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We asked 400 engineering leaders how they are measuring the performance  
of their systems and the impact AI is having on that performance.
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For the past four years, we have tracked how engineering leaders measure 
the performance of their teams. Now, we want to better understand how you 
measure the performance of what those teams produce.

Traditional performance reporting strategies no longer capture the  
realities of AI-assisted code, complex hybrid cloud infrastructures, and 
distributed ownership. This report provides context for examining how 
engineering leaders adapt their measurement frameworks, allocate budgets, 
and continuously improve observability practices to align with evolving 
business priorities. 

Cloud optimization and AI-assisted development are reshaping what 
high performance means. This evolution marks a transition from a focus 
on system stability to supporting AI-enabled business change. Such an 
evolution is recognition that performance is no longer just a reliability metric, 
but also a business enabler.

Engineering leaders are increasingly tasked with tracking performance, cost, 
and sustainability against a backdrop of tightening budgets, AI disruption, 
and increased scrutiny. We hope this report helps better contextualize that 
challenge, and uncover new ways of doing things.

Scott Carey 
Editor in Chief, LeadDev

Editor’s note
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Top takeaways
think performance is a  
high or top priority  
for their job.67% 

use number of incidents  
as a performance metric.69% 

of organizations track  
AI model performance.20% 

say it’s easy to secure  
budget for AI initiatives.69% 

are using  
OpenTelemetry.31% 



Measuring  
performance



Measuring  
performance
It may seem fundamental to the job of engineers, 
but just how important is performance? Two-thirds 
(67%) of respondents say performance is a high or 
top job priority, yet definitions of what that looks like 
vary widely. 

Only 7% of respondents require five nines 
(99.999%) of uptime, and 28% need four nines. 
However, 51% of organizations with 500+ engineers 
require at least 99.99% uptime vs. 21% for those 
with fewer than 20 engineers.
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99% (up to 7 hours 
downtime/month)

99.9% (up to 43 minutes 
downtime/month)

99.99% (up to 4 minutes 
downtime/month)

99.999% (up to 26 seconds 
downtime/month)

31%

34%

28%

7%

0% 10 20 30 40 50

Which of the following best matches your 
organization’s uptime requirement? 



When it comes to metrics for measuring system 
performance, the number and severity of incidents 
still reign supreme. Operational costs are also part 
of the equation across organizations: 44% include 
them in performance tracking. 

0% 10 20 30 40 50 60 70 80 90 100

Number of incidents

Severity of incidents

Meeting SLAs

Uptime

Customer experience

Operational costs

Engineering time

MTTR (mean time to respond)

Meeting compliance goals

Unplanned downtime

MTTD (mean time to detect)

Custom metrics

Not currently using any metrics

69%

60%

51%

46%

45%

44%

39%

37%

29%

25%

23%

12%

6%

Which of the following metrics does your team use 
to measure the performance of your systems?

6  //  Engineering Performance Report 2025   /   Measuring performance



7  //  Engineering Performance Report 2025   /   Measuring performance

0% 20 40 60 80 100

Peer benchmarks Change over time Both Not sure or don’t know

Organizations are more than twice as likely to 
benchmark against their past performance 
(77%) than against peers (34%), signaling an 
inward-looking metrics culture. Benchmarking 
against past performance is a powerful tool 
for capturing progress and diagnosing drift.  

Such benchmarking requires instrumentation, 
metrics analysis, and context to deliver 
meaningful, actionable results. Proactive 
teams should include it in quarterly or 
release-cycle reviews to ensure application 
performance remains part of governance.

For the metrics that your team uses, do you actively compare the metrics your team 
uses against peer benchmarks, change over time, or both?

