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ABSTRACT
This paper reports the adaptation and validation of the Identity 
Leadership Inventory (ILI) in a Spanish organizational context. In 
addition, this study empirically explores the positive relationship between 
identity leadership and followers’ work engagement as mediated by 
positive and negative job-related affect. A total of 854 employees from 
different organizations (53.6% female, 46.4% male; M = 40.7 years, SD 
= 11.5, 19-74) completed an online questionnaire. Descriptive analyses, 
as well as confirmatory factor analyses, were conducted. According to 
our results, the Spanish version of the ILI had adequate psychometric 
properties. The four dimensions obtained in other countries (i.e., 
identity prototypicality, identity advancement, identity entrepreneurship, 
and identity impresarioship) were replicated in our sample. Moreover, 
we found that only identity entrepreneurship significantly related to 
followers’ positive and negative affect at work, which in turn, related 
to reported work engagement. We conclude that the Spanish version of 
the ILI adequately measures identity leadership in organizations. Future 
studies can build on this instrument to assess and foster identity leadership 
among supervisors.
Keywords
leadership; social identity; positive affect; work engagement; Identity Leadership 
Inventory.
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Este artículo describe la adaptación y validación del Identity
Leadership Inventory (ILI) en contextos organizacionales
en España. Asimismo, este estudio explora empíricamente
la relación positiva entre este estilo de liderazgo y
el work engagement de los seguidores, mediada por el
afecto positivo y negativo en el trabajo. Un total de
854 empleados (53.6% mujeres, 46.4% hombres; M =
40.7 años, SD = 11.5, 19–74) cumplimentaron un
cuestionario online. Se realizaron análisis descriptivos y
factoriales confirmatorios. Los resultados indicaron que la
versión española del ILI presenta adecuadas propiedades
psicométricas. Las cuatro dimensiones obtenidas en
otros países (prototipicidad de la identidad, promoción
de la identidad, emprendimiento de la identidad y
establecimiento de la identidad) fueron replicadas en
nuestra muestra. Únicamente el emprendimiento de la
identidad se relacionó significativamente con el afecto
positivo y negativo en el trabajo de los seguidores,
los cuales, a su vez, se relacionaron con el engagement
reportado. Concluimos, por tanto, que la versión
española del ILI mide adecuadamente el liderazgo en las
organizaciones desde la perspectiva de la identidad social.
Futuros estudios se pueden apoyar en este instrumento para
valorar y promover este estilo de liderazgo.
Palabras clave
liderazgo; identidad social; afecto positivo; work engagement;
Inventario de Liderazgo Identitario.

The social identity approach to leadership
has attracted increasing attention in the last
decade (Epitropaki et al., 2017; Steffens, Haslam,
Kerschreiter et al., 2014; van Dick & Monzani,
2020). According to this approach, leadership is
considered a psychological group process of social
influence. The development of a measurement
inventory, the Identity Leadership Inventory
(ILI; Steffens, Haslam, Reicher, et al., 2014),
has provided a useful tool for researchers and
practitioners, allowing them to assess different
facets of leaders’ identity management. The
availability of a sound inventory paves the
ground to explore how these facets relate
to relevant organizational outcomes. Indeed,
identity leadership as perceived by employees has
been related to important indicators of leadership
effectiveness (Steffens, Haslam, Kerschreiter, et
al., 2014; Steffens, Haslam, Reicher, et al.,
2014; Steffens et al., 2018; van Dick et al.,
2018), such as employees’ relationship to their
team (identification, confidence, and perceived
team support) and to their leader (trust and

perceived influence), as well as employees’ well-
being (job satisfaction, reduced burnout, and
increased work engagement) and performance
(task cohesion, organizational citizenship, and
innovative behavior at work). However, further
empirical research is needed to acquire a greater
understanding of the different facets of identity
leadership in various cultural contexts and how
these facets relate to followers’ outcomes.

The ILI has been validated in more than
20 countries (including one Spanish-speaking
country, Chile) and in different contexts through
diverse samples (Steffens, Haslam, Reicher, et al.,
2014; van Dick et al., 2018). Our aim in this
study is twofold: to validate the ILI in Spain
on a sample of employees and to explore the
extent to which the ILI relates to followers’
work engagement. Moreover, we propose a model
whereby positive and negative job-related affect
might mediate the association between ILI facets
and work engagement.

