RUNNING HEAD: HR STRATEGIES TO REDUCE BURNOUT

Combating Employee Burnout: The Role of HR Strategies in Onboarding, Leadership

Training, and Workload Optimization

Karina Rome
University of Hartford
PSY: 625 Capstone Project
Jessica Nicklin

August 27, 2025



RUNNING HEAD: HR STRATEGIES TO REDUCE BURNOUT 2

Table of Contents
ADSEIACE. ...t e et 3
Literature REVIEW ...t 5
Understanding Employee Burnout ... 6
Theoretical EXplanations...............ooooi i 8
EAfects Of BUITIOUL ..... ...t e e e et e e e e e e e e e eeanaa s 14
Burnout INterventions ..........o...uuii i a e e e e e 15
Gaps N RESEATCR ......oeiiiiiiiii 19
Practical APPLICAtION ..........cccooiiiiiiiiiii ettt e s e s e e sbee e 20
The Role of Human Resources in Preventing Burnout .....................ouvviiiiiiiiiiimiiiieiieeieeeeeeeeeeeee 20
Human Resource Strategies to Reduce Burnout ....................ccoviviiiiiiiiiiiiiiiiiiiieeeeeeeeeeeeeeeeeee 22
CONECIUSION ...ttt e 26

RETCICIICES ...ttt ettt e e e e e s e e e e et e e ereeeseeeeetaa s aaseseeeeeeessaaaaesseeeeens 29



RUNNING HEAD: HR STRATEGIES TO REDUCE BURNOUT 3

Abstract
Employee burnout has emerged as a critical organizational challenge, intensified by global
market pressures and post-pandemic workplace transformations. This capstone synthesizes
theoretical and empirical literature to examine the role of human resources (HR) in preventing
burnout through structured onboarding, leadership development, and workload optimization.
Drawing on the Job Demands—Resources (JD-R) model, Pines’ Burnout Model, and Social
Cognitive Theory, the paper reframes burnout as a systemic, preventable condition rather than an
inevitable occupational hazard. Evidence indicates that HR-led interventions, particularly multi-
stage onboarding programs, manager training in emotional intelligence, and deliberate workload
management, can significantly reduce emotional exhaustion, cynicism, and disengagement. To
operationalize these insights, the study proposes an Integrated Burnout Prevention Framework
comprising four scalable tools: a Burnout Risk Dashboard, a Manager Burnout Response
Toolkit, an Onboarding + Wellness Hybrid Program, and an Annual Burnout Prevention Audit.
This framework emphasizes prevention over crisis response, embedding well-being into
organizational culture and aligning employee health with long-term business performance. The
findings offer both academic contribution and practical guidance for diverse organizational

contexts, underscoring HR’s central role in fostering sustainable engagement and resilience.
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Combating Employee Burnout: The Role of HR Strategies in Onboarding, Leadership
Training, and Workload Optimization

With the ever-globalizing world and mounting demands of a competitive market,
sustained physical, mental, and emotional involvement in work can lead to a significant
exhaustion of psychological and emotional resources (Zeng & Hu, 2024). This is known as
burnout. A more relevant organizational issue since the pandemic, burnout has profound impacts
at the individual, organizational, and societal levels, as it can disrupt the work experience in
multiple ways. Considered by the World Health Organization as an “occupational phenomenon”
(Demerouti, 2024; Gabriel & Aguinis, 2022), it is characterized by “overwhelming feelings of
emotional exhaustion, negativity toward work, and lack of personal accomplishment (Maslach &
Leiter, 2016, as cited in Gabriel & Aguinis, 2022, p. 1). Undeniably, employee burnout has
become an alarming organizational issue. While it was initially associated with professionals in
the field of healthcare (Edu-Valsania et al., 2022), research reveals that it affects employees
across diverse industries and professions (Gabriel & Aguinis, 2022; Demerouti, 2024). As
emphasized by Zeng and Hu (2024), addressing this is critical for both organizational
advancement and employee occupational health and safety, as the repercussions of burnout are
detrimental to both the individuals and the organization itself.

As such, this capstone aims to conceptualize and situate the issue of employee burnout in
the work environment through both theoretical and empirical lenses, assess the role of human
resources (HR) in the formation of organizational culture and employee well-being via
implementing prevention measures, and offer practical, evidence-based recommendations on
how to reduce burnout. Although there is a mass of literature regarding burnout, a significant

part of the existing works focuses on the investigation of the causes of burnout and the



RUNNING HEAD: HR STRATEGIES TO REDUCE BURNOUT 5

psychological and organizational consequences of burnout (Aronsson et al., 2017). Less focus
has been on the strategies that businesses can use to effectively curb burnout, especially
regarding the actionable strategies of human resources (Bes et al., 2023). To be more precise, it
lacks a unified direction that links the central human resource activities (including a structured
introduction process, effective manager training, and employee workload) and ensures low
burnout and high employee satisfaction. This is a big problem because the HR department plays
a huge role in the monitoring and promotion of the experiences of employees in various stages of
their employment lifecycle.

