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Is this solution/decision REALISTIC?  If you get at LEAST one "YES" answer for questions 1-3, continue with the "achievable" section below.





1.
Is this solution/decision for a docu-mented need/problem?




2.
Is this a legal/organizational mandate or requirement?




3.
Will accomplishing this solution/ decision serve a justifiable purpose?




Is this solution/decision ACHIEVABLE?  You MUST answer "YES" to ALL these questions (4-9).  Annotate, in the notes column, what you must accomplish to overcome "NO" answers.  If all answers are YES, continue with the "worth it" section on the next page.  If you CAN'T overcome a "NO", then disregard this solution/decision.





4.
Can you overcome known/foresee-able obstacles to this solution/ decision?




5.
Is this solution/decision legal and/or permitted by policy?




6.
Do you have command support for implementing this solution/decision?






7.
Do you have an adequate and appropriate environment for accomplishing this solution/decision?




8.
Do you have sufficient funds to accomplish this solution/decision?




9.
Will accomplishing this solution/ decision be acceptable with regard to present political and cultural climate?
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Is accomplishing this solution/decision WORTH IT?  Calculate the worth using the tables below.  (See notes at the end of the work sheet.)



10.
Enter the actual COSTS, or best estimate, of accomplishing the solution/ decision in the right/hand column.  Total all costs for this solution/decision.   

Consider costs such as:

•
Labor




•
Additional staff

•
Time




•
Equipment

•
Supplies



•
Transportation

•
Construction



•
Down time

•
Rehab/Retrofit


•
Accidents

•
Contract



•
Business decline

•
Special Training


•
Other

TOTAL COST =
$

11.
Assign VALUES/BENEFITS (dollars or other) to each solution/decision.  When determining the value/benefit of a solution/decision that does not generate funds, consider base/community/individual impacts, consequences, and constraints. 

Enter the estimated value in the right/hand column.  Total all values for this solution/decision.

Consider values such as:

•
Increased Sales


•
Increased Profit

•
Increased Participation

•
Increased Spending

•
New Products/Services

•
Decreased Costs

•
Number of people affected by this solution/decision. 

•
Services to the community (e.g., improving morale, quality of life and personal excellence.)

•
Public awareness/visibility that will be generated by the solution/decision for the Program/office/business and the command. 

•
Happiness factor/Increased satisfaction.  (Some of these are vague but must be considered.)  For example:  Fitness, adventure, family 


togetherness, escape, relaxation, skills development, and fun. 

•
Command support/involvement. 

•
Serious consequence if not accomplished such as replacing the plumbing, wiring, and/or safety equipment. 


TOTAL VALUE =
$
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12.
Assess the worth of each solution/decision.  Use the Worth Table below to determine the WORTH of addressing each solution/decision by comparing the COST with the VALUE represented as worth equals value minus cost 

(W = V - C).



NOTE:
•
The value of a solution/decision should exceed its cost.



•
With the exception of solutions/decisions that can be rated strictly by dollar figures, this step will be subjective requiring you to apply common sense to selection, rejection, or delay.






WORTH TABLE





IF:
AND THERE ARE:
THEN:





VALUE equals or exceeds COST
(
Positive Worth

1.
Retain this  solution/ decision for further prioritization/


consideration.

2.
Perform R.A.W. test on the next solution/


decision.





COST exceeds VALUE
Sufficient, overriding factors to justify the solution/decision







NOT sufficient, over-riding factors to justify the solution/decision
Negative Worth

1.
Delete this solution/ decision.

2.
Perform R.A.W. test on the next 


solution/ decision.







VALUE–COST = WORTH

After you have examined all solutions/decisions, 

continue with Step 5 of EMC Task 2.3.
$

    NOTES ON DETERMINING WORTH
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After you determine a solution/decision is realistic and achievable, turn your attention to worth by using these key definitions, samples, and explanations to complete the RAW test for each need, preference, solution, or decision.


•
Worth
=
Value compared to Cost, or W = V - C 


•
Value
=
How accomplishing the solution/decision will help your operation and what benefits will accrue to the Program/office/business from the solution/decision.


•
Cost
=
How much you'll spend to get the value.


Here is an example of a situation where you believe you'll get $10,000 return from an expense of $2,500.  (Value = $10,000; Cost = $2,500; Worth = $7,500)


•
That's $10,000 minus $2,500 equals $7,500.  As you know, figuring cost is fairly easy--figuring the value or benefit is a little more difficult.


