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From the Chair, by Ward Edwards: Validating Decision Analysis  

Decision Analysis is a clinical activity. Analysts, if they are like me, deal with one 
(client? customer? patient?) at a time, use an ad hoc combination of tools that seems most 
appropriate for the current case, pay exceedingly close attention to the details of the case, 
monitor progress with an eagerness reminiscent of a mother at her sick child's bedsideand 
rely on the treated entity's word, supported by evidence of changed behavior and changed 
results, to provide evidence of success. Being hired, or perhaps being hired again, is also 
evidence of success, as it is in any clinical endeavor. Just ask any successful chiropractor 
or acupuncturist.  

So long as Decision Analysis is dispensed from expensive boutiques, such supported 
testimonial approaches to measuring success may be all we can manage. But as we move 
away from relying only on the boutiques and find ways of making DA more generally 
available, at far less cost, we must learn both from other clinicians and, more importantly, 
from those who have been forced by experience to create and enforce controls on the 
behavior of clinicians. The example I have in mind is the Food and Drug Administration's 
rules governing the introduction of new drugs. Clinicians are, naturally and appropriately, 
enthusiasts for the procedures they develop, sell, teach, and advocate. That enthusiasm 
can easily lead them to overclaim. The cost of overselling a remedy can be enormous. For 
that reason, some control over such remedies, and over the claims made for them, is 
necessary. For drugs, there seems to be no alternative to the procedure of costly, slow 
clinical trials.  

Decision analysis needs something similarthough I hope it does not need a FDAlike 
organization to enforce such procedures. We need validation studies. We need some basis 



stronger than testimonials supported by plausibility arguments for claiming that our 
procedures are useful and important.  

The drug producers must, by law, test new drugs in trials in which some patients, just as 
sick as those who do get the drug, get a placebo instead. If the drug manufacturer believes 
that the drug treats the sickness, the idea that some patients involved in the study are not 
getting it is morally distressing. It can be justified only by pointing to the numerous past 
instances in which enthusiasts for a new treatment have in fact turned out to be touting 
something that does no more good than a placebo.  

I do not believe that the procedures I use in consulting situations are no better than 
placebos. My own experience teaches me otherwisejust as the experience of other 
clinicians teaches them otherwise. But I am mistrustful of my own enthusiasm.  

I hope that, as we move toward the Century of Bayes, we will find contexts in which we 
can do true validation studies. The key features of such studies in the drug context are:  

1. Placebo control.  
2. Randomized assignment of cases to treatments.  
3. Double blind drug administration.  
4. Clear and agreedon measures of treatment effectiveness.  

Can we meet these technical requirements? We can identify placebos perhaps even more 
effectively than they are identified for drug trials. A number of procedures that decision 
analysts would consider to be placebosor worseare enthusiastically sold as competitors to 
decision analysis. AHP and procedures based on fuzzy sets spring to mind; other 
examples can be found also.  

We cannot now do randomized assignment of cases to treatments. But if we were dealing 
with 100 or 1000 times our current case load, we probably could. That is why the current 
period, when we are moving away from boutique distribution of our tools and toward the 
Century of Bayes, is the right time to bring this issue up. If we were advising 100,000 
students about to graduate from high school about whether to go to college or take a job, 
we could take seriously the idea of developing a procedure based on other than our own 
ideas, so that we could compare its results with those of our procedure.  

Nothing corresponding to doubleblind administration is possible for our procedures. 
People must know what ideas they are working with. But, unlike clinical trials of new 
drugs, we can use procedures in sequence. So, if we advise 100,000 students, we can do 
so twice, once with a decision analytic proce dure and once with the placebo. We can 
randomize order of procedures. And we can observe both what the students do and how 
well the chosen decision works for them. This procedure seems to me to meet the 
requirement for shielding the data from any bias that may be inherent in study 
management. It may not be quite as good as double blind procedures, since bias can still 
enter into data analysis. But it is fairly good.  



Can we find clear measures of effectiveness? Here, I think we have some real advantages. 
So much of our effort goes into thinking about what the client wants, and the 
representation of those wants in utilities, that appropriate metrics for quality of 
performance should be routine in decision analytic contexts. I would expect all of them to 
be multiattribute utilities, though one might use a pricingout procedure to reduce them to 
dollars.  

In short, validation studies can be done. And they haven't been. The point of this column 
is: they are needed, and urgently. Moreover, we are approaching the point in the 
development of our subdiscipline at which they are in fact possible.  

