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Executive Brief
Definitive Guide to Agentic
Al-Ready Data Architecture

Most organizations are investing heavily in
Al — and feeling stuck.

Pilots show promise, but production systems
struggle to scale with confidence. Results vary.
Trust erodes. Costs climb.

The following brief outlines a pattern we see
repeatedly in Enterprise Al: where progress

stalls, what's actually breaking, and the missing
architectural layer required to move forward.
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The Al Failure Zone: Where Most
Organizations Get Stuck

Every leader driving Al feels the same frustration: you're shipping pilots, but nothing truly scales
beyond proof of concept (POC).

Co-pilots work in demos but fail in production. Retrieval drifts. Pipelines break. Different teams get
different answers to the same question. Governance fragments across tools. Costs increase faster
than value. The root cause is a lack of unified, current and trusted business context that is ready

for Al reasoning. The underlying data architecture makes scale brittle, inconsistent, and expensive.

Most enterprises are trying to build Enterprise Al on a fragmented Al data infrastructure that was
never designed for reasoning, multimodal context retrieval. Separate vector databases, graph
databases, document stores, key value stores, and search engines — plus one-off pipelines—
scatter the business context Al needs to deliver accurate, explainable outcomes.
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This is the Al Failure Zone. The place where ambition collides with fragmentation, where trust
breaks down, where momentum dies, and where most organizations remain stuck today.

And this is why most organizations are not seeing a meaningful return on their Enterprise
Al investments. Without business context, Al cannot deliver the accuracy. consistency, or
explainability the business expects.

Outcome: Without a shared contextual data foundation, Enterprise Al stalls. It gets trapped
between promising pilots and production systems the business can't frust.
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The Root Cause: Why Enterprise Al
Breaks Without Business Context

Enterprise Al doesn't fail because of the
models. It fails because the underlying
architecture lacks unified business context. The
symptoms are visible in production; the cause
lives deeper in the architecture. Without it, Al
can't reason, decide, act or earn frust.

Al today must understand:

* Meaning: shared semantics and definitions
across feams

 Relationships: how customers, products,
incidents, policies, and systems connect

o Time: what was frue when; changes and
current stafe

« Provenance & Trust: where information came
from and how it changed

« Multimodal signals: text, code, logs, and
media connected to the same context

 Al-ready delivery: retrieval, ranking, and
citation services that make context usable by
copilots and agents

This is the difference between a one-off RAG
pipeline and a reusable conftextual data layer
that multiple agents can call consistently.

Meeting these requirements consistently isn't
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possible on fragmented data systems — it
requires a single data foundation designed
to support meaning, relationships, fime,

provenance, and Al-ready delivery as one.

But in most enterprises, these elements live in
different systems with different meanings.

When context is fragmented, Al breaks:

« Incomplete retrieval - hallucinations and
inconsistent answers

« Context drift » models losing alignment
with truth

» Pipeline fragility - failures whenever
schemas, data, or models change

« Exploding costs - teams rebuilding business
confext for every new use case

Analyst research on multimodel data platforms
highlights a consistent requirement for agentic
and retrieval-heavy Al: a unified Contextual
Data Layer that supports key value, search
and multimodal workloads — without stitching
systems together.

In other words: Al cannot outperform the data.
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The Missing Layer: What a Contextual

Data Layer Is (and Isn't)

A Contextual Data Layer (CDL) gives Enterprise Al shared meaning. connected relationships, and
trusted, up-to-date business context — so co-pilots, chatbots, and agents can retrieve and reason

with consistency and confidence.

Think of the Contextual Data Layer as the bridge between enterprise data systems and LLMs.
It sits above fragmented sources — such as warehouses, lakes, ticketing systems, documents,
and logs — and below co-pilots/agents. It provides shared semantics, connected context, and
provenance that make Al reliable at enterprise scale.

Business Applications

Al agents, co-pilots

Contextual Data Layer
unified, current and trusted business context

Systems of Record
warehouses, lakes, ticketing systems, documents, logs

A Contextual Data Layer:

 Establishes shared meaning. ensuring
consistent definitions across systems and
teams

« Connects entities through relationships. so
Al can reason across customers, products,
policies, and operations

» Preserves provenance and lineage, enabling
explainable answers and confidence in
results

* Maintains temporal context, capturing what
changed, when, and how it impacts decisions

« Supports multimodal enterprise data,
spanning structured records, documents,
logs. code, and media within the same
contextual foundation
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« Delivers Al-ready retrieval and reasoning,
enabling context to be reused across co-
pilots and agents at scale

When this foundation is in place, Al stops
behaving like a best-guess engine and starts
behaving like a true collaborator:

» Agents, co-pilots, and chatbots become
trustworthy.

o Retrieval becomes more accurate, complete
and explainable.

» Teams move faster — and with confidence.

Ultimately, a Contextual Data Layer
becomes the foundation of an Al-powered
business — driving better outcomes,
operational trust in production, and
continuous innovation.
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Every executive reaches
the same crossroads.

Continue building Enterprise Al on fragmented foundations — or
adopt a contextual data foundation and build on top of it.

A Contextual Data Layer turns Enterprise Al from
fragile experiments into reliable, explainable,
and economically scalable capabilities.

nnnnn

Sl Your competitors aren't waiting.
' Neither should you.
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See what a Contextual Data Layer
can do for your organization.

Context for Enterprise Al

Read the Full Definitive Guide
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