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Abstract

Ineffective innovative technology implementation poses significant risks to an
organization’s stability by weakening employee engagement and productivity.
Middle managers who struggle to implement innovative technology effectively
may experience organizational instability. Grounded in the technology-organ-
ization-environment framework and motivation-hygiene theory, the purpose
of this qualitative pragmatic inquiry research project was to identify and ex-
plore effective strategies used by middle managers to implement innovative
technology into their employees’ work processes to improve employee engage-
ment and productivity. The participants were nine middle managers who had
effective innovative technology implementation strategies. Data were collected
through semistructured interviews and secondary data from publicly available
sources. Using thematic analysis, five themes were identified: (a) instructional
design and skill support, (b) evaluation and continuous feedback, (c) leader-
ship behavior, (d) collaborative environments and psychological safety, and (e)
environmental-organizational adaptability. A key recommendation is for busi-
ness leaders to prioritize a human-centered perspective when implementing
technological innovation. The implications for positive social change may in-
clude the potential for business leaders to enable a broader society to learn how
to adapt as technological innovation advances fostering a healthier, more resil-
ient workforce and contribute to economic stability within communities.
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1. Introduction

Some middle managers do not know how to implement innovative technologies,
such as artificial intelligence (AI), into their employees’ work processes, resulting
in reduced employee engagement and productivity. Innovation implementation
is “the process of gaining targeted organizational members’ appropriate and com-
mitted use of an innovation” (Klein & Sorra, 1996). Innovative technology imple-
mentation refers to the process through which an organization introduces and
facilitates the appropriate, consistent, and committed use of a new or innovative
technology by its intended users. The innovations highlighted by participants
served distinct operational functions, including customer relationship manage-
ment (CRM) databases used to track stakeholder interactions, automated report-
ing dashboards deployed to monitor real-time compliance metrics, custom work-
flow applications engineered to streamline administrative steps, learning manage-
ment systems (LMS) implemented to deliver structured employee training, and
electronic health record platforms utilized to coordinate bedside care. The collec-
tive impact of a healthy environment and commitment to employee well-being
may be attributed to 49% of what influences workforce productivity (Banaag,
2023). Furthermore, employees who feel their managers provide opportunities for
self-improvement and resources to promote efficiency are 3 times more likely to
be highly productive, and twice as likely to stay with their organization (ADP
Research Institute, 2025). Managers are responsible for creating work environ-
ments that are conducive to productivity to meet organizational goals and regula-
tions, while also promoting employee well-being and growth opportunities (Koist-
inen & Vuori, 2024). Consequently, middle managers are concerned with capital-
izing on increased task efficiencies as it impacts organizational profitability and
are looking to capitalize on human-technology relationships to improve role per-
formance and increase employee engagement.

Innovative technology implementation (ITI) should be a multifaceted approach,
ensuring that both organizational goals and individuals’ psychological needs are
met. While productivity has increased by 40%, employees feel burned out, less
trusting of their colleagues, and more disconnected from their work (Monahan &
Burlacu, 2025). Technology has increased managerial oversight and decreased the
need for human interaction, with 32% of employees feeling excessively supervised,
which can result in judgment and a lost sense of purpose (ADP Research Institute,
2025). This results in negative perceptions in leader-follower relationships and job
disengagement. Furthermore, some factors that contribute to employee well-be-
ing, such as interpersonal relationships and creativity, have been negatively im-
pacted, suggesting a need to prioritize strategies that foster job meaningfulness
and psychological safety, especially given that 49% of organizational success is at-
tributed to factors related to employee well-being (Banaag, 2023). Thus, further
research is needed to discover effective implementation strategies that provide lead-
ers with insight to design more engaging work while improving performance.

Challenges to employee engagement drivers caused by ITI may affect workers’

DOI: 10.4236/0jbm.2026.145143

2870 Open Journal of Business and Management


https://doi.org/10.4236/ojbm.2026.145143

C. Perry, K. A. Critchlow

sense of purpose and safety, requiring intentional action to mitigate decreased
employee engagement. Employees perceive technological job displacement as a
greater threat than other forms of job loss because technological innovation re-
quires continuous upskilling (Bai et al., 2025), in turn, further encouraging organ-
izations to use technology as a method to cut labor costs, contributing to a cycle
of distrust between employees and organizations (Lakshmi Kumar et al., 2025).
Nevertheless, technology is incapable of replicating the high-level cognitive func-
tions necessary for total creativity and innovation, substantiating the continued
need for human engagement (Gupta et al., 2024). This highlights the need for
continued research to explore how humans and technology may effectively coexist
within an organizational context. Technology improves workflow efficiency but
also perpetuates feelings of distrust between employees and organizations, and
humans’ alienation from their roles. Accordingly, more exploration is needed to
discover how the implementation of innovative technology may preserve em-
ployee autonomy, purpose, and improve skill variety, ultimately improving produc-
tivity.

Leadership plays a critical role in how employees react to technological change,
directly impacting their acceptance or resistance to innovative technology. A third
of organizations committed to implementing new technologies for internal com-
munication face challenges as employee skill sets remain insufficient in compari-
son to the capabilities of the advanced technologies, resulting in disengagement
(Workshop, 2025). Fearing replacement due to a lack of skills, employees felt dis-
trust toward ITI (Zirar et al., 2023). A small percentage (19%) of employees report
being engaged with their work, while over half (51%) are actively looking for other
employment opportunities due to the failure to address core psychological condi-
tions of employee engagement (Harter, 2025). This demonstrates that providing
employees with resources and opportunities to build competency is as critical to
the success of ITI as the technology itself. However, a deeper understanding of the
effect of resources on employee well-being during ITI is needed to ensure that the
process is both effective and profitable.

Available resources are essential for reducing stressors that may impede tech-
nology change initiatives and organizational behavior. The provision of resources
and innovative technology improves employee performance (Wu et al., 2025);
conversely, a lack of resources, such as adequate pay or supportive leadership, re-
sults in organizational incivility (Shin et al., 2025). Thus, the availability of re-
sources directly impacts how employees perceive and respond to ITI. By provid-
ing adequate training and support, organizations improve employees’ sense of
self-efficacy and trust in the technology’s overall purpose and intent of use; further
demonstrating a need to establish consensus on moral standardization and pro-
tocol for ITI.

Successful ITI is dependent on leaders’ ability to build and maintain trust with
employees. The continuous development of new technology and its impact on hu-

man resource practices remains unknown, which exacerbates employees’ feelings
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of distrust. Psychological safety is threatened by the absence of clear guidelines to
protect individuals from judgment or leader bias (Dong et al., 2024; Zahrani, 2024).
Leaders’ modeling of technology use impacts employee perception and acceptance
of innovative technology (Haber & Carmeli, 2023). Ultimately, the lack of a struc-
tured approach to ITT highlights a need to establish frameworks to address chal-
lenges that arise from a lack of governance. This raises concern regarding a fun-
damental conflict between the potential capabilities of innovative technology and
the ethical responsibility required for safe and fair use.

Leadership behaviors significantly influence employee willingness to accept in-
novative technology by fostering trust and enhancing the human-technology re-
lationship. Leaders cultivate trust by demonstrating technology’s practical ap-
plicability (Hussain et al., 2025) and motivate adoption by fostering acceptance
behaviors and an eagerness to explore new technologies (Ab, 2024). Conversely,
detached or distant leadership diminishes trust, as misconceptions about tasks
and workflows result in perceived inapplicability or misappropriation of technol-
ogy (Kappal & Mishra, 2024). Thus, a leader’s commitment to building employee
relationships and understanding workforce needs influences decision-making and
the subsequent outcomes of technology implementation. Ultimately, the effective-
ness of ITI relies on the perception of usefulness that is shaped by human behav-
iors and influences.

The absence of a structured approach to implementing innovative technology
presents a challenge in demonstrating the balance between leveraging technology’s
capabilities and upholding ethical responsibility. For example, while language mod-
els are used to effectively process and interpret electronic health records, improv-
ing results by 9.6% (Yang et al., 2022), distrust and disparities resulting from bias
and ethical ambiguity have increased in areas such as mental health disorder de-
tection and treatment (Olawade et al., 2024). Although innovative technology has
provided opportunities for groundbreaking discoveries that have improved effi-
ciency and productivity, a lack of ethical safeguards remains. Therefore, additional
research will provide a framework for building common practices and structures
for ethical protocols of technology implementation, allowing organizations to
mitigate risks and promote organizational trust.

