
DecisionPad 3 Tutorial Guide � 11/18/08 � ' 2008 Apia n Software Inc � Page 1 of 34 

 
 
 
 
 
 
 
 

 
Helps organizations get decisions made 

 
 
 
 
 
 

�
�
�

�������	�
�����



DecisionPad 3 Tutorial Guide � 11/18/08 � ' 2008 Apia n Software Inc � Page 2 of 34 

 
 
 
 
 
DecisionPad3 Tutorial Guide 
 

November 18, 2008 
' 2008 Apian Software, Inc. All Rights Reserved Worl dwide. 
 
Apian Software, Decision Padfi, DecisionPad 
and �Helps organizations get decisions made�  
are trademarks of Apian Software, Inc. 
 
Companies, names, and data used in examples herein are fictitious unless 
otherwise noted. Information in this document is subject to change without 
notice. 
 
All other product and company names mentioned herein are the trademarks 
of their respective owners. 

 
 
 
 
Disclaimer: 
 

This documentation is meant for use under an Apian DecisionPad license 
agreement. Use outside this agreement is not covered under any explicit 
or implied warranties. 

 
 
 
 
Contact: 
 

Apian Software, Inc. 
115 N 85th Street 
Suite 204 
Seattle, WA 98103 
www.apian.com 



DecisionPad 3 Tutorial Guide � 11/18/08 � ' 2008 Apia n Software Inc � Page 3 of 34 

��
	��������������
 
 

 
The Basics     Page 4 
 
Show-Hide-Sort for Reports and Matrix Page 14 

 
Impact Arrows and Must Haves  Page 18 

 
Criteria Groups    Page 21 
 
Scale Definition and Scores   Page 25 

 
Weights as Numbers, Points or Words Page 31 

 
 
 
 
 



DecisionPad 3 Tutorial Guide � 11/18/08 � ' 2008 Apia n Software Inc � Page 4 of 34 

�����������
 
 
Start DecisionPad. If you haven�t yet purchased your license, select �Continue as Demo.�  
Select a �New Blank Decision� project.  The screen will look like this: 
 

 
 
Alternatives will go across the top.  Alternatives are the choices that will be ranked.  Criteria will 
be listed in rows.  Criteria help rate the alternatives.  Weights (listed to the right of each 
criterion) set how important each criterion is. 
 
Behind the Matrix view are various analysis report tabs, all empty at this point. 
 
Note:  after about 15 minutes of making changes to this file you will get the Auto-Save dialog: 
 

 
 
Since we cannot predict when this will happen we bring it up here.  You can elect to save the file 
or wait for purposes of this tutorial.   
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There is a tree-view of the elements of your decision matrix to the left. Alternatives is the first 
category. Double-click in the tree the Add under Alternatives to get the setup dialog: 
 

 
 
The name is the only thing that is required to set up an alternative.   
 
The Alias is helpful when you wish to publish anonymous reports.  The Alias is a randomly 
assigned value, guaranteed to be unique, that can stand in for the descriptive name.  For 
example, you can create a report to show to the vendors (alternatives), so they can see how 
they ranked in the decision-making process without revealing who their competition was. 
 
Notes are optional comments on each alternative that can be displayed in various reports.  The 
bold, italic, etc settings apply to the notes, not the name. 
 
Let�s imagine we are ranking vendors on their performance this year. Enter �Fred�s Iron Works� 
as the first alternative name: 
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Click OK and your matrix will look like this: 
 

 
 
Following the same process listed above, enter a couple more alternatives, �Gates by Sally� and 
�Welders Anonymous�:  
 

 
 
Observe that all three alternatives have the same ranking because there are no criteria yet to 
distinguish them.  The scores for each one range from 0.0 to 10.0, as the lack of information 
means every score from lowest to highest is possible for each alternative.  The previous scores 
and ranking show a ? for the last alternative we added. 
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Now let�s add some criteria with which to evaluate the Alternatives.  On the tree to the left, 
under Criteria, Double-click Add: 
 

 
 
Let�s start with �Dependability� as the first criterion   Type �Dependability� in the �Name� input 
field. 
 
Criteria require a scale selection.  Scales convert the evaluation words into a score from 0 to 10.  
This allows DecisionPad to make calculations and rankings based on more subjective 
evaluations such as �excellent� or �medium.�  If you pu ll down the scale list you see the built-in 
ones: 
 

 

We could use either Excellence or High-to-Low, or create our own with the pencil point to insert.  
Select 2: Excellence-5 levels.  The dialog will show the word values for this scale and its scoring 
between 0 and 10:  
 

 

See the Scales and Scoring tutorial for more on how these work.  Click OK to return to the 
Matrix view. 
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The criterion appears with question marks for each alternative.  Each grid cell has a pull-down 
list with the options available for that cell.  Pull down the list for Fred�s by clicking on the arrow at  
the right end of the selected grid cell.   
 

 
 
Select Fair for Fred�s and Excellent for Sally: 
 

 
 
In the score row for Fred�s you see 5.0, which is the scale�s score value for Fair and for Sally 
10.0, the scale�s score value for Excellent.  Because Welders remains a ? it still shows a 
possible score range of 0.0-10.0.   
 
So how did it come up with a ranking, with one of the alternatives showing a range of possible 
scores, since the cells aren�t all filled in?  It uses the mid-point of the score ranges or 5.0 for 
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Welders, which is why it is ranked #2 along with Fred�s.  Change the value on Fred�s to Good 
and you get 
 

 
 
When you have more criteria and the data fills in the unknowns these ranges will narrow 
gradually.  At some point one alternative will dominate.  It will have a score that beats everyone 
else�s no matter what the remaining question marks might turn into.  At that point you are done 
for practical purposes.   
 
