SHOE SHOP

In XB A Joint Exercise for

· The Directing Team

· The Group Team

· The Effectiveness Team

With inputs possible from

· The Informal Team (on stages of group development)

· The Dyad Team (on listening)

 

Directions for running the exercise

1) Set the room up for a fish-bowl (a group of 5 people in the middle surrounded by observers).  

2) There must be access to the board or screen.

3) After choosing group members, station other observers around by team.

4) The Group Team should project the Group Role Behaviors on the screen (or post them).

5) The Effectiveness Team should use the board to construct a Force Field Analysis of what helps and hinders teams in solving problems or making decisions.  Decision making is the goal.  List aids and hindrances.

6) The Directing Team should display the Decisionometer and should create a graph showing where the group goes on the decisionometer through time (0 to 9 on the Y axis, time on the X axis).

7) Announce to the class that Directing, Group, and Effectiveness will each be applying their tools to the exercise, so there are at least three ways of thinking about what is happening in the group – besides the case itself.  Direct the class to try to pay too less attention to the problem than to what is going on in the group.

8) Give the decision making group the following problem and a reasonable amount of time to solve it  (20 to 40 minutes).  But leave a lot of time for the outside groups to report on what they observed and for people to discuss.

9) Here is the problem:

 SHOE SHOP
A man went into a shoe shop to buy a pair of shoes for $12.00.  He handed the sales associate a $20 bill.  It was early in the day, and the associate did not have any $1.00 bills.  He took the $20.00 bill and went to the restaurant next door, where he exchanged it for twenty $1.00 bills. He then gave the customer change.  Later that morning, the owner of the restaurant came to the associate and said:  “This is a forged $20.00 bill.” The associate apologized profusely, took back the fake bill, and gave the restaurant owner two good $10.00 bills. 

 

Not counting the cost of shoes, how much money did the shoe shop lose? 

10) While the group is working, observers should point to what they observe and should take notes but should not interrupt the group’s deliberations.  

11) During the exercise observers may walk around and whisper to teams at various displays. (As a variation, teams may use the opportunity to test members’ grasp of their concepts.)

12) At the end of the group’s deliberations, have each observing team (Directing, Group, and Effectiveness) report and explain the tool that they were using. 

13) Other teams and individuals may contribute their observations.  Try to keep the observations focused on applying concepts or observing group process.  Do not permit discussion of the problem!

Professor Steve Iman Of California Polytechnic University writes (in a listserv discussion)


I've used this exercise since about 1965 when I was a graduate student at the University of Michigan. I vaguely remember having heard others claim authorship for the exercise, though I distinctly remember finding the problem in the stacks of the library in a very old and out of print (then) book. It's one of the most reliable and effective exercises I've ever used in a classroom or management training. The exercise was often used in management training programs of Likert's Institute for Social Research.

I generally use this with relatively new teams which are transitioning from formative stage to one where they explore their capacity to trust one another sufficiently to deal with differences. I precede the exercise with a discussion of group norms for decision-making (autocratic, vs. majority, compromise, collaboration, consensus -- arrayed in terms of requirements for competencies at managing conflict) -- and I charge the groups to develop consensus before raising their hands.

Over 90% of the time, groups come in with the wrong answer first. In moving around the room I don't accept answers from teams without first going around the circle to test that each person fully understands and accepts the answer to be provided. (Most often there's evidence or avoidance or collusion to be pointed out). I ask groups to debrief with a focus on a key question; "what helps and hinders teams in solving problems or making decisions". Almost always a very energetic discussion ensues, and many points can be drawn out of this prime example of "learning from experience". The exercises helps to establish a norm for "process observation." The exercise and debriefing serve as a nice entry to a more complex problem-solving simulation (often a 'survival exercise').
…

You have to work out the answer. I've had several side-emails already, with the usual range of false answers.. 12, 28, 48, etc. ;-) Please make a decision, and I'd be pleased to tell you if it's right or not. There are no tricks, and I'd be happy to answer any questions about fair assumptions to make. People often wonder, for instance, about whether price=cost, and I'd want you to consider them the same thing. 

This is of course what makes the exercise so much fun.. it's a great opportunity to lecture about the Zeigarnick effect.. our preoccupation with "unfinished business";-) Even once the answer is explained, many of my students don't quite get it, though some wake up in the middle of the night with a flash of insight. 

The exercise provides a rare opportunity for a team to learn that it failed in making what would seem a very simple decision. This creates a powerful "teachable moment". I once did an interview in an aerospace firm and found an executive who had taken a class ten years before who picked right up on the dialog from this incident. 

Many years ago I was lucky enough to do a workshop on leadership for supervisors of public utilities in the Caribbean. What a wonderful experience it was, working with an incredible group of people, few of whom could read or write, and yet capable of so very much. 

I used the shoe store exercise, and went back after two years to conduct a follow-up evaluation study on behalf of a UN agency. I'll never forget speaking with a supervisor in Barbados who had not attended my workshop, but who could tell me all about the "shoe store problem" and some of it's implications to him. 

14) Steve Iman
Cal Poly Pomona

