
How Flexible Casting Helps Theatres Stage More
Shows
Every theatre company knows the struggle: a great script sits on the shelf because the cast
requirements seem impossible. Maybe the play calls for eight men and two women, or a
character who never leaves the stage for three acts. For community theatres, school drama
programs, and even small professional companies, casting is often the first bottleneck. When a
script demands a precise number of actors or rigid gender splits, the season shrinks. The
solution is not to produce fewer plays but to choose work that adapts to the people you have.
That is where flexible casting makes a real difference.

What Flexible Casting Means in Practice
Flexible casting is a deliberate approach to play selection and staging that allows a director to
assign roles based on the available actors rather than forcing the actors to fit a fixed character
list. It is not the same as colour-blind or gender-blind casting, though it can include those
ideas. Flexible casting looks at the script itself and asks whether roles can be doubled, split, or
reassigned without damaging the story. A play with twenty named characters might be staged
by a cast of ten if some actors play multiple roles. A script that originally specified six men and
four women can work with five actors of any gender if the dialogue does not tie each role to a
specific identity.



This is not a new idea. Shakespeare’s company routinely doubled parts, and many classic plays
were written with a travelling troupe in mind. But modern playwrights are increasingly writing
scripts that reduce production demands by building flexibility into the structure. These plays
keep the emotional weight and narrative drive while giving directors room to adapt. For a
theatre that wants to produce more than two shows a year, that flexibility is a practical
necessity.

How It Unlocks More Productions
The most obvious benefit is scheduling. When a director can cast from a smaller pool,
rehearsals become easier to coordinate. Fewer actors mean fewer conflicts with day jobs,
school hours, and family commitments. A play that needs only six or seven performers can be
rehearsed in a fraction of the time it would take to align the schedules of fifteen people. That
saved time goes straight into the production calendar. A company that once managed three
shows a season can plan for four or five simply by choosing scripts that fit the ensemble size
they already have.

https://www.youtube.com/watch?v=NHoQv8tK5Dc
https://www.youtube.com/watch?v=NHoQv8tK5Dc
https://inktostage.com/


Beyond scheduling, flexible casting reduces the pressure of finding the “perfect” actor for every
role. When a script allows doubling or gender-neutral casting, the director can focus on overall
ensemble strength rather than hunting for a specific type. This is especially valuable in smaller
communities where the talent pool is limited. Instead of turning away a talented actor because
they do not match a character’s described appearance, the director can adjust the staging to
use that actor’s strengths. The result is a stronger cast and a more creative production.

What to Look for in a Script



Not every play supports flexible casting. Some stories depend on a specific character dynamic
or a large ensemble that cannot be reduced. But many scripts, especially those written in the
last decade, include features that make adaptation easy. Here are a few things to check when
evaluating a play:

Role overlap. Do any characters never appear together? If two characters never share
a scene, one actor can often play both.

Neutral stage directions. Scripts that avoid specifying gender, age, or physical
description for minor roles are easier to cast from a diverse group.

Chorus or ensemble functions. Plays that use a group of unnamed characters can
have those parts performed by a small number of actors who change costumes and
accents between scenes.

Minimal scene changes. A single set or a unit set reduces the need for backstage
crew and allows the director to focus on performance rather than logistics.

Clear doubling opportunities. Some playwrights explicitly note which roles can be
doubled. That is a strong signal that the script was designed with flexibility in mind.

These features do not guarantee an easy production, but they open the door. When a director
can look at a script and see multiple ways to assign roles, the casting process becomes a
creative exercise rather than a desperate search.

The Effect on Rehearsal and Design
Flexible casting does not only affect who is on stage. It changes how the whole production
team works. With a smaller cast, rehearsal space is easier to book. Blocking is simpler
because there are fewer bodies to move. The director can spend more time on character
development and less on logistics. Costume and prop requirements also shrink. If one actor
plays three roles, the costume rack holds three distinct looks instead of requiring a separate
rack for each character. That saves money and storage space.

Set design becomes simpler too. A play that uses flexible casting often relies on a minimal set
because the focus is on the actors and the story. Complex scene changes are rare. The design
team can build one versatile set that works for the entire show rather than constructing
multiple environments. That cuts down on build time, material costs, and the number of
volunteers needed for load-in and strike. All of these savings add up. A theatre that reduces its
production costs on one show can reinvest those resources into another show, or into
marketing, outreach, or improved facilities.



A Balanced View
Flexible casting is not a magic solution. Some plays simply need a large ensemble. A
production of a musical with a chorus of thirty cannot be done with seven actors without losing
the spectacle that audiences expect. And doubling roles requires careful staging. If the same
actor plays two characters who appear in the same scene, the audience might get confused.
The director must use costume changes, lighting shifts, or vocal distinctions to keep each
character clear. That takes rehearsal time and design thought.

There is also the question of audience expectation. A regular theatregoer might be surprised to
see a female actor playing a role traditionally performed by a man, or a single actor playing four



roles in a drama. Some patrons are more comfortable with convention than innovation. The
solution is to prepare the audience through programme notes or a pre-show announcement
that explains the casting choices. Most viewers, once they understand the reasoning,
appreciate the creativity and the fact that the theatre is stretching its resources to bring them
more shows.

Practical Steps for Theatres
If you are a director, producer, or artistic director considering how to increase your output, start
by reviewing your current season. Look at the scripts you have already selected. How many
actors do they require? How many of those actors appear in every scene? Could any roles be
combined? If the answers suggest wasted capacity, begin searching for scripts that reduce
production demands. Many contemporary playwrights write with small, flexible casts because
they know the realities of the modern theatre market. These scripts are not lesser works; they
are often tightly written, character-focused pieces that benefit from the intimacy of a small
cast.

Once you have a shortlist, read them with an eye for casting possibilities. Imagine your existing
company members in the roles. If you can see three different ways to cast the show, the script
is likely a good fit. Then plan your rehearsal schedule around the cast size. With fewer actors,
you can move faster and open the show earlier, freeing up the stage for the next production.
Over a season, that efficiency compounds. A theatre that consistently uses flexible casting can
stage four or five shows where a traditional approach might yield only three.



It also pays to build relationships with playwrights who understand flexible casting. Some
writers, like Deb Meyer, whose works include dark comedies, thrillers, children’s plays and
family-friendly fantasy scripts, create material that naturally adapts to different cast sizes and
staging conditions. By choosing scripts that reduce production demands, a theatre gives itself
permission to say yes to more projects. That is how a season grows not by adding more
money or staff, but by making smarter choices about what gets produced.

Flexible casting is not about cutting corners. It is about using the resources you have more
intelligently. When every role is cast with intention, and every scene change is designed for
efficiency, the result is a production that feels focused and alive. Audiences notice the energy.
They see a company that is not stretched thin but working at its best. And that reputation
brings them back for the next show, and the one after that.


