
Defining Developer Productivity at Scale 
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How research helped Meta redefine productivity, uncover systemic barriers, and identify AI-

powered opportunities to improve developer effectiveness across a global engineering 

organization. 

 

Overview 

Developer productivity is one of the most important drivers of organizational performance, yet at 

Meta there was no shared definition of what productivity actually meant. 

Existing measures focused heavily on code output, creating concern that critical work performed 

by experienced engineers was not being captured or rewarded. 

This research sought to understand how developers themselves define productivity, identify 

barriers preventing progress, and uncover opportunities to improve both tooling and 

measurement systems. 

 

Challenge 

Meta relied primarily on code output metrics to evaluate developer productivity. 

Leadership needed to understand: 

• What productivity means from a developer perspective 

• Which factors most influence productivity 

• Where friction exists throughout the developer journey 

• How AI and automation might help remove barriers 

• Whether current performance metrics accurately reflect impact 



 

My Role 

Lead Researcher and Program Owner 

I: 

• Defined the research strategy and study design 

• Secured leadership alignment and stakeholder buy-in 

• Led a team of researchers conducting qualitative interviews 

• Partnered with quantitative researchers and AI/ML scientists 

• Synthesized findings and developed strategic recommendations 

• Presented outcomes to executive leadership and partner teams 

Key stakeholders included senior leaders from Enterprise Engineering and Developer 

Infrastructure. 

 

Research Approach 

Phase 1: Landscape Analysis 

• Analysis of four historical developer experience surveys 

• Internal literature review across Meta organizations 

• Stakeholder interviews with engineering leadership 

• Identification of existing assumptions and hypotheses 

Phase 2: Qualitative Deep Dive 

Conducted 30 in-depth interviews with: 

• Product Software Engineers 

• Infrastructure Engineers 



• AI Infrastructure Engineers 

Participants ranged from IC3 to IC7+ and represented a broad mix of tenure and responsibilities. 

Research activities included: 

• Calendar walkthroughs 

• Productivity mapping 

• Journey mapping 

• Identification of workarounds and productivity hacks 

• Exploration of blockers and opportunities 

 

Key Insights 

Productivity Is About Progress, Not Output 

Developers consistently defined productivity as making meaningful progress toward business 

outcomes—not simply producing code. 

 

Documentation Was the Largest Productivity Barrier 

Poor documentation and fragmented knowledge systems created significant inefficiencies, 

increasing time spent searching for information and unblocking work. 

 

Productivity Drivers Change With Seniority 

As engineers advance, more time is spent mentoring, planning, coordinating, and enabling 

others—activities that traditional output metrics often fail to capture. 

 



Hidden Productivity Hacks Exist Across the Organization 

Teams developed creative workarounds and efficiency strategies that were rarely shared beyond 

local groups. 

These represented significant opportunities for AI-enabled scaling. 

 

Recommendations 

Modernize Productivity Measurement 

Expand success metrics beyond code output to better reflect business impact, mentoring, 

planning, and organizational contribution. 

 

Improve Information Discovery 

Develop smarter documentation systems and knowledge pathways to reduce search time and 

increase self-service success. 

 

Leverage AI to Scale Expertise 

Identify high-value productivity hacks and transform them into AI-powered tools and workflows 

that can benefit the broader engineering population. 

 

Impact 

Organizational Impact 



• Influenced updates to developer productivity measurement frameworks 

• Informed new approaches to documentation and knowledge management 

• Shaped future AI and machine learning initiatives focused on developer tooling 

Leadership Impact 

• Aligned executives around a shared understanding of productivity 

• Created a foundation for future investment decisions 

• Established a research-backed framework for evaluating developer effectiveness 

Employee Impact 

• Improved visibility into productivity barriers 

• Increased recognition of work beyond code output 

• Contributed to more representative measures of developer success 

 

Key Themes 

• Developer Experience 

• Enterprise Research 

• Research Leadership 

• AI Innovation 

• Productivity Systems 

• Organizational Strategy 

• Mixed Methods Research 

• Product Strategy 

 

 


