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Abstract. This paper aims to conduct an analysis of digital leadership, the ways in which managers can use digital 

means during their work, and also to help other employees active in organizational processes to successfully include 

these tools to streamline their work, maintaining a balance between innovation and employee well-being. Through 

relevant case studies, this research offers some directions to support managers/leaders, aware that digital advances, 

while increasing productivity, can also lead to increased stress, insecurity, and burnout among employees. The main 

objective of this paper is to identify innovative leadership strategies focused on the health and resilience of the 

workforce. This analysis is intended to serve as guidelines for managers, human resources specialists, other leaders 

(for example, team leaders) and in general decision-makers who understand the importance of implementing 

strategies regarding the facilitation of an effective transition in the context of digital transformation. In this sense, 

cases of burnout can be prevented or mitigated, while ensuring the alignment of the organization's overall 

objectives, without affecting actions to encourage competitiveness (through digitalization), with efforts to maintain 

employee well-being. Researchers can use this study to further examine the intersection of leadership, technology, 

and employee mental health in digital workplaces. This paper does not focus exclusively on profitability and 

organizational efficiency – although these are certainly aspects to consider – in a restrictive and immediate sense, 

but rather considers the concept of digital leadership, which ensures that digital progress does not come at the 

expense of employee health or the long-term viability of the business. In other words, the study addresses the 

practical ways in which the paradigm shift can be managed - as a result of the evolution of digital tools - prioritizing 

both technological progress and human sustainability. 
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Introduction  
Especially in recent years, digital transformation has become a central strategic priority for organizations that aim to 

remain competitive and resilient in an increasingly dynamic and technology-driven environment. This transformation 

involves not only the adoption of new digital tools, but also major changes in the way work is organized, managed 

and experienced by employees. Although the benefits of digitization - such as increased efficiency, flexibility and 

innovation - are recognized and appreciated, there are also numerous negative effects, particularly in terms of the 

human costs of rapid technological change.  

One of the current challenges facing organizations is how to balance technological advancement with 

employee well-being. The introduction of complex digital systems, accelerating work rhythms, and the 

reconfiguration of traditional workspaces (including new remote and hybrid work models) have significantly altered 

the dynamics of the workplace, both from a psychological and social perspective. These changes have led to new 

forms of stress, anxiety, and disengagement, which, if not addressed in an effective and integrated manner, can affect 

long-term employee productivity and organizational performance.This research has a two-fold approach: exploring 

the essential reasons and strategic priorities that drive an organization to adopt digital transformation, on the one 

hand, and affirming the need to protect employee well-being as a fundamental organizational value, on the other. 

The central research question guiding this paper is: 

How can organizations implement digital transformation strategies while preserving and promoting 

employee well-being within their operational and structural frameworks? 

To address this question, the study is based on the following hypotheses: 
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H1: The impact of digital transformation on employee well-being varies depending on the leadership style 

adopted during implementation. 

H2: Organizational culture focused on employee well-being is positively associated with reducing digital 

stress and burnout. 

The conclusions aim to provide valuable information for decision-makers – especially managers, human 

resources professionals and organizational strategists - who want to navigate the complexities of digital evolution 

without losing sight of the human factor, all in order to increase the productivity of the organization. 

 

Literature review  
Understanding key concepts: digital transformation, employee well-being, digital leadership, 

organizational framework 
Digital transformation (DT) is a phenomenon recognized and assumed by the academic community and the business 

environment, and there is a global focus on researching and understanding it. However, researchers are still 

struggling to precisely define the topic, as there is no established and exhaustive definition of DT, and any boundary 

that could help to define it remains unclear, especially in the context where it is in full progress and any definition 

would most likely become insufficient at some point. 

 Recent studies, however, propose a working definition for digital transformation as “strategic 

transformations targeting organizational changes implemented through digitalization projects, with the goal of 

enabling major business improvements” [1]. Although in this context, DT is approached from a positive perspective, 

based on improving business performance, there is also a perspective according to which digital transformation tends 

to undermine workplace well-being, particularly due to the strong focus on performance, process optimization, and 

efficiency. While these efforts can increase job satisfaction and perceived effectiveness, they often overlook 

employees’ deeper emotional needs and long-term psychological well-being [2]. 

