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Vendor and Product Reality

IBM's Cloud Pak strategy organizes the company's middleware portfolio into

curated, OpenShift-native bundles that ship with shared identity, observability,

licensing, and lifecycle tooling. Cloud Pak for Data centralizes data fabric,

governance, and the Watsonx.data lakehouse. Cloud Pak for AIOps absorbs the

former Netcool and Instana lineage into an event-correlation and incident-

automation stack. Cloud Pak for Business Automation covers Filenet content

services, the Business Automation Workflow engine, decision management with

ODM, and RPA. Cloud Pak for Integration packages App Connect, MQ, API

Connect, DataPower, and Event Streams. Watsonx — Watsonx.ai, Watsonx.data,

and Watsonx.governance — sits alongside as the foundation-model and AI-

governance tier.

The unifying substrate is Red Hat OpenShift, which gives every Cloud Pak a

consistent operator framework, a common Kubernetes runtime, and a hybrid-

cloud deployment story that spans on-premises, IBM Cloud, AWS, Azure, and

GCP. Customers in regulated industries — financial services, insurance,

healthcare, government — buy Cloud Pak precisely because the bundle gives them

a coherent, support-backed path to modernize legacy middleware without losing
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the audit, change-control, and operational characteristics those workloads

require.

Architectural Gap

The gap that Cloud Pak now confronts is the agent layer. Watsonx Orchestrate,

Watsonx Assistant, the AIOps remediation actors, and the Business Automation

Workflow agents all expose agent-shaped behavior — they perceive, decide,

invoke tools, and commit actions on enterprise systems — but they do not share a

structural definition. Each Cloud Pak ships its own agent surface. Watsonx

Orchestrate represents agents as skills bound to assistant flows. AIOps

represents them as runbook actors. Business Automation represents them as

workflow participants and decision services. Integration represents them as flows

with message-bound logic. The shapes are incompatible at the type level, and

there is no credentialed schema that lets a Watsonx-authored agent be validated,

mutated, or recomposed inside Business Automation or AIOps.

The consequence is a structural ceiling on cross-Pak agent reuse. An enterprise

that builds an underwriting agent in Watsonx Orchestrate cannot, today, hand

that same agent to the Business Automation Workflow engine and have it

participate as a typed actor with the same identity, capability set, and governance

posture. Each Cloud Pak demands a re-expression. The OpenShift substrate

guarantees the containers run; it does not guarantee the agents inside them share

a schema.

What the AQ Primitive Provides

Agent schema as an Adaptive Query primitive supplies the missing structural

layer. It defines a cognition-compatible semantic agent object — a typed

description of an agent's identity, capabilities, tool bindings, policy posture, and

credential set — that is structurally validated at construction time, credentialed



against a governance authority, and bound such that mutations to the agent are

themselves schema-conformant operations rather than arbitrary edits. The four

primitive elements compose: cognition compatibility lets reasoning systems

consume the object directly; structural validation rejects malformed or partially

specified agents at the boundary; credentialed schema ties the object to an

issuing authority; schema-bound mutation preserves invariants under change.

Applied to Cloud Pak, the primitive provides what the platform's bundle

architecture currently leaves implicit. An agent authored in Watsonx becomes a

typed object whose Watsonx.governance posture, tool bindings, and identity are

part of the schema, not annotations bolted on after the fact. The same object is

consumable, without re-expression, by AIOps as a remediation actor, by Business

Automation as a workflow participant, and by Integration as a flow-bound actor.

The schema is the lingua franca the Cloud Pak family currently lacks.

Composition Pathway

The composition pathway is platform-native. The agent-schema layer is delivered

as an OpenShift operator that registers a custom resource definition for the agent

object and a validating admission controller that enforces structural and

credential conformance. Each Cloud Pak's existing agent surface — Watsonx

Orchestrate skills, AIOps runbook actors, Business Automation workflow

participants — is wrapped with an adapter that projects the native representation

onto the schema and consumes incoming schema-conformant agents.

Watsonx.governance becomes the credentialing authority, issuing and revoking

agent credentials against the same governance posture it already manages for

foundation models and data assets.

Rollout proceeds Pak by Pak. Watsonx is the natural first integration because

Watsonx.governance already supplies the credentialing primitive and Watsonx

Orchestrate already exposes the richest agent surface. Business Automation

follows because the workflow engine is the highest-value reuse target — an agent



authored once and consumed across workflows, decisions, and content actions.

AIOps and Integration close the loop by exposing remediation and flow actors as

schema-conformant participants, completing the cross-Pak reuse story.

Commercial Implication

IBM's Cloud Pak buyers are not chasing novelty; they are chasing governed reuse.

The financial-services CIO who licensed Cloud Pak for Data, Business

Automation, and Watsonx did so because each Pak promised composable

participation in a hybrid-cloud estate under shared identity and audit. The agent

layer is now the variable that determines whether that promise holds as

workflows shift from deterministic flows to agent-mediated execution. Without a

cognition-compatible schema, every agent-authored workflow becomes a Pak-

local artifact, and the cross-Pak reuse argument that justified the bundle pricing

weakens.

With a credentialed schema in place, the commercial story strengthens in the

direction Cloud Pak is already pointed. The Watsonx-authored agent that

remediates an AIOps incident, participates in a Business Automation workflow,

and invokes an Integration flow under a single credentialed identity is precisely

the cross-Pak reuse pattern IBM's enterprise architects sell. The schema is the

technical artifact that makes that pattern enforceable rather than aspirational.

Licensing Implication

IBM owns the Cloud Paks, the OpenShift substrate, the Watsonx tier, and the

customer relationships. The agent-schema primitive is a structural complement

that attaches at the agent-definition boundary — a narrow, well-defined

integration surface that does not threaten the bundle architecture or the

OpenShift operator model. Licensing the AQ primitive into the Cloud Pak family



preserves IBM's product surface and unifies the agent layer across Paks without

requiring a rewrite of any individual Pak's runtime.

For Adaptive Query, the arrangement establishes a reference deployment across

the largest containerized enterprise-middleware footprint in regulated industries.

For IBM, it converts a known cross-Pak gap into a defensible architectural

feature, anchored in Watsonx.governance and consumed by every other Pak in

the family. The structural primitive composes with the bundle; it does not

displace it.


