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Abstract
Healthy team relationships are tightly linked to healthy 

and profitable companies. Recent work suggests that 

team relationships can even serve vital emotion regulation 

functions by minimizing anxious/avoidant behaviors. But 

team relationship distress remains a significant issue for 

companies in employee engagement, workplace conflict, 

and turnover intentions. A promising approach to helping 

teams both resolve team relationship distress and nurture 

effective interpersonal functioning is the Emotional 

Connection Process (EmC), a manualized, empirically 

supported approach that is strongly focused on repairing 

team attachment bonds. This white paper provides 

empirical evidence about the relationships between 

core elements supporting the EmC methodology and its 

beneficial impact on enhancing emotional connection, 

fostering employee engagement, reducing workplace 

conflict, and diminishing turnover intentions. As expected, 

our cross-sectional survey, analyzed through path analysis, 

confirms significant correlations between low attachment 

levels and reduced employee engagement, leading to 

increased turnover intention and workplace conflict. These 

findings lay the groundwork for ongoing research to vali-

date interventions addressing avoidance anxiety, conflict, 

and declining employee engagement.

Introduction
While cultivating strong social connections in the work-

place can have positive effects on employee well-being and 

productivity, workplace isolation and conflicts can lead to a 

range of detrimental outcomes, impacting both mental and 

physical health.1 In the realm of organizational psychology 

and human resource management, the significance of 

harmonious co-worker relationships, job satisfaction, and 

employee retention cannot be overstated. EmC Leaders, 

through its unique approach to emotional connection, 

aims to positively influence these critical aspects of a 

thriving workplace environment. Our preliminary research, 

conducted with 169 online research participants, explored 

the interrelations between anxious-avoidance behaviors, 

employee engagement, and turnover intentions on work-

place conflict. These findings guide our proposition that an 

intervention designed to enhance emotional connection 

between team members could potentially mitigate these 

negative interactions, consequently reducing conflict and 

increasing engagement.

Attachment Theory 
In the interplay of organizational psychology, Attachment 

Theory, pioneered by John Bowlby, holds significant rele-

vance.1 Within the workplace context, attachment refers 

to the emotional bonds employees develop with each 

other, especially with people they depend on, such as their 

immediate supervisor or manager. A securely attached 

employee is not only comfortable with forming strong 

bonds but is also perceived as a valuable group member 

by others within the organization.

Attachment within the workplace has become an increas-

ingly popular topic of research in recent years.2 Attachment 

theory offers a unique perspective on the study of 

organizational behavior, focusing on the dynamics of 

relationships within the workplace. Extensive research has 

demonstrated the direct impact of attachment dynamics 

on various positive organizational outcomes, such as 

employee productivity, ethical decision-making, effec-

tive collaboration behavior, and creative problem-solving. 
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Conversely, negative consequences tend to arise when 

individuals’ attachment needs are unmet. In a work 

context, this can manifest as increased stress, higher rates 

of burnout, and turnover, among other negative outcomes. 

For example, a change in the relationship with a manager 

triggers attachment-seeking behaviors in employees.3

When attachment-seeking behaviors are not met or 

addressed, they become hyper-activated (anxious) or 

suppressed (avoidant)4 – is a response to an attempt to 

restore emotional well-being.5

The activation of the attachment behavioral system helps 

us to better understand organizational culture, team 

dynamics, and manager/employee relationships.6 Anxious 

individuals are heightened in nature and have low levels of 

emotional awareness and regulation.7,8 They complain, 

blame, defend, lecture, judge, continuous talking, and 

raised tones in response to a disconnect. In contrast, 

avoidant individuals withdraw, avoid, distant, shut down, 

and get busy. They try to handle stress alone; however, it 

often backfires by pushing people away.9

The theory’s profound impact manifests in several studies 

demonstrating that high emotional awareness (EI) 

and secure attachment between a manager and their 

direct report, and among co-workers, lead to a stronger 

confidence of knowing that people will be responsive and 

supportive when needed and associated with enhanced 

team performance and increased work engagement.10,11,12 

Moreover, strategies and training programs aimed at 

improving EI traits and fostering secure attachment can 

effectively mitigate, manage, and resolve conflict in the 

workplace, providing greater levels of optimism, posi-

tive views of self and others, and emotional stability.9,13,14 

Particularly, studies found that securely attached had 

lesser tendency to put off work, least likely to engage in 

unethical behavior, least likely to have difficulty completing 

tasks, and least likely to fear failure and rejection from 

coworkers.15,16

The Theory of Planned Behavior
When combined with the Theory of Planned Behavior, 

the relationship between attachment, emotional intel-

ligence, and workplace dynamics becomes even clearer. 

