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AlOps / LLMOps
for Al Products

Executive decisions, economics and FinOps for the
production Al loop



Speaker | Context

Alexander Polomodov

Technical Director & Fellow, T-Technologies
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Architecture and enqgineering practices

Al adoption at development scale

Focus: managed production Al



Introduction @ Follow-up

The platform exists.
Now manage it

Executives choose behavior, launch path and control

O oxn

Vocabulary 1s known Focus on decisions Money anchor

Gateway, context, evals and SLA, autonomy and quality Support bot tests
guardrails. cost. TCO/FinOps.



Navigation A What we do not repeat

Basic components
are assumed

AlOps / LLMOps starts after the platform appears
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Skip the platform map
Choose service by scenario

Count solved-task cost

e Focus: Al product manageability



Block 1

From basics
to governance

Do not repeat the Al platform map; translate it into

executive decisions



After launch, Al
becomes a service

AT cervice




Block 1 - Frame

The manager
chooses the frame

O ooxn

Boundariec
Uce case Er 7
Baceline Operaf. t




AlOps is a decision loop

" Before (aunch

(Jce cace and

budget

ﬂ

During operation
Autonomy and
Fallback

— -

Block 1 - Takeaway | 0

Afterward

Economics and

routes

Jerating model
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Block 2

Manager
decisions

Scenario, autonomuy, error cost, SLA, quality budget and

ownership



Block 2 - Manager Decisions

Scaling needs decisions first e

Otherwise Al grows faster than control

Value and scenario Risk and control Economics and ownership
Value Risk Cost
Value, baseline and SLA. Allowed autonomy and Quality cost; product, data,

human-in-the-loop. risk and bill owners.



Block 2 - Autonomy

Error cost defines autonomy

O ooxn

H r'gh rick

Drafts - cearch Money - production
Fact model Approval + audit




Al SLA is broader
than APl uptime
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Quality

Latency and timeout Sources and coverage
Quevee and fallback Policies and escalation




Evaluation starts
from product

The same stack can be right or wrong

Value: process and baseline
Risk: error and approval
Economics: unit cost

Operability: release and rollback

e Explain the decision, not only the stack

Block 2 -

Evaluation | Scorecard

O oxn



Block 3

Options
and trade-offs

API-first, managed platform, rented GPU, owned self-host
and hybrid



Al runtime is a portfolio

API / SaaS

Speed
Ready service

Managed
platform

Rent GPUs

Control and
lock-in

Own model
OPEX

Hybrid assigns different use caces fo different paths

Block 3 - Options | Runtime

Own GPUs

Control
CAPEX + ops

cholces
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Block 3 - Product Class

Assistant and agent
are different products

O ooxn

Agent




Block 3 - Selection Rule @ Routing

You need routing rules
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Rick and state

.— < —
[ [
Low risk Cocstly error Failvre
Cheap route premivm [ review Fallback / handoff




Choice is a portfolio decision = " .
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APIl-first validates the launch
Rented GPU gives transitional control
Owned self-host needs stable load

Hybrid fits different scenarios

e Runtime cannot be chosen without scenarios and financial horizon



Block 4

Money
case

Support bot: load, tokens, GPUs, team and the

management decision



Block 4 - Money Case | Support bot

Calculate the support bot

O oxn
200,000 monthly dialogs - 10 messages - b-second SLA
What we calculate What we compare What we decide
Load, tokens, peak, GPU, API|-first, rented GPU, own Year-one path and review

CAPEX/OPEX, team. self-host, hybrid. metrics.



Case parameters set

the decision scale

200k
dialogs/month

70 messages
= 5 repliec

Case - Inputs

M
LIM repliee

SLA

5 ceconds

200,000 dialogs
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Translate parameters
into RPS and parallelism

1M repliee
per month

0.386 RPS
av&rage

1.85 RPS |_+
I peak

Case -

C‘ahcarrvency = peak RPS x 5 ceconds

S'tE[L] 1 Load
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GPT-5.2 API gives a .
clear starting OPEX

O oxn

h Qutput Jotal
1.48 tokens 180M tokens
£1.25/M || £14/M $4,970/month
52,450 £2 520 $0.0249/dialog

gpT-5.2: token economics



-t Case - API-first | Manager view
API-first buys speed eyl
The risk is silent unit-economics growth

