
                                                                                                                                
 

Toastmaster 

   

The Short and Simple Way to be an Effective Toastmaster  
 

Read this summary if you do not want to read the whole of this document 

 

1. Read the agenda and understand what is going on in the evening  

2. At the meeting, check that all the people doing functionary roles in the meeting have turned 

up. Check all other speakers are there 

3. Introduce the agenda, the speakers and close the meeting off by handing back to the 

president 

 

The toastmaster role is the art of the transition.  It is to “fill the gaps” between speakers so the 

evening has a sense of purpose. This is all about making transitions.  There are three types of 

transition to make: transitions to functionary speaker, transitions to prepared speakers and filler 

transitions.  

 

They all need to be brief as it is easy to accumulate time in these gaps but not so brief that you 

simply come across as laconic – too terse and short, for example “here is the next speaker”. It is a 

balancing act as you must speak enough to provide insight and the warmth of your personality but 

not eat into agenda time. 

 

 

Congratulations on choosing to be the Toastmaster; it is a role that is key to the meeting running on 

time and being lively.   

The average agenda can include contributions of up to 20 people so the main function of the 

toastmaster is to ensure smooth transition from one speaking role to the next.  The toastmaster is 

both the facilitator and host of the meeting. 

 

 

  



                                                                                                                                
 

The Toastmaster in Detail 

The Mechanics of the Role 

• Read the agenda and print the agenda if required  

• Contact the prepared and functionary speakers to confirm their attendance  

• At the meeting, check that all the people doing functionary roles in the meeting have turned 

up.  These roles are Timekeeper, Grammarian, meeting Sergeant-at-Arms, Table Topics 

Master, Table Topics Evaluator and General Evaluator. If these people are not there, try to 

find replacements from the membership who are there 

• Check that the speakers and their evaluators have turned up.  Find replacements if they 

have not turned up from the members  

• Introduce yourself to the club and what your role is 

• Introduce the agenda 

• Introduce the functionary roles 

• Introduce the speakers 

• Close the meeting off by handing back to the president 

Good Practice 

To do the toastmaster role well is to realise that, unlike the other functionary speakers, the 

toastmaster has a part to play before the meeting goes forward. 

BEFORE 

You will need to check if you are required to print the agendas. Quite often it is the executive and 

the president in particular that will do this. If you are asked to, you will need to print at least 30 of 

the agendas. If you are asked to do this but cannot, let the executive know well before the meeting 

goes forward.  The executive will supply the perforated feedback slips. 

It is important to understand how the evening will work. Check what the timings for the speaking 

slots mean. It is important to do this before the meeting rather than at the start. 

Selecting a theme for the evening is an optional thing to do.  If you do wish to have a theme, convey 

that to the speakers on the agenda. Themes have to be simple to work effectively throughout the 

evening. Themes may occur spontaneously which is something to be alert to. 

In theory the toastmaster is the meeting manager but the nature of Easy Speak (the system behind 

toastmasterclub.org) means that is difficult to do (it requires prior experience and access privileges) 

so it is often easier for the executive to deal with most things.   

What you can do (if not involved in arranging the agenda) is to also contact the prepared speakers 

and functionary speakers to confirm their attendance as that will act a further reminder and allow 

you to chat with them. DO NOT ASSUME THE AGENDA IS SETTLED. It is only fixed when the meeting 

is finished – an average meeting is very fluid. 



                                                                                                                                
 

If the prepared speakers do not have a title in the agenda please ask for one because that will help 

you introduce them to the audience and give the audience some idea of what to expect.  You can ask 

for a few speech details or some interesting information for you to use when introducing them if you 

do not know them. 

DURING 

It is good for the toastmaster to arrive 15 minutes before the meeting starts so that agenda can be 

read again and any changes to it accounted for.   

It is better to start the evening with energy rather than take time to warm into the role. That can be 

difficult because it requires overriding your sense of self-consciousness right at the start of the 

evening. It you start with energy it will make the role easier for you and give the evening a feeling of 

momentum for the audience. 

Although the Toastmaster is responsible for the meeting running to time, they often have little idea 

of the passage of time in the meeting as focus is on transitions between roles and speakers.  Keep an 

eye on the timekeeper to ensure that the meeting runs to time. As toastmaster you can exercise 

control over the agenda on the night by insisting that the meeting moves on to the next part of the 

agenda.  If someone is seriously overrunning, at an appropriate moment be polite and thank them 

for their contribution to get them off stage.  This is a key facilitation skill. 

If prepared speakers drop out on the evening and you cannot find replacements, do not worry about 

it – it will just be a short evening. Although do apologise to the evaluator if they have turned up. 

Remember to shake the hands of the speakers as they come up to stage and as they leave. 

The most common mistake made is to forget to invite the audience to give feedback on the slips and 

to explain why that is done. It is also easy to forget to ask people to vote. This is why it is necessary 

to study the agenda. 

The main function of the toastmaster is to “fill the gaps” between speakers so the evening has a 

sense of purpose. This is all about making transitions.  There are three types of transition to make: 

transitions to functionary speaker, transitions to prepared speakers and filler transitions.  

They all need to be brief as it is easy to accumulate time in these gaps but not so brief that you 

simply come across as laconic – too terse and short, for example “here is the next speaker”. It is a 

balancing act as you must speak enough to provide insight and the warmth of your personality but 

not eat into agenda time 

 

 

 

 



                                                                                                                                
 

The transition to functionary speakers is about describing the basic purpose of the role i.e. its 

reason for being there. This is important because the guests will generally have no idea what the 

Time Keeper or Grammarian is there for.  What the toastmaster should not do is describe the 

mechanics of the role (what the role is doing) as that robs the speaker of the chance to describe 

what they are doing.  

