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Giobal Skill Development Council

Evaluating Al Coding Assistant

Tools for Development Teams

A practical guide to assessing tool fit, workflow alignment, and core

coding capabilities before adopting an Al coding assistant.
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1. Tool & Workflow Fit

Before selecting an Al coding assistant, the first question is not whether the tool looks
impressive in a demo. The real question is whether it fits the way your development
team actually works. A tool that performs well in a controlled example may still fail in a
real enterprise environment if it does not support the team’s programming languages,
development tools, repository structure, security expectations, and delivery workflow.

Strong evaluation should therefore focus on practical fit, not only feature lists.

1.1 Does it work with your programming languages and

frameworks?

An Al coding assistant should be evaluated against the actual languages, frameworks,
libraries, and architectural patterns used by your team. Support for a popular language
is not enough. The tool should understand the idioms, project structure, dependency
management style, and testing conventions of your stack. For example, a tool that can
write simple Python functions may still struggle with a production Django application

that uses custom middleware, Celery workers, ORM migrations, and API serializers.

e Check whether the tool supports your primary languages such as Java, Python,

JavaScript, TypeScript, C#, Go, Rust, PHP, or SQL.

e Testit with the frameworks your team uses, such as Spring Boot, .NET, React,

Angular, Node.js, Django, Flask, Laravel, or mobile frameworks.
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o Evaluate whether it understands framework-specific patterns such as
controllers, services, repositories, dependency injection, routing, state

management, and configuration files.

o Ask it to modify a real feature in your codebase rather than a generic sample

project.

Example: If your team builds a banking application using Java Spring Boot and Angular,
test whether the assistant can update a REST endpoint, adjust the service layer, modify
the Angular component, and explain any dependency or validation changes. This is a

better test than asking it to generate a small standalone function.

1.2 Does it integrate with your existing IDE and development

tools?

A coding assistant creates the most value when it works inside the developer’s normal
workflow instead of forcing people to switch tools constantly. Integration with the IDE,
version control system, terminal, build tools, ticketing system, and CI/CD pipeline
affects adoption. If the assistant interrupts flow, creates friction, or requires manual
copy-and-paste for every task, developers may avoid using it even if its code

suggestions are strong.

e Confirm support for the team’s preferred IDEs, such as Visual Studio Code,
JetBrains IDEs, Visual Studio, Eclipse, or cloud-based development

environments.
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e Check how well the assistant works with Git workflows, including branch

changes, diffs, pull requests, and merge-conflict resolution.

e Assess whether it can read relevant project files without requiring excessive

manual context.

o Evaluate whether it can work with your build tools, package managers, test

runners, linters, and formatters.

Example: A team using VS Code, GitHub, npm, Jest, and ESLint should test whether the
assistant can suggest code, run or recommend tests, respect linting rules, and explain
changes within that environment. The best tool is one that supports the existing

development process rather than creating a parallel process.

1.3 Can it handle the type of tasks your team actually

performs?

Different teams need different kinds of coding support. Some teams mostly need
autocomplete and boilerplate generation. Others need help with refactoring, debugging,
test creation, API integration, migration work, documentation, or legacy-code
understanding. A tool should be evaluated against the work your team actually
performs each sprint. Otherwise, you may select a tool that is impressive but not useful

for your highest-value tasks.
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o List the top recurring engineering tasks your team handles, such as bug fixes,
feature development, production support, code reviews, refactoring, or test

automation.
o Create sample evaluation tasks from real backlog items or past tickets.
e Measure whether the assistant improves completion quality, not only speed.
e Check whether developers can trust the output enough to use it after review.

Example: If your team frequently fixes production defects, evaluate whether the tool
can inspect error messages, identify the likely source file, suggest a safe patch, and
propose regression tests. If your team works on modernization, test whether it can

refactor old code without changing business behaviour.
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2. Coding Capabilities

After confirming workflow fit, the next step is to test the assistant’s coding capabilities
in realistic situations. The goal is to understand whether the tool can act as a useful
development partner: reading enough context, making coherent changes, validating its
work, and explaining its reasoning clearly. Coding capability should be judged using

production-like tasks, not only simple prompts.

2.1 Can it edit multiple files?

Modern software changes often require coordinated updates across several files. A
feature may involve a database model, API endpoint, service method, user-interface
component, configuration file, and test file. An assistant that only edits one file at a time
may be helpful for small tasks, but it may not be reliable for real development work.
Multi-file capability is especially important for refactoring, full-stack feature changes,

dependency updates, and large codebases.

e Ask the assistant to implement a feature that requires related changes in several

files.

e Check whether it keeps naming, imports, interfaces, and data contracts

consistent.

o Evaluate whether it understands relationships between files, such as service-to-

controller dependencies or component-to-state relationships.
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e Review whether it avoids unnecessary edits that increase risk.

