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The Directors Responsibility: 
Being the director is a huge responsibility. It will take up a lot of your time and it may stress you out as your strive to 

put on the best show imaginable, but it is perhaps one of the most rewarding things you can do. Finally seeing all 

your hard work put into an awesome show is incredible.  

As director you are responsible for the overall artistic impression of a show, and for running the rehearsals. The show 

effectively rests on your shoulders; you have power and responsibility over everything that goes on on stage. The 

show is your ‘vision’; you have the final say over everything regarding the casting, acting, scenes, the set, the music, 

the costumes and pretty much every aspect of the production. Realistically you cannot do everything yourself, so 

naturally you have to delegate and liaise with many other members of the production team, be they your musical 

director(s), or your producer(s), or your choreographer(s), or your stage manager, or set designers or whoever, to 

help your vision come to pass. The rest of your production team should do everything in their power to ensure that 

they can give you what you want artistically. Do not be scared as Director to push for something if you believe it is in 

the best interest of the show. 

Directors are chosen at a proposal meeting just after the Panto script has been decided, along with the producer and 

musical director. When running for the role of director, be prepared to answer questions involving your time 

commitments, why you want to direct, why you think you’ll be good at it, and so on. Depending on the size of the 

show, past directing experience may or may not be useful. I would recommend that if you are thinking of directing 

the Christmas show, that you look into getting some experience with an Easter or Summer show first, but it is by no 

means necessary.  

Pre-Auditions: 
Your first task as a production team, with the help of the writers, is to choose a group of editors, typically 3 or 4 

people. Also at this stage, if there is anything you want adding as a director, you can discuss it with the editors and/or 

writers and see if it can be worked into the script. It can be very useful to see the pre edited script if there is anything 

you particularly want changing or keeping before it is edited. It is very useful for the first editors meeting to include 

the writer and Director, so that each can express their likes and dislikes with the script in its current state. After the 

script has been edited, you will receive the finished script and it is now over to you to turn this script into a show! 

Don’t forget the director has the final say on the script so you can edit or change sections if necessary (or perhaps 

expanding the character list to reflect the estimated size of the cast), but there shouldn’t be any need to go 

overboard with this! 

Next you will need to familiarise yourself with the script, scenes and characters. Decide which characters you will 

hold auditions for, and select sections of the script that can be used for each one. It is also useful to write (if you 

haven’t got one already) a summary of the main characters, as this will be a helpful resource for both you and the 

people who come to audition. It is also probably useful at this stage to have a think how you want certain characters 

to be portrayed, but make sure that you are not too set in your ways before auditions, as you never know how 

someone is going to play any particular role. 



Remember there are a lot of important production team roles to track down other than the ones that were voted for. 

Choreography, costumes, props, artwork, make-up and possibly photography will all need people to do them. You can 

ask the PantoSoc president to email appeals for these people in the newsletter. 

Auditions: 
Try to set people at their ease, and hear them read a few different character scripts (typically 2, but some people 

want to read for 3) and sing a song for the Musical/Vocal director. Give yourselves a few minutes between each 

audition to discuss any points, or make some notes. You may have a lot of people to get through so try to keep on 

time. It can be useful to have a digital camera at the ready to take a quick snap of everyone to help remind yourself of 

who everyone is when it comes to casting and call backs later on. A Christmas show can see up to 70 people at 

auditions over 3 nights, so keeping photographic track of everyone can be very useful. 

When you have seen everyone it is time to decide who you want to call back. Call backs are your time to help make 

decisions, so it is up to you how you use it. Invariably there will be some parts you don’t have a clue about, or several 

people who are perfect for the same part. Equally, you may find some people are good, but not right for the parts 

they originally read for. It is very good to play people off each other and see how people act together as well as 

testing how well they react to your direction. It's also an opportunity to get people to read for parts that were not 

originally auditioned for. Getting people back to re-read or try different parts may be a big help, as it will give you a 

fresh look at different aspects of their acting talent. Be realistic on who you call back; only call those who you 

genuinely believe could do the role.  

It is then time for casting! It is difficult to give any advice here – it is all dependent on the actors and actresses who 

auditioned, as well as the show. Trust your judgement, and accept that you can’t please everyone. Casting can take a 

long time (the 2010 Christmas Show ‘Sleeping Beauty’ took till 6.30 in the morning, but this is certainly not the norm) 

or it can be done in an hour. Keep in mind that some people do drop out, especially at Christmas, so keep your notes 

in case you need to swap people about later.  

