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Arachnophobia





Description





A group of explorers builds a spider’s web between two trees, using only the materials that are available.  Their primary goal is to build a web that has at least as many holes as there are builders and native guides in the exercise.  These holes must be large enough to allow each of them to pass through a different hole without touching the web.  If anyone makes the web vibrate, they are bitten by the huge poisonous spider which is in the web.  In addition to deciding which materials to use, there is a cost incentive attached to how quickly the web is constructed.


	There are three secondary goals.  One is to produce the most cost-effective web possible, based on the ratio of the cost of building the web divided by the number of holes that are large enough to accommodate a person.  The second is to produce a high quality web based on (1) the tension of its threads, (2) its realistic and/or aesthetic appeal, and (3) the likelihood that each participant would actually fit through his/her designated hole without alerting the spider and consequently being bitten.  The third is a high quality team process based on the degree to which (1) everyone is included in the planning and implementation, (2) all members and points of view are listened to fairly and openly, and (3) all decisions and assignments are made and executed in a consensus like manner that indicates general agreement and willingness to proceed.  The natives are evaluators who determine how successful the group is in accomplishing its primary and secondary goals.





Trainers required





One trainer per web-building team.  Using two or more construction teams creates an interesting, competitive dynamic, which is referred to in the Variations section.





Resources required





The following are needed:





•	Two softwood trees whose trunks are approximately 21/4 yards apart.  �


�
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	Vary this distance by extending it 4 to 8 inches, but don’t reduce it unless your total group has only six or seven participants.  The trees should have no branches projecting out of the trunk from the ground up to a height of about 21/4 yards.  This activity can be done indoors using the corner of a room and/or volleyball posts or facsimilies.


•	The ground between the two trees and the area extending for at least 3 - 4 yards all around them should be level and free of any large rocks, brush, or other obstructions that might precipitate a fall.  Clear the area of anything that might pose a hazard or impediment to the group as they construct the web.


•	A box or two containing the following web-building items, which have great value both in terms of their assigned monetary cost and as tools for the expedition:





1.	30-32 yards of 1/8-inch to 1/4-inch shock cord.  The 1/8-inch cord is best in terms of handling during construction and appearing arachnoid.  This cord, also referred to as “bunji cord,” is particularly appropriate as a web material given its elasticity.  It comes on a roll-like rope and can be found in rock climbing/mountaineering shops, marine and building supply stores, and hardware stores.


2.	35 yards of white nylon parachute cord, which has some elasticity, and a roll of at least 50 yards of common twine.  The twine lacks flexibility but has a “hairy” quality that some people feel is arachnoid-like.  You can substitute for one or both of these as long as there are two distinct choices in addition to the shock cord above.


3.	A selection of at least three different doughnut-shaped objects that can serve as the center of the web.  Choices include a rubber deck-tennis ring, a juggling ring, a young child’s plastic stacking ring, an embroidery hoop, and even a child’s-size hula hoop.  Essentially any round hoop whose inside diameter is large enough to permit the cord to be passed through it several times easily and whose outside diameter is less than 21/2 feet can be used.


4.	At least 18 brass cup hooks to anchor the cord in the trees (the “pitons”).  Have six each of three progressively larger sizes, with the largest being approximately 1/2 inch in size.


5.	At least three tent pegs.  Use different kinds of pegs in order to increase the number of decisions the group has to make about these potential ground anchors.


6.	A pair of common pliers and one pair of noncutting pliers to reduce a hook’s aperture and increase the probability that the cord will stay on the cup hook.  Pliers can also assist in embedding the hooks in a tree that has particularly tough bark.
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•	Handouts 5.1 through 5.5.  Pencils and pads of paper to note the cost of materials and time and for the evaluators’ observations and ratings


•	A countdown timer with an alarm


•	A large, realistic, and menacing-looking toy spider


•	Several large bones.  Animal skulls and antlers are particularly effective.


