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LET US SUMMARIZE WHAT WE KNOW ABOUT
HYBRID TEAMS

At the end of 2021 Oxford English Dictionary had updated its
definition of ‘hybrid’ to include ‘hybrid working’. Now we
officially know that hybrid working means: “Of employ-
ment, education, etc.: providing flexible models for
working or learning, specifically by using digital commu-
nications technology to allow effective remote access and
home working in combination with or in preference to tra-
ditional office or teaching environments.”
If we consider hybrid working from the perspective of

virtual collaboration, it is easy to agree with Mark Dixon,
the Founder and CEO of Regus parent company IWG, that
the definition is long overdue and “hybrid working has
probably been evolving ever since the dial-up modem first
made it (relatively) easy for people to send messages from
computer to computer.” A good example is the dispersed
teams, which work, even if its members meet face-to-face
once a year, falls under the definition of hybrid working and

which existed long before the pandemic. If we consider
hybrid work as a form of flexible working meaning a way of
working that suits an employee's needs, it turns out that this
is not so common and well known.
Although the term hybrid team is sometimes used to

describe a team in which artificial intelligence and robots
work together with their human counterparts (e.g., Canan,
Sousa-Poza and Dean, 2017; Makarius et al., 2020), our
focus is on a different approach i.e., the one in which a
hybrid team is described as a mix of co-located employees
and remote workers.
A search for the term "hybrid team" in scientific data-

bases brings three main features of such teams:

1. They lie on a continuum from more to less virtual (e.g.,
Fiol and ,O′Connor, 2005; Mitchell and Brewer, 2021;
Klonek and Parker, 2021);

2. They combine face-to-face communication with com-
puter-mediated interaction (e.g., Cousins, Robey and
Zigurs, 2007; Mitchell and Brewer, 2021);

3. They perform their tasks while working from different
locations (e.g., Klonek, and Parker, 2021).

Before the pandemic, hybrid teams were mostly re-
served for virtual, partially distributed teams i.e., ones
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which consist of some members being co-located, while
others are geographically dispersed. While responding to
employees' changing expectations for work flexibility was
one of the reasons for the development of distributed
teams, there were other reasons important from a busi-
ness perspective. These included access to a global, di-
verse talent pool that means better hires, faster scaling
and growth, cost-effectiveness associated with hiring
specialists from emerging markets and reducing office
costs as well as increased team agility giving the company
a competitive advantage. As planned from the beginning
and justified in business terms, both employees and
managers were aware of the model they were working in
and the challenges it posed. Leaders and employees did
not have to manage and adapt to the hybrid teams of the
past, as they were predictable, and so were the ways in
which these teams worked together. Nowadays, not only
is there an increase in the number of people interested in
hybrid working, but such an organization is becoming
more flexible than before the pandemic, with more fre-
quent employees’ expectation of freedom to choose their
options, or to decide where and how to work on an on-
going basis. Quoting Lynda Gratton, a professor of man-
agement practice at London Business School and the
founder of HSM: “If leaders and managers want to make
this transition [to a hybrid model] successfully, however,
they’ll need to do something they’re not accustomed to
doing: design hybrid work arrangements with individual
human concerns in mind, not just institutional ones.” And
this will not be easy. According to Gallup 2022 survey of
U.S. employees, while 53% of remote-capable employees
expect a hybrid arrangement, there is no clear consensus
from employees about how to define hybrid work, as the
employees' preferences and the appropriateness of hybrid
work schedules vary greatly by organization, team, role,
and individual. About four in 10 employees say they want
full autonomy to come and go as they wish, and six in 10
want more structure, but still with no consensus on how
to coordinate in-person and remote schedules – certain
number of days per week, all hybrid team members
working on-site a few specific days per week, or everyone
working together on-site for at least one day per week.
And these options do not fully exhaust the possible ar-
rangements. The setup is not static and can change de-
pending on the workload and actual needs, as modern
hybrid organizations increasingly often accept bottom-
up, spontaneous flexibility when their employees can
choose what suits them best in terms of convenience and
productivity. Employees’ choice becomes another feature
of a hybrid team definition.
Considering the above, let us therefore present how we

