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organized, communicated, and experienced. Although digital tools can
support employee well-being, their use may also create new sources of
psychological strain. This review examines how digital tools shape
employee well-being by synthesizing the literature around three
interrelated themes: digital tools as resources for well-being, digital
tools as sources of psychological strain, and the management of well-
being in an Al-enabled workplace. The review draws on literature
retrieved through Scopus and examined using Scopus Al as an
analytical support tool as of 25 September 2025. The review process
combined database searching, Scopus Al-generated summaries and
concept mapping, and thematic interpretation of relevant studies. The
synthesis indicates that digital tools can strengthen communication,
collaboration, flexibility, engagement, and access to work resources. At
the same time, excessive connectivity, technology-related demands,
blurred work-life boundaries, and insufficient digital support can
contribute to technostress and reduced well-being. The literature further
indicates that artificial intelligence introduces a more complex set of
opportunities and concerns because automation, monitoring, and
decision-support systems can alter employee autonomy, workload,
privacy, and perceptions of control. Overall, employee well-being
appears to depend less on the presence of technology itself than on how
digital tools are designed, introduced, and supported within
organizations. The review highlights the importance of human-centred
implementation, appropriate organizational support, digital capability
development, and clear boundaries around technology use.
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Introduction

Digital technologies are now taking place into many aspects of modern working activities. The
way employees perform their work and communicate with other employees has been
transformed by communication platforms, collaborative applications, artificial intelligence
(AI), digital monitoring systems and other technology-enabled tools. These developments have
opened the door to quicker communication, increased flexibility and access to information.
Meanwhile, technology has also created a need for things that were not so much of a factor in
traditional work environments. Staff may be required to work on several platforms but to
embrace rapid change in technology and to be available outside of working hours (Bondanini
et al., 2025; Mdhluli, 2025).

These changes bring significant impact to employee well-being where it should be given
special consideration. Well-being isn't just a result of having access to technology. It is shaped
by the changing demands and resources of employees due to technology. Technological
systems can be viewed as job resources that enable employees to work or as job demands that
drain employees' physical and psychological resources, and this relationship can be understood
through the Job Demands—Resources (JD-R) model (Bakker & Demerouti, 2007). Likewise,
Self-Determination Theory indicates that opportunities for autonomy, competence and
relatedness are crucial to positive work experiences (Deci & Ryan, 2000).

Individual components of this relationship have been studied previously. Digital connectivity
has been linked to increased flexibility and productivity, but over-connectedness can also be a
source of stress and work-life balance issues (Bondanini et al., 2025; Mdhluli, 2025).. Other
studies have explored the potential of gamification, digital workplace design, remote work, and
Al-driven interventions as potential levers that technology can impact. However, these studies
tend to address particular technologies or individual outcomes (Catoira, 2023; Pusch et al.,
2024). The literature is thus spread out in information systems, organizational behavior,
occupational health and human resource management.

This fragmentation constitutes an important research gap. While there is a wealth of existing
research on individual benefits or risks of workplace digitalization, there are fewer reviews that
integrate these strands around employee well-being as the central outcome. Specifically, it is
important to grasp the fact that the same technological context can be a source of resources for
employees and also create new demands. As Al and algorithmic systems make their way into
daily work, this is a growing concern (Kosar, 2025; Stangl et al., 2025).
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This review therefore concentrates specifically on the impact of digital tools on employee
wellbeing. The review does not try to encompass the overall shift in the nature of the workforce,
but rather categorizes the literature into three themes. The first view is that digital tools are
resources that can support positive work experiences. The second looks at technology-related
demands, specifically technostress and boundary-related pressures. The third focuses on Al in
the workplace and the organizational conditions necessary to safeguard employee well-being
in times of technological change.

The review adds by bringing together these strands in a focused thematic framework. It also
offers a more nuanced understanding of digitalization, as it integrates the benefits and risks into
the same analytical framework, instead of analyzing them separately.

Methodology

The study used a focused thematic review of literature on the topic of digital tools and employee
well-being. The literature database used was Scopus and the analytical support tool was Scopus
Al, which was used to identify the recurring concepts and relationships in the retrieved
literature. The analysis was carried out based on the information available on 25 September
2025.

