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SOME ISSUES REGARDING POWER RCLES IN EMERGENCIES AND EXTREME CONDITIONS*
E. PAUL TORRANCE

In this paper 1 shall examine some of the issuen regarding power roles
in emergencies and extreme conditions in the light of the emall amount of

relevant research availrble and & considerable quantity of anecdotal data,
Power will be regarded as "an individual's ability to determine the vehavior
of others whenaver he wishes to do so" (28). Small groups in emergencies and
extreme conditions will include: aircrews downed behind enemy lines, on water,
in the Arctic, and in other extreme conditions; ship crews under fire and in
other dangerous situations; groups in isolated, d angerous, Arctic outrosts;
prisoner of war, escape and evasion groups; groups of secret agents; underground
groups; infantry squeds and platoons under severe enemy attack; ard air to air
fighters in c ombat,

The general igsue to be examined can be stated as follows: How does the
power role of the leader differ in emergencies and extreme conditions from
power roles under relatively "normal" oconditions? Does our knowledge of the
functioning of the power role in relatively non-stresaful conditions provide
& basls for improving leadership in emergencies end extreme conditions? Or,
does & knowledge of power rolees in emergencies and extreme conditions provide
clues for lmproving leadership in relatively non-stressful dtuations?

Some of the leading lesues are exemplified in such dramatic statemeants ce
those of ‘former Secretary of War Patterson that "there can be no democrasy in
the pletoon advancing under fire to take & tectical objective" (1l) and of
Homans, a respected sociologist, that "familiarity breeds contempt" and that
nofficers impair thelr authority by 'going around with! their men" (15).
Further issues include such questions &as: How does & leader validate his
power role in emergencies snd extreme conditions? When is he justified in
acting outside his authority? When the leader does not wlidate his power
role, is mutiny Juetifled? In small groups, ie & leader with pow~r really
needed in emergency and extreme conditions?

Intimacy snd Pover

PFirat, let us examine the issues connected with intimacy and the main-
tenenc. of power, Homans (19) argues that intimacy between the leader and
his men is undesirable because few men are tlexzlible enough to work out a
two-toned emotional reletionship, one for the time when authority must Yve
exercised and another for everydsy relaxed routine. Boag (3) and other
Arctic explorers have compleined of the inoressed difficulty of the leader
in mainteining his power if he has to live in the same oramped quarters as
his men,

A consliderable amount of evidence, however, leads me to gqueetion the

* Thie papér is &n informal note and is subjeoct to modification or withdrawal
at any time. If referenced, it should be described as an "unpublished draft."
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validity of such concluslons as thoase of Boag and Homan avron (1 d
his asagciates found that the leaders of thegbetter comgét nfantr§ Zgugge

were bhetter acquainted with their men than the leadere of the less effective 7
squade. Flight leaders in &ir to air combat, interviewed in our own study
¢f leadership and organizational fectors in flghter interceptor combat
effectiveness (32), mainteined that their power wes not adversely affected
by intimate association and living in the sume cramped quurters. In fact,
many of them maintained that the better flights could be identified by the
fact that the members ate togesther, drank together, and "went around with"
one enother., Xllsworth's account (13) of & emall group of ien on a long
and dangerous mission on one of the Pribvilefs during World War II presents
snother argument in favor of closeness in the relationship between the leader )
of a amall group and his men. ZIllsworth, & steff sergeant, was placed in :
command of the detachment instead of an officer because it wus thought that

an officer would have to "keen things G, I." in order to maintein hie au-

thority and that before the winter was over either the men would drive the :
officer ™uts" and "go nute" themselves. o

! The problem hes bheen examined in two of our studies at the USAF Advanced
] Survival School where the airmen and officers of a crew live together on &
rather intimate begis during their treining. Hites and his associates (18)
found that Survival training results in more intimecy and lees stratificetion
among crews. In snother study, I found that about 90 per cent of the men in ;
thiis seme situation malntained that the experience resulted in an incresse i
in respect for their leaders (33)s It has become cbvious that some few ‘
officers are unsble to pass the test which this situstion imposes; they & re i
unadle to validate their vower roles. Evidence from another study by lLevi, ‘
Torrance and Pletts (23) suggests thet aircraft commanders (crew leaders)
who are able tc validate thelr power roles during advanced survival tralning
pass an important test which affeots the later combat effectiveness of the
crev,

