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During the transitional phase of automation, employee's leadership weaknesses resulted in much of the uncertainty, anxiety, and insecurity they faced. Workers were experiencing emotional trauma and anxiety as their traditional craft-based roles changed quickly, but the leadership did not support or empathise with the workers’ emotional needs as they transitioned to the new automated world. Studies have shown that transformational leaders build emotional intelligence and provide their employees with psychosocial support to help individual employees deal with the uncertainty during this transition period. Unfortunately, none of these leadership behaviours were evident in the leadership practices of StitchCo (Barkat et al., 2024).
A large portion of the problems experienced by the employees at StitchCo due to this period of transition involved the lack of inclusive leadership. Employees were unable to include themselves in discussions regarding the technological change and were not allowed to provide feedback or to be included in the decision-making process regarding their work schedule. By forcing employees to sit quietly while listening to company representatives talk about the change that would take place in such a chaotic situation led to a significant amount of distrust and frustration among employees, especially those who had experienced significant emotional pain because they felt ignored at a time when the company was experiencing its most substantial change. Leadership that focuses on inclusion will allow employees to develop a sense of psychological safety and be supported when they express their concerns and fears about change, but this was not present in the workplace environment created by the company (Klimek, 2025).
The lack of consistent and clear communication from the company heightened employees' feelings of not knowing what the change will mean or how the change would impact their jobs. The leaders of StitchCo failed to create a culture of trust among workers and did not consider the fact that poor communication would create an unstable work environment. Without adequate communication, most employees will interpret what will happen based on their fears; thus, many employees interpret what is occurring in the company as losing their jobs and their importance in the workforce. The importance of transparent communication to decrease resistance to change and develop trust has been posed in a number of scholarly articles, indicating that when organisations do not provide this form of transparent communication, they can have increased levels of uncertainty and disengagement (Yue et al., 2019).
In addition, leadership did not address the introduction of digital performance monitoring. The initiation of performance dashboards without any explanation or reassurance left employees with a perception of the system as a tool for monitoring rather than for support to employees. The use of poorly defined or poorly implemented performance metrics damages employee morale and trust; in particular, when employees perceive themselves being scrutinised rather than supported. Workers at StitchCo interpreted the dashboards as being punitive and creating anxiety for them; this negatively impacted the employee's relationship with management (Wu et al., 2024).
Due to the increase in the need for teamwork because of automation, team dynamics became strained. Many employees were used to working in a piecework culture, which emphasised individual productivity to a high degree, and were not prepared for the level of collaborative work demanded by the increase in automated production. Leadership did not either redefine the expectations of team structures or initiate shared learning processes to avoid the emergence of mistrust and conflict. For success in resolving technical problems, cross-functional teamwork is both necessary and paramount, but the absence of this teamwork resulted in reduced effectiveness of new technology implementation (Chen et al., 2025).
Industrial relations added to the issues experienced by leadership. Although union representatives were involved at the beginning of the transition, they did not participate in further ongoing decision-making following their initial involvement. Employees depend on unions to provide them with legitimacy and fairness to protect their rights during organisational change; therefore, when unions are excluded from the decision-making process, the perception of procedural injustice increases. According to positive organisational behaviour psychosocial research, both trust and fairness are necessary to sustain employee engagement; however, leadership did not develop either of these essential attributes effectively (Ramlall et al., 2025).
In general, leadership did not successfully lead the development of a culture necessary for successful technological change. The organisation remained focused on speed and individual output instead of collaborative teamwork, which resulted in a culture misaligned with the goals for technological evolution. As a result, the culture did not support innovative thinking and created friction in the implementation of change. Specifically, the inability for StitchCo to achieve alignment of its leadership behaviour, organisation communication, and organisational culture with the type of change required to engage in a digital transformation hindered the company from achieving expected results and created substantial limitations on the overall organisational performance.
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Leadership Failures During Change (Roponica)















Leaders lacked emotional intelligence





Employees excluded from decision-making





Communication one-way and insufficient





Resulting in mistrust and heightened emotional stress





Leadership Impact on Teams & Culture (Roponica)















Digital dashboards seen as surveillance





Team mistrust and conflict increased





Union involvement neglected during change





Culture not reshaped to support automation
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