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What is burnout? 



Resilient LEADERS 

Resilient leaders can sustain their energy level under 
pressure, bounce back from setbacks quickly, adapt 
well to change, and keep going in the face of adversity. 

They also are expected to overcome these difficulties 
without engaging in dysfunctional behaviors that might 
harm them, their team, or their company. The most 
resilient leaders have a growth mindset and are 
continuously learning. 

Schwabe, J. (2020). 7 keys to becoming a resilient leader. Torch. 
https://torch.io/blog/7-keys-to-becoming-a-resilient-leader/ 

https://torch.io/blog/the-importance-of-a-growth-mindset-to-development/
https://torch.io/blog/7-keys-to-becoming-a-resilient-leader/


World Health Organization DEFINITION 

Burnout is a syndrome conceptualized as resulting from chronic 
workplace stress that has not been successfully managed. It is 

characterized by three dimensions: 

feelings of energy depletion increased mental distance from reduced professional efficacy 
or exhaustion one’s job, or feelings of negativism 

or cynicism related to one's job 



Maslach-Leiter DEFINITION 

Burnout is a cumulative negative reaction to constant 
occupational stressors relating to the misfit between workers 

and their designated jobs. 

Exhaustion Depersonalization Personal Accomplishment 



2 minute pair SHARE 

How does burnout affect you, 
your school, or your system? 



Why does burnout 
happen? 



Are systems failing people, or are people 
failing systems? 

Do we put up guard rails, or do we call 
ambulances? 

Is it fixed upstream or downstream? 

Is it the 
ORGANIZATION 
or the 
INDIVIDUAL? 



Organizational 
and Structural 
FACTORS 

The Causes 

Workload 
Control 
Reward 

Community 
Fairness 
Values 

(Maslach et al., 1996-2018) 



Unfair 
treatment 
at work 

Unmanageable 
workload 

Lack of 
role 
clarity 

Lack of 
communication 
and support 
from managers 

Unreasonable 
time pressure 

Lack of 
recognition 

Some 
EXAMPLES 

(Maslach et al., 1996-2018) 



Educators are a 
high-risk group: 
dedicated, invested, 
motivated by intrinsic 
needs 

Microstressors: 
constant, low level 
systemic stressors 
that deplete emotional 
reserves 

Compounding factors: 

COVID 

Social and political 
issues entering 
schools 

Expanding specialized 
needs of students: 
ML, SPED, 504, etc. 

Testing requirements 

Individual 
FACTORS 

(Maslach et al., 1996-2018) 



Why does burnout 
matter? 



Impact: PRINCIPAL BURNOUT 

Principals report 
more job-related 

stress than teachers 
or working adults. 

People with burnout are 
2.6 times more likely to 
actively look for a new 

job. 
(Wigert & Agrawal, 2018) 

Studies show principal 
turnover is associated 

with declines in 
student achievement 
and increased teacher 

turnover. 
(Knight et al., 2023) 

11% 
public school 
principals left 

education entirely 
after the 2020-21 

school year 

(Diliberti & Schwartz., 2023) 

A 

85% 

73% 

35% 

(Steiner et al., 2022) 

16% 
overall principal 
turnover in 2022 

(NCES., 2023) 



What are the 
underlying concepts? 



Underlying Concepts: 
HERZBERG’S MOTIVATION - HYGIENE THEORY 

M
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s

D
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Achievement Recognition The Work Itself Responsibility Advancement Growth 

Bureaucracy Relationships Work Status Salary Job Security 
(Corporate, policies, Conditions 

supervision) 



Underlying 
Concepts: 
MASLOW’S 
HIERARCHY OF 
NEEDS 

morality, 
creativity, 

spontaneity, 
problem solving, Self-actualization 
lack of prejudice, 

acceptance of 
facts 

self-esteem, 
confidence, 

achievement, respect Esteem 
of others, respect by 

others 

friendship, family, intimacy Love / Belonging 

security of: body, employment, resources, 
morality, family, health, property Safety 

breathing, food, water, sex, sleep 
homeostasis, excretion Psychological 



Underlying Concepts: MASLOW, Herzberg, & MBI/AWS 

Maslach Burnout Undermining Maslow’s Herzberg’s Motivators and Demotivators 
Inventory ElementsInventory ElementsInventory ElementsInventory Elements Levels & Needs 

