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Prologue
THE MORNING OF MAY 31ST

Every system has a first day.

But no system knows that on its first day.
— IIO Wisdom Base, Entry WB-047

✦
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Viktor Glück stared at the screen. 6:47 AM.
The city outside was just waking up. A delivery van pulled up in 

front of the bakery across the street, two men unloaded crates, one called 

something to the other that the wind carried away. On Schillerstrasse a 

bicycle passed — too early for most people, exactly right for someone who 

needed to be early. Somewhere a dog barked — once, twice, then silence.Everything as usual.But it wasn’t as usual.In seventy-three minutes, a button would be clicked that Viktor eight 

months ago couldn’t have described. In seventy-three minutes, some-

thing would exist in the world that hadn’t existed before — not because 

someone had invented it, but because enough people had decided to share 

it. That was a distinction. An important one.His coffee steamed untouched beside the keyboard. He’d gone to make 

it because he made coffee when he worked, and he’d thought he would 

work. Instead he was reading the message again. An email from Tokyo, 

received at half past three in the morning while he was still sleeping — 

the only sleep of the last forty-eight hours.The sender: Kenji Nakamura, managing director of a company called 

Systemtec in Shinjuku, Tokyo. Twenty-five employees. IT services for 

medium-sized companies in the Kantō region.The message, in English:
„Mr. Glück, I read your book. In English, because my German isn’t good 

enough for books, only for order forms. We implemented the IIO framework 

last week. It wasn’t easy — we had three days where nothing worked and 
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I almost gave up. But on the fourth day, a gate prevented a wrong decision 

that would have cost us thirty percent of a project. I thought you should 

know. Thank you.“Viktor leaned back.He thought about the Tuesday eight months ago. About the phone call. 

About Marlene walking in and reading his face before he’d said a word. 

About Marek, who had said in a conference room in Mannheim: Imagine 

your company is a computer. About Jonas, who had gone pale. About the 

server that had arrived by freight, smaller than expected. About the gate 

at 2:32 PM, forty thousand euros, ninety seconds. About Wagner, who 

had called.He thought about how it had started with a lost client.It always starts with something small.The ofÏce air smelled of coffee and the faint scent of the cleaning 

solution Renate used every Tuesday, because Monday was her day off 

and the smell lingered. Through the window he watched the baker across 

the street put the first batch of rolls in the display. Seven o’clock. Sixteen 

minutes.He replied to the email from Tokyo. Wrote: „Mr. Nakamura, thank you 

for your message. The gate worked then.“ Thought. Added: „That’s always 

the gate that counts. Best regards, Viktor Glück.“ Sent it.Then he opened LinkedIn.In sixteen minutes Marek would publish a post. The post would have 

three sentences and a link. The link would lead to a GitHub repository. 

And the repository would contain everything — the framework, the 
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documentation, Volumes zero through nine, the skill registry, the layers, 

the gates, the policies. Everything.Open source. For everyone.Viktor drank his coffee. It wasn’t hot anymore, but it was good.He thought: Eight months ago I didn’t know what a layer was.Today I operate fourteen of them.

❧

He opened a new tab. The IIO Portal. Gate status. Forty-seven active 

gates, eight triggered in the last twenty-four hours. All approved or in 

progress. None blocked.Another tab. Layer overview. Fourteen active layers, all green.He knew all of them. He had helped build each one.That was the strange thing. Before Marek had walked into his ofÏce, 

he couldn’t have described the system. Not because it hadn’t existed — 

it had existed, in his head, in Marlene’s head, in thirteen years of shared 

experience. But it hadn’t been describable. Not transferable. Not exten-

sible.Now it was on the screen. Auditable. Versioned. Ready.In fourteen minutes.He leaned back and watched Schillerstrasse. The baker had put out 

the sidewalk chalkboard now: Rye fresh. and Oat-spelt today! With an 

exclamation mark. As if that were a message.Viktor thought: The system doesn’t make me better. It makes all of us 

better — because everyone knows what applies.That was the simplest thing he had learned in eight months.And the most important.

· · ·



I
THE WARNING SIGNS

One lost client is a question.

Two is a pattern.

Three is a system.
— IIO Wisdom Base, Entry WB-012

✦
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The call came on a Tuesday morning, and Viktor already knew before 

he answered that it wouldn’t be a good call. This wasn’t a special gift, no 

particular instinct — it was experience. Certain numbers called at certain 

times, and the combination of Franz Keller’s number and 10:23 AM on a 

Tuesday rarely meant anything good.
„Viktor,“ said Franz Keller, and in his tone there was something apolo-

getic that simultaneously announced and justified.Franz Keller. Twelve years a client. Metal fabrication, Bietigheim. Vik-

tor had personally carried his first server rack into the man’s basement, 

back when it was just him and Marlene, because there was no elevator 

and the basement had a narrow staircase. Twelve years, three server 

cycles, one network upgrade, and a GDPR audit that had cost Viktor two 

weekends. Twelve years, and now this apology in his tone.„We’re switching to Digitec.“Viktor knew Digitec. Five employees, three years old, ofÏces in Stutt-

gart-Vaihingen. They did managed services, but differently — somehow 

with more automation, fewer people per client, an app the client could 

operate themselves. They had no wooden floors and no old desks. They 

had an open-plan ofÏce with glass walls and a white marble reception 

desk, and Viktor knew this because he had once happened to walk past 

their ofÏce and looked inside.„Because of the AI stuff?“ Viktor asked.A pause. The pause was the answer.„Yes,“ Keller said then. „Among other things.“
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After the call Viktor stayed at his desk. He heard Marlene outside 

talking with the neighbor — the neighbor, who ran the flower shop and 

always put the sidewalk displays out at this hour, spring arrangements 

now, carnations and gerberas in white buckets. Marlene laughed about 

something. She laughed often. That was one of her gifts — laughing in 

situations that brought others to silence.Viktor opened his laptop. Opened Google. Typed: AI for IT systems 

integrators.He read for thirty minutes. Made notes directly on the desk — six pages 

— then closed it.What he had read disturbed him not because of the technology. He 

was an engineer; he feared little that had to do with technology. What 

disturbed him was the scale. The terms stacked up like boxes on a pallet 

where you didn’t know whether they were meant for you or for someone 

else: AI Hub. Large Language Models. Agentic Workflows. HITL-Gates. 

ISO 42001. EU AI Act Article 6. Fail-Closed Architecture. Governance 

Layer. Semantic Crosscheck. Premises Codex.He understood networks. He understood servers. He understood peo-

ple who needed networks and servers and didn’t know why something 

wasn’t working. That was his craft, and he was good at it.This was a different craft.

❧
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Marlene came into the ofÏce. She closed the door even though no one 

else was there — a sign that she wanted to say something she wanted to 

say without an audience, even if there was no audience.„Keller?“ she asked.„Yes.“She sat down and placed a sticky note on the desk. On it, in Marlene’s 

handwriting: Systemkon, Mannheim. IT consultancy. systemkon.de. Marle-

ne: „Have a look at these.“„I left that for you three weeks ago,“ she said calmly.Viktor looked at the note. He didn’t remember it.„Have a look at them,“ Marlene repeated.She sat down on the chair across from him. The chair had a wobbly 

backrest that Viktor had been meaning to fix for three years. Marlene 

always sat straight in it, as if the backrest were stable. It was one of her 

qualities: using things as if they were as they should be, until they became 

that way.„How many this year?“ she asked.Viktor hesitated. „Keller is the third.“„Brenner too?“„Brenner is the second. Keller the third.“Marlene nodded slowly. The nod that said: I knew this and I waited 

until you knew it.„And Jonas?“ she said.That was something different. Jonas wasn’t a client; Jonas was their 

best junior, twenty-six, quick-thinking, enthusiastic in a way that was 

sometimes productive and sometimes exhausting. He had started using 

ChatGPT for client documentation over the last two months. Faster, he 

had said. The results are good, he had said. Viktor had known and said 

nothing, because he hadn’t known exactly what to say.„What about Jonas?“ Viktor asked.„Last week he entered client data into ChatGPT. Real data. From 

Brenner.“
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Silence.Viktor calculated: Brenner GmbH, metal fabrication, Bietigheim-Bis-

singen. Supplier data, customer contacts, possibly configuration data. All 

on American servers. Processed by a model he didn’t know, in a data 

center he didn’t know, according to rules he didn’t know.„Did he know?“ Viktor asked. „That he wasn’t supposed to?“Marlene was silent for a moment. That was also an answer.„That’s the problem,“ she said then. „He didn’t know what he was 

and wasn’t allowed to do. We never told him. We never said what was 

permitted.“She looked at Viktor. „That’s not Jonas’ fault.“„No,“ said Viktor. „It’s mine.“Marlene nodded once. Not a criticism — a confirmation. She never said 

I told you so. She waited until he said it himself.

