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Technology promised to make work easier, but for many employees, digital tools
have become a source of chronic strain that outpaces our ability to manage it
effectively.

The problem we keep naming without framing

Technostress has grown with every wave of workplace technology. The term covers
the strain employees experience when tools, platforms, and digital routines
overload attention, accelerate pace, and blur boundaries. A systematic review of 46
articles published between 2007 and 2023 set out to clarify this terrain. It followed
PRISMA guidelines for transparency and used provisional coding to keep the
analysis consistent and traceable.

The review confirms two realities that often sit side by side. First, technostress has
tangible consequences for employees and organizations. Second, the field remains
uneven: definitions vary, measures do not always align, and findings sometimes
conflict, especially across psychological, physiological, and emotional dimensions.
Work-life balance repeatedly emerges as a pressure point, yet even here the
mechanisms and magnitudes are not uniformly captured.

If we want decisions that travel, policies, training, norms, we need a shared map.
That is where a simple frame helps convert scattered signals into structured
thinking.

A practical frame for messy realities

The Job Demands-Resources (JD-R) model offers a clear way to sort what
technology is doing at work. It separates pressures (demands) from buffers
(resources), then asks how their interaction shapes well-being and performance.

Technostress is not one thing. It is an imbalance: rising digital demands
without commensurate resources.
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 Demands: the volume, speed, complexity, and interruption load that digital
systems introduce; the cognitive switching costs of multi-platform work; the
expectation of constant availability.

e Resources: support, training time, autonomy, recovery opportunities, and
norms that protect attention and off-hours.

Viewed through this lens, technostress becomes manageable. The review uses JD-R
to examine psychological effects, physiological effects, and the emotional climate
surrounding technology use. It also tests the personal-professional spillovers that
show up as work-life friction.

This is a cognitive framework, not a slogan. It helps align interventions with the
specific side of the equation that needs adjustment. It is an operating system for
thought about technostress: define the demands, strengthen the resources, and
track the interaction over time.

What the evidence shows about mind, body, and
boundaries

Across the studies, psychological impacts are the most frequently discussed.
Employees report mental load, exhaustion, and sustained attentional strain. While
the magnitude and measures vary, the pattern is recognizable: when tools increase
speed and interruptions without redesigning roles, people carry the cost.

Physiological signals are less consistently measured, but the lens is similar: when
recovery windows shrink, bodies do not reset. The review notes inconsistencies
here, which likely reflect different methods rather than the absence of an effect.

The emotional dimension threads through daily experience: frustration with poorly
designed systems, anxiety around constant updates, and a sense of being behind
despite working more. These emotions are not abstract, they shape motivation and
the tone of teams. When emotion drifts negative, collaboration frays and small
problems feel bigger than they are.

Work-life balance is where the spillover lands. Digital tools extend availability, erode
off-hours, and make it harder to detach. The review identifies this as a
demonstrable impact. People carry work states into personal time and bring
personal stress back into work. Without guardrails, the boundary becomes a rumor.

© John Deacon 2025 - Cognitive Systems. Structured Insight. Aligned Futures.
https://johndeacon.co.za - All rights reserved.



Technostress Research Shows Clear Solutions for

Organizations

A final pattern: organizations often stop at naming technostress. They publish
policies or run a training session, but the core dynamics, excessive demands and
thin resources, stay intact. The review emphasizes the necessity of interventions
that change the conditions of work, not only the posture of the worker.

From findings to action: redesign the load,
rebuild the buffer

The review calls for strategic interventions. Using the JD-R model as a guide, these
moves take pressure off where it accumulates and add support where it is missing.
They are not theoretical. They translate the evidence into everyday decisions.

Reduce digital demands

» Set explicit norms for after-hours communication and response times. Default
to delay-send and scheduled checks.

e Consolidate tools where possible. Fewer platforms, clearer workflows, and
stable defaults lower switching costs.

e Batch notifications and protect focus windows. Turn off nonessential alerts by
default; allow opt-in rather than opt-out.

» Pace technology change. Tie rollouts to capacity, not calendar; avoid stacking
upgrades, policy shifts, and training in the same sprint.

Strengthen resources

» Allocate training time as part of workload, not on top of it. Learning the system
is work.

e Provide accessible, timely support. Quick help desks or peer champions reduce
frustration loops.

* Increase autonomy over how to meet outcomes. Let teams adjust tool settings
and rhythms to fit the task.

* Normalize recovery. Respect breaks, encourage detachment after hours, and
make it visible that leaders do the same.

Protect boundaries and emotions

e Establish clear start-stop rituals for digital work: daily shutdowns, team
checkouts, or brief handovers that mark an end to the day.
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» Use team agreements to set meeting density, camera norms, and
documentation expectations that reduce emotional fatigue.

* Make it safe to surface friction, about tools, load, or process, without penalty.
Unspoken strain compounds.

Embed measurement and iteration

* Track core indicators aligned to JD-R: interruption load, perceived control,
recovery time, and support responsiveness.

* Review these signals along with performance metrics. If outcomes rise while
recovery drops, treat it as technical debt.

e Run small pilots before broad rollouts; keep a change log so teams can connect
shifts in load to specific changes.

These steps are straightforward, but they require discipline. The point is not to
eliminate technology demands, that is neither possible nor desirable. It is to
calibrate them and surround them with resources so people can do focused work
and then step away.

Where the field should go next

The review maps current trends and points to a constructive research agenda.
Several priorities stand out.

e Sharpen constructs and measures. Use clearer, shared definitions across
psychological, physiological, and emotional dimensions so studies can be
compared directly.

e Separate layers of cause. Distinguish what belongs to technology design, what
belongs to organizational culture, and what belongs to individual coping.

* Evaluate interventions with the same rigor used to identify problems. Test
whether boundary norms, training allocation, or notification redesigns scale
and endure.

« Keep the JD-R frame central but flexible. It organizes complexity without
flattening it, and it keeps attention on the balance between demands and
resources.

e Maintain transparency. PRISMA-guided reporting and traceable coding help the
field accumulate knowledge rather than restart the conversation every few
years.
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When we treat technostress as a design problem for roles, rhythms, and
tools, not as a personal flaw, we get traction.

Behind all of this is a simple stance: clarity comes from structured cognition applied
to lived work. This is thinking architecture in practice. We align language,
measurement, and everyday choices so people can focus, recover, and do good
work over time.

Technostress is not the price of modern work. It is a signal that our systems need
adjustment. Use the JD-R model to locate the imbalance, then make the smallest
changes with the largest leverage. That is how organizations move from diagnosis
to durable health.

To translate this into action, here's a prompt you can run with an Al assistant or in
your own journal.

Try this...

Audit one digital tool your team uses daily. List three demands it creates and two
resources that could offset them. Pick the smallest change with the biggest impact
and test it this week.

See more about the study here:
https://www.sciencedirect.com/science/article/pii/S2451958824001088
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