-

Yalidetion of the Power Role

Next, let us take a look at what leaders do in order to validate their
power roles in emergency end extreme situations. The intermediate degree of
stress provided in advancedl survival t raining as examined in the study of
factors which raise or lower the crew memberis respect for his leader provides
some interesting clues. The following factors were found to he relevant (33):

1. Zxpertpnesg:  being ahle to "get the crew out of trouble when
lost, displaying sdequacy in living off the land, etc.

2, Millingness to ghere depeer end discomfori: sharing unplensent
tasks; being able "to take it" in spite of sige, physical con-
dition, injury, tge, etc.

3. Willippgpesg to take risks: trying new skille first, trying new
foods first, etc.

4L, Willipgpesg to make decipions snd tske action: making firm de-

clsions when the ritustion demends it, teking consequences of
his decisionn, giving airmen resvonsibility und showing respect
for their judgment, etc.
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5. Acting putside his satherity: taking care of his men.

e

6. VWillingness tu take pulice action! weking the men keep clean, not

drinking excemsively &nd Yecoming abusive, pettine the men to
accept the sliaation, etc.

Bvidence from ovher studies and from anecdotali records can bde marshalled to
aunport the importance of each of these factors. Regarding expertness, it is
quite obvious that the meintenance of power is dependent uponthe leader’s ability
to meeét the needs of the meambwre of his group and in emersency and extreme
situationa this depends upunexpertneas, This is avpurently recornized hy
those who accept a lemdership concept of themaelves, In a study involving self
concept of survival adequacy and the acquisition of survival knowledge (29), I
found that the greatest gains as meuanred by pre- end post-tests were made by
(a) those whe felt wdequate and accepted a isadership self-concept and {b) those
whu felt most inedequate rather than (¢) those who felt sdeguate for survival
but rejected a leadership self~conocenvt,

Perhaps no fastor looms more important im the behavior of leesders in emer-
gencies end extreme conditions thant heir willingness to share denger snd discomfort.
Repeatedly thils has stood out in studies of combat behavior, such as Bgbert, Cline,
and Meeland's study of fighters and non-fighters among ground troops {12); Torrance,
Rush, Kohn and Doughty's study of leadership in air-to-air combat (34); and Flana-
gan's study of officers in Korean combat (i4), It aleo stands out in accounts of
escape and evasion (6, 24, 26, 27 ), prisoner of war survival (2, 4, 10), underground
and resistance groups (7, 8, 20, 35), and Arotic survival (13, 31). In some
respects, this concept seens to be contrary to findings such ss those of Ketg and
hie associates (21,22) thet supervisors of the more productive groups tend acE to
work along with thelr men and not to engage ir the mame kind of work &nd he concept
of many business executive thuv the "treppings of power' are necessery for the
maintenance of power. I have encountered considerable disagreement &s to the
degree to which the leader should expose himself to the pame dengers and discom~
forts ue his men, but there ir much to indicate that it is expected and that the
failure to meet this expectaticn is mccompunied by a decreace in power., It seems
fairly clear, however, that the "treppings of power" are not necessary in emer~
gency end extreme conditions,

Willipenems to tuke riuke haw been reveatedly observed as a part of the be~
hovicr of the leuder who s eble t¢ maintsin his power in e¢mergency end extreme
conditrons, Furthermore, iu simulated sursival sitostions, it nes been found
that ieaders who arrive av group decislions in a democratic menner are willing to
take more risks then ere leaders who fuil to consult thelr men (37). Avmerently
the confidence which comes from the feeling thut the group suvwoorts him and
shores ®avonsibiiity makes the leader williing tc masume greater risk. Willingnese
to take risks 38 sspecialiy prominent in euch combat leaders as the British air
ace, Bader(5), Americen Jet aces and fighter commanders (34), underground and
resistance leaders (7, 8), and POW lenders (26),

Upwlllipgness %o maeke decisione apd take actiop msy at times be tolerated
and actually encouraged in everydsy affairs, but cannot be tolerated in emergen-
cles »nd extreme conditions., The result i ususlly penic, death, or mutiny.

