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ABSTRACT

Today’s business environment requires more effective leadership than ever.  In the

constantly changing business environment, the leader has the central responsibility of keeping

people motivated and productive.  Many companies have been downsizing and laying off

employees, and leaving behind employees with a wounded morale.  To lift this morale, the

leader needs to possess characteristics and qualities that cannot be learned from courses taken

in business schools alone.  These characteristics and qualities can only be learned from life itself

in an individual journey of individuation.  The leader needs to undergo an initiation process from

immature psychology to mature psychology.  Traditionally, this process is what makes “men out

of boys” and “women out of girls.”  In analytical psychology this journey is called the hero’s

journey, which is based on the hero myth and includes several different initiations and growing

steps.

This study investigates the different initiations included in the hero’s journey and the

importance of learning how, from them, to be a responsible, effective, charismatic, and powerful

leader.  The study also illustrates the archetypes, a term developed by Dr. Carl Jung (1959) to

describe the original patterns that guide our behavior, involved in the hero’s journey and what is

required to get through the journey.

Heroism is not discussed here in the overall sense in which the public defines heroism.

As such, this study does not investigate what motivates people to risk and/or sacrifice their lives

by attempting to save people from crashed airplanes.  Although this aspect of sacrifice is always



present in heroism, this aspect is just one of the many aspects of heroism.  Neither a heroic act

of saving lives nor being celebrated on the covers of a national newspaper is required to be

recognized as a hero.  Individuals are all heroes in their own way.  Some individuals manifest

their heroism in very silent ways (introversion), while other individuals seem always to be in the

public eye (extroversion).  The essence of heroism always involves taking a journey into the

unknown and bringing some sort of knowledge out of the unknown that benefits either society

or an organization.  The hero brings new prosperity to the organizational wasteland.

Heroism in mass media and movie entertainment is very different from heroism in the

psychological sense and in the mythological sense, although there are some similar elements.  The

basic elements of the hero, the villain and the fair maiden, are always present in popular movies,

but the steps of the hero's journey are often not involved, which leaves nothing more than a

meaningless plot good only for entertainment purposes.  These types of movies can steal an

individual’s sense of understanding of both the myth and the purpose of the hero’s journey.

This study is neither discussing the heroes of our popular culture, nor is this a study of

Hollywood’s creations or of celebrated athletes, or even of famed political and war heroes.

The focus within this study is a hero’s journey in the career of a leader, and how the journey can

bring the light (individuation) into the darkness of the organizational wasteland.

The legacy of Roberto Goizueta, who died in October 1997, during the writing of this

dissertation, is also acknowledged.  While his death in itself does not change the conclusions of

this dissertation, his contribution to the Coca-Cola Company’s success in traveling the hero’s



journey has been enormous.  It remains to be seen what the future brings to this great company

after losing such a charismatic and heroic leader.
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CHAPTER I

INTRODUCTION

This dissertation investigates the importance of the journey of the hero in the career of a

leader and the development of an organization.  The hero’s journey allows an individual to move

from immature psychology to mature psychology.  That is, to pass through the initiation process

into true adulthood where the needs of an individual’s ego are no longer the first priority.  Only

through this journey is an individual able to connect with many important archetypes.

The hero’s journey has been central to all societies throughout the history of human

existence.  All societies have contained members who have understood that at some level there

are certain steps that need to be taken before an individual can enter into mature adulthood

(Moore and Gillette 1990).  From the point of view of organizational management, the hero’s

death is the most important step toward becoming a good leader.  When the hero is dead, a

mature individual is born, which then allows the individual to start the journey toward accessing

and connecting with other archetypes and to continue the journey of individuation.  Hall (1986)

defines individuation as the conscious realization of one’s unique psychological reality, which

includes both strengths and limitations.  Individuation leads to the experience of the self as the

regulating center of the psyche (Hall 1986, 164).  The term individuation is used in analytical

psychology to



2

describe the process of psychological growth.  Theoretically, individuation is a destination or a

level of psychological maturity to be reached, in reality, individuation is a process.  The hero’s

journey is the most important journey toward individuation.  Although the process of

individuation itself is never quite completed, the hero’s journey must be traveled before any

other growth is possible.  The ego must move away from the center of the psyche.  Only after

the ego is sacrificed, for the greater benefit of the self, can an individual continue the process of

individuation.

The process of moving the ego from “the center of the gravity” of the psyche can take

place in organizations as well.  Within an organization, this process is called the collective level.

Organizations too, have egos – a sense of one’s identity, shadows – a negative aspect of one’s

identity, personas – an identity presented to others, and selves –an integrated totality of psyche

in the same way as individuals.  The idea of seeing organizations as individuals is an old one.