❧

Viktor called Jonas into his ofÏce. It wasn’t a reproachful conversation 

— that would have been unfair. Jonas had worked, had meant well, had 

found a faster route and taken it without knowing that this route passed 

through territory that wasn’t his.„You can’t use AI anymore,“ said Viktor. And immediately realized that 

was wrong.Jonas nodded. Pale.Viktor saw in his face — in the brief flash of something that looked like 

resignation, like setback, like the feeling of being wrong without having 

known it — that this was wrong. Not the decision. The decision was right. 

But the manner. A prohibition without an alternative. A no without a 

thereafter.„Temporarily,“ Viktor added. „Until we have a solution.“But they didn’t have a solution.
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❧

Three weeks after the call from Franz Keller, Viktor sat alone in the 

ofÏce on a Friday evening. Everyone else had left. He made a list.The list read:
Keller: lost to Digitec (AI capabilities).

Brenner: inquiry from major customer re EU AI Act. No answer possible.

Weber Logistics: insurer asks for AI risk assessment. No answer possible.

Müller Dental: GDPR and AI, patient data. No answer possible.

Stadtwerke Aalen: EU funding project, AI governance mandatory. No answer 

possible.

Jonas: needs clear rules. We don’t have them.He looked at the list. Then he typed on his laptop: systemkon.de.Systemkon. An IT consultancy based in Mannheim. Marlene had 

mentioned the name two weeks ago. She had left a note on his desk: 

Systemkon, Mannheim. IT consultancy. Web: systemkon.de. He had not 

visited the website, because he hadn’t believed that someone could do 

something different that was actually different. Now he visited it.It wasn’t like other IT company websites. No photos of server racks. 

No feature checklist. No list of certifications. Instead at the top it said: An 

operating system for your organization. And below, smaller: Coordination. 

Governance. AI control. Fail-Closed.Viktor sat there and read.He read for twenty minutes. Then he clicked on the phone number and 

called. At 7:47 PM on a Friday evening.It rang three times. Then:„Good evening. Systemkon, Marek.“
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Viktor cleared his throat. „Good evening. My name is Viktor Glück. I 

run an IT systems company in Aalen. I think I need help.“A brief pause. Not embarrassed, not surprised. Simply the space 

someone leaves who wants to listen.„Tell me about your company,“ said the voice.

❧

Viktor spoke.He spoke about the garage, about the first clients, about Marlene 

who had handled bookkeeping and sales simultaneously while he built 

servers. He spoke about Keller, about Brenner, about the word „Digitec“ 

that was now in his thoughts like a splinter — small thing, uncomfortable. 

He spoke about Jonas and the ChatGPT data, about that afternoon when 

Jonas had gone pale and Viktor had had a feeling: I gave him no answer 

because I had none.Marek listened. Occasionally asked brief questions. Not like a consul-

tant — more like someone listening to a mechanic describe an engine 

problem, genuinely wanting to understand what was wrong, not already 

knowing the solution before listening.At 8:31 PM Marek said: „I have a picture of your situation. May I ask 

one question?“„Yes.“„What would you say is the biggest problem — the lost clients, the EU 

inquiries, or Jonas?“Viktor thought. Three things that hurt in different ways.„Those are symptoms,“ he said at last.Silence.„That’s the right answer,“ said Marek. „Very good. Then let’s talk about 

the problem.“
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Viktor looked out the window. Schillerstrasse was dark now, only the 

lampposts. A car somewhere. A completely normal Friday evening.„What is the problem?“ he asked.„You have no operating system,“ said Marek. „Not for your organiza-

tion. You have experience. You have employees. You have clients. But you 

have no system that coordinates all of that, makes it auditable, and scales 

when you grow. Keller didn’t leave because Digitec is better than you. He 

left because Digitec has a system and you don’t.“Viktor was silent.It was one of those answers he wanted to consider both wrong and 

right at the same time.„I’ll call tomorrow morning,“ he said. „Eight o’clock.“„I’ll be here,“ said Marek.Viktor hung up. Stayed sitting for another moment. He thought: In 

thirteen years, nobody had said: You have no operating system.Maybe because it was true.

· · ·



II
THE TURNING POINT

Compliance is not the goal.

It is the condition under which the goal may be reached.
— IIO Wisdom Base, Entry WB-031

✦
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The first meeting with Marek took place not in Mannheim, as Viktor 

had expected, but in Aalen — because Marek had said he would come to 

Viktor, not the other way around. That was unusual. Consultants rarely 

came to you. Usually you had to go to them, into their beautiful ofÏces 

with the glass walls, and that was part of the arrangement: you were the 

guest, not the host.
Marek came by train. He was in his early forties, medium height, with 

the calm exterior of someone who had been in many rapidly-changing 

situations and had learned that calm was the only thing that always fit. He 

wore a dark blue jacket, no shirt that cost too much to forget, a cloth bag. 

He shook Viktor’s hand, looked around the ofÏce — the wooden floors, 

the old desks, the window to Schillerstrasse — and said: „Nice here.“Not politely. Actually.Marlene had insisted on coming. They sat three at the conference table. 

Marek drank coffee. Listened.Viktor spoke. The three lost clients. Jonas and the customer data. The 

EU AI Act inquiries he couldn’t answer. The list.Marek didn’t interrupt once.When Viktor was finished, Marek said: „EU AI Act. Let’s start there, 

because everyone starts there and it’s usually what tips the balance.“ He 

opened his laptop. „May I?“He showed one slide. Text on white:
EU AI Act — what it actually means:

— Risk classification of all AI systems (minimal / limited / high / unaccep-

table)
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— Governance requirements for high-risk systems

— Transparency obligations and conformity assessment

— Full application from 2027, high-risk from 2026„For you as a systems integrator,“ said Marek, „this means mainly 

two things. First: you need to know which AI systems your clients are 

deploying or want to deploy, and whether these are considered high-

risk. Second: you need to be able to introduce and operate AI systems 

in a governance-compliant way yourself. Both can’t be done sustainably 

without the operating system underneath.“„The operating system,“ said Viktor. That was the term from the 

website.„I’ll explain that in chapter three,“ said Marek.Marlene laughed. „There are chapters?“„I think in chapters,“ said Marek, without irony. „It helps.“

❧

I I O  A N D  T H E  E U  A I  A C T

IIO is not a compliance platform. But every IIO system automatically pro-

duces the artifacts that compliance audits need: audit trails (who decided 

what when), evidence records (what was the state at point X), gate decisions 

(which human approvals were granted), layer documentation (which AI 

systems run in which scope).
A company operating IIO can answer any EU AI Act inquiry — not because 

it has worked through a compliance checklist, but because it operates a 

system that generates compliance as a byproduct.
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In the evening, after the meeting, Viktor stood in the parking lot in front 

of the ofÏce. Marek had gone back to the train station. Marlene stood next 

to Viktor.„What do you think?“ she asked.Viktor considered. Outside it was quiet. Schillerstrasse was slowly 

darkening.„I think he’s right,“ said Viktor.„That’s not an answer.“„I think he’s right and I’m not yet sure what that means.“Marlene nodded. When Viktor wasn’t yet sure, that meant he was 

thinking rather than deciding prematurely.„Send him an email tomorrow,“ said Viktor. „Ask about the next 

appointment.“„I already asked him,“ said Marlene. „The day after tomorrow, nine 

o’clock.“Viktor looked at her.She smiled. „I thought you’d say that.“Three weeks later Jonas sat in Viktor’s ofÏce. Not pale.„You can use AI again,“ said Viktor. „But differently. Through our 

system. Not externally. And in three weeks I’ll explain how.“Jonas nodded. Viktor knew: he didn’t have three weeks. He had about 

three months. But sometimes you had to name numbers that sounded 

possible.

❧

In the weeks after the first Marek conversation, Viktor tried to under-

stand what the EU AI Act actually meant — not as a regulation, but as a 

signal.He read a lot. Not because he was a reader — he was a pragmatist, he 

only read when he had to — but now he had to. He read the summaries 

Marlene sent him. He read what other systems integrators were doing.
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What followed the meeting was an hour Viktor would later describe 

as the conversation that flipped a switch.The EU AI Act was not the problem. It was the formalisation of a 

problem that already existed: companies deploying AI without knowing 

what they were doing. Shadow solutions, uncontrolled tools, employees 

making individual decisions because no one had set rules.Brenner GmbH: their main client wanted to know whether Brenner 

was EU AI Act compliant, because that main client fed Brenner’s data 

into its own AI systems and needed to demonstrate that its data sources 

operated governance-compliantly. The question wasn’t a question. It was 

a supply chain requirement.That was the pattern: compliance was becoming horizontal. Not just 

your own company, but every interface to the outside.„You can’t solve that with a checklist,“ said Marlene. It wasn’t a ques-

tion.„No,“ said Marek. „You can only solve it with a system that’s built from 

the start to be auditable.“Three weeks later Jonas sat in Viktor’s ofÏce. Not pale.Jonas was twenty-seven. He had started at a startup, moved to VuG 

because he wanted to learn, and stayed because he actually had. He wrote 

fast, clean documentation. He understood networks. He liked efÏciency.The ChatGPT incident had hit him — not because of the consequence, 

but because of the moment afterward. Viktor had said: you can’t use AI 

anymore. And Jonas had nodded and left. Without question. Because he 

knew the answer: because there were no rules.That was the real sting. Not the ban. The absence of rules.
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„You can use AI again,“ said Viktor. „But differently. Through our 

system. Not externally. And in three weeks I’ll explain how.“Jonas looked at him. Not with the relief Viktor had expected. But with 

something that looked like — curiosity.„What’s different about your system?“„It has rules,“ said Viktor. „And you’ll know what they are.“Jonas nodded slowly. Viktor knew: he didn’t have three weeks. He 

had about three months. But sometimes you had to name numbers that 

sounded possible.

