
tokenome

Your code says what changed.
Tokenome says why, for 38% fewer tokens.
Code provenance for AI-written software

38% is context tokens, measured over forty controlled sessions; the method and the limits are later in this deck.

Local-first  ·  Cross-tool  ·  Your conversations stay on your machines



T H E  P R O B L E M

The reasoning is trapped in chat history

The diff still gets reviewed. The argument that produced it sits in a transcript on one laptop, in one tool, attached to nothing.

B E F O R E

The reasoning lived in review

Design happened in issues, RFCs and pull 
request threads. Slow, but searchable by 
anyone, and attached to the code it justified.

N O W

The reasoning lives in a chat 
window
The alternatives considered, the constraint that 
killed the obvious approach, the reversal three 
days later: all of it in a conversation nobody else 
can reach.

R E S U LT

git blame names someone who did 
not decide
It returns the engineer who accepted the 
suggestion. Correct, and useless, when the 
question is why the code is shaped this way.

Nothing has vanished. Every one of those conversations still exists; none of them is linked to the code it produced.



W H A T  I T  C O S T S  T O D A Y

Four questions your repository cannot answer

Each one is answerable in principle. Today each one costs an engineer most of a working session, or gets answered from memory and 
guesswork.

O N B O A R D I N G

Why is it like this?

The new hire asks. The answer is 
in a transcript on a laptop they 
will never have access to.

I N C I D E N T

What did we already 
try?
Mid-incident, the fastest route is 
knowing which fix was 
attempted and why it was 
abandoned.

R E V I E W  A N D  A U D I T

On what basis was this 
written?
Regulated teams are being asked 
what produced a change, on 
what evidence, and with what 
human review.

D E PA R T U R E

The engineer left.

Their code stays. The reasoning 
behind it walks out of the 
building with their laptop.

Ask which one is live for you right now. The rest of this deck answers that one.



W H A T  P R O V E N A N C E  I S

The line, the commit, and the conversation that caused it

The project and its conversations are sample data; the software is not.

Pick a file and a line

Line 31 of ledger.py, last edited under the commit "Go 
back to direct account lookups". That is what the 
repository knows.

Then read what caused it

Underneath: the conversation where someone asked 
whether the cache was misrouting postings, and the 
answer that sent account lookups back to direct 
reads.

Across tools, not just one

The hits carry the assistant and the model that 
produced them. Here, three sessions from Claude 
Code over two weeks.



H O W  T H E  L I N K  I S  M A D E

A record, not a guess
Every AI coding tool writes its edits into its own transcript: the file, the exact text replaced, and when.
Tokenome keeps that as a ledger and follows the line forward through later commits.

Edit event

file, old text, new text,
turn id, timestamp

Content ledger

each edit resolved against
the file as it was then

Forward tracking

the line followed through
later commits and refactors

Answer

the turn that produced it,
with a confidence level

It says when it does not know.

Provenance you cannot trust is worse than none. Every answer carries a 
confidence level, and "no recorded provenance" is a result the product is 
willing to return.

It works on code that already exists.

Point it at the transcripts the team already has and it answers for the work 
already done, not only for the next commit. Attribution tools start logging 
from the day you install them.



O N E  I N D E X

One search across every assistant your engineers use

The project and its conversations are sample data; the software is not.

Claude Code, Claude, ChatGPT, Gemini

Captured where they already run, with a pluggable 
adapter for the next one. Tool actions are captured, 
not only the chat.

Keyword and meaning, fused

Typesense BM25 fused with vectors computed on the 
machine. Six hits here, across three different 
assistants, for one question.

No vendor can do this for you

Anthropic will never index your ChatGPT history and 
OpenAI will never see your Claude Code sessions. 
Each vendor remembers only itself.



T H E  R E C O R D  T H A T  S U R V I V E S  T H E  P E O P L E

The journal writes the decision down, with the quote that proves it

Search answers a question you thought to ask. The journal is what is there when nobody thinks to ask.

The project and its conversations are sample data; the software is not.

Written once a day

What was decided, and why, as a plain 
markdown file on disk. Each machine writes its 
own.

Cite it, or drop it

Every reason quotes the sentence it came from 
and names the turn. A claim that cannot be 
quoted is discarded rather than softened.

Reversals stay visible

The decision that got unmade is the one people 
most need to find, so it is kept as an entry of its 
own.