Example: To add a new “customer notification preference” feature, the assistant may
need to update the database schema, backend validation, API response object, frontend
form, and unit tests. A strong assistant will make coordinated changes and explain how

the files relate to each other.

2.2 Can it write and run tests?

A useful coding assistant should not only generate code; it should also help verify that
the code works. Test support is essential because Al-generated code can look correct
while still missing edge cases, breaking existing behaviour, or failing under real
conditions. The assistant should be able to suggest unit tests, integration tests,

regression tests, and negative test cases based on the change being made.

e Check whether the assistant can identify the appropriate test framework, such as

JUnit, pytest, Jest, Mocha, NUnit, or Cypress.

e Askit to write tests for happy paths, failure paths, boundary conditions, and

security-sensitive scenarios.
e Evaluate whether it can run or guide test execution in the local environment.

e Confirm whether it can interpret failed test output and suggest corrective action.
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Example: If the assistant changes a password-reset function, it should also propose
tests for valid tokens, expired tokens, invalid email addresses, throttling rules, and audit

logging. This helps the team validate both functionality and risk controls.
2.3 Can it identify and fix errors?

Error identification is one of the most valuable use cases for an Al coding assistant. The
tool should be able to read compiler errors, stack traces, failing tests, lint warnings,
runtime logs, and exception messages. More importantly, it should connect those signals
to the relevant code and propose a safe, minimal fix. A good assistant does not simply
rewrite large parts of the application; it explains the likely cause and recommends a

targeted correction.

Provide a real error message and ask the assistant to identify the probable

source file and root cause.

e Check whether it distinguishes symptoms from causes.

o Evaluate whether the proposed fix is minimal, readable, and consistent with the

existing code style.

Ask it to recommend tests that would prevent the same defect from returning.

Example: If a build fails because a TypeScript type changed in one module but not
another, the assistant should identify the mismatch, update the dependent interface or

call site, and explain why the change resolves the compilation error.
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2.4 Can it explain the changes it makes?

Explanation is critical because developers remain accountable for the code they
approve and merge. The assistant should clearly describe what it changed, why it
changed it, which files were affected, what assumptions it made, and what risks remain.
Clear explanations support code review, onboarding, knowledge transfer, and
auditability. They also help developers detect when the assistant misunderstood the

task.

o Ask the assistant to summarize changes in plain language after completing a

task.
e Check whether it identifies the business logic impact, not just the technical edit.

e Review whether it explains trade-offs, limitations, assumptions, and possible

side effects.

e Use its explanation as part of the pull-request description or developer handover

notes after human review.

Example: After fixing a payment-validation issue, the assistant should explain that it
updated validation rules, added tests for invalid payment states, preserved existing
success-path behaviour, and recommends additional review for edge cases such as

partial refunds or duplicate transactions.

www.gsdcouncil.org 9



http://www.gsdcouncil.org/

@'GSDC

Global Skill Develop

3. Security & Access

Security and access control are central when evaluating an Al coding assistant,
especially if the tool can read repositories, edit files, execute commands, call external
tools, or interact with development environments. The evaluation should focus on what
the assistant can access, how that access is granted, whether it follows least-privilege
principles, and whether the organization can monitor its actions. A coding assistant that
operates with broad developer permissions may increase productivity, but it can also

create a larger attack surface if governance is weak.

3.1 What code, repositories, and systems can it access?

The first security question is scope: what can the assistant see and act on? Some tools
may only use the currently open file, while others can inspect the full workspace,
repository, terminal output, issue descriptions, documentation, pull requests, or
external tool responses. In agentic coding scenarios, the assistant may also run
commands, install packages, modify files, or interact with source-control systems. This

makes it important to define clear trust boundaries before adoption.

o Identify whether the assistant can access a single file, selected files, the entire

repository, multiple repositories, or connected enterprise systems.

e Check whether it can read issue tickets, pull-request comments, README files,

logs, dependency metadata, or build outputs as context.
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e Review whether it can execute terminal commands, install dependencies, change

configuration files, or trigger CI/CD workflows.

e Confirm how the tool behaves when repository content contains instructions,

comments, or untrusted input that could influence the assistant.

Example: If the assistant can read a full monorepo and run shell commands, the risk
profile is very different from a simple autocomplete tool. A malicious instruction hidden
in a README file, issue comment, or dependency changelog could influence the

assistant if the tool treats repository content as trusted context.

