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77% of US workers have experienced burnout at their current job (Deloitte, 
2018)

53% of managers report feeling burned out at work 
(Microsoft Work Trends, 2023)

70% 

of people globally report they are struggling or suffering 
(Gallup, 2021)

Sources: https://www2.deloitte.com/us/en/pages/about-deloitte/articles/burnout-survey.html; https://hbr.org/2023/05/more-than-50-of-managers-feel-burned-out; 
https://www.gallup.com/workplace/357710/next-global-pandemic-mental-health.aspx; https://www.gallup.com/workplace/349484/state-of-the-global-workplace.aspx

44%
of employees said they experienced a lot of stress yesterday 
(up from 36% in 2012) (Gallup, 2023)
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Measuring Burnout
3 Dimensions of Work Energy

© Claire Williams, 2025

Exhaustion
Feeling overextended by 

your work

Cynicism
Feeling indifferent or distant from 

your work

Personal Accomplishment
Satisfied with accomplishments; 

expect to be effective in the 
future

Source: https://hbr.org/2021/03/how-to-measure-burnout-accurately-and-ethically



Measuring Burnout

Overextended
negative score on 
Exhaustion only

Disengaged
negative score on 
Cynicism only

Ineffective
negative score on
Personal Accomplishment only

Burnout
negative scores on 
all 3

Engagement
positive scores on 
all 3

Source: https://hbr.org/2021/03/how-to-measure-burnout-accurately-and-ethically© Claire Williams, 2025



What are common symptoms of burnout?

What are common causes for burnout?

© Claire Williams, 2025



ORGANIZATION

TEAM

SELF

SOCIETY
© Claire Williams, 2025



You might not be burning out.

You might be growing.

© Claire Williams, 2025



horizontal 
development

vertical 
development

What you know How you think

Growth = 
adding knowledge & skills

Impacts:
expertise, ability 

Growth = 
evolving mindsets

Impacts:
meaning-making

what you value, how you see yourself and interpret the 
world

© Claire Williams, 2025



birth MAGICAL CHILDHOOD MIND 
Open to mystery and magic

DIPLOMAT 
Seeks to fit in and belong

OPPORTUNIST 
Asserts self to get needs and wants 
fulfilled

EXPERT 
Follows the playbook, but makes a unique 
contribution 

ACHIEVER 
Creates goals to pursue success, leads and 
influences others

REDEFINING 
Seeks meaning and fulfillment, 
questions identity and status quo

TRANSFORMING 
Transforms systems to serve the 
greater good

ALCHEMICAL 
Aware that “reality is an illusion”, lives in 
a state of flow

worldview stages of vertical development

© Claire Williams, 2025 Adapted from the work of Bill Torbert and Jennifer Garvey-Berger

DISCUSS

Which stage best describes you at 
20?

What’s one stage that seems 
beyond your current worldview?
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influences others

REDEFINING 
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questions identity and status quo

TRANSFORMING 
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worldview stages of vertical development

© Claire Williams, 2025 Adapted from the work of Bill Torbert and Jennifer Garvey-Berger
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Growth happens when our world outgrows our worldview

3 Principles of Vertical Development

© Claire Williams, 2025

It’s not ”better” to grow to the next stage

Growth is fluid, not perfectly linear



the growth from Achiever    Redefining   
looks and feels a lot like…. 
BURNOUT

© Claire Williams, 2025



• Success defined by the 
context

• Creates, pursues, and 
executes goals to 
achieve in that context

• Rallies others to achieve 
results

• Motivated, driven
• Great corporate citizen

• Success defined from 
within

• Pursue meaning and 
fulfillment over 
achievement

• Questions the status 
quo

• Navigates abstractions 
and contradictions

Achiever Redefining

• More questions than answers
• Feels unfulfilled by success they’ve 

worked so hard for
• Disillusioned with former goals
• Future vision is unclear
• Unmotivated, adrift 
• “I’ve lost my mojo”
• Tired of status quo
• Wants to do meaningful work, but 

how?
• What’s wrong with me? 
• I should just be content
• Fear of disrupting everything

in transition
“The Redefining Bridge”

© Claire Williams, 2025 Adapted from the work of Bill Torbert & Global Leadership Associates



What aspects of self, life, and work are impacted on 
the Redefining Bridge?

© Claire Williams, 2025



Inner 
Self

Personal
Life

Career
Path

Leadership
Impact

4 Domains of the 
Redefining Bridge

© Claire Williams, 2025

identity, beliefs, 
values

affiliations, 
relationships, time

vocation, job, role
evolving skills, 

capacities, & risks



Is it burnout?

