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Executive summary
Closing the Context Gap with MCP and Strategy Mosaic

Enterprise Al initiatives are stalling not because of weak models, but because of a widening
“Context Gap” between what Al agents need to make reliable decisions and what enterprise
data systems can consistently provide.

Most organizations still connect Al directly to raw schemas, inconsistent metrics, and custom
APIs, leading to hallucinations, security risks, and brittle integrations that break whenever
schemas or platforms change. The result is a proliferation of one-off projects, mounting
governance risk, and data teams trapped as permanent translators between business intent
and technical reality.

The limiting factor for enterprise Al is no longer the model, but the absence of
a standardized semantic and protocol layer.

The whitepaper argues that closing this Context Gap requires a shared semantic and protocol
layer, not just better models. The Model Context Protocol (MCP) standardizes how Al agents
discover, access, and govern enterprise context.

Strategy Mosaic then implements a production-grade MCP server that adds the missing
semantic intelligence: business-native objects (e.g., Customer, Revenue, Lifetime Value), a
hybrid execution engine for sub-second analytics across 200+ heterogeneous sources, and a
semantic caching layer that dramatically improves performance and lowers compute costs.

Together, MCP + Strategy decouple Al agents from underlying data sources and Al vendors,
enabling vendor independence and resilience to change.

MCP + Strategy Mosaic close the Context Gap, t

fragile, one-off Al projects into a scalable, gov:
and vendor-independent Al infrastructure.
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Introduction
Enterprise Al is failing at the last mile

Organizations are investing millions in models, vector databases, and agent frameworks—only
to discover that their agents hallucinate, governance collapses under scaled real usage, and
data teams become permanent translators between business questions and technical reality.
The problem isn't the models. It's the Context Gap: the growing distance between what Al
agents require to make reliable decisions and what enterprise data systems can consistently
provide. Without a shared semantic foundation, every Al initiative becomes a brittle, bespoke
project with one-off integrations that break the moment schemas change or new sources are
added.

This white paper shows how combining the Model Context Protocol (MCP) with Strategy
Mosaic creates production-grade infrastructure for enterprise Al agents in systems that
actually change over time. Together, they deliver three concrete outcomes:

EJ Predictable per-user pricing, eliminating runaway Al
compute and integration costs

A High-performance analytics across 200+
|~ 6—9 heterogeneous data sources

:l Governed autonomy where security and compliance
- are inherited at the protocol level, not retrofitted after
— the fact

For technical evaluators responsible for long-term Al infrastructure decisions, this document
details the architecture, implementation patterns, and performance benchmarks behind MCP +
Strategy and why semantic standardization is now the limiting factor for autonomous
enterprise Al.
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l. The Context Gap: Why Enterprise Al Initiatives Stall
The Current State of Enterprise Al Deployment

A major US-based insurer recently automated its claims adjudication to optimize operational
efficiency. Despite training the model on a repository of over six million historical cases, the Al
lacked a semantic understanding of the complex variables involved; specifically the critical
correlations between patient comorbidities and clinical outcomes.

The lack of contextual intelligence led to a surge in appeals, with 90% of Al-driven denials
being reversed upon human review. This underscores the systemic risk of deploying Al that is
not grounded in a robust, governed semantic layer.

This is not an edge case. It represents the fundamental architecture problem
facing enterprise Al today.

l. Three Critical Failures in Traditional Al Integration
1. The Hallucination Amplifier

When Al agents connect directly to raw databases, they face tables named
rev_final_v3_2024_updated, columns like amt_net_adj, and joins across 47 tables to calculate
"Revenue." Without semantic context, even the most advanced LLMs resort to guessing. The
result: confident answers based on incorrect assumptions.

2. The Security Nightmare

Traditional approaches require one of two bad options:

Option A: Grant Al agents broad database access, violating principle of
least privilege

Option B: Build custom APIs for every use case, creating an
5 unmaintainable integration layer

Neither scales. Option A creates compliance exposure. Option B creates a maintenance
nightmare that costs enterprises countless hours of support burden and ongoing
maintenancecost.
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3. The Definition Crisis

In a recent survey of Fortune 500 data leaders, 94% reported that their organization has
multiple conflicting definitions of core metrics like "Customer,” "Revenue," or "Active User."
When Al agents learn from these inconsistent sources, they perpetuate the confusion—making
the problem exponentially worse as Al adoption scales.