❧

What he found surprised him.Almost nobody was doing anything right. There were checklists, 

whitepapers, self-assessment forms. There were consulting packages that 

sounded expensive and remained vague. There were statements like 

„we’re on the path to compliance“ that meant: we’re not there yet.He called Keller. The first Keller, the one who had left.„Franz,“ he said.„Viktor.“ A brief surprise in his tone.„If Digitec had been able to answer the EU AI Act question for you — 

would you have switched?“Silence.„Probably not,“ said Franz Keller at last. „Honestly, that was the main 

reason. Not the AI features. That you couldn’t answer the question.“Viktor noted that. Not on the computer — on paper.„Thanks,“ he said.„Viktor…“„Yes?“„Are you doing something about it now? The AI Act?“„Yes.“„Call me when you’re done.“It wasn’t a promise. But it was more than nothing.Viktor looked at the notepad. He had written: EU AI Act = question 

clients ask. If I can answer it = they stay. If not = they leave.That wasn’t a compliance task.That was a sales task.He called Marek.„The second meeting,“ he said. „Can we do it tomorrow?“
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· · ·



III
THE OPERATING SYSTEM

Every organization is a system.

The question is only whether it's one you lead

or one that carries you.
— IIO Wisdom Base, Entry WB-003

✦
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The second meeting took place in Mannheim, in a conference room 

on the second floor of the Systemkon ofÏce. It was a bright room, large 

windows, a table of light wood. No marble, no glass walls — but no 

wooden floors either. Something in between that looked to Viktor like a 

place that wanted to function without taking itself too seriously.
Marek had prepared a presentation. Not in the style of presentations 

Viktor knew — no bullet points, no graphics that explained more than 

they confused, no colors that said: Someone sat here a long time choosing 

colors. It was a diagram. Circular, with layers. Like a cross-section through 

a tree, or like the view of a planet from above.„This is IIO,“ said Marek. „Intelligent Infrastructure Orchestration. But 

the name doesn’t matter. What matters: imagine your company is a 

computer.“Viktor and Marlene waited.„A computer needs an operating system. The operating system coordi-

nates everything: hardware, software, processes. It decides what happens 

with which resource. It ensures processes don’t collide with each other. 

And it makes the system auditable — you can always look back and see 

what happened when.“„Okay,“ said Viktor.„Your company has forty-eight employees, correct?“„Yes.“„And how do you coordinate them? How do you ensure Jonas knows 

which tools he’s allowed to use? How do you ensure that when Brenner 

asks ‚Are you AI-compliant‘ someone has the answer immediately?“Silence.
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„We talk to each other,“ said Viktor.„That’s the problem,“ said Marek. Factually, not reproachfully. „Com-

munication is great. But communication isn’t scalable, isn’t auditable, and 

isn’t fail-safe. What happens when you’re sick and Marlene has to make 

a decision?“Viktor looked at Marlene. Marlene looked at him with an expression 

that said: I could answer that, but I’ll let you.„Marlene decides,“ said Viktor.„Good. And when Marlene isn’t available?“Viktor opened his mouth. Closed it again.Marek waited.„Jonas doesn’t know exactly,“ said Viktor finally.„That’s the operating system problem,“ said Marek. „Not Jonas. Not 

Marlene. Not you. The system has no operating system that tells Jonas 

what he’s allowed to decide. The system runs, but no one has defined how 

it runs. It works because people keep it running. That’s human energy. 

And human energy is the most expensive and unreliable resource there 

is.“

❧
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W H AT  I S  A  L AY E R ?

A layer in IIO is a machine-readable domain of the organization. Each 

layer has: an ID, a description, premises (what applies in this domain), 

review gates (what must be approved), and defined upstream/downstream 

connections.
Example: layer-identity-access — governs who may use which 

systems. When Jonas wants to use a new AI service, the system checks: is 

there a rule for this? Is there a gate? Does a human need to approve? The 

layer provides the answer.
VuG (Viel & Glück GmbH) operates fourteen active layers on launch day. 

A small systems integrator can start with four or five.

Marek showed the diagram. The layers from inside to outside:
Innermost layer: Governance. Who decides what. Premises, gates, 

review processes. The rules that apply when no human is nearby.
Second layer: Identities and access. Who may use what. Which systems, 

which data, which tools. Not as a list — as architecture.
Third layer: Operations. Which processes run how. Automated, semi-

automated, manual — and why.
Fourth layer: AI. Which models, which boundaries, which evidence. 

Not AI as a goal — AI as a tool in a governed system.
Outermost layer: Surfaces. What the human sees. The portal. The tools. 

The reports.„Every layer communicates with the one above and below it,“ said 

Marek. „But no layer skips another. That’s Fail-Closed. If something is 

unclear — if the AI isn’t sure, if a process enters a grey zone, if a decision 
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falls outside defined parameters — then the system stops and asks a 

human.“„HITL-Gate,“ said Marlene. She’d seen the term on the website.„Human-in-the-Loop Gate,“ confirmed Marek. „That’s the most im-

portant concept. No agent, no automated process acts alone when 

something matters. It asks. It waits. It records the response. That makes 

the system safe — not because it’s error-free, but because it knows when 

it needs a human.“Viktor listened and felt resistance and understanding alternate. The 

resistance came from the pragmatist in him, who knew how long things 

take. The understanding came from the fact that the logic was sound — 

not elegantly sound, not salesmanlike sound, but craftsman-sound. Like 

a network architecture that was clean.„What does it cost?“ he asked.„That’s the wrong question,“ said Marek.Viktor frowned.„The right question is: what does it cost not to implement it? You’re 

losing clients right now. You can’t answer EU AI Act inquiries. Your best 

employee doesn’t know what he’s allowed to do. That’s already costing 

you.“„That’s not an answer to my question.“Marek smiled briefly. „A retainer plus AI Hub. Approximately 800 

euros per month for your company size.“Viktor calculated. 9,600 euros per year.„And what do I get for that?“„An operating system. And the ability to work with it. And after a year: 

the ability to continue without us.“That was the decisive point. Not you’ll depend on us. Not you’ll need us 

long-term. But: after a year you can do it yourself.Viktor looked at Marlene. Marlene looked at him.„We’ll try it,“ said Marlene.
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❧

The implementation began two weeks later. Not with the server — that 

came in chapter four. It began with a question:
What are your premises?Marek explained: premises were the binding rules of the system. Not 

wish lists, not goals — rules. P-GDPR-001: No customer data leaves the 

European legal area. P-HITL-001: No automated process sends offers without 

human review. P-AI-001: All AI queries are logged.„That sounds like a lot,“ said Viktor.„You already have these rules,“ said Marek. „They’re just not written 

down yet. We write them down. That’s the first step.“

W H AT  A R E  P R E M I S E S ?

A premise (IIO term) is a binding rule of the organisation. Format: P-

PREFIX-NNN. Defined by humans and applies to everyone — humans and 

agents equally.
P-GDPR-001: No customer data leaves the European legal area. — Not 

formulated as a goal. As a fact. As a boundary that is not negotiated.
Premises are the core of every layer. An agent that violates a premise 

is stopped by a gate. A human that violates a premise has committed a 

governance violation.
VuG had twenty-three premises at the end of the first premises sprint. Four 

months later: thirty-one.