Conceptual framework

The social identity approach to leadership and
followership

The social identity model of leadership is one
of the most important paradigms in the group-
level leadership analysis (Epitropaki et al., 2017).
This social identity approach draws on two
theories, social identity theory (Tajfel & Turner,
1979) and self-categorization theory (e.g., Turner
et al., 1987), which have generated extensive
research in the social psychology field (Hogg
et al., 2004). From this perspective, leadership
is considered a psychological group process of
social influence structured by people’s shared
group membership (Haslam et al., 2017; Platow
et al., 2015). This process “centers on leaders’
capacities to represent, advance, create, and
embed a shared sense of social identity for
group members” (Steffens, Haslam, Reicher, et
al., 2014, p. 1002). To this extent, leaders are
expected to be more successful if they provide
group-oriented leadership regarding a shared
social identity (van Dick & Kerschreiter, 2016).

RESUMEN
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According to this approach, leadership should
only be understood within the context of a
specific group (Epitropaki et al., 2017). Shared
psychological group membership is considered
the key mediating process through which
leadership develops (Platow et al., 2015). Leaders
create and foster a shared sense of “us” (Steffens,
Haslam, Reicher, et al., 2014), channeling
followers’ coordinated energies to contribute to
shared goals and enable meaningful forms of
group behavior.

Dimensions of identity leadership

To mobilize and direct followers’ energies,
leaders must comply with not only identity
prototypicality (“be one of us”) but also
three other dimensions (Platow et al., 2015;
Steffens, Haslam, Reicher, et al., 2014): identity
advancement (leaders need to “do it for us”),
identity entrepreneurship (leaders need to “craft
a sense of us”), and identity impresarioship
(leaders need to “make us matter”). The ILI
was developed by Steffens, Haslam, Reicher,
et al. (2014) to assess followers’ perceptions
of their leaders’ identity management in these
four dimensions. Its practical value lies in
measuring processes in ongoing groups (Platow
et al., 2015). Steffens, Haslam, Reicher, et al.
(2014) strongly recommend using the scale to
separately examine each dimension rather than
a single superordinate identity leadership factor.
By assessing these multiple dimensions of leaders’
social identity management, the ILI enables an
exploration of the role these different facets play
in the leadership process and predicting relevant
outcomes.

Prototypicality in the ILI notably deals with
what it means to be a member of the group
beyond simply “being similar” to other members
or an “average” thereof (for a meta-analytic
review of prototypicality within the social
identity theory, see Steffens et al., 2020). The
other three more novel dimensions focus on
the degree to which leaders not only represent
the unique qualities that define the group but
also advance, create, and embed a sense of

shared social identity among followers (i.e.,
a sense of “us”). These separate aspects of
identity management are thought to help leaders
convey their vision for the group (van Dick &
Kerschreiter, 2016). Leaders, therefore, achieve
a stronger identity when they: a) make clear
their vision for the group and put themselves
at its center; b) champion their vision; c)
actively manage the group’s identity; and d)
device activities and structures that bring the
group together, helping followers experience a
collective identity.

The newly developed and validated ILI
assesses followers’ perceptions of their leaders in
these four dimensions and allows for a deeper
understanding of the relationship between
these dimensions and followers’ motivations
and outcomes. A growing body of empirical
evidence shows that each facet is relevant to
effective leadership and has a unique impact
(e.g., Steffens, Haslam, Kerschreiter, et al.,
2014; Steffens et al., 2013; Steffens et al.,
2018; van Dick et al., 2018). For instance,
team members’ perceived team support, work
engagement, task cohesion, and innovation are
predicted by leaders’ identity entrepreneurship
and identity impresarioship (Steffens, Haslam,
Reicher et al., 2014; van Dick et al., 2018).
Additionally, leaders’ identity prototypicality has
been found to predict perceived leader influence
(Steffens, Haslam, Reicher, et al., 2014). The
four facets are related to job satisfaction, team
identification, or trust (van Dick et al., 2018),
although to varying extents.

