WILBANKS PARTNERS

Leadership in Hybrid Work:

Management Best Practices
(Part 3)

We have observed a number of hybrid work best practices in leadership skills
developing across the industry and many firms are tackling the training of managers
proactively. Major initiatives are at times “back to basics” on time management and
effective communications. We are observing important efforts to train leaders to use
technology more effectively to keep teams in multiple locations aligned and motivated
through mechanisms such as shared data streams and more frequent verbal and
visual contact. Many of these tools have been the backbone of large international
corporations’ success for over 30 years. However, bringing them into the boutique
professional services atmosphere of asset management continues to be challenging.

“At my former firm (top 50 global public company), | never had all my staff in one place,
in one time zone, for the entire 20 years. The pandemic inconvenienced those who
wanted to work in an office, but we had always utilized shared documents, real time
global performance and project tracking dashboards, 24x7 video and audio
communications overlaying e-mail and other proprietary digital text driven channels.
The flexibility these tools allowed us to accommodate the needs of associates and
partners to remain productive around the world, as personal and work travel and
locations demanded. [Out of office flexibility] was instrumental to our success, and the
result of decades of trial and error in the early adoption of a variety of technological

tools [supported by] constant training.”

— CHRO, Large US Insurance and Asset Management Firm

Wilbanks Partners llc
One Stamford Plaza, 9th Floor
263 Tresser Boulevard | Stamford, CT 06901 | Tel: 203-303-7766 Fax: 203-303-7764

www.wilbankspartners.com



Leadership in Hybrid Work
George R. Wilbanks
November 2021

Page 2

The majority of asset and wealth management firms responded to the competitive
pressures and positive client and employee experiences of pandemic remote work over
the last 18 months by adopting a hybrid work location organizational model on a job
appropriate basis.! The demands of in-person work for a wide range of goals and
activities (culture carry forward, creative ideation, trust building, and training and
development) have required the development of a range of new skills from team
leaders, particularly those in the C-suite, operating in these hybrid work
structures.?3456.7 The following is a summary of best practices that we are observing
as firms attempt to train business leaders to respond to this changing environment.

Dedicated and Conscientious Communications

Attention to advancing culture in a hybrid work environment requires a more dedicated
and conscientious process of communications. “When co-located, leaders often
implicitly transmit culture by modeling behaviors and values in the presence of their
employees. The same implicit signals exist when remote, but they’re harder to detect
and interpret. Leaders need to decide on the type of culture they want, the signals that
are appropriate to communicate it, and how and when to send them without
distortion...To counter these [remote work] challenges, organizations can send new
and stronger signals by establishing more touchpoints — that is, reaching out to
employees more often and being explicit about the purpose and meaning of doing so.”®

With the complexity of managing in the new hybrid work environment, the team at The
Latimer Group makes a compelling case for a few basic practices. “To be successful, a
culture that embraces virtual communication must be deliberate, thoughtful, and
coherent. It may be helpful to think of the best practices that surround it as serving
three connected but distinct purposes: creating connection, offering equitable
engagement, and embracing flexibility and adaptation.”™ These best practices are
clearly emerging amongst our clients as the first step to upskilling senior leaders:
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“Setting out and modeling explicit, repeated, and consistent best practices enables

colleagues to stay connected and allows innovation and collaboration to flourish. In

creating these best practices, leaders should:

1. Give employees a clear, attainable set of expectations to work toward.

2. Create buy-in by drafting representatives across all levels of the organization to
form a task force that assesses and agrees to these practices.

3. Articulate the culture and values that the practices support.

4. Follow up with consistent check-ins to ensure that practices are being
implemented and that they are having the desired impact.”°

Start in the C-Suite with Technological Platform Training

It is unacceptable for a CEO and other firm leadership to lack fluency in the
communications technology platforms of their companies, such as video conferencing
and the use of shared screen tools, project management tools and shared database
utilities." Using all the technology tools mentioned above is critical to success in a
hybrid work environment. As a combination of remote and co-located office work
becomes a major part of any firm’s culture post-pandemic, there is a huge opportunity
to provide a more inclusive work environment for certain cohorts (for example, those
with family care issues) simply by providing a moderate amount of flexibility. We have
found this consideration particularly important in recruiting and retention of key diversity

cohorts.12.13.14

If a majority of senior managers do not set the example of being completely fluent and
at ease with the complete panoply of technology tools at a firm’s disposal, and require
the training of all employees to reach a similar level, many of the best practices listed
above will quickly break down and prove cumbersome to include in corporate culture
on a routine basis. We have observed a significant expansion of training and
development on the basics of the communication technology platform at our clients
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who have the greatest success in adapting to a hybrid work environment, and this
training starts with participation at the top of the organization.

