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Imagine for a minute back to the time when you were a new Toastmaster.  You have been with the club for a few months…performed some of the support roles…Time keeper, ah-counter.  You have also already given your Ice Breaker and maybe even a second speech.  Tonight though, you will be an evaluator.  And at about the time that the GE for the evening gives you the name of the person you will be evaluating, you are probably asking yourself, “How do I do a good job?”  “Is there a checklist that I can work off of?”  “How do I criticize somebody so that I can help them?”


Now let’s fast forward a year.  You have been a Toastmaster for well over a year.  You are a considerably better speaker than when you started.  You are comfortable with doing almost all the roles at Toastmasters.  You have even been Toastmaster and General Evaluator once.  So when you look on the schedule and see that you are an evaluator, you do not feel any butterflies.  But on the night that you are evaluator, you get a big surprise.  Howard, who is the GE, walks up to you and says, “You have a choice tonight.  Take your pick: Kelly or Max.”  ……. And as you are looking at Howard, you are thinking, “You have got to be kidding me.   What am I going to say?  They’re so good and they do not make any mistakes?  How do you expect me to do a credible job?”


Fellow Toastmasters, perhaps I have exaggerated the concerns of our evaluators, but I am fairly confident each of us have questioned our ability to do a good job as evaluator.  Tonight, I would like to offer everyone a game plan that they can use or adapt to effectively evaluate beginner as well as advanced speeches.  This game plan will be broken down into four sections and have examples.


Before we get ahead of ourselves, I think we need to ask ourselves the question:  Why give an evaluation?  What benefit does this give to us?  The answer is that there are several benefits… Benefits for the Audience, Benefits for the Evaluator and Benefits for the Speaker:

From the standpoint of the audience, we learn from the good example that an effective evaluation presents.  Specifically, this may mean that the evaluator will point something out that we did not catch.  Or it may mean we learn something from the delivery style of an evaluator.


As an evaluator, we learn to sharpen our listening and analytical skills.  In other words, as you are listening to a speech not only are you paying careful attention to the speaker, you are also asking yourself the questions, “What works and why” and “What does not work and why and how could it be done better.”  Lastly, an evaluator gets the opportunity to work on his or her improptu speaking skills.


As speakers, effective evaluations benefit us in a few ways.  For starters, we get immediate feedback.  Positive feedback will reinforce good speaking behaviors.  Suggestions for improvement will help us focus more clearly on areas that need work.  And of course by getting feedback immediately, we will know what the evaluator is talking about.  Good evaluations also may offer methods of improvement.  As speakers, we are sometimes “too close to the forest to see the trees.”  Evaluators, however, can offer fresh insight.  And lastly, let’s be honest, a good evaluation makes us feel good about ourselves and energizes us to tackle the next speech.  


Moving onto the next section, I would like to talk about the mind frame you need to have as an evaluator.  And this mind frame can be covered in essentially six points:

Number 1. Show that you interested!  Think about it.  What is your main objective as an evaluator?  To help the speaker, of course!  So, first and foremost, you have to show that you are interested in the speech. AND that you are interested in helping the speaker grow.  So when you are giving your evaluation, make sure to shine the spotlight on the speaker.  Point out the strengths and weaknesses of the speech in a way that is helpful, sincere and encouraging.  Remember that when you have finished your evaluation, you want that speaker motivated to speak again.

Number 2. Think about the speaker’s objectives.  Every time you hear a speech, there will be an objective or some objectives that the speaker is trying to achieve.  Oftentimes, it is spelled out in the manual the speaker is working from.  Other times, the speaker has his or her own objectives.  In both cases, the speaker will more than likely be focusing most of his or her efforts into meeting these objectives.  As evaluators, it would be negligent to leave these efforts uncommented upon.  Therefore, take the time to find out the speaker’s objectives and then talk about them during the evaluation.

Number 3. Personalize Your Language.  Imagine you are the speaker.  You have spent days researching, writing and practicing the speech.  Now, after having getting in front of the whole club, the evaluator stands up.  Instead of hearing words of praise and encouragement, the following phrases assault your ears:

“You didn’t – “

“You should have – “

“You failed to – “

Enough!  Heavy indictments belong in a court of law, not at our meetings.  Remember as an evaluator you are trying to stimulate improvement.  Also remember that your job is to describe the speeches effect on you.  So when you speak, speak for yourself and not as the club’s spokesperson.  Consider using phrases like:

“I believe … “

“My reaction was …”

“I suggest that …”

Number 4.  Evaluate the Speech – Not the Person.  As an evaluator, we need to always keep in mind that our primary goal is to support and encourage the speaker.  More specifically, this means being careful not to impose your values system on the speaker.  We are not here to judge the speaker’s idea on quality.  We are here to help the speaker communicate their ideas more effectively.  Likewise, any commentary on delivery needs to focus on technique and style, not on the speaker as a person.  By doing this, we will assure a comfortable environment that allows club members to grow and learn without being judged on a personal level.