 In the context of rapidly evolving markets and increasing environmental complexity, organizations are 

progressively required to adopt digital transformation as an integral component of their culture. Technology 

facilitates the development of innovative business models, enhancing knowledge integration and promoting 

organizational agility. In addition, digital tools contribute to value creation by ensuring access to resources 

independent of location, improving stakeholder engagement mechanisms and enabling systematic evaluation. These 

capabilities also promote network effects and standardization benefits, which are essential for long-term scalability 

and interoperability. Given all this, technology becomes not only a supporting mechanism, but also a key strategic 

factor for organizations in the current context [3]. 

 

 
Figure 1: Advantages of adopting technology in organizations 

Source: Kraus et al., 2021 

 

The term "well-being" has not yet received a clear definition and conceptualization, with variations in 

perception depending on the historical period, the reference group, the context or the field in question. However, one 

of the most used and cited definitions of this concept is the following: “wellbeing can be understood as how people 

feel and how they function both on a personal and social level, and how they evaluate their lives as a whole” [4]. 

Digital well-being requires that digital means be used at the individual, family and organizational levels in order to 

increase productivity, facilitate social relationships and maintain a healthy and balanced life, without experiencing 

the negative effects of technology, such as attention difficulties, addiction and threats to health/safety/privacy [5]. 

Recent definitions of digital leadership associate it with the Internet of Things, the relationship between 

individuals and electronic devices, digitalization and digital transformation [6]. It also refers to the ability of leaders 

to guide their employees and the entire organization in a digital environment using digital technology or tools [7]. 
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Organizational culture (known also as organizational framework) refers to the set of values and messages 

transmitted and perceived at the level of an organization, which must be respected and followed by all members of 

the organization, as well as to the way in which employees perform their tasks and interact with each other and with 

other structures [8]. Cameron and Quinn [9] carry out a classification according to flexibility vs. stability and internal 

orientation vs. external, resulting in four types of organizational culture: the clan culture (characterized by 

cooperation and team spirit), the hierarchy culture (based on stability, order and control), the adhocracy culture 

(focused on innovation, flexibility, experimentation even to the point of risk) and the market culture (oriented 

towards results, performance and competitiveness). According to what is illustrated in figures 2 and 3, it seems that 

the employees' well-being – expressed by the work enjoyment score – directly influences their performance at the 

workplace. 

                   
Figure 2: Work enjoyment scores by organizational culture        Figure 3: Productivity scores by organizational 

culture           

Source: Olynick, & Li (2020)                                                     Source: Olynick, & Li (2020)  
 
The impact of digitalization on employee well-being 
A stressor disrupting employee well-being specific to digital transformation relates to the way digital tools are 

implemented in the organization. In this regard, a distinction must be made between: (a) stress as a reaction to the 

change brought about by the new ICT paradigm and (b) stress related to the inadequate implementation process of 

this major organizational change. The decrease in employee well-being as a consequence of DT does not necessarily 

occur because of negative attitudes towards new technologies or as a result of employees' lack of ICT skills and 

competences. This is, rather, influenced by several factors, among which: (a) inadequate implementation or at an 

inappropriate pace of digital solutions and the changes generated by them at the workplace; (b) poor management of 

the digitalization process; (c) unrealistic expectations of digital transformation as it relates to employees and (d) 

uncertainty about the professional future as a result of the large-scale spread of the digital transformation 

phenomenon in organizations and the threat felt among employees in this regard [11]. 

 The occupational stress caused by the digital transformation leads to a considerable decrease in the well-

being of employees and, when the phenomenon acquires a certain frequency and intensity, it can involve various 

manifestations. According to studies, among the frequently encountered signs and symptoms are: cognitive effects 

(memory loss, reduced or problematic concentration, impaired judgment); physical symptoms (different types of 

pain, nausea, dizziness, frequent illnesses); emotional symptoms (general state of sadness, irritability or anger, 

tendency towards loneliness and isolation); behavioral symptoms (changes in appetite and sleep schedule, 

procrastination of work responsibilities, addictions such as alcohol, tobacco or other substances, nervous tics), all of 

which require sick leave or ultimately affect the well-being and performance of employees [12]. 