Why This Problem is Getting Worse

The explosion of Al agent frameworks (AutoGPT, LangChain, Gemini ADK, Claude Code,
Microsoft Copilot) means organizations now face integration complexity that grows
geometrically:

« 5 Al platforms x 20 data sources = 100 potential integration points

« Each integration is custom-coded

« Each breaks when data schemas change

« Each requires separate security review

« Each has different nuance to caching, retry and other technical strategies

The math doesn’t work. Enterprises need a standardized protocol layer.

When Al agents learn from these inconsistent sources,

they perpetuate the confusion—making the problem
exponentially worse as Al adoption scales.

©eB©6
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Implementing Enterprise Al at Scale: Strategy Mosaic and the Model Context Protocol 6


https://www.strategysoftware.com/research-and-reports/data-ai-analytics-trends-across-organizations-in-2026

lll. Model Context Protocol: The Missing Infrastructure Layer
The “USB-C Moment” for Al

In 1996, connecting a printer to a computer required knowing IRQ settings, DMA channels, and
driver architectures. Every device used proprietary connectors. IT departments maintained
entire teams just to handle peripheral integration.

Then USB arrived. Suddenly, any device could connect to any computer through a
standardized interface. The complexity didn't disappear—it was abstracted into a protocol
layer that both manufacturers and operating systems could implement once and reuse
everywhere.

MCP is that standardization moment for Al integration.

o

MCP

Standardized protocol

Bidirectional data flow
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How MCP Works: Architecture Fundamentals

Model Context Protocol defines three core components:

Clients (Al Applications)

@ The consumer side: any Al assistant, agent framework, or LLM-powered
— application that needs access to enterprise context. Examples: Claude
Desktop, custom agent orchestrators, analytical copilots.

o
Servers (Data Providers)
The provider side: any system that exposes business context
through the MCP standard. Examples: CRM systems, data
warehouses, semantic layers, document repositories.

®

The Protocol Specification

A standardized contract for:

I - 6_9 » Context discovery (what tools exist?)

« Context retrieval (how do | access them?)
» Security handshakes (who can see what?)
« Result formatting (how is data returned?)

Why This Matters: Vendor Independence

Before MCP, switching from OpenAl to Anthropic meant rewriting every data integration.
Changing from Snowflake to Databricks meant rebuilding every Al agent's data access layer.
With MCP, the integration is abstracted:

« Al clients connect to the MCP protocol, not specific data sources
« MCP servers expose resources, regardless of which Al consumes them
« Organizations can swap components without breaking the system

This is not theoretical. Early MCP adopters repc

reduction in integration switching costs when cha
underlying infrastructure.
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V. Strategy Mosaic: The Production-Grade MCP Server
Why Generic MCP Servers Fail in Enterprise Environments

The MCP specification is powerful, but implementing a production-grade MCP server for
enterprise analytics requires solving problems the protocol deliberately leaves open:

« How do you translate “Show me Q4 revenue by region” into the 200+ SQL queries needed

across your data landscape?

« How do you enforce row-level security without embedding credentials in Al prompts?
« How do you seamlessly use OAuth to ensure only the right people have access to your

data?

» How do you prevent schema changes in source systems from breaking Al agents?

While organizations may attempt homegrown Model Context Protocol (MCP)
integrations, these initiatives are often hindered by lengthy development
cycles and remain inherently limited by the semantic quality of the underlying
data resources they expose. Strategy Mosaic exposes semantic intelligence.

The Universal Semantic Layer Architecture

Strategy Mosaic sits between MCPAI Clients and enterprise data infrastructure as an intelligent
translation and optimization engine.

