hit Dice 4d8

Senses Passive Perception 10

Porcelain	Body. The porcelain doll is very fragile. It is 
vulnerable to bludgeoning, piercing, and slashing 
damage, but is immune to cold and fire damage.

Beautiful	Charm. The porcelain doll’s beautiful 
glazed face and fancy clothing make it a sight to 
behold. It has advantage on all Charisma checks 
made to persuade, convince, or charm others. 

Actions
Unarmed	Attack. Melee Attack: +2 to hit, reach 5 ft., 
one target. Hit: 1d4 bludgeoning damage.

Disarming	Looks. Once per combat, as a reaction the 
Porcelain Doll can impose disadvantage on another 
creature’s attack roll or ability check.

Unseen	Approach	(Recharge	5−6). As a bonus action 
you can become invisible as if under the effects of an 
invisibility spell. This effect lasts up to 1 minute (10 
rounds), or until you make an attack roll.
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Baby doll
A soft doll in the shape of a baby. Its eyes close 
when laid down, and spring open when tilted up. 
Many often contain a squeeze-box inside them that 
when squeezed lets out a baby’s cry. Baby dolls are 
common gifts given in rural and farming families. 

Baby Doll Outfits (1d6):

Roll Result

1. Oversized bib 
2. Bonnet 
3. Pastel onesie 
4. Fancy party outfit 
5. Prince/Princess attire 
6. Striped nightcap

Baby Doll 
Small construct

Armor Class 14 
Hit Points 20 (4d8 + 4) 
Speed 25 ft.

STR  DEX CON INT WIS CHA

10 (+0) 12 (+1) 13 (+1) 13 (+1) 16 (+3) 14 (+2)

Initiative +1

Proficiency Bonus +2

Hit Dice 4d8

Senses Passive Perception 13

Soft	Hands. The baby doll’s hands are unbending 
stuffed mittens, causing disadvantage on all 
weapon attack rolls.

Small	Stature. The Baby Doll’s size means it can 
move through or end its movement on enemy 
spaces without suffering opportunity attacks. 

Actions
Unarmed	Attack. Melee Attack: +0 to hit, reach 5 ft., 
one target. Hit: 1d4 bludgeoning damage.

Healing	Tears. As an action, the Baby Doll can touch 
another creature, shedding a tear upon them that 
heals them for 1d6 + 3 hit points. You can do this a 
number of times equal to your Wisdom modifier (3) 
before needing to complete a short rest.

Baby’s	Cry	(Recharge	5−6). As an action you wail at 
the top of your lungs. All enemy creatures that can 
hear you must succeed on a Wisdom saving throw 
(DC 15) or be stunned for 1 minute.
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Stuffed animal
A big soft doll filled with cotton stuffing, shaped 
like an animal. They often have sewn on noses and 
button eyes. These stuffed toys are given as gifts to 
infants and very young children. 

Kinds of Stuffed Animals (1d8):

Roll Result 
1.  Bear 
2.  Elephant 
3.  Cat 
4.  Puppy 
5.  Rabbit 
6.  Dragon 
7.  Deer 
8.  Mouse 

Stuffed Animal 
Medium construct

Armor Class 12 
Hit Points 32 (4d10 + 12) 
Speed 20 ft.

STR  DEX CON INT WIS CHA

14 (+2) 8 (−1) 16 (+3) 10 (+0) 10 (+0) 14 (+2)

Initiative −1

Proficiency Bonus +2

Hit Dice 4d10

Senses Passive Perception 10

Full	of	Stuffing. Your soft body makes you immune 
to bludgeoning, piercing, and slashing damage, but 
vulnerable to cold and fire damage.

Soft	Protector. The stuffed animal’s large size grants 
cover to those around it. When an enemy makes 
an attack against an ally within 5 feet of you, the 
attack is made with disadvantage. 

Actions
Unarmed	Attack. Melee Attack: +4 to hit, reach 10 ft., 
one target. Hit: 2d4 bludgeoning damage.

Protective	Stance. If an ally within 10 feet of you is 
hit by an attack, you can use your reaction to move in 
front of them and take the damage for them.

Restuffing	(Recharge	5−6). As an action you 
regenerate some lost stuffing, healing yourself for 
1d6 + 2 hit points.
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Pull-string toy
A wooden and fabric doll containing a magic-
powered voice box operated by a pull string. Pull-
String Toys are rare, and are most commonly given to 
noble children. Some are made to convey good ideas 
and morals to children.

Kinds of Pull-String Toys (1d6):

Roll Result 
1. Witch 
2. Wizard 
3. Pirate 
4. Jester 
5. Gunslinger 
6. Opera Singer

Pull-String Toy 
Medium construct, unaligned

Armor Class 12 
Hit Points 16 (4d8) 
Speed 30 ft.

STR  DEX CON INT WIS CHA

12 (+1) 12 (+1) 10 (+0) 16 (+3) 10 (+0) 12 (+1)

Initiative +1

Proficiency Bonus +2

Hit Dice 4d8

Senses Passive Perception 10

String	Powered	Voice. The pull-string toy cannot 
speak aloud or cast spells unless its string is pulled 
by someone else.

Natural	Rope. When fully pulled out, the pull-string 
toy’s string reaches a length of 50 feet, granting 
them a sturdy natural rope connected to their 
backs. This string retracts at a rate of 10 feet every 
round.

Spellcasting. When your string is pulled you are able 
to cast spells through your magical voice. Your 
spellcasting ability is Intelligence (spell save DC 13). 
You can innately cast the following spells, requiring 
no material components:

Cantrips: firebolt, mage hand, prestidigitation, 
ray of frost.

1st level (4 slots): detect magic, mage armour, 
magic missile, shield.  

2nd level (3 slots): acid arrow, enlarge/reduce, web.

Actions
Unarmed	Attack. Melee Attack: +3 to hit, reach 5 ft., 
one target. Hit: 1d4 bludgeoning damage.

Rewind	Voice	(Recharge	5−6). As an action you speak 
aloud one spell you have cast, but backwards. You 
immediately regain the spent spell slot used to cast 
that spell.
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Marionette
An articulated jointed puppet moved about on 
strings. These toys are a joy for children and adults 
alike. They are often dressed in brightly coloured 
clothing like theatre performers. 

Kinds of Marionettes (1d8):

Roll Result 
1. Clown 
2. Prince/Princess 
3. Pierrot 
4. Old Maid 
5. Monkey 
6. Alluring Dancer 
7. Trumpet Player 
8. Red-Hooded Child

Marionette 
Medium construct, unaligned

Armor Class 14 
Hit Points 20 (4d8 + 4) 
Speed 30 ft.

STR  DEX CON INT WIS CHA

14 (+2) 16 (+3) 12 (+1) 10 (+0) 10 (+0) 12 (+1)

Initiative +3

Proficiency Bonus +2

Hit Dice 4d8

Senses Passive Perception 10

Tangled	Up	In	Strings. You are prone to getting 
tangled up in your own strings. If you roll a natural 
1−2 on a Strength check or melee attack roll, you 
suffer from the restrained condition. It takes a 
successful Dexterity check (DC 13) to untangle you 
from yourself.

Articulated	Joints. You are incredibly flexible, agile, 
and quiet. You can take a bonus action on each of 
your turns in combat. This action can be used only 
to take the Dash, Disengage, or Hide action.

Actions
Unarmed	Attack. Melee Attack: +4 to hit, reach 5 ft., 
one target. Hit: 1d4 piercing damage.

Sneak	Attack. Once per turn, you can deal an extra 
2d6 damage to one creature you hit with an attack 
if you have advantage on the attack roll. The attack 
must use a one-handed melee weapon or a ranged 
weapon.

You don’t need advantage on the attack roll if another 
enemy of the target is within 5 feet of it, that enemy 
isn’t incapacitated, and you don’t have disadvantage 
on the attack roll.

Dodge	(Recharge	5−6). When hit with an attack or 
a spell, you can use a reaction to halve the damage 
taken.
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Part 1:
Winter  
holiday's eve
It’s the evening before the big winter holiday, the 
holly jolliest time of year. The characters start off just 
outside of the Stahlbaum Inn. Upon entering, they 
can take part in the following sequence of events, 
interacting however they wish:

• Renting a room for the night.
• Meeting the Stahlbaum family and the inn’s 

guests in the common room.
• Meeting Drosselmeyer when he arrives.
• Buying and exchanging last minute gifts.
• Feasting with the family while listening to Dross-

elmeyer’s stories.
• Going to bed. 

Arrival at the inn
As the characters arrive, read the following to set the 
scene:

 Within the common room of the inn are almost all 
the major NPC’s, who go about their preparations for 
the night’s festivities. The characters can explore the 
inn at their leisure.

The cast of characters
The Stahlbaum Inn is occupied by a large number 
of non-player characters, with several more yet to 
arrive. To best introduce these characters, have 
the main cast introduce themselves to the player 
characters by way of them asking them about 
themselves or inquiring what brings them to the inn 
on winter holiday’s eve. 
 While the players don’t need to know the exact 
details of all of them, the NPC’s should interact 
with them enough that the players know who the 
Stahlbaum’s are, and which NPC’s are guests rather 
than family.