What „trying it“ meant, Viktor learned over the following ten days.It took six hours. Marek, Viktor and Marlene sat together, and Marek 

asked questions and wrote the answers into a YAML file. What happens 

when Jonas makes a mistake? Viktor answered. When do you personally 
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have to make a decision? Marlene answered. What must never happen 

automatically? Both answered simultaneously: Send quotes.At the end of the day VuG had seventeen premises.„This is the core of your operating system,“ said Marek. „Everything 

else is built on it.“Viktor read the file. YAML syntax, machine-readable, but also readable 

for humans. He read the seventeen premises and recognised his company 

in them. His values, his limits, his way of working — in seventeen 

sentences.That was strange.Not unpleasantly strange. Strange like the moment when you find an 

old photograph and recognise: that’s me, that’s who I always was, I just 

never had a photograph of it.Marek called it the „Premises Sprint“ — three evenings, two hours each, 

Viktor and Marlene and Marek at the conference table, with Marek asking 

questions.The questions sounded simple. The answers were hard.
„What happens when you make a mistake that affects a client?“Viktor: „I call the client. Apologize. Fix the problem.“Marek: „Who besides you can make that decision?“Silence.Marlene: „I can.“Marek: „Only the two of you?“Silence.Marek wrote: P-ESCALATE-001: Client incidents with potential damage 

over 5,000 EUR: managing director decision. Below: responsible technician 

after consultation.Viktor looked at the sentence. „I never formulated it that way.“„No. But that’s exactly how you act.“That was the core of it: the premises were not new. They described 

what already was. What Viktor already knew, already did, already deci-

ded — but had never written down. Writing it down didn’t make it more 

true. But it made it transferable. Usable by someone who wasn’t him.On the third evening they had twenty-three premises.
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„This is your company,“ said Marek. Not: this is you. Your company.That was the difference. Not Viktor alone. But what he and Marlene 

had considered right for thirteen years — implicitly, unwritten.Now it was written down.The system had a core.

❧

In the week after the premises workshop, something happened that 

Viktor hadn’t expected: Marlene started asking Marek questions he 

hadn’t asked yet.He noticed it on a Thursday evening when he returned from a client 

meeting and found Marlene and Marek still at the conference table. On 

the screen: a diagram. Not the circular one — a new one. Flow diagram, 

nodes, connecting lines.„What’s that?“ asked Viktor.„Flow model,“ said Marek. „How your processes will run in the future.“„I’m showing him the first synergy candidate,“ said Marlene. She didn’t 

look up because she was watching the screen. „Look, Viktor: this here 

—“ she tapped a node — „is the contract-to-invoice process. How we do 

it now: Viktor signs, Petra types, Marlene checks, goes out. Three hours. 

Sometimes more.“„I know that.“„And this here —“ she tapped another node — „is how it runs with the 

system. Read contract, AI extracts the relevant data, invoice is created, 

HITL gate checks the price, goes out. Three minutes.“„Three minutes?“„Sometimes less.“Viktor looked at the diagram. The nodes were small, the arrows clear. 

Nothing beautiful, nothing salesy. Just: this is how it is. This is how it 

should be.
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„And if the AI makes a mistake?“ asked Viktor. „With the price, for 

example.“„Then the gate triggers,“ said Marek. „The system waits for human 

input. The price never goes out automatically if it deviates from the 

expected value.“Viktor looked at the screen. Thought: That’s a safety net under the 

safety net.„The HITL gate,“ he said.„The HITL gate.“He had seen the term on Marlene’s screen, as a buzzword. Now he 

understood what was behind it: not a concept, not a feature description. A 

decision about architecture. The decision to say: No system is flawless. So 

you don’t build a system that pretends to be flawless. You build a system 

that knows when it might make a mistake, and then stops and asks.That wasn’t a technical concept.That was an attitude.

❧

Viktor read the twenty-three premises again that evening.
P-DSGVO-001: No customer data leaves the European legal area.

P-HITL-001: No automated process sends offers without human review.

P-AI-001: All AI queries are logged.

P-EMPLOYEE-001: Employees are informed about permitted and prohibited 

AI use before using AI.

P-QUAL-001: No customer report leaves the company without human 

review.And so on. Twenty-three sentences. Each clearer than any policy 

document he had ever seen, because every sentence started with: What 
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we do or What we don’t do. No exceptions, no gray areas, no formulations 

that left room for interpretation.That, Viktor thought, was the real difference.Not the system. The thinking about it.„I could have done these premises thirteen years ago,“ he said to 

Marlene, after Marek had left.„No,“ said Marlene.„Why not?“„Because you had no reason. Keller hadn’t left yet. Brenner hadn’t 

asked yet. Jonas hadn’t made a mistake yet.“ She looked at him. „The 

pressure comes from outside. The reason for thinking usually comes from 

outside. That’s not a weakness. That’s how people work.“Viktor considered. „Sounds like an excuse.“„No. It sounds like an explanation. Excuses say ‚I‘m sorry.‚ Explana-

tions say ‚Here‘s why.‘ I believe in explanations.“He nodded.Outside on Schillerstraße, a cyclist passed by. The streetlamp cast a 

yellow cone onto the asphalt.Viktor thought: I’m getting to know my own company.That wasn’t a bad feeling.

· · ·



IV
THE FIRST LAYER

Infrastructure is invisible when it works.

And everything when it doesn't.
— IIO Wisdom Base, Entry WB-019

✦
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The server arrived by freight on a Tuesday morning, in a brown 

cardboard box with orange tape, and the driver was surprised how heavy 

the package was for its size. „What’s in there?“ he asked. „A computer,“ 

said Viktor. „Ah,“ said the driver, as if that were a satisfying answer.
Smaller than Viktor had expected. Heavier too. 2U format — four 

centimeters tall, forty-five centimeters deep, silver-gray sheet metal that 

looked and felt like professional equipment. Bettina from administration, 

who was just bringing in the mail, stopped and watched.„Is that the AI computer?“„Yes.“„It looks like our old PlayStation.“Viktor smiled. Bettina didn’t ask rhetorical questions — she asked 

because she wanted answers. That was exactly the attitude they needed.He carried the server to the small room next to the copier. It wasn’t a 

real server room — it was a storage closet converted for server use, with 

an air conditioner that struggled in summer and a cable tangle that Viktor 

untangled once a year only to see it return three months later. In this 

room now sat the thing that might give Jonas his work back and Marlene 

her first peaceful night in weeks.He racked it. Plugged in the cables. Power, network, that was it.Marek called at two in the afternoon.Marek handled technical implementations at Systemkon. He had a 

calm voice that sounded like someone who explained things often and 

never grew impatient. „I can connect if you like,“ he said. Viktor said yes. 

Marek said: „Then I’ll see you in the terminal.“
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What followed was an hour in which Viktor watched Marek — remo-

tely, from a computer in Ludwigsburg — install, configure, and start the 

AI Hub. Viktor understood most of the commands. Docker, Kubernetes-

lite, a local model. He asked questions. Marek answered, explained, and 

before Viktor could ask the next question, Marek said: „Clear so far?“At fourteen forty-seven, Marek said: „I see the device. Hold on.“Ten minutes in which nothing visible happened, but the progress bar 

moved. Viktor watched. He understood most of the commands — Docker, 

containers, model download. No magic. Work he could have done himself 

if he’d had the time and known where to start.But that was the point. He could have. Now he didn’t have to.„The AI Hub is running,“ said Marek. „First model loaded: Llama 3. You 

can test a query now.“Viktor typed: What is predictive maintenance?Three seconds. Complete, in English, correct.He typed: What is EU AI Act Article 6?Three seconds. Correct.He typed: What should we consider as an IT systems integrator to deploy 

AI in a GDPR-compliant way?Five seconds. A structured response, with sections, with concrete 

measures, with the note at the end: This answer is based on the model’s 

training data and does not replace legal advice.Viktor leaned back.„Good,“ said Marek. „But that’s just the hardware layer. Now comes 

the interesting part.“

❧

The interesting part was the connection between the AI Hub and the 

operating system.
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Marek had explained: The AI Hub alone was a tool. A powerful one, 

but unrestricted. What IIO made of it was a guided tool. The premises 

Viktor and Marlene had written down became the governance layer over 

the model: What was the model allowed to do? What not? Which queries 

had to be logged? Which answers required human review?This was not a filter. This was an architecture.The next morning Viktor had a conversation with Jonas.„You can use AI again,“ he said.Jonas waited. The pause was the memory of their last conversation.„But through our system. Not ChatGPT, not Copilot, not anything 

external. Through this terminal here.“ He pointed at the monitor. „Your 

queries stay with us. On our server. Model runs locally.“„That’s the same as ChatGPT?“„No. It’s local. It has fewer capabilities for some things, and it has rules. 

If you enter customer data, it tells you whether that’s allowed. If you get 

an answer marked ‚not verified‘, you know you need to check it.“Jonas nodded. Slowly this time, not pale, not relieved — thoughtful.„And when I don’t know if something is allowed?“„Then you ask the system. It knows our premises. It tells you what’s 

okay.“That wasn’t entirely true — the system wasn’t that far yet. But it was 

the goal. And sometimes you had to describe the goal as the present to 

get someone to start walking toward it.

