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Claude Code Rollout: 35% Productivity Lift Case Study

Edition of November 13, 2026 — facts verified November 13, 2026. Current edition always at
https://tygartmedia.com/claude-code-rollout-case-study/.

Direct Answer (November 13, 2026): In a May 15, 2026 composite case study published by Digital Applied (evaluating
an anonymized 30-engineer Series-B team), shared skills, wired hooks, subagents, and capped CLAUDE. nd files
coincided with a 35% third-party-reported engagement-weighted lift — numbers specific to that report rather than
Anthropic benchmarks. Today, teams running Claude Code execute against Anthropic’s current 1M-context lineup led by
Claude Opus 5.5 (cl aude- opus- 5- 5), Fable 5.2 (cl aude- f abl e- 5- 2), Sonnet 5.5 (cl aude- sonnet - 5- 5), and
Haiku 5.5 (cl aude- hai ku- 5- 5).

Last verified: November 13, 2026 - Primary docs: Claude Code documentation, Anthropic models overview &
claude.com/pricing.

If you want to understand why some Claude Code rollouts compound and others quietly stall, stop looking at license
telemetry and start looking at one artifact: the skill library. Every public 2026 case study with sustained productivity gains
has the same shape — a committed skill kit, tight CLAUDE. nd files, a handful of hooks, and a Friday retro cadence the
team actually keeps. Teams that buy seats and skip the artifacts get install-only adoption and a dashboard that reads flat for
a quarter.

The 30-engineer case that landed at 35% productivity lift

30-engineer case — productivity lift framing.

The cleanest recent case study comes from a Digital Applied write-up published May 15, 2026 — an anonymized composite
tracking a Series-B SaaS shop with thirty engineers across six squads on a Node/TypeScript monorepo. The team had

Claude Code seats for the better part of a year before the engagement started. Roughly half the engineers used the CLI
weekly. Zero shared skills, no committed project settings, no hooks, two squads with no project memory at all.

The day-zero audit on a 50-point scorecard came in at 19/50. Ninety days later it hit 41/50 — a 22-point shift from late Stage
1 to mid-Stage 3. In Digital Applied’s composite case report, the headline figure reported to leadership was a 35%
engagement-weighted composite lift through month four (an unverified third-party case report metric, not an Anthropic
benchmark).

The shipped artifacts behind that number:
« 22 shared skills, with authorship spread across 9 engineers
» 11 wired hooks across three archetypes (notification, audit, gate)
3 custom subagents — code-reviewer, ticket-triager, release-notes-writer
e CLAUDE.md files pruned and held under 400 lines per repo

The most-invoked skill was comni t , accounting for roughly a third of all invocations by month four. That kind of skew is
normal in a mature library and tells you which workflow is actually being changed by the rollout.

Why CLAUDE.md hygiene predicts depth
CLAUDE.md hygiene predicts depth.

The single most actionable lesson from the case study is mechanical: cap CLAUDE. nd at 400 lines and enforce it in PR
review. Two squads in the engagement drifted past 800 lines in sprint two. Their skill-invocation rate ran roughly 40% lower
than the four squads that held the line.

The hypothesized mechanism, validated in two follow-up retros: bloated memory causes the model to skim the file rather
than internalize it, which produces more generic responses, which makes engineers reach for the tool less often, which
drops invocation rates further. The cycle is self-reinforcing in either direction. When the team ran a month-four prune that cut
the average CLAUDE. nd from 520 to 340 lines, skill-invocation rate rose 12% across the team in the following two weeks.
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The discipline: long-form content moves to . ¢l aude/ docs/ as sub-docs with one-line summaries and links in the main
file. The main file stays orientation-shaped — who the team is, what the repo does, where to look for the rest.

The productivity panel mistake every team makes first

Version one of this team’s productivity panel was wrong, and that wrongness taught the rollout more than any single
milestone after it. The first panel tracked the metrics license telemetry already covered: total sessions opened per week,
total tokens, average session length. It read flat for six weeks while the underlying capability of the team was visibly shifting
in retros and PRs.

Version two, rebuilt in week eight, weighted around engagement signals:

« Skill invocations split by skill

» Subagent runs per week

* Time-to-first-meaningful-output for new contributors

« Audit-score deltas from the quarterly 50-point scorecard

* PR-to-merge time on Claude-Code-assisted PRs versus baseline

By month four the panel showed roughly 410 skill invocations per week, 85 subagent runs per week, new-hire
time-to-first-meaningful-output at -45% versus baseline, and PR-to-merge time -18% versus baseline. The 35% headline
was an engagement-weighted composite of those signals, not a single measurement — and the team was careful never to
frame it as “engineers ship 35% more code,” because that framing invites a debate the panel cannot win.