Notably, this paper locates its analysis not only as an academic work but also as a
practitioner masterpiece. It can provide an analysis of the current literature, and at the same time,
provide ways for human resource offices to tackle the issue of employee burnout. Beyond
exploring and adding knowledge on the nature of burnout as a phenomenon that companies are
facing, it also proposes a potentially viable solution, which could be utilized in diverse industries
and within different organizational settings. The purpose of this capstone project is to equip
human resources as a field, companies, and their organizational leaders with practical guidelines
and evidence-based interventions to help reduce the effects of burnout as much as possible. The
concentration on prevention instead of response will bring about healthier and more sustainable
work environments for employees and the overall success of the organization.

Literature Review

This literature review will situate the focus of this capstone in the existing literature on
employee burnout. It will first conceptualize the concept of employee burnout, then discuss
theories that explain its causes. This will be followed by noting the various effects of burnout on

the individual and the organization, together with some evidence-based interventions that are
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anchored on theoretical perspectives formerly discussed. This will end with enumerating notable
gaps in the literature that may inform the directions of the capstone.
Understanding Employee Burnout

Extensively debated since its introduction in 1974, burnout was initially observed as an
“extinction or motivation of incentive” (Freudenberger, 1974, as cited in Demerouti, 2024). It
was later on systematically conceptualized by Maslach and Jackson (1981) as:

a syndrome characterized by emotional exhaustion (feelings of being emotionally

overextended and drained by one’s work), depersonalization (a negative,

excessively detached response toward recipients of one’s service or care), and

lack of personal accomplishment (feelings of incompetence and lack of

achievement at work (Demerouti, 2024).

However, the depersonalization component was later replaced with the concept of
cynicism or the general distant attitude toward work, but not particularly at individuals (Maslach
et al., 1996, as cited in Demerouti, 2024). Early conceptualization further included physical
exhaustion as well as cognitive weariness. Concretely, it is also described by three dimensions:
emotional exhaustion, depersonalization or cynicism, and decreased personal accomplishment
(Abramson, 2022). These symptoms do not show up all of a sudden. Instead, they build
gradually over time. Because the changes often begin subtly, such as feeling a little more tired
than usual or becoming slightly detached from work, they can be difficult to recognize at first.
As such, many individuals are unaware of the extent of their burnout until it escalates into a
crisis stage, when the exhaustion, negativity, and loss of effectiveness become overwhelming

and significantly impair their ability to function in the workplace. As such, it is considered in
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today’s society to be an important psychosocial occupational hazard that generates costs for
individuals and organizations.

As shown in Figure 1, the burnout process is progressive and cyclical, often starting with
excessive demands and resource constraints leading to emotional exhaustion, which then
progresses to depersonalization and reduced self-accomplishment. These stages result in
individual and organizational consequences that, in turn, worsen workplace pressures and
resources, reinforcing the cycle and intensifying burnout over time. This model illustrates the

critical need for early HR intervention to prevent burnout from rising into disengagement or

turnover.
Figure 1

The Process of Burnout
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Note. From “Job burnout process and its implications in HRM practices: A case study of trainee
doctors in public health organization” by N.S. Rana and S. Naveed, 2013, 4sian Journal of
Business Management, 5(1), p. 119.

The burnout process model relates to Montero-Marin's (2016) subtypes of the syndrome,
as Montero-Marin (2016) emphasizes that it can be understood as the phases in which “there is a
progressive deterioration in the levels of worker commitment to their job” (Edu-Valsania et al.,
2022). This has later repercussions in the intervention necessary for the individual, such as in
terms of the level of intervention needed mentally, physically, and socially. This theoretical
perspective posits that burnout is a developing condition (Edu-Valsania et al., 2022). It is
characterized by a progressive reduction in engagement levels, beginning with enthusiasm that
soon becomes apathy. This model conceptualizes burnout with three subtypes. The first subtype
is the frenetic subtype, which is marked by excessive involvement or overexertion that is
unsustainable and leads to exhaustion; followed by the under-challenged subtype that is
characterized by emotional distancing, boredom, and frustration due to lack of stimulation (Edu-
Valsania et al., 2022). The most intense type is the worn-out subtype, which involves low
efficacy, passive coping, as well as deep disengagement (Edu-Valsania et al., 2022).
Theoretical Explanations