•	A 35mm camera





Time





The time limit will affect performance.  Remember that the group will be evaluated on how much they include and listen to each other, which is time-consuming.  Subsection 4 in the preparation section below provides suggestions for directly converting time into a measurable expense.


	Generally the construction portion of Arachnophobia can be effectively completed in 30 - 45 minutes.  After the completion of the web, copies of the Rating Sheet (Handout 5.3) are handed out and 15 minutes are allowed for the evaluators to consult and formulate their ratings and for builders to individually rate them.  This activity also requires an extensive discussion given the multiple issues that are raised about teamwork, quality, cost effectiveness, evaluation, and time and resource management.  Total time for the activity and discussion is 2 hours to 2 hours and 30 minutes.





Participants





Having eight to 12 participants works best.  With only six or seven participants, choose trees that are 2 yards or less apart.  A group of 13 or more participants becomes unwieldy in terms of planning, and having enough for everyone in the group to do.  Split larger groups up into two or more teams of, ideally, seven to nine.





Preparation





Locate trees that fit the requirements and that offer privacy.  Prune branches and clear the surrounding area as needed.  Place the bones about a yard from the tree trunks in a conspicuous and macabre fashion.  Bring a toy spider and sufficient handout sheets for the evaluators and builders.


	In determining how to divide the group, one guideline is to always have at least two, and preferably three, evaluators.  Another is to have two or three more builders than evaluators.  This rule of thumb produces the following ratios of builders to evaluators: 7:5, 7:4, 6:4, 6:3, 5:3, 5:2.


	Use the Price List and Time Considerations Sheet (Handouts 5.4 and 5.5) to designate the cost for the various building supplies, the time limit, and the way the use of time as a resource during the building process will be assessed as a cost.  Place the supplies and the price list next to �


�


�






the two trees.  Make the items extremely expensive.  The pricing ratio is as follows:





1.	The shock cord, nylon cord, and twine are in a 10:9:8 ratio respectively, which means that if the shock cord costs $100.00, the nylon and the twine would be $90.00 and $80.00 respectively.


2.	The hoops and the tent pegs are threes and the pliers are fours in the ratio, which means that a pair of pliers would cost $40.00 and each peg or hoop would cost $30.00 apiece if the shock cord cost $100.00.


3.	The brass cup hooks of three progressively larger sizes are at a ratio of 1/3:2/3:1, with the largest cup hook being a one.  Therefore it would cost $10.00 if the shock cord costs $100.00.


4.	The cost of time can be handled in one of two ways (or using a combination of the two).  Each 15-minute interval of the building process can be assigned a charge that reflects the “time is money” connection associated with most business endeavors.  The other basic approach is to assess a fee for each 15-minute interval beyond the time limit you set on the Time Considerations Sheet.  This cost parallels the penalty clause that building contracts contain to acknowledge real losses that are incurred when a project fails to meet a deadline.  The expedition scenario lends itself to both approaches.


		Assign a method and time value that best fits your group’s business reality and learning objectives.  Leave a generous time limit of one hour and much of the discussion session can center on the tradeoff between the advantages of good process and its cost in time.  Set the construction time limit at 30 minutes and the focus of discussion will be how time pressure tends to be perceived in a manner that can inhibit teamwork, overall effectiveness, and, ironically, even efficiency.  Ways to change or control that tendency can then be explored.


		Take into consideration that 31-60 minutes of construction time is the norm, with 45 minutes being a probable mean.  The charge can be assessed per interval regardless of whether one minute or 14 minutes of it are consumed.  Finally, relate the cost to those assigned to the supplies in 1, 2, and 3 above.  For example, if the shock cord costs $100.00, gauge the time cost at $10 - 40.00 unless the time issue is highlighted due to the group’s business and/or learning objectives.


