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01 Executive summary

Every product team ships faster than it explains
Communication debt is what accumulates when features ship faster than the announcements, 
documentation, and context that help people actually use them. It behaves like technical debt — 
it builds quietly, it compounds, and it makes everything after it more expensive. But it has one 
property technical debt doesn't: customers see it immediately. 

This report brings together research on technical debt, workplace communication, customer 
experience, and product adoption to answer a practical question: what does it cost an 
organization when what it builds outpaces what its customers, colleagues, and revenue teams 
actually know? The figures below are the headline findings; the rest of this report unpacks where 
the debt comes from, what it costs, and what closing the gap looks like in practice.

$2T $10-66K
lost annually across U.S. organizations to ineffective 
internal communication

lost per employee, per year, to poor team communication


Axios HQ, via Harvard Business Review Axios HQ

$3.8T
in global revenue at risk tied to poor customer experience


Qualtrics, 2025 Consumer Trends Report

45%
of bad customer experiences cite communication 
problems as a leading cause

Axios HQ, via Harvard Business Review

90%
of feature requests in one widely cited Microsoft product

study were for capabilities that already existed

Why New Features Usually Flop, Intercom

61%
of employees weighing a job change cite poor internal

communication as a factor

USC Annenberg & Staffbase, 2024
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02 The technical debt parallel

Every product team ships faster than it explains
Technical debt is a useful lens for understanding communication failures, because the two follow 
the same arc: a shortcut taken under time pressure, an unpaid balance that quietly grows, and a 
bill that eventually comes due at the worst possible moment.

McKinsey's research on technical debt puts real numbers behind that arc. CIOs estimate that 
technical debt represents 20-40% of the total value of their technology estate, and that it 
accounts for roughly 40% of IT budgets in a typical year. Teams pay an additional 10-20% on 
top of any project's cost just to work around debt that's already accrued, and organizations with 
the most severe technical debt are 30% slower to ship than teams that actively manage it. In the 
worst cases, that debt doesn't just slow delivery — it stalls it: companies in the bottom quartile for 
debt severity are roughly 40% more likely to see modernization efforts stall out or get

cancelled entirely.

Source: McKinsey, "Breaking technical debt's vicious cycle to modernize your business"

Where the two debts diverge

Communication debt follows the same crushing, compounding effect, but it carries four 
properties that make it uniquely urgent for product teams:


It's immediately visible to customers: technical debt hides in the codebase; communication 
debt is the empty changelog a prospect sees during a trial.

It compounds through support:  every unexplained change becomes a ticket, and every 
ticket is a data point that something wasn't communicated.

It hits revenue directly:  through churn, through failed feature adoption, through deals that 
stall because nobody could explain what shipped last quarter.

It crosses every team's desk:  product, support, sales, and customer success all inherit the 
cost of a gap none of them individually created.
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02 Where it accumulates

Four categories of communication debt
In practice, communication debt tends to show up in one of four recognizable patterns. Most

organizations carry all four at once, in different proportions.

Missing announcements, feature blindness1

The symptom: users don't know a feature or capability already exists.

In one widely cited Microsoft product study, ahead of a release, more than 90% of the features users 
requested already existed in the product.

Most users settle into fixed routines and simply won't notice a change unless something actively tells them 
about it. A pattern researchers link to selective attention: people's brains are wired to filter out what looks like 
background noise.

Business impact: Wasted engineering effort rebuilding things that already exist, a product that feels smaller than 
it is, and support tickets for "missing" features that were shipped months ago.

Rushed or incomplete announcements2

The symptom: an announcement ships, but without the context, value explanation, or usage guidance that makes it land.

Incomplete product information is a well -documented driver of drop-off: confusion and hesitation are 
consistently linked to abandonment and lower conversion in consumer research.

Qualtrics finds that 45% of bad customer experiences cite communication problems as a leading cause.

Business impact: Announcements that generate confusion instead of adoption, a spike in support volume right 
after launch, and features that were built well but explained poorly enough to fail anyway.

Poor or missing documentation3

The symptom: customers can't self-serve an answer, so they open a ticket instead.

Industry support -desk research consistently finds that the large majority of customers — commonly cited 
around 80% — would rather solve a problem themselves than contact support, if given the means to.

