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Burnout During Burn Seas

There's no denying it: If you've been in or around
the hearth industry for any amount of time, you
know it follows a clear “seasonal rhythm"—with
intense highs and slower lows. The “busy season”
has long been a way of life for many in this field,
working hard and burning hot through the colder
months when demand peaks, knowing the inevita-
ble slow season will eventually arrive.

Over the years, many industry leaders have found
creative ways to “keep the fire burning” year-
round—expanding into other services or markets
to reduce the impact of seasonality. It's a strat-
egy that helps keep staff employed and money
flowing, even in the off months. And while this ap-
proach comes with plenty of advantages, it also
carries the risk of turning the temporary hustle of
burn season into a constant way of life.

After all, it's the only pace that many of us have
ever known. But in our efforts to sustain the heat,
have we forgotten to build in an off-season? And
in doing so, are we—along with our teams—burn-
ing too hot for it to last?

If you just answered “yes” to either—or both—of
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these questions, then here's some good news:
Burnout is recognizable, treatable, and prevent-
able. This article will help you recognize the warn-
ing signs in both your team and yourself, provide
practical strategies for addressing burnout when
it appears, and offer concrete steps to prevent it
from happening in the first place.

Understanding the signs of burnout is a crucial
skill when managing a team. Burnout doesn't al-
ways look loud—sometimes it's silent, showing up
as disengagement. A newer term that's been cir-
culating is “quiet quitting,” which refers to employ-
ees who fulfill their basic responsibilities but stop
going above and beyond. It's essentially doing the
minimum required to keep the job, without putting
in extra time, energy, or enthusiasm. While it's of -
ten framed as a push for better work-life balance,
quiet quitting can also be a direct result of work-
places failing to recognize and address burnout
when it first appears.

The signs to watch for in your team members may
seem small or easy to overlook—but left unad-
dressed, they can turn even your top performers
into quiet quitters. A drop in morale, increased ir-
ritability, declining productivity, absenteeism, and
snippy attitudes are just a few red flags. If any of
these start surfacing, it might be time to step back
and consider a strategy to make sure your team
isn't burning out.

But what about the person in the mirror? Personal
burnout can be one of the hardest to recognize—
especially if you're the type who always prioritizes
hard work above everything else. Remember, as a
leader, the way you handle stress sets the tone for
your whole team. If you never rest, it's likely they
won't either.

With that in mind, self-awareness is the first step
toward change. Take an honest look at your daily
work habits and ask yourself if any of these res-
onate: loss of motivation, exhaustion that sleep
doesn't fix, cynicism, resentment toward custom-
ers or team members, or decision fatigue. Any of
these can be signs of personal burnout—or at the
very least, warning signs that you're heading in
that direction.

Simply put, addressing your own burnout is one of
the most important steps you can take to ensure
your team stays healthy and on the right track. Af-
ter all, the danger of being a leader who “pushes
through no matter what” is that it becomes con-
tagious. Leaders set the tone—so if you never rest,
your team won't either.

Now that you've recognized the signs, where do
you begin tackling the problem? For your team,
start by creating space for open conversations
and fostering a safe environment where employ-
ees feel comfortable acknowledging how they're
really doing. Normalize talking about mental
load—it can be just as overwhelming as physical
exhaustion. This can also help prevent unhealthy
comparisons between departments (for example,
installers or service techs assuming sales or office
staff don't work as hard, and vice versa).

No matter the exact approach you take to treat-
ing burnout, here's the biggest thing to remem-
ber: Show you care with tangible actions, not just
words. Schedule mental health check-ins, offer
flexible hours where possible, bring in meals or
small surprise perks, and rotate high-pressure
responsibilities so the weight isn't falling on just
one or two people. Just as importantly, make sure
there's a space where employees can safely speak
up if their workload feels too heavy. Encourage the
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team to come up with solutions together, whether
that means delegating, automating, or reworking
responsibilities. The goal is to grow together and
create healthy, lasting change.

When it comes to your own burnout, that
self-awareness you've developed is the first big
hurdle, which means you're already on your way!
It's important to tfreat burnout like an injury: If you
don't address it, you'll limp through your work and
things will only worsen over time.

The key is developing a personal action plan that
addresses burnout at its source. Take the time to
recognize what fuels you—both as a leader and
as a human being—versus what drains you, and
adjust accordingly. Schedule real downtime doing
things that are non-work related and truly fill your
cup. Reassess your boundaries around screen
time, client communication, and after-hours com-
mitments, and look for the gaps where burnout
might be seeping in. If needed, take a step back
to see the big picture again. Reconnect with your
“why”"—and if you have mentors or friends in a sim-
ilar position, talk with them.

You're likely not alone in feeling this way. But the
most important thing fo remember is that taking

care of yourself isn't selfish—it's essential to lead-
ing well and lasting long in this industry.

Once burnout is recognized and addressed, pre-
vention becomes the natural next step. Preventing
burnout starts with being intentional about how
you structure your year. Build recovery into the
rhythm of your business—schedule cool-down pe-
riods, even during peak season, and plan for ener-
gy, not just profit.

This might mean scheduling mandatory time off
during slower periods, setting realistic project
timelines that include buffer time, or establish-
ing “no-meeting” days during your busiest weeks.
Consider implementing systems that can run
without constant oversight—whether that's au-
tomated scheduling, standardized processes, or
cross-training team members so responsibilities
can be shared.

Just as you create systems to support your team,
you need to build sustainable practices for your-
self as a leader. Set a realistic pace and don't be
afraid to automate or delegate with trust, remem-
bering that you don't have to carry the whole load




alone. Model a healthy work-life balance so
your team knows it's not only allowed—it's ex-
pected. Ask yourself regularly: What would
sustainable success actually look like here?

Remember, in an industry built around provid-
ing warmth and comfort to others, we must
extend that same care to our teams and our-
selves. The most successful hearth businesses
are those that can maintain their heat season
after season, not those that burn brightest for
asingle year.

Burnout is real, but it doesn't have to be your
story every season. In an industry that runs hot
for months at a time, it's easy to believe the
only way forward is to keep pushing. But the
truth is that you can burn bright without burn-
ing out—if you're intentional about how you
manage your energy and lead your team.

The goal isn't to avoid the heat altogether.
There will always be seasons that demand
more from us. But learning to recognize when
it's time to step back and cool down is what
makes that heat sustainable. If you want to
make a lasting impact—for yourself and for
those around you—you need to protect both
your energy and your team'’s capacity to thrive.

So here'sthe challenge: Where can you cool the
flame just a little this week? Even small adjust-
ments can make a big difference. Give yourself
permission to rest and recharge—because sus-
tained fire doesn't come from constant fuel. It
comes from knowing when to pause, breathe,
and rebuild your strength.

After all, recognizing, treating, and preventing
burnout isn't just about surviving the season—
it's about building a business that can thrive
year after year.





