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Presenter

Carrie Adair, PhD
Assistant Director of Well-being and Research
Duke Center for Healthcare Safety and Quality

Dr. Adair is a Social Psychologist by training with expertise in the areas of 
Healthcare Worker burnout and well-being. Her lines of research examine the 
psychology of well-being, tools to enhance resilience, institutional interventions 
to reduce and prevent burnout, well-being and safety culture metrics, 
interpersonal relationships, mindfulness, and improving safety culture.

There are evidenced-based approaches 
(bite-sized!) to improve well-being 

(institutional and individual)
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Well-Being Redefined:

The ability to “do stuff”

Higher 
Standardized 

Mortality Ratios
Welp, Meier & Manser. Front 

Psychol. 2015 Jan 22;5:1573. 

Burnout is 
associated with:

Medication Errors
Fahrenkopf et al. BMJ. 
2008 Mar 1;336(7642):488–91.

Infections
Cimiotti, Aiken, Sloane and Wu. 

Am J Infect Control. 
2012 Aug;40(6):486–90.

Lower Patient 
Satisfaction
Aiken et al. BMJ 2012;344:
e1717 Vahey, Aiken et al. 
Med Care. 2004 February; 
42(2 Suppl): II57–II66.
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Burnout is associated with:

Shorter lifespan (Ahola et al., 2020)

Lower quality of relationships/
marital satisfaction (Pines, Neal, & Hammer, 2011)

Decreased immune system function 
(Mommersteeg, et al., 2006)

Personal injury (Leiter & Maslach, 2008)

Traffic violations and accidents (Chung & Wu, 
2013)

WLB/depression/PTSD / suicide 
(Sexton et al., 2017; Katsavouni, Bebetsos, & Beneka, 2016; 

Menon, Shanafelt, & Sinksky, 2020) 

What is Burnout?

Emotional 
Exhaustion

Feelings of energy 
depletion/exhaustion 

or emotionally 
overextended

Depersonalization
Callousness, cynicism, 
feeling detached from 

work and others

Reduced 
Personal 

Achievement 
Feelings of 

inadequacy and 
failure 

Maslach & Jackson, 1981
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From September 2019 to September 2021,
overall %EE increased from 

31.8% to 40.4% with a proportional
increase in %EE of 26.9%
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5-item Validated Emotional Exhaustion Metric
Please answer the following items with respect to your specific work setting. 
Choose your responses using the scale below:

A(1) B(2) C(3) D(4) E(5) X 

Disagree 
Strongly 

Disagree 
Slightly 

Neutral Agree 
Slightly 

Agree 
Strongly 

Not 
Applicable 

Events in this work setting affect my life in an emotionally 
unhealthy way. A B C D E X 

I feel burned out from my work. A B C D E X 

I feel fatigued when I get up in the morning and have to face 
another day on the job. A B C D E X 

I feel frustrated by my job. A B C D E X 

I feel I am working too hard on my job. A B C D E X 

 

Averages near:
3 (“C” or Neutral) considered 
mild burnout
4 (“D” or Agree Slightly) 
considered moderate burnout
5 (“E” or Agree Strongly) 
considered severe burnout

Sexton et al., 2017; Schwartz et al., 2018; Adair et al., 2018; Adair et al., 2020; 
Sexton et al., 2021; Adair et al., 2021; Adair et al., 2022
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 Available on the Resource Page

 Your score and benchmarking

 For yourself or share link with others

Emotional Exhaustion Measurement Tool 
(5-items)

bit.ly/yearofwellbeing

Participants with higher EE at baseline had higher 
motivation to improve their well-being (P<.001) and 
were likely to report better EE a week later (P=.03; 
Adair et al., 2020). 

Open source well-being metrics (Resilience: Thriving and Recovery; Psych 
Safety; and more): www.hsq.dukehealth.org

Organizational and Personal Factors That Promote Wellbeing

https://www.hsq.dukehealth.org/publications/

Burnout is treatable! 
We have research on what works
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What Causes Burnout? What Prevents it?
Causes

Overload:
• Excessive workloads; long hours, 

administrative burden
• Complex and critical patients

Unmet psychological needs: 
• Lack of autonomy/control, 

organizational/leader support, not 
seen/heard/valued, moral injury

Workplace culture & environment
• Disruptive behaviors (violence, incivility, 

aggressions) 
• “Badge of honor” culture/infallibility

Work-life imbalance; personal stressors

Prevention/Interventions
Overload: 

• Good workflow/systems, reduce unnecessary 
meetings/task;

• Adequate staffing and resources; flex scheduling

Psychological needs met:
• Meaning/purpose in work 
• Leadership support and visibility; autonomy given

Workplace culture & environment
• Strong teamwork and relationships
• Team members are valued, wins celebrated
• Well-being is part of the culture (PTO, breaks); 

resources provided
• Disruptive behaviors addressed

Supportive personal systems/people/resources

Shanafelt & Noseworthy, 2016; West et al., 2018; Rehder et al., 2021

Positive Leader WalkRounds  From your perspective, could you 
share three things that are going 
well in this work setting, and one 
thing that could be better? 

 Is there anyone you would like to 
give a shout-out to today, and 
can you elaborate with specific 
examples? 