3.2 Can permissions be limited?

A strong enterprise-ready tool should support permission limits so the assistant only
receives the access it needs for the task. This reflects the principle of least privilege.
Instead of allowing the assistant to read every repository, execute every command, or
modify every file, teams should be able to restrict access by repository, project, file type,
environment, role, or action. Permission limits reduce the blast radius if the tool

misunderstands an instruction or is influenced by unsafe context.

e Check whether administrators can restrict access by team, repository, branch,

environment, or workspace.
e Confirm whether read access and write access can be separated.

o Evaluate whether command execution can be disabled, limited, or require human

approval.
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e Assess whether sensitive locations such as production configuration, secrets

folders, deployment scripts, or regulated-data repositories can be excluded.

Example: A development team may allow the assistant to read application source code
and write proposed changes in a feature branch, but block it from accessing production

secrets, deployment credentials, payroll data, customer exports, or infrastructure keys.

3.3 Does it support access controls and activity logging?

Access controls and activity logging help organizations govern usage after the tool is
deployed. Administrators should be able to see who is using the assistant, which
repositories are involved, what actions were requested, whether files were modified,
and whether risky operations were attempted. Logs are useful for security review,
incident response, compliance evidence, and adoption monitoring. Without activity
visibility, organizations may struggle to understand how Al-generated or Al-assisted

changes entered the codebase.

e Confirm whether the tool supports role-based access control for administrators,

developers, reviewers, and security teams.

e Check whether usage logs show prompts, tool actions, file modifications,

command execution, and generated outputs where appropriate.

o Evaluate whether logs can be exported to security monitoring, governance, or

audit platforms.
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e Review whether the organization can trace Al-assisted changes back to a user,

repository, branch, or pull request.

Example: If an Al assistant proposes a code change that later causes a production
defect, activity logs should help the team identify the prompt context, files changed,

reviewer actions, and whether tests or approvals were completed before merging.

3.4 Can sensitive information be kept away from the agent?

Sensitive information should not automatically become part of the assistant’s working
context. This includes secrets, credentials, tokens, private keys, customer data,
production logs, payroll data, regulated records, and proprietary algorithms. The tool
should provide ways to block, mask, redact, or exclude sensitive content before it is sent
for model processing. This is especially important because even if a vendor does not use
customer data for model training, sensitive information may still be exposed during

inference if it enters the prompt or context window.

e Check whether the tool supports content exclusion rules for files such as .env,

private keys, certificates, credentials, and internal configuration files.

e Use secret scanning and data-loss-prevention controls to detect sensitive values

before they are sent to the assistant.

e Define a policy that prevents developers from pasting customer data, access

tokens, credentials, or confidential business data into prompts.

e Confirm whether sensitive context can be masked or redacted automatically.
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Example: A team may configure the assistant to ignore environment files, certificate
folders, API key files, and production incident logs. Developers can still receive coding
support, but the assistant does not receive high-risk secrets or regulated data as

context.
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4. Privacy & Data Protection

Privacy and data protection evaluation focuses on how the vendor handles code,
prompts, outputs, telemetry, user data, and any contextual information sent to the
service. Al coding assistants may process proprietary source code, business logic,
security-sensitive data, and personal data. For that reason, procurement, legal, security,
privacy, and engineering teams should jointly review the vendor’s data-handling model

before enterprise rollout.

4.1 How is your code and data handled?

The organization should understand exactly what data leaves the developer
environment, what is retained, who can access it, and how long it is stored. This
includes prompts, code snippets, repository context, generated suggestions, error
messages, logs, and telemetry. The vendor should provide clear documentation on
encryption, retention, access controls, subprocessors, incident handling, and customer

deletion rights.
e Identify what information is sent to the model during normal use.

e Check whether prompts, code snippets, generated outputs, and telemetry are

retained.

e Review encryption in transit, encryption at rest, access controls, and vendor

employee access restrictions.
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e Ask whether customer data can be deleted on request and whether retention

periods can be configured.

Example: If a developer asks the assistant to debug a failing payment service, the
prompt may include source code, error traces, transaction-state names, and
configuration details. The organization should know whether this information is sent to

a cloud model, retained in logs, or visible to support personnel.

4.2 Is your data used to train models?

One of the most important privacy questions is whether prompts, source code,
generated outputs, or repository context are used to train or improve the vendor’s
models. Enterprise teams should not assume that all Al coding tools behave the same
way. Some vendors may offer strict no-training commitments for enterprise plans,
while others may use telemetry, prompts, or user interactions to improve systems
unless controls are configured. This should be reviewed contractually, not only through

marketing material.

e Confirm whether customer code, prompts, completions, feedback, and telemetry

are excluded from model training.

o Review the difference between consumer, team, business, and enterprise

versions of the tool.

e Ask whether training exclusions are enabled by default or require administrator

configuration.
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o Ensure the contract, data-processing agreement, or security addendum clearly

states how customer data may and may not be used.

