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The Intelligent Enterprise 9 Delivered

The Agentic Al Context Gap Imperative

How to bridge the gap and make agentic Al actually work for
your enterprise

Executive Summary

Agentic Al is the most consequential technology shift of our generation. From board rooms to department
heads, the imperative for organizations to harness agentic Al is loud and clear. Yet, in spite of its
ever-increasing power, it is becoming increasing clear that for agentic Al to be effective organizations must
find a way to bridge a strategic Context Gap that exists in virtually every organization. This gap exists
between what foundational Al models know and the unique institutional intelligence enterprises have spent
decades building. It is the single greatest structural barrier to deploying reliable, scalable agentic Al. This
Point of View explains why it exists, why it is fundamentally different from prior IT challenges, and how
Impetus Technologies can help organizations architect the solution.

50% +50% of leaders see agentic Al as a
force multiplier for performance &
decision-making.

™~ Yet only 19% of organizations have
19% = deployed Al agents to date.

Source: MIT Technology Review, Building a High-Performance Data and Al Organization, 2025
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Understanding the Context Gap: What Al Doesn’t Know About
Your Enterprise

Every enterprise is a knowledge ecosystem. Accumulated over years, even decades — proprietary
processes, institutional memory, hard-won domain expertise, unique data relationships, risk postures,
regulatory obligations, organizational structures, strategic business priorities, and more. When you deploy an
Al model or agent, they may be smarter than an employee, but they don’t know about your unique:

e Proprietary intellectual property and expertise  ® Execution capabilities and resource constraints
e Structured and unstructured data assets e Corporate risk tolerance and compliance obligations
e Business priorities and strategic objectives e Company heritage and culture

This is the Context Gap. The space between what Al
models know and what your enterprise knows. And in
that gap, agentic Al breaks down.

What Enterprise Context Actually Means

LAYER 1 - KNOWLEDGE GRAPH

Entity relationships, data lineage, and cross-domain connections. Connects
customers, products, transactions, and events into a queryable network. Enables
relationship-traversal that RAG cannot do.

The Foundation

LAYER 2 - SEMANTIC LAYER

Business metrics, calculated fields, entity definitions, and mappings between
systems. Translates raw data into business language. Agents query the
semantic layer, not raw tables.

The Logic

LAYER 3 - ONTOLOGY

Domain-specific business rules, regulatory constraints (FIBO, HIPAA, STIX),
and semantic definitions.Tells the agent what things mean, how they relate,
and what decisions are permissible.

The Rules
& Meaning
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Anatomy of the Context Gap: Three Structural Failures

The Context Gap is not monolithic. It has three distinct layers, each of which must be addressed independently and in
sequence. Skipping any one of them means agentic Al will fail in production — either immediately, or at scale.

§ § Gap 1: The Data Gap — Al Cannot Reason with What It Cannot Reach

Before an Al agent can perform any meaningful task, it must have access to enterprise data. Legacy data
estates remain sprawling, siloed, inconsistently governed, and largely inaccessible to Al systems. Without
a modern data foundation, Al systems lack the reliable ‘memory’ and environmental awareness needed to
execute complex tasks autonomously or accurately. The Data Gap manifests as: agents that confidently
produce wrong answers because they are reasoning on stale or partial data and hallucinations amplified
by the absences of grounding.

Closing the Data Gap requires systematic modernization of the underlying data estate — migrating
legacy workloads, cataloging data assets, establishing lineage, and making all enterprise data
Al-consumable.

Gap 2: The Semantic Gap — Al May Have the Data, But Often
Lacks a Critical Understanding of Your Business

Even when data is accessible, Al agents frequently misinterpret it. A column labeled ‘revenue’ means
something specific at your company — net or gross, GAAP or non-GAAP, inclusive or exclusive of
particular product lines. The Semantic Gap is what happens when Al operates on tokens rather than
meaning. It produces outputs that are technically grounded in your data but operationally wrong. Worse,
these errors are confident and fluent. Often, they look like facts rather than hallucinations. This is how
agentic Al erodes trust at the executive level before it reaches scale.

Closing the Semantic Gap requires building enterprise knowledge graphs, domain ontologies, and
semantic memory layers that encode not just what your data says, but what it means, in your
specific business context.

Gap 3: The Execution Gap — Taming Agentic Al Trust and Reliability

Even agents that understand their context struggle to execute reliably in complex enterprise environments.
Multi-step, multi-agent workflows introduce compounding risks: context drift across handoffs, inconsistent
persona and intent alignment, inadequate observability, and governance frameworks that cannot keep
pace with autonomous decision-making. The Execution Gap is why a pilot program may demonstrate
capability, but on-ground deployments end up in hallucinatory drift and runaway compute costs.

