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Abstract

Based on the metaphor of the leader as a tool for effectiveness, traditional
leadership literature assumes leadership either to be the result of innate personal traits
or to develop out of a conscious intellectual praxis. In this perspective, leadership
success comes from the conscious understanding of leadership concepts. Replacing the
traditional "tool" metaphor by the image of a leader as an "inner self-explorer"”, this
research assumes leadership failures to essentially result from psychological blockings.
Starting from the major causes of leadership failures pointed out in literature, this
research develops a theoretical framework connecting the psychological origins of these
causes with specific psychological blockings using Jungian theory and the individuation
process. To achieve leaderempowerment, leaders interact with and integrate archetypes
of the second and third phase of individuation. This work offers a new perspective on

leader behavior and sheds light on the psychological requirements for leader development.
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INTRODUCTION

Despite abundant leadership literature and the notable generalization of
leadership training leadership failures remain frequent and seem to have ever
increased. Interested readers can find a range of suggestions on how to avoid
leadership mistakes in the main strands of literature. Trait theories focus on particular
personal characteristics, contingency theories emphasize the importance of situational
awareness, and followers of the transformational approach praise the virtues of
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leading with inspiration and passion. Leadership learning programs include the
analysis of mistakes of leaders and suggest the potential resolution of leadership
problems through the rational and conscious means available in leadership literature.
But leadership failures do not come solely from mistakes. In leadership failures,
Psychological blockings appear to be more important than actual mistakes. "In
psychology, the term blocking refers broadly to failures to express knowledge or
skill because of failures of learning" (Moore and Schmajuk, 2008). Such blockings
are not contextual as for mistakes, but structural psychological limitations, which
might prevent leadership learning processes (Figurel). In the case of blockings,
potential leadership improvements do not come mainly from rational and conscious
effort but primarily from some form of self-actualization.

Figure 1 : Reasons for leadership failures

Leadership Failures

Blockings Blockings
Structur'fll l.Dsy.chologlcal Contextual
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Prevent Leadership Part of Leadership
Learning Process Learning Process
Improvement Through Improvement Through
Individuation Conscious Awareness

<Scope of My Research > < Leadership Literature >

Traditional literature assumes leadership either to be the result of innate
personal traits or to develop out of a conscious intellectual praxis. In both cases,
leadership is apprehended as a tool for effectiveness. Metaphorically, leadership
training based on traditional literature provides the manual for a piece of equipment
without knowing whether the person has the (psychological) capacities to handle
the tool or not. The development of new techniques for effective leadership cannot
resolve that essential problem. This research extends existing knowledge by replacing
predominant instrumental assumptions concerning successful leadership with a
new assumption that represents leadership as the result empowerment. Empowerment
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in this case is aholistic psychological development process encompassing all
dimensions of the human psyche. This new assumption allows novel insights.
Leadership arises from psychological capability before it becomes a managerial
reality. The objective of this research is to determine the psychological preconditions
required for the empowerment of leaders. This article endeavors to find the
psychological prerequisite to leader empowerment and therefore belongs to the
field of leader development.

The following section provides a short overview of leadership approaches,
their basic assumptions and resulting gaps. Based on elements of Jungian
psychology section three develops a theoretical framework explaining the causes
of leadership failures and how these causes can be eliminated. The paper concludes
with a discussion of the contribution of the suggested new assumption and resulting
theoretical framework to existing leadership knowledge.

LITERATURE REVIEW

Main Leadership Theories to Recent Leader Development Literature
Main Leadership Theories

Personal gift or social knowledge? Leadership theory has always been is
a product of its time. Since Hippocrates constructed personality types derived from
'body humor', many approaches to leadership have considered character as the
main criterion for leadership evaluation. Trait theories emerging out of Great Man
theory played an important role in identifying the particular qualities of great
leaders. As these theories gave no account of contextual issues, behavioral
approaches gradually replaced them by moving further away from the idea that
leadership is innate and dependent upon fixed personal qualities. The idea that
there is no single one "right way" as well as the fact that leadership is often very
relative to situations led to the development of situational and contingency theories.
In situational theories, the leaders adapt to situations (Fiedler & Garcia 1987, Vroom
& Yetton 1973). In contingency theories, the circumstances have to be adapted to
the leader's style (House, 1971; House & Mitchell, 1974). In both cases, leaders
must closely examine the context.

Highlightening the importance of generating interest among employees
and of helping them see beyond their individual interests,Bass (1985) opened the
way to transformational leadership theory.

