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StitchCo's shift from a manual piecework production system to an automated production system relying on data has created an unstable working environment for its employees. While StitchCo has implemented advanced technology, it has not provided employees with the necessary structural, support, and HR resources they require to adapt to this major transition. Employees have experienced feelings of confusion, inequity, skills misalignment, and tension because of this transition. To provide its employees with a solid foundation for future changes, StitchCo must develop an HR system that provides the fundamental building blocks of hybrid leadership, including clearly defined transactions, models of support, and structure. These fundamental elements provide the basis for direction, equity, development of competencies, and employee motivation, all of which are needed to have a stable manufacturing environment for product development in the digital age. (Basu, 2024; Hansamalai et al., 2024)
The failure to align its HR policies to address the introduction of automation into the company was a major setback for StitchCo. Automation has brought about a fundamental change in workers' job descriptions. However, the company has not redesigned the job descriptions or created new methods for evaluating the jobs. Previously, workers who were engaged in manual craftsmanship were evaluated based on their finished products and their digital performance dashboards. Employees utilise the HR system to understand the company’s expectations with respect to performance, justice, and career advancement. Without the redesign of the HR policies, StitchCo employees did not know how to understand the meaning of “good performance” in the automated production system. Furthermore, because employees were unsure of what was expected of them, they became distrustful and demotivated. Consequently, StitchCo must create HR policies which define the new competencies required for workers to succeed in the new production model, including machine operation, digital performance monitoring, and teamwork, and develop an explicit process by which to assess and promote employees based on these competencies. (Basu, 2024).
Along with their confusion concerning how they would be evaluated by the company considering the introduction of new technology, StitchCo employees created additional turmoil with respect to how they would evaluate themselves in the existing evaluation systems. Under the previous piecework production model, employees controlled their own output in the form of piecework; however, once StitchCo adopted automated machinery and digital performance dashboards, employees lost the ability to exert control over their output. Automation took that control and kept it output-based. According to Hansamali et al., rewards are most effective when they encourage the desired behaviours, or else employees will perform poorly (2024). Because of its traditional reward system, StitchCo has created an incentive that tells employees to focus on speed. This type of reward discourages employees from learning from their mistakes and collaborating with others to achieve their goals of producing quality products, which will be needed in the new automated environment. To help employees get prepared for this change, StitchCo needs to implement a new reward structure that consists of a stable wage rate, bonuses based on team performance for uptime, quality and safety, and increases in wages for completion of training in digital skills. This new reward structure consists of promoting the behaviours that will be necessary for working in a high-tech environment, as well as reducing the resentment of employees who feel that they are being punished when machines do not function properly, because they cannot control those outcomes (Hansamali et al., 2024).
In addition, the way that leadership manages its workforce also needs to change. The leadership in the organisation frequently moves from one extreme to another: a rigid, top-down control system inherited from the organisation's Tayloristic past to a complete abdication of leadership under the name of "distributed leadership." Both extremes did not help employees manage the automation process. Therefore, because of the automation transition, leadership will need to move to a hybrid management style that combines aspects of both transactional leadership and transformational leadership. Transactional leadership creates a structure for how work is performed through a system of setting expectations and providing a means for monitoring performance. According to Babu and Kushwaha (2024), transactional clarity has increased employee performance, particularly when they are not familiar with the new tasks required to operate in a digital-first environment. Simultaneously, the transformational components of leadership, such as providing individual support, encouragement, and inspiration, promote higher levels of morale and commitment. Transformational leadership behaviours will help employees adapt more effectively to new, complex and uncertain environments; therefore, in order for StitchCo to make a successful transition to a digital-first world, it will need to find leaders who are able to provide clear guidance and set clear expectations about the appropriate use of technology, training, safety practices, while simultaneously providing employees with support and encouragement as they learn about the new tools and processes they will be using in their jobs (Gistituati, 2025). A lack of employee preparedness for change as a significant roadblock to implementing change at StitchCo (Babu and Kushwaha, 2024).  Inadequate employee technical ability increased employee frustration. Training employees is a continual development of technology skills; therefore, it is not a one-time event. Ernawati, Eliana, Murdijati, and Abdulrohman (2025) argue that improving employee competence, confidence and job readiness through systematic training and development results in increased employee performance. The multi-tiered approach to training recommended for StitchCo includes: the operational training of the machine at the foundational level, digital literacy, mentoring systems that create on-going support, simulation practice that builds confidence without the stress of performance.

