Codex CLI at One Year: What We Got Right, What We
Got Wrong, and What's Coming Next
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The Agentic Engineering Series — From experiment to enterprise. This is article 1 of 13. This article assesses the platform — one
year of Codex CLI in production, and whether the tooling is ready for enterprise scale. Next: Agentic Engineering Is Not Vibe Coding |
Series overview

Series context: This is article 1 of 13 in From Experiment to Factory. Having established in Article 01 why experimentation is not
enough, this article is The Platform — an honest assessment of whether Codex CLI, after one year in production, is mature enough
to serve as the foundation for enterprise-scale agentic engineering.

Written 2026-04-15. Based on one year of daily tracking: changelogs, GitHub PRs, benchmark data, community signals, and production use
across dozens of codebases.

One Year and 67,000 GitHub Stars Later

One year and 67,000 GitHub stars later, here is what OpenAl got right, and what they got wrong, with Codex CLI.

On April 16, 2025, OpenAl open-sourced a terminal-based coding agent under the Apache 2.0 license.® The repo hit the front page of
Hacker News within hours. Three million weekly active users followed.? Enterprise adoption grew more than 5x since the start of the year?,
with the average user now sending five times more messages per session than at launch®. So did a 520-comment thread about runaway
token costs,? a TypeScript-to-Rust rewrite that alienated contributors, and a Windows experience that still breaks in new and creative ways
every release cycle.

This is not a press release. This is an honest assessment, based on tracking every changelog entry, reading every significant PR, and
following daily community usage patterns over the past year, of whether the tool that bet on the terminal as the right surface for Al agents
has earned that bet.


http://127.0.0.1:42341/premium/02-agentic-engineering-is-not-vibe-coding/

The Timeline: Twelve Months in Milestones

Before the analysis, the facts. Here are the inflection points that defined Codex CLI’s first year.

Codex CLI: Year One Milestones (May 2025 - April 2026)
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Each of these milestones deserves its own article (and many have gotten one). But the pattern they form is more interesting than any single
event: Codex CLI evolved from a clever demo into production infrastructure in about ten months. That's fast by any measure. It's also
incomplete, and the gaps matter.

What We Got Right

1. THE SANDBOX MODEL WAS THE RIGHT CALL

The single best architectural decision in Codex CLI’s first year was shipping with a sandbox from day one.

When the tool launched, it offered three permission levels: suggest (read-only), auto-edit (file writes with approval), and full-auto
(autonomous execution in a sandboxed environment). The sandbox used platform-native isolation — Seatbelt on macOS, Landlock and
seccomp on Linux, Windows Firewall rules on Windows — rather than Docker containers or VMs.

This was the right call for three reasons.

First, it made the “let the agent run autonomously” mode safe enough to actually use. Claude Code launched without meaningful
sandboxing and spent months dealing with reports of autonomous destructive operations.® Codex's sandbox meant that full-auto mode
could delete files, run tests, and iterate on code without touching anything outside the workspace. Developers trusted it enough to leave it
running overnight.

Second, platform-native sandboxing meant no Docker dependency. This sounds minor until you're on a locked-down corporate laptop where
Docker Desktop requires an enterprise license and IT approval. Codex CLI worked out of the box on vanilla macOS and Linux installations.
The enterprise deployment story started here.

Third, the sandbox became the foundation for everything that followed. Smart Approvals (the guardian subagent that reviews pending
actions in full-auto mode) only works because the sandbox provides a meaningful security boundary. The hooks engine only makes sense
when you have a sandbox to enforce its decisions. Enterprise features like managed deny-read patterns
(permissions.filesystem.deny_read in requirements.toml ) build directly on the sandbox’s permission model.



The sandbox isn’t perfect — symlinked writable roots caused issues that took months to fix’, Windows sandbox has ongoing isolation gaps®,
and the macOS Seatbelt policy blocked legitimate DNS tools until April 2026°. But the decision to build on native OS isolation rather than
ignoring the problem was foundational.

2. OPEN SOURCE AND APACHE 2.0 CREATED REAL ECOSYSTEM

Codex CLI shipped under Apache 2.0. Not “source available.” Not “community edition with an enterprise upsell.” A real open-source license
that lets companies modify, redistribute, and build commercial products on top of it.