 

Strategies to improve employee well-being 
Recent advances in multimodal sensing and machine learning have sparked growing interest - particularly in the field 

of human-computer interaction (HCI) - in designing effective strategies to manage occupational stress [13] and, 

implicitly, employee well-being. These interventions are based on multimodal sensing systems that collect and 

process physiological and behavioral data using wearable or peripheral devices, such as keyboards and mice [14].  

 From the perspective of occupational stress management, Holman, Johnson, and O'Connor [15] classify 

interventions into three categories: primary, secondary, and tertiary. Primary interventions adopt a preventive 

approach by aiming to reduce the risk of stress through the elimination of its sources and the promotion of factors 

that support employee well-being. Secondary interventions are designed to alleviate the severity or duration of stress 

once it has occurred, with the goal of preventing its escalation into a more serious problem. Tertiary interventions 

focus on rehabilitation and restoring functioning among individuals who are already experiencing high levels of 

occupational stress or related health issues. 
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In addition to this classification, another important distinction is made based on the level at which the 

intervention is applied – either individual or organizational. Individual-level interventions aim to support employees 

in developing the skills needed to manage and reduce work-related stress. In contrast, organizational-level 

interventions involve systemic changes or improvements in workplace practices, targeting the workforce as a whole 

or specific employee groups [15]. 

 

 

 

Table 1: A Typology of Stress Management Interventions 

Intervention type Individual Organizational 

Primary Selection & Assessment 

Pre-employment medical examination 

Job Redesign 

Working time and schedules 

Management training, e.g. 

mentoring 

Secondary Mindfulness training 

Health promotion, e.g., exercise 

Cognitive behavioral therapy 

Relaxation 

Meditation 

Personal and interpersonal skill training 

Acceptance and commitment therapy 

Psychosocial intervention training 

Coping skills training 

Resilience training 

Improving communication and 

decision making 

Conflict management 

Peer support groups 

Coaching & career planning 

Tertiary Employee Assistance Programmes 

Counselling 

Posttraumatic stress assistance 

Disability management 

Vocational rehabilitation 

Outplacement 

Source: Holman, Johnson, & O'Connor, 2018  

 

Methodology  
This research adopts a qualitative methodological approach, with the intention of exploring the complex 

organizational dynamics related to digital transformation and employee well-being. The study is designed to identify 

and analyze changes in work environments and professional habits that occur as a result of continuous technological 

evolution and strategic decisions taken at the organizational level. Selection criteria for the case studies included (a) 

the availability of published data, (b) the company's orientation towards digital transformation, and (c) employee-

focused initiatives. 

The research is based on both qualitative and quantitative data, being based on both secondary sources 

(comprehensive analysis of specialized literature, academic publications, professional studies and statistical data 

issued by credible institutions and industry bodies) and primary sources (observational information, supported by 

relevant examples drawn from the international organizational landscape). 

The data were processed and synthesized manually, without the use of specialized software for statistical or 

qualitative analysis. However, general tools such as Microsoft Excel were used to organize the data, create 

comparative tables and track thematic categories. 

The main limitations of this study relate to the dependence on public sources and the reduced ability to analyze 

specific perceptions and attitudes, due to the lack of primary data. 

 

Results and further discussions  
The investigation into the balance between digital transformation and employee well-being has revealed that 

successful implementation is not solely a function of technological infrastructure or innovation potential. Rather, the 

presence of adaptive leadership styles and organizational cultures that prioritize employee psychological health are 

essential moderating factors that shape how digital transformation impacts the workforce. The findings support both 

hypotheses of this study and are exemplified through several best practices from global organizations. 
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H1: The impact of digital transformation on employee well-being varies depending on the 

leadership style adopted during implementation 
The first hypothesis is illustrated by the best practices represented by two companies recognized for aligning digital 

innovation with human-centered leadership practices – Cisco and Unilever. 