understand a hybrid organization and a hybrid team. A
hybrid organization is an organization that allows em-
ployees to choose between working in an office or work-
space, working remotely, or alternating between the two.
A hybrid team while it was traditionally defined as a mix of
co-located employees and remote workers, due to the
evolution of the term now includes workers who want to
split their time in the office and at home during the week.
Therefore, we can say that a hybrid team is a team made
up of both in-office and remote employees and the hybrid
team structure allows employees to decide whether they

prefer an office environment or working from anywhere
remotely. It means that employees’ choices are at the
heart of a hybrid team definition and digital communica-
tions technology comes only as a tool facilitating the col-
laboration between the members of such teams. And that
is exactly what employees expect from hybrid organiza-
tions and what companies do not necessarily offer. Poly's
'Recruit, Retain and Grow' report (2022), looking at how
organizations are responding to employees' workplace
needs, clearly confirms this. As many as 84% of those sur-
veyed say that team members have rules imposed on the
number of days they have to be in the office, and among
those who resign from work, 16% cite a lack of the ex-
pected flexibility of hybrid working as the reason. While
offering a certain structure in a hybrid working arrange-
ment is important, it is not the number of days in the office
but the purpose of the meetings that should guide the
structure. For example, Laszlo Bock, the CEO and co-
founder of Humu, recommends picking a day when the
majority of employees can be present in person.
From the perspective of managers, it is important to

know that it is not enough to equip an employee only with
the tools of the job. The managers should first and fore-
most focus on the employees and their changing needs
and behaviors. The manager job in this new context is to
recognize the strengths and weaknesses of a place,
people, and time and use them to guide teams toward
their objectives.
As many organizations were forced to switch to a hybrid

model during the pandemic rather than choosing it delib-
erately, we can treat their experience from this period as a
prelude only, giving an idea of what to look out for in the
future when, hopefully, the pandemic is over. However, this
does not make these experiences less important.
The aim of our study was to identify not only the key

challenges of hybrid team management from the per-
spective of managers leading such teams during the
pandemic but also to pinpoint key competencies required
to manage hybrid teams. We collected data using written
interviews which were designed to capture the breadth of
managers’ experiences in hybrid team management and
to explore the topic in detail. The research was con-
ducted among managers, Executive MBA students, in two
consecutive years, 2020 and 2021. This allowed us to
gather their experiences in managing a hybrid team in the
first year of the pandemic and after a year. The partici-
pants of our study described not only their personal, in-
dividual experiences, but also the experiences and
solutions of their companies, and thus the experiences of
other managers from those companies. A total of 29
managers participated in the study, 12 in the first period
and 17 in the second one. Finally, 13 interviews were
selected for analysis. The interviews included in the final
analysis met the following criteria: (1) minimum 3 months
of experience in managing a hybrid team; (2) managing a
functional team of which some employees work remotely
and some in the office at the same time during the week.
Consequently, the interviews with managers leading fully
remote teams, geographically dispersed teams, or cross-
functional teams were excluded.
In conclusion, we propose a REALM model that sum-

marizes what is key in managing a hybrid team.
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HYBRID TEAM MANAGEMENT FROM THE
MANAGERS’ PERSPECTIVE

Before we give the floor to the managers participating in
our research, let us start with what constitutes the effec-
tive performance of each team. First, team members need
to successfully integrate their individual activities. They
play a specific and unique role when each contributes to
collective success. Second, as teams work in a highly com-
plex and dynamic environments, team members need to
work more adaptively when coordinating their actions. And
finally, a leader's success in defining team directions and
organizing the team to maximize progress contributes sig-
nificantly if not critically to team effectiveness. This is ex-
actly the topic we explore in our research.
Referring to four commonly accepted functions of man-

agement that include: planning, organizing, leading, and
controlling, our research shows that challenges arise in each
of them.