Cast of Non-Player Characters

Ingrid and Karl Stahlbaum. Wife and husband owners  
 of the Stahlbaum inn. Parents to Louise, Fritz, and   
 Clara. 
Louise. Eldest Stahlbaum daughter. Hoping to be   
 engaged soon. 
Clara. Middle Stahlbaum daughter. A teenage girl   
 with a big imagination. 
Fritz. Youngest Stahlbaum son. A bratty child who   
 loves toy soldiers. 
Hans Holzzähne. An older teenage boy and    
 apprentice blacksmith, away from home. 
Dorf Coalbrace. Traveling dwarven merchant with   
 holiday goods to sell. 
Layla Hollymion. Elven cleric of shaken faith who’s   
 just passing through. 
Pavlova the Cat. The family cat. Fat, cuddly, eats rats.

	 	 	 ~Arriving	Later~ 
Pierre and Jean Merveilleus. Husbands and friend to Karl  
 and Ingrid. Parents of Marc. 
Marc. Older teenage son of Pierre and Jean. He has been  
 courting Louise Stahlbaum. 
Francine and Gerty Incroyach. Wives, friends of Karl and  
 Ingrid. Parents to Burt and Bart. 
Burt and Bart. The Incroyach twins. Best friends with Fritz  
 and just as bratty.

	 	 	 ~Arriving	Last~ 
Drosselmeyer. Half-elven wizard, toymaker, and friend to  
 the Stahlbaum family. Secretly the Winter King.

It’s the eve of the big winter holiday. You 
find yourself at the end of a cold, snow-filled 
avenue just outside of town. Your destination 
lays before you: The Stahlbaum inn. As you 
enter you feel the warmth of a fireplace and 
you hear the sounds of merrymaking.
 You see a human family in the 
common room; a husband and wife tending 
to their three children. The wife looks up to 
see you and invites you in. “Welcome to the 
Stahlbaum inn. Quickly now, get out of the 
cold and we’ll get you sorted”. 

The proprietress of the inn is a human woman Ingrid 
Stahlbaum. She tells the characters that they have 
a couple of rooms free for the evening if they’re 
looking for lodging. A night’s stay is 5 sp, which 
includes a meal. 
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Ingrid and Karl Stahlbaum
The Stahlbaum’s are a family of well-to-do 
innkeepers on the edge of town. They brew their 
own mulled cider and they boast that their holiday 
feast features a number of exotic desserts: chocolate, 
café con leche (Spanish coffee), jasmine tea, candy 
canes, marzipan, and gingerbread cookies.

Louise Stahlbaum
The eldest daughter of the Stahlbaum family at the 
age of 19. Louise’s mind is on love and the future. 
She has been courting Marc Merveilleus, the son of 
her parents’ friends, and hopes he will propose to 
her before the end of the holiday.

Clara Stahlbaum
The middle daughter of the Stahlbaum family at 
the age of 15. Clara is a kind and compassionate 
girl fascinated with fairy tales and stories of grand 
romance. She is curious about visiting adventurers 
and wants to know more about what kind of life it 
is. She asks the characters if they’ve ever rescued 
a handsome prince or saved a village of gnomes 
like in her storybooks. If asked about her life, she’ll 
share that she’s envious of Louise, who is due to be 
engaged. 
 If you’re playing this as a one-shot, Clara is one 
of the NPC’s who can become the Nutcracker. The 
lesson she must learn is to embrace what she wants 
in the world.

Fritz Stahlbaum
The youngest son of the Stahlbaum family at age 8. 
Fritz is an energetic young boy who loves toy soldiers 
and stories of battle. He pesters the player characters 
for stories of what monsters they’ve killed, though 
his father loudly disapproves of sharing such grisly 
stories.

Hans Holzzahne
A 17 year old blacksmith’s apprentice. Hans’ father 
is away in a neighboring town on business so he is 
staying at the Stahlbaum inn. His parents and the 
Stahlbaums are acquaintances. Hans loves to talk 
shop about weapons and armour, and takes the time 
to commend and appreciate the characters on their 
equipment. He also admits to being infatuated with 
Clara. 
 If you’re playing this as a one-shot, Hans is one 
of the NPC’s who can become the Nutcracker. The 
lesson he must learn is to be courageous in the face 
of doubt.

Pavlova the Cat
The Stahlbaum family cat, a stubby-legged mackerel 
tabby and maine coon mix with a raccoon-like tail. 
The Stahlbaums have dressed her up with small 
fabric reindeer antlers, which she very much wants 
to be freed from. Pavlova is most often found 
curled up by the fireplace. She gets up if called or if 
someone has food. 
 Pavlova may appear later in the adventure. She is 
friendly towards any character that gives her food.



Stahlbaum inn Map
Main Floor

Upper Floor

Common Room

Icy Hallway

Kitchen

Suite

Stahlbaum’s
Living Room

Ingrid + Karl’s
Bedroom

Louise’s
Bedroom

Clara + Fritz’s
Bedroom

1 square = 5 feet
or 100 feet for toys

North is UP
on this map
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Dorf Coalbrace
A ruddy-faced male dwarf with a short braided 
beard, Dorf is a traveling salesperson whose wagon 
broke down outside of town. He’s staying at the 
inn until it’s repaired, and can be found at a table 
counting stacks of copper and silver coins. He happily 
sells some of his wares to the player characters…for 
way more than what they normally cost. 
 If you’re playing this as a one-shot, Dorf is one 
of the NPC’s who can become the Nutcracker. The 
lesson he must learn is to give up his greedy ways 
and embrace altruism.

Layla Bittersbaum
A young female elf from a nearby town, Layla is a 
cleric of deity of light and the summer. She sits alone 
at a table, sipping tea and being glum. If pressed, 
she admits to having a crisis of faith. The town she 
acts as a cleric for had a terrible harvest, and the 
townspeople blame the gods (and by extension, her). 
Layla considers giving up her holy symbol and living a 
different life after the holiday is through. 
 If you’re playing this as a one-shot, Layla is one 
of the NPC’s who can become the Nutcracker. The 
lesson she must learn is that hard times are when 
her faith is the most important to others.

Dorf’s Wares

Item     Cost 
Box of chocolates   5 gp 
Bottle of Fine Wine   10 gp 
Bottle of Aged Whiskey   15 gp 
Seasonal Dice Set   3 gp 
Silver Necklace    15 gp 
Filigreed Dagger    10 gp 
Arrowhead Pendant   5 gp 
Ornate Whetstone   3 gp
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More guests arrive
Once the characters have been introduced to the 
main cast of NPC’s, read or paraphrase the following:

As the evening stretches on and the clock 
strikes seven, the door to the inn opens to 
a bustle of holiday celebrants. Friends and 
relations of the Stahlbaums enter, carrying 
gifts and prepared foods while being followed 
by children. There is a cheer throughout the 
common room. Tables and chairs are moved 
around to make room for everyone.

These new guests are the Merveilleus and Incroyach 
families detailed in the list of NPC’s. You don’t need 
to go into great detail to describe them other than 
their names and relations.

 By now, the characters will likely have taken to one 
or two of the main cast of NPC’s, or will be awaiting 
the holiday feast.

The toymaker arrives

The clock strikes eight and the door to the 
inn blows open dramatically, letting in a cold 
wind. A cloaked figure carrying an enormous 
bag enters ominously. The inn is silent for a 
moment.
 The figure shuts the door and 
pulls back its hood, revealing a grey-haired 
male half elf. He smiles warmly, his eyes 
sparkling. Karl Stahlbaum laughs and shouts 
“Drosselmeyer! You’ve arrived at last!”
 The half-elf, Drosselmeyer, nods and 
carries the heavy bag to the holiday tree. 
Clara, Fritz, and the other children crowd 
around him. “Godfather Drosselmeyer, what 
toys have you brought us?” they chant.

The half-elf man hugs Clara and Fritz, his 
godchildren, and sets to work pulling fantastical toys 
from his bag. Those who inquire about the half-elf 
or make Perception or History checks to learn more 
about him discover he is Elias Christian Drosselmeyer, 

a wizard and toymaker of some reputation. He gives 
the assorted children all a number of fantastical toys:

• Wind up tin soldiers that march in a line, raising 
their swords.

• A miniature brass carousel with flying swans.
• Magical pull-string dolls that say “I love you” 

followed by the owner’s name.
• Stuffed animals that warm up pleasantly when 

squeezed.
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Drosselmeyer has even more toys in his bag, and 
is willing to sell any of the toys listed above to the 
characters for 10 gp each. Before he lets a character 
buy from him though, he gives the last of his toys to 
the player characters and their chosen NPC.

Roleplaying Drosselmeyer
The Winter King in disguise, Drosselmeyer is 
charming and distantly amused. Even when chided or 
insulted, he acts as if nothing can hurt him, holding 
himself with a confidence that says he somehow 
knows everything about you. If someone expresses 
displeasure because of his toys, he chuckles and 
says “Well that’s alright. I’m sure you’ll come to 
appreciate it sometime soon…”

Giving out toys
The last toys Drosselmeyer gives out are to the 
characters and their chosen NPC. Have each player 
roll 1d6. Using the table on page 8 determine what 
toy each player is given. Read aloud the following for 
each toy as he gives it to the characters:

Drosselmeyer motions towards you all as he 
pulls a few more toys from his bag. “These 
toys are meant for you,” he says wistfully, “I 
have a feeling about you, and I want you to 
have them”. He then hands out some toys to 
you.