Pre-Rehearsals: 
You will have a list of the rooms that have been booked for you. It is then up to you to decide how to use that time, 

and what to rehearse when. It is a good idea to find out what days or dates people will be unavailable for so that you 

can plan around this. Try as much as possible to ensure that people do get some days off, and that they have the 

schedule in advance so that they can plan ahead. Allow for some flexibility nearer to the show dates, to ensure that 

any scenes still in need of work can be rehearsed. It is generally a good idea to do each scene, song and dance 

rehearsal at least twice if possible, with bigger and more complex scenes done more than that. It depends on how 

much you can split up your time.  

Before you start rehearsing you need to have a very good think about what you want to go on in each scene. Blocking 

here is key; some directors like to draw out diagrams on where and when you want people to move. You need to 

have a clear idea about what you want from a scene, because if your actors and actresses ever think you don’t have a 

clue what is going on in a scene, they will become disillusioned or confused. Also, if you are co-directing with anyone, 

you need to make sure that any discussions or arguments are done before you turn up for a rehearsal, because as an 

actor, seeing your directors argue in the middle of a rehearsal is rather off putting, so don’t do it. 

Rehearsals: 
Try to start rehearsals on time as much as possible – if you set a precedent for punctuality people will take start times 

more seriously, and you'll be able to make the most of the often short time you have been given to rehearse in. 

It’s a good idea to start each rehearsal with a warm-up to bring everyone’s energy up and ready to concentrate. Make 

sure you don’t do the same games over and over, and choose appropriate games for the size of the rehearsal.  Don't 



forget that some warm-ups are better suited for certain tasks, you could plan out your warm-up sessions to allow the 

cast to get to know each other or to focus on things like projection, character, energy, movement and more. 

Your first rehearsal should be a read-through of the script with all the cast – this is their opportunity to get given a 

script, sign up for the dance troupe and confirm their contact details.  

As has been said a major part is blocking, and time should be spent on telling your cast what you want of them on 

stage, but be flexible. What you thought was a great idea before you got to the rehearsal may end up not looking 

right when you try and put it into practice. Also, cast members may have their own ideas on where they should 

stand, so do listen to them, but remember you always have the last word.  

Rehearsals should also consist, not surprisingly, of running through the scene as many times as you see fit. During this 

period, again, many cast members will have ideas about how to say a line, or whatever, and again it is up to you to do 

with these ideas what you want. Remember, that as director, you have a clear vision for the whole show, so you 

should know why you want a line or something done in a certain way to fit into the overarching story.  

You can also run character profiles, stage skill workshops, or improv sessions – depending on what you want the cast 

to learn and put into practise. The PantoSoc committee are on hand to offer advice or help running these sessions, so 

don’t be afraid to approach them and tap into their knowledge and experience. It is now normal that early on in the 

Christmas Show rehearsal period we run a special ‘Acting Workshop’ for the whole cast. 

Set a date for scripts down, or try and enforce the rule that the second/third time you do a scene, lines must be 

learnt. If you’re strict about it then it will shock/shame people into learning their parts pretty quickly! Most of the 

actual acting, interaction and comedy that brings the scene alive only emerges once the scripts are away which 

makes it even more fun for the actors, and for you! Some Directors find it useful to have a blind read through at some 

point, although this can waste valuable rehearsal time. 

Nearer to the show, you will need to start doing act run-throughs, full run-throughs and if you desire, evenings 

dedicated to polishing all the dances and songs. They can be difficult because not only will you not be able to tweak 

scenes or actors as much as you’d like, but people may be left sitting around for extended periods of time. They are 

however vital for getting run-times down and getting everyone used to the show as a single story rather than a 

jumbled collection of scenes. If people can see where their characters come from and end up, then it gives them a 

clearer idea of how to portray their character. However, this still leaves you with the problem of what to do with 

those who may not be needed for a while. It can be useful to have an extra person on hand (e.g. producer/asst. 

director) to take people off for workshops/additional scene rehearsal, or for other show admin (costume fitting, prop 

making etc). It’s also worth warning people about sitting-around time and suggesting that they bring work/book/iPod 

etc to keep them amused (particularly for weekend slots which can be very long!). 

General Advice: 
Remember as the director you have the final say on everything. This includes the music, the lighting, the costumes; 

everything.  

Ask for help if you need it. The PantoSoc committee are officially responsible for checking progress on a show, and 

there are many previous directors amongst them and amongst the society as a whole. Do not be afraid to ask for help 

or advice, there are plenty of people who would be over the moon to offer some tips. 

