
 

Mini-guide of roles during TM meeting in Sofia Toastmasters Club 
 

Toastmaster of the evening 

  
The Toastmaster of the evening is the host of a meeting. A member typically will not be                 
assigned this role until they are familiar with the club and its procedures. 

Taking this role improves organizational, time management and public speaking skills. 
  
1. Before the meeting: 
- Check which roles have been assigned already during last meeting closing and contact the               
volunteers for confirmation. 
- Find volunteers for the remaining roles, by: 

= Post a reminder email a week before the meeting to motivate members to participate               
and to get them interested in the upcoming meeting. 

= Post a second email the day before the meeting as a reminder again. 
= You can ask personally members to take roles via Facebook or tmclub.eu - there is a                 

list with members on the left in the page with roles and agenda for next meeting. 
NOTE: In tmclub.eu, the agenda is closed automatically for changes 12 hours before the start of                
the meeting. Make sure all roles are filled in and accepted on Tuesday evening. 
- Call or post an email in advance to all speakers to remind them that they will give a speech.                    
Ask for their speech title, manual project number, purpose to be achieved, time requested and               
some information about themselves and/or their speech to be used when introducing them.             
Communicate this information with their evaluator too. A common mail would work best. 
- If there are going to be less speakers (less than 3), contact the Table Topics master in                  
advance to prepare more table topics. 
- Contact grammarian for word and idiom of the day and put them in the agenda latest in                  
Tuesday. 
- Contact the timer to tell them for any planned deviations in terms of timing of the meeting. 
- Practice introduction of each role and words to say between different segments of the meeting. 
- Print the agenda from tmclub.eu (20-30 copies, depending on the expected number of people               
who will come to the meeting). Or use the word version for better presentation. 
 
2. During the meeting: 
- Arrive early for the meeting and together with the Sergeant at Arms check if the room and                  
equipment (if required) are ok. Put agenda + 4-6 sheets of paper. 
- Bring your "Competent Leadership" manual, give it to a member of the club to fill the feedback                  
form for the project you are working on. 
- Check with the participants for any last-minute change. 
- Assign any missing roles to other members who are present and don't have roles for the                 
evening. 
- Upon arriving of Members and Guests remind them to use pick-up their Name tags. 



 

- After being introduced by the president, start the meeting with passion and energy. 
- Explain the idea of Toastmasters (can be skipped if there are no guests). 
- Tell shortly the plan (agenda) for the meeting. 
- Invite the evaluation team members to explain their roles. Example order: timer, ah-um              
counter, grammarian, general evaluator. If time is tight you might invite all of them together to                
save few minutes. 
- Tell the audience that they can write feedback for every prepared speech after it ends. There                 
will be also voting for best speaker (in case there is more than 1), best evaluator and best table                   
topics speaker. 
- Before each prepared speech, invite the evaluator of the speaker, who will introduce the               
speaker. The evaluator should pass the floor directly to the speaker. 
- After each speech, allocate 60 seconds for writing down the feedback for the speaker. 
- After the last speaker, allocate time for voting for best speaker of the evening. 
- After the prepared speeches, have 5 minutes break. Be strict. You might ask the timer to give                  
you a sign when the break is over. The break is optional when there are less than 2 prepared                   
speeches for the evening. 
- After the break, introduce each evaluator consecutively to give feedback for their speaker. 
- After the last evaluator, allocate time for voting for best evaluator of the evening. 
- Introduce the Table Topics master and give them the stage. 
- After Table Topics and voting have ended, take control of the stage back from the Table                 
Topics master. 
- Introduce the evaluation team members to give their reports. Example order: ah-um counter,              
grammarian, timer, general evaluation. 
- Before the general evaluator's report, ask the Table Topics master to reward the best Table                
Topics speaker. 
- After the general evaluator's report, conclude the meeting and give the stage back to the                
president or their substitute. 
IMPORTANT!!! Throughout the whole meeting, after introducing each member with a role, lead             
the applause for them, wait for them to come to the stage, hold their hand and give them the                   
stage. This way you acknowledge them and make their appearance meaningful. Sit near the              
stage. After each member with a role finishes speaking, hold their hand, thank them and take                
back the stage. 
  
3. After the meeting: 
- Clean the room from all materials used. Ask other members for help. Check the result with the                  
Seargent of Arms. 
- You are free. Take back your "Competent Leadership" manual. You may ask other people for                
feedback, too. 
  

 



 

 

General Evaluator 

 
The general evaluator evaluates everything that takes place during the meeting, plus the             
organization of the meeting before it happens. 
Taking this role improves leadership skills like critical thinking, preparation and organization,            
time management, motivation. 
 