1. The Tin Soldier
“For you, a wind up soldier made of tin. 
Strong and sturdy, but ridged in its path of 
attack. It is a very charming warrior”

2. The Porcelain Doll
“For you, a most precious and beautiful 
porcelain doll. Be careful, for it is as fragile as 
it is lovely”

3. The Baby Doll
“For you, an adorable little baby that coos 
and cries. Remember, there is comfort and 
healing in tears sometimes”

4. The Stuffed Animal
“For you, a big cuddly stuffed animal. It’s so 
big and soft, able to protect you and others 
from nightmares while you sleep I’m sure”

5. The Pull-String Toy
“For you, a toy that talks with just a pull of 
the string on its back. It’s filled with wisdom 
and magic, so don’t hesitate to give it a pull”

6. The Marrionette
“For you, a puppet built for graceful dancing: 
the marionette. Its strings let it move and 
sway in ways that are almost alive”

The Nutcracker
“And for you, a very special toy. This is a 
nutcracker. It may not look like much, but 
with the lever on its back it can crack open 
even the hardest nut with ease. Take special 
care of this toy for me”

Once these last gifts are given, the feast begins and 
the evening winds down.
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The holiday feast
Once the characters have received their toys and 
gotten a chance to speak with most of the NPC’s, 
Ingrid Stahlbaum tells everyone in the inn that 
the holiday feast is ready. Read or paraphrase the 
following aloud:

Heading to bed
Once Drosselmeyer’s story is finished, the 
grandfather clock strikes eleven, and everyone in 
the common room retires for the evening. Ingrid 
can show the characters to their rooms. She has 
prepared the suite for them if they all want to share 
one room. 
 Once the characters are in bed, the real adventure 
begins.The Stahlbaum family brings out a 

tremendous holiday feast: roast turkey, 
mutton, grilled vegetables, fresh bread, all 
the holiday trimmings. All of the inn’s guests, 
yourselves included, eat your fill. The food is 
excellent.
 Dinner is followed by plates of 
exotic desserts and sweets: gingerbread 
cookies decorated to look like children, 
a pot of chocolate fondue, striped candy 
canes, café con leche with rum, marzipan 
shaped like little sheep and shepherds, a pot 
of sweetened jasmine tea, and a sugar plum 
cake. Everyone seems very impressed with 
this assortment of sweets.
 Once full, the inn settles into a 
relaxed bit of conversation and reflection on 
the season. A winter storm blows outside, 
but you are all nice and cozy indoors.

This lull is a perfect opportunity for the characters 
to interact with any NPC’s they haven’t spent much 
time with. The children are running around playing 
with their toys, and the adults are settling in over 
drinks.

Drosselmeyer's Story
Fritz approaches the characters, in particular the 
NPC who received the Nutcracker, with a request. He 
holds up an especially rough looking walnut and asks 
“Can you open this one? I hurt my tooth on it.” No 
amount of Strength checks can open this particularly 
hard nut. If the characters don’t immediately use the 
nutcracker, Drosselmeyer suggests it to them. The 
nutcracker toy effortlessly cracks open the tough nut.

 Drosselmeyer laughs and comments that it must 
be a “krakatuth nut”, the hardest nut in all the 
realms. If asked about this, Drosselmeyer tells the 
whole room the story of the Rat Queen and the 
Sugar Plum Fairy (See Sidebar).

The Rat Queen and the 
Sugar Plum Fairy
At the end of the holiday feast, 
Drosselmeyer tells the children and any 
adults who care to listen the fairy tale 
of the Rat Queen and the Kingdom of 
Sweets. Paraphrase the information in the 
Background section on page 4 for your 
players.

 If asked about the story, Drosselmeyer 
says it’s “one from his youth; a famous 
story among the fey that is passed down by 
elves for the winter holiday”. Be sure to get 
the following points across to the players:

• The Sugar Plum Fairy is the monarch 
of a fey kingdom of sweets.

• The Rat Queen led a mercenary army 
of rats to the gates of the kingdom of 
sweets, intending to wed her son to 
the Sugar Plum Fairy.

• The Fairy refused, and the Rat Queen 
cursed her for it. She was sealed inside 
of a Krakatuth Nut.

• When the Rat Queen tried to escape, 
she was killed by the guards of the 
kingdom.

• Her son took her crown and 
proclaimed himself ‘the Rat King’, 
taking control of her army.

• Without the magic of the Sugar Plum 
Fairy, the kingdom of sweets has fallen 
into ruin and barbarism.

• The Archfey of the Feywild made 
a prophecy that only a Nutcracker 
from a far away land could crack the 
Krakatuth Nut and free the Sugar Plum 
Fairy.

• The Archfey turn mortals into toys and 
test them in this story. If they do not 
free the sugar plum fairy before dawn, 
they remain toys forever!
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Part 2:
The miniature
war
As the clock strikes midnight the Winter King ushers 
the characters into his world by transforming them 
into living toys. As the characters come to terms with 
what has just happened, they are confronted by the 
conflicts and challenges of this much larger and more 
ominous space.

In this part of the adventures the characters must:

• Explore their surroundings as toys.
• Intervene in a skirmish between rats and toys.
• Descend down the stairs.
• Make their way across a battle in the common 

room.
• Encounter the Rat King.
• Learn of the Kingdom of Sweets. 

The midnight 
transformation
Once the characters are asleep, read or paraphrase 
the following:

The characters awaken to find that they have been 
transformed into the very toys that Drosselmeyer 
gave them! Give the characters a bit of time to 
explore their now much larger rooms and get used to 
their new forms.

Moving around as toys
The world around the characters is now much bigger 
and more ominous. They must contend with a variety 
of new challenges. Be sure to be clear and up front 
about the following changes around the characters:

•	 Size	difference. The characters are now 1/20th 
their former scales. Medium size characters are 
now four to five inches tall!

•	No	equipment. All of the characters’ equipment 
is now far too big and heavy to use. They need to 
find new weapons and armour.

•	New	Map	Scale. Using the Stahlbaum Inn Map, 5 
feet is now 100 feet. Crossing a 100 foot squares 
can take up to 30 seconds.

•	 Falling	Damage. Normal things like beds, chairs, 
tables, and stairs are now perilously high up. A 
character that falls must make a Dexterity saving 
throw (DC 10), taking 1d6 bludgeoning damage on 
failed save for every 10 feet fallen, or half as much 
on a successful save.

•	 Shut	Doors. A shut door has a three foot tall gap 
between it and the floor that can be ducked under. 
Large characters must make a Dexterity check (DC 
10) to squeeze through. Failure causes them to 
become stuck.

•	Toys	heal	and	take	damage	differently. Be 
sure to be upfront with the players about how 
their characters can take damage, die, and heal 
themselves. These rules are on page 8.

The inn is almost silent. As you drift off to 
sleep you here the clock in the common 
room chime twelve.
 Suddenly your room is filled with a 
ghostly green light. A strange mist creeps 
over your bed, enveloping you. As you look 
to your surroundings a queer feeling washes 
over you. The bed around begins to grow 
vast like a desert. The ceiling above stretches 
into the sky. Your modest room at the inn 
now towers above you. As you begin to move 
around, you realize it isn’t the room that’s 
gotten bigger. You’ve gotten smaller! And as 
you look to your hands, you see that this isn’t 
the only change.
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Exploring the room
The characters begin play in one or more of the inn 
rooms (Ideally the Suite). Without their armour and 
weapons, and without a clue as to what’s going on, 
their first recourse is to explore their surroundings.

Getting off the Bed
The beds the characters slept on are now 20 feet off 
the ground. Climbing safely down the sheets and 
blankets requires a successful Strength (Athletics) 
check at DC 12. If characters have access to some 
form of rope, or use other clever climbing ideas, they 
have advantage on this check.

Investigating the Room
Once on the ground the characters can take in their 
surroundings. A successful Wisdom (Perception) 
check at DC 10 reveals that there are shiny things 
scattered about the floor in the distance. Success at 
DC 15 reveals there is a commotion outside of the 
door that sounds like combat. Have the characters 
make Investigation checks to see what random items 
they come across. Use the table below:

Investigation Results Table

Roll Result 
1-9. Nothing 
10-12. Cloth scraps. Grants +1 to AC. 
13-14. Frayed twine and a bent hair pin. Can be  
 used as 50 feet of rope and a grappling hook. 
15. Sharp splinters. Can be used like a short   
 sword (1d6 piercing). 
16. Boot leather. Grants +2 to AC. 
17. Fruitcake crumbs. If eaten it restores 1d4 + 1  
 hit points. 
18. Sewing needle. Can be used like a rapier  (1d8  
 piercing, finesse). 
19+. Dead rat soldier. It carries a needle sword  
 (1d8 piercing, finesse) and a coat (+1 AC).  
 The rat soldier has been mauled to death by  
 enormous claws.

Moving through the 
hall
Once the characters have exited the room they woke 
up in, they are confronted by the following scene:

Before you is a fierce combat between 
creatures you’ve never seen before. On one 
side are two toy soldiers brandishing swords. 
Their paint is scratched up and they look 
worse for wear. They defend a wounded 
creature; a young girl made of gingerbread. 
Her legs are crumbling apart and she looks 
frightened.
 On the opposite side are their 
attackers: three bipedal rat creatures wearing 
patchwork mercenary’s garb, armed with 
sewing needles. These rats screech at the tin 
soldiers, pressing their advantage. One stabs 
into a toy soldier who falls over.
 The remaining soldier turns and calls 
out to you. “More toys! Thank goodness. 
Help us repel these brutes! We’re losing 
here!”

