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Communication Signals That Predict Organizational Risk

Organizational crises
often have warning signs

Many organizational crises are preceded by detectable warning signs.

Research across fraud investigations, organizational network analysis, labor law
enforcement, and workplace communication studies shows that behavioral signals
often appear months before major organizational outcomes occur.

These signals frequently surface in everyday workplace communication: email

patterns, communication network structure, response behavior, tone, and
interaction frequency.

Across multiple research domains, studies show that:

R 84% of fraud perpetrators exhibit behavioral red flags before detection.
Ny  Email tone is interpreted correctly only about 50% of the time.

) Communication network changes can predict employee turnover roughly
five months in advance.

8 Email load predicts increased workplace strain, time pressure, and
interruptions.

B Discrimination claims filed with the EEOC exceeded 88,000 in 2024,
representing a measurable compliance risk across organizations.
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Taken together,

this research suggests that communication patterns act as early indicators of
organizational risk, often surfacing well before traditional lagging indicators such
as litigation, HR escalation, or audit findings.

Organizations that analyze communication data systematically may therefore gain

earlier visibility into risks related to fraud, conflict, operational strain, and workforce
dynamics.

Key Research Finding at a Glance

Fraud perpetrators show warning
signs before detection

84% of cases

Accuracy of tone interpretation in
email

50% accuracy

Communication network
shifts before turnover

5 months

EEOC discrimination claims

(2024) 88,531 claims

Email load predicts

. 73% variance
workplace strain

Key research findings overview



Methodology
and Sources

This report compiles findings from academic research,
government data, and industry studies examining the
relationship between workplace communication and
organizational outcomes.

Sources were selected using the following criteria:

Peer-reviewed academic research

Government or regulatory agency data

Large-scale industry studies with
documented methodology

Quantitative findings relating
communication behavior to measurable
outcomes

The research reviewed spans several domains:

Reseach Domain Representative Sources

Fraud Behavior Association of Certified Fraud Examiners (ACFE)
Workplace communication Journal of Personality and Social Psychology
Organizational network analysis Computers in Human Behavior

Workplace compliance U.S. Equal Employment Opportunity Commission (EEOC)
Communication analytics Microsoft Research, Frontiers in Psychology

This report analyzes multiples fraud
cases, workplace emails, and
employment statistics.

The goal is not to present a single predictive
model but to examine whether communication
patterns consistently appear before major
organizational outcomes across multiple research
domains.
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Communication
Pattern Changes

Signals Timeline:

When Communication
Indicators Appear

Fraud research shows warning signs often appear early, such
as unusual behavior, changes in communication, or shifts in
network activity.

In several studies, such changes are observed months before events such as
employee departures, compliance complaints, or fraud detection. Rather than
appearing suddenly at the moment of escalation, many organizational
issues develop gradually, with observable changes emerging in the lead-up to

-6 Months

Event
occurs

the event.

Behavioral Network Behavioral
Red Flags Disengagement anomalies
-
-4 Months -3 Months -2 Months

Communication patterns can reveal emerging issues
before they appear in formal indicators like HR
complaints, performance reviews, or audits.
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Behavioral Signhals and
Fraud Risk

Fraud investigations consistently
show that misconduct is often
preceded by observable
behavioral warning signs.

Most Frequently Observed Behavioral Red Flags

Living beyond means 39%

Financia! difficulties 26%
Wheeler-dealer attitude 22%
conetsses I egee N -
delegate
Unusually close vendar o
relationships

Estimated annual
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$150,000 revenue lost to fraud

One of the most widely cited sources on occupational fraud is the Association of 140
Certified Fraud Examiners (ACFE) Report to the Nations 2024, which analyzed
1,921 cases across 138 countries. A key finding is that 84% of perpetrators 120
exhibited at least one behavioral red flag prior to detection.

100 The presence of
These signals often appeared in routine workplace behavior, including lifestyle é b.ehavioral signals prior to
anomalies, financial stress, and unusual control over processes, before financial § 80 dlsc'overy suggests that
discrepancies were identified. While such indicators do not confirm misconduct, 9 earlier d.etectlon
their prevalence suggests that fraud typically develops gradually, with observable & 90 mech§n|sms could reduce
signs emerging before formal detection. The report estimates that organizations financial exposure.
lose approximately 5% of annual revenue to occupational fraud. 40

20

0]

Median loss per fraud case

Source: ACFE, Report to the Nations (2024).
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Communication
Misinterpretation and
Workplace Conflict

Communication itself can generate
organizational risk when meaning
and tone are misunderstood.

One widely cited study examined how accurately people interpret tone in email
communication. Participants in the experiment attempted to interpret sarcastic
messages sent via email. The study found that recipients correctly

interpreted tone approximately 50% of the time, which is statistically equivalent
to random guessing.

) )
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Email Tone Interpretation: Perception vs. Reality

100
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> 50%
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< 40
20
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(Email Tone) (Believed Accuray)

The study also identified a systematic bias in senders' expectations. Participants
believed recipients would interpret tone correctly 72% of the time, significantly
higher than the observed accuracy rate.

