
The Short and Simple Way to be an Effective General Evaluator

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

1. Read the agenda at the meeting and check with the toastmaster/club functionary if anything
has changed

2. Evaluate things such as timeliness, enthusiasm, preparation, organization, performance of
duties, etc.

3. Introduce yourself to the club and what your role is, particularly the purpose of the general
evaluator, and deliver your observations

The General Evaluator is like being the reviewer for a great concert. It is about developing an eye for
context. It allow you to develop critical thinking about events, assessing how they work, what
worked well and suggestions for improvement. Like the toastmaster role, the General Evaluator is
about delivering encouragement. The GE role allows the sharing of experience with the
membership, especially other clubs.

The GE needs to be very sensitive to time because by the time you speak people are thinking about
going home and the GE can be seen as an obstacle to this noble goal.

Imagine the GE as a “wind down act” encouraging people to leave with memories of the best of the
meeting: achieve that and it will be mission accomplished for this role.

Congratulations on choosing to be the General Evaluator; it is a role that is helps all people doing

functionary roles get better at them.

The average agenda can include contributions of at least 7 types of role so the main function of the

General Evaluator (GE) is to give good feedback on them and how the meeting went overall

A major goal of the GE is to make people feel good and happy at coming to the club meetings in a

functionary role.



The Mechanics of the Role

 Read the agenda before you turn up to the meeting to know who is speaking

 Read the agenda at the meeting and check with the toastmaster/club functionary if anything

has changed

 If visiting a club make a point of introducing yourself to the president and toastmaster of the

evening so that they know who you are

 If it is new club to you, look at the layout of the room to see if everything is in place,

especially the agenda on seats

 Have some paper and pen ready to note down things that you liked and felt could be

improved about the meeting and the functionary roles (below)

 Evaluate things such as timeliness, enthusiasm, preparation, organization, performance of

duties, etc.

 Summarizing your key points and prepare to deliver your speech

 Introduce yourself to the club and what your role is, particularly the purpose of the general

evaluator, and deliver your observations

 Help put people in wrap up mode by handing back to the toastmaster

The principle roles that the General Evaluator has to address are:

 President

 Toastmaster

 Timekeeper

 Grammarian

 Table Topics Master

 Sergeant-at-Arms

 Table Topics Evaluator

 Speech Evaluators

It is a long list and excludes the smaller roles that sometimes occur in a Toastmaster meeting.



Best Practice

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

and any changes to it accounted for. Also it helps you see how the guests are greeted and handled

before the meeting starts, you being one of them. Turning up late or as the meetings means that

you will miss this opportunity – it matters if you wish to do a contextual evaluation (see below).

In the competent communicator manual, the description for the GE role suggests passing comment

on the state of the room and how it is setup. Be very careful with this one if you choose to comment

on it. It only really matters if the club is run badly. If the club is run well, they are already conscious

of room layout, getting the agendas on seats, displaying the banner and the like. If you are GEing for

your own club and you know they do that every week, then all you are doing is wasting time making

an irrelevant point.

If you are GE at another club you need to be sensitive about commenting about quality because

room venues are usually the most difficult aspect for a club to change quickly. They may already be

aware of what the room’s drawbacks are like and may only be there because of lack of choice. It is

worth commenting on the room if you really like it, especially if you feel that the club can make

more use of it as speakers but generally it is best avoided because it wastes time. If they are not

putting the agendas and other materials out, ask why before rather than passing comment at the

end – there may be a very good reason.

The General Evaluator is the closing act of the evening. The emphasis on the word act matters

because the purpose of the GE is to deliver a report on those people not evaluated. If the evening

has been running a long time people have a certain amount of dread about the GE because they

know they are about to be presented with a report that could see someone speaking for 10 minutes.

The more you can make it an “act” that engages with the audience rather than the reading of notes,

the better it will be.

In this respect the GE is the bookend of a role that rarely gets used in Toastmasters which is the

“warm-up”. The warm up is there to get people entertained and energised before the actual

meeting starts although often it is designated to either the sergeant-at-arms (in clubs where that

role opens the evening) or more often the president.

Imagine the GE as a “wind down act” encouraging people to leave with memories of the best of the

meeting: achieve that and it will be mission accomplished for this role.



Timing

The GE needs to be very sensitive to time because by the time you speak people are thinking about

going home and the GE can be seen as an obstacle to this noble goal.

The general evaluator has a very short window of time to cover the roles. There are 8 roles. The GE

slot is usually 8 to 10 minutes long. Assume you take 1 minute to open and 1 minute to close you

have 6 to 8 minutes to cover each person. This means you must be concise.

What to look for

As with speech evaluation you have to be specific about what the person did rather than just vague

“well done”. It is worth understanding what these roles do in a meeting and especially the benefit to

the person doing them.

As opener it is worth quickly explain the benefit of the role and evaluate in that context. You do not

have a lot of time so like the table topics evaluator, it is commend and recommend.

President: The president role is one where outlining the benefit is not needed. Instead the president

sets the tone for the club and usually its meetings. If you are GE an external club, the president is

someone you will probably meet first of all so it is opportunity to chat to them. What to watch for is

how they open the meeting. Do they look happy and self-assured?