Number 5. Promote Self Esteem.  To do an effective job, it is not enough to just listen to a speech, take some notes, present your opinion and then sit down.  You have really missed the boat as an evaluator if that is all you do.  Good evaluators encourage and inspire speakers by giving honest and sincere praise as well as helpful direction for improvement.  Always end your evaluation on an upbeat note so that the speaker feels like he or she has accomplished something good.  That way, they will also be motivated to continue.

Number 6. Avoid White Wash.  When someone white washes his or her evaluation, they only praise the speaker.  Not a word about areas to improve.  And in its worst form, the praises are general statements, like “Great speech.  Strong voice.”  In the short term, this may be flattering to the speaker.  But over time, it becomes old and stale.  After all, we all know that we have areas to work on and we know that we have good skills that can be improved.  So when you evaluate Toastmaster, remember that he or she is waiting for a comment about an area to improve.  And when you praise a Toastmaster, consider also telling him or her why you are praising them.

In these last two sections, I would like to provide specific suggestions for evaluating beginning speakers and advanced speakers.  Let’s start with the beginning speakers.  I think everyone will agree that to become a great speaker, you have to have your fundamentals down pat.  So with that in mind, I would like to suggest that an evaluation of a beginner speaker should focus primarily on the mechanics of the speaker.

  
On the sheet I just passed around, I have a list of nine (9) areas that I consider fundamentals.  And for each area or word, I have added some descriptive words or terms that can be used to analyze the speaker.  To better understand how I came up with these terms, I would like to provide a brief explanation for each one.  
For number one – appearance, the question you are asking yourself it how is the speaker dressed and what is their demeanor.

For number two – voice, the questions are how well can you the speaker be heard?  How is the pace?  What emotions does the voice project?  Can you understand the speaker?  



Similarly with gestures and expressions – are there any gestures or expressions?  What are they telling you?  Do they help or hinder the speech?

As to eye contact – do you feel like the speaker is talking to the audience or is he or she so-to-speak talking to the lectern?  What is the eye contact telling you?

Evaluating the organization of a speech can be a real challenge.  The three basic areas or questions I recommend the evaluator focus on is one…the introduction – did it grab you or not… two, the conclusion – did it grab you or not…and three, the flow of ideas – did the speech feel like it flowed or did you get lost?


With regard to word content and grammar, there are a couple of areas you can think about.  Were there any glaring grammatical mistakes?  Were descriptive words and phrases used?  Did the speech feel like it was over your head because of the technical content and/or choice of words?


The use of props can strongly enhance the power of a speech and add clarity to its ideas.  Two questions you need to ask yourself are one, is the prop appropriate to the speech and two, was the prop properly used?

Overall confidence is another key area to evaluate because speakers often feel that they do not project is considerably less confident then the reality.  This is fairly easy area to evaluate and should not be forgotten.

Last but not least we have the objectives.  For every speech, the speaker is spending most of his effort on a couple of objectives.  Know what those objectives are before the speech begins and do not forget to address them.

Now that you know what to talk about, how do you present your evaluation.  The classic approach is to start out by pointing out and praising all the things the speaker has done well.  Then talk about one or two area where the speaker can improve.  Finally, close out the evaluation with an upbeat note.  

So how does this look in a practical application?  If I were to say evaluate Art, I would initially review his objectives and then ask him before the meeting if there was anything else he wanted me to focus on.  Then during his speech, I would take notes about his speech, about things that stood out – the positive and the negative.  After the speech is finished, I would look at the sheet I have given you and use it as a checklist to form my evaluation.  Ideally, I would like to hit every point.  Realistically, I will prioritize the list, try to really highlight what the speaker did well and preferably through in some examples.  And I will leave enough room to talk about one, maybe two areas for improvement and then close out with an upbeat ending.  


Now, I am sure some of you are thinking, “Your format is fine and dandy, Klaus, for beginning speakers.  But how about the ones that are well advanced.  Is there some formula for the ones that have the fundamentals down pat.”  My limited experience is telling me that there is no such much a format that you can follow, but rather certain guidelines and ideas that you should keep in mind.