Even Plato (434d - 441c) considered the individual mind and society to be structured in a

similar manner (Plato 1954, chap. XIII).  Organizations have personality (culture), pathology

(dysfunction), and dreams (myths) similar to those of an individual.  Jung (1933) calls the co-

occurring events of individual levels and collective levels “synchronicity.”  As a result of

synchronicity, which is defined as a coincidence in time of two or more causally unrelated events

that have the same or a similar meaning, the collective level of organizations, along with the

individual level is studied in this dissertation.  This study will attempt to show that organizations
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travel the hero’s journey, and manifest the heroic archetypes in a manner similar to that of

individuals (Jacobi 1959).

Further, this study will examine the journey of the hero, in corporate America, in detail,

and will attempt to demonstrate the existence and influence of the hero’s journey in the modern

business world.  Additionally, this study will introduce what the knowledge of the “Corporate

Hero” can teach.  Although, the hero’s journey in general teaches about the process of

individuation, which is important in all aspects of life, the process of individuation is especially

important in an individual’s professional career as a leader.  Too many organizations fail because

of immature leaders.  Too many leaders do not know how to be humble, and how to live in

harmony with the rest of the organization, and consequently, allow their egos to take the central

position in their psyche.  In the same manner as individuals have to learn that the ego is not the

nucleus of their psyche, leaders need to learn that organizations do not revolve solely around

them (Moore and Gillette 1992).  This knowledge and realization will readily manifest itself to

those who travel the hero’s journey.

Sometimes an organization can be “heroic” even if the leaders within the organization

have not personally traveled the hero’s journey.  This happens when an organization has existed

for many years and has developed a culture that is stronger than the scope of influence of its

leaders.  However, usually such a culture has been formed by a previously influential heroic

leader.  As organizations are typically more powerful than individuals, individuals are often
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enveloped and absorbed within the organization.  Such organizations will usually promote

individuation in any individual who is a part of the organization.

An individualized leader who has traveled the hero’s journey will be able to lead with

soul and will increase consciousness around him or herself.  This either gives rise to or enhances

organizational individuation.  The process of synergistic individuation enables individuals as well

as organizations to be successful.  The hero’s journey manifested in the hero myth is a part of

the process of individuation.  This myth contains thousands of years of knowledge stored within

individuals’ psyche about how to grow as an individual and as a society.  The hero myth can

provide individuals with the answers to their questions if they can discover how to access the

heroic archetypes, which are their original psychological patterns that guide their behaviors, and

how to learn from them.

The primary task of the hero is to bring light (consciousness) into the darkness

(unconsciousness) of the organizational wasteland (Johnson 1989 and 1993; Godwin 1994).

An organization can be a wasteland when either the leader or the entire organization has not

traveled the hero’s journey.  Through the journey the hero travels, he or she will learn something

that will benefit everyone within the organization, and will help the organization to flourish.  Only

this level of consciousness can bring the soul to the organization, and only through

consciousness can individuals learn to face their shadows and allow their archetypes to be

integrated into their every day lives.
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According to Jung, psychological growth (individuation) is based on a series of

initiations (Jacobi 1973).  Each level of initiation includes challenges and tasks that prepare

individuals for the following level.  These initiations are often painful and difficult, but must be

experienced so that continued growth is possible.  Most individuals are familiar with some

initiation rituals of traditional societies or even initiation rituals within their own society.  There

are also many initiation rituals in the career of a leader in a business organization or in the

development of an entire organization.  These initiations follow a pattern established by

thousands of years of mythological and psychological tradition as demonstrated by Campbell

(1949).  The environment has changed, but the initiations have remained the same.  While

individuals do not don their red knight’s armor like Parzival to literally rescue maidens and kill

dragons anymore, individuals still have their own personal maidens and dragons with which they

must deal, whether they are seen in the outer world or in the inner world.  Psychologically, the

dragons are the painful initiations that individuals have to work through.  Externally, individuals

can view the dragons as their business competition or as their career obstacles that they must

overcome.  Maidens are what inspire individuals and motivate individuals to fight their battles.

Psychologically, the maiden represents what can be perceived as an individual’s soul (Johnson

1993).  Thus, the hero’s journey describes a process of the initiations and the challenges that

need to be experienced in order to reach a level of psychological maturation required of an

individual in a leadership position or of an organization.
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In this study, the symbolism behind mythology will be explained.  Additionally, how or

what an individual can learn from myths will be presented.  This study will attempt to

demonstrate that mythology is a valid source of information that relates to individuals’ lives.

Many concepts such as ego, self, persona, shadow, and archetype will be defined, and the

usefulness of these concepts will be explained in order to better conceptualize and

operationalize the topic.  Through the chapters of this study, even the most skeptical reader

will learn to understand, via learning about the archetypes included in the hero’s journey that

the hero myth is as applicable today as in medieval times.  The concepts of “personification”

and “two kinds of thinking” will be explained as a means to enter the world of mythology.

