


In switching to an automated production environment from a traditional piecework system, StitchCo evidenced weaknesses in three areas: communication, leadership, and cultural preparedness to accept technological changes. To gain insight into how best to prepare employees, this essay will analyse StitchCo's situation in relation to three organisational theories/frameworks: Lewin's Change Model; Kotter's Eight Stage Change Framework; and Burke-Litwin Model. Through each model, the failures experienced by StitchCo and several ways to improve communication, provide better leadership and create cultural support for technological advancement will be examined (Eaton et al., 2024).
According to Lewin's Change Model, the "unfreezing" phase of the model explains the first step necessary to make the transition at StitchCo. This phase requires that the employees be psychologically ready before they can be introduced into a new way of working or producing a product. StitchCo failed to "unfreeze" its workforce when moving into an automated system of production; employees were thrust into automated working environments with no preparation or personal investment in the decision process. For more than forty years, the piecework system had built the identity, status, and expectations of the employees, creating a very strong attachment to existing routines. Attempting to create "movement" without first "unfreezing" resulted in a great deal of resistance, confusion, and frustration with the transition at StitchCo, because many employees were unwilling to let go of the familiar and interpret the new system as an opportunity, rather than a threat (Stewart, 1992).
Kotter's 8-Step Change Model also provides insight into the failures in the process at StitchCo. The eight stages outlined in Kotter's model include the steps of creating a sense of urgency, establishing a guiding coalition, and developing and communicating a vision. Each of these steps was neglected during the transition at StitchCo. There was no sense of urgency among all the managers. Instead of a collective urgency, the managers emphasised financial stress alone, with little to no explanation of how automation would play into the organisation's long-term viability. The lack of a coalition of leaders meant that the employees did not have any trusted representatives (supervisors, union representatives or respected co-workers) advocating for the change. As a result, employees received mixed messages from the leadership and, therefore, were sceptical of the leadership's intent. Kotter (2018) also stresses the importance in creating a vision of where you want to be and how you will get there. In the case of StitchCo, management did not clearly articulate how automation would benefit the workers and provide an improved job, creating doubt among employees about the validity of the management's rationale for implementing automation. The results in this area indicate that with the use of a consistent message, more visible leadership and employee engagement, there could be an area of support rather than an area of scepticism (Phillips & Klein, 2023).
The Burke-Litwin Model further expands on the findings described above by examining the cultural aspects of transformative change, such as Leadership Behaviour, Leadership Values, Leadership Relationships and Leadership Culture that were missing in the case of StitchCo. StitchCo viewed the implementation of automation as a technical change and focused almost exclusively on redesigning the tasks the automated system would perform rather than viewing automation as impacting an employee's identity, autonomy and social relationships. The introduction of the automated systems also changed how employees viewed their own usefulness and relevance of their skills. Burke and Litwin (1992) state that the beginning of transformative change often requires the behaviour and alignment of leadership culture with that of the organisation. In this case of StitchCo, the management provided little to no emotional support, feedback, or engagement opportunities for its employees during the implementation of automated systems. The disparity between the introduction of the new technology versus the existing cultural norms created a disconnect, which resulted in employee resistance. The Burke-Litwin model would suggest that modified systems of recognition; modified communication patterns and modified interpersonal dynamics would allow employees to begin transitioning toward a digital work culture (Waddell et al., 2016).
Across all three models the primary barrier to successfully implementing change is a lack of communication. The communication from StitchCo to its employees during this period of change has been inconsistent. Top-down communication occurred sporadically and did not address employee fear or allow for dialogue. Therefore, employees developed their own understanding based on what they had heard and assumed the worst regarding their job security and future position. Research on transparent communication shows that this type of communication reduces anxiety and builds trust by clearly establishing employee expectations and outcomes (Mdletye, 2025). StitchCo should create structured communication routines to provide constant clarity and allow employees to share their concerns such as through weekly employee briefings, an open forum for questions and answers and easily accessible electronic updates.