5.	Some of these items are red herrings.  You can use additional ones if you like.  Include a childsize hula hoop at a higher price even though it may actually be of less value.  The cup hooks, for instance, are not necessarily more useful if they are bigger and yet they cost more.  Also include things that are useless or of marginal value, such as the pliers.  They are handy but inessential.  The hooks can be bent and/or embedded in a hard bark tree by using rocks, feet, and ingenuity.  Brass cup hooks are specified because the brass is not too difficult to bend.  The smaller, cheaper sizes are the easiest to bend.
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Method





1.	Once preparation is complete, inform the group that the next activity is Arachnophobia, which involves a group of explorers who are to build a spider’s web and an evaluation team of native guides who are to judge both their product and their process.


2.	Divide participants into two teams of explorer/builders and native/ evaluators.


3.	Give each native/evaluator a copy of the Native/Evaluator Notes (Handout 5.2).


4.	Give the explorer/builders group only one copy of the Explorer/Builder Notes (Handout 5.2).


5.	When all the handouts have been distributed, indicate where the supplies are.  If the group will be doing Arachnophobia II next, and therefore going through the web, inform them now.


6.	Inform the group of the time limit and cost constraints that are on the Price List and Time Considerations Sheet.


7.	Announce that Arachnophobia is formally underway and begin timing the exercise.  Remind participants that they will be passing through the web in the next exercise (if this is the case).


8.	Emphasize that you can only answer questions of a technical nature and that the handouts contain everything they need to know to accomplish their tasks.


9.	When the web is built, confirm the total cost of the spider’s web based on materials and time used.


10.	Give each builder a copy of the Rating Sheet (Handout 5.3) and the evaluators’ group one copy.  Inform the group that they have 15 minutes to complete the ratings.  Remind the evaluators that they are to consult and formulate their ratings and rationale as a group.


11.	Place the spider at the center of the web and begin the discussion when the 15 minutes is over.





Discussion





Stand with your back to the web and ask the group to form a semicircle in front of you.  After the group shares its general reactions to what it did and how it feels about it, use the rating sheet to lead the discussion.  Get builder ratings and then the evaluators’ group assessment before exploring the source of any differences.  Adapt the rating sheet as needed, especially if quality, cost-effectiveness, or teamwork are central to your objectives.


	The following line of questioning emphasizes the evaluation theme.  Start by asking for builder ratings and rationales for question 1; and then compare it to what the evaluators rated as a group.  Probe for alternative criteria and specifics as well as other explanations for discrepancies between raters.  Ask how many holes were large enough to accommodate a person.  Then ask for a volunteer from those who stated the largest number of suitable holes to point out which ones they are.  �
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Handle the remaining questions in a similar fashion.  Ask for criteria regarding realism and aesthetic appeal.  Have participants point to specifics about the web that reflect their ratings.  First ask the builders and then the evaluators how many would buy the web if they were pretending to be in the market for one.  Ask for a volunteer seller and potential buyer to engage in a simulated sales discussion, using the criteria of size and number of holes, realism, and aesthetics as negotiation points.  Remind the buyer that he or she must assume the role of someone who does want to buy the web and not merely ridicule it.


	Ask if anyone felt left out during the planning or implementation.  How was openness and consensus achieved and/or prevented? What could the group as a whole have done to improve the process? What might you have done differently to make the group more of a quality team?


	Look for patterns in terms of the rating.  If there is considerable discrepancy in the rating of any question, probe for what it is about that area that creates such differing perceptions.  Are the evaluators less/more generous than the builders, and why? How many feel that their ratings would change, and in what direction, if their roles were reversed? Were there a lot of undecided 5 ratings for any particular question? If yes, how did that come about?


	Probe for relationships between themes by asking questions such as the following:





•	Given your rating of question 3 and the overall rating of question 5, can you draw any conclusions about the relationship between accomplishing a primary goal and product quality?


•	Given your rating of question 3 and the overall rating of question 6, can you draw any conclusions about the relationship between accomplishing a primary goal and a quality team process?


•	Given your overall rating of questions 5 and 6, can you draw any conclusions about the relationship between producing a quality product and a quality team process?





	Other useful themes for discussion are resource management and cost-effectiveness.  Refer to subsections 4 and 5 of the Preparation section above for a discussion of the role of time and red herrings, which can be helpful in thinking about these themes.  Resources include space in terms of the area between the trees, materials/money, people, and time.