Existing research has examined the distinct impacts of motivators and hygiene
factors on technology adoption. While hygiene factors such as environmental in-
fluences effectively mitigate negative perceptions and decrease resistance to new
technology, they do not generate enthusiasm for adoption (Gao et al., 2024). In
contrast, the desire for employees to maintain autonomy is essential for generat-
ing enthusiasm and receptive behaviors toward innovative technology (Bai et al.,
2025). Despite these insights, a significant gap in knowledge remains in under-
standing which specific motivators have had a greater impact on successful tech-
nology implementation. Additionally, there is little guidance on how leaders can
strategically leverage hygiene factors to maximize their impact to foster more ef-

fective ITI regarding efficiency and employee engagement.
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2. Literature Review

The strategic adoption of innovative technology enhances organizational perfor-
mance by establishing standardization and inoperability, which improves effi-
ciency, productivity, and organizational sustainability. This efficiency is reflected
in the customer experience, where ITI is a critical factor in the shift towards or-
ganizational servitization. The business model where product-focused organiza-
tions incorporate services across a product’s lifecycle is essential for meeting mar-
ket demands, increasing customer engagement and loyalty, and enhancing com-
petitiveness. Ultimately, ITI enables the scaling and personalization of service of-
ferings while enabling organizations to enhance their social responsibility and sus-
tainability efforts.

The successful adoption of I'TI leverages human resource outcomes. This is ac-
complished through enhanced and personalized training, which builds employee
self-efficacy and engagement, and improves communication efforts that promote
a sense of meaningfulness. Effective implementation also requires strategic,
phased integration supported by strong leadership that is committed to fostering
a collaborative culture.

Ultimately, supportive leadership and an empowering culture must address the
psychological needs of the workforce. Leaders may leverage ITI to cultivate em-
ployee self-efficacy, enhance psychological safety, and promote intrinsic motiva-
tions by aligning technology application with organizational values. This holistic
approach to ITI builds trust, influencing employees to fully embrace and success-
fully adopt the new technology, thereby enhancing the organization’s competitive

advantage.

2.1. Organizational and Operational Outcomes

Standardization of business practices using technology enhances both develop-
ment and operational outcomes. Establishing interoperability through consensus
enhances the reliability and effectiveness of innovative technology (Zhang et al.,
2022). This was demonstrated by healthcare institutions that have improved tech-
nology adoption and patient care by ensuring interconnectivity among different
platforms and institutions through aligned protocols and system configurations
(Kim et al., 2023). Effective implementation of innovative technology provides
multifaceted benefits, allowing users to leverage the utility of technology both in-
ternally and externally. The reliability and consistency gained from standardiza-
tion enhance technical efficiency, which ultimately improves outcomes such as
productivity and organizational sustainability (Wang et al., 2023).

Innovative technology plays a central role in achieving sustainability and effi-
ciency. For example, the Internet of Things (IoT) is utilized in Bulgaria to develop
strategies for restructuring energy sources and the monitoring of environmental
factors, such as air quality and carbon emissions (Vankov & Lukarev, 2025). Fur-
ther, socio-tech is used to design Sustainable, Innovative, and Affordable Housing

(SIAH), which successfully reduces both material usage and carbon dioxide emis-
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sions (Moghayedi et al., 2023). By leveraging technology, organizations can im-
prove operational efficiency and address social and environmental challenges.
Thus, providing the ability to improve business processes that impact social out-
comes.

Furthermore, sustainability efforts are enhanced by using technology to stream-
line workflows and supply chains. Agri-food companies utilize blockchain tech-
nology to connect cross-departmental operations, enhance decision-making, and
improve resource management (Apeh & Nwulu, 2025). While industrial markets
have used technology to minimize production waste and utilize reusable energy
sources, ultimately reducing their carbon footprint (Mahmood et al., 2025; Wu et
al., 2025). Innovative technology has allowed organizations to streamline pro-
cesses and enhance their efforts toward social responsibility, reducing production
costs (Oliveira-Dias et al., 2025). Ultimately, innovative technology can be lever-
aged to develop cost-efficient and sustainable organizational performance, signif-
icantly enhancing a competitive advantage (Wu et al., 2025). By aligning the use
of innovative technology with the purpose of social responsibility and sustainabil-
ity, organizations can ensure applicability and ethical use while meeting overarch-
ing organizational and strategic goals.

Organizations are able to leverage innovative technology to enhance commu-
nication efforts, improving workflow and resource efficiency. Leaders may pro-
vide employees with real-time data and feedback that provides insight into their
impact on business outcomes, strengthening their sense of job meaningfulness
(Luki¢ Nikoli¢, 2024). Further, crowdsourcing platforms are used to improve re-
sponse times among team members, enhancing cost efficiency in delivery times
and costs associated with rushed mailing occurrences (Cammarano et al., 2025).
Similarly, communication teams on offshore ships leverage innovative technology
to send communications 29% times faster, ultimately improving overall commu-
nication efforts by 15% (Sun et al., 2025). These demonstrate the significant im-
pact innovative technologies have on communication efforts, thus allowing or-
ganizations to improve operational efficiency. Ultimately, leaders are able to im-
pact psychological factors and operational processes that ultimately improve
productivity and profitability.

As technological innovation drives global market expansion, organizations in-
creasingly leverage technology to enhance the scalability of their operations. Ex-
panded access to products and services also generates data vulnerabilities, driving
organizations to leverage innovative technology as a countermeasure to enhance
data security (Paya et al., 2024). With large amounts of sensitive information to
manage, technology like blockchain or cloud services enhances the scalability of
data protection without sacrificing operational efficiency (Sepehrian et al., 2025).
Effective technology facilitates complex operational goals, such as data security,
making them manageable and achievable. Thus, technology can significantly im-
pact the organization’s ability to manage on a larger scale of volume, velocity, and

variety of information, enhancing organizational performance.
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While technology enhances the scalability of organizational performance, the
extent to which it does so is significantly influenced by the strategic alignment of
technology integration with organizational goals. Small-scale changes driven by
technology are often more impactful than bigger projects, offering deeper moti-
vation on an individual level (Anantharajah, 2025). Furthermore, as initiatives be-
come more complex, the risk of failure due to challenges such as government reg-
ulations or stakeholder biases increases, impeding the effectiveness of change ini-
tiatives (Roy et al., 2024). Consequently, initiatives that are more manageable are
often more effective. Therefore, by ensuring that I'TI is strategically phased, or-
ganizations can take actionable steps to enhance the successful adoption of inno-

vative technology.

2.2. Change Management Leadership

Leadership behaviors and a commitment to fostering a positive workplace culture
have a significant impact on psychological factors that influence the effectiveness
of ITT and its successful adoption. While leaders are generally more accepting of
technical change, limited ethical guidance generates a fear that leads to a negative
perception of technology and resistance (Hong et al., 2025; Shahid et al., 2024).
Task-oriented leadership is an effective approach to mitigating resistance toward
technology integration (Li et al., 2023). However, successful technology imple-
mentation strategies also include prioritization of fostering interpersonal relation-
ships as a mediator to emotional exhaustion, perceived lack of professional effi-
cacy, and cynicism caused by technology burnout (Macias-Velasquez et al., 2021).
Leadership that contextualizes the use of innovative technology and embeds it into
social constructs of the workplace improves the perception of technology, thus
enhancing the effectiveness of implementation. Thus, a strategic leadership ap-
proach during the implementation of innovative technology can significantly en-
hance the perceived usefulness, safety, and resourcefulness of the technology.

ITT strategies that focus on ensuring technical alignment with organizational
values directly influence user confidence in both the technology and leadership,
thereby enhancing the effectiveness of technology integration. Confidence is en-
hanced through corporate social responsibility (CSR) while integrating innovative
technology, which fosters trust and mitigates organizational incivility (Shin et al.,
2025). The overall alignment of organizational values and technology use subse-
quently increases employees’ willingness to share expertise across the workforce
(Neukam & Bollinger, 2022). Thus, the behavioral outcome of knowledge sharing
and collaborative environments is significantly influenced by leadership’s demon-
stration of trustworthiness. Ultimately, establishing employee trust mediates or-
ganizational adaptability, consequently equipping the workforce with the desire
and skills necessary to fully adopt innovative technology and enhance the organ-
ization’s competitive advantage.

Innovative technology significantly impacts organizational productivity by en-

hancing training and professional development. Human resource professionals
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may design personalized training based on an individual’s previous experience,
making training more relatable (Srivastava & Pandita, 2024). Additionally, nurses
report feeling a higher sense of self-efficacy after training and technical integra-
tion into work processes (Alshammari & Alenezi, 2023). Leaders are able to design
more effective training experiences by leveraging innovative technology, ulti-
mately improving employee engagement and overall productivity. This under-
scores how leaders may impact human cognitive functions through the use of in-

novative technology to improve performance outcomes.

