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Note 
If you believe you suffer from burnout, please take steps to reduce stress, regain balance, 
increase social connection with others, and recover. Your health and well-being take priority. 
 
Leadership Takeaway 
Great leaders care about others and serve their needs. Great leaders are constantly watching 
out for the well-being of those around them, exercising empathy for them, and helping them 
rejuvenate. 
 
Tactics for Individual Burnout 

• Boundaries 
• Balance 
• Basics 

o Sleep 
o Nutrition 
o Exercise 

• Discipline – It takes constant work to maintain boundaries and health 
• Social connection. Isolation accelerates burnout. 
• Focus on controllables. If you don’t have control over it, don’t allow it to take energy. 
• Remember: You can’t outwork burnout. Prioritize. 

 
Tactics for Club Burnout 

• Scale down agenda 
• Build the leadership bench through mentoring, small projects, and minding the 

leadership pipeline 
• Empower growth, not repetition 
• Balance retention and growth (80/20) 
• Always set a proper example for other members (attitude, commitment, achievement) 
• Increase value and interest for existing members 
• Have fun! Bring back the joy of Toastmasters and the activity 

o Fun and interesting themes 
o Creative Table Topics 
o Educational topics relevant to you 
o Social connection with members 

• Implement standards and procedures to create proper culture 
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Recipe for Club Recovery 

1. Focus members on their purpose and club’s mission 
2. Ensure the club satisfies needs of existing members 
3. Set educational goals with each member 
4. Set club goals for group (DCP) 
5. Strengthen personal connections, unity, and club pride 

 
Leadership Pipeline Example 
Imagine that each member in your club is in one of the growth stages below. The role of your 
club is to help that member grow into the next stage of the pipeline (assuming the member is 
interested and aligned). The list below is just an example. 
 

• New member 
• Active, self-sufficient member 
• Club officer, mentor 
• Club leader 
• District officer 
• ... 

 
References 

• Leaders Made Here by Mark Miller 
• Boundaries for Leaders by Dr. Henry Cloud 
• Essentialism by Greg McKeown 
• The Secret: What Great Leaders Know and Do by Ken Blanchard & Mark Miller 
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Focus	on	What	You	Control	
	
This	is	a	worksheet	to	prevent	burnout.	Inspired	by	Dr.	Henry	Cloud’s	book	Boundaries	for	Leaders.	
	
Instructions:	In	the	left	column	below,	list	any	important	goals,	challenges,	or	issues.	In	the	right	column,	list	
what’s	within	your	control	to	influence	that	goal,	challenge,	or	issue	(ex.	gain	2	members).	Only	list	what	you	
can	directly	control	through	your	actions	(ex.	invite	5	coworkers).	Only	spend	energy	on	these	actions.	
	
What	is	the	goal,	challenge,	or	issue?	
	
	
	
	

What’s	within	your	control?	

What	is	the	goal,	challenge,	or	issue?	
	
	
	
	

What’s	within	your	control?	

What	is	the	goal,	challenge,	or	issue?	
	
	
	
	

What’s	within	your	control?	

What	is	the	goal,	challenge,	or	issue?	
	
	
	
	

What’s	within	your	control?	

What	is	the	goal,	challenge,	or	issue?	
	
	
	
	

What’s	within	your	control?	

What	is	the	goal,	challenge,	or	issue?	
	
	
	
	

What’s	within	your	control?	

What	is	the	goal,	challenge,	or	issue?	
	
	
	
	

What’s	within	your	control?	

What	is	the	goal,	challenge,	or	issue?	
	
	
	
	

What’s	within	your	control?	
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Flexible Club Programming 
One area of club programming is often overlooked: creating a flexible meeting agenda that fits the meeting size. 
When planning your next club meeting, think about what the meeting might look like to a guest. Ensure that he or 
she experiences a well-organized meeting that is easy to follow. 

Creating a Flexible Agenda 

Many of us have enjoyed the vibrant programming of a successful larger club. There may have been three speakers 
and a well prepared Toastmaster. All of the standard roles were filled and some members had the chance to 
participate as audience-only members with no assigned roles. An adept Table Topics Master probably called on 
them to ensure that every member had an opportunity to speak.  
Agenda for Rebuilding Clubs with Low Membership 

Many of us have also attended very small meetings in which attendees held multiple roles. If a guest was present, 
they may have experienced a lot of confusion seeing a meeting that looked more like a jack-in-the-box session than 
a Toastmasters meeting. Even worse, club members apologized for the small turnout at the meeting and may even 
have begged the guests to join. . This situation could easily been avoided if the meeting planner had used a flexible 

club programming approach.  

Use the chart provided as a 
guide to effectively plan your 
next club meeting. For very 
small attendance, collapse roles. 
For example, the Toastmaster 
role can also assume the 
General Evaluator and Table 
Topics Master roles. The Ah 
Counter, Word of the Day, and 
Grammarian can also be rolled 
together. Do this seamlessly and 
a guest will experience a 
meeting that makes sense.  

Here are two suggestions. First, 
do not mention or apologize for 
collapsed roles. When 
describing the role, the 
Toastmaster simply describes 
her role as leading the meeting, 
conducting an impromptu 
speaking session called Table 
Topics, and conducting a 
general evaluation of the 
meeting. No mention of the 

General Evaluator or Table Topics Master roles is necessary at this time. As the club grows, it will be easy to add 
back unused roles, and it will be less confusing for new members and guests when this occurs. Second, make sure 
that every role is handled professionally. It is possible to have a great meeting with only 5 attendees. 

5 6 7 8 9 10 11 12 20
Toastmaster x x x x x x x x x

General Evaluator x x x x x x
Table Topics Master x x x x x x x

Speaker 1 x x x x x x x x x
Speaker 2 x x x x
Speaker 3 x

Evaluator 1 x x x x x x x x x
Evaluator 2 x x x x
Evaluator 3 x

Timer x x x x x x x x x
Grammarian/Word x x x x x

Ah Counter x x x x x x x x x

Optional Role 1 x
Optional Role 2 x

Total 5 5 6 7 8 10 10 10 14
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Figure 1. ‘x’s indicate roles to include in the agenda based on attendance. 
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Agenda for Vibrant Clubs with Large Membership 

When your club expects 19 or more attendees on a regular basis, consider adding a third speaker and evaluator 
and possibly some small optional roles such as an Inspirational Speaker, Quiz Master, or Joke master. Time 
permitting, these roles can become 1-minute speaking opportunities that can fit into a well-run 1 hour meeting. 

Flexible Club Programming is the first step to having exceptional meetings. With a little practice, your club can have 
a dynamic meetings no matter the club size. As you create your meeting agenda from a guest’s perspective, new 
members will see a club they want to join. 
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