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Figure 1: Dramamancer scenarios are presented as visual novels that accept open-ended text input from the player, who speaks
and acts as a specific player character. An LLM-based drama manager “narrates” everything else that happens in the storyworld,
displaying non-player characters and generating dialogue for these characters at appropriate moments. When specific natural
language conditions specified in advance by the scenario’s author are met (e.g., if the player does something that should progress
the scenario to the next act), a corresponding human-authored line of instructions is inserted into the LLM’s context window.
Such instructions alter the drama manager’s behavior and may trigger actions such as character entrances and exits, scene
transitions, or the playback of prescripted dialogue to advance the plot.
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Abstract
One approach to interactive storytelling involves the construction
of a drama manager : an intelligent agent that can maintain a story-
line’s coherence, even in the presence of unpredictable player ac-
tions, by improvising appropriate responses to whatever the player
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says or does. LLM-based drama managers are able to respond to
a wide range of open-ended player inputs, but on their own may
struggle with pacing, structure, and narrative progression. We im-
plement a dynamic context engineering framework that allows for
the control of an LLM-based drama manager via storylets, which
alter the LLM’s context in systematic ways when certain narrative
conditions are met. Our framework, Dramamancer, makes it eas-
ier to keep LLM-based drama managers “on track” from a human
author’s perspective without sacrificing the capacity to handle a
wide range of potential player inputs.

CCS Concepts
• Software and its engineering→ Interactive games; •Applied
computing→Media arts; •Human-centered computing→
Natural language interfaces; • Computing methodologies→ Nat-
ural language generation.
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1 Dramamancer
The medium of interactive drama—epitomized by experiences like
Façade [Mateas and Stern 2003], which allow the player to speak
and act freely as a character in an unfolding dramatic situation—
attempts to bridge open-ended roleplaywith a sense of participation
in a tightly scripted and compelling plot. The author of an interac-
tive drama scenario, however, faces the challenge of constructing
a scenario-suitable drama manager [Chen et al. 2009; Roberts and
Isbell 2008]: an intelligent agent that can respond appropriately to
a wide range of unexpected player inputs, keeping the story “on the
rails” from the author’s perspective without excessively restricting
the player’s perceived freedom of action. The drama manager must
puppet the non-player characters involved in the dramatic scenario,
generate appropriate dialogue for these characters to speak, initiate
scene or act changes when appropriate, and generally take on a
wide range of responsibilities related to maintaining the perceived
coherence and momentum of the narrative scenario—all without
the author present to supervise the agent’s actions at runtime.

In many ways, large language models (LLMs) seem well suited
to drama management; their out-of-the-box ability to respond to
open-ended textual inputs makes them especially versatile com-
pared to older computational approaches to drama management,
such as story planning [Riedl and Young 2010]. Researchers have
employed LLM-based agents as dungeon masters in tabletop role-
play scenarios [Callison-Burch et al. 2022], and platforms like AI
Dungeon [Hua and Raley 2020; Mitchell 2021] make successful use
of LLMs as something between a writing partner and a narrator of
non-player actions in an open-ended roleplay scenario. However,
it is also well known that LLMs generally struggle to maintain
important experiential qualities of story—such as pacing, tension,
narrative structure [Tian et al. 2024], and a sense of consistent
forward progression [Jeong and Lee 2025]—on their own.

Figure 2: A fallback storylet triggers automatically after a
certain number of turns have passed with no other storylets
being triggered.

We therefore introduce Dramamancer [Wang et al. 2025b,c]: a
context engineering framework [Mei et al. 2025] for the authoring of
scenario-specific LLM-based drama managers, inspired by the inter-
active narrative concept of storylets [Kreminski and Wardrip-Fruin
2018]. A storylet in Dramamancer consists of a natural language
trigger condition, a corresponding natural language instruction, and
possibly zero or more effects. When the LLM judges that a storylet’s
trigger conditions have just been met (e.g., if the player does some-
thing that should progress the story to the next act), the associated
instructions are inserted into the LLM’s context window, and the
associated effects (if any) are executed by the Dramamancer system.
Instructions alter the drama manager’s behavior, while effects may
trigger characters to enter or leave the scene; change the scene,
perhaps visibly swapping in a new background; advance the plot
to the next act; or otherwise alter the dramatic situation. Some
storylets can also be configured as fallbacks; if no other storylet is
triggered for a fixed number of turns, a fallback storylet (Fig. 2) may
automatically be triggered to keep the story moving forward, even
in the absence of player action aligned with the scenario author’s
storytelling goals.

Authoring a drama manager in Dramamancer consists largely
of determining what sorts of dramatic moments are important to
systematically recognize and creating storylets that can respond
appropriately when these sorts of moments occur—due either to
player input, LLM-improvised responses to player input, or both.
The story schema that defines a Dramamancer scenario consists of a
set of storylets that can progress the plot in appropriate directions,
plus a set of characters (each represented by a visual portrait and
some natural language description); a set of scenes (each associated
with a background and some optional scene introduction text); and
a natural language description of the style in which the LLM should
generally write when narrating and generating dialogue.

Dramamancer is open source1 and has been used by dozens of
authors to create a wide variety of different scenarios, many exper-
imenting with new game mechanics that are only made possible
by open-ended player input. The most similar extant framework,
Orchid [Wu et al. 2025], has been developed in parallel with Drama-
mancer, and allows scenario authors to explicitly define a top-down
1https://github.com/dramamakers/dramamancer

https://doi.org/10.1145/3807895.3807937
https://github.com/dramamakers/dramamancer


An Authoring Framework for LLM-Based Drama Managers I3D Companion ’26, May 13–15, 2026, San Francisco, CA, USA

state machine (with state transitions triggered by the recognition
of open-ended narrative conditions) rather than a bottom-up collec-
tion of storylets to guide narrative progression; both frameworks
represent approaches to bridging the open-endedness of LLM-based
drama management with the tighter authorial control afforded by
explicitly authored plot progression rules. As we continue to work
with Dramamancer and refine its authoring affordances, we have
also found ourselves developing new authoring tools meant to help
authors anticipate and shape the range of playthroughs that players
might experience in a particular scenario [Wang et al. 2025a]; we
believe this represents a strong potential direction for future work.
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