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TheAX
The assessment and diagnostic platform for consulting firms

The firm’s best thinking is invisible.

That is why it cannot be proven, or repeated.

TheAX turns the expertise held by your senior people into a Consulting Atomic Model — a structure a machine can work

with — then puts it to work. Automated assessment turns a client’s capability into a number with evidence beneath it, on

every engagement — and the diagnostic method behind it stops leaving the building at six o'clock with your senior people.

M E A S U R E

Where the client
actually stands

Client capability becomes

an evidenced number that

can be managed and

improved.

D I A G N O S E

What is holding the
outcome back

Clarity for everyone on

which capability constrains

the result — and why.

A D V I S E

The next best step

Guidance drawn from your

firm’s own model, specific to

this client and this outcome.

Not a general answer.

T R A C K

Whether it worked

Re-read over time, so

capability movement and

the client’s own KPIs

evidence the outcome.

0 1  · T H E  I N V I S I B L E  L A Y E R

W H AT C L I E N T S  S E E  ·  T H E  V I S I B L E  L AY E R

Propositions Frameworks Methodologies

Pricing models Reports & dashboards Scopes

T H E  WAT E R L I N E

W H AT P O W E R S  D E L I V E R Y  ·  T H E  I N V I S I B L E  L AY E R

How a situation is read How actions get sequenced How root cause is diagnosed

How progress is evidenced How advice adapts How learning compounds

It lives in senior people’s heads.

Nothing here has ever been written down, because it has never had to be.

Firms productise what clients see. The scalability constraint sits in what they do not — which is why

every engagement still runs through the few people who hold the logic.

You cannot prove it

The outcome is asserted, not

evidenced. At renewal the case rests

on the relationship, because there is

no number to point at.

You cannot repeat it

Quality is a property of whoever was

assigned. Growth means hiring more

of the scarcest, most expensive

people you have.

You cannot keep it

The method lives in individuals. It

walks out with them, and it never

compounds into anything the firm

owns.
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O V E R V I E W

T H E  F I V E  PA R T S

0 2  · W H A T  I T  I S  M A D E  O F

Five parts. One cycle.

O N E  A S S E S S M E N T C Y C L E  W I T H  T H E A X

01

Curate the

expertise

Capabilities,

levels, evidence

and guidance,

structured once.

02

Create and

collect

Instruments

generated from the

model; bots or

consultants gather

the data.

03

Read it with AXAT

Three lenses in. A

defensible reading,

the cause beneath

it, and the

outputs.

04

Share with the

client

Links or an AX

Portal, in your

brand, with AI

grounded in your

model.

05

Read across the

base

Benchmarks,

movement, and the

gaps that recur

across every

client.

W H AT C O M E S  B AC K  I M P R OV E S  T H E  B O O K

Step 01 is the work; the rest is the product. One curated model runs unlimited assessments across unlimited clients, and what comes

back improves the model rather than ending with the engagement.

S T E P  0 1

AX Product Book

Where one business line is curated as

a product: proposition, Consulting

Atomic Model, maps, assessments

and templates. The firm’s IP,

versioned and owned.

Fact sheet available

S T E P  0 2

AX Assessments

Instruments generated from the book

— lead magnets, stakeholder

questionnaires or full baselines —

collected by bots or by consultants.

Fact sheet available

S T E P  0 3

AXAT

TheAX algorithm that triangulates

claim, evidence and symptoms into a

reading that survives challenge, and

finds the cause beneath it.

Fact sheet available

S T E P  0 4

AX Portals

A workspace shared with the client, in

your brand, with an AI that answers

only from your model and their data.

Fact sheet available

S T E P  0 5

AX Assessment

Intelligence

Every assessment read across the

client base: benchmarks, movement,

clustering, and which gaps recur often

enough to build for.

Fact sheet available

Five fact sheets

Each part has its own four-page sheet

covering how it works, what it

produces and what it asks of you. Ask

for any of them, or all five.

One move, made five times.

Expertise becomes structure. Structure becomes an instrument. The instrument becomes a corroborated reading. The reading

becomes a live workspace with the client. The workspace becomes a view of your whole market. Each part is the same move applied

one step further out — which is what makes five components one system rather than a suite of tools.
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O V E R V I E W

W H E R E  I T  C H A N G E S  T H E  E N G A G E M E N T

0 3  · W H E R E  I T  C H A N G E S  T H E  E N G A G E M E N T

Capability is never measured. It costs you four times.

Client outcomes get measured. Consulting activity is visible. The layer that connects them — what the organisation must be able to do

differently — has no baseline, no tracking and no evidence. That absence shows up at four specific points, and it costs the firm

something different at each.

