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Executive Summary

The Power of Workplace Attachment in a Hybrid World

As we continue to adapt to the post-pandemic work landscape, the ways we
connect with our workspaces—and with each other—are evolving. With hybrid work
becoming the norm, understanding attachment in the workplace is more important
than ever. Originally a foundational concept in psychology used to describe
emotional bonds between people (such as infants and caregivers), attachment
offers a fascinating lens to explore how we feel connected to our environments
across both physical and digital spaces.

Our audience represents a cross-section of our society—individuals navigating an
ever-changing landscape of in-person and virtual interactions. We're curious about
how these experiences shape workplace attachment. As the world changes rapidly,
so do the levers of social cohesion. This research aims to provide a snapshot into
these shifts, allowing us to observe and analyze a unique moment in time.

The goal of this study is to uncover what drives psychological attachment in the
workplace, particularly within hybrid teams. Factors like roles, team demographics,
organizational structures, and the nature of work all play a role in how attachments
are formed and sustained.

Research consistently shows that when employees feel secure, supported, and
valued, they don't just perform better—they thrive. This sense of attachment

benefits not only individuals but also drives organizational success. Today's multi-
generational workforce, shaped by economic and social forces, brings a wider range
of values and working styles than ever before:

* Baby Boomers value structure, in-person collaboration, and established
hierarchies.

* Gen X prioritizes flexibility and autonomy.

+ Millennials seek purpose-driven environments with strong community and growth
opportunities.

+ Gen Z thrives in tech-integrated spaces and emphasizes work-life balance.

Recognizing these generational differences goes beyond surface-level preferences.
It's about creating space for the nuanced ways people experience a rapidly
evolving world while identifying common ground that unites us. Each generation's
perspective is shaped by its unique journey through cultural, historical, and
technological shifts, and together, they contribute to a constantly renewing social
contract. By honoring these differences, organizations can design environments that
respect diverse experiences while fostering shared purpose and cohesion..

Through our discussions and surveys, we've found that workplace attachment is not
defined by styles but rather shaped by scenarios and interconnected dimensions.
These dimensions are rich and complex, offering insights into how people experience
connection in the workplace. Social connections (emotional intelligence) emerge as
the most influential, followed by physical environment (place awareness) and finally
the normative influences (social contract). These dimensions don't exist in silos; they
interact in nuanced ways to shape how attachments are formed and nurtured.

These attachment dimensions serve as a powerful touchstone for designing people-
centered solutions that invite reflections, address of current needs and long-term
aspirations. By understanding how these dimensions interplay, organizations can
create thoughtful strategies and policies that address the human side of work.
Whether through workspace design, organizational practices, or digital tools, these
insights empower teams to foster connection, cohesion, and belonging.

Ultimately, this research reminds us that fostering attachment in the workplace is
like nurturing any meaningful relationship—it requires consistent awareness and
intentionality. By understanding the levers that drive connection and taking an
active role in engaging with the challenges of a rapidly evolving work landscape,
organizations can cultivate stronger bonds. This foundation of trust and belonging
creates a culture where teams feel supported to innovate, experiment, and thrive.
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The Question

Introduction

The post-pandemic world has brought significant shifts in how we work, with hylbrid
models and evolving workplace cultures becoming the new norm. At the core of
these changes is a fascinating concept from psychology: attachment. This idea—a
theory used to describe emotional bonds between people, such as the early bonds
between infants and caregivers - can also shape how individuals feel connected to
their work environment.

We were curious to dive into this concept of attachment, aiming to uncover ways
organizations can better understand and actively invest and design spaces (both
in physical and digital experience) that foster a sense of connection, security, and
belonging for their teams.

Objective

The primary goal of this study is to explore what drives psychological attachment
in the workplace and how it impacts the experiences of those who work there. By
focusing with in tent on hybrid teams, we'll examine how factors like professional
roles, team demographics, organizational structures, and the nature of work tasks
influence these bonds.

Significance of Attachment

In a professional setting, attachment is more than just a feeling—it's a critical driver
of success. When people feel secure, supported, and valued, they are more likely
to perform well, stay engaged, and thrive. Strong attachment doesn't just benefit
individuals; it's a cornerstone for creating resilient and successful organizations in a
rapidly changing world.

