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The implementation of advanced technologies and discontinuing use of the Tayloristic production system caused turmoil among employees at StitchCo. While there were hopes that automation and data analytics would contribute to improved productivity and flexibility, the organisation failed to recognise that technological change also affects an organisation's culture and people. Poor communication, lack of visible leadership from managers, and poor cultural alignment affected how employees perceived the change, resulting in increased levels of resistance, insecurity, and decreased performance. For StitchCo to better prepare its employees for future changes, it needs to consider the importance of internal communication, organisational climate, and employee engagement as key areas for successful cultural transformation. Research indicates that organisations that provide clear, open communication, have supportive climates, and make employees feel valued generally create more favourable conditions for successful change and increased levels of performance (Mdletye, 2025; Usadolo et al., 2025).
The foundation for any organisational change is communication. Employees who are not kept informed about what's happening within their workplace, or who do not have a say in the changes that are occurring, will often respond with anxiety, gossip, and refusal to accept the situation. In the case of StitchCo, both the short nature of the consultation with employees, as well as the union representatives, and the inconsistent communication regarding what was happening as automation started led to increased confusion on the part of the employees. Employees were uncertain how to utilise the new performance data, how targets were assessed, and how the agricultural technology issues would affect their performance evaluations, which led to a decrease in their trust of management. An organisation's method of communicating with their employees is not simply a transmission of information but involves shaping meanings, creating emotional responses to change, and providing employees with a sense of security during times of change (Mdletye, 2025). By not continually engaging with its employees, StitchCo allowed the employees to define the organisational change using fear and uncertainty as that role for StitchCo quickly deteriorated. The organisational climate includes the ways employees perceive their work environment as fair, supportive or collaborative. According to research by Tsoni et al. (2025), a positive organisational climate will result in engaged employees; however, negative climates will lower employee motivation and increase employee conflict. The new compensation targets at StitchCo created competitive behaviour rather than co-operative behaviour among employees. Additionally, the failure of managers to intervene in disputes among teams only exacerbated the tension created by the new compensation targets. Employees began to distrust each other, and attendance began to be negatively affected, ultimately producing less output. One of the primary reasons for this negative response is that the organisation has not created an organisational climate for the support of technological change (i.e. a climate based on trust, respect, and openness for learning).
Another critical issue related to employee engagement during transformational change is that engaged employees demonstrate high enthusiasm, commitment and ability to help achieve new organisational goals. However, when employees believe they are unappreciated or misinformed, the result will be less employee engagement. At StitchCo, employees received automation as an arbitrary event inflicted upon them without adequate explanation. They did not have opportunities to contribute to the planning of workflows, testing of machines or in the establishment of performance metrics. This absence of participation sends the message to employees that their knowledge and input were of no value to management, and the resulting increase in resistance was to be expected (Usadolo et al., 2025). To support employees in adapting to change, the communication style of leaders must enhance the employee's ability to build trust in their leaders. Leaders must explain the rationale for creating a need for change, provide direction on how employees will continue to be supportive during the transition and provide an opportunity for employees to provide input that will help shape future decisions. (Usadolo & Usadolo, 2025)
Leadership is often the most important factor to provide a coordinated effort for shaping how the organisation communicates and how organisational culture is formed and developed and how employee engagement is impacted. According to Mullins (2019), leaders have a significant impact on all aspects in an organisation, including employee motivation and satisfaction, as well as relationships within the organisation. StitchCo's stated move to distributed leadership was undermined by managers withdrawing from direct involvement. As an example, the Production Manager stated they would not mediate conflict amongst employees and did not set clear expectations for teams, which resulted in teams struggling with conflict arising from frustration and competition. Leaders need to create an environment that includes the framework of management for employees to feel empowered to participate in a collaborative system. When they do not have this framework, it creates a sense of abandonment for the employee. StitchCo leaders must engage their employees again by being visible, approachable and having a response to all issues.
