Bored &
Burned Out

Navigating the Multidimensional
Landscape of Workplace
Well-Being.

Translating longitudinal research
into structural strategies for
sustainable engagement.
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The Old Way

Engaged Burned Out
o —0O) 0

Viewing well-being as a single dial.

Leads to one-size-fits-all wellness programs that
fail to address the root causes of disengagement.

The New Reality

The Paradigm Shift.

Based on 2026 longitudinal research by Toscanelli
et al., employees inhabit nuanced, co-occurring
profiles. An employee can be simultaneously bored
and burned out, or engaged yet emotionally strained.

A’

Human Capital
Innovations



Defining the Constructs

Core State

Primary
Symptoms

Domain

Deactivated & Unpleasant

Understimulation,
monotonous tasks,
perceived lack of meaning

Affective well-being

Depleted & Cynical

Exhaustion, mental distance
(cynicism),
cognitive/emotional
impairment

Conative/Motivational
well-being

Activated & Positive

Vigor, dedication, deep
absorption in tasks

Conative/Motivational
well-being
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The Geography of Well-Being

Activation

Displeasure Pleasure

The Shared Border: Boredom and
S Cynicism are closely aligned
through a perceived loss of meaning
and detachment from work.

Deactivation
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The 5 Lived Profiles of the Modern Worker

Averagely bored Burned out, Engaged but Moderately bored Highly engaged
& engaged cynical & bored emotionally & moderately
[12-17% of strained engaged

workforce]

Key Takeaway: Employees inhabit stable configurations, not transient moods. An organization cannot effectively
reach the cynical/bored employee and the exhausted/engaged high-performer with the same intervention.
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The Escalation Trajectory

Stage 1:
Moderate Boredom
Quiet compliance, meaning deficit, Stage 2: Withdrawal Stage 3: Entrenched Burnout
understimulation. Reduced networking, declining The "burned out, cynical, and
(Often invisible to management). discretionary effort, emerging bored” profile solidifies. Highly
cynical stance. stable and self-reinforcing
over months.

Boredom is an early warning signal, not a benign baseline. Once the bored-and-burned-out
configuration solidifies, it is incredibly difficult to exit without structural intervention.
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The Hidden Costs of the Bored-Burnout Nexus

Productivity &

Talent Attrition
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Innovation Deficits

Presenteeism
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$5.04M cost |
annually per 1,000 |
U.S. employees
(Lee etal, 2025). |

Bored employees mask {
their disengagement

through ‘quiet compliance’
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Elevated turnover
intentions
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The risk compounds
exponentially when job
boredom co-occurs with
burnout dimensions like
cynicism.
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Loss of adaptive
problem-solving

Bored employees lack {
motivation; burned-out /
employees lack cognitive

resources. Together, they
stall organizational agility.
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The Intervention Engine: Job Demands & Resources

Job Demands (The Friction) Job Resources (The Fuel)

Hindering demands (bureaucracy, role Growth-oriented tools, learning, and
conflict) vs. Challenging demands (cognitive X autonomy. These activate intrinsic

load). High hindering demands fuel motivation and buffer against boredom.
exhaustion and cynicism.

We cannot just tell employees to take a mental
health day; we must systematically redesign the
friction and the fuel of the work itself.




Taming Hindering Demands

Role conflict is the #1 predictor of falling into the ‘burned out and bored’ profile
profile (Toscanelli et al., 2026).

Before After

Structural Actions Case Study: NHS England’s People Promise

« 1. Clarify decision rights (RACI matrices) during transitions. The NHS targets excessive bureaucratic demands
(hindering demands) that divert clinical staff from patient
care, explicitly acknowledging that contradictory

» 3. Establish explicit conflict-resolution protocols. demands drive both exhaustion and purposelessness.
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2. Audit and reduce contradictory bureaucratic approval chains.



The Ultimate Buffer: Growth-0riented Learning

Learning opportunities are the strongest, most consistent predictor of favorable
(engaged) well-being profiles, directly counteracting understimulation.

Engaged Profile
(Favorable Well-Being)

.

Current State

Structural Actions

1. Embed micro-learning into daily workflows, not just
annual offsites.

Case Study: Unilever's Future Leaders Programme

Integrating learning with well-being at scale across 96,000

. » employees.
2. Personalize development pathways to avoid monotonous,
generic training. Embedding cross-functional rotations and sustainability projects
to provide the specific cognitive stimulation that research links
3. Periodically rotate tasks to introduce cognitive variety. to engaged profiles.
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The Autonomy Paradox: Designing Meaningful Work

The Insight

Autonomy without cognitive stimulation actually exacerbates
boredom-related profiles. Leaving an employee alone to do
unstimulating work amplifies meaninglessness.

Structural Actions

- 1. Balance cognitive demands with adequate support
resources.

- 2. Connect individual, repetitive tasks directly to
organizational purpose.

- 3. Encourage “job crafting” so employees can proactively
reshape tasks.

Cognitive Challenge

> The Meanmgless /

Freedom Trap Case Study: Toyota Production System

Embedding continuous improvement (Kaizen) into highly
(Exacerbates Boredom) routine manufacturing roles. Expecting frontline workers
workers to identify problems and propose solutions
transforms understimulating compliance into engaged
\ problem-solving.

Autonomy
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Systems of Early Detection

Because moderate boredom presents as quiet compliance rather than overt distress,
organizations miss the intervention window. We must monitor the blind spot.
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Structural Actions

- 1. Deploy boredom-inclusive pulse surveys (most
standard surveys only measure engagement).

- 2.Track behavioral analytics (drops in voluntary
collaboration or meeting participation).

- 3. Train managers to spot meaninglessness, not just
exhaustion.

Case Study: Microsoft Viva Insights

Using privacy-protected analytics on collaboration
patterns to flag teams suffering from meeting
overload (exhaustion risk) or fragmented focus time
(understimulation risk) before clinical burnout hits.

A’

Human Capital
Innovations



Building Long-Term Resilience

o 2. Equip Leadership

With manager engagement
dropping to 22%, leaders
need structural authority and
diagnostic skills to
distinguish quiet boredom
from active exhaustion.

1. Recalibrate the
Contract

Move beyond ‘Having'
(compensation) to
encompassing ‘Doing’
(meaningful activity) and
‘Being’ (growth/authenticity).

3. Adaptive Feedback Loops

Well-being is longitudinally stable yet dynamic. Shift from
annual, static surveys to continuous rhythms that trigger
differentiated interventions based on specific profile shifts.
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The New Rules of Well-Being

1. Measure the Blind Spot

Explictly track boredom and
cynicism. You cannot fix a
configuration you do not measure.

2. Stimulation Over ;
Just Autonomy ®.

Prioritize continuous learning and

cognitive challenge as the primary \3/
buffers against apathy.

3. Eradicate Role Conflict

Treat contradictory demands and
bureaucratic friction as systemic
organizational hazards.

4. Embrace the Complexity

Intervene at the specific profile

level. Stop using one-size-fits-all
wellness perks to solve
multidimensional structural problems.

Complexity rewards precision. The future belongs to organizations

that manage well-being as a dynamic system, not a single dial.
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