Operational planning & organizing is people
oriented

Almost all participants reported problems with mapping out
exactly how to achieve team’s goals and then organize the
team according to the plan:

“The main difficulty in managing a hybrid team is the
proper planning of all activities and the great discipline
in managing the calendar of the working day. Delegating
tasks and being precise about objectives, time to com-
plete tasks and performance indicators is essential.”

Managers recognize the need to be flexible and con-
stantly adapt to changing conditions:

“One of the challenges is the manager's ability to plan
work in a hybrid team. It seems that pure project man-
agement methods in the waterfall or agile formula will
not fully pass the test. What is needed here is rather a
lot of flexibility and building such an attitude among
team members.”

Team interaction requires adaptation to environmental
conditions. In essence, truly effective teams are those that
are able to maintain a high level of collective performance
even when team and environmental conditions become sig-
nificantly unfavorable. Such high performance requires both
leaders to support and teams to develop norms and operating
procedures that promote individual and collective flexibility
and adaptability. From a leader's perspective, this means fo-
cusing on the competencies of the team members:

“It will therefore be crucial in hybrid work to adapt the
message, tasks and detailed form of cooperation for in-
dividual team members according to their natural pre-
dispositions.”

Knowing the team members and anticipating their needs
and behaviors is central to how teams effectively work to-
gether and for hybrid team managers one of the most im-
portant issues.

Leadership is relationship

Relationships have always been important, but today they
mean even more. While research shows that the quality of
the relationship people feel they have with their managers
is the primary driver of engagement, and thus performance,
in managing a hybrid team is particularly important in
building belonging and unity:

“At present, after several months of working in the hybrid
model, it is observed that some of the new employees do
not identify with the company to the same extent as those
who were hired before the pandemic [.]. There are also
claims from more senior employees (more than 2 years)
that they now identify less with the company, which is
becoming more and more anonymous to them.”

Meeting together for lunch, over coffee during work, or
going out after work is no longer the case, and online
meetings cannot replace them:

“I observe that solutions such as online afternoon
meetings, which were supposed to be the equivalent of
out-of-office team meetings, are becoming less and less
effective. I have noticed that fewer and fewer em-
ployees use this form of keeping in touch. Some of them
say directly that working in their own apartment they
have lost the sense of where the line between work and
private time is. It's difficult and frustrating to meet up
with co-workers in front of a screen in the same chair
they were sitting in two hours earlier because people
feel like they are at work all the time.”

The lack of direct contacts, informal conversations on
topics other than work has a significant impact on psy-
chological safety which encompasses basic teamwork
concepts such as fostering trust and safety, embracing new
ideas, and moving the team above one's own ego. Lack of
psychological safety distances team members from each
other:

“In the long run, employees who do online work are
pushed to the margins of exclusion, and this leads to an
increasingly rapid distance from the team.”

And this lack of psychological safety also impacts on
team collaboration:

“During this time [hybrid working] fatigue was prevalent,
with numerous communication problems, especially be-
tween the employees who worked remotely and returned
to the office and those who performed their duties on
site […]. Chaos was often evident and there were many
misunderstandings and conflict situations.”

The role of the hybrid team manager in particular is to
focus and respond to the needs of employees:

“[…] the starting point is a focus on employees. In times
of uncertainty especially, but also under normal cir-
cumstances, focusing on the needs of employees should
be one of the cornerstones of any company. Listening to
the needs, motivating, getting to know the point of view
or dilemmas should become a permanent element of
every manager's work.”
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Control – autonomy – trust link

With the development of flexible working, established com-
mand and control styles of management do not work anymore:

“One of the most common problems that line managers
report on hybrid working is that they lose their sense of
control over their employees.”

