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From the Editor
June 2017

Welcome to the 27" issue of the International Leadership Journal, an online, peer-
reviewed journal. This issue contains four articles and one viewpoint essay.

In the first article, Harkiolakis, Halkias, and Komodromos use a historiographic approach
to explain four prominent leadership prototypes: teacher, warrior, problem solver, and
politician. By examining early texts and stories such as Machiavelli’'s The Prince; the
Sage Kings of Chinese mythology; Plato’s Philosopher King; and The Rule of St.
Benedict, a monastic guide, they elucidate the origin of the self-identities of today’s
leaders, whether they lead nations or corporations, communities or small organizational
groups.

Timiyo interviewed 25 leaders from higher education institutions on leadership theories
suitable for managing the institutions. She identifies three leadership taxonomies—
blended leadership, collegial leadership, and contextual leadership—considered suitable
for managing the institutions, but her findings indicate that collegial leadership is the
most recommended approach, contrary to previous research findings.

Sarsar explores the concept of “uncommon pairs”—leaders from opposite sides of the
Israeli-Palestinian divide who have found the courage to team up and engage in joint
peacebuilding actions for the benefit of their respective communities. Using two case
studies—of the late Israeli Jewish Dan Bar-On and Palestinian Sami Adwan and of
Israeli Palestinian Ibtisam Mahameed and Israeli Jewish Elana Rozenman—he explains
the concept of uncommon pairs and its process as well as the common characteristics of
uncommon pairs and the potential benefits of uncommon pairing

Friedman, Fischer, and Schochet explore six characteristics of humility in leadership,
highlighting Moses as a literary example. They also explain why it is important for
leaders to have humility—which correlates positively with both employee job
engagement and employee job satisfaction and negatively with voluntary job turnover—
and explore how humility can be developed.

Finally, Heuvel's viewpoint essay focuses on the growing trend of nontraditional
presidents in higher education institutions—leaders from outside fields with no higher
education employment experience. He explores this new type of higher education leader
and encourages leadership and higher education scholars to study them more closely.

Please let us know your thoughts and feel free to submit articles for review. Enjoy!

Joseph C. Santora, EdD
Editor
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ARTICLES

A Historical View of Leadership Proto*types:
Looking Backward to Move Forward

) Nicholas Harkiolakis
Ecole des Ponts Business School

Daphne Halkias
International School of Management

Marcos Komodromos
University of Nicosia

Leadership has captured people’s interest from ancient times to the present day. This
fascination has driven intergenerational stories of leaders, legends, fables, and leadership
lessons. The significance of leadership to ancestral group survival implies that leaders
were probably the protagonists of intra- and intergenerational storytelling within a group.
This historiographic essay presents an explanation of prominent leadership prototypes
based on Zaccaro’s framework (2014) describing four leadership prototypes: teacher,
warrior, problem solver, and politician. This work further refines Zaccaro’s framework by
interfacing and reinterpreting these prototypes through four historical representations as
seen through the lens of modern models of leadership. These representations and
narratives of leadership prototypes include historical accounts from the Sage Kings of
Chinese mythology, Plato’s Philosopher King, The Rule of St. Benedict, and Machiavelli’s
The Prince. The interpretation of leadership experiences from a historic viewpoint can help
point to the origin of the self-identities of today’s leaders, whether they lead nations or
corporations, communities or small organizational groups.

Key words: historiographic essay, history of leadership, leadership, storytelling leadership

“Life can only be understood backwards; but it must be lived forwards.”

