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Current Situation
The rapid organisational shift within StitchCo demonstrates how such drastic changes can severely disrupt a workforce when the cultural and human elements of organisational change are not properly planned for and managed. The company went from a traditionally rigid, hierarchical, and predictable production system to a technologically advanced automated, team-based production system within a very short period leaving employees confused and apprehensive about their future in an unfamiliar working environment. This lack of preparation for such an enormous transformation was a significant factor in the resistance to it and decline in employee performance that occurred following such a drastic change, especially when so many of the employees have worked in a routinised and predictable environment for several decades. As Ackerman (2023) points out, transformational change dramatically disrupts an employee's personal identity and their sense of emotional security, which is what occurred at StitchCo.
[bookmark: _Hlk216054382]Emotional impact of technological change 
[bookmark: _Hlk216050959]One of the greatest factors leading to employee resistance at StitchCo was the company's failure to recognise the emotional impact of technological change. Many employees expressed feeling threatened by the addition of automation, fearing that their jobs and relevancy of their skills would be reduced. This finding is consistent with research showing that employees feel heightened uncertainty and stress when faced with significant and new technological upgrades without adequate support (Phillips & Klein, 2023). Since StitchCo only treated the addition of automation as a technical upgrade, it neglected to recognise the need for emotional support, reassurance, and visible leadership involvement in the change process.
Lastly, the organisational challenges faced by StitchCo were compounded by a failure to align its organisational structure with its strategy. Nadler's Congruence Model states that when a company does not have congruence between its strategy, tasks, people, and culture, the resulting outcome will be a decline in the company's performance (Nadler, 2024). StitchCo had made changes only to its technology and tasks within its organisational system while keeping all other areas of its organisation unchanged. In a company where the mechanistic culture of piece-rate payment had created a highly individualistic way of working, employees were unexpectedly required to work together as a team. As a result of the misfit between the company’s mechanistic culture and the current automating culture, the inability of the organisation to increase team functioning, unclear expectations and increased conflict, add to the argument of Leso et al. (2023) that culture along with structure needs to change to accommodate the introduction of technology.
[bookmark: _Hlk216054423]Communication issue
Failure to communicate properly is one of the issues that has added to the stressful situation. Workers have received inconsistent updates about their roles and the training they would receive to prepare them for automation with unclear messages about the purpose of automation and how it will impact the workers' future. Due to the lack of transparency, rumours were allowed to circulate and fear to grow, as is supported by research indicating that ineffective communication leads to increased resistance and decreased trust (Waddell et al., 2016). Phillips and Klein (2023) proposed that to ensure the effectiveness of change management, employers must provide consistent updates and solicit feedback from their employees. However, StitchCo did not implement even these fundamental practices.
With the introduction of distributed leadership at StitchCo, the level of employee confusion has increased. Instead of providing support for teams and guidance on how best to make decisions, the managers took distributed leadership to mean that they no longer had to be involved with their teams. Because of this assumption, teams are left without conflict resolution systems or direction. There is research that highlighted that distributed leadership is only effective when the leader plays a role in enabling collaboration (Wang et al., 2014). Musaigwa (2023) reinforces that leaders must remain a part of the organisation during the time of large-scale changes, which StitchCo has failed to do.
[bookmark: _Hlk216054472]Cultural conflict 
Within the organisation cultural conflict served as an additional barrier for the organisation to successfully achieve transformation. For many years the organisation had a culture that valued individual performance above all others and often was driven by the speed at which work is completed and the routine involved in completing each task. However, as influenced by research from the garment manufacturing sector, digital transformation creates a corporate environment where transparency, communication and a shared sense of responsibility must be an integral part of an organisation’s culture (Wijethilake et al., 2023). Because of StitchCo’s unwillingness to adjust its long-held cultural norms, the employees of StitchCo were left without the ability to change their behaviours in response to the digital environment.
Conclusion
In conclusion, the situation faced by StitchCo is the direct result of the rapid introduction of technological changes and the lack of concurrent cultural adaptation, structural redesigning, managerial support, and strategic communication. Without addressing these foundational issues, StitchCo will continue to experience resistance and declining levels of performance.
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Nadler-Tushman Congruence Model

What Changed?
(Teodora)

Automation and digital machinery
were introduced without warning.

Team-based work was
implemented without any change
to organisational design.

Organisational design was
attempted to be distributed
leadership with no preparations
made.

The tasks, cultures and people
were not aligned (Nadler's
Congruence Model).

Employees were not clear on their
roles, expectations, and future
employment security.
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