Exhaustion Physiological, Safety Demotivator: Work Conditions 

Depersonalization Esteem, Love, & Belonging Motivator: Relationships 

Personal Accomplishment Esteem Motivators: Growth, Recognition, & Advancement 

Areas of Work-life Maslow’s Levels & Needs Herzberg’s Motivators and Demotivators 
Survey Elements 

Workload Physiological Demotivator: Work Conditions 

Control Safety, Self-Actualization Motivator: Responsibility 
Demotivators: Bureaucracy, Relationships 

Reward Esteem, Self-actualization Motivators: Recognition, Advancement 
Demotivators: Status, Salary 

Community Love, Belonging Demotivator: Relationships 

Fairness Safety, Self-actualization Demotivators: Work Conditions, Salary 

Values Self-actualization Motivator: The Work Itself 



Utah Principals 
UVU & ULEAD 
STUDY 



Find the state of burnout 
and satisfaction in Utah 

Compare Utah to 
normative samples 

Find actionable factors 
decreasing burnout and 
increasing satisfaction 

Study PURPOSE 

01 

02 

03 



Survey COMPONENTS 

MBI-ES 

22 Items 

“I feel emotionally drained 
from my work.” 

“In my opinion, I am good 
at my job.” 

AWS 

28 Items 

“I have control over how I 
do my work.” 

“I receive recognition for 
my work from others.” 

Supplemental 

2 Multiple Choice 

“How would you describe 
your current  overall job 

satisfaction?” 

4 Open Ended 

Briefly name the major 
factor(s) that would 

encourage you to remain in 
your current position. 



Methods & 
METHODOLOGY 

Administration Timeline Analysis 



01 Convenience sample 

Sample size 

Possible biases 

Study 
LIMITATIONS 

02 

03 



THEME 1: Utah principals are more likely than not to be 
satisfied with their jobs. 



THEME 1: Utah principals are more likely than not to be 
satisfied with their jobs. 

Overall Satisfied 

49.5% 



THEME 1: Utah principals are more likely than not to be 
satisfied with their jobs. 



THEME 2: Utah principals feel a sense of accomplishment but 
are exhausted. 



THEME 2: Utah principals feel a sense of accomplishment but 
are exhausted. 



THEME 3: Utah principals feel their workload is overwhelming but 
find strong overlap in their values and the values of their schools. 
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THEME 4: Relationships matter. Time spent working directly with 
students and staff contribute most to principal satisfaction. 
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students and staff contribute most to principal satisfaction. 



THEME 5: Utah principals say a lack of support and negative adult 
behaviors would contribute to them leaving their current role. 
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THEME 5: Utah principals say a lack of support and negative adult 
behaviors would contribute to them leaving their current role. 



THEME 1: Utah principals are more likely than 
not to be satisfied with their jobs. 

THEME 2: Utah principals feel a sense of 
accomplishment but are exhausted. 

THEME 3: Utah principals feel their workload 
is overwhelming but find strong overlap in 
their values and the values of their schools. 

THEME 4: Relationships matter. Time spent 
working directly with students and staff 
contribute most to principal satisfaction. 

THEME 5: Utah principals say a lack of 
support and negative adult behaviors would 
contribute to them leaving their current role. 

Time to DISCUSS 

What else do you want to 
know/wonder? 

What sticks out to you about this 
information? 

What is something you identify with? 

What is something that puzzles you? 