Mature, well-maintained knowledge bases are commonly associated with a 40-60% reduction in support 
ticket volume across customer-support benchmarking studies.

Business impact: Direct support cost, slower response times for everyone else, and senior support time spent on 
questions a good FAQ page would have answered.
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Inconsistent messaging4

The symptom: different channels, teams, or time periods tell a slightly different story about the same product.

53% of consumers say they'll cut spending after a single bad experience, and Qualtrics estimates $3.8 trillion 
in global sales sits at risk as a result.

Separately, Grammarly and the Harris Poll estimate that miscommunication costs U.S. businesses roughly $1.2 
trillion annually in wasted time and rework — a related but distinct measure of the same underlying problem.

Business impact: Erosion of trust, internal misalignment between the teams talking to customers, and a support 
and sales org that stop trusting the "official" narrative because it keeps changing.
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03 The Compounding cost

What it's really costing you
Communication debt shows up on three separate ledgers at once — people, product, and 
revenue — and the research on each tells a consistent story.

People: turnover and retention

The 2024 Employee Communication Impact Study, from the USC Annenberg School for 
Communication and Journalism in partnership with Staffbase, found that 61% of employees 
weighing a job change point to poor internal communication as a contributing factor. Trade 
research on retention consistently ranks communication quality as one of the top drivers of 
attrition, behind compensation, advancement, and the manager relationship — and organizations 
that invest deliberately in communication tend to see meaningfully lower voluntary turnover than 
those that don't.

Product: cost per employee

Axios HQ's research puts the cost of poor team communication at roughly $10,000 to $66,000 
per employee annually, depending on salary level. Grammarly and the Harris Poll, using a 
different methodology, estimate miscommunication alone costs U.S. businesses $1.2 trillion a year. 
Both studies point the same direction: the gap between what's known and what's communicated 
is expensive at every level of an organization, not just at the customer-facing edge.

People: turnover and retention

On the customer side, Qualtrics' 2025 Consumer Trends Report found that 53% of consumers 
will cut spending after a bad experience, that communication problems are cited in 45% of bad 
experiences, and that $3.8 trillion in global sales sits at risk as a result. For product organizations 
specifically, that risk concentrates around a single moment: the point where a customer either 
understands what changed and why, or doesn't.

"Communication debt, like technical debt, is inevitable in any fast-moving product 
organization. The only real choice is whether you manage it deliberately or let it 
compound into a crisis."

— Framing borrowed from this report's central thesis
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03 Timing, cadence, and channel

When communication works
Paying down communication debt isn't just about announcing more — it's about announcing 
well. A few patterns show up repeatedly in product-communication research and best practices.

Timing and channel

Product-engagement research generally points to mid-week, mid-morning windows as the 
strongest time for in-app and email announcements, with weekend and off-hours communication 
landing in what practitioners call an "engagement void." Distributing the same announcement 
across email, in-app messaging, and Slack consistently outperforms any single channel alone, 
and in-app placement in particular is one of the more reliable defenses against feature blindness, 
since it reaches people at the moment they're already in the product.

Cadence builds trust

A steady, predictable cadence — including smaller enhancements, not only headline features — 
signals that a product is continuously evolving, and is one of the more effective ways to prevent 
communication debt from accumulating in the first place. Not every change needs the same 
treatment: lightweight signals like tooltips and notification dots suit minor changes, while a full 
announcement or modal is better reserved for updates that affect the whole user base.

Matching the signal to the change

A useful mental model: tooltips and inline hotspots for small, self-explanatory tweaks; a dedicated 
announcement or digest entry for anything a user should know about but doesn't need interrupted 
for; and a modal or banner reserved for the handful of changes each quarter that genuinely affect 
how everyone uses the product. Treating every change like a Tier 1 event trains customers to tune 
your announcements out — which is its own form of communication debt.

