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The Foundation 01

The Three Pillars

Three Kinds of Debt
Most successful businesses carry three kinds of debt that don’t show 
up on a balance sheet: cultural debt, process debt, and tech debt.

Culture Debt 
The gap between 
how your team 
works today and 
how they need 
to think to grow 
alongside AI  
as an innovator,  
not just a doer.

Process Debt 
The manual 
workflows that  
never got fixed 
because there was 
always something 
more pressing.

Tech Debt 
Tools added over 
time, doing their 
jobs, but never quite 
connecting into 
something coherent.

You don’t need to pause 
and fix everything before 
moving forward. Start 
where you are.

Mindset How you think  
about your business

The biggest shift isn’t a tool. It’s a perspective. When AI can 
handle the execution, your team needs a flexible, innovative 
mindset to evolve into an intelligence-driven business.

Skillset What your team 
needs to know

Understanding how AI works well enough to use it with 
confidence. Getting comfortable with agents. AI-driven 
workflows that can handle entire processes. Building 
capability across the team so you’re not dependent on  
one or two people.

Toolset The platforms that 
make it real

Using the tools that exist today. Business platforms,  
AI assistants, automation layers, agent frameworks.  
Weaving them into how your business runs. Not in a 
sandbox. In production, with your team, serving your clients.
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Your business has four kinds of work. Each needs a different intervention.

Every role, process, and service in your business falls into one of these quadrants. 
The question is whether you’ve been deliberate about which work gets which 
treatment, or whether the distribution happened by accident.

The Foundation 01

The Four Quadrants

Q1: Human Core 
PRESERVE

High judgment, low system leverage. The 
work where your people are the product. 
Client relationships, strategic advisory, 
trust-based calls only experience can 
make. Protect this time.

Q2: Augmented Expert 
AMPLIFY

High judgment, high system leverage. 
Expert work that AI makes 5-10x more 
effective. Your best people answer the 
same questions repeatedly. AI handles 
the prep, they own the final call.

Q3: Legacy Drag 
DESIGN OUT

Low judgment, low system leverage. 
Work that shouldn’t exist anymore. Done 
out of habit, not because someone 
uses the output. Fix before automating. 
Automating a broken process makes the 
mess move faster.

Q4: System Core 
AUTOMATE

Low judgment, high system leverage. 
Rule-based, high-volume work ready 
for automation. Invoicing, scheduling, 
renewals, compliance filings. Standardize 
first, then automate. Don’t skip the 
standardize step.

LOW HIGH

 H
um

an
 J

ud
gm

en
t R

eq
ui

re
d

System Leverage Available

LO
W

H
IG

H



3

This workbook is a self-facilitated workshop for your leadership team. Four exercises, 
worked in order. Each builds on the last. You map where your business creates 
value, define what success looks like in three years, diagnose the constraints 
holding you back, and organize the transformation into strategic pillars.

The Foundation 01

How the 2×2 Matrix Works 

Exercise What You’ll Produce

Human/System Value 2×2 Map of every role, process, and service  
across 4 quadrants.

3-Year North Star 3-5 quantified markers defining what  
success looks like in 3 years.

Growth Engine Diagnostic Top 3-5 constraints that, if solved, move  
you toward your North Star.

Strategic Pillars 4-5 pillars organizing your transformation.  
Linked to Mindset, Skillset, Toolset.
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Human/System  
Value 2×2 02
Think about everything your team does in a given week. Some of it requires genuine 
human judgment. The kind of call that only experience and context can make. 
Some of it is routine enough that a well-built system could handle it. A lot of it falls 
somewhere in between. 

This 2×2 maps every role, process, and service in your business across two questions:

Some work is a treadmill: you run hard, you stay in place. Other work is turbocharged. 
Same effort, ten times the output. This exercise tells you which is which.

How much does this work need 
a real human to think it through? 
(Vertical axis. Higher means 
more judgment required.)