The ecosystem that emerged validated this choice:

« awesome-codex-cli now curates 245+ community tools®

« Agentmaxxing became a mainstream practice — multiplexers like AMUX, dmux, and Emdash make running 10+ parallel Codex
agents practical

+ codex-plugin-cc (OpenAl’s official “Codex inside Claude Code” plugin) exists because the architecture is open enough to bridge
competing tools

¢ MCP servers are shipping Codex plugin manifests — sooperset/mcp-atlassian (4.8K stars) added a Codex manifest in early April
2026

The competitive contrast matters. Claude Code’s closed-source approach led to community friction: users extracting its source code (1,906
TypeScript files in one incident), billing opacity complaints with 478+ comment threads, and migration to open alternatives like OpenCode
(95K stars) and Pi.12 Codex’s openness didn't eliminate complaints — the 520+ comment token burn thread is real® — but it meant the
community could diagnose, quantify, and sometimes fix the problems themselves.

3. THE HOOKS SYSTEM CHANGED THE ENTERPRISE CONVERSATION

When Codex shipped hooks in v0.114.0 (March 11, 2026), it transformed from a developer tool into enterprise infrastructure.

The hooks model is straightforward. Shell scripts that fire at specific lifecycle points:

Hook Trigger Enterprise Use

SessionStart Session begins Pre-flight checks, context loading

Stop Session ends Cleanup, audit logging, team notification
UserPromptSubmit Before prompt enters conversation Policy enforcement, audit trails
PreToolUse Before a tool call executes Command blocking, exfiltration prevention
PostToolUse After any tool executes Auto-testing, compliance checks
PermissionRequest * When agent requests elevated access Custom approval gates, progressive trust

*PermissionRequest landed in v0.121.0-alpha.6 (April 2026) and is still in alpha alongside the five GA hooks above.

The userpromptsubmit hook (v0.116.0, March 19) was the one that opened doors in regulated environments. A shell script receives the

raw prompt on stdin, can modify or block it, and exits with a status code. Exit 0 means allow; exit 1 means block. That's simple enough for a
compliance team to audit and approve.

PermissionRequest hooks, which landed in v0.121.0-alpha.6 (April 13), took this further. Hooks can now intercept permission escalation
requests with contextual suggestions, grant directory-level permissions progressively, and inject new permission rules dynamically.’® This
turns the hook system from simple approve/deny into a programmatic policy engine — exactly what enterprise security teams want.

The hooks system isn’t complete. PreToolUse and PostToolUse (shipped in v0.117.0) currently only fire for Bash tool calls, not for
apply_patch file writes (tracked in issue #16732). PermissionRequest hooks are still in alpha. And the hook execution model is
synchronous, which creates latency in multi-agent scenarios. But the architecture is sound and the trajectory is clear.

4. AGENTS.MD WAS AN UNDERRATED INNOVATION

The AGENTS.md convention — a markdown file in your repo that gives the agent project-specific context — turned out to be one of Codex
CLI's most important contributions. Not because the idea is technically complex (it's a file the agent reads), but because it established a
portable convention for Al agent context.



AGENTS.md files now work across Codex CLI, the Codex desktop app, the IDE extension, and cloud tasks. Other tools have adopted
similar patterns ( .claude-project files, .gemini-context directories). The convention spread because it solved a real problem: how do
you give an Al agent the domain knowledge it needs without re-explaining your project in every conversation?

The hierarchical loading model — global $CODEX_HOME/AGENTS.md , then project root, then subdirectory-specific files — lets teams layer
context. A global file sets coding standards; a project file describes the architecture; a subdirectory file explains the local conventions of a
specific module. The /status command now shows exactly which AGENTS.md files were loaded and in what order'*, making debugging
straightforward.

The economic impact is also measurable. With token-based pricing (April 2026), well-structured AGENTS.md files that remain stable across
turns benefit from the 10x cached-input discount.!® A stable 2,000-token AGENTS.md costs 10x less per turn than a 2,000-token prompt
that changes every time.

What We Got Wrong (Or Haven't Fixed Yet)

Honest assessment requires honest criticism. These are the areas where Codex CLI falls short of what its users need, ordered by severity.

1. CONTEXT LIMITS ARE STILL THE BIGGEST PRODUCTIVITY KILLER

The 200,000-token context window sounds enormous until you're working in a real codebase. A medium-sized TypeScript project with 200
files can exhaust that window in a single complex task. When the context fills up, Codex compacts — summarizing earlier conversation
history to make room. Compaction is lossy. The agent loses nuance, forgets earlier decisions, and sometimes contradicts work it did ten
minutes ago.