Hypothesis development

Structure of the ILI

The ILI was developed in three phases (Steffens,
Haslam, Reicher, et al., 2014). First, the
inventory items were generated from a detailed
review of the literature, and items within
each facet were discussed and refined through
several iterations. Twenty items were selected
after feedback was collected from social and
organizational psychologists on their construct
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clarity and comprehensibility. Second, a sample
of non-expert participants was asked to read
the theoretical definition of each dimension and
assess the extent to which each related item
appeared to represent it. The 16 items with the
clearest dimensionality were then subjected to
an extended data matrix factor analysis and a
principal-axis factor analysis. Third, construct
validity was established by showing that a 15-item
ILI had an adequate factorial structure based
on confirmatory factor analyses on samples from
different countries.

Additionally, discriminant validity was
established by showing that the four ILI
dimensions can be differentiated from other
close leadership styles (e.g., authentic leadership,
leaders’ idealized influence, and perceived
leader quality). Each dimension is unrelated
to another psychological construct, such as
self-esteem. Furthermore, criterion validity was
established by showing that the four dimensions
differentially predicted relevant outcomes such
as job satisfaction, team identification, work
engagement, and perceived team support in the
context of both organizations and sports. Since
then, the ILI has been validated in 20 countries/
regions, and 14 different languages by van Dick et
al. (2018), showing that both a four-correlated-
factors model and a higher-order construct of
identity leadership are based on four dimensions
fit the data well.

In accordance with previous research, we
formulated the following hypothesis:

H1. The structure of the ILI will involve
four factors: identity prototypicality, identity
advancement, identity entrepreneurship, and
identity impresarioship. These factors will show
sufficient reliability.

Validity

We also examine the criterion validity of the
Spanish version of the ILI. We focus on
employees’ positive and negative affect, as well as
on work engagement.

Work engagement. We take employees’ work
engagement to be a key indicator of well-

being in the workplace (Steffens et al., 2017).
A vast literature shows that employees’ well-
being at work is related to their perception
of their superiors’ particular leadership style
(for a review, see Arnold, 2017; Skakon et
al., 2010), such as transformational leadership
(Arnold, 2017), authentic leadership (Azanza
et al., 2018), or security-providing leadership
(Molero et al., 2019). Moreover, positive leader
behaviors are associated with high employee
well-being (Skakon et al., 2010). In particular,
social identity and self-categorization processes
contribute to employees’ well-being (Haslam
& van Dick, 2012; van Dick & Kerschreiter,
2016). Shared identity helps interpret potential
stressors (primary appraisal) and cope with
them (secondary appraisal) in a positive way
(Haslam & van Dick, 2012). While most
studies within the social approach have focused
on stress and burnout (Haslam & van Dick,
2012; van Dick et al., 2018), further research
is needed to understand a related, opposite
concept better: work engagement (Schaufeli
et al., 2017), to add some insights to the
yet scarce literature on this positive aspect
of the job (Robledo et al., 2019; Steffens,
Haslam, Kerschreiter, et al., 2014; Villajos et
al., 2019). Steffens, Haslam, Reicher, et al.
(2014) hypothesized that employees would show
greater work engagement to the extent that:
a) the team engaged in job crafting by actively
shaping the work environment, and b) leaders
embedded structures related to shared group
membership. They found that leaders’ identity
impresarioship and identity entrepreneurship
had a significant positive impact on respondents’
work engagement. In contrast, leaders’
perceived identity prototypicality and identity
advancement had a non-significant impact on
work engagement. Based on this literature, we
formulate the following hypothesis:

H2. Leader identity facets will be positively
related to followers’ work engagement.

Job-related affect. We further propose a model
whereby employees’ perception of their leaders’
identity leadership enhances their positive affect
and decreases their negative affect at work,
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which in turn increases their work engagement.
Given that social identity processes are guided
by self-enhancement and uncertainty reduction
(Hogg et al., 2004) and that leaders are
considered to constitute sources of positive
and negative emotions for employees at work
(Arnold, 2017), we argue that an adequate
social identity leadership management can
foster followers’ positive affect and reduce
their negative affect. Moreover, according to
the affective shift model of work engagement
(Bledow et al., 2011), both positive and negative
affect substantially impact work engagement,
which is an affective-motivational state. Both
positive and negative affectivity has been shown
to have considerable effects on burnout and work
engagement (Castellano et al., 2019).

