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StitchCo has shifted from manual production of garments into an automated and data-driven system. This transition completely altered the long-held working relationships, patterns and expectations of the company. An employee that has spent years perfecting a manual production process suddenly now needs to work with a new, unfamiliar technological system along with potential machine defects that could occur along with a different standard of performance metrics on how they are measured. These changes can be overwhelming for the employee and create anxiety, frustration and conflict. To properly prepare employees for these changes, StitchCo will need to incorporate Emotional Intelligence into Leadership Practice, provide opportunities for employees to make sense of what they are experiencing and to take a socio-technical approach that aligns the needs of the employee with the capabilities of the technology. It is essential that all three aspects are incorporated to reduce resistance, to promote resilience and to ensure the implementation of the new technology positively impacts an employee’s overall performance (Nadler, 2024).
Through the event of the transition, StitchCo leadership exhibited a lack of emotional intelligence. The term 'Emotional Intelligence' primarily relates to the ability of a leader to read, understand and respond to the emotions of their employees. When employees began to work on new machines and began experiencing difficulties, many employees felt embarrassed, insecure and overwhelmed by the experience. To help these employees, managers should have recognised the emotions of their employees and acknowledged the need for them to receive emotional and psychological support rather than believing the employees were having a problem with the machine due to a lack of mechanical aptitude. Leaders that exhibit high emotional intelligence create an environment where employees feel valued and understood, especially during difficult transition periods. If leaders do not utilise emotional intelligence when leading employees through a transition, fear can go unaddressed and turn into resistance, absenteeism and disengagement among employees. Therefore, emotional intelligence is essential to facilitating the human aspect of technological change and in fostering trust between the leaders and employees (Morgan et al., 2025).
Sensemaking is another significant element in understanding how employees react to change when the company undergoes a transformation. When companies make significant change, such as consolidating or merging locations or allowing employees to do work remotely, the employees must create an understanding of how the change will affect their status, roles and overall identity. With no organised corporate narrative, StitchCo implemented their automation technologies without communicating the rationale for implementing such technology or how they may enhance the company's future. Employees started creating their own narratives; unfortunately, the most depressing ones were based on belief that automation would eliminate jobs/diminish the value of their current jobs. Theory of Sensemaking (Malik, 2025) states that when an organisational leader provides their employees with a consistent description of changes, informs them of the long-term vision for the organisation, and actively partners with their employees to provide information on the new process or system, employees will generally have a more positive response to organisational change. Conversely, when employees do not receive information from the organisation regarding change, the level of uncertainty that they typically experience tends to increase, which ultimately produces a lack of commitment from employees to adopt the new process (Mdletye 2025).
StitchCo also did not consider the socio-technical aspect of technological change. Socio-technical theory explains that for organisations to improve performance via technology improvements, the organisational social systems must co-evolve with the technological systems. StitchCo introduced new, advanced machinery but did not change the structure of their teams, their performance metrics, or their communication channels to accommodate the introduction of this advanced technology. This lack of alignment resulted in confusion, frustration, and delays. Machines were viewed as isolated tools versus integrated components of a larger organisational system. To implement successful automation, organisations need to redesign jobs, develop new communication channels, and provide training that reflects the realities associated with human-machine interactions. StitchCo could not achieve its potential through automation due to the combination of not aligning technical and social systems and increasing resistance from employees (Korsten et al. 2025).
Cross-functional collaboration is essential for effective technological change, but the strict nature of StitchCo's division of labour hindered cross-functional collaboration. Employees working in different roles seldom interacted with each other in ways that contributed to productivity and efficiency. When automation was introduced, the result was an increase in interdependence between teams; thus, they were not ready to engage in productive cross-functional collaboration. Often, engineering knowledge and operational knowledge were necessary to resolve technical problems; however, employees worked in silos with no common understanding. To collaborate effectively, structures must be in place to enable shared learning, problem-solving in a coordinated way, and openness regarding communication. StitchCo did not have structures such as cross-functional meetings, joint problem-solving discussions or improvement teams put into place. This lack of structure led to conflicts arising from a focus on comparing performance data of groups rather than uniting groups on common goals (Chen et al., 2025). 