The compaction system has improved significantly. Prefix compaction (v0.119.0, April 2026) prewarms context summaries in the background
before they’re urgently needed, reducing the mid-task disruption.'® But the fundamental problem remains: the agent’s working memory is
smaller than many codebases. (For a deep dive into compaction mechanics and the strategies that mitigate context loss, see Context Is All
You Need.)

Context threshold
hit?

Resume with
degraded context

Lost nuance,
repeated work

The concurrent compaction race condition (issue #17514, April 2026) made this worse — multiple compactions could fire simultaneously,
causing data loss or inconsistent state. The context meter UX was also a regression: the switch from numeric display to a progress bar drew
multiple complaints from power users who needed precise at-a-glance visibility.*’

Real-world impact: on SWE-EVO (a benchmark testing sustained evolution of existing systems), the best models score under 20% on
enterprise codebases!® — and context management is a primary reason. The gap between “isolated bug fix” performance (56.8% on SWE-
bench Pro!®) and “multi-session evolution” performance (under 20%) is largely a context problem.

2. THE TYPESCRIPT-TO-RUST MIGRATION CREATED REAL FRICTION

Codex CLI launched as a TypeScript project. In early 2026, OpenAl began rewriting it in Rust ( codex-rs ). The technical rationale was
sound: better performance, memory safety, and the security properties that enterprise and government customers demand (the FedRAMP
compliance angle).

The execution has been rougher than it needed to be.

The Rust rewrite fragmented the codebase. The codex-cli/ directory README was only cleaned up in April 20262° — months after the
Rust code became primary. Contributors who understood the TypeScript codebase had to re-learn everything in a different language. The
npm install path on Windows broke repeatedly (issue #17432: @openai/codex-win32-x64 missing from v0.120.0%1).



More importantly, the migration changed the project’s character. The TypeScript CLI was approachable. A JavaScript developer could read
the source, understand how it worked, and submit a PR. The Rust codebase — now spanning approximately 90 crates with a Bazel build
system — is a significantly higher bar. The workspace now includes codex-core, codex-mcp, codex-tools, codex-analytics , and
dozens of others. That's architecturally sound but community-hostile.

The compile-time improvements were impressive (48-63% reduction in codex-core rebuild times by replacing #[async_trait] with native
async??), but they only matter to contributors who can build the project at all. The TUI had a release-mode compilation failure hidden behind
#[cfg(not(debug_assertions))] that Cl missed entirely — caught by a community member building release binaries locally.?

The Rust rewrite was probably the right long-term decision. But the transition cost was higher than it needed to be, and the reduced
contributor accessibility is a real loss.

3. MCP IS POWERFUL BUT ROUGH

The Model Context Protocol (MCP) integration gives Codex CLI the ability to talk to external tools — databases, APIs, documentation
servers, deployment systems. It's the extensibility mechanism that makes Codex useful beyond pure code editing.

It's also still rough.

The MCP tool namespace was inconsistent until April 2026 — direct and deferred MCP tools used different registration formats, causing
“MCP tool not found” bugs that were difficult to diagnose.?* The GitHub connector shipped create_pull_request butnot create_issue
— agap in the most basic Git workflow.2> MCP servers using Unix domain sockets didn’t work inside sandboxed macOS sessions until
explicit socket allowlists were added in v0.121.0.26

Environment variable propagation failures, excessive approval prompts, and tool name sanitisation issues were noted as persistent gaps
across the entire Al CLI ecosystem in the agents-radar digests.?” Codex isn’'t uniquely bad here — Claude Code and Gemini CLI have
similar MCP friction — but being in the same category as everyone else isn't a strong position for a tool that aspires to be the best.

The deferred MCP tool loading pattern (merged April 2026) is a genuine improvement — it lazy-loads tool schemas instead of including
them all in every context, reducing token overhead.?® Parallel MCP tool calls (the supports_parallel _tool calls flag, merged April 13)
showed a 46% speedup in testing.?® The trajectory is positive. But today, setting up a non-trivial MCP integration still requires more
debugging than it should.

4. WINDOWS IS STILL A SECOND-CLASS PLATFORM

Ayear in, Windows support remains a persistent friction point.