Commenting on transformational leadership, Bass and Steidlmeier (1999)
point to the existence of pseudo-transformational versus authentic leaders. Authentic
leadership is "a process that draws from both positive psychological capacities and
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a highly developed organizational context, which results on both greater self-
awareness and self-regulated positive behaviors on the part of the leaders and
associates, fostering positive self-development” (Luthans & Avolio, 2003; Avolio
and Gardner, 2005) develop this difference further and provide a theoretical framework
in which authentic leadership "focuses on the formation of authentic relationships
between the leader and followers that are characterized by trust and integrity"
(Gardner, Avolio; and Walumbwa 2005).

Kets de Vries follows the tradition of the Tavistock Institute of Human
Relations which, since the 1940s, has been investigating systematically institutions
while showing the importance of psychoanalytic factors. His approach is an
attempt to link psychodynamics with the theory of organization (Kets de Vries,
1995).

The literature on Resonant Leadership (Boyatzis, McKee; and Goleman,
2002) explores the field of emotions. Resonant leaders use emotional and social
intelligence skills to develop themselves as well as to contribute to the balance and
fulfillment of others. The resonant leader is a coach. Resonant leaders manage their
emotions and handle emotions of others. They facilitate empowerment of collaborators
and build confidence within their teams.

Fry (2003) presents spiritual leadership as aholistic vision of human
existence through body, mind, heart and spirit (Fry, 2003) "comprising the values,
attitudes, and behaviors that are necessary to intrinsically motivate one's self and
others so that they have a sense of spiritual survival through calling and membership"
(Fry, 2003). Spiritual leaders metaphorically take the role of Pontiff, the one building
bridges. Spiritual leadership seeks for meaning and inner discovery. This stream of
research investigates how using symbolic attributes and providing spiritual meaning
can improve leadership.

Leader Development

Leadership theory can actually be divided in two main streams: leader
development and leadership development. Leadership development is about the
interpersonal dynamics of leadership. Leader development is about focusing on an
individual's capacity to contribute to leading processes. This research is about
leader development.

According to McCauley, there are three main streams within leader
development : "research that focuses on the individual leader and his or her
developmental path, studies that examine the impact of various leader development
methods, and studies of organizational practices for leader development.” (McCauley,
2008)
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This research falls under the first of these 3 streams : the examination of
how the capabilities required for leadership roles can be developed.

Various studies aim at identifying major causes for the development of
leaders.

Challenging assignments, influence of other people, hardships, course
works and personal life experiences appear as the main events that triggered
leadership abilities (McCauley, 2008). Many interviewed leaders mentionned having
learned lessons and from these lessons having developped precious leadership
qualities such as flexibility, perseverance or optimism (McCall; and Hollenbeck,
2002). Bennis and Thomas (2002) call these transformational experiences,crucible
experiences. According to the researchers, these experiences are diverse in nature
but all imply basic leadership competencies : adaptive capacity, engagement of
others by creating shared meaning, voice (self-confidence) and integrity.

All of these studies have had an important impact on leader development
and encouraged leaders to look beyond formal management training to develop
their leadership skills (McCauley, 2008). However, leader development studies rely
on past experiences and on the memories leaders have of their transformational
experiences.

Problematization of Existing Literature and Underlying Assumptions

At this stage, the leader development literature as well as the main body
of leadership literature in general, is primarily interested in the leader's rational and
conscious relation to leadership.

Despite apparent heterogeneity, all approaches build on one of two basic
assumptions: either leadership is innate (trait theories) or it develops through the
intellectual understanding of its mechanisms. A common metaphor characterizing all
of these approaches is the leader as a tool. Some of these assumptions neglect
emotional as well as spiritual factors to focus rather on intellectual and material
conditions. More recent streams of thought approach leadership from a less
instrumental perspective giving more importance to emotional and spiritual factors.
However, being based on the tacit assumption that the needed individual
psychological conditions for leadership are in place- the approaches primarily focus
on how to improve leadership effectiveness rather than on how to determine the
psychological conditions needed for leadership.

By focusing on leadership mistakes, mainstream literature assumes that
leaders can be rational, conscious of their own weaknesses and able to improve
their leadership through reason and goodwill (Figure 1).
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The intellectual tools provided in this literature can be effective if the
leaders have overcome their basic psychological limitations. The limitations of such
leaders are not of intellectual but of personal nature. They come from psychological
blockings, which need to be addressed by going beyond reason, considering the
individual from a holistic psychological perspective that is a psychological approach
encompassing all four functions of the psyche: Intellect, Emotion, Sensation and
Intuition.

