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THE PROBLEM WE ARE HERE TO SOLVE

Building a club is easy.
Building one that lasts is much harder.
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THE ONE MODEL

Every Club Follows the Same Journey

Source

Find the leads

›

Qualify

Hot or not?

›

Team

Sponsors, mentors, 
champions

›

Clock

The six-week sprint

›

Launch

Fill the room, convert

›

Charter

Paperwork and 
payment

›

Sustain

The First 90–180 Days

NB: Source, Qualify and Team all happen before the six-week launch clock starts
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THE ROUTE

Six Questions, One System

1
Where Do Good Club Opportunities Come From?
Sources of leads, and why your members are the best scouts.

2
How Do You Qualify a Lead?
Who owns it, who pays, can you fill the room. Go, hold or stop.

3
Who Builds the Club with You?
Sponsoring club, sponsors, mentors and corporate champions.

4
When Does the Six-Week Clock Start?
When the opportunity is ready for execution, before Week 1.

5
How Do You Fill the Room and Convert?
The three-week campaign and the Launch Event programme.

6
How Do You Make It Last?
The first 90–180 days, isolated clubs and relaunching a struggling club.
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CHAPTER 1 · SOURCE

Where Do Good Club
Opportunities Come From?

Clubs are found in members' lives: at work, in communities and wherever 
Toastmasters is relevant and inconvenient.

Start with a real need.
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01 · SOURCE

Sources of Club Leads

1
Ask Your Members Annually
Where is travel, timing or format inconvenient? Who can open a credible door?

2
Follow Existing Club Footprints
Target organisations that run clubs in other districts and also operate in your area.

3
Use District Market Intelligence
Ask analysts where employers, campuses and professional communities are growing.

4
Close Gaps on the District Map
Identify underserved areas and clusters of online-club members with shared remote 
locations.

Look for Evidence of a 
Strong Opportunity

1  Member Friction

2  Existing Footprints

3  Growth Nodes

4  Service Gaps

5  Remote Clusters
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01 · SOURCE

Your Best Leads Already Pay Dues

Subject: Where Should Our Next Club Be?

Reply if any of these apply to you:

• You travel farther than is practical to attend your club.

• The meeting day, time or format is inconvenient for you.

• Your workplace, campus or community could sustain a club.

• You can introduce us to the person responsible for people development.

1
Send It Early
Your existing members are your best source of market 
intelligence.

2
Group the Replies
By geography, timing, organisation and introducer.

3
Verify the Pattern
Then pursue only the leads where the pattern holds.
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CHAPTER 2

QUALIFY

How to Qualify a Lead

You can't charter enthusiasm. This is the twenty minutes that saves you six months.
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02 · QUALIFY

Two Questions Before Anything Else

Q1

Is the pool large enough to sustain a club?

People who can attend regularly, not just people who exist on site.

Q2

Is there a genuine gap, or just enthusiasm?

Is this underserved or would members simply join an existing club 
nearby?

GO ›  Q1 YES & Q2 YES. Proceed to size and qualify.
HOLD ›  Q1 YES & Q2 NO or unclear. Investigate the gap and nearby clubs.
STOP ›  Q1 NO. The site cannot sustain a club.
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02 · QUALIFY

A Hot Lead Has Three Things Confirmed

Who Owns It?

• Corporate: an Executive Champion with 
authority.

• Community: a committed founding lead.

• Enthusiasm without authority is not 
ownership.

Who Pays and How?

• Corporate: vendor, PO and payment route 
confirmed.

• Community: a bank account ready to 
collect dues.

• No payment path, no sprint.

Can You Fill the Room?

• Set a credible room target for the club 
type.

• Work backwards from registrations to 
attendance.

• If you cannot name the number, you 
cannot fill the room.

Any vague answer means HOLD or STOP.
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02 · QUALIFY

The Readiness Gate: GO, HOLD or STOP

1 Need   What friction or opportunity makes a club relevant now?

2 Access   Who can convene the right people and approve the next step?

3 Owner   Who owns attendance, communication and follow-through?

4 Experience   Can we run a credible meeting rhythm, venue or platform?

5 Pathway   How are applications, dues and the charter completed?

GO

All five areas are confirmed for execution.

HOLD

The need is real; but one or more areas are not 
ready for execution.

STOP

No sustainable need, accountable owner or viable 
pathway.
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02 · QUALIFY

20 Will Charter You. It Won't Save You.

20
Official Charter Floor

• The legal threshold: at least 17 of the first 20 not already members of 
another club.

