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Introduction
Due to a lack of prior preparation for the emotional, cultural and practical aspects of the move to automation, the move caused great distress within the company, StitchCo. Employees who previously had carried out manual, repetitive tasks for many years struggled to learn and adapt to the systems of automation, requiring new skill sets, ways of thinking and working. The removal of familiar and predictable patterns of work from workers' daily lives has created uncertainty in workers' minds as they do not know what to expect in terms of their job descriptions. Research indicates that the more difficult a transition is for an organisation, the more stress it creates for the employee, unless the organisation lends support and provides sufficient time for adaptation (Ackerman, 2023); therefore, the limited support and guidance provided to employees at StitchCo created an environment of anxiety and resistance.
Employee resistance
The lack of effective communication has played an important role in the creation of employee resistance within StitchCo. While StitchCo sought input from employees at the beginning of the automation process, there was little or no ongoing communication to ensure employee understanding of how to navigate their way through the process. Employees were not given clear guidance related to job expectations, job security or job performance. According to research referenced in this essay, when organisations’ communications are ambiguous or not consistent over time, employees often lose trust in the organisation, resulting in negative assumptions regarding the organisation, thereby increasing employee resistance to the organisation's change process. In addition to ensuring clear communication paths, consistent updates to the workforce, and providing opportunities for employees to discuss issues as they arose, these are all critical elements that were missing at StitchCo. 
Culturally Misaligned Company Transformation at StitchCo 
Because of the company’s emphasis on a hierarchical orientation, individual productivity and daily routines, it was difficult for employees of StitchCo to adapt as they transitioned to digital transformation, which is defined by collaboration, adaptability and willingness to learn, among other things. The employees were unfamiliar with the new environment and the expectations. The culture of an organisation affects its readiness to adopt technology and determines how effectively an organisation will be able to successfully transform through use of technology (Leso et al., 2023). Therefore, since the culture of StitchCo had not been restructured prior to the implementation of the automation strategy, many employees were unprepared to take on new responsibilities and work with increased levels of autonomy.
Inadequate Leadership Changes Also Contributed to Company Challenges 
Lack of transformational leadership was also a reason for the company’s challenges. Transformational leaders motivate their employees and build trust while creating a healthy organisation and an environment for employees to work and grow, things that were lacking in this instance. This meant that the focus of management was on getting the technical aspects of the transformation in place rather than taking care of the employees. Because of this, the employees did not receive any motivation, encouragement, guidance, or clear direction from their leaders. Furthermore, although the company had implemented distributed leadership, the company did not clarify roles of distribution or train leaders to use this method. Because of these issues, employees experienced confusion, conflict and competition as opposed to collaboration. The research shows that shared leadership is successful when teams understand the roles of responsibility and when leaders effectively communicate to their teams what the expectations of them are (Wang et al., 2014). Because of this lack of clarity, teams experienced an increase in frustration and experienced challenges in working together as a cohesive unit.
Inadequate Training Also Contributed to Company Challenges 
Training was not enough to prepare employees for the complexity of the digital tools that were introduced. Employees reported that they did not feel properly trained to use the new equipment and therefore were more likely to make mistakes and experience lower performance levels because of this lack of confidence. The research indicates that comprehensive training enables individuals to be more confident and reduces resistance to new technology while enabling individuals to produce superior quality outputs (Kaminska, 2022). Motivation was also an issue because the organisation did not update the incentive plan to align with the new workplace. Employees need to be recognised, provided growth opportunities, and given feedback to be motivated during a technological change. However, StitchCo did not implement new methods of engaging employees (Ali & Anwar, 2021).
Conclusion 
In conclusion, the challenges that StitchCo experienced stemmed from a lack of communication, cultural misalignment, unclear leadership structures, insufficient training and reduced motivation for employees. Providing better levels of support from leadership, improving communication processes, and investing in developing the employees will allow the company to become resilient and better perform during future organisational changes.
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Impact of Rapid Automation at StitchCo



Employee identities and self-confidence were shattered.



Fear and anxiety grew due to lack of preparedness to meet these changes.



Little consultation led to misinformation and resistance (Mdletye, 2025).













Organisational Culture Misalignment




The organisational culture and the culture established during the digital transformation phase of StitchCo did not match.



StitchCo's previous culture valued routine & individual craftsmanship, but the digital transformation required collaboration and continuous learning.



Organisational cultural maturity is very immature when automation started.



Fear of Irrelevance also drove resistance to change (Leso et al., 2023).













What Went Wrong at StitchCo?



Fear of Redundancy plus loss of identity

Automation introduced too quickly

Craftsmanship was not important any longer

Workers feared becoming redundant (Ackerman, 2023; Yue et al., 2019)













Leadership, Communication & Capability Gaps




Distributed leadership was introduced without appropriate structural support.



The absence of clear direction resulted in Conflict and Confusion.



Insufficient Training for complicated technologies.



Employee motivation has decreased because of a lack of recognition systems (Kaminska, 2022).











Cultural & Leadership Breakdown



Old Culture equal hierarchical and routine-based new expectations equal collaborative decision-making and flexibility

Leaders focused on technology instead of the workforce

There was no shared vision leading to workforce disengagement (Leso et al., 2023; Ausat et al., 2024)











Training plus Motivation 



Training was inadequate for the use of complex Digital Tools

Workers lacked clarity and confidence in using these tools.

Piecework Incentives were ultimately irrelevant.

There was no motivation strategy used to replace piecework incentives (Kaminski, 2022; Peramatzis & Galanakis, 2022).











Core Problems at StitchCo



Problem 1: Rapid adoption of robotics and automation.

Problem Source: Employees weren't prepared for the transition.

Problem Outcome: Workers resisted the changes, and many workers avoided work due to fear of losing their jobs.

Problem 2: Distributed leadership and lack of employee empowerment.

Problem Source: Teams did not have clearly defined roles and responsibilities.

Problem Outcome: Conflict between teams due to overlapping responsibilities and unclear expectations. (Ackerman 2023; Wang et al. 2014).











Cultural Limitations in Digital Transformation



Traditional hierarchy-based approach to job titles.



Workers who are not used to working autonomously.



Collaboration and learning were not part of the culture.



There was no digital culture (Leso et al., 2023).











Communication, Training & Motivation Gaps



Inconsistent messaging generated anxiety.



Training was inadequate for the newly installed machines.



The value of employee motivation was diminished, so rewards had little value (Ali & Anwar, 2021).











Disruption Created by Automation



Long-standing work routines replaced.



Average person overwhelmed and unprepared..



Psychologically not enough room for transition



Absenteeism increased as uncertainty increased (Ackerman, 2023).













Cultural & Leadership Mismatch



Traditionally driven, routine-based culture is incompatible with automation

Between culture and behavior, leaders didn’t provide guidance on how to change behavior

Shared leadership was Implemented, but there was no clear definition

Result of all of this is conflict, competition, and a lack of defined responsibility (.Wang et al., 2014).
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