C L I E NT O U TC O M E USUALLY MEASURED
Revenue, margin, resilience,

growth

C A PA B I L IT I E S THE MISSING L INK
What the organisation must be able

to do differently

C O N S U LT I N G  W O R K ALWAYS V IS IBLE
Workshops, analysis,

recommendations

N O  B A S E L I N E  ·  N O  T R A C K I N G  ·  N O  E V I D E N C E

Capability is not one route to a client outcome among several — it is the only one. An outcome cannot change unless the ability to

produce it changes.

O N E  E N G A G E M E N T,  T H R E E  M O M E N T S

I N  T H E  P ITC H

You are asked why

you

Every credible firm says

similar things. A measured

baseline of where this

client stands, taken

before the work starts, is

an argument nobody else is

making.

AT M O NT H  T H R E E

The client asks

what changed

Activity is easy to report

and unconvincing. A

re-read shows capability

movement against the

outcome they bought, while

there is still time to act

on it.

AT R E N E WA L

Someone asks what

it was worth

This is where the work is

either evidenced or merely

remembered. A trajectory

with evidence beneath it

is a different

conversation from a good

relationship.

AC R O S S  T H E  F I R M

Growth means more

senior people

If the method lives in

individuals, capacity is a

hiring problem. Structured

expertise moves the

constraint from who is

free to what the model can

support.

The cost is different at each one — and in all four it is paid in the same currency: the absence of a number.

None of these is solved by working harder on the engagement. They are solved by measuring the one thing that connects the work to

the result, at the start, and then again.

0 4  · W H Y  T H E  N U M B E R  H O L D S

A measurement is only worth having if it survives challenge. Every capability is read through three independent lenses, and scored at

the weaker of evidence and symptoms — never at the claim.

W H AT  P E O P L E  S AY

Perception

Rated per named participant, so the

spread of opinion stays visible

instead of being averaged away.

W H AT  C A N  B E  S H O W N

Evidence

Named artefacts, marked in place,

partial or absent. Not “do you have a

process?” but “show me the one you

used last month”.

W H AT  I S  E X P E R I E N C E D

Symptoms

If this capability were weak, what pain

would surface? Enough of the panel

reporting it counts as a signal,

whatever the documents say.
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W H A T  T H E  F I R M  G A I N S

0 5  · W H A T  T H E  F I R M  G A I N S

Not only better engagements. A more valuable firm.

Work you can prove

Every engagement ends

with a defensible position

and a trajectory, so the

case for what the firm

delivered is made in

numbers and outcomes.

Growth without
senior hires

A mid-weight team delivers

to the standard the practice

intends. Capacity stops

being a question of who is

available.

IP that stays and
compounds

The method remains with

the firm when people move,

and every engagement

adds to it instead of ending

with it.

Value in the firm,
not the founders

A practice whose method

is systemised, measured

and reusable is a different

asset from one whose

value lives in senior

people’s heads.

0 6  · W H O  I T  I S  F O R

Consulting and advisory

firms

Change, transformation and advisory

practices that sell an outcome and

want to evidence it.

Firms building a

productised line

Practices turning a repeated

engagement into something with a

name, a method and a price.

Organisations running

models at scale

Bodies, vendor programmes and

groups that assess many

organisations against one standard.

What it asks of you. The effort is front-loaded into structuring your expertise, and the evidence layer is the part people underestimate — so we

help you scope and build it explicitly before anything starts. Once the model exists, a new assessment is configured in minutes and every

engagement after it builds on the last.

0 7  · H O W  Y O U  S T A R T

S T E P  0 1  ·  A  C O N V E R S AT I O N

A walkthrough

Fifteen minutes on a completed

assessment with the output in front

of you. Enough to judge the method

rather than the slideware.

S T E P  0 2  ·  A  S P R I N T

Your model, curated

Two days’ work for you, spread over

two weeks. We help you define your

best commercial candidate and build

your model with you. You provide your

knowledge, we do the heavy lifting,

and you keep the structured model

whatever you decide next.

S T E P  0 3  ·  P R O V E  VA L U E

A first baseline

With one area of expertise fully

systemised and productised workflow

ready to go, it is about validation with

your first clients. The point at which

the firm finds out whether the method

holds on its own work.

More on TheAX

Every part of the platform has its own fact sheet, and a walkthrough on a completed assessment is the

quickest way to judge the method for yourself. Both start at the website.

hello@theax.ai  ·  Marlborough, United Kingdom

FIND EVERYTHING AT

theax.ai
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