❧

The first week was not smooth.Three times Jonas entered queries and got answers he didn’t fully 

understand — not because of quality, but because of boundaries. The 

model didn’t know everything about their specific customers, their spe-
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cific projects. Marlene said: „That’s normal. The system doesn’t learn by 

itself — it needs information we give it.“That was a difference from ChatGPT that Jonas hadn’t expected: 

ChatGPT knew everything from everywhere. Their own system knew a 

lot — but mainly what they had given it.„That’s an advantage,“ Marek explained at the next check-in. „ChatGPT 

knows as much about your competitors as it does about you. Our system 

knows more about you than about anyone else. And it doesn’t share that 

knowledge.“Jonas listened and said something Viktor remembered: „So it’s less like 

Google and more like a very good manual we wrote ourselves?“Marek nodded. „Exactly right. And the manual updates itself when 

you work.“

❧

Three weeks after installation, Marlene suggested activating the first 

layer.A layer, in IIO terminology, was an area of the operating system. 

layer-identity-access — who was allowed to use what. This was the 

first one because it was the most urgent: Jonas, Petra, Bettina, the three 

service technicians, Marlene, Viktor — all with different access rights, 

different permissions, different AI boundaries.„Until now,“ said Marlene, „that’s been in your head. Mostly.“„That’s true,“ said Viktor.„And if you’re sick tomorrow?“He looked at her.„Then it’s in his head, but he’s not there.“They activated the layer. It took two hours. At the end, the system 

knew: what Jonas was allowed. What Petra was allowed. What the tech-
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nicians were allowed. And — the part Viktor valued most — what no one 

was allowed without explicit approval.He called Marek.„First layer active,“ he said.„How does it feel?“ asked Marek.Viktor thought. „Like finishing the first network documentation. 

You’ve been running and operating the network before. But now it’s also 

written down.“„Exactly that,“ said Marek. „Your knowledge is now in the system. Not 

just in your head.“Viktor hung up and sat still for a moment.That was — he searched for the right word and found it after a moment 

— that was continuity. Not himself, not his head, but the system that kept 

running when he wasn’t there. The operating system.He had not built his first house on sand.

❧

The second week with the server was better than the first. Jonas had 

learned what the system could do well and what it couldn’t. Petra had 

started feeding technical specifications into the system — descriptions 

of their most common customer requests, standard processes, typical 

questions. The system had begun answering based on that data.Marek called it „knowledge loading.“ Viktor called it: Now the system 

knows what we do.„It’s like a new employee,“ Petra said one morning in the hallway. „At 

first they know nothing. Then I explain things. After two weeks, they 

handle some things on their own.“„But they don’t make decisions without you.“„No. They make suggestions. I decide.“
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That was it. Viktor saw it clearly in that moment: not the system 

replaces people. But the system makes suggestions, and people decide. This 

was not a philosophical concept. This was architecture. This was how it 

was built.At the end of the first month, Marek asked during a check-in: „What’s 

not working?“Viktor thought. That was an unusual question. Most consultants asked 

what was going well. Marek asked what wasn’t.„Jonas sometimes asks and gets answers that are not quite right.“„In what area?“„Network configurations. Very specific to our environment.“Marek nodded. „That’s a knowledge gap. Build an internal knowledge 

base — your documents, manuals, configuration standards. Then it will 

improve.“„That sounds like work.“„It is work. One-time. After that: no more.“That was the principle, Viktor was learning slowly: Everything you 

taught the system once, you didn’t have to keep in your own head. 

Knowledge migrated from head to system. That wasn’t alienation. That 

was continuity.

❧

In the fifth month of operation, VuG had five active layers.— who was allowed what. — which AI queries, which boundaries. — 

EU AI Act, GDPR, evidence. — contracts, invoices, payments. — customer 

communication, requests, escalations.Five layers. Five areas of the company that were now defined, docu-

mented, and auditable.Viktor asked Marek if that was enough.„Enough for what?“„To tell customers: We are IIO-compliant.“
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Marek paused. „You have governance, AI governance, and compliance. 

That’s enough for most customer questions. For EU AI Act requirements: 

sufÏcient.“„Then it’s enough.“„For now. Systems grow when they are used.“Viktor wrote that down. Not in the system — in his notebook, which 

he still kept because some things sat better on paper than in a terminal.
Systems grow when they are used.That was, he thought, also true about companies.

❧

Marek came to Aalen three weeks later. Not for a video call — he came 

in person, like the first time.He brought a printout. A table, three columns: Layer-ID, Status, Open 

Items.„Five active layers,“ said Marek. „That’s good for this stage. Well-

intended — but I want to address something.“Viktor waited.„Your system is running. But it hasn’t been tested yet.“„What does that mean?“„It hasn’t seen any real pressure. No gate that was activated under 

stress. No situation where Jonas didn’t know what to do and the system 

helped him.“ Marek looked at Viktor. „That’s not a problem yet. But you’ll 

know when the system really works — not because the status light is 

green, but because something happened and the system caught it.“Viktor thought about the premises night. About the twenty-three 

sentences now sitting in a YAML file.„When will that happen?“„You can’t plan it,“ said Marek. „It happens when it happens.“It took three weeks. Then came Thursday at 2:32 PM.Viktor would later call that the date the system became real.

· · ·



V
THE GATE

A gate is not distrust of the machine.

It is respect for the consequence.
— IIO Wisdom Base, Entry WB-028

✦
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At 2:32 PM on a Thursday in December, an AI agent almost made a 

mistake that would have cost Viel & Glück forty thousand euros.
Viktor was not in the ofÏce. He was at Brenner — not the Brenner 

who had sent the EU AI Act inquiry; this was a different Brenner, Anton 

Brenner, heating systems, Schwäbisch Gmünd, a new client who had 

been referred through Stadtwerke Aalen. Viktor was conducting an IT 

infrastructure assessment.Then his phone vibrated. Marlene.He excused himself, stepped into the hallway.„What is it?“„The system created a quote draft for Stadtwerke Aalen,“ said Marlene. 

„Automatically, because we’d set it up that way. But it took a wrong price. 

Base price for fifty users. They want a hundred and twenty.“Viktor calculated. Three-year contract. Thirty euros per user per 

month difference. That was thirty users times thirty euros times thirty-

six months.„Thirty-two thousand difference,“ he said.„Thirty-eight, if you include the compliance package.“Viktor leaned against the wall.„But it didn’t send it?“„No. It triggered a gate. An approval request. ‚Please review this quote 

before sending: pricing deviates from historical comparison values.‘ And 

then it waited.“Viktor was silent for a moment.He thought about the first conversation with Marek. No agent acts 

alone when something matters. It asks. It waits. He had heard that and 

understood it the way you understand things before you’ve experienced 

them: intellectually, but not in your gut.Now he understood it in his gut too.„I’m not approving it,“ he said.
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„Of course not. I corrected the price and approved the gate. It’s going 

out with the right numbers.“„Good.“A brief pause.„Viktor?“„Yes.“„I found the gate annoying at first. Do you remember? When we set it 

up, I said: this is annoying, always waiting for approvals.“He remembered.„I don’t find it annoying anymore.“

❧

W H AT  I S  A  H I T L - G AT E ?

HITL stands for Human-in-the-Loop. A gate is a control point that the 

system is not allowed to pass alone.
When a process enters a gate: it stops. It creates an approval request. It 

waits. When a human approves the request (with comment, with justifica-

tion, everything recorded), the process continues. When the human blocks, 

the process ends.
Gates are never bypassed. An agent that can circumvent a gate is not an 

IIO-compliant agent. That’s Fail-Closed: when in doubt, the system stops 

— it doesn’t act.
VuG activated 312 gates in its first year of operation. 309 were approved. 

3 blocked. Each blocked gate provably prevented damage after the fact.

After the call Viktor called Marek on the way back.„The gate worked today,“ he said.„When exactly?“ asked Marek.„2:32 PM.“
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A brief pause. „I see it here. Stadtwerke Aalen, price deviation, Gate-

ID HITL-2026-0047.“ Another pause. „Marlene approved the gate and 

corrected the price at 2:38 PM. Six minutes.“„Yes.“„And how much would it have cost without the gate?“„Thirty-eight thousand euros.“„How much does our retainer cost per month?“Viktor laughed briefly. Not because it was funny. But because the math 

was so clear it had a kind of humor.„The point is clear,“ he said.„The point is always clear afterwards,“ said Marek. „That’s the problem 

with prevention. You only see what was saved when you know what 

would have happened. And you only know that if the system writes it 

down.“The system had written it down. HITL-2026-0047. Gate-ID, timestamp, 

error type, decision-maker, correction, outcome. Everything auditable. 

Everything traceable. For any audit, for any question, for Brenner GmbH 

when they asked whether Viel & Glück operated governance-compliantly 

— the answer was now: yes. And here is the proof.Three days later Jonas said: „I asked the system for advice.“„About what?“„Whether I could use a specific configuration file from a client as a 

prompt context.“ He showed the screen. „I asked: Can I use this file as 

prompt context? And it said: This file contains client data that may not be 

used as prompt context without explicit approval per P-GDPR-003. Please 

file a HITL-Gate request.“Viktor read the response.„And?“„I filed the request.“„And?“„Marlene approved it after review. Because the file contained only 

technical configuration, no personal data.“
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Viktor looked at Jonas.Jonas shrugged. „The system didn’t stop me. It told me what I needed 

to do to continue. That’s different.“

❧

The story Viktor told at a networking event at the end of the year was 

not the story about the gate that had prevented forty thousand euros — 

even though he told that one too.It was the story about Jonas and HITL-2026-0051.Because the forty-thousand-euro story had a good outcome: mistake 

prevented, money saved, happy ending. A clear causality.But the Jonas story had something different: it showed not what the 

system prevented. It showed how the system worked. Jonas had a ques-

tion. The system gave an answer. The answer was: stop. Here is a process. 