2.3. Individual-Level Psychological Factors

The effective use of technology to enhance social connectivity impacts user expe-
rience within work roles and, consequently, influences performance outcomes.
Leaders who prioritize and demonstrate commitment to collaboration and human
connection through social acceptance behaviors foster employee self-efficacy, psy-
chological safety, and meaningfulness (Richards et al., 2025). Individuals who feel
supported by peers and leadership experience higher levels of perceived self-effi-
cacy, become more motivated toward skill development, and are receptive to
knowledge sharing (Mehner et al., 2025). Thus, collaborative environments foster
growth mindsets and increase organizational knowledge. Ultimately, the motiva-
tions inspired through social connections may be leveraged by leaders to signifi-
cantly impact performance metrics.

Strategies employed during organizational technology change influence the per-
ception of role meaningfulness, and consequently, the effectiveness of innovative
technology. Communication technologies can be leveraged to mitigate the lack of
human connectivity in virtual or hybrid work environments, promoting psycho-
logical safety through interpersonal relationship building (Rojas et al., 2025; Veg-
ter et al., 2025). Further, contextual awareness may be gained through collabora-
tion, which enhances feelings of relatedness, reduces the sense of loneliness, and
mitigates stress-related fears associated with technology adoption (Aleksic et al.,
2024; Luki¢ Nikoli¢, 2024; Omonov & Ahn, 2025). The combination of psycho-
logical safety and contextual awareness results in higher levels of intrinsic moti-
vation, self-agency, and engagement, enabling employees to be more innovative
and willing to adopt new technologies. Therefore, intrinsic motivation, mediated
by perceived purpose, becomes a significant factor that facilitates the successful
integration of innovative technology.

Training goals and strategies influence an individual’s self-efficacy during the
implementation of innovative technology, consequently impacting overall effec-
tiveness. Learning experiences are enhanced by incorporating soft skills and in-
terpersonal skills along with technological skills through tailored teaching ap-
proaches (Carvalho et al., 2024). This requires managers to possess and commit
to developing more than just task-oriented skills for employees, building self-effi-
cacy holistically, as it moderates between feelings of insecurity or enthusiasm and

enjoyment when using technology (Alanazi & Al-Zahrani, 2025; Wang & Yao,
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2025). Managers can enhance training by ensuring that technical competence and
confidence are cultivated. Ultimately, by cultivating self-efficacy among employ-
ees, managers foster a workforce culture that is more receptive and more likely to
successfully adopt innovative technology.

Leveraging innovative technology significantly impacts organizational produc-
tivity by promoting creativity and improving decision-making processes. In com-
munities that prioritize collaboration and group goals enhance social cohesion
and problem-solving, resulting in more innovative solutions (Xavier & Korunka,
2025). Further, technology may be used to enhance transparency and accounta-
bility, allowing for more strategic and effective resource allocation (Suhardjo &
Faisal, 2024). Integration of innovative technology directly improves leadership
skills and problem-solving abilities. This, in turn, strengthens collaboration and
ultimately, organizational productivity. The application of innovative technology,
when balanced by employee autonomy and collectedness, generates enhanced
motivation factors and consequently drives sustained role performance. The self-
determination theory (SDT) posits that perceived competence, autonomy, and re-
latedness foster intrinsic motivations that enhance task outcomes (Deci et al.,
2017). Additionally, an individual’s I-positions, or self-identity in relation to work
roles and coworkers, directly impact their receptivity to innovation (Henry, 2025).
The effective use of technology may be mediated by the alignment with an em-
ployee’s sense of self and purpose. Thus, the combined effect of intrinsic motiva-
tion and I-positions may drive the use of innovative technology by fostering au-
tonomous motivations while cultivating core psychological needs for autonomy,

competence, and a sense of belonging.

2.4. Theoretical Framework

Tornatzky and Fleischer’s (1990) technology-organization-environment (TOE)
framework and Herzberg et al’s. (1959) motivation-hygiene theory was the lens
through which the research phenomenon was viewed. The TOE framework has
three primary constructs—technology, organization, and environment, each used
to categorize factors that influence the effectiveness of innovative technology im-
plementation (ITI). The framework was expanded by Satyro et al. (2024) to in-
clude the exploration of societal impact, allowing leaders to further determine the
impact of ITI on organizational sustainability. Manufacturing organizations em-
ploy the framework to determine the profitability of Industry 4.0 technologies
such as Internet of Things (IoT), cloud computing, and artificial intelligence (AI)
(Zhong & Moon, 2023). Some leaders used the TOE framework as a structured
method for assessing the effectiveness of ITI. Some Nigerian executives of service-
centered small and medium enterprises (SMEs) used the framework’s constructs
to base their decisions on incorporating enterprise resource planning software
(Awa et al., 2016). As a systemic method for evaluating and determining ITT ef-
fectiveness, the TOE framework offers leaders a strategic approach for analyzing

core factors that influence a firm’s productivity on multiple levels (Figure 1).
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Herzberg et al.’s (1959) motivation-hygiene theory aligns with the TOE frame-
work by identifying core drivers that improve job satisfaction and mitigate job
dissatisfaction. The core drivers of this theory are motivators, obtained through
work-related rewards such as meaningfulness, autonomy, recognition, and skill
development; the second driver is hygiene factors that provide structure and a
well-managed organizational culture (Herzberg et al., 1959). Organizations con-
tinue to use the theory’s constructs for deliberate job design to improve employee

engagement and job performance (Figure 2).

Figure 1. The Technology-Organization-Environment (TOE) framework.

Motivators Hygiene Factors

Figure 2. Motivation-hygiene theory.

3. Methods

A qualitative pragmatic inquiry research method and design were used to explore
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the complexities of human-technology relationships within the workplace. Strat-
egies employed by middle managers significantly influence employees’ perception
and adoption of innovative technology, thus impacting performance and em-
ployee engagement (Tornatzky & Fleischer, 1990). The qualitative research ap-
proach was appropriate as it provided the opportunity to understand the impact
of leadership behaviors by using contextual grounding to explore individual per-
spectives and experiences (Rouse et al., 2025). Further, the pragmatic inquiry re-
search design was employed to provide a strong framework for integrating theory
with practicality.

The target population comprised nine middle managers in the U.S. service sec-
tor who had successfully implemented innovative technology into their employ-
ees’ work processes to enhance employee engagement and productivity. The in-
clusion criteria comprised three intentional steps: 1) had a LinkedIn presence de-
tailing their name, and role; 2) responded with interest in taking part in the re-
search, and 3) indicated successful outcomes relative to the research topic in re-
sponse to qualifying question. The sampling method was purposeful. Participants
were recruited through email invitations, LinkedIn, professional associations, and
professional networks. Once a candidate participant responded to the invitation,
dialogue was initiated with them to establish a relationship conducive to conduct-
ing objective research. This entire process took five months to complete. Data
were collected through semistructured interviews involving business-related low-
risk topics, public internal communication trends report and published industry
reports. The secondary data collected, public internal communication trends re-
port, performance metrics and outcomes report, and published industry reports,
were selected and reviewed because they showed trends and outcomes as they re-
lated to innovative technology used in employees” work processes to improve em-
ployee engagement and productivity. The data were triangulated and coded with
the other data and used in the theme development process. Participants were in-
formed that participation was voluntary, that they could exit the process at any
time simply by emailing their desire to do so. They were informed that no incen-
tives would be offered and signed and returned an informed consent form detail-
ing the purpose, risks, and responsibilities involved in the research process, prior
to being interviewed. An interview protocol was employed to ensure consistency
across the interviews.

Data organization techniques, like maintaining research logs and reflective jour-
nals, standardizing file naming conventions, folder structures, and labeling systems,
were vital for effective qualitative data analysis. The reflective journals were useful
to reference when interpreting the data. They were referenced to remind the re-
searchers of any biases that may have existed to avoid including them in the in-
terpretation of the data. The journals also provided notes taken during the partic-
ipant interviews that were useful during the interpretation process. The primary
researcher initially coded the data; the secondary researcher then reviewed the

same data and independently coded the data. There was discussion about the out-
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comes and then a few adjustments were made as a result. MS Excel and MAXQDA
software tools were utilized to catalog and verify the thematic analysis process.
The data analysis process followed an approach using Braun and Clarke’s (2013)
six-step thematic analysis framework to systematically review the records, gener-
ate initial codes, search for themes, define and name themes, and produce the final

report.

4. Results and Discussion

Five distinct themes emerged from the analysis of data: a) instructional design and
skill support, b) evaluation and continuous feedback, c) leadership behavior, d)
collaborative environments and psychological safety, and e) environmental-or-
ganizational adaptability. Table 1 outlines the major themes, the representation

of each theme across participants, and the total coding frequencies.

Table 1. Major themes and references.

