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Q U A R T E R L Y  R E L E A S E :  C O M M U N I T Y  C U R A T I O N

Stepping towards an AI Activation Layer
Rethinking Data Platforms for AI 
The data platform direction to become AI ready with next-gen AI systems
that are context and memory enriched. 

A  T E C H - R E P O R T I N G  I N I T I A T I V E
RITWIKA CHOWDHURY X MODERN DATA 101



WHAT’S IN STORE

AI Ready Data to Action
Ready Data

Context & Memory
Layer

The Fundamentals for
AI success

The Perils of 
Data Platforms

Platform Paradigms for
AI Readiness
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...and so much more!
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From The Editor’s Desk,

Editor’s Note: 2025 Q3

When Platform Efficiency Doesn’t Translate to AI
Readiness
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AI systems don’t thrive on data volume or compute power alone —
they thrive on context, continuity, and connectivity. When
platforms fail to carry meaning across domains, AI operates in
isolation: powerful engines with no shared understanding. The
result is intelligence without memory, automation without
awareness, and endless reinvention of logic.
What worked for dashboards doesn’t work for models. In
analytics, accuracy was enough; in AI, understanding is everything.
Models can’t self-correct or collaborate without data that acts like a
living product, one that preserves semantics, evolves with
feedback, and stays discoverable.
The shift to AI-ready platforms isn’t optional. Enterprises don’t fail
at AI because of weak algorithms but because their foundations
were never built for reasoning.

M          ost data platforms run efficiently; pipelines hum,

dashboards refresh, and storage scales. Yet AI stumbles.

Why? Because efficiency isn’t the same as readiness.

These systems were built to integrate, not to interpret. Data

moves, but meaning doesn’t. Context stays trapped in silos,

semantics get lost in transit, and teams spend more time

wrangling data than training models.

The irony: even the most advanced platforms can slow AI

down. They’re optimised for analytics, not intelligence. To

unlock real AI outcomes, organisations need a new setup,

one that treats data as connected, evolving products built for

activation, not just access.



Failure Points of Platforms: A Hurdle for AI Success

A
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       fter years of development, teams realise they optimised for

capability, not usability. Employees are told to use it, not

drawn to it. That’s where platforms stall, feature-rich, yet

lifeless. A mature platform is one where product evolution

and user adoption grow in lockstep. Without that pairing,

even the most advanced stack becomes an expensive ghost

town.

Older platforms often didn’t anticipate scale of complexity:

more data sources, more domains, more real-time needs.

When such platform teams are small/foundational,

everything sounds feasible; when demands multiply, the old

structure breaks down. 

Reactive vs intent-driven
Traditional platforms tend to react: build dashboards when

asked, answer queries, and perform BI. They don’t bake in

intent feedback loops. There's no built-in mechanism for

agents to propose changes, suggest improvements to data

products, or evolve with business logic.

Often prioritize technical capability over usability, leaving users

disconnected. Silos trap context and semantics, making data

hard to activate. Governance and lineage often break under

scale, causing inconsistent outputs. Integration is brittle, and

pipelines are fragile. Most critically, platforms react to requests

instead of evolving with business intent, leaving AI initiatives

starved of meaningful, connected data.



When Architecture Imitates Yesterday

   s Peter  Baumann, Principal Management

Consultant Data & AI Strategy at INFOMOTION

notes,  most  data  architectures  still mirror the

systems they were meant to replace. We’ve

simply moved operational silos to the cloud; each

domain with its own schema, logic, and

governance, then tried to stitch them together

after the fact.

Modern Data 101

The result? Endless integration code, brittle

pipelines, and architectures that stabilise instead

of evolve. Every new use case means rebuilding

connections instead of reusing context.

Baumann’s point is sharp: we can’t fix this with

more cloud, mesh, or metadata tooling. The flaw

isn’t distribution, it’s design. 