This research suggests dropping the view of leaders as tools for efficiency
and effectiveness. Focusing onleader development allows replacing the tool
metaphor for leaders by the metaphor of "The Inner Self-Explorer”. Leadership can
only be considered as a tool once the leader has developed adequate capacities.

THEORETICAL FRAMEWORK

Causes of Leadership Failures Resulting from Psychological Blockings

Literature is very scarce when it comes to leadership failures. Burke,
Clements and Washbush (1999) believe that one can learn as much from leadership
failures as from leadership successes. Complete understanding of leadership is not
possible without an exploration of its dark side. Following Burke, this ignorance is
"confusing misleading and limiting to the development of good leaders." (Hogan,
Raskin and Fazzini, 1990)

Distinguishing major themes of the literature of leadership derailment,
Burke (2006) identifies six major causes for leadership failures: arrogance,
perfectionism, aloofness, insensitivity, selfishness and betraying the trust of others
(Figure 3). Psychological blockings are the potential reasons of each of these
leadership failures. Arrogance relates to observable cases of leadership behavior
characterized by an abnormal love of self, an exaggerated sense of superiority and
a strong preoccupation with success and power. Such behavior can be understood
as a compensation for deeply sensed insecurity and a very fragile self-esteem
(Winch, 2014).

Perfectionism originates from a fear of failure due to specific educational
standards during childhood (American Academy of Pediatrics, 2003). Anything
short of perfection is unacceptable. "Gifted children who experience frequent success
are especially vulnerable to perfectionism." (Rimm, 2006)

Insensitivity, the fear of being emotionally hurt, and aloofness, the fear
of being rejected manifest in coldness. Cold leaders do not only fail in motivating
followers, they also involuntarily create suffering among followers. According to
Seltzer (2011) avoidant attachment is the primary cause for aloofness and
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insensitivity. Aloof people are just trying to protect themselves against
vulnerability.

Selfish leaders are concerned excessively with themselves, concentrating
on or seeking their own advantage, pleasure or well-being without regard for others.
In management context, selfishness comes with greed. Anderson (2014) proposes
three antecedents of perceived greed: distributive injustice, inference of a selfish
motive to acquire and relative deprivation. Greed and selfishness come from the
inability to detach oneself from a representation of self, which corresponds to a
wonderful child who should never be deprived (Anderson, 2014).

Betrayal of the trust of others comes from an irrational drive for safety and
protection beyond any ethical consideration (McDowell, 2014).

Figure 2 : Leadership Failures, Psychological Blockings and Individuation
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Removing Psychological Blockings Through Individuation

Freud provided the basic grounds for the acknowledgement of the
unconscious. However, Freud's approach is primarily materialistic and biological.
Freud neglected history and religion (Progoff, 1969). Rationalistic thinkers failed at
penetrating the roots of human motivations. To understand drivers of human
behaviorfactors such as "desire" or "self-interest" appeared quite satisfactory.
Jung's conception and interpretation of the psyche does not consist of considering
solely biological factors. It encompasses historical approaches as it emerged of a
social rather than a purely biological conception of human. Jung provides a framework
that is better suited for a subject such as leadership, which is grounded in
psychology, sociology, anthropology, political philosophy and is not totally unrelated
to mythology and religion.

Jung's analytical psychology attributes importance to the individual psyche,
the personal quest for wholeness and the importance of the symbolic in human life.
According to Jacobi (1968), Jung's deep understanding of psychic reality is not at
all based on abstract grounds. Jung is, above all, an empiricist.

According to Jungian theory, the psyche consists of two complementary
and opposite spheres: the conscious and the unconscious. The conscious is the
activity linking psychic contents with the ego. The conscious represents a very
small part of the psyche dominated by unconscious forces. The unconscious
consists of a personal and a collective unconscious. Jung's personal unconscious
is all the forgotten, repressed, subliminally perceived psychic contents (similar to
Freud's, although not as sexually oriented). The unconscious consists of several
layers of contents from the more personal to the more collective and archetypal:
individual, family, tribe, nation, ethnic group, primitive human ancestors and animal
ancestors (Jacobi, 1968). The collective unconscious is the psychological heritage
common to all human beings accumulated through evolution (Jacobi, 1968). The
collective unconscious is the realm of archetypes.Jung (Jacobi, 1968) used many

expressions to describe archetypes: "psychic organs", "ultimate core of meaning",
"axial system", "mother liquid ", and "self-portraits of the instincts." Representing
a tremendous storage for human potential, archetypes are a powerful way to
achieve self-actualization and a sense of connection that can free humans from
their self-centeredness and isolation. Central energy eventually represents an
even deeper layer. Going down the layers brings archetypes to surface. It is
paramount for personal development to raise these contents into consciousness
(Jacobi, 1968).