However, giving autonomy is a risk-taking action as the
managers thereby deepens his or her dependence on the
subordinate’s competence, goodwill, integrity, and bene-
volence. Before giving autonomy, the manager must first
trust the employee’s ability to comply with his or her tasks:

“Managers and leaders were not prepared to supervise
the remote work of their teams. In isolated situations
where an employee worked from home, faith was placed
in the fact that they had actually done the work to the
full extent of their responsibilities.”

And secondly, the manager does not feel the need to
emphasize his or her authority position. Empowering and
becoming more dependent on subordinates is not always
easy for leaders, and they may feel that their roles and
contributions decrease as employee autonomy increases:

“I also think that a lot must have happened in the minds of
managers, who hitherto had a great sense of power and
control over their employees, and now have to show a great
deal of trust in the way their employees carry out their
tasks.”

However, as trust and control are not static phenomena,
managerial control may have both a positive and a negative
effect on employee trust. On the one hand, managers who
monitor their subordinates’ performance and thus show that
they value their performance and are interested in their
work, are trusted more than those who do not seem to care.
On the other hand, if behind monitoring is an intention to
control employees’ behavior, monitoring and control sys-
tems contribute negatively to trust:

“Every manager's performance is determined by two
basic factors - trust in his or her team and checking that
they are doing the right job. However, when I talk to
other managers, I often get the impression that for
them, measuring performance is equal to showing a lack
of trust in their employees.”

The relationship between control, giving autonomy and
employee trust seems to be dependent on perceptions, at-
tributions and meanings related to control. People vary in
the extent to which they need autonomy and too much
autonomy can cause dissatisfaction if employees feel that
they are left too much on their own or that their workload
has increased. Therefore, it is important that autonomy
affirms the individual's ability to exert influence and
achieve desired goals:

“In my opinion, the biggest challenge that managers of
hybrid employees face is to maintain their equal effi-
ciency and commitment to their tasks. This is due to
both the competencies of employees and their will-
ingness to take responsibility and their habits.”

Hybrid teams require more autonomy for another
reason. Decision-making processes can be significantly ex-
tended, which can affect the performance of the entire
organization:

“The issue of employees' decision-making and autonomy
remains an important element in the hybrid model. In
principle, remote working does not change the extent of
their power to make autonomous decisions. However, in
cases where consultation or formal approval is needed,
this takes more time. When there is no opportunity for
direct contact, a precise description of the problem
becomes a necessity, usually done by e-mail.
Unfortunately, it is more and more often the case that
due to the increasing volume of e-mails received, one is
not able to keep up to date with the incoming messages,
resulting in a backlog.”

It is important to notice that team management is not
about choosing between control and autonomy, because
paradoxically autonomy and control can and must coexist.
Effective management is the ability to use these two op-
tions and optimize them to influence the engagement of
team members.

And communication all around

Although we have declared that we will refer to manage-
ment functions, it is impossible not to distinguish a thread
that emerged particularly clearly as a result of the data
analysis - communication. Communication can most simply
be defined as the transfer and understanding of meaning.
On the one hand, communication was the most frequently
reported challenge among our research participants. On the
other hand, it is effective communication that they indicate
as the way to deal with the challenges arising in all the
areas described above. However, before we point out what
effective communication requires, it is important to men-
tion how important equal access to information is:

“In my organization we started using Microsoft Teams, on
which channels were created with specific files and data.
This allowed everyone to access all documents and it
didn't really matter whether someone was physically or
virtually at work. At the same time, the further devel-
opment of this software helped the organization to
manage the information chaos. Before the introduction
of the software, we struggled with poor flow and access
to information.”

What makes communication effective in managing a
hybrid team then?

Transparent and complete as it impacts significantly on
completion of tasks:

“As we hardly ever do work that can be done in-
dependently, sharing information with each other, ana-
lyzing materials together and drawing conclusions are
the basis for effective work. This is much more difficult
to achieve in a hybrid working environment. Therefore,
it becomes crucial to define specific and clear expecta-
tions towards each other and to know who from the team
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is working on what and how their work affects the
whole task.”

And also impacts on decision-making processes:

“With a complete set of data, in quality and on time, you
can make business decisions without undue delay.”