Severity of incidents

MTTR  
(mean time to respond)

MTTD  
(mean time to detect)

Number of incidents

Customer metrics

Uptime

Engineering time

Operational costs

Meeting SLAs

Customer metrics

Unplanned downtime

Meeting compliance goals

63%

52%

64%

52%

50%

54%

46%

57%

50

41%

50%

42%

18%

29%

17%

27%

29%

25%

32%

20%

26%

33%

23%

28%

13%

7%

12%

12%

10%

11%

14%

16%

14%

18%

18%

16%

5%

7%

9%

10%

10%

8%

6%

11%

8%

8%

14%

12%



When it comes to improving performance, nearly 
half of engineers cite code refactoring and 
technical debt reduction as among the most 
effective levers at their disposal, well ahead of 
tooling or hardware upgrades.

Of the following, which three options would be most 
effective at improving the performance and reliability of 
your organization’s software and systems?
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0% 10 20 30 40 50 60 70 80 90 100

Focus on code refactoring  
and technical debt reduction

Invest in automated testing  
and quality assurance tools

Enhance and streamline the software 
deployment process (CI/CD)

Improve collaboration and 
communication

Implement a robust monitoring  
and logging system

Allocate more resources to hiring and 
training skilled software engineers

Conduct regular security audits  
and penetration testing

Upgrade hardware and infrastructure 
(e.g., servers, network equipment)

Other

Invest in observability tools

49%

49%

38%

32%

31%

29%

27%

10%

9%

1%



How easy is it to currently secure new budget aimed at:

0% 20 40 60 80 100

Hiring 4% 14% 29% 29% 8% 16%

New hardware 5% 23% 23% 17% 5% 27%

Research and  
development 5% 30% 27% 17% 3% 18%

New software / tooling 6% 34% 32% 15% 12%2%

Improving system  
performance 4% 33% 35% 15% 12%1%

Using AI to boost 
engineering performance 26% 43% 15% 5% 1% 10%

Building AI-powered  
features 23% 38% 18% 6% 2% 14%

Budget realities further constrain improvement 
efforts. While it’s easy to secure budget for AI 
initiatives, 66% of engineers find it difficult to secure 
hiring budgets, and 45% report similar struggles 
with securing budgets for new hardware. 

Only 23% list observability as a top investment 
area, though 31% recognize that investing in 
observability tools is one of the most effective 
levers for improving performance. 

Very easy

Somewhat easy

Somewhat difficult

Very difficult

Impossible

Not sure / Don’t know
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0% 10 20 30 40 50

A cost of  
doing business

A cost center we’re under 
pressure to reduce

An innovation driver

Not sure or don’t know

Other

46%

22%

17%

14%

1%

Is spending on improving software and systems 
performance in your organization primarily seen as:

Nearly half (46%) view spending on performance 
as a cost of doing business rather than an 
innovation driver. 

Complexity and skill gaps remain the top barriers 
to improving the performance and reliability of 
organizations’ software and systems, with 42% 
citing system complexity and 41% citing team 
capability limits as performance blockers.

Together, these findings highlight a tension: 
engineers understand what drives better 
performance, but often lack the time, budget, 
or organizational mandate to pursue it through 
observability.

0% 20 40 60 80 100

Increased system complexity

Team skills and capabilities

Cost control / optimization

Developer productivity

Need to demonstrate engineering value 
to leadership

Hiring budget

More business-critical services

Shift to distributed systems

Regulatory / compliance requirements

Nothing is holding back improvements in 
performance and reliability

Investment in AI/ML capabilities

Need for faster incident response

42%

41%

29%

28%

26%

23%

20%

10%

9%

8%

8%

7%

What are the top three factors that 
are holding back the performance 
and reliability of your organization’s 
software and systems?



The AI impact  
on performance
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As we already covered, AI investments 
are booming, but spending on core 
engineering initiatives is getting 
less attention. Nearly half (46%) of 
organizations actively use generative AI 
tools, and 40% are experimenting with AI 

tools. Funding almost always follows hype: 
hiring and hardware budgets remain tight.

When asked about AI’s impact on 
performance, 37% of respondents say 
it’s too early to say. That’s a refreshing 

answer, given the AI hype that technical 
and business stakeholders must endure in 
the current market. Among organizations 
actively using AI to improve performance, 
22% report significant gains, versus 8% 
among experimenters.

