




StitchCo's move from traditional processes of garment making to technology-based manufacturing revealed substantial weaknesses within their organisation. Using a critical case diagnosis as a framework, we can see that identifying failures within the structural, behavioural, cultural, leadership and systemic areas led to StitchCo's challenges. Connecting these failures allows us to see how shutting down an organisation's focus on its technological aspirations misaligned with the company's level of organisational readiness. By looking at the core reasons for discontentment and decreased performance, this essay provides the basis for enhancing StitchCo's future readiness for change by improving how they communicate, lead, create culture and develop their employees.
StitchCo's major structural failure was its abrupt use of automation without properly considering the human aspect of adaptation. A well-structured organisation helps regulate workflow, sets clear expectations and assigns accountability; yet StitchCo introduced highly advanced technological equipment into their environment while still using the same job descriptions that rely on manual task performance. Essentially, the company was asking its employees, who were being trained to do nothing but repetitive piecework to now operate complex systems and follow new processes and rules. Consequently, the misalignment led to confusion between the two roles, having an impact on performance and output. Research indicates that if an organisation is undergoing a structural shift, the job must also be re-designed and properly identified to provide employees with clarity and alignment, as well as performing effectively during the transformation process.
The behavioural aspects of the organisation also presented barriers to the transition process at StitchCo. Staff have historically developed behaviours around speed and independent repetitive skill sets; therefore, automating processes will require behavioural orientation changes toward collaboration, problem-solving and adaptability. Unfortunately, to support these changes, there were no established behavioural development or orientation programmes available to the staff.
Because workers relied on familiar routines which were not compatible with the technological systems, they experienced behavioural inertia. Research indicates that individuals must be behaviourally primed for change through role modelling, positive reinforcements, and specific training (Babu & Kushwaha, 2024). The absence of behaviourally focused efforts at StitchCo left employees inadequately equipped to transition into digital workplaces and contributed to continuous resistance to change.
Cultural Failure: Cultural factors had a significant impact on employee resistance to change. The culture of StitchCo was predominantly hierarchical, individualistic, and primarily production-based due to piece-rate incentives over the span of several decades. The values associated with culture contrasted starkly with those of the collaborative, learning-oriented approach which are necessary for the utilisation of automated systems. When cultural norms are contradictory to the processes of new systems, employees will revert to familiar cultural values, making it difficult to continually support the change to a new system. The research indicates that as a cultural dichotomous organisation, an organisation must cultivate an evolving culture to promote digital transformation, (Costa & Opare, 2025). Failure to cultivate values of teamwork, experimentation, and flexibility will result in a lack of cultural alignment among employees about the requirements needed for automation.
Leadership Failure: Leadership failure was another key contributor to the barriers of technology adoption. While the company has claimed they were implementing a distributed leadership model, managers have increasingly removed themselves from the day-to-day operations and did not provide sufficient guidance or emotional support. For a distributed leadership model to function, there must be active participation, coaching, and involvement in the decision-making processes, none of which were provided to employees. Employees reported feeling abandoned due to the lack of intervention for the resolution of disputes and technical issues. The research supports that during organisational change, effective and appropriate leadership is critical; it must be visible, emotionally intelligent, and responsive to employee needs (Gistituati, 2025). The lack of visible leadership decreased Psychological Safety and led employees to perceive that the change initiative was chaotic, thereby negatively impacting their trust in management and their sense of belongingness to the organisation.
System Failures: Organisational systems that define the construct of employee behaviour are a significant contributor to the failure of StitchCo's transition to a digital enterprise. These include policies, rewards, performance metrics, and communication systems. StitchCo’s implementation of performance metrics that were tied to pay motivated competition over cooperation among colleagues. The company maximised discontentment and reduced knowledge sharing because it emphasised competition in an environment where collaboration was critical to resolve performance issues with new equipment. As supported by existing research literature, reward systems that do not align with desired behaviours create dysfunctional behaviour during a period of change (Pancasetia & Rifai, 2025). The emphasis on individual performance reduced team cohesiveness and decreased the opportunity for collective effort that is necessary for an automation effort to be successful.

