PRODUCT UPDATE - SEPTEMBER 2026

AXAT Assessments are live.

A quick guide to what's new in TheAX - and what to do first to use the new AX
Assessment Triangulation (AXAT) Assessments.

Turn “trust us, it worked” into a number - the first triangulated diagnostic method, now in the
assessments you already run.



WHERE AXAT SITS

TheAX has a new assessment engine:

TheAX platform has been updated with an enhanced Assessment engine - AXAT (AX Assessment Triangulation). This updates the three
areas highlighted below. How these have been updated are briefly explained in this deck.
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Existing pathway from the book. Every reading investigation, and the report.

belongs to the client.

Capabilities, dimensions and levels, plus the failure modes, symptoms, actions and evidence that
Product Book - now with the Progression Matrix AXAT reads. Everything above is generated from it.




WHAT AXAT IS

ax

Assessments ask for a score. AXAT asks whether it is true.

AXAT is an assessment method and algorithm developed by TheAX. It elevates maturity assessment from a useful tool to a
repeatable and defendable audit system that delivers your best diagnostic thinking repeatedly no matter who runs it. Every
capability is read through three independent lenses. Opinion stays useful as input - it just stops being mistaken for the conclusion.

A TYPICAL ASSESSMENT

“Where would you rate yourselves?”

3.8

self-reported maturity

A great way to get fast assessment for client engagement
and conversations.

Here the claim becomes the result. Optimism, politics,
recency and interpretation are averaged into one number.
That reduces the repeatability over time.

AXAT - THREE INDEPENDENT READINGS

Perception Evidence Symptoms

what people believe what can be shown what people experience

3.8 2.4 2.6

Corroborated position 2 ° 4 84% confidence - open questions retained

v The lowest lens sets the position — and the gaps show you where to focus improvement.
v’ Confidence is reported beside it, together with what would make the reading stronger.
v Nothing is averaged away — readings are repeatable and defendable.




A SIMPLE EXPLANATION IN ONE PAGE

How AXAT delivers faster, higher-quality assessment diagnostics

Two restaurants,
one street.

The difference is
underneath.

W

CONSISTENTLY
FULL

GREAT REVIEWS

A rating tells you there is a gap. The
pattern across the three lenses tells

you what kind - and therefore what to
do.

af,

BUSINESS PERFQRMANCE

REVENUE \/d .

Same kitchen, same suppliers, very different results.
Mario's diners are happy and nothing is written
down. Gina's kitchen is built and the service isn't
landing. One set of questions can't tell them apart.

WHAT STAKEHOLDERS TELL YOU

WHY DO TWO ITALIAN RESTAURANTS GET VERY DIFFERENT RESULTS?
THE MENU LOOKS FINE. THE KITCHEN LOOKS FINE. THE DIFFERENCE IS UNDERNEATH.

" MARIO’S n:g. ! ! !

GINA’S
TRATTORIA
Why are we

RISTORANTE
not getting

the same
results?

SAME KITCHEN.

SAME EQUIPMENT.
SAME SUPPLIERS.
VERY DIFFERENT RESULTS.

THE MENU ISN'T
THE BUSINESS.
IT'S WHAT'S
UNDERNEATH.

MOST ASSESSMENTS ONLY ASK ONE SET OF QUESTIONS AND HOPE FOR THE TRUTH.
AXAT TRIANGULATES THREE DIFFERENT PERSPECTIVES TO REVEAL WHAT'S REALLY HAPPENING.

PERCEPTIONS 2. SYMPTOMS ﬂ 3. EVIDENCE
=

WHAT PEOPLE EXPERIENCE WHAT THE EVIDENCE
SAYS ABOUT CAPABILIT
Evidence reveals
the capability

behind the
symptoms.

AX ASSESSMENT
TRIANGULATION
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ONLY WHEN ALL THREE
VIEWPOINTS ALIGN
DO YOU KNOW WHAT'S
REALLY HAPPENING.
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TURNING EXPERTISE INTO SCALABLE SYSTEMS

MOVE BEYOND OPINIONS.
BUILD EVIDENCE. DRIVE REAL IMPROVEMENT.



A SIMPLE EXPLANATION IN ONE PAGE

The same two restaurants,

Three lenses each. Two failures that look identical on a score and need opposite fixes.

Perception Evidence Symptoms

3.1 1.67 3.44

Corroborated at 1.67 - the evidence floor.

The diners are happy, but nothing is written down and nothing would survive
Mario taking a week off. Happy diners cannot rescue a kitchen that does not
exist.

THE ADVICE Build it and get it out of one head. Write the
recipes down, put the prep system in place, train a second pair of hands.