Burnout has multiple complex, interrelated causes. Although extreme workload is one of
the most widely acknowledged variables, the process by which it truly manifests as burnout is
much more comprehensive than mere overload of tasks. Excessive physical activities, long
commutes, the absence of control, mismatch with company values, and poor support among
company leadership all lead to the formation of the symptoms of burnout (Khammissa et al.,

2022). Once employees start feeling overstretched, undervalued, or disengaged, they tend to
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engage in an emotional withdrawal from their jobs, triggering the chain reaction that causes the
decline of their productivity and increasing motivation to leave their jobs. Literature highlights
that burnout goes beyond the problems of individual resilience (Frey & Jinnett, 2024), as it is a
crucial organizational issue that occurs in the form of low performance, augmented cases of
absenteeism, and the creation of unhealthy workplace cultures.

Job Demands — Resources Model. A holistic theoretical framework, the job demands-
resources (JD-R) model assumes that all occupations have certain risk factors linked to work-
related stress which could be systematically classified in two basic categories, namely: job
demands and job resources. Job demands are the physical, psychological, social, or
organizational work demands requiring long-term effort and related to physiological and
psychological costs (Edu-Valsania et al., 2022). These demands can surface in different ways,
such as workloads, time constraints, emotional demands in dealings with clients or fellow
employees, as well as feelings of role ambiguity and conflictual job requirements. Contrasted
with job demands, work resources are the physical, mental, social, or organizational features of a
job that can perform various desirable roles: they can facilitate the goal attainment of the job,
decrease the adverse effect of job demands, and encourage personal growth and development
(Edu-Valsania et al., 2022). Some examples of valuable resources are social support from
colleagues and supervisors; the performance feedback that could lead to better performance; the
freedom in job decision making; and the possibility of professional growth that could refine the
skills and advance the careers.

Notably, when demands surpass resources, fatigue happens. Maintenance of this
imbalanced relationship will lead fatigue to become chronic, showing that there is a direct link

with burnout, particularly emotional exhaustion (Edu-Valsania et al., 2022). As fatigue increases,
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burnout also increases. Meanwhile, there is an inverse relationship between the existence of job
resources and depersonalization through the reduction of its use as coping strategies (Edu-
Valsania et al., 2022). When there are sufficient job resources, the likelihood of
depersonalization decreases.

Moreover, the JR-D model posits that directly triggering burnout by depleting energy
stores, high job demands may also trigger and actively reduce employee engagement and well-
being. it is through the right amount of job resources that the deleterious effects of job
requirements may be curtailed and result in a more positive state of engagement (Bakker & de
Vries, 2020). Applying the JD-R model, an organization can establish a systematic way of
identifying the precise set of demands that are causing stress as well as what is lacking in terms
of resources. This model is particularly pertinent to HR individuals in that it provides pragmatic
domains in which remedial interventions may be applied to minimize the hazards of burnout and
contribute to general well-being, which establishes an action plan that facilitates organizational
change scientifically.

Figure 2

Job Demands-Resources Model
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Note. From “Job demands-resources theory and self-regulation: New explanations and remedies
for job burnout” by A.B. Bakker and J.D. de Vries, 2020, Anxiety, Stress, and Coping, 34(5), p.
6.

Pines’s Burnout Model. Another model that explains burnout is Pines's Burnout Model
(1993). Pines describes that burnout is a result of constant stress, as individuals who desire to be
successful often operate under pressure that would cause them to burnout, particularly when they
fail and as a result evaluate their personal achievement as low (Ozturk, 2020). This model
defines burnout as an exhaustion of the internal resources of persons, along with the feeling of
physical weakness (Ozturk, 2020). Notably, a low level of coping when stressed is emphasized
in the model as a significant cause of burnout. This failure to balance work life, coupled with the

gap between expectations and outcomes is the main cause of burnout (Ozturk, 2020).
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Structural Theory. Similarly focusing on the concept of stress, the structural model, as
an approach to explaining burnout, maintains that it is a response to chronic stress at work that
emanates from the failure to employ coping strategies (Edu-Valsania et al., 2022). As shown in
Figure 3, at first, work-related stress triggers various coping strategies. If these initial strategies
prove ineffective, they can result in professional setbacks along with diminished personal
accomplishment and emotional fatigue (Edu-Valsania et al., 2022). In response to these negative
feelings, individuals may adopt depersonalization as an alternative coping mechanism.