This combat is between two toy soldiers (one with 
4 fit points, the other at full hit points), defending 
a wounded gingerbread child from their attackers: 
three rat soldiers. All of their statistics can be found 
in Appendix A.

 If the characters do not act quickly, the rat soldiers 
turn their attention to them and spring to attack, 
shouting “The rat king said no toys to be left alive! 
Now is the time of the rats!” The rats retreat if one or 
more of them is killed, scurrying into a nearby hole in 
the wall.

Aiding the Tin Soldiers
If the rats are defeated, the surviving tin soldiers 
thank the characters for their help. The gingerbread 
child hugs each of the characters tightly. If asked 
about who they are and what is going on, the three 
of them explain what they know. They can also 
share much of the information from the Background 
section:
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	 What’s	Going	On? “Tonight is the night of a 
terrible war! The Rat King’s army is marching upon 
the kitchen. They’re going to eat up all of the people 
from the Kingdom of Sweets!”

	 Who	are	you? The soldiers explain that they’re 
toys in Captain Matryoshka’s army, charged with 
defending the kitchen (The Kingdom of Sweets) from 
the Rat King’s forces. The gingerbread child, who 
introduces herself as Gigi, says she’s a handmaiden 
of the Sugar Plum Fairy who was sent to accompany 
the soldiers.

	 Why	are	we	toys? The toy soldiers are confused 
by this, but Gigi guesses that this must be the Winter 
King’s magic. She shares that the Winter King, lord of 
all the winter fey, sometimes enchants mortals into 
toys to take part in this conflict.

	 Where	do	we	go	now? “If you want help, you 
should speak to Captain Matryoshka. She’s guarding 
the enormous tree far down below. To get to her you 
must venture down the stairs”.

The soldiers elect not to accompany the characters, 
saying that they’re the only defense this upper floor 
has if more rats try to reinforce the Rat King.

Encountering Pavlova
If the characters don’t immediately head towards the 
stairs, and explore more of the upper floor instead, 
they encounter Pavlova the cat.

Pavlova the cat quickly attacks the characters. She 
retreats if she’s dealt 20 damage or more, running 
into nearby room faster than the characters can 
catch up to her. If the characters try to charm or 
persuade Pavlova to spare them or aid them, they 

Helping the Rats Instead
Some players may want to avoid taking 
sides in the conflict between the toys and 
the rats. Others might want to aid the rats 
rather than the toys. Siding with the rats 
isn’t the intent of this adventure, but it’s a 
valid choice if the players are set on it.

• Dissuade the players by having the rats 
be as cruel, and villainous as possible, 
attacking them outright.

• If the players are still intent on 
siding with the rats, feel free to flip 
the script of the adventure. The 
defeat of Captain Matryoshka in the 
common room makes the Rat King the 
characters’ ally.

• The Rat King accompanies them 
towards the kitchen and promises 
them a grand reward if he can reach 
the Sugar Plum Fairy.

• If you want, have the Archfey’s 
prophecy be false: it’s the Rat King 
who is destined to free the Sugar Plum 
Fairy, not the Nutcracker.As you cross the hall, a tremendous bestial 

shape approaches you. It is the size of a 
dragon, covered in striped fur. Its glowing 
amber eyes peer down at you, gleaming with 
intellect. This enormous monster pounces 
upon you: it’s Pavlova the house cat, but now 
she’s monstrously large and threatening. She 
purrs at you and speaks in common: “More 
toys for me to play with. What fun” she says 
in a low rumble.

must make a contested check against her: Their 
Charisma (Deception or Persuasion) versus Pavlova’s 
Wisdom (Insight). If the characters removed the 
reindeer antlers from Pavlova or fed her before, they 
have advantage on their Charisma checks.

 If Pavlova is successfully persuaded, she offers to 
carry the characters down the stairs upon her back. 
This gets them to the next part of the adventure 
much faster.
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Descending the stairs
There are 16 stairs to descend to get to the common 
room of the inn. Each stair is a sheer drop 10 feet 
down and requires a successful DC 13 Strength 
(Athletics) or Dexterity (Acrobatics) check to climb 
down without taking damage. This is a total of 16 
ability checks from each character, which is neither 
fast nor ideal. The following things can help the 
characters through this:

•	Using a rope and grappling hook cuts the amount 
of ability checks required in half (8 total).

•	Every clever idea to aid climbing down removes 1 
check.

As the characters descend the stairs, roll for two 
random encounters on the table below. These are 
encountered as the characters climb down, impeding 
them or drawing their attention:

Random Stair Encounters

Roll Result 
1. Broken Toy Soldier 
2. Rat Soldier and Gingerbread Child 
3-4. Scene of a Skirmish 
5. A Shortcut in the Wall 
6. Pavlova Emerges

Broken Toy Soldier
A lone toy soldier drags itself along the stairs. Its 
legs are splintered and broken. If approached, it 
says that it ran into a spot of bother with some rats, 
but it must get to Captain Matryoshka. It has vital 
information about the Rat King’s whereabouts. The 
soldier asks the characters to help him get down to 
the common room.

Rat Soldier and Gingerbread 
Child
A rat soldier has cornered a gingerbread child 
(named Molass) on the stairs and is approaching to 
devour it. The gingerbread child cries out for aid. 
If the characters do not intervene, the rat soldier 
gobbles the gingerbread child up. If Molass is saved, 
the gingerbread child thanks the characters and says 
they will tell Mama Ginger about their kindness.

Scene of a Skirmish
The floor of the stairs is streaked with paint and rat 
blood. Deep scratches run through the wood. Roll 
three times on the ‘Investigation Results Table’ to 
see what items were left behind at the scene of this 
skirmish.

A Shortcut in the Wall
A crack in the wall beside the stair opens up to a 
sloping path downward. This shortcut is big enough 
for small and medium characters to fit through. Large 
characters have to squeeze through as if squeezing 
under a door. Taking this shortcut down ignores 6 
stairs. If there are less than six stairs left to descend 
the characters arrive in the common room.

Pavlova Emerges
If the characters have not yet encountered Pavlova, 
the enormous cat hops down the stairs and 
blocks their path. Follow the information in the 
‘Encountering Pavlova’ section. If the characters 
already encountered Pavlova, reroll this encounter.
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Battle in the 
common room
When the characters were awake the common 
room was a lively and inviting place of warmth 
and comfort. Now it is a vast battlefield where toy 
soldiers do battle with the army of the Rat King.

Setting the scene
Upon getting to the bottom of the stairs, read the 
following aloud:

 Climbing	Tables. The fighting can be avoided all 
together if the characters climb up and move across 
the tables. Each table is 40 feet tall and between 20 
and 40 feet apart from one another.

 Fighting	Through. If the characters are intent on 
fighting their way through the battle, they must 
defeat or subdue nine rat soldiers on the way to 
Captain Matryoshka. These rat soldiers are clustered 
into three groups of three.

Meeting Captain Matryoshka
Upon successfully crossing the distance of the 
common room, the characters meet Captain 
Matryoshka. The captain is a living matryoshka doll 
who separates into smaller versions of herself to 
surround enemies. Upon seeing the characters she 
calls out for their aid, beckoning them to join her. Her 
statistics can be found in Appendix A.

 Captain Matryoshka says that they are the last 
line of defense between the Kingdom of Sweets and 
the Rat King’s army. She doesn’t know where the 
characters came from, but she needs their help.

 Whether or not the characters agree to this or not 
doesn’t matter, as the scene is interrupted by the 
arrival of the Rat King on the field.

The common room stretches out around you. 
Table and chair legs now tower over you like 
pillars holding up the room. Slush and snow 
tracked in from the doorway has melted into 
large foot deep puddles of water. The embers 
left in the hearth still crackle with blazing 
heat.
 In the distance you see the holiday 
tree in the corner of the room has become 
the site of a pitched battle. Scores of rat 
soldiers tousle with toys, swords clashing. At 
the base of the holiday tree you see a hefty 
matryoshka doll giving orders to the other toy 
soldiers while a line of ten rats scurry towards 
them.

Spread out across the common room are 30 
rat soldiers fighting against the 10 toy soldiers 
remaining. The toys’ leader, Captain Matryoshka, 
leads her soldiers from the base of the holiday tree.

Crossing the Distance
 The captain is roughly 700 feet away from the 
characters position at the base of the stairs. How to 
get to her safely is up to the characters.

 Using	Stealth. Sneaking past the battle requires a 
successful Dexterity (Stealth) check at DC 15. Rather 
than have the characters be totally discovered while 
sneaking through the battlefield, ending in combat, 
unsuccessful characters take an amount of damage 
equal to the amount they failed the Dexterity check 
by. This represents nics, cuts, and glancing blows 
taken as they wade through the fight.
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The rat king arrives
his rats to devour all of them, and he’ll take the 
krakatuth nut as a trophy. 
 The Rat King waits to see what the characters do 
before he storms in and attacks. Once they make the 
first move, he strikes.

Development
When the Rat King is reduced to half his hit points, 
he cries out in pain and fear, sounding a retreat. The 
remains of his army scurry towards him and run off 
towards the opposite end of the common room. 
 If the rat king is defeated or killed before he gets 
the chance to escape, his army abandons him and 
immediately flees for their lives. 
 If Captain Matryoshka is still alive, she gathers 
up the remaining toy soldiers and cheers on the 
characters as heroes. She thanks them for their aid 
and offers them the chance to recuperate in safety. 
 If the characters have not yet taken a short rest, 
now is as good a time as any.