Through an interdisciplinary approach, an attempt will be made to confirm the existence of

archetypes both biologically and anthropologically by integrating examples of literature,

alchemy, and history.

The hero’s journey involves a pattern of 12 archetypes that are divided into three levels.

These levels are called:  (1)  the preparation (ego) level, (2)  the journey (soul) level, and (3)

the return (self) level.  Each of the three levels includes four archetypes as shown in table 1.1.

Table 1.1  Three Levels of the 12 Archetypes

PREPARATION/EGO→ JOURNEY/SOUL→ RETURN/SELF
Innocent Seeker Ruler
Orphan Destroyer Magician
Warrior Lover Sage
Caregiver Creator Fool
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Source:  Pearson, Carol.  1991.  Awakening the hero within.  New York, NY:  HarperCollins.

Although the order of archetypal manifestations within each level may differ between

individuals, the levels are experienced in the order shown in table 1.1.  Therefore, the hero’s

journey can be described as a stage model in which a completion of the earlier stage is required

in order to progress into the next stage.  The ego needs to be developed through learning from

the preparation level archetypes so that the ego will be strong enough to survive the dangers and

challenges of the journey level where the soul archetypes are confronted.  After the journey to

the depths of soul has been completed, an individual must return to the world and apply the

knowledge gained from the journey (Pearson 1991).  Applying the knowledge gained from the

journey requires that the individual learn from the return level archetypes.  These archetypes

help to form an integrated sense of self that is capable of managing and leading.  The archetypes

within the hero’s journey helps to teach important psychological lessons.  As a whole, this

learning process results in the acquisition of the competencies and qualities required of an

individual in a leadership position or of an organization.

The journey starts at the Innocent archetype and ends at the Fool archetype.  Between

these two points are ten other archetypes that are manifested during the journey.  For example,

Parzival became the Innocent Fool who healed the Fisher King by asking the question “who

does the Grail serve?” (Johnson 1993, 45).  Parzival was named the Innocent Fool to illustrate

the beginning point and the ending point of the journey that he had traveled.  Only after the
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completion of the journey was he able to ask the expected question.  In other words, Parzival

had to realize he was the Innocent Fool (Johnson 1993).  Through Parzival’s preparation for the

journey, he learned the ego stage competencies of trust (Innocent), cynicism (Orphan),

responsibility (Caregiver), and strength (Warrior).  During his journey, he learned meaning

(Seeker), humility (Destroyer), passion (Lover), and creativity (Creator).  After his journey,

Parzival returned to the world to apply his learning with control (Ruler), power (Magician),

wisdom (Sage), and joy (Fool).  These are all qualities and competencies required of a leader.

This study will attempt to show the pattern of Parzival’s hero’s journey can be observed in the

lives of today’s leaders as well as in today’s organizational entities.

Statement of the Problem

The difficulty in studying mythology is in making the connection between mythology and

the actual reality around us.  Although this applicability has been demonstrated previously by

several researchers (see chapter 2), none of the studies specifically relate the hero myth to

modern business organizations, and even more specifically, none of the studies relate the hero

myth to the career of a leader.  Heroism, as a leadership prerequisite, has been briefly

recognized as an issue by Pearson (1986) in the book The Hero Within, as well as by Moore

and Gillette (1990) in the book The King Within.  However, to date a study does not exist that

specifically discusses the hero’s journey in the context of leadership and of management.

Pearson (1996), in a phone discussion, communicated the fact that she has been intending to

continue her work and to move in this direction, and agreed there is a need for this type of
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study.  There was no information found from any of the major U.S. Jung institutes or

universities, which teach depth psychology, concerning the existence of an extensive study of

this kind.

The idea of heroism is much too important to be ignored in leadership and management

literature, and the need for this type of consciousness is imperative.  The potential benefits of

organizational individuation are too enormous to ignore.  Thus, introducing the hero myth in this

context makes sense so that individuals can make the necessary associations and so individuals

can learn how to become more conscious.

Thus, the aim of this study is to demonstrate the applicability and the existence of the

hero myth in business organizations.  To achieve this end, the validity of archetypes and the

basic theory of analytical psychology needs to be established.  This is a very unusual perspective

toward leadership and management, and requires another way of thinking.  This way of thinking

has to be specified, and the concept of personification has to be clearly understood, which will

help clarify the related concepts discussed later in this study.  Even if this understanding and

clarification can be successfully accomplished, this study must demonstrate:  (1)  that there are

specific archetypes that are manifested in the career of a leader, and (2)  how these archetypes

are used to travel the hero’s journey.

After the theoretical discussion, there remains the need to demonstrate the theory

through a real life, field experiment.  This field experiment was designed in an attempt to show

that, with a degree of statistical relevance, the different archetypes are indeed manifested in the