At Cisco, leadership development is a cornerstone of their digital employee experience strategy. Through 

initiatives such as "Leader Learning Labs", virtual empathy training sessions and leadership microlearning 

experiences, Cisco promotes emotionally oriented and responsive management capabilities to employee stressors 

during transitions to hybrid and highly digital work environments [16]. These leadership practices are not only 

developmental, but preventive: they build the capacity for psychological safety and relational trust, which buffers 

employees from the uncertainty and pressure often associated with technology-driven organizational change. 

Similarly, Unilever’s digital transformation has been guided by an agile, purpose-oriented leadership model 

that is aligned with employee well-being. Managers are trained not just to implement agile systems, but to do so with 

attention to the emotional and psychological dynamics of their teams. Unilever’s "Discover Your Purpose" 

workshops and Team Energy Assessments reflect this dual commitment – to both performance and people. 

Employees are encouraged to express their individual purpose and align it with their professional roles, which 

enhances motivation and reduces feelings of alienation frequently reported in digitally accelerated workplaces [17]. 

This people-first approach to agile leadership demonstrates how leadership style can mitigate digital stress. 

 

H2: Organizational culture focused on employee well-being is positively associated with reducing 

digital stress and burnout. 
Evidence for the second hypothesis is demonstrated by Google’s implementation of internal control mechanisms 

designed to protect psychological health in a digital work environment. 

According to a detailed analysis of Google's culture [18], the company integrates well-being into its 

operational structure through practical, day-to-day systems. For example, employees are encouraged to set clear 

boundaries around digital work (e.g., turning off notifications outside working hours), schedule routine “check-ins,” 

and access digital mindfulness tools that promote focus and recovery. These practices are not isolated interventions, 

but part of a broader cultural narrative that treats psychological resilience as essential for innovation. By encouraging 

employees to take responsibility for their digital rhythms and providing structural support for doing so, Google 

reduces the chronic cognitive overload that can accompany always-on digital environments. 

This organizational culture orientation aligns closely with Holman et al.’s [15] framework for stress 

interventions, in which organizational strategies can function as both primary (preventive) and secondary 

(mitigative) interventions. Google’s control mechanisms reflect a culture in which collective values support digital 

well-being not as an optional benefit but as a shared organizational asset. 

 

Comparative Reflections and Theoretical Integration 
The organizational examples analyzed align with established theoretical frameworks that highlight the role of 

leadership and culture in managing organizational change. Cisco and Unilever illustrate a balance between 

innovation and employee care, which allows them to pursue digital transformation while maintaining employee well-

being and performance. 

Leadership style and shared values emerge as essential elements, with these cases demonstrating that 

aligning digital systems and structures with supportive leadership and a culture focused on well-being increases the 

likelihood of successful and sustainable digital transformation. 

 

Conclusion 
This study confirms that successful digital transformation is not just a technical or strategic achievement, but also a 

deeply human-centered process. Evidence gathered from case studies and conceptual frameworks highlights that 

both leadership style and organizational culture shape of how digital innovation impacts employee well-being. 

The findings support the first hypothesis (H1), showing that leadership characterized by empathy, agility, 

and support can significantly reduce the stress typically associated with large-scale technological change. The second 

hypothesis (H2) is also validated: organizational cultures that systematically integrate well-being into their structural 

and operational practices are more resilient to increased burnout and stress. These cultures treat employee well-being 

as an organizational value essential for sustainable performance.  

Ultimately, this research emphasizes the importance of approaching digital transformation not just as a 

technological upgrade, but as a multidimensional organizational change that must integrate human well-being at its 
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core. By prioritizing empathy in leadership and cultivating supportive cultural values, organizations can foster a 

digitally advanced, yet psychologically sustainable work environment. The future of work lies in this equilibrium – 

where innovation and care are not in opposition, but mutually reinforcing drivers of performance and resilience. 

Future research could explore the empirical validation of the proposed hypotheses across various industries 

and cultural contexts. Comparative studies would help assess how leadership styles and organizational values 

influence well-being during digital transformation. In addition, investigating the role of emerging technologies such 

as AI and biometric sensing in supporting real-time stress management could offer practical and ethical insights for 

future workplace design. 
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