• Does not absorb dropout in Months 1 to 6.

• At 60% attendance, that is 12 people in the room.

• Do not present this as the target.

25–40+
Sustainability Target

• Community and open clubs: a starting bench of 25+.

• Corporate: 40+. Call-centre and shift clubs: 50+ to survive rotation.

• Absorbs absence and lets roles rotate.

• Charter at the minimum if you must. Do not rest until you reach this 
number.

Be explicit with sponsors: 20 to register, 25 to 40+ to survive.
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02 · QUALIFY

Corporate or Community? The Honest Test

Corporate / Institutional

✓ 200+ Staff on Site
Below that, attendance variance collapses the club within a year.

✓ Executive Champion
Budget authority and access to staff. A funder, not a fan.

✓ Programme Owner
A manager who chases attendance. Without one, corporate clubs die at 
Month 3.

✓ Payment Path Active
Vendor registration started, PO route identified in Week 1.

Community / Open

✓ A Real Gap
30+ minutes' travel or an unusable time. Verified, not assumed.

✓ Named Sponsor and Local Champion
One brings Toastmasters experience; one mobilises the local community.

✓

Bank Account Available
A practical account is ready to receive dues before launch.✓

A Committed Founding Core
People are ready to invite others, form the officer bench and follow through.

Both routes need real demand, named ownership and a rhythm that runs without the founders carrying every meeting.
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02 · QUALIFY · EXERCISE

Score a Real Opportunity, Right Now
Five minutes. One real lead you are chasing. The pattern matters more than the total.

CRITERION WHAT 'STRONG' LOOKS LIKE 0 · ABSENT 1 · PARTIAL 2 · STRONG

Demand A specific problem, friction or opportunity is recognised.

Access A credible introducer and decision-maker are reachable.

Ownership A named person will drive attendance and follow-through.

Convenience A workable day, time, format, venue or platform exists.

Sustainability A realistic member, officer, dues and support pathway exists.

Any zero on Ownership or Sustainability = NOT Launch-Ready. Fix it before you schedule.
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CHAPTER 3 · THE TEAM

One Volunteer Cannot
Build A Club

Build the right team before the clock starts.
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03 · THE TEAM

Sponsors Get It Chartered. Mentors Make It Last.

Two Sponsors

• Market the opportunity.
• Run pre-charter events and applications.
• Plan the Charter Ceremony and handover the club to its elected officers.

Two Mentors

• Guide for 6–12 months.
• Build leadership and membership rhythm.
• Plan their exit from Day 1.

Sponsoring Club

• Provides experienced members to support charter events.
• Supports launch logistics and payments.
• Provides hands-on event and mentorship support in first few months.

Corporate: Two Layers

• Executive Champion: authority and budget.
• Programme Owner: attendance and follow-through.
• Both are required.

Every sponsor and mentor must understand the gap, audience and club purpose.
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03 · THE TEAM

Five Tests for the Right Sponsors and Mentors

1
Can They Commit for 6–12 Months?
Sponsors stay through handover; mentors stay long enough to build ownership.

2
Do They Understand the Gap and Audience?
They must buy into the problem, target members and purpose of the club.

3
Have They Built or Run a Successful Club?
Corporate mentors should understand the realities of corporate clubs.

4
Can They Execute the Charter and Handover?
Forms, payment, launch rhythm, officer bench and a clear transfer of ownership.

5
Are They Active Members in Good Standing?
Mentors must be active and paid; sponsors should also be current and engaged.

Select for commitment, competence, context and the ability to let the club lead.
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03 · THE TEAM

Great Mentors Build Systems That Outlast Them

1
An Active Membership Building Plan
New clubs carry higher attrition than established ones. Help the club build a continuous Membership Building Plan that keeps attracting guests, 
following up prospects and welcoming new members long after the charter.
.

2
A Leadership Pipeline, Not 7 People Carrying It
Develop future leaders before they are needed. Encourage every member to contribute through officer teams, projects or subcommittees so leadership 
is shared, not concentrated in seven people.

3
A Culture of Continuous Learning
Coach the club to deliver regular educationals using the Successful Club Series, Better Speaker Series and occasionally the Leadership Excellence Series 
helping members continually improve event quality and leadership capability.
.

4
A Coaching and Mentoring Culture
Encourage every new member to have a mentor and build a culture where experienced members coach, mentor and develop others.