—Soren Kierkegaard (1843, 306)

Leadership has fascinated people since antiquity (Zaccaro, 2014). This
fascination has driven intergenerational stories and fables of legends, leaders,
and leadership lessons. Van Vugt, Hogan, and Kaiser (2008) identify leadership
as emerging in early human history to bolster a group’s collective action to

survive or conquer. They note that human ancestral groups organized as

"To cite this article: Harkiolakis, N., Halkias, D., & Komodromos, M. (2017). A historical view of
leadership prototypes: Looking backward to move forward. International Leadership Journal, 9(2),
3-16.
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collectives were more likely to be successful in accomplishing daily tasks and
that “collective foraging and hunting, food sharing, division of labor, group
defenses, and communal parenting provided a buffer against external threats”
(Van Vugt et al., 2008, 183). Such collective action would require direction and
control of those primitive group efforts, and strong decision-making meant a
greater likelihood of survival. This necessity for survival decision-making became
fertile ground for leaders and a kind of “central command” sprang up in such
contexts (Van Vugt et al., 2008; Zaccaro, Heinen, & Shuffler, 2009). The utility of
these emerging chieftains who could act as either peacekeepers or conquerors
fostered the evolution of a natural leader coming forward so that ancient groups
could not only survive but also thrive.

Looking back through centuries of history from the rise of Babylon forward,
groups could settle, and populations able to grow exponentially, due to
dependable food supplies and agriculture. Leaders played a vital role in the
redistribution of surplus resources, which communities had accumulated for the
first time in human history (Diamond, 1997; Johnson & Earle, 2000). The
potential for between- and within-group conflict increased as communities and
resources grew. Leaders’ acquisition of extra power to handle threats led to the
development of increasingly formalized authority structures, which paved the way
for the first kingdoms and chiefdoms in Asia and the Middle East (Betzig, 1993;
Johnson & Earle, 2000). Leaders, in their expanded roles, could embezzle
resources and use them to form the cultural elite—groups of committed followers
(Padilla, Hogan, & Kaiser, 2007); they also occasionally established hereditary
leadership. Thus, models of modern leadership were born. As they are today,
resourceful, shrewd individuals throughout ancient and modern history were
drawn to these leadership positions for selfish reasons, since the payoff for
leaders increased significantly during this period (Betzig, 1993).

Conceptual Framework: Zaccaro’s Four Leadership Memes
In his study on leadership paradigms developed through ancient history and
literature and their influence on 21%-century theory and research, Zaccaro (2014)
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describes a conceptual framework separated into four leadership memes or
prototypes: leader-teacher, leader-warrior, leader-problem-solver, and leader-
politician. These prototypes have defined leadership throughout history; they
reflect stories, myths, perceptions, beliefs about leadership attributes, and self-
identities to define “cultural analogues” of leadership that remain evident to this
day in dialogue, theories, and models in leadership science. “They are ideas
about leadership that are transmitted in relatively stable form from person to
person, across and within generations, through multiple cultural modes”
(Zaccaro, 2014, 18-19). The influences of these prototypes—abbreviated
hereafter as simply teacher, warrior, problem-solver, and politician—can be
recognized across a gamut of historical analyses of leadership. The significance
of leadership to ancestral group survival implies that within the group’s history,
leaders were probably the protagonists of intra- and intergenerational storytelling.
Bass (2008) describes the repeated theme of leadership in both mythical
storytelling and history. Leadership stories are referenced in ancient literary
works from Babylonian, Greek, Latin, Hindu, Asian, Christian, and most other
cultures. These stories have been retold in many forms and have inspired

leadership themes across generations and cultural groups (Bass, 2008).

Method

This historiographical research presents an explanation of prominent leadership
prototypes that have changed over time due to present scholarly reinterpretations
of previous sources and availability of new sources (e.g., Harkiolakis, 2017;
Zaccaro, 2014). A historiographical essay allows for an examination of how
scholars’ interpretations of history and historical events have changed over time
(Yin, 2015). History contextualizes the issues being studied and gives shape to
the parameters of the understanding offered by the research. O’Brien, Remenyi,
and Keaney (2004) argue that historiography is a neglected but valuable
research method.

Without access to a history of the issues and the ideas being examined it is
difficult to make sense of the current situation. Being able to have a broad
perspective of the history and the current situation opens the way to being able
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to make a valuable contribution to the theoretical body of knowledge in the

field. Business and management studies can obtain much from

historiography. . . . (O’Brien et al., 2004, 135)

There is no universal agreement as to precisely how history should be
researched and written (Elton, 1989; Marwick, 1979). Nevertheless,
historiography remains “an empirical research paradigm using an interpretative
or qualitative approach which focuses on a chronology over a substantial period
to obtain a fuller and richer understanding of a situation or set of circumstances”
(O’Brien et al., 2004, 137).

