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20. Rule No. 20: Learn 
and develop the art to 
make calculated but quick 
decisions: 
If wisdom is a leadership trait, 
decision making is a skill, 
which all of us need to acquire 
quickly and imbibe it well, too, 
because many a times we face 
this scenario in our practice 
when certain quick decisions 
are to be made and then we 
have to stick with them, come 
what may. We have to train 
our mind in such a way that 
we make fast, calculated and 
on the spot decisions. It won’t 
always end on the right side for 
sure and we will gain some but 
we shall lose also some, in the 
longer run. 
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Trewatha & Newport defines 
decision making process as:

“Decision-making involves 
the selection of a course of 
action from among two or more 
possible alternatives in order to 
arrive at a solution for a given 
problem”.

As evidenced by the above 
definitions, decision making 
process is a continuous and 
dynamic activity that pervades 
all other activities pertaining 
to the organization. Since it is 
an ongoing activity, decision 
making process requires solid 
scientific knowledge coupled 
with skills and experience in 
addition to mental maturity. It 
can also be regarded as check 
and balance system that keeps 
the organization growing both 
in vertical and linear directions. 

It means that decision making 
process seeks goal/goals which 
can be pre-set growth objectives 
of a dentist, clinic’s mission 
and its vision. To achieve 
these goals, a clinic may face 
lot of obstacles sometimes in 
administrative, operational, 
marketing and HR domains. 
Such problems are sorted 
out through comprehensive 
decision making process. No 
decision comes as an end in 
itself, since it may evolve new 
problems to solve. When one 
problem is solved, another 
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way. But wait a minute; the 
point here is that decision 
making process has to be a 
cumulative and consultative 
process. The process on the 
whole has its pros and cons and 
would by and large emanate 
results and consequences in 
the clinic’s overall growth and 
prospects. For organizational 
growth, decisions have to 
be taken, albeit, sometimes 
tough ones, and with a pinch 
of salt also. The whole fabric 
of management, i.e., its day 
to day operation, is rightly 
built on managerial decisions. 
Successful dentists or clinics 
use effective communication 
tools in addition to normal 
consultation process to make 
decisions that would have 
large scale implications on the 
growth prospects. Discussions 
and consultations are two 
main tools that support and 
eventually bring out good or 
sometimes, even excellent 
decisions, for example, a 
decision on whether or not to 
embark on purchasing new 
equipment for the upgradation 
of clinic involves a lot of things, 
particularly the ROI (Return 
Over Investment) potential and 
the happy acceptance by the 
target audience in the garb of 
an update for the clinic (which 
in reality, might be the passion 
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Every clinic or dentist needs 
to make one or many decisions 
at one point or the other as a 
part of managerial process of 
managing oneself or the clinic. 
Decisions can be with vested 
(read: personal) interest or 
made in the best interest of 
the clinic as such. In both the 
cases, the individual (owner) 
is the winner, if the roll of dice 
turns his way. For that matter, 
decisions are eventually made 
to lighten the way forward. 
The process of decision making 
is complex and makes the 
professionals of medical/
dental origin, i.e., us, to don 
a different attire (or a hat) 
altogether. While small clinics 
may involve only a few aspects 
of decision making, bigger set-
ups involve all the levels of 
management to make all sorts 
of decisions and sometimes, 
even by professional managers 
of different domains, viz., 
strategic, business activities or 
HR matters to make the show 
run in a grand and a successful 

investment of the dentist). 
Also, there will be a few further 
questions to ask like:

 Is the new investment really 
viable? 

 Will it elicit a favourable 
response from the paying 
public?

 Is it innovative and positive 
enough for target audience 
(patients) to understand the 
benefits for them? 

 Can there really be a growth 
stimulant for the clinic in 
the proposed investment? 