When comparing the three change models, leadership style is a significant factor affecting the success of the different models. Leadership, according to Kotter and Burke-Litwin, is necessary for all effective organisational change, while Lewin states that leadership plays a role in helping prepare employees psychologically for change. Although StitchCo attempted a model for distributed leadership, it was perceived as an absence of participation in its employees but rather as shared
Leadership may not be provided because managers and supervisors were not available on the shop floor during periods of conflict or periods of technical difficulties, thus creating uncertainty in regards to providing guidance or support. Effective leadership in terms of change requires emotion-based intelligence or "presence" and relational engagement. Research conducted on transformational leadership identifies that the leader can encourage employee learning, provide reassurance and develop an adaptability model. To build stability for employees during technological disruptions, StitchCo's leaders will need to develop relational competencies such as listening, empathy and continual involvement (Thomas & Aurora, 2024).
Culture change is evident in all the change models. In Lewin's "Refreezing" stage, new behaviours must be embedded into the organisation's culture; Kotter emphasises that change must be anchored in an organisation's norms; and Burke-Litwin views culture as the deep motivator for individual behaviour. The culture of StitchCo has always rewarded individual output through speed and personal craftsmanship. However, the new automated systems will demand collaboration, sharing of information, continuous learning a value currently absent in the culture of StitchCo. Without an intentional cultural transformation, employees will experience the new technologies as incompatible with their identity. For technology to evolve, the culture needs to evolve along with it by emphasising three values: teamwork, experimentation, and adaptability. To develop a culture that embraces collaborative norms, StitchCo needs to incorporate teams into reward structures, set team targets, and use collective problem-solving approaches (Kumar et al., 2024).
Training deficiencies also indicate the level of misalignment among all three models. During the 'movement' phase, Lewin describes the need for employees to be trained on new skills; Kotter describes the necessity for employees to be empowered by removing any barriers to developing those skills; Burke-Litwin connects the development of new skills to enhancing an employee's individual performance. Training was a minimal effort by StitchCo and did not adequately prepare employees to meet the technical challenges of their jobs. The gap in competencies, because of the inadequate training provided, resulted in employees feeling fear, behaving erratically, and not wanting to engage with automated systems. Research shows that developing skills builds confidence, reduces resistance, and increases trust. Continuous training programmes, mentoring opportunities, and hands-on educational workshops are integral components for increasing capability and providing support for employees transitioning from traditional processes to automated processes (Mouazen et al., 2024).
Employee participation is another element found in all three models. Lewin sees employee participation as an essential element to unfreezing old habits; Kotter asserts employee participation creates ownership of the change process; and Burke-Litwin connects the motivation and culture of an organisation to the degree to which employees participate in changing the organisation. The employees of StitchCo were not involved in either the planning or assessing of the automated processes. As a result, employees felt alienated and sceptical about the change process. Participatory approaches allow employees to affect the implementation processes, create input, and feel valued. Research supports that employee participation results in increased employee commitment and decreased employee resistance to change. StitchCo should create cross-functional teams, pilot teams, and employee-led improvement teams to help create a greater sense of ownership over the technology changes (Jo & Ahn, 2024).
Organisational support is an important aspect of all three models. Kotter discusses the need to remove barriers; Burke-Litwin discusses the role of supportive systems within an organisation; and Lewin stresses the need for support during a period of transition. StitchCo provided limited organisational support for its employees, resulting in unresolved technical problems, missed opportunities to diffuse conflict, and a lack of clear support resources for the employees. Research has shown that there is an association between the level of organisational support received and the overall wellbeing of employees; as such, employees who receive a high degree of organisational support are more likely to experience greater job satisfaction, decreased turnover, and increased motivation. Successful implementation requires establishing formal systematic support mechanisms, including coaching programs, technical assistance hotlines, and wellbeing resources (Edonomokumor et al., 2025).
In conclusion, analysis of the Lewin, Kotter, and Burke-Litwin models of organisational change highlights that the failure of StitchCo was not due to technology but was rather a failure of the organisation as such. The organisation has not created all the psychological, cultural, and structural changes required for change. Technology and people are intertwined; therefore, to successfully implement technological change, there needs to be leadership, communication, participation, education, and ongoing support. The three models should be used together to develop a structured and sustainable human-centred approach for future technological changes by StitchCo.
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