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Introduction

Socrates, quoting from the Temple of Delphi, is famous for stating, “Know thyself”. In the
volatile, uncertain, complex, and ambiguous context global leaders now find themselves, this
statement still rings true. (Giles, 2018, para 1).  In a previous work, this author proposed that
“…leaders have a practiced philosophy that people are to be valued, to be trusted, to be
nurtured, to be celebrated. Such a practiced philosophy would reflect a servant leadership
approach that also embraces the leader’s self-care.” (Sawatzky, 2022). Based on this
position, the author proposes that a subsequent consideration be that of the leader’s profile.
This paper posits that  for a leader to be most effective, especially in a global context, it
is important they are aware of, and develop, certain ‘specific leadership competencies
’1

In the course of recent research by the author, conducted across multiple industries,
countries, and age demographics, 110 plus individuals were asked to share from their
personal experiences what qualities and practices were required for leaders to effectively
lead hybrid teams . These findings were combined with learnings from literature reviews,2

and affirmed by industry leaders. At the heart of the research finding was the need for
leaders to be human centred. According to data released by Hootsuite, “the typical user now
spends 2 hours and 25 minutes on social media each day, equating to roughly one full
waking day of their life each week.” (Kemp, 2021). With such a large percentage of our
communication now taking place through screens or text-based platforms, there is a need to
focus on what Dr. Karen Sobel-Lojeski calls Soul-Based Leadership. According to Lojeski,
“At the heart of Soul-Based Leadership lies a laser focus on bringing forth our ‘felt’
experience of shared aliveness – with a deliberate and intentionally directed emphasis on
the workforce as a collective of living, breathing, human beings first and foremost.” (Lojeski,
2021, para 15).

Looking through the lens of human centredness, the review of research results revealed six
leadership competencies for success. This paper will introduce the reader to these
competencies, and discuss why each is vital for successful leadership in hybrid team
configurations.

2 “A hybrid workforce is a type of blended workforce comprising employees who work remotely and
those who work from an office or central location.”
https://whatis.techtarget.com/definition/hybrid-workforce

1 Competencies are the knowledge, skills, abilities, and behaviors that contribute to individual and
organizational
performance. https://hr.nih.gov/about/faq/working-nih/competencies/what-are-competencies#:~:text=C
ompetencies%20are%20the%20knowledge%2C%20skills,repeatedly%20applying%20knowledge%20
or%20ability.
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SHRM defined competencies as “…a cluster of highly interrelated attributes,3

including knowledge, skills, and abilities (KSAs) that give rise to the behaviors needed to
perform a given job effectively.” The unique aspect of competencies is that they can be
observed and measured. Previous research by the author revealed seven competencies
necessary for successful remote and hybrid work, from the perspective of remote workers:
communication, self-directed/motivated, trustworthy, disciplined, taking initiative/curious,
adaptable/flexible, and high self-efficacy. Respondents also indicated the need for high
levels of empathy, along with the desire for two-way feedback. Each of these competencies
equally apply to leading in hybrid contexts, and would be considered core competencies for
members of hybrid organizations. It is important to note that the competencies identified are
more successfully achieved when modelled and supported by the leader, such as when a
servant leadership approach is embraced. (Tarallo, 2018. para. 7). However, the
researcher’s most recent investigation revealed seven additional competencies relevant to
leadership in hybrid contexts, or virtual leadership (Hollema, 2018, p. 11), as well as specific4

practices team members desire from their leaders. We will first consider four leadership
practices, then examine leadership competencies.

Desired Leadership Practices

Clarity of expectations. This pertains to everything from how to communicate, to deadlines,
to deliverables, to when/where work needs to get done, to who is responsible for what. Team
members are finding there is simply too much ambiguity in a time when life is changing
rapidly.

Constructive two-way feedback.
People want to know how they are performing. Annual performance reviews just are not
sufficient, but still are desired. Real-time feedback regarding what is working, and what is not
creates confidence in both individuals and teams. As well, team members are asking for
opportunities to provide feedback to their leaders.