Handful of such questions 
definitely precede the decision 
making in the clinic and finally 
to roll out a product or service 
is reflective of, and founded 
on, research and various 
consultations amongst the 
dentists and the associate/
assistant staff or as such as a 
solitary decision by the dentist 
himself. The whole process is a 
chain affair where one decision 
taken at one point and at one 

level may have far reaching 
implications in the way the clinic 
stretches its growth potential. 
As a matter of fact, capability 
of taking critical decisions is 
one of the many attributes that 
every dentist should have, like 
a manager, be it top level or 
middle or entry level. By and 
large, healthcare professionals 
(doctors and dentists) are 
polished individuals to take 
decisions to affect the patient 
(we are life saviours and tooth 
saviours respectively) and the 
clinic’s or even individual’s 
(doctor/dentist) existence and 
growth, thus, is annotative 
with human endeavour to 
live and succeed. Success 
usually always succeeds on 
the decisions taken, be it by an 
individual or an organization. 
Essentially speaking, rational 
or sound decision-making is 
thus, an integral part and a 
primary function of modern 
management. A decision can 
be defined as a course of action 

purposely chosen from a set of 
given alternatives to achieve 
organizational objectives 
or goals. Decision making 
process is thus, continuous and 
indispensable component of 
managing any organization or 
its business activities. Further, 
the decisions make up one of 
core functional values that 
every organization adopts and 
implements to ensure optimum 
growth and drivability in terms 
of services and or products 
offered. As such, decision 
making process can be further 
exemplified in the backdrop of 
the following definitions:

Definition of Decision 
Making
According to the Oxford 
Advanced Learner’s Dictionary, 
the term decision making 
means – the process of deciding 
about something important, 
especially in a group of people 
or in an organization. 
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arises and so on, such that 
decision making process 
remains to be a continuous and 
dynamic one.

The in-general steps taken for 
decision making can be:

1. Defining the problem.

2. Gathering information and 
collecting data.

3. Developing and weighing 
the options.

4. Choosing best possible 
option.

5. Plan and execute.

6. Take follow-up action.

Since decision making process 
follows the above sequential 
steps, a lot of time is spent in 
this process. This is the case 
with every decision taken 
to solve management and 
administrative problems in 
every clinic setting. Though 
the whole process is time 
consuming, the result of such 
process in a professional 
organization like clinic is 
usually magnanimous.

The alternate philosophy/
steps in decision-making can 
be 7-pronged (as against 6 
mentioned above) as well: 

1. Identify the decision.

2. Gather relevant 
information.

3. Identify the alternatives.

4. Weigh the evidences.

5. Choose among the 
alternatives.

6. Take action.

7. Review your decision.

depends on us making the 
right decisions and learning 
from the wrong decisions of 
the past. We have to use these 
decision-making process steps 
to help us make more profitable 
decisions. The best required in 
such a case would be to put up a 
formal decision-making process 
in place via which we can better 
prevent hasty decision-making 
and make more educated 
decisions.

Defining the Decision-
Making Process
The decision-making process is 
a step by step process allowing 
professionals to solve problems 
by weighing evidences, 
examining alternatives and 
choosing a desired path from 
there. This defined process 
also provides an opportunity, 
at the end, to review whether 
the decision was the right one. 
Though, there are many slight 
variations of the decision-
making framework floating 
around on the Internet, in 
business textbooks and in 
leadership presentations, 
professionals most commonly 
use these seven steps. 

Let us take these 7 decision-
making process steps one by 
one:

1. Identify the decision: To 
make a decision, we have to 
first identify the problem we 
need to solve or the question 
we need to answer. Clearly 
define the decision. If we 
misidentify the problem to 
solve or if the problem we 
have chosen is too broad, 
we will knock the decision 
train off the track before 
it even leaves the problem 
station. If we really need 
to achieve a specific goal 
from our decision, make it 
measurable tangibly and 
timely so that we know for 
certain that we have met 
the goal at the end of the 
process.

2. Gather relevant 
information: Once we have 
identified our decision, it is 
surely the time to gather 
the information relevant to 
that choice. Do an internal 
assessment, seeing where 
the clinic has succeeded 
in the past in offering 
which newer treatment 
regimens according to the 
target population group 
and also failed in areas 
related to our decision. 
There is nothing wrong in 
admitting our failure here 
as it will lead to a more 
backward thinking on what 
actually had gone wrong in 
the first place. Also, seek 
information from external 
sources, including studies, 
market research and in 
some cases, evaluation from 
paid consultants, if need be. 
A word of caution here is 
that we need to beware, as 
sometimes, we can easily be 
bogged down by too much 
of data, information, facts 
and statistics that do seem 
to apply on to our situation 
which does nothing but 

complicate the overall 
decision making process. 
Remember, they are just 
to be a pathfinder and not 
the absolutely copy paste 
guiding template as each 
situation and individual is 
unique and what works in 
‘A’ situation needn’t work in 
‘B’ situation.