After having client meetings around the same subject over video and in-person,
Thornburg Investment Management CEO and President Jason Brady concluded that

with video meetings, “everybody has to work a little harder.”

A remote interaction requires more preparation and some of the nuance is lost, he
added.

“There’s the inevitable technology difficulty where somebody can’t dial in or the camera
doesn’t work,” Brady said. “Whiteboarding sessions and learning just take a lot more

effort ... almost like in-meeting transaction costs.”®

Make Every Virtual or In-Person Meeting Really Count

Perhaps the practice deserving the most important focus is running better meetings.'®
Not only should there be a return to basic training led at the most senior level of any
organization, but an embrace of hybrid video needs to become a fluent skill.

Tighten subject matter to keep it brief. No one likes long meetings, and time becomes
ever more precious as in-office work is more limited. Additionally, “zoom fatigue” has

proven to be a serious factor.'7:18

Every voice must be heard. Inclusivity becomes even more challenging in any meeting
with remote participants, perhaps most difficult when a part of the team is in person,
and the rest are joining remotely. Actively manage the dialogue, using the art of
diplomacy to keep everyone engaged, and draw out less vocal participants. As the
meeting manager, always call out those who are too dominant in the conversation, and

slow things down to make sure everyone included in the meeting is specifically called
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on by name to contribute insights. Have a second-in-command who is empowered to

watch the meeting leader and intervene when necessary.

Pre-meeting preparation. Make sure that everyone takes ownership for the productivity
of the time spent together. Make a detailed agenda in advance, seeking input from key
participants attending the meeting. In the agenda, be specific in the expected
preparation responsibilities of each member.

Post-meeting, provide prompt and clear directives for all members. Close the effort with
a clear statement of items agreed to, and the delegation of responsibility for follow-up
and/or deliverables for the next steps of the business process. Seek feedback and buy-
in on these items, even if individual follow-up calls to participants are required.

Open and close meetings with unscheduled discussion, even if brief. Allow some
unstructured time for both in-person and remote participants to socialize and cover
tangential topics. One of our clients schedules meetings for 40 minutes, opens the
channel of communication 10 minutes early, and subsequently leaves the channel
open after the wrap-up statement for 10 minutes longer. The most senior leaders
present need to make a concerted effort to draw others into this alternative

conversation stream.

Post-meeting coaching of participants. Meeting leaders should make an active effort to
follow up with participants on a regular basis to coach them on observed areas for
improvement. The deputized “second-in-command” can often provide excellent

feedback to guide this process.

Seek feedback. Imagine if following every meeting each participant received a prompt
e-mail or text message to confidentially rate their experience. Was the meeting worth
the time committed? Would they recommend attending this meeting to a friend or
peer? This type of Bain Net Promoter Score measurement, particularly if made
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transparent in the organization as a performance motivator, would change behaviors

quickly."®

Optimize E-Communication

Written communications are now mostly e-mail, and it is critical to focus on thoughtful
brevity and to avoid unfocused, long-chain, ping-pong dialogue. Consider each e-mail
a standalone commentary, and always assume that the contents could be published to
a wider audience. Unless being called upon to respond to a tactical, short-term issue,
such as scheduling, consider starting a new e-mail chain with a clear heading. If
nothing else, this practice both simplifies searching for historic information and draws
attention to your topic. If the content is unworthy of this treatment, it is a reasonable
prompt to reconsider whether the e-mail needs to be sent at all.?°

Use “Slack” style, open-chain communication streams that are searchable for project
management and ideation work. It is essential that every member of the work team,
including the most senior leaders, are required to participate, rather than allowing
streams to fragment into individual text messages or e-mail traffic. Frequently, peer
pressure or training interventions are necessary to sweep in wayward members. The
power of the hybrid work environment group dynamic, formerly created only through
co-located teams in most cases, will only work with “all-in” participation by team

members.