Until platforms treat semantics and relationships

as first-class citizens, they’ll stay stuck managing

data, not activating it.
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Image: Positioning different data architecture pattern | Source

https://www.linkedin.com/in/peter-baumann-data/
https://www.linkedin.com/in/peter-baumann-data/
https://www.linkedin.com/in/peter-baumann-data/
https://peterbaumann.substack.com/p/data-architecture-considerations?triedRedirect=true


What industry experts say about data platform challenges
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https://www.linkedin.com/feed/update/urn:li:activity:7379410604920385536?updateEntityUrn=urn%3Ali%3Afs_updateV2%3A%28urn%3Ali%3Aactivity%3A7379410604920385536%2CFEED_DETAIL%2CEMPTY%2CDEFAULT%2Cfalse%29
https://www.linkedin.com/feed/update/urn:li:activity:7335193410925924353?updateEntityUrn=urn%3Ali%3Afs_updateV2%3A%28urn%3Ali%3Aactivity%3A7335193410925924353%2CFEED_DETAIL%2CEMPTY%2CDEFAULT%2Cfalse%29
https://www.linkedin.com/posts/robstrechay_dataplatforms-ai-futureofdataplatforms-activity-7372613577423167488-eCO-?utm_source=share&utm_medium=member_desktop&rcm=ACoAADGpeHEBnx8wQxspRs3v5o9LUcdl8f9dc-A


Call for Humans. The Value of Culture and
Communication
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Thomas Nys, Enterprise Data Architect & Delivery Lead, in one of

his posts, pointed out a crucial aspect around Human APIs. At the

core, platforms enable, but people are the ones who integrate and

operationalise.

Tools and architecture alone can’t enforce intent or clarity;

human communication is what keeps data platforms coherent

and actionable.

         e’ve   automated   so   much,   yet the biggest gaps aren’t in

systems—they’re in people. Culture and communication aren’t

perks; they’re the scaffolding that makes work meaningful and

outcomes real. It’s time to put humans back at the center.

https://www.linkedin.com/feed/update/urn:li:activity:7381214332388528128?updateEntityUrn=urn%3Ali%3Afs_updateV2%3A%28urn%3Ali%3Aactivity%3A7381214332388528128%2CFEED_DETAIL%2CEMPTY%2CDEFAULT%2Cfalse%29
https://www.linkedin.com/in/thomasnys/


Successful organisations anchor AI on trust, context, and

accessibility: data that’s accurate, well-governed, semantically rich,

and easy to use.

Those struggling with AI didn’t fail at ambition. They skipped the

foundation. Governance, stewardship, and alignment aren’t

afterthoughts; they are the AI strategy.

Because in the end, your data maturity decides your AI reality.

As Sol Rashidi mentions in one of her articles, AI projects fail not

because of technology, but because of misaligned expectations and

lack of readiness.

Is AI Adoption All About a Race?
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“You can have an ambitious vision about AI's
transformational potential (the art of the possible). But
you have to ground that vision in what you can actually
execute (the art of the practical),”

Rather than chasing large, abstract transformation goals,

companies should start small, execute practical use cases, and

build credibility through early wins. This phased approach

creates the momentum and confidence needed for true AI

transformation.

                                                                       mentions Sol Rashidi,

Chief Strategy Officer (CSO), AI & Data at Cyera.

https://www.linkedin.com/in/sol-rashidi-mba-a672291/
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Rethinking Platform Strategies to Drive the AI Momentum

A        s AI keeps transforming how businesses operate, a lot of

focus rests on the strategies we pick for data infrastructures

and platforms. The same article mentioned above pinpoints

the approach of unified access to data as an approach for

working around the AI drill.

09

As Andi Gutmans, VP/GM, Data Cloud at Google, pointed out,

“For companies to succeed with agentic AI, they must
shift from an incremental approach to a comprehensive
data strategy that is ready for AI's needs.”

New data platforms unify all data; legacy, structured, or

unstructured, into AI-ready, semantically connected systems.

This shift lets teams build intelligent, automated workflows

instead of wrestling with integration, turning accessibility into

a real business advantage.

An article published by The World Bank similarly draws

attention to the need for working on the foundational

pillars, like the platforms for AI readiness. 

https://www.linkedin.com/in/andigutmans/
https://www.linkedin.com/pulse/from-open-data-ai-ready-building-foundations-responsible-wfxee/
https://www.linkedin.com/company/the-world-bank/
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Embedding Product Thinking to Accelerate AI Success
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Emily Gorcenski highlights the importance of product thinking that helps

integrate different data resources and ensure they can be accessed and applied,

offering a foundation for a comprehensive digital strategy. Once this is in place,

a data platform allows for gathering data insights and building reliable AI

systems. 

Some key strategies to consider:

Treat Data as a Product, Not a Byproduct

Data isn’t exhaust from operations; it’s an

asset. Each domain should own data

products built for clear business outcomes,

not pipelines. When data is designed with

purpose and quality, it becomes AI-ready

and directly tied to impact.