In this article, each leadership prototype is presented in a historical narrative of
their development and influences as leaders and seen through the lens of
modern models of leadership. This presentation is important because closely
studying historical leadership prototypes can influence how people and groups
are impacted by traits and attributes in their leader prototypes. The interpretation
of leadership experiences from a historical viewpoint can help point to the origin
of the self-identities of today’s leaders at all levels. Additionally, the abundance of
anecdotes, myths, and stories of leadership from antiquity to the present do not
reflect a single monolithic theme. Human literature is rich with a variety of stories
about the nature of leadership (Blackmore, 1999). These stories are the ones
that novice and experienced leaders are told and continue to tell to explain
leadership (Harkiolakis, 2017; Zaccaro, 2014).

The Sage Kings: Teacher

There are early discussions on leadership in Chinese mythology representing
cultural heroes who set up civilization, collectively called the “Sage Kings”
(Rarick, 2009). Their roots go back as far as records indicate (23™ century BC
and beyond) and are included in literature through the third century BC, as
reflected in the Analects of Confucius and other Chinese scholars (Ames &
Rosemont, 2010). Among the myths of the Sage Kings is probably the first
account of a female leader (Nu Wa). While chief among their roles was delivering
and enabling innovations like writing, music, agriculture, and medicine, the

political and leadership abilities of the Sage Kings extended to modern leader
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characteristics like meritocracy, team cohesiveness, and harmony (Li, 2006)
among the various components of society and virtue (Low & Ang, 2012).

A case in point in terms of meritocracy was Emperor Yao who, as a conscious
ruler, saw his son as an unworthy successor and arranged for a competent and
virtuous common man (Shun) to succeed him instead. He spent years training
and coaching Shun, who eventually followed in his footsteps and established a
meritocratic state where promotion was based on fairness, integrity, and respect
when interacting with the public (Zhang, 2012). Shun, like his predecessor,
appointed his best official, Yu, as his successor towards the end of his life,
conscious of the fact that his son would not make a good leader.

In the writings of Confucius, the Sage Kings serve as educators for their people
in addition to their political function. This refers more to the form of teaching that
leaders project as role models in their societies. In this way, teaching that is
based on the learning of principles is enhanced by the real-life models leaders
portray through their behavior and actions. Modern similarities exist in the terms
of the maxim of acting toward others in the way you want others to act toward
you (Low & Ang, 2012). A noted difference from modern beliefs is that the
educational Confucian policy is not about intelligence and skills, but about virtue
(Fernandez, 2004). Any training and the skills one develops are for cultivating
character and not just for the achievement of physical or intellectual strength. For
example, Confucius’ disciple, Zi You, emphasized the importance of music
education for his people as a magistrate (Yue, 2008).

This eventually led to a system of practices and formal etiquette aiming to instill
discipline and guide someone toward moral behavior. To achieve this end, the
leaders, according to Confucius, needed to work toward developing their own
morality (Platts, 1994). Virtue, according to Confucius, is like the wind for the
noble leaders and like the grass for the common person. When the wind sweeps
over, the grass will gently bend (Zhang, 2012). According to the Confucian
philosophy, the greatness of leaders directly relates to their concern for the good
of the people (Rarick, 2009).
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The Philosopher King: Warrior

At approximately the same time Confucius is said to have written the Analects
(fourth to third centuries BC), Plato, the Athenian philosopher, was developing
his ideas on what a leader (nyepwv) should be in ancient Greece. Plato’s core
idea of leadership was presented in The Republic and is expressed through the
ideal ruler, a “Philosopher King” (Turner, 1990). According to Plato, for wisdom
and political greatness to exist, either philosophers should be leaders or the
leaders should embody the power and spirit of philosophers. Anyone who does
not belong to either of these categories should stand aside if we are to develop a
sustainable community (Williamson, 2008).

