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StitchCo has altered its garment production processes to include modern technology such as automated methods; however, this change has caused large psychological and structural changes within StitchCo's workplace and employees. Employees previously relied on manual skills to do their job for a long period of time; this has caused these same employees to feel disoriented, unappreciated, and unvalued in their work. StitchCo underestimated the amount of emotional strength that employees would need to utilise to adjust to the introduction of technologies and believed that just technical enhancements would result in improved employee performance. Change is a product of human action. If there are no feelings of psychological safety, fairness of treatment, and an opportunity to participate in collective decisions regarding technological changes, then employees will see technological advancements as threats rather than improvements. StitchCo has created an unstable workplace environment that has produced low morale, increased absenteeism, and resistance to change due to their failure to provide these basic conditions for employees. Implementing a human-centred program based on the foundations of organisational justice, support, and collaboration will assist in preparing employees for this forthcoming change (Costa and Opare, 2025).
The main weakness of StitchCo's method of dealing with the introduction of digital performance standards was the absence of organisational justice in the eyes of its employees. In addition, employees perceived the introduction of the use of digital performance metrics and the development of new payroll-related targets to be very unfair because these changes were not explained clearly or collectively bargained with employees prior to implementation. According to organisational justice theory (Susana B, 2006), most employees respond to change by evaluating whether a given procedure is fair through the lens of whether the procedures used to make the change were transparent, the decision-making processes were consistent, and all employee input is considered. Failure to respect this process of fair decision-making will always result in the inevitability of employee resistance to the organisation. 
Psychological safety is an important factor influencing how employees adopt new technology. After the new automated machinery was installed, many of the employees felt embarrassed to admit they were unsure how the system worked, uncertain what others would think of them if they were able to learn how to operate it. In situations where there is a lack of psychological safety, employees will often keep their mouths shut and hide their mistakes rather than experiment with it, which is detrimental to their learning and performance. The culture at Stitchco was built around piecework pay and hierarchical management and discouraged honest communication. To create psychological safety, leaders should actively encourage their employees to ask questions, openly acknowledge mistakes without creating blame and to also create the environment that learning is a process. Employees who feel safe to express confusion or frustration in connection with anything being new will have a greater likelihood of being willing to engage with anything new. Learning to work around automated machinery requires trial and error, which will not occur if fear inhibits this learning process, and this fear inhibits employees' ability to adapt.
Change fatigue was another issue experienced by employees of StitchCo. Employees had been accustomed to the same consistent routine and predictable expectations. The sudden introduction of automated machinery, data analytics, and new expectations from leadership created an overwhelming sense of anxiety for many of the employees. Studies have shown that an employee experiencing fatigue from ongoing changes/overwhelm typically will experience emotional exhaustion, reduced commitment, and reduced performance. StitchCo added to the employee fatigue by providing numerous major changes simultaneously, without phasing the introduction of these changes, or providing the employees with adequate support. Leaders should understand that there are limitations to the number of changes an employee can handle emotionally or psychologically. Providing employees with gradual introductions of changes, timelines outlining when changes are expected to occur, continued support, will help alleviate employee fatigue and help employees get back on track to a place where they feel stable again. The gradual adaptation of changes by employees aids in the development of the transformation into their work identity (Morgan et al., 2025).
When new automated processes are introduced into the workplace and the participation of employees, supervisors and union representatives in co-creating the new processes is kept to a minimum, the top-down approach taken by StitchCo created feelings of exclusion and allowed for the spread of misinformation. Through stakeholder co-creation, however, employees can share their thoughts and opinions regarding the systems and tools that will affect their day-to-day work. Collaborative workshops, participatory design sessions and pilot testing have provided employees with a platform to provide input on the practical challenges that managers may overlook. Additionally, when employees are involved in the co-creation of solutions, their sense of ownership increases, resistance is decreased and the solutions developed are more likely to fit the actual physical realities that exist on the shop floor. Consequently, when employees participate in the development of new processes, they are transformed from passive recipients of change to active partners in that change (Ramlall et al., 2025).