MCP CLIENTS
Al Applications
Claude

Custom Agents
Gemini Enterprise
GPT Enterprise

Analytical Copilots

MCP SERVER
Strategy Mosaic

1

Business-Native Object Model

Exposes Customer, Revenue, Product
instead of raw tables. Al queries
business concepts.

Hybrid Execution Engine

Makes real-time decisions: pass-through to
warehouse or in-memory computation for
optimal performance.

Semantic Caching Layer

Caches at business logic level. Change a
filter, reuse the calculation. Reduces
compute costs substantially.

Implementing Enterprise Al at Scale: Strategy Mosaic and the Model Context Protocol
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Component 1: Business-Native Object Model

Instead of exposing tables like fact_order_line_items joined to dim_customer_v2, Strategy
presents business objects:

Customer

——— Total Revenue (calculated, governed)
——— Lifetime Value (calculated, governed)

- Active Status (business rule applied)

L Region (inherited security applied)

When an Al agent asks “Who are our top customers?,” it queries the Customer object—not 47
underlying tables. Strategy handles the translation, optimization, and security enforcement
automatically.

Component 2: Hybrid Execution Engine

Strategy’s execution engine makes real-time decisions about query optimization:

Scenario A: Simple Aggregation Scenario B: Complex Cross-Source Analysis
Query: “What was total Q4 Query: “Compare Q4 revenue by region vs.
revenue?” forecast, filtered by customer tier”

Strategy Decision: Pass through to Strategy Decision: Pull dimensional data
Snowflake with cached metadata into in-memory engine, execute joins locally
Response Time: 13s using Claude Response Time: 340ms (vs. 8+ seconds for

Pro using MCP into a Mosaic model warehouse-only execution)

This hybrid approach delivers consistent sub-second performance regardless of query
complexity—critical for Al agents that need to chain multiple analytical steps.

Component 3: Semantic Caching Layer

Traditional database caching operates at the SQL level. Change one filter, and the cache
misses entirely. Strategy caches at the semantic level:

« Query 1: “Revenue for Q4 2024, East Region”
« Query 2: “Revenue for Q4 2024, West Region”

Both leverage the same cached Revenue calculation logic and Q4 2024 time frame, only the
regional filter executes fresh. This semantic caching reduces compute costs substantially when
used at scale, with production deployments achieving 78% cache hit rates compared to 15-
20% for traditional SQL-level caching.
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V. Implementation Patterns: Specialist vs. Generalist Agents

Organizations deploying Al through MCP + Strategy typically follow one of two architectural
patterns, depending on use case maturity and governance requirements.

Pattern A: The Specialist Agent (Departmental Al)
Use Case Example: Sales Performance Agent

A sales operations team needs an Al assistant that can answer territory performance
questions, identify at-risk deals, and suggest coaching priorities—but should never access HR
compensation data or financial forecasts.

Implementation:

MCP Client: Custom Sales Agent

\— Connects to Strategy MCP Server

\— Exposes only “Sales Analytics” semantic domain

——— Territory Performance metrics
———— Deal Pipeline objects

——— Customer Interaction history

——— Product Adoption metrics

Key Characteristics:
Narrow Context

Agent sees only 20-30 curated business objects

High Accuracy

Limited scope reduces hallucination risk by 95%

Fast Training
Sales team learns agent capabilities in hours, not weeks

Predictable Costs
Bounded query scope enables fixed-price Al compute budgets

w) (U © @

Performance Benchmark:
« Average query response: 280ms
« Accuracy on business questions: 98.7%

« Governance incidents in 6 months: O

Implementing Enterprise Al at Scale: Strategy Mosaic and the Model Context Protocol
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Pattern B: The Generalist Agent (Enterprise Explorer)

Use Case Example: Executive Analytics Assistant

A C-suite executive needs to ask questions that span the entire business: "How do marketing
campaign costs correlate with sales pipeline velocity across product lines?" This requires
cross-functional data access with executive-level security.

Implementation:

MCP Client: Claude Desktop (or equivalent)

\— Connects to Strategy MCP Server

\— Exposes full Universal Semantic Layer

200+ integrated data sources

15 business domains (Sales, Marketing, Finance, etc.)

