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Developing entrepreneurial strategies

Dart exercise


DART Exercise

A: The story

This is an exercise that will make the participants experience the need to formulate appropriate strategies in certain situations. The participants will have to engineer and develop competence to use appropriate strategies in a competitive situation. The exercise will also make the participants experience certain personal enterpreneurial qualities such as risk taking, commitment to work contract, opportunity seeking, goal setting, systematic planning and self-confidence through real money investment. the participants will also be able use feedback to the maximum and to elaborate individual and group strategies and adjusting them to changing conditions.

The trainer explains to the participants that they should form groups (or companies) consisting of five to six members, each. Each company is required to make specified real money investment. The companies will compete in a Dart market as each group throws the darts to a dartboard following specified rules and in return for specified points. The game is played in three rounds during which the members of the companies decide jointly about the risk to be taken by every active player. There are always only three active players per company and round. The other members act as silent partners. The rules of the game change from round to round in order to simulate different market conditions. The companies’ success or failure depends on their capability to develop and effectively employ suitable strategies to match the players’ skill with the distance from which the darts are to be thrown, and the changing conditions  (rules of the exercise).

B: Basic information

Objectives of learning


Basic objectives to be achieved by participants


The participants

· experience certain personal entrepreneurial qualities such as risk taking, commitment to work contract, opportunity seeking, goal setting, system planning and self-confidence;

· elaborate individual and group strategies and adjust them to changing conditions;

· use feed back to the maximum.

Additional objectives of a higher level depending on the situation and the current conditions of the target group
The participants internalise the importance of personal entrepreneurial qualities as risk taking, commitment to work contract, opportunity seeking, goal seeking, systematic planning, building self-confidence and developing strategies.

Uses
Entrepreneurial strategies, qualities and characteristics

Situational change management

Simulation of business start-up 

C: Further Information

Time
3-4 hours

Preparation of rooms
· Dart board is hung on the wall at shoulder height.

· 8 m of masking tape marked by a metre stick to indicate the distance from the dartboard is placed on he floor in front of the dartboard. (Note that there is no mark at a distance of 1 metre from the dartboard). The distance multipliers are also indicated along side the metre-marks of the masking tape according to annex 2.

· Participants stand in groups of five members, each, in a semicircle facing the dartboard.

Requirements

Trainers/assistants
One lead trainer and three co-trainers

Didactic aids to prepare
· Dart Board Score Chart (annex 1)

· Distance Multiplier Chart (annex 2)

· Companies’ Scoring Chart (annex 3)

Materials for the trainers (during the exercise)
· Coins (small change)

· Money box for every company to put in its investment

· 1 dartboard (preferably fixed on a wooden base)

· 3 light darts

· 3 heavy darts (new technology)

· Mashing tape

· Metaplan cards

· Soft boards and flip charts

· Large sheets of paper (to be fixed on the soft boards)

· Measuring tape (metric)

· Marker pens

Materials for the participants (during the exercise)
· Real money

· Paper

· Pens, pencil

· Metaplan cards

· 1 marker pen per group

· 1 small box to keep the collected money

D: Learning Process Overview

Step
Time
Most important contents

Preparing the room
30’
· The dartboard is hung on the wall at shoulder height.

· 8 metre of masking tape marked by a meter stick to indicate the distance from the dartboard (no mark at a distance of 1 metre from the dartboard). The distance multipliers are also indicated alongside the metre-marks of the masking tape according to annex 2.

· Enough space for the participants to stand in groups of five members, each, in a semicircle facing the dartboard.

Grouping


10’


Forming groups (six members maximum) through energiser.

Introduction of the exercise
10’
The purpose of the exercise is explained, i.e., the groups are to enter and compete in the dart market. Key information such as entrance fees and general rules is given.

Registration of the companies and collection of entrance 
10’


· The companies are registered.

· Each company pays a specified entrance fee.

Viewing the light darts
5’


Participants are shown and allowed to touch the light darts before round 1 starts.

Explaining the scoring procedure
5’


With the help of the Dart Board Score Chart (annex 1) the lead trainer explains how the scoring would be done.

Showing and explaining the metered masking tape and the Distance Multiplier Chart (annex 2)
5’
The lead trainer

· Shows the metered masking tape.