Individuationis the way to the Self that results from Jungian analysis,
particularly from the dialogue between the analyst and the patient (Jacobi, 1968).

Individuation is composed of 3 main stages (Figure 3): the consolidation of the ego,
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the discovery of the inner self through the integration of unconscious content, and
the realization of the self.

The consolidation of the ego aims at the adaptation of the individual to
the demands of the environment by uncovering ego archetypes. At this stage,
psychological blockings can be related to ego archetypes, which can be the warrior,
the innocent, or the orphan. In the second stage, uncovered ego archetypes must
be overcome by the discovery of the inner self through the integration of unconscious
contents.During this stage, leaders experience their shadow. The shadow is the
archetypal "dark side" made of repressed psychic contents, functions and attitude
types. The shadow is the primitive and un-adapted manifesting itself either in our
inner life or projected on another person. Many people in leadership positions
closely hold on to their persona and tend to suppress the connection to their
shadow. "Mere suppression of the shadow is as little of a remedy as beheading
would be for headache. If inferiority is conscious, one always has a chance to
correct it. It is constantly in contact with other interests, so that it is continually
subjected to modifications. But if it is repressed and isolated from consciousness,
it never gets corrected" (Jung, 2015).

In the second stage, leaders also differentiate their soul-image. The soul-
image expresses the contra-sexual nature of the psyche. It is the image of the other
sex we carry as individuals and also as members of the species (Jacobi, 1968). The
soul-image is also known as anima (for the feminine archetype) and animus (for the
masculine archetype). Differentiating the soul-image enables leaders to raise its
content to consciousness. The integration of the content into conscious behavior
results in substantial enrichment of the personality.

The final stage of individuation is the realization of the self by the use of
self-archetypes (Figure 3). The self is the archetypal image uniting the conscious
and the unconscious in a midpoint. Reaching this midpoint - which links outer and
inner reality - signals self-realization. This phase of individuation causes a lot of
inner tension and is the most painful. It is precisely the capacity to endure such
tension that will provide an individual with the possibility of a psychological
rebirth. Suffering can be psychologically beneficial if it is genuine. Genuine suffering
comes from suppression, - the moral choice of getting rid of a psychic content -
as opposed to repression, the repressing of unpleasant contents. "In this light,
conscious realization can be interpreted as the transformation of inauthentic into
authentic suffering” (Jacobi, 1968).

Pearson (2015) identifies 12 main archetypes falling into the three categories
of ego, soul and self-archetypes that correspond to the stages of the individuation
process (Figure 4) Figure 4 lists the main goal, fear, style of problem solving, task
and talent related to each archetype.
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DISCUSSION

The objective of this research is to develop a theoretical framework for
facilitating leader empowerment. Figure 3 relates the six main causes for leadership
failures to six psychological blockings corresponding to these causes, and relates
these blockings to three categories of archetypes, which leaders can overcome by
going through three stages of the individuation process proposed by Jung. As
leadership failures have psychological origins, these blockings need to be addressed
from a psychological perspective. Jungian theory addresses psychological blockings
by acknowledging the importance of unconscious contents. If the work of Kets de
Vries is closely linked and has influenced the research presented in this paper, his
clinical Freudian approach, his performative orientations and his
anthropomorphization of organization (by applying the mechanisms of the human
unconscious to organizations) will nonetheless be important differences with the
present research.

The proposed theoretical framework establishes empowered leadership as
the result of a dialogue between the conscious and the unconscious. Leadership
does not result only from managers' goodwill and their intellectual grasp of leadership
concepts. To become successful leaders, executives must remove psychological
blockings residing in the unconscious as well as in the conscious part of their
psyche. Individuation leads to a level of psychological development that enables
managers to use more effectively the knowledge developed by instrumental
leadership theory.

