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*****
MR. CARLISLE: Okay. If you would like, then I

suggest let's introduce an element of risk and therefore,

this is a nice thing about risk, an element of payoff.

That's the two things that you expect to get from a

negotiation. What I would like you to do is to actvally

join with us and play this exercise for money. You

mentioned five bucks. That's a good sum. If each

participant puts in five bucks, then we have a kitty

we'll divide into two groups, and I'll show you the

groups. That's one group there, and four people and four

people, so there's a total of 40 bucks. And there's four

people and four people there, a total of 40 bucks. And

throughout this exercise, the group that scores the

largest number of positive, the highest positive score

takes the kitty. Does that sound like an interesting--------------------
exercise? Sure. Okay. Richard will pick up the money

and give it to a neutral source. I suggest the person

with the machine.

I'll brief you on the exercise. I'll also

give you a complete written brief to follow.

*****
MR. CARLISLE: Let me explain how the game

works. What's going to happen is that there's going to

be an interaction between the two groups of four and four,-----------------------------------
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And you can see I have reversed the colors

1 and we will divide you into these groups in about five

2 minutes. There will be a group of four in that room

there and another group of four in that room here, and a

4 group of four over here and a group of four over here.

5 There will be Richard and myself who will

6 take messages from one group to the other about whether

7 you choose to play the color red or the color blue.

8 And your choice will dictate whether or not

9 you score a positive score or a negative score on the

10 choice of these colors.

11 Let me explain that to you.

12 There are 10 moves in this game, and I will

13 give you a complete briefing, so don't worry about it.---
14 There are 10 moves. If I go to this group-15 over here and I say to you, of the two colors red or blue,

16 which color do you choose to play this round and you say

17 red, I then go to the group there and without telling

18 them what your decision is, I say which color do you

19 choose, and they say red, then both, each group scores

20 plus three.

21 If, however, one group plays red and the

22 other plays blue, then the group that plays red scores

23 minus six, the group that plays blue scores plus six.

24

25 there just to reenforce the fact that if it's a color

STICKLEY BeASSOCIATES. INC.

CoURT REPORTERS

3003 NORTH CENTRAL SUITE 2004

PHOENIX. ARIZONA 85012

TELEPHONE 263-0435

33



1

fie. 2

3

4

5

6

7

8

9

10

11

12

13

14

15

16

17

18

19

20

21

22

23

24

25

combination of red and blue, the group that plays blue

scores minus six, the group that scores blue scores plus

six.

ATTENDEE: Just the opposite of what you said.

MR. CARLISLE: Sorry. The group that scores blue,

if you both play blue, you each score minus three.

Now there are 10 rounds and at the end of the

fourth round, a conference may be arranged if both groups

request it.

However, if this group says yes, I want a

conference, I then go to the other group and say, do you

wish to have a conference, and they say no, it takes two

to tango. There will be no conference.

At the end of round eight, there is another

opportunity to confer if both groups wish to confer.

Rounds nine and 10 is called double score. In round nine

and 10, if you both play blue, you b6th.score minus six.

The group that plays blue when the other

person plays red will score plus 12, and the other group

will score minus 12. And at the end of round 10, the

objective, as I have said before, the group with the

highest positive score takes the kitty.

ATTENDEE: What happens if neither group has

positive scoring?

MR. CARLISLE: Then you don't get your money back.
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Actually, I have got another set of these

1 Ladies and gentlemen, you have just made an

2 investment.

3 I'll now hand out the briefs and I'll tell

4 you what groups you will be in.

5 You will know the score, when both decisions

6 have been made for each round, you will know what those

7 decisions are.

8 The objective for this exercise is for your

group to end up with a positive score. The group with

10 the highest positive score gets the money.

11 ATTENDEE: How did you know we were going to be

12 playing for money?

13 MR. CARLISLE: Luck.

14

15 which say "no money" on them.

16 I think we will just split up arbitrarily.

17 These four here, if you will go to the room next door, to

18 the farthest corner of that room and you will be

19 negotiating and you will be interacting through me with

20 this group here, who will stay in here.

21 The group from Tom to Vern, if you will go

22 through with Richard to the corner over there of the next

23 room, and I would advise you to do some planning.

24 I'll give you ten minutes for planning and I

25 will want you to make your decisions within two minutes.

STICKLEY 8<ASSOCIATES. INC.

COURT REPORTERS

3003 NORTH CENTRAL.SUITE 2004

PHOENIX. ARIZONA 85012

TELEPHONE263-043!5

35



5

ATTENDEE: Yes.