In Plato’s view, the Philosopher King is distinguished by his prudence and
virtue, in addition to his love for learning and understanding the eternal essence
of his world. Among the traits the Philosopher King displays are his willingness to
admit wrongdoing in any form and his passion for the truth (Harkiolakis, 2017).
To these, Plato would add decency, magnificence, bravery, moderation, grace,
and friendship. Above all, though, for an ideal state to exist, a sense of justice is
the cornerstone principle of a virtuous leader. It is worth mentioning here that,
according to Plato, educating potential leaders includes—among other things—
military training, theoretical and practical knowledge, ethical principles, and living
a virtuous lifestyle (Williamson, 2008). It is the responsibility of the state to select
the appropriate individual as leader based on their education, intellect, and
character (Takala, 1998). Here, we see the democratic principle at work: leaders
are elected, not appointed.

These leadership traits reflect the philosopher in an ideal society who, as a
balanced and virtuous individual, uses education to advance the physical and
intellectual strength that nature gave him. This allows him to become a moral
leader and give back to the society what his surroundings helped him achieve. In
this way, the leader surpasses commoners (non-philosophers) and naturally
emerges as head of society. An interesting point to note here is that leadership is
legitimized not only by expert knowledge, but also by impartiality and fairness.
Plato also provides some insights for the followers who are expected to go about
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their business and behave according to their natural strengths and abilities
(Takala, 1998). This practice is reflected in the definition of justice as possessing
and acting according to what one owns. The leader’s trait of fairness contributes
by acting as an integrator for the different members of society; in this way,
understanding and cooperation among them enables the harmonious and
sustainable development of the state.

It is quite evident that two great thinkers, Confucius and Plato, shared many of
the dogmas of a good leader, although they diverged in the way they approached
the subject. Confucius was more focused on how someone becomes good, while
Plato seemed to be concerned more with what is good (Turner, 1990).
Conceptually, the focus of ancient Greek thinking on truth suggests a more
dialectic debate and engagement of opinions for the truth to emerge (Takala,
1997), while ancient Chinese thinking saw truth as more subjective and limited to
the thinker's capability, so one should focus on being in touch with the spiritual
world beyond human materialism. However, both societies believed that
leadership should be based on morality and the innate nature of the individual.
These characteristics form the main requirements for leadership in the pre-

Christianity era.

The Rule of St. Benedict: Problem-Solver
In the fifth century AD, Benedict of Nursia developed a monastic guide, Regula
Benedicti, or The Rule of St. Benedict, aimed at organizing the main religious
organizations of his time: the monasteries. The book became quite popular as
one of the first attempts to establish order while balancing the individuality of the
zealot with the formality of an institution (Harkiolakis, 2017). The persistence of
the book as a textbook for monastic life up to modern times is a testament to its
success establishing and leading monastic communities. In that respect, it is one
of the first successful social models (Kleymann & Malloch, 2010).

At the core of The Rule is the leader, whose primary virtue is humility. His
vision, above all personal rewards and ambitions, is the vitality and health of his
organization. Competence and ambition are complementary traits in support of
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his primary vision. The leader should also display grace, but should be quite firm
and unbiased when it comes to disciplining and even expelling followers if this
will preserve the health of the organization (Kennedy, 1999). The Rule also
suggests more specific principles, such as leading by example, using actions
instead of words, and observing followers to resolve any arguments as soon as
possible, as well as recruiting committed and dedicated individuals who will value
stability and enrich the fraternity spirit of the communities (Chan, McBey, & Scott-
Ladd, 2011).

As expected, ethics play a central role in leading the monastic communities.
However, it was understood that the enforcement of ethical behavior was not an
effective way to enforce its practice, so it was up to the leader to support a
culture where ethical decision-making was considered the norm (Chan et al.,
2011). The Rule also covers organizational behavior and structure with clarity. A
flat hierarchy was the preferred operational structure to avoid centralization and
bureaucracy. When the number of people was too great for an efficient flat
structure to operate, it was suggested that offshoot groups should form
independent and economically autonomous organizations with strong ties to the
original communities (Kleymann & Malloch, 2010).

