
The Architecture of Agent Intelligence
Why agents need different infrastructure than dashboards ever did.

Gartner expects more than 40% of agentic AI projects to be canceled by the
end of 2027. The diagnosis in the field is not that the models underperformed, it's

the cost, unclear value, and inadequate controls: management and governance

problems, sitting underneath the model.

Context graph, ontology, agent fleet architecture, and AI-ready data are the

four concepts our readers ask about most, because they are the ones that separate

an agent that can traverse your business from one that can only read your tables. In

this newsletter, we will cover these four.
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CONTEXT GRAPH
 
The map that tells your agent how your business connects.
 
A context graph is not a database. It is a traversable representation of your
business: entities, the relationships between them, the rules that govern those
relationships, and the history of how they have changed over time.
It is the difference between an agent that knows your revenue number and one that
understands how that number relates to your contracts, your customers, your
pipeline stages, and your finance team’s definition of when revenue is recognized.
 
RELATIONAL VS. GRAPH
A relational database answers: what is the total?
A context graph answers: how does "X" connect to "Y", and what can we infer
from it?
Tables give agents rows. Graphs give agents context: traversable, inferrable, closer
to organizational memory. Relational architecture gives us reports and graph-
structured context gets us reasoning.
 
What this means for your agents: An agent operating on a context graph follows
relationships, applies rules, and arrives at answers carrying the same organizational
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logic that your best analyst would apply. Without it, every query is answered in
isolation.
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 ONTOLOGY
 

The meaning layer. The part most teams skip entirely.
 
ER diagrams, RDF, knowledge graphs and ontologies: these four terms are

used interchangeably by teams who do not build with them, and precisely by teams

who do.

The distinction matters more now than it ever has, because it is the difference

between data your dashboards can read and context your agents can reason over.

FOUR TERMS, FOUR DIFFERENT THINGS
ER (entity-relationship): the schema notation. A design-time blueprint that

compiles down to tables.

RDF: the data layer. Every fact written as a triple: subject, predicate, object.

Ontology: the meaning layer. Classes, rules, and logic a machine can actually

reason over.

Knowledge graph: the combination of RDF and an ontology are the ingredients.

The knowledge graph is the dish.

This is also where governance quietly lives or dies. If your rules are not expressed

against a model of what things mean, you are not governing agent behavior, you are

recording it after the fact. Governance without ontology is just logging.

What this means for your agents: An ontology is what makes “revenue” mean the



same thing to your agent that it means to your finance team. Without one, the agent

reads a column name. With ontology, it understands the concept, its definition, its

lineage, and the rules that govern when it can and cannot be trusted.
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AGENT FACTORY ARCHITECTURE
 
Most of what makes an agent work.

The model gets the attention and is the smallest part of the build. Around the model

sits the harness: the scaffolding that turns a model into something that can be

trusted with a task: tool definitions, retrieval, permission checks, retries, fallbacks,

traces. Under that sits the plumbing: the connections into every system the task has

to cross. Teams find this out when the demo works and production does not.

Agent no. 2 needs a prior agent 's definition of “active customer,” or they will



contradict each other in front of a customer. Agent no. 3 needs the permission

model both already have, or someone builds it a third time. By agent five, nobody

can say which agent decided what, on which version of which metric.

None of these are model problems. They are architecture problems, and they arrive

on a predictable schedule which is why a fleet needs a control plane, not just a

deployment target.

WHAT A CONTROL PLANE HAS TO DO
Evaluate continuously. The models change underneath you. A prompt tuned

against one version quietly degrades on the next. Without standing evaluations

against your own data, you find out about drift from a customer.

Govern centrally. Permissions, policies, and approval paths defined once and

enforced across every agent, not reimplemented per agent by whoever built it.

Broker tool access. An MCP gateway so agents reach systems through one

governed door instead of N bespoke integrations nobody can audit.

Trace and explain. Every decision is reconstructable: which data, which definition,

which version, which rule, which agent.

Improve deliberately. Traces are raw material. Something has to read them and

turn recurring failures into fixed, reusable skills, otherwise the same mistake is

corrected by hand forever.