For starters, I think you can spend a lot more time talking about areas for improvement.  Advanced speakers already know their own worth and are usually looking for as much insight as possible to improve their skills.  It may also take you longer to explain your point because of its complexity.  With that being said, you should by no means give no praise.  It all depends on the speaker and the speech.


Another area to focus on is the objectives.  How well did they meet them?  What could they do better to meet them?  Oftentimes advanced speakers will line out their own objectives because they have a specific goal in mind or they are working to get rid of a particular bad habit that they are well aware of.  In every evaluation, the subject of objectives should be discussed. 

One thing everyone can do – even the most novice Toastmaster – is to tell the speaker what impression the speech made on them.  This may be exactly what the speaker wants to know.  He or she may take it from there and draw their own conclusions on what to do next.  Obviously as you get better, you will want spend explain why you feel that way and what the speaker did to get you there.

Perhaps the most difficult task to perform is to suggest new ways to retell the speech.  In particular, providing suggestions for humor are among the most difficult suggestions to make.

Another tact that you can use on an advanced speaker is to showcase his or her talents to other Toastmasters.  Send time highlighting all the things they did well.  Point out specific examples that really illustrate the skill you are talking about.  Granted this does not help the speaker, but every so often it may be a good idea to pick apart a great speech and show the other Toastmasters what it was the made it great.

Last but not least, consider suggesting to the speaker to try a completely different area of speaking,…some area that they have not yet worked on.  For instance, would not humor stories be a stretch for Max?  And how about Kelly, have you ever seen her present a speech that you would consider adversarial?  I am suggesting this area because I think in her ministry – when it begins – she may very well have to deliver sermons that may not be agreeable to the congregation.  How about George?  Would not a technical presentation with props be something new for him?  The bottom line is that even our most advanced speakers have areas where they can and I am sure would like to grown in.

When I joined this club three years ago, I wanted to learn how to be a good speaker.  I would never have thought that being a good evaluator would become as important to me as being a good speaker.  But when you think about it, the process of becoming a good evaluator has a lot of benefits.  You learn to speak better because you are deliberately analyzing the pluses and minuses of other speeches.  You are having a positive influence on other Toastmasters by your encouraging comments.  And you are developing a skill that you can use in every day of your life.

Tonight I have shared with you the reasons why evaluations are important and provided some ideas on how to evaluate beginning and advanced speakers.  And I hope in the process that I have provided some good food for thought.  I hope everyone here – especially our newer members – will take some time to review these ideas and see a path they can use to becomes great evaluators.  Always remember though, that to developing into a great evaluator means not only seeing the path, but also walking it.
Evaluating Beginner Speakers

1. Appearance 

Appropriate

Inappropriate

Confident

Relaxed

Nervous

Bored


Energetic

Average

2. Voice
Soft


Loud


Nervous

Bored

Energetic

Monotone

Hesitant

Stutter

Smooth

dramatic

variety


Flat

Pace too quick

Pace too slow

Has character

‘Accent’

Good diction

Cuts off words

Mispronunciation

3. Gestures and Expressions

No movement

facial


hands and arms
Rocking

Too quick

too slow 

jerky


smooth

good timing

“Punches point”
disjointed

nervous tic



comic


in character

4. Eye Contact


No contact

scans room

settles on people
shifts a lot

downcast

avoids eyes either upward or downward
 

5. Organization of Speech

Introduction -

attention grabber
no point
confused
straight forward

Body -


Flow of ideas – logical/ illogical


amount of information – too much/too little/just right




Clarity of ideas – easy to understand or difficult

Conclusion -

attention grabber
no point
confused
straight forward


Other issues -

Use of humor

Surprise 
Twists

Climax


Irony


Puns

Exaggeration
Slapstick



Suspenseful

6. Word Content/Grammar

Concise


wordy


colorful


appropriate

Colloquial


descriptive

plain (lack of description)

Words too long

terms too technical
layman’s terms

Sentences are too long
effective mix of short and long sentences

Common grammatical mistakes


7. Use of Props

Detracted attention

punctuated point
Fit with speech
Appropriate

Inappropriate – why

Could not read

Too much info

Too large

Too small

Too many 

Too little

8. Overall Confidence

Uncomfortable
Average
Confident
Very confident

In front of lectern vs. Behind 

9. Objectives
Met – discuss how and why

Not met – discuss why not and suggest how to meet them 

Evaluating Advanced Speakers

Spend more time talking about areas for improvement.  

Focus on the objectives

Talk about the impression the speech made on you

Showcase the speaker’s talents to other Toastmasters

Suggest new ways to retell the speech.  

Suggest another area of speaking
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