This research is an invitation to re-imagine how we design workspaces to support
deeper connections and greater well-being for everyone.

Narrative & Our Process

With multiple generations coexisting in today's workforce, each group brings unique
values and working styles that influence their attachment to the workplace:

* Baby Boomers often value structure, in-person collaboration, and traditional
hierarchies.

+ Gen X prefers flexibility and autonomy in how and where they work.

+ Millennials seek purpose-driven environments with strong community and growth
opportunities.

+ Gen Z thrives in tech-integrated spaces and prioritizes work-life balance.

Understanding these generational differences allows organizations to create
inclusive environments that resonate with diverse needs, fostering deeper
connections across teams.

Focus of the Study

This research examines the factors that build attachment in hybrid work settings,
accounting for variables like roles, demographics, and organizational structures.

By analyzing these elements, the study aims to provide actionable insights for
designing workplaces—physical, digital, and cultural—that promote trust, belonging,
and well-being.

Why Attachment Matters

Attachment directly impacts workplace success. When team members, regardless
of career paths, feel supported and valued, they are more engaged, productive,
and satisfied. Strong attachment drives better collaboration, innovation, and overall
resilience, benefiting both individuals and organizations.

Rethinking Workspaces

This study challenges organizations to re-imagine their workspaces—not just

as physical locations but as holistic environments that address the emotional

and practical needs of a diverse workforce. By prioritizing attachment and
understanding interpersonal and generational dynamics, companies can create
spaces where all team members feel connected, empowered, and poised to thrive in
an ever-changing world.
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Background Information

Initial Framework: Attachment Styles as a Starting Point

We started out with a well-known framework: looking to categorize workplace
attachments with the basis of the four primary attachment styles—secure, anxious,
avoidant, and disorganized. This approach aimed to identify individual patterns of
response and provide tailored design solutions to balance workplace experiences.
The goal was to use these categorizations to inform environments that enhance how
people feel and function in the workplace.

Shifting Perspectives: The Complexity of Social Cohesion

As we reviewed literature and precedent research, it became clear that focusing
solely on individual attachment styles was too limiting. Workplace dynamics are far
more complex and influenced by layered experiences that transcend a classification
system that did not quite support the potential questions we may be asking.

Along the way, we also discovered a richer perspective in the concept of social
cohesion, where workplace attachments are shaped by collective experiences

and environments. Here, behaviors drive outcomes, making the interplay between
people and their environment pivotal.

Refined Hypothesis: A Layered and Actionable Approach

Recognizing the complexity of workplace attachments, we revisited our hypothesis
to focus on:

+ Stronger attachments for workplace creates more benefits for the working
individuals and businesses.

* Recognize each person attaches to the workplace with encompassing dimensions.
+ Self-awareness serves as the critical link to fostering strong psychological
attachments.

By addressing attachments holistically, we moved toward an approach that better
reflects the realities of workplace dynamics and organizational growth.

Creating a Path Forward: Deciphering Attachment Levers

To uncover actionable insights, we redefined our approach to measuring
attachment in the workplace. Rather than categorizing individuals under the
traditional four primary attachment styles, we sought a more fluid and inclusive

framework. This shift allowed us to recognize that attachment is not a static trait but
a dynamic experience shaped by multiple factors.

Our goal was to transition toward a more flexible model—one that reflects the
complexity of real-world workplace connections. Instead of rigid classifications, we
developed four scenario-based attachment dimensions, which function more like a
“heat map” of attachment levels. These dimensions acknowledge that individuals
may experience multiple forms of attachment simultaneously, depending on their
roles, relationships, and work environment.

To design survey tools that better captured these nuances, we prioritized a people-
first mindset:

* Friendly and inviting: To foster engagement and encourage honest responses, we
introduced approachable language and even used emojis in survey results to make
the experience more accessible.

+ Scenario-driven: Rather than presenting abstract or clinical questions, we crafted
them to feel more conversational and reflective of real workplace experiences.

Through this approach, we identified four key attachment dimensions:

1. Professional: The level of engagement with one’s role, career trajectory, and sense
of purpose within the organization.