Another way to see this is to select the Scores report by clicking on the Scores tab at the top.  
This report shows the rankings graphically: 
 

 
 
In this simple one-criterion case, you can see that Welders has the possibility of tying Sally 
depending on the Welders Dependability rating.  Welders could be better or worse than Fred�s 
since its score uncertainty bar overlaps Fred�s.  This ordering might be relevant if this were a 
ranking, say for merit pay, instead of picking one. 
 
[As an aside, the logo is shared by all reports in the project and is selected in the File, 
Properties dialog.  The View, Properties dialog controls the title, footer and whether to show the 
logo.  The view starts out with placeholders you can change at your convenience.] 
 
Return to the Matrix view by clicking on the Matrix tab at the top.  Add two more criteria the 
same way we did before, by double-clicking on Add under Criteria in the tree on the left.  Add 
�Quality� with the High-to-None (High Best) scale; and  �Local� with the Yes-best scale.  Then 
punch in some data using the drop-down menu on the right edge of each cell.  If you want your 
reports to match the ones in the tutorial, match the values used in the next screen shot (then the 
explanations below will also match).   
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Now change the weight of Quality to �2� by highlight ing the 1 under Weights in the matrix and 
changing it to 2 to match the picture above.  The new weight will be accepted after you leave 
the cell by clicking another active cell, or hitting the Enter or Tab key.  Weights control how 
much importance each criteria is given, so by making this change you make Quality twice as 
important as Dependability and twice as important as Local.   
 
The tree view on the left gives you some clues that may be helpful.  Alternatives, Criteria and 
Views have yellow boxes.  Sharable Scales or Text Styles that are in use have green boxes.  
Scales or Text Styles that are not yet in use, but which are available for you, are empty dotted 
squares. 
 
Tree items get a blue or red border when they are selected.  When something is selected in the 
tree itself that item will have a red bordered square and will be the only one.  When you select 
something in the Matrix the items in the tree matching that Matrix cell get blue bordered boxes, 
like the screen shot above where the lower-right cell was selected so its alternative, criterion, 
scale and view marker boxes all have blue borders in the tree. 
 
When you select a different view tab it will initially show a red bordered yellow square for that 
view in the tree.  If it is a report tab you can make other selections in the tree and edit them, 
such as picking an alternative and changing its name which will be reflected in the report.  You 
cannot select and edit items in the report view itself. 
 
When you have a larger decision you can use the tree to bring an off-screen Matrix item into 
view � just click on what you want to see in the tree, and DecisionPad will scroll it into view.
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If you used our same values, your Scores report will now show all single-value scores, with 
Welders as the best: 
 

 
 
Take a look at the Weight Sensitivity view: 
 

 
 
This one takes a moment to explain!  It is giving you a feel for how the rankings react to 
changes in the weights, a useful way to see which issues are truly important.  There is no point 
in arguing about a weight that does not make much difference. 
 
The colored line graph is a �spark� which shows how t he rankings shift around when varied from 
0 to triple the weight in half-steps.  The vertical line is at the current worksheet setting and the 
lines cross where the change in the criterion�s weight causes a ranking shift.  �Sparks� are tiny 
graphs which can make it easier to understand data than pure numbers.  See Beautiful 
Evidence by Edward Tufte for more on this powerful concept. 
 
The Rank shifts in the table show how the rankings change as the weights are varied from 0 the 
triple but with more resolution than half-steps.  It is somewhat the same info as the sparks -- 
more complete though not as easy to scan. 
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Let’s see what’s happening in our example.  The first table shows how Dependability’s weight is 
affecting the outcome.  “Weight Now 1” means its current weight is set at 1.  Our current ranking 
is Welders, Fred’s, Sally – an order you can see in the “Now” section of each of the three tables, 
as our current rankings are repeated each time for easy reference.  The part that changes is the 
narrow column to the left or right.  For Dependability, another column appears to the right, 
displaying the rankings if the weight were set to 2 for this criteria.  If we were to change the 
weight, the 2nd and 3rd place choices would switch places.  However, no matter what happens 
with the weight of Dependability, we can see that it will not affect Welder’s status as our first 
choice. 
 
As a practical matter, then, any discussion of whether Dependability is as important as Quality 
or less important than Local can be skipped.  Changing Dependability’s weight will not affect the 
outcome ov er the zero to three times range.  Actually, you can see in the sparks graphs, with 
those three straight red lines, that the weights do not affect the first place winner for any of the 
Criteria in this simple example.  The entire discussion of weights is complete at this point.  
 
The Score range shows how much the values differ in their scores.  This is a way to make sure 
your scales reflect how valuable differences in the answers are.  In other words when there 
really is little difference in the alternatives for a particular criterion there should be a small score 
range.  Big perceived differences in utility should have a big score range.  This is particularly 
important to check when using number or date scales to make sure the scale selection is not 
blowing a tiny cost difference up out of proportion or understating the value of a delivery date 
difference.  See the Scales and Scoring tutorial below for more on this. 
 
It is often useful to set weights or subjective values in a more graphic fashion.  Switch back to 
the Matrix view and select Weights Slider Set in either the Edit pulldown menu or the grid right-
click popup menu: 
 

 
 
You can adjust the sliders and click the sort buttons to examine whether the profile reflects how 
important these items are: 
 