# participants  # references
Major themes P p
referenced theme to theme

Instructional design and skill support 9 16
Evaluation and continuous feedback 9 15
Leadership behavior 7 19

Collaborative environments and psychological safety 9 26
Environmental-organizational adaptability 9 34

Note. The code frequency count refers to the number of times the participants mentioned
a concept associated with each major theme during the interviews.

4.1. Theme 1: Instructional Design and Skill Support

The first major theme that emerged from the analysis was instructional design and
skill support. Analysis of the interview data revealed that targeted training and
procedural frameworks, including needs-based training, phased rollouts, and stand-
ardized operating procedures, were consistently described by middle managers as
necessary for building technical competency and reducing resistance. According
to the survey findings by Workshop (2025), an internal communication trends
report, technology rollouts lacking clear communication and intentional upskilling
efforts risk outpacing workforce capabilities, leading to employee disengagement.
One hundred percent of the participants cited instructional design and skill sup-
port initiatives as a critical component of effective innovative technology imple-
mentation strategies. These strategies included simplifying multi-step guides, de-
signing customized learning experiences, and establishing iterative rollout phases to
reduce cognitive fatigue, and creating visual flowcharts or SOPs outlining day-to-
day procedures.

The narratives focused on providing customized hands-on learning structures

to accommodate diverse technical aptitudes. Teaching methods were adjusted to
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fit learning speeds and age demographics. Participant 4 highlighted customized
educational modeling, stating the value of “being hyper-cognizant of the different
generations that are in the workplace” and “meeting with them one on one and
kind of like going through, like, what they need.” This approach was demonstrated
by Participant 5, who emphasized “alot of consulting for elders that are anti-tech.”
Participant 3 focused on individual coaching loops to reduce isolation, providing
“ongoing support, like being right there one on one, teaching them step by step;
like modeling exactly what needs to be done.” Restructuring training to meet in-
dividual needs significantly reduced user resistance and fostered self-confidence.

Participants described structuring implementation plans using deliberate, in-
cremental timelines to reduce immediate resistance. Participant 9 detailed how
slowing down the rollout cadence improves concept retention, explaining that
success involves “...spending a little bit more time on it, taking a step back, peeling
back the layers a little bit...and just being able to go a little bit slower and not
operating at, like, fast pace...”. Participant 2 stated, “I went ahead and allowed
each phase to be independent from one another, but it was a solid one phase per
quarter.” Participant 5 observed that when technology is “slowly integrated it into
their everyday, they slowly caught on and actually start...pushing it and talking
about it more amongst colleagues and different departments.” Thus, buy-in and
advocacy is generated when employees gain a sense of competency. This is achieved
by allowing workers to gain confidence in independent blocks and successfully
integrating innovative technologies into daily work routines.

These instructional strategy structures were supported through standard oper-
ating procedure documentation. Participant 6 explained clear procedural materi-
als keep workflows consistent, advising managers to “create flow charts to help...with
processes. So, creating a flowchart helps...to visualize where something starts and
where it finishes.” Participant 8 highlighted “the development of uh standard op-
erating procedures, just ensuring that as people are working in these different sys-
tems that there’s some uh generally understood and um integrity-holding... way
that people are engaged in in the processes, and SOPs have been a been an excel-
lent tool.” Participant 7 validated that operational references impact employees’
I-positions, explaining the goal focuses on “creating a better manual for your or-
ganization that helps newer employees or newly personnel, team members, navi-
gate those same conflict and changes that was previously received.”

The findings support both the technical and organizational dimensions of the
TOE framework and the core assumptions of the motivation-hygiene theory. The
TOE model shows perceived complexity and compatibility influence adoption be-
haviors (Tornatzky & Fleischer, 1990). Also, the motivation-hygiene theory out-
lines that structured personal development, professional growth, and skill devel-
opment function as primary intrinsic motivators that drive job satisfaction (Her-
zberg et al., 1959). Thus, standardized instruction acts as a primary organizational
tool. However, it is more effective when simplifying system complexity, promot-

ing microlearning and phased rollouts, and offering deliberately designed needs-
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based supports. The strategies confirm that structured technical training directly
enhances self-efficacy and job satisfaction (Alshammari & Alenezi, 2023; Srivastava
& Pandita, 2024). This provides a practical framework showing middle managers
can significantly enhance technical adoption by translating technical demands to
match organizational capacity. Together, these training designs and skill support
strategies ensure consistent operational behaviors, enabling effective evaluation of
performance outcomes through transparent and continuous feedback and objec-

tive performance scaling.

4.2. Theme 2: Evaluation and Continuous Feedback

The second theme was evaluation and continuous feedback. The ADP Research
Institute (2025) reported that providing employees with constructive feedback
and avenues for self-improvement significantly enhances workforce retention out-
comes. Analysis revealed that evaluation strategies such as objective performance
scaling, qualitative feedback sheets, automated platform metrics, and motivational
reward reinforcements were described by middle managers as necessary for track-
ing data quality, confirming user comfort, and rewarding performance. One hun-
dred percent of participants cited evaluation and continuous feedback initiatives
as a significant factor of effective ITL. These strategies included analyzing system-
generated activity logs, distributing pre- and post-training surveys, conducting
structured checklist reviews, tracking compliance corrections, and linking mile-
stones to performance incentives.

Objective metrics and collaborative milestone tracking were prioritized to gauge
implementation success without creating surveillance or anxiety. These strategies
served as a supportive tool to identify processing gaps and guide learning oppor-
tunities. Participant 2 described this, sharing: “We found the software that we
went with had embedded metrics in the system... once the 30 days were up and
the lessons were complete and the questions that were given were also answered,
there was a database that was sent out, a report that was sent out to me that shared
with me.” This automated tracking shifted evaluation away from subjective super-
visor observations onto clear, unbiased platform logs. Participant 6 balanced the
quantitative approach with employee led metric tracking strategies, stating, “I let
the employee decide what they want those smart goals to be, and we measure the
effectiveness of their smart goals... we will reflect back on these smart goals that
we set in January at the end of the year in our December meeting.” Participant 7
maintained “every task, and every organization process should have a timeline of
completion,” adding that publishing a concrete calendar “helps with any innova-
tion on knowing when completion is arriving for any task.” Establishing progress
to deadlines enables individualized measurement of success. Commitment to op-
erational transparency extends to performance appraisal processes.

Transparent evaluation rubrics were utilized as developmental touchpoints, ra-
ther than just subjective performance reviews. Participant 3 described how audits

using checklists were utilized, explaining, “We had feedback sheets... when they
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go in to do supervisions each week, then they would complete a feedback sheet.
It’s like a checklist to make sure that certain points were being checked off... if you
scored a ‘1’, then you needed some work. Two means that you understand it, but
you just need a slight amount of work. And then, three means that you’re really
good at what you’re good at.” This mechanism allowed supervisors to evaluate
efficiency improvements. Participant 8 shared that they “measure the number of
e-forms that have been adjusted as well as identifying the compliance issues that
arose or that could have arisen but have been mitigated.” Teams navigating tasks
connected to compliance mandates require tracking and concrete metrics. Partic-
ipant 5 demonstrated success through standard departmental logs, stating, “Our
readmission rates dropped to like three percent with the incorporation of that
app... we measured it by the readmission rates.” Integrating structured tracking
tools and clear evaluation rubrics ensures that performance monitoring offers it-
erative developmental opportunities, thus translating ITI efforts into verifiable
operational outcomes.

The narratives revealed the practice of combining automated tracking and post-
implementation support mechanisms to monitor comfort and reinforce opera-
tional behaviors. Participant 4 noted that tracking user sentiments after imple-
mentation confirms authentic change, sharing, “We did pre- and post-training
surveys just to kind of see their comfort levels... I was able to see that they felt
much more comfortable with the systems and the databases post-training, espe-
cially the ones who were very hesitant at the beginning.” Participant 9 highlighted
this, stating, “...I’'m not getting as many Teams messages or questions about the
CRM or the technology we engage with as much anymore... people are kind of,
either, getting to a place where they can figure it out or, you know, we’re setting
time aside in our one-on-ones to do it together.” To secure technical behaviors,
Participant 3 advised celebrating mastery directly to employee motivators, ex-
plaining, “if you can complete three of these 10 trainings within a week, then we
get a party, we get a bonus... we start getting incentives for doing bits and pieces
of it leading up to the final product.” Continuous evaluation and support enable
leaders to identify and reinforce performance and operational independence. By
pairing metric tracking with targeted incentives and supportive feedback loops,
managers fulfill psychological needs for competence and relatedness, reducing
adoption hesitation and fostering autonomy. This combination ensures innova-
tive technology is fully embedded into daily workflows, enhancing technological
sustainability.