5
Continuous Club Improvement
Coach the Executive Committee to use the Club Success Plan, Moments of Truth and the Distinguished Club Program to review performance, identify 
improvement opportunities and keep the club moving forward.

Great mentors don't do the work. They build the systems that keep the club working after they leave.
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CHAPTER 4

THE CLOCK

The six-week clock starts
at Execution Readiness

This is an execution clock, not a planning clock.
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04 · THE CLOCK

The Club Does Not Start At Week 1

Before Execution

Week 0 · or as long as readiness takes

• Source and qualify the lead

• Name the owner and champion

• Confirm the payment path

• Secure venue, rhythm and access

• Build the sponsor and mentor team

The Six-Week Execution

Weeks 1 to 6 · fixed

• Build awareness and leads

• Mobilise the launch room

• Convert interest into applications

• Close any membership gaps

• Charter and handover

Start the clock only when the opportunity is ready to execute.
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04 · THE CLOCK

The Six-Week Execution Cycle
Clock Starts:  club case · audience · owners · onboarding path · venue · team ready

W0  Ready

Finalise club case, 
audience, assets, owners 
and the sponsor/mentor 
brief.

W1–2  Awareness

Personal and social 
invitations, referrals, lead 
generation and RSVP 
tracking.

W3  Launch 1

Final mobilisation and the 
first Launch Event.

W4  Convert

Personal follow-up, 
applications, dues, officer 
bench.

W5  Close Gap

Continue PR and hold 
another Launch Event only 
if needed.

W6  Charter

Reconcile, submit, orient, 
activate.

An execution sequence, not a planning window. If readiness breaks, pause and repair before forcing the date.
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04 · THE CLOCK

PR Never Stops

Awareness › Launch Event › Follow-Up › More PR › Launch Again If 
Needed › Charter › Post-Charter PR

1
Corporate Channels
Executive Champion email, intranet, manager briefings and personal invites from the Programme Owner.

2
Community Channels
FROGS referrals, nearby clubs, LinkedIn, Facebook, Meetup and trusted local networks.

3
After the Charter
Keep recruiting through the first 90–180 days. Every member brings one person in their shoes.
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THE PAUSE RULE

If the room isn't full, 
delay launch.

A delayed launch recovers. A forced launch exports the problem to the 
club/district.
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CHAPTER 5

LAUNCH AND CONVERT

When guests speak,
they join

A launch event is not a celebration. It is a conversion event.
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THE UNCHANGEABLE BLUEPRINT

The Launch Event/ 
Showcase Programme

One page. 60-90 minutes. Guest-focused, yet familiar Toastmasters 
flow. Interactive and designed to move interest into action.
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05 · LAUNCH

Inside the Programme: What Each Part Does

1
Registration and Welcome
Capture contact details. Give guests the story card. Keep the welcome warm and brief.

2
You & Toastmasters and Member Moment
Explain how Toastmasters changes lives and have a member share their personal Toastmasters story.

3
Two Speeches with Evaluations
A newer speaker shows accessibility. An advanced speaker shows the potential ceiling. Guests evaluate Speech 2.

4
Guest Storytelling
Give each guest 60 seconds. Make participation feel safe and celebrated.

5
What’s in it for you, then the Close
Highlight leadership opportunities in Toastmasters and encourage guests to take the step to join, explain fees and the next step. Collect 
applications and payment. Announce the next three dates.

6
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Give guests a voice. When guests speak, they join.



05 · LAUNCH

On the Registration Table

1
Welcome Letter
Sets the tone before the meeting starts and goes 
into the Guest Pack alongside it.

2
Guest Storytelling Card
Each guest completes one on arrival, 
before the meeting starts. It fuels their 60-
second Guest Storytelling moment later.

BUILD CLUBS THAT LAST   ·   05 · Launch 27

Guest Storytelling card

Welcome letter



05 · LAUNCH

Inside the Experience Pack

1
The Launch Programme
The one-page run of show every role holder 
follows, so the meeting feels rehearsed, not 
rehearsed-looking.