Example: A vendor may state that enterprise customer code is not used to train public
models, but still collect service telemetry for product improvement. The team should
understand the difference and decide whether that telemetry is acceptable under

internal policy.
4.3 Where is data stored or processed?

Data location matters because regulatory, contractual, and internal policy requirements
may restrict where source code, personal data, or confidential business information can
be processed. Some Al coding assistants are fully cloud-based, while others support
regional hosting, private cloud deployment, on-premises deployment, or isolated
environments. Teams in regulated sectors should review whether the tool supports

required data residency, cross-border transfer controls, and approved subprocessors.

o Identify the countries or regions where prompts, source code, logs, and

telemetry are processed.

e Check whether the vendor supports regional data residency or tenant-specific

processing locations.

e Review whether subprocessors are used for hosting, model inference, analytics,

support, or monitoring,.
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e Confirm whether on-premises, private cloud, or air-gapped deployment options

are available for highly sensitive environments.

Example: A financial-services organization operating under strict data-residency
obligations may require that Al coding-assistant data be processed only in approved
regions, or may prefer a self-hosted option for repositories containing sensitive

algorithms.

4.4 What privacy controls are available?

Privacy controls determine how much control the organization has over data sharing,
retention, monitoring, and user behaviour. Good enterprise controls should allow
administrators to configure what content can be sent to the assistant, whether prompts
are stored, whether logs are retained, and whether user access can be limited by role or
project. Privacy controls should also support policy enforcement, not just optional

guidance.

e Look for content-exclusion rules that prevent sensitive files from being

processed.

e Check whether prompt history, conversation logs, and generated outputs can be

disabled or limited.

o Evaluate whether administrators can enforce organization-wide settings instead

of relying on individual developer choices.
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e Confirm whether audit, deletion, retention, and data-subject request processes

are supported where required.

Example: A privacy-conscious organization may disable prompt retention, exclude
secrets and customer-data files, restrict use to approved repositories, and require

developers to follow a policy that prohibits pasting personal data into prompts.
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5. Human Review & Oversight

Human review and oversight are essential because Al coding assistants can generate
plausible but incorrect, insecure, inefficient, or non-compliant code. The goal is not to
remove developers from the loop, but to make them more effective while preserving
accountability. Every organization should define where human judgment is required,
what reviewers must check, and which actions the assistant is allowed to perform

independently.

5.1 Can developers review every change?

Developers should be able to inspect every Al-generated or Al-modified change before it
is accepted. This includes reviewing the diff, understanding affected files, checking
whether the change matches the requirement, and validating that no unintended
behaviour has been introduced. Review should be easy and built into the workflow, not

treated as an afterthought.
e Require developers to inspect all file changes before committing them.

o Ensure the assistant presents changes as clear diffs rather than silently

modifying files.

e Discourage auto-accept behaviour for complex, security-sensitive, or production-

impacting changes.
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e Train developers to verify Al output with the same discipline used for code

written by a junior team member.

Example: If the assistant refactors a billing calculation, the developer should review the
old and new logic side by side, confirm that edge cases are preserved, and check that

related tests still reflect the business rules.

5.2 Does the agent provide a clear summary of its work?

A clear work summary helps reviewers understand what the assistant changed and
why. The summary should go beyond a generic statement such as “fixed the bug.” It
should identify the files changed, the logic updated, tests added, assumptions made, and
any areas that still need review. This makes review faster and reduces the risk that

developers approve code they do not fully understand.

o Ask the assistant to summarize the purpose of the change, not just the edited

files.
e Require it to list modified files and the reason each file was changed.
e Check whether it calls out assumptions, limitations, and risks.

e Use the summary as a starting point for pull-request descriptions, but validate it

before submission.
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Example: After updating an authentication flow, the assistant’s summary should state
that it changed login validation, updated error handling, added tests for invalid

credentials, and recommends security review for rate-limiting behaviour.

5.3 Is human approval required before code is merged or

deployed?

Human approval should remain mandatory before Al-assisted code is merged into
protected branches or deployed to production. This is especially important for changes
involving authentication, authorization, payments, customer data, infrastructure,
encryption, logging, or compliance controls. Approval gates help ensure that

productivity gains do not bypass engineering governance.

Use branch protection rules that require human reviewers for pull requests.

e Require additional review for security-sensitive or regulated components.

e Prevent the assistant from directly pushing to production branches unless

approved controls are in place.

e Define which actions require developer, tech lead, security, or change-

management approval.