Figure 3

Structural Theory’s Concept of Burnout Development
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Note. From “Burnout: A review of theory and measurement” by S. Edu-Valsania, A. Laguia, and
J.A. Moriano, 2022, International Journal of Environment Research Public Health, 19(3), p. 7.
Social Cognitive Theory. Compared to the other theories, this perspective centers on the
role of individual factors, such as self-efficacy, self-concept, and self-confidence in defining the
evolution of burnout (Edu-Valsania et al., 2022). According to this theory, what triggers the
syndrome is the harboring of doubts about one’s own effectiveness in achieving work goals
(Edu-Valsania et al., 2022). As it conceptualizes human functioning as rooted in personal
agency, emphasizing mechanisms such as intentionality, forethought, self-regulation, and self-
reflection (Bandura, 1991, as cited in Alessandri et al., 2018). Central to this framework are self-

efficacy beliefs, or individuals’ judgments about their ability to manage specific demands, which
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shape emotion, motivation, and behavior across contexts (Bandura, 1997, as cited in Alessandri
et al., 2018). In the workplace, emotional self-efficacy or the belief in one’s capacity to regulate
negative emotions such as anger, anxiety, and frustration, plays a pivotal role in adaptation to
stress. Workers with high emotional self-efficacy demonstrate resilience, flexibility, and
sustained engagement, whereas those with low self-efficacy are more likely to experience
emotional exhaustion, reduced personal accomplishment, and depersonalization (Alessandri et
al., 2018; Edu-Valsania et al., 2022). As demonstrated by the study of Alessandri and colleagues
(2018), emotional self-efficacy beliefs of workers appear as an intervening variable in the link
between burnout symptoms and emotional stability.

Empirical evidence consistently links low emotional self-efficacy to heightened negative
affect, maladaptive coping, and vulnerability to burnout (Consiglio et al., 2013; Alessandri et al.,
2015). From an SCT perspective, as shown in Figure 4, burnout can therefore be understood as
the outcome of crises of effectiveness that lead to low fulfillment that is maintained over time,
which causes emotional exhaustion, and generates cynicism or depersonalization as a means to
manage workplace stress (Edu-Valsania et al., 2022).

Figure 4

Social Cognitive Theory’s Explanation of Social Cognitive Theory
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Note. From “Burnout: A review of theory and measurement” by S. Edu-Valsania, A. Laguia, and

J.A. Moriano, 2022, International Journal of Environment Research Public Health, 19(3), p. 5.
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In summary, the JD-R model provides a clear lens for comprehending how the balance between
job demands and resources directly shapes employee well-being. High demands without
sufficient resources can quickly escalate into fatigue, disengagement, and ultimately burnout,
while adequate resources act as buffers that foster resilience, motivation, and growth.
Effects of Burnout

The effects of burnout work on several levels that are interrelated, resulting in some
short-term and long-term impacts on individuals and organizations (Kumareswaran, 2023;
Demerouti, 2024). On the individual level, burnout triggers a series of physical health
complications, psychological issues, and occupational problems. Salvagioni et al. (2017) found
physical consequences like Type 2 diabetes, coronary heart disease, headaches, injuries, and
respiratory infections, along with sleep problems. Moreover, psychological problems include
depressive symptoms, ill-health symptoms, and anxiety, among other possible hospitalizations
for mental health disorders (Salvagioni et al., 2017). Evidently, burnout leads to a greater decline
in mental health, further negatively affecting performance at the workplace (Belloni et al., 2022).
Along with this, in the occupational aspect, burnout leads to job dissatisfaction, presenteeism,
and disengagement, among other things. Organizationally, the financial impact is enormous and
extensive. There are the costs of new staff members’ recruitment, selection, and training. Along
with this, businesses have to face the problems of lower performance and productivity, the loss
of experienced employees (who are also valuable assets institutionally), increased absenteeism,
an increase in unsafe practices and accident rates, and a decrease in work commitment
(Demerouti, 2024). burned-out employees in an organization are also likely to transmit stress to

coworkers (Kumareswaran, 2023). Moreover, an organization may end up ruining its reputation
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when burnout becomes rampant and uncontrolled, thereby affecting recruitment of talent as well
as customer relations.
Burnout Interventions

Literature presents some significant, evidence-based intervention recommendations to
reduce, if not eliminate, burnout and its symptoms. Demerouti (2024) focused on two categories
of intervention based on the target. First, there are the person-focused solutions that enhance
psychological resources; second, there are the context-focused solutions that reduce workplace
stressors. Person-focused interventions, including cognitive-behavioral therapy, mindfulness,
psychosocial training, relaxation techniques, and social support, are designed to enhance coping
capacities and psychological resources (Bagnall et al., 2016). Evidence indicates that such
approaches modestly reduce burnout, particularly emotional exhaustion, with some
improvements in depersonalization and personal accomplishment (Awa et al., 2010; Maricutoiu
et al., 2016). Mindfulness-based interventions demonstrate the most consistent benefits across
dimensions (Fendel et al., 2019; Iancu et al., 2018), while cognitive-behavioral and social
support interventions show domain-specific effects. Strikingly, meta-analytic evidence further
suggests that person-focused interventions are generally more effective than organizational
approaches in alleviating exhaustion, though their overall impact remains small and largely
concentrated on symptom reduction (Dreison et al., 2018).

