27

WO M E N’S L E A D E RS H I P C OU NCIL

HOW TO ENGAGE A
HYBRID WORKFORCE
BY HOLLY DOLEZALEK, CONTRIBUTING WRITER

Kathy Robideau: Let’s talk a little bit
about hybrid work: if we think it’s
here to stay and if it is or isn’t, what
do we think about the models. How
do we think it’s going to work?
Julie Kimble: I do think it’s here to
stay. Talent is demanding it, especially women. There are some really great
studies and surveys out there. I’m sure
many of you have seen them. Boston
Consulting’s research discusses differ-

ent models: fully co-located, alternating
on-site/on-demand, connected remote,
work from anywhere. So there are some
really interesting models emerging. Yet I
think it is something that larger companies seem to be adapting to more quickly and at a greater percentage. Small to
mid-sized firms struggle more with having some in the office, some out of the
office. I know a company that would like
to be able to offer hybrid, where every-

The Minneapolis/St. Paul Business Journal
held a panel discussion recently on hybrid
workforces. Panelists included Julie Kimble,
CEO of KimbleCo; Kim Skanson, president of
Cargill Business Services; Jill Haspert, CEO of
Foxtrot Marketing Group; Mercedes McFarland
Jackson, a shareholder at Fredrikson &
Byron; and Mary Jayne Crocker, executive
vice president and chief operating officer at
Bridgewater Bank. Kathy Robideau, market
president and publisher of the Business
Journal, served as moderator.

body’s in the office on the same days and
everybody’s out of the office on the same
days, so they can mentor and collaborate, build teams and maintain culture.
Jill Haspert: Our new talent coming in is demanding the flexibility; it is
a key benefit that they’re looking for.
We’re seeing that particularly in younger generations. I don’t want to overemphasize the generational differences, but we’re seeing it more there. We

were 100% in the office before Covid-19.
We’ve got employees in six states, so of
course there were some folks in other
states who were working from home.
But we were not a work-from-home
culture. So on March 13, 2020, we fell
off a cliff and we sent everybody home
— of course with technology and support they needed to make it happen. I
was skeptical that it would work. We
surveyed our employees in June 2020
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at the University of Minnesota, where she served
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and bank and finance eepartment, specializing in debt finance transactions. She represents
corporate borrowers, private equity funds, and
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chairwoman for EMERGE Community Development and as a board member of the Science Museum of Minnesota and the Minnesota Chamber
of Commerce. Prior to relocating to the Twin Cities, McFarland Jackson was a partner in the Chicago office of Kirkland & Ellis, an AmLaw 50 law
firm. She received her Bachelor of Arts from The
Ohio State University and Juris Doctor from Yale
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her husband and two children.

and I was shocked to see that more than
90% of our employees were looking for a
hybrid environment and enjoyed working from home. Now I can’t see us going
back. It’s become part of how we operate. Those water-cooler conversations are
largely gone, so we had to really focus on
norms of communicating and implementing more chat and Slack and text and other
ways to communicate that weren’t part of
our culture prior to Covid.
Mercedes McFarland Jackson: Law
firms have always been set up to allow
attorneys to work remotely. We have to be
able to work everywhere. Our litigators are
traveling to trials in other states. When I
moved here from Chicago in 2012, I had
the option of just continuing to work for
that firm remotely indefinitely. What we
hadn’t had set up was for all of the rest of
the firm’s infrastructure to be remote, as
well. Law firms rose to the challenge and
rolled that out so they could continue to
serve their clients. At this point, I think,
a lot of people do want to be back in the
office, but not five days a week, eight or
more hours per day. Now that we’ve shown
we can work effectively while remote, and
people have already invested in their home
offices, they’re asking for remote flexibility, but it’s not just that. Here in the Twin
Cities, we’re seeing law firms from coast
to coast coming into this legal market
with job offers to attorneys and others to
join their firms and never have to set foot
in their law office. So I think in order to
retain our talent, and continue to attract
talent, you’re going to have to be flexible
and meet people where they are or where
they want to be. There are certainly benefits to being in the office, and we’re working toward understanding what that looks
like for individuals and departments and
particularly new employees — for example,
what is the best way to train and onboard
them? I think we’ll ultimately be back in
the office, on the same days at the same
times, but it’s still very much a work in
progress.
Kim Skanson: The concepts around it
are not new. What I think is different is
hybrids around I’m going to work semi-remote, I’m going to be in the office, or I’m
going to be full time or not. It’s giving
employees the choice. I was looking to hire
a role in India a month ago, and one traditional question is, “Are you willing to relocate?” And the response from our top candidate was, “Absolutely not, nor does the
market require me to.” Companies — big,
small, private, public — need to provide the
avenues for people to have choice. That’s
what matters most to people — that they
can do what they want to do. You can’t
assume that what works in one place, even
in the same company where you’re really
trying to drive a culture that’s the same
regardless of the location, is going to work.
So it’s not really a one-size-fits-all. We as
leaders have to be more in tune with people and what they want.
Mary Jayne Crocker: That’s a good segue
into what I wanted to share. Bridgewater
Bank like other companies, did not have
remote employees prior to the pandemic. However, when we welcomed everyone back in June, we reviewed every position. We evaluated the need to be on-site