Bad Transitions: 

Timekeeper:  “And now let me introduce the Timekeeper who is going to keep track of our time using 

the timer lights and the agenda”   

Grammarian: “I am going to introduce the Grammarian who will introduce the word of the day and 

look at all our language, metaphors, similes, rule of three…”  

Good Transitions: 

Timekeeper: “We have a number of roles to keep the evening running smoothly and the first of these 

is the time keeper. The time keeper is my co-pilot for the evening to help me keep to time. Let us 

welcome to the stage….” 

Grammarian: “Language is very important to speaking and we have a role dedicated to it. Please let 

us welcome the Grammarian to the stage” 

Remember that whilst the members understand the meeting and its roles, the guests have no idea 

what any of the roles provide. The idea is to introduce the purpose.  This becomes particularly 

essential when introducing the evaluators, especially the first one, the table topics evaluator.  

It is good practice to outline to the audience when introducing the role why evaluation matters. 

It is poor practice simply to invite the evaluator to the stage without explaining what purpose 

evaluation serves. 

Bad Transition: 

“Let us welcome the table topics evaluator to the stage” 

Good Transition: 

“Toastmasters is a self-learning experience and the way to help that is through feedback. Evaluation 

provides the feedback on our speaking that allows us to improve our skills. The first of tonight’s 

evaluators is the table topics evaluator. Let us welcome to the stage….”  

The transition to prepared speakers is all about commends and personal insight.  The reason to ask 

for the speech title is that it provides an easy introduction transition to the speaker. If you have seen 

the speaker before then you can pass extra comment on them. 

It is good practice to introduce a speaker by speech title first and then their name last – all with 

enthusiasm. 



                                                                                                                                
 

Once the speaker finishes shake their hand and thank them for their speech. This is where you can 

make a mini-commend on what you liked about their speech or offer insight based on their speech 

or your own experience. Invite the audience to give feedback - It is easy to forget this bit 

Filler transitions are used throughout the meeting to move from one section of the agenda to 

another. These are about purpose too and as with the other transitions need to balance being brief 

with being warm and informative.  

AFTER 

The final thing to do is the last transition of the evening where you can describe how you felt doing 

the toastmaster role before handing back to the president.  It is nice touch to thank the speakers 

afterwards for helping make your meeting work so well. 

SPECIAL OCCASIONS 

There are times when the toastmaster is in charge of a different evening than normal.  It is good to 

ask for advice on how these meetings will differ. The two that you are most likely to encounter are: 

Speech marathon 

Speech marathons are where you have three or more speakers delivering their speeches one after 

the other.  There is no one to one evaluation but instead group feedback.  The speakers will still all 

get 1 minute written feedback on the slips and the open feedback itself usually lasts the same length 

of time as a one to one evaluator. 

You will lead open feedback on these talks instead of an evaluator.  Open feedback is essentially the 

same commend recommend and commend approach except through audience participation. You 

have about 3 minutes on each person and you encourage people by asking them what they thought 

about the speaker.   

Open feedback allows the toastmaster the chance to practice facilitating discussion (like chairing a 

panel where someone has presented).  It allow you to practice controlling audience feedback, 

selecting people who wish to give opinion and controlling the amount of time they can speak 

ensuring fairness. 

The feedback of a speaker always ends with commend by you because it is best to close on a 

positive. 

Debate night 

Debate night is where two teams argue for and against a particular issue. As toastmaster you are 

expected to help with the administration of the debate on the night. This involves selecting the team 

members by draw and explaining the rules of the debate to the participants and the audience.  The 

toastmaster will manage the speakers in their debate. Sometimes the toastmasters will lead the 

discussion of the pros and cons of the debate in open feedback, although at other times this will be 

done by an evaluator  



                                                                                                                                
 

The Benefit to You 

The toastmaster role is a fusion of leadership and speaking. There are three main benefits to you 

personally: 

You get a practical opportunity to lead and set the tone for a meeting. The Toastmaster role is 

actually a lot easier than people think. You are the focus of the meeting which means you get more 

time to speak. You get to develop understanding of why it is important to talk about purpose. That is 

an often overlooked factor that is very important to motivating people and given them a reason to 

do things. How often have you heard “what is the point of doing this?” It is a leadership skill to be 

able to answer that and change people’s minds – it is done by talking about purpose. 

The most important lesson learned is meeting management.  Being able to conduct a meeting to 

time and manage many speakers is a hugely important skill to develop. That translates directly into 

conducting effective meetings at work and if you are asked to host seminar. More so if you asked to 

panel that meeting and lead questions from the audience.  Keeping a meeting that is essentially fluid 

to time with the help of the timekeeper is encourages that leadership skill of being flexible in your 

judgement 

The Toastmaster role develops being able to deliver encouragement.   The toastmaster role allows 

you to share experience with the three components of listening, giving feedback and welcoming 

people. Developing the ability to offer public encouragement to people (especially to those who 

may be afraid) is a great personal skill to have. 

The toastmaster role is a leadership one that is a necessary component of your projects.   

Further details on the role are in the manuals and on toastmasterclub.org. The role in the meeting 

agenda is also a hyperlink that will take you through to a description.  

Thank you once again for choosing to be Toastmaster. 

 