Meanwhile, organizational interventions target workplace structures and processes,
including job design, workload management, shift adjustments, and performance appraisals, with
the aim of improving communication, teamwork, and work conditions (Bagnall et al., 2016).
Evidence shows that enriching job design through professional autonomy, supportive coworker

relationships, and psychological rewards fosters autonomous motivation and protects against
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exhaustion (Fernet et al., 2012). It should be noted that comparative analyses demonstrate the
greater effectiveness of organization-directed interventions, such as workload reduction,
teamwork enhancement, and structural changes, in reducing burnout, particularly
depersonalization and diminished accomplishment, than individual-focused approaches (De
Simone et al., 2021). Workplace-directed strategies have also demonstrated effectiveness in
return-to-work outcomes; for example, structured patient—supervisor communication facilitated
higher reintegration rates among employees with clinical burnout (Karlson et al., 2010). More
recently, interventions promoting job crafting through workshops on demands and resources
have been shown to increase adaptive behaviors and reduce burnout, though long-term
effectiveness remains uncertain (Gordon et al., 2018).

However, in terms of solutions, Gabriel & Aguinis (2022) prefer a more holistic
approach. Though the use of individual-targeted methods has been the prevalent way of
addressing the issue, the researchers emphasize that “implementing person-directed and
organization-directed interventions together best prevents and combats burnout and also creates
sustainable wellness in organizations” (Gabriel & Aguinis, 2022, p. 186). Specifying
recommendations from intraindividual to interpersonal and organizational, both present a way
for leaders to properly plan and execute different kinds of interventions. There are five aspects
that Gabriel & Aguinis (2022) highlight, namely: (1) Provision of stress management; (2) Paving
the way for employees to have proactive behaviors; (3) Cultivating social support; (4)
Engagement of employees in decision-making; and (5) Implementation of high-quality
performance management.

Furthermore, the literature underscores that to reduce burnout, there should be a focus on

improving overall employee experience, which should be underscored by an effective
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introduction to the organization, having healthy relationships (particularly with leaders), and
being equipped with the right tools and training (Kumareswaran, 2022; Speicher & Francis,
2022). Primarily, when it comes to reducing burnout in organizations, formal onboarding is often
highlighted in empirical studies, particularly because new employees are in especially vulnerable
situations as they adjust to the company. Correct onboarding practices inculcate belongingness
into a new employee, providing them with the correct knowledge about what is expected of them
in the workplace, and also provide them with a platform of knowledge regarding how they
should approach their new business environment to be successful. According to Laelawati et al.
(2025), strategies in which new personnel are engaged in comprehensive workload training,
proper mentor pairing programs, and a logical cultural acclimatization process bring down the
stress levels significantly, portraying an intervention that would correct ambiguity and role
conflict as afflicted novice employees. Firms that skimp on effective onboarding will inevitably
receive what they have paid for: new workers find themselves unwelcome and overwhelmed, and
so are particularly at risk of developing early-onset burnout.

Successful onboarding is an administrative task that goes beyond process, but is a tool to
safeguard new employees against the factors that commonly contribute to premature burnout in
professional careers. According to Laelawati et al. (2025), with the onboarding that incorporates
cultural socialization, mentor pairing, and realistic job previews, cognitive overload of new
employees can be reduced to a significant degree (p. 585). This result relates first-hand to the JD-
R model, which postulates that early exposure to job resources has the potential to alter and
cushion the effects of subsequent job demands (Bakker & de Vries, 2020).

Secondly, Kumareswaran (2022) noted that solid working relationships not only among

colleagues, but also particularly between leaders and employees, are critical for a healthy work
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environment that has low burnout. Strikingly, leadership behavior influences the well-being of
the employees. The literature found that more transparent, emphatic, and supportive styles of
leadership are tightly linked to reduced burnout rates among personnel (Iverson, 2024). As
reported in the study by Iverson (2024), who conducted qualitative research, employees who
work with transformational leaders who approach employees with empathy and natural
communication experienced a much lower level of emotional exhaustion. Moreover, Presbitero
and Aruta (2024) found that "high-quality leader-member exchanges (LMX) combined with
organizational identification and trust explain a beneficial impact on resilience among workers"
(p. 38). Managers should receive coaching in "providing motivational feedback and conducting
proactive wellness check-ins" that help identify problems before they escalate (Gabriel &
Aguinis, 2022, p. 189).

