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The field of inclusive leadership has been progressing since Nembhard and Edmondson 

(2006) coined the first definition of inclusive leadership as “words and deeds by a leader or 

leaders that indicate an invitation and appreciation for others' contributions” (p.927). 

Contemporaneous with the developments around the conceptualization of inclusive 

leadership, attempts to operationalize the concept were also taken (e.g., Nembhard & 

Edmondson, 2006; Carmeli et al., 2010; Zheng et al., 2017). However, we suggest that the 

measurement tools developed are not fully representing the concept of inclusive leadership 

which means the field is missing an all-embracing operationalization. This is also in line with 

Shore and colleagues (2011) suggestion on developing measurement tools for each inclusion 

focus. Having such a measurement tool is essential for the progression of the field. 

In this paper, as preview of an ongoing research manuscript, we aim to provide the field with 

an inclusive leadership operationalization reflecting a consolidated conceptualization of 

inclusive leadership. We use the consolidated conceptualization of inclusive leadership 

developed recently based on the existing knowledge in the literature (Veli Korkmaz et al., 

2022).  

The Figure below summarizes the four dimensions and 10 subthemes of inclusive leadership 

as distinguished by Veli Korkmaz et al. (2022). 
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Figure 1: A consolidated conceptualization of inclusive leadership 

 

 

While developing the inclusive leadership scale based on this framework, we adopted a 

multi-step approach: 

1. Collecting a number of measurement tools available in the literature* (e.g., Ashikali 

et al., 2021; Carmeli et al., 2010; Nembhard & Edmondson, 2006)  

a. The first author mapped each item against the inclusive leadership 

conceptualization to get a view on the inclusive leadership dimensions and 

categories measured. This mapping showed some of the inclusive leadership 

categories were not represented.  

b. In collaboration with two master’s students, two of the authors investigated the 

items based on the following criteria 

i. whether the items measure behaviors 

ii. the levels (i.e., employee, team, organization) 
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iii. whether the items are clear  

iv. whether there were overlapping items 

c. According to the criteria, the team made the decision to adjust or exclude the 

items.  

d. Finally, we reviewed the categories which were not represented by available 

items and developed items to fill this gap. At the end of this step, we ended up 

with 34 items in total.  

2.  In order to ensure validity, we ran a pre-validation with a sample of 549 employees. 

Overall, these results confirm that the 34-item pool is a valid and reliable way to 

measure inclusive leadership as a four-dimensional second-order construct (CFI = 

0.95; RMSEA = 0.05; SRMR = 0.05) in line with the framework advanced by Veli 

Korkmaz and colleagues (2022). 

The items are listed in Table 1. 
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Dimensions Themes Final item 
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Support employees as 

individuals (1A) 
My supervisor supports each one of us both at personal and work level. 

My supervisor encourages each one of us to approach him/her on personal issues. 

My supervisor encourages each one of us to approach him/her for support 

Foster diversity (2A) 

My supervisor encourages each one of us to share our ideas openly. 

My supervisor encourages everyone to make use of each other's unique backgrounds during 

problem-solving. 

My supervisor fosters unique contributions of each one of us. 

My supervisor makes sure that each one of us is invited to express different viewpoints. 

Empower employees (3A) 

My supervisor encourages each one of us to take initiative. 

My supervisor gives each one of us personal authority to make decisions on how to accomplish 

tasks on our own. 

My supervisor encourages each one of us to solve problems ourselves instead of just telling us 

what to do. 

My supervisor empowers each one of us to make work-related decisions. 

Contribute to employees’ 

L&D (4A) 

My supervisor helps each one of us to learn from mistakes to develop ourselves. 

My supervisor gives attention to learning and development opportunities for each one of us. 

My supervisor helps each one of us to further develop ourselves. 
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Ensure equity (1B) 

My supervisor encourages honesty as a virtue within the team. 

My supervisor treats team members fairly. 

My supervisor treats team members equally. 

My supervisor makes sure that nobody is left out in the team. 

Build relationships (2B) 
My supervisor encourages team members to build closer connections with one another. 

My supervisor encourages collaboration within the team. 
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My supervisor facilitates a strong team spirit. 

Share decision making (3B) 

My supervisor fosters participative decision making within the team.  

My supervisor explains the reasoning behind the decisions to the team. 

My supervisor motivates team members to come to a common agreement for action. 

My supervisor makes decisions together with the team when it is possible. 
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Recognize Employees' 

Efforts (1C) 

My supervisor shows recognition for the contributions made by the team. 

My supervisor praises the efforts of all team members. 

My supervisor shows appreciation for the effort made by individuals. 
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Open to organizational 

change (1D) 

My supervisor is open to change the way we proceed to achieve our goals within the organization. 

My supervisor acts constructively to reluctance towards changes happening within the 

organization. 

My supervisor is attentive to new opportunities to improve work processes within the 

organization. 

Promote organizational 

mission on inclusion (2D) 

My supervisor communicates how inclusion contributes to organizational outcomes. 

My supervisor communicates the benefits of diversity for our organization. 

My supervisor communicates dedication to establishing an organization which represents 

diversity in society. 

 

Table 1. INCLEAD: Inclusive leadership measurement tool  
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