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Underwrite the Distance in Relation to the
Decision at Hand
A self-directed decision workbook for structuring evidence, materiality, economic

consequence, assumptions, alternatives and the final decision.

Known · Estimated · Assumed · Unknown



How to Use This Workbook
Choose one consequential decision. Do not try to value an entire organization or “score” a brand. Focus on the

distance that may influence a specific stakeholder decision.

Evidence first
Separate what is established

from what is inferred.

Ranges over
certainty
Use low/base/high where

numbers are supportable but

uncertain.

Decision over
diagnosis
The goal is to determine what

action the evidence supports.

Important

This workbook is a structured decision aid. It is not, by itself, a formal valuation, audit, assurance

opinion or FORMEX Institutional Underwriting conclusion.



PA R T  1  ·  F R A M E

Define the Decision at Hand
Organization / subject Date

Decision-maker / stakeholder Decision

What does “yes” mean here?

Why is this decision consequential?



PA R T  2  ·  E S TA B L I S H

Establish What Is True

MATERIAL CLAIM / CONDITION AUTHORITATIVE EVIDENCE STATUS
KNOWN / ESTIMATED / ASSUMED /

UNKNOWN

Most important unresolved truth question



PA R T  3  ·  E X A M I N E

Examine What Is Understood to Be True

SOURCE / CHANNEL WHAT IT REPRESENTS
CORRESPONDS / CONFLICTS /

OMITS
EVIDENCE

Search / AI

Website / controlled sources

Records / third parties

Peers / reviews / networks

Describe the most material distance

Why could this distance change the decision?



PA R T  4  ·  U N D E R W R I T E

Map the Economic Consequence
CONSEQUENCE HOW THE DISTANCE COULD AFFECT THE DECISION EVIDENCE VISIBLE NOW MATERIALITY

Opportunity Loss Low / Med / High

Trust Friction Low / Med / High

Decision Delay Low / Med / High

Capital Friction Low / Med / High

Deployment Risk Low / Med / High

Transition Risk Low / Med / High

Amplification Waste Low / Med / High

Primary economic pathway



PA R T  5  ·  Q U A N T I F Y  W H E R E  S U P P O R TA B L E

Estimate Value at Stake Without False

Precision
Use only variables you can explain. Mark every figure as known, estimated or assumed.

VARIABLE LOW BASE HIGH BASIS / CONFIDENCE

Affected decisions / exposure

Economic value per affected decision

Share plausibly influenced by the distance

Potential value at stake

When revenue is the wrong measure

Use friction hours, carrying cost, review burden, cost of capital, deployment exposure, transition

exposure, rework, delay or promotion spend—whichever best corresponds to the decision.

What cannot yet be quantified responsibly?



PA R T  6  ·  A LT E R N AT I V E S

Compare the Available Decisions
ALTERNATIVE BENEFIT COST / RISK EVIDENCE REQUIRED

Proceed

Proceed conditionally

Remediate first

Defer

Decline / do not proceed

Remediation economics

REMEDIATION ITEM ESTIMATED COST TIME VALUE PROTECTED / UNLOCKED / RISK REDUCED



PA R T  7  ·  D E C I D E

Record the Decision

PROCEED CONDITIONAL REMEDIATE DEFER DECLINE

Decision

Evidence supporting the decision

Conditions or unresolved matters

Next action



Question 21: What must be clear before someone is asked to say yes—and does the evidence

now support asking?

W H E N  I N D E P E N D E N T  U N D E R W R I T I N G  I S  WA R R A N T E D

Raise the rigor with the consequence of the decision.
Where evidence is disputed, economics are material, or the cost of being wrong is high, FORMEX

Institutional Underwriting can independently establish condition, test correspondence, assess

materiality, evaluate economic consequence and support the final decision.

FORMEX™

The FORMEX 21™ · Institutional Underwriting · Correspondence ·

Economic Consequence · Decisioning
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How Are YOU Seen?

FORMEX Amplification

Begin a Conversation

https://www.gregcjohnson.com/how-are-you-seen.html
https://www.gregcjohnson.com/formex-amplification.html
https://www.gregcjohnson.com/contact-us.html
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