The April 12, 2026 issue tracker tells the story: 12 new issues in a single day, with Windows problems accounting for nearly half.%° The npm
install failure (#17432), VS Code extension bugs (#17529), desktop app crashes (#17531), and the Windows Firewall sandbox setup
regression that persisted for weeks (#17053) paint a picture of a platform that receives fixes but not enough preventive investment.

The Windows sandbox has fundamental isolation gaps (issue #17551: per-workspace capability SIDs may not isolate workspaces). Hooks
were gated behind a platform check that prevented them from working on Windows at all until April 9, 2026 (PR #17268).3! The PowerShell
exec policy wrapper could be bypassed until a security fix landed the same week.3?

WSL works. WSL2 works better. But “use WSL” is not a Windows strategy — it's an admission that the native experience isn’t ready.
Enterprise teams with Windows-first policies need a tool that works on Windows, not a tool that works on Linux-inside-Windows.

5. COST TRANSPARENCY TOOK TOO LONG

The token burn issue (#14593) accumulated 520+ comments over months before OpenAl shipped token-based billing in April 2026.33
During that period, users had limited visibility into why their quotas were draining faster than expected.

The April pricing shift to token-based credits ($40 per 1,000 credits, with model-specific rates!®) was the right move — it aligned Codex
pricing with API pricing and made costs predictable. But it took too long to get there, and the tooling still lags behind the need.

Users can't yet see usage breakdowns beyond a 30-day window (issue #17584). The analytics pipeline for per-turn token consumption
tracking only merged in April 2026.3* Third-party tools like ccusage, tokscale, and codextime have filled the gap, but cost visibility should be
a first-party feature, not a community responsibility.

The 10x cached-input discount is a powerful lever that most users don’t know about. Fast mode consuming 2x credits isn’t prominently
documented. The reasoning effort parameter ( model_reasoning_effort ) has a direct and significant impact on token consumption — the
difference between medium and xhigh can be 3-5x — but there’s no built-in way to see this in real time.



The Competitive Landscape: Where Codex Fits

One year in, the Al coding agent market has crystallised into distinct niches. Here’s where each major tool has landed.

Al Coding Agent Positioning (April 2026)
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CODEX CLI VS. CLAUDE CODE

The most common comparison, and the most interesting one.

Claude Code chose the premium closed-source path: polished experience, deep IDE integration, and Anthropic’s Claude models. It has a
strong following among developers who prioritize coding quality and are willing to pay for it.

But Claude Code’s opacity has become a liability. The prompt cache TTL was silently reduced from one hour to five minutes in March 2026,
causing unexplained quota inflation (issue #46829).3% The /buddy command removal (506-upvote consolidation thread) broke workflows
that users had built around personality continuity. No new releases shipped for 24+ hours at a stretch while Codex was merging

infrastructure PRs.12



Codex CLI's advantage is structural: open source means transparency. When your token usage spikes, you can read the code to
understand why. When a feature breaks, you can find the PR that caused it. When you need something custom, you can fork and modify.

Claude Code’s advantage is model quality. Claude Opus 4.5 and 4.6 remain formidable coding models, and the tighter integration between
Anthropic’s agent scaffolding and its models produces a polished experience that Codex’s model-agnostic architecture sometimes lacks.

CODEX CLI VS. GEMINI CLI
Google’s entry, still early. Gemini CLI shipped hard into Windows and WSL support (48 PRs in a single 24-hour sprint'?), which is exactly the
area where Codex is weakest. The GCP ecosystem integration gives it a natural home in Google Cloud shops.

Gemini CLI is worth watching for enterprise customers already deep in the Google ecosystem. For everyone else, it's still catching up on the
agentic capabilities (subagents, hooks, memory) that Codex has been shipping for months.

CODEX CLI VS. OPENCODE AND THE OSS ALTERNATIVES
OpenCaode hit 95K stars and represents the “fully open” approach — open-source tool, open-weight models, no vendor lock-in. Pi targets

terminal-native power users with OpenRouter multi-provider support.

These tools serve an important niche: developers and organisations that can’t or won’t depend on OpenAl. Codex CLI's Apache 2.0 license
makes it modifiable, but it still requires an OpenAl API key or ChatGPT subscription for its best experience. The custom model provider
support exists, but it's not the primary path.