· Explains the chart displaying the multiplier function of the distance (annex 2).

· Explains how the overall points will be computed.



Explaining the winning procedure
3’
The lead trainer explains that the group scoring highest during the respective round will win the amount paid by all groups.

Each group choosing its active three players and respective throwing distance for round 1
10’
· Groups select members who will play actively in the following round.

· Groups choose the distance from which every active member will throw the darts (distance fixed for every round). There are three shots per active group member.

Training 
10’
The lead trainer allows individual trial shots against a moderate payment of specified training fee for sets of three shots.

Playing the 1st Round
20’
The companies play the first round, one after another. The trainer announces the score of each shot and transfers the results of each thrower to the Companies Scoring Chart (annex 3).

Announcing the overall results of round 1 and awarding the winning group.
5’
· Announcement of the overall results of round 1.

· Giving the award (i.e. money collected as entrance fees) to the winning group.

Announcement of new rules for Round 2.
5’
The trainer explains the new rule for round 2, that is, each group with negative score (below zero) has to pay a penalty equal the entrance fee. The penalty to be paid will be added to the winning companies’ prize.

Training 
10’
The lead trainer allows individual trial shots against a moderate payment of a specified training fee for sets of three shots.

Playing the 2nd Round
10’
The companies play the second round, one after another. The trainer announces the score of each shot and transfers the results to the Companies Scoring Chart (annex 3).

Announcing the overall results of round 2 and awarding the winning group
5’
· Announcement of the overall results of round 2.

· Giving the award (i.e. money collected as entrance fee and penalty) to the winning group.

Announcement of new rules for Round 3 and showing the new darts to be used in this round
5’
The trainer explains the new rules for round 3 as follows:

· Double entrance fees.

· Use of heavy darts as an option to be chosen by companies.

· Individual trial shots against a moderate payment of a specified training fee for the use of the new technology.

· Retention of the penalty rule.

· Encouraging side–betting on individual throwers as well as on the companies’ performance.

· Companies may declare bankruptcy  against payment of an equivalent of half the entrance fees (to avoid further losses).

Conducting, scoring, announcement of results of Round 3 and handing over of prizes.
25’
· Announcement of the scores of each shot.

· Co-trainer transferring the results for each thrower to the scoring table (annex 3).

· Announcement of the overall results.

· Give as award the money collected as entrance fees and penalty to the winning group.

Processing

Generalising
30’
The exercise is then processed and the learning points generalised considering the specific environment of the participants and the country.



E: Integrated Learning Process Organisation (ILPO)

Step
Time
Most Important Contents
Activities of Trainer
Range of Possible 
Activities of Participants
Required Materials
Hints

Preparing the room
30’
· Dart board is hung on the wall at shoulder height.

· Preparing of the distances with masking tape.
preparing and setting the room

Dart board, soft wooden board, masking tape, marker pens, measuring tape
Preparing the distances:

8 metre of masking tape placed on the floor and marked by a meter stick to indicate the distance from the dartboard (no mark at a distance of 1 metre from the dartboard). The distance multipliers is also indicated alongside the metre-marks of the masking tape according to annex 2.

Grouping


5’


Forming of groups (with six members maximum) through energiser.
deciding on the energiser and giving it
participating actively in the energiser

Allow for sufficient time for group formation.

Introduction of the exercise
5’
The purpose and general rules of the exercise are explained, i.e.:

· The groups are to enter and compete in the dart market. 

· The groups prove their skills in successfully throwing the darts onto the dart board.

· The participants have to invest to enter the market. Therefore, a specified entrance fee has to be paid by all groups.

· Only three members per group are allowed to play per round. There may be a change in the fourth round. The remaining group members are silent partners.
explaining, 

answering, 

listening
listening

discussing

questioning

Emphasise that the exercise is not only fun but also a good opportunity to learn important lessons that can make the participants better entrepreneurs. 

Take enough time for explaining.

Explain the meaning and role of the ‘silent partners’.

Allow for enough time for the groups to determine the active distance and their throwing distances.

Avoid too many rules.

Registration 
10’


· The companies are registered.

· Each company pays a specified entrance fee.
instructing, registration, collecting fees
deciding on company names, collecting and paying fees, providing information 
metaplan cards,

money
The fees should be set realistically.