The Rule also focuses on the sustainability of communities. It was the leader’s
responsibility to ensure succession plans were in place to ensure a smooth
transition to another competent leader. Even to this day, modern organizations
struggle in this respect. According to The Rule, the process of selecting leaders
should be democratic and based on merit alone, and not on seniority, despite its
importance in relation to continuity and the maintenance of knowledge (Kennedy,
1999). Another element that would ensure sustainability was risk-taking and
challenging the status quo to innovate. In that respect, it was considered
appropriate for the front line (the lower levels in the community) to challenge and
innovate within the existing paradigm, leaving it to the higher levels in the
community to challenge the paradigm. Paradigm shifts to accommodate
innovations would be allowed even if their origins were from an external source
(Chan et al., 2011).

10
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The Prince: Politician

Amid the turbulent politics of the early stages of the Renaissance, The Prince
was written by Niccolo Machiavelli in the early 1500s to establish the principles
and practices that political leaders of his time should follow. The text aimed to be
a guide for new rulers and is known for its controversial position that rulers must
be willing to act immorally at times to maintain their position of power
(Machiavelli, 1532/1975). To that end, deceit and the extermination of political
opponents were not unusual practices. Despite this radical stance, the text is a
realistic reflection of the brutal reality of Machiavelli’s time and of past centuries
(Kessler et al., 2010).

Regarding the qualities of the leader himself, while virtue is admirable for its
own sake, acting on it alone could be detrimental to the state. In that respect,
vicious actions can be justified if they benefit the state (Kessler et al., 2010).
Ensuring the benefit of the many at all costs is, according to his view, the best
way to maintain power. When it comes to choosing between two extremes (being
cruel or merciful), Machiavelli always suggests the most despised option was the
appropriate one. Self-interest is of primary importance for a prince and is a
requirement for his survival as a leader (Galie & Bopst, 2006).

In Machiavelli’'s opinion, the leader is an efficient problem-solver who acts
before problems fully manifest themselves. This might result in an authoritarian
ruler who crushes opposition in its infancy before it can develop into a sizeable
threat. Seeking more is a natural state for a leader, but only when their current
state is not at risk. Understanding the way in which the state functions and how
wars are conducted is necessary to be a successful leader (Harkiolakis, 2017).
To assist him in his rule, the prince appoints administrators who are dependent
on him to reduce the risk of them forming alliances against him. For conquests
that remained accustomed to their own laws, Machiavelli suggests destroying
them to eliminate potential revolts unless the leader is willing to live there or let
them retain their laws with a government friendly to him. While this was a
reflection to the Medici rulers, today we might see similarities of such practices in
the mergers and acquisitions of modern corporations (Galie & Bopst, 2006).

11
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The first tasks of a new prince are the stabilization and enforcement of his
power by shaping the political structure to his needs. Corruption can be used to
achieve the social benefits of stability and security. Unlike past accounts, which
presumed that the role of leaders was to strive for an idealistic society, The
Prince (Machiavelli, 1532/1975) presents a realistic account of what can be
achieved based on the subjective notion of what is right and wrong in the pursuit
of universal stability. In a sense, the text seems to complement Machiavelli’s
Discourses on Livy (1531/2009), which discusses the creation and structure of a
new republic in a series of lessons. Machiavelli was a political scientist of his
time, developing best practices for political regimes, but leaving it up to each
individual to make the choice of what they will pursue.

Conclusion

Fascination with leadership has driven intergenerational stories of leaders,
legends, fables, and leadership lessons. Human ancestral groups organized as
collectives were more likely to be successful in accomplishing daily tasks; such
collective action would require direction and control. Strong decision-making
meant a greater likelihood of survival, giving birth to the emerging natural leader
within groups throughout history. The significance of leadership to ancestral
group survival implies that within the group’s history, leaders were probably the
protagonists of intra- and intergenerational storytelling.

This historiographical essay presents an explanation of prominent leadership
prototypes based on Zaccaro’'s framework (2014) describing four leadership
prototypes—teacher, warrior, problem-solver, and politician. This work further
refines this framework by interfacing and reinterpreting these prototypes through
four historical representations in literature as seen through the lens of modern
leadership. This presentation is important because closely studying historical
leadership prototypes can influence how people and groups are impacted by
traits and attributes in their leader prototypes. The interpretation of leadership

experiences from a historical viewpoint can help point to the origin of the self-

12
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identities of today’s leaders—whether they lead nations or corporations,
communities or small organizational groups.