Casual Contact, Without a Water Cooler

Leaders must make the time to schedule 5- to 15-minute updates with key direct
reports and other influencers by telephone or video in a regular, systematic way.?'?2 In
hybrid work environments, purposeful and regular interventions are essential to replace
the informal opportunities for interactions that are the natural outgrowth of a co-location

office environment. “Organizations can send new and stronger signals by establishing
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more touchpoints — that is, reaching out to employees more often and being explicit
about the purpose and meaning of doing so.”%3

It is important to focus on creativity in problem-solving, one of the primary benefits of

co-location/in-person work which can fade in a hybrid work environment.24:25

“Social scientists call the people you don’t regularly interact with your weak ties,
and have found they are important for innovation because they bring a different
perspective or expertise. As a seminal sociology paper from 1973 by Mark
Granovetter explains, people who work closely together know lots of redundant
information, while conversing with weak ties is more likely to lead to new ideas.
It can take time for the effect of a decline in conversations with weak ties to
show up, researchers warned, because such conversations are infrequent, and
the result is more likely to be a lag in innovation rather than a decline in

immediate productivity.”?6:2”

Taking this warning seriously and creating situations for a wide variety of work tie
communications is essential. Encourage social events on company time, loosely tied to
shifting themes that bring teams together in a pattern that cycles to include everyone in
the organization. Zoom cocktail hours at the end of a week, or staff meetings where
members discuss the status of current projects and activities, can easily accommodate
both in-person and remote participants if the technology and training are specifically
designed to support this style of communication. Since messages on culture and
teamwork are an essential part of these exercises, it is critical that the most senior
leaders in the organization lead by example and participation, both locally in-person
and remotely when appropriate.?®
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Conclusion

The benefits from adopting a hybrid work environment post-pandemic, even if the
adaptation is quite moderate, such as one day a week of remote work, will have
outsized benefits in recruiting and retention, particularly with diversity team members.?®
As a result, our most successful clients are significantly expanding training and
development activities to maximize the utility of best practices in communications,
technology tools, and leadership skills. It is essential that planning and participation in

the initiatives start at the top, with the CEO and C-Suite executives.

Wilbanks Partners lic
www.wilbankspartners.com



Leadership in Hybrid Work
George R. Wilbanks
November 2021

Page 9

Notes

1. George Wilbanks, “The Future of Hybrid Work Policies: Significant Strategic Gains for
Employers with Adaptive Programs (Part 1),” Wilbanks Partners, March 19, 2021, accessed July
23, 2021. https://wilbankspartners.com/wilbanks-partners-commentary-the-future-of-hybrid-work-
policies-significant-strategic-gains-for-employers-with-adaptive-programs/

2. George Wilbanks, “Hybrid Work Coming of Age: Innovation Bottlenecks in Leadership
Development (Part 2),” Wilbanks Partners, July 28, 2021, accessed October 28, 2021.
https://wilbankspartners.com/wilbanks-partners-commentary-hybrid-work-coming-of-age-
innovation-bottlenecks-in-leadership-development/

3. Pamela Hinds and Brian Elliott, “WFH Doesn’t Have to Dilute Your Corporate Culture,”
Harvard Business Review, February 1, 2021, accessed November 3, 2021.
https://hbr.org/2021/02/wfh-doesnt-have-to-dilute-your-corporate-culture

4. Jennifer Howard-Grenville, “How to Sustain Your Organization’s Culture When Everyone
Is Remote,” MITSloan Management Review, June 24, 2020, accessed November 2, 2021.
https://sloanreview.mit.edu/article/how-to-sustain-your-organizations-culture-when-everyone-is-
remote/

5. Hannah A. Morris, Kendra E. Raguckas, and Dean M. Brenner, “Creating a Culture: Best
Practices for Strong Virtual Communication,” The Latimer Group, Fathom, Issue 4, July 2021.
accessed November 8, 2021. https://thelatimergroup.com/fathom-creating-a-culture-best-
practices-for-strong-virtual-communication/

6. Alexandra Semenova, “Two Sigma, BMO 'Experiment' on Future of Hybrid Work,”
FundFire.com, October 20, 2021, accessed November 3, 2021.
https://www.fundfire.com/c/3368204/427594 ?referrer module=searchSubFromIG&highlight=opera

tions%20hiring

7. Doug Jackson, Benjamin Langis, Terry Stone, and Jackie Noblett, “The Future of Work:
Handling a Hybrid Workforce: A Panel Discussion Presented by Ignites,” Ignites.com video, 44:34,
September 30, 2021, accessed November 8, 2021.
https://event.webcasts.com/viewer/event.ijsp?ei=1502109&tp key=00a31d6bb5