Additionally, excessive collaboration without a framework can prevent employees from performing effectively. Chen et al. (2025) warned in their research of a need to balance collaboration cultures. Employees must work together; however, if they are given vague expectations or roles associated with assignments, it creates frustration and ineffective processes in the organisation. For instance, at StitchCo, employees suddenly were required to work together on technical difficulties, yet they had not been trained or given the authority to do so. This created further conflict for employees because of the inability to understand who would be responsible for what. To mitigate the conflicting situations, it is imperative for StitchCo to provide clear descriptions of the team's responsibilities and processes to work together, and how employees can contribute to the success of the process, and how they will receive support when difficulties arise.
Finally, to establish and support the culture of change, communication must flow both ways. Beijer and Gruen (2016) established in their research that employees' levels of engagement in organisational change depend on employees being able to voice their opinions related to the changes occurring and receive feedback. Consequently, at StitchCo, the reliance on management's one-way communication to employees via the announcement channel resulted in employees feeling silenced and powerless. Organisational culture and corporate responsibility influence employee response to change as well. For example, Costa and Opare (2025) found that organisations with a strong corporate culture that align their expectations, behaviours and values have higher levels of environmental performance and organisational performance. In the case of StitchCo's history of value around hand crafting products quickly and at an individual's output, it is easy to see how the introduction of automated systems is threatening these identities. Therefore, it is imperative that the leaders of StitchCo link the new automated technology to values that matter to their employees such as quality, safety, waste reduction and job security for the long term. When StitchCo can communicate how digital accuracy reduces defects and how automation supports sustainability objectives, employees will be more likely to see this transformation as a positive change. Cultural messages must be part of all forms of communication and HR practices. These messages must not only be viewed as a slogan that people wear.
Another vital concept related to change is Cultural Adaptability. Sharp (n.d.) discusses the importance of building skills in communication and adaptability when you are faced with new environments. In the case of StitchCo's employees, they needed to learn to navigate their new work identities, learn new skills and adapt to new roles; instead, they had to fend for themselves. StitchCo should have provided them with structured support in the form of training, job shadowing, mentorship, and training time without the pressure to produce results. The integration of new tasks would allow employees to adapt the new tasks into their identity and develop proficiency in the new operational environment.
Technological transformation has psychological implications for the workforce. According to Morgan et al. (2025), technology change creates a great deal of uncertainty in employee experience, as employees may perceive that technology threatens their job security or belittles their skill set, resulting in emotional rather than rational resistance to technology. Therefore, StitchCo needs to address these emotional responses through the recognition of employees’ fears and accomplishments, and by providing employees with opportunities to continue developing their skill set as a true extension of their current identity as employees in the organisation.
Numerous studies have established strong empirical evidence supporting evidence-based engagement strategies. According to the findings of Truss et al. (2013), engaged employees demonstrate greater levels of performance, well-being, and a greater level of openness to organisational change than non-engaged employees. Therefore, StitchCo’s lack of engagement initiatives has resulted in employee disengagement and diminished employee morale. Incorporating additional employee engagement initiatives such as recognition programs, collaborative problem-solving workshops, and honest performance conversations would enable StitchCo to re-establish employee motivation and trust.
Research in the field of behavioural science has also shown that positive organisational behaviours such as hope, optimism, and resilience can facilitate better outcomes during transitions or organisational change processes (Ramlall et al., 2025). To foster these positive behaviours, StitchCo needs to provide employees with ample psychological support, celebrate small wins, and communicate the focus on continued growth and development of employee competence.
In summary, the primary reasons why StitchCo was unable to transition employees to digital transformation was a lack of sufficient communication, a negative organisational climate, and low levels of employee engagement. To assist with cultural transformation and improve performance, StitchCo must:
· Implement two-way communication approaches.
· Develop the organisational climate needed to support employees.
· Provide employees with opportunities to participate in the decision-making process.
· Develop collaborative work structures.
· Support the continued development of new employee identities with training and recognition.
· Communicate the fit of technology to the values and culture of the organisation.
By developing a culture based on trust, communication, and engagement, StitchCo can positively influence employee attitudes and decrease resistance to use of technology while improving organisational performance over the long-term.
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