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wo criminal accomplices are held in

solitary confinement. Each, cut off from
communication with the other, is told
there's insuthcient evidence for conviction
on a principal charge, but for a secondary
charge prool exists 1o jail both for a year.
Police propose a plea bargain: “If you turn
state’s evidence, vour partner will do three
but vou'll go
free.” Both parties assume that the other

vears lor the mam ollense

has been ollered the same
deal. It each testihies against
the other, both will receve
two years in jail. Each pris-
oner correctly reasons, "1 the
other guy doesn't testify, I'm
better off testifving because
"N go lree. And if he does -
testity, | should still take the s
deal because Il get a year
ofl my semtence.”

The point is that acting in
fullest rationality for his
own self-interest is pn'-;lu'h' what ¢« lln]‘h:h
cach prisoner to spend two years in jail
Had they acted less rationally and not tes-
tified, they'd have spent only a year in jail,

The prisoner’s dilemma is game theory's
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purest example of a problematic class of sit
uations—one m which the indmadual or or

LANEZALION IS GIVEN an Incentive Lo improve
its position in a way that, if evervone did it,
would be disastrous for all, in
cluding the decision maker.
Fortunately, most people decide
that ncarly all real-hite dilem

mas are iterated: transactions
will often be repeated with the
same partners, so in the long  JEEEEEEES
run your self-imterest should
promote behavior that will let
those partners edict your
future trustworthiness. Yet

such predictability, Howard
H. Stevenson mamtains in Do
Lunch or Be Limch, s just what today’'s man-
agement fads are depriving people ol

The one-shot approach

Obviously, downsizing and similar short
term actions that inflate corporate stock
prices are strategies with himited repeata
ality, resembling a player's actions ina non
iterated prisoner’s dilemma—
that is, the player has decided
the rational choice 1s to treat
the situation like a one-time
deal: grab the money and run.
Mr. Stevenson also has beefs
against matrix management,
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5 other programs that arbitrarily

undermine the ability of em

virtual organizations, and

ployees and customers to pre
dict a corporation’s decisions
Do Lunch or Be Lunch s a
shightly curious document. Mr. Mevenson
has been both a businessman and a Har
vard Business School professor. His notes
at the back of the book are scholarly and
broad ranging. The main text, coauthored
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with a communications consultant, ham
mers in standard pop-management style
at a simple message: of either party n a
transaction is unreliable, future codpera
tion becomes questionable

Much of John von Neamann and Oskar
Morgenstern's Theory of Games and Eco-
nornic Behavior demonstrated how the
tformation of coalitions improved individ
ual plavers’ rewards. In the long run inds
viduals and orgamzations usually do bet
ter if they cooperate with cach other, Its a
sign of the times Silicon Valley just lived
through—the Valley re-
frained from the predatory
business practices employed
by much of corporate Amer
ica in the '80s and early
s
lum is now swinging that Mr.

and how the pendu-

Stevenson feels a need for De
Lusnch o Be Lanch,

Fhese large trends seem
cvchcal, In the last quarter of
the 19th century also, techno
logical innovations uprooted
populations and social Darwinism was
fashionable until rising general prosperity
aftorded some geninhcation ol attitudes.
Change cannot have been more precips
tous than in Japan, swept trom leudalism
into modernization. Matsushita Leader
an. by John P Kotter, tells us that Kono
suke Matsushita’s father, born two years
atter Matthew Perry entered Tokyo harbor,
gambled on Japan's carly commaodities
market and in 1899 lost the ancestral
country estate. The tamily, driven by
poverty into the cities, sent 9-vear-old
Konosuke to live in apprenticeship 1o var
s masters:at 17 he Inul.. nighl Classes in
clectrical science and dropped out because
he couldmt write tast enough to keep up
with his lecturers. By the time he was 27, all
nine of his older siblings and both has par
ents were dead.

This book tells us as much as we're ever
likely to know about how he built Matsu
shita Electric Industrial, which, when s
founder died at 94 in 1989, had hit yearly
revenues of $42 billion and, by 1996, $65
billion. Though many people know only its




subsidiary brands Panasonic and National,
Matsushita was—based on how the cor
poration grew while he was at its helm-—a
more successiul entreprencur than Henry
Ford, Soichiro Honda, or Bill Gates.,

A longer view

Still, how much can we know about some

one who, Mr. Kotter writes, beneath an
unimpressive appearance contained “a tor

nado of emotions that came to be directed
by a set of beliefs ... . difficult for the skeptic
in all of us to comprebend ™ In 1932 Matsu

shita called a moecting of his workers and
described how he'd seen a beggar hlling a
tin cup from a public fountain, He told
them that their mutual aim as a company
should be to make all products as inex

haustible and cheap as tap water so that
poverty would disappear and announced a
250-year plan 1o bring this to pass. In 1982,
while Matsushita was still alive, Matsushita
Electric reported that the hirst of five 50

vear subplans had been successtully com

pleted and the second begun. By the late
'60s, Matsushita had raised his employees
wages to approximately 35 percent mure
than what other [.I.I'.Hll."\-t' ul:hii.lllirh
paid—a level commensurate with that ol
US.and } Uropean WOrkers.

Prisoner's dilemmas, game theorists
concluded, have no good solution on their
own terms. The golden rule prescribes by
passing immediate self-interest in order 1o
gain a benefit possible only through
codperation: a game in which players
choose 10 u\-llpt'l.ll’t' ne meatter what can
never be a prisoner’s dilemma.

lhen, of course, the pavolfs on the table
cease 10 be the whole story. In 193 Y, A% his
company expanded tenfold during the I
pression, Matsushita wrote to his distribu
tors, “We would like 10 encourage a close
relationship in which we help one another
develop spiritually, and both clear and con
struct the road 10 truth in business which is
in line with the times. | have gradually com.
0 believe we must cooperate with each
other in order 1o attain mutual prosperity
and to create hives hlled with weltare.” o

Mark Willsarns 15 a science wriler living in
( kekdarad. Wrate to Tum at markred@aol.com.
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