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Who is this dude?
Researcher -> Engineer -> Entrepreneur

• Berkeley PhD 2009-2013


• Google, Facebook, Alibaba


• Did a bunch of open source work


• Lepton AI -> NVidia



0 
Demystify 
“LLM” and 
“AGI”



“The Chinese Typewriter Problem”

For more comparative culture discussions, check
Thomas S Mullaney, “The Chinese Typewriter: a History”







What I would like to cover…
My learnings along the road of AI models, apps, and infra

• New algorithms continue to grow LLM algorithms.

• Application space thrives.

• AI Infra has become the 3rd pillar of enterprise IT strategy.

• … and interestingly, we see history repeat itself.


• If you would like - ups and downs of a startup.


• Disclaimer: all opinions are of my own and do not represent my company or any institute’s position.



1 
New algorithms 
continue to drive 
LLM models.

Image source: xkcd



• And the latest…

• GPT-5

• Grok

• Gemini

• Kimi

• DeepSeek

• Qwen

• GPT-OSS



There does not seems to be “a bubble”
Consumption continue growing - not only model training.

Source: openrouter.ai



New Algorithms Drive Continued Improvements
My personal opinion and historical analogies…

Date Nov 2022 Dec 2023 Sep 2024 Jan 2025
(and earlier)

Algorithm GPT 
(3.5)

MoE 
(Mixtral 8x7B) Test time Scaling Reinforcement 

Learning

Analogies AlexNet 
(structural innovation)

Ensemble Learning  
Inception/ResNet

Fully convolutional 
network

Multi-instance 
learning

General RL
GANs





2 
ToC apps thrive. 
ToB apps are 
hopeful & nascent.

Image source: xkcd



Perfect app experience is correlated, 
but independent from models. 

 
https://elmo.chat/



https://elmo.chat/


Consumer App Landscape is Highly Fluid
Due to the continued improvement of foundational models



Consumer App Landscape is Highly Fluid
Due to the continued improvement of foundational models



Prosumers: willingness to pay drives revenue



Still, there may be a big enterprise market
Enterprises used to be slow. Now faster.







3 
AI infra is 
the 3rd pillar in 
IT strategy.

Image source: xkcd



- Professor Richard Sutton, “The Bitter Lesson”

“The biggest lesson that can be read from 70 years of AI 
research is that general methods that leverage computation 
are ultimately the most effective, and by a large margin.”



The Third Pillar

1970s

Scientific Computing

Computers are used for large-
scale physics / weather 
simulations. Large clusters of 
scientific computing machines.

1990s

Virtual Private Servers
First application of managed 
machines - but still limited 
offering of software and 
applications on top of the 
machines.

2000s

“Web Service Cloud”

Spearheaded by Amazon Web 
Services, the public cloud does 
a great job in web serving: 
moving data around, like 
webpages / images / videos. 

2010s

“Data Cloud”
E-commerce has called for 
the processing power of 
exabyte scale data. Snowflake 
and Databricks emerged and 
grew into unicorns eventually.

2020s

Need for AI Cloud

Modern AI applications call for 
exaflops computation power, over 
high performance, heterogeneous 
and cloud native infra.
This has never been seen in the 
history of cloud computing.



Lepton AI

Why? AI is different from conventional compute

Data Compute 
- IO >> compute 
- Simple abstraction 
- Very Distributed 

Systems 

Easy to use 
Hard for infra

AI Compute 
- Compute >> IO 
- Arbitrary code 
- Very Distributed 

Systems 

(Pretty) hard to use 
(Pretty) hard for infra 

…

Web Services 
- IO > compute 
- Arbitrary code 
- Embarrassingly 

Parallel system 

(Kinda) easy to use 
(Kinda) easy for infra



Conventional cloud value proposition no longer holds…

SUPPLY CHAINSOFTWARE



Conventional cloud value proposition no longer holds…

Conventional Cloud AI Cloud

Software: 
Variety

Complicated:
Many applications

Middleware
Simple:

“AI frameworks”

Software: 
Workload

Varied:
Compute, storage, network, big data, 

database, etc.
Unified:

Numerical Computation

Supply Chain: 
Flexibility

High:
CPU based  

Virtualization/Migration

Low:
Large training  

Hard to live migrate

Supply Chain: 
Interchangeability

High:  
VMs can do many different jobs

Low:
Really just doing AI compute



?



You shouldn’t run on baremetal. Also, K8s is wrong.



What you want to care about…

• Developer efficiency

• Developer’s time is precious


• Infra efficiency 
• GPUs do die

• (More frequently than you think)



Best Practices?
• Multi-cloud supply chain management

• Elasticity and utilization management

• AI native platform to unify dev, training, and inference

• Build your own team around model and applications



AI infra is different, but also the same.



4 
HW and SW 
design: back to 
the future?

Image source: xkcd
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