
Working From Home After the Pandemic

Nick Bloom (Stanford) 

Daiwa Anglo-Japanese Foundation, September 2021



Days WFH go from 5% (pre-COVID) to 50% (now) to ≈25% (post-COVID)

Notes: Data are from the survey

waves carried out by QuestionPro

and IncQuery with 2,500 to 5000

responses per month. We re-weight

raw responses to match the share of

working age respondents in the

2010-2019 CPS in each {industry x

state x earnings} cell.

Source: “Why working from home

will stick”, Jose Barrero, Nick Bloom

and Steve Davis (2021, NBER WP)



Hybrid (e.g. 3-2) Combines the Benefits of Office and Home

Working In the Office

1. Good for creativity

2. Good for culture

Working From Home

1. Quiet

2. Saves on Commute
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One reason: firms not offering some WFH risk losing 40% of 
employees (particularly employees important for DEI)

Notes: Data from two surveys in

June and July 2021 carried out by

IncQuery with 5000 responses each.

We re-weight raw responses to

match the share of working age

respondents in the 2010-2019 CPS

in each {industry x state x earnings}

cell.

Source: www.wfhresearch.com

http://www.wfhresearch.com/


Choice - should employees choose:

A) which days to work from home? 
B) how many days to work from home?



There is huge variation in what employees want, so let them choose?

9

Response to: “In 2022+ (after COVID) how often would you like to have paid work-days at home?“

Notes: Data from the SWAA monthly

survey of 2,500+ individuals aged 20 to

64 in the US labor force. Carried out by

QuestionPro and IncQuery from May

2020 to July 2021. Only the 67% of

respondents reporting the ability to work

from home 1+ days per week included

Source: “Why working from home will

stick”, Jose Barrero, Nick Bloom and

Steve Davis (2021)



I have become concerned with the risks of full employee choice



The Choice Issue – my three concerns:  

1) Mixed mode – I hear lots of complaints 

Great (but only in stock photos?)



The Choice Issue – my three concerns: 

2) Inefficient use of office space - Wednesday crush, Friday tumbleweed

Question: “If you got to 
work from home for two 
days per week which two 
days would you choose?”



The Choice Issue – my three concerns: 

3) Impact on Diversity – to see this note two facts

(A) Who wants to WFH is not random (B) WFH can damage promotions



In survey data we see most large firms planning team-based hybrid

Qu: “Who decides which days and how many days employees work remotely?”

(full choice)

Source: Survey of Business Uncertainty, 512 US firms July 2021 https://www.atlantafed.org/research/surveys/business-uncertainty

https://www.atlantafed.org/research/surveys/business-uncertainty


HR & Performance Management is critical for WFH: the Yahoo story



Employees can be managed in two ways:

Inputs:Outputs:

HR & Performance Management is critical for WFH: the Yahoo story



Well-managed firms WFH more during COVID (and performed better)

Sources: (1) ”Management practices, homeworking and productivity during the COVID-19 pandemic”, Office of National Statistics, May 2021. (2) : 2020 JP MOPS 

(Hitotsubashi Univ & ESRI) Manufacturing, December 2020; (3) : “Management practices and resilience to shocks: evidence to COVID-19”, Fabiano Schivardi, Megha Patnaik, 
Andrea Linarello and Andrea Lamorgese; (4) World Bank Blog based on World Management Survey Data (Arti Grover and Valerie Karplus)
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Inequality – lower paid employees want the hybrid-WFH perk as 
much a higher paid employees, but rarely get to enjoy it

Notes: Data are from the survey

waves carried out by QuestionPro

and IncQuery with 5000 responses

per month. We re-weight raw

responses to match the share of

working age respondents in the

2010-2019 CPS in each {industry x

state x earnings} cell.

Source: “Why working from home

will stick”, Jose Barrero, Nick Bloom

and Steve Davis (2021, NBER WP)



To summarize, my thoughts on some key management decisions:

1. Form: Hybrid (e.g. 3/2 or 2/3), +1 day for new hires (in 1st year)

2. Choice: Decide at team/affinity level on which days, try to 
achieve equity in numbers of days 

3. HR Performance management is critical: Invest in good systems

4. Inequality: greater flexibility for non-WFH, maybe compensate

5. Change: continue to evaluate policies and collect data



Further information:

www.wfhresearch.com https://nbloom.people.stanford.edu/

http://www.wfhresearch.com/
https://nbloom.people.stanford.edu/

