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How does the intensity of work-from-
home affect intraorganizational 
communication along horizontal or 
vertical hierarchies?
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Managerial Motivation

• RTO mandates increasingly prevalent
• Potential rationales

• Coordination tax: a lack of face-to-face interaction may hinder effective 
collaboration

• Management-through-monitoring: managers may feel more comfortable in 
their abilities to accurately monitor employees face-to-face

• Compared to employees and managers being colocated:
• Does email substitute for or complement coordination tasks?
• Does email substitute for or complement monitoring tasks?
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Vertical
Communication

Horizontal Communication

Expected relationship: colocation and 
electronic communication are complements

Possible explanations:
1. Monitoring
2. Seeking or giving help
3. Harder to focus at home

(e.g., caring for children)

Expected relationship: colocation and 
electronic communication are substitutes

Possible explanations:
1. Coordination (e.g, writing down tacit 

knowledge or conversations)
2. Office friendships
3. Easier to focus at home

(e.g., fewer distractions from colleagues)

Potential Mechanisms
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Experimental Timeline
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Attendance, 
Demographic, and 

Survey Data
High WFH: < 9/35 workdays in office

Intermediate WFH: 9-14
Low WFH: > 14

Data

Employee Emails
from corporate HR workers, for control 

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

30,323 attachments
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Network Topology

Choudhury, Espinosa, Khanna, Makridis, and Schirmann | January 4, 2026

Low WFH

Intermediate WFH

High WFH

Sender



Four Categories of Email 
Communication
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Email Classification
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MonitoringCoordination

K-nearest 
neighbors



Email Volume and Length
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• Little effect on total 
message volume, 
except between 
workers from different 
teams.

• When the sender and 
recipient are not 
colocated, emails are 
12% longer.

• The largest effect is 
seen when managers 
email workers within 
their teams (+61%).

“W” means worker (“M”, manager), W-M means sent from a worker to a manager, 
and the (T) suffix means within the same team.



Email Volume and Length
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“W” means worker (“M”, manager), W-M means sent from a worker to a manager, 
and the (T) suffix means within the same team.

• Within these dyad types, effects present across all combinations



Non-colocation:
Intensive Margin
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• Non-colocation:
• Increases the share of emails related to coordination

• +6.6 percentage points overall
• +12.4 percentage points for worker-worker dyads in the same team

• Decreases the share of managers’ emails related to monitoring 
employees
• Negative but not significant for manager-worker dyads
• -1.7 percentage points for worker-worker dyads in the same team
• -4.8 percentage points for worker-manager dyads across teams



Non-colocation:
Intensive Margin
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Three Measures of Information

• The Production Perspective: Novelty
• How diverse is the information an individual produces?

• The Consumption Perspective: Information Uniqueness
• How useful and unique do recipients find the information an individual 

sends them?
• Pure Uniqueness

• How many purely unique work products (e.g., a PDF) are sent by an 
individual?
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Three Measures of Information
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Limitations
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• Nine-week sample period, unclear if effects persist
• Only email communication was observed

• Video meetings not widespread, but missing in-person/phone 
conversations and WhatsApp messages

• Need to control for prior exposure between dyad members
• Early results suggest that prior exposure reduces the volume of 

coordination, perhaps due to trust or tacit knowledge 
• In practice, WFH schedules not randomized at the individual level 

(e.g., specific teams might choose to be in the office together 
Monday-Wednesday, with flexibility on other days)



Takeaways

Choudhury, Espinosa, Khanna, Makridis, and Schirmann | January 4, 2026

• Colocation is a substitute for horizontal, coordination-related 
communication, but a complement to vertical, monitoring-related 
communication

• Workers within the same team allocate more time to coordination-
related communication

• Individuals emerge as knowledge brokers when working from 
home 2-3 days per week
• Send more distinctive and non-overlapping information



Thank You!
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