Toastmaster: Benefit –the role gives a chance to lead, continue to build the tone for the evening,

meeting management and to encourage. Quite a lot of things. The toastmaster is central to how fun

the evening will be.

Did the toastmaster explain the functionary roles’ purpose to the meeting – timekeeper,

grammarian, sergeant-at-arms, table topics master/evaluator, speech evaluators? They are not

there to explain the mechanics of the roles – that is up to the person doing the role. This function

matters because guests may have no idea what the point of these roles are. How did they handle

transitions? Did they make interesting comments? How authoritative were they? Were they

inventive? Did they have energy?



Timekeeper: Benefit- the timekeeper role helps develop assertiveness. Is the timekeeper being

assertive enough with speakers? The timekeepers slot is mini table topics just about time. Was their

speech insightful/funny/truthful about time?

Grammarian: Benefit – the grammarian role develops active listening. The one thing that the

Grammarians often get wrong is to print a word of the day that is far too small in font size or could

benefit from being in a bright colour like red. The font size that is best is 120 point font as that just

about fits onto a side of A4. Were enough of these placed around the room early on? Did the

grammarian focus on use of language: specifically the colour of words, word pictures, interesting

rhetoric, metaphors and similes? Did the Grammarian explain why these worked or make

suggestions how to improve word usage? Did the Grammarian delivered a fair, balanced report and

keep to time?

Table Topics Master: Benefit – helps people develop an intelligent questioning style. Table topics are

the most fun part of an evening because of the unscripted nature of the responses. A good table

topics masters makes that effortless with the participants understanding what they is being asked of

them. Was the table topics master clear in that respect? That matters more than being original as it

may be the speaker first time in the role. Did they surrender the stage to the speaker? Did they keep

to time as there is always temptation to allow more speakers?

Sergeant-at-Arms: Benefit – the sergeant at arms role helps develop hospitality and selling skills. It

is the most important role to how the meeting works for the guests. It is why you have to get there

early to see if the sergeant-at-arms is there to greet you. Did they? Did you see them meet and

greet the guests and explain toastmasters to them? In their speaking slot did they sell the benefits

of toastmasters? Did they interact with the guests in a fun way? Are they too long on stage (most

time overruns begin with the sergeant at arms not being concise enough?

Table Topics Evaluator: Benefit – evaluations develop the ability to give good feedback. The TT

evaluator has a tough job compared to the speech evaluators as they have to summarise usually 6

speeches in 6 minutes. They can only really give one thing they liked one thing to improve. Did they

focus too much on one person, did they overrun time wise which is very easy with the TT evaluator?

Did they overemphasise delivery improvements?

Speech Evaluators: Benefit - evaluations develop the ability to give good feedback. Trying to avoid

saying everyone is really good matters the most with the speech evaluators. They need to be told if

they have picked up the truly best part of someone’s speech or if they have missed something that

the speaker needs to improve. That is what helps them develop their ability to analyse speeches.



Evaluation Order

There are two ways to approach the order of evaluating so many people. One is linear and the other

contextual. There are merits and demerits of each approach.

The linear order is to evaluate the roles in the sequence that they usually appear in a typical agenda.

The linear order

President

Toastmaster

Timekeeper

Grammarian

Table Topics Master/Evaluator

Sergeant-at-Arms

Table Topics Evaluator

Speech Evaluators

The demerit of the linear order is that it deemphasises the experience of the club meeting as a

whole. The merits of this approach are that is makes progression simple as you can use the agenda

for names.

The contextual order is to evaluate in the context of how the evening has worked as a whole. This is

a more complex approach (which is its demerit) but assesses the event from the GE’s experience of

the club on arrival to almost the end as you are the third to last person who speaks. It has the merit

of giving your speech flow and authority by allowing you to engage with the audience to sum up

their experience too. That lends itself to making the role like an act.

It is only a tiny change but a subtle one as the contextual approach starts with the most underrated

but highly important role of the evening: the sergeant-at-arms who ought to be the first person the

GE meets on arrival. It allows you make an opening comment about how you were welcomed and

the initial atmosphere.



The contextual order

Sergeant-at-Arms

Timekeeper

Grammarian

Table Topics Evaluator

Any Other Roles

Speech Evaluators

Toastmaster

President

The president is left to last because this is the most excellent opportunity to make your final

observation about club experience; the president sets the tone for the evening. At this point you can

summarise the best of the meeting, express your appreciation for the people who run it and thank

the club for a great event. It matters to have a punchy close to keep people happy.

The General Evaluator role is a challenging role that looks at the big picture. There are three main

benefits to you personally:

The General Evaluator is like being the reviewer for a great concert. It is about developing an eye for

context. It allow you to develop critical thinking about events, assessing how they work, what

worked well and suggestions for improvement.

Like the toastmaster role, the General Evaluator is about delivering encouragement. The GE role

allows the sharing of experience with the membership, especially other clubs.

The role truly comes into its own when you consider it is one that is transferable between clubs. In

this respect it is a chance to practice a bit of diplomacy because external General Evaluators need to

provide sufficient warmth and praise for their hosts rather than alienating them.



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 General Evaluator.


