Enhancing adaptability at StitchCo: A Critical Analysis of Cultural Transformation, Communication, and Leadership
Introduction 
[bookmark: _Int_wcZYhiQD]In a fast-evolving business environment, organisations must continuously adapt to remain competitive. For StitchCo, a well-known family-run garment manufacturer with strong traditional values, the introduction of automation and fairly distributed leadership is represented in the form of a significant transformation from its long-established hierarchical system. However, the change was met with resistance, communication breakdowns, confusion and a gradual decline in morale. 
This essay will critically analyse how StitchCo can better prepare employees for organisational change by examining the impact of change, cultural transformation, communication, and leadership styles. Many argue that successful change requires not only technological investment but also cultural alignments, participory communication, and adaptive leadership that engages employees as partners in transformation rather than passive recipients. 
 
Understanding the Impact of Organisational Change 
Change is famously disruptive, particularly in organisation with strong senses of culture and traditional work practices. Lewin’s (1947) three stages model - unfreezing, changing, and refreezing suggests that successful change begins with psychological and cultural preparation before implementing new processes. StitchCo, on the other hand, appears to move directly to the ‘change’ section without adequately unfreezing old behaviours or addressing underlying employee concerns. 
The sudden introduction of distributed leadership disrupted long-standing norms of hierarchy, security, and predictability. Oreg, Vakola, and Armenakis (2011) seem to believe that resistance to change often stems from doubt and a fear of losing ability and control, or even job security. At StitchCo, these fears manifested as absenteeism, reduced productivity, and shallow threats to leave the company. This, in turn, meant that the lack of comprehensive training and communication intensified this uncertainty, leaving employees feeling undervalued and unprepared. 
Furthermore, the shift to properly distributed leadership requires employees to assume greater independence and responsibility skills that may not have been developed under the previous work and command-driven systems. Resistance was therefore not entirely emotional but also practical, as many employees lack the confidence or even the understanding to operate effectively in a new, technologically advanced environment. 
 

Cultural Transformation and Organisational Identity 
Organisational culture—the shared values, beliefs, and assumptions that shape behaviour—plays a critical role in determining how change is received (Schein, 2010). StitchCo’s culture was traditionally mechanistic (Burns & Stalker, 1961): roles were clearly defined, authority was centralised, and productivity was rewarded through piecework. This culture valued stability and routine over innovation and flexibility. By introducing automation and distributed leadership, StitchCo attempted to move towards a more organic structure that values collaboration, adaptability, and learning. 
However, such a cultural transformation requires time and deliberate management. Employees who have long worked under a command-and-control structure may perceive empowerment initiatives as confusing or threatening. Without shared understanding and consistent reinforcement, distributed leadership can result in ambiguity, rivalry, and conflict—as seen in StitchCo’s inter-group disputes over new pay targets. 
To foster a more adaptive culture, StitchCo must cultivate what Schein (2010) refers to as a learning culture—one that encourages experimentation, feedback, and collective problem-solving. This would involve redefining success metrics to include not only purely quantitative output but also learning, teamwork, and innovation. Reward systems should align with these new values, which would reduce internal competition and start helping promoting collaboration. 
 
The Role of Communication in Managing Change 
Effective communication is one of the most important steps a company has to take to achieve a successful change management, however,  StitchCo’s communication approach was largely top-down and limited to brief consultations with trade unions and employees. This lack of transparency contributed to rumours, mistrust, and resistance. Kotter (1996) emphasises that one of the key steps in leading change is to communicate the vision consistently and compellingly. Communication should not only mean sharing information but also engaging the employees emotionally by linking the change to share the shared goals and values of the company. 
At StitchCo, communication must progress from a one-way directive to a dialogue-based process, which would take the form of regular feedback sessions, focus groups, and cross-level meetings. This would enable employees to express their concerns, suggest improvements, and take ownership of the transformation. Visual communication—such as dashboards showing improvements in productivity or safety—can make the benefits of automation more achievable. The absence of adequate feedback mechanisms also indicates early signs of the ability to identify technical and training issues. Whereas if we implemented structured feedback loops through team briefings or digital reporting systems, we could enable management to respond quickly to emerging challenges. Crucially, managers must actively listen and act on employee input to build trust and credibility. 
 