To close the Execution Gap, companies must put in place the visibility and control mechanisms
necessary to trust that every Al decision made is not only accurate, but also compliant with
enterprise security standards and budgetary realities.
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Why Traditional Context Approaches Fall Short

Retrieval Augmented Generation Long Context Windows

Good for Q&A on unstructured text. Fails at Handles bounded datasets with |arge
decision grade context — returns probable — prompts. But attention degrades at
text chunks — not business rules or auditable e |Ong_context edges; is expensive to scale.

reasoning logic.

Fine Tuning

B

Prompt Engineering

Guides behavior upfront. But business
rules, customer relationships, and
regulatory context can't live in a single
prompt.

Can teach a model domain vocabulary, but
fails when context is factual, time-sensitive
or entity-specific.

The solution is not better retrieval or longer prompts. It requires a
fundamentally new approach that delivers structured enterprise context.

Bridging the Context Gap: Powering Superior Agentic Al
Outcomes with Context Engineering

"If you're serious about Al, make context engineering a strategic priority.
Context is key to achieve scalable, adaptive high-impact enterprise Al."

- Avivah Litan, Distinguished VP Analyst, Gartner

To help enterprises realize tangible, sustainable business value from agentic Al, Impetus Technologies has
developed a unique Context Engineering methodology. The only named, documented, auditable, and
repeatable methodology for building enterprise-grade context for Al.

The Impetus Context Engineering Delivery Lifecycle (CEDL)

Contextualize Engineer Deliver Learn
Build + Validate Activate + Certify Benchmark + Observe
+ Handoff

Map the enterprise
knowledge landscape
and identify what
context the agent
needs to reason
correctly.

Build the context layer:
pipelines,
embeddings, tools,
and evaluation
harnesses before any
agent is deployed.

e Business objective —
context requirements

e Knowledge graph + data
lineage

e Gap assessment across
all three types

e Retrieval + grounding
architecture

e Evaluation-driven
iteration

e Red-team and
adversarial testing

Production deployment
with a signed-off audit
trail. No agent ships
without passing CEDL
Certification.

e Certified context +
agent bundle

e Explainability
documentation

e Operational handoff +
runbooks

J

—>E—>D—

Live performance
feeds back into context
quality. What the agent
learns in production
makes the next version
smarter.

e Drift detection + alerting

e Human feedback loop

e Context refresh
cadence

() L feeds back into C — the continuous loop never closes

Evaluation-Driven Development: every CEDL phase produces measurable proof, not hopeful output
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This Context Engineering methodology powers Impetus' comprehensive suite of software-led services &
solutions. The Impetus Leap™ Al Solutions & Services Family helps organizations systemically and
sequentially address the Data Gap, the Semantic Gap, and the Execution Gap — to command superior Al
outcomes. Here's a deeper dive:

Bridging the Data Gap: Impetus LeapLogic™ Suite

Modernize legacy data estates for agentic Al

LeaplLogic is Impetus’ flagship, modular modernization platform, purpose-built to liberate enterprise data
from legacy silos and make it Al-accessible. It goes well beyond traditional “lift and shift” approaches

— incorporating automated assessment, migration verification, data cataloging, lineage tracking, and
certification. For enterprises running legacy EDW, ETL, or analytics environments, LeaplLogic
dramatically reduces the time and risk associated with building the modern, context-aware data
foundation that agentic Al requires.

Up to 95% automation 4x faster transformation

100% business logic preserved 50% cost savings

Closing the Semantic Gap: Impetus Context Fabric™

Transform raw data into structured, Al-consumable context

Context Fabric is the semantic layer that transforms enterprise data into enterprise knowledge. Using domain
ontology design, semantic memory architectures, and knowledge graph construction, Context Fabric
encodes the meaning of your data in your specific business context. It enables Al agents to reason with
institutional intelligence rather than statistical inference — preventing hallucinations, enforcing enterprise
lineage, and maintaining compliance automatically at scale. The delivery is accelerated via Impetus’
proprietary Context Engineering methodology, which systematizes what is typically bespoke

and unpredictable work.