The way we respond to leadership today has been shaped by more than two
million years of living in small, agrarian communities prior to the Industrial
Revolution. By studying lessons from the past, we gain a clearer perspective on
why leaders occasionally fail to lead and inspire followers in modern society.
Each of these lessons is one that both emerging and experienced leaders can

lean on for an explanation of leadership.
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Leadership Models for Higher Education Institutions:
An Empirical Investigation

Adobi Jessica Timiyo
University of Seychelles

The complexity of managing and moving higher education institutions (HEIs) toward
change and transformation within a dynamic business environment can be overwhelming
and calls for effective leadership approaches. Surprisingly, these institutions lack precise
leadership principles. This article examines and presents the views of 25 leaders on
leadership theories suitable for managing the institutions. The leaders were purposively
selected across nine institutions in United Kingdom to provide data for the study using in-
depth, audio-recorded, semi-structured interviews. The data were transcribed, coded, and
further analyzed with QSR NVivo 10 (2012) qualitative data analysis software. Based on
constructivist grounded theory and the upper echelon theory, this article offers
compelling evidence that the leadership narrative in HEls is inconsistent. Some are
advocating for HEls to be governed by relational leadership models, while others are
skeptical, arguing that the bureaucratic nature of these institutions might pose a threat to
this move. The study further identified three leadership taxonomies—blended leadership,
collegial leadership, and contextual leadership—considered suitable for managing the
institutions. However, contrary to previous research findings, collegial leadership was the
most recommended approach. Findings from this study both confirm and, at the same
time, contradict previous research, and can serve as policy guides for management and
regulatory bodies of HEls, particularly in addressing quality assurance issues.

Key words: collegial leadership, contextual leadership, distributed leadership, higher
education institutions, shared leadership, upper echelon theory

Higher education institutions (HEIs) have made significant contributions to
nations’ economies, particularly in the provision of employment and creating and
sharing knowledge. Consequently, these institutions are regarded as physical
and intellectual resources (Universities UK, 2012). These institutions have made
it possible for students and faculty to experience teaching and learning more
meaningfully than ever before, especially those in the United Kingdom. Even
though all four countries (England, Scotland, Wales, and Northern Ireland) share
a common quality assurance program for HEIs, they are governed by different
regulatory bodies: England and Wales by the Higher Education Funding Council,
Scotland by the Scottish Funding Council, and Northern Ireland by the
Department for Education and Learning (Universities UK, 2015).
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With an annual intake of more than 2 million students (domestic and
international), HEIs in the United Kingdom are highly ranked for providing quality
services to students (Universities UK, 2015). They ensure that student
satisfaction is fully enhanced and maximized, according to the 2014 National
Students’ Survey report (Universities UK, 2015). The report also revealed that
the United Kingdom economy has seen substantial increases due to the activities
of these institutions. In fact, they generate more than £73 billion in economic
activities, contribute 2.8% of the United Kingdom’s gross domestic product
(GDP), and provide up to 2.7% of employment opportunities for United Kingdom
citizens (Kelly, McNicoll, & White, 2014). In spite of these profound contributions,
the higher education sector in the United Kingdom faces many challenges.

One of these challenges is “to achieve a sustainable balance between
academic freedom and scholarship and business managerialism” (Gill, 2011, 38).
The situation could grow worse in the absence of good leadership principles.
Studies (e.g., Lumby, 2012; Wheeler, 2012) have shown that these institutions
lack the good leadership principles needed for proper management (Bryman &
Lilley, 2009). Two factors may likely be responsible for this. The first factor to
consider is the contestable nature of leadership research in the education sector.
Research has revealed that the leadership narrative in this sector is somehow
disoriented (Bolden & Petrov, 2014; Lumby, 2012). Hence, it is hard to draw a
consensus on how to explore the concept, whether from the academic leaders’
point of view or