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Hybrid Work:
A Contested Terrain
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Macro Literature Review:
Productivity

• Work-from-home (WFH) leads to productivity gains…
• Bloom et al. 2015: 13% gain in productivity (call handling) when a large Chinese call 

center allowed WFH
• Choudhury et al. 2021: introduction of work-from-anywhere in 2012 increased 

USPTO examiner productivity by 4.4%

• … or to productivity losses
• Gibbs et al. 2022: abrupt impact of COVID-era transition at one Asian tech firm
• Yang et al. 2021: communication silos
• Emanuel and Harrington 2020: adverse selection into WFH and concerns about 

promotion/networking

• Workers value WFH at 5% of their salaries (Aksoy et al. 2022)
• No causal work on WFH communication patterns or individual 

worker satisfaction
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Micro Literature Review:
Flexibility and Isolation
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Productivity Effects Due to Flexibility Productivity Effects Due to Isolation

(Bailey and Kurland, 2002; Apgar, 
1998; Elsbach and Hargadon, 2006; 
Gajendran and Harrison, 2007; Bloom 
et al., 2014)

Bartel et al. (2012); Golden, Veiga 
and Dino (2008); Wiesenfeld, 
Raghuram and Garud (1999)
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How does the intensity of working-
from-home (WFH)—the number of 
days per week in the office—affect 
employee satisfaction and patterns 
of asynchronous communication?
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Results Preview
(vs. high- or low-WFH workers)

• Intermediate WFH leads to more emails sent
• On average, during the treatment period, an intermediate-WFH worker sends 

0.69 more emails than a high-WFH worker to any given individual
• Intermediate WFH leads to more unique email recipients

• 41% increase
• Intermediate WFH leads to more unique work products

• Information uniqueness increases by 1.073 s.d. more for intermediate- vs. 
high-WFH workers

• Robust to demographic, behavioral, and colocation controls
• Intermediate WFH workers report higher job satisfaction

• Workers also report greater work-life balance and lower isolation
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BRAC
Dhaka, Bangladesh
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Experimental Design
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Attendance, 
Demographic, and 

Survey Data
High WFH: < 23%

Intermediate WFH: 23-40%
Low WFH: > 40% of workdays in office

Data (n = 108)

Employee Emails
from corporate HR workers, for control 

and treatment (experiment) periods
108 employees
32,745 emails

30,323 attachments

Performance Evaluations
completed by a manager



Results: Communication Volume

• Intermediate WFH is 
correlated with more 
emails sent
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Results: Communication Network

• Intermediate WFH is 
correlated with a
broader set of
recipients
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Methodology:
Information Uniqueness
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Methodology: Information Uniqueness 
(Following Aral & Dhillion 2022)
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Results: Information Uniqueness

• Intermediate WFH is 
correlated with higher 
information uniqueness
of work products (emails)
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Results: Usefulness

• Alternatively, we propose a 
metric for information 
uniqueness by first 
clustering messages (e.g., 
“salary reports,” “project 
management”) and then 
calculating how different 
the documents are

• 0.24 correlation between 
information uniqueness 
and a manager-assigned 
“usefulness” score (1-5) for 
a sample of messages
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• Training on a 100-email 
set of emails manually 
scored for usefulness 
and extrapolating with 
machine learning 
techniques, we find that 
information uniqueness 
is predictive of 
usefulness

Results: Usefulness
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Mechanisms:
The “Best of Both Worlds?”

Flexibility Isolation
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Results: Mechanisms

Kyle Schirmann | January 6, 2023



Results: Managerial Evaluations
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Robustness

• Alternate bin specifications
• Time between a sender’s first and last emails of the day
• Direct use of number of days in office, and quadratic specification
• Controlling for pre-experiment dyadic email traffic
• Poisson specifications (vs. negative binomial)
• Day of week (e.g., Wednesday/Thursday vs. others)
• Number of intraweek switches between WFH & office
• Alternate document clustering specifications
• Alternate MD5-based document uniqueness specifications
• Heterogeneity analysis serially interacted with controls
• Hyperbolic sine specifications
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Conclusion

• We believe this to be among the earliest causal evidence of how the 
intensity of hybrid work affects the uniqueness and volume of 
intrafirm communication

• Our results suggest that intermediate WFH is the “best of both 
worlds”
• Employees report less isolation and more work-life balance 
• Intermediate WFH workers communicate with a larger number of other 

employees and produce more unique work products
• Results likely generalizable beyond an emerging markets setting
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Thank You!

kschirmann@hbs.edu
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Appendix: Balance Table
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Appendix: Information Uniqueness 
Methodology
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Appendix: Information Uniqueness 
Methodology
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Appendix: Email & Attachment 
Summary Statistics
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* Omits 128 malformed attachments (garbled or unrecognizable 
type)Kyle Schirmann | January 6, 2023



Appendix: Attachment Summary 
Statistics
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Text analysis was performed only on extractable content from PDF, spreadsheet (e.g., Excel), text (e.g., Word), and presentation (i.e., PowerPoint) files.
No OCR was attempted on images or embedded images.
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Appendix: Pay Effects
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Appendix: Parameterization
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