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Starting Point of Negotiation:Starting Point of Negotiation:   
W h a t  d o  y o u  W h a t  d o  y o u  e a c h  w a n t ?e a c h  w a n t ?   

nn   What do you want from the dean?What do you want from the dean?   
nn   Money $$$.Money $$$.   
nn   Space.Space.   
nn   People.People.   
nn   HelpHelp   wi th external  re lat ionships (e .g . ,  hospi ta l ) .wi th external  re lat ionships (e .g . ,  hospi ta l ) .   

nn   What does the dean want from you?What does the dean want from you?   
nn   The ORThe OR ’’ s must run on t ime.s must run on t ime.   

nn   The ORThe OR ’’ s must run on t ime.s must run on t ime.   

nn   The ORThe OR ’’ s must run on time.s must run on time.   
 

COMMUNICATE!COMMUNICATE!   
nn   What isWhat is   your deanyour dean ’’ s style of communicat ion.s style of communicat ion.   

nn   Frontal  assault  Frontal  assault  ––   direct approach.direct approach.   
nn   Indirect Indirect ––   ““ nuancednuanced ””   approach.approach.   
nn   PowerPoint personal ity?PowerPoint personal ity?   
nn   OneOne -- onon -- one, small  groups, large groups?one, small  groups, large groups?   

nn   How does your style interact with his/hers?How does your style interact with his/hers?   



nn   If the dean is If  the dean is ““ nuancednuanced ””   and you are frontal ,and you are frontal ,   i t  might not i t  might not 
work.  work.  Adapt your s ty l e .Adapt your s ty l e .       

 
 

 

Basic Rules:Basic Rules:   
nn   1: 1:  ““ When you have seen one, you have seen When you have seen one, you have seen oneone .. ””   Every Every  

re la t ionship i s  unique !r e la t ionship i s  unique !   
nn   2:  Therefore:  2:   Therefore:  l isten,  adapt,  evolvel isten,  adapt,  evolve .   Be creat ive,  but .   Be creat ive,  but 

SAFE.  SAFE.  The dean can f i r e  you!The dean can f i r e  you!   
nn   And that  l eads us toAnd that  l eads us to…………   
 

The The ““ OODA LOODA L oopoop ””   
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How does OODA work with deans?How does OODA work with deans?   

nn   OBSERVEOBSERVE :  Listen careful ly ,  watch body language, get other :   Listen careful ly ,  watch body language, get other 
data when possible.data when possible.   
nn   In other words: In other words: do your homework!do your homework!   

nn   What is your objeWhat is your obje ctive?  What is the deanctive?  What is the dean ’’ s objective?s objective?   

nn   ORIENTORIENT ::   
nn   In air  combat :  In air  combat :  ““what i s  my enemy thinking,  what wi l l  he do next?what i s  my enemy thinking,  what wi l l  he do next?””   
nn   What motivates the dean?  Why?What motivates the dean?  Why?   
nn   Are their cultural  factors?  Are their cultural  factors?  What is  his/her background?What i s  his/her background?   
nn   What wil l  he/she do next?  Possible alternatives?What wil l  he/she do next?  Possible alternatives?   

nn   LBNL:LBNL:     Compare your Compare your ““ BATNABATNA ””   with his/hers.with his/hers.   

  
““BATNABATNA””   

BB e s t  e s t  AA l t e r n a t i v e  t o  l t e r n a t i v e  t o  NN e g o t i a t e d  e g o t i a t e d  AA g r e e m e n tg r e e m e n t   
nn   If negotiat ions fai l :If  negotiat ions fai l :   

nn   What are your best alternatives?What are your best alternatives?   
nn   What are the deanWhat are the dean ’’ s?s?   

nn   Which party has the Better BATNA?Which party has the Better BATNA?   



nn   This wil l  determine your stance in negotiat ions.This wil l  determine your stance in negotiat ions.   

nn   Do both paDo both pa rt ies understand the BATNArties understand the BATNA ’’ s?  s?    
nn   If the deanIf the dean ’’ s is  better than yours,  does he/she know it?  s  is  better than yours,  does he/she know it?  I f  I f  

not ,  keep your mouth shut !not ,  keep your mouth shut !   
nn   If your BATNA is better ,  make sure the dean knows.If your BATNA is better ,  make sure the dean knows.   