Same score band on a standard Perception based

Perception Evidence Symptoms

3.5 4.0 2.33

Corroborated at 2.33 - the symptoms cap it.

The recipe book, the certificates, the trained staff are all real. The service is
not. Evidence alone would have waved her through.

THE ADVICE Stop writing. Make it land. More documentation
would have raised the score and changed nothing.

That is the difference between a rating and a diagnosis - and it is the reason AXAT never averages the three
assessment. But opposite advice is needed. lenses together.

A rating tells you there is a gap. The pattern across the three lenses tells you what kind - and therefore what to do.




WHAT'S CHANGED *

Three modes now. AXAT is the one that tests the claim.

A third assessment mode, alongside Lead Magnets and Standard. Chosen per assessment, once a Product Book is ready for it.

e A
LEAD MAGNET - UNCHANGED STANDARD : UNCHANGED AXAT - NEW
Self-completion One question per capability Three lenses per capability
A short assessment for lead capture or quick data Where do you think you are? Scores are averaged, Perception, symptoms and evidence, from the
gathering. so a strength can offset a weakness. Progression Matrix.
One view, one person A fixed report The lowest lens sets the score
Starts the conversation with low effort. Generated once the data is in. Confidence is reported separately, per capability.
A diagnosis, with provenance
Which mechanism is holding a capability back, and
what kind of gap it is.
\ Y,
WHAT THIS MEANS FOR YOU
Findings that survive challenge A diagnosis, not a number Senior time where it counts
A corroborated position you can defend in the room, What kind of gap each capability has, and therefore First-pass analysis is done for you. Consultants spend

with the evidence trail underneath it. what kind of work, before a day of delivery is sold. their time on investigation, judgement and advice.




ONE AXAT ASSESSMENT CYCLE

Run it fast. Then where it matters.

Steps 0-3 give you a defended reading. Steps 4—6 are optional for the consultant to lead, and the platform tells them which open
guestions are worth settling.

P it T 8 Use the fast assessment now — N
i @ i = @ mwm deepen it later if needed E
e o —Q >
0 2 00— ~—> @
| Optional confidence-building path |
Curate the Create the Run the Review the I' : Generate
expertise assessment assessment analysis I 0&o 7 | outputs
N . &l G2 N/ i .
Turn expertise into Generate from the Automatically AXAT scores the I | Publish the full report,
a TheAX Atomic reusable model. collect responses in reading, explainsthe  « __ __ __ _ Y e it Bt o e 6. )= = . select parts to share,
Model. Send invites. Stakeholder surveys confidence, and or use the output in
shows what would Review what is Complete Update and your own workflow
improve it. still open investigations curate advice or preferred LLM.
Do once, reuse for See the follow-up Run evidence sessions Refresh the assessment.
every assessment. questions and missing or follow-up checks Use AXAT recommendations
evidence that would to resolve what as they are, or amend and
strengthen confidence. is missing. curate them for the client.

Automated where speed matters, evidence-led where confidence matters, consultant-governed when judgement matters.




THE PRODUCT BOOK *

The Progression Matrix: what goes wrong, what fixes it.

A new ‘Progression Matrix’ can be generated using Al
for your maturity model to enable AXAT Assessments. GATEGORVWORKEENCH > Seles Execution
This adds depth to the maturity definitions.

" Mat @ Progression Matrix

So, you get not only what each level of maturity looks
like but also, the capability failure modes, how these
show up, and how to improve at each level. This is your
expertise codified and reusable in ways a playbook
never could be.

Sales Activity Management

1. Created by Category, sectioned by dimension L1 nkla Pipeine Setp rotasked L2 Dufied Ppaine Frocesse

L3 - Consistent Pipeline Delivery

Create only at Category level or with Dimensions that each What goes wrong
get their own rows. Read across for progression, down a
column for what a level asks for across the failure modes.

Sales activities are not prioritised

2. ROWS are failure mOdes : leading to inconsistent

follow-up and missed
opportunities.

Each row is one thing that goes wrong (root causes), L112,13,14,L5
defined in the context of each level of maturity.

oritisation criteria document C g with reminder audit Pipeline monitoring
3. Each cell is atomic

One failure mode at one level: one symptom, the actions Sales activity plans are created
that address it, the evidence that proves it's done. An butnot consistently executed or

atomic map of connections within your area of expertise.

Workbench > Progression Matrix tab
A capability with dimensions: rows per failure mode, one cell per level



THE PRODUCT BOOK ATOMIC MODEL

The model connects the lenses to the advice.