2,000+ governed metrics and dimensions

Key Characteristics:
<rﬁ> Broad Discovery

Agent can explore any governed data the user has permission to access

Dynamic Context

Security Inheritance

User's existing Strategy permissions automatically apply

Zfa Adaptive Performance
X

Hybrid execution optimizes each query independently

-’
@
O~.J Strategy dynamically loads only relevant semantic objects per query

Performance Benchmark:
« Average query response: 450ms (despite 100x broader scope)

« Ability to answer cross-functional questions: 87% success rate
« Governance incidents in 6 months: O
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Choosing Your Pattern

Factor Specialist Agent Generalist Agent

Best For

Departmental use cases with Executive/analyst exploratory

clear boundaries analysis
Accuracy 95-99% (narrow context) 85-90% (broad context)
Training Time Hours Days
Governance Complexity Low Medium
Implementation Timeline  2-4 weeks 4-8 weeks

Most enterprises deploy both patterns: Specialist agents for high-frequency
departmental workflows, Generalist agents for strategic decision-makers who

need cross-functional insight. integration.

Al

Enterprise Al

Model

(Gemin, Glaude, Context
Copilot
" Protocol
A' (MCP)
Other Al
Applications
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VI. Security and Governance: Making Al Safe by Default
The Inherited Security Model

Traditional Al implementations face a painful tradeoff: grant broad access to enable useful
answers or lock down data and cripple the Al's capabilities. Strategy eliminates this tradeoff
through security inheritance.

How It Works:

1.User authenticates to Strategy (via OAuth 2.0)

2.Strategy loads that user’s row-level security rules, column permissions, and domain access
3.MCP connection inherits those permissions automatically

4. Al queries execute within the security boundary—no additional configuration needed

Result: An Al agent running as a Sales Manager sees only their territories. The
same agent, running as a VP of Sales, sees the entire sales organization.
Same code, different security context.

Pll Protection at the Protocol Level

One of the most dangerous patterns in enterprise Al is passing raw customer data through LLM
prompts. Even with contractual data protection, this creates unnecessary exposure.
Strategy's architecture prevents this by design:

Anti-Pattern Strategy Pattern

(Direct Database Access) (Semantic Abstraction)

User: “Who are my top User: “Who are my top customers?”
customers?”

Al Agent: Queries Strategy MCP Server
Al Agent: Queries database
directly Strategy: Calculates “Top Customers”
using aggregated metrics
Database: Returns 50,000

customer records including names, Strategy: Returns only customer IDs +
emails, addresses summary statistics

Al Prompt: “Here are 50,000 Al Prompt: “Customers [ID: 1001, ID: 1002]
customers: [full PIl dump]” with Revenue [$2.3M, $1.8M]”

The Al never sees PII. It operates on semantic abstractions that preserve analytical utility while
eliminating exposure risk.
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Audit Trails for Al-Generated Insights

When an Al agent produces an analytical insight, Strategy automatically logs:

1. The Strategy Intelligence Layer

At the application level (consistent with Platform Analytics standards), Strategy maintains a full
lineage of the Al's logic and user interaction. This layer captures:

« User & Timestamp: Precise identification of who initiated the request and exactly when it
occurred.

« Semantic Objects: The specific business entities, metrics, and dimensions accessed during
the session.

« Natural Language vs. Interpreted Query: A side-by-side record of the original user
question and the system's interpreted business logic.

« Governance Context: The security filters and object-level access controls (ACLs) enforced
to ensure the Al operated within authorized boundaries.

2. The Operational Infrastructure Layer

Strategy integrates with hyperscaler monitoring tools, such as AWS CloudWatch, to provide
high-level system health data.

 Info-Level Telemetry: Provides visibility into API latency, connectivity status, and resource
utilization.

« Non-Sensitive Logging: To mitigate PIl exposure and data breach risks, these logs are
strictly limited to non-sensitive operational data.

