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Introduction 
Because of StitchCo’s transition from a well-established piecework production model to a fully automated digital system, there has been significant disruption to its entire workforce, as the company did not adequately prepare its employees for the extensive structural and cultural changes made. The previous structure of the company rewarded individual craftsmanship and speed, which helped develop strong employee identities and social norms; however, the change to an automated workflow quickly removed these familiar practices, resulting in the introduction of new expectations that required employees to work together, solve problems, and be technically proficient. The research surrounding digital transformation indicates that when an organisation's culture is rooted in traditional values, but the use of technology requires a more agile and collaborative approach to business, employees have trouble adapting to the new ways of working (Leso et al., 2023).
Cultural Misalignment
StitchCo's cultural misalignment was one of the key reasons for employee resistance. Employees viewed automation as a threat to their identity and job security, especially considering the lack of honest communication from management about the vision of change or how it would fit into the future direction of StitchCo. Studies in organisational communication have shown that for employees to make sense of change, they need to receive regular updates, engage in dialogue, engage in open and honest communication; without these things in place, uncertainty begins to grow rapidly (Yue, Men & Ferguson, 2019; Weber et al., 2022). At StitchCo, the levels of communication were inconsistent, conducted in a top-down manner, and frequently not present at all, causing employees to develop explanations and theories based on assumptions and rumours. Consequently, heightened levels of anxiety and lowered morale were recorded among workers. 
Several employees expressed concerns about not being adequately prepared and believed they would be unable to execute the tasks associated with the new digital-dependent jobs. Studies surrounding digital transformation and the mental well-being of employees indicate that employees need reassurance, emotional support, and realistic opportunities to learn new skills (Matsunaga 2024). Conversely, StitchCo only provided a small amount of training for employees and extremely little hands-on experience or mentoring for employees. Kaminsza (2022) underlines the need for continuous, developmental, and experiential training so that employees will develop the confidence to use the new technologies. There was no structured support for employees at StitchCo, and therefore, employees experienced feelings of being overwhelmed and believed they were being set up to fail, which increased the likelihood of engaging in avoidance behaviours and errors.
Employees motivation 
As employee performance expectations changed, employees lost motivation. The previous method of performance evaluation relied on quantity of work, autonomy, and ability to perform tasks through personal skill, while the new automated environment necessitated standardised results through machine-led outputs. Research demonstrates that employees are more likely to be actively involved in the change process if there is recognition for their contributions, opportunities for skill development, and opportunities for advancement (Peramatzis & Galanakis, 2022). StitchCo did not redesign its reward system to reflect collaborative performance, learning-focused performance, or task quality. Therefore, employees observed little incentive to adopt new behaviours.
The rapid pace at which the implementation process occurred increased rather than lessened resistance. According to Change Management Research studies, major technological transitions should not occur in a sudden manner but should occur gradually through a series of pilot tests, with the use of feedback loops, and the provision of long periods of adjustment (Ofosu-Ampong & Adu-Ntim, 2025). StitchCo employed a rapid rollout strategy based on operational demand rather than employee readiness for change. As such, employees did not have sufficient time to fully comprehend new processes or to practise them.
Weak communication, the absence of strong leadership, and the lack of sufficient training all created a cycle of confusion and reducing performance. According to Weber, et al. (2022), if staff do not receive supportive feedback, their level of trust in the organisation will decline, therefore causing breakdowns in the relationship between staff and management, and a decline in collaboration among staff. StitchCo's experience illustrates that to achieve a dramatic organisational transformation requires more than simply structural changes; they also require a transformative culture to be created through relational leadership and clearer communication.
Conclusion 
Ultimately, the breakdown and lack of alignment between structure, culture, people, and performance that occurred with StitchCo is attributed to the organisation's failure to integrate technology within a human-oriented manner. If a more thoughtful approach that reflected emphasis on communication, learning, and creating a culture of psychological safety, there would have been less resistance and a better preparedness of the workforce to implement automation.
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