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Introduction

This document is a list of best practices for various roles and offices in Toastmasters.  It does not replace the official training, but it is an adjunct, intended to point out things that aren’t included in the training, or maybe aren’t emphasized enough.

It is by no means comprehensive, but it is intended to give you some ideas about ways to better fulfill your role, whether it’s Ah So Grammarian for one meeting, or Division Governor for a year.  The roles are divided into three groups: meeting roles, club officers, and district officers.
Obviously, it has an emphasis on the roles I’ve played so far.  Please feel free to contribute ideas!  My e-mail is mikeraffety@earthlink.net.

Meeting Roles

Get to the meeting early!  Volunteer to help out if there are available roles.  Bring your Competent Leader manual to every meeting so you can be evaluated and get credit for any role (from timer to meeting Toastmaster).

Everyone who goes to the lectern should shake hands with the previous person, and when leaving the lectern, shake hands with the following person.  The audience should applaud until they shake hands.  Never leave the lectern unattended.
Sergeant at Arms

Have a thought for the day to open the meeting (unless your club has someone else doing that).  Before the meeting, be sure to greet the guests, note their names, and welcome them individually.  Give them a guest welcome packet.  Be ready to bring the meeting to order promptly at the scheduled time.
Toastmaster

Know who the speakers are, what the speech titles are, and which manual and speech number they’re working on.  When introducing the speaker, ask the evaluator to read the speech objectives.  This ensures that the evaluator knows their job (who they are evaluating), and that they have the right manual to do so.  Here are all the speeches and objectives: http://old.d6tm.org/Education/AdvManualList.xls.

General Evaluator

At the beginning, introduce the timer and grammarian to explain their roles (this allows you to be sure they know their role, and it’s another speaking opportunity!), and your own.  At the end, introduce the evaluators, timer and grammarian for their reports.  Remember that you should also evaluate the evaluators (not just introduce them).  Hold your evaluation until after that.

Timer

Sit in the back of the group, but squarely in front of the speaker.  Time the manual speeches, the table topics, and the evaluators (you’ll report on these at the end).  When holding up a card, continue to display it until the speaker finishes, or it’s time to hold up the next card.  Hold the card in a way that the speaker can clearly see it, but so that it’s not distracting to the audience (e.g., don’t wave it overhead).

Grammarian

Pay careful attention to the speaker’s words (not the message) to get an accurate count (it’s very easy to “not hear” the filler words!).  Note and report on a key quote, clever turn of phrase or unusual choice of words, from each manual speech.

For something different, when explaining your role, do so ironically by intentionally using lots of filler words to illustrate how annoying they can be.  “I, um, count the, um, filler words, you know, like um, and, uh, like, and, you know.”  

Wordmaster

Select an obscure but useful word (http://www.wordsmith.org is a good source).  Make sure it’s something that can be worked into every-day conversation; adjectives and adverbs are ideal for this.  Print the word, its pronunciation (if unusual), and definition, in large print on a piece of paper and tape it to some place where the speaker and audience can see it throughout the meeting (may require two copies).

Speaker

Bring your speech manual so the evaluator can assess your project against the proper objectives.  Be sure to give your title to the VP-Education so it can be included on the agenda.  If the speech needs a special introduction or setup, be sure to bring a printed copy of it for the meeting Toastmaster.
Table Topics Master

Try to have a theme behind the questions.  As a last resort, make sure your club has a set of TI table topics cards.  You can find lots of great ideas by Googling for “Toastmasters table topics”.  Some ideas for unusual but fun topics:

· Have each speaker introduce the next; they get to pick the next speaker, and their table topic is the introduction.  When they finish, that person comes up and does the same.  Be sure to tell them that they can pick someone they don’t know well and make things up.

· Describe some major life event and ask them to describe their reaction (you just got a promotion, big raise, won a lottery, rescued from a month on a desert island).

