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When StitchCo moved away from how it had traditionally been organised to become a technologically enabled organisation, this transitioned their workplace, employee expectations and how they were measured for performance. However, StitchCo did not create a new way for its employees to be motivated, communicate with each other, and structure their work to help them through this transition. Automation, and the use of data analytics have added complexity, confusion and generated some resistance to job role requirements; much of this resistance stemmed from disconnect between the historical method of motivating employees and how their roles have changed. To help employees with the transition to digital, StitchCo must change how they motivate employees, improve ways to communicate, develop new training programmes, and create new supervisory styles to better prepare their workforce for the digital transformation. An integrated approach to job design, motivation and managing would reduce employee resistance, increase acceptance of digital systems, and enhance overall organisational performance. (Peramatzis & Galanakis, 2022; Weber et al., 2022)







For many years StitchCo paid its employees based on the piecework payment model. This model is a typical format for transactional motivation. Employees are rewarded for the number of units they produce, and this payment model works very well with simple repetitive manual tasks. The piecework model becomes unproductive if our tasks require collaboration including learning (i.e. knowledge) and problem-solving skills (i.e. skills). Automation therefore has not only changed the method of completing tasks but has increased the number of interactions that employees must have to complete the task. Digital transformation research has indicated that adopting and utilising new technologies does not equal success in either the efficiency of task completion or in product or service innovation. Companies that have recognised the training, acceptance and utilisation of technology as vital components to their digital transformation plan have witnessed far greater improvements in their overall performance and ROI than those that assume employees will naturally progress from manual production speed to digital competency without adjusting their incentive structure and workload. (Tu & He, 2025; Meng & Guo, 2024). Frustration arose because employees were required to do cognitive tasks that were much more difficult than the work, they were used to doing and were also evaluated using the same old metrics they had always been evaluated on.
Motivation theories can help explain employee dissatisfaction with this disconnect. According to Herzberg's Two-Factor Theory, there are factors (including pay, safety, and working conditions) and motivators (such as recognition, autonomy, and achievement). Hygiene factors may be sufficient in a simple mechanical work environment, but in an evolving digital environment, intrinsic motivators become vital to success. The StitchCo piecework system is a hygiene factor it prevents dissatisfaction; however, it does not create motivation. When automation introduced additional stressors such as technical problems and lack of clarity, it caused employees to feel undervalued and anxious due to their lack of intrinsic motivators such as skill development, recognition, etc. (Peramatzis & Galanakis, 2022).
Goal Setting Theory also helps explain why the new pay-related goals set by StitchCo were unsuccessful. Latham (2023) states that goals can enhance employee performance if the goals set by an employee are viewed as being fair, achievable, and meaningful. StitchCo introduced digital performance metrics without the proper training and explanation for employees on how they would work, leaving employees with the perception that the targets were arbitrary and unattainable which causes reduced commitment, increased absenteeism, and increased resistance to the new targets. A more effective approach would have been to co-set goals for performance with those employees based on actual capability, as well as linking learning goals to performance evaluations. (Latham, 2023).
Communication is critical to shaping the motivation of employees during a time of disruptive change. Organisational messages are perceived emotionally by employees, and not just as information (Rachmad, 2024). The lack of communication at StitchCo created distrust among employees because they did not understand the impact of automation, how the data collected from performance analytics was being used, and what effect technical problems might have on their performance evaluations. The lack of certainty around automation diminished employees’ organisational commitment and aggravated their resistance to it. Facilitating clear and cohesive communication (i.e. through explaining the rationale for automation, showing how data will drive decision-making, and involving employees in conversations regarding pay fairness) should greatly boost motivation and limit anxiety (Rachmad, 2024).
Digital transformation will also require employees to learn new skills, however, employees at StitchCo were inadequately trained. Employees were predominantly trained on basic machine functions with very little time to practice or ask questions. Multiple studies demonstrate that effective training and development are vital for enhancing employee performance, particularly in environments that require the development of new digital competencies (Kaminsa, 2022; Olaniyan & Ojo, 2008). If employees do not have confidence in their ability to operate new systems, they may not use them regularly and may even prevent themselves from using technology altogether. A structured training programme, which contains both classroom training, on-the-job coaching, peer mentoring, and refresher sessions, would allow employees to prepare themselves for the transition to new technology and demonstrate an employer’s commitment to their long-term employability (Olaniyan & Ojo, 2008).