Previous studies have shown that followers’
negative and especially positive affect at work
mediates the relationship between leadership
styles and relevant organizational outcomes, such
as employee burnout (e.g., Molero et al., 2019) or
innovation (Zhou et al., 2014). Drawing on these
findings, we establish the following hypothesis:

H3a. Followers’ increased positive affect will
mediate the positive relationship between leader
identity facets and followers’ work engagement.

H3b. Followers’ reduced negative affect will
mediate the positive relationship between leader
identity facets and followers’ work engagement.

Methods

Sample

Our sample consisted of 854 employees (53.6%
female; 46.4% male), with an average age of
40.7 years (SD = 11.5, 19–74), from different
organizations located in Madrid (29.9%),
Andalusia (15.2%), the Valencian Community
(8.9%), Catalonia (5.7%), and Aragon (5%).
Most participants held a university degree (56%)
or had finished vocational training (18.4%);
15.8% reported secondary studies, 4.8% primary
studies, and 5% other studies. The majority
of respondents worked in a private company
(65.4%), followed by those working in a public

office (29.2%) and other types of organizations
(5.4%). These organizations were categorized as
large (more than 250 employees, 47.6%), small-
to-medium (10 to 250 employees, 38%), and
micro (less than ten employees, 14.5%). The
majority of supervisors were male (58.9%; 41.1%
female) aged 41 to 55 (55.6%; 26.9% aged 25 to
40; 17.4% aged over 55). Participants worked in
the same team for an average of 6 years (SD =
6.9, 0–39).

Measures

The questionnaire we used in this study consists
of the following sections.

Identity leadership. We used the 15-item
ILI (Steffens, Haslam, Reicher, et al., 2014).
All items refer to participants’ immediate
supervisor. Four items focus on leader identity
prototypicality (e.g., “... embodies what the
group stands for”), four items measure identity
advancement (e.g., “... promotes the interests
of members of the group”), four items concern
identity entrepreneurship (e.g., “… creates a
sense of cohesion within the group”), and
the three remaining items measure identity
impresarioship (e.g., “… devices activities that
bring the group together”). We used a seven-
point Likert-type response format ranging from
0 (not at all) to 6 (completely). This inventory
has been translated into Spanish and validated
in Chile (van Dick et al., 2018); we made some
minor linguistic modifications to adapt it to the
Spanish spoken in Spain (see Table 1).

Job-related affective well-being. We used the
Spanish version of the 12-item Warr’s scale
(Laguna et al., 2017). This instrument,
widely used in work contexts, consists of
two factors: positive affect (calm, contented,
relaxed, cheerful, enthusiastic, and optimistic)
and negative affect (tense, uneasy, worried,
depressed, gloomy, and miserable). Participants
were asked to indicate how frequently they had
experienced these emotions at work in the last
weeks (0 = never to 6 = always).

Work engagement. We used the three-item scale
of Schaufeli et al. (2017). Participants responded
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to all items (e.g., “At my work, I feel bursting with
energy”) on a seven-point scale from 0 (never) to
6 (every day).

Sociodemographic and control variables. We
included a set of control variables related to
participants (i.e., gender, age, educational level,
time working with a supervisor, and time working
with the team), their organizations (e.g., type,
size, and activity sector), and their supervisors
(gender and age).

Procedure

Undergraduate psychology students recruited
participants at a Spanish university in exchange
for academic credit. Each student contacted
at least four participants and gave them
general instructions for completing the online
questionnaire. The questionnaire was designed
using the Qualtrics survey platform (https://ww
w.qualtrics.com), which guarantees anonymity.
The study followed the recommendations
of the UNED Ethics Committee. Informed
consent was shown on the initial page of the
online questionnaire (those who declined were
redirected to the end of the questionnaire
and did not complete any of the measures).
Participants could withdraw from the study
whenever they wanted. On average, it took
participants approximately 15 minutes to answer
it (SD = 13.9).

