
AI Impact Report
Plandek Benchmark is what good looks like, based on 2,500 teams.

sparkle AI Tooling  Pull requests

Are we using enough AI to drive efficiency and output? 
The more AI is in daily use, and in the work itself, the larger the efficiency and output gains for an engineering organisation.

Model mix by cost  sparkle Code contributions with no AI   Daily Active Users  sparkle

40% vs. 22%*

of sessions on High-cost models 

52% vs. 48%*

of code contributions still have no AI in them 

23% vs. 18%*

of the organisation using AI on a typical day 

High Opus 40%
Medium o3, Gemini 2.5 Pro  22%
Low GPT-4.1 mini, Gemini 2.5 Flash  38%

Authored 31% vs. 22%*

Assisted 27% vs. 30%*

No AI 52% vs. 48%*

Engineering team maturity  sparkle 

8% vs. 15%*

of team are champions of AI tooling · 1 for every 11.5 people 

Ships AI-authored code 
most days. AI is core to how 
the work gets done. 

Champions 8%
Directs AI with real intent 
most days, even if it isn’t 
always landing as a code 
contribution. Substantive 
use is the norm. 

Practicioners 15%
Genuine but lighter usage. 
Habits are forming. 

Explorers 20%
Shows up, but shallow. 
Some trace of AI activity — 
not enough depth or 
frequency to be a real 
pattern. 

Idles 25%
GPT-4.1 mini, Gemini 2.5 
Flash 

Dormants 32%

Habits spread once a committed minority reaches about 25% of the group — the tipping point where the rest start to follow. The Plandek 
Benchmark is 15% (Top 25% of companies). At 8%, this organisation is still early on that journey. 

* Top 25% of companies result from Q4 2026 Plandek Benchmark — based on +2,500 teams. 
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AI Impact Report for ACME Corporation  ·  Last 90 days vs previous 90 days 

AI work that landed 
The more AI spend that lands as shipped work — in codebases that are ready for it — the more output you get for the money.

AI work that shipped  Token usage rating sparkle  Repositories not ready for agents 

87% vs. 91%*

of AI work that shipped this period

C (84k) vs. B (62k)*

84k tokens for a piece of work 

A

B 62k

C 84k

D

E

50% vs. 32%*

of work is in codebases that aren't ready for 
agents 

More ready for agents  Less ready for agents 

Ready 4 10%
Mostly ready 8 20%
Partly ready 12 30%
Not ready 20 50%

3.8M tokens → £1,140 
Potential savings this period

Am I seeing the expected return on investment? 
Same engineers, more output. In the previous 90 days you would have needed 4 more engineers to produce the same output as 
the last 90 days. 

More output, same engineers   How this relates to cost 

4 more vs. 3 more*

In the previous 90 days you would have needed 4 more engineers to 
produce the same output as the last 90 days 

vs. 11%*

vs. 15%*

£440k vs. £330k*

Sample loaded cost of the 4 extra engineers you would have needed in 
the previous 90 days

Sample preview, using £110k loaded cost per engineer: 4 extra 
engineers → £440k.


Cost data can be added. Talk to Plandek to unlock your real cost.

18% 
more output per engineer vs previous 90 days 

30% 
faster per engineer on average

* Top 25% of companies result from Q4 2026 Plandek Benchmark — based on +2,500 teams. 
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