Thirdly, an optimized work is less stressful work. Overworking, especially after
prolonged durations, is one of the shortest routes to burnout among the workforce. As such,
diligent job design and the consequent structured workload management are also instrumental in
the reduction of the risk of organizational burnout. The JD-R model is rather close to recognizing
that, in the situation where the demands of the company are maintained at a high level and the
resources at a very low level, the probability of burnout will be extremely high (Bakker & de
Vries, 2020). Research of Ansari et al. (2022), together with the study of Awashreh and
AlGhunaimi (2024), shows that efficient interventions include intentionally planned cross-
training campaigns, organized resource redistribution, and timely distribution of workloads are
critical to healthy employees. Thoughtful job design and systematic workload management play
pivotal roles in decreasing organizational burnout risk. Another important issue in burnout

prevention is flexible work arrangements. According to the American Psychological Association
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(2023), flexibility in the way, time, and place of work can help address the mental health
problems of employees and reduce burnout risk.
Gaps in Research

Literature on burnout reveals several important research gaps. Most existing interventions
focus on symptom management through relaxation, mindfulness, or cognitive-behavioral
therapy, rather than tackling the root organizational causes of burnout (Gabriel & Aguinis, 2022).
There is a lack of systematic studies on preventive, workplace-level interventions aimed at
redesigning job demands and resources, and little is known about their effectiveness across
different contexts, professions, and cultural settings. Furthermore, existing approaches rarely
account for individual differences, despite evidence that employees with high levels of burnout
respond differently to stressors and often struggle with adaptive coping (Demerouti et al., 2021;
Golonka & Gulla, 2021). This highlights the need for tailored strategies, including adjusted job
crafting interventions that emphasize demand optimization, recovery, energy management, and
leisure crafting. Additionally, more research is required on selection, optimization, and
compensation strategies that could help employees with limited energy prioritize less demanding
tasks and adapt their work environment. Finally, alternative approaches such as exercise and
other recovery-based interventions remain underexplored and warrant further empirical testing.
Recognizing these gaps makes it clear that future efforts must move beyond treating symptoms
to implementing organizationally grounded solutions. This is where practical application
becomes essential, as HR leaders are uniquely positions to translate theoretical insights to

actionable strategies that proactively prevent burnout.



RUNNING HEAD: HR STRATEGIES TO REDUCE BURNOUT 20

Practical Application

The literature review highlights that burnout is not only an individual concern but a
systemic organizational issue, with HR positioned as the primary agent of intervention. Drawing
on theoretical models such as the Job Demands—Resources (JD-R) framework, Pines’ Burnout
Model, and Social Cognitive Theory, HR leaders can design multi-level strategies that address
both the structural and individual roots of burnout.
The Role of Human Resources in Preventing Burnout

Human resources departments play a pivotal role in molding workplace culture and the
employees' overall experience. Placed at the intersection of organizational leadership and the
workforce, HR professionals influence the systems, structures, and practices that can either
alleviate or escalate employee burnout. As theories such as the Job Demands—Resources (JD-R)
model illustrate, burnout arises when job demands chronically outweigh available resources,
leading to exhaustion, cynicism, and disengagement (Bakker & De Vries, 2020). HR
departments are uniquely positioned to intervene at each stage of the employee lifecycle to
restore this balance. From recruitment to performance evaluation, HR is tasked with enforcing
supportive practices that promote happiness and stop psychological strain (Gabriel & Aguinis,
2022). A structured onboarding process, for example, provides clarity, role alignment, and early
access to social support, which strengthens resilience and prevents the early development of
burnout symptoms. Through continuous efforts, HR departments are not only compliance leaders
but also cultural designers who form the emotional climate of the business. To offer a truly
structured onboarding, organizations should include clear role expectations, mentorship, regular
manager check-ins, early access to training, and team integration activities. These steps build

support, clarity, and belonging, reducing stress and protecting against burnout.
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The development of a positive organizational culture is one of the most crucial and
associated tasks of human resources. This is a matter of establishing a culture that does not
simply tolerate open expression but actively encourages it in ways that prevent toxic behaviors
from taking root. In so doing, it inhibits the norms of toxic behaviors and effectively prizes the
concept of work-life balance as an organizational value and not an organizational policy. Beyond
structural interventions, HR can foster workplace cultures that value employee voice by
embedding decision-making structures and peer-support systems. This aligns with Social
Cognitive Theory, which stresses the importance of self-efficacy and social reinforcement in
shaping employee motivation and well-being (Edu-Valsania et al., 2022). HR can foster this
culture by having feedback forums, supporting mentorship and peer networks, and rewarding
behaviors that promote respect and work-life balance