1. Before the meeting: 
- Check the Agenda with the Toastmaster of the evening, if there are any planned deviations                
from the usual meeting format. Be ready when the meeting starts. 
- Prepare a brief but thorough talk on the purpose, techniques and behests of evaluation (for the                 
benefit of the guests). You will say this at the beginning of the meeting, when invited by the                  
Toastmaster for the first time on the stage. 
   
2. During the meeting: 
- Arrive early for the meeting to see how it is going to start. 
- Prepare ribbons for the Best Speaker, Best Evaluator and Best Table Topics Master up front,                
as well as containers to collect feedback and votes. 
- Bring your "Competent Leadership" manual, give it to a member of the club to fill the feedback                  
form for the project you are working on. 
- Sit near the back of the room to allow yourself full view of the meeting and its participants. 
- You will be introduced by the Toastmaster of the meeting to explain your role. 
- Take note on everything that happens, or does not happen, but should. 
- After each speech collect the feedback for the speaker and put them in an envelope. Give                 
them to the speaker after the meeting end. 
- After the last speaker, collect votes for best speaker of the evening. 
- After the last evaluator, collect votes for best evaluator of the evening. 
- You will be asked by the Toastmaster to give your evaluation report last. Use your notes if                  
needed. Make your evaluation so it is helpful and encouraging, yet motivates club members to               
implement the suggestions so the next meeting can be improved. You may wish to comment on                
the quality of evaluations of the prepared speeches. Give feedback also to the Toastmaser,              
timer, ah-um counter, grammarian and Table Topics master. You can also comment on some              
Table Topics speaker's performances. Try to wrap your whole evaluation in 5-6 minutes. 
- At the end, announce the winners for Best Speaker and Best Evaluator of the evening. 
- Give back the floor to the Toastmaster. 
  
3. After the meeting: 
- You are free. Take back your "Competent Leadership" manual. You may ask other people for                
feedback, too. 
  

 



 

 

Speech Evaluator 

 
Speech evaluator gives feedback on a prepared speech. Try to give as constructive feedback 
as possible - what the speaker could continue doing good, and what the speaker could do 
better/differently for better speech next time. 
Taking this role improves listening and observation, critical thinking, motivation. 
1. Before the meeting: 
- Contact the Toastmaster and the speaker who you will evaluate for more information about 
their speech. 
- Check the project the speaker will work on from the "Competent Communicator" or advanced 
manual. 
- Arrive early for the meeting to have time to talk with the speaker. Ask him/her how they want to 
be introduced. Take his/her "Competent Communicator" manual. 
  
2. During the meeting: 
- Bring your "Competent Leadership" manual, give it to a member of the club to fill the feedback                  
form for the project you are working on. 
- The Toastmaster will ask you to introduce the speaker. Tell the audience what project the 
speaker will work on, what are the main objectives, give some details for the person who is 
going to speak and invite them by saying their name and speech title. Shake their hand, then 
give them the stage. 
- During the speech, listen and observe carefully the speaker. Note down everything that grabs 
your attention - good things the speaker is doing, points for improvement, etc. 
- After the speech, think how you will evaluate the speaker. Use the break to come up with a 
2-3-minute evaluation. Fill in also the speaker's "Competent Communicator" manual. 
- When invited by the Toastmaster to give your evaluation, be as detailed as possible. Your 
feedback will be valuable for the speaker and everyone else who listens to you. 
  
3. After the meeting: 
- Give back the speaker's "Competent Communicator" manual with encouraging words for their 
accomplishment in doing the project. 
- You are free. Take back your "Competent Leadership" manual. You may ask other people for 
feedback, too. 
  
 

 
 
 
  



 

 

Timer 

 
As a timer you are responsible for monitoring the time for each meeting segment and each 
speaker. 
 
Taking this role improves time management skills. 
 
1. Before the meeting: 
- Get familiar with the agenda. Check with the Toastmaster if there are any planned deviations 
in terms of timing. Pay attention what are the times for each prepared speech and the times for 
each role. 
- Arrive early for the meeting to be in time for the start. 
- Acquire the timing/ signalling equipment from the Sergeant-at-Arms and know how to operate 
it. 
- Check the chronometer of your phone and verify once again the timing in the agenda. 
  
2. During the meeting: 
- Bring your "Competent Leadership" manual, give it to a member of the club to fill the feedback                  
form for the project you are working on. 
- When called by the Toastmaster at the beginning of the meeting explain the timing rules and 
demonstrate the signal device. Don't say exact numbers for speech lengths - each speaker 
might have different time anyway. ( green – minimum required time reached, yellow – 
approaching the end, red time limit reached 15-30” to wrap-up) 
- Throughout the meeting, listen carefully to each participant and signal them accordingly. Write 
down the times for each one. 
- When giving the report, you can either: a) say each participant's name and their time, or b) say 
who didn't qualify within the expected time (most applicable for Table topics). Give some 
suggestions for improvement if you have such. Give your report in 1 to 2 minutes. 
  