2
Evaluation Checklist
Guides guests through the facilitated evaluation –
their first taste of the Toastmasters feedback culture.
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05 · LAUNCH

Inside the Decision Pack

1. Leadership Opportunities
Shows the seven Exco roles every member 
can grow into.

2. Transferable Skills
Maps each club role to real workplace 
skills.

3. Pathways Overview
Shows the five core competencies and six 
learning paths.

Leadership opportunities Transferable skills Pathways overview
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05 · LAUNCH

Inside the Commitment Pack

1
Club Joining Rates
The joining fee and dues, spelled out plainly, with a 
payment method ready on the night.

2
Charter Membership Application
Different from the standard application – used only 
while the club is still chartering. Signed and paid on 
the night.
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05 · LAUNCH

The Complete Launch Pack: Nine Documents, Four Jobs

1 · Registration Pack

Capture details, make guests feel expected

Guest Storytelling card  ·  Welcome letter

2 · Experience Pack

Deliver a consistent experience

The Launch Programme  ·  Evaluation checklist

3 · Decision Pack

Show value, not just information

Leadership opportunities  ·  Transferable skills  ·  Pathways 
overview

4 · Commitment Pack

Drive action before motivation drops

Club joining rates  ·  Charter membership application
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05 · LAUNCH

Track Every Prospect Like They Already Belong

1
Capture the Full Picture
Name, need, contact details, status, owner and next action.

2
Work Every Lead
Call, orient, invite and update the tracker after every contact.

3
Protect Every Hand-Off
Every referral has a person, a date and a next step.
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MOMENTUM EVAPORATES FAST

Clubs Don't Collapse in Three Months.
They Collapse in the 48 Hours After.

Now

Collect signed application forms 
and accept cash or immediate EFT 
payments

24h
Thank every applicant for 
attending, send invoice with clear 
payment instructions for those 
not paid up, and confirm the next 
3 event dates.

48h
Call every applicant, personally, to 
answer questions, reinforce 
commitment and confirm 
attendance/participation for the 
next event
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THE CONVERSION WINDOW

Launch again only if 
you still need 20

If the first Launch Event reaches 20 committed members, move to 
charter. If not, follow up, continue PR, close applications and hold 
another Launch Event.

The target is 20 committed members, not a fixed 
number of events.
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CHAPTER 6 · SUSTAIN

The Charter Ceremony
Creates the Handover

Celebrate the milestone, renew momentum and hand the club 
formally from sponsors to mentors.

Sponsors step back. Mentors step in for 6–12 
months.
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BUILD AN AREA NOT JUST A CLUB

If the new club is isolated,
build the area around it.

Start executing nearby leads during the first 90-180 days: sponsors nearby, joint events, shared guests and a support 
cluster.
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06 · SUSTAIN

The First 90 Days Prevent a Paper Charter

0–30
Rhythm

Event dates, officer basics, member 
onboarding including Pathways access, 
onboarding and orientation.

31–60
Quality

Evaluations, role rotation, member progress, 
guest experience, retention signals.

61–90
Ownership

Club officers lead; mentors advise; the district 
supports.

The goal is a club that keeps running when the launch team steps back.
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06 · SUSTAIN

Relaunching a Struggling Club

1
Same Discipline, Different Starting Line
Use the same readiness gate and six-week execution once the club is ready.

2
Appoint the Right Coach
Match the coach to the turnaround need: energy, experience, positioning and 
context.

3
Analyse Before Prescribing
Study strengths, legacy, weaknesses, positioning and competitiveness.

4
Win Members
Explain the reason for change, show the benefits and ask for their buy-in.

5
Execute Relaunch
Do your PR, plan a guest focused relaunch event and close the sale

6
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Win 
Members
Agree on Turnaround

Failure to do so can sabotage relaunch



COME BACK TO THESE

The Three Anchors

01

Speed Creates Momentum

The six-week window is real. After it, priorities 
shift and leads go cold. Velocity is the product, 
not the stress.

02

Ownership Creates 
Sustainability

A club with no named owner is a club waiting 
to collapse. The owner answers when things go 
wrong.

03

Walk Away from Lukewarm 
Leads

A collapse in Month 7 is worse than a pause in 
Week 2. Protect the club, the district and your 
credibility.

When the room is tired and the lead looks warm enough, come back to these.
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CALL TO ACTION

Your Next Seven Days

1

Map

Mark geographic gaps and 
growth nodes.

2

Ask

Send the member-
intelligence email.

3

Score

Rank prospects on the five 
criteria.

4

Assign

Give each opportunity one 
named owner.

5

Convene

Book the first qualifying 
conversation.

One Action. Per Person. This Week.
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Build Where the Need Is Real.

What will you move in the next seven days?
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Charter When the Support Is Ready.

Stay Long Enough to Make It Last.