Work design must also adapt to the changes that are occurring due to technology implementing digital transformation. According to Weber et al. (2022), work design that enables autonomy, facilitates learning and encourages psychological safety will result in greater employee acceptance of digital transformation. StitchCo did not modify its work design when implementing new machinery and instead expected its employees to operate the new machinery at the same speed as the old machines, causing them to become overwhelmed. An effective model of work design will change an employee’s role to include:
· Machine performance monitoring.
· Problem resolution when machines experience faults.
· Team collaboration
· Maintenance of digital records
· Participation in continuous improvement discussions.
Leaders indicate by redesigning work that digital roles are sufficient, meaningful and valued and decrease feelings of loss relating to the transition from manual craftsmanship (Weber et al., 2022).
Supervision will also need to change in Digitally Enabled work environments. To effectively supervise is to not only monitor their work, but also provide support for employee wellness, give feedback and assist employees in navigating their new systems (Kim et al., 2021). When StitchCo transitioned to a digitally enabled system, their Production Manager distanced themselves from the teams resulting in no support for them and the escalation of conflicts between the groups. New supervisory practices under a digitally enabled environment should include active listening, assisting employees in understanding performance data and acknowledging their emotional responses to the use of new technology. Supervisors should create a learning environment where an employee's mistakes are considered an opportunity for growth rather than failure (Kim et al., 2021).
In addition to pay and training, motivation is also impacted by an organisational support. In their research, Ali and Anwar (2021) found that employees who feel supported by management will be able to perform at a higher level. During the transition, employees at StitchCo received very little assurance from management, and their concerns over job security went unaddressed. As a result, the perceived lack of support lowered the employees' morale and, therefore, decreased their motivation. To provide reassurance of job continuity, management must provide clear and direct reasons for any changes to their roles and continue to provide support during the training phase (Ali & Anwar, 2021).
The literature about digital transformation suggests that employee engagement is an important connector between an organisation’s technology and its overall performance. Jo and Ahn, in their 2024 study, demonstrate that digital engagement is positively influenced by the perception of the technology being easy to use, useful and 'linking to the meaningful work of employees' (Jo & Ahn, 2024). StitchCo did not develop engagement with their employees because they forced their new systems on them, made them confuse to the employees and ultimately made them feel punished. To develop engagement, leaders should involve employees in designing their interfaces, defining their work processes and identifying digital tool pain points. Participation in these areas develops a sense of ownership of the tools, confidence and enthusiasm (Jo & Ahn, 2024).
To create a motivational framework in a digital environment, pay systems need to be re-engineered. Current types of pay systems, such as piecework, hinder collaboration, encourage shortcutting and penalise an employee for taking time to learn. More current examples of pay systems are:
· base compensation to alleviate employee anxiety about job security.
· team-based bonuses for quality of work and work efficiency.
· awards for innovation or learning.
· skill-based increases in pay as employees become proficient with a piece of machinery.
As far as a motivational framework that promotes digital production behaviours; the behaviour we want to motivate is teamwork; accurate reporting and continuous improvement of operations (Hansamali et al., 2024).
In closing, motivation, digital engagement and design of a work environment will drive performance; as the three are aligned, all three promote improved efficiency, quality and employee satisfaction (Tu & He, 2025). Digital transformation will enhance performance only if there is an approved organisational capability supporting the use of the technology in the digital workplace. Therefore, StitchCo should incorporate all the parts necessary for a successful digital transformation strategy, such as training, communication, redesigning their reward system and employing support/supervision. Without aligning these components, StitchCo's automation strategy will create greater frustration for employees, which will adversely affect their performance (Tu & He, 2025).








In conclusion, the motivational issues at StitchCo are primarily related to a lack of redesigning their pay structures, communication processes, training programs, and supervisory structures in accordance with evolving technology. The company must make a cultural shift to create supportive, cooperative and career-development-based systems for their employees to prepare them for future change. Making these kinds of changes will allow employees to learn new digital skills, feel valued in the transition and improve the performance of the organisation. Without a change in culture, the organisation will continue to resist technological change and thus will continue to fail to create long-term value through technological change.
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