W H E R E  T H E  P A Y O F F  S H O W S  U P

Your agents ask the record themselves

An MCP server, already spoken

Registering it is one command. The assistant then 
calls why_was, ask_faq and search_memory on its 
own, instead of asking the engineer to re-explain the 
project.

Two records, each with its receipt

One decided, one reversed, each carrying the 
conversation it came from so the agent can open the 
cited turn.

This is where the 38% comes from

The agent retrieves instead of grepping its way back 
through the repository, and every operation avoided 
stops being carried forward.



M E A S U R E D ,  N O T  A S S E R T E D

38% less context, no measurable change in answer quality
Ten questions about past work, asked four ways by the same agent over the same corpus. Forty controlled sessions;
context counted from provider usage records, not estimated.

CONFIGURATION CONTEXT TURNS COST

grep the repo, no index 12,515,065 baseline 252 $14.70

index available, agent chooses 9,481,199 -24% 203 $12.60

routed by question type   · ships as the default 7,751,761 -38% 161 $11.43

index first, always 6,652,191 -47% 148 $11.18

38% is context, not the bill.

Dollar cost in the same arm fell 22%, from $14.70 to 
$11.43. The two numbers differ because cached and 
output tokens are not priced like fresh input.

The routing rule ships with it.

Left to choose freely, the agent reached for the index in 
only 4 of 10 sessions. Routing by question type is what 
turns the capability into the result above.

Method, noise floor and every caveat: tokenome.ai/evaluation



W H E R E  T H E  E V I D E N C E  S T O P S

What we do not claim

The measurement is small and we would rather read its limits out loud than have a skeptical engineer find them later.

Not the same answers

Ten questions cannot prove answer parity. What 
the data supports is that no quality difference 
rises above the run-to-run noise, and that is all 
we say.

One measured deficit

Forcing the index on every question costs about 
1.7 points of retrieval recall, roughly two 
standard deviations. That is why the shipped 
default routes by question type instead.

One corpus, one agent

Forty sessions, one codebase, one model family. 
Your corpus will differ, which is what running it 
on your own repositories is for.

The evaluation page publishes the arms, the noise floor and the raw counts, including the ones that do not flatter us.



W H A T  A  D E V E L O P E R  G E T S ,  F R E E

Free on your machine. Paid when the answer has to leave it.

The project and its conversations are sample data; the software is not.

The whole product, on one machine

Capture from every assistant, hybrid search, code 
provenance, the journal and the FAQ, the web UI and 
the MCP server. Provenance is in the free tier 
permanently: if it only worked when you paid, you 
could never check that it works.

Not a trial. Not a freemium clock.

No account, no sign-up, no card. Nothing leaves your 
machine. No cloud embeddings: the model is in the 
download and runs on the CPU you already have.

One network call, disclosed: the app checks the releases page for updates. It sends no conversations and no code, and there is nothing else to fetch.



H O W  Y O U  G E T  I T

Install it today: the app, the package, or the plugin

github.com/tokenome/releases, or the package index. Nothing to configure either way, and it indexes the transcript history already on the 
machine.

T H E  A P P   ·   M A C O S  A N D  L I N U X

A signed and notarized DMG, 
AppImage or deb
macOS on Apple Silicon: drag Tokenome to 
Applications and launch it. Linux on x86_64 and 
aarch64: run the AppImage or install the deb. 
The AppImage and the DMG update themselves, 
and every download carries its .sha256.

T H E  C O M M A N D  L I N E

uv tool install tokenome-ai

The package is tokenome-ai. It installs three 
commands: tokenome for the CLI, tokenome-
mcp for the server your agent talks to, and 
tokenome-web for the web UI. uv brings the 
Python with it, so use uv, not pip.

C L A U D E  C O D E

One marketplace, one plugin

claude plugin marketplace add 
tokenome/releases, then claude plugin install 
tokenome@tokenome. The agent can then ask 
your history itself; from the app, tokenome 
claude install does both.

Everything is in the app download: the Python runtime, the search engine and the embedding model are inside the bundle. Nothing else to fetch and no model 
download on first run. The app also installs the command-line tool for you: Settings, then Install command-line tool.

No Windows build yet. tokenome.ai/windows says so and takes the request; we will not put a date on it.



T O K E N O M E  T E A M

One search across the team.
On a server you run.