Here is a gate. Here is what you need to do. And Jonas had followed the 

process. And Marlene had made an informed decision. And everything 

had gone well — not through luck, but through architecture.That was not an isolated case.That was the system working as it was supposed to.At the networking event, Viktor was sitting next to a managing 

director from Heilbronn who listened and then said: „Sounds like a lot of 

effort.“Viktor thought about it. „What do you have in your company that 

always depends on one specific person being there?“The other person thought. „Actually… quite a lot.“„That’s the effort.“

❧

Two months after the gate incident, Marek called.
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„I see twenty-three gate decisions over the last eight weeks,“ he said. 

„All approved by you or Marlene. None blocked.“„Is that good?“„It’s good that the gates triggered. It means the system is running as 

planned.“ A brief pause. „But I’m wondering: have you ever rejected a 

gate?“Viktor thought. „No.“„That could mean: your gates are correctly calibrated — the processes 

they protect really are the right ones. Or it could mean: you approve 

automatically, because you trust the system without checking.“That hit Viktor uncomfortably.„What should I do?“„The next gate — really look at it. Ask yourself: would I approve this 

even if no system were suggesting it? If yes: approve. If no: block and see 

why the gate triggered.“Three days later came gate HITL-2026-0087. Client invoice. Amount 

correct, payment terms correct — but Viktor noticed the client’s name 

was misspelled. Not wrong enough for the system to catch automatically. 

But wrong.He blocked the gate. Corrected the name. Then approved.It wasn’t a disaster. But it was the moment he stopped seeing gates as 

formalities.They were real decision points. And he was the decision-maker.

· · ·



VI
THE MIRACLE

A miracle is what happens when a system

is built so that it wouldn't be surprising.
— IIO Wisdom Base, Entry WB-044

✦
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It was a Monday in January, grey outside, the kind of morning that 

announces nothing and is therefore sometimes the beginning of some-

thing. Viktor had his coffee. Marlene still had her coat on. Jonas wasn’t 

there yet.
Viktor signed a contract.Stadtwerke Aalen, the final contract with the right price. Three years, 

one hundred and twenty users, managed services plus AI Hub plus 

compliance package. The largest single contract in the history of Viel 

& Glück.He scanned it in. Uploaded it to the system. Clicked Process.Leaned back.And waited.Ninety seconds.His email client opened. Automatically. A new draft: recipient, Stadt-

werke Aalen, finance department. Subject: Invoice 2026-001, contract 

managed services + AI Hub, billing January 2026. Amount: correct to 

the cent. Payment terms: 30 days. Attachment: the invoice as PDF, with 

letterhead, with IBAN, with the correct tax number, GDPR-compliant, 

§14 UStG.Viktor sat there and stared at the screen.He called Marlene in.„Look.“She looked. Read the email. Opened the PDF.Silence.„That’s correct,“ she said.„Yes.“„That took… ninety seconds?“„Roughly.“Marlene sat on the edge of the desk. She only did that when something 

surprised her. Marlene was rarely surprised.„I once calculated,“ said Viktor, „how many hours per year we spend 

on contract-to-invoice.“„And?“
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„About a hundred and fifty.“Silence.„A hundred and fifty hours.“„That’s about three working weeks per year. Just for this one process.“Marlene looked at him. She calculated in her head. „And now?“„Now it’s ninety seconds.“A long pause.„Viktor.“„Yes.“„I think it’s really working.“He nodded. Slowly.He thought about it all — the Tuesday in October, Keller, the three 

lost clients, the Google search that had overwhelmed him, Jonas who had 

gone pale, Marek who had said Imagine your company is a computer.He thought that what had just happened wasn’t a miracle.It was architecture that worked.But sometimes — sometimes when something works as it should, and 

you’d thought it never would — it feels like a miracle. And that, Viktor 

thought, is okay.

❧

Petra — responsible for administration and bookkeeping, nine years 

with VuG — said after two weeks: „Half my tasks are now done by the 

system.“Viktor waited for: And that makes me redundant.She said: „I’m starting to do the other half better.“That was the moment that meant the most to him. Not the Stadtwerke 

gate, not the ninety-second process. Petra, saying: I’m starting to do the 

other half better.That was the actual miracle: not that machines took over work, but 

that people started doing the work they were actually there for.

❧

In February an email arrived from Brenner. Not the Brenner who had 

left — the other one, Anton, heating systems.



5 2 T H E  O P E R A T I N G  S Y S T E M

„Mr. Glück, our main client is asking about EU AI Act compliance. Can 

you issue us a certificate?“Viktor opened the IIO portal. Navigated to: Compliance. EU AI Act. 

Generate certificate.The system asked: Which time period? Which scope? Which standard?Viktor selected: Since commissioning. All layers. ISO 42001 and EU AI 

Act Chapter III.Eighteen seconds.A PDF. Fifteen pages. All activated layers, all active premises, all gate 

decisions since October, all audit logs. Signed with a timestamp, with the 

system ID, with a note about which model in which version had answered 

which queries.Viktor sent it to Brenner.Brenner responded thirty minutes later: „That works. Thank you. Could 

we talk about a collaboration?“Viktor typed: Yes. Happy to. When works for you?He leaned back and watched Schillerstrasse. The bakery had new 

spring arrangements in the window. Somewhere a dog barked.The world ran. The operating system ran.Sometimes that was enough.

❧

Bettina — the one from administration, who had asked whether the 

first server was a PlayStation — said to Viktor one Wednesday morning: 

„I asked the system how to renew the maintenance contract for Weber 

Logistics.“Viktor looked at her. „And?“„It told me: premise P-HITL-001 applies. I need to submit the quote for 

approval. But it had already created a draft.“
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She showed him the screen. A quote draft, pre-filled, price from last 

year plus three percent inflation adjustment, correct term, Weber logos 

removed (GDPR), HITL gate request pending.Viktor read it. Then read it again.„Is that correct?“ he asked.„I checked it. Yes.“„And now?“„Now I just need your approval.“He clicked: Approve.The quote went out. Three minutes. Including HITL.Viktor thought: Bettina used the system without anyone telling her 

how. She figured it out because she had a question and the system gave 

an answer.That’s the moment, he thought. Not when the system is perfect. But 

when people stop being afraid of it.

❧

At the quarterly check-in, Marek asked: „What surprised you most?“Viktor thought seriously.„That there was nothing dramatic,“ he said. „I had expected there to be 

a moment where everything comes together — where you see: now. Now 

the system works. But it was… cumulative. Every day a little less effort. 

Every day a little more trust.“Marek nodded. „That’s intentional. Systems that feel dramatic are 

unstable. They need attention to run. A good system is like good infra-

structure: you don’t notice it, because it works.“„That sounds boring.“„That’s the goal.“Viktor thought about this. Boring as a goal. He had been a pragmatist, 

he had had thirteen years of server outages and cable emergencies and 3 

AM calls. The opposite of boring.
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Now it had become quieter. Not emptier — fuller actually, because 

they had more clients, more processes, more decisions. But quieter. More 

structured.„Have you ever told Marek about your first server rack?“ Marlene 

asked afterward.„No. Why?“„Because I think he would understand why this matters.“ A pause. „You 

built that with your hands then. Now you build it with your head. That’s 

not a step backwards.“Viktor looked at her.She was right. That was not a step backwards.

· · ·



VII
THE UNEXPECTED PARTNER

Competition is the illusion that the other

has to become less so you can become more.
— IIO Wisdom Base, Entry WB-055

✦



5 6 T H E  O P E R A T I N G  S Y S T E M

Thomas Wagner was essentially their biggest competitor in the 

region. Not directly in Aalen — Wagner Systems had its headquarters in 

Bietigheim, but the catchment areas overlapped, and they had recognized 

each other at the Chamber of Trades Forum like runners who use the 

same trail and both know the other is there.
They had never particularly liked each other. Not hostile — the IT 

world in the greater Stuttgart-Aalen area was too small for open hostility. 

But there had been this silence between them that arose when two people 

wanted the same thing and both knew the pie was only so big.Wagner called on a Tuesday in February.„Glück, I’ve heard about your AI story.“Viktor, who was making coffee and looking out at Schillerstrasse, 

waited.„Keller told me why he went to Digitec. And then someone at the 

Chamber told me you’d built something. With Systemkon.“„Yes.“„Can I have a look at it?“Marlene sat at the desk across from him. She listened, of course — 

she always listened when Viktor was on the phone. Now she raised her 

eyebrows. Viktor shrugged.„Come by,“ he said.

