
BAD ELF 

Rules v2.0 

2-4 players, age 8+, 30 minutes 

 

Santa is a busy man but especially busy in the weeks before Christmas.  In order to prepare for the 

festive, gift-giving season, Santa must have the very best in helpers.  It is a great honour for an elf to 

attain the position of Official Santa Helper and this honour does not come easily.  After a day of rest – 

Boxing Day - and fun playing rock, paper scissors, elves line up to enroll in the Santa’s School for Helpers.  

All year the elves learn about the spirit of Christmas and the ways in which to best help Santa with his 

important task.  The school ends with a final test.  The team of elves that can most efficiently load 

Santa’s Sleigh will graduate to be the next year’s Official Santa Helpers. 

 

Components: 

 Conveyor Deck (75 cards) 

 Bidding cards (4 x 11 cards) 

 4 player boards 

 24 elves (8 x 4 player colours) 

 20 cubes (15 x 8 different colours) 

 

Object: 

Each player controls a team of eight elves.  By simultaneously bidding, players send a number of elves to 

the conveyor belt to get gifts that they must efficiently load onto Santa’s Sleigh.  The player who meets 

the loading guidelines will be awarded the most points and bestowed as Santa’s Official Helpers. 

 

Set Up: 

 Each player takes a set of elves of the same colour, a matching bidding hand and a player board 

 The conveyor deck is shuffled and a number of cards equal to the number of players is revealed 

 Each player takes a hidden goal card 

 

 

 



Game Play: 

The game is played over 10 rounds. 

1. At the start of each round a number of cards equal to the number of players are revealed from 

the conveyor deck.  These cards are placed so that the first card revealed is furthest from the 

deck (the first gifts on the conveyor).  Subsequent cards are placed to form the conveyor belt. 

2. Each conveyor card will have 1 to 3 gifts, 1 to 3 lumps of coal, or a mixture of gifts and coal 

3. Each player simultaneously selects 3 bidding cards from their hand and places them face down 

on the table in front of their player board 

4. Bids are revealed and turn order is determined.  The player with the highest bid gets the first set 

of gifts on the conveyor belt and takes the matching cubes.  The second highest bid gets the 

second card and so on… 

5. If there is a tie in bidding then players use the tiebreaker method to 

6. Players then take the number of meeples equal to their bid and place them in the loading zone 

on their player board.  These elves are not available for the next round of bidding.  Any elves 

that are already in the loading zone are placed in front of the player board 

7. Players load their cubes into any of the four sacks on the back of the sleigh on their player 

board.  Once cubes are loaded they cannot be moved unless… 

8. If a player passes – sends not elves – then that player may reorganize the cubes on their sleigh 

9. Players may then use their white cubes to discard coal or to gain new cubes 

10. Any conveyor cards not used are discarded and the new conveyor cards revealed 

 

Hidden Cards: 

Each player will have a hidden goal card.  These hidden goal cards have three colours representing 3 

colours of gifts that they can collect for bonus points.  If a player has collected the most of any hidden 

goal colour in one single sack then they receive 3 bonus points. 

 

Bidding: 

Players simultaneously select three of their bidding cards and place them face down on the table in 

front of their player board. 

The cards are revealed simultaneously and bidding is resolved. 

The player who played the most elves wins the first card on the conveyor belt, the player who played 

the second most elves wins the second card, and so on...UNLESS a one-time- use card is played.   

 

 



One-time-use cards: 

 Pixie Dust – this allows the player to fly ahead of all other players and take the first conveyor 

card.  Once played this card is discarded for the rest of the game.  If there is a tie then use the 

tie breaker method 

 Reverse – this allows a player to hit the reverse button on the conveyor for just this turn.  The 

highest bid then takes the last card and the lowest the first card on the conveyor.  If two players 

hit the reverse button then the conveyor is reversed twice and things are back to normal 

 Bad Elf – if a player plays a Bad Elf card they send one of their elves to trade a parcel with 

another player.  This elf is lost for the rest of the game.  If more than one Bad Elf card is played 

then those players may not trade with each other.  If all players play Bad Elf cards then no 

trading takes place.  The player who plays the Bad Elf card chooses which cubes to trade.  The 

other player cannot refuse the trade 

Tie Breaker: 

If there is ever a tie in bidding then the players who tied settle the tie by playing the elves favourite 

game, Rock-Paper-Scissors.  Any player who is not involved in the dispute may take their cubes. 

The tie breaker must be resolved quickly.  For every round of rock-paper-scissors that does not produce 

a winner one of the conveyor belt cards (starting with the first) is removed and discarded, as the 

conveyor moves while the tie breaker takes part.  This may mean that no players receive cubes if there 

are too many ties in the game of rock-paper-scissors. 

 

White Cubes: 

At the end of a round players may discard two white cubes to discard a lump of coal (black cube) or 

discard three white cubes to take any one coloured cube from the supply. 

 

Scoring: 

Final scoring is as follow – 

 For each set of 4 different coloured gifts – 1 point 

 For each set of 5 different coloured gifts – 3 points 

 For each set of 6 different coloured gifts – 5 points 

 For having the most of one colour in a sack – 2 point (plus any hidden goal bonuses) 

 For every three white gifts – 3 points 

 For every lump of coal – minus 1 point 

Most points gain the honour of being Santa’s Official Helpers! 


