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Introduction 
The current situation at StitchCo reflects a breakdown of the relationship between employees, structure, culture, and overall performance of the organisation. The move from manual production methods to computerised manufacturing technology has impacted on how employees view themselves as competent individuals in their jobs. The use of technology has created discomfort among many long-term employees who feel insecure and embarrassed when they encounter a technology that they do not understand, and this emotional discomfort has been compounded by the lack of support or acknowledgement of the emotions of employees that have been created by leadership (Morgan et al., 2025)
The structural systems within the organisation did not keep pace with this technological development. Job descriptions, performance standards and the design of work were all developed based on the manual piecework system even though the organisation had moved to operating with advanced digital machinery. Employees within the organisation are still being evaluated on their output rather than machine productivity. The lack of alignment between the technology and the structure created a situation of confusion about performance expectations and led to a perception of unfairness, creating a lack of organisational trust. The typical poorly designed transitional processes create situations of guesswork that lead to increased levels of anxiety and resistance rather than cooperation from employees (Mdletye, 2025).
The organisation’s leadership failed to communicate the changes that were occurring, resulting in an unstable and uncertain environment for employees. Leadership did not provide a clear understanding of why the organisation moved toward automation; they did not communicate how the change would support the long-term competitiveness of the organisation, nor did they communicate how the change would affect the employees’ roles within the organisation. In the absence of adequate and clear communication, employees created their own interpretations of these changes and most of them were negative. A lot of people saw this technology as something that would take over their jobs instead of help them do their jobs better. Sensemaking research shows that organisations do not effectively frame change; therefore, employees will make sense of the change themselves and create uncertainty for themselves and reduced ways of committing (Malik et al., 2025).
Organisation culture 
Organisational culture also applied in a big way to the new environment using technology. The historical identity of StitchCo was built on speed, manual skills and individual performance. Those characteristics have no relationship to a team-oriented environment using automation. While the automated system required workers to support one another, communicate cross-functionally and solve problems together, many employees continued to work in silos without much collaboration between each other. Collaboration is critical to perform complex technical functions, but without either structural or cultural support, teams were having difficulty adjusting to this new environment and causing friction between different departments (Chen et al., 2025).
Identity disruption 
This was also experienced by employees. For many employees, craftsmanship was a skill but also a large portion of their identity. These employees have had their identities disrupted by automation and feel loss and resentment about this change. Leaders need to honour the past contribution of employees when experiencing an identity transition due to technological change while also supporting skill development for the future. This is a step that was omitted by StitchCo, leaving many employees feeling undervalued and disconnected from the new direction of the organisation (Meijers, 2024)

The organisation also did not focus on building resilience or developing emotional support systems. It is well known that employees who are learning new digital skills go through a steep learning curve and will need reassurance, practice opportunities and a cultural environment that normalises mistakes. If an organisation provides these types of emotional and psychological support, its employees will adjust to the change significantly better than if no support is provided. The absence of these types of practices at StitchCo has resulted in a continued increase in employee stress, absenteeism and lower morale (Ausat et al., 2024).
Conclusion 
The combination of creating structural misalignment, ineffective communication, cultural resistance and emotional neglect has caused a deteriorating performance trend within StitchCo. StitchCo's digital transformation will continue to experience difficulties without developing a people-centred approach that aligns with the technological advancements; therefore, there needs to be a renewed emphasis on communication, organisational culture and employee support to rebuild employee trust and achieve the successful integration of technology into the organisation.
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