Unique to each agent: its task, its persona, its scope, its tone. Shared across all of

them: the knowledge, the definitions, the rules, the permissions, and the record of

what was decided. Teams that get this backwards ship five agents each carrying its

own copy of the business: five definitions of revenue, five governance models, five

audit trails that do not reconcile. That is not a fleet. It is five prototypes with a shared

logo.

What this means for your agents: The test is not whether your second agent

works. It is whether building it was cheaper than the first. If each new agent costs

about what the last one did, you do not have an architecture. You have a habit.
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AI-READY DATA
 
Clean is not enough. Complete is not enough. Semantic is not
enough.

 Clean is not enough. Complete is not enough. Semantic is not enough.

The industry has spent a decade optimizing data pipelines for analytics. Clean data.



Complete data. Data behind a semantic layer. Those are necessary conditions for

business intelligence. They are not sufficient conditions for agent intelligence.

The next decade will be spent optimizing enterprise knowledge for reasoning. The

difference is not incremental.

NECESSARY VS. SUFFICIENT

Necessary — clean data. Agents cannot reason on corrupt inputs.

Necessary — complete data. Missing fields produce missing context.

Necessary — a semantic layer. Definitions have to be consistent.

Still not sufficient. None of the above tells an agent how concepts relate, what can

be inferred, which version of a metric to trust, or when a data point is authoritative.

Sufficient — enterprise knowledge. Data transformed into a representation

agents can understand, reason over, explain, and trust.

What this means for your agents: AI-ready data is a state your data reaches

when it stops being something humans interpret and becomes something agents

can reason over.

HOW THE FOUR FIT TOGETHER

These four concepts are layered. Each depends on the ones beneath it. An ontology

needs data that carries its own meaning. A context graph needs an ontology to

traverse. A fleet needs a graph to share.

The dependency is real. The sequence is not. These layers are not built in order.

They accrue, out of work the business is already paying for (at least in the DataGOL

platform).

 

DATAGOL : THE ONTOLOGY ACCRUED, AGENTS SHIPPED LOOP

When DataGOL FDE builds a dashboard. To build it, they have to decide what
“active customer” means, which system is authoritative, and who is allowed to see
the result. That decision was going to happen anyway. The only question is whether
it gets captured or thrown away.
 
Captured, it becomes a definition. Definitions accumulate into an ontology. An
ontology makes the graph traversable. A traversable graph is what makes the next
agent cheaper than the last one.
 
The corrections, the resolved ambiguities, the decisions it made and why, all land
back in the same ontology the dashboards resolve against. The delivery is also the
deposit. The next dashboard is cheaper, and so is the next agent.
 



Ordinary work deposits meaning, and meaning makes the next piece of work
cheaper. Not a project. A byproduct.

Longer treatment of this argument: Why Context Compounds in the Agent-Ready
Data Stack

THE DATAGOL ARCHITECTURE

Intelligence architecture, so the layers accrue instead of getting built.
The four layers are not four products to stitch together. In DataGOL they are one

integrated architecture, which is what allows the loop above to close on its own

rather than becoming someone’s project plan.

The Agent Factory is what we call the place they accrue into: the environment where

agents deploy, share context, and inherit governance. When you deploy an agent on

DataGOL, it does not start from a blank slate. It starts with your metric definitions,

your entity relationships, your governance rules, and the record of every decision

made on that data before it.
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The control plane above it is Lens: where evaluations run against changing models,

governance is defined once, tool access is brokered, traces are analyzed, and

recurring failures get turned into fixed skills rather than repeated corrections.

Each agent makes that shared context richer for every agent that comes after it.

That is what makes the second one cheaper than the first.

Missed our webinar, see the recording here

Some recent articles published by our team: 

1. In The AI Journal: SaaS Was Built for Humans. Agents Need a Different

Architecture. — why the task, not the application, is the right boundary for

agentic work.

2. The Complete AI Intelligence Stack — the full architecture these four layers sit

inside.

Where are you on this?
 
If you want a read on which of the four layers your stack actually has and which one
is the constraint, we run a short architecture review. Ninety minutes, your systems,
no deck. Book an architecture review now by clicking on this link
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