Decentralise to Scale

Central control slows intelligence.

Distribute ownership so domains manage

their own governed, high-quality data

products. Decentralisation turns scale and

agility into default settings for AI

deployment.

https://www.linkedin.com/in/emily-gorcenski/
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With New Platform Paradigms in Place, It’s Time to Rethink the AI
Fundamentals
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A     s data platforms evolve and the idea of productised data takes

root, one truth stands out, AI doesn’t thrive on data alone, it thrives

on context. 

For all the talk of models and compute, the real breakthroughs will

come from how we structure meaning, memory, and continuity

across systems. Before any enterprise can expect intelligent

outcomes, it must solve for three fundamentals: how context travels

through data pipelines, how memory persists across interactions,

and how control frameworks orchestrate this intelligence reliably.

In one of her posts, Jessica Talisman, an Information Architect

mentioned, as AI projects surge, critical foundational work is under-

resourced, forcing employees to stretch beyond their roles.

She rightly quoted  Association of College and Research Libraries

(ACRL),

“No Human, No AI”
Image: The crucial aspects defining AI success

parameters

https://www.linkedin.com/in/jmtalisman/overlay/about-this-profile/
https://www.linkedin.com/company/alaacrl/
https://www.linkedin.com/company/alaacrl/
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Shifting Priority to
Context Engineering 

https://www.linkedin.com/posts/rakeshgohel01_what-is-context-engineering-and-its-importance-activity-7346217481717301253-MFeE?utm_source=share&utm_medium=member_desktop&rcm=ACoAADGpeHEBnx8wQxspRs3v5o9LUcdl8f9dc-A
https://www.linkedin.com/posts/emollick_the-hottest-discussion-in-ai-is-about-context-activity-7343723250171977729-STux?utm_source=share&utm_medium=member_desktop&rcm=ACoAADGpeHEBnx8wQxspRs3v5o9LUcdl8f9dc-A


Modern enterprises are realising that being AI-ready isn’t
enough; data must be action-ready. The missing link? A
semantic layer that carries business meaning across changing
systems, keeping data understandable, contextual, and
consistent.

An article by Sagar Paul, SVP Global Growth & Solutions at The
Modern Data Company, highlights this point perfectly.

In legacy models, system changes break AI logic because raw
data loses meaning. The semantic layer fixes this by preserving
intent. It translates technical fields into a business context,
enabling AI to act, not just predict.
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A Semantic Shift for Data Platforms: The Context Needed
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Image: How Semantic Layer Enables rich Supply of Context

to AI Agents, Apps, and Workflows in the Application Layer |

Source: Animesh Kumar, CTO at The Modern Data Company

https://moderndata101.substack.com/p/ai-ready-data-a-technical-assessment
https://www.linkedin.com/in/sagarpaul/
https://moderndata101.substack.com/p/ai-ready-data-a-technical-assessment?utm_source=publication-search
https://www.linkedin.com/in/anismiles/


A Semantic Shift in Data Platforms: The Context Needed
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Image: The Integrated System which Connects Data in siloed sources and
analytics dashboards to Action in operational systems | Source: Sagar Paul,
SVP Global Growth & Solutions at The Modern Data Company

     o scale this across domains, organisations need

comprehensive data management platforms built on data

products; standardised, semantic-rich units that represent core

entities like customers, transactions, or inventory. These

platforms handle the creation, governance, and evolution of

semantics across distributed systems, so AI applications can

plug into reliable, reusable context instead of rebuilding logic

from scratch.

Data products and semantic layers turn fragmented data stacks

into cohesive intelligence systems, reducing AI implementation

time from months to weeks, maintaining continuity during

platform changes, and ensuring that every AI action is context-

aware and business-aligned.

https://moderndata101.substack.com/p/ai-ready-data-a-technical-assessment
https://www.linkedin.com/in/sagarpaul/
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Understanding (context) Without
Memory can be Short-Lived

Once context is engineered, meaning alone isn’t enough;

memory must follow. Context helps AI understand the “what”;

memory ensures it remembers the “why.” This is where

platforms evolve from being data-intelligent to experience-

intelligent, systems that learn from interactions, recall

outcomes, and refine performance over time.