THE STRATEGIC POSITIONING

The agents-radar ecosystem digests crystallised each tool’s strategic direction as of April 2026:36

Tool Strategic Direction Key Differentiator

Codex CLI Enterprise/FedRAMP, Rust security Sandbox, hooks, open source
Claude Code Premium closed-source, Ul polish Model quality, integration depth
Gemini CLI GCP ecosystem, rapid iteration Google Cloud native, Windows focus
OpenCode Full OSS, privacy, voice/multimodal No vendor lock-in, open weights

Pi Terminal power users, multi-provider OpenRouter, maximum flexibility

The State of Codex CLI Today (April 2026)

For readers who haven't looked at Codex CLI recently, here’s a snapshot of the current state.

THE MODEL ROSTER

Four models are available as of April 14, 2026 (after legacy model removal®’):

Model Role Context Key Characteristic

gpt-5.4 Default flagship 1M tokens Coding + reasoning + agentic workflows
gpt-5.4-mini Subagent workhorse 1M tokens ~30% quota cost, 2x faster

gpt-5.3-codex SWE specialist 200K tokens Deep software engineering tasks
gpt-5.3-codex-spark Real-time pair programming 128K tokens 1,000+ tok/s on Cerebras hardware (Pro only)

The recommended setup: gpt-5.4 as your daily driver and orchestrator, gpt-5.4-mini for subagent workers (five parallel mini workers
cost about the same as 1.5 flagship queries), and gpt-5.3-codex for extended autonomous SWE runs.38



SUBAGENTS ARE GENERAL AVAILABLE

Since v0.115.0 (March 16, 2026), up to six concurrent subagents can run in a single session. Three built-in roles (explorer, worker, default)
cover common patterns. Custom agents are defined in TOML files:

name = "test-runner"
description = "Runs tests and diagnoses failures"

model = "gpt-5.4-mini"

model_reasoning_effort = "medium"
sandbox_mode = "workspace-write"

Smart Approvals — a lightweight guardian subagent that reviews pending actions rather than blindly auto-approving — makes --full-
auto mode meaningfully safer for Cl and overnight runs.3°

THE RUST CODEBASE

The Rust rewrite ( codex-rs ) is now the primary codebase. The workspace spans approximately 90 crates. Key architectural components:

« codex-core: Session management, model interaction, tool execution

« codex-mcp: MCP client and server support

« codex-tools: Tool registry, specifications, discovery

« codex-analytics: Telemetry, token tracking, event pipeline

+ codex-exec-server: Headless daemon for CI/CD and remote execution

Compile times were reduced 48-63% in the v0.119.0 cycle.?? The exec-server ( codex exec-server ) is the foundation for headless agent
execution — separating the runtime from the TUI for CI/CD and remote scenarios.

WHAT SHIPPED IN THE LAST 30 DAYS

The pace of development in March-April 2026 has been extraordinary. The v0.121.0 release cycle shipped 14 builds in four days (April 11-
15) before reaching GA, touching every major subsystem:*°

» Agent identity stack complete (4-PR series, fully merged April 14): Each agent now has a cryptographically attributable identity.
Foundation for enterprise multi-agent audit trails.

« Memory lifecycle complete: Create, consolidate, clean, delete, and TUI management. First time Codex offers programmatic memory
deletion and a user-facing memory menu.

» Plugin marketplace infrastructure: Add/remove lifecycle, local and manifest sources, async plugin loading. Plugin distribution is
becoming first-class.

» Analytics pipeline live: Full audit trail — token usage, steering metadata, thread context denormalization.

* PermissionRequest hooks deepening: Turn-scoped interrupts, progressive directory access, dynamic rule injection.

» Enterprise security: Managed deny-read restrictions via admin-enforced requirements.toml .

Benchmarks: The Honest Numbers

Benchmarks are marketing ammunition. Here are the numbers with the necessary context.

SWE-BENCH PRO (THE HONEST MEASURE)

SWE-bench Verified — the benchmark everyone cited in 2025 — is contaminated. OpenAl’'s own audit confirmed that every frontier model
can reproduce verbatim gold patches for a subset of tasks, and 59.4% of hard tasks have flawed tests. OpenAl has stopped self-reporting
Verified scores.'®

SWE-bench Pro is the replacement: 1,865 multi-language tasks, GPL-licensed codebases (creating legal barriers to training data inclusion),
and a private held-out subset. The scores are humbling:



Agent + Model SWE-bench Verified SWE-bench Pro (Public) Pro Private

Claude Opus 4.5 80.9% 45.9% —
Codex CLI + GPT-5.3-Codex — 56.8% (OpenAl scaffold) —
GPT-5 (SEAL standardised) — 41.8% 14.9%

The 56.8% number uses OpenAl’'s own scaffolding, which adds 4-12 points over standardised evaluation.® On the SEAL leaderboard with
standardised scaffolding, the gap narrows considerably.