2. Social: The quality of relationships, team dynamics, and sense of belonging in
workplace interactions.

3. Normative: The alignment with organizational values, mission, and shared cultural
expectations.

4. Physical: The connection to the tangible workspace, including layout, design, and
sensory elements that influence day-to-day experience.

Reverse-Engineering Attachments: From Scenarios to Solutions

By taking a reverse-engineering approach, we subtly embedded attachment traits
within the survey design, allowing respondents to engage organically without

the constraints of predefined labels. The questions were crafted to reflect natural
workplace experiences, revealing attachment patterns through responses rather
than direct categorization. This reverse-engineering approach allowed us to identify
the traits and behaviors associated with strong attachments and use these insights
to inform actionable organizational strategies. By focusing on layered responses, we
could better capture how different dimensions—professional, social, normative, and
physical—interact to shape an employee's workplace experience.
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Dimensions of Attachment

Brief Description of this system

We propose that workplace attachment is not a singular or static experience but

a dynamic interplay of professional, social, normative, and physical dimensions.
This framework suggests that employees navigate multiple attachment dimensions
simultaneously, influenced by their roles, environments, and evolving workplace
dynamics.

If organizations recognize and actively support these overlapping dimensions,

we hypothesize that employees will experience a stronger sense of connection,
engagement, and long-term commitment. Conversely, neglecting one or

more of these dimensions may lead to disengagement, turnover, or weakened
organizational cohesion. By applying this framework, organizations can design more
adaptive strategies that align with employees’ diverse needs, fostering a workplace
culture that is both resilient and people-centered.

Social

Social attachment revolves around the relationships that
are developed in the workplace. Events, bonding, and team
structures play important roles.

Professional

Professional attachment focuses on personal growth within the
context of the workplace. Development, learning, interests, skills,
and benefits are a few of the key topics explored.

Physical
Physical attachment - proximity to coworkers, spatial, community,
organization, layout, quality of space, lighting, neighborhood.

Normative
Normative attachment - obligation and duty to the organization.
Morality and loyalty.
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Attachment Types & Survey Flow

Creating a hypothetical scenario:
A particular workplace scenario offers an insight into
applicability of the attachment type understanding.

Focus on an attachment pathway:
Each of the attachment types are represented and become the
heading for the branching pathway.

Combinations of attachments:
Attachment types offer influences from other categories,
suggesting keys to the overlaps.

Convergence:
Settling back toward a primary focus with an overlapping series
of influences, describes a plausible outcome for the scenario.

Branching structure pathways:
We initially expected a series of routes that the
survey might yield. .

SCENARIO
[ ] [ 1

| | | |

PROFESSIONAL SOCIAL NORMATIVE PHYSICAL
ATTACHMENT ATTACHMENT ATTACHMENT ATTACHMENT
|| | [ X ﬁ
PROFESSIONAL PROFESSIONAL PROFESSIONAL SOCIAL SOCIAL NORMATIVE
+ + + + + +
NORMATIVE PHYSICAL SOCIAL PHYSICAL NORMATIVE PHYSICAL
R Tl T ]
|
PROFESSIONAL NORMATIVE SOCIAL PHYSICAL
+ + + +
NORMATIVE PROFESSIONAL NORMATIVE SOCIAL
+ + + +
PHYSICAL SOCIAL PHYSICAL PROFESSIONAL

A primary pathway Other pathways:
Pathways would start to emerge which would Secondary and tertiary pathways would provide
suggest levels of preference. additional insights into the attachment route.
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The Audience

Focusing on key attributes of the audience:

The initial portion of the survey focuses on key traits of the audience, including the
type of work (workplace category), and presence (from fully on site to fully remote),

and then takes a turn toward engagement.

Workplace Category:

Workplace Presence:

Workplace Presence:
aligns with personal preferences

Role engagement:
| feel engaged in my current role.

Manufacturing /
Production

Service Retail / Product

Other

Fully on Site Hybrid - most days on site Hybrid - most days remote

Remote

Yes!

So-so

Yes!

So-so No

The audience is:

A sizable portion of the test audience comes from the service-based
industry and is somewhat hybrid. The larger majority prefers their
setup and is engaged in their current role.
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Career Experience

Focus on career experience and connection:

The survey tries to get a deeper look into the pool of career experience, exploring
attributes that might affect attachment, like years within the career, within the
specific workplace, leadership level, and age.