 Are there any celebrations of 
success, in your opinion, that you 
could share? 

 Who do you think deserves 
special recognition for going 
above and beyond in their role? 
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Positive Leader WalkRounds (cont.)

From “Badge of Honor” Cultures 
to “Cultures Supporting Well-being”
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Individual 
Tools/Approaches

We also need 
bite-sized 
strategies
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What well-being is up against: 
The Negativity Bias

*Psychological well-being is fueled by
Positive Emotions & Meaning/Purpose*

Frequency – not Magnitude - that matters

Negative emotions - Velcro

Positive emotions - Teflon

Toxic Positivity

Not ignoring the bad! – just being sure we also see the good
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bit.ly/grattool

bit.ly/joyreflections

bit.ly/selfcomptool

bit.ly/fwdtool

bit.ly/3goodminutes

3 Funny Thingsbit.ly/4wiser

bit.ly/start3gt 3 Good Things

Gratitude Letter

Looking Forward/Hope

Mindfulness

Simple Joys

Self-compassion

All Tools: www.hsq.dukehealth.org/tools

19 Evidence-based 
NIH funded tools 
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Three Good Things

Made my daughter laugh this morning. That sound always 
brightens my heart.

Received a compliment from a colleague.

Beautiful sunset on the drive home. 
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Three Good Things – Prior Randomized Control Design

Seligman, Steen, Park & Peterson, 2005
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Percent Concerning After 3 Good Things

Happiness

Burnout
Problems with 
Work-life balance

Depression

Sexton & Adair, 
2019

3GT enhances your ability 
to see the positive that is 
there

“I probably wouldn’t have 
noticed or appreciated that 
‘good thing’, except my mind 
was primed  to look for the 
good. I thought “oh that 
could be one of my 3 good 
things tonight!”

“I had a really terrible day, 
but I was still able to think of 
3 good things that happened. 
That drastically shifted how I 
felt.”

In pairs for 5 minutes (2.5 mins 
each) take turns sharing:

What’s one good thing so far this 
week?
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Noticing and appreciating the ‘good 
stuff’ is a muscle we can strengthen 
for our well-being

Link is on Resource 
page:

bit.ly/start3gt

Sign-up for 3 Good Things
 3GT is on demand (start anytime)
 Choose email or text format – receive pings 

in evening
 15 days of 3GT (evening txt or email, with 

check-ins
 Can do tool without being a part of the 

research (decline consent)
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“I have come to 
believe that caring for 
myself is not self 
indulgent. Caring for 
myself is an act of 
survival.” 

– Audre Lorde

Self-Compassion

What Do We Mean by Self-Compassion?

 Self-compassion is acknowledging one’s own 
suffering and treating it with with compassion.

 Caring for ourselves as we would care for 
someone we truly love.

Kristin Neff, Self-Compassion, 2011
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Why Self-Compassion: Research Summary
Self-Compassion brings about…

 Increases in:

With SC we are better able to make positive changes in our lives.

• Anxiety

• Depression 

• Stress

• Rumination

• Perfectionism

• Body shame 

• Fear of failure

• Life satisfaction

• Happiness

• Self-confidence

• Optimism

• Curiosity

• Creativity

• Gratitude

 Reductions in:

Barnard & Curry, 2011; Neff, 2012, 2010, 2009, 2008, 2003 

3 Components of Self-Compassion

Self-Kindness

Understanding, not 
punishing

Mindfulness

Neither ignoring nor 
exaggerating feelings of 

failure

Sense of Common 
Humanity/

Connectedness 

Everybody goes 
through this

Kristin Neff, Self-Compassion, 2011
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If I’m Self-compassionate I’m Not Going to be 
Motivated to Improve!

Participants randomized to self-
compassion condition were more 

motivated to improve themselves and 
took more self-improvement actions. 

 Motivation resulting from self-criticism comes 
from fear of not being good enough

 Motivation resulting from SC comes from a desire 
for health and well-being

Things to do to Build Team Self-compassion

 Model vulnerability (esp. leaders)

 Discuss mistakes as learning opportunities

 Increase psychological safety

 Talk about well-being; raise awareness of resources

 Model and support well-being behaviors (breaks, lunch, 
using PTO)

 Peer Support

 Engage in team well-being behaviors (“1 Good Thing” 
during huddles; free Duke WELL-B course as team)
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Practice

Self-Compassion Tool

bit.ly/selfcomptool
 Self-compassion letter

 2-day tool

 Delivered via email (pm)
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WELL-B: Evidence-Based Pandemic Recovery Series

Free 4-hr WELL-B Essentials cohort 
Oct 10-13th, noon - 1 p.m. EST

4 interactive zoom sessions on cultivating Work-life Balance, 
Gratitude, Self-Compassion and Awe

To enroll: bit.ly/wellbduke
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A meta-analysis found that 
happiness precedes
numerous successful 

outcomes. 

Thank you
Questions?

For open-source well-being metrics, course info, and more:
www.hsq.dukehealth.org

Self-Compassion Tool

bit.ly/selfcomptool

Free October course

bit.ly/wellbduke

bit.ly/bitesizedtools

All Bite-sized Tools – On demand

Three Good Things Tool

bit.ly/start3gt
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