What Matryoshka Knows
Captain Matryoshka explains that she was once a 
disgraced military captain who was transformed 
into a toy one fateful winter holiday’s eve. She has 
been trapped in this strange realm, made to fight 
this same battle against the Rat King each and every 
time. She recognizes that the characters are not 
naturally toys, and says that if they don’t find a way 
to break the Sugar Plum Fairy’s curse by the time the 
dawn comes, they’ll be trapped here as toys forever, 
just like she has been. Matryoshka can answer the 
following questions:

 How	do	we	break	the	curse? “If I knew that, I 
wouldn’t be a bunch of nesting dolls, would I? I’d say 
your nutcracker friend could be helpful though”.

 Where	is	the	Kingdom	of	Sweets? “It’s deep 
inside the kitchen atop the table, just beyond those 
doors there”. She points in the direction of the main 
hallway.

 Can	you	help	us	get	there? “Sadly no. I’ve lived 
through this battle many times. I don’t have the 
strength to carry on. I leave this in your capable 
hands. You defeated the rat king, maybe you can pull 
this off!”

	 Is	there	anything	else	we	need	to	know? “Beware 
the dance of the snowflakes. That’s all I’ll say. 
Beware.”

The quiet falls over this miniature battlefield, 
followed by a sinister chuckling. An imposing 
looking rat makes his way towards you, 
stomping over a fallen toy soldier as he does.
 He is dressed in a velvety red cape. 
His chest armour does little to cover his 
corpulent round body. His tail twitches 
behind him, bent and twisted. A small golden 
crown rests atop his head.
 This rat calls out to you in a husky 
voice. “Well well, toys. It looks like your 
meager forces are all but beaten! Surrender 
yourselves to me, the Rat King, and I may be 
merciful” he chuckles, “who am I kidding? 
Me, merciful? Not a chance!”

The rat king is accompanied by four rat soldiers. 
He stops his advance thirty feet away from the 
characters and holds to hear their response to him. 
The Rat King shares that once he’s crushed the toy 
resistance he’ll march on the Kingdom of Sweets 
in the nearby kingdom, where he plans on seizing 
what’s his: the Sugar Plum Fairy’s people. He’ll lead 
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Part 3:
The kingdom
of sweets
In this final part of the adventure, the characters 
leave behind battles and war and must now contend 
with the traps and trials of the warped and twisted 
people of the kingdom of sweets. They must 
accomplish the following:

• Brave the icy hallway of the snowflakes.

• Climb to the top of the kitchen table.

• Encounter the exotic desserts.

• Reach the gingerbread stewards of the Kingdom 

of Sweets.

• Break the curse upon the Sugar Plum Fairy. 

Dance of the 
snowflakes
The hallway between the common room and kitchen 
has become a beautiful but deadly wasteland that 
the characters must cross. Upon entering, read the 
following aloud:

Crossing the frozen 
hallway
The entrance to the kitchen is 500 feet away from 
where the characters begin in this hall. There are a 
number of things that threaten them along the way.

The Icy Breeze
Even toys can feel the cold. For every 200 feet 
traveled down this hallway the characters must make 
a DC 10 Constitution saving throw. Failure causes 
them grow frigid and suffer one level of exhaustion. 
The first level of exhaustion imposes disadvantage 
on ability checks, the second halves the characters’ 
speed, and the third imposes disadvantage on attack 
rolls and saving throws. Toys cannot suffer more than 
three levels of exhaustion.

Snowflake Sirens
As the characters reach the midpoint of the hallway, 
they are attacked by the snowflakes themselves. 
Their crystalline forms float above the characters 
while they use their voices to psychically dominate 
the characters into walking into the snow mounds to 
freeze to death.

 There are five snowflake sirens in this hall that 
attack the characters. Their statistics are in Appendix 
A. They float 10 feet above the characters, only 
coming within melee range to attack.

Buried Gingerbread Child
A successful DC 15 Wisdom (Perception) check 
reveals a half-frozen gingerbread child stuck in one 
of the piles of snow. If rescued and warmed up, the 
gingerbread child introduces themselves as Clove. 
They wander off once delivered safely to the interior 
of the kitchen.

Door to the Kitchen
Just like all the other doors, there is a 3-foot-tall gap 
between the floor and the bottom of the door that 
characters can squeeze through. Once inside the 
warm kitchen, all levels of exhaustion from the cold 
hallway are immediately removed.

You feel a terrible chill as soon as you enter 
this hallway. The windows along the southern 
wall have been blown open by the winter 
wind. Enormous crystalline snowflakes drift 
in from these open windows. The floor has 
frozen over and snow has begun to pile up 
into 20 foot high, 50 foot wide mounds.
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The kitchen
Once defeated, the dessert creature(s) yield and the 
characters can make their way to the oven: home of 
Mama Ginger and her gingerbread children, steward 
of the Kingdom of Sweets.

Assorted Items in the Kitchen
Scattered about the entrance to the kitchen are a 
number of weapons, items, and pieces of armour 
that the characters can collect and use:

• Candy canes. Usable either two handed as a 
maul (2d6 bludgeoning) or one handed as a 
spear (1d6 piercing).

• Toothpick points. Usable as daggers (1d4 pierc-
ing, thrown).

• Hard candy shell pieces. Grants +2 AC. 

Chocolate fondue
 

What was once the modest kitchen of an 
inn has been transformed into a cavalcade 
of spilled and toppled over desserts that 
have formed a whole world of things on the 
kitchen floor. The whole room is steamy 
and warm. All of the leftover desserts you 
recognize have turned into grand structures 
or landscapes.
 At the opposite end of the kitchen 
you see the oven. Atop the counter to the 
right of it there is what looks like a gleaming, 
resplendent pink candy tower. To get to the 
Sugar Plum Fairy, you know you must reach 
the oven and then ascend.

Choosing a path through 
the kitchen
Scattered across the kitchen floor are plates and 
platters of leftover desserts, now transformed into 
living creatures or insidious traps. In order to reach 
the Sugar Plum Fairy, the characters must get past 
at least one of them. Each one is clearly visible and 
identifiable, but each is so expansive that there is 
no hope of sneaking past all of them without being 
noticed. 
 The characters must brave all or most of these 
creatures/hazards in the order listed. If time is 
short, after the Chocolate Fondue you can have your 
players choose two of the remaining four creatures/
hazards to face.

Exotic Dessert Creatures and Hazards
Chocolate Fondue. A boiling lake of liquid chocolate  
 containing a chocolate ooze monster.
Café Con Leche. Coffee elemental that breathes out  
 euphoric but poisonous fumes.
Jasmine Tea. A sentient tea pot that commands   
 floating teacups and saucers.
Candy Canes. A candy cane dungeon filled with three  
 deadly traps.
Marzipan. Two twin marzipan children that test the  
 characters with puzzles and riddles.

Before you rests an overturned fondue 
pot. Its contents have spilled out onto the 
table, forming a bubbling, boiling hot lake 
of melted chocolate. Marshmallows and 
strawberries float amid the chocolate like 
precarious stepping stones. Going around 
looks impossible. The only way through this 
chocolate is across.

Molten	Chocolate. The chocolate fondue lake is 10 
feet deep and boiling hot. Touching it, falling into 
it, or starting your turn inside of it causes 1d6 fire 
damage per round.

	 Edible	Stepping	Stones. Floating in the molten 
chocolate are dozens of stepping stones made of 
marshmallows and strawberries. They range in 
size from 1 to 2 feet in diameter, and are spaced 7 
feet apart. A character that cannot normally jump 
that distance must succeed on a DC 15 Strength 
(Athletics) or Dexterity (Acrobatics) check to make 
the jump. Failure causes them to fall into the molten 
chocolate.

 There is a path of 10 stepping stones from one end 
of the chocolate fondue lake to the other.
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The Chocolate Ooze Monster
Once the characters have crossed hallway across the 
fondue lake, a monster emerges from the molten 
chocolate: a hulking ooze creature made entirely of 
boiling chocolate. It advances towards the characters 
and attacks. The chocolate ooze’s statistics can be 
found in Appendix A. This ooze creature fights to the 
death.

Café con leche
 

Jasmine tea

Blocking your path forward is a polished 
metal coffee pot, a pitcher of milk, and a 
crystal clear bottle of rum. These things are 
as tall as towers. They are surrounded by a 
fragrant cream coloured steam. This cloud 
of steam draws closer to you, as does what’s 
creating it: A trio of tar black humanoid 
creatures with white foam for hair and 
clothing dance out from behind the coffee 
pot. Steam trails around them. They dance 
towards you provacatively.

	 Café	Creatures. Three café creatures block the 
characters’ path forward. They are intent on dancing 
with the characters, mesmerizing them with their 
poisonous steam. The café creatures statistics are 
in Appendix A. The only way to move past these 
creatures is either to destroy them or to best them in 
dancing.

	 Dancing	to	Advance. Instead of fighting, if one or 
more characters accept the café creatures’ dance, 
they can beat them with a contested Charisma 
(Performance) check. The café creatures will bow to 
dancers greater than them, and move out of the way. 
If the characters fail at beating the café creatures at 
dancing, they attack. The café creatures fight (and 
dance) to the death.

