
P R O D U C T  U P D A T E   ·   S E P T E M B E R  2 0 2 6

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.

Everything you already have in TheAX, your templates and your Product Books all continue exactly as before.



W H E R E  A X A T  S I T S

TheAX has a new assessment engine: AXAT.
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.

I N T E L L I G E N C E   ·   C O M I N G

Assessment Intelligence — Benchmarking & Insights

Every reading taken across your clients, compared. Where each client sits against the others on the 
same Product Book, and what the pattern across your portfolio says. Grows as AXAT assessments 
accumulate.

W A Y S  I N

Lead Magnets
L I V E  T O D A Y

Direct conversation

Client request

Referral or partner

Existing pathway

E V O L V I N G  N E X T

Discovery Projects
Today's Opportunities, 

becoming Discovery: frame the 
question, work from an 

assessment, agree the actions.

T H I S  R E L E A S E

Assessments
Standard, or AXAT with three 

question types, generated 
from the book. Every reading 

belongs to the client.

T H I S  R E L E A S E

Analysis & diagnosis
Three lenses, the corroborated 

position, confidence, 
investigation, and the report.

W I T H  D I S C O V E R Y

Proposals & Orders
Turn recommendations into 

proposed work, manage client 
decisions and confirm what is 

commissioned.

N E X T

Outcome Pathways
Delivery against an outcome: 

baseline, targets, the work, and 
whether the benefits showed 

up.

M V P  A V A I L A B L E

Client Portals
MVP available – updating for 
AXAT next. The client's own 
front door to their readings, 

follow-ups and progress.

F O U N D A T I O N   ·   T H I S  R E L E A S E

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

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  T Y P I C A L  A S S E S S M E N T

“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.

A X A T   ·   T H R E E  I N D E P E N D E N T  R E A D I N G S

Perception
what people believe

3.8

Evidence
what can be shown

2.4

Symptoms
what people experience

2.6

Corroborated position   2.4 84% confidence  ·  open questions retained

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

AXAT: AX Assessment Triangulation. Your Product Book supplies the three lenses; the platform reads them for every client. 3



A  S I M P L E  E X P L A N A T I O N  I N  O N E  P A G E

Two restaurants, 
one street. 
The difference is 
underneath.

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

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.
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A  S I M P L E  E X P L A N A T I O N  I N  O N E  P A G E

The same two restaurants, read by AXAT.
Three lenses each. Two failures that look identical on a score and need opposite fixes.

M A R I O   ·   T H E  H E R O  C H E F

Perception

3.1

Evidence

1.67

Symptoms

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.

T H E  A D V I C E   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.

G I N A   ·   T H E  B U I L T  K I T C H E N

Perception

3.5

Evidence

4.0

Symptoms

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.

T H E  A D V I C E   Stop writing. Make it land. More documentation 
would have raised the score and changed nothing.

Same score band on a standard Perception based 
assessment. But opposite advice is needed.

That is the difference between a rating and a diagnosis - and it is the reason AXAT never averages the three 
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. 5



W H A T ' S  C H A N G E D

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.

L E A D  M A G N E T   ·   U N C H A N G E D

Self-completion
A short assessment for lead capture or quick data 
gathering.

One view, one person
Starts the conversation with low effort.

S T A N D A R D   ·   U N C H A N G E D

One question per capability
Where do you think you are? Scores are averaged, 
so a strength can offset a weakness.

A fixed report
Generated once the data is in.

A X A T   ·   N E W

Three lenses per capability
Perception, symptoms and evidence, from the 
Progression Matrix.

The lowest lens sets the score
Confidence is reported separately, per capability.

A diagnosis, with provenance
Which mechanism is holding a capability back, and 
what kind of gap it is.

W H A T  T H I S  M E A N S  F O R  Y O U

Findings that survive challenge

A corroborated position you can defend in the room, 
with the evidence trail underneath it.

A diagnosis, not a number

What kind of gap each capability has, and therefore 
what kind of work, before a day of delivery is sold.

Senior time where it counts

First-pass analysis is done for you. Consultants spend 
their time on investigation, judgement and advice.

Your Lead Magnets, Standard assessments, templates and Product Books are untouched. AXAT is added, not swapped in. 6



O N E  A X A T  A S S E S S M E N T  C Y C L E

Run it fast. Then improve the confidence 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
questions are worth settling.

Automated where speed matters, evidence-led where confidence matters, consultant-governed when judgement matters. 7



T H E  P R O D U C T  B O O K

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

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

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.

2.  Rows are failure modes

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

3.  Each cell is atomic

One failure mode at one level: one symptom, the actions 
that address it, the evidence that proves it's done. An 
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

1

2 3
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1.  Created by Category, sectioned by dimension

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



T H E  P R O D U C T  B O O K  A T O M I C  M O D E L

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. 

Perception says where stakeholders think they are. Evidence and symptoms say whether that's true. 
The model defines improvement action. 9

Capabilities
Improving capabilities 

drive improved 
outcomes

KPIs
Progress 
evidence

Actions
How to address 
failure modes

Evidence
Named artefacts 

for capability 
improvement

Symptoms
What people 
experience

Perception
Self-rating by 
Stakeholders

Symptoms fade when the 
mechanism is gone

Outcomes
The unchanging 

target

Failure 
modes

Why capability is 
held down

Put in place what is 
missing

Failure shows up in 
symptoms

LENS 2

LENS 3 LENS 1



T H E  P R O D U C T  B O O K

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

What must exist What the Workbench checks

Failure mode mechanisms
At least one failure mode per capability (or per 
dimension)

Symptoms At least 3 per scored level from L2 up - 4 preferred

Evidence At least 1 artefact per scored level - a warning below 4

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 
the levels.