0-5 6-10 1-20 21-30 31+

have ——yearstepenenc? e, NN .
cdareer.

0-3 4-7 8-14 15+

havebeenwith thisworkelace or - . $ $=
____years.

yes no

management position?

18-24 25-34 35-44 45-54 55+

m ___years old. | N NEEEEE .

The audience is:

A sizable portion of the test audience is within the mid-portion of
their career, in a middle age group, and not in senior leadership.
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Social and Physical Connections

Getting at some of the attachment criteria:

We wanted to get a better understanding of the situation in which people work,
and let them tell us the degree to which these physical attributes and social ties are
important to their success at the workplace.

personal level.

| feel satisfied with teamwork and
social connections in my workplace.

The physical location or office setting

workplace.

Having a personalized workspace is
important to my connection to the
workplace.

Importance of Connections:
For a large portion of the audience, social and physical connections
play an important role in workplace attachment.
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Professional & Normative Connections

Understanding other attachment criteria:

These sections focused on professional and normative attachment methods, to get
a sense of the connection and loyalty to the people and the place. Leadership and
communication often play key roles in this connection.

B e L .
engagement with my workplace. --
Nope

| feel invested in the success of my
workplace

leadership.

| often engage in open and honest
communication with my manager.

| feel my work contributes to the larger
goals of the compary. I NN

| choose to stay with my organization,

even if opportunities are available [

elsewhere.

Importance of Connections:
For a large portion of the audience, professional and normative
connections play an important role in workplace attachment.
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Attachment Focus

Employee development and their focus tracks:

We're finally able to connect some of the dots between the audience and the
means of connection to the workplace. The following summaries suggest how the
audience relates to each.

Professional Social Attachment Normative Physical

Junior Employee:

Which of these ideas would most improve the
experience at your workplace?

Senior Employee:

* limited data set
Senior employee category is working from a limited data set

Importance of primary attachments:

For a significant portion of the audience, the
social and physical attachments were the most
important.
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~ Attachment Track - Supporting Influences

Secondary and supporting influences:

The branching structure helps to reveal preferences of attachment types. The
compounding effects of secondary and supporting influences reinforce the primary
tracks of attachment dimensions to create a series of recommendations, that can
be found in the toolkit.

PROFESSIONAL FOCUS

Within the primary track, which is the
strongest secondary influence?

NORMATIVE FOCUS

PHYSICAL FOCUS Social Normative

Importance of supporting influences:
Social and normative attachments are predominantly selected for
supporting influences.
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Attachment Focus - Convergence

Reinforcement of attachment types:

Throughout the scenario branching structure, a series of complementary features
have evolved. This tier of the study converges back to the primary focus, which
attachment mechanism has the strongest overlay.

&

Professional +
Normative + Physical

Social + Physical +
Professional

Normative + Social +
Physical

&

Social

Physical Normative

How to read the attachment diagram:

The host diamond is the primary attachment s <
Secondary and tertiary influences are represented by scale of influence ««
Minimql inﬂuence is Ieft With just O border‘ ........................................................................
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Analysis

What does it mean?

Our survey results reveal that social attachment is the

most influential factor in workplace connection, followed

by physical attachment and then normative attachment.
These findings suggest that the way people bond with their
workplace mirrors how they form personal relationships—
driven by emotional intelligence, environmental familiarity, and
shared expectations.

As inherently social beings, human connection is the
foundation of secure workplace attachment. Emotional
intelligence serves as the undercurrent that allows employees
to build trust, collaborate, and develop a sense of belonging.
The strength of these social bonds significantly impacts
engagement, retention, and overall job satisfaction.

The physical work environment emerges as the second most
influential factor, reinforcing the idea that place awareness
and place literacy play a crucial role in social cohesion.
Thoughtfully designed spaces—whether physical or digital—
provide employees with a sense of stability and familiarity
that supports meaningful interactions and teamwork.

Lastly, normative attachment, or alignment with the
workplace's social contract, provides additional structure but
is more fluid and subjective. Employees interpret shared norms
and peer expectations through the lens of their personal
experiences, making this dimension less universally binding
than social or physical attachment. While it offers a framework
for behavior, its impact varies based on how individuals
perceive and internalize workplace culture.