How this case lines up with the rest of the 2026 cohort

The Digital Applied 30-dev case is not an outlier. A companion case study from the same firm, dated May 13, 2026, covers a
100-developer engineering organization that sustained a 28% productivity lift with a 32-entry skill library over six months.
That team ran Claude Code and Cursor side-by-side: Claude Code as the terminal/CLI surface for refactors, multi-file edits,
codebase navigation, and review automation; Cursor as the in-editor surface for line-level completion and inline review.

The pattern that replicates across both engagements is the cadence, not the contents. Three ninety-day sprints — install,
leverage, governance — plus an explicit sustain phase that starts at day 90 with the same owner and the same Friday retro
cadence as the active sprints. Treating days 91+ as a vague quarterly review is the most common reason adoption drifts
back to install-only inside two quarters.

What to actually do on Monday
What to actually do on Monday.

If you have Claude Code seats and want a rollout that compounds instead of stalls, the operational order matters more than
the contents of your skill library:

1. Run the day-zero audit and write down the score. The 50-point rubric Digital Applied published is a defensible starting
point; any scorecard that distinguishes install from artifacts from governance will do. The number is what makes the case for
the engagement internally.

2. Name the rollout lead and carve 20-30% of their week. Less than that and the calendar slips. The role shape is enough
seniority to enforce milestone discipline, enough engineering depth to write skills and hooks rather than just steward them,
and enough calendar discipline to keep the cadence intact when product pushes back.

3. Calendar the four phase-end retros and the month-four review before sprint one opens. Friday retros are thirty
minutes per squad per week — the cheapest part of the rollout and the most often skipped. The friction they catch in week
three compounds silently for the rest of the sprint if you don't.

4. Build the productivity panel deliberately badly in sprint two and rebuild it in sprint three. The version-two rebuild is
structural, not incremental. Trying to ship the right panel on the first try usually delays the cadence rather than improving the
signals.

5. Cap CLAUDE. nd at 400 lines and enforce it in PR. This is the single highest-ROI hygiene rule in the engagement and
the one teams skip most often because completeness feels safer than discipline.
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The honest framing: a single-quarter Claude Code rollout takes you from Stage 1 to mid-Stage 3 on a defensible scorecard.
Stage 4 — the optimized end-state with deeper subagent governance, a security cadence that catches drift, and a
productivity panel that has been iterated against a full quarter of data — is a second-quarter project. The teams that get
there are the ones whose sustain phase looks identical to the sprints that preceded it. The teams that drift are the ones
whose Friday retro disappeared sometime around month two.

Lineup update (November 13, 2026): The May 2026 deployment snapshot originally used cl aude- opus- 4- 7,

cl aude- sonnet - 4- 6, and legacy cl aude- hai ku- 4- 5- 20251001. For new configurations, use Anthropic’s current
published model lineup: cl aude- f abl e- 5- 2 (flagship, $8/$40), cl aude- opus- 5- 5 (Opus tier, $4/$20),

cl aude- sonnet - 5- 5 (Sonnet tier, $2/$10), or cl aude- hai ku- 5- 5 (Haiku tier, $0.10/$0.50 <100K) — all supporting a
1M context window and 128K max output.

m Recommended Reading in Claude Code Insider m Pillar Guide: Claude Code + GitHub in 2026: What Rakuten, TELUS

and a 100K-Star Config File Actually Reveal m Next Topic: Claude Code Server-Managed Settings: The Admin Console
Push That Replaces Your MDM Pipeline

Related on Tygart Media: how to use Claude - Anthropic API key.

Primary & Reference Links Cited on This Page
- Claude Code documentation — ht t ps: // code. cl aude. conf docs/ en/ over vi ew

« Anthropic models overview —
https://platform cl aude. com docs/ en/ about - cl aude/ nodel s/ overvi ew

« claude.com/pricing — ht t ps: // cl aude. coni pri ci ng

* Tygart Media: Claude Code + GitHub in 2026: What Rakuten, TELUS, and a 100K-Star Config File Actually Reveal
» Tygart Media: Claude Code Server-Managed Settings: The Admin Console Push That Replaces Your MDM Pipeline
* Tygart Media: how to use Claude

« Tygart Media: Anthropic APl key
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