+ Why launch is convenient ' What must be controlled
Near-zero CAPEX Output, cache, retries
Faster production launch Provider limits and degradation

Thinner surrounding platform



Size self-host from
SLA and peaks

Qwen-148 - I/UTQ

~90 tokenc/c
180 tokeng: 2.0¢
~2 requests/GPY
6-8 GPle

Case - Step 3

Qwen-328 - INTY

~45 tokenc/c
180 tokenge: 4.0¢
~1 request/GPU/
~12 GPlUe

Peak =10 replies, 5 ¢ SLA; with batching, fewer GPUc are needed

Self-host

s1z1lng
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GPU rental trades
CAPEX for OPEX

A100
4.5 RUB/min
= 270 RUB/h

Case -
r
h x 220 h/month Total, RUB/month
—_— 194 400 PL/B — 198: 1.172-1.56M
per GPU 32B: ~2.33M

Rate: cloud.ru price list, February 2026; network and reserve extra

Step 4

GPU

rental

O oxn



Case - Self-host

Self-host changes
the problem

O ooxn

" Own GPUs

Tect the hypothecis " Steady load
OPEX and MLOps CAPEX and delivery lead time




St _t o h Case - Step 5
rategqy comparison shows
e o
the year-one decision
APT Rented GPUe Own GPUs
CAPEX Low Low High
1.17-2.33M Infractructore

OPEX ~55k LLM/month PUB/month .

Launch Fact Medivm/Fast Slower

Control Lower High Maximom

For thic workload: API-first

Comparison

0O oxn



Case - Decision | 12 months

The decision must
include a review point
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Metrice to watch Revicit when
Start e Output tokens, s traffic growe
API-first peak RPS, and/or compliance
cache rate Y (e J

Strict on-prem requirements change the choice



Case - Takeaway | Managerial answer

The case decision perpsil

Launch API-first unless owned perimeter is mandatory.
Track unit economics immediately.

Set review triggers.

Self-host must pass calculation, SLA and operations readiness.

e The first decision is speed with control, not eternal architecture



Block 5

Manageability
and FinOps

Dashboard, cost allocation, unit economics review and a

120-day plan



Block 5 - Manageability and FinOps

FinOps starts with © e
bill ownership

—=- Budget owner




FinOps - Reality check  CAPEX

Owned hardware makes el
the bill platform-wide

gy Dnjimiinzinnidiiiki
S Y 7
T 000

Infractructure E
M RUB

=202/M RUB per configuration; x3 =606/M RUB



After CAPEX,

operations begin

Power
25,800
Wb/ month

Operations
. Jeam
iiri:;V Platform
N and SRE
1 |

| L

FinOps -

[icensee

¢ upport
ahd' S‘Faref

Separate USD example: 400k + $16.42k/month x 60 = $1.385M

[l

AT

cer

purchase
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Shared platforms need
clear allocation drivers

Shared bill

Us'age driver

—

Uce case /

domain

FinOps - Chargeback Who

Cost per

outcome

VEVE
,

O oxn



Block 5 - Dashboard

The dashboard connects
quality, risk and money

0O ooxn

Economi es
Uce cases Cost per outcome
Fallback and policy Cache and retries

Ihcr'dﬁhf? Eﬂtffﬂ miX




Final - Roadmap @ 120 days

120 days: scenario to scale
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| | N 1 -
0-30 30-60 60-10 | 90-120
—> » —> Limited — FinOps and
(Jee cacec 06rervaé;/;ty
I release ccale
— !




Final | Core question

No measurement,
NO management

O oxn

Without evals, quality looks higher.
Without fallback, risk grows.
Without unit economics, economics break.

Without ownership, disputes beqgin.

¢ \lanaged Al starts with manager decisions



Sources References

References

AlOps, risk and economics

O oxn

OpenAl pricing and docs.
OWASP, NIST, Langfuse.
Habr TCO, FinOps Foundation.

acloud.ru price list, Qwen2.5 benchmark.



Day two feedback

Scan the QR code to open the feedback form.




