How to Give Successful Verbal Evaluations 

From the Competent Leader Manual

Each of the ten projects in the Competent Leadership manual focuses on a different leadership skill, providing you background information and an assignment that requires your serving in one or more specified meeting or club roles in which you can practice aspects of that specific skill. Roles include Timer, Speaker, Toastmaster, Evaluator, General Evaluator, Table Topics Speaker, Table Topicsmaster, Ah-Counter, Grammarian, Help Organize a Club Speech Contest, Help Organize a Club Special Event, Help Organize a Club Membership Campaign or Contest, Help Organize a Public Relations Contest, Help Produce a Club Newsletter, Assist the Club’s Webmaster, Being a Guest at a Club Meeting, Membership Campaign or Contest Chairman, Public Relations Campaign Chairman, Club Speech Contest Chairman, Club Special Event Chairman, and Club Newsletter Editor or Webmaster. 
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As an essential part of the Toastmasters program, another Toastmaster will provide you written and possibly verbal feedback on each leadership project completed. The evaluator provides a personal opinion of your leadership role, pointing out strengths and offering suggestions for improvement for your next role. Evaluators have one purpose: to help you become a more effective leader.

If many club members are working in the leadership manual, providing verbal evaluations during a club meeting may be difficult. Each club should discuss the matter and make a decision as to how to handle leadership manual evaluations. 
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Possible options are to:

· Provide verbal evaluations for leadership projects during meetings 

· Provide verbal evaluations privately outside of the club meeting 

· Provide only written evaluations for leadership projects

· Provide verbal evaluations during meetings for both speech and leadership projects, but allow less time for each evaluation.

Helpful Hints in Serving as an Evaluator - In addition to your written evaluation, you may give a verbal evaluation using the evaluation guide in the Competent Leader Manual. This requires you to be fully aware of the member’s skill level habits and mannerisms, as well as his or her progress to date. When evaluating a leader your purpose is to help the leader become confident and more effective and able to lead a team to achieve goals. Consequently, your overall evaluation should be encouraging and motivating to the speaker or leader to improve.  

Prior to the Meeting – Review the project goals and what the speaker or leader hopes to achieve. Evaluation requires careful preparation if the speaker or leader is to benefit. Study the project objectives a well as the evaluation guide in the manual prior to the meeting. Remember the purpose of evaluation is to help people develop their speaking or leadership skills in various situations. By actively listening and gently offering useful advice, you motivate members to work hard and improve. When you show the way to improvement, you’ve opened the door to strengthening their abilities.

At the Meeting – Get the manual from the speaker or leader and confirm with the General Evaluator the evaluation session format, for example the CL evaluation for the role of General Evaluator needs to be scheduled after the General Evaluator session, not during the General Evaluation Session, as is typical for evaluations of speakers and other leaders. Ask the speaker or leader one last time if there are any specific things for you to watch for.

During the Meeting – Record your impressions in the manual, along with your answers to the evaluation questions. Be objective as possible. Remember that good evaluations may give new life to discouraged members and poor evaluations may dishearten members who tried their best. Always leave the speaker with specific methods for improving. 

If giving a verbal evaluation, when introduced, stand and give your evaluation. Begin and end your evaluation with a note of encouragement or praise. Though you may have written lengthy responses to the manual evaluation questions, don’t read the questions or your responses. Your verbal evaluation time is limited. Don’t try to cover too much in your evaluation talk.

Praise a successful speech or leadership assignment and specifically tell why it was successful. Don’t allow the speaker or leader to remain unaware of a valuable asset such as a smile or a sense of humor. Also, don’t allow the speaker or leader to remain ignorant of a serious fault; if it is personal, write it but don’t mention it aloud. Give the speaker or leader deserved praise and tactful suggestions in the manner you would like to receive them.

After the Meeting – Return the manual to the speaker or leader. Add a verbal word of encouragement that wasn’t mentioned in the verbal evaluation. 

Projects in the Competent Leader Manual and Roles - Each of the ten projects in the Competent Leadership manual focuses on a different leadership skill, providing you background information and an assignment that requires your serving in one or more specified meeting or club roles in which you can practice aspects of that skill. Some meeting roles fulfill the requirements for several different projects. For example, projects 1, 2, 3 and 8 give you the option to serve as an evaluator for a prepared speaker. Serving once as an evaluator meets the requirement for only 1 project, not all 4. To receive credit for all 4, you are required to serve as an evaluator 4 different times. Here is an executive summary, list of objectives and the roles evaluated for each project in the Competent Leader Manual:

1. Listening and Leadership 

Executive Summary - Listening is an important leadership skill. Good listening helps you to identify and clarify issues, make decisions, resolve conflict and be creative. Listening skills also play a major role in team-building. You can learn to be a leader by following a few simple suggestions. 
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Objectives – 

1. Determine your current listening skills.

2. Identify the seven steps to better listening.

3. Practice listening skills in various club meeting roles, which are Evaluator, Table Topics Speaker, Ah-Counter and Grammarian.