  
OODA and You (contOODA and You (cont ’’d)d)   

nn   DECIDEDECIDE :  :   Based on Based on ““ OOOO ”” ,  choose best course of action ,  choose best course of action 
(hypothes(hypothes is)  after considering al l  a lternatives.   is)  after considering al l  a lternatives.     

nn   ACTACT :  :     
nn   Consider possible consequences of action.Consider possible consequences of action.   

nn   Some actions could make things worse.Some actions could make things worse.   
nn   Useful actions (Boyd also cal led them Useful actions (Boyd also cal led them ‘‘ teststests ’’ )  get you more ) get you more 

information as well  as help solve problem. information as well  as help solve problem.   

nn   Do it !   Do it !   But even whi l e  But even whi l e  doing i t ,  you mustdoing i t ,  you must…… . .. .   

nn   OBSERVEOBSERVE :  :   the  deanthe dean ’’ s  r eac t ions tos  r eac t ions to   
your ac t ion ,  and s tar t  the  loop again .your ac t ion ,  and s tar t  the  loop again .   

  
E x a m p l e :  O O D A / B A T N A  w i t h  E x a m p l e :  O O D A / B A T N A  w i t h  

d e a n ,  h o s p i t a l ,  a n d  c o n s u l t a n td e a n ,  h o s p i t a l ,  a n d  c o n s u l t a n t   
  

D e f i n e  Y o u r  O b j e c t i v e :D e f i n e  Y o u r  O b j e c t i v e :   
nn   In BoydIn Boyd ’’ s OODA, object ive is  a lways the same: s  OODA, object ive is  a lways the same: shoot  shoot  

down your enemy.   down your enemy.   We must beWe must be   more specif ic .more specif ic .   
nn   OBJECTIVEOBJECTIVE : I (hypothetical  chair)  needed dean to :  I  (hypothetical  chair)  needed dean to 

pressure the hospital ,  so that they would negotiate a pressure the hospital ,  so that they would negotiate a 
service contract with anesthesiology.service contract with anesthesiology.   

 

OBSERVEOBSERVE   



nn   Dean general ly feels  that the hospita l  can do no wrong.  Dean general ly feels  that the hospita l  can do no wrong.    
nn   Hospital  selfHospital  self -- image:  Community himage: Community h ospita l ,  no real  ospita l ,  no real  

connection or obl igat ion to COM.  connection or obl igat ion to COM.    
nn   Hospital  CEO does not report to dean.Hospital  CEO does not report to dean.   
nn   No service contract (ever) between hospita l  and dept,  No service contract (ever) between hospita l  and dept,  

l i t t le support .   l i t t le support .     
  

ORIENTORIENT  
nn   DeanDean ’’ s object ives of this interact ion:s object ives of this interact ion:   

nn   The ORThe OR ’’ s should run on t ime.s should run on t ime.   
nn   Please go away andPlease go away and   dondon ’’ t  bother me t bother me ––   especial ly donespecial ly don ’’ t  ask t  ask 

me for money.  me for money.    

nn     DeanDean ’’ s perceptions.s perceptions.   
nn   The hospital  is  The hospital  is  almost  a lmost  always r ight.  a lways r ight.    
nn   ““ I donI don ’’ t  l ike people saying: t  l ike people saying: ‘‘ you have my money.you have my money. ’”’”   
nn   The hospital  CEO doesnThe hospital  CEO doesn ’’ t  report to me anyway.  t  report to me anyway.    

nn   My BATNA:My BATNA:   
nn   Give it  up; continue to pay facuGive it  up; continue to pay facu lty salar ies well  below the lty salar ies well  below the 

5050 thth   percenti le .   Good luck recruit ing.percenti le .   Good luck recruit ing.   
nn   Find other sources of income?????Find other sources of income?????   

nn   DeanDean ’’ s BATNA:s BATNA:   
nn   I go away and quit griping about hospital .I  go away and quit griping about hospital .   
nn   Anesthesiology ends up shortAnesthesiology ends up short -- staffed, and thenstaffed, and then …… ..   
nn   T H E  O RT H E  O R ’’ s  D O Ns  D O N ’’T  R U N  O N  T I M E ! ! ! ! !T  R U N  O N  T I M E ! ! ! ! !   

nn   Does the dean unDoes the dean un derstand both BATNAderstand both BATNA ’’ s?s?   
nn   In this case,  I  want to be sure he does.   In this case,  I  want to be sure he does.     