Zero context drift H Lower hallucination risk

>95% agent accuracy

Addressing the Execution Gap: Impetus Agent Solutions™ and Impetus Prism™

Activate pre-built, tested Al agents with unified observability

Impetus Agent Solutions™ provides powerful agentic building blocks — decomposed agent templates,
workflow intelligence, persona-driven reasoning, episodic memory, and domain ontology libraries — that
allow enterprises to deploy trusted, autonomous digital workforces without reinventing foundational
architecture. Additionally, Impetus Prism™ provides unified context visibility across the data and Al estate,
enabling intelligent resource optimization, performance projection, and the governance guardrails that
separate reliable enterprise Al from fragile prototypes.

{ 25%-30% cloud cost reduction H 50% faster release cycles J

{ 50% quicker incident resolution H 40% reduction in operational effort J
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How we Deliver Context Engineering: The Impetus Leap™ Al Solutions &
Services Family

Impetus brings decades of unrivalled data engineering heritage combined with a proprietary software layer
that accelerates and automates the most time-consuming aspects of context engineering. This software-led
suite of services & industry solutions combines battle-tested methodology, purpose-built tooling, and deep
partnerships with hyperscalers that compress delivery timelines and reduce implementation risk. From
strategic modernization and semantic awareness to agentic activation with trust by design — we drive

accurate, scalable, trusted agentic Al at enterprise-scale.

ENTERPRISE SOURCES

Codebases

Entitlements (RBAC)

4

IMPETUS
LEAPLOGIC™ SUITE

LeapLogic Migrate

IMPETUS
CONTEXT FABRIC™

Cloud Platforms « APIs/Events CONTEXT FIBER
LeapLogic Asess iqi
Documents / PDFs  +  Business Rules " d’; x 9 i . Digital Employees
na to en lata estate assessment i
Wikis / JIRA + Compliance Anthropic OpenAl agents

Document Intelligence Extractor

Knowledge Stores (Vector + Graph)

Al CONSUMERS

Agentic Al Apps

GenBl
Copilots, Claw(s)
LangGraph/CrewAl Agents

+ LeapLogic Metadata Legacy * Hybrid + Cloud Modernization
Semantic Core / Ontology (OWL/RDF) Amazon AgentCore
Databricks AgentBricks
LeapLogic Catalog MCP Dynamic Context Routing Azure Al Foundry
LEGACY SOURCES Al-Native Metadata Intelligence Google Gemini Agent
ACE Loops
Snowflake Cortex Agents
Mainframes + Greenplum + Hive
ic Li Federated Memor!
+ Teradata » Informatica + Spark LeapLoglc L'”eage Y + Platform Adapters
Code-Aware Lineage Intelligence
Netezza «  Ab Initio « SQL Server
Oracle + Hadoop +  Vertica CONTEXT STUDIO
LeapLogic Certify IMPETUS AGENT SOLUTIONS
"Context-Blind" Automated Validation Visual Ontology * Agent BPM «

Agent
Policy Mgmt - Lineage gents

ENTERPRISE CATALOGS
IMPETUS PRISM™ OBSERVABILITY

Collibra, Atlan, Datahub, Actian, Unity Catalog,

Glue Catalog, Purview, Dataplex, etc. Context Health « Al Audit - Drift

Modernize. Engineer. Orchestrate. Govern.

Bridge the Gap. Command the Outcome.

The organizations that will define the next decade of enterprise performance are not the ones that picked the
best Al model. They will be the ones that solved the Context Gap first. The race is between enterprises that
treat context engineering as a foundational strategy and those that treat it as a model-selection problem.
Every month that the Context Gap remains open is a month of compounding disadvantage: agentic pilots that
cannot graduate to production, Al investments that cannot demonstrate ROI, and competitive ground ceded
to organizations that made the foundational investment earlier. The question is not whether to close the
Context Gap. The question is how fast — and with whom.

To learn more about how The Impetus Leap™ Al Solutions & Services Family
bridges the agentic Al Context Gap, visit www.impetus.ai today.

About Impetus Technologies

Impetus™ Technologies is a premier digital engineering company dedicated to helping our clients build the Intelligent Enterprise™ for superior
business outcomes. With a culture of innovation and a storied heritage in tackling the world’s most demanding data-intensive challenges, we help
pioneering organizations transform raw data into a formidable competitive advantage. Our mission is to engineer the context that makes agentic Al
actually work by bridging the "Context Gap'—the space between what foundational Al models know and what makes your enterprise unique, including
your proprietary data and ways of working — to deliver autonomous, trusted, software-led solutions that drive unmatched innovation and growth.

To learn more visit www.impetus.ai or email us at inquiry@impetus.com