© Claire Williams, 2025

…or the Redefining Bridge?

…or both?



let’s chat

What ‘aha’s are you having? 

How does this connect to your own journey?

How might it connect to the client or person you 
thought of at the beginning?

What practices and tools might support someone on the 
Redefining bridge?

© Claire Williams, 2025



2 Guideposts for the 
Redefining Bridge

Love the 
Questions

Embrace 
Disruption

© Claire Williams, 2025



Be patient toward all that is unsolved in your heart and try to 

love the questions themselves, 

like locked rooms and like books that are now written in a very 

foreign tongue...Live the questions now. 

– Ranier Maria Rilke

© Claire Williams, 2025



Love the 
Questions

Embrace 
Disruption

© Claire Williams, 2025

2 Guideposts for the 
Redefining Bridge



Inner 
Self Personal

Life

Career 
Path

Leadership
Impact

Navigating the Redefining Bridge

© Claire Williams, 2025

Love the 
Questions

Embrace 
Disruption



Redefining Inner Self

Inner 
Self

Questions
• Who am I now? How am I different from 

who I used to be?
• What beliefs and ideologies am I 

questioning?
• What’s possible if I engage the growth that’s 

calling me?
• What’s exciting about this season?

Exercises
• *Original Tool* Evolving Values 
• R.A.I.N. Meditation
• Make time for reflection

Resources
• The Difference Between “Doing” and “Being” 

(Article)
• The Enneagram 

© Claire Williams, 2025

https://thedivingboard.substack.com/p/evolving-values-worksheet
https://www.tarabrach.com/rain/
https://www.tarabrach.com/rain/
https://www.mindful.org/difference-between-being-and-doing/#:%7E:text=Doing%20mode%20involves%20thinking%20about,relation%20to%20thoughts%20and%20feelings.
https://www.mindful.org/difference-between-being-and-doing/#:%7E:text=Doing%20mode%20involves%20thinking%20about,relation%20to%20thoughts%20and%20feelings.
https://cpenneagram.com/the-nine-enneagram-types
https://cpenneagram.com/the-nine-enneagram-types


Original Tool: 
Click here to access

https://thedivingboard.substack.com/p/evolving-values-worksheet


Redefining Personal Life Questions
• What group identities have been important 

to me in the past but feel less sure now?
• What relationships are or could be impacted 

by my evolving self? 
• What potential new relationships and 

connections intrigue me?
• How have I spent my free time in the past, 

and how do I long to spend it now?

Exercises
• Grief practices (letting go)
• Go on an adventure

Resources
• Hero’s Journey concepts (Joseph Campbell)

Personal
Life

© Claire Williams, 2025

https://www.jcf.org/learn/joseph-campbell-heros-journey
https://www.jcf.org/learn/joseph-campbell-heros-journey


Redefining Career Path

Career 
Path

Questions
• What is clear to me about what kind of work 

I want to do? What is unclear?
• What impact do I want to make through my 

work?
• What is my true calling?
• If there were no limiting factors, what work 

would I love to do?

Exercises
• *Original Tool*: Success, Redefined
• Calling Cards

Resources
• Crossing the Unknown Sea: Work as a 

Pilgrimage of Identity by David Whyte (book)
• Inventure: The Purpose Company (Richard 

Leider)

© Claire Williams, 2025

https://thedivingboard.substack.com/p/success-redefined-worksheet
https://richardleider.com/calling-cards/
https://richardleider.com/calling-cards/
https://bookshop.org/p/books/crossing-the-unknown-sea-work-as-a-pilgrimage-of-identity-david-whyte/7121797?ean=9781573229142
https://bookshop.org/p/books/crossing-the-unknown-sea-work-as-a-pilgrimage-of-identity-david-whyte/7121797?ean=9781573229142
https://bookshop.org/p/books/crossing-the-unknown-sea-work-as-a-pilgrimage-of-identity-david-whyte/7121797?ean=9781573229142
https://richardleider.com/
https://richardleider.com/
https://richardleider.com/


Original Tool: 
Click here to access

https://thedivingboard.substack.com/p/evolving-values-worksheet
https://thedivingboard.substack.com/p/success-redefined-worksheet


Leadership
Impact

Questions
• What new skills and mindset capacities am I 

developing? 
• How will I apply those gifts intentionally?
• What limitations come with the territory, and how will I 

watch out for these?
• What earlier skills and mindset capacities do I want to 

retain the ability to “flex into”?