The Atomic Model already had the three lenses structured in it. AXAT scores drive the diagnosis and actions required to address
capability improvement from identified failure modes.

il
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Progress
evidence
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Failure shows up in
symptoms

o
Failure

modes
Why capability is
held down

1
Symptoms fdde when the
mechanii{n is gone
1

LENS 3

Put in place what is
missing




THE PRODUCT BOOK

M aki ng a bOOk Workbench > generate the matrix

A maturity model in your Product Book without a Progression Matrix is
a perception model. It still runs your Standard Assessments perfectly Bl the Progression Matrix
well. To make your model AXAT ready here are things to consider. S S

Keep it simple

At least one failure mode per capability (or per

Failure mode mechanisms

dimension)
Symptoms At least 3 per scored level from L2 up - 4 preferred
Build the matrix [RETE econd
Evidence At least 1 artefact per scored level - a warning below 4

ting this matrix again, because questions

Every mechanism is answered At least one action or artefact addresses it

Traces are contiguous No hole in the middle of a failure mode's ladder through Book readiness status
the levels.
No near-duplicates No two items in one lens describing the same observable Product Books / AXeend ! Maturity Mode

® Overview (O Files {4 Proposition [ Maturity Model @ Outcomes&KPls [ Maps 3= Assessments [J Document Templates

Al will generate a Progression Matrix for you based on the rules and what it knows about your

0 o AXcend Maturity Model Active  Readytoassess  Build the other |
expertise area. This is for you and your consultants to check and amend as needed.

Maturity Levels > Genesis & Custom-Built & Productisation
Categories

Readiness is computed for the whole book, not ticked per item. L1 is the assumed base and v
carries only information on symptoms and actions for improvement. Aim for at least five failure
modes per category.




ASSESSMENTS

Setting up an assessment in :

The same wizard you use today, with the mode chosen up front. Per assessment, not per book.

¥ Question Wizard Choose AXAT when the book is ready

& Assessment Method Start as normal. AXAT is only offered on a book that

passes the readiness rules, and the method cannot
be changed once you continue. Plan for three or
more respondents per capability.

low this assessment establishes its result.

The two methods ask different questions, of different people, and support different claims. This choice decides the rest of the setup

AL AT THEAX-A v
STANDARD MATURITY : i
. Triangulation
Perception . .
Captures what people believe about where the organisation stands. ests what people believe against what they experience and what actually exists. Sect|on Word|ng Stays yours

30-90 minutes, by scope

2-4 minutes . AXAT Assessments have questions fully drafted for
Any size, including one . . .
None An evidence vaiidation session you and organised into sections by category. Each
Maturity profile by catagory Result Corroborated level, binding lens, confidence . : .
: - section has wording you can tailor. Respondents
S emplate t e and sc tomatically — triangulation needs an duces
-:':|: orts what is claimed, not what is corroborated. Suitable wherever an unevidenced view is :

can skip sections or questions they can’t answer.

Watch the question count

» Compare the two side by side

AXAT takes a respondent 15 minutes to an hour
depending on how many mechanisms are in your
Progression matrix, and whether they can answer
all sections and questions.

/N The methed cannot be changed once you continue. The two produce different question sets and different setup, so switching later means starting again.

Assessment wizard » mode step



ASSESSMENTS

What respondents now see:

Three kinds of question per capability instead of one.

Perception

“Where would you place this capability
today?”

One answer per category. Routes the rest of the
questions for levels immediately at or around
their answer level.

Basic sales roles and processes are emerging with inconsistent CRM use, leading to fragmented pipeline managerment

nnnnnnnnnnnn with CRM use o support pipsling stability.

clearly defined and consistently applied to ensure a stable and repeatable pi

processes, and consistent CRM use, supparted by data and

are robust with roles,
governance to ensure stable pipeline management

s are fully embedded, with adaptive roles, processes, and CRM use ensuring a scalable, reliable, and continucusly
peline.

Pipeline found;
optimised sale:

Symptoms

“Confusion or overlap in sales roles causes
delays.” Never ... Always

Behaviour, not documents. A symptom that
persists means the level hasn't consolidated,
whatever the paperwork says.

ax e

How often does each of these happen?

Occasional confusion arises about ownership of certain pipeline tasks, especially during handoffs.

Never  Rarely  Sometimes  Often  Always

Some team members are aware of role definitions, but others are not, leading to inconsistent understanding.

Never  Rarely  Sometimes  Often  Always

Some teams follow the documented process, but others deviate or skip steps regularly.

Navar Raraly Somatimes. Oftan. Always

on one claim.

Evidence

B

“Does a documented set of sales roles exist?”
Fully in place - Partial - We do not have this -
Don’t know

One artefact per question. A single respondent
confirming it is enough - what matters is that it

exists.