Data analysis

First, we conducted confirmatory factor analysis
(CFA) to identify factor loadings and goodness-
of-fit indices for the ILI, using EQS 6.3
software for Windows (Bentler, 2006; Bentler &
Wu, 2015). We selected the robust maximum
likelihood estimation method, which provides
approximations of the errors and adjustment
statistics in the presence of deviations from
the multivariate normality assumption (Brown,
2015). To evaluate the model’s goodness-of-
fit, we applied the Satorra-Bentler scaled chi-
square (S-Bχ2) test; non-significant values (p
> 0.05) and a result under 2 when dividing

S-Bχ2 by the degrees of freedom verify the
proposed model’s adjustment to the data. Due
to the χ2 statistic’s sensitivity to sample size,
we considered other indices to evaluate model
fit, such as the root mean square error of
approximation (RMSEA), the comparative fit
index (CFI), and the non-normed fit index
(NNFI). An acceptable adjustment should have
CFI values over 0.95 and NNFI values over
0.90 (perfect adjustment corresponds to a value
of 1), and RMSEA values around 0.05 (values
of about 0.08 or less indicate a reasonable
error of approximation to the population,
while values over 0.10 indicate an inadequate
approximation). In addition to these indices, we
selected the Akaike information criterion (AIC)
for model comparisons, according to which the
model with the lowest value is considered the
most adequate.

Furthermore, we calculated means, standard
deviations, reliabilities (Cronbach’s alphas), and
Pearson’s correlations using SPSS. Finally, we
estimated the predictive validity of the ILI facets
using EQS 6.3.

Results

Descriptive analysis

First, all 15 items showed acceptable asymmetry
and kurtosis across the sample (Table 1). Mean
values ranged from M = 2.84 (ILI 13... [My
immediate supervisor…] devices activities that
bring the group together) to M = 3.68 (ILI 7... [My
immediate supervisor] stands up for the group).

https://www.qualtrics.com
https://www.qualtrics.com
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Table 1
Mean, standard deviation, asymmetry, and kurtosis of 
the 15-item Identity Leadership Inventory (ILI)

Note. N = 854. Scores could
range between 0 and 6.

Factorial structure of the ILI - Confirmatory factor
analysis (CFA)

To test the ILI’s factorial structure, we compared
our proposed four-factor model (Model 1) with
an alternative one-factor model with all items
loading onto a single factor (Model 2) and a
model whereby four first-order factors contribute
to a superordinate second-order factor (Model
3). Table 2 illustrates fit indices. The model fit
was much better for Models 1 and 3 than for
Model 2; in Models 1 and 3, both CFI and NNFI
values were higher, while RMSEA and AIC
values were lower, showing better adjustment.
Thus, the CFA results confirmed the validity of
the ILI’s original four-factor structure in Spanish.
Differences between Models 1 and 3 were minor,
but Model 1 appeared to fit slightly better. These
results support H1.

Table 2
Indices of adjustment and comparison among 
alternative models

Convergent validity and reliability

Table 3 shows that all factor loadings were
0.70 or higher (Hair et al., 2006). Convergent
validity, measured by the average variance
extracted (AVE), represents the common
variance between indicators and their construct
(Fornell & Larcker, 1981). The AVE values
obtained, all over 0.50, revealed adequate
convergent validity (Table 3). To assess internal
consistency, we calculated Cronbach’s alphas and
composite reliability for each of the four factors
and the 15-item scale as a whole. All coefficients
exceeded the cut-off value of 0.70 (Table 3).
These results provide additional support to H1.
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Table 3
Factor loadings, reliability, and average variance 
extracted (AVE) for each of the four ILI facets

Predictive validity

The correlations we obtained among ILI
dimensions and employee variables (positive
and negative affect at work, as well as work
engagement) provide initial support for the
validity of the ILI (Table 4). In line with H2, ILI
facets were positively related to work engagement
and positive affect at work. At the same time,
all these variables were negatively related to
negative affect, with correlations ranging in
absolute size between 0.29 and 0.61. Participants’
key demographic variables were largely unrelated
to the study’s variables. However, participant age,
supervisor age, and time working with the same
team presented some significant low negative
correlations with the global ILI measure, several
ILI facets and positive affect. Time working with
the supervisor and time working with the team
was slightly related to negative affect. None of
the demographic variables was associated with
work engagement.