Example: An Al assistant may create a pull request for a new API endpoint, but the
team should still require peer review, automated tests, security scanning, and approval

from the service owner before merging.
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5.4 Can changes be rolled back easily?

Rollback capability is important because even reviewed Al-assisted changes can
introduce defects. Teams should evaluate whether changes are small, traceable, and
reversible. The assistant should work in branches, produce understandable commits,
and avoid broad edits that are difficult to unwind. Rollback is not only a technical
concern; it is also a governance concern because teams need to know who approved the

change and how to restore service if something goes wrong.

e Prefer small Al-assisted changes that can be reviewed and reversed

independently.

e Require clear commit messages and pull-request descriptions for Al-assisted

work.

o Use feature flags, staged rollout, and deployment controls for higher-risk

changes.

e Confirm that rollback procedures and ownership are documented before

production release.

Example: If the assistant modifies checkout logic, the team may release the change
behind a feature flag, monitor transaction errors, and roll back the flag quickly if

conversion failures or payment defects increase.
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6. Testing & Quality

Testing and quality controls determine whether Al-assisted development is safe enough
for real delivery. A coding assistant may accelerate implementation, but quality still
depends on tests, static analysis, peer review, security scanning, and release
governance. The strongest teams use Al to strengthen quality practices rather than

bypass them.

6.1 Can the agent generate tests?

A capable coding assistant should help developers create meaningful tests that validate
both the intended functionality and the risks around it. Test generation should not be
limited to simple happy-path cases. The assistant should understand the change,
identify likely edge cases, and recommend tests that fit the project’s existing test

framework and naming conventions.

o Ask the assistant to generate unit tests, integration tests, regression tests, and

negative test cases where appropriate.

e Check whether it uses the same testing framework and conventions already

present in the project.

o Evaluate whether it covers boundary conditions, invalid inputs, permission

failures, timeout scenarios, and error handling.
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o Review whether the generated tests actually assert meaningful outcomes rather

than simply increasing test count.

Example: If the assistant adds a new discount-calculation rule, it should generate tests
for eligible customers, ineligible customers, expired offers, maximum discount limits,
rounding behaviour, and invalid cart values. This helps the team confirm that the

business rule works under realistic conditions.

6.2 How reliable are its outputs?

Reliability is about whether the assistant consistently produces useful, correct, secure,
and maintainable output across different types of tasks. A tool may perform well on
simple examples but fail when requirements are ambiguous, codebases are large,
dependencies are complex, or business rules are subtle. Teams should therefore test the

assistant against real development scenarios before relying on it for production work.

o Evaluate output across different task types, including bug fixes, refactoring, test

creation, documentation, and new feature work.

e Measure how often developers must correct generated code before it can be

committed.

e Check whether the assistant respects existing architecture, naming conventions,

coding standards, and security practices.

e Track recurring failure patterns such as hallucinated APIs, missing imports, weak

tests, or overbroad changes.
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Example: During evaluation, a team may give the assistant ten historical bug tickets and
compare its proposed fixes against the actual fixes. This helps reveal whether the

assistant can reason through real defects or only generate plausible-looking code.

6.3 Can it detect bugs and security issues?

An Al coding assistant can be helpful in identifying common defects and security
weaknesses, but it should not replace formal security testing or expert review. It may
detect suspicious patterns, missing validation, poor error handling, insecure
dependencies, injection risks, weak authentication checks, or unsafe data exposure.
However, its findings should be treated as recommendations that require validation

through static analysis, dynamic testing, threat review, and code review.

e Ask the assistant to review code for likely defects, unsafe assumptions, and

missing edge-case handling.

e Check whether it can identify common security risks such as injection, insecure

direct object references, weak authorization, and secrets exposure.

e Compare its findings with established tools such as linters, static application

security testing tools, dependency scanners, and code-review checklists.

e Require human validation for any security recommendation before accepting or

dismissing it.

Example: If the assistant reviews an API endpoint, it should look for missing

authentication, insufficient authorization checks, weak input validation, excessive error
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details, and exposure of sensitive response fields. The security team should still validate

the result using approved testing methods.

6.4 What quality checks happen before code reaches

production?

Al-assisted code should pass the same quality gates as human-written code. In many
cases, organizations should strengthen quality checks because Al can produce code that
looks polished but contains hidden logic errors, missing edge cases, or security
weaknesses. Quality gates should combine automated controls with human review and

release governance.

Run automated unit, integration, regression, and end-to-end tests before

merging.

o Use static analysis, linting, formatting checks, dependency scanning, and security

testing in the CI/CD pipeline.

e Require peer review for all meaningful Al-assisted changes, especially those

affecting business logic or security controls.

e Use release controls such as feature flags, canary deployments, monitoring, and

rollback procedures for production changes.