TERMINAL-BENCH 2.0 (THE CLI-NATIVE BENCHMARK)

Terminal-Bench 2.0 is the most relevant benchmark for Codex CLI users — 89 end-to-end tasks in Docker containers covering software
engineering, ML, sysadmin, and security.*

Agent + Model Score

ForgeCode + Claude Opus 4.6 81.8%
ForgeCode + GPT-5.4 81.8%
SageAgent + GPT-5.3-Codex 78.4%
Codex CLI + GPT-5.2 63%

The frontier is clustered between 78-82% — no model dominates. Note: these scores were measured on Opus 4.6; Anthropic released
Opus 4.7 on April 16, 2026, with improved agentic execution rigor and self-verification, which may shift the leaderboard further.#2 The critical
finding: model capability matters more than scaffold choice. Codex CLI's resolution rate increased 52% when upgrading from GPT-5-Nano
to GPT-5.2.43

THE REAL BENCHMARK

On SWE-EVO (sustained evolution of existing systems), the best models score 21% — compared to 65% on SWE-bench Verified. On
commercial/enterprise codebases, under 20%.18

The gap between benchmark performance and real-world performance is the most important number in this entire section. No tool has
closed it. Codex CLI's sandbox, hooks, and AGENTS.md system help (good scaffolding adds 4-12 points), but the honest assessment is
that we're all still early.

THE MODEL EVOLUTION: FROM GPT-5 TO GPT-5.4

At Codex Day, OpenAl laid out the Codex model lineage more explicitly than anywhere else. Each generation solved a specific bottleneck:
GPT-5 Codex (September 2025) introduced specialised agentic coding and code review. GPT-5.1 was trained to compact its own context
and relearn forgotten information — the first model-level attack on the compaction problem that dominates long sessions (see Article 08:
Context Compaction). GPT-5.2 added cybersecurity capability and large-codebase performance. GPT-5.3 was 25% faster. GPT-5.4 unified
the chat and code model lines into a single model that is 2x more token-efficient and 1.5x faster than 5.2. The speaker also referenced GPT-
Next as an upcoming model in the architecture stack, alongside 5.3 and 5.4.

What'’s Coming: The Next Twelve Months

Predictions are dangerous. Here are mine, grounded in the current development trajectory and observable signals.

NEAR-TERM (Q2 2026): THE ENTERPRISE RELEASE

The v0.121.0 stable release, likely within days, will be the most significant enterprise feature release in Codex CLI's history. The agent
identity stack, memory lifecycle management, managed deny-read restrictions, and analytics pipeline are all merged and in alpha testing.

Expect:
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* Agent identity GA: Every subagent action attributable to a specific agent identity. This is the prerequisite for enterprise multi-agent
audit trails and cost attribution.

» Plugin marketplace GA: Plugin distribution becomes a solved problem for teams. Private registries via local and manifest
marketplace sources.

* Memory in production: Cross-session persistent memory transforms Codex from a stateless tool into a learning assistant. The
memories menu, cleaning endpoints, and deletion API are all merged.

The enterprise evidence is already arriving. At Codex Day, OpenAl presented named customer results: Cisco reported 20% faster build
times, 1,500 engineering hours saved per month, and 10—15x faster defect remediation after embedding Codex into their workflows?**.
Datadog integrated Codex into code review for more than 1,000 engineers and found it could have flagged 22% of past defects faster*®.
These are the numbers that turn a pilot into a budget line.

THE CODEX APP: CLI'S SIBLING SURFACE

The Codex app, released January 2026 and downloaded over one million times in its first week*®, represents OpenAl's bet that the CLI is
not the only surface for agentic coding. The app supports multiple workspaces and projects simultaneously, parallel feature development,
and integrated code review. Peter Steinberger (PSPDFKit creator, now on the Codex team) was cited as a power user whose workflow
informed the design. The OpenAl speaker stated bluntly: “I started dogfooding this app sometime in December, and | haven't touched the
CLI after that.”