To make your platform the connective tissue for AI agents and

analytics tools alike. You’re not replacing visualisation; there are

a few fundamental layers, of which the presence of the memory

layer is non-negotiable today.

Image: The elements of context engineering | Source

AI agents today can’t just react; they have to remember. A

memory layer that lets models retain meaningful context

across sessions: user preferences, past decisions, and

ongoing dependencies. It extracts the most salient facts,

updates or prunes memory entries, and retrieves what truly

matters for the next interaction.

In enterprise settings, a memory layer preserves business

continuity even when backend systems change. AI agents

built with memory systems show 26% higher accuracy, 90%

fewer token costs, and 91% lower latency compared to raw

context-window approaches.

Embedding AI meaningfully goes beyond dashboards or

chatbots. It’s about enabling AI-native applications where data

isn’t just accessed, but actively consumed, orchestrated, and

translated into action. Context-rich, AI-ready data is critical, but

it’s only half the story.

https://github.com/humanlayer/12-factor-agents/blob/main/content/factor-03-own-your-context-window.md
https://mem0.ai/research
https://mem0.ai/research
https://mem0.ai/research
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A Network of 10k Subscribers
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T     he 10K Signal marked an important milestone for our community — a reflection of how far the Modern Data 101 

movement has come. Built as a shared asset for learning

and conversation, it continues to shape how we think

about data, AI, and product thinking.

Crossing 10,000 readers, it reaffirmed the value

of community-built assets like The Data

Product Playbook, The Modern Data Survey

Report 2024-25; resources that have become

reference points for teams rethinking data, AI,

and product thinking.

The Data Product Playbook has been a

community highlight with 3k+ downloads,

along with a strong LinkedIn community of

more than 12k members.

This isn’t just growth in numbers but a signal of

a movement that’s defining the next generation

of data and AI thinking across the space. 

https://moderndata101.substack.com/
https://www.linkedin.com/company/modern-data-101/?lipi=urn%3Ali%3Apage%3Ad_flagship3_search_srp_all%3BOMYgFeM9SXyxw5SgZNMD%2Fw%3D%3D
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KNOWLEDGE IN MOTIONMASTERCLASS
KNOWLEDGE IN MOTION

M O D E R N  D A T A

  he Modern Data 101 Community has launched it’s first
ever ‘The Modern Data Masterclass,’ this is a new
community-led series

Here data practitioners, thought leaders, and product
builders share practical insights that go beyond theory.
Each session dives into real-world frameworks, challenges,
and strategies defining the future of data.

True to the ethos, this is for the community, by the
community — a space to learn, engage, and contribute.
Nominations are now open for upcoming sessions led by
you or your favourite voices in Modern Data.
Explore more here ↗️.

T

Sessions for the Community
by the Community

https://www.moderndata101.com/masterclass


Modern Data 101

Join The Modern Data 101 Crusade!
If this playbook was helpful for your implementation or even as a means
to organise your thoughts, we’d highly recommend you join us and help
us build the Data Product Expertise in the data industry.

We are ALL THINGS DATA PRODUCTS!

Find a truly community-driven voice with experts from all walks of the
data industry voicing their insights in the Data Product space on our
channels. We’d love for you to come forward and share your insights
with us so we can improve our delivery and truly create for YOU.

Subscribe
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https://moderndata101.substack.com/


14

“As Data Product Managers, our focus is on creating a seamless user
experience within the data ecosystem, encompassing both data products and
services. Our role is to transform data into valuable knowledge while
delivering services that not only address current needs but also adapt to
future demands. ” (Source)

Gaëlle SERET, Staff of the Core Data Product team at Decathlon Digital, went a

step further and charted the entire roadmap of a typical Data Product

Manager’s career journey, expectations, roles to be fulfilled, who to serve,

intersections with teams and how, and much more.  

All Images

Sourced from

Gaëlle SERET

Modern Data 101

Data Platform Challenges, AI Readiness

....and much more in store

Access Now! ↗️
moderndata101.com/state-of-data-products
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https://moderndata101.substack.com/i/149656821/as-data-product-managers
https://www.linkedin.com/in/gaelle-seret-pm/overlay/
https://www.linkedin.com/company/decathlondigital/
https://moderndata101.substack.com/p/the-skill-set-to-master-your-data
https://moderndata101.substack.com/p/the-skill-set-to-master-your-data
https://moderndata101.substack.com/p/the-skill-set-to-master-your-data