Explaining the rule 1st round
15’


The participants can see the light darts and are allowed to touch them before round 1 starts.

With the help of the Dart Board Score Chart (annex 1) the lead trainer explains how the scoring will be done.

The trainer shows the metered masking tape.

He/she explains the chart displaying the multiplier function of the distance (annex 2).

The lead trainer explains that that group scoring highest during the respective round will win the amount paid by all groups.
explaining, 

displaying the darts

showing distances

answering questions
asking questions

listening

discussing

viewing

touching the darts 
dart board score chart (annex 1), 

light darts

distance multiplier chart (annex 2)
At this stage only touching is allowed.

Take time to explain thoroughly to satisfy the participants.

Make sure each participant understands particularly the Distance Multiplier Chart.



Preparation of groups for action
10’
· Each group selects three members to play in round 1.

· Each group also chooses the distance from which every active member will throw the darts (distance fixed for every round). There will be three shots per active group member.

· The names of the players and the throwing distances are written on metaplan cards and collected by a co-trainer. 

· The lead trainer allows individual trial shots against a moderate payment of a specified training fee for sets of three shots.
explaining, collecting information from the groups,

recording information on annex 3.

collecting information on training needs and training fees

organising and supervising training.
deciding and providing information

training, if needed


metaplan cards

dart system 
Remind the active group members that their individual results will count for the whole group.

Avoid free training



Action 1st round
20’
Companies act for the first round, one after another.

The trainer announces the score of each shot and transfers the results for each individual to the Companies Scoring Chart (annex 3).
explaining

watching

announcing shorts

transfer results
participating actively 

listening and watching
supporting their throwers
scoring table (annex 3)

marker pens
The trainer should check that the participants do not step over the distance mark on the masking tape.

The result of each shot should be announced properly and loudly. 

A co-trainer closely controls the handling of the darts and watches safety matters.

Publishing of results 1st round
5’
· Announcement of the overall results of round 1.

· Giving the award (i.e. money collected as entrance fees) to the winning group.
explaining

announcing

presenting awards.
listening 

receiving 
collected fee money


Explanation of rules 2nd round
5’
The trainer explains the new rules for round 2, that is, each group with negative score (below zero) has to pay a penalty that equals to the entrance fee. The penalty paid is added to the winning companies’ prize.
explaining

answering

collecting entrance fee


listening

questioning 





Preparation of groups 2nd round 
10’
The lead trainer allows individual trial shots against a moderate payment of a specified training fee for sets of three shots.
collecting information on training needs and training fees

organising and supervising the training
undergo training, if needed
dart system as installed
Avoid free training.

Action 2nd round
10’
The companies act for the second round, one after another. 

The trainer announces the score of each shot and transfers the results of each player to the Companies’ Scoring Chart (annex 3).
explaining

watching

announcing results of shots

transferring results
playing
scoring table 

marker pens
The trainer should check that the participants do not step over the distance mark on the masking tape.

The result of each shot should be announced properly and loudly.

A co-trainer closely controls the handling of the darts and watches safety matters.

Publishing of results 2nd round
5’
· Announcement of the overall results of round 2.

· Giving the award (i.e. money collected as entrance fee and penalty) to the winning group.
announcing

explaining

answering

awarding


questioning 

payment
money

small box


Explanation of rules 3rd round

The trainer explains the new rules for round 3 as follows:

· Double entrance fees.

· Use of heavy darts as an option to be chosen by companies.

· Individual trial shots against a moderate payment of a specified training fee for the use of the new technology.

· Retention of the penalty rule.

· Encouraging side–betting on individual throwers as well as on the companies’ performance.

· Companies may declare bankruptcy  against payment of an equivalent of half the entrance fees (to avoid further losses).
explaining 

receiving

answering


questioning 

payment

discussing
money

small box

heavy darts


Publishing results of 3rd round
25’
· Announcement of the scores of each shot.

· Co-trainer transferring the results to the scoring table (annex 3).

· Announcement of the result of the 3rd round and the overall results.

· Award of the money collected as entrance fees and penalty to the winning group.
announcing

awarding

answering

explaining
questioning

listening
scoring table

prize (money)




Processing

Generalising
30’
The exercise is then processed and the learning points generalised considering the specific environment of the participants and the country. 