1 *****
2 MR. CARLISLE: Could I just get the scores?

3 For your group to get a positive score, the

4 group with the highest positive score gets the money, yes.

That was the objective. The group with the highest

6 positive score gets the money.

7 Okay. Let's just have a look. I will call

8 this Ben and Ken's group. The two groups, just for the

9 sake of what it was.

10 And the other group, Scotty and Bob are the

11 two people I can see.

12 What was the final outcome in your group, Ben

13 and Ken's group.

14 ATTENDEE: ~Jinus six.

15 MR. CARLISLE: Minus 18? You had minus 18?

16 ATTENDEE: Yes.

17 MR. CARLISLE: And you had?

18 ATTENDEE: Plus six.

19 MR. CARLISLE: So you achieved your objective of

20 positive score. . ".'l:-'~~'-"

21 ATTENDEE: Identical situation the same way,

22 minus 18 on Bob, plus on Scotty.

23 MR. CARLISLE: Was there any other agreement,

24 attached to that score?

25
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MR. CARLISLE: You will benefit at the expense of

MR. CARLISLE: What was the agreement.

2 ATTENDEE: We get $24 in cash back.

3 ATTENDEE: No, they get a dollar a piece for

4 sacrificing.

5 MR. CARLISLE: Their group gets $24 instead of $5.

6 So one dollar each for not achieving objective, right?

7 Anything over here?

8 ATTENDEE: Split 50/50.

9 MR. CARLISLE: 50/50 split, right.

10 Very straightforward little exercise, that.

11 10 rounds, make a simple decision whether to

12 play blue or red.

13 Did you pick up any messages in that? What

14 is it saying? Apart from reading the brief. Anything

15 there about negotiations.

16 ATTENDEE: Sure. It says everybody has to win or

17 everybody loses.

18 MR. CARLISLE: One point, there's a win and a

19 lose element there.

20 ATTENDEE: It assumes always an adversary

21 position and you will win at the benefit of the other

22 party; at the expense, I'm sorry, you will benefit at the

23 expense of the other party.

24

25 the other party.
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*****
MR. CARLISLE: Do you want the money, do you want

the objective?

How satisfied with are you with your outcome?

ATTENDEE: Very.

MR. CARLISLE: How satisfied were you with your

outcome?

A~TENDEE: Satisfied.

MR. CARLISLE: Does it matter the question of the

value that you put on it, or does it matter the value

that you are perceived to put on it? What really matters

is how much they see you valuing the positive score,

achieving a positive score, right? That's really what

matters. If it doesn't matter to you, that's okay. It

The

can put you in an even stronger position. If they

perceive it as valuable to you, it means it's going to be

expensive to them.

*****
MR. CARLISLE: It had a built up objective.

first was a positive score.

The process which is going on now, what we

have now is after the event, are people justifying why

they made the decisions they made?

You will reenforce that decision. You will

rationalize yours; you will rationalize yours.
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3

ATTENDEE: You spent the next four rounds finding

1 I think the key question I have to ask about

2 in this negotiation is why did you play blue?

ATTENDEE: Red was a loser.

4 ATTENDEE: It would put you at a disadvantage.

5 MR. CARLISLE: Playing red would put you at a

6 disadvantage?

7 Played blue because of your knowledge of

8 human nature, which is one of a series of disappointments.

9 ATTENDEE: Red was the high risk.

10 MR. CARLISLE: So then why did you play blue?

11 Because blue was the minimum risk. So you had a minimum

12 risk strategy in the first four rounds. Yes?

13 Did any of you in the first four rounds hope

14 that the other side was going to play red?

15 None.

16 Like two scorpions mating, huh, very

17 carefully?

18 *****

19 MR. CARLISLE: The name of the game is that you

20 can't win unless the other party let's you. That's it.

21 And playing blue, in fact, did that help you achieve that

22 win objective? Did it? What did you spend the next four

23 ..rounds doing?

24

25 out whether or not you could trust the other team after
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ATTENDEE: If that would have been my, if a

1 the conference.

ATTENDEE: The first four rounds were vamping.

3 MR. CARLISLE: Richard, did you find this in your

4 group.

5 MR. GRAHAM: It was the same.

6 One of the things I was going to ask, did

7 anybody start with the point of view of thinking they

8 wanted to win the whole pot? Did anybody want to take.

9 the whole pot?

10 ATTENDEE: There was no way to do it.

11 MR. CARLISLE: The point that Ken is making, is

12 there any reason to play red in the first four rounds?

