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My interests in studying organization design through a positive lens are twofold: 1) to create a conceptualization of the positive organization that clearly articulates its relationship to traditional bureaucracy, 2) to explore how attachment theory (Bowlby, 1969) can be used to inform discussions of the use of positive psychology in organization design.
Conceptualizing the Positive Organization
According to Williamson (1975) an individual’s organizational behavior is best understood when viewed as boundedly rational and seeking self interest with guile. The fundamental mode of organized activity is the market transaction.  However, as three conditions develop  (1) transactions with the same partners become repetitive, 2) the costs of identifying, negotiating and completing contracts rise, and 3) least cost supply is realized through the buildup of transaction specific assets,  trading partners find it more efficient (transaction cost reducing) to internalize their transactions by subordinating themselves to an administrative hierarchy and common ownership. Under such conditions, administrative hierarchy operates more efficiently than markets through its ability to settle disputes by fiat (when haggling might get out of hand), process information for coordinating intermediate production stages in the most cost effective manner, meter individual inputs when individual outputs are hard to assess, and monitor for and control against opportunism (guile) when the build up of transaction specific assets makes reneging on agreements especially costly. Common ownership of transaction specific assets also provides legitimacy to administrative hierarchy and reduces the incentive to suboptimize. To wit, organization (administrative hierarchy) is primarily a hedge against human weakness. 
From a positive lens, we construe an individual’s organizational behavior also as boundedly rational but capable under the right conditions of pursuing collective interest with candor. The fundamental mode of human organization may still be the transaction but the focus is on enhancing shared benefits as opposed to reducing transaction costs. In recent decades, task uncertainty and meterability of individual performance have increased beyond the level that a bureaucracy can manage (Ouchi, 1980). One might also argue that the de facto power of knowledge workers has become so high that attempts at rigidly enforcing employment contracts may result in game playing or even defection to more tolerant employers. In light of these conditions, we posit that a new form of organization has been emerging, what one might call positive organization. In contrast to traditional bureaucracy, positive organization is based on members’ commitment to the development of supportive and sensitive relationships with each other, bolstered by shared norms and values, and to focusing attention on mutual education, win/win objectives and strategies for achieving them. Positive organization transcends bureaucracy without removing its core elements by augmenting regulative practices (Scott, 1994) with additional normative inputs (designs that highlight mutual concern and felt obligation), as well as additional cognitive inputs (designs that facilitate the enhancement of shared conceptual schemata, and the search for win/win opportunities). Figure 1. summarizes our argument and also suggests two other organizational forms that include one but not both of  those elements, i.e., normative but not cognitive augmentation and cognitive but not normative augmentation. 

Figure 1. Emerging Organization Forms as Bureaucracies Reach their Limits*
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Readers familiar with Ouchi(s work (1980) may find this a threefold dimensionalization of his conceptualization of clans. 
Organizational Attachment as a Key Influence on the Design 
If one assumes that positive organization, as defined above, is an adaptive response to emerging environmental conditions, the question arises as to how the pursuit of this form can be promulgated in an efficient and effective manner.   One strategy of course is to allow ecological forces to do their work, to wit, over time organizations that adopt more positive forms are more likely to survive while those that do not will die out. We believe that another strategy may also prove viable.  This is to embed the design process in a matrix of interpersonal activities that heightens the designers’ experience of secure attachments with each other and with the organization. The notion of secure attachment comes from the child development literature, thus a brief digression on attachment theory is in order. 
Attachment theory posits an evolutionarily adaptive bond between mother (primary caregiver) and child (Bowlby, 1969). Children who remain in close proximity to their mothers and who behave in ways that induce the latters’ help are more likely to survive than those who do not. The bond begins with an emphasis on physical proximity, but soon involves a psychological component as the child develops a mental model of how the mother will respond to particular behaviors.  A mother=s continuous support and sensitivity will enable her to educate the child both emotionally and cognitively. If she provides only physical support, or manages her emotional ties with the child erratically, the child may develop a less secure attachment to her that, while useful in some respects, may leave the child inadequately prepared to integrate emotion and action in day-to-day life.  