Consequently, it is the most important task of HR to empower and build management
abilities in the whole organization. Typically, managers are the initial source of knowing when
changes occur with employee behavior and their level of performance, but they are not provided
with the training and believe that they do not have access to reliable solutions to developing
burnout-related problems. Within the framework of the Job Demands—Resources (JD-R) model,
counselling and mentorship programs function as critical job resources that buffer the effects of
high job demands. Siu et al. (2014) emphasize that coping mechanisms and social support can
alter employees’ perceptions of burnout, which directly reflects the JD-R proposition that
sufficient resources not only mitigate strain but also foster engagement (Kumareswaran, 2020).
Initiatives such as stress management education, skill-building training, and mentorship

opportunities (Mark & Smith, 2018, as cited in Kumareswaran, 2010) expand employees’
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psychological and social resources, enabling them to manage workload pressures more
effectively while reinforcing self-efficacy and resilience.
Human Resource Strategies to Reduce Burnout

Addressing employee burnout requires translating theoretical frameworks such as the Job
Demands—Resources (JD-R) model, Pines’s Burnout Model, and Social Cognitive Theory into
strategies that can be implemented in everyday organizational contexts. These models all point to
one central truth: burnout is preventable when job demands are balanced with adequate
resources, employee expectations are managed realistically, and workers have confidence in their
ability to cope with stress (Edu-Valsania et al., 2022; Khamissa et al., 2022). While multinational
companies have sophisticated systems in place, many organizations, especially mid-sized and
smaller employers, can adopt simpler, cost-effective interventions that align with these theories
and still achieve significant results.

For instance, the JD-R model emphasizes that sustained high demands without
compensating resources lead to emotional exhaustion and disengagement (Edu-Valsania et al.,
2022; Bakker & de Vries, 2020). In practice, HR can use this insight to create a more even
distribution of workload, offer flexible scheduling options, and ensure access to peer support
networks. Pines’ Burnout Model warns against mismatches between employee expectations and
reality; organizations can address this by providing realistic job previews before hiring,
delivering gradual onboarding, and checking in frequently during the first 90 days. Social
Cognitive Theory highlights self-efficacy as a protective factor, meaning that training,
recognition, and mentorship should be used to build employees’ belief in their ability to manage

challenges. From the literature, three best practices emerge as consistently effective strategies,
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informed by the significance of merging both individual-based and organization-based
interventions.

Structure, Multi-Stage Onboarding. New hires are less likely to burn out when they
have a phased introduction to their role. Instead of cramming all training into the first week, HR
can create a 90-day plan with clear milestones, peer mentoring, and cultural orientation. Even
small organizations can implement this by pairing each new hire with an experienced
“onboarding buddy” who meets with them weekly for the first two months (Gabriel & Aguinis,
2022).

Figure 5

Proposed onboarding process

Structure, Multi-Stage Onboarding

90-DAY JOURNEY

v

Week 1 Month1 Month 2 Month 3
Orientation Peer || Onboarding Role
& basic mentoring buddy integration
training Cultural check-ins Milestone
orientation review

Developing Managers’ Emotional Intelligence. Leaders are often the first to spot
changes in employee behavior, but may not know how to respond. Training managers in active
listening, empathy, and conflict resolution, through half-day workshops or role-play scenarios,
gives them practical tools to address stress before it becomes burnout. These can help them
facilitate better working relationships with their subordinates (Gabriel & Aguinis, 2022).

Workload Management. Even without advanced HR analytics, managers can track

workloads using shared spreadsheets, monthly task reviews, and regular “capacity check-ins”
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during team meetings (Ansari et al., 2022). This low-cost approach still allows leaders to spot
overwork patterns and redistribute tasks. However, research and practice often diverge. Many
workplaces rely on individual coping strategies, such as mindfulness apps, without addressing
the systemic factors, like unrealistic workloads, unclear job expectations, and poor leadership,
that drive burnout in the first place. Burnout prevention is also too often treated as a “nice-to-
have” wellness perk instead of an essential HR function tied to performance, retention, and
productivity.

To bridge the gap, an Integrated Burnout Prevention Framework could be implemented.
It is designed to be scalable for different types of organizations, which consists of four
interconnected tools that can be adapted based on resources: (1) Burnout Risk Dashboard, (2)
Manager Burnout Response Toolkit, (3) Onboarding + Wellness Hybrid Program, (4) Annual
Burnout Prevention Audit.