Club Officers
All club officers should have an assistant!  This is to help with the work, but more importantly, to fill in when the officer is gone, and most importantly, to learn the role and be a candidate for next year.  Every club officer should know, when they agree to run for and hold an office, that part of the duties is to go to training twice a year, summer and winter.
Sergeant at Arms

Arrive early at every meeting, and bring the club materials (lectern, banner, guest welcome packets, timing materials, etc.) to every meeting.

Treasurer

Your first job is to prepare a budget for the years.  Submit new member forms and payment to TI within a few days of getting them (preferably on-line).  Keep the check register in Excel, and send a copy of it to the club officers every month when the bank statement arrives and is reconciled.
Start collecting dues three or four meetings before the Oct. 1. and April 1 due date.  Submit them well before the deadline, even if you don’t have all the dues (you only have to send in dues for six people to meet the DCP point of being on time; late payers can be sent in later).  Never pay dues to TI for someone unless they themselves have paid the club first.  Use a club checking account and debit card unless you’re a company club and the company pays all the expenses (then use a corporate credit card).
Secretary

Keep and archive an agenda for each meeting, along with any other distributed materials.  Write a recap of the meeting for the records (a sentence or paragraph about each speech) with the intent of keeping members who missed the meeting “in the know”, and so they feel like they really missed out on a great meeting.  This can also be used by the VP-PR for the club newsletter or web site.
Vice President of Publicity

Create a club web site!  Take pictures at the meetings.  Send out a summary of the meeting to the club immediately after each meeting, with a picture or two.  Do a club newsletter at least four times a year; request each officer to contribute material.  Prepare a guest welcome packet.  Get info on the club out to the general public; if you meet at a library, provide bookmarks for the library staff to put in books being checked out.  Make sure your local paper(s) have a listing for the club.

But most importantly, make sure that the club directory listing on the Toastmasters International “find a club” page has accurate contact information (phone and e-mail) and meeting information.  The typical community club will get a guest or two at every meeting just by promptly answering inquiries!
Vice President of Membership

Follow up with guests, and ask them to join.  Don’t be afraid to ask!  Make sure they get an application (ideally as part of the guest welcome packet), and at the end of the meeting, ask them if they would like some help filling it out.

Keep track of those who do join, and make sure the club votes them in.  Prepare membership certificates, and hold an induction ceremony for new members.  When someone joins, give them a new member packet, which should include a copy of the Icebreaker speech.

Run a membership contest!  You can do this by dividing the club members into two teams, or everyone can compete individually.  Set a timeline and select a prize.  TI has an example contest on their web site with scoring.  If the club has sufficient funds, propose that members who recruit a certain number of new members (two or three) gets their (the existing members) local dues waived at the next renewal.

Vice President of Education

This office is the most important one in the whole club; without a quality agenda, the meetings won’t be good.  Ensure every member working in the basic manual has a mentor.  Prepare (or supervise the preparing of) an agenda.  Use the back of the agenda for useful information, such as club officer names, phone and e-mail, DCP status, mentor/mentee assignments, and TM web sites.

Call every speaker a few days before the meeting to confirm and get a title.  If you can, call every member the day before to ask if they’ll attend, and use this opportunity to ask members to take on a meeting role.  This is really effective; identify someone who hasn’t attended a meeting in a while, and ask them to help out by serving in a small role, such as timer.  It’s a double-win, completing the agenda and getting the member involved again.

To identify those stray members, keep a member progress chart.  You can do this in Excel or Word, just a big table, member names down the left side, and meeting dates across the top.  Put in the project number if they did a speech at the meeting, “TM” if they served as Toastmaster, “GE” for General Evaluator, “E” for evaluators, “TT” for Table Topics master, and an asterisk “*” if they otherwise attended.  This makes it easy to see if someone hasn’t given a speech in a while, or has been missing meetings – these are the members who may not renew, aren’t getting full benefit from their membership, and need some attention.
President

Early in the TM year, hold a club officer meeting to go through the Club Success Plan, putting names by each point in the DCP.  Monitor progress in the DCP.  Hold club officer meetings at least once every two months to review this and get reports on how everyone is doing.
Help your officers to do their job.  If an officer isn’t doing the job, get him or her some help.  Make sure at least four (preferably all) get trained; identify them by name and date as soon as the summer and winter officer training schedules are announced.  Ask each officer to recruit an assistant, who might hold that office the following year.