8. Hinds and Elliott.

9. Morris, Raguckas, and Brenner.

10. Morris, Raguckas, and Brenner.

11. Morris, Raguckas, and Brenner.

12. Katherine Bindley and Emily Glazer, “Leadership: Can Companies Have a Hybrid
Workplace — and Keep Things Fair?,” Wall Street Journal, September 25, 2021, accessed

November 1, 2021. https://www.wsj.com/articles/hybrid-workplace-marginalized-groups-
11632331018

Wilbanks Partners lic
www.wilbankspartners.com



Leadership in Hybrid Work
George R. Wilbanks
November 2021

Page 10

13. Chip Cutter, “Leadership: The Pandemic’s Toll on Women’s Careers,” Wall Street
Journal, September 27, 2021, accessed November 1, 2021. https://www.wsj.com/articles/womens-
careers-pandemic-toll-11632520837

14. Rachel Thomas, Lareina Yee, et al. “Women in the Workplace 2021,” McKinsey & Co. /
Leanin.org, September 2021, accessed November 8, 2021. https://wiw-
report.s3.amazonaws.com/\Women_in_the Workplace 2021.pdf

15. Lisa Fu, “In-Person Meetings Back on the Calendar for Most Industry Pros,”
FundFire.com, November 9, 2021, accessed November 9, 2021.
https://www.fundfire.com/c/3391874/430194/person _meetings back calendar most industry pro
s

16. Angela Haupt, “Most Workers Hate Meetings. Here’s How to Make Sure Yours Are
Productive,” Washington Post, August 20, 2021, accessed November 8, 2021.
https://www.washingtonpost.com/lifestyle/weliness/effective-meetings-virtual-zoom-
productive/2021/08/14/c5d76ab4-fba5-11eb-943a-
c5cf30d50e6a_story.html?utm_campaign=ext rweb&utm_ medium=referral&utm_source=exte
nsion

17. Liz Fosslien and Mollie West Duffy, “Business Communication: How to Combat
Zoom Fatigue,” Harvard Business Review, April 29, 2020, accessed November 8, 2021.
https://news.stanford.edu/2021/02/23/four-causes-zoom-fatigue-solutions/

18. Vignesh Ramachandran, “Stanford Researchers Identify Four Causes for ‘Zoom
Fatigue’ and Their Simple Fixes,” Stanford News, February 23, 2021, accessed November 8,
2021. https://news.stanford.edu/2021/02/23/four-causes-zoom-fatigue-solutions/

19. George Wilbanks, “Hybrid Work Coming of Age: Innovation Bottlenecks in Leadership
Development (Part 2).”

20. Colin D. Ellis, “Business Communication: Stop. Does That Message Really Need to Be
an E-Mail,” Harvard Business Review, March 30, 2021, accessed November 8, 2021.
https://hbr.org/2021/03/stop-does-that-message-really-need-to-be-an-email

21. Dean Brenner, “The Risk of Long Distance (Work) Relationships,” (blog), The Latimer
Group, June 24, 2020. https://thelatimergroup.com/the-risk-of-long-distance-work-relationships/

22. Morris, Raguckas, and Brenner.
23. Hinds and Elliott.

24. Clair Cain Miller, “The Upshot: When Chance Encounter at the Water Cooler Are Most
Useful,” New York Times, September 3, 2021, accessed November 4, 2021.
https://www.nytimes.com/2021/09/03/upshot/when-chance-encounters-at-the-water-cooler-are-
most-useful.html

Wilbanks Partners lic
www.wilbankspartners.com



Leadership in Hybrid Work
George R. Wilbanks
November 2021

Page 11

25. Dervedia Thomas, “Preference for Remote Work 'Not a Good Excuse:' Neuberger
Berman CEO,” FundFire.com, October 1, 2021, accessed November 5, 2021.
https://www.fundfire.com/c/3343294/424334?referrer module=searchSubFromIG&highlight=prefer
ence%20for%20remote%20work

26. Miller.

27. Granovetter, Mark S. “The Strength of Weak Ties.” American Journal of Sociology 78,
no. 6 (1973): 1360-80. http://www.jstor.org/stable/2776392.