•
Worth may be a positive or a negative number.  If worth is a positive number the higher the number, the greater the worth.  Your goal, when implementing any solution/decision, is to get the maximum value for the least cost.


•
Use reasonable estimates when computing worth--DON'T spend a lot of time getting precise numbers.  There's plenty of time for precision during budgeting, contracting, procurement, etc.


To compute worth, you first need to estimate "value."  You can use one of three ways to estimate value:


•
Benefit method
•
"What if" method 
•
"How much" method


BENEFIT METHOD


When determining value by the benefit method, you first describe the conditions that exist without implementing the solution/decision, then you estimate what the benefits will be if the solution/ decision is accomplished.  The description of this difference is the benefit.


Your intent is to get specific, observable, and measurable indicators that tell you when the benefit is realized.


Benefits include:


•
Reduced waste
•
Reduced overtime
•
Reduced breakage


•
Reduced stress
•
Reduced loss
•
Increased participation


•
Lowered costs

•
Increased patronage
•
Better customer/patron service


•
Increased revenue
•
Faster orders
•
Increased customer/patron satisfaction


•
Better inventory
•
Reduced down-time


(Notes continue on page RAW – 5)
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To get from benefits to dollars, estimate the value of the benefit.  Let's say you decided that the parking spaces being filled was the benefit.  You could have someone count the number of parking spaces filled each night, and divide that into the "take" to get the value of each additional space filled. 


There are many ways to get at the numbers--some are more accurate than others are.  What you have to do is go for the best and most reasonable "guesstimate."


Once you identify the benefit of accomplishing a solution/decision, then you estimate the value of the solution/decision by asking questions like: "How big?",  "How much?",  "How little?",  "How long?",  "How often?",  "How large?", etc.  An example follows:


Example:  You're thinking that the benefit of a large screen TV would be increased patronage.  You asked yourself the "how" questions above to begin quantifying the benefit.  You decided that "how big" an increase would be about 20% more customers and "how often" might be every week.  So, you took a week's current patronage total and added 20% to get an estimated increased patronage number.  Of course, that's a guess, but you had to start somewhere.


To state the value in terms of dollars you took the quantified value or benefit (either word is okay) and estimated the dollar value.  You figured your 20% increase in patronage due to the large screen TV worked out to be 65 more customers/patrons a month.  You also estimated that your average profit per patron is $4.00, which you multiplied by the 65 additional customers/patrons to get a $260 monthly increase in profit.


"WHAT IF" METHOD 


This method is like the benefit method, except you begin by imagining the consequences of NOT accomplishing/implementing the solution/decision.


If you imagine to yourself, "What will happen if I DON'T accomplish this solution/decision?"  Your answers might be:


•
Increased turnover
•
Waste
•
Absenteeism 


•
Downtime

•
Backlogs
•
Breakage 


•
Replacement costs
•
Shortages    
•
Accidents 


•
Patron complaints
•
Overtime     
•
Repair costs 


•
Increased costs
•
Lower morale 
•
More supervision 


•
Loss of business
•
Mistakes


(Notes continue on page RAW--6)
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This method seems to work because it's sometimes easier to think of all that can go wrong instead of positive benefits or what could go right.  So, the next step is to take those bad things and "reverse" them into positive benefit statements.


Here's how that might look: 



Bad thing


Good thing



Increased turnover

Decreased turnover



Increased cost


Decreased cost



Waste



Reduced waste


Once you have determined the benefits by reversing the "What If's", quantify them and estimate a dollar value just as you did for the benefit method. 


If all else fails and you still have vague, undefined benefits, you should first consider whether you should even try the solution/decision.  After all, if you can't specify the benefits, how will you know when the solution/decision is accomplished?  Furthermore, how will you be able to justify spending the time and money?  But if the solution/decision still seems to make sense, try the last method. 


THE "HOW MUCH" METHOD 


Ask yourself what you'd be willing to spend to accomplish the solution/decision.  Pick some amount of money out of the air and say, "Would I be willing to spend $_____ to accomplish the solution/decision?"


If your answer to the question is "YES", pick a larger amount and ask yourself the same question again.  Keep doing this until your answer is "NO".  The highest "yes" figure is the one you should use.


On the other hand, if your first answer is "NO", pick a lower amount and ask yourself the question again.  The figure that finally makes you say "YES" is the value/benefit amount to use.
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