	Finally, if Arachnophobia II is to follow, ask participants to note the maximum number of participants that they each believe this group could safely get through the web.





Potential difficulties





Arachnophobia presents no serious difficulties.  Don’t use it on a cold day, given its inactive format.  It can be conducted indoors.  More action �
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oriented participants may find the slow pace and considerable need for planning and organization trying.  Their patience will be rewarded if you follow with Arachnophobia II.


	Some may need clarification with the rating system.  Emphasize that a 5 means “can’t decide” or “undecided” and that 6 means neither positive nor negative.  A score of 2 to 4 indicates a negative response whose analog would be negative (2), somewhat negative (3), and slightly negative (4).  Similarly, 7 to 9 would be slightly positive (7), somewhat positive (8), and positive (9).


	Avoid hair-splitting by telling them to follow their first instinct.  The time is best spent discussing each others’ impressions after rating rather than seeking precision in advance.  This observation is worth making as a part of the evaluation discussion.





Variations





There is considerable variation available in this activity already, in terms of how time is factored in and the addition of red herrings.  One simple change that alters the group dynamics is to give each explorer/ builder a copy of Handout 5.1.  This shift in how information is made available can facilitate the ease with which everyone is aware of the basic facts and/or hamper the organizational focus that the task requires.  Whichever way you distribute the handouts, ask what effect that way had and how it might have been different if the handouts were distributed in the opposite manner.  This line of questioning can lead to an insightful discussion of the effects of different modes of information sharing.


	Another significant shift is to set a limit on how much the company can afford to lose in terms of the expense of the construction equipment.  This condition can be listed under item 6 of the price list and under item 3 of the time considerations sheet.  It can be used instead of, or in addition to, the cost-effectiveness issue.  In discussing the role of the limit, probe for how it affected the final outcome in terms of both product and process.  As long as the limit is not too severe, it frequently fosters improvement in both as a result of increased creativity.  Use the materials in the solution section below to estimate a challenging limit.


	Simpler versions eliminate the cost and/or the quality factors.





Recommended sequencing





Because of the low level of physical activity and the considerable planning, organizing, and analyzing involved, it is best to precede and follow this activity with something less cerebral or at least more physical.  Arachnophobia II is ideal as the next activity.  The scenario has already been established and there is a natural transition into the next step of putting the plan into action.
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Solution





There is an infinite number of solutions, but you will benefit from seeing and even constructing one.  Building instructions and a picture of the completed web are contained in the Preparation section of Arachnophobia II.  The resources used in building that web can also serve as a guide for creating a cost limit for the materials used in constructing the web.  In this regard, the use of pliers is an unnecessary luxury given the existence of cheaper ways that require more effort and ingenuity.
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Handout 5.1  -





Arachnophobia:  Explorer/Builder Brief





You are a group of explorers on an expedition in the remote mountains of Venezuela.  Your native guides have told you that the narrow space between the two trees in front of you is the only pass that allows a possible approach to your mission of ascending to the peak of Mt. Bunji in search of Remba, a blue liquid whose purported powers are like those of the fabled fountain of youth.  Native folklore maintains that a subterranean grotto which can be accessed from the top of Mt. Bunji contains a pool of Remba in a secret chamber within it.


	The natives have told you that a huge poisonous spider, indigenous to this region, lives in a web between the two trees.  Bones that are strewn about on the ground indicate that the web spans the overhead branches on the far side of the trees.  The spider attacks any prey that either becomes entangled in its sticky web or walks below it.  Your problem is that the native guides who are essential to your mission are all prone to arachnophobia.  They refuse to proceed through the trees.  Their fear is not without justification, given the spider’s poisonous bite and lightning quickness.  You cannot kill it because it is considered sacred by the natives.