Actively in use

Experimentation  
and pilot projects

In plan

No plans

Not sure or don’t know

46%

40%

5%

6%

3%

0% 10 20 30 40 50

What is the status of your organization’s use of 
generative AI tools, agents, or models to improve 
software performance?

0% 10 20 30 40 50

Negatively

No impact

Slight improvement

Significant improvement

Too early to determine

4%

12%

32%

15%

37%

How has the introduction of generative AI tools, 
agents, or models helped improve the performance 
of your software or systems?

The AI impact on performance



Monitoring also remains immature, with 
just 22% of organizations that are using 
or experimenting with AI to improve 
performance specifically monitoring 
the performance of AI models. This 
monitoring gap highlights the growing 
risk that AI adoption is outpacing 
observability practices’ ability to cover 
these AI applications. 58% of those who 
treat performance spending as a driver of 

innovation report AI-driven gains, suggesting 
culture, not tooling, predicts AI success.

Respondents see the highest potential 
for AI to improve things in the domains 
of documentation, code reviews, and 
refactoring (each 35%). The trend points 
toward augmentation, not replacement 
– AI as a performance multiplier, not an 
autonomous operator.
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0% 10 20 30 40 50 60 70 80 90 100

Other 3%

Detecting incidents caused 
by AI-generated code 10%

Monitoring AI model performance 22%

Tracking quality /  
accuracy of AI outputs 32%

We don’t currently monitor  
AI / LLM systems 54%

How are you currently monitoring the 
performance of AI/LLM-driven systems?

0% 10 20 30 40 50

Writing documentation and other content 

Code refactoring / migration

Code reviews

Code optimization and generation

Automated testing and quality assurance

Automated root cause analysis and anomaly detection

Fixing bugs

Data analysis

Proactive issue resolution

IT operations automation

Personalized user experience optimization

Intelligent resource management and optimization

Predictive scaling and load balancing

Natural language-based performance monitoring

None of the above

35%

35%

35%

32%

27%

23%

17%

14%

12%

11%

7%

6%

6%

6%

5%

Where do you see the most potential for AI 
and LLMs to impact software performance?



Observability tools  
and practices
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When it comes to measuring 
performance, the humble dashboard  
and alert still reign supreme, with nearly 
three quarters of respondents using  
both of these.

But that picture changes when you 
ask which of these basic observability 
capabilities could actually add the 
most value. That’s when application 
performance monitoring (APM) jumps 

to the top of the pile. Elsewhere AIOps 
(whatever that means) and large language 
model observability also rise up the 
ranks, showing the prevalence of AI in 
engineering leaders’ thinking.

Observability tools and practices

0% 10 20 30 40 50 60 70 80 90 100

Dashboards 73%

Not sure or don’t know 8%

AIOps capabilities 10%

Mobile monitoring 15%

Large language model (LLM) observability 16%

Serverless monitoring 22%

Browser monitoring 27%

Network monitoring 45%

Kubernetes monitoring 45%

Security monitoring 53%

Application performance monitoring 56%

Database monitoring 58%

Infrastructure monitoring 63%

Log management 67%

Alerts 69%

Which observability capabilities are you 
currently deploying in your organization?

0% 10 20 30 40 50

Of the capabilities below, which THREE have 
the potential to add the most value for your 
day-to-day work?

Application performance monitoring 42%

Alerts 34%

Dashboards 32%

Log management 26%

Infrastructure monitoring 20%

Database monitoring 17%

AIOps capabilities 16%

Large language model (LLM) observability 15%

Security monitoring 15%

Not sure or don’t know 12%

Kubernetes monitoring 8%

Network monitoring 8%

Serverless monitoring 7%

Browser monitoring 6%

Mobile monitoring 4%
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In terms of tools, Grafana (45%) and Datadog 
(37%) dominate, while the open source 
OpenTelemetry (31%) plays a cross-tool role, 
often alongside Grafana and Prometheus. 