The space before you is dominated by a 
tremendous porcelain teapot. Steam rises 
from its spout. Porcelain saucers and teacups 
surround it. Suddenly the lid rises from the 
tea pot, pushed up by a pillar of steam. A 
column of fragrant jasmine tea rises up from 
the pot, assuming a humanoid shape. It 
waves its arms to you and laughs a gurgling 
laugh. It motions towards the saucers and 
cups that surround it, causing them to lift up 
from the table. They float and spin around 
the teapot, faster and faster. Then, they surge 
forward to attack.

 Jasmine	Teapot. The creature within the teapot is 
a tea elemental, its body protected by the porcelain 
vessel it resides in. Its statistics are listed in Appendix 
A. A successful DC 10 Intelligence (Investigation) 
check reveals that the porcelain tea pot is too sturdy 
to attack directly, but the spinning porcelain saucers 
and cups could do a hefty bit of damage to it if they 
collided.

 Saucers	and	Cups. These cups spin around the 
teapot fast enough to damage anything that comes 
in contact with it. The cups and saucers have an AC 
of 15. A successful melee attack against them with 
a bludgeoning weapon is enough to cause them to 
collide with the teapot. They deal 3d6 bludgeoning 
damage to the teapot and are shattered. 
 Characters can attempt to jump on and ride the 
spinning saucers with a successful DC 15 Strength 
(Athletics) check. Failure causes them to take 2d6 
bludgeoning damage from the impact. If successful, 
a character can steer the saucer into the teapot, 
causing it to deal 4d6 bludgeoning damage to the 
teapot and shatter.

Shattering Defeat
When the Jasmine Teapot is reduced to 0 hit points, 
it cracks and shatters, emptying out the jasmine tea 
elemental within. The tea elemental is destroyed, 
but the wave of tea that comes crashing out is still 
scalding hot. All characters within 30 feet of the tea 
pot must make a Dexterity saving throw (DC 10). 
Characters take 2d4 fire damage on a failed save and 
half as much damage on a successful save.
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Candy canes Trap #1: Dart Trap
Mechanical trap 
Spot DC 15

When heading down a forty-foot-long corridor, a 
hidden pressure plate at its midpoint sets off a trap 
that shoots a series of sharpened candy cane darts 
at creatures out of apertures in the wall at the end of 
the corridor. 
 With a successful DC 15 Intelligence (Investigation) 
check, a character can deduce the presence of the 
trap and it can be avoided. Triggering the trap causes 
all creatures in the corridor to make Dexterity saving 
throws (DC 12). Failure causes them to take 2d10 
piercing damage from the candy cane darts.

Trap #2: Spike Pit Trap
Mechanical trap 
Spot DC 15

When turning the corner to a fifty-foot-long corridor, 
a five-foot-square, 10 foot deep pit trap in the floor is 
hidden immediately after the corner. 
 With a successful DC 15 Intelligence (Investigation) 
check, a character can deduce the presence of the 
trap and it can be avoided. The pit can be jumped 
over. Triggering the trap causes all creatures walking 
or jumping over the pit to make Dexterity saving 
throws (DC 15). Failure causes them to fall into the 
pit and onto the candy cane spikes below. They 
take 2d10 piercing damage from the spikes and 1d6 
bludgeoning damage from the fall.

Trap #3: Spiked Crushing Walls 
Trap
Mechanical trap 
Spot DC 15

When crossing a 20-foot-square room with the exit 
of the labyrinth at the end of it, a hidden magical 
light sensor at its midpoint that, when crosses, 
causes the doorways in and out of the room to 
be sealed by candy cane bars. Candy cane spikes 
emerge from the walls, and the walls begin closing 
in at a rate of 2.5 feet per round. The walls close 
in completely after 4 rounds. The spikes reach the 
center of the room after two rounds, causing damage 
to all creatures within. 

Rising up from the table is an entire structure 
made of peppermint. It’s over a hundred 
feet long and almost as wide. A set of red 
and white peppermint doors open with 
minty blast of air revealing the rooms within: 
A labyrinth of candy cane walls, a narrow-
corridor dungeon.

The candy cane labyrinth is a series of twisting 
halls and 20-foot-square rooms. Hidden inside the 
labyrinth are three deadly traps intended to test 
the characters who explore this miniature dungeon, 
using sharpened candy cane spikes to deal terrible 
harm to careless toys.

 Rather than map out the candy cane labyrinth, it 
may be easier to describe it abstractly; one trapped 
corridor and room leading to the next, and the next.

Labyrinth Details
	 Corridors. The corridors are all 5-feet-wide. The 
walls made of red and white striped candy canes. 
Every wall is five feet thick. 
 Floors. The floors are made of candy cane and are 
tacky to walk across. If anything is spilled on them 
they become sticky and are considered difficult 
terrain. 
 Ceilings. Sheets of red and white peppermint swirl 
candy. The ceilings are five feet thick. 
 Light. The candy cane walls of the labyrinth are 
translucent enough to let in dim light from outside. 
Characters without darkvision or a light source make 
perception checks at disadvantage.
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 With a successful DC 15 Intelligence (Investigation) 
check, a character can deduce the presence of the 
trap and it can be avoided. Triggering the trap causes 
the walls to begin to close in. 
 Escape is only possible if the sensor is found 
and deactivated (DC 15 Sleight of Hand check), or 
if the candy canes barring the exit are destroyed 
(AC 15, Hit Points 22). Two rounds after this trap is 
triggered, each creature in the room must make a 
DC 10 Dexterity saving throw to avoid being pierced 
by the encroaching spikes. Creatures take 2d10 
piercing damage on a failed save, and half as much 
on a successful save. After four rounds the creatures 
within are crushed. They are reduced to 0 hit points 
and must each make Toy Breakage rolls. 10 minutes 
later they appear outside the exit of the candy cane 
labyrinth with 1 hit point each.

 Once the characters have reached the exit of 
the labyrinth, they have escaped it and are free to 
progress onward.

The two children introduce themselves as Halva and 
Frutta. Upon closer investigation it appears that they 
too are made of living marzipan. The two children 
giggle and ask “Tell me, strange toys, do you enjoy 
puzzles? You may pass through to Mama Ginger’s 
domain if you solve our puzzles”

Halva and Frutta's Puzzles
The two marzipan children each offer a puzzle for the 
characters to solve. Both must be solved to advance. 
The children give no time limit or rules about solving 
them. Characters can persuade both Halva and 
Frutta to give them one hint each with a successful 
Charisma (Deception/Persuasion) check (DC 15).

 Halva’s	Puzzle. Halva speaks aloud his puzzle:

The area before you is a naturalistic farm 
setting, filled with grassy plains and wooden 
fences. Colourful sheep bleat as they wander 
about this farmland. The air is filled with a 
sugary, nutty aroma. Looking closer at this 
scene reveals that everything before you is 
made of marzipan.
 Two children, a boy and a girl, appear 
before you. Dressed in elegant, aristocratic 
attire, they beckon you forward with smiles.

“There are 2 trees in a garden, Birch and 
Elm, and on both the trees are some birds. 
The birds of Birch tell the birds of Elm that 
if one of them come to their tree, then their 
population will be double than Elm. Then the 
birds of Elm, tell the birds of Birch that if one 
of them comes to Elm, then their population 
will be equal to that of Birch. How many birds 
are there on each tree?”

Halva’s hint is “There are seven birds on the birch 
tree.” 
 The answer is “Seven birds on Birch, five birds on 
elm”. Alternatively, “Five birds on Birch, four birds on 
elm” also works.

Marzipan
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 Frutta’s	Puzzle. Frutta speaks aloud her puzzle:

“I have a cake that I must cut into eight 
slices. I can only make three cuts. How do I 
do it?”

Frutta’s hint is “A cake can be cut in ways other than 
from the top down.” 
 The answer is “...to cut the cake twice to get four 
slices, then to cut the cake horizontally to get eight.”

 Once both puzzles are solved, the two marzipan 
children step out of the way and let the characters 
progress.

Attacking Halva and Frutta
If the characters are threatening towards the 
marzipan children they speak in unison to warn the 
characters against such actions: “If you can’t solve 
our puzzles, walk away. If you’re mean to us, you’ll 
be sorry!”. Attacking the children causes them to 
magically merge together into a hulking marzipan 
golem. Its statistics are available in Appendix A. The 
marzipan golem fights to the death.

Mama ginger's 
oven
The characters have reached the end of the kitchen’s 
trials and now they stand before the kitchen’s oven. 
It radiates heat and seems to glow deep red. The 
counters to the right of the stove are sixty feet tall 
and lined with drawers with pull handles, spaced 
roughly 20 feet apart. 
 As the characters approach either the oven or the 
counters, read the following:

The stove before you glows with sweltering 
heat, warping the air around it. Without 
warning, the door to it springs open, 
revealing the fiery wood burning oven within. 
From this blaze emerges a molasses brown 
matronly woman made of gingerbread. Her 
dress is detailed in royal icing, buttoned up 
with gumdrops. She furrows her frosting 
brow at you all and says “Where do you 
think you’re going, dearies? Approaching the 
tower, are ye? I wouldn’t if I were you. Not til 
Mama Ginger and her many children take a 
look at ye!”
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As Mama Ginger steps forward, ten gingerbread 
children pop out of the open oven. They lift 
themselves off of a baking sheet and waddle forward 
behind their mother. The oven hangs open behind 
them.