and collaborate, the tenure of individual
employees, the risk associated with being
remote and their role as a people leader.
The plan we came up with when we built
out our hybrid schedule was very different depending on what kind of position
but also consistent across the bank. We got
input from each manager to gain buy-in
because there were certain positions that
would have to be full time in the office and
some that would be hybrid. Each people
leader would have to be on board for this
model to be successful. For managers,
we felt that it was important to be in the
office at least 80% of the time because they
needed to have visibility, do training and
coaching. So we have a hybrid model that
is based on title, tenure and contribution
style. No one is fully remote, but about 40%
of the bank does have the option to work
from home 40% of the time. We continue
to collect feedback and will re-evaluate as
the pandemic changes.
Kimble: Mary Jayne, there’s a study out
by McKinsey. Instead of looking at a position, they looked at activities within that
position, and that might be really helpful. It ranks all the attributes of a role —
communicating with colleagues or clients,
processing information, interacting with
computers — to rank which jobs work better in an office setting and which can be
more remote.
Robideau: How is having a hybrid or
remote workforce impacting your
diversity, equity and inclusion efforts?
Let’s talk about culture and how DE&I
is maybe a part of that.
Skanson: The past year and a half has
taught us, or reminded us, of the importance of supporting the whole person.
Everybody went through the past year
and a half and what it meant to them personally. They had their own impacts, their
own health scares, people they knew who
were impacted, life that was torn up in a
way that they weren’t prepared for and
had different reactions to that. It heightens the importance, but it validates the
importance of us knowing our team. So
it’s things like engagement survey results,
where you talk about them and you share
your vulnerability and you build a safe
place where people can talk and open up.
At Cargill, we started every meeting with
discussions of, “How are you, really?” We
take time at every meeting, regardless of
what it’s about, to touch base with people,
just so we’re building that into our culture to put people first. At the end of the
day, it’s the people who matter, who execute the operations of the company. If people aren’t in a good place, it’s not a good
thing. People don’t realize that disengagement costs the global economy $8.1 trillion
in lost productivity each year. That’s 10%
of the GDP. So if companies don’t stay on
top of employee engagement and build the
culture where people feel like they matter
and feel supported, that’s what’s at stake.
For me to sit on camera for eight hours
straight, that isn’t realistic. So, it’s back to
setting the culture. It starts when we can
just be who we are. “I’m not going to be
on camera, here’s why …” We’re all going
to be okay, people around me are showing
their whole selves, and their dog is barking