Immediate Past President

Be a mentor to your new president.  Identify members who would make good club officers.  Your primary job is to slate next year’s candidates, ideally more than one per office so there’s a real election of the best candidate.

District Officers

Area Governor

Work with your predecessor as soon as you accept the position.  Make sure the clubs in your area hold elections at the first May meeting, and submit their officer lists by June 30 (that’s your first deadline in the Distinguished Club Program!).

Make your first club visits early, in July and August.  Identify the members (by name!) who are likely to complete a CC or AC by June 30.  Ensure the clubs are bought into the value of the DCP and are tracking their progress against it.

Talk to the club treasurers in August and February, track their progress in collecting membership dues, and know when they plan to send them in to TI.  Remember they only have to send in renewals for six members to meet the deadline; later renewals can be sent in as they arrive.
For busy clubs, help the fast-track speakers find other speaking opportunities at other clubs that may have trouble filling their agenda.

Identify your weakest clubs (typically those with 12 members or less) and get a club coach assigned as soon as possible.  Coach assignments are best done in July through November, leaving almost two full years to complete the job.  This could be you, if you have the time, but more likely should be someone else.  There can be two coaches per struggling club.
Speech contests are important, but they are not the first priority.  Find someone who loves contests to organize this so you can stay focused on helping the clubs.

Every AG should be developing a new club as part of their annual goals.  You have to build a new club to be a President’s Distinguished area, and it will take months to do.  Identify the opportunity, hold the demo meeting, and get the paid membership up to 20.

As the year draws to an end, make sure you track your “almost” CC and AC candidates (those with only a couple of speeches to go).  Help the club’s VP-Education coach those people and encourage them to stay on schedule.

Division Governor

Coordinate your area governors to make sure they’re doing the above.  Make sure they get trained twice a year.  Monitor their progress in the distinguished area program.  Help build new clubs.  Coordinate club officer training in the division, and select someone to run the division speech contests.
District Sergeant at Arms

Create an inventory of all district property (from coffeemakers to LCD computer projectors).  Keep track of where this is at all times, and turn over at the end of the year.  If your DEC meetings include food, be sure the food (and drinks) is ready at the scheduled time.  If appropriate to your district, transport and store the “resource room”, the stock of materials available for members to buy at conferences and TLIs.
District Treasurer

Keep the district checkbook in a spreadsheet or QuickBooks or something similar, and share with the Top Three at least monthly, to be sure expenses are properly categorized.  Monitor the cash flow, and get a district reserve check long before you need it.  When making a report to the DEC or District Council, explain the numbers (focus on the items that are well above or below budget), don’t just read the spreadsheet.
District Secretary

At the DEC meeting, provide printed copies of prepared reports (Top Three, Division Governors, PRO, Treasurer, and your minutes) with the agenda in a single stapled packet.  Collect electronic copies of all documents distributed at DEC meetings, archive them, and post them on the web site (except things like DEC rosters with member phone numbers and e-mail addresses, of course).
Send out an agenda to the members a few days in advance, just like a good club does.  Send out the minutes within a few days after, while the meeting is still fresh, and include an attendance spreadsheet.
Public Relations Officer

Brainstorm new and unique low-cost ways to get the Toastmasters brand name out in front of the general public.  Network with your fellow PROs in other districts in the region.
Lieutenant Governor of Marketing

For most districts, your work will determine whether the district is Distinguished.  Get a club extension chair to focus on building the new clubs, and a club retention chair to focus on the struggling clubs, especially the coaches.  If these two people are good, the rest of your job is easy.  Remember that delegation is a critical leadership skill – but also follow up and coach them.
Be sure that club coaches get special training specific to their role.  Be sure that club sponsors and mentors are aware that they must have the club president sign the paperwork and return it to TI to earn credit for their work.
Create a monthly membership contest, and constantly publicize it with the winners, to keep this critical success factor out in front of everyone continuously.