Exercises
• Ask provocative questions at work
• Thoughtfully disrupt the status quo
• Find a mentor at or beyond your mindset stage

Resources
• Understanding Vertical Development by Sandra Ellison 

(article)
• Vertical Mindset Indicator
• Leadership Circle Profile 360© Claire Williams, 2025

Redefining 
Leadership Impact

https://www.academia.edu/43225798/Understanding_Vertical_Development
https://www.academia.edu/43225798/Understanding_Vertical_Development
https://adeption.io/assessments/vertical-mindset-indicator
https://adeption.io/assessments/vertical-mindset-indicator
https://leadershipcircle.com/leadership-assessment-tools/leadership-circle-profile/
https://leadershipcircle.com/leadership-assessment-tools/leadership-circle-profile/


Individual Reflection: 
Complete one box in each row 
on the top half of this page. 
Use the Values List on the 
other side.

activity

© Claire Williams, 2024

Discuss with a Partner: 
Reflection questions on the 
bottom half of this page

© Claire Williams, 2025



Q&A

I love the questions ;)

 
© Claire Williams, 2025



You might not be burning out.

You might be growing.

© Claire Williams, 2025



Recommended Resources
VERTICAL DEVELOPMENT

Articles and Whitepapers
• My full Vertical Development series on The Diving Board: Part 1, Part 2, Part 3
• Understanding Vertical Development, by Sandra Ellison
• The Seven Transformations of Leadership, Harvard Business Review, by Bill 

Torbert and David Rooke

Online Resources
• Nick Petrie’s Vertical Development Resource Hub
• Vertical Development Institute’s Research Hub and Substack Newsletter
• Transformations Cards Virtual Self-Guided Activity

Assessments
• MyWorldView
• Vertical Mindset Indicator

Books
• Changing on the Job, by Jennifer Garvey-Berger (and all books by her)
• An Everyone Culture, by Robert Kegan and Lisa Lahey
• Reinventing Organizations, by Frederic LaLoux

BURNOUT

Articles and Whitepapers
• How to Measure Burnout Accurately and Ethically, Harvard Business Review, by 

Christina Maslach and Michael P. Leiter

Online Resources
• Nick Petrie’s Burnout Research Hub
• Burnout & Work Fatigue Resource Hub from UT Austin

Assessments
• Maslach Burnout Inventory

Books
• The Burnout Challenge by Christina Maslach and Michael P. Leiter
• The Burnout Fix by Jacinta Jimenez
• Burnout: The Secret to Unlocking the Stress Cycle by Emily Nagoski and Amelia 

