Checklist: Leading When the Team
Is Stressed, Stretched, or Stuck

How to Use This Checklist

When teams are stressed, stretched, or stuck, leaders often feel the pressure to act
immediately. But the most effective first move is often to pause long enough to diagnose
what'’s actually creating the strain. This checklist is designed to help you quickly identify
where friction is building - and where a small leadership intervention could restore clarity,
stability, and momentum.

Use this checklist as a snapshot of the current moment, not a permanent scorecard. Answer
based on how your team is operating right now, under real conditions, not how you wish
things were working. The goal isn’t perfection; it's awareness. Once you see where pressure is
concentrated, you can decide what to stabilize first instead of trying to fix everything at
once.

This checklist is especially useful during periods of sustained pressure, after a missed
deadline or escalation, or anytime the team feels unusually reactive or fatigued.

Scoring System

For each statement, rate how true it is today using the following scale:
e O = Not true
e 1= Partially true
e 2 = Consistently true

Add up your total score after completing all sections.
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Clarity and Prioritization o 1 2

The team knows the top 3 priorities for the next 1-2 weeks.

Expectations of “what good looks like” are clearly defined.

Urgent tasks aren’t constantly conflicting with strategic
ones.

I've removed or paused low-value work that consumes
bandwidth.

Communication & Cadence (o) 1 2

Communication feels predictable, not reactive or chaotic.

The team understands the “why,” not just the “what.”

I've connected the dots between tasks, outcomes, and
purpose.

People know where to go for quick decisions and
updates.
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Workload & Capacity o 1 2

I've identified the real bottlenecks (not just the noisy
ones).

No critical workflow depends on a single person.

Workload is distributed based on capacity, not just tenure
or speed.

There is space - however small - for people to think, not
just execute.

Decision-Making 0 1 2

Decisions aren’t trapped behind one person or layer.

People know which decisions they can own without
approval.

I've clarified what must be escalated and what shouldn'’t
be.

We've shortened the path to unblock stuck work.

Checklist: Leading When the Team Is Stressed, Stretched, or Stuck c,coo FOI'UITI®

Page 3 EMPOWERING OPERATIONS EXECUTIVES



Team Well-Being & Stability 0 1 2

I've acknowledged the pressure without minimizing it.

The team feels seen, not scrutinized.

We've secured small, meaningful wins to rebuild
momentum.

I'm modeling calm problem-solving—not urgency for
urgency’s sake.

Leader Capacity 0 1 2

I'm not absorbing all the stress and becoming the
bottleneck myself.

I've delegated with clarity, not hope.

I've protected the team from unnecessary noise.

I've taken time to reset my own thinking so | can lead
clearly.

Total Score:
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Score Interpretation

e 0-20: The Team Is Operating Under Strain
Stress is likely overwhelming the system. Clarity, decision-making, or capacity may be
breaking down. Focus first on stabilizing priorities and reducing friction.

e 21-40: The Team Is Holding, But Vulnerable
The team is functioning, but pressure is close to tipping into burnout or stuck work. Target
your lowest-scoring sections for immediate improvement.

* 41-60: The Team Is Stabilized Under Pressure
Stress exists, but leadership systems are absorbing it effectively. Maintain what’s working
and stay alert for early signs of overload.

How to Apply the Results

After completing the checklist, avoid treating the score as a performance grade. Instead, use
it as a directional signal. The most useful insight usually comes from the lowest-scoring
sections, not the total. Those areas point to where pressure is concentrating and where
leadership intervention will have the greatest immediate impact.

Start by selecting one or two sections to address first. Look for actions that stabilize the
system rather than add more work, such as clarifying near-term priorities, tightening
decision ownership, adjusting communication cadence, or removing a known bottleneck.
Small, visible changes often reduce stress faster than broad initiatives.

Apply the checklist in short cycles. Revisit it after a key delivery, escalation, or intense period
to assess whether conditions have improved or new friction has emerged. Over time, this
creates a repeatable leadership habit: diagnose, stabilize, adjust, and move forward -
without waiting for stress to become a crisis.
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