‘=i
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This does not mean that the leader cannot make use of the judgments and other
resources of the members of his group, but he still makes the final decision
and initiates mction. Eesearch in simulated survival situations (30) has in-
dicated that power differences frequently s tand im the way of good decisionm
making and ocour more frequently in permanent groups than ia temporary groups,

Wmm ie championed ia the Air Force's
offiocial manual on leadership (11)., This manucl o ites the example of an

officer at a dlaoked-cut combat station attempting to get bombs fused and loaded
and into his airplame. During this ticklish operatioa, a stream of supply
srucks from another oubfit drives dangerously near the airplane, The drivem
have authority to use that route and to drive fast., But a collision with e
airplane in the dlackout 1s imminent and will blow everyone to kingdom aome.
Time will not peralt the officer to go to the truck d river's commanding officer
because the danger is imminent and requires immediate action, 4Acocording to

the Alr Torae manual, the officer hus the moral authority to alter the route

of the trucke, BSuch scting outside authority is the very essence of leadership
in emergencies and extreme conditions because almost by definition such situs-
tions are unstructured and cannot be covered by usual rules, Many drematioc
1llustrntions of the exercise of she power »ole can be found i survival ex-
periences, JYor example, one airoraft commender threatened to shoot a orew-
nenber who wanted to "give up” and had refused to continve with the orew,

The ailing crewman oame along and survived, Todey, he i very havpy that

his airoraft oommander literally exeroised the "power 0f the gun." Another
aspect of this scting outside authority ia emergencies md extremes situations

is the suocessful leader's unwillingmess %o accept "no® for an answer, This

is dramutioally illustrated ia stories of Bader, the legless British ace (5),
Amerioan Jet aces (34), and stories of evosion and escape (5, 26, 27).

The Air Forae's manual (1l) en lesdership warns that in war there is a ]
pronounced tendency to let down oa "standards of polioce." It further warae ;
that additional efford will be required to retain previows standards of
cleanliness and that failure to exert this affort will result 42 a tendency
fur the men t0 live like animals and the deterioration of health and morale,
This appears to bde trus of all kinds of emergenoy and extreme conditions of
any considerable duration end is especially crucial in prisoner of war groups
(9, 10, 35) and small isolated outposts (13), Bome of the stories resulting
from failures aloag this line are almost unbelievable, One might question
why extra effort is required of the leader in stress situations. Ome possi-
ble explanation s that in emergenciss and extreme oconditions, imdividuals
resort to the more primitive typeas of behavior and show a nesd and oraving
for a lesder in the imsge of an omnipotent, godlike, father figure (135),

In other words, it may be necessary for the leader as a funotion of his power
role to aot in & very paternal way in mssuriag that oleanliness snd dlaoipline
are maintained duriag emergenocies and extreme conditions, This may he why
ordinary techniques of conmmand and discipline fail, as illustrated inm such ,
stories os Gann's Jaland in the Sky (16) ia which the airoraft commander, i
& strong leader even in ordinary droumstances, uasuccessfully attempted %o

exercise power 4in his usual way, After a man frose to desth as a result of

not following an order, he took sterner measures ia hamdling the remining

nen,
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One final question emerges concerning the validation of the power role of
the leader in emorgency and extreme zonditions: When is it necessary to vali-
date one's power role?! Must it be validated mmew in the emergency or extreme
condition or is it accomplished through prior tests or minor emergsencies.
Research and anecdotal evidence (4, 23, 31, 26, 35) suggests that in permanemnt,
small groups this validation takes place prior to the emergency or extreme
condition, In newly formed groups, previons claims to eninence must be re=
established. '