Ideas will be brought up by the cast and it is important for you to know when to take on these ideas and when to be 

decisive and stick to your own.  

It probably goes without saying but do get friendly with your cast. Get to know them and respect them, and they 

should respect you in return.  



Different people respond to different styles of directing. Try to give lots of positive feedback to individual cast 

members to keep morale high. In a rehearsal with large numbers of people try to give positive or constructive 

feedback to everybody at least once during the evening; so that no one leaves the rehearsal feeling ignored or 

unappreciated. If you are in a bad mood DON'T take it out on the cast. Keep a level head and if the entire thing is 

falling around you try not to let it drag down the cast. If they think the show is going badly they are going to lose faith 

in it, so keep your worries and stresses to yourself (and your long suffering house mates) ready for when everything 

turns out fine in the end. 

Due to our policy in Panto of “Everyone Who Auditions Gets a Part,” you quite probably will be working with some 

people who have never acted before, or done very little. It is your job to help them on stage. Ensuring that people 

know the finer details of acting; always face the audience, clarity of diction, stay in character at all time, be aware of 

other actors/actresses on stage, etc. If you have acted a lot, then these are things that should come naturally to you, 

but maybe not to each member of your cast. If you have little experience with acting, then just doing a little 

background research (there are plenty of books in Bristol Central Library, and tips on the internet etc), or asking for 

some more detailed help from experienced Panto members should help you in this area.  

Specific Advice for Directing a Christmas Show: 
Directing a Christmas Show is a huge commitment, but at the same time hugely rewarding. You will have about 6-8 

weeks in which to rehearse all the scenes, songs and dances, before it is performed in Week 9 of term (typically the 

Wednesday-Saturday of the first week in December). Be prepared to be very organised and accept that you will have 

to put a lot of time into it. You can’t do everything – delegate tasks to your production team and your producer will 

make sure they get done.  

You will need to think about the stage elements of the show (set, lighting, sound etc) and whilst the STA will help and 

guide you, you will need to have thought about it in detail beforehand. Your stage manager will be heavily involved in 

designing and building your set, so its worth working closely with them. Don't forget to have a few meetings with 

your STA crew to discuss the more technical aspects of the script as you go along. Before the tech rehearsal, you will 

need to do a lighting plot with the STA. This involves going through the script, and setting down the lighting, sound 

and curtain cues for the STA. They will help you a lot and they will give you ideas, but it is good to have a general idea 

on what you want. The lighting plots for the song and dance numbers can be very easily, and are often, delegated to 

the choreographer. 

Before the dress rehearsal, the STA will need to do a tech rehearsal. It WILL be long, may not finish on the day and a 

lot of it will probably seem alien to you. Just keep the cast in high spirits, warn them to bring work/book to occupy 

themselves, and remind them how important it is. 

The STA are complete legends – treat them as such! They will come to your aid every time so be lovely to them. 

Specific Advice for Directing an Easter Show 
Easter shows have much smaller casts (around 20-30 people) and are perfect for first time directors/producers to try 

their hand. You will have about 3-4 weeks to rehearse before it is performed in Week 9 of the Easter term. You are 

much more limited in what you can do on stage due to its size, but you can still be very creative. Remember, that 

usually we do not have a curtain on the stage, which can affect the blocking, and also means that scene changes will 

take place during a blackout for which you will have to select short bursts of scene change music. The tech will also 

be comprised of the PantoSoc tech kit, and someone who is STA trained will be needed to operate it. The best advice 

is to talk to previous directors of the Easter Show, as they can advise you on the size of the stage, directing techniques 

and what worked for them. Don’t be afraid to be authoritative and take charge, and you will learn a lot from the 

experience. 



Specific Advice for Directing a Summer Show 
Since you only have 24 hours to rehearse everything, time pressure can be quite intense. You will rehearse 7-11 on a 

Friday evening, arrive back early on Saturday morning and perform the show at 7pm Saturday evening. It’s like 

cooking Christmas Dinner: it’s all in the preparation! You'll need to devise a timetable for the rehearsals that allows 

you to best use your time; work out when you will rehearse what and for how long and what can be done in the 

background. Remember, keep it flexible in case things fall behind and try to keep everyone strictly to time, especially 

when arriving to rehearsals. There really is no time to waste with the summer show! Everyone should have learnt 

their lines beforehand so you can get on with rehearsing the scenes and songs. All the sets, props and costumes have 

to be sorted out in this time too, so make a plan of action with your production team. Godspeed! 


