
An anti burnout framework for the AI era

Four dimensions 
of burnout



[Image of Nazare waves from similar perspective as the video on next slide]



https://docs.google.com/file/d/1kSIPpvGciqBTCOfQgzEcNBKpt4Fvafle/preview


By the time you can 
clearly see the wave, 

you’re already inside it.



The burnout wave 
is already here



of employees 
experience burnout 

Microsoft Work Trend Index 2022
Gallup 2024

48%



Mid-level managers report 
highest burnout rates

HBR: “More Than 50% of Managers Feel Burned Out”
Australian Institute of Management
Clifton & Harter, Gallup 2019

And drive up to 70% of team 
engagement





Burnout is

WHO ICD-11 (2019)

that has not been 
successfully managed 

a syndrome resulting from
chronic workplace stress 
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Exhaustion
When your energy stops recovering fast enough.

I’m no longer solving 
problems creatively. I’m just 
trying to survive this week.



Emotional distance
When you feel further from what you used to care about

It’s working. 
That’s enough.



Reduced efficacy
Working all the time, still feeling behind.

 I used to be better at 
this.



Identity gap
When who you are at work isn’t who you wanted to become.



(Engineer)

(Engineer)

Identity gap



(Leader) 

(Leader) 

Identity gap



Sometimes the hardest part 
isn’t exhaustion. 

It is not recognizing yourself in 
how you work anymore.
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What happens when we add AI?







https://www.hippostcard.com/listing/electrolux-vacuum-cleaner-vintage-advertising-postcard/36753269



AI efficiency gains quickly 
turn into 

expectation inflation. 



Burnout is not an 
individual problem. 

It is a system problem.



Reduce 
demands

Build 
resources







We shape the environment 
our teams work in every day



Why should we care?
Why optimize for sustainability 

if we can optimize for speed?



There is a hidden 
tax on speed.

Up to $9.6 trillion/year in lost productivity



Not burning out is 
a competitive advantage



Changing the system

Cut 2 priorities

3 things to try:

Give your teams a 
buffer week - they 

choose the work
Bring back 1-1s



Signs your work system is heading somewhere unsustainable

Your tools got faster. 
The expectations got faster too.

Deep work now requires 
being on an actual plane.

Context-switching 
has stopped feeling like a cost. It feels 
like the job.

You’ve normalized operating slightly 
stressed all the time.

You spend more time 
responding than deciding.

Rest feels like something 
you have to earn.

You don’t know what “enough” looks 
like anymore.

Some days your longest conversation 
is with an AI.

Your role changed faster than 
your sense of self did.



Your role changed faster 
than your sense of self did.



There is no ideal leadership



Start with your own system



Do I actually use the resources available to me?

delegateask for help take a day off



I can do a little less



Regulated brain 
is a resource

Productivity comes from a regulated brain

Noemi Castaldo
Neurospacious, neurospacious.co.uk



Reduce cognitive input

● less social media
● commute in silence
● walk without a podcast 

Slow down 
deliberately:

Tell your brain “we’re safe”

Micro-regulations 
to weave into your day

● Walk like a sloth 
for 3 minutes

● Move slower than 
feels natural

● Talk at 0.75 speed… 
for fun

● yawn
● stretch
● breathe
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We need you 
to stay                yourself



Good job!

goodjob.coffee/ldx3
Self-check, anti-burnout worksheet,
reading list, micro-regulation toolkit