Subsequent research has found that negative workplace emails can produce a
negative intensification bias, where recipients interpret messages as harsher than
intended. These dynamics help explain how routine workplace communication can
escalate into interpersonal conflict or unwarranted HR complaints.
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Compliance and
Employment Law Risk

Workplace conflicts often translate into formal
legal and compliance exposure for businesses.

The EEOC reported 88,531 discrimination charges filed in fiscal year 2024, representing
a 9.2% increase from the prior year. The agency also secured nearly $700 million in Violation Category Details
monetary relief for discrimination victims.

EEOC Discrimination Charges Filed (FY2019-FY2024) FMLA Enforcement Actions 349 actions with violations (FY2024)
95k
88,531
90k Workers Affected 344 workers
85k
O
i_it) 80k Back Wages Recovered $1.48 million
& 72,675
9:» /5K
g 70k Mediation Success Rate 71.2% (EEOC mediations)
69K 61,331
60k Monetary Relief (EEOC) ~$700 million secured
S151.4
FY2019 FY2020 FY2021 FY2022 FY2023 FY2024

These disputes typically originate in workplace interactions and communication

Many disputes are resolved through mediation rather than litigation. In FY2024, the SAREESHES [l DEers valil ERIMS 8 ilee.

EEOC completed 8,543 private-sector mediations, achieving a 71.2% resolution success
rate and securing $243 million in benefits (EEOC, 2024).

Additional compliance data comes from the U.S. Department of Labor. The Wage and
Hour Division reported 349 FMLA enforcement actions with violations in FY2024,
affecting 344 workers and resulting in $1.48 million in recovered wages.
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Communication
Network Analytics and
Organizational
Outcomes

Organizational network analysis
examines how communication
patterns within organizations
reflect performance and
engagement.

One influential study analyzed 18 months of email communication among 866
managers. Researchers found that changes in communication network position
predicted voluntary turnover approximately five months before employees
resigned.

Employees who later left the organization exhibited:

- Lower communication centrality
- Fewer connections with colleagues
- Reduced conversational engagement

Network Centrality Score
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Communication Network Centrality Before Voluntary Turnover
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Another study analyzing two million corporate emails from 578 executives found that communication patterns could identify top
performers with 83.56% accuracy. High-performing employees tended to show:

—> Faster response times

-> Higher network centrality

- More positive linguistic tone
-> Greater linguistic complexity

Communication Indicator Association with Performance

Response time Faster responses correlated with higher performance ratings

Network centrality Higher centrality linked to stronger organizational influence

Linguistic tone More positive tone associated with team effectiveness

Linguistic complexity Greater complexity linked to higher cognitive engagement

These findings suggest that communication metadata can reveal meaningful organizational signals about performance and
engagement.
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Operational Signals
from Communication
Data

Communication patterns can
also shed light on operational
StreSS in OrganizationS. Variable Finding Implication

More recent longitudinal research further examined the
relationship between email load and workplace strain.

Email volume Positive correlation with strain Higher email load = more workplace stress
A study conducted by Microsoft Research (Mark et al., 2016) examined how
email behavior correlates with productivity and workplace stress, finding that . . . . : :
, , , P , y , P " J Time pressure Mediated by email patterns Email overload creates time scarcity
Increased time spent managing email correlated with lower perceived
productivity and higher stress levels.
Interruptions Amplified by email frequency Frequent emails fragment deep work
Perceived productivity Negative correlation More email time = lower felt productivity

These results indicate that communication volume and patterns can act as early indicators of operational friction within organizations.
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In Conclusion: Commnication Signa Fraud Risk TumoverRisk | Workplace Confict | Operational Srain
Implications for o <

Organizational ot N

Analytics g @

Reduced communication @
engagement

In various research fields, a clear R

trend emerges: organizational misinterpretation &
outcomes frequently follow e ve communicatior ©
measurable behavioral and Emai &
communication signals. e

Frequent interruptions and @
response pressure

Fraud investigations reveal that most offenders show clear behavioral red o g Traditional metrics like HR complaints or employee turnover emerge
flags before their actions are detected. Research indicates that tone in T h e S e fl n d I n g S only after issues escalate. In contrast, communication analytics can
workplace emails is often misinterpreted, leading to conflicts without clear g 2 detect changes in behavioral patterns and engagement earlier in
intent. Data shows that workplace disputes escalate to formal regulatory I n d I C a te t h at the process.

channels at a high cost annually.

CO m m u n I Ca t I O n d ata This report doesn’t assert that communication signals alone dictate

Organizational network analysis suggests that shifts in communication I | . outcomes, but it highlights that these patterns often surface
patterns can signal employee departures months in advance. Additionally, Ca n revea ea r y S I g n S alongside emerging issues before they become evident through

studies indicate that email behavior correlates with operational strain. g O g conventional metrics.
of organizational risk.

As organizations increasingly rely on diverse digital communication
channels, these signals can offer valuable insights into workforce
dynamics and potential risks.
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About Org 1Q

Org IQ analyzes workplace
communication patterns to
surface behavioral sighals
related to organizational risk,

operational friction, and workforce dynamics. By applying analytics to
communication data, organizations can gain earlier visibility into emerging issues
that traditional metrics often reveal only after they escalate.

Learn more at

orgig.com
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