Which of these exist today?

Sales roles and responsibilities document

Fully in place Partial We do not have this

Team meeting attendance record

Fully in place Partial We do not have this

Training attendance records



ASSESSMENTS

Where the questions come from - and

AXAT questions are generated in a standardised format, so coverage is complete. You don't write them; you can add your own at the

end.

Section intro & first question YOURS TO EDIT

Symptom blocks GENERATED

GENERATED

Evidence register

Closing open questions GENERATED

OPTIONAL

Your own questions

The framing, who should answer, and the perception
question with its level options. Fixed per capability in
the template.

Routed on the perception answer — respondents
are only asked about the levels they claim and
below. Volume follows the model's level count.

One question per artefact in the Progression Matrix:
Fully in place - Partial - We do not have this - Don’t
know.

Two free-text prompts per capability so respondents
can add what the fixed questions missed.

Add extra questions at the end of the assessment,
after the generated sections.

STANDARD QUICK
One perception question per capability.

A few minutes for any respondent. A working view, not a tested
one.

AXAT DETAILED AND DEFENDABLE

15 minutes to an hour per respondent.

Depends on how many capability areas that person can cover,
and the size of your Progression Matrix. In return: three lenses,
a corroborated position and confidence you can defend.

Keep it manageable: scope the capabilities in the assessment, route respondents
to the areas they know, and watch the question count in the wizard.

Standard when you need a quick read. AXAT when the finding has to survive challenge.




ANALYSIS & DIAGNOSIS

What you get back:

The Overview tab of a completed AXAT assessment. Everything the report will say starts here.

Overview Analysis Data Scoring & Confidence

o What we found 1 position, the finding, how far it can be relied on, and anything still open

ASSESSED POSITION

Initial Pipeline Setup =« s

Initial Pipeline Setup Defined Fipe P

L1- INITIAL PIPELINE SETUP

Basic sales pipeline structures established with ad hoe processes and limited consistency across teams.

@ open questions not yet picked up

® How this assessment has moved 2positions

AS ASSESSED AFTER INVESTIGATION

L1.8

floor L1.O

Improvement Output Notes

ASSESSMENT CONFIDENCE

52%

Respondents 4 of Tinvited
Alignment

Evidence validated 17%

t is usable but not yet firm. Confidence reflects how
How this was derived

Scoring & Confidence -

To settle »

+0.4

The assessed position

The corroborated level and the ladder it sits on,
with the level description underneath - so the
client sees what L1 means, not just the number.

Confidence, and what it's made of

Respondents, alignment and evidence
validated. “Usable but not yet firm” is the
platform being honest about the reading.

Open questions, and the move

What's still to settle, and how the level shifted
once findings were investigated - here from L1.4
as assessed to L1.8.

Perception says where they think they are. Evidence and symptoms say whether that's true. Confidence says how far to trustit. .,




ANALYSIS & DIAGNOSIS

Scoring & Confidence: before it counts.

Respondents say an artefact exists. Before it sets a level, you check. The workflow lives inside the analysis view.

Overview Analysis Scoring & Confidence mprovement

Output Notes
Look into this
Summary Capabilities Acrosslevels  To settle 108 i
ha ange s Flag an artefact that sets or blocks a level. It shows in the
confidence reading until resolved.
Everything we could not settle from the responses: nobody could say, people disagreed, or it is carrying weight in a rating and nobody has checked it. Ordered by how much settling it would move that capability — the figure is the difference
between it turning out to be there and not.
FOR REVIEW TO INVESTIGATE SETTLED STILL IN PLAY v
104 4 24 +0.0
to confirmed, and applied on the next run evels of movement unresolved
Note
Aitems AN, including ones that change nonumber | CAPABILITY  All capabilities (132) v Forreview 104 Settea 24 Al 132 Record what you found - the draft was unpublished; the
’
w00 CRM fields exist only in the sandbox.
ANSWERS DISAGREE = People and Skills Managed Pipeline Performance ) lf
Change management plan including training update steps
Training content is outdated or irrelevant, failing to keep pace with evolving sales methodologies, product changes, or market conditions.
1partly | 1no  Who said what v
What did you find?
Name it and say where re: hes 1 — 2 finding that some m o good as the se: i
Confirm outcome
# Present, partial or absent. Score and report update; the
Itis there It is not there Cancel Noth nges until you apply note Carrles IntO the flndlngs as prOvenance.
NEVER CHECKED, AND IT MATTERS | People and Skills Defined Pipeline Processes 2,00
Coaching session calendar
Sales coaching is ad hoc or absent, resulting in inconsistent or ineffective support for pipeline management
1partly Who said what

v

Validation is mandatory on the capability that sets the floor — the one an
unverified artefact can move the most.