Key questions concerning the groups' strategies under changing conditions:

· How did your company decide about name, active and silent members as well as the distances to be taken (individual decisions or group consensus)?

· How did you reconcile minimising risk and maximising opportunity? 

· Why did you decide like you did on the distances (basis for decision)?

· How did the penalty affect your strategy?

Ask all groups for interpretation if changes of active members and distances during the various rounds took place. Refer to the Scoring Sheet! Why? 

· Why did the losing companies not meet their goals? 

· Ask the respective groups for clarification if anything unusual happened (bankruptcy, quarrelling, payment of penalty, ...).

· Ask why some groups or individual members did not use the opportunity to test the heavier darts.

· Which entrepreneurial qualities did you experience? Write on metaplan cards! Discuss individual cards and ask the other participants to comment on it.

· Which business lessons did you learn from this exercise? 

Lead over to the strategies applied by the different companies. Show their respective performance with the help of the Scoring Chart. 

Inquire from them how they changed (or not) their strategy. Ask them to classify these strategies according to the three main ones previously mentioned during the training.

Which company decided to use an adapting strategy, i.e., through practice, method of throwing, changing distance, or the usual case to adapt to the new situation (rules) with the same personnel or same darts?

Which company tried to change the situation, e.g. by influencing the trainers to introduce other rules or not to introduce those rules played during the game because it feared losses? Who tried to influence members of others companies (disturbance during their shots, "psychological war")? Which company gave a personal loan to another company (which was short of cash)?

Which strategy was the most effective? Do not only look at the results and the money gained! Poor (throwing) qualities of one company may have barred its way to win the money. 
explaining

asking key questions

answering


listening 

questioning 

answering
completed annex 3

metaplan cards,

soft board and flip chart paper,

marker pens
Reinforce the need for calculated risk-taking attitude of successful entrepreneurs based on the individual and corporate skills of the company and its members. This reinforcement has to centre around the fact that - like in this exercise - people will invest their own money into their business and may be in danger of losing it, if they are too confident and not taking feedback as learning experience to calculate their risk. 

Explain that calculated risk lies in a distance of about 3-4 metres! 

Explain that the feedback of results was transformed into adjusting strategies!

Explain that the throwing technique was new. 

· Why didn't they invest in training and practice to familiarise themselves with the technology? 

· Too much confidence or missing self-confidence prevailed? 

· Why was the distance not adapted accordingly?

· Each round was not properly planned by the whole group. 

· Why did the silent partners not interfere? 

· The risks taken were too high and the chosen strategy did not match with the members' abilities! 

Explain decision making, assess new techniques, goal setting, skill factor like investment in trial shots, pursuit of a strategy which had to be continuously adapted to the changing situation, etc. 

Alternatively you can ask which company applied a complementing strategy, i.e. to bring in new throwers from among the silent partners or to apply the new technology. 

Explain that a strategy is only appropriate if its own qualities and environment are considered adequately. The goals of all companies were the same in this game, namely to make money! It is difficult to favour only one strategy at any time. A good entrepreneur always tries to figure out the strengths and potential outcome of several strategies before he/she decides to go for one.



Synthesis

See list of articles referring to this subject.





F: Hints for preparation, typical situations and dangers

The amount to be paid as entrance fee has to be fixed beforehand by the trainers. It should neither be too high nor too low so that serious decision can be expected (no gambling) from the companies.

Make sure that groups are already formed prior to the start of the Dart exercise (group forming energiser).

Take sufficient time to answer all forthcoming questions regarding scoring and the other rules of the game.

Emphasise that silent partners form part of the company because they:

· pay their share,

· may also throw darts in other rounds of the game, and

· take part in decision making.

Make sure that the entrance fee is not too high but, nevertheless, divisible by the number of members per company.

The companies' names should be written on metaplan cards and submitted to the co-facilitator.

The names of the active group members are only entered on the Scoring Chart when all companies have submitted their written commitments on metaplan cards.

Announce the accumulated score after each of the three shots of each participant.

In case of "gambling" accusations, refer to the fact that companies are free to choose shorter distances or to declare bankruptcy (from round 3 onwards).

