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Complex  PRs
murder productivity



1. Reviewed more quickly
2. More thorough review
3. Easier to spot bugs
4. Less wasted work if 

rejected

Why is the 
size of a PR 
important?

Source: 
https://google.github.io/eng-practices/review/d
eveloper/small-cls.html



It addresses 
just one thing

What is 
small?

Source: 
https://google.github.io/eng-practices/review/d
eveloper/small-cls.html







What did we find by 
looking at the Atlassian 

data?



A combination of the following:

- Number of files changed in a PR
- Number of comments made in a PR
- Number of SLOC made in a PR

PR complexity score
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A combination of the following:

- Number of files changed in a PR
- Number of comments made in a PR
- Number of SLOC made in a PR

Each one has an equal weight!

Each one is a percentile value!
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PR Cycle Time & Release Time



Issue Cycle Time



Build Failure Rate



What contributes to a high Build Failure Rate?



Size of Issue Description

PR Complexity Driver



Issue Watcher and Comment

PR Complexity Driver



Merging into the main 
branch is more likely to fail

Consequences of PR 
complexity

PR Cycle Time & 
Release Time

Issue Cycle Time

01 02 03

Issues take longer to be fully 
completed

Complex PRs take longer to 
review, which leads to 
longer PR cycle times and 
delays in release time

Build Failure Rate



A combination of the following:

- Number of files changed in a PR
- Number of comments made in a PR
- Number of SLOC made in a PR

The score is calculated

- Using equal weights
- Each value is the percentile representation

PR complexity score



Changes that are not well 
planned result in more 
complex PRs

Additional drivers 
of PR complexity

Size of Issue 
Description

Issue Watcher and 
Comment

01 02

A high number of early 
contributions to an issue 
leads to less complex PRs



How did we help  
developers keeping 

their PRs less complex ?



To present the complexity score directly in 
the content of the pull requests and 
suggests improvements to reduce it.

With a Forge  app!



Forge is the Atlassian 
Developer Platform . 

It enables developers to 
extend  the Atlassian 

products and to automate 
and customize  your 

workflows!

What is Forge?



PR best practices 
app
A Forge app from the Atlassian platform engineering 
team which focuses on improving the developer 
experience of our developers.

The PR complexity score has been added to this app.



https://docs.google.com/file/d/1AkDyjXZvimLK_WL16IZfJIpBKJ24U20V/preview


The PR complexity score has been added to the best 
practices app to present the score in the UI of every 
PR.

PR complexity score



Each criteria is shown in the 
“Learn more” dialog

PR complexity score





The “PR complexity score check” can be added to 
inform about the PR complexity at merge time and 
even prevent a merge.

Custom Merge 
Check



How did we use AI?



Bring the 
PR complexity score 

where developers are 
working and help them 

lower it. Thanks to an 
app!



Code and Forge resources:
go.atlassian.com/dpe-resources

Let’s connect on LinkedIn
@CaterinaCurti @ChrispWill

AMA



Presentation end


