
   

Reduce Burnout Fast: 
Effective Team Routines Agenda Toolkit
Goal: Reduce team burnout and improve communication with predictable, purposeful touchpoints. 
Choose the cadence that matches your team’s rhythm (faster work cycles means more frequent touchpoints.)
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Team Huddles 
(15–20 minutes)

1:1’s 
(30–60 minutes)

Staff Meetings 
(30–90 minutes)

Office Hours 
(30–90-minute blocks)

Purpose: Shared visibility, operational 
barriers, urgent issues, quick triage.

Cadence: Daily or weekly.
• Quick Announcements 
• Celebrations since last Huddle 
• Top priorities for today/this week 
• Barriers or Risks
• Help Needed 

Pro-tip: Consider creating a visibility 
board to track barriers and help 
needed. 

Purpose: Professional development, 
personalized support, deeper 
conversation.

Cadence: Weekly or monthly.
• General Check-in: How are things 

going?
• Celebrations: What’s going well? 

What are we proud of?
• Workload & Priorities: What’s 

working? What needs adjusting?
• Roadblocks & Support Needed: 

What is preventing success? What 
are the next steps? 

• Professional Development: What is 
the current focus?  

• Actions Items (as needed).

Pro-tip: You do not need to cover every 
topic every 1:1. Encourage team 
members to focus on what is most 
important now.   

Purpose: Ad hoc issues, sticky 
problem-solving, coaching on demand.

Cadence: Recurring time slot; team 
members sign up as needed.

• Team member shares challenge and 
asks for specific help.

• Real-time coaching, collaboration, 
or problem solving.

• Agree on next steps.

Pro-tip: Depending on your team 
structure and workflow, Office Hours 
can also be hosted by more 
experienced team members (not just 
the “official” leader). This approach 
provides an opportunity for peer 
mentorship and professional 
development. 

Purpose: Broader context, non-urgent 
updates, celebrations, Q&A.

Cadence: Monthly or quarterly.
• Celebrations & shoutouts 
• Org & team updates (strategy, 

policy, goals)
• Deep-dive topic (team showcase, 

decisions, etc)
• Discussion & Q&A 
• Closing comments & next steps 

Pro-tip: Reduce or expand the timeslot 
based on current events. There is value 
in consistently bringing the team 
together to celebrate success, 
communicate org priorities, and provide 
an opportunity for transparent, 
real-time Q&A. 

Consistent routines can help reduce team burnout by:
• Ensuring important topics have a recurring venue. This builds trust through transparency (and can reduce 

emails and off-topic conversations). 
• Proactively asking about barriers and making problems visible. This normalizes asking for help before it’s 

too late and prioritizes rapid, collaborative problem-solving.
• Providing a baseline upon which to improve. Having a simple, standard starting point makes it easier to 

pause, ask for feedback, and adjust based on the needs of your team and the work.

Feeling stuck or not sure how 
to get started in a way that works 
for your team? Reach out!
jenn@sevenwaysconsulting.com



Example Monthly Schedule
Effective Team Routines Agenda Toolkit
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