The findings support the assumptions of the motivation-hygiene theory, which
posits that direct recognition, personal achievement, and objective feedback are
vital intrinsic motivators that drive job satisfaction (Herzberg et al., 1959). Fur-
ther, leaders foster desire for competence by utilizing transparent performance
metrics to show gains and reward achievements, boosting employee engagement
(Akgul et al., 2025). The TOE model states that evaluating internal resource out-

puts is critical for verifying the actual relative advantage of innovative technology
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(Tornatzky & Fleischer, 1990). Using innovative technology to provide transpar-
ent feedback loops and automated process tracking strengthens institutional ac-
countability and employee output (Wang et al., 2024). Organizations benefit from
shifting toward automated, algorithmic performance management systems to
standardize evaluation (Suhardjo & Faisal, 2024). Conversely, fully automated
tracking systems lead to degraded psychological safety and increase events of tech-
nology rejection (Dong et al., 2024). Therefore, a balanced approach is appropri-
ate, utilizing human-centric approaches, such as internal check-ins, balanced with
automated platform analytics to generate sustainable technology adoption and
meet market productivity standards. Integrating automated platform analytics with
qualitative metrics allows evaluations and continuous feedback to humanize the

scaling process and performance expectations of ITI.

4.3. Theme 3: Leadership Behavior

The third major theme was leadership behavior. Gallup research highlights that
team engagement is directly connected to leaders’ intentional efforts to cultivate
supportive and psychologically safe work environments (Harter, 2025). Transcripts
demonstrated interpersonal management approaches were highlighted by partici-
pants as drivers for mitigating resistance. These included strategies such as opera-
tionalizing a human-first approach, intentional leadership accessibility, demon-
strated leadership competency, and proactive relationship building. Interestingly,
77.8% of participating middle managers generated data supporting this specific
thematic framework. While the previous four themes achieved absolute conver-
gence of 100%, this variation does not diminish the structural importance of the
theme, as it reflects a highly individualized nature of interpersonal management
styles. A thorough analysis evaluated theme adequacy, convergence, and discon-
firming accounts. Therefore, these leadership behaviors, including skill modeling,
time blocking for providing direct support, effectively communicating, and re-
building historical trust gaps between leadership and workers, confirm that inten-
tional cultivation of a supportive relational climate remains a primary strategy
used by middle managers to reduce resistance and enhance innovative technology
implementation.

The data revealed that middle managers prioritize a supportive, empathetic,
and highly relational managerial style to foster the psychological well-being of
their staff, focusing on understanding individuals holistically. Participant 3 de-
tailed this human-first management style, explaining that leaders must “under-
stand people for who they are, build that relationship so that we can understand
how their environment, their personal environment, their work environment,
their professional environment, will affect how their behaviors are being seen.”
Participant 6 supported this leadership approach, stating, “I care about you as a
person. You as a person means more to me than you as an employee,” noting that
authentic advocacy involves recognizing personal milestones because “as human

beings, you know, hearing your name and seeing a congratulations...well done,
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that goes a long way”; also, supporting individual team member development
“whatever it is that you want to invest in, I support...my team knows that they are
well supported in all of their endeavors.” Participant 9 highlighted the necessity
for leadership to avoid the tendency to step in and take over, warning against the
“classic like trap that a manager will fall into is like, ‘T can just do it if it’s.. .like,
I'll just do it, it’s faster because I know how to do it””, and emphasized that “we
need to be able to scale genuine human connection,” by allowing employees to
“grow in the spaces they want to be fluent in” and understanding that “it takes
time to learn.” Participant 6 sums effective human-first leadership to actively sup-
porting individual learning capacities, stating never to judge “someone’s perfor-
mance on one bad day”, and supporting individual development.

The participants recognized that ITI requires leaders to scale genuine human
connection and model emotional vulnerability to reduce staff isolation. Partici-
pant 9 detailed the need to “be able to scale genuine human connection” and uti-
lize technology to reduce workload, enabling leaders to focus more on mentor-
ship, and argued intentionally avoiding managerial impatience to operate entirely
from a posture of grace, sharing, “I think my patience was wearing thin from them
or anything they were doing, but like my life circumstances of having a toddler...
and then I need to be able to bring that to my work life as well, right? It can’t just
be reserved for certain aspects of my life. And so, I think to kind of work on that...
truly like starting every day and be like, T'm going to operate from a place of
grace.”” This posture enables leaders to evaluate the “why behind why we’re doing
it, not just what,” and guide their teams toward self-sufficiency. Participant 5 lev-
eraged shared vulnerability to reduce resistance, recalling, “I was pretty vulnerable
with them. And you know, I explained to them...I don’t like new things either.”
By acknowledging their own challenges, the participants established a psycholog-
ical commonality. This validation of employees’ discomfort fostered trust and cre-
ated a collaborative foundation. These narratives demonstrate that redirecting
leadership efforts toward scaling genuine human connection impacts employee
perceptions during ITI. Ultimately, intentional leadership that demonstrates pa-
tience and vulnerability fosters a culture of commonality, thereby enhancing or-
ganizational trust and implementation of innovative technology.

Supportive cultures may be operationalized by ensuring leadership accessibil-
ity. Participant 7 noted the direct correlation between availability and user confi-
dence, explaining “the more assistance that can be provided through technology
change, the more comfort is created.” To make this support practical, Participant
9 made a conscious decision to shift from routine tasks to ensure more time was
given to their teams, stating, “I'm also going to take the time...people need me. I
need to pick a number that 'm okay with leaving my inbox because I need to take
dedicated time to being a manager and being a teammate, if you will, at the end of
the day.” Participant 1 emphasized the need “to lead with visibility, not just with
emails... I would try to manage a challenge from my office. I'd go out and communi-

cate better to understand what the challenges might be there”, demonstrating vis-
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ibility as a strategic communication practice. The data demonstrate that middle
managers actively operationalize supportive workplace cultures by prioritizing di-
rect leadership accessibility over routine administrative tasks. Ultimately, this ac-
tive managerial availability cultivated collective trust and enhanced psychological
safety, thereby mitigating ITI resistance.

Based on the data analysis, a heavy emphasis was placed on demonstrating lead-
ership competency and leading by example. The participants focused on modeling
proper system usage behaviors. Participant 5 highlighted this, stating, “I think the
number one thing to do is model it, and so I can’t necessarily ask them to do
something that I am not using.” Participant 2 supported this, describing signifi-
cant personal preparation well ahead of system deadlines to ensure the team had
a reliable guide, sharing, “I went through every bit of training for weeks prior to
the pre-launch. And then I got the HR team up to speed with the platform as well
prior to meeting with staff.” Establishing mastery of new technology prior to
rollout, the participants ensured they could provide clear information early and
effectively support during implementation. Participant 7 confirmed that a leader’s
level of technical aptitude is vital for problem solving, noting “the more I know,
the more I’'m able to share, which helps them navigate through their daily pro-
cesses and their daily procedures.” Thus, visible mastery was demonstrated, cre-
ating a supportive operational environment in which employees can confidently
rely on their lead as an active teammate rather than a detached enforcer.

Ultimately, the participants described using these supportive behaviors to foster
intentional relationship building and repairing trust gaps within their organiza-
tions. Participant 2 highlighted that technology rollouts often stall due to cultural
divides as opposed to system errors, explaining “There were some historical trust
issues between support staff and core staff towards administrative staff. One thing
we knew we needed to do was create a level of trust prior to trying to present for
buy-in.” Participant 6 directly addressed organizational challenges during imple-
mentation, sharing “The first critical step is to create rapport with those direct
reports and to create a climate that is trustworthy and trust-building. Um, so that
was my first hurdle... Each of the direct reports already had assumptions about
me as their new supervisor, and so with that, I had to help kind of dispel some of
those myths.” Participant 6 described a two-way process of accomplishing this,
requiring ongoing commitment to transparency and mutual accountability, stat-
ing, “I'm gonna be very upfront and very transparent with you about who I am,”
and concluding “trust is always going to be a two-way streets, so not only did I
have to earn their trust. I'm also trying to, um, to make sure that I trust them, too.”
The data reveals that middle managers leverage supportive interpersonal behav-
iors to intentionally build rapport and repair historical trust gaps within their or-
ganizations. Further, this demonstrates that ITI initiatives are impacted by cul-
tural divides, and that cultivating an environment of transparency and mutual ac-
countability reduces preconceived assumptions and secures buy-in.