Accurate and timelyso that, regardless of the place of
work, everyone understands the message in the same way
and accountability for specific tasks is clear:

“The big managerial challenge is to maintain a high quality
of communication, despite the distance, so that all sta-
keholders have the right information, necessary for their
work and, most importantly, on time. This will avoid a si-
tuation where a task is left without a business owner, or is
duplicated, or there is simply a desynchronization of pro-
cesses due to limited or disrupted information flow.”

THE REALM OF HYBRID TEAM MANAGEMENT

There is a long and winding road to effective hybrid team
management.
Planning and organizing in hybrid team management are

no longer separate functions and the study participants
confirmed this by analyzing them together. As both planning
and organizing require a flexible approach and constant
adaptation, they are so intertwined that it is difficult to say
where any of them begins or ends. Planning as a function
involving setting objectives and determining a course of
action for achieving those objectives requires the managers
to be good decision makers. While we previously considered
operational planning as short-term, managing a hybrid team
requires "here and now" planning. The same is equally true
for the organizing function that for a manager means de-
veloping a structure of a team and allocating its members to
ensure the accomplishment of objectives. As planning is
“here and now”, organizing also follows the same way. It
requires a fundamentally different approach to leading a
team i.e., focusing more on setting directions and aligning
people rather than planning, budgeting, organizing, and
staffing.
While employees’ choices are at the heart of the defini-

tion of a hybrid team, their competencies and predisposi-
tions determine the team functioning and their
cooperation. Not only planning and organizing, but also
controlling should be based on the skills and attitudes of
individual team members. The need for flexibility and
adaptation to the changing environment, but also the way
of working on a daily basis requires adjustment of the form
of communication, tasks, and the degree of autonomy
given. This in turn requires from the manager to know the
members of the team, their needs and their competencies,
and above all it requires the manager to trust the em-
ployees. Not only is trust the foundation upon which moti-
vation is based, and therefore its level affects the
performance of an organization or a team but trust also
induces reciprocal trust. This "positive" cycle of mutual
trust increases motivation and thus performance. In addi-
tion, manager’s subjective trust leads to behavioral trust by
giving autonomy to trusted employees to schedule and

determine how they do their work, which in turn
strengthens the employees’ beliefs in their ability to have a
say in their team. However, people vary in the degree to
which they need autonomy. Managers may encourage em-
ployees’ reciprocal trust by giving an employee as much
autonomy as he or she is willing to accept. This again brings
us back to the point that knowing your employees, their
capabilities, attitudes, motivations, and needs is key.
Building a relationship of mutual respect, where employees
perceive that their needs are considered and are acted
upon appropriately underpins the managerial support.
Leaders support employees by building a culture of trust, a
safe psychological environment that motivates people and
by helping them to cope with the demands of their role. In a
hybrid organization, relationships become even more im-
portant. Not only do hybrid team members identify less
with the organization, but through the lack of informal
conversations, they are less committed to building re-
lationships with one another. This has a major impact on
teamwork and brings the role of the leader primarily down
to relationship management.
Hybrid teams need authentic leaders who elicits trust

among employees, alleviate negative emotions such as an-
xiety and threat, and enhance the positive ones such as
hope and enthusiasm. Hybrid teams need leaders who are
ready to share power (give autonomy) as well as psycholo-
gically empower employees, so they have the confidence,
determination, a sense of meaning of their work, compe-
tence, and most importantly, the feeling of impact on the
organization. Hybrid teams need ego free, considerate
leaders who put the employees’ needs first, show concern
and respect for them, look out for their welfare, and ex-
press appreciation and support. Hybrid teams needs leaders
who are open to any suggestion from anywhere and com-
municate effectively.
Quality communication is a key to quality leadership and