Another reason StitchCo’s change initiative failed was due to the organisation’s inability to foster resilience in its employees. Resilience is the ability to recover from setbacks and adjust to new conditions. The introduction of new technologies provides many opportunities for setbacks to occur including machine breakdowns and interruption in processes. Without resilience, employees respond to challenges with frustration or disengagement. StitchCo did not provide any type of support for developing resilience, such as coaching, reflective practice or establishing a network of support. Creating an emotionally resilient workforce requires that employers communicate openly about problems, support employees in problem solving and reward employees for small successes. When employees recognise that experiencing setbacks during the introduction of new technology is a normal occurrence, they will be able to keep their stress levels down and stay engaged in their work (Williams et al., 2003). 
Trust is the cornerstone of any successful organisation change but the way in which StitchCo implemented its change efforts reduced the level of trust that employees had for the organisation's leadership. Trust erodes when employees believe management's decisions are made unilaterally or without any explanation. The use of digital performance metrics introduced without a process for obtaining employee feedback added to the employee's perception that management was monitoring employees rather than providing them with support. By being more transparent with employees about how performance metrics will be utilised and by being empathetic toward the employee's situation of adjusting to the new resource and behaving in a manner consistent with previous statements regarding Digital Performance Metrics, an employer can increase the level of trust between management and employees. For leaders at StitchCo to gain trust, they will need an open and honest dialogue regarding the use of data to evaluate performance criteria. They will also need to involve employees in that process by ensuring there is equitable implementation of the new systems (Yao et al., 2025).
Although digital transformation is largely focused on learning, StitchCo underestimated the need for employee learning. The reliance on automated machines requires employees to possess the technical skills as well as the critical thinking and data interpretation necessary to work with those machines. The short training sessions provided to employees did not allow enough time for them to gain the confidence necessary to adequately perform their roles. In addition to providing adequate time and feedback for employees to gain the knowledge necessary to become competent in their positions, a learning-focused culture that fosters questions, experimentation and collaborative problem-solving will also be helpful (Usadolo et al., 2025).
A large part of the resistance the employees of StitchCo are facing is also due to their disruption in identity. The manual skills that they had built their identity around, along with speed and craftsmanship, were threatened by the implementation of automation. This type of change in their workplace creates an emotional conflict within them. Change initiatives should focus on respecting the employees' identities and continuing to value their traditional skills while helping them develop new competencies. Identity reconstruction can occur by presenting digital competence as an enhancement to craftsmanship as opposed to replacement. Leaders should also acknowledge past contributions and demonstrate how new skills improve an employee's professional value. Without adequate identity reconstruction, the employee will feel that they are losing their expertise and authority during the change process (Meijers, 2024).
Inadequate communication has further exacerbated these issues. The employees expressed that they were not kept informed nor were their concerns heard, so management needs to have constant and compassionate communication through a two-way process during change. Employees need to have access to voice their concerns and questions. Managers should clearly communicate timelines, expectations and why decisions have been made. Inconsistent communication allows employees to fill the voids with negative thoughts. Having open communication allows employees to adapt rather than speculate (Yue et al., 2019).
The way that industrial relations were set up affected how employees responded. Union representatives were involved at the beginning of the process but did not actively contribute to the development of the change process. Strong industrial relations pave the way for communication, fairness and collaborative problem-solving. When unions are a part of the process, the employee feels that he/she has protection and credibility. Having strong industrial relations fosters an atmosphere of respect between the union, employer and employee, which can foster an environment that employees see as an opportunity for automation rather than a threat (Ramlall et al., 2025).
A third important aspect of getting ready for change is emotional support. When an organisation implements automation, employees experience emotional stress from two sources: fear of being out placed due to automation and learning curves associated with technology (Ausat et al., 2024). StitchCo's provision of little emotional support, contributed to higher levels of absenteeism and increased employee turnover. Leaders need to acknowledge their employee's feelings and provide emotional support in the form of encouragement and empathy. Emotional support enhances the employee's resilience and decreases their resistance (Ausat et al., 2024).
In conclusion, StitchCo's difficulty in managing technological change demonstrates the importance of emotional awareness, sense-making, socio-technical alignment and a commitment to collaborative learning when dealing with technological change. Technology will only work if the leaders in a company understand the emotional realities and clarify their meaning. Integrating technical and social systems and building trust through collaboration creates a climate that allows employees to feel comfortable and capable of successfully transitioning. If an organisation fails to construct their approach to managing change with an understanding of the human factors, continued investments in technology will be met with resistance and under-performance, limiting the organisation's competitive advantage in a rapidly changing industry (Costa & Opare, 2025).
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