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THE GUTS TO DO WHAT IS RIGHT: A RHETORICAL CRITICISM
Introduction

Reginald Rose’s 12 Angry Men is world renowned for both its film and stage adaptations.  Its minimalistic setting of a solitary deliberation room for the vast majority of the production allows for intense character development and interaction.  The works application to leadership studies is relevant not only for its ethical arguments for equal opportunity, but also for its showcase and deconstruct of the application of group dynamics and decision making.  In this paper, I will address Rose’s rhetorical devices within the historical context of the teleplay, the application of Kouzes & Pousner’s 5 practices/10 Commitments by Juror #8 within the deliberation room, and finally the application of this drama to real challenges in organizational life.
Context in Criminology
Rose’s work was written in 1954.  The United States had recently elected Eisenhower and signed the Korean Armistice.  Stalin had just died and the Geneva Conference and SEATO had created tentative cease fire agreements throughout Vietnam, Cambodia and Laos.  The first atomic submarine had just gone into commission.  The play then was written in the shadow of one war, and the foreshadow of an impending new war in Southeast Asia.  At home, McCarthyism was finally coming to a head with the Senator’s Inquiry by the Army.    If the country wasn’t unstable enough; the desegregation decision of Brown vs. the Board of Education pit son against father at the dinner table.  At the same time the first children were getting the polio vaccine and scientists discovered DNA which would forever shape humanity’s understandings of race, class and gender.  The world as Americans had known it for nearly two centuries was changing rapidly.  This is the stage in which Rose sets 12 Angry Men: a world where racism, classism, ageism and sexism still reign, but a world where solitary individuals are beginning to come forth and stand up for what is right on several fronts.
Rose’s Rhetorical Devices 

The play uses several rhetorical devices throughout to deconstruct not only the judicial process, but also the archetypal characters presented.  Several literary foils are present and seated across from one another at the jury table.  Direct juxtapositions are given between young and old jurors, educated and working class jurors, introverted and timid and brass and extroverted jurors.  The table could almost be seen as a mirror, on each side the polar opposite archetype is displayed in an effort to create the conflict in which literary epiphanies can occur.  Many of the jurors use classic Socratic rhetorical devices in their monologues.  Juror #8 who does most of the successful persuasive speaking employs significant uses of: 

Apostrophe: a sudden turn from the general audience (jury table) to address a 
particular subset or particular individual.  
Example: Juror # 8 does this repeatedly, but especially with Juror #10.  Rose 
emphasizes this construct when during 10’s racist diatribe the other jurors slowly 
leave and then turn away from the deliberation table.
Hysteron Proteron: inversion of natural progression of events for desired effect.
Example: Throughout the teleplay this is the prominent mode of deconstructing 
arguments.  One Juror will support his guilty verdict with a relay of evidence 
presented at trial and then Juror #8 will deconstruct the evidence in a backwards 
timeline.  Perhaps the best example is that of the old man who “heard” the father 
hit the floor dead just as the train went by.  Juror #8 deconstructs this argument 
with the L train argument.
Paradox/Personification: an assertion opposed to common sense yet perhaps 
true/assignment of human attributes to an impersonal thing.
Example:  The switchblade is an excellent example of both.  First, the idea that 
the knife fell out of the boys pocket, and someone found it and killed his father 
with it, or that a completely unique but identical knife was used seems 
implausible, but Juror #8’s description makes it so.  Second, the knife becomes a 
personification of the slum itself: a place where violence is just laying about, sold 
at pawn shops on every corner, whereas later orchestrated by Juror # 5, everyone 
knows how to use a switchblade.
Synechdoche: the use of the whole for a part, or a part for a whole.
Example:  Juror #8 begins his argument for the boy’s troubled youth with this 
device.  However, the device is repeatedly employed by the racist Juror #10, who 
lumps all people of certain classes/races as “those people” prone to violence and 
drunkenness.
Tautology: the repetition of an idea in different, words/phrases repetitively.
Example:  Juror #8s primary argument throughout is for the precept of reasonable 
doubt, his monologues are all basically intrinsically identical just reworded.
Juror # 8’s Application of the 5 Practices/10 Commitments 

In their book The Leadership Challenge 4TH edition (2008) the sequel to Credibility: How Leaders Gain and Lose It, Why People Demand It (2003) Kouzes and Posner introduce their readers to the application of leadership in developing the community construct outlined in Credibility.  The chart on page 26 of The Leadership Challenge orchestrates 5 practices and 10 commitments leaders can apply to groups to create community.  Almost 50 years prior Rose was using these same techniques through the vehicle of the character of Juror #8 to dissolve conflict and create cohesion in the jury room.
Model the Way
In this practice leaders are encouraged to use their authentic voice to affirm 
shared ideas and set an example which aligns actions to shared values.
Juror #8 “Model’s the Way” by taking the initiative to vote “not guilty” from the start.  His credibility persuades the old man to join him purely because the man believes Juror #8’s motives are good.  Further, throughout he uses argumentative applications that negate faulty evidence and faulty reasoning (Johnson, 2005, pgs. 233-234).  Moreover, Juror #8 is able to build community even in an environment of crisis and heightened stress.  The jurors are locked into a room with a faulty fan on the hottest day of the year to decide the life or death fate of a 19 year old boy, clearly Juror #8 had his work cut out for him (Christensen & Kohls, 2003).
Inspire a Shared Vision

Leaders enlist others in a common vision by appealing to shared aspirations.