A primary diagnostic finding relates to the fact that the company did not have an employee development system available within the organisation. The company only provided minimal training believing that employees would have a natural ability to understand and use automated machines once they became familiarised with them. This did not account for the fact that automated machinery is complex from technical and cognitive perspectives. Employees who were not trained in the equipment felt inadequate, fearful and unable to perform their job effectively. Research indicates that providing ongoing and realistic training reduces the barriers to accepting new technology, enables employees to perform at a higher level of competence and improves organisational effectiveness during technology change (Trisnasari et al., 2026). Not investing the necessary resources into comprehensive employee training has had a direct effect on StitchCo's elevated operational error rate and declining output.
Lack of effective communication led to greater organisational weaknesses and increased resistance among employees. Employees were provided with limited, inconsistent communications that did not allow for clarity regarding the rationale for automation, the positive impacts anticipated from automation, or clarification of how automation will change the employees' roles and responsibilities. Due to the lack of communication, an environment was created that resulted in the growth of rumours and fears. High-quality communication is necessary to successfully implement a change and is both an important determinant of successful execution and is the principal factor in influencing employee perception of the change process (Mpuangnan et al., 2024). StitchCo's lack of communication led their employees to feel disassociated, undervalued and emotionally disconnected from the company, ultimately driving more employees to become disengaged from the company itself.
Another finding within the diagnostic framework showed that StitchCo lacked emotional support. Due to the disruptive nature of technology on identity, confidence and job security, emotional support and reassurance were missing to ease an employee's fears related to technology. Companies who do not provide for such emotional well-being experience significantly higher employee turnover, burnout and resistance. In reviewing research conducted by the authors on to the importance of a supportive work environment in reducing an employee's emotional strain during periods of disruption (Ramlall et al., 2025); StitchCo's employees were anxious and withdrawn when they needed to feel supported and reassured.
Communication failures on behalf of leaders towards employees has compounded the emotional gulf that existed between the two. Leaders expressed themselves through instruction to employees without engaging in discussions about the directives provided. This has served to reinforce the perception held by employees that they are disconnected and not valued by leaders. Leadership must practice relational engagement, which means listening to and empathising with employees' care and developing trust via communication during disruptive change. Research has shown that relational leadership creates psychological resilience, collaborative behaviours and the willingness to learn (Usadolo and Usadolo, 2025). The performance success of StitchCo was weakened because of leaders not engaging with employees on a relational level and the absence of that capacity during the transition to automation.
Another finding was that employees were not included in the decision-making process. Employees were not afforded the opportunity to take part in the planning or evaluation of automation. The advantage of having employees involved in how change is implemented increases their feelings of ownership and reduces resistance. Employees who are included in how change is carried out develop increased feelings of trust, motivation and performance that are necessary for the organisation's success (Rojak, et al., n.d.). The way changes were introduced into StitchCo was done from the top down only, which disengaged employees and lowered their moral.
Another area of weakness in StitchCo was the way that the organisation has approached learning. Automated manufacturing systems require organisational experimentation and improvement; however, StitchCo viewed mistakes as failures and not as learning opportunities. Research strongly indicates that the organisation's ability to adapt to a changing digital world relies heavily on how the organisation promotes learning (McGlade and McGlade, 2025). The organisation's practices meant that employees were not encouraged to innovate via automated systems nor develop confidence in using automated systems.
Another significant issue that was revealed was a problem with conflict management. When various teams began to have conflicts with each other due to problems with unclear expectations and machine issues, there was no intervention by leaders. Conflict that is not addressed at the earliest possible moment escalates, hampers collaboration and creates a negative impact on employee engagement. Research shows that conflict is best resolved by way of mediation and discussion at the earliest opportunity (Opatha, 2024). Simply put, because StitchCo leadership took a passive approach, many of the initial problems and disagreements that were taking place escalated into serious dysfunctions.

In conclusion, an analysis of the key findings demonstrated that StitchCo's problems were not the result of a problem with technology; rather, there were systemic and process-related issues, e.g., organisational structure mismatch with employee behaviours during periods of disruption, employee resistance to change, rigid and antiquated company culture, poor and ineffective leadership, lack of sufficient communication and support systems. To adequately prepare employees for future technological advances, companies like StitchCo must implement a strategic approach that embraces organisational cultural renaissance, relational leadership, open communication, participatory organisational design and ample training opportunities. The adjustments outlined above will enable organisations like StitchCo to produce a highly qualified, motivated and skilled work force that can continue to flourish and grow in a digitalised manufacturing environment.
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