Support for autonomy and flexibility. “Autonomy in the workplace is not about passively
letting employees be independent. It is also not working in isolation, or doing work without
guidance, boundaries, supervision, or collaboration. It is about allowing people to work the
way that is most conducive to their own best performance”. (Rietsema, para. 3) This desired
autonomy is necessary for team members to adapt and flex with various changes in
circumstances.

Facilitate collaboration and co-creation. Team members want the ability to collaborate and
co-create with their team leaders. The Cambridge dictionary defines collaboration as, “the
situation of two or more people working together to create or achieve the same thing.”
Decisions are being made by leaders in organizations that impact every aspect of the
employee’s lives. The collective call is to include those individuals impacted in the
conversations.

Hybrid Leadership Competencies

4 Virtual leadership: The ability to lead across time and space.
3 SHRM is the Society for Human Resource Management.
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Building on these four desired practices, the research results also suggest specific
competencies that are necessary for successful hybrid team leadership. Leaders need to
have the ability to demonstrate the following:

Build Collaborative Teams
Referring back to the definition provided for collaboration, we see that the leader needs to
demonstrate the ability to build teams where collaboration and co-creation are part of the
culture. “Co-creation has its roots in Design Thinking – both weave the customer into all
parts of the product development process, from ideation through testing and validation.”
(Fuchs, 2021, para 2). In this case, we are referring to the team member rather than the
customer. Creating a culture and facilitating teams where co-creation is embraced is the
responsibility of the leader. Respondents reported that collaborating with team members
while working in hybrid contexts can be more challenging than when co-located; this puts the
onus on leaders to ensure that processes, tools, training, and access are in place for all
team members.

In a white paper distributed by Fronteer, Amsterdam, five guiding principles are offered for
consideration for effective co-creation that would aid the leader in working with such teams
(Pater, 2009):

1. Inspire participation
2. Select the very best
3. Connect creative minds
4. Share results
5. Continue development

Demonstrate Vulnerability
Brené Brown defines vulnerability as being open to uncertainty, risk, and emotional
exposure. (Brown, 2010). Respondents stated that when their leaders are vulnerable, and
authentic, it gives permission for team members to do likewise. They also connected
vulnerability to a leader’s willingness to re-think opinions, decisions made, past ways of
doing things, and an openness to re-learn. In his book, The Culture Code, Coyle suggests
that this kind of behaviour modeling enables trust. (Coyle, 2018, p. 104). Coyle’s thoughts
are echoed by EI expert Henry Deutschendorf. He states, “Vulnerability is also a powerful
tool in emotionally intelligent managers. That’s because vulnerability is closely tied to trust,
and trust is the keystone of strong (resilient) relationships.” (Deutschendorf, 2017, para 1).

Create Psychological Safety
Amy Edmondson, Professor of Leadership and Management at Harvard, first coined the
term Psychological Safety in 1999. This level of safety “…means that you can be yourself at
work and speak up with a dissenting opinion without fear of reprisals.” (Terry, p. 495).
Edmondson also suggested that “…given the unavoidable failures in complex systems,
developing an organizational capacity to learn from these mistakes is a strategic imperative.”
This description of psychological safety was echoed by research participants along with the
belief that their team leader should be the one creating such an environment, modelling it for
team members.

Coach and Facilitate Growth
Professor, author, and musician Frank J. Barrett described leadership as a design activity.
According to Barrett, this means, “…creating space, sufficient support, and challenge so that
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people will be tempted to grow on their own.” In setting the stage for this, the leader is
required to, “...create the discrepancy and dissonance that trigger people to move away from
habitual positions and repetitive patterns”. (Barrett, p. 138). Coaching creates space for team
members to do the work assigned, while providing appropriate support when needed. A
good coach knows when to offer help, and when to back away. Fisher, Amabile, and Pillemer
suggest 3 ways to avoid micromanaging:

1. Choose the right time to offer help.
2. Clarify that you're there to help, not take over or criticize.
3. Pay attention to when people need help and then involve yourself as needed, either

with guidance or action.