Table 4
Descriptive statistics and Pearson’s correlations among 
study variables

Note. N = 854. Values given in the parenthesis
in the diagonal are Cronbach’s α reliability

coefficients. *p < 0.05; **p < 0.01; ***p < 0.001

In order to more deeply explore the
relationships among ILI dimensions and
employees’ job-related affect and work
engagement, we tested the model proposed in
Figure 1. The fit indices for this model were
adequate (CFI = 0.93, NNFI = 0.92, and
RMSEA = 0.07), except for chi-square (S-
Bχ² (389) = 2026.10, p < 0.001). Regarding
the relationship among variables, only identity
entrepreneurship was directly and significantly
related to positive and negative affect, both of
which were significantly related to employees’
work engagement in the hypothesized directions.
In particular, employees reported greater positive
affect and lowered negative affect due to
their increased perception of leaders’ identity
entrepreneurship. Regarding the significance and
relevance of the relationships in the model,
positive affect had a stronger direct link to
work engagement than negative affect (β =
0.69, p < 0.001 and β = -0.12, p <
0.001, respectively). Moreover, the percentages
of variance explained were 52.9% for work
engagement, 35% for positive affect, and 17.1%
for negative affect; the fact that they were all
greater than the recommended cut-off value of
10% (Falk & Miller, 1992) substantiated the
model’s predictive validity.
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Figure 1
Relationship between identity leadership and followers’ 
work engagement as mediated by positive and negative 
job-related affect

Discussion

We designed this study to validate the ILI
in Spanish organizational settings and examine
each dimension’s relationship with employees’
work engagement and job-related affect. We
made some minor changes to the version
validated in Chile (van Dick et al., 2018) to
adapt it to more common linguistic expressions
in Spain. From a psychometric standpoint, and
supporting H1, our results indicate that the
Spanish version of the ILI presents the same
factorial structure as the original one (Steffens,
Haslam, Reicher, et al., 2014); specifically, it
is composed of four factors, namely identity
prototypicality, identity advancement, identity
entrepreneurship, and identity impresarioship.
According to the social identity approach to
leadership (van Dick & Kerschreiter, 2016;
van Dick & Monzani, 2020), leaders should
not only embody their group’s social identity
(identity prototypicality), but they should also
act according to it in the interest of the
group (identity advancement), actively shape
it (identity entrepreneurship), and make it
“come alive” for group members (identity
impresarioship). In line with van Dick et al.
(2018), a four-correlated factors model (Model
1) and a model in which four first-order factors
contribute to a higher-order construct of identity
leadership (Model 3) fit the data well. All factors
showed satisfactory internal consistency and
adequate convergent validity. Therefore, we may
conclude that the Spanish version of the ILI is a
valid, reliable tool to measure identity leadership
in Spanish-speaking populations. Nonetheless,
we encourage researchers in other Spanish-

speaking countries to review the wording of items 
to facilitate participants’ understanding.

From a practical point of view, our empirical 
study shows that identity leadership facets were 
positively related to work engagement among 
employees, with correlations ranging between 
0.35 and 0.39. In addition, as expected, all 
four facets were positively related to positive 
affect (with correlations between 0.49 and 
0.55) and negatively related to negative affect 
(with correlations between -0.29 and -0.36). 
Furthermore, higher levels of positive affect 
were associated with higher levels of work 
engagement, while higher levels of negative 
affect were associated with lower levels of 
work engagement. However, only identity 
entrepreneurship was significantly related to 
work engagement as mediated by affect in our 
model. These results support those obtained 
by Steffens, Haslam, Kerschreiter, et al. (2014) 
and Steffens, Haslam, Reicher, et al. (2014). 
However, they fail to support the relevance 
of identity impresarioship found by the latter. 
Notably, also in line with Steffens, Haslam, 
Reicher, et al. (2014), they demonstrate the 
importance of considering the ILI’s four different 
facets separately, rather than in terms of a 
single higher-order factor: despite the high 
correlations obtained among facets (0.73 to 
0.90 according to this study, 0.77 to 0.87 
according to van Dick et al., 2018, and 0.78 
to 0.88 in organizational settings according to 
Steffens, Haslam, Reicher et al., 2014) each 
facet has a unique impact on organizational and 
employee outcomes such as work engagement. 
Thus, we second Steffens, Haslam, Reicher, et 
al. (2014) in recommending consideration of the 
ILI in terms of its four separate facets rather 
than a single, higher-order identity leadership 
factor. Our proposed version allows for a deeper 
understanding of each dimension’s contributions 
to the leadership process and relevance as 
a predictor of organizational and employee 
outcomes.
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Implications