These insights underscore the importance of fostering social
connection, designing spaces that support interaction, and
recognizing that workplace norms must be adaptable to
individual interpretations.

SCENARIO

PROFESSIONAL

ATTACHMENT

L

i
| |

PROFESSIONAL PROFESSIONAL

| 1% 22%
NORMATIVE PHYSICAL
A{TACHI\?ENT ATTACHMENT
PROFESSIONAL SOCIAL NORMATIVE

+ + + + +
NORMATIVE PHYSICAL SOCIAL PHYSICAL PHYSICAL
[ Pl [ 14%
PROFESSIONAL NORMATIVE PHYSICAL
+ + +
NORMATIVE PROFESSIONAL SOCIAL
+ + +
PHYSICAL SOCIAL PROFESSIONAL
22% 26%
Tertiary Pathway Primary Pathway Secondary Pathway

1 2
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Toolkit - Social

Key ideas: culture, teams, communication, events

Positive workplace culture:

Fostering a supportive, collaborative, and respectful environment where employees
feel valued.

Building strong employee relationships:

Employees have opportunities to work together and strengthen individual ties, either
as colleagues or in leadership/mentee roles.

Team building activities:

Organizing social events and team-building exercises to strengthen relationships
within the team.

Open communication:

Maintaining transparent communication channels, actively listening to employee
feedback, and providing regular updates.

Employee recognition and rewards:

Regularly acknowledging individual and team achievements with praise, incentives,
or public recognition.

Celebrating milestones:

Recognizing individual and team achievements, birthdays, anniversaries, and other
important milestones.

Volunteer and Community Connectedness:
Encourage group volunteer activities, and community engagement.
Trust and commitment

Employees develop strong and trusting social relationships, and feel they can count
on one another.

The right amount of social engagement
Self awareness of how we work best and under what social conditions.

Here are some conversation starter questions to align with the key ideas:

Culture & Trust: How feel your workplace fosters a culture of trust, collaboration, and
respect where employees are valued?

Team Relationships & Social Engagement: How often do you have meaningful
interactions with colleagues that strengthen your sense of belonging at work?

Team Building & Events: Which types of team-building activities or social events
make you feel most connected to your team? (Options: Team lunches, Volunteer
activities, Informal social events, Structured team exercises, Other)

Communication & Recognition: How would you like to see leadership and peers
openly communicate and recognize contributions in a way that makes you feel
appreciated?

Social Conditions & Work Preferences: How would you describe your ideal balance
between social engagement and focused individual work? (Options: Prefer mostly
independent work, Enjoy a mix of solo and team time, Prefer frequent team
collaboration, Other)
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Toolkit - Professional

Key ideas: development, learning, compensation, performance Here are some conversation starter questions to align with the key ideas:

Career development opportunities: Career Development Opportunities: What do you feel are clear opportunities for

- - . . reer growth an velopment within your organization?
Providing training programs, mentorship and coaching, and clear pathways for career growth and developme Y 9

career advancement. . _
Leadership Development: What are the type of leadership development resources

that a new manager would like to have within the organization?
Leadership development:

Investing in training for managers to develop strong leadership skills. Skills Training Opportunities: How often do you have access to training or
educational programs that enhance your skills and career growth?

Skills training opportunities: Compensation & Benefits: Do you feel that your compensation and benefits are

Promote educational and skill-development opportunities, and encourage competitive and aligned with your role and industry standards?
personal/professional growth.

Performance Management: Do you receive regular and constructive feedback
Competitive compensation and benefits: about your performance that helps you improve and develop in your role?

Offering fair salaries, bonuses, and comprehensive benefits packages aligned with
market standards.

Work-life balance initiatives:

Promoting flexible schedules, encouraging time off, and supporting healthy
boundaries between work and personal life.

Learning and development opportunities:

Providing access to training courses, workshops, and professional development
programs.

Performance management system:

Implementing a structured performance review process with clear goals and
feedback mechanisms.
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Toolkit - Physical

Key ideas: lighting, environment, design, organization, community

Work environment quality:
Ensuring a comfortable and safe working space with appropriate amenities.