******************************  

My mind has seen the glories of the Century of Bayes.  
Right thinking and deciding will pervade our children's days.  
Ands make the world much better in a million different ways.  
Clear thinking makes us wise!  

chorus: Rationality forever;  
rationality forever.  
Rationality forever!  
Clear thinking makes us wise!  

---Ward Edwards, February 10, 1995  

 

Biographical Sketches of Council Candidates (vote for two)  

Dennis M. Buede is a Professor of Systems Engineering at George Mason University. 
He received his Ph.D. degree in Engineering-Economic Systems from Stanford 
University in 1977. He has been active in teaching, research and project management. His 
current research interests are in systems engineering requirements definition and design, 
multisensor data fusion, and computer-assisted problem structuring and decision analysis. 
He wrote "A Multi-attribute Utility Approach to Communicating Acquisition 
Requirements to Industry: USMC Mobile Protected Weapons System", for which he was 
awarded the David Rist Prize. As a consultant, he has applied his expertise in theoretical 
development and engineering application to many decision problems of both business 
and the military. He has managed several projects funded by major science and military 
agencies.  

David Heckerman manages the Decision Theory Group at Microsoft Research. He 
received his Ph.D. degree in Medical Information Sciences from Stanford University in 
1990. His primary research interests are decision analysis, Bayesian statistics, and 
artificial intelligence, from which he has published several articles and reports. In 1990 
he was honored with the ORSA/TIMS Decision Analysis Award for best paper based on 



a doctoral dissertation, and in 1991 he received the Association for Computing 
Machinery Doctoral Dissertation Award. His current research concentration is on 
normative systems-automated-reasoning systems that use decision-theoretic principles for 
inference. As a Microsoft Manager, he has developed efficient and theoretically sound 
methods for constructing Bayesian networks from expert knowledge alone and from a 
combination of expert knowledge and statistical data.  

Michael W. Kusnic is General Director, Corporate Strategic Planning, at the North 
American Operations Headquarters of General Motors Corporation. He received his 
Ph.D. degree in Economics from UCLA in 1982. He has been active in the development 
of strategic decision processes, as well as lecturing and consulting. His current focus is on 
designing and implementing a new corporate strategic planning process using the tools 
and processes developed within the Decision Support Center of GMC. The process ties 
cross-sector, strategic decision making to a system for defining and embedding governing 
and operating principles throughout the organization, and a global scenario planning 
process. He has taught courses in microeconomics, price and production theory, and 
business management. As a consultant, he has worked for the World Bank and AID on 
the distribution of income in Malaysia.  

Detlof von Winterfeldt is a Professor of Systems Management at the University of 
Southern California and President of Decision Insights, Inc. He received his Ph.D. degree 
in mathematical psychology from the University of Michigan in 1976. He has been active 
in teaching, research, university administration and consulting. His research interests are 
in the foundation, behavioral aspects and practice of decision analysis in the context of 
technology and risk management. He wrote Decision Analysis and Behavioral Research 
with Ward Edwards and published many articles and reports on these topics. As a 
consultant, he has applied decision analysis to many decision problems of government 
and private industry. He served as Associate Editor of Operations Research (1982-1987), 
Management Science (1989-1994) and on the editorial boards of Risk Analysis (1988-
present) and the Journal of Behavorial Decision Making (1990-present). He was a 
member of the National Research Council Committee on Risk Perception and Risk 
Communication (1987-1988), a member of the National Science Foundation's advisory 
panel for its Decision, Risk and Management Science program (1990-1992) and a 
consultant to the National Research Council's Board of Radioactive Waste Management 
(1985-1986 and 1993-present).  

 

Preface to Proposed New By-Laws  

As promised in the December Newsletter, Pages 4-8 consist of the proposed, extensively 
revised By-Laws of the Section. They are the product of an active Committee chaired by 
Ralph Miles and vigorous e-mail participation by the Council. It is expected that these 
By-Laws will be the subject of extensive discussion at the Los Angeles INFORMS 
meeting of the Section. Ultimately, they will be voted upon by the Section membership 
by mail ballot. But anyone who wishes to register opinions or recommendations for 



further revision can do so most readily by contacting Ward Edwards by email: 
wedwards@mizar.usc.edu, or by what he terms snail mail, directed to him at the 
Psychology Department, University of Southern California, Los Angeles, CA 90089-
1061, phone (home, not before 9AM Pacific time, please!) 818-985-4094.  

