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THE HOURGLASS BET.THE HOURGLASS BET.
Org design for the agentic era: software now acts on its own. The org

chart that survives is the one that protects human judgment while

agents do the work.
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S O F T W A R E  S T O P P E D  B E I N G  A  T O O L  A N D  S T A R T E D  B E I N G  A  P A R T I C I P A N T

~$0
the marginal cost of generating

content. The assembly-line

MarCom department loses its

reason to exist

$15T
in B2B purchases could be agent-

mediated by 2028, a Gartner

estimate cited in Ramp's analysis of

agentic commerce

SOURCES · AWS EVENTS AGENTIC TEAM STRUCTURES · RAMP MARKETING TO AI AGENTS (GARTNER ESTIMATE) · ESTIMATES, NOT ACTUALS 02
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P A R T  O N E  ·  P E O P L E

THE EXPERTTHE EXPERT
GENERALISTGENERALIST
Specialists owned lanes. Generalists own

outcomes, with agents as on-demand domain

experts. Hire for first principles, system

curiosity, taste, and orchestration.
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T H E  D E S K I L L I N G  T R A P

FOUR SHAPES AN ORG CAN TAKE. ONE SURVIVES 2034.FOUR SHAPES AN ORG CAN TAKE. ONE SURVIVES 2034.

0 1

The Pyramid

Many juniors, few seniors. Too

slow and too heavy for agentic

workflows.

0 2

The Diamond

Juniors cut, middle bloated to

watch the AI. Destroys the

learning pipeline.

0 3

The Inverted Pyramid

Senior pods only. Fast today, no

path for anyone to become senior

tomorrow.

0 4

The Hourglass

Senior pods on top, lean middle,

protected junior base building

judgment below.

SOURCE · AWS EVENTS · A LEADER'S GUIDE TO ADVANCED TEAM STRUCTURES IN AN AGENTIC WORLD 04
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Expert judgment is not innate. It is built by a decade of friction,

mistakes, and edge cases. If nobody junior is in the system today,

nobody senior exists in 2034. The junior layer's output is not the

asset. It is the judgment.

T H E  D E S K I L L I N G  T R AP  ·  A F T ER  T H E  A W S E VENTS F R AMEWORK  ON AGEN T IC  T EA M STR UC TU RES
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P A R T  T W O  ·  P R O C E S S

PODS ON A PAVEDPODS ON A PAVED
ROADROAD
Ops handoffs break on non-deterministic

agents. Embedded pods scale badly alone.

The target: autonomous pods on a shared

platform for runtime, identity, and

observability.
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L O O P  E N G I N E E R I N G  ·  A F T E R  L A N G C H A I N  A N D  A D D Y  O S M A N I

FOUR LOOP LEVELS: FROM TASK RUNNER TO SELF-IMPROVINGFOUR LOOP LEVELS: FROM TASK RUNNER TO SELF-IMPROVING
HARNESSHARNESS

L E V E L  1

Agent Loop

One model calls tools until a

discrete task completes.

Automates isolated, high-volume

work.

L E V E L  2

Verification Loop

Output scored against a strict

rubric; failures retry with

feedback. Brand safety,

compliance, factual checks.

L E V E L  3

Event-Driven Loop

External signals trigger runs.

Responsive market action without

a human initiating.

L E V E L  4

Hill-Climbing Loop

The system studies its own

production traces and improves

prompts, models, and memory

over time.

SOURCES · LANGCHAIN THE ART OF LOOP ENGINEERING · ADDY OSMANI LOOP ENGINEERING · HUMAN JUDGMENT STAYS AT THE BOUNDARIES 07
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G O V E R N A N C E  A S  I N F R A S T R U C T U R E

THE RIVER NEEDS A RIVERBANK.THE RIVER NEEDS A RIVERBANK.
PROMPTS ARE NOT CONTROLS.PROMPTS ARE NOT CONTROLS.

C O N T A I N

Blast radius at the OS
level

Scope agent permissions at the container or

operating system layer, not the runtime. What an

agent cannot reach, it cannot break.

C O M P I L E

Policy as code

Brand rules, legal limits, and budgets

become executable boolean conditions

(Open Policy Agent is the common engine).

Violations block instantly, no ticket queue.

R E C O R D

Log intent, not just
action

Forensics in a non-deterministic world

means knowing what the agent tried and

why, including what the policy layer

refused.

SOURCES · CODILIME (GARTNER: 25% OF BREACHES BY 2028 TIED TO AGENT ABUSE) · BIGID (47% HAVE NO AI-SPECIFIC CONTROLS) 08
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P A R T  T H R E E  ·  P R O D U C T S

PROOF BEATSPROOF BEATS
PROMISEPROMISE
The 80/20 vision-to-substance ratio inverted.

The Proof Stack (after a16z crypto): deployed

partnerships, hard data, organic pull, and

validation nobody paid for.
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V I S I B I L I T Y  ·  T H E  R E A D E R  I S  I N C R E A S I N G L Y  A  M O D E L

PULL BECAME PUSH: SEO TO GEO / LEOPULL BECAME PUSH: SEO TO GEO / LEO

T R A D I T I O N A L  S E O G E O  /  L E O

Real-time crawl and index → Static training data plus RAG grounding

Backlinks, keywords, domain rating → Citation authority, entity depth, reputable

third-party mentions

SERP position and traffic volume → AI citation frequency and share of voice in

answers

Ten blue links compete → LLMs cite 2 to 7 domains per query: a zero-

sum fight

SOURCES · PROFOUND GEO GUIDE 2025 · BRANDPIPERS LEO DEFINITIVE GUIDE · ONE LAYER OUT: MCP, A2A, X402, AGENTCARDS (ARXIV:2507.19550) 10
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A  C M O ' S  F I R S T  9 0  D A Y S

ASSESS, PILOT, SCALE. PROTECT THEASSESS, PILOT, SCALE. PROTECT THE
BASE THE WHOLE WAY.BASE THE WHOLE WAY.

D A Y S  1 - 3 0

Assess and contain

Map your org's real shape. Freeze middle-heavy

hiring. Pull two or three latent polymaths into a

pod. Stand up policy as code before agents

touch production.

D A Y S  3 1 - 6 0

Pilot loops and proof

Ship the Verification Loop first, then an

SEO/GEO loop with automated rollback.

Re-sequence every pending campaign

around the Proof Stack.

D A Y S  6 1 - 9 0

Scale pods, build the
base

Move to pods plus platform. Retrain teams

on citation authority. Launch the

sandboxed junior program. Leaders keep

maker time on the calendar.

PERFORMANCE THINKING · CONDENSED FROM THE FULL RESEARCH PLAN 11



STRUCTURE AS CODE, NOT SLIDES.STRUCTURE AS CODE, NOT SLIDES.
MarCom OS is this framework as a working kit: the Hourglass

org blueprint, the capability calculator, and the riverbank

governance templates. SkillFoundry runs the enforcement. Top

Call grades the signal.

falsedawn.industries/marcom-kit
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