Natural Light:

Access to ample natural light in the workspace can boost mood and energy levels,
improving employee satisfaction.

Comfortable Temperature Control:

Maintaining a consistent and comfortable temperature range within the office can
enhance focus and productivity.

Air Quality Management:

Good ventilation and air filtration systems to ensure clean air can positively impact
employee health and well-being. Cleanliness and order.

Flexible & Effective Workspaces:
Offering a variety of workspaces like collaborative areas, individual quiet rooms, and

meeting rooms to suit different tasks, and workflow over the course of a day or week.

Noise Reduction:

Implementing soundproofing measures or designated quiet zones to minimize
distractions from noise.

Ergonomic Workstations:

Providing adjustable chairs and desks to promote proper posture and reduce
physical discomfort.

Tools and equipment:

Employees have at hand what they need to get their jobs done well; both digital
and physical tools.

Flexible work arrangements:

Allowing employees to work remotely, set their own hours, or adjust schedules as
needed.

Aesthetic Design:

A visually appealing office space with strong design elements or well organized
spaces can positively impact employee perception.

Accessible Location / Community Engagement:

A workplace conveniently located near public transportation or with ample parking
can reduce commute stress.

Neighborhood / Outdoor Amenities:

Providing access to outdoor areas like patios, balconies, or walking paths for
relaxation and fresh air. Community based culture and street presence.

Green Spaces:

Incorporating indoor plants or access to outdoor green areas can improve mood
and reduce stress.
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Toolkit - Normative

Key ideas: meaning, wellness, engagement, diversity, flexibility Open door policy:
Encouraging employees to raise concerns and provide feedback to management
Empowerment and autonomy: without fear of reprisal.
Employees have decision-making power and the ability to manage their work
independently. Provide Strong leadership and vision:

Employees know what the company stands for and value its strong leadership.
Meaningful work:

Employees understand the impact of their work and feel a sense of purpose in their Emotional and Wellbeing:

roles. Employees feel happier in general or emotional wellbeing within their context.
Regular feedback: Unity & Shared Purpose:

Providing constructive feedback on performance, both positive and areas for Teams are aiming at the same goals, and feel they are working toward highly valued
improvement. outcomes.

Security and stability:

Employees feel a sense of place and a strong foundation from which they work. They
feel valued for their contributions.

Wellness programs:

Offering initiatives to support physical and mental health, like gym memberships,
stress management programs, and access to mental health resources.

Employee engagement initiatives:

Employees provide regular input on decisions, are involved in projects, and have
wide-ranging opportunities for participation.

Diversity and inclusion practices:

Promoting a diverse workforce and creating an inclusive work environment where
everyone feels valued.
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The Future

Process Implementation and Future Directions

We hope that this study presents an exciting starting point for sparking meaningful
conversations around workplace cohesion and connection. By exploring the
attachment dynamics that shape how employees engage with their environments,
both physical and digital, we've uncovered some powerful insights that can drive
positive change in the workplace. Moving forward, we have a fantastic opportunity
to build on these findings to create even more intentional spaces for connection and
growth.

With the development of toolkits, we hope to encourage heart-to-heart
conversations across teams. These toolkits can provide employees with structured
yet open frameworks for authentic dialogue, inviting them to share their thoughts,
motivations, and needs. This openness fosters genuine, deeper attachments within
the workplace, strengthening relationships and creating a culture of trust and
collaboration.

Additionally, the scenario-based survey used in this study can act as a launchpad
for continued exploration. While the insights gathered so far are incredibly valuable,
expanding the dataset will help us capture a more comprehensive understanding
of how workplace attachments evolve over time. By gathering more diverse data
from various roles and industries, we can uncover even more nuanced dimensions
of attachment that will guide the way we build cohesive teams throughout different
periods of our workplace timeline.

At the core of all this is the recognition that intrinsic values—such as awareness,
empathy, and intentionality—are fundamental to nurturing strong attachments.

By keeping these principles at the heart of workplace design and strategy,
organizations can create environments where employees truly feel valued,
supported, and connected. As we continue to adapt to the evolving landscape of
work, these core values will be key to building thriving workplaces where people not
only perform better but thrive together.
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