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Preparation: A little preparation goes a long way. There are three things you can do:

-
Contact the speaker: Find out which project the speaker is doing, and whether there’s anything particular that the speaker would like you to look for.

-
Read the manual: Understand the speaker’s objectives. Using the manual as a guide, decide the evaluation criteria that you’ll look for during the speech. (In the vocal variety speech, for example, these might include clarity, pitch, rate, volume and variation.)
-
Start some notes: Write down your evaluation criteria as headings or the start of a mind map.
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Active listening: Actively listen to the speech, and ask yourself whether the speaker is meeting the objectives. Make notes under the headings you wrote down. There are two things to look for:

-
Commendations (C): Look for areas in which the speaker met the objectives particularly well, together with examples to illustrate them. (For example, “Superb clarity, eg X”.)
-
Recommendations (R): Look for areas in which the speaker didn’t meet the objectives so well, together with examples. Also make a note of your own suggestions for how the speaker might improve, with examples. (For example, “Volume rather constant, eg Y. Suggest making the loud bits louder and the quiet bits quieter, eg Z”.)
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Writing: Now turn your notes into a sequential evaluation. Don’t feel you have to cover everything: three Cs and three Rs is often enough. There are two things to get right, though:

-
Structure: A good evaluation usually follows a sandwich structure: Introduction, CRC, Summary. You can then break this down into individual commendation and recommendation points, for example Introduction, C1, C2, R1, R2, R3, C3, Summary.

-
Balance: The balance between commendations and recommendations depends mainly on the speaker’s experience. For example, you could use 80% C and 20% R for the first one or two speeches; two-thirds C and one-third R in the middle of the CTM manual; and 50% C and 50% R for more advanced speakers. But it also depends on how well the speaker has met the objectives, in the light of their experience and ability: you can use more Cs if the speech exceeded your expectations, and more Rs if it fell short.
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Delivery: When delivering your evaluation, remember what Churchill said: “A cat looks down upon man, a dog looks up to a man, but a pig will look a man in the eye and see his equal.”
-
Don’t be a cat: Don’t look down on the speaker. We don’t give criticism, and we don’t even give “constructive criticism”. Instead, we highlight the things the speaker did well, and we give recommendations for how the speaker might improve in their next speech.
-
Don’t be a dog: Don’t be in awe of the speaker either. Always make recommendations for improvement, and don’t apologise for making them. And if you feel that the speaker hasn’t met the objectives in the way you’d expect from their experience and ability, then don’t be afraid of suggesting privately that they try the speaking project again.

-
Be a pig: Instead, look on the speaker as an equal. Phrase your recommendations politely but clearly, make it subtly clear that they’re your personal opinion, and leave the speaker feeling positive but wanting to improve. For example, rather than “Your voice is monotonous” (cat) or “I just have this teeny weeny recommendation” (dog), a pig might say “I felt your volume was much the same throughout, eg Y. To make your delivery go even better next time, I suggest you boost the loud bits and soften the quiet ones, eg Z.”
