Dealing with Cast & Crew Members

As director, you will have an overall responsibility for dealing fairly and objectively with all of your cast and crew members. We understand that we are all only human, and we don’t expect you to have the same personal relationship with every member of your team, nor do we expect that every member of your team will be best friends with everyone else. However, we do ask that you encourage a collaborative environment, and deal fairly with any disputes that arise between you and your cast, or disputes that arise between cast or crew members that affect your show. In all circumstances, the committee will do their best to support you and your production, and if you follow the processes below involving the committee at every stage, we will stand 100% behind any decisions you reach.

Committee Liaison

When issues arise, we ask that you always involve your committee liaison. They can help advise you on following the correct and fair procedures. The committee liaison has a responsibility to help you with this, and if you feel like they are not making themselves available for a talk or via email (or if your issue is with the committee liaison themself), you should tell the chairperson or another Woodhouse committee member. The committee liaison is not there to overrule you or to take over any artistic part of the production. They are there to help advise you where appropriate, and ensure that all our members are treated fairly. If you are able to resolve some issues informally and by yourself, we are more than happy for you to do so. The committee liaison will also make sure the show is on track and schedule. If it is not, they will step in and help put it right.

Setting Expectations

At the start of the production, we would encourage you to email or give a written document to cast members telling them of your minimum expectations for them. This may relate to absence, informing you of absence, valid reasons for absence, respect towards fellow members, payment of Woodhouse fees, time keeping, helping with setting up and cleaning, line learning, flyering, set building, or anything else that you feel is reasonable. You may want to put in that certain reasons for absence are more valid before a certain date than afterwards e.g. It may be OK to miss a rehearsal for a social event in the opening four weeks of rehearsal, but not OK in the final three weeks. You should make clear to cast that being in a Woodhouse show is not just about standing on stage and acting. We need every cast member to contribute off stage as well. You should also let the cast and crew know the details of the committee liaison or any other appropriate member of your team, who can be their contact if they have issues they would prefer to not discuss with you.





Consistency

The committee will also look to make sure that you are dealing consistently with all issues. It is not OK to give preferential treatment to those members of the cast you have a closer personal relationship to. You must remain fair and impartial at all times during rehearsals and particularly if you have any disciplinary issues. Outside of rehearsal time, you are of course free to spend your time as you wish, however we wish to point out that directors who encourage socialising between all members of their cast after rehearsals often find they have a better working atmosphere during rehearsals and ultimately as you set up and then perform on the stage.

Issues Between Cast/Crew Members

The Woodhouse Players is a wonderfully diverse group, featuring many talented individuals from a variety of backgrounds, and with a variety of personalities. As with most environments where people are brought together, occasionally these personalities will clash. It is our expectation that during rehearsal and performance time, these clashes will be put to one side and everyone will treat each other with respect and courtesy. As we’ve said before, we don’t expect everyone to want to socialise with each other at the hall, but basic human decency should be observed.

If an issue arises between two or more individuals and it starts to have a negative effect on your play overall, we would encourage you to informally talk with both individuals. Your committee liaison can help with these conversations, or have them on your behalf. This may be preferential if you are perceived to be good friends with one member. Hopefully, these disputes can be negated by these conversations, and the individuals involved can work together as much as they are needed to. 

In certain instances, one of your team members may feel as though they are being unfairly treated by another. In situations such as these, you must involve your committee liaison. They will help you investigate the matter further, and if you both judge together that a member has behaved unacceptably, you can take them through appropriate disciplinary action (please see section below). However, we still hope this will be a last resort, and informal action will always be your first point of call.

Issues with One Individual

You may also find there are issues with one individual. These may relate to the expectations you have set earlier in regard to attendance, or payment of fees, or general attitude and behaviour. When situations arise, we again ask that you involve the committee liaison. They can guide you through the disciplinary process below, or act on your behalf if you want them to.




Disciplinary Process

There are three stages to the process. We hope that Step 1 will solve most issues that arise, and should only be skipped in extreme circumstances. It is also fine to repeat a step several times, and you may find doing this with Step 1 will be the best strategy to follow. Only in exceptional situations, perhaps involving violent, criminal or bullying behaviour would you skip to Step 3 immediately.

STEP 1: INFORMAL TALK/WARNING

In most situations, we hope that an informal talk or warning will be appropriate. This does not necessarily have to involve the committee liaison, but can do if necessary. We hope that by informally talking with one of your cast/crew members you can let them know where their actions were wrong, and ways to improve. This may involve you reaching a compromise agreement with an individual. It may involve an informal apology to any members that they have treated unfairly. Reconciliation may take many different forms. We will not prescribe to you what the outcome of these talks should be as each situation is different. We only ask that when similar situations arise, you deal with them in a consistent way.

STEP 2: FORMAL AND WRITTEN WARNING

This stage may be your first point of call in extreme circumstances. It will always involve your committee liaison. You should write your cast member an email clearly explaining why they are being given a warning, and also showing them ways they can improve, or perhaps asking for a formal apology. You can also make clear that if they do not comply or improve on the areas of behaviour you are writing to them about, they will face expulsion. The committee liaison must be copied into the email, or you can ask them to write it on your behalf.

STEP 3: REMOVAL FROM THE PRODUCTION.

We hope the previous two steps will be enough to resolve any issues. If it is not, you and your committee liaison will have to agree that an expulsion is in order. You (or your committee liaison, with the other copied in) will have to email the cast/crew member and tell them they have been removed from the production. You should then email your cast and clearly explain the situation to them.

REMOVAL FROM THE GROUP.

In certain instances that involve violent or criminal activities or behaviour contrary to the groups equal opportunities statement (as set out in the constitution paragraphs 26-29), the committee reserves the right to expel or ban the member from the group indefinitely, subject to appeal at a general meeting. Full details of this process are detailed in the constitution, which can be found on the Woodhouse Players website.
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In the majority of circumstances where members need to be replaced, they will have dropped out voluntarily. In this situation, you should inform the committee liaison. In all circumstances where you wish to bring in a new member, you should first try to replace them from any unsuccessful auditionees who would be suitable for the role(s). In the case of crew, or where there are none appropriate, you are then free to directly approach group members about taking on the role. If there is time, you can also hold new auditions for a specific part. Please keep your committee liaison informed at all times during this process.
