


This is a brain.

And so is this. A 44-year-old civil servant, married, two children. IQ 75 — and he went to the doctor because his left leg felt weak.
Feuillet et al., The Lancet, 2007 · control: everyone’s idle, CC BY-SA 2.0
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You and your
LLM

A long-distance relationship, and what it is costing you.
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umage.ai is an AI consultancy for Danish and Nordic enterprises. We build

with agents every day, on both sides of the wire — frontier models in the

loop, open weights on our own GPUs. CodeShellManager, a desktop app

for running several coding agents side by side, went from idea to first public

release in 26 hours using the process I am about to describe.



C H A P T E R  0 1

Three bills
Only one of them arrives as an invoice.



B I L L  O N E  ·  M O N E Y

Two sessions,
three hours,
€170.
I ran out of my weekly allowance on a Friday. I had €170 of promotional

credits about to expire, so rather than stop, I kept going.

Two Claude Code sessions spent all of it before the evening. I was not doing

anything unusual — I just was not watching the meter.

Nobody in this room budgeted for this in January. And nobody meters it by the hour, because the hour is not how it is sold.



B I L L  T W O  ·  D ATA

Everything you send,
leaves.

You know the prompt goes. These go with it.

→ Decompiled source An agent that cannot find documentation for a licensed package

decompiles it. That source leaves with the prompt.

→ Whatever is in context Not the file you are editing. The forty it opened looking for it.

→ Config and fixtures An agent reads .env and test fixtures like any other file, because that is

what they are.

Nobody decided any of that. It is what being resourceful on your behalf looks like.



B I L L  T W O  ·  D ATA  ·  A N D  T H E N  I T  I S  K E P T

“Not trained on” is not the
same as “not kept”.

30 days
OpenAI API inputs and outputs, held for

abuse monitoring. Not training. Zero-

retention is a separate arrangement you

ask for.

2 years
Anthropic, with zero data retention in

force, if automated trust-and-safety

flags the session.

5 years
Claude consumer accounts that did not

opt out when the terms changed in

August 2025.

No opt-out
Fable 5 shipped in June with 30-day

retention on every prompt, mandatory.

Withdrawn in September after

enterprise pushback.

In May 2025 a US court ordered OpenAI to preserve output logs that would otherwise have been deleted. It objected in public. The order stood for five months.



B I L L  T W O  ·  D ATA  ·  A N D  T H I S  P A R T  I S  P U B L I S H E D

Secrets go in. Memorised
text comes out.

1 Twelve thousand live credentials, in one training snapshot.
400TB of Common Crawl, 2.67 billion pages, 219 kinds of secret — AWS keys and passwords that still worked when they were

found

2 And a production model can be made to recite what it memorised.
ask it to repeat one word forever and it diverges into pretraining data — 150× the normal rate, megabytes of it for about two

hundred dollars

Nobody has demonstrated a path from your repository to somebody else’s prompt, and I am not going to stand here and tell you they have. Both halves are documented.

The join is not.
Truffle Security, 2025 · Nasr et al., arXiv:2311.17035



B I L L  T H R E E  ·  S U P P LY

You have all seen this one.

Annoying. Solvable. Buy a bigger plan. But what if a model just goes away? Overnight, no warning. That does not happen — serious companies, serious SLAs.



June 12th,
this year.



C L A U D E  FA B L E  5  A N D  M Y T H O S  5  ·  R E L E A S E D  9  J U N E ,  S U S P E N D E D  1 2  J U N E

Eighteen days.
A Bureau of Industry and Security “Is Informed” letter under the Export

Control Reform Act — the first use of that instrument against a commercial

model. Suspension began 17:21 ET.

1 The statement 2 The lift 3 Client alert 4 Is it an export?

The platform could not verify nationality in real time, so both models went dark for every customer, globally — direct API and every major cloud reseller at once.



U S  D E PA R T M E N T  O F  C O M M E R C E ,  1 2  J U N E  2 0 2 6  —  T H AT  I S  E V E R YO N E  I N  T H I S  R O O M

This is not about one company. It is strategic infrastructure, single source, foreign jurisdiction, nothing qualified to switch to — and your procurement people have a word for

that, and a process for it. Nobody applied either to this.

“… suspend all access

by any foreign national,

anywhere in the

world.”