	You have devised a plan based on the natives’ willingness to proceed if they can see the spider while they go through the web in a manner that will not draw an attack.  Your plan is to construct a web using your extremely high-tech and expensive equipment, which includes climbing rope and pitons.  If the web is realistic and/or attractive enough, the spider will come down and investigate it.  The spaces in the web need to be large enough for each of you to pass through.  The natives believe that the plan will only work if no hole is used more than once because too much activity in any one spot could attract the spider.


	The rules for building the web are as follows:





1.	Use only the materials that are available in your supply box.


2.	All materials used in constructing the spider’s web are permanently lost to you because you cannot safely disturb the web once the spider is in it.


3.	Time is of the essence.  Cloud and wind patterns indicate a severe storm is imminent.  You must get yourselves and your heavy and expensive equipment to the safety of the cave on the approach side of the mountain as quickly as possible.  Also, your financial backers have booked an expensive hall for a highly publicized reception and celebration of your anticipated discovery of Remba in Mt. Bunji.
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		Because of a series of early mix-ups with the Venezuelan bureaucracy, you could fail to be back on time unless you get out of here soon.  Your financial backers would probably pass any loss they sustained as a result of your tardiness on to your company in the form of a reduction in your share of any profits gained from the discovery of Remba.


4.	Your expedition company is on shaky financial ground.  You must minimize any losses of your expensive equipment either to the web or to the storm.





Given your mission of climbing Mt. Bunji and finding the Remba, your


present goals are as follows:





1.	Your primary goal is to build a web that has at least as many holes as there are explorers and native guides in your party.  These holes must be large enough to allow each of you to pass through a different hole without touching the web.  If anyone makes the web vibrate, they will be bitten by the huge poisonous spider in the web.  Failure to get everyone through the web in the prescribed fashion without being bitten could lead to having to abort the mission.


2.	One secondary goal is to produce the most cost-effective web possible, based on the ratio of the cost of building the net divided by the total number of holes that are large enough to accommodate a person.


3.	Another secondary goal is to produce a high quality web.  A high quality web is one that will succeed in attracting the spider based on (1) the tension of its threads, (2) its realistic appearance, and (3) its aesthetic appeal.


4.	The third secondary goal is to have a high-quality team process.  The natives believe that the quality of a product is reflected in the way that it is built.  They must be satisfied not only with the actual web, but also with the manner in which it is constructed.  They will be rating you based on their values, which include the degree to which (1) everyone is included in the planning and implementation, (2) all members and points of view are listened to fairly and openly, and (3) all decisions and assignments are made and executed in a consensus-like manner that indicates general agreement and willingness to go along.





Remember that the natives are the evaluators who determine how


successful the group is in accomplishing its primary and secondary goals.  Without them, the expedition must be aborted.
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Handout 5.2  -





Arachnophobia:  Native/Evaluator Notes





You are a group of natives leading explorers on an expedition in the remote mountains of your homeland, Venezuela.  You have told the explorers that the narrow space between the two trees in front of you is the only pass that allows a possible approach to their mission of ascending to the peak of Mt. Bunji in search of Remba, a blue liquid that your folklore maintains has powers like those of the fabled fountain of youth.  Legend has it that a subterranean grotto which can be accessed from the top of Mt. Bunji contains a pool of Remba in a secret chamber within it.


	A huge poisonous spider that is indigenous to this region lives in a web between the two trees.  Bones that are strewn about on the ground indicate that the web spans the overhead branches on the far side of the trees.  The spider attacks any prey that either becomes entangled in its sticky web or walks below it.  You are all prone to arachnophobia and therefore refuse to proceed through the trees.  Your fear is not without justification, given the spider’s poisonous bite and lightning quickness.  You cannot kill it because it is considered sacred.


	You are willing to proceed if you can see the spider while you go through the web in a manner that will not draw an attack.  The explorers will construct a web using only their extremely high-tech and expensive equipment.  If the web is realistic and/or attractive enough, the spider will come down and investigate the web.  The spaces in the web need to be large enough for each member to pass through.  Your knowledge of the spider leads you to believe that the plan will work only if no hole is used more than once.  Too much activity in any one spot could attract the spider.