Juror #8 “Inspires a Shared Vision” by not only asking the other jurors to put themselves in the shoes of the boy who might be put to death, but by inspiring a sense of responsibility and civic duty in them with chastisement of their quick decision.  His insistence on this civic responsibility mitigates the social loafing even of the most severe case as presented in the hyper active salesman juror who wants to get to the ball game (Johnson, 2007 pgs. 149-154).
Challenge the Process

Leaders seize the initiative and create small wins.

The meat of the teleplay consists in the application of this practice.  Juror #8 creates many small wins throughout.  First, he gets them to agree to spend one hour discussing the case.  He then systematically deconstructs the justice system itself: burden of proof, questions of motif, competency of defense lawyer, reasonable doubt.  All along, subtlely gaining support for his point of view through small wins.  Using this tactic Juror #8 defeats several key traps of Group think: collective rationalization, stereotypes of outside groups and illusion of unanimity (Johnson, 2007, pgs. 154-157).
Enable Others to Act

Leaders facilitate trust and build relationships by strengthening others self-
determination and competence.
We see several transformations in the teleplay, of special note is when Juror #8’s example “enables” the timid juror #2, the foreign born juror #11, the working class juror #6 and the elderly Juror #9 to stand up to the oppressive Juror #10 and belligerent Juror #3.  Because of his example Juror #8 creates a community which will not tolerate: racism, classism or ageism.  From the first scene inside the deliberation room there is an air of moral exclusion, even when Juror #8 finally negates race/classicism/ageism within the deliberation room this moral exclusion continues until one by one, a juror of each type confronts Juror #10/Juror #3.  This emboldening is facilitated by the environment of safety Juror #8 continually creates with his calm and rational demeanor (Johnson, 2007, pgs. 162-164).
Encourage the Heart
Leaders recognize contributions of individuals and celebrate the shared values 
and victories.

Juror #8 “Encourages the Heart” of the jury as a community by asking them first to empathize with the disadvantaged boy, purely as motive for spending time deliberating his fate.  He continues with his monologue on prejudice and its misapplication in the jury room and the teleplay ends with a true act of selfless leadership when Juror #8 retrieves the coat of the distraught Juror # 10 and puts it on him.  By championing substantive conflict he successfully created a community where justice was valued and classism/ageism/racism not tolerated Juror #8 brings the jury in full circle from Abilene Paradox as they entered the courtroom to a just result of “Not Guilty” via reasonable doubt as they exited (Johnson, 2005, pgs. 221-229).
Organizational Life as Deliberation Room

Throughout our organizational lives we are confronted with deliberations of large and small scale.  In today’s lean and mean enterprises cross functional teams are prime breeding grounds for the same type of silo reactions displayed throughout Rose’s teleplay.  Increasingly we are asked to compete and collaborate globally bringing with it unique challenges in communication.  Medium ground between cultures/departments is established with many of the some tactics of Juror #8: obtaining credibility, defining terms and developing consensus.
In 12 Angry Men Juror #8 established his credibility with an unrelenting guardianship of the parameters of the law.  In business, credibility is gained similarly through self discipline, attention to detail, reliability and motives which have an equilibrium based in the well being of the corporation at large/shareholders/community and not blind self interest.  Congruently, credibility is also as easily lost as it was in the teleplay through acts of prejudice, blind misjudgment or loss of personal control.

Juror #8 sways an entire jury by meticulously defining the parameters of the law and developing a consensus around those legal definitions.  As leaders we set the tone for our organization through thoughtful creation of mission/vision/values which first set forth a blueprint for the organization; then we use that concise blueprint to build a community of collaboration driven by common objectives/goals.  Throughout this process, we must be continually aware of any individual or group which may feel marginalized and make every effort to be inclusive and develop common ground.

Conclusion

Rose’s 12 Angry Men provides leaders with a vivid example of crisis management and community construct.  His effective theatrical application of Socratic devices of argument shed a harsh light on the historical context of his day.  Today, the teleplay can be reexamined through the lens of leadership studies as an example of the development of community construct and consensus through the mitigation of affective arguments which bog groups down in predetermined decision making and group think.  Juror #8 remains an example of leadership over 50 years after his inception leaving a legacy of avenues for leadership interpretation in the years to come as we continue to explore the parameters of leadership and the idiosyncrasies of group decision making.
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