Collectively, these narratives confirm the assumption that supportive leader-
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ship behaviors, social networks, and positive working conditions operate as a pri-
mary hygiene requirement. Low team engagement is frequently tied to adminis-
trative failure to satisfy fundamental psychological conditions (Harter, 2025), and
top-down, non-relational instructions act as a severe hygiene drain (Herzberg et
al., 1959). Further, fostering a supportive workplace culture influences individual-
level adoption outcomes, demonstrating that an organization’s internal manage-
rial structure and cultural readiness determine how effectively an innovative tool
is integrated (Tornatzky & Fleischer, 1990). Thus, the data prove that when mid-
dle managers model vulnerability, ensure frontline accessibility, and actively re-
pair team trust, they satisfy baseline psychological criteria needed to reduce anxi-
ety and resistance. These insights show that cultivating strong leadership and em-
ployee relationships mitigates stress while enhancing ITI efforts. Ultimately, these
findings support that an organization’s cultural intuitiveness and relational cli-
mate are primary determinants of how effectively innovative technology may be

implemented into operational workflows.

4.4. Theme 4: Collaborative Environments and Psychological
Safety

The fourth theme was collaborative environments and psychological safety. The
theme comprised elements such as relationship-driven techniques, safe learning
spaces, shared leadership structures, peer partnerships, and listening loops, which
were emphasized by participants as critical for reducing stress and cultivating
trust. One hundred percent of the interviewed middle managers supported this
theme. Gallup research indicates that more than 50% of employee turnover stems
from workplace environments that fail to fulfill core psychological needs (Harter,
2025). Conversely, cultivating positive human interactions within the workplace
strengthens an employee’s sense of purpose (ADP Research Institute, 2025). Strat-
egies consisted of hosting weekly operational think tanks, establishing advisory
boards, mobilizing early adopters, and normalizing technical exploration.
Participants described an intentional social process focusing on mitigating
stressors by establishing secure learning spaces. Participant 1 addressed psycho-
logical barriers, noting “...maybe the fear of looking incompetent comes up”, and
counteracting this by empowering employees to “feel safe to make mistakes, to
feel safe to be honest [about] how they’re feeling.” Environments for hands-on
guidance were established. Participant 2 highlighted setting up protected spaces
to resolve basic troubleshooting, explaining “...there needed to be a dedicated
space for all staff members...”, specifically mentioning how it was “challenging
for multiple of the staff to just get online and be able to create the login. So, that
was another portion of handholding or guiding, or making sure we provided the
appropriate support”. Participant 3 summarized this role as “helping them to un-
derstand that they have a lot of support throughout this process”, while Partici-
pant 7 noted “the more assistance that can be provided through technology

change, the more comfort is created,” indicating hands-on managerial support
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serves as a primary driver of user readiness.

To minimize pressure and build trust, some managers strategically altered phys-
ical settings, hosting sessions away from traditional spaces and choosing neutral
environments. Participant 5 stated, “I create a space that’s away from that org...
usually, I choose a library or things like that to incorporate community in that.”
Safe learning environments rely on open dialogue and clear frameworks that em-
power employees to guide their learning paths. This supports employee engage-
ment, mentioned by Participant 6, stating, “there’s never a bad question that can
be asked during these sessions... And so, we encourage everybody on the team to
ask that question.” This shows a direct correlation between managerial support
and employee comfort. Leaders create a sense of safety that empowers employees
to feel more confident and fosters psychological safety required for genuine en-
gagement with innovative technologies by intentionally separating training from
everyday pressures of the standard workspace.

Middle managers prioritized listening sessions to gain insights, reduce role al-
ienation, and co-create competency building opportunities. Participant 6 illus-
trated this, stating it is “really important for us to sit down as a team, and to go
around the table and say what’s on your mind. What do you have trouble with?
What’s going well?” Participant 2 separated mandatory requirements, explaining,
“I'would hold a discussion session where it was purely voluntary if anyone wanted
to show up and voice concerns or share thoughts on how they thought their les-
sons went, or just simply sit in and share feedback on a takeaway that they got...”.
Leveraging these conversations enabled participants to establish mutual respect
across different levels. These narratives confirm the core assumptions of the mo-
tivation-hygiene theory, which holds that supportive supervisor behaviors, peer-
to-peer social networks, and positive working conditions serve as primary hygiene
factors to ensure the effectiveness of technology change initiatives. Fostering col-
laborative learning environments and removing the fear of retaliation prevents
workplace dissatisfaction (Akgul et al., 2025). Leadership and the workplace envi-
ronment are crucial to supporting workforce retention, as low team engagement
is tied to administrative failure to satisfy fundamental psychological needs, such
as clear institutional advocacy and personal safety (Harter, 2025). Fostering psy-
chological safety directly influences individual-level adoption outcomes. By em-
ploying listening sessions, middle managers validate the core dimensions of the
TOE model, demonstrating that an organization’s internal managerial structure
and cultural readiness determine how effectively an innovative tool is adopted
(Tornatzky & Fleischer, 1990). This approach enables middle managers to co-lead
initiatives through peer collaboration and shared leadership.

Capturing employee feedback enables a reimagining of the supervisory role.
Middle managers intentionally moved away from top-down models, choosing to
share power during ITI. Participant 8 explained leaders must optimize technology
by “taking direct reports’ recommendations and mobilizing them...instead of

working slowly from leadership, just kind of dictating what it is that staff do.” Peer
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mentoring networks avoided bottlenecks, as described by Participant 1, noting:
“You could partner your staff off with mentors...forming an advisory group to
bounce ideas off them to help implement this.” Decentralized trust structures en-
hance efficiency and build self-efficacy. Participant 4 stated providing staff “the
opportunity to explore it on their own and come back as a larger group...gives
them a role in what technology looks like”, while Participant 5 observed that when
staff “are all able to have input, they kind of viewed it as...’my thing’ too.” Partic-
ipant 6 explained their team meetings operate as interactive “think tanks” where
members take turns leading, stating, “Each week we would focus on one team
member, and they would share their strengths and teach us...it wasn’t me all the
time.” Analysis confirms concepts of the TOE framework, which posits an organ-
ization’s structure and decision-making dynamics influence adaptability (Tor-
natzky & Fleischer, 1990). When supervisors shift from a top-down approach to
collaborative models that incorporate frontline insights, they significantly im-
prove efficiency and reduce risks that lead to implementation failure (Cammarano
et al., 2025; Luki¢ Nikoli¢, 2024; Roy et al., 2024). Treating employees as partners
drives productivity and enhances long-term competitive advantage (Wu et al.,
2025). Moving away from centralized control mechanisms directly shapes the in-
ternal organizational context, thereby impacting strategic approach, system con-
figurations, and operationalization while ultimately enhancing outcomes of ITL
Collectively, collaborative environments and psychological safety provide an es-
sential foundation for effective technology adoption, setting the precedent for how
specific instructional designs and skill support structures formalize workplace be-

haviors into operational success.

4.5. Theme 5: Environmental-Organizational Adaptability

Finally, the participant narratives collectively formed the fifth theme, environ-
mental-organizational adaptability. ADP Research Institute (2025) found that or-
ganizations that continue to drive efficiency through adaptability enhance produc-
tivity. Analysis of the interview data indicated that structural alignment strategies,
including establishing clear value lenses, optimizing operational efficiency, con-
textual analysis, managing ecosystem orientations, and ensuring federal compli-
ance, were consistently described as essential practices for aligning organizational
workflows with innovative technology adoption. One hundred percent of partici-
pants cited environmental-organizational adaptability as a fundamental compo-
nent of ITT strategies. These strategic measures included vetting technical func-
tionality against team or company output goals, understanding cultural contexts
and implications, ensuring satisfaction of governing regulations, overseeing multi-
layered database feeds, and segmenting stakeholder touchpoints to ensure broad
operational integration.

Participants’ descriptions conceptualized environmental-organizational adapt-
ability as a dynamic process in which leaders assess internal and external pressures

and employ strategies to achieve systemic agility while fostering cohesion. A unan-

DOI: 10.4236/0jbm.2026.145143

2889 Open Journal of Business and Management


https://doi.org/10.4236/ojbm.2026.145143

C. Perry, K. A. Critchlow

imous consensus was reached, emphasizing that the viability of innovative tech-
nology depends on alignment with organizational performance goals and capac-
ity. For example, Participant 1 emphasized the necessity of strategic alignment,
advising that leaders must “try to keep this technology goal that you have aligned
with your company or your school’s vision”. However, ensuring alignment re-
quires addressing systemic challenges, such as data gaps arising from implemen-
tation strategies. Participant 8 stated that “...key areas where there were vulnera-
bilities or gaps created in our processes because of the way the technology is im-
plemented.” Additionally, Participant 4 noted that substantial data gaps arise
when large segments of the user population fail to engage with the system. To
mitigate, Participant 4 stated that innovative technology must “integrate in a way
that’s seamless; that makes their work a little bit, almost easier”, and that “if it
doesn’t feel intuitive...a lot of the staff members just kind of, like, push back from
it”. This demonstrates that ITI requires a balanced approach of enhancing opera-
tional efficiencies and infusion with current workflows. These narratives corre-
spond with the core dimensions of the TOE framework, which posits how an in-
novation’s technical traits, an organization’s internal constraints, and industry re-
alities significantly impact technology adoption (Tornatzky & Fleischer, 1990).
ADP Research Institute (2025) found that organizations that provide useful effi-
ciency tools and resources are three times more likely to have highly productive
teams. Further, research on technical standardization indicates that cross-plat-
form interconnectivity directly enhances total productivity and organizational
sustainability (Kim et al., 2023; Wang et al., 2023). Ultimately, these findings sug-
gest that environmental-organizational adaptability relies on a leader’s ability to
optimize technical design within workflow orientations to standardize operations,
thereby mitigating ITT failures, fulfilling goals and mandates, and enhancing or-
ganizational agility.