This lineage tracking enables compliance teams to answer critical questions:

« “How did the Al calculate this forecast?”
« “Did the agent have permission to access this customer segment?”
« “Which data warehouse tables influenced this recommendation?”
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VII. Cost Economics

Data from production deployments across financial services, healthcare, and retail:

Usage-based

{unpredictable) o user (fixed)

Pricing model

Cost Total
+200% Year 2-3:
Morlth_l).( cost +2'OO/ (seasonal 0% (fixed licensing)
variability spikes)
Integration I
maintenance cost $500K per source  $150K total year
(annual)

*Actual pricing varies by deployment size. Fixed per-user model eliminates usage-based surprises and
enables accurate budgeting.

The Predictable Cost Advantage

Unlike consumption-based Al platforms that can generate surprise $50K monthly bills,
Strategy's fixed per-user pricing provides critical budget predictability:

« No query volume surprises: Power users running 500 queries/day cost the same as casual
users

« No token counting: Complex analytical queries don't explode your bill

« No seasonal spikes: Q4 planning season doesn't trigger finance escalations

« Capacity planning made simple: Adding 50 users = known incremental cost

The Compounding Effect

The economics improve as you scale:

» Use Case 6-10: Traditional approach requires near-linear cost growth. MCP + Strategy
adds only per-user licensing costs as adoption expands.

- Data Source 21-50: Traditional approach requires new custom integrations. MCP +
Strategy requires only adding sources to semantic layer (already part of platform
workflow).

« Al Platform Migration: Traditional approach requires rewriting all integrations. MCP +
Strategy requires updating only the host connection.

« Budget Predictability: Traditional usage-based pricing creates quarterly budget battles.
Strategy's per-user model enables accurate annual planning.

Organizations that deploy MCP + Strategy repo

investment within 18 months, driven primarily by a
costs, eliminated surprise usage bills, and improved
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VIIl. Implementation Roadmap
Sprint O0: Use Case Selection & Readiness (Week 0)

Objective
Select the right pilot use case using proven success patterns and ensure

data/governance readiness before MCP deployment.

Activities

» Use case workshop: align sponsors and business owners with the
data/technology teams on the top candidate workflows.

» Success-pattern scoring: rank 3-5 candidate use cases using
criteria like: high frequency / high pain, clear owner, measurable

e KPI, low “data ambiguity”, clear security model, quick path to value
(2-4 weeks)

» Define the Pilot Use Case (choose 1): Write a one-pager with:
scope, primary users, expected outcomes, baseline KPI, ROI
hypothesis.

« Validation pack: build 10-25 validation questions and expected
answers to baseline what “good” looks like

- Data & semantic readiness check: confirm required datasets, key
dimensions (Customer/Product/Time/Org), metric definitions

« Security & governance readiness: map roles/users, confirm
inheritance rules, and identify any sensitive fields / access
constraints

« Pilot operating model: cadence, feedback loop, owners, and
acceptance criteria for moving to Phase 2.

EE Deliverables

— « Selected pilot use case + backup use case

Validation question set (10-25)

Data requirements checklist + semantic domain scope (v1)
Security test plan + pilot user list

KPI baseline + target

Success Criteria

[ ]
\
ﬁ( » Sub-second response on 90% of pilot queries

« Zero governance violations in security testing
» User feedback score >8/10 on accuracy

Implementing Enterprise Al at Scale: Strategy Mosaic and the Model Context Protocol
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Phase 1: Foundation (Weeks 1-4)

Objective
Deploy MCP infrastructure and validate with single use case

Activities

« Install Strategy Mosaic (if not already deployed)

« Configure MCP server with 1-2 departmental semantic domains
« Connect pilot Al host (e.g., Claude Desktop or custom agent)

« Validate security inheritance with test users

« Benchmark query performance

Success Criteria

\ . .
ﬁ » Sub-second response on 90% of pilot queries
( « Zero governance violations in security testing

« User feedback score >8/10 on accuracy

Phase 2: Expansion (Weeks 5-12)

Objective
@ Scale to 3-5 departmental use cases

Activities

« Deploy Specialist Agents for high-value workflows

« Expand semantic layer coverage to additional domains
Train departmental power users

