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The human
layer
Four rings — and the layer where outcomes are actually decided.
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Seven pieces about the machine.
One about the humans. This one.

THE MACHINE LAYER

Where capability lives.

What a model is. Tokens. Prompts. Hallucination. Tools. The market 
map. Visible, measurable, well-covered.

THE HUMAN LAYER

Where outcomes are 
decided.

Personal practice. Team norms. Organizational strategy. Civic 
outcomes. Less visible. More consequential.
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Four concentric rings.
Each one shapes the others — in both directions.

RING 04 · CIVIC

RING 03 · ORGANIZATION

RING 02 · TEAM

RING 01

PERSONAL
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RING 01

Personal — where you sit.
"Where does AI make me better, where does it make me worse?"

THE DISCIPLINE

Separate what you use AI for from 
what you want to get better at. 
Delegate the first, do the second 
yourself.

THE CHECK

Periodically do the task without AI. If 
you've atrophied, that's information 
— sometimes worth protecting the 
skill, sometimes not.

THE HIDDEN COST

AI is extraordinarily good at skipping 
the messy middle. Sometimes the 
messy middle is where the learning 
happens.
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RING 02

Team — where value gets realized.
Most AI value. Most friction. Most decided by norms you've never written down.

WHAT DO WE USE AI FOR?

Drafting. Translation. Code review. 
Summaries. Research. Name it out 
loud. Stop guessing what others are 
doing.

WHAT DO WE REVIEW?

Rung 1 stakes: no review. Rung 3 
stakes: always. Without agreement, 
half the team reviews everything 
paranoidly and the other half ships 
AI drafts straight to clients.

WHAT DO WE DISCLOSE?

When a deliverable was AI-assisted, 
do we say so? To whom? Reasonable 
teams differ. Teams that haven't 
talked about it drift badly.
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RING 03

Organization — where AI meets strategy.
Not one problem. Four — and they touch different functions.

STRATEGY

Which parts of your business 
have economics shifting under 
you? Which products stop 
being viable at tomorrow's 
margins?

PROCUREMENT

The model market is now a 
vendor-selection, 
renewal-risk, multi-model 
problem. Treat AI as a 
first-class vendor category.

SECURITY

Prompt injection, data 
exfiltration, model-assisted 
social engineering. New attack 
surface, old frameworks. Close 
the gap.

LEGAL

Copyright, IP in training, 
agent actions with legal 
consequence, EU AI Act. The 
organization needs a position 
— not case-by-case.
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RING 04 · CIVIC

The biggest ring. No clean answers.

What happens to work?
Not "will AI take jobs" — too crude. How does specific work change? What emerges? Who bears the transition cost?

What happens to truth?
Plausible text/image/video is infinitely cheap. Old verification heuristics don't work. New ones haven't been built.

What happens to power?
Capability concentrated in a handful of labs and countries. Returns concentrated in a handful of companies. This has consequences.

Ignoring the civic ring is also a decision.
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Rings shape rings.
Effort in any ring compounds outward and inward.

OUTWARD FLOW

What you build outward.

Personal practice →
Team norms →
Org strategy →
Civic outcomes.

INWARD FLOW

What constrains you from above.

Civic norms →
Org policy →
Team culture →
What you can practice.
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Seven foundations, compressed.
What clarity looks like at the machine layer.

01 Don't confuse model with application.

02 Don't misread the three dials.

03 Capability is jagged. Ask for the profile, not the score.

04 Prompting is specification. Not incantation.

05 Hallucination is a feature. Verify at the right rung.

06 Pick the architecture. Not the model.

07 "Agentic" is a rung. Name it.

Eight pieces. The floor.
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What builds on this floor.
Four sibling series, each applying Foundations to a domain.

THORSTEN MEYER AI

OPERATORS

For the person actually shipping 
AI-augmented work. Tooling, 
workflows, friction patterns.

THORSTEN MEYER AI

STRATEGY

For the person deciding where AI 
goes next in the org. Economics, 
positioning, bets.

THORSTEN MEYER AI

BUILDERS

For the person making AI 
products. Architecture, 
evaluation, production patterns.

THORSTEN MEYER AI

RISK

For the person responsible when 
something goes wrong. 
Governance, safety posture, 
failure modes.
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THE CORE IDEA

The machine layer is where capability lives.

The human layer is where the outcomes 
live.

Both matter. Neither is enough by itself.

Foundations is the floor. What you build on top is yours.
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Takeaways from piece 08.
The human layer, in three.

01
Four rings. Each shapes the others.

Personal, team, organization, civic. Effort compounds outward and inward simultaneously.

02
Teams need explicit norms.

What do we use AI for, what do we review, what do we disclose. Three questions. Name them out loud.

03
The human layer is where outcomes live.

A team with norms + an average model beats a team without norms + the best model. Every time.
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THE FULL SERIES

Eight foundations.
01 What an LLM actually is

02 Three numbers that shape every AI interaction

03 What AI is good at (and what it isn't)

04 Prompting, beyond the tricks

05 Hallucination, verification, and trust

06 Models, providers, and the frontier

07 Tools, agents, and agentic

08 The human layer
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Thank you.
Continue with the pillar series.
Thorsten Meyer AI Operators · Strategy · Builders · Risk
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