StitchCo's communication during their technological transformation was fraught with inconsistencies and lacked clarity. Following the initial consultation with the union representatives, the communication diminished to an extent, thereby leaving a void that was filled with speculation and rumours. Effective communication during a technological transformation must be consistent, transparent and interactive in nature. It is insufficient for an employer to announce new technologies; they must provide employees with continued updates, as well as the ability to ask questions and express concerns. StitchCo did not provide adequate information regarding how job definitions and duties will evolve because of the utilisation of digital materials as well as how the company will manage technical errors or faults. As a result, many of StitchCo’s employees expressed a great deal of anxiety relating to the rationale for their newly developed roles. By providing consistent, two-way communication, employees feel respected and informed and are, therefore, better able to cope with the uncertainty that accompanies change (Mdletye, 2025).
The introduction of automation would require that StitchCo’s learning culture undergo a fundamental shift because of the continual development and utilisation of learning technologies. The manual production process relied heavily on tacit knowledge and routine labour whereas the implementation of a digital system relies on analytical thinking, continuous learning, and adaptability. To develop new competencies, an organisation needs an organisational learning philosophy to encourage employees to reflect, train, and collaborate with peers. Technical demonstrations provided by StitchCo did not provide employees with sufficient meaningful learning. Employees require repeated opportunities for practice and safe failure to improve (Usadolo et al., 2025).
The way in which leadership behaves determines how employees experience or perceive change. At StitchCo, the move toward distributed leadership was poorly executed because of how the individuals leading the transition withdrew their direct leadership role and no longer provided the level of support and direction necessary to create an environment that successfully balanced empowerment and support for employees. Effective leaders during times of technological change must clearly articulate the expected behaviours of employees, provide clearly established expectations for employee roles, and provide structured guidance to employees while remaining sensitive to the concerns and emotional responses of employees. The use of hybrid-style leadership will support employees by instilling in them both confidence and stability during times of uncertainty through a combination of both directive and supportive behaviours. Leaders who provide visibility, approachability, and open communication to employees, help prevent mistrust and conflict that occurred during the transition of StitchCo (Yue et al., 2019).
The level and intensity of conflict that arose within the teams at StitchCo escalated because of how inadequate the organisation was at anticipating how automation and digital technologies would disrupt the social relationships between team members. The level of rivalry between teams also increased due to the use of digital performance metrics and their comparisons, which resulted in individuals blaming each other for their own slow output or machine faults. Without managerial interventions to address the effects of conflicts on team productivity, cooperation and morale, studies show that addressing conflict early is essential to stop these negative cycles (Ayoko & Callan, 2010). 
Work identity has also influenced the negative reactions of employees at StitchCo. The majority of StitchCo employees took pride in the craftsmanship, speed of their work and their manual skills. Many employees viewed automation as a threat to their work identity; as a result, they suffered from a sense of loss. Organisations must support employees as they learn through the process of adopting technology, providing opportunities for employees to recreate their work identity by integrating the strengths of their previous experience with the future capabilities of the company. For example, organisations may redefine "craftsmanship" to include technical proficiency, quality assurance, innovation or a blend of these elements. When employees see themselves as evolving rather than being replaced, they continue to feel confident and engaged as they transition into new roles (Meijers, 2024).
In addition, organisations should create a supportive environment for employee wellbeing. Employee stress caused by job insecurity, technical failures and increased monitoring has a detrimental impact on both the employee's mental health and performance. Research has shown that organisations that provide supportive work-based environments that value employee well-being tend to be more likely to retain, motivate and produce higher levels of productivity from their workforce. StitchCo can improve employee well-being and motivation by providing counselling, opportunities for flexible learning, positive recognition and support to employees through positive behaviour. When employees feel demonstrated value as human beings and not just labour inputs, they are more likely to accept the new expectations imposed on them and adapt to new technologies (Ausat et al., 2024).
The challenges faced by StitchCo demonstrate that the technological change is inseparable from the human change. The success of an organisation is not based on the machines but on how employees can trust their leadership, perceive fairness in their organisation, feel psychologically safe and take part in continuous learning (Williams et al., 2003).
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