C H A P T E R  0 2

What the work actually
needs



O N E  S E S S I O N  ·  F O R T Y  T U R N S  ·  T W E LV E  M I N U T E S

How much of this was
hard?

FIRST TURN LAST TURN

glob, grep, read, run the build the single turn that changed the code

Thirty turns to find it. Nine to check it. One to fix it. And every one of them crossed an ocean to get here.

THE ONE THAT CHANGED A FILE



I F  Y O U  H AV E  G O T  A  N A I L ,  Y O U  U S E  A  H A M M E R

Not a bulldozer.
Not because it would not do the job. Because getting it onto

the site costs more than the house.



T H E  W H O L E  TA L K ,  I N  O N E  S E N T E N C E

Model selection is an
architecture

decision, not a preference.
And the unit you are selecting is model plus harness plus context — not

model.

The harness gives it eyes and arms — Claude Code, OpenCode, Hermes, Codex. Skills give it training. MCP gives it tools, and a memory it does not carry itself. You are not

choosing a brain. You are choosing a body for it.



C H A P T E R  0 3

So I measured it



F I R S T  AT T E M P T

I did try the fun way.

Three local models, no-limit hold’em, every decision reasoned out loud. It measured one thing with real precision: which model most enjoys bluffing.
Which is not a quality I am looking for in a coding agent



T H E  TA S K  ·  A  R AY  T R A C E R ,  F I V E  M I L E S T O N E S

Three runs, one harness.

Opus in a datacentre · qwen3.8:27b q4 on Ollama, then on vLLM, on GPUs in my office. Pinned spec, Claude Code throughout, started and left alone.
I had Opus write the spec it was then measured against · three panes in one window, which is CodeShellManager, ours



A L L  F I V E  M I L E S T O N E S

Byte-identical
output.
Identical SHA-256. Zero differing pixels out of 129,600. On every one of the

five.

And they did not get there the same way — different arithmetic order,

different loop nesting, division where another used multiplication. The spec

was tight enough that none of it mattered.

The images are the same. What differed is everything around them.
one generation run per arm



S A M E  S P E C ,  S A M E  P I X E L S ,  T H R E E  R U N S

What actually differed
Opus
a datacentre

qwen3.8:27b
my GPUs · vLLM

qwen3.8:27b
my GPUs · Ollama

TIME TO FINISH 27 min 1 h 50 2 h 38

ITS RENDER, AT M5 18.7 s 23.6 s 48.7 s

SOURCE LINES 699 420 467

THE IMAGE identical identical identical

One local run landed within five seconds of Opus. The other was thirty seconds behind it. Same model, same spec, same machine.
one generation run each · elapsed measured between checkpoints



S O :  W H O  W A S  W A I T I N G ?

Day shift.
Night shift.

Frontier where you are watching. Local where nobody is.

That local setup stopped being an experiment. Claude Code and OpenCode, both driving qwen3.8:27b with MTP on my own GPUs, are what run anything long enough

that I am not going to sit through it.



C H A P T E R  0 4

The night shift



A  R E A L  P R O J E C T,  A  R E A L  P A C K A G E

The agent wrote code that
was already in the

framework.
It decompiled the package, grepped through it, reasoned carefully, and

rebuilt something that had been sitting two dependencies deep the whole

time.

Your own codebase is the same failure one layer closer: it can read every file you have and still not know the function is already there. A discovery failure, not a retrieval

failure — so now there are two, and they will not stay the same.



2 2 : 0 0  ·  N O B O D Y  W A I T I N G

So it runs at night, on my
own GPUs.

A local model walks the package graph — surface area, deprecations,

version deltas. Hours are free when nobody is sitting there.

1 The rig 2 The spare
3 Under load

None of this was bought for AI. Gaming cards somebody else finished with, about 900W flat out — so a three-hour job is under three kilowatt-hours. The GPUs are the

cost, not the nights.



T H E  M O R N I N G  ·  W H AT  T H E  N I G H T  S H I F T  L E F T  B E H I N D

It wrote the manual.

Same prompt. Same model. Nothing about the agent changed. One turn.