Nagoski
• HBR Guide to Beating Burnout

© Claire Williams, 2025

https://thedivingboard.substack.com/publish/posts/detail/140995932?referrer=%2Fpublish%2Fposts
https://thedivingboard.substack.com/p/the-plunge-3-this-map-totally-gets
https://thedivingboard.substack.com/p/the-plunge-4-be-a-stage-sage-vertical
https://www.academia.edu/43225798/Understanding_Vertical_Development
https://www.academia.edu/43225798/Understanding_Vertical_Development
https://hbr.org/2005/04/seven-transformations-of-leadership
https://hbr.org/2005/04/seven-transformations-of-leadership
https://www.nicholaspetrie.com/vertical-leadership-development
https://www.verticaldevelopmentinstitute.com/research
https://www.verticaldevelopment.education/
https://gla.global/product/virtual-transformation-cards/
https://gla.global/product/virtual-transformation-cards/
https://gla.global/myworldview/
https://gla.global/myworldview/
https://adeption.io/assessments/vertical-mindset-indicator
https://adeption.io/assessments/vertical-mindset-indicator
https://www.amazon.com/Changing-Job-Second-Leaders-Courageous/dp/1503640248/ref=sr_1_1?crid=2N1GDEMD3OU0V&dib=eyJ2IjoiMSJ9.VEDIQj1ssiZzVkAGNUTMkv7sQX1Y0gxizx5IZRfnR56DyBqsbuvhJq2UmIjRmQpm6vIk-QrN8okdNNj6xg7fMT9IuA4eW93ihbIQWafN5O0il1d-uzgKoZg8oFMOxRp7B9gFiDlk_izDD6cY8tNCci1Mf5lTQtdadK6lXXA7t_bp0BHsRLFPOpKOkc48pwrxsSq1aXry_-bbzK0mAG0HqPV_pI4awN9gqiT0aHND3Gk.DkCA_gG2Hat8ssYmhDBe1LGT1g34pC4vU6KtQqMlGcs&dib_tag=se&keywords=changing+on+the+job&qid=1738767417&s=books&sprefix=changing+on+the+job%2Cstripbooks%2C136&sr=1-1
https://www.amazon.com/Changing-Job-Second-Leaders-Courageous/dp/1503640248/ref=sr_1_1?crid=2N1GDEMD3OU0V&dib=eyJ2IjoiMSJ9.VEDIQj1ssiZzVkAGNUTMkv7sQX1Y0gxizx5IZRfnR56DyBqsbuvhJq2UmIjRmQpm6vIk-QrN8okdNNj6xg7fMT9IuA4eW93ihbIQWafN5O0il1d-uzgKoZg8oFMOxRp7B9gFiDlk_izDD6cY8tNCci1Mf5lTQtdadK6lXXA7t_bp0BHsRLFPOpKOkc48pwrxsSq1aXry_-bbzK0mAG0HqPV_pI4awN9gqiT0aHND3Gk.DkCA_gG2Hat8ssYmhDBe1LGT1g34pC4vU6KtQqMlGcs&dib_tag=se&keywords=changing+on+the+job&qid=1738767417&s=books&sprefix=changing+on+the+job%2Cstripbooks%2C136&sr=1-1
https://www.amazon.com/Everyone-Culture-Deliberately-Developmental-Organization/dp/1625278624/ref=sr_1_1?crid=H3D9XMFPKT8D&dib=eyJ2IjoiMSJ9.8p8YTkJBIOgAi3AIL3tI9sXWFy0HcU0r_br54GQzHQamoT-Y8-84hMjPl4KY07i6BKrxkZbDgyt6yhC5CO9kT0IGmRV9IdaUYD-JkkpLoR0gs_houh77Ff5wnyHQm3L--bIemfX00k9LuLcXSLY4yzOXmwirQYl4d7nvLbSrH37SyzbQ1TB_yhI1OUcJt6WjbJ95J0ZBN5Zpmq7KkEYuSZV3Bvx6nC-5-gVOAS1oLEI.ypeWeArFMk_qgbqwPFgafK7jkiwA990naldQvNCK104&dib_tag=se&keywords=an+everyone+culture&qid=1738767386&s=books&sprefix=an+everyone+culture%2Cstripbooks%2C147&sr=1-1
https://www.amazon.com/Everyone-Culture-Deliberately-Developmental-Organization/dp/1625278624/ref=sr_1_1?crid=H3D9XMFPKT8D&dib=eyJ2IjoiMSJ9.8p8YTkJBIOgAi3AIL3tI9sXWFy0HcU0r_br54GQzHQamoT-Y8-84hMjPl4KY07i6BKrxkZbDgyt6yhC5CO9kT0IGmRV9IdaUYD-JkkpLoR0gs_houh77Ff5wnyHQm3L--bIemfX00k9LuLcXSLY4yzOXmwirQYl4d7nvLbSrH37SyzbQ1TB_yhI1OUcJt6WjbJ95J0ZBN5Zpmq7KkEYuSZV3Bvx6nC-5-gVOAS1oLEI.ypeWeArFMk_qgbqwPFgafK7jkiwA990naldQvNCK104&dib_tag=se&keywords=an+everyone+culture&qid=1738767386&s=books&sprefix=an+everyone+culture%2Cstripbooks%2C147&sr=1-1