Collect the individual money for trial shots directly and enable the respective participant to take the shots while keeping the other participants out of reach (i.e., behind the thrower), if there are more trial shooters direct them to stand in a queue waiting for their turn. Make sure that everybody can take as many trial shots as he wants within reasonable time limit.

If there are bankrupt companies, the other groups are free to invite them as shareholders.

G: Variations

1) Alternative uses and objectives 

None.

2) Minimising/Maximising

Generally the trainers should be flexible in terms of time management depending on the participants education level and the time required to obtain the necessary information.

Variation 1 

All participants are given an opportunity to throw 3 shots of the light darts and their score published on a chart but only available during processing. However, the companies can inquire about it if they find it useful.

Variation 2


(1)
Some of the rules given for round 3 may be introduced only in round 4, especially:

· Double entrance fees,

· Declaring the company bankrupt,

· Side-betting,

· Use of facilitators as consultants for hire,

· Joint venture.

A fourth round may be envisaged, if after Round 2, the facilitators have the impression that the learning points are not yet understood to a certain extent, particularly if companies (or individuals) start to "gamble" ("All or Nothing"), if group leaders make sole decisions for the whole company, or if the same company always wins.

 (2)
In case there are many companies which have to pay penalties (score below zero), you may introduce double or triple penalty in order to force them to take a calculated risk. 

(3)
Coupled with the possibility of declaring bankruptcy, other companies may like to invest more into their business urging others to follow their example in case they feel confident enough to win the market. Those companies, which feel unable to compete, may declare bankruptcy according to the rules explained above. An extra time of five minutes is allotted for this decision. This variation is recommended for CEFE training for existing entrepreneurs.

(4)
Companies may take loans in case they cannot raise sufficient amount or money, or in case the members think that taking a loan may bring advantages. This variation will have to be announced during the explanation of the game's rules. One co-facilitator can act as a banker and charges the country's prevailing interest rates on loans.

Variation 3

Round 1

1.
Brief Introduction of Exercise


Lead trainer introduces setting and darts (light) to the class.

2.
Formation of Companies

2.1
Name of Companies

2.2
Name of Members and their Positions


(Co-trainer records company names and members in the scoring table)

3.
Investment (Local Currency 1 per member)


(Note: Cash box needed for each group)

4.
Explanation of rules

4.1
Companies competing in the dart market

4.2
Three players per company per fiscal year


(Note: The rest are silent players)

4.3
One dart per player

4.4
Decision sheet per round: players and distance

4.5
Trial

(Participants are allowed to hold the darts but the facilitator should not offer the information. This is part of the participants' exercising their information seeking competence. Trainers will not announce but trial is allowed, and participants will have to pay (roughly, ten percent of investment per person)

4.6
Scoring (refer to score chart)

4.7
Multiplier Score (refer to multiplier chart)

4.8
Profit sharing (according to positive score of companies)

5.
Collection of decision sheets per company



(Co-trainer records names of players per company and distance taken)

6.
Collection of investment of companies (by co-trainer)

7.
Play Round 1 (start with company from the top list)

8.
Announce result of Round 1.

9.
Calculate and distribute winnings.

Round 2

Introduction of Penalty

1.
Companies can change players and distance from Round 1.

2.
Penalty for negative score.

3.
Collection of decision sheet.

4.
Collection of investment.

5.
The rest of the rules, same as Round 1.

6.
Start with company from the bottom list.

7.
Collection of penalty (if applicable).

8.
Calculation and distribution of winnings.

Round 3

Introduction of Heavy Darts

1.
Allow trial - ten percent of investment per dart.

2.
Light Darts - investment per member at LC 1.


Heavy Darts - investment per member at LC 2 (double).


Combination of Darts - LC 1.5 per company member.

3.
Usual penalty clause applies.

4.
Other rules the same - change of players and distance.

Round 4

1.
Joint venture allowed.

2.
Bankruptcy allowed - pay 50 percent of investment per member.

3.
Consultancy service and hiring of experts are allowed and fee is negotiable.

4.
Other rules apply.

After distribution of winnings, start processing. (refer to text)

Variation 4

Steps

:

Year 1

1.
Explain that the participants are about to enter the "Dart Market" which is an exercise that simulates actual situations when starting or operating an enterprise. Request them to listen carefully to instructions and clarify them to make sure they have understood everything.