Open source tools will continue to influence 
or play an overt role in the observability space 
for some time to come. Tech leads show 
higher adoption of database and serverless 
monitoring, while engineers lag in dashboard 
and infrastructure use. Despite long-standing 
adoption, observability remains underused: 
over half of organizations have practiced it 
for 5+ years, their company spends on it, 
but only 42% of respondents regularly use 
observability data to inform decisions.

Despite this adoption, only 12% of engineers 
always use observability data to drive 
continuous improvement. Over 40% say they 
do so often, but nearly a quarter rarely or 
never leverage it.

Full-stack observability is visibility with 
context, including where performance 
data turns into shared understanding, and 
shared understanding turns into faster, 
smarter delivery. It’s a rare feat, with only 8% 
of respondents saying they’ve achieved it. 
Among small teams (<10 engineers), a lack of 
time (57%) and cost (46%) are the top barriers 
to achieving full-stack observability.

0% 10 20 30 40 50

Grafana

Datadog

OpenTelemetry

Sentry

PagerDuty

Prometheus

New Relic

Splunk

OpenSearch

Zabbix

Dynatrace

Honeycomb

Embrace

Other

We don’t use any  
observability tools

Not sure or don’t know

Azure Insights  
& Logic Monitor

45%

37%

31%

31%

30%

27%

17%

14%

14%

12%

9%

4%

3%

3%

3%

2%

1%

Which observability tools does your 
organization currently use?

0% 10 20 30 40 50

< 25%

26-50%

51-75%

75-99%

Full stack 
observability

Not sure or 
don’t know

12%

14%

23%

22%

8%

21%

How much of your stack is currently 
observable via telemetry data?
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Among those with visibility of their 
organization’s budgets, 58% spend at least 
$10,000 annually on observability, though 
54% overall don’t know how much they spend. 
Larger organizations cite competing priorities, 
particularly AI mandates, as distractions. 
These findings reinforce that observability is 
more of a cultural discipline.

0% 20 40 60 80 100

How much has your organization spent  
on observability tooling and licenses in the 
past year? (excluding “don’t knows”)

0

$1 - $5,000

$5,000 - $9,999

$10,000 - $99,999

$100,000 - $499,999

$500,000 - $999,999

$1 million or more

13%

19%

10%

25%

10%

4%

13%
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As 2026 approaches, performance maturity will hinge on cultural fluency – the ability 
of teams to learn from their systems as much as they build them. 

Expand performance metrics. Move beyond uptime and incident counts to 
include operational cost, developer effort, and sustainability.

Embed observability in the culture. Treat it as a strategy, not tooling. Integrate 
metrics into retrospectives, roadmaps, and investment decisions.

Bridge the AI monitoring gap. Apply observability principles to AI and LLM 
systems to ensure reliability, traceability, and ethical use.

Rebalance innovation budgets. Match AI enthusiasm with equal investment in 
engineering fundamentals. 

Build performance stewardship. Make performance a shared responsibility 
across product, platform, and leadership teams, not just SREs.

Organizations that treat observability and performance as continuous learning 
loops rather than reactive measures will define the next generation of  
engineering excellence.

What we learned
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Methodology
This report draws on a 2025 survey of engineering leaders and practitioners 
across industries conducted between 19 September and 10 October 2025, 
with 400 respondents across geographies and roles.

Location

4% – Asia
3% – Oceania

1% – Africa
1% – Other

33%
USA

26%
Europe  

(excluding UK  
and Germany)

15%
UK

9%
Germany

6%
Canada

4% – Mexico, Central America, 
and South America

Role

36%
Manager of 
engineers

17%
Manager  

of managers

15%
Senior individual 

contributor

12%
Software  
engineer 

10%
Tech lead 

8% – CTO or equivalent
3% – Other

0% – Currently not working

Number of 
employees at 
organization

6%
1-19 6%

20-49

6%
50-99

17%
100-249

10%
250-49913%

500-999

21%
1000-4,999

20%
5,000+