The suggested approach to leader empowerment does not invalidate
currently dominating leadership theory. Providing the psychological requirement for
effective leader development,the suggested approach builds the necessary basis
for leadership theory to be effectively implemented. Managers can profit fully from
current leadership theory only once they have overcome basic psychological
blockings that prevent the managers from being empowered leaders. Leaders need
to develop a strong Ego in the first phase of individuation. It is in this phase that
individuals experiment behaviors and grow the qualities required to reach their
objectives. However, this first ego phase is insufficient to empower leaders. To
become empowered, leaders must go beyond this first stage and interact with
archetypes of the second and third stages. In the second stage, leaders work on
their soul archetypes, engage in personal uncertainty and risk-taking. In the third
stage, leaders ultimately broaden their self and become their own authority by
clarifying their self-archetypes. The new theoretical perspective encourages leaders
to reflect upon their personal growth from a holistic psychological perspective.
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Becoming their own authority is what truly enables managers to become empowered
leaders.

From a managerial point of view, the suggested individuation process
favors a more qualitative approach to leadership both from an inner and an outer
perspective. From an inner perspective, individuation enhances self-knowledge and
integrity helping managers to develop a leadership style that is congruent with their
specific personality. In case leaders force themselves into a leadership style
suggested by atheoretical leadership model or by imitating another leader. In such
cases, cognitive dissonance might manifest. Leaders tend to lack impact, charisma
and credibility, and appear to be borrowing their leadership style from someone
else. Individuals who are committed to a self-actualization process will naturally
grow more genuine leadership abilities- a leadership style that corresponds to their
true self.Such leaders develop natural authority. This authority is neither borrowed
nor the expression of fears, but rather the genuine and congruent expression of a
mindful vision. For having reflected upon their own leader development process,
leaders are better able to contribute to the development of their followers. The
legitimacy of leaders is reinforced. From the suggested perspective, holistic leader
development is primarily sought out as an end in itself. It is only as an aftermath
that this development becomes a means for corporate success.

Empirical research based on the suggested theoretical framework has to re-
establish the proposed link between psychological blockings and leadership
behavior, and to test the suggested relationship between psychological blockings
and ego archetypes. Research must empirically reveal the role of the integration of
soul archetypes in overcoming psychological blockings and the role of self-
archetypes in empowering leaders. To do so, a case study describing the evolution
of a fictitious leader has been presented to corporate leaders. The story consists
of three separated phases of leadership development corresponding to the three
phases of individuation : (1) adaptation to the demand of the environment (ego
archetypes), (2) integration of unconscious content (soul archetypes) and (3)
realization of self (self-archetypes). After having read the description of the leader's
career development, self-perception and conduct in each of these phases, respondents
are asked to select images and behavior that respondents perceive characterizing
what the leader is going through in each particular stage. All images and behavior
listed in the questionnaire for choice stem from in-depth archetypal research
(Archives for Research in Archetypal Symbolism, aras.org) in order to fit the three
archetypal categories: ego, soul and self-archetypes. By using projective techniques
and archetypal images, this research approach accesses the respondent's conscious
and unconscious representations of leader development.
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CONCLUSION

The way leadership theory has developed in the 19th and throughout the
20th century is the result of a specific paradigmatic evolution. Until the Middle
Ages, Man was merely a pilgrim of God. Things started to change at the Renaissance
when Man became the center of the universe and substantially during the
Enlightenment when Reason became the essence of Man. It is this paradigm shift
that made technology and science become central to European culture in the 19th
century and central to social progress. Management science emerged from this
paradigm of technical supremacy. In line with the paradigm until recently, the
literature on the subject sees leadership as primarily instrumental. Leadership theory
developed under the assumption that the leader is a tool equipped with goodwill
and intellectual understanding to avoid mistakes. The research presented here
shows how leadership failures come primarily from psychological blockings, which
need appropriate treatment to be removed. Jungian theory provides a theoretical
framework and a process for such a treatment. Engaging in an individuation process
enables executives to overcome ego archetypes as sources of psychological
blockings. The interaction with and integration of soul and self-archetypes into
conscious contents contributes to the leader’s self-actualization. Leaders become
empowered by the exploration of their inner Self and a holistic psychological
development. Such a development will enable leaders to apprehend reality more
broadly by acknowledging, appropriately using and differentiating the material,
intellectual, emotional and spiritual components of reality. Having freed leaders
from their psychological blockings,such empowerment provides the psychological
basis for effective use of leadership theory. Through individuation an authentic,
natural form of authority arises as a result of the insight leaders now possess into
their actions and the contact established with the unconscious. Leadership becomes
effective because it results from the connection of the individual with the Self.
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