Mama ginger's judging
Mama Ginger is the steward of the remains of 
the Kingdom of Sweets, and guardian of the last 
remaining tower of the Sugar Plum Fairy, where the 
fairy’s cursed nut resides. Mama Ginger’s charge 
is to ensure only those who she deems worthy are 
allowed to approach the krakatuth nut. And so far, 
she has judged no one worthy. In order to prove 
themselves, the characters will have to impress 
upon Mama Ginger that they are not only strong and 
capable, but and kind and considerate.

 As soon as the characters begin doing so, read the 
following aloud:

to break the curse. This can be anything from sharing 
one of their accomplishments from earlier this night 
to just flexing real big to show how strong they are. 
Each one of these is conveyed with a skill check 
contested by Mama Ginger’s Wisdom (Insight) check, 
to which she gets a +8 bonus.

 Mama Ginger only deems the group qualified if 
half or more of the group is successful. If more than 
half of the group fails, Mama Ginger turns them 
away. The Nutcracker NPC is considered an automatic 
success in Mama Ginger’s eyes, on account of them 
being a Nutcracker.

 If the group is successful, Mama Ginger and her 
children step aside and allow the characters to climb 
the counter to get to the Sugar Plum Fairy’s tower.

Fighting Mama Ginger
If the gingerbread matriarch turns the characters 
away, they can always fight past her to move on. 
Mama Ginger and her ten gingerbread children’s 
statistics can be found in Appendix A. Their primary 
tactic is to gang up on a single character and grapple 
them. Once grappled, the gingerbread children carry 
the character over to the oven and toss them in. A 
creature that starts their turn in the oven takes 3d6 
fire damage is set ablaze. Mama Ginger fights until 
she is reduced to half health, or until half or more of 
her gingerbread children are defeated.

As you stand before Mama Ginger and her 
children, you hear a chime in the distance. 
The grandfather clock in the common room 
rings out five bells. There’s only one hour left 
until dawn! If you don’t break this curse soon, 
you’ll be doomed to stay as toys forever!

Rescued Gingerbread Children
If the characters went out of their way to save two 
or more gingerbread children during their adventure 
(Gigi at the beginning, Molass on the stairs, and 
Clove in the frozen hallway), then the characters 
don’t need to prove themselves to Mama Ginger. 
The gingerbread children whom the characters saved 
previously appear with the rest of the gingerbread 
children, and they move over to tell Mama Ginger 
that “these are the toys that saved us!”

 Mama Ginger is touched by the characters’ 
heroism and selflessness, and she and her children 
step out of the way to let them climb up the counter.

Impressing Mama Ginger
In order to impress Mama Ginger, each character 
must share with her a reason why they’re qualified 
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The sugar plum 
fairy's tower
When the characters reach the top of the kitchen 
counter, read aloud the following:

You climb up to the top of the kitchen to see 
your destination before you: a spiralling tower 
of spun sugar, decorated with sugar plum 
designs. Its main entrance is a wide archway, 
beyond which is a stone pedestal. Atop this 
pedestal is a velvet cushion on which rests a 
large, leathery looking nut: the krakatuth nut.

The characters have come at last to the resting place 
of the Sugar Plum Fairy’s cursed form. If they can 
end the curse upon her, they’ll be one step closer to 
having their bodies back.

The rat king's revenge
If the Rat King survived his encounter with the 
characters in the common room, he appears again 
from behind the tower along with three rat soldiers. 
The Rat King is still at the amount of hit points 
he had when he escaped, and he appears quite 
wounded. He lumbers forward with a mad look in his 
eyes and attacks the characters. This time, the Rat 
King fights to the death.

 If the Rat King was killed in the common room, 
then this encounter doesn’t happen.

Breaking the krakatuth 
curse
The only creature truly capable of opening the 
krakatuth nut and freeing the Sugar Plum Fairy is the 
Nutcracker. Once the nutcracker places the krakatuth 
nut inside of their wooden mouth and cracks it, read 
the following aloud:

The nutcracker’s wooden jaw snaps closed 
with a resounding crack. Pure white light 
streams out of the fractured nut, blinding 
you.
 As your vision returns you see the 
spun sugar tower is gone, and in its place 
she hangs in mid air: the Sugar Plum Fairy! 
A resplendent fey creature dressed in a 
blooming, flowery ballet costume the colour 
of spun sugar. A silvery coronet rests atop her 
head, and gossamer fairy wings stretch out 
from her back. She slowly descends to the 
countertop to face you, smiling.
 “You’ve done it,” she says, looking 
to you all in earnest. “I’m finally free once 
more. The curse is broken, and I have you 
all to thank for it. What manner of reward 
shall I give you on this joyous winter holiday 
morning?”

The Sugar Plum Fairy looks over the characters, 
assessing them and the choices they’ve made over 
the course of the adventure. She asks the characters 
what kind of reward she can provide to each of 
them:

•	 Something to wield in battle?

•	 Something to protect yourself with?

•	  A token of her esteem and station in the Feywild?

•	A piece of knowledge unknown to you?

Each character’s choice influences the gift they 
receive in the conclusion.
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Once the Sugar Plum Fairy gets an answer from 
everyone, read or paraphrase the following aloud: 

The Sugar Plum Fairy bows before you 
all, then steps closer to the nutcracker. 
She gently kisses them on the forehead. 
From behind her, another figure appears: a 
shadowy half-elf who looks very much like 
Drosselmeyer. All around him is a swirl of 
snow and winter. He smiles to you all and 
simply says “Well done”.
 He raises his arms up, and a flurry 
of wild flower petals appears around you all. 
This colourful dance of flowers lifts you all up 
slowly in the air. Your vision grows white as 
your surroundings disappear. Distantly, you 
hear a clock chime six bells.

The characters are rendered unconscious. Their time 
adventuring among toys and sweets is over. Now all 
that is left for them to do is to wake up and claim 
their rewards in the Conclusion.
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Part 4:
Conclusion
With the Sugar Plum Fairy saved and the dawn 
arisen, all that’s left for the characters is to wake up 
on the morning of the winter holiday to receive their 
gifts and reflect on what they’ve experienced.

Safe and sound

 Something	to	protect	yourself	with. Characters 
who asked for this receive a piece of magical +1 
armour designed for their class. This armour is 
fashioned to look like either the improvised armour 
that they fashioned for themselves while they were 
toys, or it is similar in design to the outfit their toy 
selves wore. 
 A	token	of	her	esteem	and	station	in	the	Feywild. 
Characters who asked for this receive a silver 
pendant shaped like a snowflake with a jeweled 
sugar-plum at its center. This pendant is a magic item 
that can be used to open a portal into the Feywild 
once. It also bears the symbol of both the Sugar Plum 
Fairy and the Winter King, and can be used to sway 
others in conversation. 
 A	piece	of	knowledge	unknown	to	you. Characters 
who asked for this receive a parchment envelope 
sealed with the fairy crest of the Winter King. Within 
this envelope is a note that has written on it the 
information or lore they wanted to know. Game 
Masters are encouraged to be honest when sharing 
this lore, but also encouraging to the characters.

Holiday morning
Upon heading downstairs to the rest of the inn, the 
characters find most of the other NPC’s gathered for 
breakfast.

The Nutcracker NPC
The NPC who became the Nutcracker is waiting 
for the characters, sitting by the holiday tree and 
holding the nutcracker they were given the previous 
night. This NPC is in good spirits and shares with the 
characters the bizarre dream they had: They were 
turned into a nutcracker and explored a world of rats 
and toy soldiers and candy people. They say that the 
characters were there with them. If the characters 
share with the NPC their recollections of events as 
well, the NPC suddenly doubts if it truly was a dream.

Drosselmeyer
The half-elf toymaker Drosselmeyer is nowhere 
to be found. If the characters ask about him, Karl 
Stahlbaum says he must have left before the sun 
rose. All that’s left of the man is the wondrous toys 
he made.

You hear the grandfather clock chime six 
bells. The sunrise shines through the window 
of your room at the Stahlbaum inn. As you 
rise from your beds, you see and feel that 
your bodies have returned! You’re back to 
normal and toys no longer!
 You hear movement along the stairs 
and below you in the common room, as 
other guests are waking up on this winter 
holiday morning. It’s time to get up. As you 
do though, you see something at the foot 
of your bed: the toys you were given by 
Drosselmeyer yesterday. Strange how they 
look so similar to you when you were toys.
 Were the night’s events real, or were 
they all a dream?

The winter gifts
The characters can investigate their surroundings 
once again now that they’re back to normal. In 
addition to the toys that they were given at the 
beginning, each of them has a gift waiting for them 
at the end of the bed. The nature of their gift is 
determined by what they asked the Sugar Plum Fairy 
for:

 Something	to	wield	in	battle. Characters who 
asked for this receive a sized up version of a weapon 
they wielded as a toy: a needle sword, a splinter, a 
candy cane maul, a toothpick dagger, or whatever 
else they improvised as a weapon. This sized up 
version is a magical +1 weapon.
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Appendix A:
Npc's and 
adversaries
This appendix details the NPC’s and new monstrous 
adversaries the characters face in this adventure. 
These creatures are listed in order of their 
appearance in the adventure. While Challenge 
ratings and XP amounts are listed, they are not 
necessarily representative of the total XP earned in 
the adventure.

Stahlbaum family and 
visitors
All of the NPC’s that live in or visit the Stahlbaum inn 
are human commoners unless otherwise stated.

Drosselmeyer
Elias Christian Drosselmeyer appears to be a grey-
haired male half-elf in his early fifties. He is a 
toymaker and wizard of some repute, and is well 
regarded by most people who meet him or buy his 
toys.