as companies strive to achieve quality relationships it be-
comes even more important to hybrid organizations. Clear
communication throughout the change process which is
moving to a hybrid model influences the perception of
fairness and trust. The success of organizational change
strongly depends on internal communication. Leader’s ef-
fective communication, including the ability to clearly ar-
ticulate information as well as focus on the frequency of
communication helps with uncertainty and anxiety among
employees and supports their feeling of psychological
safety. Communication supports willingness to interact with
the employees during times of uncertainty and ambiguity.
The more useful, timely, and adequate the information in
times of change, the more fulfilled the psychological con-
tract, and the higher the trust. Effective communication
means also positive communication that affects the emo-
tional buy-in and serves as a stress reducer.
As a result of our research, we recommend hybrid team

management which takes into account what we summarize
in the Hybrid Team Management REALM model. REALM is an
acronym that stands for the necessity of building mean-
ingful Relationships, attention to Effective communication,
giving Autonomy, free of ego Leadership and Motivating
through trust (see Figure 1).
For many managers, a hybrid team is essentially a new

team. Even if it is made up of the same people they worked
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with before, it requires them to take a different approach
to successfully integrate their individual activities.
However, this does not mean that we are writing an entirely
new chapter here. A wide variety of activities and practices
employed for managing virtual teams as well as teams
during a change can still be used. Although our research
focused mainly on the challenges and competency gaps in
relation to hybrid team management, based on the avail-
able literature and research as well as interviews with
managers, we offer the following advice to help managers
develop competence in each area.

Relationships

Relationships in a hybrid team are characterized by volati-
lity and diversity, so a key element from the leader's per-
spective is to build equally good, effective relationships
with remote and on-site employees. This is especially true
since in a hybrid team there may be people working only
remotely, people working only in the office, and still others
alternating between the office and remote work. With each
group, and depending on the organization of the individual's
work, you will need to take care of the relationships not
only between the leader and the employee, but above all
the relationships within the group, ensuring that the group
works cohesively and that all members are integrated every
day regardless of their working mode. When there are team
meetings, each person should have a reason to be there,
each person should contribute in some way, and each person
should be engaged. This will help the team members to
integrate around a common goal, ensure equality between
remote and on-site employees as well as to build trust with
the leader and the team. One of the biggest challenges of
hybrid work, however, is finding ways to nurture social re-
lationships. Hallway conversations or coffee chats are not
only important for creative ideas to be triggered but for
nurturing relationships and the trust that they entail. In a
hybrid world, leaders need to coordinate time in the office
so that people can connect for those moments over coffee.
Leaders should be smart about how they use the time they
have got in person, and whenever possible schedule one-to-
one time with team members when they are in the office.
In-person meetings can also combine work and social in-
teractions in the most information-rich way, so the team
members are less likely to misunderstand expectations and
plans and can socialize at the same time.
Considering the above, we offer the following advice:

• Look for opportunities to have all team members to-
gether, e.g., pick a day when the majority of employees
can be in the office in person and ensure time to develop
social interactions, e.g., joint coffee or lunch breaks.
Make it a standing rule. Meeting people in person is im-
portant to build trust;

• Create opportunities where all team members are en-
couraged to share their experiences and concerns, e.g.,
create “special places” to be more conducive to dialog
and conversation than traditional conference rooms.
This will help individuals get past the stumbling blocks
that prevent dialog and conversation;

• Promote a culture that is more tolerant of speaking up
about mistakes and circumstances that have a potential
to create problems or crises, e.g., share your concerns or
struggles as a leader. This will help to enhance psycho-
logical safety of the team and its members, and your
team members will be more likely to trust you with their
concerns;

• Communicate the value and importance of each em-
ployee to the entire team and the organization, e.g.,
make it a regular part of one meeting each month. Do
not leave anyone out.