T H E  C AT E G O R Y  M O S T  TA L K S  S K I P

Work that wants a night,
not a token budget

1 Score every diff that landed this week.
nobody is waiting for that review at eleven at night, and the queue does not care how long it takes

2 Analyse every package in the ecosystem.
the dependency graph, the surface area, the deprecations — this is the one that produced the index two slides ago

3 Summarise a decade of commits before a migration.
the context a migration needs, that nobody has ever had time to assemble by hand

One of these three runs on my own GPUs tonight. The other two are the same shape, and none of them needs a person sitting there.



N O T  B AT C H  —  A  D I F F E R E N T  A X I S  E N T I R E LY

Some agents cannot come
to the data.

Sometimes that is a regulator. Sometimes it is just your own source, and

you would rather it did not go anywhere.

→ Runs where Inside the network that owns the data — a customer’s, or your own.

→ Model sits Next to it, on hardware in the same building. There is no egress to send a prompt

through.

→ Result Nothing left the network. That is an engineering property, not a promise in a contract.

The night job ran on the 12th of June. And on the 13th. It did not know anything had happened.



I  C A N N O T  T E L L  Y O U  W H E R E  T H E  P R I C E  G O E S .  N O B O D Y  C A N .

You are not buying
compute.

You are renting a subsidy.
Every workload you build around today’s price is an unhedged position on

somebody else’s pricing decision — and you do not have a contract on it.

Batch is where the exposure is worst. Ten thousand diffs at today’s price is a line item. At three times today’s price it is a project that gets cancelled.



C H A P T E R  0 5

The playbook



B E F O R E  Y O U  S E N D  T H I S  T O  T H E  E X P E N S I V E  M O D E L

Four questions
1 Is anyone waiting?

no → batch it

2 Can a machine check the answer?
yes → a cheaper model plus retries beats an expensive model plus hope

3 Has someone already decided how to do it?
yes → that is execution, not discovery

4 Can this data legally leave the building?
no → the question is already answered

Any yes is a candidate. Two yeses and you are probably wasting money.



W H E R E  T H E  W O R K  G O E S

Two shifts, one stack
Day shift
THE BULLDOZER

Night shift
THE HAMMER

WHO IS WAITING You are Nobody

WHAT MATTERS Latency, first-try correctness Throughput, cost, coverage

MODEL Frontier Local

THE WORK
Planning, research, hard

troubleshooting

Specced implementation, docs, tests,

verification, tool calls

It is still a long-distance relationship. It just is not the only one you are in any more.



S TA R T  AT  Z E R O ,  N O T  AT  F O U R

The ladder
00

Measure
which task types eat

the budget? almost

nobody knows

→

0 1

Route one
one task type to a

cheaper hosted model

— reversible

→

02

Verify
add a checker before

you add capability —

free, highest leverage

→

03

Queue it
nobody waiting goes

off the interactive

path

→

04

Own or rent
cards, or EU GPU

capacity — only if

utilisation justifies it

Step 4 is last on purpose, and mine is not always justified either. Step 1: OpenRouter’s EU endpoint on its business tiers, or go direct — Mistral, Scaleway, Nebius, IONOS,

Gefion at home. Step 4: rented EU GPUs, Scannet or Hetzner. Check it all the week you give this.



H O W E V E R  B R I G H T  T H E Y  A R E

You have staff now.
→ Train them Your conventions, your stack, the things your codebase does that no README

explains.

→ Equip them The tools they need to do the job — and nothing they have no business touching.

→ Place them What they own, what they do not, and who they hand to when it exceeds them.

The clever ones do not need less of this. They just cost more when you skip it.



B A C K  W H E R E  W E  S TA R T E D

Capacity is not
capability.
He held that job for twenty years before anyone noticed, with a cortex

compressed to a fraction of its normal thickness.

The question was never how big the model is. It is how much intelligence

the work in front of it actually needs.

Feuillet et al., The Lancet, 2007



W H E R E  T H I S  L A N D S

I am writing all of
this up.
Every number on these slides, with the working behind it — the spec that

produced them, the wall-clock runs, and a source for every claim in the first

ten minutes.

The obvious next run is the same spec under a different harness —

OpenCode, Hermes. I have not done it. If you do, I want to see it.

umage.ai/insights

If your team wants to work through this properly, we run training on it.



Questions — now, or in the break.

umage.ai ApS · Teknikerbyen 5, 2 · 2830 Virum, Denmark

hello@umage.ai

+45 70 71 33 33

mailto:hello@umage.ai
tel:+4570713333