	You believe that the quality of a product is reflected in the way that it is built.  You must be satisfied with not only the actual web, but also the manner in which it is constructed.  You will be watching the explorers for signs that this kind of interaction occurs.


	Remember that as natives you are the evaluators who determine how successful the explorers are in accomplishing their primary and secondary goals.  Without you and your knowledge of the area, the expedition would be aborted.  Your mission is to observe the building of the spider’s web and make notes as needed in order to reach a group rating based on the rating sheet that you will receive after the web is complete.
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Handout 5.3  -





Arachnophobia:  Rating Sheet





Based on your observations of the web and your experience in its


planning and construction, rate your response to each of the questions below.  Use a scale of 1 to 10, with 10 being a highly positive response, 1 being a highly negative response, 5 being an undecided response (in the “can’t decide” sense), and 6 being neither positive nor negative.  Two to 4 indicates a negative response whose analog would be negative (2), somewhat negative (3), and slightly negative (4).  Similarly, 7 to 9’s analog would be slightly positive (7), somewhat positive (8) and positive (9).  Follow your first instinct when stuck between two choices, in the interest of time.  When possible, note any general criteria and/or specific examples to substantiate each rating.  The information you record on this sheet is confidential unless or until you choose to share it.





1.	The group’s primary goal was to build a web that had at least as many holes as there are explorers and natives in this party.  Are there enough holes of sufficient size to allow each explorer and native to pass through a different hole without touching the web? _________


2.	Related to the accomplishment of the primary goal is a performance factor.  If this group actually were to try to get through the web now, what is the likelihood of success in terms of actually getting everyone through the web? _______________


3.	Given the ratings in 1 and 2 above, did the group accomplish its primary goal? ___________


4.	One secondary goal was to produce the most cost-effective web possible, based on the ratio of the cost of the net divided by the number of holes that you believe are large enough to accommodate a person.  Was this goal accomplished? _________


5.	Another secondary goal was to produce a high quality web.  Was this quality goal attained based on (1) the tension of its threads? ________ (2) its realistic appearance ________ and (3) its aesthetic appeal? ________ Given the three ratings above, overall, was a high quality web produced? ___________


6.	The third secondary goal was to have a high-quality team process.  Was this goal accomplished, based on (1) the degree to which everyone was included in the planning and implementation? ________ (2) all members and points of view were listened to fairly and openly? _______ and (3) all decisions and assignments were made and executed in a consensus-like manner that indicates general agreement and willingness to go along? _________ Given the three ratings above, overall, was a quality team process achieved? ____________
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Handout 5.4  -





Arachnophobia:	Explorer/Builder Equipment Price List





Only the objects below may be used in the construction of the spider web.  The prices listed represent replacement cost for this state-of-the-art equipment.





1.	Cord


	a.	Elastic shock cord @ ____________


	b.	Nylon cord @ ____________


	c.	Twine @ ____________


	d.	_____________ @ ____________


	e.	_____________ @ ____________





2.	Pitons (brass hooks)


	a.	Large @ ____________


	b.	Medium @ ____________


	c.	Small @ ____________





3.	Descenders (hoops) @ ____________





4.	Ascenders (pliers) @ ________ If ascenders are used as a tool rather than as a part of the web, they still need to be replaced by the expedition company.  Like a climbing rope that has reached its maximum fall limit, they must be retired because of questionable reliability.





5.	Tent pegs @ ____________





Add up these expenses and record the total cost in materials here _______





6.	Other:
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Handout 5.5  -





Arachnophobia:	Explorer/Builder Time Considerations





You have ___________ minutes to complete the spider’s web.  The cost connection between time and money is as follows:





1.	If you exceed the above time limit it will cost you ___________.





2.	You will be charged at the rate of ___________ for every ___________ minute period of building time.





3.	Other:





Compute the total cost of time based on these guidelines and add it to the equipment costs above to arrive at your grand total cost: ___________.  Then compute your cost-effectiveness, which is the grand total divided by the total number of holes that you believe are passable: ___________.
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