How much can AI, automation, 
or a repeatable platform do 
the heavy lifting? (Horizontal 
axis. Further right means more 
system leverage available.)
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Gather your leadership team. Block 45 minutes. Work through the three steps in order.

FOR MSPS 
Think vCIO, Service Desk L1, Account Manager for roles. Patch management, license true-ups, 
QBR prep for processes. MDR, Backup-as-a-Service, Help Desk, vCISO for services.

1. Build the list (10 min)
Have each leader write down 8–10 activities that consume the most time across 
their teams. Collect the responses, deduplicate, and build a shared list of 8–12 items 
across three categories:

•	Roles/job functions (e.g., project lead, front-line support, account manager)

•	Recurring processes (e.g., onboarding, billing reconciliation, renewals, 
compliance reporting)

•	Products/services (e.g., recurring client services, consulting engagements, 
support operations)

2. Place each item in a quadrant (25 min)
For each item on the list, ask two questions: “How much judgment does this 
require?” and “How much could a system handle?” Place it in the quadrant,  
then let the room debate. The conversation is the value.

3. Review and probe (10 min)
Work through these questions with the group:

•	Does this match your gut sense of where your team spends time?  
Where does it feel wrong?

•	If you had to guess, which quadrant consumes the most total hours? Why?

•	Where do you want the balance shifted in 3 years?

•	Which Q3 items need to die before you automate anything in Q4?

•	One AI experiment this quarter. Where in Q2 is leverage highest?

Human/System Value 2×2 02

Running the Exercise
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Place each role, process, or service in the quadrant that best describes 
its value profile. Write directly in the grid.

Human/System Value 2×2 02

Worksheet:  
Map Your Business 

Q1: Human Core 
PRESERVE

Q2: Augmented Expert 
AMPLIFY

Q3: Legacy Drag 
DESIGN OUT

Q4: System Core 
AUTOMATE
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Human/System Value 2×2 02

Rollup and Commitments

Three Commitments
Name one process in each quadrant that deserves action. One owner per commitment.  
Not a team, one person. Write a milestone, not a task.

“Data audit complete for onboarding process” is a milestone. “Work on data” is not.

Before You Move On 
You just mapped how your business creates value, using what the room knows about how this 
business runs. Your Q2 and Q4 work requires a solid operational foundation underneath it. You 
cannot run AI agents on a Q3 foundation. The quadrant map identifies where to focus. Keep that in 
mind as you work through the remaining exercises.

Estimate the Distribution

FOR MSPS 
Your own business is Customer Zero, your clients are Customer One. Your Q2 and Q4 work 
requires a modern security, continuity, and operations stack underneath it. The quadrant map 
identifies where to invest. Your platform stack determines whether those investments hold.

QUADRANT ESTIMATED % OF TEAM TIME CONFIDENCE (HIGH/MED/LOW)

Q1: Human Core

Q2: Augmented Expert

Q3: Legacy Drag

Q4: System Core

QUADRANT PROCESS & ACTION OWNER BY WHEN

Q3: One process we stop  
or redesign

Q4: One process we standardize 
before automating

Q2: One process we amplify  
with AI
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Your 3-Year North Star 03
Anchoring in Your Ambition (20 min)
Before you identify gaps or make investment decisions, your leadership team 
needs a shared, specific picture of what success looks like in 3 years. Concrete, 
measurable targets. Not aspirational language.

Start with: “What has to be true in 3 years for this to feel like a genuine breakthrough, 
not just steady growth?”

Confirm 3-5 specific, quantified North Star markers before moving on. Numbers, not adjectives.  
Then work through the worksheet, filling in where you are today and where you need to be  
at the midpoint.

Probe Questions

•	“What needs to be true at Year 2 to know you’re on track?”

•	“Which of these numbers would your team disagree on?  
That’s the one to get right.”

•	“If you hit only one of these markers and miss the rest, which one matters?”

