ESSENTIAL FEATURES OF THE  DRAFT LOTTERY:

1.
The 1st and 2nd round draft order for the 10 non-playoff teams will be set with a “reverse lottery” designed to reward those teams with better W-L records and/or higher positions in the final standings.

2.
The lottery odds for the 1st round will be based on a combination of total wins and final place in the standings, with better records having better odds in the draw for picks.

3.
The lottery odds for the 2nd round will be calculated the same way, with one very important adjustment to increase the odds for teams that drew later picks in the 1st round and lower the odds for teams that drew earlier picks in the 1st round.

4.
A random number draw will be simulated in a process involving 3 other owners (not the Commissioner) whose identities are unknown to each other and other members of the league.  The 3 owners will each submit information that, when combined, will result in the functional equivalent of a random number drawing.

5.
In unusual circumstances, owners who are new to the VBG may be given some protection from getting a very bad lottery position through inexperience or taking over a very weak franchise.
STEPS IN LOTTERY SYSTEM:

1.
For each team, multiply its raw win total times the “proxy wins” for its rank in the final league standings.  (“Proxy wins” or “equivalent wins” are based on the typical number of wins for actual major league teams that finished in 4th through 8th place during the period simulated by the VBG.)
2.
Add 1000 to the result of step 1 for each team.   The resulting number is the team’s lottery points.

3.
Total all lottery points for the 10 nonplayoff teams.  For each team, calculated its percentage of all lottery points.  For example, if all teams’ lottery points totaled 54,000 points, and Team A had 5,400 points, then Team A’s lottery percentage would be 10%.  This percentage represents Team A’s chances of drawing the 1st pick in the 1st round.

4.
Draw a number to determine which team will have the 1st pick, based on the teams’ lottery percentages. [NOTE:  the process of generating lottery numbers is described after this section.]
5.
Remove that team from the spreadsheet and repeat steps 3 & 4 for the remaining 9 teams.  After each draft pick is assigned, repeat this step until all 10 teams have been assigned a draft pick. 

6.
For Round 2 draft picks, first repeat steps 1 & 2 above.

7.
Then multiply each team’s figure from step 2 times its draft position in Round 1 to calculate its modified lottery points.  For example, if Team A received the 1st draft pick in Round 1, its Round 2 lottery points will equal its Round 1 points multiplied by 1.  If Team B received the 10th draft pick in Round 1, its Round 2 lottery points will equal its Round 1 points multiplied by 10. 

8.
Using the modified lottery points from step 7, repeat steps 3-5 above until all 10 teams have been assigned a 2nd round pick.

9.
 The draft order for playoff teams, and for all other teams after the 2nd round, would continue to be determined the same we do now.

10.
However, in unusual circumstances an owner who will be participating in his 1st or 2nd VBG draft may be removed from the lottery, at the discretion of the commissioner with input from other league members. This is most likely to happen if the new owner is very inexperienced or if the new owner takes over a distressed franchise.  In that event, his draft position will be determined by the traditional worst-first method instead of the lottery.  [NOTE:  This provision is under review and may be changed.]
ADMINISTERING THE SYSTEM DURING A DRAFT:

Although the details seem a bit daunting, the overall concept is actually pretty simple once you get past the details.  The only person who has to worry about the details is the Commissioner—and I only have to worry about those details once each season.  Once I set the spreadsheets set up it is a very simple matter to run the lottery each season.

But it has to be run in a way that is both free from tampering or cheating, and transparent to all members.  I set up each season’s lottery with the help of 3 other owners who are picked randomly each season.  The only exceptions to the random selection process is that two owners who know each other personally cannot be involved in the process at the same time.  (So Eric and Brandon can’t be involved at the same time, nor could Bob and Rob.)

I notify each of the 3 owners without telling them the identity of the other 2 owners or announcing their identity to the league.  There will be a penalty (probably expulsion) for anyone trying to find out who was involved in the process, or trying to let other people know he is involved, before the draft order is generated and announced.

One owner sends me two lists of the 10 lottery teams in any order he chooses, one list for each of the first two rounds.  These lists could be by order of finish, alphabetical by city, alphabetical by owner name, totally random, whatever.  He could use the same order for both rounds, or change the order for the 2nd round.  

The second owner sends me one number between 1 and 10, inclusive, for each round of the draft.  He can use the same number for both rounds.  These “shuffle numbers” are used to rearrange the lists created by the first owner.  So for example, if the first number sent to me is 4, I will rearrange the 1st round list so that the 4th team on the list is moved up to the 1st slot, with all the teams after it moving up in order and the first 3 teams moving to the end of the list (but still staying in the same order).  Then the 2nd number would be used to rearrange the 2nd round list created by the first owner.  This way, nobody but me knows the exact order from top to bottom of each round’s lottery list.  (Only 18 numbers are needed, 9 for each round, because after the first 9 teams draw their draft order the remaining lottery team is automatically assigned the 10th pick.)
The third owner sends me a list of 18 numbers from .001 through 1.000, inclusive.  He can send any combination of numbers he wishes as long as the numbers are within that range. He can the same number listed 18 times if he wanted to—it does’t affect the fairness of the lottery.   These numbers are used in order to represent the random numbers drawn to determine who gets each draft pick.  Then the process starts again for the second round, using the 10th number on the list submitted by the 3rd owner.

When the process is all over, I post the names of the three assisting owners and the lists they had sent me, as well as the lottery spreadsheet so everyone could verify that I had indeed followed their instructions.

This process may sound a bit cumbersome but it probably takes longer to explain it than to actually figure the draft order with the three lists.  The system is designed to make sure that nobody can cheat in the lottery by stacking the deck (to mix a metaphor).  I can’t cheat because everything is controlled by the interaction of the lottery percentage formula and the information submitted by the three other owners.  It should be virtually impossible for the other three owners to manipulate the system because they don’t know who else is involved, and even if they knew the identity of one other person, that information would be useless without the cooperation of all three owners.  And, if one of them tried to contact other owners to figure out who else is involved in running the lottery, it would be almost impossible for him to find out the identity of both of the others without alerting one of the 12 uninvolved owners that he was trying to cheat.