The Theory of Planned Behavior posits that attitudes, 

subjective norms, and perceived behavioral control shape 

behavioral intentions.17 In the context of a workplace, 

negative interactions between these factors can lead to 

increased workplace conflict, lower engagement, and high 

turnover.18 For instance, if employees have negative atti-

tudes towards their work, perceive unfavorable subjective 

norms from their colleagues or superiors, and feel a lack 

of control over their actions, it can contribute to them 

behaving anxious or avoidant, hindering their commitment 

and mo-tivation to stay in the organization. 

This highlights the importance of considering these factors 

holistically to promote positive workplace dy-namics and 

foster a productive and fulfilling work environment. With 

the EmC Leaders’ intervention, which promotes emotional 

connection and secure attachment among team members 

and their manager, we aim to reverse these negative inter-

actions and behaviors, creating safety and nurturance to 

the team rela-tionship. An emotionally connected team, 

we propose, reduces avoidance and anxiety (manifes-

tations of insecure attachment), positively influencing 

employee engagement, and reducing turnover intentions, 

ul-timately leading to decreased workplace conflict.

Emotional Connection Strategy
In essence, the combination of Attachment Theory and the 

Theory of Planned Behavior provides a holistic perspective 

on the role of emotions and behavior in shaping workplace 

dynamics. More specifically, the Emotional Connection 

strategy by EmC Leaders is designed with the objective of 

creating an environment that fosters secure attachment, 

promotes emotional intelligence, and, in turn, enhances 

overall workplace productivity and harmony. This includes 

providing a step-by-step process where employees and 

the manager have a common language to express their 

emotional experience, staying accessible, responsive, and 

engaged. The process guides the team to create bonding 

moments, securing their relationship and strengthening 

their emotional bond. In Stage One of EmC, De-escalation, 

team members learn how to recognize their triggers, raw 

spots, and emotions. They start to fully observe their nega-
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tive cycle and view it as their mutual enemy, which the team 

can work together to contain. At Stage Two, Restructuring, 

team members learn how to share their fears and needs, 

stay emotionally accessible and responsive with each 

other, creating bonding moments. The team then moves into 

Stage Three, Integration, where team members start to  

integrate the emotional connection in other interactions and 

work relationships.19 As the team progresses through the 

stages of EmC, shifting from an insecure to a more secure 

relationship, noticeable enhancements in productivity, 

engagement, and overall effectiveness begin to emerge.

Thus, this cross-section survey study sets an empirical 

foundation for the underlying concepts.

Study Methods and Results
A total of 169 full-time employees from the U.S. aged 

between 18 to 65 participated in this online research. We 

adapted key items from four different research-estab-

lished survey instruments, namely Avoidance and Anxiety 

(AA)20, Employee Engagement (EE)21, Turnover Intention 

(TI)22, and Workplace Conflict (WC)23.  Following are exam-

ples of items from each instrument and the scales used:

• Avoidance and Anxiety (AA): “I’m afraid that my 
manager may abandon me.”  On a scale of 1-7 where 1 

= “Strongly Disagree” and 7 = “Strongly Agree”.  Strong 

agreement with these items indicate high AA.

• Employee Engagement (EE): “I find the work that I do 
full of meaning and purpose.” On a scale of 1-7 where 1 

= “Strongly Disagree” and 7 = “Strongly Agree”. Strong 

agreement these items indicate high levels of EE.

• Turnover Intention (TI): “How often have you consid-
ered leaving your job?” Response scale 1-5 where 1 = 

“Never” and 5 = “Always”. High ratings indicate respon-

dents with more turnover intention.

• Workplace Conflict (WC): “Had a disagreement with 
others over the work I do?” Response scale 1-5 where 

1 = “Never” and 5 = “Very Often”. High ratings indicate 

more frequent experience of workplace conflict.

Below are the descriptive statistics for each of the survey 

instruments. The general indications from the summary of 

the scales are: (1) Respondents overall tend to rate on the 

lower end of the scales (e.g., AA, TI, and WC responses 

fall below the “halfway” point of each scale); (2) AA tends 

to be more variable between respondents than the other 

three survey instruments based on a comparison of the 

standard deviations.