No near-duplicates No two items in one lens describing the same observable

AI will generate a Progression Matrix for you based on the rules and what it knows about your 
expertise area.  This is for you and your consultants to check and amend as needed. 

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

Workbench › generate the matrix
Per-dimension build flow or Generate all, then validate cell by cell

Book readiness status
AXAT-ready indicator with the rules still needing attention
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A S S E S S M E N T S

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

Assessment wizard › mode step
Standard / AXAT selection with the book's readiness shown

1.  Choose AXAT when the book is ready

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.

2.  Section wording stays yours
AXAT Assessments have questions fully drafted for 
you and organised into sections by category.  Each 
section has wording you can tailor.  Respondents 
can skip sections or questions they can’t answer.

3.  Watch the question count

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. 
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A S S E S S M E N T S

What respondents now see: three lenses on one claim.

Three kinds of question per capability instead of one.

Perception
the claim  ·  unchanged

“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.

Symptoms
the felt pain  ·  new

“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.

12

Evidence
the proof  ·  new

“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.



A S S E S S M E N T S

Where the questions come from - and what it asks of a respondent.
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.

H O W  E A C H  C A P A B I L I T Y  S E C T I O N  I S  B U I L T

Section intro & first question YOURS  TO E D IT

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

Symptom blocks GE NE RATE D

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

Evidence register GE NE RATE D

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

Closing open questions GE NE RATE D
Two free-text prompts per capability so respondents 
can add what the fixed questions missed.

Your own questions OP TIONAL
Add extra questions at the end of the assessment, 
after the generated sections.

T H E  T R A D E - O F F

S T A N D A R D   ·   Q U I C K

One perception question per capability.

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

A X A T   ·   D E T A I L E D  A N D  D E F E N D A B L E

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. 13



A N A L Y S I S  &  D I A G N O S I S

What you get back: a position, a confidence, and what's still open.
The Overview tab of a completed AXAT assessment. Everything the report will say starts here.

1 2

3

1.  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.

2.  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.

3.  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 trust it. 14



A N A L Y S I S  &  D I A G N O S I S

Scoring & Confidence: check evidence before it counts.
Respondents say an artefact exists. Before it sets a level, you check. The workflow lives inside the analysis view.

Look into this
Flag an artefact that sets or blocks a level. It shows in the 
confidence reading until resolved.

Note
Record what you found - the draft was unpublished; the 
CRM fields exist only in the sandbox.

Confirm outcome
Present, partial or absent. Score and report update; the 
note carries into the findings as provenance.

Validation is mandatory on the capability that sets the floor — the one an 
unverified artefact can move the most.
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F R O M  R E A D I N G  T O  P L A N

The score is the start. Actionable advice is the landing.
One assessment produces four things - and says what it does not yet know.

I L L U S T R A T I V E   ·   S U N S H I N E  P O W E R ,  A  F I C T I T I O U S  C L I E N T

0 1  ·  W H A T  K I N D  O F  P R O B L E M  I T  I S

C A R R I E D  B Y  P E O P L E E M B E D D E D

E X P O S E D N O T  L A N D I N G

Evidence  →LOW HIGH

Sy
m

p
to

m
s 

↓

DAP

PAS

OQ GAI SE PF

TAD

Seven capabilities plotted by type of problem: documented 
evidence against lived experience.

Four kinds of problem need four different fixes. A 
maturity score can't tell them apart.

0 2  ·  T H E  R O O T  C A U S E S  U N D E R N E A T H

W R I T E  I T  D O W N
3 · held together by people; 
works, nothing protects it

L E A V E  I T
30 · in place and causing no 
problems

B U I L D  I T
20 · nothing in place, and 
noticing it

M A K E  I T  L A N D
20 · built, not being used

Evidence  →LOW HIGH

Sy
m

p
to

m
s 

↓

73 named mechanisms found.  43 worth acting on.

Each failure mode is classified from the matrix, with the 
actions and artefacts that address it.

0 3  ·  W H E R E  T O  S T A R T

Finding uncertain Finding is clear

Priority

Not priority

2  Validate then start 4  Start now

9  Confirm first 5  Schedule

Twenty recommendations, sorted by priority and by whether the 
finding underneath is settled.

Clear guidance on what to act on first, and what to 
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
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O U T P U T S

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.

W H A T ’ S  I N  T H E  R E P O R T

Summary and what the assessment found

The corroborated position, the capability floor, the profile, 
and the readings behind each rating.

Where the wall sits, and what it means

The next level each capability hasn’t cleared; the Evidence ×
Symptoms state that says what kind of gap it is.

Root causes and capability summaries

Every failure mode sorted by the change it asks for; a block 
per capability with its finding and actions.

Confidence and open questions

What is settled, what remains open, what could still move a 
rating.

Actions, conclusion, appendix

The recommendations selected; the recorded conclusion; 
every answer and result behind it, nobody named.

Build it from sections - core report, all sections, or any 
subset. Cover facts and branding are set once for every 
output. Share a link, export the report or the data, or 
import an amended copy back.
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G E T T I N G  S T A R T E D

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

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

01

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.

02

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.

03

Work Scoring & 
Confidence before the 
report

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

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

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

Built by consultants. Scaled by AI.

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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