Establish Al governance committee

Document standard operating procedures

Success Criteria
\
ik( » 500+ queries per day across agents
« 95%+ query success rate

I « Documented ROI from time savings in pilot departments

Implementing Enterprise Al at Scale: Strategy Mosaic and the Model Context Protocol
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Phase 3: Enterprise Scale (Weeks 13-24)

Objective
Enable Generalist Agent pattern and cross-functional analytics

Activities

» Expose full semantic layer through MCP

— « Deploy executive/analyst Generalist Agents

- « Integrate additional data sources as needed

« Establish center of excellence for Al agent development
« Build custom agents for specialized workflows

Success Criteria

ﬁ « 5,000+ queries per day
( » 10+ active Al use cases in production
« Measurable business outcomes (revenue impact, cost
reduction, etc.)

Ongoing Optimization
Strategy + MCP deployments mature over time as:

« Semantic layer expands to cover more business domains

« Caching optimization improves based on query patterns

« Security rules evolve with business needs

« New Al capabilities (multi-modal, real-time) integrate
seamlessly

Typical Timeline to Full ROI:

12-18 months
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IX. Conclusion: The Path to Autonomous Enterprise Al

The enterprises that will dominate the next decade are not those with the most Al models or
the largest data warehouses. They are the organizations that build the right infrastructurelayer
to make Al reliable, governable, and scalable.

MCP provides standardization. Strategy Mosaic provides intelligence. Together, they create
the only production-grade architecture for autonomous enterprise Al.

Three Questions for Technical Evaluators

As you assess your organization’s Al infrastructure strategy, consider:

Can your current architecture support 50+ Al use cases
'] without linear cost growth?

If not, you're building technical debt, not strategic capability.

Can you swap Al platforms without rewriting your data
2 integration layer?

If not, you're locked into vendor decisions made before the Al landscape
stabilized.

Can you guarantee that Al agents will never violate your
3 data governance policies?

If not, you're accepting unquantified compliance risk.

Organizations that can answer “yes” to all t

questions have built their Al infrastructure on
+ Strategy principles—whether they know it or

For everyone else, the path forward is clear. The question is not whether to standardize on
MCP and implement a semantic intelligence layer. The question is whether you'll do it before or
after your first major Al governance incident.
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Appendix A: Technical Specifications

MCP Server Capabilities (Strategy Mosaic):

» Protocol Version: MCP 1.0 compliant

» Supported Clients: Claude Desktop, Gemini Enterprise, GPT Enterprise, Claude Code, AWS

AgentCore, and more
» Authentication: OAuth 2.0
» Query Languages: Natural language - SQL, REST API, Python
« Response Formats: JSON, CSV, Parquet
« Max Concurrent Connections: 10,000+
« Average Latency (p95): <500ms

Data Source Support:

« Cloud Data Warehouses: Snowflake, Databricks, BigQuery, Redshift
« Databases: PostgreSQL, MySQL, SQL Server, Oracle

» SaaS Applications: Salesforce, HubSpot, NetSuite, Workday

« File Systems: S3, Azure Blob, Google Cloud Storage

» Streaming: Kafka, Kinesis (via Strategy connectors)

Security Certifications:

« SOC 2 Typell

« ISO 27001

« GDPR Compliant

« HIPAA Ready (with BAA)
« FedRAMP

Implementing Enterprise Al at Scale: Strategy Mosaic and the Model Context Protocol
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Appendix B: Comparative Analysis

Direct DB Homemade
Access MCP Server

Capability

Semantic translation

Sub-second performance Depends

Manual
config

Inherited security
Multi-source queries

PIl protection

B <P XxX[>>X

X X[>X X X X X

Audit trails nggﬁﬁ,e Eg;‘oco'
Cache optimization Basic
Vendor independence

Cost at scale High Medium

Strategy +

MCP

v
v
«/ Automatic
v
v
</ Fulllineage
\/ Semantic
v

L Low

For technical deep-dives, implementation workshops, or architecture reviews, contact

Strategy’s Enterprise Al team.

Find out more: https://www.strategy.com/software/strategyai/ai-platform-integrations
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