 

BYLAWS  

INFORMS Section on Decision Analysis  
Draft, March 20, 1995  

Article 1 Name  

1. This Organization shall be named the Section on Decision Analysis of the Institute for 
Operations Research and Management Science (INFORMS).  

Article 2 Purposes  

The purposes of this Section shall be:  

1. To improve the quality of decision making, inference, and evaluation in personal, 
commercial, and public-policy contexts.  

2. To promote the development and widespread use of logical methods for structuring 
and analyzing complex evaluation, inference, and decision problems in ways that are 
consistent with the beliefs and preferences of the stakeholders.  

3. To encourage and facilitate the exchange of information among Decision Analysts; and  

4. To help spread Decision Analytic ideas, techniques, and tools throughout the world, 
and to encourage their application to real problems.  

5. The Section is organized and will be operated exclusively for scientific or educational 
purposes within the meaning of Section 501(c)(3) of the Internal Revenue Code of 1986, 
as amended.  

Article 3 Organization  

1. The Section shall be divided into regional units called Assemblies. Each Assembly 
shall have its own Officers and Council Members, elected by vote of the Assembly 
Members. Further subdivisions into local units, with names appropriate to the languages 
spoken within them, may be created without revision of these Bylaws.  

2. Acceptance of a new Assembly as an organizational unit within the Section shall 
require a recommendation by the Chair and a subsequent vote at a Voting Meeting.  



3. Upon the acceptance by the Section of a North American Assembly, the Section may, 
by vote taken at a Voting Meeting and without revision of these Bylaws, redefine the 
roles of Officers and Council Members of the Section to make them responsible for the 
activities of the Section as a whole but not for the activities of the North American 
Assembly. Until that time, Officers and Council Members shall be responsible for both 
regional and international activities, except for regional activities in regions for which 
accepted Assemblies exist.  

Article 4 Membership  

1. Any Member of INFORMS may become a Member of the Section by paying the 
Section dues. Students may become members of the Section without becoming members 
of INFORMS by paying Section dues specified by Officers and Council Members for 
nonmembers of INFORMS, and submitting a letter certifying their student status. Other 
categories of potential Section members may be allowed to become members of the 
Section without being members of INFORMS by vote of Officers and Council Members 
without modification of these Bylaws. All Members of the Section shall have equal rights 
and privileges, except for those rights and privileges specifically assigned by these 
Bylaws to Officers and Council Members.  

Article 5 Section Meetings  

1. The Section shall hold a Meeting at least once a year. The Section Chair shall 
designate the time and place of each such meeting.  

2. The Section Chair shall preside at the Section Meetings.  

3. At least one Section Meeting a year shall be designated by the Section Chair as a 
Voting Meeting.  

4. Twentyfive Members constitute a quorum at each Voting Meeting.  

5. Robert's Rules of Order, Newly Revised shall govern all Section Meetings, except that 
if any specification contained therein is inconsistent with any provision of these Bylaws, 
then the Bylaws shall govern.  

Article 6 Officers  

1. The Chief Executive Officer of the Section shall be the Chair. Other Officers reporting 
to the Chair shall be the Vice Chair, the Past Chair, the Secretary/Treasurer, and the 
Chairs of each of the Assemblies. A person shall not hold two or more offices 
simultaneously.  

2. The Chair shall be responsible for the development and execution of the Section's 
activities. The Chair shall (a) appoint standing and ad hoc committees as required, and (b) 
preside at Council Meetings and Section Meetings.  



3. The Vice Chair shall advise and assist the Chair, and shall act as Chair pro tem in the 
absence of the Chair. The Vice Chair shall have such other duties as the Chair shall 
assign. The Vice Chair shall become the Chair of the Section when the Chair's term of 
office expires.  

4. The Past Chair shall advise and assist the Chair, and shall have such other duties as the 
Chair shall assign.  

5. The Secretary/Treasurer shall conduct the correspondence of the Section, keep the 
minutes and records of the Section, maintain contact with INFORMS, receive reports of 
activities from the Assemblies and those Section Committees in existence or to be 
established, conduct the annual election of the Officers and Council Members for the 
Section, make arrangements for the meetings of the Section and the Council, be 
responsible for the administration and disbursement of Section funds, prepare reports of 
the financial condition of the Section, help prepare the annual budget of the Section for 
submission to INFORMS, make arrangements for the orderly transfer of all the Section's 
records to the succeeding Secretary/Treasurer, and perform other duties usual to the 
office of an organization's Secretary/Treasurer.  