❧

The meeting took place a week later. Wagner came alone, at ten 

o’clock, with a handwritten notepad. He was around fifty, broad should-

ers, greying temples, the kind of man who rarely finishes sentences 

because he assumes the other person understands.
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Viktor showed him the system. Not everything — that would have 

been inappropriate. But enough. The gate example from Stadtwerke. The 

ninety-second contract. The compliance documentation for Brenner.Wagner sat and took notes.Then he said: „What does it cost?“„For us: retainer plus AI Hub. About 800 euros a month.“Wagner calculated. „And what have you saved?“„Hard to say exactly. But: a hundred and fifty hours per year for 

contract billing alone. The gate example: thirty-eight thousand euros 

prevented.“„That pays off.“„Yes.“Pause. Wagner drank his coffee.„I have a client,“ said Wagner, „who’s been asking me about AI for eight 

months. I had no answer. Not a real one.“ He looked at Viktor. „But I can’t 

just copy what you’ve done. That would be…“„Unfair,“ said Viktor.„Yes. Unfair.“„What if we became partners?“Wagner looked at him. The pen rested on the notepad.„Systemkon has a partner program,“ said Viktor. He had talked about 

this with Marek in recent weeks. „Silver Partner. You implement IIO for 

your clients. You get support from Systemkon. Revenue share when you 

refer new clients.“Wagner tapped the notepad with the pen.„And we would be…“ He paused.„Complementary,“ said Viktor. „Not the same. You’re in Bietigheim. I’m 

in Aalen. We have different client bases. When a client needs something 

the other does better — why not?“Marlene had of course already thought of this. Viktor knew that. 

She hadn’t said it — she let Viktor have these conversations, because 

Viktor could do it better when he’d figured it out himself than when she 

suggested it. That was how they had worked together for sixteen years.Wagner looked at his notepad. Stood up.
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„I’ll call Marek,“ he said.„Good.“They shook hands. Not warmly — they weren’t. But honestly.

❧

Two weeks later Thomas Wagner signed as Silver Partner.Three weeks after that he won the first joint client with it — a transport 

company in Heilbronn that neither of them could have won alone. Viktor 

because of the distance. Wagner because of the size of the mandate.Viktor heard about the deal from Marek: VuG receives first partner 

commission. 340 euros. Small beginning.Viktor showed it to Marlene.„Small beginning,“ she read.„Yes.“She looked at him. „Do you know what Keller said to me recently? At 

the Chamber, ran into him by chance.“Viktor didn’t know the story yet.„He said: ‚What a shame you‘re becoming so big. I should have stayed 

with the old VuG.‚„Viktor thought about this.„We’re not bigger,“ he said. „We have an operating system.“Marlene smiled. The smile that said: that’s exactly the right answer 

and I couldn’t have put it better.

❧

Two months after the partner agreement with Wagner, Marek asked 

during a check-in: „How many clients have you gained since launch?“Viktor calculated. „Four directly. Two through Wagner. One through 

Anton Brenner’s referral.“„Seven in eight months.“„Yes.“„And how many would you have gained without the system?“Viktor thought. The honest answer was: probably two, maybe three. 

Because without the system the EU AI Act questions couldn’t have been 

answered, because without the system the Stadtwerke Aalen quote would 



 5 9

have gone out at the wrong price and he would never have won that 

client, because without the system Jonas was still not allowed to use AI 

and worked more slowly than the competition.„Two,“ said Viktor.Marek nodded. „That’s a difference.“„Yes.“„And this is just the beginning.“Viktor knew Marek was right. But he didn’t say it out loud, because he 

wasn’t the type to say things out loud that he didn’t yet fully understand. 

He said: „We’ll see.“Marek smiled. That was, Viktor had learned, the only emotional 

expression he showed publicly: that brief, spare smile when something 

was going exactly as he had expected — or better.

❧

Wagner had sent a message six weeks after the partner contract: First 

joint client won. Transport, Heilbronn. 120 users. You built the quote frame-

work, I brought the client. Works.Viktor showed the message to Marlene.„Do you see what this means?“ she said.„We got revenue share?“„No. It means: Wagner trusted you. He could have built the quote 

framework himself. But he came to us because our system does it faster 

and more transparently than his gut feeling.“Wagner had said: I could show this to my client if he asks how it came 

about.That was the point. Not speed. Traceability.Viktor called Marek.„I think I understand now what you meant by operating system,“ he 

said.„What do you mean?“„You said: Keller didn’t leave because of Digitec. He left because of the 

absence of a system. I understood that intellectually. Now I understand 
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it as a business model. The system isn’t just better internally. It’s visible 

externally.“„Yes,“ said Marek. „Exactly that.“

· · ·



VIII
BLUE MOON

Once in a blue moon

something happens that you didn't expect

and that turns out to be exactly right.
— Unknown source, cited in IIO Wisdom Base WB-047

✦
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May 31st began like any other day — that was the sentence Viktor 

would say later when someone asked. Not because it was true, but 

because that’s how beginnings always feel in retrospect: as if they had 

been ordinary, as if you hadn’t known.
But he had known. He had known for three weeks that this day 

would come, and he still hadn’t slept. Not from fear. From the tension of 

someone who expects something and isn’t sure whether the expectation 

will exceed reality or fall behind it.At six o’clock he opened the ofÏce door. Coffee machine on. He always 

did that. But today he was the first in the ofÏce, because the night had 

driven him out of bed earlier than usual.At eight o’clock Marlene and Jonas arrived.At half past eight Wagner, who had announced himself — because of 

the launch day, he said, he wanted to be there.At nine o’clock the small conference room was full. Viktor, Marlene, 

Jonas, Wagner, Petra who had said she also wanted to be there, and Marek 

who had joined by video from Ludwigsburg.Marek was not there. At nine thirty he would publish the post, from 

his ofÏce, because that was the plan and because Marek was not someone 

who needed to be present at events he had made possible.

❧

At nine thirty Viktor opened his laptop.He opened LinkedIn.Marek’s post appeared at 9:31 AM:
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„Once in a blue moon — IIO is open source. The framework behind 

everything we’ve built over the last years. For everyone. Starting today. 

github.com/iio-space“Three sentences.The comments began. Slowly at first, then faster. Viktor didn’t know 

the names — developers, IT people, a journalist from Munich asking 

questions, someone from Vienna who wrote finally, a governance frame-

work that doesn’t come from an American company.Marlene typed her own post. Showed it to Viktor.
„We’ve been working with this for the last year. It’s saved us 38,000 euros 

of damage and 150 hours per year. This isn’t an AI hype story. This is 

operations.“Viktor read. Nodded.„Send it,“ he said.Marlene clicked Post.Jonas looked at his laptop. „Look — Hacker News.“

I I O  A S  O P E N  S O U R C E  —  W H AT  T H I S  M E A N S

Open source is not a gesture of goodwill. It is a decision that says: this 

system does not belong to us. It belongs to those who use it.
IIO is open source because governance tools should not be proprietary. 

If a framework governs how organisations deal with AI, that framework 

must not be controlled by a company. It must be transparent, verifiable, 

correctable.
The GitHub repository contains: all nine volumes of the Operator Hand-

book. The complete layer registry. The skill packages. The gate definitions. 

The premises catalogues. Everything.
What it does not contain: customer data. Tenant-specific configurations. 

Credentials. What every company fills in for itself remains theirs.
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Someone had published a Show HN post: „IIO — Open Source Governance 

Framework for AI-augmented organizations.“ Thirty-two comments alre-

ady. Fifty. Eighty-seven.Wagner was reading along. „What is Hacker News?“„A tech community,“ said Jonas. „If they like you, you’re real.“„Do they like us?“Jonas scrolled. „Mostly yes. One person says the documentation is too 

extensive. One asks if there’s a hosted version. Three are discussing the 

layer architecture.“„And?“„They’re discussing it seriously.“Viktor sat back for a moment. He thought about Jonas, eight months 

ago — pale in his ofÏce. The ban without alternative.Now Jonas was sitting with them, showing them Hacker News, saying: 

„If they like you, you’re real.“ And they did.The same Jonas. A different system.

❧

At ten o’clock Viktor’s phone rang. A number he didn’t know. Area 

code 0721 — Karlsruhe.„Viel & Glück, Glück.“„Good day, my name is Bader. I’m managing director at a systems 

integrator in Karlsruhe. I saw Frau Viel’s post.“ A brief pause. „Could we 

arrange a conversation?“Viktor looked at Marlene. Marlene looked at him.He nodded.„Yes,“ he said. „Gladly. When works for you?“That was the first demo request of the day. The second came at 11:13 

AM. The third at 1 PM.At noon Viktor ate a bread roll from the bakery across the street. He 

ate it at his desk and read the comments on LinkedIn, on GitHub, on 

Hacker News. He answered three questions. He wrote to Marek: Three 
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demo requests. The reply came immediately: Congratulations. This is just 

the beginning.At five o’clock Wagner left the ofÏce. He shook Viktor’s hand — a little 

more warmly this time than at their first meeting — and said: „Well done, 

Glück.“Viktor wasn’t sure what well done meant exactly in this context. 