Real, in beta, and free during the beta. There is no end date on the beta; when it ends, the price on the next slides is the 
price. Each laptop keeps its own private index, and a project has to be opted in before a single line of it is mirrored.

What it does  ·  The admin console  ·  The security posture  ·  How it is run  ·  What it costs



T E A M   ·   W H A T  I T  D O E S

One search covers the team, with who said it

The project and its conversations are sample data; the software is not.

Mine and Team, in one query

The same question runs over your own index and the 
shared one. Here the team hits come back attributed 
to priya and to dana.

Attribution, not anonymity

A result is only useful if you can go and ask the 
person. Every shared hit names whoever shared it, 
and the project it came from.

It degrades politely

If the server is unreachable the search still returns 
your local results, and the queue on disk ships the 
rest when it comes back.



T E A M   ·   W H A T  L E A V E S  T H E  L A P T O P

Nothing is shared until someone shares it

The project and its conversations are sample data; the software is not.

Opt in per project, per person

Nothing is shared by default, and a conversation with 
no project is never shared. Backfill sends the history 
you already have; retract stops the sharing and 
deletes what was sent.

The gate holds back what it cannot make 
safe

Secrets are redacted on the laptop before the batch is 
written to disk. Here the backfill shipped 8 segments 
and held 1 back, because it matched an exclude 
pattern the team set. Release or discard is the 
owner's call.

Words the team puts in the gate's dictionary, a customer codename for instance, are substituted before anything is shared.



T E A M   ·   R E A D I N G  A  C O L L E A G U E ' S  W O R K

Open the conversation itself, read-only

A hit is a pointer. The thread behind it is where the reasoning actually is.

The project and its conversations are sample data; the software is not.

The whole thread, not just the hit

A shared conversation opens in a reader that names who shared it and the 
project it belongs to. Read-only: nothing on your machine changes, and nothing 
on theirs does either.

This is what onboarding looks like

The new engineer reads the argument that produced the code, in the words of 
the people who had it, rather than booking an hour of someone's attention to 
hear it second hand.



T E A M   ·   T H E  A D M I N  C O N S O L E

Who has access, on which devices, and how to take it away

The project and its conversations are sample data; the software is not.

Members, groups and devices

Four roles: admin, lead, member and viewer, with 
invites and stale devices on their own tabs. Open a 
person to see their devices, change their role, recover 
a lost laptop, or offboard them.

Device keys, not passwords

Enrollment generates a keypair on the laptop and the 
private half never leaves it. Revocation takes effect on 
the next request.

No spend column, by design

The console is for access and sharing. It is not a 
surveillance dashboard, and the engineers can see 
that it is not.



T E A M   ·   T H E  A D M I N  C O N S O L E

An append-only audit log, filterable and exportable

The project and its conversations are sample data; the software is not.

Every administrative action

The time, the actor, the device, the action and the 
target, appended and never edited. Filter by action or 
by actor, bound it by date, and export the result as 
CSV.

Search queries are never shown as text

What a person searched for is their business. The log 
records that a search happened, not what was in it.

Enough for the review you will have to 
pass

This is what a security reviewer asks for first, and it is 
in the product today rather than on a roadmap slide.



T E A M   ·   W H A T  T H E  E N G I N E E R S  S E E

Every member can see exactly what the server knows about them

The project and its conversations are sample data; the software is not.

What you share, and who looked

Each person sees their shared projects, the segment 
counts, their enrolled devices, the audit rows about 
their own account, and whether anyone has viewed 
their data as a person.

Org settings in plain words

The retention window, the smallest group the console 
will show, and whether per-person views are on at all. 
The same page for everyone, admin or not.

Adoption is the whole game on a team tier. An engineer who cannot see what is being collected does not opt in, and a Team seat that nobody opts into is worth nothing.



T E A M   ·   T H E  A D M I N  C O N S O L E

Seats, and a beta that is free with no end date on it

The project and its conversations are sample data; the software is not.

Free beta, and the product says so

Nothing is enforced while the beta runs: no seat limit, 
no key to install, and no date on the page telling you 
when that stops. When it does change, the price on 
the next slides is the price.

A seat is a person, not an install

Someone with at least one active device. The page 
shows the seats in use, who has gone quiet for thirty 
days, and the invites that will take a seat when they 
are accepted.

No price anywhere on the page

The key carries no amount, so the console shows 
none rather than inventing one. Your order is the 
record.