The search terms included digital technology, employee well-being, workforce, psychological
health and work—life experiences. The original review search string was:

(("technology" OR "digital" OR "innovation" OR "tools") AND ("well-being" OR "wellness"
OR "health" OR "quality of life") AND ("workforce" OR "employees" OR "workers" OR
"staff") AND ("productivity" OR "engagement" OR "satisfaction" OR "motivation") AND
("mental health" OR "psychological" OR "stress" OR "burnout") AND ("remote work" OR
"telecommuting" OR "flexible work" OR "work-life balance")).

Only peer-reviewed journal articles, book chapters, and conference proceedings were included;
editorials and non-scholarly articles were not included. The literature retrieved was analyzed
for its relevance to the central relationship between digital tools and employee well-being.

The literature was initially organized with the help of Scopus Al's summary, expanded
summary, and concept-mapping capabilities. The initial analysis highlighted recurrent themes
related to digital workplace design, mental health and technostress, Al and automation, work—
life balance, leadership, and employee engagement. These themes were then further grouped
into three overarching themes for the current review. The literature was consolidated based on
conceptual similarity, not on the basis of each cluster being a distinct theme.

The thematic synthesis was thus carried out in three phases. The first set of studies that
described positive effects of technology on employees clustered around the concept of
technology as a resource. Second, the studies that describe stress, overload, constant
connectivity and boundary problems were classified as digital tools in the psychological
demands. Third, literature on Al, monitoring, automation, digital capability and organizational
responses was synthesized under the management of well-being in an Al-enabled workplace.
This way, the review can capture the scope of literature retrieved and still focus on the
analytical aspect of employee well-being.
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Figure 1. Thematic Framework of Digital Tools and Employee Well-Being
Findings and Thematic Discussions
Digital Tools as Resources for Employee Well-Being

The first theme is about how much digital tools can offer resources that enhance employees'
working experience. The literature reviewed suggests that communication technologies,
collaborative platforms and other digital systems can help to overcome some of the practical
challenges of traditional work arrangements. Staff can share information with each other faster,
get information from other workplaces and organise tasks without having to be in the same
workplace. These functions can help to foster a more flexible and controlled work experience
(Catoira, 2023; Pusch et al., 2024).

This resource perspective is consistent with the JD-R model. If technology eliminates needless
work or provides employees with more information and assistance, it can be a job resource, not
a job demand (Bakker & Demerouti, 2007). Digital tools can also help to promote autonomy if
employees can decide how, when or where certain tasks are carried out. This is especially
important for hybrid and remote work options (Catoira, 2023).

The literature also highlights the significance of engagement. Digital platforms can be used to
enable interaction and knowledge sharing, and technology-enabled approaches like
gamification can help to promote participation and engagement in certain work settings.
Communication, collaboration, engagement and autonomy were found to be common positive
aspects of digital technology use in the original review. The results indicate that the role
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technology plays in well-being depends on how employees perceive the technology as a means
to do meaningful work, not just more work or more work faster (Deci & Ryan, 2000).

Digital tools can also help to facilitate employee learning and access to work-related
information. In this regard, technology can reinforce employees' perceived competence,
another important psychological resource. Technological change can be perceived as an
opportunity to learn new skills, if employees are provided with sufficient training and know
how to use new systems (Jandri¢ & Randelovi¢, 2018).

However, the positive impact of digital tools is not to be seen as an automatic result of the
adoption of technology. One technology that enhances communication for one employee can
cause other interruptions for another. Likewise, flexible working can give some workers more
autonomy, and for others, isolation or boundary issues (Catoira, 2023). The value of the
technology is thus dependent on the design of the system, the type of task, and the
organizational context in which the technology is implemented.

This distinction is relevant because when people talk about digitalisation in the workplace, they
tend to think of digitalisation as a way to improve the outcomes of their employees. The
literature, however, indicates a more conditional relationship. Technology is most likely to
support well-being when it offers meaningful resources, eliminates unnecessary effort, and
empowers employees to have enough control over their work (Bakker & Demerouti, 2007;
Deci & Ryan, 2000).

Digital Tools as Sources of Psychological Strain

The second theme is related to the less visible costs of digital work. While technology can
simplify work, it can also raise the demands on employees, both in terms of quantity and
intensity. Technostress is particularly important in this respect. Staff can feel stressed when
they are required to learn new systems, answer to several platforms, deal with a lot of
information, or being constantly connected (Mdhluli, 2025; Stangl et al., 2025).