13 Is there any reason to play red in the first four rounds?

14 ATTENDEE: We didn't arrive at any.

15 MR. CARLISLE: That's interesting.

16 ATTENDEE: It was a gamble.

17 MR. CARLISLE: A gamble on what, Tom?

18 ATTENDEE: That maybe if there was a real high

19 impetus for a positive score, that was entirely your

20 objective, that maybe in the first rounc somebody might

21 try red.

22 MR. CARLISLE: Why would you play red then?

23

24 positive score meant as much to me as the money, I may

25 have done it.

- -.- .•.
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MR. CARLISLE: That's right.

1 ATTENDEE: And only if you were sure that they

2 would play red.

MR. CARLISLE: So why did you play blue then?

4 Blue is a minus score.

5 ATTENDEE: I think we wanted to minimize our

6 losses until we got to the first conference and worked

7 something out.

8 We knew we could keep the other guys from

9 winning.

10 ATTENDEE: You also knew that the other team

11 could do that, too. The only way you can go with red is

12 if you assume the other team is.

13 MR. CARLISLE: The message you get from playing

14 blue is that really, I can damage you as much as you can

15 damage me.

16 What's the message from them playing red?

17 I can reward you. I can actually reward you.

18 My association can lead to a positive result

19 wi th you.

20 ATTENDEE: I think there's a chance of an

21 erroneous signal there.

22 MR. CARLISLE: There always is.

23 ATTENDEE: The erroneous signal is I'm not very

24 bright.

25
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1 MR. CARLISLE: I think you have to be careful not

2 to send that signal out.

Let's follow this through: Let's3 rv'! R. CARLIS LE :

4 say that you play red, and that therefore you arrive at

5 round 7, you who played red and they, who haven't, you

6 have actually got zero and they have got plus 18.

7 Now I want to ask you, who is in the more

8 powerful negotiating position? They are, obviously.

9 ATTENDEE: It doesn't make any difference what

10 you do now.

11 MR. CARLISLE: Why do you say that?

12 ATTENDEE: Because all they have to do is play

13 blue.

14 MR. CARLISLE: And it's not enough.

15 However, if they are are plus 12, who then is

16 in the most powerful negotiating position?

17 ATTENDEE: You are, because you have got

18 nothing to lose. But I don't think you are going to end

19 up after that first move, you are not going to end up

20 with a guy positive and a guy zero. I don't think.

21 MR. CARLISLE: Yes, you do, often. Very often.

22 The point is who is the person, really, who

23 is in the most powerful negotiating position? It's the

24 person who can stop you from winning when you are so

close. When do you make your biggest concessions? When25

STICKLEY Be ASSOCIATES. INC.

CoURT REPORTERS

3003 NORTH CENTRAL. SUITE 2004

PHOENIX. ARIZONA 85012

TELEPHONE263-0435

42
, .!

1 •



1

2

3

4

5

6
~ 7

.~ 8
~.

re 9

10

11

12

13

14

15

16

17

18

19

20

21

22

23

24

25

you can see the target right there.

Who is the person who is in the strongest

negotiating position?

The outcome you arrived at is about 80

percent, red/blue at the end. The outcome is red/blue,

80 percent, blue/blue, nine percent, and red/red, one

percent. Because you can't actually both be positive and

one get a nigher positive score .

You have got to go on to long term planning

pretty early on. That's the objective. The point is it

doesn't matter if you play red as long as they're not too

far ahead by round eight, they're not too far ahead where

you can drag them back by round eight. The problem is as

long as you're thinking of minimizing your risk in those

first four rounds, you are not thinking of the final

outcome in terms of vamping. It is very very difficult

to do that.

And the point that's been made about had we

had a meeting first before the negotiations started is a

key point. Because then you can actually say what are we

going to do the next four rounds. Unfortunately, that's

not life. We can't always meet people when you want to.

First, we very often recognize there's a

negotiation attached. The negotiation starts a long time

before you meet.
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Second point is how did you convince them?

How did they convince you? How did you convince each

other that you should both play reci for the next four

rounds, five; six, seven and eight? :-vhy did they play

that? Because they h~d an experience of how you could

damage them. If they haven't had a first meeting, they

haven't got that experience.

If you didn't establish trust, you'd never,

make up for lost ground that you achieved through

minimizing your risk.

In all negotiations, you got to take a risk.

In the end, you have got to take a risk, either early or

1a te. But not so big a risk that you can't recover.

Before I finish on that one, are there any

comments from the observers that you'd like to make about

the approaches that I haven't covered?