Alignment and Advocacy

The first subtheme that branched from the initial finding of environmental-
organizational adaptability was alignment and advocacy. Analysis of the inter-
views indicated that championing innovative technology strategies is a primary
way to secure early employee buy-in and establish standard operating procedures.
This subtheme was described as a process of translating high-level organizational
goals into daily task processes. Alignment and advocacy strategies included effec-
tively communicating the value added, streamlining workflow efficiency, and
demonstrating strategic utility. Participants unanimously agreed that active lead-
ership advocacy is a critical component of ITI. The participants described actively
supporting ITI by modeling an enthusiastic attitude, advocating for workflow
streamlining to maximize customer-facing interactions, and aligning daily tech-
nical tasks with global milestones.

Rather than relying solely on top-down mandates, participants highlighted that
championing requires demonstrating how the technology has direct applicability

to the user. Participant 4 illustrated this advocacy by framing system adoption
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around end-user accessibility, explaining that “it’s important that it feels intuitive,
like the front-facing component at least,” as the design should be guided by insight
into “everyone’s needs; also, understanding their strengths”. However, this advo-
cacy requires balancing future technical initiatives with the established cultural
landscape. Participant 2 emphasized the task of balancing traditions with techno-
logical change, stating, “I needed to find a balance between keeping historical
value and practices in place while also evolving the organization and its culture
into 2025”. Balancing these elements is critical, as a lack of strategic alignment
leads to resistance. Describing this user friction, Participant 3 recalled, “Resistance
would be the number one thing...they complained a lot, they found issues with
the platform that were just unnecessary.” This demonstrates the significance of
leaders advocating for both their direct reports and innovative technology by de-
veloping practical solutions. Participant 5 detailed this dynamic, explaining that
when adapting workflows for specific demographics, there is intentionality in
“simplifying the procedure...simplifying what the actual staff needed to do” tak-
ing “a 35-step process and [shrinking] it down to seven primary steps”.

This subtheme expands the organizational context of the TOE framework and
matches established research regarding relational leadership behaviors and cor-
porate social responsibility (CSR). While the TOE framework focuses on more
rigid physical factors like company size and structural centralization, these findings
show that a middle manager’s active advocacy and individual framing serve as es-
sential psychological mechanisms that enhance the functionality of a technological
resource. Demonstrating clear utility and connecting it to transparent values drives
user willingness to engage, and even share specialized expertise (Hussain et al.,
2025; Neukam & Bollinger, 2022). Further, workspace incivility, burnout, and ca-
reer regret decrease when leaders establish or maintain clear social constructs dur-
ing technology change (Macias-Velasquez et al., 2021; Shin et al., 2025). The nar-
ratives of the participants highlight how balancing cultural preservation with tech-
nological advancement fosters organizational adaptability. Thus, when leaders illus-
trate the relative advantage of innovative technology, they convert the risks associ-
ated with unfamiliarity into opportunities for proactive engagement and thereby
foster its adoption.

Environmental Engagement and Responsivity

The second subtheme identified was environmental engagement and respon-
sivity. Analysis of participants’ narratives revealed that strategies, including con-
ducting a comprehensive contextual analysis, strict regulatory compliance moni-
toring, segmented stakeholder engagement, and managing ITI within timing con-
straints, were consistently described as mitigation techniques for unexpected op-
erational bottlenecks. One hundred percent of participants cited environmental
engagement and responsiveness initiatives as a critical component of effective in-
novative technology implementation strategies. Such interventions included au-
diting network interconnectedness, building compliance rubrics, mapping and

demonstrating the impact of operations, and promoting stakeholder engagement
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with ITI through early communication and active involvement.

Middle managers engage in a proactive diagnostic process to gain deep insight
into existing ecosystems and the operational impacts of implementing innovative
technologies. To mitigate disruption caused by technology change, managers must
maintain an active awareness of technology adoption, evaluating both an individ-
ual user perspective and a broader systemic lens. When this awareness is lacking,
and a breakdown in user acceptance occurs, it triggers measurable performance
erosion that impacts organizational outcomes. Participant 3 detailed this, high-
lighting how user resistance directly impairs organizational productivity, stating,
“[when] work is not being done...it’s affecting the company larger. So, resistance,
lack of communication, and just a longer time to create that buy-in [occurs], be-
cause if they’re not motivated, then it takes us a longer time to support them to
understand the platform.” Participant 3’s narrative highlights how low user moti-
vation negates a secure baseline for workflow optimization.

To mitigate this, middle managers must actively connect individual user suc-
cess with organizational outcomes. Providing explicit structural context directly
influences individual input by translating abstract concepts into meaningful con-
tributions. Participant 4 witnessed this shift, observing that end-user engagement
increased when employees were capable of “seeing where they were successful,
like actually, like, kind of also seeing their impact.” The significance of contextu-
alizing utility and articulating the logic behind ITT was highlighted by Participant
9, stating, “...you need people to understand the technology...that feeds back into
the context of everything that we’re doing and the why behind why we’re doing it,
not just the what.” Efforts to transparently communicate the “why” behind tech-
nical changes operate as a critical hygiene factor within Herzberg et al.’s (1959)
motivation-hygiene theory. Strategic clarity, platform utility, and clear communi-
cation establish the foundation for employee security, thereby enhancing change
management efforts. Although hygiene factors do not independently motivate em-
ployees, their absence or inadequacy can lead to negative performance outcomes.
Ultimately, by illustrating how individual inputs fit within the broader organiza-
tional scope, middle managers can effectively mitigate stressors that impede the
implementation of innovative technologies.

Additionally, participants observed that evaluating multi-tiered stakeholder
pressures represents a component of resource navigation. As middle managers
guide ITI, focus frequently shifts to the structural constraints imposed by external
governing bodies and policies. For Example, Participant 6 detailed the absolute
necessity of aligning internal processes with systemic directives, emphasizing that
“in order to be in compliance....there are steps that we need to follow.” Also, Par-
ticipant 8 detailed mitigating integrity risks by managing multi-tiered and discon-
nected government platforms, noting the necessity of “the development of stand-
ard operating procedures, just ensuring that as people are working in these differ-
ent systems that there’s some generally understood, integrity-holding way that

people are engaged in the processes; and SOPs have been an excellent tool.” Man-

DOI: 10.4236/0jbm.2026.145143

2892 Open Journal of Business and Management


https://doi.org/10.4236/ojbm.2026.145143

C. Perry, K. A. Critchlow

aging such environmental constraints requires leaders to implement targeted mit-
igation measures to manage complex downstream workflows and, consequently,
reduce operational errors that jeopardize integrity and cause regulatory non-com-
pliance.

Environmental engagement and responsivity confirm the external environ-
mental context of Tornatzky and Fleischer’s (1990) TOE framework, noting that
industry structures, regulatory demands, and government compliance rules heav-
ily dictate organizational business decision-making. Further, the emerging pat-
terns from the analysis correspond with scholarship regarding environmental in-
fluence in organizational change, as navigating government regulations and pol-
icy standards serve as a powerful driver that shapes technical adoption across
modern industries (Omonov & Ahn, 2025). As technology initiatives expand, risks
grow, requiring leaders to implement standardized processes and controls with-
out compromising operational efficiency (Paya et al., 2024; Sepehrian et al., 2025).
The interviews demonstrate these dynamics, highlighting the significance of mid-
dle managers constructing solution guidelines to satisfy external compliance

standards while still promoting innovative technology implementation.