The system, the open-source release, the day, the years before. All of it 

together, probably.„Thanks,“ he said.At eight o’clock the ofÏce was empty.Viktor sat alone at his desk. Through the window he saw Schillerstras-

se. The lampposts had come on. Somewhere a dog barked — once, twice, 

then silence.He opened his emails.At the top: a new message. Sender: k.nakamura@systemtec-tokyo.jp.He read it. Then read it again.
„Mr. Glück, I read your book. In English. We implemented the IIO frame-

work last week. It wasn’t easy — we had three days where nothing worked 

and I almost gave up. But on the fourth day, a gate prevented a wrong 

decision that would have cost us thirty percent of a project. I thought you 

should know. Thank you.“He thought: A systems integrator in Tokyo. Nineteen employees. A 

gate that worked on the fourth day.He thought: That’s not me. That’s the system. The system is now 

running there, without me, without Marek, without any of us being in 

Shinjuku.He wrote back: „Mr. Nakamura, thank you for your message. The gate 

worked then. That’s always the gate that counts. Best regards, Viktor Glück.“Sent it.Leaned back.He smiled.
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Not because he knew how it would continue. But because for the first 

time in a year he knew: it will continue.That was enough.

❧

At 9:30 PM Marlene called.„How was the day?“ she asked.„Three demo requests.“Silence. Then: „That’s more than I expected.“„Me too.“„Viktor?“„Yes.“„Do you know where the term ‚blue moon‘ comes from?“„A rare event.“„Yes. But originally: a second full moon in a calendar month. Doesn’t 

happen often. When it does — it’s real, it’s bright, it shines just like all 

the other moons. It’s not more special than the others. But it’s there.“Viktor said nothing.„I think,“ said Marlene, „that’s a good image for today.“„Yes.“„Good night, Viktor.“„Good night.“He hung up and opened the laptop one more time. The GitHub repo-

sitory had 47 stars. Hacker News: 203 comments.He read the email from Tokyo once more.Then he closed the laptop.Outside, Schillerstrasse was quiet. The bakery across the street had 

long since closed. The lamppost cast a circle of light onto the empty 

asphalt.Viktor thought about the Tuesday a year ago. About Franz Keller’s 

voice. About the word „Digitec.“He thought: It’s the same asphalt. The same lamppost. The same Schil-

lerstrasse.Everything had changed and nothing had changed.Systems were like that: they didn’t undo the old. They built the new 

over it.

❧
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Before falling asleep — an hour later, because sleep came slowly — 

Viktor thought about something Jonas had said at noon, in the brief 

moment when everyone was standing together watching the Hacker 

News feed.Jonas had said: „I understand now why the gate concept matters so 

much.“„Tell me,“ Viktor had said.„Because it makes the system honest. The system doesn’t say: I make 

no mistakes. It says: when I might make a mistake, I ask. That’s more 

honest than anything else I know in the software world.“Viktor had not replied. He had just nodded.But now, in the dark, he thought: Jonas had expressed in one sentence 

what had taken him three conversations with Marek to understand.
When I might make a mistake, I ask.That was the system. That was Fail-Closed.That was what he would say tomorrow when someone asked.

· · ·



Epilogue
THE OPEN SYSTEM

A system is good

when it runs without its creator.

And only then does it show its true purpose.
— IIO Wisdom Base, Entry WB-062

✦
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Three months after launch day, on a Tuesday morning that began 

just as ordinarily as May 31st — coffee, delivery van, bakery, dog — Viktor 

received a second email from Japan.
This time not from Nakamura. From a woman named Yuki Tanaka, 

Operations Director at a pharmaceutical company in Osaka. She had seen 

Nakamura’s comment on Hacker News. Had cloned the repository. Had 

started reading.
„Mr. Glück, I’m not an IT company. I’m in the pharmaceutical industry. 

We have strict compliance requirements and I face the problem of introdu-

cing AI without losing everything we’ve built in terms of documentation 

and auditability. Your framework describes exactly that. Is there a way to 

adapt it for pharmaceutical companies?“Viktor read the email twice.Then he opened the IIO Portal and navigated to: Agentic Organiza-

tion. Layer. New Layer Instance. He typed: layer-pharma-compliance. 

Description: For regulated industries with GMP/GxP requirements.He wrote to Marek.The reply came within minutes: „Pharma is Volume 0, Chapter 4 — it’s 

already in there. Send her the link.“Viktor laughed briefly. Of course it was already in there. The operating 

system had not been built for IT systems integrators. It had been built for 

organizations.All organizations.

❧

What had happened in the three months after launch:
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Five new silver partners, including Wagner who had already closed 

his second joint client. Nineteen demo requests, of which eleven had led 

to conversations and four to contracts. Three pull requests on GitHub 

from developers in Germany, Austria and Switzerland who had found and 

corrected errors. A translation of the volumes into English, started by a 

community that called itself IIO Contributors.And: Hildegard. Heil & Weil GmbH, Stuttgart. Social services, eighty 

employees. She had heard about it from Wagner. She had questions about 

GDPR and AI in healthcare, about data protection with patient data, 

about compliance requirements that differed fundamentally from metal 

fabrication and heating systems.Viktor had referred her to Marek. Marek had shown her a version of 

the framework with layer-health-safety as the core element. She had 

adapted it.That was the flywheel.A flywheel doesn’t just cycle — it accelerates. Each rotation makes the 

next easier. Not because energy is added, but because resistance decrea-

ses. VuG had set the flywheel in motion when they started working with 

IIO. Every new client made the implementation easier. Every new partner 

brought clients who wouldn’t otherwise have come to them. Every demo 

request generated knowledge that made the next demo better.The system didn’t learn. The system was used, and the use made it 

valuable.

❧
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Marlene had said something on a Thursday that Viktor had recorded 

in the Wisdom Base. Not as an IIO entry — as a personal note.She had said: „We didn’t just save ourselves. We built something.“That was the difference. Not saving VuG, not stopping the client 

decline, not giving Jonas his tools back. All of that had happened. But 

that wasn’t the essential thing.The essential thing was: they had built something that functioned 

without them. That ran when they weren’t there. That grew when others 

used it. That improved when someone found an error and fixed it.That wasn’t a company. That was a system.And a system belongs to no one.

❧

Four months after launch day, Viktor sat on a train to Stuttgart.He had received an invitation — from an association of mid-sized IT 

companies who wanted to know how he had done it. Thirty managing 

directors. A presentation. Fifteen minutes.Viktor was not a speaker. He had asked Marlene to come along.„You do it better,“ he had said.„That’s true,“ said Marlene. „But they want to see you. You’re the story.“He sat on the train now and looked at his notepad. He had written 

three things he wanted to say:
1. Keller left because we had no operating system.

2. The operating system didn’t save us. It made us capable.

3. It works for you too.Three sentences. Fifteen minutes.On the way to Stuttgart he thought about Nakamura in Tokyo. About 

the systems integrator in Karlsruhe. About Hildegard in Stuttgart — who 

would coincidentally also be in that room, Marek had mentioned.The system grew not because IIO made it grow.It grew because the people who used it met other people.And those people asked: How did you do it?And then they told them.
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That was the actual open system. Not GitHub, not the API, not the 

volumes. But this: people telling other people that something worked.Viktor closed the notepad.The train pulled into Stuttgart.He got out.That was the difference. Not saving VuG, not stopping the client 

decline, not giving Jonas his tools back. All of that had happened. But 

that wasn’t the essential thing.The essential thing was: they had built something that functioned 

without them. That ran when they weren’t there. That grew when others 

used it. That improved when someone found an error and corrected it.That wasn’t a company. That was a system.And a system belongs to no one.

❧

The book you have just read is an artifact of this system.It was not written by a human — it was generated by a system that 

consists of many humans: from the experiences of VuG, from the frame-

work that the IIO team built, from the insights stored in the Wisdom Base, 

from the stories that tenants worldwide have collected.The story is invented. Viktor and Marlene are fictional. Viel & Glück 

GmbH doesn’t exist.But the Tuesday exists. The phone call. The lost client. The Google 

search. Jonas and the customer data. The gate at 2:32 PM. The contract 

in ninety seconds. The call from Karlsruhe. The email from Tokyo.All of that happens. In other companies, with other names, in other 

cities. Every day.If while reading you thought: That’s me. That’s my company. — that’s 

not coincidence. That’s precision.The framework is real: github.com/iio-spaceThe living reference implementation is real: node.iio.spaceAnd the system — the operating system — is waiting.
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Viktor Glück is a fictional character. The IIO Framework is real.

The story is invented. The possibility is not.