 Those	Wonderful	Toys. Drosselmeyer specializes 
in mechanically complex toys that are gear driven. 
Wind up marching toys, pull-string talking dolls, lever 
and button activated figurines, and so on. When 
he employs magic in his craft, it is in subtle ways: 
allowing a talking doll to know the name of the child 
that owns it, simple charms that cause eyes to glow 
or stuffed animals to warm up, or enchantments 
on toy soldiers and wizards that cause their swords 
or wands to create colourful but harmless sparks. 
Drosselmeyer can imbue his toys with any of the 
following spells as a permanent enchantment: light, 
minor illusion, prestidigitation.

 Archfey	In	Disguise. Drosselmeyer is actually the 
Winter King, an Archfey of the Feywild. He assumes 
the form of Drosselmeyer when he visits the Material 
Plane around the Winter Holiday to manifest the 
Kingdom of Sweets to test mortals. As Drosselmeyer, 

the Winter King is much friendlier, gentile, and easy-
going than he is in his natural form. The spirit of the 
holiday season imbues him with cheer and good 
nature.

 Statistics. When on the Material Plane, 
Drosselmeyer uses the commoner stat block, but 
with a half elf’s ‘Fey Ancestry’ features. Drosselmeyer 
refuses to take part in combat, and cannot be killed 
by creatures native to the Material Plane.

Drosselmeyer's Traits
 Ideal. “Beauty. I love the intricate beauty of many 
things moving in concert with one another, like gears 
in a toy, or people working together.” 
 Bond. “I have grown fond of the Stahlbaum 
children, particularly Clara. I want what is best for 
them.” 
 Flaw. “Other’s momentary suffering isn’t 
important. What’s important is that those who suffer 
learn a lesson from it.” 
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Nutcracker
The Nutcracker is the destined form of a noteworthy 
NPC that is close to the player characters, and one 
who is key to breaking the Sugar Plum Fairy’s curse. 
As toys, Nutcrackers are built to resemble royal 
guards or soldiers. A wooden lever in their back 
extends to their mouth, allowing their mouths to 
open wide and crack nuts or other objects placed 
inside.
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Toy soldier
Wooden and tin soldiers made by Drosselmeyer to 
give as gifts, brought to life by the Archfey’s magic. 
These toy soldiers have little conception of who they 
truly are as people, only knowing that they are loyal 
to the Kingdom of Sweets and the Sugar Plum Fairy, 
and that they oppose the Rat King and his army.

	 Jolly	Natured. Despite the grim nature of their 
fight, most toy soldiers are possessed of a cheery 
disposition. They’re determined to “keep a stiff 
upper lip” and describe impossible challenges as “a 
bit of a sticky situation”. Very little gets them down.

 Broken	Bodies,	Intact	Spirits. These toy soldiers 
are possessed of a single-minded determination to 
fight for and defend their charges no matter how 
much punishment they are put through. A toy soldier 
might lose an arm, both legs, and most of their 
body, but they’ll still press onward with the same 
implacable determination.

Gingerbread child
These bipedal humanoid creatures are living 
gingerbread cookies. They are the children of Mama 
Ginger and are loyal to the kingdom of sweets. 
Precocious, kind hearted, and very sweet, the 
gingerbread children do what they can to help those 
in need. However, they are terribly afraid of rats and 
other creatures that can eat them.
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Rat soldier
Bipedal rats that serve the Rat King, and loyal 
subjects of the rat kingdom. Rat soldiers are 
fierce and vicious fighters when provoked, but are 
otherwise cautious and careful in their tactics.

 Driven	By	Hunger. The rat king’s army marches 
on the kingdom of sweets not just for conquest but 
for sustenance. The rats want to devour the sugary 
sweet people living in the Sugar Plum Fairy’s domain. 
When in battle with gingerbread children or other 
candy-based creatures, they attack by biting and 
eating their foes alive.
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Pavlova the cat
Pavlova is an ordinary house cat owned by the 
Stahlbaum family. She is a mixed breed of mackerel 
tabby and maine coon, but with stubby legs 
and a raccoon-like tail. While the characters are 
transformed into toys, Pavlova is now a gigantic beast 
just from her size alone.

 Statistics. While the characters are toys, Pavlova 
uses the young black dragon stat block but with the 
following changes:

• Pavlova’s AC is 16.
• She does not have the ‘Amphibious’ trait.
• She does not have a fly speed.
• She does not have immunity to acid damage.
• She does not have a breath weapon attack. 

Rat king
Son of the great and terrible Rat Queen, the self-
proclaimed Rat King is a great and terrible despot 
driven to have revenge upon the kingdom of sweets 
and the Sugar Plum Fairy for the death of his mother.

 Theatrical	Villain. The Rat King a larger than 
life villain with a flair for the dramatic. His every 
utterance is grandiose hyperbole and every reaction 
he has is over the top. When playing the Rat King, 
hold nothing back. Be as overly dramatic as you can.

The Rat King's Traits
 Ideal. “The promise of victory is all that I have. 
I will crush the kingdom of sweets and their toy 
soldiers.” 
 Bond. “My poor sweet mother, the queen, 
was killed by the kingdom of sweets. I’ll have my 
revenge!” 
 Flaw. “Even in the face of doom, I won’t accept 
defeat.”
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Captain matryoshka
Captain Matryoshka is the leader of the toys who 
defend the kingdom of sweets. Her body is made up 
of four nesting dolls, each of them representing a 
piece of herself. Each doll is an extension of captain 
matryoshka.

 Once	a	Human. Many years ago, Captain 
Matryoshka was once a human soldier and captain 
who was transformed into a toy by Drosselmeyer 
one fateful winter holiday’s eve. She and her fellow 
soldiers were turned into toys, but they were 
unsuccessful in freeing the Sugar Plum Fairy from her 
curse. As a result, the captain was herself cursed to 
remain a doll forever. Captain Matryoshka has fought 
this repeating battle countless times. It has been so 
long now that she remembers little of her former life, 
other than that she used to be human and she failed 
in her task.
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Mama ginger
This imposing gingerbread cookie woman is wider 
than she is tall, her massive cookie skirt creating a 
protective shell that her children can hide in.

 A	Sweet	Mother. Mama Ginger is the mother of all 
gingerbread children. She protects and dotes on her 
many cookie children. Their well being is her primary 
concern.

	 A	Kingdom’s	Steward. Mama Ginger is also the 
ruler of the kingdom of sweets while the Sugar Plum 
Fairy is gone. Once their fairy princess was cursed 
inside of the krakatuth nut, stewardship over all of 
the candy people fell to her. She does her best to 
make sure they’re all taken care of, but her main job 
is to protect the krakatuth nut from outsiders.

Mama Ginger's Traits
 Ideal. “Protection. It is my duty to protect all those 
in my charge, even at the cost of myself.” 
 Bond.	“My many children mean the world to me. 
I’ll destroy anyone who means them harm!” 
 Flaw. “I’ve got a bit of a temper. It’s probably from 
all the ginger and nutmeg baked inside me.”
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Snowflake sirens
Snowflake Sirens are large snowflakes imbued with 
sinister magic from the Feywild, creeping in during 
the winter holiday. They tempt and dominate the 
minds of living creatures, beckoning them to march 
out into the cold to freeze to death. The snowflake 
sirens cannot stand the warmth of the indoors, or 
the warm lives of those who choose to live there.

 Statistics. Snowflake Sirens use the stat blocks of 
ice mephits, but with the following additions:

• They can cast charm person as a 1st level 
spell (Spell save DC 13) as an action. They lure 
charmed characters up to the open windows 
where they’ll fall out and freeze to death.

• They can speak Common.

Chocolate ooze
A boiling hot creature made of chocolate fondue. 
The chocolate ooze was once a collection of milk 
chocolate bar people who, in an attempt to stave 
off the cold of the season by sheltering together in a 
pot, melted together to form a horrifying creature.

 Statistics. The chocolate ooze uses the stat block of 
a gelatinous cube, but with the following changes:

• Its hit point total is 64 (8d8 + 20).
• It is vulnerable to cold damage.
• Its attacks deal fire damage.
• Its ‘engulf’ attack deals 2d6 less damage per 

round: 1d6 on its initial attack, and 4d6 per 
round to engulfed creatures.
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Café creature
Café creatures are beings made up of freshly brewed 
coffee, steamed milk, and exotic rum. The swirl of 
lively spirits within them animates them and causes 
them to dance wildly. They are fueled by the joyous 
spirit of the winter holiday, though the steam they 
emit is mildly toxic to other living creatures.

 The	Dancing	Desire. The café creatures are expert 
dancers who cannot speak, but instead communicate 
entirely through dance and movement. They 
consider all creatures who won’t dance with them to 
be enemies, or at least very rude.

Jasmine tea pot 
elemental
The Jasmine Tea is infused with a sense of life and 
has become a tea elemental. It sloshes inside of its 
porcelain tea pot, controlling it and the cups and 
saucers around it. It is charged with protecting the 
path to the Sugar Plum Fairy, and lets no creature get 
past it without a fight.
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Marzipan golem
When the marzipan children Halva and Frutta 
grow angry or are attacked, they instantly merge 
themselves into a much stronger marzipan being: a 
marzipan golem. This sugary confectionery monster 
is a fearsome brute who destroys any creature who 
angers it.

 Statistics. The marzipan golem uses the stat block 
of an animated armor.
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