From a theoretical point of view, our study adds
support to the cross-cultural factorial structure
of the ILI and each facet’s unique contributions.
As both leaders and followers are members of
the same entity, they are linked together within a
collective identity group (Epitropaki et al., 2017).
According to Epitropaki et al. (2017), despite
the wealth of papers on leadership and emotion
published in recent years, there is a striking lack
of studies on leader identity and emotion. We
have attempted to address this gap by examining
the role of emotion in leadership and followership
identity. In so doing, we have contributed to the
understanding of leaders’ capacity to promote
employees’ job-related positive affect and reduce
their negative affect, both of which relate to
work engagement. We have proposed affect as
a possible explanatory mechanism by which
identity leadership can relate to employees’ well-
being.

Our results also provide insight into how to
foster work engagement in organizations. Work
engagement should be promoted, as it is a robust
predictor of performance and other relevant
organizational outcomes (Borst et al., 2020;
Robledo et al., 2019). Our findings suggest that
leaders can promote positive affect and reduce
negative affect, by actively shaping their group’s
social identity, thus increasing employees’ work
engagement.

From a practical perspective, the availability
of a validated instrument in Spanish allows
practitioners to measure identity leadership in
organizations. In addition, the ILI can be used
to not only assess but also develop leadership
(van Dick et al., 2018). We suggest that managers
be trained in leadership identity to enhance
their knowledge and adoption of identity
prototypicality, identity advancement, identity
entrepreneurship, and identity impresarioship, all
of which are positively associated with desirable
outcomes in their followers. In particular, the
ILI (with its corresponding adaptations) may
be useful in assessing managers’ motivation
and ability to promote leadership within the

5R leadership development program (based on
Readying, Reflecting, Representing, Realizing,
and Reporting) proposed by Haslam et al. (2017).

Limitations and recommendations for future
research

Some of our study’s limitations should be
taken into account. First and foremost, its
cross-sectional design does not allow for
causal interpretations. Although our results
show that social identity entrepreneurship is
associated with positive and negative affect
and work engagement, increased perception
of affect and identity entrepreneurship could
be both a consequence of work engagement
and a cause. We theoretically established our
hypotheses based on previous studies, but further
experimental and longitudinal research is needed
to confirm causality. Second, participants were
not members of a single team or organization.
Different types of organizations may foster
cultures that in turn promote (or hinder) work
engagement. Managers’ training in different
aspects of leadership may also vary significantly
across organizations. Third, all measures were
self-reported, and therefore social desirability
cannot be discarded, although we ensured
anonymity to reduce this possibility. Fourth,
we measured identity leadership by measuring
employees’ perceptions of their immediate
managers. Future studies should analyze to
what extent managers’ perceptions of their
identity management coincide with those of their
followers.

Conclusions

Our study’s results, based on a sample of
854 employees, indicate that the Spanish
version of the ILI has satisfactory factorial
validity and internal consistency, thus replicating
the original inventory’s four-factor structure.
Regarding criterion validity, results suggest
that different facets of the ILI have a
unique impact on organizational and employee
outcomes. According to our study, only identity
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entrepreneurship is significantly related to work
engagement mediated by job-related affect.
Thus, a multidimensional approach to the ILI
appears to be useful in better understanding
how identity leadership relates to relevant
organizational outcomes.
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