Mutiay

Gne of the most perplexing leadership questions throughout history has
been concerned with the iesues surrounding mutiny. When the leader fails
to validete his power role, what can be done? When survival of the growp
is threatened, this becomes a crucial problem indeed. The lesues ere
rather clearly drawn in the well-kmown story of the Caine Mutiny (36).
Captain Queeg had been tested in minor emergencies and had beem found
"wanting" by his men. In an emergency threatening the very survival of the
entire ship's crew, he again faltered and his sudbordimmtes assumed command.
Greenwald, the lawyer, bitterly infers that Queeg's failure might have been
avoided if his men had supported him a&ll along, Unfortunately, when the
extreme emergency occurs, this alternative is too late. Anecdotal evidence
indicates that this phenomenon occurs in real life in survival emergencies
(31), prisomer of war camps,” umderground saad resistance groups (8), and
other omergency and extreme conditioas.

Jda_e Leader with Power Necessarv!

A fimal issue to complicate matters is comcerned with vhether or not a
leader with power is needed in & small group. At first, you may think this
question adwurd and consider that this issue has been settled long ago. To
question the need for s lesder, especially in extreme conditions, ie probudly
sheer heresy. Actually, the issue 18 not ag absurd ss it might appear at
first. Philip Deane (12), repatriated from a North Korean POW camp, argues
the point quite strongly. He maintains that s small group like the one of
which he was a memhar does not need rule, Power resides in the whole group
and issues can he decided by discuesion. Having a leade: or spokesman would
create & need for greater unifornity and in Deane's gro. , it wue important
that this be avoided. They wanted to capitalise uponm their individuelity
and thus make their behavior less predictable. He maintains that it was still
possible to present a united front to t he authoritiee, To the enemy, trained
ia deep respect of hierarchy, this was sheer heresy. Deane also &rgues that
this had the wdditiomal o dvantege of maeking 1t impossible for the enemy to
approach fhem 86 & group, if it did not suit the purpose of the group. Research
domonlyrating the deleterious effects of power differences resulting from
position on he quality of group decimions (30) susgests thet it might be

* Unpublished manuscripts &nd documents.
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possible that many smell groups might function more effectively without a leader
to exercise the power role. Would this eradicate the vhenomenon of the committee
of three with 81l of ihe work being done by the chairman? Would each imdividual
then assume more responsibility for the success of the undertaking? What effect
18 size of group likely to have? Since close communication would be necessary,
it is likely that problems are likely to increase rapidly with an increase in
number, 3

CONCLUSION

In closing, it can be concluded that issues regarding power roles in emer-

gency and extreme conditions are almost totally umexplored in small group re=
\ search, Thers is availsble enough anecdotal dta to suggest a weslth of hypo-
theses, Many of these hypotheses sre supported by fimdings frow research with
small g roups under relutively non-streesful situations. Others challemge trad-
itional concepta, On & number of issues, the anecdotal evidence appears coa-
tradictory. Thers are many methodological difficulties involved in research
in this relrtively unexplored area, Much anecdotal data remain almoat totally
unexplored end need to develop more powerful techniques for conceotualizimg
these data. I almo think we cean advance much further through both laboratory '
experiments and field experiments in simulated emergency and extreme situs-
tions with an intermedinte degree of threat to survival.

As may be inferred from evidence scattered throughout this paper, expec-
tations of and demands upon the power role of the leader in emergencies &nd
extreme conditions varles in a number of ways from expectations and demands
] under lees stressful situations. There is & need to re-examine some of these )
differences and test the efficacy of the alternative concepts in both the
more atressful ondition and the relatively non-stressful one, There is a need
to examine in a systematic manmer the ways by which leaders of different kiads
of goups under different conditions validate their power roles. We also need
to know womething about the process by which members of a group test their
leaders and how the leader must validate his power role, especially under cou-
ditions which iavolve close and intimate association, denger, and discomfort.
The roles of expertneus, shéring danger and discomfort, taking rieks, decision
making, acting outside authority, and teking police action anpear to be of
special importance. There is & need to stop denying the existence of the mutiny
problem and come to grips with 1t in e realistic fashion. Tinally, we need to
determine under what conditions, if any, & leader is not needed.
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