Fosha (2000) recapitulated the field’s research findings in terms of combinations of two dimensions: 1) the capacity, or lack thereof, to be aware of and understand one=s feelings, and 2) the capacity, or lack thereof, to act adaptively in the face of strongly negative feelings. Secure – autonomous caregivers (feeling and dealing while relating) can process painful affects without resorting to defensive strategies. In turn, the child internalizes the skills necessary to develop his/her own affective competence.  Insecure-preoccupied caregivers (feeling but not dealing) are unable to modulate either their own or their child=s affect, and the child who is not being helped might even be asked to take care of the caregiver. Consequently, it becomes preoccupied with the parent=s emotional state and is unable to act adaptively in emotionally difficult situations. Insecure-dismissing caregivers (dealing but not feeling) ‘maintain their composure by defensively minimizing the importance of relationships@ (Fosha, 2000: 52), refusing to engage emotionally with either themselves or the other. Consequently, the child feels abandoned and internalizes the caregiver’s way of coping. While capable of dealing adaptively, it becomes numb to feeling emotion. Unresolved-disorganized caregivers (not feeling and not dealing) lose both contact and coherence. “Momentarily paralyzed in a dissociative state, they become unable to parent. Their fear is transmitted to the child… who is left completely unprotected in the face of helpless parental abdication @ (Fosha, 2000: 53). Consequently, it develops a disorganized way of both feeling and dealing itself. 
Figure 2. Forms of Attachment based on the child development literature.
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Adapted from Fosha, Diana. 2000.  The Transforming Power of Affect. New York: Basic Books: 52-53.
We would argue that just as infants have attachments to their caregivers, adults can have the same variety of attachments to their organizations (Neilsen, 2005).  At the adult level, however, the importance of emotional ties to particular leaders or the organization as a whole is attenuated by the creation of governance mechanisms for guaranteeing physical/fiscal support in return for specified contributions and for enforcing civil behavior.  Contracts are the primary form of such governance and bureaucracies are coordinated ensembles of such contracts. To wit, adults use traditional bureaucracy to utilize each others( services while protecting themselves from each other’s weaknesses.  

But what happens when people in bureaucratic roles find themselves unable to cope either with increased information demands that make it difficult for them to know how to contribute effectively to larger goals and/or to have their individual performance accurately noticed? Likewise, what happens when task interdependence is so high and individual expertise is so task specific that enforcing violations of rules becomes thwarted by the fear of manipulation or defection?  We suggest that insecure forms of attachment are evoked in those threatened by these developments, and that effective  respond by elaborating on the traditional model as indicated previously in Figure 1.  As environmental uncertainty rises and the meterability of individual performance becomes increasingly difficult to accomplish through bureaucratic procedures alone, members may become calculative,  focus on “looking good”, hoard relevant data, and dismiss others efforts to collaborate.  In short, in the service of self protection, they learn to deal without feeling. Organizations may act adaptively by supporting the development of egalitarian learning communities, heightening group as opposed to individual rewards, and pursuing clarity around strategies, roles and objectives to the point where all members can see where they fit into the larger picture. Similarly, as vulnerability to opportunism rises, leaders may resort to informal deals, favoritism, and the capricious enforcement of rules to get the cooperation they need. That in turn may leave many employees preoccupied with whether they are in or out of favor and unable to confront those who are taking advantage of the system. In short they learn to feel without being able to deal. Adaptive organizations in turn may respond by heightening their sensitivity to members’ sensibilities, reaffirming shared goals and values, and affirming each other’s commitment to all members’ long term welfare.  
Finally, when both vulnerability to opportunism and difficulty in metering performance become more than the traditional bureaucracy can handle, adaptive organizations develop what we have called the positive organization form that combines communal knowledge systems and clarity around strategy and objectives with guiding values and community spirit. The experience of shared commitment and secure relationships with each other gives members the emotional security, the secure base in Bowlby(s terms (Fosha(s upper right hand quadrant), to explore new possibilities and therefore to continue to learn how to serve each other, their constituencies, and the larger society. Referring back to our earlier argument, it is the experience of a secure base that we believe allows members to focus on mutual interest with candor, as opposed to self interest with guile. 
Promising Procedures and Processes
Our characterization of secure attachments as the cornerstone of positive organization suggests in turn that the modern design activities can benefit from interpersonal settings where secure attachments are actively promoted. Two popular strategies reveal different ways of doing this. Appreciative inquiry starts with interviews that rekindle participants’ most positive organizational experiences. In essence, they are asked to remember and re-experience secure organizational attachments. The subsequent juxtaposition of new designs, based on those positive experiences, against current realities, leads to the identification of gaps that may represent major challenges and emotional discomfort. However, because the broaching of such gaps has been preceded by appreciative interviewing and analysis, more participants have moved, at least temporarily, into a secure space (Neilsen, 2005). The resulting sense of security raises tolerance for dealing with threatening material and fosters spontaneous, exploratory, and generative organization development. 
Beer and Eisenstat’s Organizational Fitness Profiling (OFP) process tackles the challenge of creating a secure space in a different way. Top leadership does an environmental assessment and creates a mission statement. A group of middle managers then interviews broadly to assess the fit between the mission statement and current practices.  They report their findings to top management in a fish bowl arrangement where their team is watched by top leadership as they discuss their findings with each other. Security is established by top management’s promise to hear both good and bad news with equanimity, to view the activity as an opportunity to learn and improve rather than locate blame,  and by a consultant’s presence to remind them of their promise during tense situations, as well as to provide a secure emotional base for them when upset. We believe that the pursuit of a secure base can be found in a many other modern diagnosis/redesign interventions, and that attachment theory can be a useful guide for fine tuning such interventions and for sculpting new ones. 
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