2.
Explain that they can decide to participate in the market either as sole proprietorship, partnership (two members) or corporation (minimum three, maximum five members).

3.
Instruct that once organised, they must register the company name with appropriate agency of the government to give recognition and legal personality to the business. Inform them of the paper requirements, location of the agency (somewhere in the room), and fees levied. A chart on the board as follows will help:





Sole
Partnership





Proprietorship
Corporation


Registration Form
LC _____________  
LC _____________



Processing Fee
LC _____________
LC _____________



Minimum Capitalisation
LC _____________
LC ______________

4.
Explain in detail the mechanics of the Dart Game by showing darts (low quality first), dart board, the distance and multiplier charts (same as in standard Dart Game). Each company will have three darts per year. Single proprietors will execute all three darts while partnerships and corporations can divide the darts on chosen operators, or elect only one to execute all three darts.

5.
Have each company make a decision on how to compete in the Dart Market in terms of:

a. who will operate the business for a particular year (operators/players are selected in the case of partnerships or corporations, but owners operate the business themselves when in sole proprietorships).

b. distance to be taken.

Decisions are to be written on metaplan cards and submitted to the collector (co-trainer) with the corresponding entrance fee (Local Currency ________) before execution.

6.
Allow companies to execute their decision by turns, once all entry fees are paid and checked by the collector.

7.
Record the performance on the chart and at the end of the round, the outcomes are announced from least to best performance. Prizes (earnings plus trial money) are awarded, pro-rated based on percentage share of the score of the profitable company to the total accumulated score of all profitable companies. Registration money is not given out as a prize.

8.
If a company wishes to practise, allow them to do so but only on payment of a fee (Local Currency ________) per dart used. Do not offer the opportunity to practise as part of your instructions, but rather as a response to information seeking and networking behaviours of participants. This step is allowed because in the real business world, trial production and research can normally be done, and usually at a high cost to the neophyte.

Year 2

1.
Announce that the Market will be governed by the same set of rules, except that this time, any company that will post negative outcomes will be penalized by paying double the entry fee.

2.
In addition, announce that henceforth any company is free to reorganise by splitting, merging or dissolving itself. Any company that reorganises will have to pay the following fees:




Bankruptcy fee
-
Half the entrance fee



Registration fees
-
Same as in Year 1 to legalise the new company


Any company that decides to dissolve and stop participating in the Market is levied only the bankruptcy fee. Otherwise (as in mergers or splits), both fees are levied.

Year 3

The same set of rules as in Year 2 applies, but in addition, new technology is introduced into the market. Companies wishing to use the new technology pay a premium fee (double the price per dart) and will be allowed to try out the new darts.

Year 4

This round is optional and will be introduced only if time permits. This is the Open Market Year, where the government imposes no additional rules apart from those already introduced in Years 1 to 3.

3) Substitutions

None.

H: Annexes

Chart

Annex 1 Dart exercise

Dart Board Score Chart
[image: image1.png][image: image2.png]


[image: image3.png]












Scoring

Bull’s 
+40 Points

Inside 
+ 30 points

Middle Circle
+ 20 points

Outer Circle
+  10 points

Border Circle
- 10 points

Border Miss
- 20 points

(even if dart fails to stick) 

Dart Falls
0 points

(hits inside, middle or outer circle but fails to stick for
at least three seconds)

Chart

Annex 2 Dart exercise
Distance Multiplier Chart
Distance                                         Multiplier


2 m
1


3 m
2


4 m
4


5 m
8


6 m
16


7 m
32


8 m
64



The final score is obtained by multiplying the distance factor with that factor derived from the outcome of the throw (see annex 1)

Chart

Annex 3 Dart exercise

Companies' Scoring Chart
Company
Round 1
Round 2
Round 3
Round 4

(Optional)


Di
Sc
Tot
Di
Sc
Tot
Di
Sc
Tot
Di
Sc
Tot

Name A













Name B













Name C













Name D













Name E
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Name A













Name B













Name C













Name D













Name E













Total













Company

N

· 













Note: Draw this chart according to the number of companies on a large kraft paper.

Legend:
Di - Distance
              Sc - Score
                             Tot - Total

Border Miss





Middle Circle





Border Circle





Outer Circle





Inside Circle





Bull’s Eye
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