https://www.amazon.com/Reinventing-Organizations-Frederic-Laloux/dp/2960133501/ref=asc_df_2960133501/?tag=hyprod-20&linkCode=df0&hvadid=312025907421&hvpos=&hvnetw=g&hvrand=870289455999400641&hvpone=&hvptwo=&hvqmt=&hvdev=c&hvdvcmdl=&hvlocint=&hvlocphy=9051518&hvtargid=pla-491392026609&psc=1&mcid=b7fb143a4a8e358ca258ada8c9c1e74a&gclid=CjwKCAiA8YyuBhBSEiwA5R3-Ezuj8OxjEtNYur3QHm9gyufeM2Qf7T1N7xDpTUcVoYqNOxl-nNDc2xoCISAQAvD_BwE
https://www.amazon.com/Reinventing-Organizations-Frederic-Laloux/dp/2960133501/ref=asc_df_2960133501/?tag=hyprod-20&linkCode=df0&hvadid=312025907421&hvpos=&hvnetw=g&hvrand=870289455999400641&hvpone=&hvptwo=&hvqmt=&hvdev=c&hvdvcmdl=&hvlocint=&hvlocphy=9051518&hvtargid=pla-491392026609&psc=1&mcid=b7fb143a4a8e358ca258ada8c9c1e74a&gclid=CjwKCAiA8YyuBhBSEiwA5R3-Ezuj8OxjEtNYur3QHm9gyufeM2Qf7T1N7xDpTUcVoYqNOxl-nNDc2xoCISAQAvD_BwE
https://hbr.org/2021/03/how-to-measure-burnout-accurately-and-ethically
https://hbr.org/2021/03/how-to-measure-burnout-accurately-and-ethically
https://nicholaspetrie.com/research
https://hr.utexas.edu/learning-development/resources/burnout-work-fatigue
https://www.mindgarden.com/312-mbi-general-survey
https://www.mindgarden.com/312-mbi-general-survey
https://bookshop.org/p/books/the-burnout-challenge-managing-people-s-relationships-with-their-jobs-michael-p-leiter/18233372?ean=9780674251014&gad_source=1&gclid=Cj0KCQiA-5a9BhCBARIsACwMkJ7fldbTxMYfUA0D1liyz9bQbAAVFPLWOObFCg8U8DiyTxx60Lmkvl4aAugfEALw_wcB
https://bookshop.org/p/books/the-burnout-challenge-managing-people-s-relationships-with-their-jobs-michael-p-leiter/18233372?ean=9780674251014&gad_source=1&gclid=Cj0KCQiA-5a9BhCBARIsACwMkJ7fldbTxMYfUA0D1liyz9bQbAAVFPLWOObFCg8U8DiyTxx60Lmkvl4aAugfEALw_wcB
https://www.amazon.com/Burnout-Fix-Overcome-Overwhelm-Sustain/dp/1260464571?tag=googhydr-20&source=dsa&hvcampaign=books&gclid=CjwKCAiAtYy9BhBcEiwANWQQL6gIJiYBvp1vUMwStz1R6F_kZige80wJekVjdrKJM3B8Ygzz5z2nghoC1d0QAvD_BwE
https://www.amazon.com/Burnout-Fix-Overcome-Overwhelm-Sustain/dp/1260464571?tag=googhydr-20&source=dsa&hvcampaign=books&gclid=CjwKCAiAtYy9BhBcEiwANWQQL6gIJiYBvp1vUMwStz1R6F_kZige80wJekVjdrKJM3B8Ygzz5z2nghoC1d0QAvD_BwE
https://www.amazon.com/Burnout-Secret-Unlocking-Stress-Cycle/dp/1984818325/ref=pd_lpo_d_sccl_1/144-7044782-2027439?pd_rd_w=b1Pqw&content-id=amzn1.sym.4c8c52db-06f8-4e42-8e56-912796f2ea6c&pf_rd_p=4c8c52db-06f8-4e42-8e56-912796f2ea6c&pf_rd_r=GNSHR1H26WEAVXZ36FYC&pd_rd_wg=kzMAN&pd_rd_r=e985822b-6e89-4c96-9bd8-5881da1b9793&pd_rd_i=1984818325&psc=1
https://www.amazon.com/Burnout-Secret-Unlocking-Stress-Cycle/dp/1984818325/ref=pd_lpo_d_sccl_1/144-7044782-2027439?pd_rd_w=b1Pqw&content-id=amzn1.sym.4c8c52db-06f8-4e42-8e56-912796f2ea6c&pf_rd_p=4c8c52db-06f8-4e42-8e56-912796f2ea6c&pf_rd_r=GNSHR1H26WEAVXZ36FYC&pd_rd_wg=kzMAN&pd_rd_r=e985822b-6e89-4c96-9bd8-5881da1b9793&pd_rd_i=1984818325&psc=1
https://www.amazon.com/Beating-Burnout-Harvard-Business-Review/dp/1647820006
https://www.amazon.com/Beating-Burnout-Harvard-Business-Review/dp/1647820006


let’s chat
Subscribe to my newsletter for a regular dose of work-
life soul food and stay in the loop about my upcoming 
book on the Redefining bridge! 

thedivingboard.substack.com

www.clairewilliamsindepth.com

clairewilliams525

claire@goingindepth.com
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