T E A M   ·   S E C U R I T Y  P O S T U R E

Your infrastructure, your keys, your data

The shared server is software you run, not a service we host. We never hold your engineers' work.

How it is built

• Device keys, not passwords: the private half is generated on the laptop and 

never leaves it; https is enforced on enroll.
• A login signs a server nonce and gets a short-lived token. No password to 

phish and no identity provider to depend on.
• Clients never touch the search engine directly; the server injects the 

ownership filters on every query.
• Offboarding revokes the person and purges what they shared, and the 

purge is in the audit log.

What we will not pretend

The server holds shared text and vectors in the clear. That is what makes 
keyword and semantic search possible, and any vendor claiming otherwise is not 
describing a working search product.

The protection is organizational: your machine, your region, your disk 
encryption, your backups, behind your TLS. The share gate is a safety net, not a 
licence to put something on the server that the organization should not hold.

Not in the beta, and not described as if it were: SSO and SCIM, a provenance API, a pull request bot, a team FAQ across everyone's journals.



T E A M   ·   H O W  I T  I S  R U N

A server you run, on Docker or on Railway

No agent fleet, no data pipeline, and no change to how your engineers work.

T H E  S E R V E R

One image, pulled by compose

ghcr.io/tokenome/tokenome-server, smoke-
tested on x86_64 and aarch64 every release. 
Compose pins the version and starts the index, 
the server and TLS; Railway runs the same 
image.

T H E  L A P T O P S

One install, one enroll

The same build as the free tier. Enrollment is 
one command with a token from an admin, and 
the person keeps their private local index either 
way.

T H E  L I C E N C E

One signed key, checked offline

Annual, signed by hand and pasted into the 
console or set as an environment variable. The 
server checks it locally; it never calls out for 
licensing. The beta needs no key at all.

The image is published with the launch release; if a pull is refused, hello@tokenome.ai gets you access. We do not host servers for customers yet, so self-
hosted is the only way to run Team today. Hosting is in build; we will not sell you a door that does not open.



W H A T  I T  C O S T S

Priced per seat, not per query
Embeddings run on your hardware, so there is no usage meter and no bill that grows with how much you search.

I N D I V I D U A L

Free
forever, on one machine

• Full local capture, every assistant
• Hybrid search: CLI, web UI, MCP
• Code provenance, journal and FAQ
• No account, no card, no clock

T E A M   ·   B E TA

$24
per seat, per month

• Everything in Individual
• One search across the team, attributed
• Opt-in sharing; the share gate
• Admin console: people, sharing, audit
• $240 a seat a year, two months free

E N T E R P R I S E

Talk to us
annual, invoiced

• Everything in Team
• Quoted to your deployment
• Scoped with you before anything is priced
• hello@tokenome.ai

Three seats is the floor, because a team-wide search does nothing for one person. Free during the beta, with no end date set. Founding customers: 50% off the first 
year, the first ten teams, with the renewal at $24 a seat written into the same order.

Every tier runs on your own hardware · no usage meter, no per-token billing · at $24 a seat, Team pays for itself at three and a half minutes an engineer a week; the calculator is on tokenome.ai



H O W  T O  S T A R T

Three steps, and the first one needs nothing from us

You keep the free tier either way. The only question Team has to answer is whether shared recall earns its seat price.

S T E P  O N E

Install the free tier and index what 
you have
One engineer, one laptop, the transcripts 
already on it. By the end of the first run there is 
a searchable record and a journal for work that 
is already done.

S T E P  T W O

Join the preview and stand up the 
server
Tell us roughly how many engineers. We help 
you bring the server up on your own 
infrastructure, enroll the team, and opt two 
projects in. Free during the beta.

S T E P  T H R E E

Ask the questions you could not 
answer
Run the real ones: the reversal nobody can 
explain, the module whose author left, the 
decision that keeps getting re-litigated. Decide 
on what comes back.

tokenome.ai  ·  github.com/tokenome/releases  ·  hello@tokenome.ai



Your code says what changed.
Tokenome says why.

Free on your machine. Paid when the answer has to leave it.

John O'Neil
Founder

oneil@tokenome.ai

Sid Probstein
Growth

sid@tokenome.ai

tokenome.ai  ·  Team is in beta: join the preview  ·  The demo is thirty seconds, on the home page
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