The literature reviewed highlights a number of problems that are related to this, such as
technology overload, constant connectivity, blurred boundaries between work and life, and
problems with disengagement from work. It is not always the case that these problems are
caused by a single technology. Instead, they can arise from the sum of several digital systems
becoming part of everyday work. If an employee receives messages via email, collaboration
tools, mobile apps, and other means, it can be hard to know when work is truly over (Mdhluli,
2025).

This is a closely related topic to “always on” working culture. While continuous accessibility
may be convenient and make things more responsive, it may also make the psychological
distinction between working time and non-working time less clear. The flexibility of digital
working can be a pressure when employees think that messages must be responded to
immediately. Constant connectivity was also linked to work—life boundary issues and
psychological stress in the literature from the original review.

Technostress can also be caused by the speed of technological change, which is faster than the

ability of employees to change. Staff may be required to use new applications or systems
without adequate training. In such cases, technology can be a drain, not a source of
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psychological resources. Research based on the JD-R approach has correlated technology-
related demands with feelings of exhaustion and lower levels of work well-being, especially
when workers are not provided with sufficient resources to cope with the demands.

Work-life balance is thus not just about working from home. Digital boundaries are also of
quality. While remote and hybrid work can offer flexibility to employees, they can also be a
way for employees to work outside of their personal time if communication expectations are
not communicated. The question is therefore not so much one of good or bad in digital work,
but one of the ways in which organizational practices create an experience of connectivity for
employees.

Organizational support is also a key theme of this. The burden of digital systems can be
mitigated through training, technical assistance, manageable workloads and realistic
expectations of communication. Having access to support and understanding of the purpose of
a technology may help employees to manage technological demands.

The evidence thus suggests a central tension. Digital tools can eliminate physical and
administrative barriers and add cognitive and emotional challenges. This explains why
productivity improvements and well-being difficulties can occur at the same time. An
efficiency-based assessment that focuses solely on the efficiency of the process can fail to
consider the psychological impact of the process.

Managing Employee Well-Being in an AL-Enabled Workplace

The third theme is the growing adoption of Al, automation and digital monitoring. These
technologies are not the same as traditional communication or productivity tools because they
have the potential to impact the allocation, assessment, monitoring, and execution of work.
This means that their impact on employee health goes beyond convenience and usability
(Kosar, 2025; Stangl et al., 2025).

Al can minimize repetitive tasks and offer decision support, freeing up time for employees to
focus on more complex or meaningful tasks. Automation can also help to alleviate some
workloads and enhance access to information (Pusch et al., 2024). These possibilities are in
line with the overall resource perspective outlined in the first theme.

But at the same time, Al can generate uncertainty. Staff might be worried about the way their
work is assessed by the automated system, the decision-making process, or the loss of
autonomy in their work (Pusch et al., 2024). Digital monitoring can generate the same tensions.
Monitoring systems can be implemented for safety, productivity, or employee support reasons,
but employees may feel that too much monitoring is an invasion of privacy if the reason for
monitoring and boundaries of data collection is not clearly defined (Kosar, 2025; Stangl et al.,
2025).

In an Al-driven workplace, privacy and autonomy are thus crucial aspects of employee health.
It's not just about the "should" or "should not" of using Al in organizations. Instead,
organizations must think about the employee's experience of the Al system and the balance
between technological control and transparency, participation, and human oversight.
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The literature further indicates that employee capability is becoming more critical. Some jobs
will require different knowledge and skills as a result of the use of Al. If not properly prepared,
staff members can feel insecure or inadequate with technological change. On the other hand,
training and opportunities to acquire digital competence can enhance employees' capacity to
work with new systems and can minimize uncertainty.

The care of AI well-being therefore extends beyond the technical aspect. Social and
psychological implications of technological change should be taken into account in
organizations. Staff need to be aware of the rationale for a system, the information it utilises,
how decisions are made and the role of human judgement.

[ DIGITAL TECHNOLOGY ]

T

JOB RESOURCES JOB DEMANDS
Communication + Flexibility + Autonomy + Support Overload » ccnnem.\"a‘n;e;::&usuess * Menitoring

l J

POSITIVE WORK EXPERIENCE PSYCHOLOGICAL STRAIN
Greater access, control, collaboration and engagement Stress, exhaustion, boundggnzroblems and reduced well
EMPLOYEE WELL-BEING
Outcome shaped by the balance between resources
and demands
ORGANIZATIONAL SUPPORT
Training * Clear boundaries = Human oversight

Figure 2: Dual Pathway of Digital Tools and Employee Well-Being

The third theme is thus a linking theme between the first two. While Al and other cutting-edge
digital tools can create valuable resources, they can also present new demands. The path that
becomes more prominent is to a large extent determined by organizational practices. This is
another reason why employee wellness needs to be part of the technology rollout from the start
instead of being thought of as an afterthought when issues arise.