Effective communication

The hybrid nature of teams means that a uniform system of
communication must be forgotten. Since some employees are
in the office and others are at home, communication with
each group will inevitably happen via different channels and
messages will take a different form. For employees working in
the office, a shared conversation will suffice, for those
working remotely, written information may be needed,
communicated to all in the same way and conveying the same
message, especially when a shared conversation even via a
virtual communicator is not possible. Experience to date in-
dicates an increase in the formalization of communication in
remote working, thus a leader will need to develop a rela-
tively uniform, baseline communication system based on a
formal message, complemented by less formalized con-
versations. Establishing a sound remote communication
structure as well as synchronous access to the information is
key. Holding consistent, weekly meetings, ensuring two-way
communication, and relying on systems to keep everyone
informed ensures transparency in the hybrid office. A hybrid
work arrangement requires constant communication to pre-
vent silos between in-office and remote employees. Leaders
set an example by taking extra time to communicate and thus
building long-term trust. However, a non-verbal communica-
tion remains the biggest challenge. It is extremely difficult to
develop the same effective formula for those in and out of
the office, especially without a camera. In the case of a hy-
brid team, leaders must therefore face, on the one hand,
greater formalization in communicating certain messages
and, on the other hand, figure out how to remotely convey
non-verbal messages.
Considering the above, we offer the following advice:

• Establish ground rules for communication taking into
consideration the needs of remote and on-site team

Figure 1. Hybrid Team Management – the REALM model.

A. Wiatr and B. Skowron-Mielnik

6



members. These rules should address: 1) modes of
communication for different types of messages, e.g.,
synchronous communication for feedback or problem-
solving sessions, asynchronous mode to process high
quality information, 2) rules for conducting and partici-
pating in meetings, e.g., speaking with a microphone
instead of using a chat during online group meetings,
using cameras, implementing turn-taking measures so
everyone has a chance to share their thoughts, ideas,
and opinions, 3) dialog rules, e.g., using respectful tone,
not interrupting, asking questions instead of assuming
what others are thinking, maintaining confidentiality;

• Ensure that writing everything down is the norm.
Documenting messages in a written format will ensure
understanding of mutual goals, prevent excessive catch-
up meetings, and ensure clarity;

• Communicate clearly. Ensure team members are on the
same page and mitigate any overlap in efforts geared
toward task completion, e.g., if you have a lot of in-
formation to share, consider preparing a document that
provides background information on a topic, use bullet
points and numbering to make the text easier to digest,
stick to language that is familiar and inclusive.
Communication quality is significantly more strongly as-
sociated with performance than its volume;

• Respond in a predictable and timely manner. Predictable
and timely responses to inquiries or task requests not
only highly impact team performance but also build trust
and improve a member’s sense of engagement and
feeling of being valued and respected.

Autonomy

Since hybrid work balances autonomy and collaboration,
one of the key success factors in hybrid working is employee
autonomy, self-reliance in performing tasks, and awareness
of the undertaken commitments. To achieve these objec-
tives, a precise distribution of tasks is necessary.
Organizations that had used the task-based work systems
prior to the pandemic and were then forced into remote
working, had little trouble achieving their goals at their
usual level. The hybrid team leader should therefore ana-
lyze the work in terms of location-related limitations, with
reference to the employees’ competences and deadlines,
and distribute tasks in such a way that they are carried out
autonomously, without the need of control by the leader or
other employees. The way the task is executed must be up
to the employee, and the leader's role should be limited to
monitoring the result. However, autonomy does not mean
leaving every individual or team to work on their own. It is
rather about giving individuals the freedom to work in a way
that suits best their wellbeing and productivity.
Considering the above, we offer the following advice:

• Lead when the time is right, e.g., identify the conditions
that increase the chances of team effectiveness or that
create obstacles to team performance and then in-
tervene;

• Remove organizational or technological boundaries that
exert tight control and hinder the team from being

effective, e.g., move away from detailed policies in
favor of introducing general guidelines and account-
ability mechanisms, refrain from implementing mon-
itoring systems;

• Support a growth mindset and invest in competence. The
more skilled the employees are at their tasks, the more
autonomous they are. E.g., invest in good training
schemes for your employees, consider and provide any
possible on-the-job training, allow the employees to
exercise their knowledge and expertize in projects or
problem-focused discussions;

• Ensure that each employee has exactly as much autonomy
as he or she needs, e.g., decide what types and levels of
autonomy each employee needs and you are able to offer,
and talk about it with your team members, encourage
them to see this as an ongoing conversation and consider
together where you can adjust as individual needs change.