FROM READING TO PLAN

The score is the start. is the landing.

One assessment produces four things - and says what it does not yet know.

Evidence - Evidence - Finding uncertain Finding is clear
CARRIED BY PEOPLE EMBEDDED WRITE IT DOWN LEAVE IT
@ 3 - held together by people; 30 - in place and causing no
works, nothing protects it problems o i
Priority 2 Validate then start 4 Start now
> >
g EXPOSED NOT LANDING g BUILD IT MAKE IT LAND
% @ g 20 - nothing in place, and 20 - built, not being used
= @ > noticing it

a m 6 Not priority 9 Confirm first 5 Schedule

Seven capabilities plotted by type of problem: documented . . Twenty recommendations, sorted by priority and by whether the
. pabiiities p v typ P 73 named mechanisms found. worth acting on. wenty . ye v v
evidence against lived experience. finding underneath is settled.

Four kinds of problem need four different fixes. A Each failure mode is classified from the matrix, with the

Clear guidance on what to act on first, and what to
maturity score can't tell them apart. actions and artefacts that address it.

confirm before you do.

04 - AND WHAT IT DOES NOT KNOW: 42 of 73 questions open - 11 would move a rating - 30% of evidence independently validated



OUTPUTS

What comes out: a report the client can hold.

Generated from the analysis, so anything you settle in an investigation is reflected. Built from sections, branded once, shared or exported as a

document or as data.

WHAT’S IN THE REPORT

/)
Microsoft tools @® Summary and what the assessment found
“ a Word, Excel, PowerPoint, Th rr r ition, th ilitv floor, th rofil
eAX Export » et e corrobo .ated pos: tion, the ca.pab ty floor, the profile,
Maturity 0yer. - AXAT Assessment Report an e readings penind eacn rating.
Th t —— dth dings behind each rating
[0
nt Rep Overail Maty . .
AxATASSessme e 2375 THE REPORT OpenAl @® Where the wall sits, and what it means
. Maturity ASS€S Process defineg . B .
sales Pipeline Matu" — Word document docx f B Use in ChatGPT and your The next level each capability hasn’t cleared; the Evidence x
e S S pmens Symptoms state that says what kind of gap it is.
Acme Consulting High
i Hgh Web t ope .
- T3 it St SN — JoE ) ® Root causes and capability summaries
\ nthropic . .
é N == ~> B Bselln Ciatide for.analysis; Every failure mode sorted by the change it asks for; a block
, g~ E content and planning per capability with its finding and actions.
Ge‘nu’elConsumngﬁrowthodcile e 7 ! Excel data .csv \}
7 ““"'YbyDimension @ Ove ~-capabillity scores \ H H
A o asa o \ B ® Confidence and open questions
— -, \» * Google What is settled, what remains open, what could still move a
S W sy Data for Al jsor — Use in Gemini and Google .
OverallMaturity  Confidenc Primary Opporturity 0 - {} stuctured Workspace rating.
2 3 Medium Commercial scalability g, Sharssoletesultzony st als . i .
| > : * ® Actions, conclusmh, appendix .
2 my g, . Copy Your other tools The recommendations selected; the recorded conclusion;
\ O Integrate intothe systemsand every answer and result behind it, nobody named.
— — e > workflows your firm relies on
Build it from sections - core report, all sections, or any
@ Fits your way of working subset. Cover facts and branding are set once for every
\ Export reports and data to use in any of your consultancy’s workflows — including your preferred LLM. j OUtpUt' Share a /ink/ eXpOft the report or the data; or
import an amended copy back.



GETTING STARTED

What to do first: one book, one assessment, one report.

Three steps, in this order. The first one is the only real work.

Author a Progression
Matrix on one book

Pick the book you use most. Generate the matrix
in the Workbench and validate the cells for the
capabilities you assess most often. Readiness
tells you when you're done

Launch page https://theax.ai/releases/AXAT-Launch

Run one assessment in
AXAT mode

Ideally internal or a friendly client first. Choose
AXAT in the wizard, check the question count,
send it to a handful of respondents

Contact us: Enquiries - hello@theax.ai. Customers - support@theax.ai

>, Work Scoring &
ﬂl__ Confidence before the
—— A&\ report

Investigate the artefacts that set the floor,
confirm outcomes, then generate the report.
Read the findings with the confidence panel
beside you.


https://theax.ai/releases/AXAT-Launch
https://theax.ai/releases/AXAT-Launch
https://theax.ai/releases/AXAT-Launch
https://theax.ai/releases/AXAT-Launch
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