28. Sarah Drinkwater, “How to Adapt Your Leadership to a Multi-Generational Workplace,”
Financial Times, September 29, 2021, accessed November 3, 2021.
https://www.ft.com/content/f56d6a1b-9d64-4380-ac84-a44cb1bebbOf

29. Jose Maria Barrero, Nicholas Bloom, and Steven J. Davis, 2021, “Why Working From
Home Will Stick,” NBER Working Paper 28731, National Bureau of Economic Research,
Cambridge, MA. https://www.nber.org/papers/w28731

Additional Suggested Reading

Elizabeth J. Altman, et al. “Workforce Ecosystems: A New Strategic Approach to the Future
of Work,” MITSloan Management Review / Deloitte, April 2021.
https://www2.deloitte.com/us/en/insights/focus/technology-and-the-future-of-work/workforce-
ecosystems-practical-guidance-for-leaders.html

lan Cook, “Human Resource Management: Who Is Driving the Great Resignation?” Harvard
Business Review, September 15, 2021. https://hbr.org/2021/09/who-is-driving-the-great-

resignation

Carmen Germaine, “75% of Shops Plan to Keep WFH Post Pandemic,” Ignites.com, April 27,
2021.
https://www.ignites.com/c/3152184/396844?referrer module=searchSubFromIG&highlight=call%?2
Ocenter

Carmen Germaine, “Work, Interrupted: How Shops Support Employees in Crisis,”
Ignites.com, August 23, 2021, accessed November 9, 2021.
https://www.ignites.com/c/3295284/417934 ?referrer_module=searchSubFromFF&highlight=Vangu
ard

Jessica Hamlin, “Corner Office: Asset Managers Are Losing Out on Talent. Executives Think
Culture Is to Blame,” Institutional Investor, October 7, 2021.
https://www.institutionalinvestor.com/article/b1tx20ifk 12k8b/Asset-Managers-Are-Losing-Out-on-
Talent-Executives-Think-Culture-Is-to-Blame

Joe Morris, “BNY Mellon Hikes Minimum Wage to $18,” Ignites.com, October 29, 2021.
https://www.ignites.com/c/3383934/430754/mellon _hikes minimum_wage

Wilbanks Partners lic
www.wilbankspartners.com



Leadership in Hybrid Work
George R. Wilbanks
November 2021

Page 12

Jackie Noblett, “Not Your 2019 Office: Returning to (New) Office Life,” Ignites.com, October
4,2021.
https://www.ignites.com/c/3345084/425244/your_office returning office life?referrer module=side
BarHeadlines

Jackie Noblett, “WisdomTree Ditches NY Office Space,” Ignites.com, September 14, 2021.
https://www.ignites.com/c/3321064/420834/wisdomtree ditches office space?referrer module=si
deBarHeadlines&module order=2

Michael O’'Dwyer, “PwC’s Annual Revenues Held Back by Sluggish Client Spending,”
Financial Times, October 5, 2021. https://www.ft.com/content/9cd52eda-8e6d-4c6f-9cbe-
19b41ecb0c86

Christopher Schelling, “The Best Managers Aren'’t In It Just For the Money,” Institutional
Investor, April 27, 2021. https://www.institutionalinvestor.com/article/b1rldbb3b0zy1t/The-Best-
Managers-Aren-t-in-lt-Just-for-the-Money

Dervedia Thomas, “Burnt Out? Now What? Managers Struggle to Revive Staffers,”
Fundfire.com, October 21, 2021, accessed November 8, 2021.
https://www.fundfire.com/c/3368624/427394 ?referrer module=searchSubFromIG&highlight=return
-to-office

Lydia Tomkiw, “Elliott Targets January Office Return, Picks Hybrid Work Model,”
Fundfre.com, October 6, 2021.
https://www.fundfire.com/c/3349314/425774?referrer module=searchSubFroml|G&highlight=elliott
%20targets%20january

Beagan Wilcox Volz, “Our Return-to-Office Policy Pushed Out Talent: 77% of Execs,”
Ignites.com, October 7, 2021, accessed November 9, 2021,
https://www.ignites.com/c/3350914/425274?referrer_module=searchSubFromIG&highlight=10%20
back%20t0%200ffice%20plans.

Beagan Wilcox Volz, “Shops Seek to Stave Off the Great Resignation,” Ignites.com,
September 20, 2021.
https://www.ignites.com/c/3327784/422574 ?referrer_ module=searchSubFromIG&highlight=VVangu
ard

Wilbanks Partners lic
www.wilbankspartners.com



