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Introduction 
Employee engagement is affected negatively due to changes in emotional, structural and motivational dimensions because of automation, including how workers perceive themselves, changes to operational processes, and ultimately a breakdown in workers’ identities based on their craftsmanship. Employees who had spent years establishing an identity connected to their craft were uncertain of their new identity and place within the organisation once manual labour and craftsmanship were replaced by digital machinery. Change processes generate employee anxiety as they react to perceived risks to their competence and significance of their job within the organisation; this is especially true in situations where new duties and expectations are competing against skills developed and used over a long period of time (Rojak et al. 2024).
Structures that motivate employees are a principal component of employee engagement during times of change. Employees will remain engaged if they have established clear goals, are provided with direction, and are given structured performance expectations. Goal-setting theory supports that goal specificity and goal meaning increase employee commitment and focus, especially during the transformation of organisations (Latham 2023). StitchCo did not provide employees with these factors, therefore, workers were left unsure of how performance would be evaluated once automation began.
Motivation 
Motivation theory indicates that intrinsic and extrinsic motivators play an important role in increasing employee engagement; however, a poorly designed reward system will reduce levels of employee commitment (Peramatzis and Galanakis 2022). Previously, StitchCo relied heavily on outdated reward systems which were based on speed and manual outputs, these were irrelevant when production changed from being manual-led to machine-led processes. Research on reward systems demonstrates that if employees feel that they are receiving fair and relevant rewards, their level of motivation and performance will greatly increase, therefore, it is essential to continually update reward systems to support employees during periods of technological advancement (Hansamali et al. 2024). The level of employee engagement is closely tied to the level of communication and to the emotional support offered to employees. Research demonstrating Motivational research supports the benefits of clear communication, including easier understanding of what's going on, less anxiety about what's happening, and the development of a stronger emotional connection between workers and the overarching organisations’ goals (Rachmad, 2024). At StitchCo, the employees were confused and stressed due to inconsistent messages and lack of transparency concerning automation.
Employees wellbeing
Transformational leadership is well established as being able to motivate, inspire and provide emotional support during times of uncertainty for employees (Gistituati, 2025). By articulating a clearly articulated vision and recognising employees' contribution to it, leaders can create response to their message greater meaning and security during times of uncertainty. Unfortunately, the leaders of StitchCo did not effectively engage as many employees in the transformation process as they should have, thereby limiting the opportunity to create motivation and psychological security for employees. Furthermore, leaders play an important role in creating support for their employees while they adjust to a new work environment, especially when the employees are confronted with unfamiliar tasks and technology (Mouazen et al., 2024).
The structure of HR is very important in defining engagement because it provides the structure, the consistency, and the guidance to enable an employee to become engaged in an organisation. Research indicates that the implementation of high-quality HR systems leads to the creation of a virtuous cycle whereby increased HR information creates improved HR practices, resulting in increased employee willingness to accept new responsibilities (Basu, 2024). At StitchCo, HR policies were not updated to reflect the new required competencies, skills and collaborative requirements of an automotive work environment; therefore, employees did not have adequate support in knowing how to succeed in that new environment, which added to the increase in employee uncertainty and anxiety.
Cultural and governance issues impact 
Employees with weak alignment between culture, governance and leadership tend to perform at a level lower than the performance of those organisations with good alignment between all three elements. In the case of StitchCo, the dominant culture of the Craftsmanship of individuals remained deeply entrenched, while the requirements of automation entailed teamwork, learning and inter-departmental communication.
Change management frameworks indicate that the alignment of motivation, leadership and culture is essential to successfully transform organisations (Phillips & Klein, 2023). In the absence of consideration of employee’s emotional responses during a change process the employees increase their resistance and reduce their engagement in that transformation effort. Research shows that employees must be reconnected to the values of the organisation during the transition process and be provided the tools to deal with the uncertainty that is present (Amis & Greenwood, 2021). The experience of StitchCo validates the need to create systems that can support employee motivation, create HR systems that will align with the business's needs, and support an environment where employees can become engaged.
To strengthen employee engagement at StitchCo, we must integrate systems that support and foster employee engagement, create transformational leadership systems and modify the existing HR systems so that employees feel they are an important part of the organisation throughout the Technology Transition Process.
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