Help your Area Governors understand the process of building a new club, and work with them to identify opportunities and develop them into chartered clubs.  Recognize the ones that succeed, and have them explain how they did it!
If your district doesn’t have a mailing list for members, set one up; Yahoo Groups is good for this purpose.  Publicize it and encourage members to sign up, especially club officers.  Use it to keep the clubs and districts aware of special events and accomplishments.

Lieutenant Governor of Education and Training

Get a good chair for each district conference and TLI.  Make sure you have a hotel facility contract signed at least a year, preferably 18 months, in advance.  Coordinate the conference dates to avoid conflicts with nearby districts and the rest of the region, since some people might like to attend multiple conferences.
Delegate the conference and TLI organization, but provide oversight and coaching to ensure quality and success.  Ideally, a conference or TLI chair has understudied in the role at a previous event.  Make sure the education program is top-notch!

For speech contests, just like the recommendations for the Area and Division Governors, get someone to run them.  But also, it’s your responsibility to get the contest materials and trophies in plenty of time.  Determine the contest windows for each level; you’ll want to hand out these materials at the DEC meeting before the area contests begin, so order them early (allow time for engraving).

Get an education awards chair, who will use the AG club visit reports to identify who is working on awards and send out encouragement letters.  Then, when the award is earned (check the TI web site), send out a letter to congratulate them on their accomplishment.  And, a few weeks before the district conference, send out an invitation to those people inviting them to an exclusive achiever’s breakfast on Saturday morning, where you hand out ribbons or other recognition.

If most club officers are serving full-year terms, focus on making the mid-year training more of an interactive discussion about the real-life accomplishments and challenges they’re experiencing.  Bill this training as “advanced” mid-year training, and emphasize that it is not a repeat of what they got last summer.

Recognize members who earns three educational awards in the TM year, the “triple crown award”.

District Governor

Build a strong working relationship with your LGM and LGET.  Plan on talking regularly about their goals and how they’re getting there.  Schedule a regular conference call between DEC meetings.  Help them to build their teams and to delegate the enormous amount of work for the year to others.
Every DEC meeting should include an education session, choose something relevant to what they should be focusing on at the time (like contests, renewals, etc.), but keep the year-round topics (membership and club building) in the rotation as well.  Discuss and monitor progress on the four critical success factors at every meeting.
Keep the meetings brief (2-3 hours at most) and to the point, and include a break in the middle with some sort of refreshments, to allow for socializing.  If the meetings go on too long, you’re not respecting their valuable time, and you’ll have trouble getting a quorum.

Hold a meeting between the Top Three and the Division Governors before the DEC meeting to discuss division issues and goals.  Establish a uniform report format for them to use, and request updates for inclusion in the DEC meeting handouts (things like critical success factors, club coach challenges, new club prospects, contest dates, etc.).
Encourage your Division Governors to have division meetings before or after the DEC meeting, since the AGs are making the trip anyway.

Rather than waiting for an annual awards ceremony, select and recognize individuals on a monthly or quarterly basis for their work, perhaps an AG or DivG of the quarter.  But keep the awards proportionate; save the trophies for the annual awards.
Take an active role in club and membership building, set an example for others to follow.  Make sure your name shows up in the membership contest, and be ready to run some new club demo meetings.  You’ll get a lot of opportunities to give speeches, from demo meetings to conferences, and make sure they’re manual speeches, get evaluated and get credit and earn an award.

At the fall conference after your year of service, recognize the many people who helped the district meet its goals.  This includes AGs and DivGs and distinguished clubs, but equally important, the club sponsors, mentors and coaches.

At the spring conference, recognize clubs and members who are celebrating milestone anniversaries (e.g., 20 years, 35 years, 60 years, etc.).

If you have a DEC member who hasn’t been reliably attending DEC meetings, ask him/her to serve a role in the next meeting (timer, thought of the day, etc.).  Have a general evaluator (ideal role for a Past District Governor) and grammarian for the DEC meeting.