Integrative Discussion

The three themes show that digital tools and employee wellbeing are not always good and bad.
Rather, it is based on the dynamics of technology's resource and demand. The first theme
illustrates how digital tools can enhance the working environment of employees. Work can be
more manageable and meaningful if you communicate, collaborate, are flexible and have
access to information. The benefits are aligned with the resource pathway of the JD-R model
(Bakker & Demerouti, 2007).
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The second theme demonstrates that the same technological environment can create further
demands. Employees may be overusing their psychological resources due to constant
connectivity, information overload, technological uncertainty and blurred boundaries. Recent
publications on technostress also highlight the significance of the technology-related demands
and their implications for employee well-being.

The third theme takes this argument one step further to Al-powered workplaces. The added
layer of complexity with Al is that it can simultaneously automate work, assist in decision
making, track work, and alter employee perceptions of autonomy and security. Therefore, the
impact of Al on wellbeing cannot be measured solely by productivity measures.

The themes together indicate that the technology is not the only factor that impacts employee
well-being. Organizational context matters. Training can transform technological uncertainty
into competence. Clear communication boundaries can help minimize the downside of
connectivity. Acceptance of technological change can be enhanced by employee participation.
Autonomy can be maintained with the introduction of automated systems with human oversight
(Bakker & Demerouti, 2007; Deci & Ryan, 2000; Stangl et al., 2025).

This interpretation also provides a more focused application of the JD-R model to digital work.
Digital tools can be used as job resources if they enhance autonomy, enable collaboration and
eliminate unneeded effort. They can turn into job demands if they add workload, complexity,
monitoring pressure or expectations of constant availability. Depending on its implementation,
the same technology can be used in both positions.

The results have thus implications for organizations. First, indicators of employee well-being
should be incorporated into the implementation of technology, in addition to productivity
indicators. Second, organizations need to offer the right digital training, not take it for granted
that staff will simply figure it out. Third, communication expectations need to be clearly stated
to avoid the flexibility of availability becoming an expectation. Last but not least, Al and
monitoring systems must be used transparently, while ensuring privacy, autonomy, and human
judgment.

The review identifies a number of opportunities for researchers. Future research should focus
on the long-term impact of digital tools, instead of mainly cross-sectional evidence.
Comparative studies of occupations and industries would also help to shed light on why the
same technologies yield varying experiences. Furthermore, further research is required on the
well-being aspects of Al, as Al not only affects the way tasks are carried out but also the
perception of control, security and responsibility of employees.

Conclusion

This thematic review explored the link between digital tools and employee well-being in three
interrelated themes. The first theme demonstrated how digital technologies can be used as a
resource, to enhance communication, collaboration, flexibility and autonomy, and to provide
access to work-related information. The second showed that technology can also be a source
of psychological strain, such as technostress, information overload, constant connectivity, and
blurred work—life boundaries. The third highlighted the increasing importance of managing
well-being in Al-enabled workplaces, where automation, monitoring, and algorithmic systems
introduce new questions concerning autonomy, privacy, capability, and employee control.
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The main point is that digitalization should not be evaluated based on technological potential
or productivity increases. The impact on staff is dependent on the circumstances when it is
implemented. The likelihood of technology supporting well-being is higher if employees are
supported with proper resources, training, autonomy, and organizational support. On the other
hand, digitalization, if not managed well, can exacerbate work pressures and mental stress.

The review also underscores the continued importance of the JD-R approach in understanding
today's digital work. Digital tools can be used as both resources and demands, and the
proportion of these two pathways will likely influence employee well-being. Future studies
should therefore go beyond technology adoption to explore the organizational factors that affect
whether technological change enhances or diminishes the quality of employees' work
experiences.

A new and employee-focused digital transformation approach is therefore required. Future
research and practice should not only focus on the question of whether or not an organization
can be adapted to a specific technology, but also on whether the employees can be equipped
with the resources, skills, autonomy and organizational protection necessary to work
effectively with the technology. This can lead to technological innovation without
compromising employee wellbeing as a side-benefit.
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