6. Chairs of Assemblies not yet accepted by the Section shall be appointed by the Chair 
of the Section, and shall have such responsibilities as the Chair of the Section specifies. A 
precondition for acceptance of an Assembly by the Section shall be that it has conducted 
an election and has a full slate of elected Officers and Council Members in place, 
prepared to take up their duties immediately on acceptance. The appointed Chair of an 
Assembly shall resign upon acceptance of that Assembly by the Section. The appointed 
Chair of a notyetaccepted Assembly shall be eligible for nomination and election as 
elected Chair of that Assembly.  

7. Any Section Member accepting nomination for elective office in the Section is 
understood to have agreed to perform the duties of that office if elected, and to have 
agreed to attend the Section Meetings. Assembly Chairs may be unable to attend such 
meetings, but are requested to ensure that their Assemblies are represented. Any Officer 
or Council Member who must miss a meeting or is temporarily unable to carry out the 
responsibilities of office shall advise the Chair.  

8. If the office of Chair is vacated, the Vice Chair shall assume that office and shall 
continue on through the specified term as Chair. If the office of Vice Chair is vacated, the 
Chair shall immediately confer with Officers and Council Members to select a 
replacement. Any Member of the Section and of INFORMS is eligible. If Officers and 
Council Members so choose, they may request the current Chair to extend his/her term of 
office for two more years, or may request the Past Chair to become Vice Chair.  

Article 7 Council  



1. The Council shall consist of the Officers and six elected Council Members. The 
Council, as individuals and as a group, shall advise the Chair. The Chair may delegate 
particular tasks to Council Members.  

Article 8 Meetings of the Council  

1. Meetings of the Council shall be held at least once each year, normally during the 
Section Meetings. The Chair shall preside at Council Meetings.  

2. The presence of two Officers and three other Council Members shall constitute a 
quorum for voting at Council Meetings.  

Article 9 Election and Tenure of Section Officials  

1. The terms of office are: Chair, two years, Vice Chair, two years, Past Chair, two years, 
Secretary/Treasurer, two years; and Council Members, three years.  

2. The Vice Chair shall become Chair after two years. The Chair shall become Past Chair 
after two years.  

3. A Voting Meeting of the Section shall occur at least once a year.  

4. Each Member of the Section is entitled to one vote. Voting shall be by paper ballot.  

5. The Chair shall appoint a Nominating Committee and Nominating Chair at least six 
months before each Voting Meeting of the Section.  

6. Nominees for the positions of Officers and Council Members must be Section 
Members and Members of INFORMS.  

7. The Nominating Committee shall prepare a slate consisting of at least two Nominees 
for each office to be filled, except for the office of Secretary/Treasurer. Proposals for 
additional Nominees for any office may be made by a petition signed by at least six 
Section Members and forwarded to the Nominating Committee at least five months prior 
to the Voting Meeting. These proposals will be accepted as Nominees provided that each 
proposal includes a statement that the Nominee is willing to serve and appropriate 
biographical materials. Four months before the Voting Meeting of the Section, the 
Nominating Committee shall submit its nominations to the Secretary/Treasurer. At least 
two months prior to the Voting Meeting of the Section, the Secretary/Treasurer shall 
forward ballots to the Section Members. Ballots must be returned to the 
Secretary/Treasurer at least one month prior to the Voting Meeting.  

8. The winning Nominee for each position shall be the Nominee receiving the largest 
number of votes. In the event of a tie vote for any position, the Section Members present 
at the next Voting Meeting of the Section shall choose between the tied candidates by 
written ballot.  



9. The terms of office for the winning Nominees shall begin immediately subsequent to 
the Voting Meeting.  

Article 10 Amendments  

1. Proposed amendments to these Bylaws may be initiated by the Chair or by a petition to 
the Chair signed by twentyfive members of the Section. Amendments may be proposed at 
any time. Each proposed amendment shall be discussed at the following Section Meeting, 
and voted on by paper ballot for the next Voting Meeting subsequent to that discussion.  

2. The adoption of a proposed amendment shall require an affirmative vote by at least 
twothirds of the members voting.  

Article 11 Responsibilities to INFORMS  

1. The Section shall operate in accordance with the Constitution, Bylaws, or equivalent 
governing documents of INFORMS. Each year a Section Report will be submitted to 
INFORMS setting forth the significant accomplishments and activities of the Section 
during the previous year and outlining a rationale for the budget projection for the 
following year.  

2. In the event of dissolution of the Section, its assets shall become the property of 
INFORMS.  
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