OBSERVER: I think there's a lot of gamesmanship

going on about who was going to visit who. I notice the

teams all stood around together. Nobody sat down.-Where

the other two teams, one team visited the other and were

sort of a visiting team. When they carne back, they said

you guys corne in and visit me, because I'm not going back

to you. So there was a little gamesmanship going on.

MR. CARLISLE: This team over here said as an act

of good faith, we will go back to visit the team.
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1

to the other guy, "I can't make the delivery. I fouled

OESERVER: I think it was interesting as far as

2 this team over here, the value that they placed on

3 achieving the objective. No money, it was a game and all

4 that, but it was we're going to meet that objective. Anc

5 even if there is an intent that there was one proposal

6 that they would meet the objective and the other team

7 would get the 40 bucks. And to some it was more

8 important to meet the objective than it was to get the 40

9 bucks, just to get that objective.

10 ~R. CARLISLE: Yes.

11 *****

MR. CARLISLE: Which is trust. That represents12

13 Western thinking. We think very much in Western terms,

14 penalty clauses, et cetera, et cetera, et cetera.

15 The funny thing is that in the Far East,

16 negotiations are much more open ended. I have talked to

17 a lot of Japanese and Indonesians, and they say that one

18 of the things that we find so different is that if after

19 negotiation I fail to deliver as I said I would, for

20 whatever reason, you Ire in with a penalty clause, with a

21 suit, damaging me even more.

22 Where we are, if I can't the delivery, I say

23

24 it up." And he says, "What can I do to help?" What he's

25 doing is building up the obligations ratio, the goodwill.
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What I saw this morning was very much time,

contract, the written word; let's keep it like that,

exchange money, Exchange checks, bank draft, whatever.

ATTENDEE: But their culture is a little bit

different. If he doesn't do it in the time, he's lost

face.

MR. CARLISLE: And whatever you can do to help

him save face is a very important issue. That's exactly

the point.

~R. GRAHAM: You always get a contract in on a

piece of paper, and everyone signs it.

MR. CARLISLE: And if you run across people in

the the civil service, they'll write a check and hand it

over. If I doublecross, you can take that money.

But just to end up on this, then someone

asked me where the game came from. This game came about

a long time ago. This is a changed form of logical

thinking.

What happened was they decided, did you call

them B-47's?

ATTENDEE: B-17's.

MR. CARLISLE: How big was the crew of one of

those Flying Fortresses? It was quite a lot of people.

They decided that a key criterion for selectin~ a crew

for a Flying Fortress was cooperation, win/win. Because
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if the middle turret gunner had a fight with the pilot

the day before and they were flying along and he saw

someone coming along out of the sun and he said, "I don't

like the ~ilot anyway.~ So what they wanted was some

scale of cooperation. And they used this game, red/blue,

to pick out those people who would go for win/win, who

would go for cooperation. And that would be the key

measurement of selection of crews for the Flying

Fortresses.

The problem was that 75 percent of the bomber

crew went win/lose in this exercise. So you know what

they did, don't you? So the test doesn't work, they

threw it away.

And then about 12, 15 years later, a Harvard

business professor who was in decision making theory saw

it and said, "My God, that is an absolutely clear-cut

logical decision making process, and really terrific."

And he adapted it, and we have adapted it even further by

adding the money element to see whether it can be used in

negotiations.

I hope you found it a thought provoking

exercise.

And I think now what I would like to do is

just to put up one, my favorite picture'of a red/blue

situation and then hand you over to Richard who will talk
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1 to you very briefly about planning before we go to lunch.

Richard has asked me to let all of you have a tl'o-minute

pit stop.

On this, when you see this particular bit of

5 wisdom, enjoy your pit stop.

2

3

4

6

7

8

Let's take a break for a couple minutes.

(The program was at recess.)

MR. GRAHAl"i: Can we start the final lap. This

9 is going to take us up to lunch tim~. W~'re behind time.

10 So I'm going to try and move fairly quickly because I

11 think we're too late.

12 Can I just check out the people at the back,

13

14

15

16

17

18

19

can you hear me okay?

But if for some reason with the noise and my

peculiar accent, please stop me.

,What, I want to cover in this little session,

two main things: First of all to give you a very brief

background about how we selected the negotiators that we

observed to try and pullout their skill behaviors, how

20 do we go about finding out some skilled negotiators that

21

22

23

24

25

we observed. So I'm going to go through the criterion

that we used for selecting those skilled negotiators.

I'll be very brief.

I then want to move into the planning stages

of negotiation and the findings on planning, and we're
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