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Sustainable Performance

 Teams do not fail because of lack of talent

» They fail due to:
« Fatigue
* Friction
» Poor recovery
» Team WELL Culture reduces all three!

 Leaders shape the daily environment
where energy, trust, and performance
either grow or collapse
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The STEA.D.Y Team WELL Framework

Leadership Outcome

Shared Energy Prevent burnout
Trust Psychological safety
Environment Physical & cultural signals
Accountability Team standards
Development Growth & capability
You (Leader) Leader modeling
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S - Shared Energy

Teams function on shared energy, not
individual motivation

When one person burns out, performances
spreads downhill
* Fatigue is contagious
 Smallteams amplify emotional and physical
stress

Energy management is a team responsibility,
not just personal discipline
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S - Practical Tips for Leaders

1. Normalize recovery
» Encourage lunch breaks
* Schedule/allow exercise or movement time
» Avoid back-to-back meetings

2. Energy Check-ins

 Status checks at start of weekly meetings
* Green, Yellow, Red
« High, Medium, Low
« Verbal or Digital?

3. Protect Team Capacity

* Small teams collapse when they only add tasks and never
subtract them

« Ask - “What work should we stop doing or pause?”
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T - Trust

* Trust is the foundation of team wellness
* Without trust, stress multiplies

« High trust teams experience:
* Less anxiety
* Faster problem solving
* Higherresilience
* Better communication

» Low trust teams experience:
e Silent frustration

* Blame culture
* Hidden burnout




T - Practical Tips for Leaders

Normalize asking for help
» Say things like:
* “No one on this team struggles alone”

2. Create mistake safety
* Take blame out of mistakes

» Create learning opportunities and best practices out of
mistakes

3. One-on-one Check-ins

* Monthly conversations should include:
» Workload
« Stress
» Support needed

» This is not a task update meeting!
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E - Environment

Environment signals what the team values

Culture is communicated through visible
behaviors and norms
Small teams pick up signals quickly if leaders:
* Skip meals
 Work constantly
* Never disconnect

The team will copy behaviors!
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Visible Wellness signals
« Walking meetings
» Group exercise or lunch
* Encourage leave
» Celebrate personal milestones and achievements
Protect Focus time
» Create meeting free blocks
 Audit your meetings
» Are they efficient?
» Can this be an email or TEAMS message?
* Make meetings matter......
Create recovery moments
* End of week team walk
« Short movement breaks
« Team hang time?



A - Accountability

WELL culture fails without standards

Healthy teams set expectations for how they
operate

Culture is not what we say

Culture is what the team accepts and
reinforces
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A - Practical Tips for Leaders

1. Create simple team standards
» No eats lunch at their desk
» Everyone takes block leave during the year
» Work stays at work
« Team attire?

2. Peer accountability

» Battle buddies

» Leaders need support in recognizing subtle overload, stress, and
burnout

* Encourage teammates to look out for each other

» Encourage an environment where teammates feel safe talking about
workload and stress

» Healthy teams watch out for each other
» A healthy team culture will even help protect leaders
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D - Development

 Growth fuels motivation and resilience

* When people stagnate, burnout
increases

* Small teams thrive when members
feel:

* Valued
* Improving
* Challenged
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D - Practical Tips for Leaders

1. Monthly development conversations
» What skills do you want to build?
» What experience do you want next?
* Do you feel challenged?

2. Rotate responsibilities
* Meeting lead?
* Project owner?
» Training lead?
+ Wellness lead?

3. Recognize improvement
» Celebrate:
« Skill gains
» Effort
* Progress
« Be more progress focused and less results focused

na » Results have a funny way of happening when teams feel recognized
M ILLENNIUM and supported through the process



Y - You the Leader

The leader sets the emotional and behavioral
climate

Your habits become the team’s culture

If leaders:
* Never take breaks
* Nevertake leave
* Respond to emails all night

The team learns:
* “Thisisthe price of belonging here”

Leaders create culture by example
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Y - Practical Tips for Leaders

Lead by example
» Train physically
» Take leave
Disconnect after hours
Recover and encourage recovery
Protect you schedule
Be vulnerable where appropriate
« Empathy?
2. Find your why
« What motivates you as a professional

« Teams will rally around a leader that can articulate and
exemplify the “why”
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Leadership Readlity Check

How S.T.E.A.D.Y is your team right
now?
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Action ltems

1. Leader self assessment
* Workload
* Energy
* Team Stress
Simple team standards
* 1 team standard that you can implement
Weekly energy check-in
* Cantake 60 seconds
Schedule development conversations
* Find a rhythm that makes sense
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Team Impact

« When leaders build a S.T.E.A.D.Y culture...

* You will see:
More open communication
Higher energy
Fewer burnout complaints
Faster problem solving
Higher trust
Increased resilience under stress
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Closing message for Leaders

« Small teams don’t need complex wellness programs
» They need leaders who create environments where people
can sustain performance over time

» Healthy teams outperform exhausted teams every
time

* Resiliency is built through culture, and
culture is driven by its leaders!
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Questions’

TN ILLENNIUM



Contact Information

Sean Venckus MS, CSCS, TSAC-F

Director of Operations
Millennium Health and Fitness
svenckus@millenniumhealthandfitness.com
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