Leading beyond ego

Transformational leadership has been discussed for a long
time. With regard to hybrid teams, discussion is no longer
the point, as here implementation is required. Leaders need
to be open to discuss the work organization of a hybrid team
but they also need the openness of the employees. The
above-mentioned volatility in the distribution of tasks, the
place of work of the team members, or the form of com-
munication, cannot depend on the will of the leader. The
leaders are not at the top of a hybrid team – they are in the
middle, act as facilitators, coordinators. The leader’s role is
to bind the whole group together by setting the rules and
aligning people around company’s and team’s goals, and not
by exercising control or disposing motivators that often
blow the leaders' egos. In managing a hybrid team, of the
four main behaviors that distinguish transformational lea-
ders, one in particular proves to be significantly important -
individualized consideration, meaning the inclusion of
people into the transformation process and the need to
diagnose their wishes, needs, values, and abilities in the
right way. The leader, who is aware of the different needs
and wishes of people as well as their talents and skills, has
an opportunity to use all those different demands in the
right way and support the employees in developing and
demonstrating these key skills and behaviors.
Thus, in addition to the above-mentioned suggestions we

offer the following advice for leaders:

• Be empathetic to how each team member is feeling,
regardless of where they are located, e.g., ask the em-
ployees how they are feeling and take the time to listen;

• Advocate for the employee ideas by actively listening to
them, responding, and sharing;

• Ask for feedback. Managers who ask for feedback set an
example for the employees to follow and demonstrate
the best approach to constructive criticism. This helps
the employees learn to ask for strengths-based feedback
from each other;

• Show genuine concern for well-being of all the em-
ployees e.g., make wellbeing a part of career develop-
ment conversations;
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• Communicate with your team in a manner that highlights
their values.

Motivation through trust

Since members of a hybrid team are expected to work au-
tonomously and control is outcome-based, the leader's trust
in the employees lies at the heart of effective hybrid
working. We are not talking about trust on a 'I believe they
are working (because I can't control)' basis. It is results that
show they are working and doing it well. And this happens
when the employees have the necessary competencies. In
hybrid work, it is more difficult to compensate for compe-
tency deficits - in the office, you can always ask someone,
replace someone - at home, you have to be able to perform
the task on your own. Thus, the leader's main responsibility
is to build these competencies in the employees and to
support their self-motivation that they use these compe-
tencies in the right way.
Thus, in addition to the above-mentioned suggestions we

offer the following advice for the leaders:

• Provide coaching, feedback, and role modeling, thereby
helping people grow professionally, develop compe-
tencies, and enhance their self-esteem;

• Support collaborative behaviors among coworkers e.g.,
by regular problem-focused discussions, so that they can
learn from each other;

• Take a strengths-based approach, e.g., assign tasks to
the person who can bring the most passion to the pro-
ject. Employees are usually most motivated when they
have the chance to use their strengths at work.

Particular elements of the model address all situations
important for the functioning of a hybrid team as identified
in the interviews. However, it is crucial to note that the
success of working with such a model depends on both the
leader and the team members. It can be difficult for the
leader to maintain all five dimensions at the right level, and
this raises the question of the competencies required from
managers to manage a hybrid team effectively. In turn,
team members should be at least aware of what the man-
ager needs from their side - about their needs, problems, or
possible solutions. They should also be able to decide and
choose what they need in hybrid work. Moving to the pro-
posed hybrid team management model therefore entails
tasks and challenges for the whole team.
The REALM model indicates what is the foundation of a

hybrid team management. What is worth adding is that only
through a holistic approach the manager can influence the
effectiveness of the hybrid team. It would be a mistake to be
selective. Aces do not determine the durability of a house of
cards.
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