Leadership Styles and Their Influence on Change Readiness 
Leadership styles profoundly shape how our employees experience different changes. StitchCo’s historical reliance on hierarchical leadership created a culture of dependency where decisions are made from the top of the ladder, which caused initiative to be discouraged. The shift to distributed leadership aimed to empower employees but was not supported by sufficient mindset and skill development. 
According to Goleman (2000), effective leaders blend different styles—visionary, coaching, affiliative, democratic, and commanding—depending on context. During transformational change, transformational leadership (Bass & Riggio, 2006) is especially valuable, as it inspires through vision, fosters trust, and supports individual development. At StitchCo, transformational leaders could help employees view automation not as a threat but as an opportunity to learn new skills and secure the company’s future. 
Similarly, servant leadership (Greenleaf, 1977) can strengthen distributed leadership by prioritising employee growth and well-being. Managers who are present and actively mentor rather than constant monitoring will encourage ownership and reduce the general anxiety. Training middle managers in emotional intelligence and changing their facilitation is crucial, as they act as the bridge between strategy and in store reality. 
However, distributed leadership should not be the same with the absence of leadership. The production manager’s failure to address teams' inner conflicts could demonstrates the risk of a laissez-faire style of management, which can warp how people own up for their accountability. on the other hand, a balanced approach, which could empower teams whilst maintaining clear guidance and mediation mechanisms would support a worker's independence and cohesion. 
 
Employee Engagement and Skill Development 
StitchCo’s experience highlights that technological change is only as effective as the people that are implementing it. Although, inadequate training could leave employees feeling incompetent and alienated. Armenakis and Harris (2009) argue that change readiness increases when employees perceive they have the knowledge and resources to adapt effectively. 
StitchCo should implement a comprehensive learning and development strategy that includes: 
Hands-on technical training - on automation machinery. 
Peer mentoring programmes - to build confidence and share best practices. 
Continuous learning culture - where training is ongoing rather than one-off. 
Recognition systems - a system that rewards learning, adapting, and collaboration. 
Training should extend beyond technical skills to encompass soft skills, like teamwork, communication, and problem-solving, thereby enabling employees to function effectively in a collaborative environment. Aligning training initiatives with career progression opportunities would further motivate workers and alleviate fears of redundancy. 
 
Managing Resistance and Building Trust 
Resistance is a natural response to change, particularly when employees feel excluded or threatened. Kotter and Schlesinger (2008) identify several strategies for managing resistance: education, participation, facilitation, negotiation, and coercion. StitchCo primarily relied on limited consultation, neglecting participatory and facilitative approaches that build commitment and trust. 
To rebuild trust, StitchCo should: 
Acknowledge employee concerns - Openly discussing situations than dismissing them. 
Involve employees - In the form of shaping aspects of the change, such as workflow redesign. 
Provide transparent assurance - About job security and career development. 
Celebrate small wins - To demonstrate progress and reinforce belief in change. 
Building trust also depends on the consistency of the relationship; leaders must model the new values they promote. If the collaboration is the new norm, senior managers must demonstrate teamwork and adaptability in their own interactions. This similarity between their words and their actions should reinforce the credibility and supports the cultural change. 
 
Linking Change Management to Organisational Performance 
The goal of StitchCo’s transformation was to enhance productivity, flexibility, and cost-effectiveness. However, as the initial results suggest, technological investment alone does not guarantee improved performance. The socio-technical systems theory (Trist & Bamforth, 1951) argues that optimal performance arises from the joint optimisation of social and technical systems. StitchCo’s emphasis on the technical dimension, automation and data analytics was not matched by an equivalent attention to the social dimension of the workers relationships and their cultures. 
By integrating people-focused change management, StitchCo can unlock the full potential of its technological investments. Engaged, skilled, and motivated employees are more likely to use their independence effectively, resulting in higher quality innovation. Furthermore, distributed leadership and communication can enhance organisational agility, causing faster responses to market changes and improved long-term performance. 
 
Conclusion 
StitchCo’s experience demonstrates that technological transformation without cultural and human alignment is likely to fail. To better prepare employees for change, the company must adopt a gentle approach integrating effective communication, supportive leadership, continuous learning, and cultural evolution. Change should be propositioned not as a threat but as a shared journey toward a sustainable future. 
Specifically, StitchCo should: 
· Strengthen communication through transparent dialogue and regular feedback. 
· Invest in comprehensive technical and behavioural training. 
· Redefine reward systems to promote collaboration rather than rivalry. 
· Develop transformational and servant leadership capabilities. 
· Actively manage cultural change toward learning, trust, and adaptability. 
And by addressing the human side of change, StitchCo can not only overcome current challenges but also build a resilient organisation capable of thriving in a volatile, technology-driven industry.
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