For the series, this matters because the app shares the CLI's AGENTS.md convention, hook system, and model routing — the same
infrastructure that makes the pod model work. The surface changes; the engineering discipline does not.

MID-TERM (Q3-Q4 2026): THE PLATFORM SHIFT

Three architectural trends will define the second half of 2026:

1. Codex-Spark GA. The 1,000+ tok/s model on Cerebras hardware is currently research preview, Pro only. When it reaches general
availability, it enables a qualitatively different interaction pattern — the agent feels like a live collaborator, not a batch process. The two-
mode vision (Spark for real-time pair programming, GPT-5.x for deep autonomous work) is compelling, but only if Spark becomes
accessible to the broader user base.

2. Remote execution as the default. The exec-server architecture, waypoints (multi-host remote execution via SSH*"), and named
execution environments are all in development. The trajectory points toward a world where Codex CLlI is a thin client that connects to
execution environments — local, remote, cloud, or containerised. This is the infrastructure for enterprise deployment at scale.

3. “Spud” | GPT-6. Codenamed internally, pretraining reportedly completed around March 24, 2026. Greg Brockman called it “two years of
research” and “not an incremental improvement.”8 If GPT-6 delivers a meaningful jump in sustained multi-file reasoning (the thing that limits
SWE-EVO scores), it will transform what Codex CLI can do in a single session.

LONG-TERM BET: AGENT PODS AS THE DEFAULT WORKFLOW

The convergence of subagents, persistent memory, agent identity, and inter-agent messaging points toward a future where the default
Codex workflow isn’t “one agent, one task” but “an orchestrated team of specialised agents.”

The infrastructure is nearly there. Durable timers (SQLite-backed, surviving process restarts), queued external message delivery, path-
based agent addressing ( /root/agent_a ), and the orchestrator/worker pattern with configurable spawn hints are all shipped or in late-
stage alpha.

What's missing is the user experience. Setting up an agent pod today requires TOML configuration, mental model understanding of the
subagent system, and patience for debugging inter-agent communication. The next year needs to make this as easy as codex --team
"review this PR" — where the tool automatically spins up the right agents with the right roles.

The Honest Summary

Codex CLI at one year is a tool that made several genuinely excellent architectural decisions (sandbox, open source, hooks, AGENTS.md)
and is now dealing with the consequences of rapid growth and an ambitious rewrite.

It’s genuinely great for:

o Terminal-native developers who want Al in their existing workflow
« Enterprise teams that need auditable, sandboxed, hook-driven agent execution



» Multi-agent workflows where cost-efficient subagent delegation matters
o Teams that value transparency and community extensibility

It’s still frustrating for:

¢ Windows-first teams who need native (hot WSL) support

« Developers working in large codebases that exceed context limits

« Users who need reliable MCP integrations without debugging namespace issues
Anyone who needs detailed, real-time cost visibility

The trajectory is strongly positive. The development velocity — 14 alpha builds in four days, major architectural features landing weekly,
3 million weekly users with 50% month-over-month growth — indicates a tool that is being actively invested in, not coasting.

The question for the next year isn't whether Codex CLI will improve. It will. The question is whether it will improve fast enough in the areas
where it's weakest (context management, Windows, cost transparency) to maintain its position as the competitive landscape heats up.

The assessment here: yes, but it will be closer than it should be. The Rust rewrite was necessary but expensive in community goodwill and
contributor accessibility. The enterprise focus is strategically correct but risks leaving individual developers feeling like afterthoughts. And the
context limit problem is ultimately a model capability issue that no amount of clever engineering can fully solve until the models get better at
sustained, long-horizon reasoning.

Codex CLI at one year is not the best Al coding tool in every dimension. It is the most architecturally sound one. The sandbox, the hooks,
the open source model, the AGENTS.md convention, the subagent system — these are the right foundations. The next year will determine
whether those foundations translate into the best daily experience, or whether a competitor with worse architecture but better polish steals
the moment.

The evidence favours Codex CLI, but the margin is narrower than its architectural advantages might suggest, and honesty requires saying
so.

The platform is assessed. The next step in building the factory is codifying the instructions that turn ad-hoc prompting into repeatable
infrastructure. In Article 05: The AGENTS.md Playbook, we move from evaluating the platform to writing the blueprint that every agent
session will follow.
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