Practice Cultural Competence
Not only does a leader need to model cultural competence, those being led need support in
also developing cultural competence. The National Centre for Cultural Competence in
Australia defines the term as having the ability to “participate ethically and effectively in
personal and professional intercultural settings.” Professor Juanita Sherwood teaches that
cultural competence will help individuals “…appreciate the importance of knowing that
there’s not only one way of knowing, being, and doing…” (Sherwood, 2017). Looking at this
in practical terms, Hollema describes cultural competence as “…the ability to work
successfully with people from other cultures. Culturally competent people navigate the
geographies easily, engage with people no matter where they are from, and show
appropriate signs of respect in ways that are appreciated. Culturally competent people
reconcile cultural dilemmas, which begin from a place of deep respect, listening and
integration.” (Hollema, 2020, p 65). Cultural competence embraces diversity, recognizing
and valuing the innovation and creativity it brings to the team.

Network in Virtual and Global Contexts
Networking competency is defined as the ability to “create and maintain relationships on an
organizational level”. (Gilles, 2012. p2). When considering leading hybrid teams, in a global
context, these relationships need to have both a local and global reach. Not only does this
aid the leader in finding and developing new business relationships, but it is also vital when
accessing global talent. From the team member’s perspective, the leader is their link to
much needed resources external to the organization.

Demonstrate Emotional Intelligence (EI).
In a 2021 virtual presentation attended by this researcher, Daniel Goleman reviewed the four
areas of EI relevant for successful leadership:

Self-awareness refers to a gut sense, a confidence, of what is the right decision to make.
This is so important when leading hybrid teams. The more self-aware you are, the greater
your confidence in making the right decision. As has been documented by others, leading in
hybrid contexts is not as clear cut as when everyone is fully co-located.

Self-managed refers to emotional balance, adaptability, having a positive outlook, and ability
to accomplish our goals. In our research into competencies for success as a remote worker,
being self-managed or self-directed was of high importance to our respondents. It would
follow that in order to encourage team members to self-manage, a leader needs to do
likewise. Having a high level of self-management also helps with balancing one’s own
emotions.
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Social awareness speaks to empathy and organizational awareness. Empathy is so
important when leading any kind of team, but more so when considering hybrid teams.
When leaders are not face to face with their team on a regular basis, there is a greater need
to intentionally connect and check-in with people...not to fix problems, but to learn how to
support them. Social awareness also speaks to organizational awareness. How does what
you and your team do impact the greater organization? As a leader, you are often the link,
keeping all team members connected, co-located or remote.

Relationship management is all about leading your team. Relationship management
provides influence, gives you the ability to work with your team and help them work through
various conflicts. As a leader of hybrid teams, you are their coach and mentor; at times you
are called on to ‘rally the troops’ when facing some new challenge or new learning. The time
you spend with your hybrid team members building relationships with them might in fact be
the linchpin for leaders of hybrid teams.

Conclusion
This paper supports the research findings that in order for a leader to be most effective,
especially in a global context, it is important they are aware of, and develop, certain
leadership competencies. These findings can also inform three areas of Human Resource
Planning when considering hybrid leadership:

● When hiring individuals for leadership of hybrid teams: Those responsible for
organizational hiring can refer to these specific leadership competencies to be
included in a Job Analysis and serve as the foundation for behavioural interview
questions.

● Training and development of existing leaders: supporting leaders of hybrid teams in
the development of these competencies will strengthen their likelihood for success.
As well, performance management can include evaluations based on the desired
practices of leaders in supporting their team members.

● Succession planning: When using a Competency Based Management approach, HR5

professionals will be able to identify potential employees who already demonstrate
certain proficiency levels of these competencies, and further development for
promotion opportunities.

5 CBM, among other things, identifies patterns of order in the behavior and development of highly
productive workers and from this distils the core competencies which characterize top performers and
differentiate them as a group from average performers. (Kochanski, 1997).
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