Your Worksheet

DIMENSION TODAY (YEAR 1) MIDPOINT (YEAR 2) NORTH STAR (YEAR 3)

Revenue and Recurring 
Revenue Growth

Profitability (EBITDA %)

Service Modernization

Key Differentiators

Customer Profile
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Growth Engine Diagnostic 04
Surface the Gaps Holding You Back (15 min)
You know where you want to go. Now be honest about what is working  
and what is not in the engine that has to get you there. Look across People,  
Process, and Technology.

Probe Questions

•	People: “Where are you dependent on one person?  
What happens when they leave?”

•	Process: “Which process breaks first when you add 10 new clients?”

•	Technology: “Which tools are you working around instead of through?”

Close by circling the top 3-5 constraints that, if solved, move you toward your North Star.  
Cross-reference with your Q3 and Q4 patterns from the 2×2 exercise.

Your Worksheet

DIMENSION GAPS / FRICTION CONSTRAINTS (TOP 3-5)

People

Process

Technology
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Strategic Pillars 05
Organize Your Transformation (15 min)
With your current state mapped and your North Star defined, organize the  
next 3 years into a small set of strategic pillars. Each pillar should address  
at least one of the three dimensions (Mindset, Skillset, or Toolset) so your 
transformation is balanced.

Probe Questions

•	“Are all three dimensions covered, or is this plan all Toolset?”

•	“Which pillar, if it fails, makes the others irrelevant?”

•	“Can you explain each pillar to a new hire in one sentence?”

 
Linking the Three Dimensions to Your Strategic Pillars

Mindset 
Strategic pillars that 
shift how your team 
thinks about value, 
advisory, and client 
relationships.

Skillset 
Pillars that build 
new capabilities. AI 
fluency, cross-team 
knowledge sharing, 
process design.

Toolset 
Pillars tied to your 
platform stack. 
Core operations, AI 
tooling, automation 
infrastructure.

FOR MSPS 
Your Toolset pillars map to your security, continuity, and operations platforms. AI fluency 
in the Skillset column means your team can evaluate, deploy, and manage AI-driven 
services, not just resell them.
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Strategic Pillars 05

Strategic Pillars: Worksheet
YOUR PILLAR NAME WHY IT MATTERS NORTH STAR LINK MINDSET / SKILLSET / 

TOOLSET

Pillar 1

Pillar 2

Pillar 3

Pillar 4

Pillar 5
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Your Commitments  
and Close

06

Your Commitments
Name one owner per initiative. Not a team, one person. Write a milestone, not a task. “Data audit 
complete for onboarding process” is a milestone. “Work on data” is not.

INITIATIVE OWNER 30-DAY MILESTONE
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Your Commitments and Close 06

What’s Next
The exercise in this workbook applies to your clients’ businesses the same way 
it applies to yours. They carry the same process debt, the same unmeasured 
cost. The next step is turning what you’ve mapped into a structured evaluation: 
scoring individual processes, sizing the financial opportunity, and building the 
case for action.

Evaluating Your Priorities
The quadrant map tells you where to focus. The next question is which specific 
opportunity to pursue first and how to phase it.

A structured evaluation scores any process on three lenses:

Each lens produces a score. The composite determines phasing: start now, plan for 
it, or wait. The processes you placed in Q2 and Q4 are your evaluation candidates.

FOR MSPS 
This evaluation framework is called BXT (Business, Experience, Technology). Each lens is scored 
1-5. The composite determines phasing: Quick Win, Core Build, or Advanced. The full BXT rubric, 
scoring methodology, and managed intelligence engagement model are available through 
the Pax8 MIP Program.

Business Experience Technology

Is it worth doing? Will anyone care? Can we build it?
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Your Commitments and Close 06

What You Built

01 A conceptual map of how your business creates value.

02 A specific, quantified picture of what success looks like in 3 years.

03 An honest diagnosis of the constraints holding your growth back.

04 4-5 strategic pillars linked to Mindset, Skillset, and Toolset.

05 Named commitments with owners and 30-day milestones.

06 A clear next step for evaluating your highest-priority processes.