in the background. It’s just being understanding of the situation we’re all in.
Haspert: We conduct a large employee survey every 12 months and then we
do pulse checks. We saw enormous gains
in our employee satisfaction and engagement, and I think it was because the perceived hierarchy that people felt like was
there got squashed. And that was a good
thing. You’re seeing people in the environment they live in, and you are seeing
some of those things that go wrong and
they’re being more vulnerable. That was
an unintended benefit. The question for
me is, how do we keep the momentum as
we design the future and plan for what this
looks like next? How do we keep the core
of what’s good about hybrid work, but not
in such a stressful type of environment?
Kimble: Something that’s really key for
any kind of hybrid workplace: to maintain
transparent and open communications
and make sure that leadership is visible
and accessible to employees. And be on
top of the variety of incentives that can
engage teams and keep people connected.
Crocker: Your workplace is one of your
communities. After people spent months
at home, in some cases isolated from their
co-workers, as they return they are recognizing the significance of that workplace
community. It’s really important to make
people aware of how much support that
community offers and for leaders to realize that this is an important part of our
role. If you bring your whole self to work,
if you are authentically you at your workplace, that workplace community will be
stronger.
Robideau: So do you think that now
there’s more of a workplace community,
because before, you left all your
personal stuff at home, and now you
bring your whole self to work?
Crocker: At Bridgewater, we have
always started our weekly meetings by
sharing our personal business best. This
practice allows others to have a window
into what other people are doing, what
they think is important, and what drives
them to thrive. It’s also a really good way
to change the dynamic in a meeting. It
changes one to a positive mindset, and
it removes one from whatever they were
doing prior to the start of the meeting. This
has been a really helpful practice.
McFarland Jackson: It’s really important for the leaders to make themselves
available to everyone. One of the things
I’ve noticed at Fredrikson, particularly
over the past year and a half, is firm leadership reaching out to people. And not
just saying “my door is open,” but actually calling and setting up those meetings.
We have an affinity group for diverse attorneys at the firm, and instead of only having
our normal quarterly meetings via Zoom,
we’re meeting one-on-one every couple of
weeks or every month. That can be over
Zoom or over coffee if you want to meet in
person. It’s just a way of staying in touch
on that personal basis in the middle of all
of this change.
Robideau: What are some things you or
your organization has changed postpandemic?
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Skanson: Cargill is a large company,
and we do business in 70 countries, so
for us to make wholesale benefits changes is complicated. I wouldn’t say I’ve seen
drastic changes, but there’s an awareness
of needs like that. In Asia, we have given
stipends to employees for getting things
they need ergonomically. We’ve upgraded
Wi-Fi. We have formal and informal wellness programs and practices, for example,
initiatives to encourage employees bringing their whole self to work, yoga instructors teaching virtually using videoconferencing to our teammates. We just build
back to what’s important to the culture.
Regarding time off, it’s just do what you
need to do right now. I watched the delta variant hit Asia before it hit here. Cargill was procuring and supplying oxygen
tanks to help employees in India. We’d get
access to doctors through our networks so
employees’ families were taken care of. It
was kind of a no-holds-barred thing. I told
my leaders, “Do what’s right.” We’re not
going to stand up a formal process of giving people more time off, we’re just going
to do the right thing, have everybody be
as safe as possible, try to provide access to
what they need, and be supportive.
Haspert: We implemented many tactical changes like many companies did. We
added a wellness room for meditation; we
gave people subscriptions to MasterClass
and Calm; we gave people PTO. But I didn’t
realize how much my team was looking at
me to be the role model. I kept preaching,
“Close your laptop, walk away! Don’t send
emails all weekend long! Take care of yourself, go for a run, do a walking meeting.”
And the feedback I got was, “That sounds
awesome, Jill, but you’re not doing that.”
They weren’t using all of these awesome
things, the EAP and the wellness room
and all these great benefits. We were giving it to them, but the leaders in our company needed to model and embrace those
behaviors first.
Kimble: From a real estate perspective,
a company saves about $11,000 per worker
for somebody who works remotely or from
home about two to three days a week. So
it can add up to pretty significant savings,
especially for very large companies. This
data is from the study, “The Business Case
for Remote Work,” published by Global
Workplace Analytics.
McFarland Jackson: I think we’re still
thinking about that in the law firm world,
because we have attorneys who want to
be able to come into the office, and when
they come in they need and want their
own private office space to work effectively. And what does that look like in terms
of the real estate? I think I’ve participated
in at least three surveys at this point, as
we are trying to flesh out what partners
and employees want out of their post-pandemic workplace, what do they like about
what we’re doing now, and what do they
want to change, so that when we do return
to the office, we can have already started
that pivot.
Skanson: We have a site where we share
personal pictures, to share what’s going
on in your life, for example, what are you
doing this weekend? It’s all entire leadership team, but it has nothing to do with
work. It’s just somebody’s daughter graduated from college, it’s a recipe, it’s some-