2. Critical Thinking
Summary- A leader gathers information, then analyzes, interprets and understands it before acting. Critical thinkers question what they read and hear, then determine the quality of a piece of information and use logical reasoning to reach conclusions. Critical thinkers make better decisions. You can learn to think more critically by following a few suggestions. 

Objectives-

1. Determine your current thinking skills

2. Practice critical thinking skills in various club meeting roles which are Evaluator,  Grammarian and General Evaluator.

            3. Giving Feedback 

Summary - Team members need to know that they are doing well, what they are not doing well and how they can improve. Giving performance feedback is a necessary leadership function. When done properly, feedback can relieve stress, improve interpersonal relationships and promote trust and respect for leaders and team members.

Objectives –

1. Determine your current skills in giving feedback.

2. Identify the steps in giving feedback effectively.

3. Practice giving feedback as you serve in various club meeting roles, which are Evaluator,  Grammarian and General Evaluator.

4. Time Management 
Summary- Time management helps leaders make the most of the time available to them. You can budget your time and accomplish projects and tasks efficiently by identifying long-term and short-term goals, make a daily to-do list, prioritize the list, make a schedule, delegate when possible, leave time for unexpected tasks, and manage interruptions.

Objectives-

1. Determine your current time management skills

2. Identify the steps to effectively manage time. 

3. Practice time management skills in various club roles, which are Timer, Toastmaster, Speaker, Grammarian and Table Topicsmaster.

            5. Planning and Implementation 

Summary - A plan provides direction for the leader and the team. The planning process involves setting goals and objectives and preparing plans and schedules to accomplish them. The process forces leaders to look beyond their everyday activities and think about what they want to happen in the future. Involving team members in the process will encourage their commitment

Objectives- 

1. Determine your current planning and implementation skills

2. Identify steps in planning and implementation process

3. Practice planning and implementation skills in various club roles, which are Speaker, General Evaluator, Toastmaster and Table Topicsmaster.


            6. Organizing and Delegating 

Summary - Leaders must ensure the team is organized and capable of accomplishing goals and objectives, and they must provide the structure in which the team will operate. Delegation also plays a major role. Leaders should accomplish functions that only he or she has the knowledge and authority to do and delegate all other tasks to team members. 

Objectives-

1. Determine your current skills in organizing and delegating
2. Identify steps in the organizing and delegating process. 
3. Practice skills in organizing and delegating during club roles, Help Organize a Club Speech Contest, Help Organize a Club Special Event, Help Organize a Club Membership Campaign or Contest, Help Organize a Public Relations Contest, Help Produce a Club Newsletter, and Assist the Club’s Webmaster. 

            7. Developing Your Facilitation Skills 

Summary - A facilitator establishes the structure of the team needs to function effectively, ensures the structure is working and removes obstacles that may be impeding progress. A facilitator also resolves conflicts which are inevitable any time two or more people are required to work together. Good facilitation skills can help the group reach a resolution.

Objectives – 

1. Determine your current facilitation abilities.

2. Identify facilitation strategies

3. Practice facilitation skills in various meeting roles, which are Toastmaster, General Evaluator, Table Topicsmaster, and Being a Guest at a Club Meeting.


            8. Motivating People 

Summary - A motivated team can overcome obstacles of all types to achieve its goals. A leader creates and maintains an environment where team members are likely to become motivated. Leaders find out what motivates team members, then develops reward systems that match what team members value. They also look for ways to reward team members for doing the right things.

Objectives – 

1. Determine your current motivational skills. 

2. Identify conditions that motivate people

3. Practice motivational skills while serving in club roles, which are Membership Campaign or Contest Chairman, Public Relations Campaign Chairman, Toastmaster, Evaluator, and General Evaluator.

            9. Mentoring 

Summary - A mentor recognizes an individual who has less experience and cultivates that person's potential and talents and helps him or her succeed. Leaders are also mentors. You can be a mentor by offering someone opportunities for skill development, helping the person recognize areas needing work, providing helpful advice, being a role model, and encouraging the person to think for himself or herself.

Objectives – 

1. Determine your current mentoring skills. 
2. Identify the steps in being a good mentor.

3. Practice mentoring skills in various club roles, which are Mentor for a New Member, Mentor for an Experienced Member, and Guidance Committee Member for Someone Working on a High Performance Leadership Program Project.

            10. Team Building 

Summary - Teams offer great benefits. Team members have a variety of knowledge and skills, which results in more creativity and greater productivity. When a good team is in place, a leader has more time to devote to leadership issues. Team members must be carefully chosen and trained and encouraged to openly discuss issues with you and among themselves.

Objectives – 

1. Determine your current team-building skills.

2. Identify steps in building a team 

3. Practice team-building skills while serving in various club roles, which are Toastmaster, General Evaluator, Club Membership Campaign or Contest Chairman, Club Public Relations Campaign Chairman, Club Speech Contest Chairman, Club Special Event Chairman, and Club Newsletter Editor or Webmaster.

Information referenced from Toastmasters International Publication 265 Competent Leader Manual.

Lois Sicking October 9, 2006.