DESCRIPTIVE STATISTICS

AA EE TI WC
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BIVARIATE INTERCORRELATIONS

AA

-

-0.43

0.49

0.45

EE

-

-0.33

-0.16

TI

-

0.71

AA

EE

TI

WC

Cronbach’s alpha value, a measure of reliability, was over 

0.8 for all our instruments, indicating high reliability. Bivar-

iate intercorrelations between the factors were as follows:
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1. WC and AA

A positive relationship (r = 0.45, p <.001), with ~21% of 

the variance in WC attributed to AA. This moderate 

positive relationship (i.e., they tend to increase or decrease 

together) indicates that, when there are increased levels 

of avoidance and anxiety, it’s more likely that participants 

rate higher levels of workplace conflict, and vice versa. 

2. EE and AA

A negative relationship (r = -0.43, p <.001), with ~19% 

of the variance in EE attributed to AA. Lower Employee 

Engagement is tied to more Avoidance and Anxiety; 

conversely, those employees with the least Avoidance and 

Anxiety are likely to be more Engaged.
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3. TI and AA

A positive relationship (r = 0.49, p <.001), with ~24% of the 

variance in TI attributed to AA.  Higher levels of Avoidance 

and Anxiety are tied to higher levels of Turnover Intention.
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The results revealed clear correlations
between AA and various workplace factors:
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5. TI and EE

A negative relationship (r = -0.33, p <.001), with ~11% of 

the variance in TI attributed to EE. Employees are more 

likely to have higher Turnover Intention when they have 

low Employee Engagement.
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4. WC and TI

A positive relationship (r = 0.71, p <.001), with ~50% of the 

variance in WC attributed to TI. More Workplace Conflict is 

tied to higher Turnover Intention.
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The overall path from AA to WC, mediated by TI, with 

an influence from EE on TI, was significantly robust. 

Avoidance Anxiety has a moderate negative correlation 

with Employee Engagement (-.43), wherein more AA is 

associated with less EE. Avoidance Anxiety loads onto 

Turnover Intention with a moderate positive relationship 

(+.49), meaning that those with more AA are likely to have 

more TI, and vice versa. Conversely, Employee Engage-

ment loads onto Turnover Intention in a weak-to-moderate 

negative relationship (-.33), and while not a strong predictor 

A path-analysis indicated that the relationship between 

low levels of attachment (characterized by high avoidance 

and anxiety) with supervisors’ results in low employee 

PATH ANALYSIS

AA

EE

TI WC-.43

-.33

.49

.71

of TI, when respondents had more EE, they were less likely 

to have high TI. Turnover Intention significantly predicts 

Workplace Conflict (+.71), with a moderate-to-strong 

positive relationship that those people who had high TI 

were more likely to experience high WC.

Moreover, combining all three factors (AA, EE, and TI) 

as a single dimension predicted workplace conflict with 

an effect size of 53%, which further validated the inter- 

relationships of these constructs.

engagement and high turnover intention, subsequently 

leading to workplace conflict.
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Intervention and Future Research

This cross-sectional survey research 

provides evidence that employees’ percep-

tions of engagement, avoidance and anxiety, 

turnover intention, and workplace conflict 

are correlated. aligning with the expectations 

set forth by EmC Leaders’ concepts and 

methods.24 The relationships demonstrated 

here indicate that, when employees perceive 

more negative attributes (avoidance, anxiety, 

workplace conflict), those are tied to less 

positive attributes (employee engagement, 

lack of turnover intention). Further, our 

modeling of these relationships in a path 

analysis indicates that workplace conflict can 

be predicted in a fairly robust manner (when 

turnover intention, avoidance and anxiety, 

and employee engagement are considered). 

In the context of the workplace, it means 

that when employees perceive more avoid-

ance and anxiety, and they are less engaged 

in their work, it is observed that their turnover 

intention increases. Turnover intention is then 

a strong predictor of how much workplace 

conflict these employees perceive—those 

reporting that they have strong intentions of 

leaving their company report a higher degree 

of workplace conflict than those who have 

low turnover intention.

These relationships fit well the assumptions 

of Attachment Theory and the Theory of 

Planned Behavior, and it further fortifies the 

approach that EmC Leaders’ method takes in 

resolving workplace conflict, low employee 

engagement, turnover intent, and increasing 

positive emotional connections between 

co-workers. 

Conclusion

Based on these findings, we are conducting a randomized-

controlled trial experiment, evaluating the effectiveness of 

the EmC Leaders intervention in decreasing avoidance and 

anxiety, hence reducing workplace conflict and turnover 

intention while increasing employee engagement. The 

intention is to further investigate the effect of EmC Leaders 

emotional connection in a more rigorous research design 

and determine causal relationships. 
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