Example: Before an Al-assisted change to a payment workflow reaches production, the
team may require unit tests, integration tests, security scanning, business-owner

review, staged deployment, transaction monitoring, and an approved rollback plan.
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7. Cost & Scalability

Cost and scalability should be evaluated before broad rollout because Al coding
assistants can move from a small pilot expense to a significant engineering budget item
very quickly. The visible licence price is only one part of the cost. Teams should also
consider usage limits, premium-model charges, API consumption, administrative
overhead, training, security review, and the cost of managing multiple tools. A good

evaluation looks at both today’s pilot cost and tomorrow’s enterprise-scale cost.

7.1 What is the pricing model?

Different Al coding assistants use different pricing models, and the model has a direct
impact on predictability. Some tools charge per user per month, some include a fixed
usage allowance, some use credits or tokens, and some rely on bring-your-own-key
models where the tool may be free but model usage is billed separately. Enterprise
plans may also include custom pricing for governance, security, support, admin

controls, or private deployment options.

o Identify whether pricing is based on seats, usage, tokens, credits, tasks,

repositories, or enterprise contract terms.

e Check whether premium models, agentic workflows, long-context analysis, or

codebase-wide operations cost extra.

e Distinguish between predictable subscription costs and variable usage-based

costs.
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o Review cancellation, overage, support, and enterprise-security pricing before

scaling beyond a pilot.

Example: One tool may charge a simple monthly fee per developer, while another may
look inexpensive at the seat level but add usage charges when developers use agent
mode, large-context analysis, or premium models heavily. The evaluation should

compare total expected cost, not only the advertised entry price.

7.2 Are there usage or token limits?

Usage limits determine whether the tool remains useful during real development work.
A plan may include unlimited autocomplete but limited chat, limited agent requests,
limited premium-model use, or monthly token and credit quotas. These limits can affect
developer experience because users may change behaviour when they are close to
exhausting their allowance. Teams should test realistic workloads rather than light

demonstration usage.

e Check whether limits apply to completions, chat messages, agent tasks, file reads,

test generation, or model selection.

o Estimate usage for different personas such as junior developers, senior

developers, tech leads, platform engineers, and QA engineers.

e Review what happens when limits are reached, such as throttling, downgrade to

a smaller model, overage billing, or blocked usage.
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e Monitor pilot usage patterns to understand whether advertised limits are

enough for real work.

Example: A team may discover that autocomplete usage stays predictable, but agentic
refactoring and large-repository analysis consume credits quickly. This means the

budget model should separate routine assistance from high-intensity Al workflows.

7.3 What will the cost look like as usage grows?

Scalability is not only a technical question; it is also a financial-planning question. Costs
may grow as more developers are onboarded, as more teams adopt deeper agentic
workflows, or as the organization enables more powerful models. The team should
estimate cost across pilot, department, and enterprise rollout scenarios. This helps
avoid a situation where the tool is successful in the pilot but too expensive to scale

responsibly.

o Create cost scenarios for small pilot, single product team, multiple product

teams, and enterprise-wide rollout.

o Estimate cost by developer role and usage pattern rather than assuming every

user consumes the same amount.

e Include indirect costs such as administration, onboarding, governance, security

review, and support.

e Compare expected productivity gains with total cost of ownership, not just

monthly licence cost.

www.gsdcouncil.org 31



http://www.gsdcouncil.org/

@'GSDC

Global Skill Develop

Example: A pilot with 20 developers may appear affordable, but a rollout to 500
developers could require different licensing, usage controls, finance approval, vendor

negotiation, and adoption metrics to justify ongoing investment.

7.4 Can it support your team size and future needs?

The selected tool should be able to support both current development needs and future
growth. This includes user management, team administration, enterprise identity
integration, audit controls, support options, reliability expectations, and the ability to
handle large or complex repositories. A tool that works for a small team may not meet

the governance and scalability needs of a larger engineering organization.

e Check whether the tool supports enterprise identity, single sign-on, user

provisioning, and role-based administration.

o Evaluate whether performance remains acceptable with large repositories,

monorepos, and many simultaneous users.

e Review vendor support, service-level commitments, roadmap maturity, and

enterprise customer references.

e Confirm whether the tool can support future needs such as more languages,

more teams, stricter governance, or private deployment.