3. Identify the alternatives: 
With much relevant 
information now at our 
fingertips, we can identify 
possible solutions to our 
problem. There is usually 
more than one option to 
consider when we are 
trying to meet a goal, for 
example, if we are trying 
to gain more engagement 
via advertisement and 
promotion on social 
media, our alternatives 
could include paid social 
advertisements, Ad-words 
marketing, Key words 
identification and so on, so 
that a generic change in 
our organic social media 
strategy or a combination of 
the two would come handy.

4. Weigh the evidence: Once 
we have identified multiple 
alternatives, it is time to 
weigh the evidence for 
or against the available 
alternatives. See what 
other clinics of a similar 
scale (from our friends and 
peers) have done in the past 
to succeed in those areas 
and we should then take 
a good hard look at our 
own clinic’s successes and 
failures. As I warned before, 
don’t follow the template 
of the same, blindly, but 
try understanding your 

own unique situation and 
individuality. Identify 
potential pitfalls for each of 
the alternatives, you have 
and weigh those against the 
possible rewards.

5. Choose from amongst 
the available/short-listed 
alternatives: This is the 
hardest part or step for 
some of us to actually now 
make the decision as a part 
of the whole process because 
by now, most of the options 
would be crystal clear to 
us as to which direction we 
have to move in. Hopefully, 
most of us are now perfectly 
prepared to choose the 
same after identifying and 
clarifying and after juggling 
between the options, gather 
all relevant information and 
develop and consider the 
potential paths to take. 

6. Take action: Once we have 
made the all important 
decision, it is time to take the 
plunge. We have to develop 
a plan to make our decision 
tangible and achievable. 
There would be a macro 
plan and small micro plans 
pertaining to the project 
plan related to our decision 
and then, we have to set out 
as a team and be firm on our 
tasks once a proper plan is 
in place.

7. Review your decision: After 
a pre-determined amount of 
given or allotted time which 
we define in step one of the 
decision-making process, we 
do have to take an honest 
look back at our decision 
by asking ourselves a few 
genuine questions:

Did we achieve or are on the 
path to achieve the desired?

Did the decision solve our 
problem? 

Did we get the answer to the 
questions laid out? 

Did the decision actually meet 
our goals? 

If so, we have to take note 
of what worked for a future 
reference. 

If not, we have to learn from 
our mistakes as we begin the 
decision-making process again, 
but remember that before 
embarking on this step, we 
ought to realize that we have 
given this one a pretty long 
rope (time-wise) to what we 
initially set out to achieve and 
just didn’t abort the process or 
hastened the evaluation part in 
impatience going by the adage 
or the Elephant Theory “We 
tried this also once”. 

What we really need to realize is 
the importance of the two vital 
aspects in the decision-making 
– Me Time and Feedback. 
Without these two vital cogs in 
the wheel of decision making, 
expect the cart to become 
handicapped.

What exactly is Elephant 
theory, Me Time and feedback 
and their role in decision-
making and also what role 
does decision making play in a 
micro-perspective in our clinic, 
we shall carry on in the Rule 
No. 20 – ‘Learn and develop 
the art to make calculated 
but quick decisions’ in the few 
upcoming issues of IDA Times. 
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“Two roads diverged in a wood 
and I took the one less travelled 
by, and that has made all the 
difference.” 

~Robert Frost

But unfortunately, not every 
decision is as simple as the 
above quote to choose like 
“Let’s just take this path and 
see where it goes,” especially 
when we are making a decision 
related to our clinic and our 
patients. 

Whether we manage a small 
team or are at the head of 
a bigger setup, our success 
and the success of the clinic 
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