Firstly, the Burnout Risk Dashboard serves as an early warning system for detecting
potential burnout. It does not need to be a sophisticated software program—many organizations
can implement it using a shared spreadsheet or basic HR platform. The dashboard tracks a few
key indicators, such as overtime hours, unused vacation days, recent changes in productivity, and
engagement survey results. Color-coding can flag individuals or teams at higher risk, allowing
managers to intervene quickly. For example, a 200-employee call center updates its dashboard
weekly, and managers are alerted if an employee shows signs of overwork or disengagement for
two consecutive weeks. Interventions might include redistributing tasks, scheduling rest days, or
connecting the employee with support services. The effectiveness of the dashboard depends on
accurate data entry, manager training on interpreting metrics, and a commitment to using the

information for supportive—not punitive—purposes.
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Secondly, the Manager Burnout Response Toolkit, gives supervisors a clear, step-by-step
guide for responding to signs of burnout. The toolkit includes a behavioral checklist of early
warning signs, conversation scripts for discussing sensitive topics, a directory of internal and
external support resources, and templates for follow-up check-ins. Training managers to use the
toolkit can be done through quarterly workshops that incorporate role-play scenarios based on
real organizational situations. For instance, a nonprofit with 75 employees might run a half-day
workshop where supervisors practice initiating supportive conversations with staff who are
showing signs of withdrawal or reduced performance. Over time, using the toolkit becomes part
of standard management practice, ensuring that burnout is addressed promptly and consistently.
The main challenge is ensuring that managers use the toolkit proactively rather than avoiding
difficult conversations.

Thirdly, the Onboarding + Wellness Hybrid Program, integrates skill development with
well-being education during an employee’s first 90 days. Instead of overwhelming new hires
with all responsibilities and training in the first week, the program is divided into three phases.
The first phase (Weeks 1—4) focuses on cultural integration, role clarity, and pairing new hires
with mentors. The second phase (Weeks 5-8) introduces a gradual increase in workload
alongside short workshops on stress management, time management, and available wellness
resources. The third phase (Weeks 9-12) emphasizes goal alignment, feedback loops, and
wellness check-ins. This phased approach allows employees to adjust at a sustainable pace while
developing healthy work habits. The program can reduce role ambiguity, builds social
connections, and increases early-career job satisfaction.

Lastly, the Annual Burnout Prevention Audit, ensures that the organization continually

assesses and improves its approach to preventing burnout. Conducted once a year, the audit
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involves reviewing workload distribution, turnover rates, absenteeism, and engagement scores,
as well as gathering qualitative input through focus groups and anonymous surveys. The results
are compared against industry benchmarks, and leadership commits to implementing at least
three concrete changes in response. For example, an audit of medical practitioners in Mankwneg
Academic Hospital showed the factors influencing the prevalent quitting of medical staff
(Bhuiyan, 2023). The results of the audit gave insights into the necessary changes to be
implemented (Bhuiyan, 2023). The audit process ensures that burnout prevention remains a
dynamic and evolving priority rather than a one-time initiative.

To unify these tools, organizations can create a Burnout Prevention Hub—a centralized
digital space, such as an intranet page or shared online drive, that houses all burnout-related
resources. The hub might include the burnout risk dashboard, manager toolkit, onboarding
materials, wellness resources, peer mentor directories, and short pulse surveys for employees.
Having a single access point increases visibility, promotes consistent use of tools, and reinforces
the message that burnout prevention is an integral part of the organization’s culture. Even small
organizations can create a simple version of the hub using free or low-cost platforms, ensuring
accessibility for all staff.

Conclusion

Burnout is not simply an individual failure of resilience; it is a structural and cultural
issue embedded in the way work is organized and led. As demonstrated through the JD-R model,
Pines’s Burnout Model, and Social Cognitive Theory, the balance between demands and
resources, alignment of expectations and reality, and the cultivation of self-efficacy are pivotal in
shaping employee well-being. When left unaddressed, burnout erodes mental health,

organizational commitment, and productivity, creating both human and financial costs.
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This capstone reinforces that HR is uniquely positioned to lead systemic burnout
prevention. By embedding preventive measures across the employee lifecycle, HR can shift
organizational focus from reactive interventions to proactive culture-building. Structured
onboarding mitigates early role ambiguity and fosters belonging, leadership training equips
managers to detect and address stress signals, and workload optimization ensures that demands
remain sustainable over time. The proposed Integrated Burnout Prevention Framework offers a
practical roadmap for organizations to institutionalize these strategies. Its four tools—the
Burnout Risk Dashboard, Manager Burnout Response Toolkit, Onboarding + Wellness Hybrid
Program, and Annual Burnout Prevention Audit—provide adaptable mechanisms for early
detection, consistent response, and continuous improvement. Crucially, the framework is
scalable, making it viable for both resource-rich corporations and smaller organizations with
limited budgets.

Undeniably, combating burnout demands more than wellness programs or mindfulness
workshops. It requires structural change, managerial capability, and a culture that values well-
being as a driver of performance, not a peripheral benefit. When HR functions embrace this role,
organizations not only safeguard their workforce but also position themselves for sustainable

success in an increasingly demanding work environment.
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