3. After the meeting: 
- Return the timing/ signalling equipment to the Sergeant-at-Arms. 
- You are free. Take back your "Competent Leadership" manual. You may ask other people for 
feedback, too. 
 

 
  



 

 

Grammarian 

 
The grammarian is responsible for monitoring the usage of the English language during the 
meeting. That includes identifying good and bad examples. The grammarian also prepares a 
word and idiom of the evening and explanation of their usage. 
 
Taking this role improves listening skills and English language. 
 
1. Before the meeting: 
- Prepare a word and idiom of the day. Try not to use very easy or difficult ones. Find useful 
word and idiom, which could be helpful in future for everyone. 
- Bring your "Competent Leadership" manual, give it to a member of the club to fill the feedback                  
form for the project you are working on. 
- Add the word and the idiom of the day in the agenda on tmclub.eu. Contact the Toastmaster of 
the meeting and give them the word and the idiom of the day with explanations and examples. If 
you have any trouble on updating the agenda inform the Toastmaster. 
- Print also the word and the idiom - in big size, so it could be read from distance. Make several 
copies to put in different places in the room. 
- Arrive early for the meeting to have time to put the printed word and idiom on the 
walls/windows. 
  
2. During the meeting: 
- Bring your "Competent Leadership" manual, give it to a member of the club to fill the feedback                  
form for the project you are working on. 
- When introduced for the first time by the Toastmaster of the evening, explain your role. Say 
also what are the word and the idiom of the day. Encourage participants to use them when 
speaking on the stage. 
- Take notes of good and bad examples of the English language. Identify who uses the word 
and/or the idiom. 
- In your report at the end of the meeting, state: the good usages of the English; the bad 
examples and how they should be said correctly; who used the word/idiom of the evening. Give 
your report in 2 to 3 minutes. 
  
3. After the meeting: 
- You are free. Take back your "Competent Leadership" manual. You may ask other people for 
feedback, too. 
 

 
  



 

 

Ah-Um Counter 

  
The purpose of the Ah-Um-Counter is to note any overused words or filler sounds used by 
anyone who speaks during the meeting. Words may be inappropriate interjections, such as and, 
well, but, so and you know. Sounds may be ah, um or er. However, each speaker can have 
different parasitic words or phrases - listen carefully for such and if you notice any mark it down. 
 
Taking this role improves observational and listening skills. 
 
1. Before the meeting: 
- Be prepared to take notes – bring some notes and pen. 
2. During the meeting: 
- Bring your "Competent Leadership" manual, give it to a member of the club to fill the feedback                  
form for the project you are working on. 
- When introduced for the first time by the Toastmaster of the evening, explain your role. 
- Throughout the meeting, listen carefully to each participant for overused words and filler 
sounds, and write them down. Identify if a speaker has their own parasitic words or phrases and 
write down how many times they used them. 
- When the Toastmaster invites you to give your report, give details and/or suggestions for 
improvement. Note that a frequent parasitic word or sound is not a problem for someone, who 
used it only once or twice. State only the overused examples (those used many times by the 
same person). You might group your report: for ex. X, Y and Z had 10 uhms during their talks, 
etc. 
3. After the meeting: 
- You are free. Take back your "Competent Leadership" manual. You may ask other people for 
feedback, too. 
 

 
  



 

 

Table Topic Master 

 
Congratulations!!! you got the most wanted TM role :). The purpose of the Table Topics section 
is to help members think on their feet and speak on a given subject for between one and two 
minutes. It also allows speaking opportunities for those who are not programmed for other roles 
on the Agenda. 

Taking this role improves organizational, time management and public speaking skills. 
  
1. Before the meeting: 
- Prepare table topics. Don’t restrain your creativity, this is the funniest part of the meeting and 
you have a chance to show up. 
- Contact the Toastmaster of the evening to see if longer Table Topics session will be needed 
(for example, when there are less than 2 speakers). Also you might consider the topic in case 
there is a Meeting theme. 
  
2. During the meeting: 
- Bring your "Competent Leadership" manual, give it to a member of the club to fill the feedback                  
form for the project you are working on. 
- When the Table Topics starts, explain the general rules of this section of the meeting. Tell the 
timing rules. Explain what you have prepared as Table topics. 
- Lead the Table Topics session with passion and energy. Try to inspire people to come and 
talk. Invite also guests to participate. 
- After the last speaker, state all speaker's names and their topics. Check with the Timer if all 
participants qualify for voting. Collect votes for best Table Topics speaker. 
- Before the general evaluator's report, announce the winner of the Table Topics according to 
the voting. 
  
3. After the meeting: 
- You are free. Take back your "Competent Leadership" manual. You may ask other people for 
feedback, too. 
 