  

DECIDEDECIDE   
nn   Alternatives:   Considering my own BATNAAlternatives:   Considering my own BATNA ’’ s (which s (which 

suck) I  must act aggressively .suck) I  must act aggressively .   



nn   My BATNAMy BATNA ’’ s are weak, but the deans are weak, but the dean ’’ s are even weaker s are even weaker 
if  I  can convince him of the last  point .   i f  I  can convince him of the last  point .     

nn   HypotheHypothe sis for Action:s is  for Action:   
nn   Convince dean of real i ty of BATNA.Convince dean of real i ty of BATNA.   
nn   Convince hospital  directly (& through dean) that they wil l  Convince hospital  directly (& through dean) that they wil l  

make money on anesth service contract .   make money on anesth service contract .     
nn   Make both arguments Make both arguments pos i t ivepos i t ive   rather than as threats.   rather than as threats.     

  

ACTACT  
nn   Dean & hospita l  CEO unlikely to take my word Dean & hospita l  CEO unlikely to take my word on the on the 

argument that service contract wil l  make money for argument that service contract wil l  make money for 
them.  them.    

nn   So, when you want someone who takes your watch and So, when you want someone who takes your watch and 
tel ls  you what t ime it  is ,  youtel ls  you what t ime it  is ,  you …… . .. .   

nn   HIRE A CONSULTANT!  HIRE A CONSULTANT!    
nn   ItIt ’’ s a gamble s a gamble ––   they might give back the wrong answer.   they might give back the wrong answer.   

(That(That ’’ s  another  l e c ture . )s  another  l e c ture . )   
nn   ThTh erefore,erefore,   I start to OBSERVE the consultantI start to OBSERVE the consultant ’’ s behavior,  s  behavior,  

history,  experience, and then I history,  experience, and then I ………… ..   

  

OUTCOMEOUTCOME   
pure lypure ly   hypothet i ca l ,  o f  coursehypothet i ca l ,  o f  course   

nn   Consultant reviewed department,  compared with Consultant reviewed department,  compared with 
national benchmark data (UHC, SAAC, MGMA).national benchmark data (UHC, SAAC, MGMA).   

nn   Consultant recommended anesthesia seConsultant recommended anesthesia se rvice contract in rvice contract in 
the amount of $4.2 mil l ion/yr.the amount of $4.2 mil l ion/yr.   

nn   Hospital  Hospital  ““ objectedobjected ””   strongly.   strongly.     
nn   Contract s igned after 9 months further painful  Contract s igned after 9 months further painful  

negotiat ions negotiat ions ----   $2 mil l ion.  $2 mil l ion.  Not $4 M, but  good s tar t !   Not $4 M, but  good s tar t !     



Remember it  Remember it  ––   Use it!Use it!   
CONCLUSION:CONCLUSION:   

D o  t h e  O O D AD o  t h e  O O D A -- B A T N A  s h u f f l e !B A T N A  s h u f f l e !   
nn   The combinThe combin ation of these tools wil l  serve you wel l  in at ion of these tools wil l  serve you wel l  in 

anyany   negotiat ions negotiat ions ––   not just with deans.not just with deans.   
  

nn   Remember the key to the OODA Loop is constant Remember the key to the OODA Loop is constant 
f e e d b a c kf e e d b a c k   and and a d a p t a b i l i t ya d a p t a b i l i t y .   Don.  Don ’’ t  just t  just ““ st ick to your st ick to your 
gunsguns ””   when the s ituat ion changes.when the s ituat ion changes.   

THE ENDTHE END  