Trisnasari, Sayuti and Riyantono (2026) also provide evidence that employees can improve their performance through training for digital and artificial intelligence skills while using technology-intensive processes. By developing a long-term plan for training, StitchCo can alleviate employee fear, support their move to digital technology, and establish a growing technical employee pool from within. (Ernawati et al., 2025; Trisnasari et al., 2026)
Governance structures shape employee perceptions of change at their workplaces. Employees may see their workplaces as unstable or chaotic if there is no governance structure. The failure of StitchCo to provide employees with managerial assistance during disagreements means that employees received no assistance or guidance. Improvements in governance structures, such as structured reporting relationships, grievance processes and processes for resolving disputes, could reduce competition between employees and create a safe environment for employees to work in. By having a governance framework in place to help make decisions, employees will feel more secure regarding their employment. While many employees’ job descriptions were left the same at StitchCo after implementing automation, modern design principles encourage people to use autonomy, skill variety and meaningfulness as motivational factors and to reduce employee resistance to change (Kholifah et al., 2024). StitchCo’s management should also consider redesigning job roles, and the job role descriptions to reflect analytical, problem-solving responsibilities, including identifying machine inefficiencies, offering ideas to improve production and working collaboratively with engineering staff. By adding these functions to job role descriptions for employees on the production floor, employees can change from being “machine operators” to being “production partners,” leading to increased pride in their work and less fear concerning the potential for job loss due to automation. (Kholifah et al., 2024)
Another important component in developing strong organisational commitment through supportive leadership (Marnoto et al., 2025). Research has shown that leadership behaviours are highly correlated with levels of organisational commitment, and organisational commitment impacts organisational performance. Employees who feel valued and supported by their organisation are more likely to embrace change than those who do not. Many employees at StitchCo considered leaving their positions because of a lack of value placed on them by the organisation and because they felt unsupported and ill-equipped to deal with the changes that were occurring. Leaders need to rebuild and reinforce employee trust by providing regular feedback, identifying and acknowledging challenges, and being fair when evaluating an employee’s performance. By encouraging employees to view changes as something done collaboratively and with mutual understanding, employees will be less likely to resist changes (Marnoto et al., 2025).
Another important factor to motivate employees through organisational changes is to provide organisational support in addition to offering tangible rewards. Leadership support and care for employees greatly impact employee motivation, and that employees who do not receive sufficient emotional and practical support experience increased stress and anxiety during transition periods (Mpuangnan et al., 2024). When managers demonstrate that they care about their employees’ job security and offer them emotional support during their learning curve and provide support during breakdowns or other technical issues employees perceive the organisation’s level of support to be high. When employees perceive strong organisational support, the resistance to change decreases and employee engagement increases (Mpuangnan et al., 2024).
Organisations must have adaptive social systems to facilitate innovation and improvement. McGlade and McGlade (2025) stated that organisations undergoing technological transformation must continuously modify their policy structures and existing behaviour as well as the way they interact with each other to meet the challenges of the evolving environment due to the new technology. Workers at StitchCo were unable to experiment with new processes or shared what worked and what did not due to the existing policies and redundant organisation structure. If StitchCo implements an adaptive social structure such as cross-functional improvement teams, structured feedback loops, and experimentation zones, employees will have an opportunity to participate in the development of new work processes in a meaningful manner (McGlade & McGlade, 2025).
Finally, because StitchCo is in a labour-intensive industry, relying only on technology to make improvements in employee performance is not an option. Barkat et al. (2024) show that employee outcomes improve when leadership incorporates empathy, support and accountability into their leadership style. To improve employee performance, leadership should incorporate leadership development training for managers to help them understand how to manage conflict and coach and develop emotional intelligence; when a leader demonstrates fairness and understanding, this builds trust and makes employees more receptive to change (Barkat et al., 2024).
In conclusion, the lack of success in applying technology at StitchCo was due to the organisation's failure to enhance and incorporate their human resource structures and policies, reward systems, labour practices, and governance structures to support the introduction of technology. For StitchCo to assist employees in making an effective transition to using new technologies, it is necessary for the organisation to provide an integrated system of hybrid management, updated human resource policies, equitable rewards, skills development, and clear governance guidelines. By creating and promoting these systems of support, the employees will feel more secure, valued, and competent, making them more willing to use technology to enhance their job performance. Without implementing a clear integrated approach to promoting technological advancement, innovation will continue to create fragmentation in the workplace, conflict, and declining performance.
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