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Low Return On AI Investments Across Enterprises…

Proliferation Of
Various AI Solutions That Entail Instability

Inflation Of Proofs of Concept &
Lack Of Architecture

Low return on AI 
investments
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…Due To Lack of Meaning

Without shared meaning, 
automation scales confusion

Meaning & Data
become the anchor for 

Sustainable AI Systems

✓ AI hidden costs emerge
✓ Processes become siloed
✓ Data quality degrades
✓ Hallucinations increase
✓ Security vulnerabilities appear
✓ And bugs multiply
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The Solution

Build the Semantic Foundation Before Automating with AI



5

MEANING
(SPU - Semantic Layer)

SPU

RPU AI REASONING
(RPU - Reasoning Layer)

TFU
VALUE CREATION
(TFU - Treasury Unit)

GFU
PROTECTION

(GFU - Governance Unit)

Motion: Strategic Direction
Engagement: People & Operation
Treasury: Economic sustainability
Assurance: Risk & Protection

META Framework for Sustainable AI Systems

Business Glossary
Conceptual Data Model

AI Agents
Automation
AI Applications

Reliable Automation
Scalable AI

The META framework provides a 
structured approach to enterprise AI.

META stands for Motion, Engagement, 
Treasury, and Assurance.

These four dimensions reflect the core 
concerns of every organization: 
strategy, operations, economics, and 
protection.

Within this framework, enterprise AI 
relies on two key layers.

First, the semantic layer, which 
structures meaning through business 
glossaries and conceptual data 
models.

Second, the reasoning layer, where AI 
agents and automation operate.

Together, these layers enable reliable 
and scalable AI.

https://engage-meta.com 
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Strategy
A Structured Architecture for Enterprise AI Systems

A set of AI-assisted agents designed to accelerate the creation of
business glossaries, conceptual data models, and enterprise alignment
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The Conceptual Data Model

Business 
Glossary

Conceptual 
Data Model

Data 
Set

Data 
Narratives

Quality 
Control

1. Business Glossary
2. Conceptual Data Model
3. Logical Data Model
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Conceptual Data Model versus Ontologies

Top-Down Ontology

Marketing

Sales

R&D

Scattered Ontologies: 
Lack of enterprise-level conceptual modeling

Bottom-up ontologies are chaotic because
they do not share a common meaning ->

Siloed AI Systems and lack of ROI

It is through the Business Glossary and
the Conceptual Data Model that the

enterprise-scale ontology is built for profitable AI

Business 
Glossary

Conceptual Data Model

https://tinyurl.com/5f26n5bb 

Also read this 
LinkedIn post

https://tinyurl.com/5f26n5bb


✓ Each Business Concept is anchored 
within a Root Package that reflects the 
enterprise structure

✓ It is precisely defined, enriched with 
properties, and connected to other 
concepts through explicit relationships

Step 1 – Build the Business Glossary

No Reliable AI Without a 
Business Glossary

Define Business Concepts Before Building AI Systems



Step 2 – Design the Conceptual Data Model
Explain How Business Concepts Relate To Each Other

AI-assisted Agents
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BGL: BUSINESS GLOSSARY
BDM: BUSINESS DATA MODEL
SDT: SYNTHETIC DATA
NAL: NARRATIVE IN NATURAL LANGUAGE
LDM: LOGICAL DATA MODEL

AI-assisted Agents

Circuit for using AI-assisted agents (Semantic Processing Unit)

Used To Accelerate The Creation Of
• Business Glossaries
• Conceptual Data Models
• Enterprise Alignment
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Early Enterprise Applications of the META Framework
Applied in startups, SMEs, and IT service organizations

Three Types of Enterprise AI Transformation
#1 - Build a company
#2 - Transform a company
#3 - Train companies
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✓ Creation of a Business 
Glossary for core concepts

✓ Alignment between product, 
sales and distribution data

✓ Foundation for AI-driven 
business monitoring

META Contribution

CASE #1 - Beverage Startup
Challenge: Build a scalable data foundation while bootstrapping the company

✓ Clear vocabulary across 
business and technology

✓ Data model ready for future 
AI automation

Outcome
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✓ Definition of an enterprise 
Business Glossary

✓ Design of the Conceptual 
Data Model

✓ Preparation of a lightweight 
data architecture

META Contribution

CASE #2 - SME Digital Transformation (F&B)
Challenge: Avoid heavy ERP implementation while scaling operations

✓ Reduced dependency on 
rigid ERP structures

✓ AI-ready enterprise data 
architecture

Outcome
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✓ Training on semantic 
architecture

✓ Introduction to Business 
Glossary and Conceptual 
Modeling

✓ Integration of AI-assisted 
modeling agents

META Contribution

CASE #3 – IT Outsourcing Company
Challenge: Prepare engineering teams for AI-driven digital transformation projects

✓ Teams able to design AI-
ready enterprise data 
models

✓ New skills for AI-era digital 
projects

Outcome
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Take Away

AI systems must be educated on data
before being educated on processes
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More Information

https://tinyurl.com/39j9nwya  https://engage-meta.com 
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Contact

Author: pierre.bonnet@hlfl-consulting.com 
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