3+
channels (email, in-app, chat) typically needed to reach a

majority of an active user base with any single

announcement

Product-communication practice

1x
consistent, centralized source of truth — the simplest fix 
for messaging that drifts across channels and teams

Section 4 finding
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03 What good looks like

Paying down the debt
Organizations that treat product communication as infrastructure — not an afterthought bolted 
on after a release — see it show up in adoption, support cost, and customer trust. A few real 
examples from teams using LaunchNotes:

300% 13% 300%
increase in product engagement lift in CSAT faster release cycles

"LaunchNotes is the first tool I go to 
when I'm building a new product 
marketing strategy. It's one platform 
that allows me to do everything."

"LaunchNotes has enabled us to 
build a standardized process for 
internal release readiness and 
enablement at scale."

"Before LaunchNotes, fewer than 
half our customers actually 
understood what had changed. Now 
it's virtually everyone."

Audrey Song, VP of Marketing, Setpoint Melissa Edmonds, VP of Product

Operations, SpotOn

Rose Nguyen, Director of Technical

Writing, Eightfold AI

Source: McKinsey, "Breaking technical debt's vicious cycle to modernize your business"

The patterns behind results like these

A few practices show up consistently wherever teams have successfully paid down 
communication debt: investing in documentation ahead of need rather than after a support spike; 
building proactive communication — status pages, advance notice of maintenance, early flags on 
known issues — into the release process itself, rather than treating it as damage control; and 
centralizing announcements, roadmap, and changelog so the message is consistent no matter 
which channel a customer encounters it on.
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03 Getting started

A framework for paying it down
Closing a communication debt gap doesn't require a full rebuild of how your team works. It starts 
with an honest look at where the gap actually is, then a deliberate order of operations.

Questions worth asking your team

What share of users could accurately describe what shipped last quarter?

How many support tickets this month were requests for features that already exist?

What's the typical gap between a feature going live and someone outside engineering finding 
out?

If a customer read your last three announcements back to back, would the story sound 
consistent?

How complete is the documentation for what you shipped this quarter — today, not 
eventually?

Where to focus

Missing announcements — feature blindness1

That materially affect retention — these deserve the most deliberate announcement treatment.

Frequently "missing" features2

That customers keep requesting despite already having them — the fastest wins available.

Anything that reduces support load3

Once it's properly explained — documentation and in-app guidance pay for themselves quickly.

Strategic differentiators4

The capabilities that should be shaping how prospects and analysts see the product, but currently aren't.

A cadence, not a campaign

The organizations that make the most durable progress treat this as an operating rhythm rather 
than a one-time push: a regular announcement schedule (monthly at minimum), consistent 
templates so quality doesn't depend on who's writing that week, audience segmentation so 
messages stay relevant, and a habit of reviewing what got communicated — and what didn't — on 
a recurring basis.
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03 sources & methodology

Where these figures come from
This report synthesizes publicly available research across technical debt, workplace 
communication, and customer experience. Figures attributed to a named study reflect that study's 
own methodology and framing; figures described as "commonly cited" or "industry benchmarks" 
reflect a synthesis of multiple public sources rather than a single, singularly-sourced study, and 
are presented as directional rather than precise.

1 McKinsey & Company "Breaking technical debt's vicious cycle to modernize your business" — technic 
debt's share of IT estate value, budget impact, and delivery speed.

2025 Consumer Trends Report / "Bad Customer Experiences Put Nearly $4

Trillion at Risk in Global Sales" — spending behavior and revenue-at-risk figures.

State of Internal Communication research — per-employee and organization-
wide cost of poor communication.

State of Business Communication study — the $1.2 trillion U.S. 
miscommunication estimate.

2024 Employee Communication Impact Study — the 61% turnover-
consideration figure.

6 Intercom "Why New Features Usually Flop"

7 Customer-support industry 
benchmarks

Directional ranges for self-service preference and knowledge-base impact on

ticket volume, synthesized across multiple support-industry publications.

8 LaunchNotes customer results Engagement, CSAT, and release-cycle figures as published at

launchnotes.com/ customers.

2 Qualtrics

3 Axios HQ

4 Grammarly & The Harris Poll

5 USC Annenberg & Staffbase
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Close the gap

This is exactly the problem 
LaunchNotes exists to solve.
One platform to centralize release notes, changelogs, roadmaps, and

feedback — so nothing you ship goes unsaid, to your team or your 
customers.

Book a demo — launchnotes.com/demo
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