body’s garden. So that’s one more way that
we’re staying connected. We also have a
standing “meeting” where people come
if they’re able. There’s no agenda and it’s
open to any topics, nothing work-related,
and it’s just an avenue to come and talk. We
do it by region, so there are others who culturally might be going through the same
things.
Kimble: A good outcome of the pandemic is that it’s caused us to be more
authentic and real with each other, which
is really nice. Getting people back into the
office has been a challenge for some companies, and I think the workplace is changing. We’re finding companies going back
to that hot desk scenario, and also really
relying on new technologies to track space
usage, as well as to provide connection and
communication tools for teams.
Robideau: What’s hot desk?
Kimble: Hot desking is when an
employee doesn’t have an assigned desk
or office anymore. Landlords are then taking excess space created by few designated offices to create more interesting collaborative and group space. This creates cost
efficiencies and space that is more aligned
to the changing space needs. Also, building
owners are focusing on things like touchless technologies, HEPA filters in their
HVAC units, upgraded cleaning standards
so people feel safe. There’s a real health
and wellness focus on the physical space.
Another example of a change in real estate
space: We are on the development team for
a large multifamily project, and we went
back in to redesign and create nooks for
working at home so people had a designated spot to work.
Haspert: Julie, that’s exactly what we
did. We are entirely a hot desk organization now. We relocated our headquarters
during the pandemic and took the opportunity to completely re-think how we use
office space. We created spaces for private
conversations, private phone calls, we created a wellness room — and I love it. I feel
like our office is now the true social and
collaborative hub of our company, and the
focused work, the individual work, the
expectation is that will happen at your
individual workstation, which is at home.
I think it’s great. In our former office, when
I had the big office with the big desk, even
though my door was open, people didn’t
come in as often as I would have liked.
But now that I’m working in that collaborative space, I hear ideas and energy from
the team, and it’s those ideas that are going
to keep pushing us forward and help us
improve as a company.
Crocker: BWB’s committees have been
really instrumental in creating water-cooler conversations. At BWB, we have a health
and wellness committee. This group has
hosted either an event or some kind of
activity outside once a month throughout the pandemic. They also share recipes, introduced a mindfulness app, and
been really focused on creating opportunities for people to share how they maintain their health and wellness throughout the pandemic. Our DE&I committee
created book clubs, talks and opportunities for people to get together and discuss
things they were concerned about, either
in the DE&I space or just generally. Our

mentorship committee has also assisted
during this time. They’ve encouraged people to get together with their mentors. At
BWB, we give everyone a $200 stipend and
say, “You can spend it however you think
it’s appropriate,” to build those mentorship programs. I think those committees
have really helped to create the supportive
community I spoke of earlier, and keep it
alive. When we brought people back into
the bank, we also had happy hours once a
month, so people could re-engage as they
felt comfortable. As we’ve talked to people
who were really apprehensive about coming back to the workplace and really had
enjoyed being at home, it’s an unexpected
positive for them that they’re now enjoying
having some of those conversations they
had missed.
Robideau: As we finish up here, what
are some things you’re doing to hang on
to your employees? Or maybe you don’t
want to share. [laughter]
Kimble: No. 1 is just flexibility. To the
extent that you can allow people some
choice, I think that will be the key to both
retain and attract talent.
Haspert: For us, it’s creating interesting
and challenging work. How do we keep the
work engaging and purposeful, and continuously challenge our employees? We’re
thinking about other things, too, like internal promotions, pay increases, more PTO,
and all those strategic things that go along
with it, but for me it really boils down to,
do they like the work and am I constantly pushing and challenging the team in a
meaningful way? Are they growing and
developing as leaders? My motto throughout the pandemic was, “Compassion and
accountability are not mutually exclusive.” As leaders, we must have deep compassion and understanding for challenges
our employees are facing, while partnering with employees to set the bar high in
terms of the work to be done and moving
the business forward.
McFarland Jackson: I think everything
we’ve been talking about goes to really
understanding your employees and trying to give them what they need and want
in the workplace. We can be flexible to a
certain extent in terms of where you work,
and we’re going to do the work to make
sure that we remain a collaborative, supportive and accountable workplace, no
matter where that work is done.
Skanson: I recently read that 47% of
the workforce will look to leave their current employer if they don’t have flexibility. I think we’re all saying the same thing:
We must figure out how to offer flexibility without sacrificing what we deliver as
a company. I think it’s inevitable, people
are going to leave if they’re not feeling valued, challenged or given flexibility. That’s
the new norm and expectation.
McFarland Jackson: And there’s a huge
cost to losing that talent. This thing that I
don’t want to do because it would be unfair
to everyone else, what would it cost the
company if I didn’t do it?
Crocker: I think making sure people
feel valued, heard and part of something
is all important, and obviously flexibility
is going to play into that, as well.
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