Example: A startup team may only need a lightweight IDE assistant, while a global
engineering organization may need central administration, organization-wide policy

enforcement, audit logs, regional controls, and support for thousands of repositories.
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8. Team Adoption

Even the best Al coding assistant will fail if developers do not trust it, understand it, or
see how it helps their daily work. Adoption depends on usability, workflow fit, training,
governance, and perceived value. Teams should treat rollout as a change-management
initiative, not just a tool installation. Developers need clear guidance on when to use the
assistant, how to review its output, and how to avoid unsafe or low-quality usage

patterns.

8.1 Is the tool easy for developers to learn?

Ease of learning affects how quickly developers move from curiosity to productive
usage. A tool with a simple interface, clear commands, good IDE integration, and
understandable suggestions will usually be adopted faster than one that requires
complex setup or heavy prompt engineering. However, simplicity should not come at

the expense of governance or review discipline.

e Assess how long it takes a new user to install, configure, and complete a first

useful task.

e Check whether developers can understand suggestions, inspect diffs, and accept

or reject changes easily.

o Evaluate whether the tool provides helpful guidance without overwhelming

users with options.
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e Collect feedback from developers with different experience levels, not only early

adopters.

Example: During a pilot, ask developers to complete common tasks such as writing a
unit test, explaining a function, fixing a lint error, and drafting a pull-request summary.
If most users need extensive support for basic tasks, adoption may be slower than

expected.

8.2 Does it fit existing workflows?

Developers are more likely to use a tool consistently when it fits naturally into their
normal development lifecycle. The assistant should support backlog work, coding,
testing, code review, documentation, debugging, and pull-request preparation without
forcing major workflow disruption. A tool that requires constant context switching may

be used enthusiastically at first but abandoned later.

Check whether the assistant works inside the IDEs, repositories, ticketing

systems, and review processes already used by the team.

o Evaluate whether it supports existing branch strategies, pull-request practices,

testing pipelines, and release gates.

e Confirm whether developers can use it without repeatedly copying code, logs, or

requirements between systems.

e Measure whether the tool reduces friction in daily tasks or adds another layer of

process overhead.
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Example: If the team already works through Git branches, pull requests, automated
checks, and issue tickets, the assistant should support that pattern by helping draft

code, tests, comments, and summaries without bypassing review controls.

8.3 What training will the team need?

Training should cover both productivity and responsible use. Developers need to learn
how to write effective prompts, provide useful context, review generated code, validate
tests, protect sensitive information, and recognize when not to rely on the assistant.
Team leads also need guidance on governance, metrics, code-review expectations, and

escalation paths for security or quality concerns.

e Provide onboarding sessions that demonstrate common use cases and unsafe

usage patterns.

o Create prompt examples for tasks such as code explanation, test generation,

refactoring, debugging, and pull-request summaries.

e Train developers to verify outputs using tests, code review, static analysis, and

security checks.
o Explain data-handling rules, including what must not be pasted into prompts.

Example: A rollout programme may include a one-hour hands-on workshop, a quick-
reference guide, approved prompt patterns, security do’s and don’ts, and a follow-up

clinic where developers bring real tasks and review outcomes together.
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8.4 Will developers actually use it consistently?

Consistent adoption depends on whether developers see clear value in real work. Some
users may adopt the tool quickly, while others may avoid it because of trust concerns,
poor suggestions, workflow friction, or fear that Al will reduce code quality. Adoption
should be measured through actual usage patterns, developer feedback, quality
outcomes, and delivery metrics rather than assuming that licence activation equals

value.

e Track active usage, repeat usage, accepted suggestions, and use across different

task categories.

e Collect qualitative feedback on trust, usefulness, speed, interruptions, and review

burden.

o Compare adoption across teams to identify where workflow fit, training, or

policy clarity may be weak.

e Use adoption metrics alongside quality metrics so the organization does not

reward high usage if it produces poor outcomes.

Example: A team may find that developers use the assistant frequently for test
generation and code explanation, but rarely for autonomous feature changes. That
pattern is still valuable because it shows where the tool fits safely and where additional

controls or training may be needed.
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9. Evaluation Scorecard

An evaluation scorecard turns the assessment into a structured decision tool. Instead of
relying on vendor demos or individual developer preferences, the team can compare
tools using consistent criteria. A simple 1-to-5 scoring model works well: 1 means the
tool is weak or unsuitable, 3 means it is acceptable with limitations, and 5 means it
strongly meets enterprise expectations. The scorecard should be completed by a cross-
functional group that includes engineering, security, privacy, architecture, product,

finance, and developer representatives.