5. Professional Practice and Implications for Social Change

The findings provide practical insights for business leaders to implement innova-
tive technology to improve engagement and productivity. Organizations achieve
effective I'TI when leaders align innovative technology with existing structures and
workflows, designing utility around established cultural, environmental, and tech-
nical limitations (Satyro et al., 2024; Tornatzky & Fleischer, 1990). Assessing en-
vironmental and organizational context prior to deployment allows leaders to
proactively prepare infrastructures to avoid bottlenecks or resistance, ensuring re-
source planning and technology change are sustainable (Kim et al., 2023; Wang et
al., 2023). A significant strategy includes intentionally fostering collaboration and
psychological safety through inclusive discussion forums and peer collaboration
structures. Supportive leadership, peer-to-peer social networks, and positive work-
ing environments operate as hygiene requirements that promote worker auton-
omy and heighten engagement (Akgul et al., 2025; Richards et al., 2025).
Organizations that base instruction and support directly on employee capacity
increase readiness for technical transitions and sustain through organizational
change (Carvalho et al., 2024). Strategically phased rollouts, need-based instruc-
tion, and multimodal learning setups enhance competence, reduce system com-
plexity, and prevent training fatigue. Furthermore, organizations can evaluate ef-
fectiveness by monitoring system metrics, data accuracy rates, and employee en-
gagement surveys to capture qualitative and quantitative outputs (Harter, 2025;
Wang et al., 2024). However, middle managers must balance automated tracking
metrics with human-centric feedback loops to prevent surveillance anxiety from
reducing psychological safety and promoting technology rejection (Dong et al.,

2024; Suhardjo & Faisal, 2024). Finally, middle managers must commit to sup-
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portive, relational leadership behaviors, leading with empathy and demonstrating
personal technical competency. Empowering collaborative leadership and a hands-
on management approach during ITI reduces workplace stress, increases user
adoption, and drives workflow continuity (Kappal & Mishra, 2024; Shin et al.,
2025).

The results provide a framework for positive social change as innovative tech-
nology redefines labor dynamics, encouraging organizations, educational bodies,
and policy architects to prioritize a human-centered perspective. Viewed through
a macro-societal lens, the results address and mitigate systemic stressors across
the social determinants of health: economic stability, education access and quality,
healthcare access and quality, neighborhood and built environment, and social
and community context.

First, the results may reinforce economic stability by preventing technology-
induced role alienation and job displacement. When new technologies are deployed
via collaborative, bottom-up engagement, there is enhanced employee well-being,
strengthened organizational trust, and high retention rates, enabling household
financial stability (Akgul et al., 2025; Harter, 2025). Aligning technology with ca-
pabilities provides a method to stabilize performance, preserve workforce reten-
tion, prevent costly turnover, and safeguard workforce stability and financial se-
curity.

Second, structural training and process simplification frameworks may enhance
access to and the quality of education within the modern adult-learning environ-
ment. Standard unedited manuals create learning curves that disproportionately
alienate staff members with diverse educational baselines. This research addresses
the educational barrier by illustrating the social value of process simplification,
flowcharts, and customized coaching loops, offering a model to democratize dig-
ital literacy and ensure non-technical individuals can confidently build technical
self-efficacy.

Third, this research offers critical implications for healthcare access and quality
by cultivating psychosocially secure work environments that reduce exhaustion.
Technological advancements implemented with comprehensive instructional and
human-centric supports cultivate workplace collaboration, enhance psychological
safety, and foster strong mental well-being (Shin et al., 2025; Wang & Yao, 2025).
Anxieties and mental health distress may be mitigated when leaders build trust,
model emotional vulnerability, and isolate training feedback from punitive mon-
itoring, significantly reducing operational burnout and absenteeism (Dong et al.,
2024).

Fourth, strategic optimization of innovative technology may influence the neigh-
borhood and environment by driving ecological sustainability and resource effi-
ciency. Data highlighted that when innovative technology aligns with environmen-
tal contexts, organizations successfully streamline supply chains, minimize re-
source waste, and lower carbon footprints (Mahmood et al., 2025; Wu et al., 2025).

Globally, this strategic alignment may support green computing initiatives, mini-
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mize environmental degradation, lower carbon dioxide emissions, and contribute
to eco-sustainable communities.

Finally, this research may enrich the social and community context by model-
ing decentralized authority structures that rebuild historical trust gaps within hu-
man groups. Innovative technology changes isolate individuals, resulting in pro-
fessional loneliness and cultural disconnection within communities (Aleksi¢ et al.,
2024; Rojas et al., 2025). This research addresses this disconnection by demon-
strating how leaders can utilize listening sessions, cross-functional advisory boards,
and interactive peer-mentoring networks to establish commonality, transforming
rigid environments into collaborative ecosystems characterized by transparency

and mutual trust.

6. Directions for Further Research

While the findings of this study provide significant practical strategies for imple-
menting innovative technology, the current data present distinct parameters for
future research. First, because the target population for this study was limited to
middle managers in the United States service sector, future researchers should rep-
licate this methodology in other markets, such as those in heavily product-centric
or heavy manufacturing environments. Industry data suggests that manufacturing
organizations navigate structural configurations and supply chain dynamics that
skew operational outcomes when integrating innovative technology (Mahmood
et al., 2025; Satyro et al., 2024). Conducting comparative studies across distinct
market environments would help determine whether the ITI strategies presented
in this study remain equally effective across highly variable operational environ-
ments or require unique industry-specific strategies.

Further, future research should explore the longitudinal impacts of algorithmic
performance metrics on employee engagement and workforce retention. The data
demonstrated a highly concentrated reliance on system-generated tracking logs to
minimize supervisor subjectivity. However, fully automated or algorithmically in-
tensive monitoring systems diminish psychological safety, increase stress, and in-
crease resistance without humanizing interventions (Dong et al., 2024; Wang &
Yao, 2025). Subsequent studies could examine employee retention rates and long-
term self-efficacy metrics over an extended time period, determining critical thresh-
olds at which leaders successfully integrate automated metrics with collaborative,
employee-led goal development.

Finally, further investigation is needed to explore how specific types of emerg-
ing technologies influence user adoption behaviors differently. This project acknowl-
edges that a broad definition of innovative technology could obscure unique be-
havioral pain points specific to distinct types of technology. Future academic in-
quiries should narrow their scope to explore how middle managers deploy rela-
tional leadership, shared vulnerability, and customized skills to support innova-
tion during technology implementation, and determine whether cognitive barri-

ers require unique change management strategies specific to the type of technol-
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ogy being introduced.

7. Limitations

Research limitations refer to potential weaknesses within a research design, con-
sequently influencing the results and conclusions of the research (Ott, 2024). My
research project is subject to several key limitations. First, the sample size was not
sufficient to allow for the generalization of findings to the broader population of
U.S. service sector middle managers. Second, the reliance on middle managers’
self-reported data through interviews presented potential for social desirability
bias or recall bias. Finally, because the study did not focus on a specific innovative
technology, the applicability of the identified effective strategies may be skewed
or specific to the particular type of technology discussed by participants.

8. Conclusion

The purpose of this qualitative pragmatic inquiry was to identify and explore the
effective strategies used by some middle managers to implement innovative tech-
nology into their employees’ work processes to enhance employee engagement and
productivity. Through a thematic analysis of participant transcripts and a rigorous
integrative evidence review, five interconnected strategic components emerged: en-
vironmental alignment and technological fit; collaborative environments and psy-
chological safety; leadership behavior; instructional design and skill support; and
evaluation and continuous feedback. The structural synthesis displayed across the
qualitative coding confirms that successful organizational technology change re-
lies on balancing technical systems with explicit human care. When middle man-
agers align new technology implementation with institutional goals while design-
ing workflows around user capabilities, they reduce anxieties, mitigate operational
bottlenecks, and significantly maximize organizational competitive advantage.
Theoretically, this doctoral research successfully bridges the gap between ad-
ministrative configurations and behavioral outcomes. Integrating Tornatzky and
Fleischer’s (1990) technology-organization-environment (TOE) framework with
Herzberg et al.’s (1959) motivation-hygiene theory provides a robust, multi-level
lens for understanding the implementation of innovative technology. Middle man-
agers satisfy critical hygiene needs and reduce resistance when they model vulner-
ability, maintain administrative accessibility, and proactively repair historical in-
stitutional trust gaps. Once these structural and cultural criteria are fulfilled, the
introduction of shared power and tailored instructional design serves as intrinsic
motivators, thereby transforming passive compliance into acceptance and buy-in.
Ultimately, the findings of this research project present definitive business ap-
plications as a framework and path for positive social change. Organizationally,
the findings of the study highlight that technology relies on ensuring the intersec-
tion of technical structure and human acceptance is adequately balanced. Beyond
the business context, findings of the study may potentially advance societal resili-

ence by offering concrete methods to protect determinants of health. By demon-
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strating how to structure equitable upskilling opportunities, minimize career burn-
out, and reinforce community trust, this project provides leaders with the strategic
tools necessary to navigate innovative technology implementation, prioritizing a

deeply human-centered and caring perspective.
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