Next STEPS 

ULEAD Innovative 
Practice Report 

Identify Participants 
Qualitative Interviews 

Final Report 



What can be done? 
MANAGING THE 
WORK DIMENSION 



Highlighted MBI-AWS Survey 
RECOMMENDATIONS 

Create an integrated 
approach – individual 
initiatives supported by 
system-wide policy and 
resources 

Identify staffing and 
resource gaps and address 
in priority order 

Prioritize “comprehensive 
wellness” (not “managing 
burnout”) 

Empower frontline staff to 
be heard – transparency 
and communication 

Rebalance workloads, 
expectations of front-line 
staff 

Keep listening and 
learning 

Get creative: flexible 
schedules, alternative job 
perks 



High quality Competitive salaries 
professional learning 
opportunities 

Support from strong Appropriate 
administrative teams decision-making 

authority 

Adequate school-level Meaningful, 
resources formative 

evaluations 

Organizational 
Insights from 
LPI-NASSP 
RESEARCH 



Bottom Line INSIGHTS 



Diagnose First – 
Listen 

Ask, Often 

Create a place for 
everyone at the table 
– participatory 
process 

Listen 
LISTEN 
Listen 



Context and the little Start small, from the 
stuff are everything ground up 

Sweat the small stuff No forced fun 

“Putting KETCHUP 
on BEANS” 

Solutions that work 
come from the grass 
roots not the front 
office. 

Empower the front-line 
folks. 



Protect time Give time, not gifts 

Rebalance workloads Others? 

Flexibility and 
CREATIVITY 



An example from PRICE, UTAH 



An example from PRICE, UTAH 



An example from PRICE, UTAH 



An example from PRICE, UTAH 



An example from PRICE, UTAH 



What can be done? 
MANAGING THE 
PERSONAL 
DIMENSION 



1 Shifting MINDSETS 



The problem is not that there are 
problems. The problem is 

expecting otherwise, and thinking 
that having problems is a 

problem. 
- THEODORE RUBIN 

1 Shifting MINDSETS 



1 Shifting Mindsets: DELIBERATE CALM 

Fixed Mindset Growth Mindset 

Expert Mindset Curious Mindset 

Reactive Mindset Creative Mindset 

Victim Mindset Agent Mindset 

Scarcity Mindset Abundance Mindset 

Certainty Mindset Exploration Mindset 

Safeguard Mindset Opportunity Mindset 



1 Shifting Mindsets: THE PERFORMANCE CURVE 

Boom and Bust Performance 

Reactive Proactive 

Fixed Mindset Growth Mindset 

Victim Responsible Agent 

Silo Mindset: Short Focus Big Picture: Long Term 

Isolated Connected 



1 Shifting Mindsets: FLIPPING THE SWITCH 

Reactive Proactive 

Victim Agent 

Self-Pity Confronting “Brutal” Facts 

Stuck Moving Forward 

Blaming Taking Responsibility 



1 Shifting Mindsets: 
HBR HOW TO BOUNCE BACK FROM ADVERSITY 

Cause-Oriented Thinking Response-Oriented Thinking 

Was this inevitable or could I What features of this situation Control have prevented it? can I improve? 

Did I cause this or was it What sort of positive impact can Impact externally caused? I have on what happens next? 

Is the underlying cause specific How can I contain negatives and Breadth or widespread? explore unseen positives? 

Is the underlying cause What is the first/next thing I can Duration enduring or temporary? do to address this problem? 



1 Shifting MINDSETS 

The Happiness Advantage: 

Retraining the mind 

● Daily three gratitudes 

● Daily journaling 

● Daily exercise 

● Daily meditation 

● Daily random acts of kindness 



2 Habits of SELF CARE 



2 Habits of SELF CARE 



2 Habits of SELF CARE 

Develop a network - 
cultivate connection 

Embrace new Exercise Microbreaks Walk to work ideas 

Mindfulness Gratitude 

Eat better and Keep a Sleep Savor the good hydrate schedule 

Breathe 



Discussion WRAP UP 

1. What is your biggest 
takeaway? 

2. What is one action you 
will take? 
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THANK YOU! 
Dale Cox - dcox@uvu.edu 

Meghan Everette - meghan.everette@schools.utah.gov 
Jordan Green - jordan.green@schools.utah.gov 

mailto:jordan.green@schools.utah.gov
mailto:meghan.everette@schools.utah.gov
mailto:dcox@uvu.edu
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