9.1 Workflow fit

Workflow fit measures how naturally the assistant supports the team'’s existing
development environment, delivery process, and day-to-day tasks. A high score means
the tool supports the team’s languages, frameworks, IDEs, repositories, ticketing flow,

branching model, and review process without forcing major workflow disruption.

e Score 1: Poor fit; requires major context switching or does not support the

team’s stack.

e Score 3: Supports common tasks but needs manual workarounds or extra

context from developers.

e Score 5: Fits naturally into existing tools, repositories, workflows, and team

practices.
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9.2 Coding capability

Coding capability assesses whether the assistant can support meaningful engineering
work, not just autocomplete. The team should score its ability to understand context,
edit multiple files, generate useful code, fix errors, explain changes, and support realistic

backlog items.
e Score 1: Produces shallow or unreliable suggestions that require heavy rework.

e Score 3: Useful for common coding tasks but inconsistent with complex or multi-

file work.

e Score 5: Handles realistic engineering tasks with coherent changes, clear

reasoning, and manageable review effort.
9.3 Security

Security scoring should focus on access boundaries, permission controls, activity
logging, command execution, secrets protection, and the tool’s behaviour around
untrusted repository content. A tool that cannot support least privilege, auditability, or
sensitive-data exclusion should be treated as high risk, even if its coding performance is

strong.

e Score 1: Broad access, weak controls, limited logging, or unclear handling of

secrets.
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e Score 3: Basic controls are available but may require manual configuration or

compensating controls.

e Score 5: Strong access controls, least-privilege configuration, activity logging,

and sensitive-information safeguards.

9.4 Privacy

Privacy scoring evaluates how code, prompts, telemetry, outputs, and user data are
handled. The assessment should consider model-training commitments, data retention,
regional processing, subprocessors, deletion rights, and administrator controls. Strong

privacy posture requires clear contractual commitments as well as technical controls.

e Score 1: Unclear data use, weak retention controls, or possible use of customer

data for model training.

e Score 3: Reasonable privacy controls exist, but some details require clarification

or contractual review.

e Score 5: Clear no-training commitments, configurable retention, regional

controls, and strong administrative privacy settings.
9.5 Human oversight

Human oversight measures whether developers and reviewers remain in control of Al-

assisted work. Strong oversight means every change is reviewable, understandable,
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attributable, and subject to approval before merge or deployment. The assistant should

support human accountability rather than bypass it.
e Score 1: Changes are difficult to review, explain, approve, or trace.

e Score 3: Review is possible but summaries, traceability, or approval workflows

are limited.

e Score 5: Clear diffs, summaries, approvals, traceability, and rollback-friendly

workflows are built in.

9.6 Testing

Testing scoring evaluates whether the assistant improves quality rather than simply
increasing code volume. A strong tool should generate meaningful tests, interpret
failures, detect likely defects, identify security concerns, and fit into existing CI/CD

quality gates.

e Score 1: Generates weak tests, misses important edge cases, or creates quality

risk.

e Score 3: Helpful for basic test generation but requires strong human correction

and validation.

e Score 5: Produces useful test coverage, supports failure analysis, and works well

with quality gates.
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9.7 Cost

Cost scoring should include licence fees, usage limits, token or credit consumption,
premium-model charges, administration, support, training, and review effort. The
lowest-price tool is not always the best option if it creates high review overhead or

cannot scale predictably.

e Score 1: Cost is unpredictable, difficult to control, or too high for enterprise

rollout.

e Score 3: Pricing is acceptable for pilot use but needs clearer scaling

assumptions.

e Score 5: Pricing is transparent, scalable, controllable, and aligned with expected

value.
9.8 Team adoption

Team adoption measures whether developers will use the tool consistently and
responsibly. A high-adoption tool is easy to learn, fits existing workflows, supports
valuable use cases, and gives developers enough trust to use it without compromising

review discipline.
e Score 1: Developers avoid the tool, distrust it, or find it disruptive.

e Score 3: Adoption is moderate and depends on specific teams, use cases, or

champions.
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e Score 5: Developers use it consistently for appropriate tasks and follow

responsible-use guidance.

Workflow fit 15%

Coding capability 20%

Security 15%

Privacy 10%

Human oversight 10%

Testing 10%
Cost 10%
Team adoption 10%
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Conclusion

Selecting an Al coding assistant is not only a productivity decision. It is also a security,
privacy, quality, governance, cost, and adoption decision. The right tool should help
developers move faster while preserving accountability, protecting sensitive
information, supporting review discipline, and improving code quality. A tool that
performs well in a short demo may still fail if it cannot support enterprise access

controls, real workflow integration, or responsible human oversight.

Organizations should use this guide as a structured evaluation framework during pilots,
vendor comparisons, procurement reviews, and rollout planning. The best approach is
to test candidate tools against real backlog items, real repositories, real quality gates,
and real developer feedback. The final decision should balance productivity gains with

the controls needed to use Al coding assistants safely and sustainably at scale.
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