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✓ Enhance productivity 
✓ Ease compliance & improve security
✓ Ship faster at scale!
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About Coder

What we do
Coder delivers secure cloud development 
environments consistently provisioned as code and 
pre-configured for developer activity on day zero.

Why we do it
We believe innovation starts with developers. Our 
mission is to keep them in flow, focusing on 
meaningful problem-solving instead of frustrating, 
repetitive toil.

→ Founded in 2017

→ Remote first, global workforce

→ Series B2

→ $80M+ total funding raised from:

Coder at a glance



Stars

github.com/coder at a glance

95K

Serving the open source 
development community

Projects

125
First Commit

2017

coder.com/chat community server

Members

3.2K



What is a CDE?



Pre-defined, decoupled 
workspaces

Comprehensive, 
consistent tooling

High performance 
resources



Self-managed VMs
Poor governance, increased 
operating costs, wasted time

Virtual Desktop Infra
High latency, poor developer 
experience, limited flexibility

Developer Laptop
Code escape risk, config 
complexity, poor observability

How developers code today  

Your Cloud(s)

CI/CD Deploy



How developers code with a CDE

Browser or 
Desktop IDE

Your Cloud(s)

CI/CD DeployCDE

Developer
Device

Source Code

Source Code



✓ Standardized & reproducible
✓ Secure, Scalable & Stable
✓ Open standards & enterprise integration 

An Ideal CDE



Developer Experience



Dev environments ready on day 0

1 32
Pre-Configured

Declarative templates define 
underlying infrastructure and 

tooling available to developers

Connect
Developers provision their own 

Workspaces based on the 
Templates they have access to

Code
Developers can begin coding in 

their new environment in 
minutes, using their favorite IDE









Improve DevEx & Productivity

Access from anywhere & any device 1

Code commits on day 02

Consistent pre-configured cenvironments 3



More time in the optimal “flow stateˮ

Before CDE

meetings, configuration, compliance, reviews, maintenance, testing  Time spent coding

With CDE

meetings, configuration, compliance, reviews, maintenance, testing Time spent coding



✓ More time to code!
✓ Reduce attrition
✓ Accelerate time to market

DevEx Bottom Line



Security & Compliance



Lost productivity isnʼt the only risk



Security Advantages

Eliminate local vulnerabilities
Prevent physical loss & misconfigurations1

Enterprise auth & secrets 
Centralized ID providers, least privilege, vaults2

Secure supply chain
Vetted repos, images, etc.3



Platform Considerations

Distribution model
Open source vs proprietary, Self-hosted vs SaaS1

Hosting and system management
Public, hybrid, private, air-gapped, self or vendor maintained2

Platform and Tools
New vs. already vetted platforms and tools3



✓ Centrally manage, govern, and secure dev environments

✓ Minimize the threat of software supply chain attacks 

✓ Safe onboarding and offboarding

Security & Compliance Bottom Line



CDE Maturity & 
The Golden Path





The Golden Path

Best practices, tools & processes
Guide developers efficiently & effectively1

Curated & opinionated
Minimize friction with a clear & consistent workflow2

Continuously refined
Robust & low-friction 3



CDE Maturity Model

Five stages of maturity
Ad-hoc, Foundational, Defined, Refined, Optimized1

Predicable deployment 
Each stage introduces additional refinement, automation, and self-service2

CDE maturity & a scalable Golden Path are intertwined
The Golden Path defines each stage & each stage enables the Golden Path 3





Pre-Stage Considerations

Understand current state 1

Align tech, DevEx & processes2

Define incremental milestones3



Stage 0 Ad-hoc

Current State:
✓ No standards
✓ Inconsistent
✓ Friction at every step

Golden Path:
✓ Non-existent
✓ Risky
✓ Expensive



✓ Inventory & Assess

✓ Select pilot team   

✓ Realize division between workflow & technical debt

Stage 0 Goals



Stage 1 Foundational

Goals:
✓ POC/MVP
✓ Supportable infrastructure
✓ One project CDE only 

Golden Path:
✓ Forming
✓ Iteration & scoring are key
✓ Standardization



✓ Too fast:  Scoring & onboarding not established 

✓ Too fast: Technical debt  

✓ Stagnation: Backsliding to Stage 0

Early stage risks





Stage 2 Defined

Goals:
✓ Supported & integrated platform
✓ Conversion patterns
✓ Multiple projects, options for 

alternative use cases 

Golden Path:
✓ Guided self service
✓ DevEx scoring established
✓ Milestone: zero setup for devs



Effectively Scaling the CDE

Identify a Process Champion
Promote CDE as strategic platform1

Define functional goals
Short term & long term 2

Calculate ROI
Model productivity & DevEx gains 3



Stage 3 Refined

Goals:
✓ CDE is the standard
✓ Security, Stability & Scalability
✓ Platform team begins to delegate 

Golden Path:
✓ Guided self-fulfillment
✓ DevEx scoring refined
✓ Tiered workspaces



Scoring

Technical Performance
TTFC, TT10PR, Reproducibility 1

Developer Sentiment
NPS, Self Service, Productivity Ratio2

Organizational Value
Adoption Rate, Compliance Adherence3



Stage 4 Optimized

Goals:
✓ CDE is the default*
✓ Devs able to declare IaC 
✓ Support & integration are SRE 

motions

Golden Path:
✓ Fully established
✓ Pipelineable 
✓ Tiered self service/fulfilment 



Tiered Self Service

Standard request & fulfilment cycle 1

Multiple choice infra + self service dependencies2

Devs self serving IaC + dependencies3



✓ Incremental adoption and scoring matters
✓ The Golden Path is key
✓ Adoption & Golden Path are journeys

CDE Maturity & Golden Path Bottom Line



CDE Trends





Immediate Benefits with a Strategic Outlook

Problems CDEs Solve Today
✓ Improved DevEx & productivity
✓ Secure & reliable development environments
✓ Optimize infrastructure usage
✓ Govern & rationalize dev tools

Problems CDEs Solve Tomorrow
✓ AI augmented development
✓ Software engineering intelligence
✓ Centralized platform engineering
✓ Green software engineering



✓ CDEs enhance DevEx & security
✓ Adoption is a journey
✓ CDEs are a strategic differentiator 

Conclusion



Resources



List of resources: 

● Docs, White Papers, Blog, Youtube
● CDE 101 Video Series
● Introducing CDEs to Your Enterprise
● State of CDEs Report 2025
● Enterprise CDE Buyers Guide
● CDE Maturity Model

https://coder.com/docs
https://coder.com/ebooks-and-reports
https://coder.com/blog
https://www.youtube.com/@CoderHQ
https://www.youtube.com/watch?v=MWpvvDoAjxQ&list=PLQepvBEEArfmXfnZHSRQj_puTN7BVXcg2
https://coder.com/ebooks-and-reports/reports/introducing-cdes-to-your-enterprise
https://coder.com/ebooks-and-reports/reports/state-of-development-environments-2025
https://coder.com/ebooks-and-reports/ebooks/an-enterprise-buyer-s-guide-to-cloud-development-environments
https://coder.com/ebooks-and-reports/ebooks/cloud-development-environment-maturity-model
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